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Introduction:

Digital transformation doesn’t have to be complex or 
costly, and it shouldn’t take years to achieve meaning-
ful business impact. 

When getting started, it’s generally a good idea to 
think big, start small and learn fast. This is exactly 
what our micro-transformation model will show you 
how to do.

Thinking big is how you’ll motivate your organization 
to change. You’ll do this by articulating a future state 
that is bold and fundamentally different and better 
than the current state. Note that thinking doesn’t 
mean that you’re making a commitment. It’s not a list 
of requirements or deliverables. Instead, you’re paint-
ing a picture of the future that will hopefully inspire 
and motivate the organization to move in a new direc-
tion.

Starting small is how you’ll find your path. Applying 
the principle of optionality, you can avoid going all-in 
on an approach that could be wrong. When you start 
small, you can intentionally explore a few different 
ideas before deciding on the best possible path to the 
transformed future state. This is important because it 
will help you discover what works and why (as well as 
what doesn’t work and why). This will enable you to 
not only direct the transformation path based on re-
al-world data, but it will also enable you to articulate 
clear guiding policies and coherent action steps that 
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will dramatically improve overall time to value and 
substantially reduce complexity, noise and friction. 

Starting small has other benefits, too. Most impor-
tantly, it enables you to learn fast. This minimizes 
overall risk, sustains momentum and avoids waste. 
But you can’t learn fast if you don’t have the right en-
vironment for learning. And if you are not committed 
to creating this environment, your transformation will 
ultimately fail.   

In this final part of the book, we’ll show you how to 
think big, start small and learn fast in four steps using 
our micro-transformation model. 

In Step One, we’ll explain how to design empowered, 
outcome-driven, cross-functional transformation 
teams that can reach the future state. In Step Two, 
we’ll explore how to use “immersive working envi-
ronments” as the ultimate accelerator for your trans-
formation. Then in Step Three, we’ll show you how 
to develop cross-functional teams that can solve any 
challenge using a framework called the Starter Kata. 
Finally in Step Four, we’ll demonstrate how to simul-
taneously test the future state and deliver real-world 
outcomes using the thin-slicing technique.

Like all things, our model may take some time to mas-
ter. However, we are confident that micro-transforma-
tion will provide your organization with the most effec-
tive path to the future state. With this model, you can 
achieve your transformation goals in 6 to 18 months, 
depending on your organization’s size and complexity. 
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Step 1: Create effective cross-functional 
teams

Overview:

Transformations are inherently uncertain and unpre-
dictable endeavours that no amount of upfront plan-
ning can fully account for. 

While some initial planning is always a good idea, ex-
tensive upfront planning is generally a wasteful exer-
cise. This is because most plans cannot withstand the 
many unforeseen challenges and obstacles that will 
inevitably arise in a complex and uncertain environ-
ment. That’s why, rather than following an extensive 
planning process, it’s generally better to envision and 
articulate a desired direction and apply the principle 
of optionality using well-designed, cross-functional 
teams.

But in order to design an effective cross-functional 
team, you’ll need the right approach. 

To solve for this, Rangle’s micro-transformation mod-
el recommends implementing the Double-Triangle 
Model1, shown in Figure N below. 

1 - 1st Guo Xiao, Gary O’Brien, Mike Mason, Digital Transformation Game Plan (Sebastopol, California: 
O’Reilly Media, 2019)
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Figure N: Example of the double-triangle model

In the double triangle model, change expertise is 
paired with functional expertise to create a “team of 
teams” configuration that we call “coalitions”. Change 
expertise provides the capability to identify, explore 
and test new ways of working, while functional exper-
tise provides the capability to contextualize existing 
functions, processes and policies, and provide guid-
ance as to how they might be adapted to achieve the 
future state. 

In the micro-transformation model, coalitions are 
partnered with a line of business to incremental-
ly transition product and program teams known as 
“pods” to the transformed future state. 

As shown in the figure below, coalitions support pods, 
which enables them to reach the future state as quick-
ly as possible with the least amount of friction. 
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Figure N: Example of the double-triangle model

How it works:

Phase one: reinvention hypothesis

In Phase One, coalitions and pods work together to 
develop a hypothesis for how they might incorporate 
the principles and practices defined by the future state 
to deliver outcomes that contribute to key organiza-
tional goals. 

Again, the principle of optionality is key. So rather 
than going all-in with one solution, coalitions and 
pods use hypothesis-driven methods to test a range 
of options and discover the best solution. To do this, 
they can work from the Opportunity Solution Tree 
presented in Principle Six to ensure their work maps 
to business outcomes on one or more potential oppor-
tunities and solutions.

Phase two: scale and integrate

In Phase Two, coalition and pods take their validat-
ed hypothesis and attempt to scale it. Working with 
stakeholders who are both upstream and downstream 
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in the process, these groups reach a target state by 
removing existing constraints that may inhibit the 
new ways of working and constrain the flow of work. 
Here, the functional side of the double-triangle can do 
a lot of the heavy lifting, as they have the seniority and 
institutional knowledge needed to help the pod reach 
the future state. 

Phase three: cement the new normal

In Phase Three, the coalition supports the pod as they 
cement the new ways of working, to the point that it 
becomes the new normal. At this pivotal point, the 
coalition can start working with a new pod and repeat 
the process (using the lessons learned along the way 
to speed the implementation).  

Why it works:

Empowered cross-functional teams aligned by shared 
outcomes are the best way to navigate in uncertain 
and unpredictable environments.

Through shared outcomes, cross-functional teams 
and pods are better able to collaborate with a com-
mon purpose and mission, which enables them to 
continuously identify, prioritize, and break down risky 
assumptions, and then use their collective capabilities 
to “swarm” both opportunities and challenges accord-
ingly. 

The success of this approach is predicated on a cul-
ture change and mindset shift: One where everyone 
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in the organization believes that those closest to the 
work and to the customer — aka, the product teams or 
the pods — are best suited to make decisions for the 
product and on behalf of the customers’ experience. In 
traditional command and control environments, the 
executive leadership are thought to “know best”. Part 
of shifting to the pod approach will be to ensure the 
most senior stakeholders in the process can relinquish 
(at least some) control to the collective wisdom of the 
pods. 

Final thoughts: 

The coalitions and pods approach not only ensures 
that your digital transformation process begins well, 
but that it has the flywheel effect built in — your 
efforts will become faster with each successive pod as 
your coalition grows their expertise in partnering and 
coaching. 

Choosing the right experts for your coalition will also 
ensure its success: Who in your organization is most 
adaptable to change? Who has the capacity to deal 
with ambiguity? 

The resilience of the coalition will determine the suc-
cess of the pod in choosing the right option for their 
growth, not just the first or most convenient-sounding 
one.
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Step 2: Utilize immersive working  
environments

Overview:

In order to amplify the “swarming” effect noted in the 
previous section, it’s important to provide an immer-
sive working environment that enables coalitions and 
pods to learn and develop the skills they will need to 
successfully work in the future state. 

These environments, sometimes referred to as Dojos, 
are what we call Immersive Working Environments 
(IWEs or simply “immersion”). 

At Rangle, we like the immersion model because its 
“learn by doing” approach provides the fastest and 
most powerful way to help pods make the transition to 
the future state through experiential learning.

In an IWE, coalitions and pods work together on re-
al-world outcomes and develop new skills using rep-
etition to build tacit knowledge. This immersive and 
experiential approach is quite different (and dare we 
say, better) than traditional training in the sense that 
training rarely builds tacit knowledge. Training is gen-
erally short-term, generic and lacking in real-world 
context. Immersion is long-term, and uses real-world 
challenges and repetition to build tacit knowledge 
over a period of six to twelve weeks.

Moreover, in an IWE, coalitions and pods are always 
advised, taught, and mentored by deeply experienced 
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product, process and technology coaches. Coaching is 
incredibly important for newly forming teams work-
ing on uncertain outcomes. By providing persistent 
access to coaches, newly formed teams are always able 
to access deep domain knowledge that they other-
wise would not have at their disposal. Through this 
model, teams may choose to pair with coaches for 
several days of training before they start a new initia-
tive, while at other times, they may ask the coaches to 
facilitate discovery or improvement workshops to help 
them find the best path forward. 

Working this way can provide a number of benefits for 
coalitions and pods as they move toward the future 
state. Through IWEs, coalitions and pods have ded-
icated time to not only build new capabilities, test 
new processes, and try new tools, but they also have 
coaching to help them find the path of least resistance 
through the many obstacles and constraints they will 
encounter along the way. Lastly, because IWEs em-
phasize repetition, coalitions and pods are able to 
harden their knowledge quickly and share that learn-
ing in other areas of the organization. 

How it works:

During an immersion cycle, coaches embed with coa-
litions and pods and help them define and work to-
ward their intended outcomes using short, two-week 
challenges. During each challenge, coalitions and 
pods apply hypothesis-based methods to iteratively 
and incrementally deliver outcomes (with coaches 
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overseeing the entire process), emphasizing the right 
practices through repetition. Through this approach, 
learning is reinforced so that new skills and the future 
state ways of working become tacit knowledge. 

Designing an IWE:

It’s best to think about immersive working environ-
ments as “hubs” or “camps”. In other words, a place 
specifically designed to enable Pods to immerse 
themselves in the transformational future state, while 
working on outcomes that solve real-world challenges. 

Whenever possible, it’s best to create environments 
that are on-site and easily accessible. The set up can 
be flexible, but generally, the goal is to optimize for 
collaboration. Visualization is an important part of 
collaboration, so it helps to provide plenty of white-
board space as well as a collaborative seating arrange-
ment so that cross-functional groups can easily en-
gage and discuss at will. In addition, it helps to set up 
so-called “Information Radiators” that help visualize 
the current goals, work in process and overall prog-
ress against the stated outcomes. 

Staffing an IWE:

At least initially, staffing an IWE should only require a 
coordinator and three coaches, as follows:

The coordinator handles administrative tasks as well 
as ensures the day-to-day operation of the IWE runs 
smoothly.
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The process coach ensures coalitions and pods apply 
appropriate discovery and delivery techniques, as well 
as promote the core tenets of high-performing teams 
such as customer value, incremental delivery and con-
tinuous feedback and improvement. 

The product coach helps coalitions and pods make the 
shift from the project mindset to the product mindset, 
while keeping teams focused on customer value and 
business impact.

The technology coach works with Pods to ensure they 
have the ability to release early and often through 
hands-on training, tool chain development and skill 
building. 

From time to time, your IWE may also need a niche 
subject matter expert, assuming that expertise is not 
already part of an existing coalition. 

Operationalizing an IWE:

While there is no prescribed way to get an immersive 
working environment started, there are some existing 
models that have proven successful. 

Generally, immersive working environments follow a 
four stage lifecycle as depicted by Figure N below.
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Figure N: Generic life cycle

The Intake:

The intake is a short meeting between coalitions, 
pods, and the coaches running the immersive work 
environment. The intent is to give coalitions and pods 
enough information to decide if the Immersive Work 
Environment is a good fit for them at this time, and 
for the coaches to begin to form a hypothesis as to 
how they might be able to help and where they should 
focus. 

The Consult:

During the consultation, coaches will again meet with 
coalitions and pods to briefly highlight their creden-
tials, and provide examples of how they have succeed-
ed using immersive working environments. 

In addition, coaches will begin to work with the co-
alitions and pods to gain alignment as to the broad 
outcomes and the commitment required, as well as 
explore any technical, product or process practices the 
group might want to learn. 

In their book Creating Your Dojo, authors Dion Stew-
art and Joel Tosi describe some of the key questions 
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that need to be answered during the consult:

• What products are you working on?

• How does the work flow into and through the 
team?

• When and where are you engaged?

• What do you hope to learn?

• What’s preventing you from learning in your day-
to-day work?

• Are you willing to commit to spending 6-8 hours 
per day for six weeks in the IWE?

• Is the team free from imminent deadlines?

• Could the work we do here serve as an example to 
other teams in your organization?

• What is the ratio of full-time employees to contrac-
tors? Will contractors join the IWE?

• Does this team provide products/services to other 
teams in the organization?

• If so, is there an opportunity for a multiplier effect 
on the rest of the organization?

• Will this team prove to be good promoters of the 
IWE model within the organization?

The Charter:

During the charter session, the team agrees on what 
they will deliver, what they will learn, and how they 
will work for the next six weeks. They also take care 
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to decide how they will manage dependencies such as 
access to environments, repos, tools, etc.

After approximately four hours, the team should be 
able to produce the following artifacts:

• Team Name

• Timeframe

• Goals and Measures

• Community Map

• Architecture Diagram and Tech Stack

• Skills Matrix

• Logistics

• Working Agreements

The Experience:

During the experience phase, coalitions and pods will 
work through six two-week cycles in which they re-
peatedly apply similar principles but different practic-
es, with each practice tailored to meet the needs of the 
current challenge and make progress against a broad-
er business outcome. 

During this time, teams may learn practices such 
as test-driven development, or spend time studying 
and discussing the principles of DevOps and how to 
apply them. Regardless of the exercises, the role of 
the coaches is to ensure that the energy and focus of 
the group is always directed towards the challenge at 
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hand, and the broader outcome.

Why it works:

Immersive working environments offer a lot of bene-
fits for transforming organizations. Not only do they 
provide a safe and structured environment for learn-
ing, the group setting tends to increase collaboration 
and alleviate fear of change. Immersive working 
environments work well because they combine the 
best of process, product and technology thinking to-
ward real-world organizational outcomes. Overall, the 
process works best when coalitions, pods and coaches 
have shared responsibility and accountability for the 
outcomes.

Moreover, as teams complete their twelve-week cy-
cles, they often become evangelists and change agents, 
helping to promote the process as well as teach what 
they’ve learned to others, which further accelerates 
the rate of organizational change. 

Final thoughts:

Rangle’s core mission is to build the right thing, the 
right way, and then improve it. The IWE model is not 
just theory for us — it’s how we work every day with 
our clients. We believe that immersion provides the 
absolute best working environment to achieve the dig-
ital-first, customer-first outcomes your business needs 
to transform and bring value to market faster. 
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Along with coaching comes something else your teams 
need in order to make the culture and mindset shift 
to the pods model: A safety net for failure. Working in 
a new way can be intimidating. The coaches provide 
not only assurance that the new ways are practical 
and achievable, but also make themselves available to 
discuss any misgivings the team may have as the pro-
cess unfolds. They additionally provide a real ability 
to protect the teams from making common mistakes, 
and ensure that their work and decisions are ultimate-
ly successful.
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Step 3: Implement the Starter Kata

Overview:

In Steps One and Two of the micro-transformation 
model, we outlined how to use cross-functional teams, 
shared outcomes and immersion to build a strong 
foundation for your transformation to succeed. 

Now in Step Three, we’ll explore how to build on that 
foundation and get everyone working using a simple 
framework called the Starter Kata.

The Starter Kata combines scientific thinking and 
continuous improvement to achieve measurable 
outcomes. Among its many benefits, the Starter Kata 
is simple and accessible, and it’s all-purpose applica-
bility helps to make it an ideal framework for change 
at the program and the organizational level. It’s also 
fractal, which means that once learned, it can be 
scaled and deployed to all levels of the organization, 
enabling a common language and structure for work-
ing.

When used within Immersive Working Environments, 
the simplicity of the Starter Kata provides IWE coach-
es with a powerful way to get newly formed coalitions 
and pods working quickly and effectively by applying 
a consistent and repeatable process. 

This is accomplished using the model’s simple two-
phase, four-step process that does not require a steep 
learning curve or the use of esoteric language, unlike 
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other popular frameworks such as Scrum. 

Instead, the Starter Kata is deceptively simple in its 
implementation. At its root, the framework is intend-
ed to amplify organizational learning using contin-
uous improvement experiments to move from the 
current condition to the target condition. After years 
of working with more complicated frameworks, we 
prefer its simplicity and focus on doing the work, rath-
er than learning the framework. Part of its appeal is 
that, when you have cross-functional teams made up 
of people with diverse backgrounds, skill sets, expe-
rience levels and working styles, you need a frame-
work that is easy for all these types of people to follow 
and use. In our hard-won experience, other popular 
frameworks with a steep learning curve tended to 
leave some people behind, destroying the possibility 
for real shared context.

How it works:

As shown in Figure N below, the Starter Kata has two 
main routines, known respectively as the Improve-
ment Kata and the Coaching Kata. 

The Improvement Kata provides coalitions and pods 
with a simple and repeatable way to achieve uncertain 
outcomes using a process that emphasizes short cy-
cles, continuous improvement and scientific thinking.

The Coaching Kata is used to teach coalitions and 
pods how to apply the Improvement Kata, as well as 
guide them through their experiments by asking the 
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same five questions at the start of an experiment. 
Note: We will explore the five questions in more detail later.

Figure N: The Improvement Kata and Coaching Kata  
working in parallel

As shown above, the Improvement Kata and the 
Coaching Kata are used together to help teams work 
through a two-phase process that includes the follow-
ing four steps. 

Step one: Understand the direction

The first step in the Improvement Kata requires coali-
tions, pods and coaches to gain a shared understand-
ing of the organizational direction and key challenges 
at hand.

Generally, this can be accomplished by reviewing the 
following:

• The executive vision

• The business strategy and Lean Value Tree

• The transformational future state
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Once understood, coalitions and pods can then work 
with IWE coaches to produce two artifacts. The first 
artifact is the team vision, which ideally incorporates 
elements of the broader organizational vision, strategy 
and future state, broken down to roughly three to five 
outcomes. 

The second artifact is the “challenge” which rep-
resents a four- to eight-week “step” toward the vision. 
It’s important to highlight that in this context, a “step” 
represents part of the future state that you currently 
lack the capability to reach at the present time. We 
emphasize here that challenges are not problems, but 
are aspirational goals that begin by asking a simple 
question: “Wouldn’t it be great if we could...?” This 
distinction might seem subtle in some respects, but 
studies show that humans prefer to work on goals 
rather than problems. To better understand the differ-
ence, it may be helpful to refer to Principle Six in this 
book.

Step two: Grasp the current condition

The next step in the Improvement Kata is Grasp the 
Current Condition. This step involves understanding 
the current state of the challenge through both ob-
jective and quantitative study. It’s not enough at this 
stage to simply define the current state using general 
observation or assumptions. Instead, this step re-
quires both process analysis and gathering of quanti-
fying data at organizational and value stream levels. 
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This is the only way to know what’s really going on. 
Through process analysis, you’ll be able to gain a 
better understanding of how processes and people in-
ter-operate as well as baseline the current rate of per-
formance, which can then be used to track progress as 
you move one “step” toward the target condition. 

Step three: Establish the next target condition:

As mentioned above, the next step in the Starter Kata 
is to establish the next target condition.  This step is 
intended to describe (in measurable detail) how you 
intend to move one “step” forward. 

On this point, establishing the next target condition 
does not mean detailing how you will do it. That can 
only be determined through experimentation. Instead, 
the goal of establishing the target condition is simply 
to describe what the target condition might look like 
at a near-future date.

Without a target condition, many teams will engage 
in unproductive, unvalidated and vague solutioning 
debates rather than more structured discussions cen-
tered on validating assumptions. 

One of the most effective ways for coalitions and pods 
to establish a target condition is to follow the “when, 
what, how” approach. In this case, when represents 
the “achieve-by date”, what represents a “measur-
able improvement metric” and how represents “the 
new operating pattern” (i.e. the future state). Once 
the target condition has been established, coalitions 
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and pods can use an Improvement Board like the one 
shown in Figure N below to help them visualize the 
work in process and track measurable improvement 
metrics from the current to target condition.

Figure N: Example of an Improvement Board

The Improvement Board is not only a visualization 
tool. It will also provide the focal point for daily 
coaching activities (the Coaching Kata), which we will 
explore in more detail in the next section.

Step four: Experiment toward the target condition

The last step in the Starter Kata requires teams to 
experiment toward the target condition in “steps”. As 
mentioned earlier, the path to the outcome is un-
certain, and because our own understanding may be 
currently limited, it’s important that we stay focused 
on experimenting in small steps.

Through these small steps, not only will the outcomes 
become less uncertain, but our own knowledge will 
also increase and enable us to think rationally about 
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what the next step might be.

Step four is fundamentally a process of following the 
scientific method, starting with a hypothesis and then 
testing that hypothesis objectively against information 
gathered to routinely compare the current and target 
conditions.  

To do this, many teams use the well-known Plan-Do-
Check-Act (PDCA) cycle which we’ve summarized in 
Table N below.

Table N: The four step PDCA cycle

As teams move through the PDCA cycle, they use the 
Improvement Board shown in Figure N to keep track 
of their overall progress as well as to guide their daily 
Coaching Kata discussions.

During the daily coaching discussions, and at the 
beginning of each experimentation cycle, coaches will 
team the same five questions, which we’ve summa-
rized below. 



24

The Five Coaching Kata Questions

1. What is the target condition?

2. What is the actual, current condition?

3. What obstacles do you think are preventing you 
from reaching the target condition, and which one 
are you addressing now?

4. What is your next step? 

5. How quickly can we go and see what we have 
learned from taking that step? 

Why it works:

When researching for this book, we considered a 
number of different frameworks to include in the 
micro-transformation model. Ultimately, we felt the 
Starter Kata was the easiest way to help coalitions and 
pods apply the principles in this book and get working 
quickly. 

The Starter Kata is the easiest model to understand 
and implement that we’ve found. If you’ve taken so 
much as a high school science course, then the process 
of implementing the Starter Kata is familiar to you. 
This is in stark contrast to many of today’s most popu-
lar frameworks that seem to take years to master. 

Plus, the Starter Kata is not prescriptive. It does not 
tell you explicitly what to do, but it teaches you how to 
learn your way through uncertainty. Once ingrained, 
it will help you create the foundation for a continuous 
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learning organization. 

Lastly, unlike many of the more prescriptive frame-
works, you don’t need to alter your existing processes 
to make them conform to the framework. Instead, 
the Starter Kata applies a continuous improvement 
approach to your existing processes and makes them 
better. Working this way will eliminate a lot of the 
overhead that comes with many other popular frame-
works while achieving similar or better business 
results.

Final thoughts:

We can’t reiterate enough the importance of simplicity 
when it comes to choosing a framework. In our eight 
year history as a consultancy, we’ve tried many of the 
popular frameworks. We hired specialist coaches to 
train our clients’ teams (and our own teams), bought 
all the books on the market, and spent thousands on 
training sessions.

Simple beats complicated, every time. We preach this 
to our clients in every other respect, including pro-
cesses and tooling. When it comes to frameworks and 
offering our advice on how to get your business trans-
formed, we decided to practice what we preach.

This is not to say that other frameworks have nothing 
to offer. We have been successful in coaching large 
companies using a number of the other approaches. 
But in the case of a digital transformation, especially if 
your company is not in the position to hire a number 
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of framework-specific coaches, the “keep it simple” 
rule reigns supreme. 

Your business is complicated enough, as it should be. 
Keep your transformation models easy to understand.

Step 4: Thin-slice the work

Overview:

In the first two steps of the micro-transformation 
model, we showed you how to design outcome-driven, 
cross-functional coalitions and pods (Step One), and 
then use immersion to accelerate their transformation 
process (Step Two). Then in Step Three, we explained 
how to get everyone working using an easy to follow 
framework called the Starter Kata. Now, we’ll describe 
how to simultaneously test the future state and deliver 
key organizational outcomes using the Starter Kata 
and a technique known as “thin-slicing”.

As shown in Figure N below, thin-slicing can be used 
to design outcomes that require deep organizational 
collaboration to achieve, but are narrow in terms of 
scope. 
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Figure N: Example of a thinly-sliced transformational outcome

This technique provides transforming organizations 
with an ideal way to achieve three important objec-
tives. First, it provides transforming organizations 
with a straightforward way to ensure the transforma-
tion process is inclusive. Second, because thin-slices 
are intended to integrate many layers of the organi-
zation, it allows the organization to test and refine 
the future state hypothesis across many interaction 
points. Third, because thin-slices are designed as 
real-world exercises, the business benefits from the 
eventual value they generate. 

When taken together, the thin-slice approach can 
provide a powerful alternative to more traditional 
transformation models that employ top-down or bot-
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tom-up approaches. 

Top-down models often fail because they “push” the 
transformation agenda down onto the organization in 
a revolutionary rather than evolutionary way, creating 
push back among the rank and file. The bottom-up 
approach, by contrast, tends to be more evolutionary 
and have broader support from the lower levels of the 
organization, but tends to fail in the end due to a lack 
of leadership awareness and support. 

The aim of thin-slicing is not to change the organiza-
tion in one shot. Rather, choosing narrow slices that 
represent a microcosm without your organization is 
an approach designed to get all levels of the organiza-
tion (the macrocosm) working in the future state end-
to-end. Naturally, working this way helps to ensure 
the transformation is a more inclusive process that 
will enable both broader organizational participation 
and learning. 

How it works:

To get started with the thin-slice technique, it’s gener-
ally a good idea to follow the first step in the Improve-
ment Kata and “understand the direction”. This will 
ensure that each thin-slice you create is in alignment 
with the bigger picture goals of the organization. A 
good way to understand the direction and see the 
big picture is to render your organization’s executive 
vision, business strategy and future state goals in a 
simple Lean Value Tree.
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Through this visualization technique, it may be easier 
to spot opportunities to use thin-slicing in a way that 
ladders up to the big picture. 

Figure N: Thin-slices should build off the strategic vision 
and business goals

If you are able to successfully identify an opportunity 
to thin-slice, the next step in the Improvement Kata 
would be to “grasp the current condition”. An exam-
ple of how to do this is to map the customer experi-
ence, and then, as shown in Figure N below, use value 
stream mapping to gather data about the current 
condition.  
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Figure N: Use mapping to grasp the current condition

Once the current condition is understood, the next 
step in the Improvement Kata would be to establish 
the next target condition. For coalitions and pods, this 
means defining a small measurable goal or “step” that 
they can work toward that will help reduce uncertain-
ty about the path forward, and increase their overall 
knowledge and capabilities.

Finally, the last step would be to experiment toward 
the target condition using the Plan-Do-Check-Act 
model described earlier in step three of this chapter.

Why it works:

As noted earlier, thin-slicing is an effective way to use 
a hypothesis driven thinking to not only deliver mean-



31

ingful business outcomes, but also to test the future 
state in a deeply inclusive and integrated way. In our 
opinion, applying the Improvement Kata in conjunc-
tion with thin-slicing is the fastest way to validate 
assumptions and learn what works, and what doesn’t. 
As shown in Figure N below, this rapid learning will 
ultimately enable your organization to distill that 
learning downstream, and across the organization to 
avoid repeating the same mistakes over again.  

Figure N: Thin-slicing is the quickest path to learning

Final thoughts:

Thin-slicing your organization allows you to test the 
viability of new modes of working in the fastest way 
possible. The pod-coalition microcosm inside your 
organization’s macrocosm is effectively a pressure-test 
— will the new ideas you’re introducing work in your 
larger business context? If the answer is yes from the 
results of your pod, there is the potential to move for-
ward with the transformation effort with a great deal 
of confidence and trust in the process. Don’t under-
estimate the need for a feeling of psychological safety 
in this journey. Testing and learning can provide that 
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peace of mind in your transformation efforts.

Summary:

The thin-slice approach is one that we’ve used with 
success in our client work. The magic is in both get-
ting a full cross-section of the organization working 
together from C-level to junior associate, and demon-
strating the real business value this small slice can 
create. It’s important to reiterate that the approach 
we’ve outlined above is a sure-fire way to turn your 
original pod and coalition into engaged, happy pro-
moters of your digital transformation. If your organi-
zation is struggling with employee engagement, im-
plementing new ways of working is not a risk — it’s an 
approach you cannot afford to overlook. 



33


