


written, illustrated and 
performed by

Claudio Perrone

agilesensei.com 
a3thinker.com 

popcornflow.com If change is hard… 

make it continuous
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Did you remember to rate 

the previous session?
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This…
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… is Jim
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Jim wants to get things done
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Grow
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Be part of a  
high-performance team
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JIM wants to develop 
products that matter…
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So, he joins a great organiSation…

@agilesensei

… who has the expertise, 
scale and aspiration…

… to reshape 
 a whole 
industry



Jim is inspired by the company vision, goals, values, 
and strategies (*) 

@agilesensei

“Take lead in our industry”

“Machine learning”

“Data transformation”

“Microservices”

“Cloud (all-in)!”

“customer centric”

“Excellence”

“Open source”

“Devops”

“IT as a source of speed”

“Craftsmanship”

“Diversity”

“Do the right thing”

“Social responsibility”
“Humanity”

“Agile”

“People”

“Continuous improvement”*(clearly explained during the Job interview)



@agilesensei

It feels like a dream



… until the magnitude of the 
challenges ahead kicks in

Aggressive deadlines
Legacy systems

Dependencies

Agile journey - have we 

plateaued?

Huge monoliths

Not much time for 
reflection

TIME

Decisions take forever

Queues

Piles of work

Quality sucks 
could improve

Fear to f*** 
things upRisk 

Innovate! Ehm… How?
Is it Agile or 
“mechanical” Scrum?

Need more people!

Legacy data, hard to 

analyze

What teams need help?

How do people get 
anything done over here? 

We do training.  
But are we learning?

Do we have the right 

mindset?

Are we focusing on 
producing widgets or 

solving business  problems?

Are we effective or 
just efficient?

@agilesensei

Is failure ever 
celebrated here?



EVERYone DROWS
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Until other values emerge
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WELCOME TO “ZOMBIELAND”
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Meanwhile…

@agilesensei#GOTOber



“
-- Jack Welch, former CEO at GE

If the rate of change on the outside 
exceeds the rate of change on the 
inside… 
…the end is near.

“Menacing waves are marching towards us”
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We live in turbulent times

Credit:	NASA	Goddard	MODIS	Rapid	Response	Team @agilesensei



Technology & society evolve faster than 
most organizations’ ability to adapt

new knowledge discoveries

legal or regulatory change

“exponential” technology developments

new trends
global competition

increased business  
& consumer sophistication

@agilesensei#GOTOber



How can  
individuals & organizations 

Move fast 
learn faster 

and thrive  
in this turbulent world?

so, i wonder…
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Improvement 
without change  
is impossible.

We want to improve but…

-- Claudio Perrone
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most of us think 
about change as big, 
slow and scary
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But what if we could make it infinitely small…

… and learn to evolve Fast, 
almost as fast as a microorganism? 
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“
— the “virus” principle 

If change is hard,  
make it continuous.

Here is a “mad” thought…

10

11

12

Kent 
Beck

Spinal 
Tap

PopcornFlow
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trying to rewire the human brain is 
difficult, however.
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A better option is to ACT ON THE system  
– i.e. the environment in which decisions are made.

…But how?
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enter popcornflow
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As a consequence:

If change is hard, make it continuous (Virus Principle).1

It’s not only what you do  
but also what you learn by doing it that matters (Ladder Principle).

2

It’s not “fail fast, fail often”… 
It’s “learn fast, learn often” (Skateboarder Principle).

4

Inertia is our enemy

@agilesensei

Popcornflow captures a pragmatic, anti-fragile philosophy…

Everybody is entitled  to their own opinion, and… 
A shared opinion is a fact (Freedom Principle).

3

Small bets, big payoff (Option-Trader Principle).5
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Problems &  
observations

Options Possible  
experiments

OngoingReviewNext

Committed

@agilesensei

… AND a 7-STEP decision cycle
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Problems &  
observations

Options Possible  
experiments

OngoingReviewNext

Committed

PopcornFlow 	http://popcornflow.com

… AND a 7-STEP decision cycle

@agilesensei

http://popcornflow.com


a “PopcornFlow board” brings to the surface a 
learning stream
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“
— the “ladder” principle 

It’s not only what you do but also what 
you learn by doing it that matters..

@agilesensei

you see…
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It starts with problems & 
observations

Aggressive deadlines
Legacy systems

Dependencies

We work in silos

We’re slow to deliver

Not much time for 
reflection

TIME

Decisions take forever

Queues

Piles of work

Quality sucks 
could improve

Fear to f*** 
things up

Risk 

Innovate! Ehm… How?
We are soo  
bloody reactive

Need more people!

Too many competing 
priorities

We never seek options

How do people get 

anything done over here? 

How does the 
customer think?

Do we have  
the right  
mindset?

Are we just producing widgets 

or solving business  problems?

Are we effective 
or just efficient?

@agilesensei

Is failure ever 
celebrated here?



Problems are an easy entry point to 
hack into “the system”

Aggressive deadlines
Legacy systems

Dependencies

We work in silos

We’re slow to deliver

Not much time for 
reflection

TIME

Decisions take forever

Queues

Piles of work

Quality sucks 
could improve

Fear to f*** 
things up

Risk 

Innovate! Ehm… How?
We are soo  
bloody reactive

Need more people!

Too many competing 
priorities

We never seek options

How do people get 

anything done over here? 

How does the 
customer think?

Do we have  
the right  
mindset?

Are we just producing widgets 

or solving business  problems?

Are we effective 
or just efficient?

@agilesensei

Is failure ever 
celebrated here?



For example,

The quality  
of our code 

sucks.
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“ Everybody is entitled to their own 
opinion, and… 
A shared opinion is a fact.

To beat inertia, We’re happy to Make progress even 
with imperfect information. As a consequence…

— the “freedom” principle 

The quality  
of our code 
sucks.
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The quality  
of our code 

sucks.

… We use shared observations to create/elicit 
options (“rule of three”).

Code review
BDD

Pair 
Programming
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Code review BDD
Pair 

Programming

Promising options lead to a backlog of 
possible experiments.

Action: QA & PO 

pair to write 

(manual) BDD 

scenarios for 

next 3 features

Action: Let’s 
pair program  

for 3 days

@agilesensei



Action: Let’s pair program 

Reason: Code quality sucks 

Expectations: 
- Perception is that code is 

better 
- We’ll like it & want to keep 

doing it 
Duration: 3 days 

Review Date: dd/mm/yy

experiments that we Commit to pursue have an 
action, reason, expectation and Review date.
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Action: Let’s pair program 

Reason: Code quality sucks 

Expectations: 
- Perception is that code is 

better 
- We’ll like it & want to keep 

doing it 
Duration: 3 days 

Review Date: dd/mm/yy

At Each retrospective, we ask exactly these 
questions:



Some people fear “failure”…

Gap = Frustration

Reality

Expectation
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… But we only really “fail” when we 
limit our opportunities to learn

Gap = Frustration

Reality

Expectation

Anticipation

Learning
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Besides, Can you REALLY 
learn if you are not 
prepared to Fail?

@agilesensei#GOTOber



“
— the “skateboarder” principle

It’s not “fail fast, fail often”… 
It’s “learn fast, learn often”.

After all…
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@agilesensei

rather than just survive uncertainty… 

… we want to exploit it!

#GOTOber



“Some things gain from disorder.

Nassim Nicholas Taleb

crucially…

Anything that has more upside than downside from 
random events (or certain shocks) is anti-fragile.  
The reverse is fragile. 

Asymmetry test:
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“ — the “option trader” principle

Small bets, big payoff.

And so…
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Huge payoff 
(potentially unlimited)

“Black Swan” event

Good quality session 
Good value (for you) 
(Your small “bet” paid off)

Your participation to this conference is an example of how you 
can use variability, Option asymmetry and time to your advantage

Gains

Losses

Time

Fantastic (or horrible) quality session 
Poor value (for you) 
Limited “small” cost (safe-to-fail)
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Right from the beginning, I knew that PopcornFlow was 
different.
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... Because i saw once-troubled teams being able 
to handle 5-10 change experiments each week...
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... quickly negotiate change and converge 
to success
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Experiment: "Fix as you go": If found small bugs (less than 20mins), just 
branch and fix them. Do a pull request and mark the id on the card. 
Reason: too much bureaucracy for small bugs. 
Expectation:  
- developer happy to fix things as needed without lengthy triages. 
- steadily improving quality. 
- low bureaucracy, but still able to track it if things go wrong. 
- at least 3 bugs fixed like this by due date.

Experiment: Pair on JIT analysis Reason: We are moving towards JIT analysis to reduce sprint planning 
and moving to continuous flow. Expectation: 
- DoD created 
- Team agrees that analysis goes smoothly - No significant bottlenecks created

Experiment: Do an Analytics meet-up to show how analytics work in <new 

kanban tool> 
Reason: <product owner> needs some form of predictability. 

Expectation: 
- Po/Team are aware of what’s possible now with the current level of analytics 

- We have better understanding of if, how, when we can improve forecasting 

with minimum amount of estimation.
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PopcornFlow is like an “alien” technology…



@agilesensei

virus-like patterns are emerging to disrupt the 
status quo…

+
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@agilesensei

… and “terraform” organizations
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Imagine a continuous flow of experiments to accelerate 
the rate of change in every corner of your organization...

... How far would you go?
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Today, PopcornFlow is entering more 
organizations
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Its fast and lightweight decision cycle that can be hired 
to get many ‘jobs’ done
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PopcornFlow is touching lives even outside 
the business world…
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@agilesensei

A while ago, Matteo had a problem
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so, He created 16 options… 
in less than 1 hour!



His first experiment didn’t bring the results 
that he had hoped for
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His sign was promising too, but didn’t work 
out either
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No matter who  
and how he asked…

… nobody 
wanted to buy 
his snails
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“
-- Matteo Perrone

I could give up. 
I’ll never give up.

What would you do?
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Matteo decided to explore a new option
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He worked furiously on 
an epic adventure
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Wed, June 15 2016
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	http://popcornflow.com/snails

his 4-page MVP earns him his first €20…

… in his sleep!



48 hours 
later…

€91.02
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For a long time, he 
begged people to visit 
his landing page

 http://popcornflow.com/snails
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 http://popcornflow.com/snails

1 OUT OF 6 PEOPLE WHO viewed that page  
end up supporting this cheeky monkey
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Continuous evolution Is 
a way of life
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“Every single week,  
I’m 5 experiments older.  
When you’ll die, how old  
would you rather be? 
Two experiments old… 
Or twenty thousands?

-- Claudio Perrone
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Mutants exist and are among us
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And then, 
what if…
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… PopcornFlow could enable 
friendly strangers to  
affect global change?
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http://www.globalgoals.org/

I’m crazy enough to dare
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Final Thoughts
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“
-- Eric Hoffer

In times of change,  
learners inherit the earth… 

… while the learned  
find themselves beautifully equipped  
to deal with a world 
that no longer exists.
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We live in turbulent times indeed…
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… and it’s awesome!
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Claudio	Perrone

claudio@agilesensei.com

www.agilesensei.com
@agilesensei

Thank you!

@agilesensei

Please,  

remember to  

rate this session.  

Thank you!

#GOTOber

I help companies experiment

so their business grows.



IN MEMORY OF

Martin Burns 

(30/9/1968 - 19/5/2019)




