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our example you haven’t been there before) isn’t what gets you there. Taking manageable steps along the way, does. 

Taking the trip is aided considerably by working with others who’ve made similar trips themselves and know some good 

routes. No two trips are exactly the same, though, and you must still plan yours out specifically. PDSA and the Inflection 

Points walk you through this “trip-planning” activity. 

Example: Ordering the work in the Portfolio  
Here’s an example of applying PDSA to an Inflection Point. 

Assume we work in a company that develops banking products and services. As an organization, we decide we want to 

improve our order of work in our IT portfolio. Now it is time to apply the PDSA cycle.  

Step Discussion 

Focus We decide to work on an IP in the Supportive group, Portfolio subgroup: “How should work at the 
Portfolio level be sequenced?” 

Observe Our current situation is this: Those of us in our organization’s senior management currently sit in a room 
and discuss the items in our portfolio until we come out with an agreement on the order in which our 
organization will do them.  

The reality is, however, everyone in the room represents a different set of priorities. We almost never 
agree on the order.  

When we reach an impasse, our CIO, Mary Brubaker, breaks the logjam by deciding in what order she 
wants them done. This is subjective, though it has her expert perspective. There are no data available 
however to drive or validate the Business value of our decisions about portfolio order. We need higher 
confidence that we will be producing in the order of highest Business value. 

Goals Our transformation goal is: After the change, we will be handling items in our portfolio in the order of 
the Business value they provide to our enterprise. We will work on the highest-Business value item first, 
then the second-highest, and so forth down to the lowest-value item last. 

Plan SELECT:  Choose what change we will make.   

We choose to apply a Lean technique called Weighted Shortest Job First (WSJF) to develop the 
Business-value data we need to determine the order of the items in our portfolio.  

STEPS:  Map out how we will make the change 

We will train our senior management team in WSJF, in a workshop where we immediately apply 
the technique to ordering our current Portfolio. 

Do Implement the change.  

We conduct the workshop and order our portfolio. We collect the reactions of the senior management 
team on the value of this approach, and on each person’s degree of agreement with the resulting order, 
in light of how their personal interests are affected by the order. 



 Organizational Transformation Using Wavelength Inflection Points 

 Copyright © Net Objectives, Inc. All Rights Reserved.   8 

Step Discussion 

Study The management team was tremendously excited about the new order for the portfolio. The numbers 
that came from the WSJF approach made sense to everyone, and even inspired some new ideas for 
future high-value portfolio items.  

However, Director Bob Smith was concerned that his Management Incentive Compensation would be 
adversely affected because the project on which his MIC is judged was pushed down in the list.  

This revealed that our MICs are not aligned with our Business strategy.  

Adjust Make adjustments to the organization based on the results. 

We formally adopt WSJF into our process.  

We present the results of this PDSA at our corporation’s IT forum, to encourage other CIOs and their 
groups to adopt this technique for portfolio ordering.  

We decide to spin off a new PDSA to better align our MICs and other policies with our Business strategy, 
so our policies do not continue to fight against our achieving maximum Business value. 

 

How your experience level affects your use of Wavelength  
Wavelength is designed so anyone can benefit from using it.  

How much you can do with Wavelength depends on your experience level. Prior experience with Lean Science and 

Systems Thinking gives you access to many proven approaches from which to choose changes to pursue for the IP issues. 

Your experience with the Wavelength system itself will help you chart a quicker and more certain course to measurable 

success. 

Table 1 shows how Wavelength helps people at different levels of experience (based on the Dreyfus Model). Use this list 

to evaluate the experience levels you have available to you in your organization and to decide what capabilities you 

need to add to develop an effective transformation program. 

Table 1 How Wavelength helps at different levels of experience 

Level Description What Wavelength Provides 

Novice Someone who doesn't know what to look at 
to begin a transformation 

A new way of looking at how to transform an 
organization 

Beginner Someone who, when told what to look at 
about transformation, can get useful ideas 
from it 

A list of decisions to consider for their organization’s 
transformation 

Competent Someone who can choose alternatives for 
individual decisions, but doesn’t yet 
understand the whole 

A list of choices for each decision, or a way to generate 
choices, with advice 

Proficient Someone who can navigate a roadmap to 
get from where they’re currently at to 
where they need to go 

A roadmap for navigating their key decisions and the 
choices about them 

 This allows them to guide themselves 

 A way to use others’ example transformations for 
ideas on how to map one’s own 

Expert Someone who can develop their own 
roadmap, or use existing roadmaps to help 
create new maps 

Guidance for how to create your own roadmap 
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Other ways to use the Wavelength Inflection Points 
There are situations where you might want or need to use the Wavelength Inflection Points in other ways. 

One of the main ones is where you have organizational constraints on which decisions you will be able to make. For 

instance, if someone in senior management has said “we will become a Scrum shop,” then the decision has already been 

made.  

Another is if leaders within the organization favor certain techniques, methods, and tools, so it will be much easier to 

acknowledge and accept some of those than to fight for an alternative that the state of the practice says is better. These 

can be standalone decisions which can then be tied back to one or more IPs.  

To the degree it is possible, we still recommend you use Wavelength as we have described to this point. Where 

decisions are already made for you, though, you can still benefit from Wavelength IPs.  

Start with some knowledge of Lean and Agile. Document the decisions that have already been made by management or 

culture, as well as other decisions you may already know you want to make based on Lean and Agile principles.  

Relate these decisions back to specific IPs from the table in Appendix A. Use those IPs to stimulate thinking about what 

else you could or should do to implement those decisions. 

Appendix B provides an “Organizational Decision Radiator” for capturing transformation decisions, their implications, 

and the related IPs. Fill out the Organizational Decision Radiator with all the information you have or can generate. Use 

Appendix A as a backup reference. Keep the Radiator going as a living record of your decisions.  

You can also use Appendix B as a way of capturing the history of your decisions from using Wavelength in the 

mainstream way we have described throughout this paper. 

Summary 
The task of organizational transformation is long and nuanced. Success depends on organizational contexts and 

dynamics. The Wavelength system provides decision support to leaders of organizational transformation to lower risk 

and create a simpler path to achieving the organization’s Business goals.  

If you would like more information or help with these Inflection Points, please contact info@netobjectives.com.  

 

  

mailto:info@netobjectives.com
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Appendix A: List of Wavelength Inflection Points 
Here are the set of Core and Supportive inflection point statements by category. 

Core Inflection Points 

Inflection Point Set Inflection Point Statement 

Core Decisions Is this a transition or an implementation? 

Will we focus on improving our people or improving our system? 

How will we create visibility throughout the Program? 

Core (Primary) How should the intake process be controlled? 

How do we align people / teams to the work to be done? 

What should the planning cycle be? 

How do we ensure there is a focus on finishing? 

Core (Secondary) How will tactical work be handled? 

How will we express, decompose and validate our requirements? 

What should team process(es) be: Scrum, Kanban, Leanban? 

How should we coordinate teams? 

Do we have so much technical debt that we need to pay some down before proceeding? 

To what extent will we automate tests? 
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Supportive Inflection Points 
Inflection Point Set Inflection Point Statement 

Transition What framework / method / approach are we using? 

At what pace should we transition? 

How are we managing our transition / implementation 

Portfolio What is the budgeting cycle? 

How should work at the Portfolio Level be sequenced? 

How will Architectural Capabilities be handled? How will these capabilities be prioritized 
against Business needs?  

How will work at the Portfolio Level be made visible? 

How should we manage the number of items in the Portfolio? 

Program How is work within the Program being sequenced? 

How will teams work and deliver together? 

What roles are missing? Which roles need to be redefined? 

How will shared services be handled? 

How will UX work with the teams? 

How will Ops be involved? 

How will we make our work at the Program Level visible? 

Do we push, plan or pull our work? 

Team Level (Process) Should we estimate our work? 

If we do estimate, what estimation method should we use? 

How small should we make our stories? 

What is the ecosystem structure at the team level? 
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Supportive Inflection Points 
Inflection Point Set Inflection Point Statement 

Team Level (Technical) Are we using automated acceptance tests? 

What test harness for acceptance tests will be used? 

What design method will be used? 

To what extent will Test-First methods be used? 

How is integration across teams being handled? 
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Appendix B: Organizational Decision Radiator 

Here is the blank form for the Decision Radiator: 
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Here is an example of how an organization might use this format, based in part on actual decisions (in those cases any identifying details have been removed).    

 

i Enterprise Agility Roadmap Essentials: www.netobjectives.com/enterprise-agility-roadmap-essentials  
iiIbid.  
iii To better understand how and why Wavelength works as it does, we recommend getting acquainted with its foundations in Lean Science and Systems Thinking. These have 

given rise to Scientific-Method approaches used in many fields outside of organizational transformation. They also underlie the Wavelength system. Lean and Systems are broad 

topics that cover far more than the scope of this paper, but there is much more about them in the blogs and webinars posted on http://www.netobjectives.com.  
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