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Models, Enablers and Hacks for Modern Change Agents

HENKO KANTAN: 
MAKING CHANGE EASIER 



HENKO KANTAN  = 
"EASY TO CONVERT"

変換簡単







BEHAVIOR AND ENVIRONMENT



CULTURE



INTERVENE BELOW THE SURFACE

Values

Practices follow

Outcomes follow

Culture follows

Kanban Culture Model

Culture wins



FOCUS ON THE STRUCTURE

Values

Practices follow

Outcomes follow

Culture

Kanban Culture Model

Structure

Bonus system 
Goals 

Rewards 
Punishments 

Team structures 
Information flow 

Career paths 
Policies 

Measurement 



FOCUS ON THE STRUCTURE

Practices

Structure

Change



SCARF MODEL

STATUS 
CERTAINTY 
AUTONOMY 
RELATEDNESS 
FAIRNESS

Threat Reward

https://commonslibrary.org/the-scarf-model-for-psychological-safety-in-groups/



GREINER MODEL OF GROWTH

https://hbr.org/1998/05/evolution-and-revolution-as-organizations-grow



“THERE IS NOTHING MORE DIFFICULT TO TAKE IN HAND, 
MORE PERILOUS TO CONDUCT, OR MORE UNCERTAIN 
IN ITS SUCCESS, THAN TO TAKE THE LEAD IN THE 
INTRODUCTION OF A NEW ORDER OF THINGS.”
NICCOLO MACHIAVELLI



ENABLERS
PREREQUISITES FOR HENKO KANTAN



MAP THE CULTURE

No Rules Rules: Netflix and the Culture of Reinvention



THE VALUES AREN’T NECESSARILY THE VALUES

≠



EMPATHY



PSYCHOLOGICAL SAFETY
Safety Checks Safety Scans

Fearless Organization



HACKS
TO PRACTICE HENKO KANTAN



LANGUAGE: AVOID SEMANTIC DIFFUSION



CONSTRUCT BEFORE REMOVING (AVERT LOSS AVERSION)



6 TEAM CONDITIONS
ESSENTIALS

ENABLERS

REAL 
TEAM

COMPELLING  
PURPOSE

RIGHT  
PEOPLE

COACHING

SOUND  
STRUCTURE

SUPPORTIVE  
CONTEXT



MAKE VISIBLE UNSEEN GOALS AND MOTIVATORS

“COACH TEAM 
TOWARD BETTER 

OUTCOMES”

??
AGILE 

PRODUCT 
TEAMS!



MAKE VISIBLE UNSEEN GOALS AND MOTIVATORS
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“INCREASE 
THE NUMBER 

OF TEAMS 
WE’VE MADE 

AGILE”

“PROVE THAT A 
PRODUCT MODEL 

WORKS” AGILE 
PRODUCT 

TEAMS!
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“JUSTIFY OUR 
DEPARTMENT’S 

BUDGET”
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MAKE VISIBLE UNSEEN GOALS AND MOTIVATORS

“COACH TEAM 
TOWARD BETTER 

OUTCOMES”

“INCREASE 
THE NUMBER 

OF TEAMS 
WE’VE MADE 

AGILE”

“PROVE TO MY 
MANAGEMENT 
THAT WE NEED 
FUNDING FOR 

PRODUCT 
MANAGERS”

“JUSTIFY OUR 
DEPARTMENT’S 

BUDGET”

“GET THE 
PROMOTION”

IMPROVE 
TIME TO 
VALUE



MAKE VISIBLE UNSEEN GOALS AND MOTIVATORS



- We'd like to see [who] [behavior change] 

- Which would result in [outcome] 

- The thing that makes that difficult now is  [inhibitor(s)]  

- So instead we'll try [henko kantan] 

- And we'll know we're on the right track if [early feedback signal] 

HENKO KANTAN PATTERN 



- We'd like to see [who] [behavior change] 

- Which would result in [outcome] 

- The thing that makes that difficult now is  [inhibitor(s)]  

- So instead we'll try [henko kantan] 

- And we'll know we're on the right track if [early feedback signal]  

- We'd like to see the team leaders cooperate more 

- Which would result in teams coordinating to deliver completed features 

- The thing that makes that difficult now is leaders have individual goals 

- So instead we'll try writing goals that the team leaders share 

- And we'll know we're on the right track if the teams deliver a completed feature in a month

HENKO KANTAN PATTERN 



- We'd like to see [who] [behavior change] 

- Which would result in [outcome] 

- The thing that makes that difficult now is  [inhibitor(s)]  

- So instead we'll try [henko kantan] 

- And we'll know we're on the right track if [early feedback signal]  

- We'd like to see the managers lead more, micromanage less 

- Which would result in employees being more innovative 

- The thing that makes that difficult now is managers must force-rank employees 

- So instead we'll try temporarily suspending the ranking system for one department 

- And we'll know we're on the right track if autonomy improves in the next eNPS survey

HENKO KANTAN PATTERN 



SMALL EXPERIMENTS AND PROBES



ULYSSES CONTRACTS



BE AN ENVIRONMENTALIST



- https://www.craiglarman.com/wiki/index.php?
title=Larman's_Laws_of_Organizational_Behavior - https://www.agendashift.com/resources/rule-of-
three - https://martinfowler.com/bliki/
StranglerFigApplication.html - https://www.kanbanmaturitymodel.com/ - https://kanbanize.com/kanban-resources/getting-
started/kanban-principles-practices - https://news.gallup.com/businessjournal/162707/
change-initiatives-fail-don.aspx - https://leanchange.org/ - https://fearlessorganization.com/ - https://www.streamsidecoaching.com/ - No Rules Rules: Netflix and the Culture of 
Reinvention - https://commonslibrary.org/the-scarf-model-for-
psychological-safety-in-groups/

SOURCES AND RESOURCES
THANK YOU!
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