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Sustainable Agility – Can we have Team Health without 
Individual Health?



Your presenter today: Leor Herzfeld

I have been practicing Agile since 
2008 and has worked across all levels 
of large-scale Agile transformations 
with a focus on organizational design 
and culture change.

I believe that connecting people’s 
individual purpose with the needs 
and objectives of the organization at 
large is a key factor in enabling 
sustainable transformation.
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Agenda
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Problem statement & Ice breaker

Integral Theory - What is Holonic Health, and why does it matter?

What do people need to be happy and healthy at work?

Understanding the journey – Shu, Ha, Ri

Exercise - Assessment

How to create a complete solution in a way that will be sustainable

Exercise – Going deeper

Discussion – Putting it all together

How can you use this tool with your teams?

Next steps & Q&A



Are things getting worse, or are people only now becoming aware of the pain they have been living with?
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Source: State of the Global Workplace 2023 Report
THE VOICE OF THE WORLD’S EMPLOYEES



Over half of us experience stress on a regular basis
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Source: State of the Global Workplace 2023 Report
THE VOICE OF THE WORLD’S EMPLOYEES



Could this explain the rise in public rage-quitting we have been seeing?
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Source: State of the Global Workplace 2023 Report
THE VOICE OF THE WORLD’S EMPLOYEES



About half of us want to leave our jobs… if this is true, is the grass really greener elsewhere?
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Source: State of the Global Workplace 2023 Report
THE VOICE OF THE WORLD’S EMPLOYEES



ICEBREAKER: How is this affecting you?

Form groups of up to 4, and discuss if and how this is affecting you in your organization
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How Can Integral Theory Help?
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What is Integral Theory?

During the last 40 years, we have witnessed a historical first: all of the world’s 
cultures are now available to us. 

Knowledge itself is now global. 

What if we took literally everything that all the various cultures of the world have 
to tell us about human potential and put it on the table? 

Sound complicated, complex, daunting? 

  W E L C O M E  T O  T H E  I N T E G R A L  A P P R O A C H
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- Ken Wilber
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What are Holons?
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What does an individual need to be healthy?
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1



12 Dimensions of Individual Health
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12 Dimensions of Individual Health
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SAFETY

AUTONOMY

MASTERY

PURPOSE

PERSONAL GROWTH

CAREER GROWTH

PLAY

HEALTHY RELATIONSHIPS

ACCOUNTABILITY

MENTORING

ACHIEVEMENT

PHYSICAL HEALTH



Replace with    quote
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Health, like everything else in the world, is a Journey
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BEGINNING

PRACTICING

MASTER
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Exercise: AUTONOMY
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1) I'm often told what my next task will be

2) I feel like I can choose my next task 
without having to ask for permission

3) I feel empowered to act, and responsible 
for the results

4) I am usually aware of how to use my time 
to deliver maximum value/impact.

                                                                                                                             



Exercise: AUTONOMY – How does this map to the journey?
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1) I'm often told what my next task will be

2) I feel like I can choose my next task 
without having to ask for permission

3) I feel empowered to act, and responsible 
for the results

4) I am usually aware of how to use my time 
to deliver maximum value/impact.

                                                                                                                             

SHU

RI

HA

UNAWARE



The Four Quadrants – The 4 different perspectives in which reality takes place
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The Four Quadrants – The 4 different perspectives in which reality takes place
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Exercise: MASTERY – Discuss in your group how this could apply to mastery in your profession/skillset 
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VALUES, SKILLS AND GOALS PRODUCT AND IMPACT

LEADERSHIP AND CULTURE MARKETS AND ENVIRONMENT
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Generic examples
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VALUES, SKILLS AND GOALS PRODUCT AND IMPACT

LEADERSHIP AND CULTURE MARKETS AND ENVIRONMENT
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Exercise: MASTERY
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A DESIRE TO MASTER A SKILL(S)

KNOWLEDGE SHARING/MENTORING

EMPIRICAL FEEDBACK ALLOWING FOR 
GROWTH/IMPROVEMENT

LIVING REPOSITORY OF 
KNOWLEDGE/INFORMATION 
(SELF SERVICE)

VALUES, SKILLS AND GOALS PRODUCT AND IMPACT

LEADERSHIP AND CULTURE MARKETS AND ENVIRONMENT
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Let’s combine these ideas: The PURPOSE Journey overlaid into the Quadrants

Page  |  24© Integral Agile 2023

Aware of the current goal

Aware of team vision

Picks up next high priority item

Environment optimized to enable 
organizational purpose

VALUES, SKILLS AND GOALS PRODUCT AND IMPACT

LEADERSHIP AND CULTURE MARKETS AND ENVIRONMENT

SHU

SHU

SHU – BEGINNER: I'm aware of the overall goal, but not sure 
how my contribution helps us get there.

UNAWARE: I'm not aware of what the current goals are.



Let’s combine these ideas: The PURPOSE Journey overlaid into the Quadrants
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Aware of the current goal

Aware of team vision

Picks up next high priority item

Environment optimized to enable 
organizational purpose

VALUES, SKILLS AND GOALS PRODUCT AND IMPACT

LEADERSHIP AND CULTURE MARKETS AND ENVIRONMENT

Rapid decision making based on 
purpose

Awareness of their own life's purpose

Aware of organizational purpose
Processes allow for personal 
expression in the service of 
organizational goals

SHU

HA

SHU

HA

SHU – BEGINNER: I'm aware of the overall goal, but not sure 
how my contribution helps us get there.

HA – I'm aware of my purpose in the world and how I can best 
contribute to my team's overall goals.

UNAWARE: I'm not aware of what the current goals are.



Let’s combine these ideas: The PURPOSE Journey overlaid into the Quadrants
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Aware of the current goal

Aware of team vision

Picks up next high priority item

Environment optimized to enable 
organizational purpose

VALUES, SKILLS AND GOALS PRODUCT AND IMPACT

LEADERSHIP AND CULTURE MARKETS AND ENVIRONMENT

Rapid decision making based on 
purpose

Manifests own purpose 

Awareness of their own life's purpose

Giving my unique gift to the world

Aware of organizational purpose

Alignment of personal and 
organizational purpose

Processes allow for personal 
expression in the service of 
organizational goals

Environment allows for the expression 
of a person's gifts in their work 

SHU

HA

RI

SHU

HA

RI

SHU – BEGINNER: I'm aware of the overall goal, but not sure 
how my contribution helps us get there.

HA – I'm aware of my purpose in the world and how I can best 
contribute to my team's overall goals.

RI – MASTER: My role here allows me to express the gift my 
talent can bring to the world.

UNAWARE: I'm not aware of what the current goals are.



How can we use this with our teams?
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Example Chart After Assessment
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Use this worksheet with your teams to see where they need the most support 
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If you’d like to learn more about how Integral Theory can improve your Agile results, stop by our booth!
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Recap & Q&A
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Q: Why does Holonic Health matter?

o A: It’s not possible to have healthy teams if the individuals who comprise them are themselves not healthy.

Q: What should we be focusing on?

o A: Determine which of the 12 Dimensions of Health are most important to focus on in the short term (or create your own)

Q: Where are we on our journey (Shu, Ha, Ri) to become healthier?

o A: Assess where your people and teams are. Co-create a growth plan to improve the quality of their working lives.

Q: How can we ensure we’re addressing the WHOLE issue in a way that will be sustainable?

o A: Use a Four Quadrant Perspective to craft a complete solution that will be durable by addressing internal and external concerns.

Q: What do we do next?

o A: The continuous improvement journey is never complete. As pain points are alleviated, new opportunities will present themselves. STAY ON THE PATH!



Appendix:  Some extra details
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Augmenting the Agile journey with Integral Theory - Holons
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THE AGILE WORK STRUCTURE IS ALREADY HOLONIC

User
Stories

Features

Business 
Capability

Product



The Four Quadrants
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Autonomy
Mastery
Purpose, values
Goals
Skills
Motivations
Creative spark
Sense of self
Beliefs/Philosophies

MY THOUGHTS & FEELINGS

INDIVIDUAL

GROUP

Sense of belonging
Team culture
“Vibe” / collective energy 
Explicit agreements
Unspoken roles
Social norms
Professional relationships
Morale 

MY RELATIONSHIPS

Software, Product 
Quality of work
Impact
Style
Durability
Behavior
Body Language
Self Expression
Physical health

MY ARTIFACTS & RESULTS
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Working processes
Tools and systems
Workflows
Rules
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Workspaces
Meeting spaces

MY ENVIRONMENT
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Augmenting the Agile journey with Integral Theory
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Individuals & Interactions 
over processes & tools

Customer collaboration 
over contract negotiation

Working software 
over comprehensive 

documentation

Responding to change
over following a plan

THE AGILE MANIFESTO HITS ALL 4 QUADRANTS

VALUES, SKILLS AND GOALS PRODUCT AND IMPACT

LEADERSHIP AND CULTURE MARKETS AND ENVIRONMENT



Deep Dive Example: SAFETY
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SHU - BEGINNER

HA - PRACTITIONER

RI - MASTER

SHU - BEGINNER

HA - PRACTITIONER

RI - MASTER

Conscious choice to be less defensive 
(assume positive intent)

Culture of listening

Non-violent communication, clean 
things up after conflicts

Explicit working agreements that 
promote safety and trust (we don't 
promote blame/fear)

VALUES, SKILLS AND GOALS PRODUCT AND IMPACT

LEADERSHIP AND CULTURE MARKETS AND ENVIRONMENT

Willingness to take risks

Self expression, failure is celebrated as 
learning

Feeling of security

Authenticity, Empathy, embracing failure 
as a part of life

Culture of no judgement

Culture of trust, compassion, 
vulnerability

Room is created for personal needs & 
confidential communication of issues

Systems & structures support 
openness & transparency with guard 
rails. Fair, discreet issue resolution
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