
 

Module 3: Captsone Project  

Challenges of adopting the Scaled Agile Framework (SAFe) and 
appropriate responses from the auditor’s department.  

 

1. Introduction 

Background and Relevance of Agile and SAFe 

The advent of Agile methodologies has marked a significant shift in the 
landscape of software development and project management. 
Originating from the Agile Manifesto (2001), these methodologies have 
championed principles such as flexibility, customer satisfaction, 
continuous improvement, and adaptability to change. Agile's rise in 
popularity has led to the development of various frameworks to 
implement its principles effectively, with the Scaled Agile Framework 
(SAFe) emerging as a preeminent model for large-scale enterprises. 

SAFe distinguishes itself by its ability to synchronize alignment, 
collaboration, and delivery within large organizations. This 
comprehensive approach, which integrates Agile with Lean product 
development and systems thinking, is particularly suited for complex, 
enterprise-level projects. Scott Anthony's insights (2017) suggest that 
the adoption of SAFe can be viewed as part of a dual transformation 
strategy, where organizations are not only repositioning their current 
business but also creating new growth opportunities amidst disruption. 
This perspective is crucial in understanding SAFe's role in a rapidly 
evolving business environment, where adaptability and responsiveness 
are key. 

In recent years, the adoption of Agile methodologies, especially SAFe, 
has witnessed a significant surge across various industries. This trend 
transcends the IT sector, with non-IT industries increasingly adopting 
Agile practices to harness their benefits. Cathie Wood (2021) 
emphasizes the critical role of innovation in driving growth, a concept 
that resonates deeply with Agile and SAFe methodologies. Her 
discussion on disruptive innovation underscores the importance of these 
methodologies in today's dynamic business landscape, where 
embracing technological advancements and innovative approaches is 
essential for maintaining competitiveness and fostering growth. 

 



 

Objectives and Scope  

This paper aims to provide a comprehensive analysis of SAFe's 
implementation in a real-world context, with a particular focus on its 
application at Toll Collect GmbH. The objectives of the study are: 

 To explore the requirements and best practices for successful 
implementation of SAFe. 

 To identify and analyze the general risks associated with Agile 
working methodologies. 

 To delve into the specific risks that emerge from the adoption of 
SAFe. 

 To propose effective responses and strategies for managing these 
risks. 

By achieving these objectives, this paper will contribute to academic 
knowledge in the field of Agile methodologies and offer practical insights 
for organizations like Toll Collect GmbH as they navigate their Agile 
transformation journey. 

 

Methodology, Structure, and Significance of the Study 

This research adopts a mixed-methods approach, combining both 
qualitative and quantitative methodologies to provide a comprehensive 
analysis of SAFe's implementation. Primary data will be collected 
through interviews and surveys with key stakeholders at Toll Collect 
GmbH, offering direct insights into the practical application of SAFe in a 
real-world context. Complementing this, a thorough review of existing 
literature on Agile methodologies, with a particular focus on the Scaled 
Agile Framework, will establish a solid theoretical foundation for the 
study. 

The structure of the paper is meticulously designed to guide the reader 
through a logical progression of topics. Following this introduction, the 
subsequent chapters will delve into the theoretical underpinnings of 
Agile and SAFe, practical applications at Toll Collect GmbH, an in-depth 
analysis of the associated risks, and the development of a tailored audit 
program for assessing and improving Agile practices within the 
company. 

 



 

The significance of this study lies in its dual focus on academic and 
practical implications. By achieving the outlined objectives, this paper 
will not only contribute to the academic knowledge in the field of Agile 
methodologies but also provide valuable, actionable insights for 
organizations like Toll Collect GmbH. These insights will aid in 
navigating the complexities of Agile transformation, particularly in 
adopting and tailoring the SAFe methodology to meet specific 
organizational needs and challenges. 

 

2. Fundamentals of Agile and SAFe 

Emergence and Evolution of Agile Methodologies 

Agile methodologies emerged as a response to the limitations of 
traditional, plan-driven project management approaches, which often 
proved to be too rigid and slow in adapting to changes. The Agile 
Manifesto, formulated in 2001, laid the foundation for a more flexible, 
iterative approach to software development.  

It is a seminal document in the field of software development, marking 
the formal proclamation of Agile software development methodologies. It 
emerged from a meeting of 17 software developers at a resort in 
Snowbird, Utah, who were discussing lightweight development methods. 
They sought to define a more efficient and flexible approach to software 
development. 

The Agile Manifesto (2001) consists of four key values: 

1. Individuals and interactions over processes and tools: Prioritizing 
teamwork and collaboration over rigid adherence to tools and 
processes. 

2. Working software over comprehensive documentation: Focusing 
on delivering functional software rather than getting bogged down in 
extensive documentation. 

3. Customer collaboration over contract negotiation: Engaging with 
customers in a more flexible, collaborative manner rather than 
sticking strictly to contract terms. 

4. Responding to change over following a plan: Being open and 
adaptable to changes in requirements and environment, rather than 
rigidly following a pre-defined plan. 



 

These values fostered an environment where adaptability, customer 
satisfaction, and continuous improvement were prioritized. Over time, 
various Agile methodologies like Scrum, Kanban, and Extreme 
Programming (XP) evolved, each with its own practices but sharing the 
core Agile principles.  

Wood's (2021) insights on disruptive innovation resonate here, as Agile 
methodologies themselves were a disruptive innovation in the field of 
project management, challenging traditional methods with a more 
dynamic and flexible approach. 

For instance, at Toll Collect GmbH, the adoption of Agile methodologies 
was a strategic move to enhance operational efficiency and 
responsiveness to market demands, reflecting a shift from traditional 
methods to a more dynamic approach. 

 

Principles and Values of Agile Approach 

In addition to these values, the Agile Manifesto includes 12 principles 
that further guide Agile software development. These principles 
emphasize customer satisfaction, welcoming changing requirements, 
frequent delivery, collaboration, motivated individuals, face-to-face 
conversation, sustainable development, technical excellence, simplicity, 
self-organizing teams, and regular reflection and adjustment.  

 Customer satisfaction through early and continuous delivery 

 Embracing changing requirements 

 Delivering working software frequently 

 Collaboration between business stakeholders and developers 

 Building projects around motivated individuals 

 The importance of face-to-face communication 

 Sustainable development pace 

 Continuous attention to technical excellence 

 Simplicity 

 Self-organizing teams 

 Regular reflection and adjustment 



 

 

Toll Collect GmbH's journey in embracing these principles highlights the 
practical challenges and adaptations required in a real-world setting. For 
example, the company's initial struggle with aligning diverse teams to 
Agile principles underscores the practical necessity of adapting these 
methodologies to fit specific organizational contexts. 

These principles guide the implementation of Agile methodologies in 
various contexts. As highlighted by Bar Am et al. (2020), the ability to 
adapt and innovate, core tenets of Agile, becomes even more critical in 
times of crisis, such as the COVID-19 pandemic: 

 Rapid Response to Changing Conditions 

The COVID-19 pandemic brought about unprecedented changes in 
market demands and operational constraints. Agile methodologies, 
with their emphasis on adaptability, allowed organizations to respond 
swiftly to these changes. For instance, businesses could pivot to 
remote work models, adjust their product offerings to meet new 
consumer needs, or re-strategize their project timelines. Agile's 
iterative approach meant that companies weren't locked into long-
term plans that could become obsolete in a rapidly changing 
environment. 

 Enhanced Collaboration in Remote Settings:  

With the shift to remote work, the collaborative aspects of Agile 
methodologies became more significant. Tools and practices that 
facilitate Agile processes, such as daily stand-ups, sprints, and 
retrospectives, were adapted to virtual environments. This ensured 
that teams remained aligned and cohesive despite the physical 
distance, maintaining productivity and focus.  



 

 Customer-Centric Approach During Uncertain Times:  

The Agile principle of customer collaboration over contract negotiation 
became particularly relevant during the pandemic. Businesses had to 
pay closer attention to changing customer needs and preferences, 
which were in flux due to the crisis. Agile methodologies enabled 
organizations to stay closely connected with their customers, gather 
feedback rapidly, and iterate their products or services to better meet 
these evolving needs. 

 Embracing Digital Transformation:  

The pandemic accelerated digital transformation across various 
sectors. Agile methodologies facilitated this shift, as they are well-
suited to software development and digital project management. 
Companies could more effectively manage the transition to digital 
platforms and services, an essential move as online interactions 
became the norm. 

 Fostering a Culture of Continuous Learning and Improvement:  

The uncertain environment of the pandemic highlighted the need for 
continuous learning and adaptability. Agile organizations could use 
retrospectives and regular feedback loops to learn from challenges 
encountered during the pandemic, adapt their processes, and 
improve their strategies in real-time. 

 Resilience in the Face of Uncertainty:  

Agile methodologies inherently promote resilience. By breaking down 
projects into smaller, manageable parts (sprints), teams could better 
handle the uncertainty and rapid changes brought about by the 
pandemic. This approach reduced risks and allowed for more flexible 
resource allocation and prioritization. 

In summary, the COVID-19 pandemic underscored the value of Agile 
methodologies, particularly their core tenets of adaptability and 
innovation. Organizations employing Agile were better equipped to 
navigate the challenges of the crisis, demonstrating agility in their 
operations, resilience in their strategies, and a strong focus on customer 
needs during a period of significant disruption. 

 



 

Overview of the SAFe Framework 

The Scaled Agile Framework (SAFe) is a framework for implementing 
Agile principles at an enterprise scale. It was developed to address the 
challenges organizations face when scaling Agile beyond individual 
teams. SAFe combines Agile principles with Lean product development 
and systems thinking, providing a structured approach for large-scale 
projects. This approach aligns with Woods' (2021) emphasis on 
embracing technological advancements and innovative approaches to 
maintain competitiveness and drive growth. 

Toll Collect GmbH's decision to adopt SAFe was driven by the need to 

synchronize alignment, collaboration, and delivery across its large-scale 

enterprise projects. The framework's emphasis on cross-functional 

teamwork and regular synchronization was particularly relevant to the 

company's goal of enhancing collaboration and communication across 

different teams. 

Key Components and Principles of SAFe 

SAFe is built around four primary levels: 

Team Level: Where Agile teams use Scrum, Kanban, or a hybrid 
approach to deliver high-quality increments of software. 

Program Level: Where teams are aligned to a common mission via 
Agile Release Trains (ARTs). 

Large Solution Level: For addressing the complexities of large-scale 
solutions involving multiple ARTs. 

Portfolio Level: Where organizational strategy is aligned with execution 
through Lean portfolio management. 

SAFe is grounded in nine principles that include taking an economic 

view, applying systems thinking, assuming variability; preserving 

options, building incrementally with fast, integrated learning cycles, 

basing milestones on objective evaluation of working systems, 

visualizing and limiting Work in Progress (WIP), fostering innovation, and 

decentralizing decision-making. These principles reflect the evolving 

nature of business environments as described by Cohen (2019), where 

innovation and adaptability are key drivers of success. 



 

3. Application of SAFe in Practice - Toll Collect GmbH's Journey 

The Journey Begins: Embracing SAFe at Toll Collect GmbH 

Toll Collect GmbH, known for its innovative toll collection systems, 
embarked on a transformative journey by adopting the Scaled Agile 
Framework (SAFe). This strategic move was aimed at enhancing their 
operational efficiency and responsiveness to rapidly changing market 
demands. As Scott Anthony (2017) suggests, this kind of transformative 
journey is not just about adapting to change, but also about seizing the 
opportunity to lead in a disruptive market. Wood (2021) echoes this 
sentiment, emphasizing the importance of embracing disruptive 
innovation for sustained growth.  The transition to SAFe marked a 
significant shift from traditional project management methodologies to a 
more dynamic, agile approach. 

Overcoming Initial Challenges 

The initial phase of implementing SAFe at Toll Collect GmbH was 
characterized by a series of challenges. One of the most prominent was 
aligning the diverse teams within the organization to a unified agile 
vision. This alignment was crucial, as SAFe's effectiveness hinges on 
cross-functional collaboration and a shared commitment to agile 
principles. Additionally, integrating the SAFe principles with the existing 
organizational processes required a careful balance between adaptation 
and adherence to the framework's core elements. Another significant 
challenge was managing the cultural shift towards an Agile mindset, a 
transition that required both patience and persistent effort. This cultural 
shift aligns with Bar Am et al. (2020), who highlight the necessity of 
adapting to rapidly evolving market conditions and customer needs 
during times of crisis. 

Strategic Implementation Approach 

The strategy for rolling out SAFe at Toll Collect GmbH was meticulously 
planned and executed. It began with comprehensive training sessions, 
designed to equip employees across all levels with a thorough 
understanding of Agile and SAFe principles. These training sessions 
were more than mere informational lectures; they were interactive, 
engaging, and deeply rooted in practical relevance. This approach is in 
line with Woods' (2021) perspective on the importance of staying ahead 
in a rapidly evolving technological landscape. 



 

Following the training phase, Toll Collect GmbH initiated pilot programs. 
These pilots served as a testing ground for the SAFe methodologies, 
allowing for real-time learning and adjustments. The iterative nature of 
these pilots enabled the company to refine its approach continuously. 
This iterative approach is a hallmark of Agile methodologies, as 
emphasized by the Agile Manifesto (2001) and its principles. Perhaps 
one of the most critical aspects of the implementation strategy was the 
establishment of feedback loops. Regular feedback from teams provided 
invaluable insights, enabling continuous improvements in the SAFe 
adoption process. 

Tailoring SAFe to Company Needs 

Recognizing that a one-size-fits-all approach would not be effective, Toll 
Collect GmbH took strides in customizing the SAFe framework to align 
with its unique organizational needs. This involved adapting team 
structures to fit the company's context, altering the cadence of key SAFe 
events like Program Increment (PI) planning, and modifying certain 
framework roles to resonate more closely with the company's existing 
job titles and responsibilities. This customization ensured that the 
transition to SAFe was not only smooth but also deeply integrated into 
the company's operational fabric. This approach reflects Cohen's (2019) 
insights on the importance of aligning innovation strategies with 
organizational goals and culture. 

The Impact: Transformative Results 

The implementation of SAFe had a profound impact on Toll Collect 
GmbH. One of the most noticeable outcomes was the enhanced level of 
collaboration and communication across teams. This improved 
collaboration was a direct result of the SAFe principles, which 
emphasize cross-functional teamwork and regular synchronization. In 
terms of responsiveness and flexibility, the company observed a marked 
improvement. The agile framework enabled them to quickly adapt to 
changes, a vital capability in the fast-paced technology sector.  

Moreover, the adoption of SAFe led to increased operational efficiency. 
Processes were streamlined, resulting in faster delivery cycles and 
reduced time-to-market for new features and updates. This efficiency 
gain was not just a boost to productivity but also a key factor in 
enhancing customer satisfaction and competitive edge in the market. 
These outcomes align with the insights from Furstenthal et al. (2021), 
who emphasize the role of innovation in driving efficiency and growth, 
especially in challenging times. 



 

4. Deep Dive into the Requirements and Best Practices for Effective 
SAFe Implementation 

In the quest for agility and responsiveness, the Scaled Agile Framework 
(SAFe) stands out as a comprehensive solution. However, its successful 
implementation is not without its complexities and nuances. As Kirsner 
(2021) emphasizes, it's crucial to avoid stifling innovation by prematurely 
applying financial metrics to new ideas or products. In the context of 
SAFe, this means recognizing the distinct phases of innovation and 
allowing for a transition from early metrics, like the number of prototypes 
tested or customer interviews conducted, to more mature business-
oriented metrics. Additionally, using Doug Andrew's (2017) opportunity 
assessment checklist can be instrumental in prioritizing initiatives within 
SAFe, ensuring that efforts are aligned with the organization's strategic 
goals and capabilities. Bar Am et al. (2020) further stress the importance 
of innovation during times of crisis, such as the COVID-19 pandemic, 
where adapting the core to meet shifting customer needs and identifying 
new opportunity areas are crucial for sustained growth.  

Woods' (2021) perspective on disruptive innovation aligns with this view, 
emphasizing the need for organizations to embrace technological 
advancements and innovative approaches to maintain competitiveness 
and drive growth. 

This chapter provides an in-depth examination of the key elements and 
practices that underpin effective SAFe adoption, drawing from a range of 
case studies including the experience of Toll Collect GmbH. 

Unveiling the Cornerstones of Successful SAFe Adoption 

The transition to SAFe is a multifaceted process, demanding more than 
just a superficial application of its principles. It requires a deep-rooted 
commitment at various levels of an organization. In line with Bar Am et 
al. (2020), this commitment becomes even more critical in times of crisis, 
where rapid adaptation and seizing new growth opportunities can 
determine an organization's future trajectory. Cohen (2019) also 
highlights the importance of aligning innovation strategies with 
organizational goals, a key factor in successful SAFe adoption. 

A crucial factor in the successful adoption of SAFe is unwavering 
commitment and active involvement from the organization’s leadership. 
This commitment goes beyond mere endorsement; it requires leaders to 
immerse themselves in the principles of SAFe and Agile. At Toll Collect 
GmbH, leadership played a vital role by not only providing resources and 



 

support but also by actively participating in SAFe training and events. 
This involvement helped to permeate the Agile mindset throughout the 
organization, setting a precedent for change and innovation. Cable 
(2018) highlights the importance of leadership in fostering a culture that 
supports innovation and agility, which is essential for the successful 
implementation of frameworks like SAFe. 

The complexity and depth of SAFe necessitate a rigorous training 
regime. For an effective transition, organizations must invest in 
comprehensive training programs that cover both theoretical and 
practical aspects of SAFe. At Toll Collect GmbH, the focus was on 
equipping employees with the skills and knowledge necessary to 
navigate the SAFe environment. This training was not a one-time event 
but an ongoing process, evolving with the needs of the organization and 
the dynamics of the framework. Jesuthasan (2019) underscores the 
importance of aligning workforce strategies with organizational 
transformation goals, a principle that is critical in the context of SAFe 
implementation. 

The implementation of SAFe is not a “copy-paste” process. Each 
organization, including Toll Collect GmbH, has its unique characteristics, 
requiring a tailored approach to adopting SAFe. Customization can 
involve adjusting team structures, modifying the roles within the 
framework, and aligning SAFe events with the organization's operational 
rhythms. This bespoke approach ensures that SAFe is not just 
implemented but is embedded within the organizational fabric, 
resonating with its unique culture and operational dynamics. 

Best Practices from the Field 

The journey of various organizations, including Toll Collect GmbH, in 
adopting SAFe has shed light on several best practices that contribute to 
the framework's successful implementation. These practices align with 
the insights from Bar Am et al. (2020), emphasizing the need for agility 
and innovation in response to rapidly changing market conditions and 
customer needs. Furstenthal et al. (2021) also suggest that leveraging 
innovation as a strategic response in crisis situations can lead to 
significant organizational advancements.  

The path to SAFe is best navigated in small, manageable steps. This 
iterative approach allows organizations to gradually adapt to the Agile 
environment, minimizing resistance and optimizing the learning process. 
For Toll Collect GmbH, starting with pilot programs and gradually 



 

expanding the scope of SAFe 
provided valuable insights and 
allowed for incremental refinement of 
the process.  

A pivotal element of SAFe is the 
emphasis on continuous feedback 
and adaptation. This practice is 
critical for aligning the framework with 
the evolving needs of the 
organization. Toll Collect GmbH 
exemplified this by establishing 
regular feedback mechanisms, such 
as retrospectives, allowing for timely 
identification and resolution of issues. 
This culture of feedback and 
adaptation is instrumental in ensuring 
that the SAFe implementation 
remains relevant and effective. 

The shift to SAFe is as much a 
cultural transformation as it is a 
procedural one. This aspect was 
particularly evident at Toll Collect 
GmbH, where significant efforts were 
made to instill an Agile mindset 
among employees. This cultural shift 
involved promoting values such as 
collaboration, flexibility, and 
customer-centricity. It was achieved 
through targeted communication 
strategies, workshops, and inclusive 
involvement in the transformation 
journey, ensuring that the Agile 
principles were deeply ingrained in 
the organizational ethos. 

Continuing from the detailed exploration of SAFe's implementation at 
Toll Collect GmbH, we will now delve into a comprehensive analysis of 
the risks associated with Agile methodologies in general, and specifically 
those pertinent to SAFe. This chapter will provide a deep-dive into 
understanding these risks and developing strategies to mitigate them 
effectively. 



 

5. Navigating the Risks in Agile Methodologies and SAFe 

Understanding the Landscape of Risks in Agile Environments 

Agile methodologies, while offering numerous benefits such as flexibility 
and responsiveness, also introduce unique risks. Cohen (2019) 
highlights the correlation between innovation performance and financial 
performance, suggesting that effectively managing risks in Agile 
methodologies can lead to significant organizational benefits. Bar Am et 
al. (2020) reinforce this view, noting that during crises, the ability to 
innovate and adapt becomes even more critical, presenting both 
challenges and opportunities for growth. These risks stem from the very 
nature of Agile's iterative approach and its emphasis on rapid change 
and adaptability. In Agile environments, risks can often be related to 
project management, team dynamics, and organizational culture. 

Agile projects, with their focus on iterative development and frequent 
changes, can sometimes suffer from scope creep – the gradual 
expansion of project scope without corresponding increases in 
resources or timelines. This can lead to overburdened teams and 
compromised product quality. Additionally, the lack of detailed long-term 
planning inherent in Agile can sometimes result in strategic 
misalignment, especially in organizations where Agile and traditional 
methodologies coexist. 

The success of Agile methodologies heavily relies on team collaboration 
and self-organization. This dependency can lead to risks if team 
dynamics are not managed effectively. For instance, insufficiently skilled 
team members, lack of clear roles, or poor communication can hinder 
the team’s performance. Moreover, the high level of autonomy given to 
Agile teams can sometimes lead to a lack of accountability or direction, 
especially if not guided by strong leadership. 

The shift to an Agile mindset requires a significant cultural change within 
an organization. Resistance to this change is a common risk, as it can 
lead to a half-hearted adoption of Agile practices, resulting in a 
mismatch between the organization’s processes and its cultural ethos. 
This dissonance can undermine the benefits Agile promises and may 
lead to internal conflicts and reduced morale. 

 

 



 

SAFe-Specific Risks and Challenges 

While SAFe helps in scaling Agile practices to larger organizations, it 
introduces its own set of risks. One of the main criticisms of SAFe is its 
complexity. The framework, with its multiple layers and roles, can be 
daunting and may lead to increased bureaucracy. This complexity can 
be a barrier to the flexibility and speed that Agile aims to achieve. For 
organizations like Toll Collect GmbH, managing this complexity without 
creating unnecessary overhead is a significant challenge. 

Another risk associated with SAFe is the difficulty of integrating the 
framework with existing legacy systems and processes. This integration 
is crucial for a seamless transition but can be fraught with technical and 
cultural challenges. It requires a delicate balance between adapting the 
SAFe principles and maintaining the integrity of existing systems. 

SAFe's multi-tiered structure necessitates alignment across various 
levels of the organization – from teams to portfolios. Achieving this 
alignment, especially in large and complex organizations, can be 
challenging. Misalignment can lead to strategic disconnects and 
inefficiencies, counteracting the benefits of adopting SAFe. 

 

Mitigating Risks in Agile and SAFe Environments 

Understanding these risks is the first step in mitigating them. Effective 
risk mitigation in Agile and SAFe environments involves a combination of 
proactive strategies and responsive adjustments. 

Cultivating an Agile mindset across the organization is crucial. This 
involves training, mentorship, and leading by example. Encouraging 
open communication, promoting collaboration, and embracing change 
are key aspects of this cultural shift. In the context of SAFe, this cultural 
adaptation must permeate through all levels of the organization, from 
teams to leadership. 

Customizing the SAFe framework to suit the specific context of the 
organization can significantly reduce complexity and integration risks. 
This involves selectively adopting SAFe elements that align with the 
organization's goals and existing systems, and modifying others to fit the 
unique organizational structure and culture. 



 

Agile and SAFe both emphasize continuous improvement. Regular 
retrospectives, feedback loops, and adaptive planning are essential in 
identifying potential risks early and addressing them promptly. In SAFe, 
this also means continuously refining the alignment between team 
objectives and organizational strategy. 

Continuing from the exploration of risks associated with Agile 
methodologies and the SAFe framework, we now turn our focus towards 
developing an effective audit program. This program is aimed at 
assessing and enhancing Agile practices within an organization, using 
the insights and experiences gained from the SAFe implementation at 
Toll Collect GmbH. 

 

6. Risks and Challenges at Toll Collect GmbH: A Specialized 
Analysis 

Analyzing Specific Risks at Toll Collect GmbH 

In the context of Toll Collect GmbH's transition to SAFe, the company 
faced a unique set of risks and challenges, reflecting its distinctive 
organizational structure and operational environment. Jesuthasan (2019) 
highlights the importance of aligning different work sources, such as 
employees, contractors, and automation, with the company's mission 
and culture. Bar Am et al. (2020) suggest that in times of crisis, such as 
the COVID-19 pandemic, the ability to quickly adapt and innovate 
becomes even more crucial, adding another layer of complexity to the 
implementation of SAFe. 

To effectively prioritize and manage these diverse elements, applying 
Andrew's (2017) opportunity assessment checklist can help in making 
strategic decisions that align with Toll Collect GmbH's core strengths 
and market opportunities. This alignment is critical in ensuring that all 
aspects of the organization are moving cohesively towards common 
goals, especially during a transformative process like the adoption of 
SAFe. An in-depth analysis of these risks is critical for devising effective 
strategies to address them. 

One of the primary challenges for Toll Collect GmbH in implementing 
SAFe was the integration of new Agile processes with existing legacy 
systems. The company's established technological infrastructure, while 
robust, posed significant challenges in terms of flexibility and 
adaptability. This integration risk was not merely technical but also 



 

involved aligning new processes with the existing IT architecture, 
necessitating a careful and strategic approach. 

Another significant risk identified at Toll Collect GmbH was related to 
resource allocation and workload management. The shift to an iterative, 
Agile working model required a dynamic approach to managing 
resources. This was particularly challenging given the complex and 
large-scale nature of the company's projects. Ensuring that teams were 
not overburdened and that resources were optimally utilized was a 
critical aspect of the SAFe implementation. 

The Influence of Organizational Culture and Structure 

The organizational culture and structure of Toll Collect GmbH played a 
pivotal role in shaping the implementation of SAFe. The company's 
culture, historically rooted in traditional project management approaches, 
initially posed resistance to the Agile transformation. Cable (2018) 
emphasizes the importance of addressing such cultural barriers by 
fostering an environment that supports self-expression and 
experimentation. 

The transition to a more Agile way 
of working required a fundamental 
shift in mindset and work 
practices. Employees accustomed 
to a certain way of working found 
it challenging to adapt to the 
fluidity and collaborative nature of 
Agile methodologies. Overcoming 
this cultural inertia was essential 
for the successful adoption of 
SAFe. 

In addition to cultural aspects, the 
organizational structure of Toll 
Collect GmbH had to be realigned 
to support Agile practices. This 
involved redefining roles, 
establishing new communication 
channels, and creating cross-
functional teams. The structural 
realignment was critical in 

ensuring that the Agile framework was not only adopted at a superficial 
level but was also deeply embedded in the organizational fabric. 



 

Case Studies and Examples 

To contextualize these risks and challenges, it is instructive to look at 
specific case studies within Toll Collect GmbH where SAFe was 
implemented. 

Case Study 1: Agile Implementation in Toll Operations  

 Toll Collect GmbH's toll 
operations division is 
responsible for the 
smooth functioning of 
toll collection systems, a 
critical component of 
transportation 
infrastructure. This 
division underwent a 
transition to Agile 
methodologies as part of 
the company-wide 
adoption of SAFe, with a 
specific focus on 
enhancing operational 
efficiency and 
responsiveness. 

Challenges Faced: 

The most significant 
challenge was 
maintaining 
uninterrupted toll 
collection services while 
implementing frequent 

Agile iterations. Each iteration involved potential changes or additions to 
the software controlling toll collection, which required rigorous testing 
and validation to ensure system stability and reliability. 

Introducing new features, such as updated user interfaces for toll 
collection booths or enhanced data processing algorithms, had to be 
done without disrupting ongoing operations. This required meticulous 
planning and coordination to ensure that updates were seamlessly 
integrated into the existing system. 



 

Specific Examples and Responses: 

Incremental Rollout of Features - One strategy employed was the 
incremental rollout of new features. For instance, when introducing a 
new toll transaction processing feature, it was first deployed in a 
controlled environment, monitoring its performance and impact on the 
overall system before a full-scale rollout. 

Real-Time Monitoring and Rapid Response Systems - The division 
implemented real-time monitoring of toll operations to quickly identify 
and address any issues arising from new updates. For example, when a 
new software update was released, dedicated teams monitored key 
performance indicators (KPIs) to ensure that transaction processing 
times did not increase unexpectedly. 

Stakeholder Engagement and Feedback Loops - Regular feedback 
from toll booth operators and maintenance personnel was crucial in 
identifying practical chalenges and areas for improvement. For example, 
feedback from operators led to the redesign of a user interface that was 
initially found to be non-intuitive in high-traffic scenarios. 

Simulation and Testing Protocols - Before implementing any changes 
in the live environment, extensive simulations were conducted to predict 
the impact of new features. This included stress testing the system 
under various scenarios to ensure that the toll collection process 
remained robust and efficient. 

Outcomes and Learnings: 

The Agile implementation in the toll operations division led to several 
positive outcomes, including increased system flexibility and the ability to 
rapidly adapt to new requirements. However, it also highlighted the 
importance of balancing agility with the need for operational stability in 
critical infrastructure environments. The division learned to fine-tune its 
Agile practices, emphasizing rigorous testing, stakeholder feedback, and 
incremental changes to align with the high-reliability requirements of toll 
operations. 

 

 

 



 

Case Study 2: Agile in Software Development Teams 

The software development teams at Toll Collect GmbH are tasked with 
developing and maintaining the software that underpins the company's 
toll collection and processing systems. As part of the organization's shift 
to SAFe, these teams transitioned to Agile methodologies, aiming to 
increase adaptability and accelerate development cycles. 

Challenges Faced:  

A key challenge was aligning the short-term, iterative focus of Agile with 
the long-term planning required for large-scale software development 
projects. This included ensuring that the software developed was 
scalable, secure, and could integrate with existing legacy systems. 

While Agile promotes flexibility and responsiveness, the software 
development teams needed to maintain a level of predictability in 
delivery schedules, essential for coordinating with other departments 
and external stakeholders. 

Specific Examples and Responses: 

Hybrid Planning Approaches - The teams adopted a hybrid approach 
that combined Agile sprints with long-term roadmaps. For example, 
while individual features were developed in sprints, their integration into 



 

the larger system was planned on a quarterly roadmap, ensuring 
alignment with broader organizational goals. 

Enhanced Communication with Stakeholders - To manage 
expectations and maintain transparency, the teams increased their 
communication frequency with stakeholders. This involved regular 
showcases of developed features and iterative feedback sessions, 
ensuring that the software development aligned with user requirements 
and strategic objectives. 

Modular Development and Integration Testing - The teams focused 
on modular development, where software components were developed 
independently but designed for easy integration. For instance, a new toll 
data analysis module was developed separately but with predefined 
interfaces for integration with the existing data processing system. 

Risk Management in Software Development - The teams 
implemented risk management practices specific to software 
development, such as conducting code reviews, automated testing, and 
performance benchmarking. This helped in early identification and 
mitigation of potential issues, such as performance bottlenecks in new 
software modules. 

Outcomes and Learnings: 

The adoption of Agile methodologies by the software development 
teams led to more responsive and efficient development processes. 
However, it also underscored the need for a balanced approach that 
accommodates the predictability and structure required in large-scale 
software projects. The teams learned the importance of clear 
communication, risk management, and hybrid planning in aligning Agile 
practices with the strategic and operational needs of Toll Collect GmbH. 

 

 

 

 

 

 



 

7. Effective Responses and Strategies in SAFe Implementation 

In this chapter, we delve into the strategies and responses that can 
effectively address the risks and challenges identified in the previous 
chapters, especially focusing on the context of SAFe implementation at 
Toll Collect GmbH. 

Activating Employee Motivation and Engagement 

As Cable (2018) emphasizes, a key aspect of successful SAFe 
implementation is ensuring that employees remain motivated and 
engaged. This involves creating an environment that fosters self-
expression, where employees can utilize their unique skills and 
perspectives. Leaders at Toll Collect GmbH can encourage 
experimentation, allowing teams to explore new ideas and approaches 
within the SAFe framework. Additionally, instilling a sense of purpose in 
employees by connecting their work to the broader goals of the 
organization can significantly enhance their engagement and 
productivity. 

Furthermore, Andrew's (2017) framework for evaluating opportunities 
can be adapted to assess and enhance employee engagement 
initiatives, ensuring they are aligned with individual strengths and 
contribute to the organization's overall goals. 

Addressing Risks with Proactive Strategies 

In an Agile setting like SAFe, traditional risk management approaches 
need to be adapted. As highlighted by Scott Anthony (2017), in the face 
of disruption, it's crucial for organizations to not only defend their current 
business but also to explore new growth opportunities. Kirsner (2021) 
warns against the premature application of financial metrics to 
innovation, stating, "Innovation, especially in its early stages, should be 
nurtured with patience and not be stifled with the same financial rigor 
applied to established products or services."  

This perspective is particularly relevant in the context of SAFe, where a 
balance must be struck between fostering innovation and maintaining 
financial viability as new ventures mature within the framework. Risks 
should be continuously identified, assessed, and prioritized throughout 
the project lifecycle. Teams at Toll Collect GmbH can benefit from 
incorporating risk management into their regular sprint planning and 
retrospectives, allowing them to address risks promptly as they arise. 



 

Effective communication is the 
lifeblood of Agile methodologies. 
Implementing structured yet 
flexible communication channels 
and ensuring regular and 
transparent communication within 
and across teams can mitigate 
many risks associated with team 
dynamics and project 
management. At Toll Collect 
GmbH, fostering a culture of open 
communication and collaboration 
is essential for the success of 
their SAFe implementation. 

Agile and SAFe are rooted in 
adaptability and responsiveness  
to change. Encouraging a 
company-wide mindset that 
embraces change and sees it as 
an opportunity rather than a threat 
can significantly reduce 
resistance to Agile transformation. 
For Toll Collect GmbH, this 
means developing resilience and 
flexibility at both the team and 
organizational levels. 

 

Strategic Responses to SAFe-Specific Challenges 

One of the primary criticisms of SAFe is its perceived complexity. To 
counter this, Toll Collect GmbH can focus on simplifying processes and 
removing unnecessary bureaucratic layers. This involves streamlining 
workflows, clearly defining roles and responsibilities, and ensuring that 
the SAFe practices align with the company’s objectives without creating 
overhead. 

Integrating SAFe with existing systems and processes at Toll Collect 
GmbH requires a tailored approach. This involves evaluating and 
adapting SAFe practices to fit with the current technical and operational 
infrastructure, and where necessary, upgrading or replacing legacy 
systems that hinder Agile transformation. 



 

Ensuring that the 
implementation of SAFe at Toll 
Collect GmbH is in harmony with 
the company’s strategic 
objectives is crucial. This 
alignment involves setting clear 
goals, measuring progress 
against these goals, and 
adjusting strategies as 
necessary. It also means 
engaging stakeholders at all 
levels – from executives to team 
members – in the Agile 
transformation process. 

 Continuous Improvement and 
Learning 

The essence of Agile and SAFe 
is continuous improvement. Toll 
Collect GmbH can establish 
mechanisms for regular 
feedback and learning, both at 
the team and organizational 
levels. This includes conducting 
frequent retrospectives, 

encouraging innovation and experimentation, and investing in ongoing 
training and development. By creating a learning organization, Toll 
Collect GmbH can not only address current challenges but also equip 
itself to tackle future ones. 

Leveraging Agile Auditing 

As part of an ongoing effort to optimize Agile practices, conducting Agile 
audits can provide Toll Collect GmbH with insights into the efficiency and 
effectiveness of their SAFe implementation. This involves assessing how 
well Agile principles and practices are being adopted, identifying areas 
for improvement, and ensuring that Agile processes are contributing to 
the organization's overall goals. 

 

 



 

8. Developing an Agile Audit Program at Toll Collect GmbH 

An Agile audit program plays a crucial role in ensuring that Agile 
practices are being implemented effectively and are delivering the 
desired outcomes. Incorporating Andrew's (2017) opportunity 
assessment approach into the audit process can provide a structured 
method for evaluating the alignment and impact of Agile practices within 
the organization. It involves evaluating the adherence to Agile principles 
and methodologies, identifying areas for improvement, and ensuring that 
Agile practices are contributing positively to the overall organizational 
goals. For Toll Collect GmbH, the development of such a program is 
instrumental in maintaining the integrity and effectiveness of their Agile 
transformation journey. 

Incorporating the principles outlined by Furstenthal et al. (2021), the 
Agile audit program at Toll Collect GmbH can include assessments of 
how well the organization is leveraging the crisis as an opportunity for 
innovation. This involves evaluating the agility and responsiveness of the 
organization to changing market conditions and customer needs. 

 

Key Components of the Agile Audit Program 

The first step in developing an audit program is gaining a comprehensive 
understanding of the Agile environment within the organization. This 
involves an assessment of the current Agile practices, the organizational 
culture surrounding these practices, and the alignment of Agile methods 
with business objectives. At Toll Collect GmbH, this means evaluating 
how SAFe has been integrated into their operations and the extent to 
which Agile values have been embedded in the organizational culture. 

The objectives of the audit program should be clearly defined, aligning 
with the organization’s strategic goals and Agile transformation 
objectives. The scope of the audit needs to be determined based on the 
areas of highest impact and relevance. For Toll Collect GmbH, the audit 
objectives might include assessing the efficiency of Agile teams, the 
effectiveness of SAFe implementation, and the alignment of Agile 
projects with strategic goals. 

The criteria for the audit should be based on Agile principles and best 
practices. These criteria can include the level of team collaboration, the 
effectiveness of Agile ceremonies, adherence to Agile roles and 
responsibilities, and the efficiency of delivery cycles. In the context of 



 

SAFe, the criteria might also include the alignment of teams within Agile 
Release Trains (ARTs) and the effectiveness of PI planning sessions. 

The audit process involves collecting data through various methods such 
as interviews, surveys, observation of Agile ceremonies, and review of 
project documentation. This data is then analyzed to assess compliance 
with the defined criteria and to identify areas for improvement. For Toll 
Collect GmbH, this could involve conducting interviews with team 
members and stakeholders, observing Sprint planning meetings and 
retrospectives, and reviewing performance metrics. 

The final step is the preparation of an audit report that outlines the 
findings and provides recommendations for improvement. This report 
should offer actionable insights and guidance on enhancing Agile 
practices. At Toll Collect GmbH, the report would be a vital tool for 
guiding future Agile initiatives and for continuous improvement of their 
SAFe implementation. Developing an Agile audit program comes with its 
set of challenges. One of the primary considerations is ensuring that the 
audit process itself adheres to Agile principles – it should be flexible, 
iterative, and collaborative. Additionally, the program should be sensitive 
to the unique culture and context of the organization. At Toll Collect 
GmbH, it is crucial to balance the rigor of the audit with the dynamic 
nature of Agile practices, ensuring that the audit adds value without 
impeding the Agile workflow. 

Incorporating insights from Cohen (2019), the Agile audit program at Toll 
Collect GmbH can include an assessment of the organization's 
innovation proficiency and its alignment with the eight essentials of 
innovation. This will ensure that the SAFe implementation is not only 
effective but also conducive to long-term innovation and growth. 

As we transition from the comprehensive analysis presented in the 
preceding chapters, it's important to note that the focus of our research 
and discussion has primarily been centered around the sources provided 
within this module. However, as we approach the crucial segment of 
developing an Agile Audit Program for Toll Collect GmbH, our approach 
broadens in terms of the diversity and depth of sources. The upcoming 
table for the Agile Audit Program is meticulously crafted, drawing upon a 
diverse array of both contemporary and time-honored sources. This 
selection is intentional, combining the latest insights with foundational 
theories and practices that have shaped Agile methodologies over the 
years.  

 



 

Audit Area Requirement Specific Criteria Possible Measure of Fulfillment Source 

Alignment with 

Agile Principles 

Teams prioritize 

individuals and 

interactions over 

processes and 

tools. 

- Evidence of team collaboration tools 

in use. 

- Records of regular team meetings and 

collaborative sessions. 

- Feedback from team members on 

collaboration effectiveness. 

- Usage of collaboration tools in >75% of 

projects. 

- Regular team meetings documented. 

- Positive feedback in >80% of team surveys. 

Agile Manifesto, 

2001; Sutherland 

& Schwaber, 

2020 

 
Working software 

is valued over 

comprehensive 

documentation. 

- Ratio of time spent on documentation 

vs. development. 

- User feedback on software usability. 

- Documentation audit for relevance 

and conciseness. 

- Development time exceeds documentation 

time by at least 60%.  

- User satisfaction rating > 4 out of 5. 

- Documentation concise in >90% of projects. 

Agile Manifesto, 

2001; Rubin, 

2012 

 
Customer 

collaboration over 

contract 

negotiation. 

- Number of customer feedback 

sessions. 

- Changes made based on customer 

feedback. 

- Customer satisfaction scores post-

implementation. 

- At least 2 customer feedback sessions per 

quarter. 

- >50% of feedback leading to changes.  

- Customer satisfaction > 4 out of 5. 

Agile Manifesto, 

2001; 

Leffingwell, 2011 

 
Teams are 

responsive to 

change over 

following a fixed 

plan. 

- Instances of successful adaptation to 

change. 

- Time taken to implement change 

requests. 

- Team feedback on change 

management processes. 

- >75% successful change adaptations. 

- Change implementation within 2 weeks. 

- Positive team feedback in >80% of surveys. 

Agile Manifesto, 

2001; Derby & 

Larsen, 2020 

SAFe 

Implementation 

Efficiency 

SAFe's four levels 

effectively 

implemented. 

- Clarity in role definitions at each level. 

- Alignment of objectives across levels. - 

Efficiency of communication between 

levels. 

- Clear role definitions in 100% of teams. 

- Objectives aligned in >90% of projects. 

- Efficient communication evidenced in >85% of 

projects. 

Cohen, 2019; 

Knaster & 

Leffingwell, 2020 

 
Economic view 

and systems 

- Documentation of cost-benefit 

analyses.  

- Cost-benefit analyses in >80% of major 

decisions. 

Cohen, 2019; 

Reinertsen, 2009 



 

Audit Area Requirement Specific Criteria Possible Measure of Fulfillment Source 

thinking in 

decision-making. 

- Evidence of systems thinking in project 

planning. 

- Decision-making process reflecting 

economic considerations. 

- Systems thinking applied in >85% of projects.  

– Economic considerations in >75% of 

decisions. 

 
Incremental 

development with 

fast, integrated 

learning cycles. 

- Frequency of product increments. 

- Time-to-market for new features. 

- Feedback incorporation speed in 

development cycles. 

- Product increments every 2-4 weeks. 

- Time-to-market < 3 months for new features. 

- Feedback incorporated within 1-2 sprints. 

Cohen, 2019; 

Poppendieck & 

Poppendieck, 

2003 
 

Milestones based 

on objective 

evaluation of 

working systems. 

- Milestones linked to specific, 

measurable system functionalities. 

- Use of performance metrics at 

milestones. 

- Stakeholder feedback on milestone 

achievements. 

- Milestones achieved with >90% of targeted 

functionalities. 

- Performance metrics meeting targets in >85% 

of cases. 

- Positive stakeholder feedback in >80% of 

projects. 

Cohen, 2019; 

Kim, Humble, 

Debois, & Willis, 

2016 

Team 

Collaboration 

and 

Synchronization 

Cross-functional 

collaboration 

within and across 

teams. 

- Cross-functional project success rates. 

- Employee feedback on cross-team 

collaboration. 

- Number of cross-functional initiatives. 

- Success rate of >80% in cross-functional 

projects. 

- Positive employee feedback in >75% of 

surveys. 

- At least 3 cross-functional initiatives per 

quarter. 

Woods, 2021; 

Lencioni, 2016 

 
Regular 

synchronization 

meetings 

conducted 

effectively. 

- Action items from synchronization 

meetings. 

- Attendance and engagement in 

meetings. 

- Follow-up on meeting outcomes. 

- Action items completed in >90% of meetings.  

- >90% attendance in meetings. 

- Follow-up actions implemented in >85% of 

cases. 

Woods, 2021; 

Sutherland, 2014 

 
Effective 

management and 

visualization of 

WIP. 

- Use of visual tools for WIP tracking. 

- WIP limits adherence. 

- Team feedback on WIP management. 

- Visual WIP tools used in 100% of teams.  

- WIP limits exceeded in < 10% of cases. 

- Positive team feedback in >80% of surveys. 

Woods, 2021; 

Anderson, 2010 



 

Audit Area Requirement Specific Criteria Possible Measure of Fulfillment Source 
 

Innovation 

fostered and 

decentralized 

decision-making. 

- Number of team-led innovations. 

- Employee empowerment in decision-

making. 

- Success stories of decentralized 

decisions. 

- At least 2 team-led innovations per quarter. 

- >75% of employees feel empowered.  

- >5 documented success stories per year. 

Woods, 2021; 

Govindarajan & 

Trimble, 2010 

Crisis 

Management 

and Innovation 

Leveraging crises 

as opportunities 

for innovation. 

- Innovations developed during crises. 

- Adaptability of processes in crisis. 

- Employee feedback on crisis 

management. 

- >3 innovations developed during crises. 

- >80% adaptability in crisis situations. 

- Positive employee feedback in >70% of 

surveys. 

Furstenthal et al., 

2021; Bingham 

& Spradlin, 2015 

 
Agile practices 

adapted during 

crises. 

- Changes in Agile practices during 

crises. 

- Team agility in crisis response. 

- Effectiveness of Agile practices in crisis 

scenarios. 

- Documented changes in >70% of Agile 

practices.  

- >80% team agility in crisis response. 

- >75% effectiveness in crisis scenarios. 

Furstenthal et al., 

2021; Ries, 2011 

 
New growth 

opportunities 

identified during 

disruption. 

- New projects initiated during crises. 

- Growth metrics during disruptive 

periods. 

- Strategic shifts in response to crises. 

- At least 2 new projects during crises. 

- Positive growth metrics in >60% of cases. 

- >3 strategic shifts documented. 

Furstenthal et al., 

2021; 

Christensen, 

Raynor, & 

McDonald, 2015 
 

Demonstrating 

resilience and 

adaptability in 

crises. 

- Business continuity plan effectiveness. 

- Employee resilience training and 

feedback. 

- Recovery speed post-crisis. 

- Business continuity plans effective in >85% of 

cases. 

- >75% of employees trained in resilience. 

- Recovery within 1 month post-crisis. 

Furstenthal et al., 

2021; Sheffi, 

2005 

Cultural 

Alignment and 

Agile Mindset 

Organizational 

culture supports 

Agile values. 

- Employee survey results on cultural 

alignment. 

- Instances of Agile values in action.  

- Leadership support for Agile culture. 

- >70% positive survey results on cultural 

alignment. 

- >5 instances of Agile values in action per 

month. 

- Leadership support evidenced in >80% of 

initiatives. 

Cable, 2018; Bar 

Am et al., 2020; 

Schein, 2010 



 

Audit Area Requirement Specific Criteria Possible Measure of Fulfillment Source 
 

Employees 

demonstrate an 

Agile mindset. 

- Examples of flexibility and adaptability 

in work. 

- Employee-led Agile initiatives. 

- Training programs focused on Agile 

mindset. 

- >75% of employees showing flexibility.  

- At least 2 employee-led initiatives per quarter. 

- >80% of employees attending Agile mindset 

training. 

Cable, 2018; Bar 

Am et al., 2020; 

Pink, 2011 

 
Leadership 

promotes and 

participates in 

Agile practices. 

- Leadership involvement in Agile 

events. 

- Leadership training in Agile principles. 

- Leadership communication supporting 

Agile. 

- Leadership involved in >80% of Agile events. 

- >70% of leaders trained in Agile. 

- >80% of communications supporting Agile. 

Cable, 2018; Bar 

Am et al., 2020; 

Kotter, 2012 

 
Continuous 

learning in Agile 

practices 

encouraged. 

- Number and quality of Agile training 

sessions. 

- Application of learning in projects. 

- Employee growth and development in 

Agile roles. 

- At least 4 Agile training sessions per year. 

- >75% application rate of learning. 

- >70% of employees showing growth in Agile 

roles. 

Cable, 2018; Bar 

Am et al., 2020; 

Senge, 2006 

Resource 

Allocation and 

Workload 

Management 

Optimal resource 

allocation 

avoiding 

overburdening. 

- Balance in team workload distribution. 

- Employee feedback on resource 

adequacy. 

- Efficiency in resource utilization. 

- Balanced workload in >85% of teams. 

- >75% positive employee feedback on 

resources. 

- >80% efficiency in resource utilization. 

Jesuthasan, 

2019; Drucker, 

2007 

 
Dynamic workload 

management 

aligning with Agile 

models. 

- Responsiveness to changing project 

demands. 

- Workload adjustments based on Agile 

cycles. 

- Team satisfaction with workload 

management. 

- >80% responsiveness to demand changes.  

- Workload adjustments in >75% of Agile 

cycles. 

- >70% team satisfaction with workload 

management. 

Jesuthasan, 

2019; 

Buckingham & 

Goodall, 2019 

 
Team autonomy 

balanced with 

accountability. 

- Evidence of autonomous team 

decisions. 

- Accountability measures in place.  

- >75% of teams making autonomous 

decisions. 

- Accountability measures effective in >80% of 

cases. 

Jesuthasan, 

2019; 

McChrystal, 2015 



 

Audit Area Requirement Specific Criteria Possible Measure of Fulfillment Source 

- Balance between autonomy and 

organizational goals. 

- >70% balance between autonomy and goals. 

 
Sustainable 

development pace 

to prevent 

burnout. 

- Employee well-being surveys. 

- Work-life balance initiatives. 

- Monitoring of overtime and workload 

peaks. 

- >70% positive well-being survey results. 

- >3 work-life balance initiatives per year. 

- Overtime limited to <10% of total work hours. 

Jesuthasan, 

2019; Maslach & 

Leiter, 2016 

Integration with 

Legacy Systems 

Effective 

integration of 

SAFe with legacy 

systems. 

- Success stories of integration. 

- Integration challenges and solutions. 

- User satisfaction with integrated 

systems. 

- >5 successful integration stories. 

- <5 major integration challenges per year. 

- User satisfaction > 4 out of 5. 

Cohen, 2019; 

Kerzner, 2017 

 
Addressing 

technical and 

cultural 

integration 

challenges. 

- Technical integration roadmaps. 

- Cultural adaptation strategies. 

- Feedback on integration effectiveness. 

- Clear roadmaps for >90% of integrations. 

- Cultural adaptation strategies in >80% of 

cases. 

- >75% positive feedback on integration. 

Cohen, 2019; 

Kotter, 1996 

 
Continuous 

attention to 

technical 

excellence. 

- Quality assurance metrics. 

- Technical training and development. 

- Technical innovation and 

improvement records. 

- QA metrics meeting targets in >85% of 

projects. 

- >70% of staff receiving technical training. 

- >5 technical improvements per year. 

Cohen, 2019; 

Martin, 2008 

 
Regular review 

and improvement 

of integration 

process. 

- Integration process review reports. 

- Continuous improvement actions. 

- Stakeholder feedback on integration. 

- >2 integration process reviews per year. 

- Continuous improvement in >80% of cases. 

- >70% positive stakeholder feedback. 

Cohen, 2019; 

Deming, 1986 

Strategic 

Alignment and 

Organizational 

Goals 

Agile projects 

align with 

strategic goals. 

- Alignment matrix results. 

- Strategic goal achievement through 

Agile. 

- Stakeholder satisfaction with project 

outcomes. 

- >80% alignment in matrix results. 

- >75% of Agile projects achieving strategic 

goals. 

- >70% stakeholder satisfaction with outcomes. 

Andrew, 2017; 

Kaplan & 

Norton, 2006 



 

Audit Area Requirement Specific Criteria Possible Measure of Fulfillment Source 
 

Opportunity 

assessment 

checklist used for 

prioritization. 

- Completed checklists for projects. 

- Prioritization effectiveness. 

- Alignment with strategic priorities. 

- >90% of projects with completed checklists. 

- >80% effectiveness in prioritization. 

- >75% alignment with strategic priorities. 

Andrew, 2017; 

Osterwalder & 

Pigneur, 2010 

 
Addressing 

strategic 

disconnects. 

- Identification and correction of 

misalignments. 

- Strategic review processes. 

- Alignment of project outcomes with 

strategy. 

- >80% of misalignments identified and 

corrected. 

- >2 strategic reviews per year. 

- >75% alignment of outcomes with strategy. 

Andrew, 2017; 

Porter, 1996 

 
Evaluating impact 

of Agile initiatives 

on goals. 

- Impact analysis results. 

- Goal achievement metrics. 

- Feedback on strategic impact of Agile. 

- Positive impact in >75% of analyses. 

- >70% of goals achieved through Agile. 

- >70% positive feedback on Agile's strategic 

impact. 

Andrew, 2017; 

Mintzberg, 1994 

Feedback 

Mechanisms 

and Continuous 

Improvement 

Established and 

functional regular 

feedback loops. 

- Feedback collection methods. 

- Implementation of feedback. 

- Feedback impact on project 

improvements. 

- >80% of projects with established feedback 

methods. 

- >75% of feedback implemented. 

- >70% of projects improved through feedback. 

Agile Manifesto, 

2001; Hattie & 

Timperley, 2007 

 
Evident 

continuous 

improvement in 

practices. 

- Continuous improvement logs. 

- Examples of practice enhancements. 

- Employee feedback on improvements. 

- >3 continuous improvement logs per year. 

- >5 practice enhancements documented. 

- >70% positive employee feedback. 

Agile Manifesto, 

2001; Womack & 

Jones, 2003 

 
Active feedback 

sought from all 

stakeholders. 

- Stakeholder engagement in feedback. 

- Impact of stakeholder feedback.  

- Responsiveness to stakeholder 

suggestions. 

- >80% stakeholder engagement in feedback. 

- >70% impact from stakeholder feedback. 

- >75% responsiveness to suggestions. 

Agile Manifesto, 

2001; Freeman, 

2010 

 
Implementing 

actionable insights 

for enhancement. 

- Examples of feedback-driven changes. 

- Effectiveness of implemented changes. 

- Continuous learning from feedback. 

- >5 feedback-driven changes per year. 

- >80% effectiveness of changes. 

- >70% learning from feedback. 

Agile Manifesto, 

2001; Nonaka & 

Takeuchi, 1995 



 

Audit Area Requirement Specific Criteria Possible Measure of Fulfillment Source 

Innovation 

Proficiency and 

Long-term 

Growth 

Alignment with 

the eight 

essentials of 

innovation. 

- Assessment results on innovation 

essentials. 

- Alignment actions taken. 

- Innovation culture indicators. 

- >80% positive assessment results. 

- >5 alignment actions per year. 

- >3 indicators of innovation culture. 

Cohen, 2019; 

Christensen, 

1997 

 
Contribution of 

SAFe to long-term 

innovation and 

growth. 

- Records of SAFe's impact on growth. 

- Innovation metrics post-SAFe 

implementation. 

- Long-term growth trends. 

- Documented impact in >70% of cases. 

- >5 innovation metrics improved. 

- Positive growth trends over 3 years. 

Cohen, 2019; 

Tushman & 

O'Reilly, 1996 

 
Fostering an 

environment for 

innovative 

thinking. 

- Innovative solutions developed. 

- Problem-solving workshops. 

- Employee creativity initiatives. 

- >3 innovative solutions per year. 

- >2 problem-solving workshops. 

- >4 creativity initiatives. 

Cohen, 2019; 

Amabile, 1998 

 
Using innovation 

metrics to track 

and encourage 

creativity. 

- Innovation metric tracking. 

- Creative outcomes from metrics. 

- Employee engagement in innovation. 

- >80% of projects with innovation tracking. 

- >5 creative outcomes identified. 

- >70% employee engagement in innovation. 

Cohen, 2019; 

Dyer, Gregersen, 

& Christensen, 

2011 

The program's structure, emphasizing specific criteria and measurable outcomes, is particularly noteworthy. It 
not only facilitates a clear assessment of current practices but also provides a roadmap for continuous 
improvement. This level of detail and clarity in the audit program is essential for identifying areas of strength and 
opportunities for growth within Toll Collect GmbH's Agile journey. 

By integrating a wide spectrum of sources, the program achieves a balance between theoretical foundations and 
practical applications. This balance is critical in addressing the unique challenges and dynamics of Toll Collect 
GmbH, ensuring that the audit program is not only relevant but also adaptable to their specific organizational 
context. 

 



 

9. Conclusions and Outlook 

Summarizing Key Findings in Relation to Objectives 

This paper has undertaken a comprehensive exploration of the Scaled 

Agile Framework (SAFe) implementation, with a particular focus on its 
application at Toll Collect GmbH. Reflecting on our initial objectives: 

Exploring Requirements and Best 
Practices for SAFe Implementation: 
We delved deep into the principles 
and practices of SAFe, drawing from 
the experiences of Toll Collect GmbH 
and broader industry insights. This 
exploration underscored the critical 
roles of leadership commitment, 
customized training, and the 
alignment of SAFe with organizational 
culture. 

Identifying and Analyzing General 
and Specific Risks: The study 
identified key risks associated with 
Agile methodologies and SAFe, such 
as scope creep, strategic 
misalignment, and complexities in 
integrating SAFe with existing 
systems. We discussed strategies for 
mitigating these risks, emphasizing 
the importance of proactive risk 
management and continuous 
adaptation. 

Proposing Effective Responses and Strategies: The paper outlined 
strategic responses to the challenges of Agile and SAFe implementation. 
These included fostering an Agile mindset, customizing the framework to 
fit organizational contexts, and ensuring continuous improvement and 
learning within the organization. 

Developing an Agile Audit Program: A significant addition to this 
paper was the development of a detailed Agile Audit Program for Toll 
Collect GmbH. This program, grounded in a diverse range of both 
contemporary and foundational sources, provides a structured approach 
for evaluating and enhancing Agile practices within the organization. 



 

Implications and Recommendations for Future Research 

The findings of this study offer both theoretical and practical implications. 
Theoretically, it enriches the literature on Agile and SAFe, providing a 
detailed case study that can serve as a reference for future research. 
Practically, it presents a roadmap for organizations implementing SAFe, 
highlighting critical success factors and potential pitfalls. 

Future research could explore the long-term impacts of Agile 
transformation across different industries and organizational sizes. 
Comparative studies between various Agile frameworks could yield 
deeper insights into their applicability and effectiveness. Additionally, 
investigating the evolving nature of Agile methodologies in response to 
emerging technologies and market dynamics would further contribute to 
this field. 

 

Final Reflections 

The journey to Agile transformation, particularly 
through SAFe, is a comprehensive cultural shift 
that impacts every facet of an organization. For 
Toll Collect GmbH, this journey has been about 
more than adopting a new framework; it has 
been about fundamentally transforming their 
operational mindset and practices. As 
organizations continue to navigate the Agile 
landscape, the lessons and strategies outlined 
in this paper, along with the detailed Agile Audit 
Program, offer valuable guidance for a 
successful transformation.  
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