
Flight Levels In Action
Moving to Organizational Agility

Craeg Strong
CTO of Ariel Partners

cstrong@arielpartners.com
www.arielpartners.com

01 May 2024



Agenda
1. Intros
2. DOD Example

1. Large Multi-Team Program
2. Dependencies, Coordination

3. Online Education Example
1. Internal and External Teams
2. Physical Constraints, Hard Deadlines

4. Small Consultancy Example
1. Limited Resources Balancing Sales and Delivery
2. Diffuse Product Portfolio

5. Flight Levels
6. Key Takeaways, Q&A



7/20/2024Confidential                               © Copyright Ariel Partners 20223

1. Ariel/ECS Relationship1. Ariel/ECS Relationship1. Intros
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Kanban View: 
Organization as Network of Interdependent Services

Organizations are a network of interdependent services with polices that 
determine their behavior

....but are there any common patterns?
Given these axioms, can we find any corollaries?
Can we derive theorems?



Flight Levels Thinking Model
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1. Ariel/ECS Relationship1. Ariel/ECS Relationship3. DOD Example



DOD Context
DoD Client

 120+ Programs
2,100+ Personnel 

200+ Stakeholders
$1.03B Annual Portfolio

Business Areas Supported
Acquisition, Contracting, Finance, Logistics, 

Maintenance, Operations, Personnel, 
Transportation, and Civil Engineering 

Challenges
 Unique Programs (age, complexity, tech debt)
 Different phases in SDLC
 Diverse Governance & Management Structures
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Team Boards
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Team Board Flight 
Level

Two

Coordination Across Teams and Programs
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Team2
Dev

(Scrum)

Team3
Dev

(Scrum)

Coordination Board

Team4
Dev

(Scrum)

Team5
Legacy

(Kanban)

Team6
DevOps

(Kanban)

Team1
Dev

(Scrum)

Team1
Dev

(Scrum)

Team1 Board

Daily Standup

Weekly Standup aka “Scrum of Scrums”



Supporting Multiple Teams in Jira

1. Configure Hierarchy with Advanced Roadmaps

2. Define Teams using Components

11

Capability

Theme

Feature 1 Release
1 Team

1 Release
Many Teams

Multiple
Releases

User 
Story 1 Sprint



Flight Level Two Board
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Coordination Pattern: Slicing & Merging



Coordination Pattern: Capacity Tokens 
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1. Ariel/ECS Relationship1. Ariel/ECS Relationship2. Online Education 
Example



Context: Online Learning Company 

Mission: Help K-8 Students to love and excel at Math
Primary school lessons in production Now
Users nearly 1/3 of all US Students 
Extending into Elementary and Secondary School Grades
Delivery: Roughly one grade-worth of material per calendar year

16



Anatomy of Curriculum Work Items

Grade 7

G7 
Mission 1

G7 
Mission 2

G7 
Mission 3

G7 
Mission 4

G7 
Mission 5

G7 
Mission 9

G7 
Mission 6

G7 
Mission 7

G7 
Mission 8

G7M8 
Lesson 1

G7M8 
Lesson 2

G7M8 
Lesson 3

G7M8 
Lesson 4

G7M8 
Lesson 10

G7M8 
Lesson 11

G7M8 
Lesson 12

G7M8 
Lesson 13

G7M8 
Lesson 5

G7M8 
Lesson 6

G7M8 
Lesson 7

G7M8 
Lesson 8

G7M8 
Lesson 14

G7M8 
Lesson 15

G7M8 
Lesson 16

G7M8 
Lesson 17

G7M8 
Lesson 9

G7M8 
Lesson 18



Development Teams: Pivotal

 Started with Scrum
 Using Pivotal Tracker
 Sprints did not work well

 significant unplanned work
 Significant Fixed-date work
 Significant coordination with other specialist teams (academics, video production, instructional designers)



Instructional Designer Teams: Asana

Largely Date-Driven
Using Asana
Many disparate tasks to coordinate
Multiple external stakeholders



Excel Timeline Planning



Animation “Manipulatives”

Challenge: Coordinating Dependencies

Software Platform

Publishing

Videography

Onboarding School Districts



Lesson Production

Product Design Team
Manipulatives Team

Content Authoring Team

CMS Team

Visual/UX Design Team Student Interface Team

Educator Interface TeamVideo Production Team

Visualizing Value Streams: Lesson Production

Upstream Team 
(Discovery Kanban)

Downstream Team 
(Delivery Kanban)LEGEND:



Work Systems Topology

Big Picture
Teams in Purple
Need to coordinate?  

Blue
Strategy ties value 

streams to mission, 
annual goals, OKRs



Flight Level Two Board: Coordination Across Depts

Software Teams
- CMS Team
- Interface Teams
- Platform Teams
- UX Design Team

Production Teams
- Videography
- Physical Manuals
- State/Local Coordination
- Change Management



Flight Level Two Board: Coordination Across Depts



Flight Level Two Board: Coordination Across Depts
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1. Ariel/ECS Relationship1. Ariel/ECS Relationship3. Small Consultancy 
Example



NYC Commercial

Customer Segments

7/20/2024 28

Federal

General Public



Formal Requests for Proposal

How We Get Customers
Inbound Marketing

Personal Recommendations

Oral Presentation Tech ChallengeTraditional

Non-Competitive Procurements



The Core of a Flight Level Three Board



Flight Level Three Board: Consulting Company Strategy



Partial FL3 Board in BusinessMap
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1. Ariel/ECS Relationship1. Ariel/ECS Relationship6. Key Takeaways
Q & A



Challenges and Solutions 
No agile strategic 
portfolio 
management

Flight Level Three: Visualize Organizational 
Strategy and connect with Execution

No end-to-end 
management of 
the value streams

Flight Level Two: Coordinate and Align Efforts, 
Teams, Programs, Services with Flight Level Two

Few agile 
Interactions 
between teams

Flight Level Systems Architecture: Connect Flight 
Levels and Design Agile Interactions



Challenges and Solutions 
No agile strategic 
portfolio 
management

Flight Level Three: Visualize Organizational 
Strategy and connect with Execution

No end-to-end 
management of 
the value streams

Flight Level Two: Coordinate and Align Efforts, 
Teams, Programs, Services with Flight Level Two

Few agile 
Interactions 
between teams

Flight Level Systems Architecture: Connect Flight 
Levels and Design Agile Interactions



Flight Levels Thinking Model



Five Activities



Thank you

https://www.arielpartners.com/capabilities-statement
https://www.arielpartners.com/upcoming-courses
https://www.arielpartners.com/flight-levels 

Check us out on the Web:

https://www.arielpartners.com/capabilities-statement
https://www.arielpartners.com/upcoming-courses
https://www.arielpartners.com/flight-levels
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