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n Mar 28 & 24, Business Agility Conference will return to New York after two years with an apt theme -

Moments of Connection. The focus this year is to reconnect the business agility community and re-create

moments for collective intelligence and understanding through the conference. From the beginning, the
fundamental premise of the conference has been such that anyone who is part of the conference should be able to
get on stage and share their thoughts on what they have learned from their experience so that attendees should be
able to draw inspiration from it. With this year’s conference being in a hybrid state, I hope you're as excited as [ am
about what’s in store for all of us. This special conference edition is curated as a testament to you and shares a rich
and worthy combined knowledge and experience of our contributors - Shannon Ewan (1), Todd Rebella (2), Aimee
Palmer (3), Pia-Maria Thorén (4), Jeev Chugh (5), Sally Elatta (6), Trisha Hall (7), Rakesh Kondvilkar (8), Amol
Pradhan (9), Pete Behrens (10), Nizar Khoja (11), Hendrik Esser (12), Marcin Floryan (13), Darja Smite (14), Jens
Coldewey (15), Ram Bathija (16), Carol McEwan (17), Kemmy Raji (18), Howard Sublett (19). As the business world is
reshaping with the COVID era, we look at the dimensions of organizational resilience through community robust-
ness and creative agility. Organizational resilience is an important driver for gaining a competitive advantage. We
have some deeper conversations on organizational resilience, organizational ambidexterity, dynamic capabilities,
and transformational leadership. We build on these insights to advance a more comprehensive and complex ap-
proach to resilience dynamics in organizations. Organizational resilience is an ambidextrous dynamic capability
that allows firms to take competitive ad-
vantage by rapidly and efficiently coping
with adversity. The strategic consequenc-
es are borne by organizations, which are
the result of a combination of competing
exploration and exploitation measures
taken in the face of adversity. There’s an
articulated fundamental contradiction
between robustness and agility. Attain-
ing organizational resilience is possible
by structurally separating robustness and
agility, and shifting attention from and
to inversely. And, recognizing the useful-
ness of organizational context which en-
ables and encourages leaders to engage 8 9 10 1 12 13
in a robust and agile behavior. Organi-
zational resilience, it is a dynamic capa-
bility of firms that is built with sensing,
seizing, and transforming opportunities.

I hope you connect, enjoy and cherish the
experience of this conference with fellow 14 15 16 17 18 19
leaders, and will share and expand on the
collective knowledge and learning be-
yond the conference after these two days.
We couldn’t have been successful without
your support, so thank you. Have fun!

Manoj Khanna, Contributors

Managing Editor & Publisher
emergence



in New York for the 2020 Business

Agility Conference. We didn’t know it
at the time, but this was the last event before
the world shut down. We laughed, we shared
stories, and we even had the chance to enjoy
a Broadway show together—-not knowing
it would be the last show for more than 12
months.

Two years ago, our community gathered

Those of you who attended the 2020
conference will remember us standing on
stage to announce that the World Health
Organization had just declared COVID-19
a global pandemic. New York shut down
around us. The mood turned sombre and
reflective as we all boarded our flights and
returned to our everyday lives... lives which,
for many of us, would soon become unrec-
ognisable.

Now, in 2022, we're finally ready to get
together again. And, as we were one of the
last global agile events before the shutdown,
It seems serendipitous that we are also one of
the first global agile events to launch as the
world reopens. We are delighted to have you
with us for this long-overdue comeback.

This special edition of Emergence cel-
ebrates the 5th Business Agility Conference.
In it, you will find articles and insights from
many of our members and partners from
around the world. Whether you are holding
this in your hand while standing in NYC with
us, or reading it online while waiting for the
virtual conference to begin, these stories can
help to connect us.

Which brings us to the theme for this
conference—Moments of Connection.

For two years now, we've been talking
about a “new normal,” and we see and feel
this supposed new normal everywhere. We
see it in that slight hesitation people have
when they meet. Should they simply wave?
Should they extend their hand for a shake or
an elbow bump? Or maybe their counterpart
is comfortable putting aside social-distancing
norms for a hug.

But it’s no longer about a new normal.
There is no new normal. It’s unlikely that we’ll
ever return to the same ways of living that

we enjoyed in 2019. COVID has continued to
impact people around the world since it was
first identified, and the world is slowly reshap-
ing around it. Perhaps the only thing to do is to
prioritize the one thing that will keep us sane
through it all: human connection.

That is my ask of you over the next two
days. Be deliberate and create those moments
of connection. If you are physically with us,
remember that connection doesn’t have to be
physical. Be empathetic to others. Not everyone
is ready for a hug or a handshake. But be there
for others—listen more than you speak.

For those joining virtually: Stay connected
and talk. Most people, when given the option
over the past two years, will leave an online con-
ference immediately after it wraps up instead
of staying behind to chat. They don’t skip talks
to hang out with people they meet or to get new
ideas in the industry. This aspect of connec-
tion is missing from most of our lives. So, be
deliberate.

This conference brings together amazing
people like you; transformation leaders who
have walked the path to greater agility and
thrived along the way. Throughout each day, ex-
ecutives, practitioners, and thought leaders will
share concise insights and authentic experienc-
es, interspersed with facilitated deep-dives to
give you the chance to share your own insights,
discuss what you're learning, and brainstorm
with other leaders.

Take the time to expand your local and in-
ternational network and forge new connections
that bring a newfound energy to your business
agility journey.

Most importantly? You'll discover you are
not alone.

Loar Lo

CEO and Co-founder,
Business Agility Institute

CONFERENCE SPECIAL EDITION 3



Leading

with X0
Agility-
Grassroots Lessons

from the
Peace Corps

Shannon Ewan

inspired me to look back at some

of the brilliance he shared with the
world. One of his quotes I find most
resonant is from his commencement
speech at Stanford when he said, “[Y]ou
can’t connect the dots looking forward;
you can only connect them looking
backward. So you have to trust that
the dots will somehow connect in your
future”

S teve Jobs’ untimely death in 2011

4 emergence



It was also in late 2011 that I attended
a Peace Corps’ 50th-anniversary celebra-
tion at the University of Notre Dame. The
event’s keynote was given by Father The-
odore Hesburgh, Notre Dame president
emeritus, who supported Sargent Shriver
in making the case for President John F.
Kennedy to create the Peace Corps in 1961.
I attended the event both as an alumna
of Notre Dame and as a Returned Peace
Corps Volunteer (RPCV) having served in
Ebolowa, Cameroon from 2003 to 2005.
Father Hesburgh, who was 94 at the time,
gave a captivating speech about Notre
Dame’s involvement in training the very
first Peace Corps volunteers on campus
before they embarked on a boat to Chile
for their two years of service.

In 2003, it was not a boat, but an
Air France plane from JFK airport that
brought my fellow volunteers and me to
Yaoundé, Cameroon via Paris, France.
During my service, I worked as a Small
Enterprise Development (SED) Volunteer
in the South Province’s rainforest-envel-
oped capital of Ebolowa. My work con-
sisted of collaborating on initiatives with
microfinance cooperatives, local entrepre-
neurs, civil servants, grassroots develop-
ment organizations, and the international
donor community.

Although I dove into the Peace Corps
with naive idealism and a genuine desire
to make the world a better place, I was
more often the object of change than the
subject throughout my two-plus years of
service. While the experience transformed
my worldview in a broader sense, this ar-
ticle focuses on connecting the dots where
lessons that took root in the villages of
Cameroon now influence my work both as
an agile leader and as a mentor to others
who lead in today’s complex environment.

Before delving further, I want to
acknowledge the stark differences be-
tween today’s global business climate
and the on-the-ground realities of life
in developing countries like Cameroon.
The paralleled anecdotes or lighthearted
interpretations shared here are not meant
to minimize the gravity of that contrast.
Rather, they are relayed with a fondness
and respect for the wisdom, resilience,
and joie de vivre I witnessed during my
time as a volunteer, and with gratitude for
everything I learned from my community.

CONFERENCE SPECIAL EDITION

LET GO OF HAVING THE ANSWERS AND
HONOR THE LARGER PURPOSE

As my fellow volunteers and I prepared
to board our plane for Cameroon, those
around us were in awe of our untempered
idealism and self-sacrifice. We were the
ones who were going to change the world.

Fast forward a couple of months
into our service when reality started to
become palpable. Beneath our crippling
culture shock, inability to keep the mud
off our shoes, and fatigue from those
darned roosters that don’t wait for dawn
to crow, we realized we’d grossly underes-
timated the systems at play and overesti-
mated our abilities and the power of our
positive intentions. It seemed stunningly
obvious in retrospect that if improving
the world were that easy, the need for vol-
unteers like us would have long passed.

This was a moment of truth for many
of us and several volunteers decided to
return home rather than face the suffo-
cating feelings of futility for their remain-
ing years of service. That’s where the
lesson took root for me: I was there for
the mission, not to have all the answers or
to be a savior. The Peace Corps’ mission
is to promote world peace and friendship,
not to “show the world how it’s done.”
The three goals in support of the mission
are: 1) to help the people of interested
countries meet their need for trained
men and women, 2) to help promote a
better understanding of Americans on
the part of the peoples served, and 3) to
help promote a better understanding of
other peoples on the part of Americans. I
didn’t have to have all the answers or save
the world. I was there to serve my host
community and to learn.

This epiphany didn’t crystallize in a
moment; it germinated over time. I see
the parallels between this example and
what today’s leaders face, especially when
leading through complexity and constant
change. If your motivations as a leader
are not aligned with the overall purpose
(i.e. the vision/mission), then you are not
in the right place. If the misalignment
is not obvious early on, it will quickly
emerge when times get tough. @



I There is also tremendous freedom in
'/| letting go of the belief that you must be

' the expert and have all the answers. After
all, how exhausting and fruitless is this
expectation? If all the answers were know-
able, your expertise wouldn’t be needed
anyway. For today’s leaders, letting go of
the need to be the expert and shifting to
curiosity and co-creation prove much
more powerful. We will always have far
more to learn than we will have to teach.

EMPATHIZE WITH THE DIFFICULTY OF CHANGE

During our second week in Camer-
oon, we transitioned from the capital of
Yaoundé to the town of Bandjoun where
we would live with host families for the
three-month duration of our pre-service
training. This is the Peace Corps’ way of -
maximizing immersion, earning trust
with the local community, and creating
environments for shared understanding.

| What I had perhaps thought about
. but not fully grasped was how much I
- would need to change and learn just to
engage with day-to-day life. One of the
first things that stood out to me about
Cameroonians was how they showed
. respect for those around them by taking
' pride in their appearance. They could stay
impeccably clean during the rainy sea-
~_ son despite the lack of paved roads and

~ umbrellas. They did not have that many
clothes, but the ones they had were always ~
cleaned and pressed. This astounded me
.~ even more once the reality of no indoor

- plumbing, unstable electricity, and lack
of washing machines hit me. I literally
had to relearn everything: how to bathe,
' how to clean clothes, how to cook, how to
ensure I had a lantern handy in case I had
to walk out to the pit latrine in the mid-
dle of the night, how not to trip over the -
mosquito net, etc.

o

Z

L% WANANRN

'~ organizations during volatile times.

I remember sitting with my head in
my hands before one of our first days of
training feeling like a four-year-old hav-
ing to relearn EVERYTHING. Sure, my

\ fellow volunteers and I were eventually

able to look back on this phase and laugh,
but I would have struggled so much more
had it not been for the patience and un-
derstanding of my host family. I remem-
ber my little host sister, Ines, showing me
the technique for hand-washing clothes
while she marveled at the fact that my
hands were the same color on both sides.
My brother Roger showed me where to
get water and the proper techniques for

— getting the mud off my shoes without get-
- ting too much on myself. I was fortunate

that I already spoke French. Some of my
fellow volunteers went through all these
things with the added complication of a
language barrier.

The parallel to organizational change
here is not exact, but it involves a similar

- form of un-learning, re-learning, and

forming new habits. As leaders, it’s essen-
tial to empathize with the frustration peo-
ple experience when their routine shifts
suddenly and drastically. We also need

to have the self-awareness to see how
changing circumstances and disruptions
destabilize and impact us. If we are not
aware of the impacts on our sense-mak-
ing and decision-making, we may not be
positioned to act most effectively for our




PARTNER WITH THE AGENTS OF CHANGE IN
—__ YOUR COMMUNITY/ORGANIZATION

During my service, I witnessed firsthand
the disillusioning patterns of large global
organizations granting large amounts

of money to the governments of de-
veloping countries with scant oversight
regarding impact and outcome. In some
. cases, these types of grants not only
failed but worsened the problems and
inequalities they were purported to

\ address.
"/ In contrast, one of the keys to the As is well-known in the world of
Peace Corps’ success and longevity is — microfinance, women in recipient com-
. that its methods emphasize making a ~ munities have a much higher loan repay-
\ N lasting and meaningful impact over a ~- ment rate than men. Given this and in an
. quick fix or high-profile intervention. overall spirit of women’s empowerment,
N\ ; :
O\ on the carly days of the Peace Corpyohe ~ phanced aspecial focus on womenenire 1
: y days ¢ ) preneurs. In the last nine months of my "
N note};i tgat [I]Ct 1s 1m]£)ortant to look back ~ service, a fellow volunteer and I obtained
- on the Peace Corps because it was one — grant funding and ran a series of Wom-
of the Kennedy experiments that real- en’s entrepreneurship seminars in four
ly stood the test of time and did much \\\ Cameroonian cities. A large part of the
good to many Eeople, many nations all \ reason our grant proposal and our project
over the world. . ultimately succeeded is that in each city,
) we identified and partnered with strong
~ Part of the associated strategy and mission-aligned Cameroonian wom-
Hevotes to parthering with focal rom e women who particioared were
7/ te L L - of the women who participated were
( - munities, doing a needs analysis, and able to use their new skills to start small
ensuring that volunteers are matched _ businesses and/or enhance existing family
/| with host lc'ounéry cguntf;r_partii whohare ' and community projects. I also heard
:‘ ' mission-aligned and positioned with- " many awestruck anecdotes from the
\ _ in the community with high potential . spouses of our attendees about the new
\ for lasting impacts. In the SED project, - skills, energy, and ambition their partners ~
\ this involved partnering with managers had gained.
and influencers in local microfinance

\
cooperatives as well as seeking out and To tie this to agile leadership, we've
supporting local microentrepreneurs. \ learned over the years how essential it is
Working together, we increased both our for change agents (e.g., Enterprise Agile
relevance and impact on the commu- . Coaches) and leaders to work together in
nity by providing access to capital in a * co-creating change strategies. It is also
sustainable way. > essential that leaders see themselves as
part of, not distinct from, the organiza-
tional change. As I'll discuss in the next
section, co-creation and collaboration
can be messy and complex, but they are
also much more conducive to sustainable
change than approaches that are top-
down or externally motivated and driven.

This brings to mind the African prov-
| erb, “If you want to go fast, go alone. If
"' you want to go far, go together.”




STAY FOCUSED ON THE SHARED GOAL

Although the women’s entrepreneurship
seminars were ultimately successful and
impactful, the project had abundant cha-
os and nearly insurmountable stressors
along the way. Each city had its nuances
in terms of administrative protocol,
logistics, attendance, etc. We had many
conflicting opinions amongst our local
counterparts, our funding agency, Peace
Corps leadership, and our facilitation
team. I remember, during a frenzy of
planning calls and unexpected obstacles,
our Cameroonian project sponsor pulled
several of us into a room in Yaoundé.
She vented a bit, but then mostly gave

us a pep talk that culminated with her
shouting, “Ce qui est important, c’est
que les femmes aient les skills!” (Transla-
tion: “What’s most important is that the
women get the skills!”)

That did it. Her passionate reminder
of our shared goal pulled it all together
and re-aligned us. From that point for-
ward, the logistical hurdles, unexpected
venue shifts, difficult local officials, and
occasional corruption paled in compar-
ison to our passion for the work we were
doing. And that passion was contagious:
although we focused primarily on entre-
preneurship skills, the singing, dancing,
and camaraderie stand out in my mem-
ory. That, and how much pride and joy
our participants had when they received
their certificates of completion.

As leaders, it is easy to lose sight of
the overall goal in the chaos of today’s
complexity. It is even easier to assume
shared understanding when it does not
really exist. When in doubt, welcome
discussion and re-calibrate on the vision,
mission, and goals. Create a culture
and environment that both serves as a
magnet for those with whom the overall
purpose resonates and as a fork in the
road to respect differences for those who
might self-select out of the organiza-
tion or choose not to enter it in the first
place. A mistake I've made over the years
is trying to be all things to all people and
keeping all doors open. Although this
is a way to avoid tension and conflict, it
also dilutes the overall impact.

RECOGNIZE THAT ENDURING SOLUTIONS
COME FROM THOSE CLOSEST
TO THE PROBLEM

Stories abound in international devel-
opment circles about expensive projects
falling flat because of a top-down, “one
size fits all” approach. Some of the more
common ones involve potable water sys-
tems either installed with equipment that
is impossible to maintain or in locations
that do not consider the realities and
rhythms of local life.

No one denies the importance of
potable water and thus, there is no lack
of a shared goal in these cases. In fact,
one of my favorite Cameroonian proj-
ect partners would often exclaim, “I'eau,
c’est la vie” (translation: water is life.) The
downfall here is that the people with the
deepest understanding of the problem
and the surrounding environment are not
part of the solution.

A Peace Corps experience that rivals
the women’s seminars in my memory is
my collaboration with a local civil engi-
neer on bringing suitable and maintain-
able potable water systems to villages.

My collaborator brought engineering
expertise and I served as a grant writer
and project manager. We had a project
structure that engaged and worked direct-
ly with the community to ensure we were
building a specific and effective solution
for their unique needs. The actual work
of creating the water systems was done by
a combined crew of civil engineers and
able-bodied people from the recipient
villages. It was amazing to see what was
possible with the right combination of
commitment, resourcefulness, determi-
nation, and local expertise.

As an agile leader, I've learned over
the years that there is magic in setting the
stage, then stepping back and letting the
team create astonishing results. Our job
as leaders is not to bring all the know-how
and direction. Rather, it’s about estab-
lishing a creative and safe environment,
bringing the right people together, and
enabling them to achieve a vision that is
deeply resonant and important to them.
This is by no means something I've mas-
tered, but it is something I strive for as an
ambition that took root in the Cameroo-
nian rainforest.

emergence



CONNECTING THE DOTS

These five lessons highlight the beauty
of letting go, partnering, empathizing,
staying focused, and creating an envi-
ronment for others to shine. And as I
reflect further, I notice a thematic syner-
gy with our four brand values at ICAgile:
Co-create. Honor. Inspire. Lead.

These ideas are beacons on my
agile leadership journey, and they are
grounded in a growth mindset and a
spirit of continuous learning. There is
so much to unleash by shifting from a
stance of expertise to one of curiosity.
None of this happens overnight and it is
never a linear process. It is a continuous
and circuitous path of self-development
often marked by more setbacks than
victories.

Be patient and resilient on the
journey and, as Steve Jobs said, trust that
the dots will connect. Thank you for that
wisdom, Steve. And on behalf of all circa
2002 Peace Corps volunteers who could
suddenly fit so many more songs in their
limited baggage allowance, thank you for
the iPod.

To my Cameroonian friends, thank
you for never keeping the music inside
you.

Shannon Ewan
RPCV Cameroon, 2003-2005
Managing Director, ICAgile ©

Shannon Ewan

currently serves as the Managing Director
Jor the International Consortium for Agile
(ICAgile) in Arlington, VA. She is a skilled
Agile Coach, facilitator and trainer with
extensive business and Information Tech-
nology (IT) experience in the commercial
and government sectors. In addition to her
work as an agile practitioner and leader,
she has spent several years studying and
working outside of the US, including
a two-year stint as a Small Enterprise
Developer in US Peace Corps / Cameroon.
Shannon is also a Certified Professional
Co-Active Coach (CPCC).
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porate control function, as steward of the

organization’s capital, and as a provider of
insight to inform business decisions. But the
traditional role of Finance—and of the Chief
Finance Officer (CFO)-is shifting to become
more strategic and focused on value creation op-
portunities and the risks that accompany them.
More and more CFOs are setting the agenda for
their organizations in terms of future sources of
possible growth.

inance has traditionally served as a cor-

CFOs are on board with this change in
direction. Our research indicates that traditional
finance roles are being replaced by higher, more
strategic roles, and that over three-quarters of
CFOs surveyed believe it is within their purview
to drive business-wide operational transforma-
tion.! An almost equal number (78%) agree that
Finance is better than other functions at guiding
their enterprise on the adoption of emerging
and evolving technologies.? The CFO and the
Finance team are ready to take responsibility for
digitizing and harnessing the power of data while
leading the enterprise into new ways of working.




Before Finance can transform the
organization, however, it should change
its own mindset and practices to realize
greater agility, clarity of strategy, and
collaboration with key partners, includ-
ing IT. The mindset shift to a more agile,
product-focused function with contin-
uously evolving capabilities is part of
the agility equation. It starts the journey
to a culture that is less “command and
control” to one that is leading new ways
of working. Finance establishing good
practices and stability of delivery at the
team level should allow the function to
then scale its agile practices and develop
the more advanced capabilities neces-
sary to meet the increasing expectations
of internal stakeholders and external
customers.

FINANCE FACES MULTIPLE CHALLENGES

The CFO and the Finance team confront
massive social, economic, and techno-
logical change as they evaluate their role
within the organization and the struc-
ture, resources, and people they need
going forward. At many companies,

the Finance function has “prioritized”
technology spending on regulatory ini-
tiatives without the latitude to re-think
day-to-day activities such as reporting,
compliance, planning, and forecasting.
This has left Finance without the capac-
ity—in terms of both technological and
human resources—to adapt to a rapidly
changing environment. Meanwhile,
large-scale global trends—economic,
social, health, and environmental—-are
pushing companies to make rapid
changes or lose the confidence of cus-
tomers and other stakeholders.

e Research from Accenture indi-
cates that as many as half of Stan-
dard & Poor’s (S&P) 500 compa-
nies may be replaced before 2027
as companies lose ground to new-
er, more nimble competitors.?

* Accenture has found that nearly
three-quarters of companies are
in a state of or on the brink of dis-
ruption.* No industry is immune,
from manufacturing to banking.

e Only 20% of Chief Strategy Of-
ficers surveyed by Accenture say
they are prepared for disruptive
innovation.®

e Over half (563%) of CFOs sur-
veyed by Accenture claim that
the Finance function today is too
reactive,® and we believe that data
and information hold the key to
creating true competitive differen-
tiation.

e Over three-quarters (77%) of CFOs
surveyed are exploring disruptive
technologies to see how they could
benefit the organization.”

e Similarly, surveyed CFOs rec-
ognize the need for change and
believe that traditional roles
may soon be obsolete—and more
than three-quarters (78%) say that
change should be rapid and dras-
tic.®

Technological change has a partic-
ularly powerful impact on Finance. At
one time, for example, Finance groups
used to build data warehouses that stored
structured data to aid reporting and an-
swer business questions. Now CFOs create
data lakes storing structured and unstruc-
tured data, while supported by a strong
data governance capability. Within the
lakes are answers to vital questions that
may not yet have been asked. The ability
to react quickly to the insights uncovered
from newly accessible data increases the
importance of business agility.

¢
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THE ROLE OF AGILE

As the need among organizations for
flexibility, speed, and profitable growth
increased, the definition of Agile expand-
ed over time. Accenture Business Agility
defines this as business agility, which
includes four key competencies—Delivery
Agility, Product Innovation, Organization
Adaptability, and Leadership Effective-
ness.

Business agility delivers significant
overall benefits for companies. Research
shows that the long-term EBITDA (earn-
ings before interest, taxes, depreciation,
and amortization) growth for truly agile
organizations is 16% compared with only
six percent on average for non-agile
organizations.® Also, the 2019 Business
Agility Report confirmed significant and
encouraging benefits for organizations
reporting higher levels of business agility
including:!©
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e Increased revenue, brand recog-
nition, and market share

e Faster turnaround times and
higher quality offerings

e Improved relationships with
customers

e Greater transparency and higher
employee engagement

The Business Agility study also
found that the key predictors of business
agility were adaptive funding models,
value streams, and relentless improve-
ment.! These predictors should be real-
ized in part by Finance developing the
agile portfolio management competen-
cies, outlined in Figure 1 below. These
competencies should ultimately allow
Finance to realize and sustain its full po-
tential both in terms of its profits and its
people, no matter how the environment
changes around it.

Source: Accenture Business Agility
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GETTING THERE: HOW CFOS BECOME AGILE

These competencies should be developed
in the context of the overall business
agility transformation and Finance’s role
as strategic advisor. Finance should step
back and ask:

e After fulfilling our recording and
reporting responsibilities, do we
have the capacity to identify and
facilitate new value opportunities?

*  What do our internal customers
want from us beyond our record-
ing and reporting responsibilities?

* Do we have the people, skills,
data, and technology to fulfill our
mission?

* How do we get the most from our
investments?

The first step in attaining business
agility is setting the vision for agile
transformation that aligns Finance to the
organization’s strategic priorities.

Using this vision, the CFO and Fi-
nance team can move to agile portfolio
management as part of the transition to
business agility.

CONFERENCE SPECIAL EDITION

Source: Accenture Business Agility

How do you know when moving to
agile portfolio management, as part of a
broader business agility transformation,
is right for your Finance function? There
are several pain points indicating the
need for adopting agile portfolio man-
agement:

e Poor project outcomes and per-
formance

e Ineffective use of capital

e Lack of flexibility to react to un-
planned events and new customer
needs

e Internal friction over competing
priorities

e High overhead related to cum-
bersome planning and approval
processes

Adopting the principles, identified
in Figure 2, that build upon agile port-
folio management competencies from
Figure 1 should help to address these
pain points. These principles should
allow the CFO and Finance to embrace
an incremental investment mindset
across the Finance function rather than
taking a siloed approach to investing
and establish a structured discipline to
continuously evaluate those incremental
investments based on small bets.

13
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By applying the principles in Figure
2 through the five action steps that
follow, the CFO and Finance can build
agile portfolio management competence
and more business agility within their
function:

1. Decouple supply from demand
and focus on product management
that aligns delivery to strategic ob-
jectives.

One of the CFO’s first concrete
actions should be to appoint a busi-
ness architect for Finance that is re-
sponsible for defining the value flow
across the function. The resulting
product areas (demand) and teams
(supply) should be vertically aligned
for quicker decision-making. Ideally,
the product managers of these areas
own the overall product visions for
Finance and should report to the
CFO. Governance should establish
the process to match the unlimited
demand to limited supply through
“roughly right data”e.g. estimating
using number of team weeks instead
of precisely wrong detailed hours by
individual team members. Vertical-
ly aligned business product teams
and IT teams should commit to
delivering value, rather than project
hours, as a measure of progress and
success.

2. Focus on “Return on Teams” by
funding technical excellence and
empowering dedicated, cross-func-
tional, high-performing teams.

In a process we call “Return on
Teams,” the CFO funds teams with
persistent membership, historical
knowledge and experience, and
an understanding of the business
product or value stream they sup-
port. The team becomes the unit of
capitalization, not the individual;
governance structures, including
career pathing and incentivization,
should reflect this mindset shift.

To build agile teams and skills
within Finance, start by assessing the
function’s true capacity for change.
Since departments have historically
budgeted and provided resources on
a siloed basis, it may be difficult to get
a real understanding of this capacity.
In an agile team structure, individu-
als should be aligned to a product or
capability, and then organized into
dedicated, cross-functional teams and
groups of teams to deliver on specific
initiatives. In many cases, this means
expanding the horizons and skills of
the existing team, rather than build-
ing up and tearing down teams after
the conclusion of a specific project or
initiative.

The roles that should exist in
each team depend on the product
being delivered but may include
a product owner, business subject
matter specialist/analysts, designers,
quality engineers, software engineers,
among others.

Agility calls for new skills as well
as new teams and roles. Among new
skills that should be developed are
mastery of agile methodologies and
tools, data and analytics, visualiza-
tion, behavior-driven development,
test-driven development, DevOps
capabilities and user story writing,
and estimating/planning.

3. Frequently review and fine tune
the Finance portfolio through out-
come- and capacity-based quarterly
planning cycles and shared deci-
sion-making.

Looking at progress and de-
mand more frequently and making
small bets, permits iterative and
incremental planning that aligns
with longer-term strategies. As a
result, this establishes a rhythm
to constantly review and pivot, as
necessary, empowering local deci-
sion-making to support trade-offs
and start-stop-continue actions.
Using agile demand management
processes, the CFO can prioritize
demand across all levels for faster
decision-making, with frequent en-
hancement and finetuning based on
value-add capacity.
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Allocating budget across the Fi-
nance function (finance operations,
corporate finance, and financial
planning and analysis (FP&A)) helps
address concerns about funding on-
going activities such as statutory and
regulatory reporting while provid-
ing capacity for newer analytical and
decision-making responsibilities. As
Finance becomes more effective in
this area it can serve as a role model
and source of expertise for the
broader enterprise. This process is
illustrated in Figure 8 below.

The CFO, in collaboration with
IT, works from a vision/product
roadmap that incorporates key
finance activities including finance
operations, corporate finance, and
FP&A. Demand is managed at the
start of the planning cycle, with
alignment on strategic priorities for
the Finance function. After approval
of business priorities and budget,
timelines are reviewed and budgets
drawn down on a quarterly basis.
Product backlog items are reviewed
monthly and effort estimates are
then revised.

4. Develop systems that allow trans-
parent, accessible real-time data and
don’t withhold information (includ-

ing bad news).

Decision-making should be
decentralized as much as possible. A
cross-functional portfolio team can
take responsibility for strategic over-
sight, direction and budget allocation,
budget setting for agreed products
that align with the initiatives in each
functional area, and among other
tasks.

Product owners approve changes
to the product capability roadmap
and manage team capacity. Mean-
while, financial operations and cor-
porate finance provide oversight and
governance for end-to-end solutions,
with responsibility for approving
changes to the program solution
roadmap.

Finally, delivery teams provide
user stories and requirements based
on business value and capacity.
These are monitored and updated at
least monthly.

Source: Accenture Business Agility
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5. Monitor incremental value
commitments within the Finance
function.

Rather than thinking in terms
of large-scale projects, create incre-
mental commitments within product
areas and deliver on them quarterly.
Agile calls for Finance to set objec-
tives and key results (OKRs) which
are ambitious, qualitative goals that
can be tracked with key performance
indicators (KPIs) to quantitatively
manage and measure success. We
recommend adopting four catego-
ries of OKRs to track performance
and accountability:

Provide customers better in-
sights—assess the overall satis-
faction of finance customers by
focusing on engagement and on
the quality of experience; a KPI
might be business units’ satisfac-
tion score with Finance.

Deliver tangible business out-
comes—tie finance goals to KPIs

so that change and/or business
outcomes are jointly agreed to and
delivered by both Finance and IT.
KPIs used here include the cost of
finance per billion in revenue, the
cost of finance technology, and the
cost of professional services used.
Rather than thinking in terms of
large-scale projects, create incre-
mental commitments and deliver
on them quarterly.

e Improve delivery and oper-
ations—measure the delivery
performance and operational
stability of Finance by focusing
on quality and effectiveness of
service, with KPIs including days
to close, days sales outstanding,
days payable outstanding, and
days working capital. Operational
KPIs might include the number
of operational risk incidents, the
number of management reports
generated or the number of cost
centers and/or legal entities.

e Transform culture and ways
of working—-assess key value
propositions and transformation
progress. Transformation KPIs
could include faster delivery,
increased productivity, number
of agile teams, an agile maturity
index, levels of finance employee
satisfaction, and other workforce
metrics including attrition and
diversity.

As seen in Figure 4, the focus of
these OKRs should evolve over time, and
transformation metrics should be a pri-
mary focus in the early stages of the shift
to agile. Once the Finance organization
is thinking and operating with greater
agility, there can be greater emphasis
on customers, business outcomes, and
delivery and operations.

Source: Accenture Business Agility
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WHAT IS REQUIRED FOR AN EFFECTIVE
TRANSFORMATION?

The direction and actions we have dis-
cussed can help a Finance organization
become more agile. To meet this goal, a
strategy around change management is
required to permit an effective transfor-
~ mation and adoption of agility, process-

es, and new ways of working. The focus
of this strategy should be on the people
within Finance and their employee
experience, managing change with them
rather than forcing change on them.
Success should be measured by whether
people adopt an agile mindset. An agile
approach to portfolio management is
the facilitator, not the target.

CONCLUSION

In a time of rapid technological advanc-
es and significant social and economic
upheaval, Finance can no longer adhere
to traditional ways of funding and doing
business. Applying agile principles to
Finance can lead to better use of capital,
increased cooperation with IT and other
allied functions, and greater overall flex-
ibility. This is true both for traditional
finance operations such as statutory and
regulatory reporting, as well as for newer
areas such as FP&A.

By adopting agile, the Finance
function should be better positioned to
support the new role of the CFO and
the Finance organization. In addition,
Finance can set the pace for the broad-
er enterprise to achieve agility. Above
all, agile principles can guide Finance
though times of extraordinary disrup-
tion and change, helping to protect the
survival and, ultimately, the continuing
growth of the business.

To find out more about creating an
> agile Finance function, please contact
U one of the authors. ©
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]
've seen organizations slowly weak-
en and die when they don’t manage
] to make the shift to increase business

agility. On the other hand, the ones that
do transform into a new culture and struc-
ture—those that are more adapted to to-

Pla' M aria Th oren day’s needs and tomorrow’s participation

economy—will survive and flourish.

“Care for the People, and Manage the
System ”
— Pia-Maria Thoren

In general, small and medium-sized
companies can manage the shift more
easily as they often have fewer top-down
structures hindering people from realizing
their potential. Whereas, the bigger the
company, the more complex transfor-
mation becomes with entrenched sys-
tems, processes, and structures that resist
change. You can try to change one (often
functional) department of the company,
but the problem remains in another. Since
all parts are dependent on each other, the
brave department that attempts to initiate
change is typically forced to give up and
return to the old structure, like a rubber
ball after it’s been squeezed.
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WHY HR NEEDS TO DRIVE
THE AGILE TRANSFORMATION

To accomplish organizational change,
there is one functional department that
can affect all the other parts simultane-
ously: HR. This function, in most compa-
nies, controls:

» Leadership programs and devel-
opment

* Change management

* Organizational development

*  Employee engagement and reten-
tion

* People development and learning

* Reward strategies and bonus sys-
tems

e Talent acquisition

*  Performance management

e Long-term workforce manage-
ment

All of the above areas cut through the
entire organization. They are the process-
es that can either support the change to
alearning organization—and, in turn, a
more agile future—or stop it altogether.
They can be developed to limit perfor-
mance and engagement, or they can
optimize performance and employee
satisfaction. However, HR struggles with
being criticized as being the organiza-
tional police; hindering performance and
engagement by implementing the very
processes that were supposed to increase
the same. This needs to change.

HR has been sitting in the back seat
for too long now. It’s time to step up and
take responsibility for change. The fact
is, HR departments are the architects of
organizations, and their leaders need to
take the wheel. They need to lead the
transition from traditional management
practices to agile leadership if they want
to compete in current and future business
landscapes.

There is tremendous room to grow.
People need to be given the freedom to
create and experiment to explore new
heights and ideas. Despite this necessity,
much of management’s fundamental
mindset is still rooted in the idea of the
old factory mentality. To keep up in
today’s world and compete, management
needs to change with the times.

CONFERENCE SPECIAL EDITION

When HR managers hold on to tra-
ditional ways of working, learning, de-
veloping, and planning, they are severely
reducing the possibilities of change.

Those companies will be outnum-
bered and outpaced by smaller, faster
players in the market. Alternatively, if HR
departments switch to a structure that
focuses on customer value over rules and
policies, they will lead their companies
successfully through the change.

Organizations are complex social
systems propelled by people and relation-
ships. They are not machines that you can
manage with routine care, and people are
not cogs in the machine, despite how they
may have been treated in the past. They
are living organisms with feelings, dreams,
and challenges. People, just like the future
of work, cannot be controlled. But we can
give the right prerequisites to people in
the organizational system, and they will
take care of the rest. We don’t have to
drive change; it will happen by itself when
people realize that it’s up to them and that
they are trusted to take action in a psycho-
logically safe environment.

The system needs to be managed, not
the people. We don’t need to implement
difficult frameworks, methods, or models;
we need to learn how to allow people to
give their best effort to the company by
providing support structures, not limiting
structures. It’s a path of trial and error
to find the best way for each company.
The only way to move forward is through
continuous learning. The companies that
learn faster than the others will be the
winners.

Overall, employees will take respon-
sibility for their learning, growth, and
movement within organizations, rather
than waiting for it to come from above. As
different aspects of a company’s growth
trajectory become important, the tra-
ditional employee/manager roles will
change irrevocably.

HR can either support or hinder the
change toward a more agile organization,
which is why HR needs to go first! By pro-
viding different structures and focusing on
customer value instead of rules, HR can
lead companies through a change in a way
that no other department is capable of. @
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THE AGILE PEOPLE COACH

The question is:

o Where do managers and HR go from
here?

*  What will become of them when every-
one is encouraged to lead themselves?

*  Will they slowly become obsolete when
information and knowledge are univer-
sally transparent?

What do companies look like when
the power is not exclusive to a few “tal-
ents” who were promoted because they
were seen as High Potential Employees
(AKA rising stars) back when we judged
performance in a yearly performance
review?

Is there an alternative future role
for HR and managers when our complex
reality forces businesses to replace pro-
cess-oriented and transactional leadership
styles with more transformational ways of
leading work?

Agile People promote and celebrate
the new role that HR and leaders need
to take in all kinds of organizations—the
Agile People Coach’s role.

Agile People Coaches see organi-
zations as social systems, not machines.
They recognize that people and relation-
ships build organizations, and if their
motivation is high enough they will

find ways to innovate and provide value
together. We still need structures, but just
enough to provide cohesion as opposed
to restriction. We need to foster great
business cultures to guide behaviors and
incentivize people to do things that will
help them perform in a common direc-
tion. In this scenario, the future career
path for leaders and HR professionals is
to adopt an Agile People Coach’s com-
petencies—a role that aims to create the
right conditions for individuals, teams,
and the whole organization to grow, de-
velop, and change as needed to survive.

“We spend a lot of time helping leaders
learn what to do; we don’t spend enough time
helping leaders learn what to stop.”

—Peter Drucker

THE AGILE COACH'S COMPETENCIES AND
LEVEL OF INTRUSION

In her book Coaching Agile Teams, Lys-

sa Adkins outlines three paths to agile
coaching, all of which originate from the
IT department: from Scrum Master, from
Tech Lead, or from Project Manager. In
agile organizations, an Agile Coach works
with the following areas: people, product,
technology, and process. The Agile Coach
Competency Framework teaches us four
competencies (stances) in an Agile Coach’s
toolbox.

The Agile Coach Competency Framework: Original text courtesy of Coaching Agile Teams, Lyssa Adkins
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THE AGILE PEOPLE COACH DIFFERENCE

An Agile People Coach is an evolution
from an Agile Team Coach, although the
basic understanding of agile values, agile
tools and methods, systems theory, and
organizations are the same. Agile People
Coaches, versus Agile Team Coaches,
coach people in all areas to continuously
improve value and flow. The emphasis is
on People over Process, and they have a
broader, more inclusive approach based
on three levels: “me and you,” then “we
as the people in a team,” and finally “all
of us as part of the organization.”

CONFERENCE SPECIAL EDITION

It’s about teaching people how to
build themselves up through self-leader-
ship, then developing a high-performing
team that supports the company (and its
culture) as a whole. Agile People Coaches
understand basic human needs, behav-
iors, teamwork and support an emerg-
ing strategy towards the organization’s

purpose.
@
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They need to know that the secret
to success always comes from people’s
motivation to create value, and different
things motivate different people to per-
form. How well you can create conditions
for people to perform together will affect
how much value is created for the organi-
zation. A core quality for an Agile People
Coach is coaching people to find a place
where they can be their best.

The Agile People Coach also needs
awareness about tools, methods, models,
and frameworks for making a regular
business department or a management
team (where they still exist) perform.
Making people work cross-functionally
between departments such as Finance, IT,
HR, Legal, Marketing, or R&D requires
knowledge about new ways of working
that will promote communication across
the usual boundaries. Finally, the Agile
People Coach needs to have compe-
tence around how strategies emerge and
adapt, and how to involve all people in
the organization in the emerging strategy
creation.

Moving from Agile Coach to Agile People Coach

Moving From HR Professional To Agile People Coach

THE AGILE PEOPLE COACH'S
SKILLS AND ROLES

In agile, a “T” shaped competency re-
fers to the depth and breadth of one’s
skills. The top of the “T” is one’s general
experience and knowledge of several
different topics. The stem part of the

“T” represents a deeper understanding
of a topic or one’s expertise. Having a
T-shaped competency means that you
are great in one or more areas but have a
general familiarity with several others.

On an individual level, T-shaped
competency represents the possibility to
broaden or deepen knowledge in specific
areas. These could be areas someone is
interested in learning more about, and/
or areas needed to perform and con-
tribute to the organization’s goals. For
a team, having people with T-shaped
competencies creates increased flexibil-
ity so that everyone can take over each
other’s tasks. They learn from each other
and try many different positions. On
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the organizational level, it means that
competency shifts are possible, which
minimizes bottlenecks, and if someone
isn’t performing in one area, they can
easily shift to another.

The concept of T-shaped compe-
tence very much applies to the role (or
roles) an Agile People Coach can take on
given the specific circumstances. No-one
can be fantastic at all of the roles, but
people can choose which role(s) they’d
like to develop further. Becoming an Ag-
ile People Coach is a continuous learn-
ing journey: You never reach your desti-
nation, only become wiser with time. We
can also talk about pi-shaped, M-shaped,
or even comb-shaped competencies,
depending on how many different roles
you can take in the organization.

The more roles you can take, the
more valuable you become for the orga-
nization, as your understanding of how
things work together will increase with
every role you master. Generally, peo-
ple who gravitate toward Agile People
Coaching come from one of three differ-
ent backgrounds: HR, leadership, or as
an Agile Team Coach in the tech arena.

There are nine (plus one) distinct
Agile People Coach roles one can fulfill,
but which one they choose to develop
depends on both the individual’s com-
petence and the organization’s needs.
Below, we will explore each role of the
Agile People Coach in more detail.
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THE LEADER/EXPLORER ROLE

Aleader can emerge from any depart-
ment within an organization and has
great leadership skills that have like-

ly been in development for several

years. They may come from a specialist
role within a certain function, have a
proficiency in various leadership frame-
works, or possess a general, broad leader-
ship competence. Worst case, they have
been promoted from a specialist role and
are not interested in leading people but
would prefer to go back to work in their
specialist area. In this case, let them do
that. They will probably never become a
good people manager.

They can make hard decisions when
no one else is willing to take on the re-
sponsibility or put a stake in the ground.
They're able to explore different strate-
gies and consider a wide variety of factors
when making decisions: the competitive
landscape, market trends, people’s pas-
sions, and competencies, and the advan-
tages/disadvantages for the organization
as a whole.

THE HR PROFESSIONAL ROLE

This individual has experience as an HR
business partner, manager, or specialist.
They have a solid general understanding
of what makes people tick and can have
hard conversations to inspire people to
excel. They are also the only role in the
organization that deals with unions’ ne-
gotiations and have competence around
labor law and societal regulations. @
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THE COACH ROLE

The coaching role is a keystone skillset that
all Agile People Coaches need to master.
It’s about helping people succeed by asking
questions, using active listening, and pro-
viding meaningful feedback so they can:

Frame challenges

Examine assumptions

Articulate what they want and need
Remove obstacles

Formulate clear goals and action
steps

At the heart of the coaching role is the
coaching mindset. Good coaches believe
people are capable and smart enough to
figure out their own best solutions when
given an environment that allows them to
think clearly about their issues or challeng-
es. A common framework to start from is
GROW.

*  Goal: goals and aspirations

*  Reality: current situation, internal
and external obstacles

e Options: possibilities, strengths, and
resources

e Will: actions and accountability

There are many different tools and
coaching frameworks like GROW and a
battery of coaching questions Which allow
the coach to help the coachee realize (by
themselves) what is needed to take the next
step.

Use professional coaching when:

e Pure facilitation didn’t give suffi-
cient results

e You have done training and/or
mentoring, and now you would
like the clients to make decisions
based on what you taught them

*  You are working with a complex
issue that requires a closer look
and deeper insights

*  You have enough capacity to work
one-on-one with a person

THE FACILITATOR ROLE

A great facilitator helps move the pro-
cess forward without inserting their own
opinions, thoughts, and concerns. They
will stay outside the specific topic dis-
cussed and move the discussion to make
sure everyone in the room has a say.
Conflict resolution is one of their great-
est skills, and they have deep knowledge
of when a conflict becomes harmful
instead of useful. Competencies include
knowing when to interfere and when to
stand back while keeping an eye on the
process.
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A facilitator does for groups what
a coach does for the individual. Using
a similar mindset, the facilitator knows
that if the group can communicate clear-
ly, it can be fully capable of figuring out
smart solutions and clarifying challeng-
es. However, we also know that people
are people; they tend to slip into ineffi-
cient or dysfunctional behavior patterns
that get in the way of clear communica-
tion and effective work. Two examples
are conflicts or inefficient meetings. In
those situations, the facilitator’s job is
to help the group lead the process that
allows them to communicate clearly and
collaborate effectively.

Use facilitation when:

¢ You don't yet know the current
maturity level of the client

e More obtrusive coaching is
happening in another knowledge
domain

*  You have done some training
and/or mentoring and believe the
client now has all the required
knowledge

e A whole group of people is en-
gaged in the matter that needs
help in driving their collaboration
(e.g., building shared understand-
ing or decision-making)

THE MENTOR ROLE

A mentor is someone who has experi-
ence in your domain, who can give you
guidance, constructive feedback, and
advice, and help you based on their own
experience. Often, but not always, this
person is from within the same area/
company/role as the mentee. A good
mentor can help you pick the right path
to move forward and have the experi-
ence that could help you understand
how to act in a given situation.

They are usually more experienced
and senior to the mentee and have a
“been there, done that” perspective.

CONFERENCE SPECIAL EDITION

Use mentoring when

*  You have gained trust from the
mentoree(s)

*  You have solved similar issues in
the past and have a set of proven
methods

e You are an expert in the domain,
and passing your skills on to the
clients will make a change

THE TRAINER ROLE

In many situations, especially when the
team or specific members don’t have the
basic knowledge of what to do, the most
effective and quickest way forward is to
teach the knowledge directly. A trainer’s
role is to develop the competence of the
students in a particular area. @
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One great tool for this is “Training
from the Back of the Room,” a frame-
work for Learning and Development
that lets students go through reflective
exercises and concretely practice the
new solutions using trial and error. And
in a training situation, people are in an
environment where it is safe to fail.

Use teaching when

»  Previous facilitation and coaching
resulted in a low level of insights

» Itis possible to help the clients
get insights by reviewing a case
study or a made-up example

e You (or other coaches) can follow
up on this topic later with coach-
ing or mentoring

THE GUIDE ROLE

The guide has deep knowledge about
the specific place you're in or the specific
topic you're dealing with right now.
They take you on a journey to under-
stand the process and often teach or fa-
cilitate examples, stories, and expertise.
A guide can demonstrate or share inter-
esting information about the organiza-
tion’s history as they have probably been
around for quite some time. They step
in to help teams avoid specific pitfalls by
knowing exactly what they are and how
to get past them.

For example, if a team is developing a
new solution to organize and structure
work that needs to comply with labor law,
an HR professional knowledgeable about
labor law could step in as a guide to make
sure the solution complies.

THE NAVIGATOR ROLE

Agile organizations and teams often deal
with highly complex situations and chal-
lenges. The human tendency is to look for
the easy way out (best practices) or copy
what others are doing, but complex situa-
tions require an experimentation process:
probe, sense, and respond. A navigator is
comfortable with complexity and helps
teams step into an explorer mentality so
they can:

Frame the issue

Formulate a hypothesis

Design safe-to-fail experiments
Learn quickly what works and what
doesn’t
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Navigation requires deep knowledge
about systems theory and complexity,
as well as experience using frameworks
such as Cynefin 7 and knowing when to
use which domain for guiding decisions.
The navigator’s best friend is the com-
pass, especially useful when a map does
not mirror the reality of the path ahead
or a thick fog of uncertainty surrounds
the situation. A good navigator knows
which tool (or tools) to use and/or how
to pivot when a roadblock presents itself.

THE REFLECTIVE OBSERVER ROLE

Depending on the needs of your people,
you may take a different role to support
them. The reflective observer role is that
space in the middle of things, where
rather than jump to conclusions or re-
acting too quickly (and possibly wrong-
ly), you can figure out what is going on
with the team and how you can best
help them whatever scenario they are in.

The skills you need to cultivate
here are self-awareness and self-regula-
tion, particularly being able to observe
without judging. In doing so, you allow
yourself to step outside of the situation,
observe the group dynamics and the
system, and assess for a moment before
you step in and decide which of the oth-
er roles will give you the best response
and offer the most help.
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THE MASTER OF AGILE

All Agile People Coaches must be a
Master of Agile, which is to say they
contribute with agile and lean tools,
methods, practices, and principles. They
have deep experience from using agile
in a variety of industries or situations—
Scrum, Kanban, OKRs, and other agile
or lean frameworks—and know which
tools are right for the given scenario or
problem. If the exact tools do not exist,
the Agile Master can adapt something
else or create the right solution from
scratch.

A Master of Agile is not a role; it’s an
overall competency found in someone
who fully understands agile values and
principles and has a firm grasp of the
mindset of agility.

The core competencies of an Agile
People Coach are to lead yourself by:

Knowing yourself

Keeping yourself motivated
Understanding mental models
Having high EQ (Emotional Intel-
ligence)

e Being a mindful leader

Agile People Coaches also help oth-
ers to lead themselves by:

Having basic skills in psychology
Find motivation in others
Asking appropriate questions
Being able to coach and guide
development in another person

@
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When people continuously im-
prove and learn in a common direc-
tion, and when mistakes are seen as
learning opportunities, we can create a
psychologically safe culture that forms
the foundation for a learning organi-
zation. When people feel safe to be
vulnerable in front of their peers, they
are destined to thrive, and so are the
companies they work for.

Don't get left behind the times.
The Agile People Coach role rep-
resents an alternative career track
for HR and managers in the new
workplace. So if you have not already
taken action to develop yourself in the
desired direction, the timing could not
be better. Constant change will be our
new reality, and in that lies opportu-

nity.
©

This article is an extract from the book
“Agile People Principles - Your Call
to Action for the Future of Work” by
Pia-Maria Thorén and Agile People from
Around the World.
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Pia-Maria Thoren

She was perhaps the first person in the world
to link the terms “Agile” and “HR’. Now it’s
becoming clear that Pia-Maria Thorén is the
pioneer of a fast-growing global movement
— Agile People. As Inspiration Director for
her company, Pia-Maria is a key influencer
in Agile HR, Leadership and Motivation,

a popular guest at conferences, and partic-
ipates in numerous interviews on podcasts
and blogs. In a personal, informal way —
Scandinavian style — she makes it very clear
that leadership needs to change.
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recent exercise we conducted for
one of our clients, a large retail
organization, highlighted that

| |
over 80% of the company’s leaders and
I I senior executives did not have a clear
understanding of the organization’s key

strategic priorities and/or how their
work contributed to achieving those
priorities.

N
A g I I It y t o The results came as a shock to the

Chief Strategist and the CEO as they
communicated the strategy regularly
through various channels. However,

this is not unusual - recent studies on
ra e strategic misalignment conducted by
Gartner, PMI, MIT Sloan, and HBR all

confirm that most organizations fall far
short when it comes to aligning strategy
with execution.

For example, PMI reports that more

Is Stl‘ategic misalignment than 10% of capital spent on projects is

lost due to strategic misalignment, and

silently eroding your Gartner insights suggest that 70% of or-
' ganizations express little confidence in
company's success? their ability to reduce the gap between

strategy and execution. This alignment
gap can determine the difference be-
tween success and failure.

J eev C h u g h Not surprisingly, we are seeing that

monitoring strategy execution is a top
priority in all our recent business agility
engagements.
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YOUR COMPANY'S FUTURE DEPENDS ON
THEIR STRATEGY TODAY

Today’s rapidly changing digital land-
scape demands organizations execute
their strategy with unprecedented speed
and agility. Enterprises are fighting for
that competitive edge. The promise of a
methodology that can respond swiftly to
unpredictability has sent interest soaring
in Agile adoption, and yet business agility
has remained elusive.

All my recent business agility engage-
ments have been with organizations that
adopted Agile at scale a few years ago but
haven’t yet managed to reap the prom-
ised benefits of agility and productivity. A
common theme across all these organiza-
tions was the lack of strategic alignment
as a key root cause for being stuck in the
chasm.

As businesses pursue more ambitious
and cross enterprise digital transforma-
tion initiatives to stay relevant, minimiz-
ing the alignment gap is paramount to
thrive and beat the competition.

Typical effects or outcomes of this
alignment gap include:

e Investments are disjointed from
strategy, fractionalizing money and
employee effort

» Significant wasted investment
(time, money, resources)

* Individual over collective effort

e An overall slowing in the organiza-
tion’s response to changes in strate-
gic priorities

e Change fatigue and, worse still,
cynicism
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STRATEGIC MISALIGNMENT:
SYMPTOMS AND CAUSES

Strategic alignment is the process of
unifying and cohering an organization’s
decisions and activities so that they sup-
port the achievement of agreed strategic
objectives. This entails both cascading
the strategic objectives throughout the
organization and ensuring the delivery
of strategy by establishing accountability
and reporting through regular check-
points.

Strategic misalignment occurs
when the operational activities of an
organization are not aligned with the
defined strategic goals and outcomes of
the organization. The reason why most
organizations fail to execute on their
strategy is often not that there is a weak-
ness in the strategy itself but because
they are unable to maintain continuous
alignment with execution.

Strategic misalignment can silently
creep in and start to erode the compa-
ny’s performance. Early detection of the
problem will allow businesses a chance
to accomplish their strategic objectives
and drive productivity gains. Companies
should always look out for misalign-
ment symptoms such as business and
IT divide, cultural issues causing low
employee morale, struggling to drive
innovation and stalled growth etc. Let’s
explore some of the key symptoms and
root causes in more detail. @
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SYMPTOMS - HOW TO SPOT
STRATEGIC MISALIGNMENT?

Let’s examine the signs of strategic
misalignment at different organizational
levels, which can help lead to an early
diagnosis:

Transactional Business and IT relation-
ship: We have seen in many organizations
that when there is an adversarial business
and technology relationship, there is
likely to be a misalignment of purpose.
Partnership, teamwork and joint account-
ability must be incentivized to build a
cohesive relationship. Also, IT strategy
must be fully integrated with business
strategy from the start for both sides to
work towards shared outcomes.

Plagued with silo mentality: As compa-
nies pursue more cross-enterprise ini-
tiatives to drive their digital ambitions,
another common symptom is that skill si-
los can form at a team or functional level.
Functional silos are specifically designed
to isolate and insulate workers from
communication overheads. Theoretical-
ly, this improves productivity. Actually,
it degrades real productivity by creating
misalignment, bottlenecks, and delay.

Cultural erosion and reduced employee
engagement: Often noticeable when lead-
ers are being pressured to produce results
in the short term, making it difficult to (re)
align to new strategy. Working hand-to-
mouth takes a toll, lowering engagement
and eroding company culture and overall
performance.

Stalled growth and struggle to innovate:
The ability to innovate often requires the
willingness to abandon sunk costs and
sweep away the status quo—requiring
rapid shifts in priorities based on iterative
learnings. When there is misalignment,
decisions take a long time to make and
there is a lack of agreement on priorities,
making innovation nearly impossible.

Promises of Lean-Agile transformation
go unfulfilled: Wherever there is bal-
kanization and individual optimization at
the expense of collective objectives, there
is strategic misalignment. This is a com-
mon issue across organizations that ad-
opted Agile at scale but have not managed
to reap the promised benefits of increased
adaptability and productivity.
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ROOT CAUSES - WHY STRATEGIC
MISALIGNMENT OCCURS

There are many ways in which strategic
misalignment can creep into an organization.
Some of the root causes that I have often seen
leading to misalignment include:

Alignment as an annual activity: If an organi-
zation wants to be able to respond to change
that happens more frequently than once a
year, then strategy monitoring, revision and
realignment must happen on a frequency
approximating the pace of change. Quarterly,
at least. Monthly, if required.

Poor visibility and traceability of measurable
strategic outcomes: One of the leading causes
of misalignment is the lack of visibility and
traceability of effort to measurable outcomes.
The hierarchical refinement of a strategy and
its desired outcomes downward and outward
throughout the organization is essential.
Local objectives must be within the reach of
those being governed by them. If I cannot
touch and affect it, then it is irrelevant to me,
and I am disempowered.

Skill based organization structure: Organiz-
ing into silos, 1.e. by skillset, is intended to
create durable organizational structure, mini-
mize communication overhead and, thereby,
protect productivity. In truth, it maximizes
miscommunication and misalignment, lead-
ing to waste. Why, though, is a durable orga-
nization structure a virtue? When the world
changes, our strategy needs to change. Why
shouldn’t our organization also change? Such
artificial stability is a root cause of the inability
to respond to change.

Rigid annual planning and budgeting cycle:
A project, as a bucket of capabilities and fea-
tures, is too coarse-grained an object on which
to optimize return on investment. Funding of
outcomes needs to be tied to each capability
and feature. Only agile planning supports

this granularity with an intrinsic traceability
structure. Then, the funding cycle must be
synchronized with the strategy cycle. If the
latter speeds up, the former must also.

Chinese Whispers - when strategy gets lost
in communication: The cardinal strategic sin
is when strategy is a corporate secret and not
communicated at all. A close second is when
the corporate strategy is communicated in
vague PowerPoint decks and never refined
and translated as it is communicated down-
ward and outward through the organization.
Again, my link to the strategy must be within
my sight and reach.



ADAPTIVE STRATEGY EXECUTION:
A KEY ENABLER TO STRATEGIC AGILITY

Strategy development and execution are
two sides of the same coin. A successful
business requires both. A well-developed
strategy is where leadership is clearly
aligned on the strategic objectives and the
plans. On the other hand, strategy exe-
cution links objectives and outcomes at
every level of the business so that strategy
and direction flows down the organiza-
tion and the results to achieve the strategy
flows up.

Without adaptive strategy execution,
by default we end up with strategic mis-
alignment, which in turn leads to a lack
of transparency on the delivery of strate-
gy. This is very frustrating for CXOs as it
impedes their ability to align to changing
market conditions and implement new
strategies quickly and decisively.

THE COVID ACCELERATOR

C-suites have, for years, slowly been
realizing that their businesses aren’t
prepared to respond swiftly to changing
market conditions. The global economic
shocks delivered by COVID-19 provided
the final wake-up call.

A business agility engagement that
I led in 2020 was kickstarted after my
conversation with the CIO of a large re-
tail organization, who had had a similar
awakening thanks to COVID-19. He had
300-odd projects currently running in
his organization but had with very little
confidence that most of his investments
were committed to key strategic prior-
ities. Furthermore, as some priorities
needed to evolve to respond to the
pandemic shocks, he didn’t have an ob-
jective process to help determine which
initiatives kept their funding.

The focus of the engagement was to
establish an Adaptive strategy execution
framework, leveraging the Objectives
and Key Results (OKRs) methodology,
and evolving the role of Program and
Portfolio Management leaders from
being “Auditors” to “Orchestrators”—
focusing their attention on validating
and maintaining continuous strategic
alignment. This was a powerful combi-
nation that yielded phenomenal results
for the organization by enabling strate-

gic agility.

Below is an illustrative overview
of the flow of strategy execution com-
petency that we implemented in this
organization, which enabled continuous
strategy alignment with execution. @
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Please note that while the illustration
highlights the change in the “process”
elements of the operating model, it re-
quires an equally significant change to the
“people” (mindset and culture), “structure”
and “technology” elements of the operat-
ing model, requiring time, intention, and
good change management to implement.
In the next section we explore how to
make this change happen across the peo-
ple, process and technology elements in
order to amplify strategic agility.

HOW TO REDUCE THE STRATEGIC
ALIGNMENT GAP AND TRANSFORM
OUR STRATEGY INTO DESIRED RESULTS?

By bringing together the collective ex-
perience of UST in enhancing strategic
alignment for Fortune 500 clients, we have
identified and illustrated below five prag-
matic steps that organizations can take to
build momentum and reduce the strategic
alignment gap.

Ol Iterative Strategy: Continuous mon-
itoring, validation and iterative amend-
ment of the strategy is key to implement-
ing Strategic Agility. A linear approach to
strategy cannot handle uncertainty. The
adoption of OKRs as a strategy execution
framework supports iteratively executing
and evolving your strategy based on new
learnings.

02 Leadership and Culture: The leadership
team should unite on a common set of stra-
tegic objectives for the business, rather than
each pursuing their own agenda. However,
we have often seen that the leaders have a
different interpretation of how the strategy
fits into their business and career plans. This
is the source of much local optimization and
willful misalignment, and generally occurs
when the leaders don’t model the right
servant leadership style behaviors. Servant
leadership creates a culture of trust, empow-
erment and fast decision-making that builds
the momentum for strategic agility in the
organization. Hence it is vital to drive these
cultural changes to enable strategic coher-
ence.

03 Structural Fluidity: Traditional organi-
zational structures are hierarchical, often
create skill silos, and are slow to react to
changes in strategy. Organizations looking
to adopt customer-centric structure should
focus on organizing a network of empow-
ered, cross-functional and non-hierarchi-
cal teams around value streams. This new
organizational structure is better equipped
to respond to changes in strategy. As organi-
zations pursue more ambitious cross-enter-
prise digital initiatives to stay relevant, they
also see a need for integrating the portfolio
management function to align and prioritize
these change initiatives.
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04 Process Agility: Rigid planning, gov-
ernance and investment processes can be
a key contributor to strategic misalign-
ment. Organizations looking to enhance
strategic agility should therefore focus on
implementing adaptive planning and in-
vestment processes, aligning investments
with value streams and business outcomes
to enhance strategic agility. In addition,

a Lean approach to portfolio governance
that emphasizes measuring business
outcomes (using OKRs), decentralizing
decision-making and visualizing the flow
of value can significantly reduce the align-
ment gap.

05 Technology Enablement: Technolo-
gy-enablement implies that an organiza-
tion can leverage its IT infrastructure and
architecture, products and platforms, data
and insights to enhance visibility of value
and constraints. This will drive data-led
decisions on defining goals and tracking
strategy. Investment in next-gen digital
technologies is needed to strengthen the
momentum of strategic agility.

KEY TAKEAWAYS

As you can see, enabling strategic agility
isn’t an easy process. However, alignment
becomes easier when the enterprise can
identify streams of value and organize
people around it.

If implemented correctly, the Adap-
tive strategy execution framework, le-
veraging the OKRs methodology and
the Lean-Agile approach to Portfolio
Governance, combine to offer a path to
continuously maintaining strategic focus
and alignment. This enables dynamically
repositioning investments if the strategy
changes.

Final thoughts: Strive for progress, not
perfection. You may have noticed that
throughout this article I talk about “re-
ducing” the alignment gap and not about
how we fully “close” this gap, which only
happens when an organization achieves
perfect alignment. While this may appear
a tempting immediate goal, it is not feasi-
ble given the uncertainty that surrounds
enabling change. Successful implementa-
tions of strategic agility treat alignment as
a continuous improvement journey—there
is always room for improvement!
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Hopefully, now you have a better
understanding of what strategic agility is,
why it is needed and how to implement it
and make it stick. @

REFERENCES:

hitps://sloanreview.mit.edu/article/no-one-
knows-your-strategy-not-even-your-top-
leaders/

hitps://www.gartner.com/smarterwithgart-
ner/3-ways-keep-managers-aligned-corpo-
rate-strategy

hitps://www.pmi.org/learning/
thought-leadership/pulse/pulse-of-the-pro-
fession-2021

Jeev Chugh

heads UST’s Business Agility practice in UKSI
and is responsible for developing and executing
client partners’ Digital and Agile strategy. He
1s passionate about creating synergies to unlock
new opportunities, building high quality teams
and partner ecosystems, and ﬁisrupting how
people and organizations connect through tech-
nology and innovation. His experience has been
gained across a diverse range of Fortune 500
organizations in the Financial Services, Retail
and Telecoms sectors. You can connect with him
at jeev.chugh@ust.com.
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Amerisure Insurance
Founded in 1912
United States

Since 1912, Amerisure has
worked tirelessly to make
America’s workplaces safer.

Our expertise is providing
business insurance solutions to
the manufacturing, construction
and healthcare industries.

https://www.amerisure.com/

Agile Leadership Journey
United States

We inspire, educate and catalyze
leaders and their organizations to
improve business performance
amid complexity, uncertainty
and rapid change.

hitp://agileleadershipjourney.com/

SiAgile Social Impact Agile
Founded in 2016
Washington DC, United States

SiAgile is focused real social results
using agile in multilateral
organizations, and the social
organizations with

digitalization journey.

https://www.rociobriceno.com
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Amerisure, one of the nation’s leading commer-
cial insurance providers, has been on a 8-year
journey to shape their culture inside-out towards
improved innovation, speed, and customer
service. Their journey highlights the critical im-
portance of involving top-level leaders not only
in the discernment process, but in the ongoing
engagement of the execution itself, especially as
steps in the journey impacted every area of busi-
ness including field marketing, risk management,
claims, operations and more.

Amjed Al-Zoubi
Chief Information
Officer

Amjed is a strategist and business leader with over
20 years of experience delivering results by bridg-
ing the business-technology gap. Amjed joined
Amerisure in 2018 and currently serves as CIO
with accountability for I'T, Digital, Innovation,
Business Agility, and the PMO.

Shaping Business Agility @ Amerisure

Amerisure, one of the nation’s leading commer-
cial insurance providers, has been on a 3-year
journey to shape their culture inside-out towards
improved innovation, speed, and customer
service. Their journey highlights the critical im-
portance of involving top-level leaders not only
in the discernment process, but in the ongoing
engagement of the execution itself, especially as
steps in the journey impacted every area of busi-
ness including field marketing, risk management,
claims, operations and more.

Pete Behrens
Leadership Coach

Pete Behrens develops leaders to transform
themselves and their organizations to improve
business outcomes. Pete is the founder of the Ag-
ile Leadership Journey, a collaborative communi-
ty of leadership trainers and coaches.

How to include agile in Social Impact

Real stories about the application of agile atti-
tudes, mindset, frameworks, and methodologies
in several social projects including on the water
shortage in Tegucigalpa Honduras just before the
covidl9 started.

Rocio is the co-founder of SiAgile Social Impact

Rocio Bricefio Agile with Alistair Cockburn.

Co-founder
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AgiLawyer
Founded in 2020
Prague, Czechia

To thrive in uncertainty,
team up and harness your
law firm with agility.

htips://agilawyer.com/

Best Buy
Founded in 1966
Minnesota, United States

At Best Buy, our
purpose is to enrich lives
through technology.

https://www.bestbuy.com

Ttai Unibanco
Founded in 2008
Sao Paulo, Brazil

The largest bank in Latin
America; their purpose is

to stimulate people’s
power of transformation

http://www.itau.com.br/

Ondrej Dvorak
CEO

Neil Fasen
Senior Director of
Product Practices

Leandro
Gonzales
Head of Legal
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Overcoming barriers to

Lawyers, attorneys, paralegals and others working
in law firms are often in a rush, juggling con-
stantly changing priorities, drowning in emails,
calls and messages, while keeping track of their
business activities with all their might. Ondrej will
share his personal story of a law firm that gained
the courage to experiment with Scrum to tackle
these challenges. He will recount how this project
garnered international recognition and brought
agile disruption to the tradition-bound legal
sector.

Ondrej is the CEO of AgiLawyer and COPS Fi-
nancial Systems; promoting the needs of business
agility in the legal and financial sectors.

Resilience in the face of futility:
How I've learned to stay positive

and motivated as a change agent

Change is hard, and leading change can feel even
harder. Many companies know enough to know
they have to change, but often the environment
can be negative if not outright hostile for the
people who are invited in to lead the change. It
can be a lonely and thankless position. In this
talk, I explore practices and tactics that have
helped me and other change agents stay positive,
recognize progress, and maintain momentum in
the face of what can often feel like utter futility.

Neil Fasen is change agent who helps Enterprises
evolve to more effectively compete in today’s
complex world. He is both an evangelist and
practitioner of business agility and product man-
agement with many years of experience working
in Fortune 50-100 companies.

Leandro Gonzales will tell a story about a law firm
within the largest bank in Brazil, which was facing
a downward spiral, was mired in inefficiency, de-
motivation, low outcomes and long working days,
and how, in response to these problems, he used
the agile culture, the Scrum framework and a new
strategic positioning from managers to achieve
expressive outcomes like exponential productivi-
ty, cost reduction, a high degree of engagement of
lawyers and unprecedented client satisfaction. He
will also tell how, from the success of the agile law
firm, business agility spread to many other areas
and started a great agile integration project - the
AdvOps.
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What We Learned from
over 4,600 Teams
about Improving

Team Performance

Sally Elatta
Trisha Hall

t AgilityHealth®, our team has
Aalways believed there’s a relation-

ship between qualitative metrics
(defined by maturity) and quantitative
metrics (defined by performance or
flow) for teams. To prove this, a few
years ago, we adjusted our Agile team as-
sessments to gather both qualitative and
quantitative data. Once we felt we had
sufficient data to explore through our
AgilityHealth platform, we partnered
with the University of Nebraska’s Center
for Applied Psychological Services to
undertake a review. The main question
we wanted to answer was: What are the
top competencies driving teams to high-
er performance?

Below are the five quantitative met-
rics that form the Performance Dimen-
sion within the TeamHealth® radar and
the metrics we focused on during our
analysis.

Predictability  Value Time to Quality Response to
Delivered Market Change
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To find out what the top drivers for team
performance are, we analyzed both
quantitative and qualitative data from
teams surveyed between November 2018
and April 2021. Our analysis included 146
companies representing a total of 4,616
teams (some who took the assessment
more than once) which equates to more
than 46,000 individual survey responses.

We used stepwise regression to
explore and identify the top drivers
for each of the performance metrics.
Stepwise regression is one approach in
building a model that explains the most
predictive set of competencies for the
desired outcome. The results of our anal-
ysis identified the top drivers for each
of the five performance metrics in the
TeamHealth assessment, along with the
corresponding “weight” of each driver.

Based on our insights, teams that fo-
cus on increasing the top drivers should
see the highest gain on their perfor-
mance metrics.

After analyzing the top drivers for each of
the performance metrics (Predictability,
Value Delivered, Time to Market, Quali-
ty, and Response to Change), we noticed
that five qualitative practices kept show-
ing up across these metrics. Those are
Short Iterations, Generalizing Specialists,
Planning and Estimating, Creativity and
Innovation, and Self-Organization.

We found teams that scored in
the highest maturity of these drivers
achieved an average of 87% higher quan-
titative performance than teams in the
lowest maturity.

Top Drivers of High Performance

We analyzed the data to identify which qualitative practices were driving
these five quantitative performance metrics above. Here are the results:

Short Iterations

Generalizing
Specialists

Planning &
Estimating

Creativity &

Innovation learn.

Planning and delivering in short increments.

Utilizing T-shaped team members so everyone
can contribute towards the goal.

Breaking work down, using relative sizing, and
planning it into short iterations based on capacity.

Empowering teams to solve problems, challenge
existing solutions, and feel safe to experiment and

Delegating decisions to the team and empowering

Self-Organization

CONFERENCE SPECIAL EDITION

the team to design solutions and manage their
work. (Autonomous)
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We knew from experience that Agile
teams who incorporate shorter iterations,
detailed planning and estimating, and
team members with T-shaped skills are
higher performing than teams that do
not—and our results prove that. It was a
welcome surprise to see self-organization
and creativity take center stage. At Agility-
Health, we have always coached managers
to empower teams to solve problems, but
for the first time, we have the data to back
it up.

But what does this mean for you?
Let’s start by focusing on each of the five
qualitative drivers and how they help
drive quantitative performance metrics.

What defines a “short iteration”? Most
guidance defines “short” as a time-box
long enough to deliver increments of val-
ue, but short enough to pivot and make
changes when needed—usually about 2-4
weeks. Some types of teams, like sup-
port teams, may use a weekly iteration
based on the kind of work they do. But it
is more than just the length of the itera-
tion that matters—it is the quality of the
planning that goes into an iteration that
counts.

When teams have a good under-
standing of their backlog with complete
stories—and by complete, we mean
stories that include a Definition of Ready,
Acceptance Criteria, and Definition of
Done—the teams know what is expected
of them. It is much easier to be produc-
tive and high-performing when you know
what the customer is expecting.

It is also important to size the stories
correctly. We all know the pressure we
feel when there is too much work and not
enough time to get it done, right? This
is what happens to teams when stories
aren’t sized the right way, or when the
backlog is filled to capacity. Being realistic
about how long it takes to get work done,
and about how much work can get done,
in an iteration, is crucial.

Leaving capacity for unplanned
work is another hallmark of high perfor-
mance. We all know that there is some
level of “unknown” in our work—some-
one on the team calls out sick (reducing
capacity), something takes longer than
expected (increasing the size of that
piece of work), or something unexpect-
ed happens (requiring more work than
expected). A good rule of thumb is to
leave 20% of expected capacity open
for unplanned work to allow for these
inevitables.

Utilizing Short Iterations has a high
impact on the team’s ability to be pre-
dictable. When a team understands how
to work well in shorter increments they
can better predict how much work they
can get done within the timebox they
have, and therefore are more likely to
get the work done that they have com-
mitted to completing.

What exactly is a Generalizing Spe-
cialist? These are team members who
are deeply specialized or skilled in one
specific area but acquire skills in another
area through cross-training, allowing
them to help other team members when
needed. This enables teams to become
cross-disciplined and cross-functional
so they can more easily produce end-to-
end value and reduce bottlenecks. When
teams are T-shaped or full of Generaliz-
ing Specialists, team members help each
other as needed to meet team timelines
and objectives. If this is a goal for your
organization, what steps can be taken to
enable your teams?

First, make sure team members
are open to learning about other roles
on the team and new skill sets. Experi-
ment with how they can expand on each
other’s knowledge. For example, if there
is someone interested in learning how to
be a Scrum Master, ask them to lead the
Daily Stand Up meetings for a week and
help with planning for the next itera-
tion. If a team member is interested in
learning about testing, ask them to sit in
on the next test planning session to learn
what is involved in developing these
activities. Another suggestion is to have
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Developers hold paired coding sessions
for those interested in understanding how
a system is constructed—the list of ideas
is endless.

The superpower behind T-shaped
teams is their ability to “swarm” when
something needs immediate attention. In
a cross-trained team, if something urgent
happens and there is an overabundance
of testing to get code out the door, those
that don’t have testing as a specialty can
step in and help to meet the urgent dead-
line. If a team’s Scrum Master is out sick
or on vacation, key ceremonies can still
effectively take place with cross-trained
team members.

Intentionally creating Generalizing
Specialists on teams not only enhances
the skills of the individual, but it makes
teams stronger by removing single points
of failure and sharing the work across
multiple people. Quality is measured by
Mean Time to Recover, Change Fail-
ure Rate, and Defect Ratio, and when
a T-shaped team can swarm to handle
unexpected circumstances, you won't see
these metrics negatively affected.

We touched on Planning and Estimating a
little when we talked about Short Itera-
tions, but let’s dive a little deeper into this
topic. In an ideal state, all of the team’s
work is tied back to the strategic out-
comes of the organization, and this align-
ment is visible by creating and sharing
Outcomes with fully defined Objectives
and Key Results. In reality, most of us are
not here yet, and that’s okay. Some things
can be done in the interim to mature
Planning and Estimating for teams while
working toward this ideal state for your
organization.

It’s important to understand there
are three levels of planning: Release
Planning, Iteration Planning, and Daily
Planning. In Release Planning, the focus
is on the overall time it takes to complete
a feature (from a Scrum technology team
perspective) or, if you want to timebox it,
a 13-week increment. In Release Planning,
the roadmap for the quarter is created:

What pieces of the feature can be cre-
ated and released in what increments

to provide value for the customer? An
example from Human Resources, a team
responsible for the benefits of an orga-
nization that uses 2-week iterations, may
look something like this:

Week 1: Contact the broker to review
benefits options for the coming plan
year

Week 3: Receive benefits options
from the broker

Week 5: Create comparison docu-
ment for benefits options to present
to stakeholders; get budget informa-
tion from Finance

Week 7: Review benefits options with
stakeholders and include budget
information

Week 9: Finalize benefits options
with the broker and make selections
Week 11: Distribute benefits informa-
tion to employees and schedule four
informational meetings

Week 13: Finalize benefits sign-ups
for all employees

Iteration Planning takes Release
Planning to the next level. Now that it
is known what value the team wants
to deliver in the next two weeks, what
are the necessary steps or what stories
need to be completed to deliver on this
value? Continuing with the example
above, we will look at Week 5, where the
team wants to create a comparison for
stakeholders so a decision can be made
on which benefit options are offered to
employees.

Day 1: Review information from the
broker; ensure all requested informa-
tion has been received. Request any
missing information.

Day 2: Request finalized benefits
budget from Finance—ask for it to be
received by day 5

Day 3: Receive any missing informa-
tion from the broker

Day 4: Begin building comparison of
benefits options

Day 5: Receive benefits budget from
Finance; ensure the format will insert
into the presentation. If not, add to
the backlog for Day 6/7 to reformat
Day 6: Get peer review on compari-
son document; incorporate feedback
into the format @
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Day 7: Insert budgetary information
into the presentation

Day 8: Get peer review on presenta-
tion, incorporate feedback and any
additional changes

Day 9: Final review and edit of presen-
tation—both for content and grammar
Day 10: Presentation to stakeholders

The final level of planning is Dai-
ly Planning, which is done by the team
in the Daily Stand Up—what did each
person complete yesterday, what do they
plan to do today, and what impediments
do they have? By doing this level of plan-
ning together each day, teams can ensure
they are staying on track to achieve their
goals, learn where they need to help each
other, and team members have the op-
portunity to ask for help.

Strong skills in the areas of Planning
and Estimating have a direct impact on
the value delivered by an organization.
Value delivered is typically assessed by
looking at the throughput of work items
or story points, feature throughput, and
how well teams are delivering on Business
Outcomes. When teams can effectively
plan the work being done, you can ensure
that the highest value work is being com-
pleted by the organization.

CREATIVITY & INNOVATION

For years, the idea was that the “boss”
would decide how the work needed to be
done and the “workers” would do what
they were told. One of the changes that
came about with the emergence of Agile
was the idea that team members were
better equipped to determine the “how”
as long as they had a clear understanding
of the problem they were trying to solve.
We were so excited to see this theory
supported by the data!

But what does it mean to allow for
Creativity and Innovation within your
teams? It can be as simple as allowing
the team to decide how they will solve
a problem rather than telling them the
solution. Many organizations today are
incorporating Creativity and Innovation
exercises into their work cadences be-
cause they have learned that team mem-
bers come up with great ideas when
allowed to play. Some common options
your teams might find worth trying are:

Hackathons—these are timeboxed
events where teams come togeth-

er to collaborate, design, build and
present solutions to problems or new
ideas. This is not restricted to soft-
ware builds; this has also been done
to build courseware for new learning
and in supply chain management.

Innovation Games—developed by
Luke Hohmann, these games are
designed to generate feedback from
customers about a product or service
and allow the team to learn how their
work is being used, or not used, by
the customer. Additionally, the team
can explore how a product or service
can be improved to better serve the
customer’s needs. These are guided
activities that help a team learn how
to innovate with the customer in
mind.



Mobius Loop—this discovery method,
as taught by Gabrielle Benefield, helps
teams to walk through what is possi-
ble by connecting strategy and design
thinking. By going through the process
associated with these concepts, team
members are taught to think through
the possibilities from multiple angles
as they determine how to achieve
outcomes.

The ways for teams to be creative and
innovative are numerous, but it is im-
portant to share some guidelines, such
as timeboxes, which problems to focus
on, and if there are potential budgets
the team needs to stay within for any
proposed solutions. This way, when the
team comes up with a solution, it can be
implemented or experimented on and
everyone finds value in the exercise.

The ability to be creative and innovative
can highly impact the team’s perfor-
mance around the time to market met-
rics, which focus on deployment frequen-
cy and lead time to deployment. This
is most likely because allowing them to
be part of the solution and have upfront
buy-in to how the work will be accom-
1Ic)lished will enable them to get work done
aster.

SELF-ORGANIZATION

Last, but by far not least, is the concept
of Self-Organizing Teams. This concept
has ties to Creativity and Innovation—
allowing teams to define how they will
work together within a set of guidelines.
Truly self-organizing teams are empow-
ered (and encouraged) to decide how
they will deliver on the vision of the
Product Owner. If they have an im-
pediment they need help solving or an
obstacle they need help removing, the
Product Owner is there to help, but only
after the team raises their hand and asks
for assistance.

One of the hallmarks of Self-Or-
ganization is when the team actively
manages the work themselves—they are
estimating the size of the work, defining
their capacity, and keeping the work
visible. Oftentimes team members will
volunteer innovative ideas as a part of
their normal process. The team has an
understanding of what’s most important
because they have clear acceptance cri-
teria and are not afraid to ask clarifying
questions.

When teams are self-organized, the
impact is most evident in their ability
to respond to change. Because they are
adept at designing solutions, managing
their work, and understanding what
is being asked of them, it is easier for
team members to pivot when the world
around them changes and they need to
do something different than what was
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FINAL THOUGHTS

In summary, it is clear that if teams
want to impact their performance
metrics positively, the focus should
be on following Short Iterations,
establishing Generalized Special-
ists, utilizing effective Planning and
Estimating, enabling Creativity and
Innovation, and mastering Self-Or-
ganization. Our research showed
us that teams that invested in these
drivers saw a 37% performance im-
provement over teams that did not.

It may feel overwhelming to
consider bringing these five ideas to
your organization but try starting
with one change at a time. Allow
that change to become part of your
process and then make the next
change. Finding the best way to im-
prove performance metrics will look
different for every team and every
organization—it truly only matters
that you are implementing change
for the better. ©
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EXECUTIVE SUMMARY

he Paris Agreement aims to avoid
I dangerous climate change by

limiting global warming to well
below 2°C, preferably to 1.5°C, compared
to pre-industrial levels. This treaty urges
organizations around the world to take
rigorous and immediate action to halve
global emissions by 2030, achieving “net
zero” carbon emissions by 2050 at the lat-
est. The ultimate goal of this agreement is
to deliver a healthier, fairer zero carbon
world before levels of atmospheric car-
bon reach an irreversible tipping point
. To clarify, net zero is a state in which
greenhouse gases being released into the
atmosphere are balanced by an equal or
greater removal out of the atmosphere.

This document outlines an action
guide based on key steps taken while
co-designing and implementing a pur-
pose-driven agile transformation with a
large Oil & Gas Organization in South-
East Asia. The document focuses more
on the production and operation value
stream, more commonly known as up-
stream. This part of the organization is
mainly responsible for exploring, drill-
ing and producing Oil and Natural Gas.
Therefore, upstream is an area where
immediate action is needed to support
the global mission of halving emissions
by 2030.

The document includes a brief sum-
mary of the following experiences:

e Inspiring and aligning people
through World Work initiatives

¢ Embedding continuous prioritiza-
tion as a regular habit for people,
without relegating Safety & Quali-
ty to a lesser priority

e Cultivating a culture of person-
al transformation, innovation,
collaboration, psychological safety,
and growth mindset to support the
organization’s new-found purpose
and business strategy
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e A common—but often-neglect-
ed—problem introduced, as a re-
sult of agility in the organization:
The adding of several meetings
into everyone’s calendar without
first removing anything from the
ecosystem

e Most coaches and change agents
at the moment predominantly
work in IT departments across
several domains, and therefore
lack necessary knowledge and
experience regarding the needs of
asset-heavy industries.

This document tends to avoid going
into the details of any specific Scrum or
Kanban implementation, as there is a
lot of material already available online
that better explains the specifics. Instead,
this focuses on the leading asset-heavy
industries (e.g. Oil & Gas, Aerospace,
etc.) transformation approach and action
steps.

Based on our first-hand experience,
we believe the following recommenda-
tions will put you on a path to success:

e Identify a purpose that goes be-
yond mere profits and revenues;

¢ Give equal weight to encouraging
Personal Transformations;

¢ Coach your leaders to create a
culture that is supportive of your
business strategy;

e The Agility Training must be
relatable i.e. specific to your in-
dustry;

¢ Synchronize your cadences to op-
timize the business outcome; and

e Before adding new activities to
the ecosystem, identify what
non-valued activities can be re-

moved
®
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INTRODUCTION

Per World Energy Outlook 2018, the total
indirect greenhouse gas (GHG) emissions
from oil and gas operations is about 15%
of the total energy sector GHG emissions.
If we add the direct GHG emissions,

then the total shoots up to 42/% of global
emissions. Even though climate change
is a greater concern and immediate steps
must be taken to rectify it, the world still
needs Oil and Gas to run its economy:. It,
therefore, becomes crucial to reduce the
immediate impacts associated with pro-
ducing and consuming these fuels (given
that Oil & Gas will be a part of the global
energy system for decades to come).

2020 brought multifold challenges
to the Oil & Gas industry. The United
Nations had initiated a necessary call to
action to save the planet while, at the
same time, the COVID-19 pandemic was
growing at a threatening pace. The pan-
demic’s impacts upon the supply chain
system made it increasingly difficult to
keep industries in operation at remote
locations. The world also saw a sudden
change in the usage patterns of energy
sources due to lockdowns in several coun-
tries. The Climate Change Conference
(COP26), held at Glasgow in 2021, saw an
announcement by the United Kingdom
that it would end the sale of new petrol

and diesel cars by 2030. This was a
strong indication that the future would
see different usage patterns and de-
mands of Oil & Gas emerging across the
world. The United Kingdom’s leader-
ship further announced a doubling of
international climate finance, pledging
£11.6bn to developing nations over the
next five years (up to 2025/2026).

For Oil & Gas conglomerates, it was
becoming increasingly clear that they
had to reimagine and reinvent them-
selves if they were to survive the changes
in the usage patterns of Oil & Gas. This
was reinforced by the Paris Climate
agreement, which strongly encouraged
countries to pursue cleaner energy
sources after the year 2030. For these
conglomerates, onboarding a transfor-
mation journey to reach net-zero by
2050 and reinventing themselves as “en-
ergy companies” was nothing less than
Moonshot Thinking. Now, Moonshot
Thinking may not be difficult but Moon-
shot Execution definitely is. However,
despite the inherent challenges, Moon-
Shot Thinking has the potential to reap
10 times the amount of gains. Below is
an exhibit from McKinsey & Company’s
article that shows how organizations that
maintained their focus on innovation
during the crisis outperformed the mar-
ket during the later recovery.
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While it’s good to prepare for the
future, it’s also vital to recognize that the
demand for Oil & Gas won't drop signifi-
cantly for at least a few more decades, the
pandemic won'’t continue forever, and as
the world recovers from the crisis, orga-
nizations still have an uphill challenge
to face as they reduce emissions from
existing assets.

For the South-East Asian Oil & Gas
Organization in question, adjusting
their upstream to contribute to their net
zero 2050 vision would require several
changes to the ways of working to foster
innovation, cultivate growth mindset, and
support its strategic vision. This transfor-
mation might be the biggest in its 100+
year history.

KEY CHALLENGES

Supply chain

Many of the assets belonging to this
South-East Asian organization are in
far-remote locations that require a min-
imum of three modes of transport to

reach from the nearest city’s main airport.

In general, the procurement of materials
had long lead times, and the COVID-19
pandemic was only adding to timeline
woes. The pandemic created a new set

of challenges regarding the organiza-
tion’s ability to deploy people at this asset
location due to country-wide lockdowns,
quarantine periods, and reduced work-
forces due to social distancing norms.
The project that supports the operations
of these assets had already suffered de-
lays due to natural disasters that rocked
Indonesia in 2018. The pandemic further
affected this entire supply chain, thereby
making the production and operations of
these assets even more difficult.

Partnerships

Oil & Gas projects are executed through
Production Sharing Contracts (PSC)
where this organization is designated as
the operator responsible for implement-
ing the project on behalf of the PSCs.
Therefore, each new idea that has
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significant investment has to be Autho-
rized for Expenditure by the governing
body agreed upon by the PS partners.
The home country for these projects is a
developing nation and may need addi-
tional finance to support such climate
change initiatives. These factors may play
a big role in the prioritization of business
initiatives within the region. Therefore,
transparency, governance, securing buy-
ins, and complying with regulations are
critical. However, it also has the potential
to slow down the overall progress.

A combination of UN's Climate change initiative

and COVID-19 pandemic generated multitude of
challenges to the Oil & Gas industry.

Lack of culture that supports the busi-
ness strategy

The organization has been experimenting
with agile and lean practices in random-
ly chosen internal business units. This
approach struggled to create a conducive
culture that was supportive of its busi-
ness strategy, and failed to sustain agile
practices and deliver desired business
outcomes. In short, the siloed implemen-
tations created more problems than they
could solve. Lack of strategic direction
and a culture that was supportive of agili-
ty resulted in more dysfunction and silos
in the production and operations value
stream. As per the famous Peter Drucker
guote: “Culture eats strategy for break-
ast”.

Possibility of chaos and anarchy

Most agile coaches, consultants, and
transformation coaches are predominant-
ly working in Banking or IT domains or
have a background specific to those do-
mains. The current talent pool within and
outside of this organization may feature
people with little experience in the Oil &
Gas industry. Therefore the organization
must focus on hiring experienced talent
that can adapt to the industry context. If
we get agile implementation wrong here
(e.g. removal of a step in an established
process under the presumption of it
being a wasteful activity), it may result in
human loss, safety, quality, or compliance
issues.
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ACTION GUIDE

Create a culture that is supportive of
your organization’s strategy

In the year 2020, the global leadership
group identified a new purpose for the
organization: Achieve net zero by 2050 or
sooner. To transform itself into an “ener-
gy company’, it started with a zero-based
approach including restructuring, re-or-
ganization, re-imagining, and re-in-
venting itself. There were strategic goals
identified for the immediate decade i.e.
the year ending 2030.

Most transformations focus heavily
on executing the implementation of a
certain established agile framework or
designing something of their own. These
transformations often emphasize an agile
mindset without giving attention to cul-
tivating an agile culture. The expectation
here is that the agility training delivered
would enable that culture.

In most agility training packages,
agile mindset or growth mindset concepts
are delivered in a couple of slides focused
only on the organization’s agility perspec-
tive. The “What’s in it for me?” factor is
left unanswered or rather not given due
importance. The regional transformation
office in South-East Asia identified this as
a potential problem in embedding a new
culture, therefore it focused on activities
that would encourage its people to under-
take Personal Transformation. Below are
some of the key activities undertaken to
cultivate a culture that is supportive of the
organization’s purpose and strategy:

e A practical workshop on Growth
Mindset, that successfully es-
tablished a connection with the
personal and professional lives of
participants was facilitated for over
150 individuals. The workshop was
full of exercises that connected the
concepts with their personal lives.
Once the “What’s in it for me?”
question was addressed, it was nat-
ural for people to implement the
concepts into everyday practices,
be it professional or personal.

» Agile Leadership Community of
Practice was established to connect
aspirants and established leaders
within the region. The community
enabled cross-training, accelerated
learnings via the sharing of each
other’s embarrassing stories, and
created a psychologically safe place
for the group to hone their leader-
ship skills.

e Regional Leadership members
were encouraged to provide team-
based recognitions over individual
recognitions. Furthermore, the
team-based recognitions were
provided at consistent and regu-
lar intervals, and the guidelines
for recognizing teams included
“Being Agile” characteristics. Team
members were encouraged to use
the existing reward point system
more often than usual to recognize
or thank someone for good work
and growth mindset behavior. The
recognitions were a motivational
factor for not only achieving the
business outcomes but also to en-
courage living the desired culture
by instilling the right behaviors.

Apply systems thinking

Just re-structuring your organization i.e.
announcing Tribes, Squads and Chapters
might be your 1st step towards agility, but
that alone won’t inject agility into your
business processes. To enable agility,

you will need Systems Thinking, a ho-
listic approach to identify solutions that
consider you as a part of a larger ecosys-
tem. Adopting agility into just one small
part of the value stream will not optimize
the entire delivery system. Your speed

of delivery will be limited to the slowest
integration point in your value stream.
Therefore it we are to accelerate the
delivery, then the entire value delivery
system needs to be a part of the trans-
formation journey and their interactions
should be systematically set up such that
it provides clarity for the people involved.

In South-East Asia, there was in-
creased focus on providing clear guid-
ance. To facilitate this, a map of inter-
actions was created to ensure the right
people were involved in decision-making
and delivery processes. This activity
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helped everyone within the value stream
understand their role and expectations,
and to achieve alignment on business
solution delivery. The leadership of each
tribe further acknowledged the foresee-
able problems that could occur with the
new setup, and offered to brainstorm
together to resolve those problems.

Meeting proliferations

Before setting up new agile meeting ca-
dences, identify the current set of meet-
ings on everyone’s calendar. Free up
their calendars by removing duplicate or
obsolete meetings. Provide a guard-rail
for setting new meeting cadences so that
people are clear on the meeting’s objec-
tives and can self-validate if they need to
be involved. This ensures that the peo-
ple involved have the available capacity
to engage themselves in the transfor-
mation initiative with more focus, less
confusion, and peace of mind.
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Prioritization & Planning

The Purpose adopted by the organization
guides the business strategy at the group
level, and this further sets the strategy for
our regions. The regions prioritize the
initiatives based on current economic
conditions, geography, asset mixes i.e.,
gas vs oil, offshore vs onshore, upstream
vs downstream, the local government’s
political will and practices, and current
Production Sharing Contracts (PSCs).
Techniques and ideas that align with
Net-Zero 2050 mission are brainstormed
by the tribes during Quarterly planning
events. Once agreed upon, these ideas are
executed through squads using either the
Scrum framework or Kanban Methods
where prioritization is done on a week-

ly to monthly basis. The below exhibit
shows the planning onion along with its
cadences. Each peel of the onion reviews
the plan and the outcome delivered each
quarter during its Quarterly Business Re-
views (QBR). Based on these reviews, the
plan is adjusted for safer, lesser emissions,
faster execution and better delivery of Oil
and Gas in the market. @
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With Agility, we can make this process
more effective by:

e Identifying wasteful activities in
this process that are performed as
a part of prevailing culture but do
not deliver significant value.

¢ Embedding regular and rigorous
prioritization techniques in our
squads to deprioritize low-valued
objectives

e Planning for available capacity and
asking for more when needed, thus
avoiding burnouts and helping to
deliver value more safely and with
greater efficiency

* Keeping the squads closely aligned
to stakeholder’s expectations via
consistent planning and review,
thus ensuring the decision-making
process becomes safer and faster

e Helping the squads learn and
improve faster through consistent
retrospectives. It is recommended
that when a new squad is started,
they implement frequent retro-
spectives until they are out of the
storming stage of the Tuckman
model.

CONCLUSION

Exploring, Drilling and Productioniz-

ing an “Oil & Gas Well” is not a stand-
alone job requiring just one team. It is a
complex process supported by finance,
procurement, legal, partner teams, rig
contractors and more. Therefore, when
implementing an agile solution, it is
imperative that these support systems are
also engaged in your agile transformation
journey.

Agility practices can be new to this
industry, and the learning curve and re-
sistance to change can be higher. There-
fore, patience and perseverance is the key
to success.

Most agile coaches and consultants
have coaching experience in Banking,
Digital and IT domains. As such, it’s
necessary to avoid copying the success
formula from your earlier industries or
frameworks. Let the coach within you do
more work than the consultant, wear the
coach’s hat, and allow your coach to come
up with solutions to their own problems
while you lead them as a facilitator in
their thinking process.
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Using the action guide steps, the
example organization in Southeast Asia
demonstrated a successful implemen-
tation of agile ways of working by com-
pleting an extremely complex milestone
of “Gas Well” Work Over mission (well
repair and maintenance mission) in about
half the time as compared to earlier mis-
sions undertaken by the organization. By
increasing focus on the culture aspect, a
tribe that looks into exploration recent-
ly completed over 907 of its prioritized
work in one quarter despite COVID-19
pandemic issues that rattled the entire
home country, thereby ensuring that they
stayed ahead of meeting predicted Gas
demands within the region. The agility
journey continues for this organization
by finding and implementing new tech-
niques to lower GHG emissions, low-
ering production costs, and continuing
to maintain high safety standards, high
reliability, and availability. Net Zero 2050
might look like a far-fetched goal but this
organization is on the way to making it a
reality.

The action guide is a summary of key
steps that lead to the start of a successful
transformation with an Oil & Gas orga-
nization. More and more organizations
in this industry are looking forward to
adopting these practices to accelerate
their transformation journeys and sustain
agile practices, values, and behaviors. ©

Rakesh Kondvilkar

has been working in IT, Investment Banking,
Oil & Gas and Energy Sector for over 17 years
with over 10 years in agile coaching and has
joined IBM in 2019. He is an Agile Transfor-
mation Coach that focusses on business, personal
and technical agility along with organizational
design and development. His key strengths are
his coaching skills, effective leadership of teams,
ability to coach at different levels and sectors
as per the requirement and a relentless focus on
continuous improvement to help teams deliver
excellence.

REFERENCES:

https://unfccc.int/process-and-meetings/
the-paris-agreement/the-paris-agreement

https://www.iea.org/reports/world-ener-
gy-outlook-2018/01l-and-gas-innovation

htips://www.iea.org/reports/world-ener-
gy-outlook-2021

https://netzeroclimate.org/what-is-net-zero/

https://ukcop26.org/wp-content/up-
loads/2021/07/COP26-Explained.pdf

htips://www.mckinsey.com/business-func-
tions/strategy-and-corporate-finance/our-in-
sights/innovation-in-a-crisis-why-it-is-more-
critical-than-ever#

https://www.forbes.com/sites/forbes-
coachescouncil/2018/11/20/why-does-culture-
eat-strategy-for-breakfast/?sh=2d28b0471¢09

hitps://simonsinek.com/product/start-with-
why/

Amol Pradhan

has been leading an agile way of working

approach for two decades, starting out as a
developer with the start-up in 1999. Currently,

Amol leads IBM’s Enterprise Agility practice

globally, to help organizations deliver business
value early and often through Agile, Lean, and

DevOps principles and practices enterprise
wide. He helped numerous Fortune 500 clients
in aerospace, oil & gas, retail, automotive, me-
dia & entertainment, information services, and

Sfinancial industries.
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Cal State - Fullerton
California, United States

I work with organizations to
vertically develop their leaders
through a focus on the most
foundational aspect of their
BEing: their mindsets.

www.ryangottfredson.com/

Twinxter
Founded in 2019
Amsterdam, Netherlands

We believe everyone wants

to grow towards a happy and
sustainable future for themselves
and for the people around them.

htip://www.twinxter.com/

Sony Pictures
Founded in 1987
London, United Kingdom

Sony Pictures Entertainment (SPE)
is a subsidiary of Tokyo-based
Sony Group Corporation. SPE’s
global operations encompass
motion picture and television
production and distribution

and more.

https://www.sonypictures.com
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The Four (Justifiable) Fears that

Limit Value Creation

There are four fears that commonly arise in orga-
nizations for well-intended reasons. But, these fears
also hinder agility and value creation. In this talk,
Ryan Gottfredson will clearly identify these four
fears, explain why they exist, and how to overcome
them at both a personal and corporate level so that
we and our organizations can provide greater value
for all stakeholders.

Ryan Gottfredson, Ph.D. helps organizations verti-
cally develop their leaders primarily through a focus
on mindsets. Ryan is the Wall Street Journal and USA
Today best-selling author of “Success Mindsets: The
Key to Unlocking Greater Success in Your Life, Work,
& Leadership.” He is also a leadership professor at
the College of Business and Economics at California
State University-Fullerton.

Humanize business from the soul
of your organization

Alize Hofmeester is a successful purpose driven
entrepreneur, author of the book Purpose Driven
People, speaker, and creator of the People Journey
Circle© and Business Agility Scan©. As a passionate
People & Change Executive, Alize helps organisa-
tions to stay relevant to their customers, by reshap-
ing their future way of working and facilitating a
fresh, new growth-mindset that leads to company-
wide flow and business agility.

Sony's Servant Leadership Journey
From Adversity to Advantage

At Sony Pictures we first began our Servant Leader-
ship journey a few months into the global pandemic.
Since then, this way of leading has been avidly ad-
opted in the firm. To accomplish this, we developed a
deeply engaging 2-hour course on servant leadership,
and over 15% of the company has taken it. More im-
portantly, hundreds of graduates went on to enroll in
our innovative 10-month follow on cohort program.
This grass-roots movement went global, jumping
over to sister company Sony PlayStation. Learn how
the journey started, why we created the course and
cohort program, and how the pandemic accelerated
the program.

Nadya plays a catalytic role in inspiring Agile mind-
sets & practices in teams, leaders, and execs.



Kogfinans
Founded in 1995
Istanbul, Turkey

Kocfinans is Turkey’s first
financing company, which was
established in 1995 and
consisting of expert staff,
innovative structure and
dynamic processes.

htip://www.kocfinans.com.tr/

IBEO Automotive
Founded in 1998
Hamburg, Germany

Ibeo is a worldwide technology
leader in the field of LIDAR
sensors (acronym for Light
Detection and Ranging),
associated products, and software
tools. It is Ibeo’s goal to reinvent
mobility by enabling cars to
become cooperative partners in
public transportation, thus
making transportation safer.

http://www.ibeo-as.com/

The Island Institute
Founded in 1983
Maine, United States

The Island Institute works to
sustain Maine’s island and
coastal communities.

https://www.islandinstitute.org

Pinar Kitapci
CEO

Dr. Ulrich Lages
Chief Executive
Officer

Suzanne
MacDonald
Chief Community
Development
Officer
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Ancient wisdom shedding light

to a culture of growth

A business leader shares experience on overcoming
challenges of change and building a growth culture.
The talk unfolds around moving in the rhythm of
change, the value in coherence, leveraging logic with
empathy and openness, accompanied by wisdom
from a 13th century mystic poet.

Yesim Pinar Kitapei is the CEO and Board Member
of Kocfinans, a pioneering financial services company
in Turkey, specialised in consumer and SME lending.
Pinar is an agile enthusiast, leading Kocfinans as a
lighthouse to inspire other Koc Holding companies
on their way to business agility. In addition, she holds
8 board membership positions in Turkey and is an
AMP alumna of Harvard Business School.

Big Bang Theory meets LiDAR
- transforming society

Change management and stories thereof are not
new. Most change management efforts fail over time.
At Ibeo a new approach was followed: the change
was initiated fast, unexpectedly, and with no option
of going back by disrupting the previously in place
system altogether within one minute to the next. All
of this happened May 9th, 2019. Our very own Big
Bang. This is the art of the possible.

Ulrich started his officer career at the German armed
forces. He studied mechanical engineering and did
his PhD on active collision avoiding in autonomous
vehicles at Helmut Schmidt University in Hamburg,
Germany and his Executive MBA in Maryland. In
1998 he founded Ibeo Automotive and has been the
CEO ever since.

Mirroring Community Process in a

Community Development Organization

In this time of rapid change, challenges posed to our
community institutions and community leaders grow
increasingly complex. How can community develop-
ment organizations respond to this complexity? In
the years following a founder transition, the Island
Institute went through a massive redesign and adopt-
ed agile principles based on the anticipated future
needs of its constituency.

As Chief Community Development Officer, Suzanne
oversees strategy development for the Institute’s
programs, with a focus on the organization’s climate
and economic resilience initiatives. She has been

a catalyst and leader of several national and global
networks focused on island sustainability.
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An Agile
Leadership Journey

What does it take to transform business agility?

ete Behrens

r l Yhe 4th Edition of The Business Agility
Report, released in late 2021, outlined

several findings to inform organiza-

tional best practices and improve business

agility. Of those, the highest rated organiza-
tions are those that:

1. Have business agility transformation
programs led by their Board of Direc-
tors;

2. Transform multiple business units at
once, usually along customer value
streams;

8. Score highly in the 3 key predictive
indicators of business agility: relent-
less improvement, value streams, and
funding models; and

4. Invested in their transformation for a
minimum of 2 years.

Do you notice anything about the list?
Read it again just to be clear—the key indica-
tors driving business agility maturity are
only able to be influenced by the most senior
leaders of the organization, including the in-
volvement of the board of directors, impact
to multiple business units, addressing fund-
ing models, and requiring investment over
two years to see significant benefits, which
requires patience and grit to work through
the pain of change.
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When we dig deeper into the report,
we see key correlations between organiza-
tions and their aptitude toward business
agility. The first of those correlations (and
perhaps one of the least surprising) is
that organization size plays a significant
role in agility, with smaller organizations
generally out-adapting their larger peers
(although this is not a linear relationship).
Larger organizations typically stratify
leadership hierarchy deeper and depend
further upon matrixed dependencies to
accomplish shared goals. Larger organiza-
tions often rely more heavily on process
controls and typically operate in more
regulated industries that require such
controls, including finance, healthcare, in-
surance, transportation, and government.
But don't let size deter you; organizations
of all sizes are seeking and achieving
increased business agility to improve their
performance.

This leads us to our second observa-
tion: industry is a major influence on busi-
ness agility. The top performing indus-
tries are Consulting (5.5 average maturity
rating) and IT (5.1 average maturity rating)
which have the fewest regulations. How-
ever, industry should not be considered
a deterrent, but rather seen as a friction
toward improved business agility and
performance. It is a positive signal that
the third and fourth highest industries
on the maturity scale are Manufacturing,
Automotive & Aerospace (4.8 average
maturity rating) and Financial Services (4.7
average maturity rating), which do operate
in a realm of higher regulatory oversight.
Leaders need to move away from the
binary thinking that their industry either
will or will not allow business agility. Rath-
er, leaders must adopt the mindset that
business agility may look different and
require more nuance and effort to achieve
given the complexities different industries
face, including regulatory requirements.

Likely the most interesting relation-
ship is one of time. Companies are find-
ing the need to continue their journeys
toward improved business agility over
many years. Companies on the journey
for eight or more years demonstrate 50%
more business agility (6.42 average matu-
rity) than those with two years or less (4.12
average maturity). Let’s repeat that for
emphasis - companies on the journey for
eight or more years! The report indicates
a first sign of improvement in two years
with true impacts following much later.

This year we queried the inflection
points in the data and found that the
[first significant step-change happens

afier two years on the journey, then

grows through years three to eight,
before benefitting from the last step
change at eight or more years on
journey.

The 4th Edition of the
Business Agility Report

For those who have been on the
journey, this will not come as a surprise.
For those I speak to each week consider-
ing a journey or newly on their own path
toward improved business agility, this
often comes as a shocking realization.
Personally, I often pause to emphasize
this point. In order for you, the leader-
ship team, to accomplish what you are
seeking, you need to commit to a multi-
year focus which includes people, money,
and time. The difference between a day
hike and a month-long backpacking trip
is significant. Leaders underprepared for
this reality, thinking that this journey is a
one-and-done this-year’s-leadership-ini-
tiative, are in for a reality check.

This leads us to our primary mes-
sage: Leaders who do not transform
themselves will have little impact in
transforming business agility within their
organizations. Why? Because changing
organizational structures, processes and
measures is only half the battle.

Think of organizational change like
technology change. Improving tech-
nology comes in two forms: hardware
upgrades and software upgrades. Both are
required and co-dependent for improved
features, functionality, usability, perfor-
mance, etc. The same is true for organi-
zational change for improved business
agility. Hardware upgrades for organi-
zations are represented by restructuring
and reorganizing, mergers and acquisi-
tions, and new tools and technologies.
Software upgrades are represented by
mindset and culture. Updating organi-
zational structures, breaking down silos,
and scaling more agile ways of working,
are not enough. Updating personnel and
leadership with a new mindset and cul-
ture are not enough. But combined, they
can have a significant impact on business
agility and performance.
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Evidence that leaders must not only structures emerged to manage them.

lead business agility transformation for Leadership divisions formed around
their organizations, but indeed take an functions, and the connection between
active role in transforming themselves, leaders and members—along with their
can be seen from the barriers identified in | power and status—slowly pulled apart.
the report: Land boundaries connected cities to

form states and royal families ruling

Top 10 Themes for Addressing Challenges Along the Journey class-based societies emerged through

Resistanca to Change this period of time.
Leadership
Diffieulty Scaling The foundations of modern man-
Mind agement, often attributed to Frederick
Commitment Taylor and his consequential paper on
Silas The Principles of Scientific Management
PourPracices — (1911), can be traced back to these earlier
Unauiitable Structure - ses— leadership principles. Taylor was incred-
No Clear Vision s ible for his time in improving system
Skilled Personnel  me—

workflow, irrespective of human impact.
While he routinely improved manufac-
Once again, every barrier listed is turing workflow by many multiples and
related to leadership focus, beliefs and be- | improved quality and repeatability at the
haviors. While a few of the barriers relate | same time, he looked upon the work-

to the organizational “hardware”—silos, force as incompetent, unskilled and not
unsuitable structures, and poor practic- of value to train beyond simple repeti-
es—a majority of the barriers more closely | tive tasks. Leaders think, workers do; Not
relate to the organizational “software”™— far from the viewpoint of monarchical

resistance to change, leadership, mindset, | leaders ruling over their subjects.
commitment, and no clear vision. Where-

as organizational hardware upgrades may Following World War 11, Japanese
be delegated to a change team or external | manufacturing was struggling with qual-
consultancy, organizational software ity control of its products. In a chance

requires a more human connection and is | meeting and speech given by Edward
directly related to the leadership mindset | Deming on Statistical Product Quality,

and behaviors. Toyota and Deming began a relationship
) o that likely inspired one of the most sig-
Business agility requires leadership agility. nificant leadership shifts in our lifetimes

So, what does it take to transform leadership? and held Toyota’s position on top of the
) auto industry for the rest of the century.
Agile leadership is not a new concept

and did not merely emerge from the At the time labeled The Toyota Way,
technology-centric Agile movement of and now known as Lean Manufacturing,
the last 20 years. In fact, adaptive leader- Deming and Toyota not only shook up
ship can be traced back to the beginnings the manufacturing process but funda-
of human development with surges of mentally challenged the foundational
progress and roadblock setbacks along the | leadership principles that ruled royal
Jjourney. As technology has created work- | families and Taylorism. Deming put
flow efficiencies, agile leadership devel- the line worker in charge of both their
oped from a need to be more adaptable process and quality control, thus shifting
in more complex scenarios. While the the power of control from the manager
Agile movement formed at the turn of the | to the worker. They installed an andon
century, the roots of agile leadership go cord that ran the length of the line that
much deeper. any worker could pull to stop the entire
process. Any worker stopping the plant

Organizational leadership models triggered a deep dive (five whys) into the
today can be traced back to about 13,000 | root cause of the problem before restart-
years ago. Around this time, agriculture ing.

enabled larger, formerly nomadic popula-
tions to form stable cities. As city popula-
tions grew, hierarchical leadership
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Other companies attempted to copy
Toyota’s new leadership model with little
success. This wasn’t because Toyota hid
their approach as a competitive advan-
tage. Indeed, they gave tours and provid-
ed many other manufacturers with their
playbook. It was the limitations of the
other manufacturers who failed to recog-
nize that installing the Toyota “hardware”
structure and processes was not enough.
It further required a “software” upgrade
to change the mindset of leadership. Oth-
er companies were either unable, unwill-
ing, or simply didn’t understand the new
leadership principles that made the new
processes work.

It wasn’t until the second half of
the twentieth century that the leader-
ship development community began to
shake up the foundational theories and
instilled practices reinforced by Taylor.
Theory X & Y (1960), Servant Leadership
(1970), Situational Leadership (1975), and
Transforming Leadership (1978) were a
few of the forerunners of a radical shift
in thinking about leadership. Taking their
lead from Toyota and Deming, these new
researchers were proposing the leader
serve the employee and that employee
motivation should come from within
rather than from the leader via external
threats and incentives. This was not too
different than Copernicus proposing the
earth revolves around the sun—much of
it falling on deaf ears.

However, concepts of adaptive
leadership can be traced back to prim-
itive times in human evolution. 2.5
million years ago, leaders and followers
likely emerged through a reciprocity
relationship that has been labeled ser-
vice-for-prestige'. Voluntary leader-fol-
lower relationships developed through
the reciprocal exchange of demonstrated
respect for valued services delivered (e.g.
providing more food in exchange for
hunting). Unlike the more hierarchical
models, this reciprocal relationship had
leaders more closely related to the work
as direct service rather than overseeing
others doing the work. Furthermore,
the leaders more often emerged based
on their experience rather than being
instilled through lineage. Finally, these
early leaders were more frequently

challenged by their followers if they
failed to provide services as opposed to
later leaders who held the position re-
gardless of results. In essence, followers
had more status, relationship and auton-
omy with respect to their leader. Does
this sound familiar? Essentially, Deming
and the leadership models that followed
are taking us back to our human roots
rather than dramatically shifting away
from them.

The reason this leader-follower
relationship development is so critical is
that for two millennia the human brain
evolved to value this more dynamic,
adaptive and reciprocal relationship.
From our viewpoint in 2022, the past
13,000 years might feel like a very long
time. However, from an evolutionary
perspective, 13,000 years represents
only 0.5% of the approximately 2.5 mil-
lion years of human development! Our
human desire for status, relationship
and autonomy, along with the threat we
feel when they are challenged or taken
away, are deeply ingrained in all human
DNA. The human brain codependency
with status, certainty, autonomy, relat-
edness and fairness (SCARF) have been
well documented through research by
David Rock, author of Your Brain at Work
and founder of the NeuroLeadership
Institute.

Thus, we can see that through the
lens of time, our last 13,000 years of
leadership have been misguided. Busi-
nesses of today need to more closely re-
semble the nomadic nimbleness of our
early human communities as compared
to the stability and size of the later city-
states. Larger organizations are finding
that they are more adaptive and effec-
tive when operating as multiple smaller
business units, each with the autonomy
and relatedness to connect closely with
their employees and customers. The
leadership to drive these business units
needs to be more connected, engaging,
empowering, balanced, dynamic, and

adaptive. @

1 Service-for-Prestige Theory - hitps://www.frontiersin.org/articles/10.3389/fnhum.2014.00363/full
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Agile leadership is not new. More
adaptive leadership models have been
reentering the workforce since the 1940’s
when Deming and Toyota radically altered
the power dynamics between leaders and
workers. And yet, we are a long way from
1940. Today, the needs of business, and the
leaders who lead them, need to change yet
again. In the 1940s, leaders were seeking
to optimize how to build a quality car in
the most efficient manner. In the 2020s,
leaders are seeking to innovate new ideas
and technologies faster than competitors
amidst rapid change and complexity that
was inconceivable less than a hundred years
earlier. While lean manufacturing processes
and automation are dominant across the
globe, lean leadership is more rare.

Today, the ability to effectively lead in
a VUCA world is necessary at all levels of
an organization. This is true regardless of
whether you are leading an organization,
a team, a project, or influencing in other
ways. Leaders have the capacity to grow
through multiple developmental stages
to improve their effectiveness—what Bill
Joiner and Stephen Josephs define as “lead-
ership agility” in their book by the same
name. As a leader develops agility, they
increase their creativity to identify bet-
ter outcomes, stakeholder engagement to
co-create them, and the situational adap-
tiveness to achieve them. More agile leaders
see more options, engage in more diverse
dialogue, and make more informed deci-
sions, resulting in the ability to take more
effective actions and improve business agil-
ity. Leaders must combine real-time aware-
ness with the openness and courage to
situationally experiment on new approach-
es to everyday situations, thus developing
new competencies. It not only depends on
harnessing the leader’s strengths, but also
in managing their emotional triggers and
balancing dualities with no “right” answers.

Furthermore, how leaders think and
approach their work and their employees
shapes their organizational culture. That’s
because how leaders think impacts their
work—from what they focus on to how
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they measure success, from who
they hire to how they compensate em-
ployees, from the policies and structures
they develop to how they engage with
others. How leaders think shapes what
they do, and what they do shapes the
organizational culture, which supports
or impedes business agility.

The Agile Leadership Journey™
approach to leadership development
and shaping culture is based on the
belief (and the research that supports
it) that leaders have the capacity to
grow through stages to improve their
effectiveness, that leadership can be
developed, and that everyone, regard-
less of role or title, can demonstrate
more effective leadership. We take the
approach that leadership and culture
have a symbiotic relationship—in other
words, leadership shapes culture and
culture shapes leadership. Leaders can
develop the capacity to deliberately
shape organizational culture to improve
business agility, health, and perfor-
mance. Effective leadership is a journey,
not a destination. ©

Pete Behrens

1s a leadership coach and the founder of the
Agile Leadership Journey, an organization
whose mission is to inspire and catalyze leaders
to improve themselves and their organizations.
Pete is also the creator and host of the (Re)
Learning Leadership podcast exploring lead-
ership challenges and opportunities for leaders
to improve in highly complex and rapidly
changing environments. As a systemic coach
and leader himself, Pete led the development of
the Certified Enterprise Coaching (CEC) and
Certified Agile Leadership (CAL) programs for
the Scrum Alliance.
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Focus on

the outcome
of the work,

not the

framework

Nizar Khoja

emergence

leader, I have watched many

organizations try to create or
enable agility through transfor-
mation at the execution level—
where most of the focus is on
the delivery of work. While not
necessarily incorrect, However,
this focus sometimes misses the
purpose and value of the work.
We also miss the connection
between strategy and execution
by not properly understanding
business outcomes.

In my time as a transformation

This challenge is often com-
pounded when organizations
rely on specific frameworks (such
as Scrum, Kanban, or SAFe) and
try to work within these rather
than understanding whether the
frameworks are appropriate for
their type of work.

A better approach is to focus
on outcomes so that the ways of
working are secondary. In oth-
er words, the goal should be to
bring agility in at the outcome
level, not at the execution level.
It is essential for organizations to
understand how the implemen-
tation of the transformational ap-
proach can help an organization
to have positive change with the
right purpose and goals, without
becoming rigidly focused on new
ways of working.

In 2017, one of North Ameri-
ca’s top financial institutions, with
more than 80,000+ employees
and customers in over 40+ coun-
tries, decided to revitalize one
of its key business units using
Business Agility. This unit was
responsible for bringing in the
majority of company revenue and
was so large that the transforma-
tion would directly impact almost
4,000 employees and indirectly
impact 20,000+ employees. This
was no small task: after all, it’s
never easy to create inertia in a
large organization with almost
100 years of entrenched history
and practices.



However, with the right leadership,
defined outcomes, and engagement
at all levels, the organization was able
to successfully transition to a new way
of working. The leadership group was
on-boarded and willing to both learn
and pivot in their approaches. They took
readily to supporting and fostering the
culture of continuous learning which was
key to a new way of working. In other
words, they were “not only singing the
song but trying to understand the lyrics”
at the same time.

SO, WHY TRANSFORM?

At the beginning, the organization iden-
tified the following key problems which
they aimed to solve through their trans-
formation:

1. Being busier and working hard-
er than ever, but still struggling
to deliver more value [employee
engagement]

2. Being slow to respond to market
opportunities and threats [speed to
market]

3. Their execution not meeting their
strategy [misaligned between out-
come and output]

4. Competing business priorities
across silos [lack of alignment and
transparency on priorities between
different groups and teams]

And how did it start?

As the transformation executive
responsible, I had a first-hand role in
initiating the transformation journey.
With the problems clearly articulated, it
was necessary for us to have alignment
with senior leaders on the purpose and
outcomes of the transformation. First, we
brought all relevant parties together to
agree on the guardrails for how to work
through the transformation. They were:

Outcomes must be clear

Effort must be aligned to outcomes
Constantly learn

Pivot as needed

L A
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Next, we initiated the transforma-
tion journey with the following steps:

1. Create a common alignment on
purpose

2. Introduce the guiding principles
to support overall transformation

3. Understand the outcomes
through OKRs and Transforma-

tion OKRs

4. Identify the key roles to support
transformation

5. Define the path to Agility and
Assessment

6. Develop the Change Management
and Business Agility Transforma-
tion Roadmap

7. Provide simplified and unified
Business Agility processes and
practices that focus on outcomes
for any group or team

8. Introducing measures and sus-
tainment

1. Create a common alignment on
purpose:

We our journey of change by bringing
all the leaders together and aligning on
purpose. This was necessary in order to
enable New Ways of Working, by or-
ganizing teams to maximize agility in
the form of efficiency and productivity.
In turn, this accelerated the delivery of
measurable outcomes. Furthermore,
we explored how to manage unlimited
demand with limited supply or capacity
through prioritization on value delivery
based on data. All of this was in service
to achieving business outcomes.

As we pursued alignment, we used
a top-down and bottom-up approach
(AKA a sandwich approach) where di-
rection and priorities (with the focus on
‘what/why’) was top-down and delivery
progression and impediments that re-
quired support (with the focus on ‘how’)
was bottom-up. @
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2. Introduce the guiding principles to
support overall transformation:

To ensure alignment of outcome across
the transformation, we developed the
following guiding principles:

1. Implement customer-centricity at
every level of the organization.
2. Maintain an outcome-focused
mindset (connection of strategy
with work)
Employee engagement is the key
Change must impact the overall
business ecosystem end to end
Foster a growth mindset and con-
tinuous-learning culture
Use Lean Change Management to
make the transformation stick
Support outcome delivery through
purposeful team design
Apply new Ways of Working ap-
propriately to the type of work the
teams are engaged in and out-
comes they were trying to achieve.
These Ways of Working should
be guided and supported by BAI,
EBA, Lean Startup, Management
3.0 and SAFe 5.0 (Business Agility
track) as ‘Fit for Purpose’ Frame-
works.
9. Ensure transparency and align-
ment across teams

® N o & e

8. Understand the outcomes through
OKRs and Transformation OKRs

Once we identified our guiding principles,
we introduced the concept of OKRs to

the leadership team. OKRs (Objective and
Key Results) are a lightweight strategy and
alignment framework used to achieve an
organization’s desired outcomes through
common goals, shared commitments, and
clear accountability.

After introducing the concept, we
worked with senior leaders to build a
series of transformational OKRs and
gain alignment on what we intended to
achieve and how we would know we were
successful in achieving it. We focused on
three key themes that supported business
outcomes:

[u—

Client/Partner Satisfaction

2. Employee Engagement

3. Operational Excellence/Continu-
ous Improvement

We partnered with senior leaders
to adopt and implement OKRs in their
respective groups and use them as con-
versation points with colleagues.

4. Identify the key roles to support
transformation

We identified four key roles required to
support the transformation of this size:
Transformation Strategists, Coaches, En-
ablement Leads and Change Managers.
These roles are critical to support overall
transformation and enable leaders to
apply business agility practices and be-
haviours effectively.

Transformation Strategist: This
seasoned role helps groups to strate-
gize, organize and plan a business unit’s
transformation journey. They also act
as a Leadership coach and work close-
ly with senior leaders to explore new
ways of tackling business problem:s,
provide situational guidance for resolv-
ing long-standing problems in novel
ways, and assist leaders in having a
positive impact on downstream work.
They make sure that each specific group
transformation plan is aligned to overall
business unit strategy. Usually, two or
three individuals with specific skills were
required to support this role.

Coaches: Provide overall sup-
port for specific groups to guide them
through the transformation i.e., leader-
ship support, coaching, and building ca-
pabilities. Usually, one or two individuals
were required per group depending on
the number of teams requiring support.

Enablement Leads: This role sits
within specific groups. Individuals are
identified within that group to support
and were mandated with the following
responsibilities:
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* Leading Transformation efforts
with a specific group

» Identifying One-Year group level
‘New Way of Working’ Transfor-
mation Outcomes

e Facilitates development of Out-
comes

e Co-creation and ownership of
Transformation roadmap with
group leaders

e Ongoing creation and prioritiza-
tion of Transformation backlog for
the group

¢ Regular measurement of Out-
comes (OKRs)

e Providing transparency (reporting
out) overall health of Transforma-
tion

e Change Leadership on strategic
initiatives

Two or three individuals per group
were required to work closely with group
leaders and teams.

Change Manager: The Change Man-
agement role is key to the transformation.
Change Managers usually had the follow-
ing responsibilities:

* Analysis of operational changes
and assessing the change impact

¢ Communication with the affected
employees and leaders

e Information transfer and docu-
mentation of process changes

e Creation of communication
channels

* Development of a change plan

*  Documentation and creation of
change management reports

One Change Manager per group was
required to work closely with Enablement
Leads and teams.

5. Define the path to Agility and Assess-
ment

We understood from the beginning of
the transformation process that we were
taking the teams on a journey, and that
every group within the business unit were
starting at different levels. As per our
agreement with Leadership, we defined a
maturity assessment that aligned Business
Agility assessments based on the follow-
ing criteria:
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On average, most of the groups
were at the “Walk” state and some were
heading towards the “Run” state in their
journey. This was considered successful,
considering the organization was only
three years into their journey.

6. Develop the Change Management and
Business Agility Transformation Road-
map

Once we had defined the path to agility,
and OKRs were defined with appropriate
Key Results to measure progression met-
rics, we created a change management
plan along with a business agility road-
map to clarify how we could approach
transformation within a certain time-
frame. High-level activities included:

1. Creating the climate for change:
Providing awareness through
newsletters, town halls, sharing the
path to agility and change plans.

2. Mobilizing: Providing training and
coaching, identifying key enable-
ment leads, and other on-boarding
activities of the teams

3. Beginning new way of working:
Identifying teams within groups
to transition to applying business
agility practices and behavioural
coaching.

4. Transitioning to self sufficiency:
Moving a matured team into the
sustainment phase and applying
agility practices and behaviours as
per their needs.

7. Provide simplified and unified Busi-
ness Agility processes and practices that
focus on outcomes for any group or
team

We started with a simple and tactical
approach to apply Business Agility prac-
tices agnostic to any specific framework.
However, we also empowered coaches to
support teams and guide them with ap-
propriate frameworks that complement-
ed their work and purpose.

This approach requires teams to:

1. Have clear outcomes (OKRs) that
align with the organizational OKRs
so they can be achieved collectively

2. Understand the work that is re-
quired to achieve the outcomes
(OKRs)

8. Prioritize what matters by focus-
ing on value and the impact that
has been made. Learn to make the
tough decisions to more effectively
deprioritize WIP

4. Have cadences and ceremonies
to refine the OKRs, and to keep
narrowing down to the Key Results
that really measure success. Focus
on alignment and collaboration
through daily or weekly sync.
Achieve effective planning through
monthly or quarterly outcome
check-ins

5. Maintain reflection and continuous
improvement through retrospec-
tives; monitor OKRs and adjust
immediately based on what has
been discovered

All in all, the Business Agility process
ensured that:

e QOutcomes defined the work

e Value was delivered frequently,
and feedback is gained in response

e The teams took time to reflect on

whether the work had the desired

impact
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887 of groups adhere to
Business Agility practices
and behaviours at all levels

1007 of groups connect their
strategy with work through
Outcomes (OKRs)

Major improvement in
Efficiency and Productivity
Ratios.

10% improvement in employee
engagement and happiness
metrics.

807% of employees feel that their
work is supporting business unit
Strategy (an increase of 5%)

The organization has won
several customer satisfaction
awards in the last two years.

8. Introducing measures and sustainment

Finally, we introduced measures that
helped the organization understand the
impact of these practices and behaviours
through outcomes (OKRs) and benefits
while applying processes and practices that
supported these “New Way of Working”.
These measures included:

a. Measuring the impact of agility
practices and behaviours on opera-
tional excellence in terms of speed
(Ilead time), outcome achievement
(throughput and OKRs), and pre-
dictability (velocity)

b. Measuring the impact of a cus-
tomer-centric and outcome-driven
culture on client/partner satisfac-
tion to achieve superior customer
and partner values by simplifying
delivery and optimising primarily
for flow of outcomes.

c. Measuring the impact on people’s
engagement by determining the
happiness and employee engage-
ment pulses.

Additionally, we addressed sustain-
ability by establishing a Community of
Practice (CoP) and identifying individuals
within specific groups to serve as Enable-
ment Leads or Champions for agility

transformation. Encouraging a culture

of learning and experimentation among
groups also helped increase efficiency and
value delivered to customers.

WHAT IMPACTS HAVE BEEN REALIZED?

To date, there have been significant im-
pacts as a result of this transformation.

Throughout the transformation,
it became clear that if senior leaders
focused on the outcomes and enabled
individuals and teams to define the ‘how’,
not only would our transformation solve
the identified problems, but our people
would own how they work. Instead of
focusing on frameworks, we provided the
destination through outcomes, educated
the workforce on the frameworks, and
then allowed adoption to be driven by
what worked best for the teams.

As other organizations navigate their
next transformation, they can use out-
come-focused goals in the form of OKRs
to provide the clarity, alignment and di-
rection needed for their people to thrive.

©

Nizar Khoja

is considered a thinker, leader, and coach, and s
curious about New Ways of Working, Remote Work,
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FAILING WITH SCALING?

et’s imagine a newborn
I company. It is in its start-up

phase. There is a brilliant
new business idea and a small,
very passionate, and dedicated
team, to pursue that opportunity.
It is a phase full of discoveries.
The team communicates contin-
uously, learning together how the
new opportunity can be captured
and realised, satisfying the early
customers. With their relentless
focus on the customer and their
intense collaboration, where ev-
erybody brings in their skills, the
company is on the rise.

Hendrik Esser (Ericsson)

Jens Coldewey (Improuv)

Marcin Floryan (Spotify)

Darja Smite (Blekinge Institute of Technology)
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As business increases, the company
starts to grow. Features are added to the
product, gradually increasing its overall
value. The product architecture becomes
progressively more sophisticated. New
employees need to rely on the expertise
of existing employees in order to learn
the design of the product. A career mod-
el is added to signify who the experts
are. The customers pull for greater func-
tionality. Over the years, more and more
people are hired to satisfy all the in-
coming demands. Subunits are created,
managers are appointed, a project office
and financial control unit are created,
governance is added to orchestrate the
growing business, suppliers are contract-
ed to deliver parts of the product, and
more.

Overhead is increasing, so the focus
shifts towards optimising the internal
structure of the company. Efficiency
improvements are initiated and driven
with a tight follow-up. But despite all
the efforts, margins are decreasing. The
company gets sluggish delivering new
value. Competitors—small start-ups
like the company once was—start eating
from the margins. And a crisis emerges:
How can we grow further? How can we
be as large as we are and still have the
speed and agility of the small start-up
that we once were? How can we have
good profitability from our legacy prod-
ucts to be able to invest in new opportu-
nities? Why are our attempts to get into
new opportunities failing frequently?

Nothing significant has emerged
despite our initiatives to foster innova-
tion and the number of smart people
employed. The company feels it is not
agile enough. But luckily there seems to
be information available about becom-
ing agile, even for companies on a larger
scale. So a well-structured agile scaling
model is introduced.
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A few years later, however, the nim-
bleness of the company still hasn’t im-
proved much. Although, there has been
a significant improvement in efficiency—
for example, the introduction of software
pipelines, enabling a digital flow in the
project management allowing high levels
of transparency. Yet the overhead to
orchestrate all of it feels heavy and agility
feels a distant dream.

The story of company growth
described above is a typical example of
organisational evolution that is well rep-
resented in Greiner’s growth model'. The
key learning Greiner offers is that crises,
when growing, are inevitable. but manag-
ers, way too often, fail to learn from their
own organisational history and thus fail
to anticipate the need for an appropriate
and timely organisational development.

WHAT IS THE CHALLENGE?

Most companies want to grow, as in—be-
come large and powerful. The typical
reasoning behind it equates to a simple
equation: Scale the business up, do more
tasks faster and better, including tasks
conducted by the quality assurance.

Organisational growth often hap-
pens by increasing the number of people,
hence increasing the capacity to deliver
work and value. But growth does not
come without its cost. At some point, the
growth triggers thinking about the need
to “scale” (Note: primarily scaling-up) in
order to meet the demands of the ev-
er-escalating organisational complexity.
The first signs of that escalation tend to
be seen in the increased dependencies
between pieces of work across the value
chain.

A common approach to dealing with
this “scaling” leads organisations to focus
on:

e uniformity or consistency of pro-
cesses and ways of working

e optimising for efficiency

» focusing on predictability and
increasing control
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Many established scaling frame-
works are promoted to satisty these
needs. However, starting from large-
scale frameworks has shown to intro-
duce a significant amount of manage-
ment and orchestration overhead and
decrease flexibility?. This comes mainly
from the heritage of large organisations;
all the steps and decisions are taken
throughout its history from being a
startup to being large. There is usually
an established product and a strong bias
towards sustaining it and increasing
margins by enhancing efficiency.

On one hand, it seems obvious and
necessary to protect established prod-
ucts. But this same protective mindset
can lead to the entrenchment of existing
paradigms such as “We need a central
orchestration function (including a
PMO, financial control, portfolio and
product management, etc.) The most
widespread scaling frameworks are
“successful” (commercially) not because
they improve business, but because they
satisfy that established mindset.

Focusing on the above aspects is
exactly what contributes to a further in-
crease in complexity and leads to a gen-
eral slow-down. Individual people tend
to feel like they are just “a cog in the
machine”, their agency and autonomy
are severely limited, bureaucracy takes
over, and nobody seems happy with the
outcomes. Organisational walls appear,
alienation and structural holes emerge,
and internal competition increases. De-
pendencies and collaboration that have
been self-managed in the past, suddenly
fail. This is also typically the time when
company pioneers start leaving, disillu-
sioned in the ability of the company to
empower its staff to create new value.

The root cause of all these problems
lies in several confusions:

The first one is the confusion of
scaling and growth. Scaling and growth
are related but are different concepts
altogether. Looking back at the innovative
start-up company that grew and turned
into a bureaucratic machine, do we see
any alternative way they could have
grown? We believe that there indeed is an
alternative. In contrast to rapid growth
in size that causes efficiency problems,
demands support functions, and often
breaks the established culture turning
the start-up into a machine bureaucra-
cy?, companies may want to grow a bit
slower by focusing on expanding their
capabilities by relying on highly trained
professionals who have control of their
own work, turning the start-up into a
professional organisation®. The difference
in these two ways of growth is reflected in
the following two definitions:

e Growing — realised through
business evolution—where more
experts, capable of working auton-
omously and reaching their goals,
are added to meet the growing
demand.

e Scaling - realised through adding
hierarchy, rigid roles, policies and
guidelines, and designing com-
munication flows with the goal
to efficiently orchestrate a large
number of people towards deliver-
ing customer value. (Both reduce
flexibility and agility.)

When growth and scaling are seen as
tightly correlated and handled together,
organisational complicatedness increases.
Agility and the ability to innovate de-
crease.

A second confusion is about compli-
catedness and complexity.

e Complicatedness means that a
cause-effect relationship can be
clearly determined. Consequently,
it means that things are predictable
and can be planned.

¢ Complexity means that influ-
encing factors are entangled and
partly not observable, resulting in
very limited or no mid-term pre-
dictability.
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So competence relates to the overall
competence, subject matter expertise,
attitude, and people skills. Technical
skills are just that: the subject matter ex-
pertise. For example, hiring the best Al
expert won't have the desired effect on
your business if that person isn’t at the
same time able to collaborate with and
teach and mentor their colleagues.

Taking predictability as a controlled
measure is another confusion on its
own: Predictability only pays into con-
trol, if the plans are actually delivered
accordingly. If your domain is inher-
ently unpredictable, such as software
development, control comes from trans-
parency and the ability to react, rather
than from the ability to predict. Trying
to predict unpredictable things is a waste
of time and effort. Unfortunately, many
scaling efforts try to increase predictabil-

In saying so, what is needed is::

ity and, thus, just increase cost, rather * Learning to grow without scal-
than control. ing
* Learning to take advantage of

A third confusion is the confusion
of competence and technical skills. As
organisations grow they tend to focus
recruitment on people with expert

unpredictability

* Learning to recruit socially
competent people, not only
people who are subject matter

knowledge believed to be needed for experts
growth. So the main focus is on their
subject matter expertise. But these new
people will be part of a large organisa-
tion, where they have to cooperate, col-
laborate and network with many other
people. And for that — people skills are C
essential. [

@iencagoos
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WHEN SUPPORT FUNCTIONS GO WRONG

To understand what is going on when adding people, let’s look at a
little story: The story of Peter, Paul, and Mary.

Peter, Paul, and Mary can’t agree. They have a common goal: to have
fun. But Peter wants to go to the cinema, Paul wants to go to the zoo,
and Mary wants to go to the swimming pool. They argue and fight and,
because they can’t agree, they go to Mummy so she can decide.

Mummy is a good mom. She really wants to be fair. But oh! There are
so many kids! And their number is growing! To cope with it, she needs
help. So she recruits some helpers into a staff function, Nanny. The
mission of Nanny is to help make fair and good decisions. But this is
difficult. The kids all have their own ideas, demands, and arguments—
very confusing. To combat this confusion, Nanny wants to gather the
facts behind all the needs and debates. They ask the kids for data: How
much does a zoo ticket cost? How much is the swimming pool? How
much is the cinema ticket? How risky is it to go to the zoo, swimming
pool, or cinema? And so on.

As the family wants to continuously improve and learn, the kids need
to write a report after each trip, where they reflect on how it was and
whether the goal was achieved. To make everybody follow this setup,
the strategy, and its execution, the roles and responsibilities are clearly

defined.

Ok, you see where this is going: More and more overhead is created. As
the tamily grows, having an orchestrator becomes more and more of a
burden to everyone involved. The fun, creativity, and spontaneity are
lost. What can be done to avoid this pattern?

All the overhead emerged as a result of one core problem: Peter, Paul,
and Mary couldn’t agree. Because of that, the decision was escalated
to a “referee”, which led to the creation of Nanny. Growing and scal-
ing were confused, as a growth in the number of kids would cause

a growth in the Nanny function. Additionally, complicatedness and
complexity were also confused as Nanny wanted to create a guarantee
for good decisions, and thus driving to remove any uncertainty—
sometimes by just ignoring it.

A typical sign is when an organisation emphasises that all decisions
must be based on only facts and data. If you can’t provide data to prove
your point, what you say is ignored or at least seen as fluffy or unreli-
able.

A better way would have been, to start at the root and empower Peter,
Paul, and Mary to constructively work through their disagreements
and arrive at good compromises by themselves. They should include
Mummy only where a family-level alignment (direction and strategy)
is needed. With an investment into the collaboration skills (psycho-
logical safety, speaking up, constructive confrontation, argumentation
skills, skills to shift perspectives, ability to navigate ambiguity and
uncertainty, etc.) the need to scale, and also the need for the rigid
constraints for that matter, when growing, is significantly reduced and
may be even eliminated.
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BREAKING OUT AND SUCCEEDING

Learning to grow without scaling

The example in the side box clearly
shows that the scaled support functions
exemplified as Nannies not only fail to
make the right decisions fast or satisfy
the kids, but restrict individual autonomy
and decrease the very motivation to solve
similar challenges in the future, or resolve
internal conflicts as a team. But what can
be done in organisations? New structures
and support functions are inevitably add-
ed throughout the organisational growth'.
Can organisations grow without scaling?
We believe they can. Our answer to this
challenge lies in cultivating self-man-
agement, autonomy, and empowerment
instead of centralised decision-making
and bureaucratic management, and ad-
vocating for leaders with the role to guide
the organisation instead of traditional
managers*.

For growing organisations we rec-
ommend resisting to address each crisis
through scaling with yet another support
function and organisational structure.
Control and organisational bureaucracy
are known to kill innovation and the abili-
ty to solve complex problems. The larger
the organisation, the harder it is to man-
age through formal programs and rigid
structures. By saying this, we by no means
suggest that supporting structures are not
required. They are, but instead of formal
permanent management structures and
roles, support can be ensured by imple-
menting temporary, informal, profession-
al participation-oriented structures, such
as emergent task forces, communities of
practice, leadership forums, and finally
coaching efforts. Companies shall strive
to foster collaboration and social control
which replaces the formal one. Introduc-
tion of matrix structures and communi-
ties, as well as focus on developing strong
cross-functional teams that can deliver
their tasks end-to-end, are the next re-
quired transformation.
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Next question — what is the role of
managers in these transformations? Cul-
tivation of self-management, autonomy,
and empowerment clearly does not fit in
the repertoire of traditional managers,
who execute their tasks from the formal
position of authority. When managerial
positions are “reserved” for the few, and
seen as a privilege, managers have the
vested interest in keeping their power
and justifying their existence by making
decisions, issuing instructions, and con-
trolling the execution.

This attitude to management no
longer suffices if we want to tap into the
full potential of our staff. The exclusivity
of leadership roles needs to be removed
and we have to instead recognise that
leadership is situational - and everyone
can and should take on leadership roles
when the circumstances and opportuni-
ties make them the right leader - be-
cause they have the best understanding
of the problem or strong relationships
with people working through a project
or because they have the vision that will
motivate and engage others. The rigid
formal systems have to be simplified,
which means that numerous manage-
rial roles should be reduced and people
should be reassigned. Managers can be
retrained to gain behavioural skills and
integrated into interdisciplinary teams
to consult, not to direct, and focus on
leading by intent and on achieving better
teamwork and conflict resolution. Partic-
ipative decision-making and an increase
in autonomy are eventually expected to
transform the company into a learning
organisation, which is able to react to
the changes from the market and the
customers in a more effective way. @
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Learning to take advantage
from unpredictability

“Life is what happens while you are busy
planning other things” (John Lennon)

Seeking to avoid danger and failure
is a very human desire. In companies, as
described above, this can lead to inef-
fective ways to deal with operations and
circumstances. This is because companies
themselves are social systems: people are
individuals and they have relationships
with each other, forming a society in the
context of the company.

People also have their free will. They
think for themselves and self-organise -
no matter how many rules you might put
around them. Usually, people want to do
a good job. So based on their own under-
standing of the context, they make their
choices, take their decisions, and act ac-
cordingly. And as a society, the company
responds to the customers, the business
environment, and the market. Everything
is entangled. Outcomes emerge. In other
words: it is complex. As we have learned
from people like Dave Snowden?’, a key
characteristic of complexity is the lack of
predictability. There might be cause and
effect but it cannot be foreseen analyti-
cally. It can only be understood in hind-
sight: you might be able to say “we made
decision X a year ago. And because of this
A happened and then B happened and
that’s why we are where we are today”. But
you couldn’t have foreseen all the dynam-
ics a year ago.

In contrast, in a complicated context,
cause and effect can be seen or comput-
ed. In these contexts, you can say “when I
do X there is a 100% guarantee that Y will
happen”.

The way to act successfully differs
dramatically between these two contexts.
While in a complicated context, you can
analyse and plan yourself to a solution,
this won’t work in a complex context.
Here, a more iterative approach, with
fast feedback loops is needed. You create
an assumption, often based on expe-
rience, of what might be a good thing
to do to reach your goal. But as there
is no guarantee that what you think
you should do will work out, you need
to move in small steps, always looking
for feedback indicating whether your
assumption was correct or not. Only by
going step-by-step can you learn your
way forward.

In many companies, the desire for
predictability drives people towards
an illusion of control and thus towards
an analytical approach rather than a
learning approach. In a complex con-
text, making a plan might make you
feel psychologically good: you feel in
control. Your stakeholders will like your
figures and slides and your enthusiastic
commitment. But no plan will hold and
work out. Struggle and embarrassment
are inevitable in the end. We can see this
in the statistics of projects: about 70% of
projects fail. 67

Does that mean project manage-
ment is futile? No! But what is needed
is project management that embraces
uncertainty and unpredictability. You
can still plan and execute in situations
and contexts where there is predictabil-
ity. But where there is none or limited
predictability it is not about the plan,
it is about the act of planning. Instead
of a one-off upfront planning, you plan
continuously. You lay out a rough route
of action towards your goal, but you
only plan in detail your next step and
you collect data points and insights from
across the organisation, that help you
observe in which way you need to adapt
and change your direction. Replanning,
if you will, becomes a daily activity
informed by “sensors”. For that, plan-
ning is no longer the activity of a project
manager alone, but of a community of
people - ideally distributed through the
organisation - so that new insights and
data can be communicated easily and
corrective action can be identified fast.
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Learning to recruit socially competent
people, not only people who are subject
matter experts

As we grow our organisations there is a
very common perception that there is a
“war on talent” and that we must “fight”
for the scarce candidates in the market.

It is true that demand outstrips supply
when it comes to general availability for
knowledge workers in domains like soft-
ware engineering® However, in trying to
chase talent - often understood as candi-
dates with very strong technical skills and
many years of experience - we may be
forgetting what is really important when
it comes to solving hard problems. Yes,
skills and experience matter. Yet, there is
also another, equally if not more import-
ant side that we must consider - social and
interpersonal skills.

Most problems that we are trying to
deal with today are “too big to fit into a
single brain” — even a genius one. Instead,
the solutions come from people, ideal-
ly with different backgrounds, coming
together to collaborate and jointly work
through a solution. But working together
is not easy, especially if we are operating
in a non-homogeneous environment. Dif-
ferent personalities, preferences, working
styles, cultural backgrounds, and norms
help get the best outcomes while at the
same time making working together a
little harder.

This is why we need to consider
people’s willingness and skills in under-
standing themselves and attitudes towards
working with others. Our hiring approach
should probe for people’s experience and
knowledge (especially if we are seeking
specialist expertise that is hard to devel-
op). It must also probe for their emotion-
al intelligence, social skills, and values.
Since our organisations are dynamic
and growing we also cannot just stop at
recruitment. Instead, we need to continue
investing in our people, in what is often
considered “soft skills” (though we prefer
to call these “people skills”). Topics such
as communication skills, self-leadership,
learning agility, dealing with complexi-
ty, decision making, or unconscious bias
should be the bread and butter of our
Learning & Development departments.
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But learning does not only happen
in a classroom or through online cours-
es. We also need to continue creating
opportunities for our people to socialise,
get to know each other, work through
difficult situations and show vulnerabil-
ity with each other. Our managers need
to include a new skill set in their toolkit
by becoming coaches for the people
they support — offering observations,
feedback, and a mirror that helps people
grow in all dimensions.

As we equip our people with a broad
set of emotional and technical skills we
also need to change how we think about
leadership roles. These are traditionally
“reserved” for people in formal positions
of authority. This attitude no longer
suffices if we want to tap into the full
potential of our staff. The exclusivity of
leadership roles needs to be removed
and we have to instead recognise that
leadership is situational - everyone can
and should take on leadership roles
when the circumstances and opportuni-
ties make them the right leader: because
they have the best understanding of the
problem or strong relationships with
people working through a project or
because they have the vision that will
motivate and engage others.

We recognise that going down this
path in day-to-day business can be
pretty hard. For a leader in the heat of
the moment, it is often much faster to
take control, cut the debate out, and just
make a decision from the position of
formal authority. There naturally are
situations where this is needed to move
fast. But it is also very deceiving: You get
the (illusory) feeling of moving fast. You
get a feeling of authority and power. You
get a feeling of being in control. That’s
pleasant as our human psychology
awards and encourages it. But when you
do this too often, you become addicted
to it as a leader and your people, over
time, “learn to be helpless”.

Instead, even if this might initially
feel uncomfortable to you as a leader in
an organisation, you need to take a dif-
ferent approach. Continuously work to
enable people and teams to develop and
strengthen their collaboration skills and
their decision-making. This is the best
investment you can make to avoid @
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becoming slow and losing innovation.
That investment starts with recruiting
people into your company.

This also means that leadership
recruitment and development needs to
focus on the full spectrum of craftsman-
ship; not only on subject matter exper-
tise but also on teaching, coaching, and
general people development skills.

Organisational Learning

Focusing on relationships and person-
al development alone won'’t solve the
problem of growth. When the number
of people in an organisation grows,

the number of communication paths
needed to deliver grows too - as the
amount of knowledge and information
grows faster with each added employee,
communication needs grow faster than
the size of the organisation. This leads to
information overload first and then to a
communication breakdown.

This is where hierarchies and
bureaucracies enter the stage: They are
a well-proven tactic to reduce commu-
nication human societies have literally
developed for thousands of years. You
just need to understand which person
needs which information to do their job,
design an appropriate form and every-
thing is fine.

Unfortunately, in a complex world,
you run into a new challenge: Since you
cannot predict what is going to happen,
you cannot predict which informa-
tion needs to flow from one group to
another. The classical, static means to
organise a large group of people—clear
responsibilities and communication
channels—becomes a hindrance rather
than an enabler. Trying to enforce the
communication paths designed for a sta-
ble situation often leads to bad perfor-
mance and dysfunction. Managers, who
are trained that following the defined
processes are key to performance, could
easily come to the conclusion that bad
performance is caused by bad individual
performance or, even worse, bad com-
pliance to the process. They may try to
enforce the processes even harder, mak-
ing an already bad situation worse.

A better way to deal with it is to
make use of the benefits of hierarchi-
cal structures, but make the structures
flexible and adaptable. A re-organization
takes a lot of time and energy. What is
needed is not a new line organisation,
but a dynamic re-linking of people
as the situation and context requires.
Practically that means that people from
different parts of the organisation team
up as needed, forming a - potentially hi-
erarchically organised - network. And as
the situation and context evolve, re-link
people and adapt the network or create
new ones. For example: when there are a
couple of cross-functional teams which
discover that they have dependencies,
build a light coordination structure to
respond to the situation.

CONCLUSION

To succeed and grow in the complex
world companies need to learn how to
grow without scaling, take advantage

of unpredictability, and recruit socially
competent people, not only people who
are subject matter experts.

Processes, communication channels,
and collaborations need to adapt when
circumstances change. If something new,
innovative, or just unexpected happens,
structures that have been designed for
the known past may not work anymore.
So when an organisation grows, its
ability to adapt to unforeseen changes
becomes its key capability.

Managers who look for a “scaling
process” manoeuvre their organisation
into the treacherous illusion of stability.
Instead, leaders should focus on their or-
ganisation’s ability to adapt dynamically
from a process, structural, and commu-
nication flow perspective.

In your organisational growth jour-
ney pay attention to:
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Transparency of information and
feedback loops: As organisations
grow, it becomes more and more
important to have a clear picture
of whether the organisation is able
to deliver. Bad throughput is not
usually caused by individual fail-
ures, but by different parts of the
organisation aiming for unaligned
outcomes. Though you can look
for an organisational structure that
reduces dependencies, it is usually
unavoidable. Having a good picture
of where the company is heading
and where things get stuck helps

in understanding where delivery
problems are caused and finding
ways around them.

Empowerment and Enablement:
As organisations grow, many man-
agers tend to keep a grip on the
decisions to be made. Decisions
travelling up and down the hier-
archy are one of the major causes
of slowness and delay. Especially
in a complex world, there is so
much knowledge and insights to be
shared and decisions to be made,
that they cannot all travel up the
hierarchy every single time. The
appropriate strategy is to push deci-
sion-making down the hierarchy.
When most of the decisions are
made immediately as the prob-
lem emerges, the organisation can
react much faster. This requires
that most individuals can make a
decision. They should be allowed to
and they should have the skills and
contextual understanding to take
the right decision to move for-
ward. Managers can support this by
recruiting experts with good social
skills and by leading through intent
and focusing on sharing contextual
information.
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¢ Learning: Individual learning takes
place in organisations most of the
time but a stable organisation does
not adapt with that learning. It is
unable to change even when some-
thing that has been considered right
in the past turns out to be wrong for
the future. In a complex world, the
organisation should continuously
adapt to new findings. This is what
we call “organisational learning”.
Setting up for organisational learn-
ing requires a psychologically safe
environment in which problems
can be expressed and addressed. It
requires continuous reflection to
make sure that knowledge actually
dissipates through the organisation.
It also requires dynamic structures,
where people are teaming up as the
changing situation and evolving con-
text requires. )

REFERENCES:

1. Greiner LE. Evolution and Revolution as
Organizations Grow: A companfz’s past has clues
for management that are critical to future success.
Family Business Review. 1997 Dec;10(4):397-4009.

2. Conboy K, Carroll N. Implementing large-scale
agile frameworks: challenges and recommenda-
tions. IEEE Sofiware. 2019 Feb 21;36(2):44-50.

8. Mintzberg, H., 1979. The structuring of organi-
zations. Englewood Cliffs, 330.

4. Olsson HH, Bosch J. No More Bosses?. Interna-
tional Conference on Product-Focused Sofiware
Process Improvement 2016 Nov 22 (pp. 86-101).
Springer, Cham.

5. Dave Snowden, Mary Boone. A Leader’s
framework for decision making, Harvard Business
Review, November 2007. https://hbr.org/2007/11/
a-leaders-framework-for-decision-making

6. NN. Project Management Statistics: Trends
and Common Mistakes in 2022, TeamStage blog,
hitps://teamstage.io/project-management-statis-
tics/

7. James Anthony. 95 Essential Project Man-
agement Statistics: 2022 Market Share & Data
Analysis, Finances Online, https://financesonline.
com/35-essential-project-management-statis-
tics-analysis-of-trends-data-and-market-share/)

8. Thanh Pham, Analyzing The Sofiware En-
%ineer Shortage, Forbes, April 18th, 2021.

itps://www. forbes.com/sites/forbestechcoun-
cil/2021/04/13/analyzing-the-sofiware-engi-
neer-shortage/

79



Hendrik Esser Marcin Floryan

is a transformational change expert with 26 years A passionate technology leader focused on creat-
of leadership experience af Ericsson a large tele-  1ng an environment where people can do their best
communication company. Being an engineer he has work together. I see engineering teams as complex
a pragmatic down to earth an§ systemic approach ~ adaptive systems and work by aPPlymﬁ principles
in helping organizations thrive. Over his career he ~ and practises from many sources to allow for the
worked as a SW developer, project manager, project desirable outcomes to emerge in presence of sensible
office manager, portfolio manager and COO fgr guiding constraints. Striving to be an inclusive and
large international organizations. Afart from his ~ compassionate leader who cares about creating an
work at Ericsson, he is a keynote speaker, conference environment of psychological safety where failure is
track organizer and co-author of numerous publica- ~ encouraged and used as an opportunity to learn.
tions with global reach.

Darja Smite Jens Coldewey
spent the past 18 years studying distributed so{iwqre is one of the three managing partners of Improuv,
development and outsourcing. Darja has a PhD in a Munich based consulting firm, specialized in

computer science from the University of Latvia, and transforming large and medium sized organizations
1s currently a full professor of software engineering  to Agile. His major interest is in forming agile or-
at the Blekinge Institute of Technology, in Sweden. — ganizations to make them more resilient and better
She is one of the leading experts in quantifying the  places to work — their own company as well as the

impacts of offshoring in software companies and has — organizations of their clients. Since 2012 Jens is a
led several research projects with industry partners member of the Supporting Agile Adoption Initiative
including Ericsson, Spotify, ABB, DXC, Emerson  of the Agile Alliance and served the Agile Alliance as

Process Management, and Boss Media. board member in 2008.

80 emergence



NOW
AVAILABLE

BAI press

Available on and in Bookstores near you.

NOW
AVAILABLE

an imprint of

BAI press

_ Available on and in Bookstores near you. —



Mindset

+ Behavior =

Cultural Shifts

ﬁ Ram Bathija
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ur goals, how we behave, as well as our
values, influence what we perceive to
be our journey from Me to We.

It’s easy for an organization to get stuck
in its ways, especially when business is
booming. After all, if it’s not broken, why fix
it? This may be true for the short term, but
in the long term it can spell disaster. January
2020 was business as usual. Then, seem-
ingly overnight, the business environment
changed so dramatically that “business as
usual” became “business as unusual”. Many
companies were caught sleeping and suffered
for it. Meanwhile, lean and nimble Agile
organizations were able to adapt quickly to
identify new opportunities and/or tailor their
existing offerings to fit the “new normal”.

This is why agility is so important for
businesses. An Agile organization recognizes
changes in the marketplace and adapts swift-
ly and efficiently to take advantage of emerg-
ing opportunities. These organizations are
lean and optimized. They are in tune with
consumer needs and know when and how to
meet those needs. This not only gives them
a critical edge over their competitors, but it
is also crucial for survival in a ruthless and
increasingly unpredictable business environ-
ment where change is the only certainty.
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But becoming an Agile organization
requires a transformation of the organi-
zation’s culture: the organization’s shared
beliefs, behaviors, and thinking. The right
culture can create clarity and alignment
which in turn enables autonomy. This
benefits the organization as it speeds up
the transformation process and motivates
the team to become more innovative,
thereby creating valuable products and
services. However, a change in mindset
and culture can be challenging and takes
commitment, perseverance, and a certain
amount of business self-awareness.

It is important to acknowledge and
accept that cultural evolution does not
happen overnight. It is not possible to
simply change cultures or mindsets
by speaking about values, ideas, and
thoughts. For a culture to change, you
need to transform two things: behaviors
and habits.

CHANGE IN BEHAVIORS

Behaviors are observable, measurable,
and flexible. That is why, by focusing on
behaviors rather than processes, there is
a higher chance of creating a sustainable
change. But which behaviors should you
change?

This is determined by looking at
the fundamental building blocks of the
organization. For example, its values,
strategies, process, and structure, etc. Each
of these components are essential and
interrelated—they cannot work inde-
pendently. And they often have a domino
effect, where a change in one factor will
have an impact on the others. This is why
collaboration and cooperation behaviors
are fundamental to broader organizational
change.
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Collaboration and cooperation are key
contributors to a company’s success and
determine how well a team can work to-
gether and execute a desired goal. The core
of cooperation includes goals that are both
collective and individual in nature. It’s also
important to note that giving and receiving
help is an important part of cooperation and
enables participation. When people collabo-
rate, they work together towards a common
objective.

CHANGE IN HABITS

While encouraging behavioral change is
complicated, it all comes down to habits.

To change a behavior, you have to map

out all the factors that will actually bring
about change and then create new habits in
people. These habits may include things like
diversity, inclusiveness, collaboration, along
with related action-oriented behaviors,
which eventually lead to culture shifts based
on your organization’s needs

LESS TALK, MORE ACTION

To transform into an Agile organization
requires a cultural shift within the orga-
nization, but simply talking about it won’t
make it a reality. You need to change many
of the fundamental habits and behaviors
that define the organization and its ways of
thinking, working, collaborating, socializing,
and engaging. Turning “can’t” into “can”, and
plans into actions. It might not be easy, but
as the saying goes,

“If you change nothing, nothing will change.”

©

Ram Bathija

1s a passionate Lean-Agile & Business Agility En-
terprise Coach, mentor, facilitator, and trainer to
individuals, teams, and organizations. He assists
them on their journey to heightened consciousness
and cultural transformation. He practices Lead-
ership and Executive Coaching through self-au-
thorship to help channel the inner leader. “I believe
that Agile adoption, transformation, and enhanced
productivity are only possible through intentional
collaboration, meaningful relationships, and effec-

tive communication.
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Stable Systems
Enable Business

Agility

Carol McEwan
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high-functioning organizations

have intentional processes and sys-
tems that enable them to function like
a small and nimble team. Visual man-
agement systems equip the organization
with the ability to implement these pro-
cesses and systems, thus unlocking new
capabilities to scale effectively.

From the garage to the campus,

THE WAY WE WORK.

Every business starts somewhere. Many
were born in a garage with a vision and
a few eager entrepreneurs. In the garage
environment, communication is easy,
decisions take minutes instead of days,
and change is achievable. The team feels
aligned, valued, and is willing to jump

in anywhere for anything. They have

to! More importantly, they want to! The
team is invested in achieving the organi-
zation’s goals.

In a new business, receiving and
applying feedback from early adopters
is simple. The product improves and
soon the phone is ringing endlessly with
prospects.
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It is inevitable that the organiza-
tion grows, more or less, in sync with
its customer base. What started as a few
heads in the garage is now expanding to
a small office or warehouse to fulfill the
growing list of customer needs. As the
footprint grows, so does the complexity
of the business’s value delivery system.
This complexity trickles down into com-
munications, and soon decisions grind
to a halt. With growth comes the need to
redefine everything!

In 500 BC, Heraclitus claimed,
“Change is the only constant in life.”
Benjamin Franklin expanded upon this:
“One’s ability to adapt to those changes
will determine your success in life.” Sears
is a prime example. Since its founding
in 1892, Sears boomed, boomed, and
boomed again... but couldn’t adapt to
advancements throughout the .com era,
fell behind fast-moving competitors,
and was stymied by, above all, a lack of
innovation. An organization’s capacity
to adapt to change plays a pivotal role in
determining its trajectory.

Over the years, we've seen many
ways of working come into play. On-
shore, off-shore, centralized, decentral-
ized, waterfall, Lean, and Agile. Much
like the weather in Colorado, wait ten
minutes and it will change. Organi-
zations go through a “paradigm shift”
about every seven years.,often called the
“Pendulum Swing,” whether that shift
was truly needed or not.

Today, we are still learning new ways
of working to adapt to this ever-chang-
ing and complex world we live in.

Lean and Agile transformations are
among the most recognized throughout
every industry. The implementation
of associated principles, practices, and
patterns have proven effective at incre-
mentally improving the speed, quality,
and safety of delivering value. Similar
to the small garage-based startup team,
adopting Lean and Agile principles leads
to simplified, almost painless, commu-
nication and decision-making within
the team. A team culture rooted in Agile
and Lean will develop positive working
relationships, natural alignment to the
vision, and reduce burnout.

I remember all too well; I was catch-
ing up with a friend excited to tell him all
about my work at Scrum Alliance when
he stopped me dead in my tracks! He
said, “I hate that Agile stuff!” Of course, I
asked why. He said, “Because our soft-
ware teams are ‘Doing Scrum’ and we
can’t keep up with them. It doesn’t help
if they are delivering software faster than
we can market it and get it out the door!”
That’s when I said, “If you can’t beat ‘em,
join ‘em.” We discussed how they could
work with the software teams and learn
to collaborate and align around what was
important. They hadn’t considered that
before and it wasn’t long after that when
he called me and said “I love this Agile
stuff, we make our work visible and com-
municate across teams, collaborate, and
make better decisions quicker.” I couldn’t
have been more excited for my friend’s
newfound enthusiasm for his work.

It wasn’t until recently that organi-
zations recognized that these principles,
practices, and patterns might be effective
beyond the shop floor or software teams
and have started to scale them through-
out their organization. Some organiza-
tions have seen exponential improve-
ments... and some have not.

The Business Agility Institute has de-
fined Business Agility as “a set of organi-
zational capabilities, behaviors, and ways
of working that affords your business
the freedom, flexibility, and resilience
to achieve its purpose. No matter what the
Sfuture brings.” Say it louder for those in
the back. @



STABLE SYSTEMS ENABLE AGILITY

“Float like a butterfly, sting like a bee.
The hands can’t hit what the eyes can’t
see.”

Muhammad Ali had the ability to
move fast—with speed, nimbleness,
and responsiveness, to pivot and move.
He developed this unique combination
purposefully and intentionally. For
Alj, it was about visualizing the fight,
enabling rapid detection of features,
patterns, and anomalies. This kind of
agility didn’t come easy to Ali. He devel-
oped a system—a set of rituals he fol-
lowed. He worked out six days a week
and would train anywhere between
two to fourteen weeks ahead of a fight.
Apparently, he hated every minute of
training. He said, “Don’t quit, suffer now
and live the rest of your life as a cham-
pion.” Ali relied on calisthenic training
more than weightlifting. Jumping rope
was a staple part of his workout, with
around 10-20 dedicated minutes per
session. Many considered him to be one
of the best jump-ropers in boxing and
believed that it aided his quickness in
the ring. Ali developed a system to ex-
ecute his strategy that led him to a 92%
win rate across his 61 fights.

Organizations must do the same.
The difference is they are not a one-
man band training for a 12-round fight.
It’s day-in, day-out constant execution
that requires a unique combination
of skills, processes, technologies, and
human abilities to achieve the goals you
have set for yourself. To survive and
thrive in today’s business landscape,
organizations must be ready to come
out of their corners swinging, just like
Ali did. They need to be able to visual-
ize the work, enable rapid detection of
features, patterns, and anomalies, and
move fast—with speed, nimbleness, and
responsiveness.

LEADERSHIP BEHAVIORS

A ship doesn’t navigate the globe and
command the crew by itself. Organi-
zational leaders cast the vision, set the
mission, and define the strategy. In my
experience, I've seen too many business
leaders abandon these five fundamental
principles as their organization scales:,

1. Ensure organizational and team
alignment—Aligned teams share
the vision, understand goals, and
leverage individual strengths. They
are more engaged, more productive,
and much happier employees.

2. Cultivate people-centric cultures—
When leaders create cultures where
employees feel valued, trusted, and
supported to achieve their potential,
employees tend to share their ideas
for improvement more openly. This
translates into higher productivity,
innovation, better customer service,
and stronger business results.

3. Create alearning organization—Em-
ployee knowledge and experience
will enable new innovations and
improve culture.

4. Visualize the System—While visual
management practices have been
used at the team level for years, it’s
time to bring this to the executive
level. When you visualize the work
throughout the entire system, you
increase trust and transparency,
improve collaboration, and increase
the ability to respond quickly.

5. Leverage technology to enable and
sustain these behaviors.

As aleader, it is imperative that you sup-
port the behaviors and ways of working
necessary to develop the capabilities that
aid in your organization’s agility.



THE SYSTEM

Dr. Edward Deming (1900—1993) is widely
acknowledged as the leading management
thinker in the field of quality and is rec-
ognized for his work in hastening Japan’s
recovery.

The Red Bead Experiment is an inter-
active teaching tool designed in 1982 by Dr.
Deming. Using statistical theory, the exper-
iment demonstrates how “willing workers”
have less control over their performance
than the actual systems theyre working
within. “85% of the reasons for failure are
deficiencies in the systems and process-
es rather than the employee. The role of
management is to change the process rath-
er than badgering individuals to do better.”
Additionally, Dr. Deming found that a bad
system will beat a good person every time.

Organizations, where collaboration
and teamwork are not a high priority, are
rooted in toxic systems that contribute to
staff burnout and the feeling that putting in
their best effort is fruitless.

I have worked in organizations where
collaboration and teamwork were not a
high priority and the systems made it very
difficult to feel like you had done your
best work. I have also worked in organi-
zations that took time to develop systems
that supported the practices of visualizing
work across teams and anyone internal
was welcome to have a look. They were
designed to promote transparency and
provide insights into the work that was
being done via methods that required little
to no time to understand and would give
everyone a clear picture of the day-to-day
operations. These activities were critical to
seeing the “Big Picture” across the project
teams and highlighting any problems that
might require immediate action. I thought
everyone worked this way!

Today, we would refer to this as a Vi-
sual Management System. It was the team’s
responsibility to maintain the system. We
didn’t always like the work involved in
maintaining it, but just like Ali said, “Don’t
quit, suffer now and live the rest of your
life as a champion.” We knew we couldn’t
quit; it was part of the system to ensure the
successful completion of our project. We
believed it aided us in our ability to finish
ahead of schedule and under budget, and
to win as a team.

Now, more than ever, it is important
to have an enterprise visual manage-
ment system, to create the stability that
enables agility. A system that supports
all ways of working, regardless of the
development framework and no matter
where the work is done. A foundation, a
place where you can align on the vision,
mission, values, goals, and objectives and
have conversations across the organiza-
tion at every level. A system that enables
Business Agility and supports the capa-
bilities, behaviors, and ways of work-
ing necessary to scale to any size of an
organization, and still feel like you are a
member of a start-up team in someone’s
garage, where it is easy to communicate,
make decisions, and adapt to change.
Where everyone is aligned, feels valued,
and is willing to jump in and do what-
ever job needs to be done. Where the
most important things are important to
everyone, and everyone is invested in
achieving the organization’s goals.

Take time to develop Simple Ubiq-
uitous Collaborative Communication
Enterprise Scalable Systems that will set
you up for SUCCESS now, and in the
future. ®

Carol McEwan

Carol has a proven track record of fostering
innovation, leading change, and improving
business outcomes. Prior to joining 1Obeya,
Carol served as Managing Director at Scrum
Alliance, VP gf Community at Scaled Agile
and CEO at Scrum@scale. She is often re-
ferred to as “Community Carol” for her con-
tribution to the growth of the Agile Commu-
nity. In 2020, Carol was nominated to L14
100, a “Lean in Agile” initiative to identify
women making significant contributions in
Lean and Agile spaces across the globe.
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Unum
Founded in 1848
Tennessee, United States

A Fortune 500 company,
Unum helps millions of people
gain affordable access to
disability, life, accident,

critical illness, dental and
vision benefits through

the workplace.

Barbara
O’Connor
Director, Enterprise
Agile Office

htips://www.unum.com/

HSBC
Founded in 1865
London, United Kingdom

A British multinational financial
services firm and the second
largest bank in Europe.

hitps://www.hsbc.com/

Chris Orson
Director

Capgemini
(ex British Army)

Matt Spruce

BUSINESS AGILITY

CONFERENCE
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Culture Hacking In Action

Change follows action, and while that’s easier said
than done, I'll be sharing a “Culture Hacking” ap-
proach that you can take away and put into action.
From where to start, how to start, and tips to navigate
(all that troublesome) noise, we’ll look at one of our
latest Culture Hacking experiences.

Barbara is a Business Agility Transformation leader
who simplifies complex change with an action-ori-
entated focus on realizing business outcomes. With
20 years of experience across the Pharmaceutical,
Insurance, Education, Public Health, and Energy in-
dustries, she is known for operationalizing leadership
strategy through a special blend of terminology, or-
ganization design and operating models integration.

Making agility relevant

Securities Services is in the midst of a Ways of
Working transformation. Routed in the devops and
agile transformation that started within technology,
Securities Services has now established a business
led practice to bring this to life as part of an end to
end journey. Making agile relevant for our business,
our clients and our staff is a cornerstone outcome
for the team, and this talk explores how this is being
achieved within a very large multi-national organi-
sation.

Chris is the head of Ways of Working for Securities
Services, a business unit part of Markets and Secu-
rities Services within HSBC. Chris has been in the
financial services world for the last 18 years, and has
covered roles within Technology, Operations and
Change Management.

Agility in an Austere environment

(Battlefield to Business Agility)

From humble beginnings as a medic in a small unit, right
through to becoming the senior advisor at a deployable
field hospital, the priority is the “man on the stretcher”.
The patient represents a common goal, it brings the
team together, pushing in the same direction to save life.
There are not many situations where the pressure higher.
As I have progressed through the ranks, I have ensured
that I have served my team, removing impediments to
allow them to flourish and deliver excellence. Giving

not only ownership of the end goal, but also ownership
of the process to achieve that goal has been key to my
success within the military.

Matt is a Professionally Qualified Agile Delivery coach
with extensive leadership experience from a successful
23-year career.
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Rendanheyi Center, Menlo College
Founded in 1927
California, United States

Menlo College cultivates in its
students the skills, integrity,

and passion to make meaningful
contributions in an innovation
economy.

hitps://www.menlo.edu

Spotify
Founded in 2006
Stockholm, Sweden

Spotify is the most popular
global audio streaming service
with 365m users, including 165m
subscribers across 178 markets.

https://www.spotify.com/

Erste Group Bank
Founded in 1819
Vienna, Austria

Founded as “Erste oesterreichische
Spar-Casse” in 1819, we are now
one of the leading financial
institutes in Central

and Eastern Europe.

http://www.erstegroup.com/

Dr. Annika
Steiber
Director

Jason Yip
Senior Agile Coach

Margarita
Yonova-Popova
People & Culture

Transformation
Lead
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Leading Business Transformation in a Digital

Age: From hierarchy to a fast-moving, agile,
and innovative networked organization

Annika will present on her experiences with how Chi-
nese management principles, based on agility philos-
ophy, has been applied in the transformation of an
over 100-year-old American company. In 2016, Haier
acquired GE Appliances, a proud American compa-
ny that was once a flagship division of the General
Electric Company. After Haier’s acquisition, all of
GEA became a proving ground for the introduction
and ongoing refinement of the Chinese RenDanHeyi
model. This unique story is told here in comprehen-
sive form. Ingrained with the story are lessons for
managers who may wish to transform their whole
companies and instead of adding new processes and
practices, implement a whole new management sys-
tem for agility and innovation.

Dr. Annika Steiber is a Professor, Best-Selling Author,
Speaker, Founder, Investor and the Director of the
Rendanheyi Silicon Valley Center.

The top 3 points you should have paid
attention to in the Spotify Engineering

Culture videos that aren’t Squads,
Chapters, Tribes, Guilds

When people say “Spotify Model” they're almost al-
ways thinking about org structure (Squads, Chapters,
Guilds, Tribes). Structure is the last thing you should
worry about. Before structure, I'll expand on what
you should have been paying attention to.

Jason is a Senior Agile Coach at Spotify based in
NYC. Previously he was a Principal Consultant at
ThoughtWorks, primarily in Sydney, since 2001. He
first encountered Extreme Programming in 1999
from XProgramming.com, comp.object, comp.
software-eng, and the Portland Pattern Repository.
These days he mostly posts to Twitter and his Medi-
um blog.

Humanize business from the soul

of your organization

In her role, Margarita has a strong focus on peo-
ple, culture, and leadership. Her expertise is in the
reshape and implementation of adaptive organi-
zational cultures and structures through collective
input (crowdsourcing) and agile methods. Margarita
is co-founder of the Agile Hub at Erste Group as a
community of practice to support teams on their
agile journey and to raise awareness about agile
across the organization. Margarita is a strong believer
that behind every successful organization there are
great people with strong capabilities, courage and
innovative mind. Therefore, she sees her purpose as
a People & Culture Transformation Lead in enabling
a healthy organizational culture for people to grow,
co-create and collaborate in a better way. As part of
that, she is passionate to contribute to the evolu-
tion of the HR function towards agile practices and
mindset.
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The key to success in agile coaching
depends on the coach's ability to

measure impact
Contributors:

Kemmy Raji and Howard Sublett

port (released March 2022released

DATE ) focuses on one question:
“How do agile coaches (and the organi-
zations they serve) measure impact?” A
joint effort of Scrum Alliance, ICAgile,
and the Business Agility Institute, t The
second annual release of the State of
Agile Coaching (a joint effort of Scrum
Alliance, ICAgile, and the Business
Agility Institute) aims to shed light on
the emerging profession of agile coach-
ing. The intended audiences are agile
coaches and the people who are looking
to hire agile coaches. No matter where
you fall on that spectrum, it’s important
to understand how much of a difference
agile coaching is making to your organi-
zation’s ultimate goal: to deliver value to
your customers.

The 2022 State of Agile Coaching Re-

As one of the creators of the re-
port, we've had a sneak peak at the data.
We discovered a key fact that doesn’t
surprise us, but does concern us: Not
all coaches know where to begin when
it comes to measuring success. In fact,
9.5% of team coaches and 5% of enter-
prise-level coaches reported struggling
to measure their impact at an organiza-
tional level. The good news, though, is
that 98% of respondents reported that
coaching had a measurable impact on
one or more factors in their organi-
zation. The report also shows a direct
correlation between a coach’s ability to
measure and articulate impact with that
coach earning a higher income. So it’s
clear that the ability to gauge effective-
ness is pivotal to a coach’s success.
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The ability to gauge effectiveness is pivotal to a coach’s success.

To understand what it means to be an
impactful coach and what metrics are truly
meaningful to an organization, we reached
out to two people on oppositeboth sides
of an agile coaching engagement: an agile
coach and a CEO.

The Agile Coach: Kemmy Raji
Nigerian-born and British, Kemmy Raji

is currently a Scrum Alliance Certified
Enterprise CoachSM based in Canada. Her
background is in management and water-
fall project management. She now works as
a scrum master/agile coach and executive
coach. Raji spends her spare time men-
toring and coaching people who wish to
explore ways to grow, and also supporting
children from disadvantaged backgrounds
in Nigeria to give them access and support
to stay in education.

The CEO: Howard Sublett:

Howard Sublett has a tremendous breadth
and depth of experience in leading com-
panies and implementing a variety of
agile practices. He most recently served

as a CEO at Scrum Alliance. He also has a
background as an agile coach and leader
for several agile consultancies, including

Solutions IQ/Accenture. Sublett is known
for being a culture champion and com-
munity builder, and was the host of the
popular Agile Amped podcast series.

HOW DO YOU MEASURE THE IMPACT OF
AGILE COACHING?

Organizations often hire coaches with-
out having tangible goals in mind other
than to “improve.” This ambiguity makes
measurement difficult for both the coach-
es and company leaders. Raji explains,
“Measuring the impact of agile coaching
is subjective and can be tricky. I have of-
ten received no direction from the man-
agement aside from “Increase the teams’
velocity.” Sublett agrees with the need

for clear direction: “Companies should
hire agile coaches with achievable goals in
mind, or at a minimum, be able to point
to areas in which they feel the organiza-
tion needs improvement. (i.e., our cycle
times are far too long).” Measurement and
goal setting, however, are keystones for
success. Sublett says, “ A failure to define
the goals with a coach/client can lead to
wasted time and capital as well as a lack of
tangible results.” @

“Measuring the impact of agile coaching is subjective and can be tricky.”
— Kemmy Raji




Defining what to improve is just
one way to measure the impact of ag-
ile coaching. Raji recommends shifting
the collective language that the teams
and organizations use to “center around
common goals and how to collectively
achieve those goals.” Sublett adds that
goal-setting should be part of the coach-
ing agreement: “Many times these goals
are co-created with the coach as they
enter an engagement. Measurement onf
the success of the coaching engagement
should be based on those agreed goals.”

WHAT CONCRETE METRICS HAVE YOU USED
TO MEASURE COACHING SUCCESS?

Most organizations measure effective-
ness based on overall organization goals
like Key Performance Indicators (KPIs),
Objective Key Results (OKRs), and sim-
ilar metrics. Raji says, “These kinds of
‘Concrete Metrics’ often originate from
the vision of the organization.” Despite
the prevalence of using these types of
org-level goals as measures, this year’s
State of Agile Coaching Report found that
coaches who are measured on overall
product improvement tend to have a
greater impact on improving delivery or
operational processes.

Raji says that, whatever the coach is
measuring, it’s imperative that measure-
ments are taken before and after coach-
ing takes place. “However, you might
first define the “why’” and/or “who’” you
are measuring that will determine if the
coaching is a success or not.”

Sublett echoes this approach. “In the
beginning of any coaching engagement,
there is usually a discovery phase where
you capture all of the metrics the orga-
nization is currently using to measure
success. You also measure all aspects of
the goals of the engagement.”

As far as measurement tools go, both
Sublett and Raji have had success with
using surveys and tracking Net Promot-
er Score (NPS). Raji and Sublett can also
rattle off a whole list of other potential
measures, depending on what is of high-
est priority to the organization.

“I've seen organizations use cycle
time, time to market, bug count reduc-
tions, employee engagement scores,
predictable delivery, specific surveys on
effectiveness of coaching, strategic align-
ment, employee retention, whole org stra-
tegic goals, and more,” says Sublett.

Raji adds that if the focus is from the
organizational leaders’ stance, she uses:

e 360° Interviews

¢ Post-Coaching Evaluations

¢ Return on Investment (ROI) - %
ROI = (Benefits Achieved — Coach-
ing Costs) + Coaching Costs X 100

If the focus is from the coach’s stance,
she uses:

e Coaching plans in place

*  Number of teams lift off

e Number of people who access
coaching

e Maturity assessments (per pod)

» Agile delivery metrics (per pod)

* Final coaching reports

“It’s imperative that measurements are taken before and afier
coaching takes place.”

— Kemmy Raji




*Joy doesn’t come from foosball tables or new espresso machines. Joy

happens when people understand what they should be doing, why they k
are doing it, and have autonomy in how to get it done.”
— Howard Sublett

WHAT KIND OF ORGANIZATIONAL IMPROVE-
MENTS DO LEADERS LOOK FOR WHEN THEY
HIRE AN AGILE COACH?

There are a multitude of reasons to hire
an agile coach, but a company’s motive
to do so may influence whether or not
they’ll see the results they’re looking for.
Raji explains that while some changes are
market driven, the need for coaching can
also be driven by "regulatory changes,
internal factors, or unique situations like
the COVID-19 pandemic.” Sublett adds an
unusual wrinkle to the usual list of rea-
sons: “You also will see leaders hire agile
coaches because it is the ‘in’ thing to do,
or in order to increase perceived compa-
ny value for a potential acquisition. This
can be the most frustrating for a coach in
terms of measuring results.”

Sublett has seen companies bring in
agile coaches to address problems ranging
from team-level issues such as “missing
sprint goals and increasing bug counts,” to
broader problems, such as “organization-
al design or lack of alignment between
teams.”

Raji has also been brought in to im-
prove a variety of factors, including, she
says:

* Continuous delivery

* Developers not able to handle fre-
quent changes to product backlog
items

¢ Improvement in quality

e Increase in the team’s velocity

CONFERENCE SPECIAL EDITION

MANY LEADERS REPORT HIRING AGILE
COACHES TO “IMPROVE CULTURE." HOW
DO YOU DEFINE CULTURAL IMPROVEMENT?

Nearly 40% of respondents to the State of
Agile Coaching Report cite difficulty chang-
ing company culture as a challenge for
agile coaches. Yet 32/% of respondents felt
that the biggest impacts they have on or-
ganizations have to do with shifts in agile
mindset and/or culture. Both Sublett and
Raji offered solutions to this obstacle.

Company culture starts at the top. It’s
nearly impossible to improve company
culture without the buy-in and standard-
setting from leadership. “Culture, they
say, eats transformation for breakfast,”
quips Raji. “Organizational agility isn’t
possible unless the leader has an agile
mindset,” cautions Sublett.

Often, a leader’s early indication of
a problem shows up in culture surveys.
Once a problem is discovered, it takes
some time to turn it around. Raji often
has to remind leaders that cultures do not
change overnight: “It takes time, patience,
strong communication skills, and most
importantly, trust between managers and
their teams.” It’s also essential, Raji says,
to have “a leadership team that actively
seeks out opportunities to reduce waste,
improve flow through the value stream,
and increase the focus on the customer.
What got you here won'’t get you there.”

93



“Leaders have this notion that the delivery teams are the only ones that

need coaching in order for transformation to occur.”
- Kemmy Raji

Any organization-wide transforma-
tion effort is going to come with a hefty
side of politics, says Raji, so your strate-
gies have to adjust accordingly. Sublett
agrees, adding, “Organizational coaching
involves a much wider skillset and per-
missions for the coach [than team-level
coaching]. To be successful at imple-
menting organization-wide change,
coaches need experience with systems
thinking and organizational design.”

WHERE ARE THE CHALLENGES AND
IMPEDIMENTS TO EFFECTIVE COACHING?

Raji and Sublett are in complete agree-
ment with this year’s State of Agile Coach-
ing Report: The biggest impediment

in agile coaching is leadership. Sublett
points to the problem as being one of
perception: “Leaders who see agility as
only applying to others and not them-
selves can severely impact the success
of any agile adoption.” Raji has experi-
enced the same gap in understanding
blind spot in leaders: “Leaders have this
notion that the delivery teams are the
only ones that need coaching in order
for transformation to occur.” Leadership
isn’t the only challenge to successful
agile coaching. Raji lists several other
factors that come into play:

Pressure from management and time
constraints: It can be hard to coach a
team when that team lacks knowledge or
awareness onf the benefits of coaching.
It’s also tough to find adequate time to
coach when teams are under huge pres-
sure to deliver within a short timeframe.

Undefined roles and responsibilities:
When the roles and responsibilities are
not well defined, it creates confusion,
builds a blame culture, and prevents
people from taking ownership. When
this happens, it can be hard for people to
open up to the coach and to build rela-
tionships that help transform the teams.

Lack of buy-in or understanding of or-
ganizational goals on a team level: Often
goals are set by top management, not the
teams.

Some of the other challenges/imped-
iments are:

* A coach assigned too many teams

* No coaching agreement or lack
of buy-in from the team and/or
organization

» Frequent changes to coaching
goals or organizational goals

» Failing to provide adequate sup-
port for coaching and growth

KEY TAKEAWAYS

An agile coach can impact many facets of
an organization for the better, but coach-
es and leaders need to align at the begin-

ning on exactly what the goals are.

In order to calculate impact, an agile
coach must gather benchmark data before
they begin coaching. Capturing a base-
line is a critical first step in determining
impact.
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There are good reasons to hire an
agile coach and there are less authentic
reasons. If an organization wants to see
improvements, they need to be honest
about their motives. Measures can then
reflect the outcomes they truly want to
achieve.

Company culture and agile trans-
formations must first happen at the top.
Hiring a coach isn’t enough if leadership
is not willing to adapt to an agile mind-
set and create a positive environment
themselves. Recognizing that agility is not
just “a team thing” is often the first step
towards a shift in the leader mindset.

Sublett sums it up this way, “In any
coaching engagement, measure every-
thing. Organizational systems are human
systems and are dynamic in nature. As
you engage, constantly measure and
adapt your coaching plan accordingly.

Your coaching plan, measurements, and
results should be transparent to your
key stakeholders. The best coaching
engagement plans are co-created with
your key stakeholders.”

To learn more about the business
of agile coaching and be the first to
receive a copy of the 2022 State of Agile
Coaching Report, visit https:/bit.ly/
SOAC-22.
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Contributors:

Kemmy Raji

Nigerian-born and British, Kemmy Raji is
currently a Scrum Alliance Certified Enter-
prise CoachSM based in Canada. Her back-
ground is in management and waterfall project
management. She now works as scrum master/
agile coach and executive coach. Raji spends
her spare time mentoring and coaching people
who wish to explore ways to grow, and also
supporting children from disadvantaged back-
grounds in Nigeria to give them access and
support to stay in education.
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Howard Sublett

has a tremendous breadth and depth of
experience in leading companies and
implementing a variety of agile practices.
He most recently served as a CEO at Scrum
Alliance. He also has a background as an
agile coach and leader for several agile con-
sultancies, including Solutions IQ/Accen-
ture. Sublett is known for being a culture
champion and community builjer, and was
the host of the popular Agile Amped podcast
series.
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Partner with us to achieve Enterprise Agility
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Enterprise Transformation Services Agile Delivery Services
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* Strategy Workshops
« Agility Coaching

Enterprise Learning Services

¢ Classroom Training
* On-the- job Training

* BLADES: a self-managed,
cross-functional,
full stack team

Enterprise Assistance Services
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In this era of compressed transformation,
we help companies create adaptive,
human-centric organizations that
combine the promise of

technology with human E =] E

ingenuity.
1
Web | Accenture.com/agile . 1

[=]x=

An organization’s journey toward business agility
requires shifts to an empowered, human-centric
culture that sparks creativity and innovation. At
ICAgile, we believe that learning has the power
to transform people and, by extension, establish
this culture that enables people to create a better
future for their customers, E .

employees, partners, and more. ]
Theretfore, ICAgile’s mission 5 _E:*;t;..
. | g
e Er.
.r:':"'u ;

is to create transformational

L
. learning that ignites agility across -!I O
Web | http://icagile.com/ organizations. Find the spark your |"1.:'|_'_|._.-'.:i
Email | Info@icaaile.com organization needs with Learning r—aern
a Q@iegaiies Programs designed for the entire E L

organization: Leading Change,
Organizational Enablement, and Value Delivery.

UST unleashes the power of agility
principles across your operations.
From human resources, and legal to
risk management and governance,
our business agility
consultants coaches

will help you reshape
the behaviors, practices
Web | https://www.ust.com/ and structures of your
Email | Omar.Velasco@ust.com enterprise to better align

with your most important
outcomes and priorities.

Agile Alliance is a global non-profit
membership organization that supports
people and organizations who explore,
apply and expand Agile
across industries and
around the world.

Web | https://www.agilealliance.org/ Join us at Agile2022
Email | info@agilealliance.org n July!
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Web | https://www.agileleadershipjourney.com/
Email | info@agileleadershipjourney.com
Phone | +1 303-500-1243

Web | https://agilepeople.com/
Email | Info@agilepeople.com
Phone | +46767711029

agilityhealth <5
enabling business agility

Email
Phone

https://agilityhealthradar.com/
info@agilityhealthradar.com
+1 402-858-0529

.t‘l"!"

Web
Email
Phone

human (eguation)

Reconnecting to the potential in humanity

http://www.humaneg.org/
admin@humaneg.org
+1 212-300-3811

Business Agility
Marketplace Directory

Agile Leadership Journey, inspires,
educates, and develops leaders to
improve leadership effectiveness and
shape organizational
culture toward increased
business agility and
resilience through our
curricula, programs, and
global Guide community.
Together, we grow

better leaders.

Agile People help organizations
accelerate the agile transformation
by spreading the values of customer
focus, people-centricity, a learning
organization, and
inspiring leadership. We
provide training and
consulting services. Learn
about our Agile People
Coach online training:
(277 with spaces. 242
without)

AgilityHealth® enables measurable
& sustainable business agility
transformations. We do this through
transforming leadership, .
building internal change E
agents, developing Agile  ga

talent & measuring K

what matters using E

our AgilityHealth
measurement &
continuous improvement platform.

Human (Equation) believes in liberating
people’s potential to create impactful,
intentional, and inspirational leaders -
one person at a time. Our

3 step approach helps E. -
Teams, Organizations and .
Businesses transition to
agile ways of working and
become a catalyst for real
change.
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Cloud migration and modernization
enable business agility however adopting
agile ways of working are critical to
accelerating Cloud ==
migration/modernization. (=1
We strive to help L T
organizations infuse

Web https://wvyw.ibrr?.cpm/services/ibmix/the—ag— framework-agnostic

ile-enterprise-building-a-better-business/ agility as DNA at all levels
Email | amolp@sg.ibm.com and accelerate business .

outcomes regardless of technology.

More than a digital whiteboard, iObeya
enables enterprises to build Visual
Management Systems which boost
productivity, creativity and decision-
making. Serving many
Fortune 500 companies,

iObeya is the only ISO
27001 certified Visual :
Web | https://www.iobeya.com/ Management Platform. o,
Email | contact@iobeya.com Follow the QR code to see =
Phone | +1 425-300-6500 iObeya in Action.

OKR Cohort enables everyone to be
relentlessly focused on outcomes through
OKRs. Via practical education and
community, we empower

outcome focus by aligning EI E

work to strategy with .
OKRs at all levels. Join
Web | https://okrcohort.institute/ us, learn the language of |
Email | contact@okrcohort.institute leaders, and amplify agile E
Phone | +1 416-277-5565 transformations.

Since 2001, Scrum Alliance has been
nurturing the agile movement as

a trusted ally for our members as
they create a joyful,
prosperous, and
sustainable world of work.
Together, we inspire and
guide individuals and
organizations with agile
practices, principles, and
values.

Web | https://www.scrumalliance.org
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tephen King described writing as
a form of telepathy, while the late

Brian Doyle described writing as a
time machine. I agree with both. As I'm
drafting this article, the Business Agility
Conference is still four weeks away. But
by the time you read this, the conference
will have already started and I will have
travelled halfway around the world to
meet you. I could even be standing beside
you as you read: my words and my voice
inside your head, transmitted from four
weeks in the past, without me moving my
lips.

As I write, 'm asking myself, what
is the most important thing to transmit
using this incredible power of telepath-
ic time travel? “Thank you for joining us”?
“Wasn't it a fantastic event”? How can I
make those assumptions? Nobody knows
what will happen over the next four
weeks. What I can say with certainty is
that an incredible amount of care and
thought has gone into every aspect of the
conference by everyone involved. And so,
I would like to take a moment to express
my gratitude.

Marsha Acker and Zuzi Sochova
invested their valuable time and expertise
over the last few years to develop a cohort
of highly skilled and dedicated facilita-
tors to guide the deep-dives. For us, the
deep-dives are the cornerstone of the
conference. During the very first confer-
ence, back in 2017, I realised that we had a
uniquely advanced audience. I could put
almost any of you on stage to share your
stories and expect to learn something.
But I can’t put 350 people on stage; so
we developed the deep-dives to create a
space for you to share your stories, put
forward your challenges, and learn from
your peers.

To the facilitators themselves: I owe
each of you a debt of gratitude for creat-
ing a space where all participants could
safely express themselves. Thank you
Kari McLeod, Jardena London, Matias
Nino, William Strydom, Mike Leber,
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Jason Hall, David Bujard, Elena Vassilie-
va, Cindy Peterson, Anthony Crain, and
TC Gill. For those facilitators who were
selected after we went to print, I may not
have named you here, but know that you
are truly appreciated and valued.

One of our core principles is that of
Delight'. I don’t know of any other con-
ference that has a dedicated Experience
Team, so I am grateful for the insights
shared by Ross Libby, Heidi Ling, Tristan
Amond, and Aaron Stewart that have
allowed us to create delight. The expe-
rience team has been responsible for so
many innovations over the years. A spe-
cial thanks goes out to Heidi for stepping
up to lead the virtual experience when
we made the decision to go hybrid only
eight weeks out from the conference.

While the programme team went
through a few changes as time moved on,
this team invested uncountable hours in
identifying and selecting a diverse and
authentic set of speakers to share their
experiences with you. Each time you
learn something new during this con-
ference, give thanks to Jeff “Head-]Jeft”
Schroeder, Christina Hartikainen, Faye
Thompson, Lisa Cooney, Melissa Boggs,
Nizar Khoja, and Zach Bonaker.

And lastly, I want to acknowledge my
colleagues in the Business Agility Insti-
tute, Laura Powers, Angela Mourtazalieva,
and Ahmed Sidky, who worked tirelessly
for months to ensure a smooth event. I
have the luxury of expressing gratitude in
person, but let me take a moment to say
it in public as well. I truly enjoy working
with you.

I hope you enjoy (or enjoyed) the
conference. It may be a labour of love—
but it’s still a labour, and these folk de-
serve a round of applause (and probably a
drink or two) for all they’ve done for the
community. )

1. hitps://en.wikipedia.org/wiki/Kano_model
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