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Definition of Business AgilifyAgile Alliance

Business agility (is):

A the ability of an organization teense changes internally or externally and respond
accordinglyin order to deliver value to its customers.

A a description of how an organization operates throwghbodying a specific type ajrowth
mindsetthat is very similar to the agile mindset

A appropriate for any organization th&ces uncertainty and rapid change
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embrace change and deliver value to its customers

Business agility values:

A Individuals and their interactions

A Collaboration

A Driveoutcomesand constantearning

A Iteration to learn and reflect ofeedbackand adapt both product and process

Business agility is / does not:
A prescribe a specific methodology or even a general framework

A prescribe a set of practices



Definition of Business AgilHZraig.arman

Business Agility is the abllity of an organization
to turn on a dime for a dime.

If teams can succeed In creating shippable
product every product increment, then the
business has the flexibility to decide if and when

to release the product.



Definition of Business Agilf\Enterprise Scrum

Business Agilitys the ability to respond
quickly and effectively to all forms of
change to deliver maximum value and

customer experience; while teams and

whole organizations manage everything

that matters in a truly agile, adaptive, ail
at-once, customeicentric way.



Definition of Business AgiltfyGartner Research (2004)

Business Agilitys the readiness at which
an organization can respond to
foreseeable and unforeseen demands,
both for seizing opportunities and for
recovering from disruption and trouble



THE ELUSIVE AGILE ENTERPRISE: How the Right Leadership Mindset, Workforce anc
Can Transform Your Organization

81%o0f all survey respondents consider
organizational agilityo be the most
Important characteristic of a successful

organization

82%of respondents consider agility to be very
2NJ SEUNBYSt & AYLRZNILIYy
success and competitiveness

Forbesinsights& Scrum Alliance

Figure 1. The top benefits of organizational agility

Faster time to market

Faster innovation

Improved non-financial results

|rni roved em i |;ee morale

Ability to attract/hire top talent

Improved competitiveness
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Improved financial results

Ability to better manage across geographies/verticals



CraigLarman'sLaws of Organizationdbehavior

1. Organizations are implicitly optimized to avoid changing the status quo middied
firstf SASE YIFYylFI3ISNI YR aalLISOAFIfAAGE LRAAGAZ2YV A

2. As a corollary to (1), any change initiative will be reduced to redefining or overloading
the new terminology to mean basically the same as status quo.
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which deflects from addressing weaknesses and manager/specialist status quo.

4. As a corollary to (1), if aftechanging the changsome managers and singkpecialists
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reinforcing (2) and (3).

5. Culture follows structure Culture/behavior/mindset follows system & organizational
design i.e.,



Obstacles to Business Agiliypesign

Poor Organizational Design

A Engineers are split 25% on project 1, 40% on project 2, etc.

A Organized teams by component, creating specialties and silos

A Separate Engineering and QA organizations

A BA, RA, PM, Arch, System Engineer roles

A Systems integration and Sl testing groups

A Teams split up across 3 and even 4 time zones!

A Project Managers, Project Managers and even more Project Managers

All this overhead is introduced as a side affect of the original decision to organize by
component teams.

The Organizational structure itself is set up on the basibnde€rnal Contract®etween

the business and IT in order to create internal competition, thus it becomesaat?
competitive game where both sides work to push blame on the other



Obstacles to Business AgiliyrRewards

Reward Systems Not Aligned to the Agile Mindset

A Our typical reward systems are based on being in
control and on plan, instead oésponding to
changeor delivering customer valuke

A Green shifting up the organization structure
A Focus on individual achievement (heroism)
A Not everyone eagerly embraces agility: Longtime

employees (29%) are the biggest detractors of
organizational agility and may stand in the way of

widespread adoption.




Obstacles to Business AgilityAdoption

Many organizations are adopting an-adc approach to Agile:
21%o0f respondents use Agile when/where needed

23%use it within specific functions



Three Steps to Increase Organizational Agility

1. Create a uite with an Agile Mindset

The Csuite plays an integral role in driving
adoption of agility across the enterprise:

35%0f survey respondents say the CEO is responsible for
organizational agility, and

87%view the CEO as the biggest proponent of organizational agility

The latestversionOneg y'y'dzt £ {GF 4GS 2F ! IAES NBL
YFYIF3SYSyd &dzLJl2 NI E3b&riegordifea 2 NA K A LI
adoption, with 42% of respondents.




Three Steps to Increase Organizational Agility

2. Hire and Develop the Right Mix of Talent

As the role of the Guite changes, organizations must find the right
mix of talent from all business functionsto drive transformation
and collaborate with stakeholders:

83%o0f leaders cite the right talent and/or skills as being key to a
successful transformation.

Education and awareness are central to converting agility from a
framework into a management strategy:

54%have trained and/or utilized employees to lead the Agile
transformation
58%say they need to learn more about Agile.



Three Steps to Increase Organizational Agility

3. Foster an Agildriendly culture and organizational structure

Cultureis key to supporting an Agile enterprise:

65%0f survey respondents agree their culture is an asset to organization
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ManyOrganizations Eliminate Hierarehythe hopes of
IncreasingAgility

44% of survey respondents have introduced a flatter structure to become more Agile.



EXERCISEORDS MATTER!

Replace the following words or phrases with better ones aligned to Business Agility

Run a Meeting ‘ Facilitate a Meeting
Assigning Work ‘ Pulling Work
HandOffs ‘ Completed Work
Requirements ‘ Assumptions

Fail Fast mmmm)  Leam Fast
Empowerment ‘ SelfOrganization
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Why are organizations struggling to be Agile?

AL ¥ @& 2 mhoritixé, ¢ool iagile
tools will not stop you from failing

AL ¥ @& 2dHive lcobl@idhnical
tools will not stop you from failing
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organization to focus on new
opportunities, no scaling
framework will prevent you from
failing




The Cost of Misalignment Between the Business and Engineering
As seen at GE, Toyota, 3M and many other companies

25% of staff delivering stories customers will use

64%*70% = 45% of staff delivering stories the customer will
never or rarely use (Standish Group)

30% of staff working on zero value stories
Lack of direction causes staff to make up work
Unwillingness to prioritize proliferates useless projects

M
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A Minimum Viable Bureaucracy removes
latency in Decision Making

AGoalc Improve decision making inside the
organization

AA bureaucratic process creates poor decision latency

AEverything we do requires so many sigjfs that
nothing gets done

AWe have layers upon layers of managers that slo
down decision making




Decision Latency: Why Standish Group Thinks
Scrum Works

Decision Latency 1 hr

* Time to make a decision is the primary
driver of project failure and budget overrun

* Scrum pushes decisions down to the team
and small teams reduce decision latency

* Strong, decisive, available Product Owner is
critical to short decision latency

* Scrum of Scrums, Enterprise Action Team,
and Metascrum shorten decision latency

Decision latency is directly related to Process Efficiency! Standish Group 2013-2017
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The Eceo
System

Fundamentally Changing the Way
Decisions are Made




SINGULAR

Mindset - | Practices & Roles
The perspectve of The capabéity of indrvduals
individuds connecied © and processes within the
the organisation organisation
INTANGIBLE s _ g0 . TANGIBLE
P p ) Holistic Transformation (Organization Focused)
Culture Environment/Sys
The perspectves of groups The tangible systems,
and eams connected © .| structures and strategees o
the organisation the organisaton
COLLECTIVE

A Holistic Transformation Approach
Adopted from Michad] LJI @nte@al Agile Transformation Approach




Without the

Duel Operating
Model

Faillurels
Guaranteed

Dual ﬂperating S',r:-;tem
|ahn Kotter, ALRS
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UNDERSTANDING OPEN SPACE
Stories by Harrison Owen

Bridges' Transition Model
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The2-Party Competitive Gamsupposes wdollow the plan andbe
on trackc it presentsillusion of beingin control and having
predictability

It actually causes @ductionin transparency-thusé 2 dz Ol Y ¢
what is going on anglou cannot control things, so you get the
opposite of what you actuallywant!

Product Management doasot have controbf what they want in
the contract sathey shou domore, more, mor€ H

R&D program and Senidvianagersare accountable to whas
deliveredso theyshou dess, less, legsantil we hit the TZollgate!
T2 Tollgate represents the time where both parties have maximiz
their ability to shift the blame when something goes wrargl one
party or the other is not satisfied!

Thus theentire Org structure igptimized to shift blameinstead of a
system optimized to solve the customers probléms

Immense pressure is placed oar dev teams to meet the
committed date which they do but at the cost of the accumulatio
technical debt and unsustainable work hours.

Andthis cycle continues until the product becomes unmanageab
and we shift the product to India or China for maintenance and s
over with a new produdt

more,
more,

!
MOT®"_/The Milestone point

is arbitra
D O . i
& g——p——
Product start content freeze
(release contract agreed)

both Partics in this Z—Partg
comPctitivc game are

oPtimizing to shift blame

when there is a problem




FAKE SCRUM dol®Teliminate the 2-Party
Competitive Game!

A Real Scrunis based on recognition and admission that variability exists, and we work With it

A RealScrum removethe R&D managefrom anyrelease responsibilitgnd introduces aew
model where now there is Broduct Owner, who replaces the Product Managbo wasyelling
G Y2NB X Y 2aNde thay @vhsRhisteeringwheeland interactswith the teams directly
defining the What an®Vvhy

A Real Scrum enables theamto put PRIDEN the work they do and how they do it!

A Real Scrurfixes Time (Sprints) and Quality (Dp&ndrequiresScopeFlexibility

REAL SCRUM ULTIMATHANGEBHE WAY
DECISIONSRBEMADE IN YOUR ORGANIZATION!




It all starts with
Executive Leadership
Engagement!

A The Executive Action Team (EAT)
consists of highly authorized executive
leaders who can change company
policy, write a check and motivate
change

A Includes representatives from General
Counsel, HR and the Agi®E

A Owns the organizational ,
CNF YAF2NNIFGA2Y { dNJ
impediments that block it

A Supports the PO and SM cycles
through mentoring, coaching, and

challenging the organization to
iteratively evolve

A Continuously observes metrics
tracking product delivery




ExecutiveMetaScrum(EMS) Goals

ACreates and owns an
overarching strategic visiofor
products & makes it visible to
the organization

ADefines value streams,
budgeting and guardrails

AGenerates a singlerioritized
backlog of productghat Chief
Product Owners can pull from

ADecides upon anthonitors
metrics that give insighinto
the products




he Executive Meta Scrum MirroEAFdPortfolio Management

J_'_l Enterprise &S S LE E PORTFOL;()‘
J ochi,  Serise -8 B
= Strategle .‘n?'a - Budgets KPIs
hﬂ?e L cneertinagion | Portflc;ﬁgnMgmt Value Streams
A Move away from funding = | o
projects and towards ST
funding Value Streams B 2
A Establish Budgets for these =1 = ===
Value Streams supported b
a set of Guardrails
A The Guardrails establish a
Shared Consciousness -
around the business strateg | » Y
and enable trust throughou ~ &
Guardrails Value Streams

the Business




The Chief Product Owner ensures that
planned investments for their value stream
are within the investment horizon
guidelinegor provide clear business reaso
for when they vary

The Chief Product Owner develops explici
policies for managing capacity allocation
within each Horizon, inspected and adapte
quarterly

Horizon 3 Horizon 2 Horizon 1 Horizon 0

Evaluating Emerging Investing Extracting Retiring

System and Solution
Architect/Engineer . New Features
(Design Authority)

- Enablers
. Tech Debt and Maintenance

Product and Solution
Management
(Content Authority)

Program
Backlog

N



I < |
m i %jg : [T 1
O | FEATURE [ | /" system I
1 7 |
w 1 \JEAMRED N A —— {0
Po. i___ ______ A \\ II - : :
PROPUCT 7 \N\ NJ [compoent] | 1
OWNER Q@ \ \ 1N A ' :
7 ] ]
I
ITEM 1 - oM A ) == | 0= Lo
/‘ TEAM VN o
ITEM 2 A v\ o
TASKS FOR A \ N\ [
TASKS FOR B \ @ \ : N COMPONENT : :
ITEM 3 (@ ' P
usxsrou/ ¢ _—-— = °.=B b
TASKS FOR B / —> 19:::: \i L= | :
| (I
EM 4/ ) |l
TASKS FOR A "\ |
TASKS FOR ¢ N\ g : \ COMPONENT : :
)
|
Iy

Gradually Shift from Local Optimization to System Optimize
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