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Abstract

ZHY

Organizations embark on agile transformations as part of their efforts to accelerate speed to
market. Agile adoption helps enterprises to increase speed, reduce costs, boost efficiency, and
improve quality. We achieve true enterprise agility by focusing on the fundamentals of agile
delivery—while systematically and methodically breaking dependencies. Through this, we can
achieve true enterprise agility. It is imperative for organizations to provide seamless and
consistently high-quality services to their customers so that organizations can take advantage of

digital disruption.
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However, agile will not give the same benefits to all businesses and industries. It is a critical
decision process for executive teams as to whether, why, and when to embark on an agile
transformation. It looks easy, but practicing new ways of working and transforming an entire
organization is a huge challenge. Any change needs to be implemented carefully, and in order to
make it successful, the individuals who are part of that group should have the flexibility to
change.
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Adopt, adhere, and action will lead to the ability to manage projects in an innovative way, and
provides many ideas that an organization can use to implement it and take customer satisfaction
to the next level. Choosing agile because “everyone else is doing it” is the wrong way to
approach agile adoption. Such an approach seldom yields the business benefits that an
organization is looking for. It requires a systematic review of how the organization performs work,
including policies, infrastructure, documentation, governance, skill sets, staffing, and hierarchy.
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Introduction
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Change is never easy, and doesn’t happen overnight—no matter how dedicated an organization.
The support structures that sustain agile must be in place for teams to succeed, but it's hard for
them to be effective with little to no experience. Our goal is to figure out how to build an “agile-
like” delivery foundation without disrupting the controls currently in place in the organization.
Organizational change can be mapped out in such a way that outcomes are measurable,
predictable, and economically justified.
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It is important to have the appropriate organizational structure and clarity around the new roles
and governance. If you continue to have different departments, steering committees, project
managers, and project directors, you will continue to have silos—and that hinders agile adoption.
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Step One: Visualize the organization after transformation through hypothesis.
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“Considering the organization’s current situation, what will be different and be able to be
accomplished after agile adoption that’s currently out of reach?”
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One of the common benefits that organizations target is the ability to deliver business value
faster by getting tangible results for their customers. Another target is improving employee



engagement by making agile teams more closely tied to the business value they produce, which
gives team members immediate feedback and increased job satisfaction because they are
creating high-quality products for their customers. Leadership needs to be very clear about the
improvements they expect from the organization transformation.
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Step Two: Perform a pre-mortem of your agile adoption.
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“Considering your organization’s culture, situation, and current staff, why might agile
adoption fail?”
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Many transformation journeys fail because of a lack of awareness of an organization’s
entrenched habits and ways of doing work. Change agents find it challenging when they can’t
reach the benefits of change they envisioned, and stakeholders find it frustrating to be asked to
change for reasons that aren’t communicated well or aren’t of any value to them.
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Any enterprise transformation is bound to fail if it does not holistically look at an organization and
its DNA. The transformation cannot happen if we focus only on small, individual team behavior.
Instead, we need to take an overall systemic view. A rapid, organization-wide change initiative to
enable scalability is required to incubate the desired agility in the system to deliver the planned
outcome.
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“What are we giving up?”
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Agile transformation is not painless—it requires sacrifices and a willingness to give up
fundamental parts of current ways of working. It all starts with the leaders. When we embrace
agile, we give up traditional hierarchy, formal meetings, over-engineering, detailed planning, and



excessive “input steering.” In exchange, we get empowered teams, transparency in
communication, and “output steering.”
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Every change involves someone giving up something of value. Who in your organization is
negatively affected by the shift to agile? What will these changes mean to them?
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Step Three: Adjust the adoption plan to address transformation risks.

AT w7 3 BEDY ATITRLT B 72002, A E AT L S0

Agile is not a uniform. It will look different at every organization that adopts it. A crucial part of
finding the right fit for agile in an organization is to allow ourselves to make mistakes and learn.
The result will be an organization ready to face any challenge. Based on your organization’s
culture, goals, risks, and situation, your adoption path will also be unique.
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You may have identified new structures your organization needs to succeed, specific training
needs, or incentives that could reduce resistance to change. As with products in agile, determine
what the minimum viable set of changes would be and concentrate on those first.
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Don’t force a 100% transformation immediately. Take one small step at a time and learn from it,
inspect it, and adapt. It provides guidance for our next step to introduce agile to the larger team.
Agile methodology gives us the flexibility to adapt practices to suit our business needs. The
success of a specific agile methodology at one organization does not mean it will be successful
to all organizations. If something doesn’t work, move on and try something new!
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Challenges
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During our transformation journey, we can face resistance from all directions. There are many
people in an organization who would rather stick to the status quo and resist any new way of
working. Agile works on the principle of collaboration and feedback. This is possible only when
an entire team works together, coordinating and integrating the work on a regular basis, being
mutually accountable, and functioning as an integrated team.
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To achieve successful transformation, we need buy-in from everyone. Hence, it is critical for the
executive leadership team to communicate the vision clearly. Leaders need to come out of
command-and-control mode and embrace the change to set an example for the rest of the
organization. Ideally, the entire organization should work toward a single vision, with agile being
“how,” not “why,” the change happens.
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Some impediments an enterprise may face during agile transformation include:
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1. Process
Individual contributor resistance to change for two key reasons:
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e Momentum — “l don’t have time to learn a new way to get my job done. It needs to be
done today and | can get it done the way | always have if you stop bothering me.”
“Wait, the whole team is going to training? Who’s going to answer the phones?” Do
we have to do this right now? We’re slammed with month-end close.”
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e Fear - "l like my current situation and now it's changing.” “My boss is the only person
who really understands what | do and why it's important to the company, and I'm the
only person who knows how to do what | do. My job is secure right now. What if my
new team misunderstands me and | get in trouble for not being a team player? What if
they pull me off doing my thing and make me work on stuff I'm not as competent
doing? Won'’t my job be at risk then?”
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2. Global Team
Lack of commitment because of:
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e Reduced trust in the organization — If structural changes coincide with the
transformation, individuals may respond to losing their teams and cohorts by
disengaging with the organization.

o MR DEOIRT RS DL L FIRHE & 24950 EA AR & BE
N5 ENTF—LREMERI DO X ITIETHT LBV £3, Agile teams are
easier to form when they are colocated, but sometimes that’s not an option.
Distributed teams need additional accommodations so they can succeed. This might
include new teleconferencing, facilities, travel, and shipping costs, as well as
confirming that all members can use flexible work hours to support the organization’s
goals.
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e Leaders sending mixed messages — Leaders who must give up command and control
frequently need coaching to stay on message. While they may intellectually
understand the agile transformation the enterprise wants, emotionally, it is difficult to
feel competent as a leader when you give up control to autonomous teams. It's also
difficult to understand how to fairly evaluate performance of their staff when they must
rely on different measures, or how to support their staff without interfering in agile
teams. In some cases, leaders can deliberately undermine agile adoption because
agile puts their career path at risk.
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e Skill gaps — Calling someone a product owner or scrum master doesn’t grant them the
skills they will need to succeed in the role. Calling a developer a “software
development engineer in test” (SDET) doesn’t give them the skills needed to
understand automated unit and integration test frameworks and use them
appropriately. Team members need to be able to get any training, coaching, or
support they need to succeed in their new roles.
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e Customers and customer proxies — If IT leads the agile adoption, it calls for a different
level of customer or customer proxy engagement than the old way of working. It’s vital
to gain commitment in advance from customers or customer proxies to participate in
backlog grooming and other product management activities.
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3. Project Delivery
Struggle with frequent deliveries:
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e Project complexity — If you’re in the middle of a project with high complexity, you might
not wish to adopt new methods in the middle. Consider each product and project
separately.
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e Funding — If the budget isn’t available for the training and tools to stand up agile
teams, possibly reconsider the timing of the rollout.
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e Industry challenges — If the industry itself is going through disruptive change that can
eat into your organization’s capacity to adapt to change, the timing might need to be
considered. However, it's important to note that agile increases an organization’s
adaptability to disruptive change.
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e Over-commitment/understaffing — If your organization is already fully engaged in
supporting your current products, you don’t have any spare capacity to support
change. Removing unneeded commitments has to happen first before the
organization can adapt.
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Intra-organizational issues — If the business and IT have a hostile relationship, it will
be a challenge to shift to a collaborative, mutually accountable, agile way of working.
However, if leadership on both sides commits to this, the shift to agile can help repair
this damaged relationship. Another common intra-organizational issue is within IT. If
no problem can be resolved without four different IT departments, it may be difficult
for agile teams to get the support necessary to succeed.
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Inter-organizational issues — This can be seen when the vendor wants to deliver using
agile, but the client organization’s contract management and vendor management
practices don’t support it (e.g., by selecting vendors purely on cost and keeping
vendor and client team members separate). Another example is if the client wants the
vendor to participate in agile projects, but the vendor’s contract management doesn’t
support it (e.g., by having only fixed-scope contracts that require change orders for
every material change to the product features being delivered).
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Resolution
The six critical steps to ensure a successful agile transformation are:
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Realistically assess your potential for becoming agile.
Ensure organizational buy-in.

Understand your current process.

Pilot a more agile process.

Perform a retrospective.

Repeat steps 4 and 5 in a continuous improvement cycle.
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The major and critical impediments that must be targeted are:
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1. People vs. Process

Agile insists on giving more importance to people over processes. Complex processes make
people frustrated and unable to generate the results they could have achieved with simple
processes. Projects are created by people, are performed by people, and ultimately benefit
people. The organizational focus should be on collaboration and communication. Divert attention
from processes to the people who are critical for your organization’s success. If we build our
people with the right environment, we will have high chances of success for our people and our
organization as a whole. Do not bury your team with busywork for the sake of following process.
You must prioritize business value. Instead, let your staff use their skills to create better and
more innovative products rather than creating beautiful, long documents and plans.
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2. Global — Distributed Team

In today’s global world, we frequently do not have all team members at one location and it is not
feasible to get all required skilled resources colocated. Hence, it is imperative to establish the
ground rules with clear communication to avoid confusion and delay. As per IBM’s distributed-
agile point-of-view, we need to redefine leadership, governance, and ways of working. For global
teams, it is a must to have working agreements set at the start of the project. Working
agreements can include how the team will track work, how they will conduct meetings, and the
definitions of ready and done for work items.
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Each team needs to create its own working agreement that they can follow. This creates
accountability within the team, allowing the team to start building trust with each other and
operating as a single unit. Trust is the key agile value that needs to be present within the team.

Involving the team will also help you create an agile life cycle that should flourish in your
environment. Communication is important in agile, especially when agile is scaled.
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Having a single (overall) product owner with a common vision that is constantly shared with all
teams will help maintain alignment around the business direction. In a similar manner, the role of
scrum masters (or their equivalent) will help ensure that the ways of working on the different
teams are sufficiently aligned. Building strong communities across teams of people doing similar
roles will help ensure that the teams avoid harmful anti-patterns and move toward their most
effective options.
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3. Project Delivery — Continuous Integration/Continuous Delivery

It is a general understanding that if an organization is following agile practices, that is enough for
iterative outcome delivery, but that is not true. A truly successful delivery engine must incorporate
design thinking, agile, and DevOps. The design thinking helps teams to think and focus on
creating experiences that delight customers. Agile keeps the team on track by delivering frequent
working deliverables to add value to customer business. DevOps helps in streamlining delivery of
product support through minimizing work in processes and automating key product-delivery
steps.
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One of the key practices in DevOps is continuous integration and continuous delivery (CI/CD).
The main value of continuous integration is to minimize code-integration challenges. Through the
practice of continuous integration, developers merge their code into the main branch frequently,
and keep these changes small—thus making integration much easier.
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The main value of continuous delivery is to create functionality in small, incremental chunks that
can be tested and deployed into production. Smaller, more frequent releases are less risky, and
any problems detected become easier to isolate. This allows development teams to show their
coding results very quickly to their stakeholders and sponsor users, gather feedback, and
improve their offering. With continuous delivery, the goal is to deliver changes to production in
small, incremental chunks on a frequent basis.
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With CI/CD, the team will be better able to handle project complexity, funds, and industry
challenges, and they will take up work based on the team's capacity. The team works in
collaboration. Hence, there will be improved relationships and commitments from each team
member.
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Conclusion

It is important for organizations to spend time and effort conducting a significant up-front analysis
to identify any mismatches between the organization and the set of agile practices it wants to
adopt. Different clients have different needs. Some clients already have working agile-delivery
teams well established into their business, and that needs to be the starting point for refining an
approach with any vendor.
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The initial steps for transformation are:

1. Create agile principles that reflect your values and shape the culture.
2. Identify critical agile leadership skills and strengthen these in all leaders.
3. Align talent processes and systems to foster agile adoption.
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Embarking on an agile journey in three major stages:

1. Do agile. — This starts with customer feedback and fosters business collaboration.

2. Scale agile. — This focuses on alignment, operations, and course correction.

3. Become agile. — This focuses on process optimization and ROI realization of all
initiatives.

T xANDIRITIRD 35D FELRBFEZE T80 £,

l. TO9%ANEIRLDD HENPLDT 4 — RNy INLiEED, EVRATTRL—T 3
VEREEL £,

2. TVXANEBIERTD &, AL —var, FEEEICESEZYTTHET,

3. TVXANIZRD T rbA0FMELETXTOA =T F 7O ROI FEBUE S EZ YT
TWET,

In general, an agile methodology can be used for any complex project. Agile values and
principles do not change based on technology or applications used for projects, or what product
the team works on. It is up to the organization as to how they transform.
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