











Theme 8: DevOps

Only 34.4% of our respondents have a significant
integration of DevOps in their organisation, and the
majority indicate that the release frequency has increased
since their agile transformation. This data is contradictory
because one would expect DevOps integration to be linked
with the release frequency. During our interviews, we
captured that the increased release frequency could be an
effect of working more iteratively and has less to do with
DevOps initiatives.

We also captured that only in 3 out of 13 interviews
DevOps are in a good-enough to excellent state. Others
are taking the first steps or still need to start. (Figure 13)

Conclusion

During the survey and interviews, it became clear that
for many the integration of DevOps in their organisation
remains a big challenge due to the required investments
(mindset and effort). The organisations that successfully
integrated DevOps are seeing a tremendous acceleration
in their transformation.

Figure 13 — What impact has the agile transformation
had on your release frequency?

Some impact: we release more frequent then before

Big impact: we release significantly more

Huge impact: we release whenever we want to on a
daily/weekly basis

No impact at all

Negative impact at first, but we are back up to par

Devops integration

Slightly (31%)
Moderately (24.1%)
Very (24.1%)
Extremely (10.3%)
Not at all (10.3%)
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Part 1:

Theme 9: Strategy, portfolio , _ _
. Figure 14 — How heavily has your portfolio management
and bUdgetl ng changed during the agile transformation?

For the majority of our respondents (89.6%) the way they

deal with portfolio management has changed; for 44,8% e e
of them it has changed significantly.
71,4% of our respondents agree that your portfolio Moderately 24.1%
management and budgeting practices have to change to |
be successful in your transformation. (Figure 14)
. L . Slightly 20.7%
The most significant changes to the portfolio process _
happened in priority setting, business involvement and
connecting to the strategy. (Figure 15) Not at all
10.3%
||
- Extremely 6.9%
Conclusion s
You can not ignore strategy and portfolio management
in your transformation if you have the ambition to reach Figure 15 — How strong do you agree with this statement:
organisational agility. Mastering these aspects within an “When scaling Agile, it's crucial that your portfolio
agile way of working is a tough nut to crack because this management and budgeting practices changes as well™?
requires alignment at the highest levels of the organisation.
Agree 46.4%
|
Strongly agree 25%
I
Somewhat agree 21.4%
]

€€ /t's impossible
to decide large
Initiatives without it~ s
being in competition’
with other ones. We
are forced to enter
Into a constructive
dialogue and make
the right choices 53

Jo Coutuer, BNP Parisbas Fortis
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We see that the relationship with suppliers did not change
much during the transformation but there are some
challenges such as:

Joint planning

Communication

Estimations of work to be done

Cost of deliverables

58,6% of the respondents say it's very important that the
supplier is also working in an agile way. Another 31%
says it's moderately important and only 10,3% says it's
not important.

In the quantitative part, it was hard to draw conclusions on
this theme. It is clear that we have expectations towards
our partners and suppliers when working in an agile way.
During the individual interviews, we noticed subtle, but
important, changes in how they deal with suppliers. In
general the suppliers became more partners where the
consultants became more “part of the organisation”. One
drawing example is the fact that external consultants are
being provided with training just as the internal employees.
Another example is that fixed price contracts are becoming
rare. One company in particular stated that in the beginning
of their transformation they shifted to “smaller” suppliers
because they were more flexible.
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Part 2:

Key take-aways for
accelerating your
transformation towards
organisational agility

From the results of the quantitative survey and the series of interviews, we came to a number of key take-aways that can
help the readers in their (next phase or continuous) agile transformation.

Of course, there are many other things you need to consider. Below are the 4 key take-aways we could distil with
confidence from the study.

We first need to give a warning: As Ash Maurya stated:
You don't get a gold star for following a process, but for
achieving results. We would like to add to this statement
‘together with happy customers and employees'.

We have seen - and in all honesty, in the earlier days also
been part of - numerous transformations that were inward
looking. Where the success of the transformation was
solely measured by the implementation of a framework,
methodologies, processes and procedures. Everyone
knows those are only means to an end, but one easily
steps into the trap of measuring the success of the means,
rather than the outcomes at the end.

As a first prerequisite, we note: Make clear for yourself and
the organisation why the transformation is needed, and
what exactly you want to achieve with your transformation.
Also, define how you will measure the progress in terms

of business results, customer satisfaction and employee
engagement. More about this in take-aways 1 and 3.

The second prerequisite is: Make sure there is alignment
about the transformation across the EXCO. Again, this is
obvious. And yet, it is one of the key challenges, as we
already pointed out in Part 1.

How can something so obvious still be such a struggle?
You will read more on this in take-aways 2, 3 and 4.

©
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The take-aways

Based on the learnings from part 1 and our own
experiences, we concluded on 4 key take-aways for
your transformation to obtain organisational agility.

One can start a transformation bottom-up without taking
those 4 into account and achieve quite some benefits. But
those benefits would be limited to IT-delivery mainly. And
those benefits will soon result in frustrations. Frustrations
from the teams who see their progress blocked because
of the interactions with other parts of the organisation.
Because, obviously, the work in IT-Delivery cannot be
seen as separate from the rest of the organisation. Your
transformation is a systemic endeavour.

Full organisational agility requires:

Relentless customer focus

2. Aclear, agreed company-wide operating
model, including

= An agile way of working (Mindset and governance)

= An Intentional organisation (re)design, aligned with
that operation model (Structure and governance)

5. Anintegral, agile change strategy
. HR as a transformation partner
(Figure 16)

Figure 16 — The 4 key take-aways for organisational agility

Besides those four key take-aways, introducing DevOps
practices and tooling can be seen as a push in the back
and amplifier for the transformation, when it is taken into
account early into the transformation. On the other side,
we also acknowledged successful transformations with
limited progress in DevOps. Therefore, we were reluctant
to include this as a key take-away.

If you don't make DevOps part as of the beginning, you
should consider this a transformation debt you'll have

to pay off at some time. As with technical and any other
debt, it is best to consider upfront whether it's a good idea
to build debt, and how much debt is tolerable. As stated
above, from the interviews only 3 out of 13 considered
themselves in a good-enough position. None of the others
indicated that the transformation debt in DevOps became
too much to handle and started backfiring.

Clear, agreed company-
wide operating model

QN
Y
Relentless

customer
focus

Integral,
aqgile

HR as a
transformation
partner

change
strategy
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Part 2:

1. Relentless customer focus

Customer focus

Chances are that you are not a software provider. So
make sure to distinguish between the product or service
customers are buying from your organisation and the
(digital) products you are building to make this possible.
For the products you are building: who are the decision-
makers, who are the intermediaries, who are the actual
end-users of the system, who benefits how from that use,
and who is (indirectly) paying for the use of the system?
How does all of this benefit the organisation’s customers
who are buying your products or services?

Don't forget to match this with your strategy. Where do you
serve your customers best by focussing on cost-efficiency,
and where by focussing on functionality, usability etc.?

SD Worx for instance sees building more effective products
as the most crucial accomplishment of the transformation.
They relate that to a shift in focus from technology
execution (feature factory) towards product- and strategic
thinking, based on customer and user interactions.

If, like in most cases, there is no 1-1 mapping between the
team(s), products, systems, platforms and end-customer

needs; aorganizing according to customer value streams

really helps.

Relentless focus

Do not only focus on your solution design. Techniques
like Design Thinking are quite established there, and

still strongly recommended. But from this study we can
conclude that organisations with a relentless focus on
the customer made more progress on their path towards
organisational agility than those without.

At Luminus, for example, senior frontline agents (who
have customer interactions as their primary role) take an
active part in the scaled agile operating model. Other
organisations also encourage the management team

to have regular direct customer interaction. At TUI, all
managers work in a customer agency for at least one
day each month. This way, they hear and feel directly
how their colleagues work and what customers are
asking and looking for.
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DHL takes this one step further. Given the company
credo ‘Don't worry about competition, worry about your
customer’, all managers, up to the exco, are required

to take the phone and call back at least one selected
customer every month who has expressed the wish for
further contact.

£6 Pyt someone in
front of a customer,
and all of a sudden
the problem
looks completely
different 33

Bart Van de Walle, DHL

In those organisations, typical metrics like Net Promoter
Score are not limited to frontline customer service
employees. They are part of the objectives of a big part
of the employees, sometimes even for everyone in

the organisation, including the developers in the
software team.

The superlative of relentless customer centricity is
community management. At Mobile Vikings they continued
and deepened the vibe of close customer relation from the
time as a startup. They call themselves customer-obsessed
rather than customer-centric. They don't serve customers,
they build communities.

We cannot conclude that companies who made more
progress towards organisation agility achieved that because
they already had customer centricity as part of their

DNA, or introduced it as a part of their transformation. It's
probably not black/white anyway. But we can conclude
that those who scaled beyond the typical IT department
have a relentless customer focus, and vice versa.

how the customer will benefit from
your transformation. Make this a key metric of your

organisation and a goal of your transformation.
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With an agile transformation, you are re-architecting
(part of) your organisation’s inner operating model;
whether you are consciously aware or not.

Like any agile endeavour, one best starts with a minimal
viable agile operating model, inspect and adapt, define
your next version, and repeat.

Depending on the size of your organisation - and the
scope of your transformation, this can be a minimal and
light-weight governance with simple and basic structures.
Some people in the large agile community are allergic

to the word governance because that “isn't agile”. Our
interviews confirmed however, that some governance is
beneficial even for smaller organisations.

Without structures
and governance, you
can't steer,
and without the
possibility to steer,
you can't be agile

When a company like Mobile Vikings started an agile
transformation, a key driver was the necessity to bring
some clarity, structure and a minimum of uniformity in the

way of working, as they were suffering from growing pains.

In bigger organisations with well-established governance,
one can't just ignore that with a simple statement saying
it's not important for now, and it will be taken care

of when the problem occurs’. One of the interviewed
organisations shared that the lack of an agreed operating
model between IT (with their new agile way of working)
and the rest of the organisation resulted in loss of control.

Itis crucial to get the scope of the first phase of your
transformation right. Do you limit it to IT-delivery? , Is
infrastructure part of it? And what about IT-operations? Are
any business departments joining the transformation, or
will they just have to align differently with IT? What about
‘functions’ like Legal, Risk, Compliance, Audit and Finance?
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Part 2:

We have seen different flavours in the interviews. From
organisations that start with a scope limited to IT-delivery
(at first), over transformations for the whole IT department,
to organisations that restructured all the business
departments and their way of working as part of the agile
transformation. Most of the organisations we interviewed
that limited themselves to IT are planning to extend this
further to other parts of the organisation. Others are still
undecided or need some time to take the next step.

In any case, as often, there is no right or wrong approach.
Both the full-blown organisation-wide and more top-down
approach as the scaling-up-step-by-step approach can
work. Just make sure to align your change management
with the approach. (Figure 17)

Figure 17 — Refactoring your operating mode

With an agile transformation, it is precisely the objective to
break the interfaces because the current interface wouldn't
match at all with the refactoring of your component. So
you need to consider this from the beginning and agree on
a new operating model.

As stated earlier, don't over-engineer this in the beginning.
Start small, inspect and adapt, and grow in this together
with the counterparts. Also if your transformation includes
all business departments, portfolio and budgeting, etc. as
from the start, it is best to use the simplest version possible
and evolve from there.

&

Area in
transformation

If you start with a focus on IT only, we learned that it is
essential to contain your transformation clearly. When
that's clear, it is important to agree on the new operating
model with the areas of the organisation that are not part
of the transformation.

Itis like refactoring software. As long as you don't break
the interfaces with other components, there's no problem.
But when you need to change the interface, you'd better
talk about that upfront, explain the need, your reasoning,
and agree on a new interface. Then give everyone time to
adjust and a grace period once you introduce the

new interface.
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In this newly defined operating model, make sure to
include the following:
A. An agile way of working (mindset and governance)

B An intentional organisation (re)design aligned with that
operating model (structure and governance)

CIONET Agile Monitor: What's the deal with your agile transformation?



It's obvious that an operating model as part of an agile
transformation includes an agile way of working. We
couldn't tell from the respondents to the survey and from
the interviews, but we have seen and heard about quite
some organisations where the use of agile methodologies
was very mechanistic. Implementing some processes

and procedures, without living the underlying values and
principles, is setting up for failure.

The risk of this largely increases when there's a lack

of knowledge and understanding in the organisation.

In part 1 we learned about the indispensable need for
formal training, and the struggle due to lack of skills and
experience. Most of the organisations we interviewed
got intensive coaching for their transformation, be it via
external consulting or by hiring internal coaches. All of
them stressed the value and need for coaching.

Coaching is of
utmost importance.
Without coaching,
don’t even start

Wim Ravijts, AXA Bank

As we learned from the survey (see part 1), a lot of people
-including leaders, of course- tend to fall back to old habits
if things don't work out just fine as of the start. Company
culture all too often is a negative amplifier of this. This

is exactly why coaching is important, especially for the
leaders of your company.

A common way
of working and
common values
are important.
Taking the time to
discuss how you
collaborate also
brings cohesion
to the (leadership)
team

Ruben Smolders, SD Worx
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Part 2:
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The interviews clearly supported the 5th of Larman’s laws
of organisational behaviour: “In large organisations, culture
follows structure. And in tiny young organisations structure
follows culture.

For BNP Parisbas Fortis, for example, the restructuring led
to accountability. "Before, we had a director for everything,
but nobody was accountable for the full picture. With the
change of their missions, everything changed.”

Structures
iIndeed make a
big difference

Jo Coutuer, BNP Parisbas Fortis

Also, Luminus, AXA Bank, SD Worx, TUIl, DHL, Borealis and
ING pointed directly to the importance of restructuring as
part of re-alignment with the broader organisation. The
common denominator in their restructuring? They were
market and/or customer-focused. This bridges nicely back
to the previous take-away.

Note that this does not necessarily imply big changes

in formal reporting lines. At AXA Bank and Luminus, for
instance, the organigram and the Agile Release Trains don't
match, and they're perfectly fine with this.

Your operating model will be -and should be-
continuously evolving during the transformation.
Start from a minimal viable version, and make sure

the current version is always very clear to everyone
involved.




3. An integral, agile change strategy

Bottom-up vs top-down change approach

We see the two approaches: bottom-up and top-down.
No surprise that everyone agrees both are necessary and
need to meet one another, but there's always a clear
centre of gravity.

From the interviews, we learned that (really) large,
established companies need a top-down approach. They
can start bottom-up in some pockets left and right, or even
for the whole of IT-Delivery. But given the organisational
complexity and linked governance, the move towards
organisational agility requires a top-down approach.

Also, as pointed out in the prerequisites: when you want to
scale out of IT, there is no way to do so without exco-wide
support and sponsorship. Putting the money where the
mouth is, brings that clarity to the whole organisation.

If there's no organisation-wide transformation initiative
(yet), one can start bottom-up. A clear take-away from the
interviews is that in that case, it is advised to focus on the
willing, ensure it works and is fun - then will spread like

a virus. Don't be tempted to take on too much at once.
Focus on a limited scope, make good progress on that and
then move on.

€€ Just work with
the 20 attractors,
and ignore the 50
detractors.
Focus on areas
where you have a
direct impact, and
downplay the rest 5y

Bruno Brusselmans, Luminus

Smaller companies can more easily succeed by using a
bottom-up approach. Of course, this still requires exco
alignment and support. Even for Mobile Vikings, more
or less agile by birth, the key success factor for the step
towards organisational agility was exco support, with a
vital role for the CEO.

When working bottom-up, it is important to know where
there will be friction so you can anticipate where possible.
Find your ally, be transparent and honest about where you
expect difficulties, and what you think both of you should
do about it. And, of course: persevere. Be prepared for it to
go wrong, because it will go wrong at first.

Referring back to key take-away 2, it is obvious that a top-
down, organisation-wide approach, including restructuring
and changed governance, is faster. There's no need for
constant reviews of and discussion on the interfaces
between different parts of the operating model. However,
a top-down approach is always experienced as a shock.
Those transformations are perceived to be ‘enforced on’
the organisation often resulting in a temporary decrease

in employee engagement and happiness. From the
interviews, we learned that this takes 2 to 3 years.

Be conscious about this choice, and ask yourself which
approach fits your organisation best at what point in time?

Cross-functional change team as part of a
Transformation Office

In both approaches, it is critical to set up a cross-functional
change team to guide the transformation. The members
of this team have different roles in the organisation under
transformation, and will act as the typical change agents
and ambassadors for the transformation. If you hire agile
coaches to guide the transformation, this is the typical
home base from where they teach, guide and coach the
different teams and roles.

Don't limit the members of the change team to the parts of
the organisation where the transformation is taking place.
Thinking about the interfaces mentioned before, make
sure to include the key decision makers of the parts of the
organisation who will be impacted by the transformation.
Make sure to have them on board as of day 1. Probably,
those people will have slightly different roles in the team
than the ambassadors. But if you know you'll have to
change the interface, make sure those colleagues are
continuously aligned with the goals, approach, reasoning
etc., of your transformation. Only when they understand all
of this, can they easily co-create a new interface.

The setup of an independent Transformation Office, which
is not part of any department, is also considered to be very
important for the transformation towards organisational agility.

As long as the transformation is mainly limited to IT with

a review of some organisational interfaces, the cross-
functional change team with key decision makers of other
parts of the organisation will do very fine. Once you want
to scale this towards organisational agility (or as from

the beginning if you have a company-wide, top-down
transformation), a transformation office is key.
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Part 2:

The fact that the Transformation
Office and HR are seen as neutral has

been an absolute

At Vivium, this resulted in the fact that, no matter if you
asked the question to someone from business, IT or
portfolio, you always got the same answer.

Note that this transformation office can be temporary.
At BNP Paribas Fortis, for example, the office made itself
redundant after a couple of years.

Your transformation towards organisational agility should

be agile in itself. It is about leading by example. - of course.

But with a more top-down approach, there's the apparent
lure towards a plan-driven, implementation roadmap for
the transformation. This opens the door to measuring the
success of the transformation based on the follow-up

of the roadmap, rather than by achieving value from

the transformation.

key success factor

Steve Goossens, Vivium

Set business objectives, make sure to measure your
objectives (see prerequisites), define intentions, but avoid a
full-blown roadmap.

Also, as pointed out earlier, stipulate what you intend and
might need to do later but will not do from the beginning.
The list of not-(yet)-to-dos is as important as the one with
the to-do’s. Start with the basics first, add the rest later.

As a transformation leader, give intentions and objectives to
the teams, provide them autonomy and support, and trust
them to do the job. If it doesn't work out, keep the trust,
and give them more support.

With an agile approach, comes the feedback loop. Make
sure to set up those loops. At TUI, for example, everyone is
allowed to put some items on the backlog of the change
team. Once they do, they are involved in finding a possible
solution and its implementation. Adjust your roadmap
based on the feedback and your transformation metrics.

Work in a culture of ownership and
autonomy. With freedom and responsibility,
one can do beautiful things
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‘Installing” an agile mindset in people
IS the biggest challenge. It is counterintuitive
- you need to recalibrate intuition

No doubt you've heard numerous times that Agile is
mainly a mindset and culture thing. But all too often,

an agile transformation is mostly about processes and
methodologies. During the interview, we heard a handful
of people explicitly saying that they do pay attention to the
more intangible and unobservable things, that are typically
hard or impossible to measure.

At Vivium, they explicitly recognise that everyone has a
different starting point, which calls for different speeds.

Your transformation is an agile endeavour in itself.
Lead by example, and drink your own champagne.

Kris Steegmans, Mobile Vikings

Make sure to position HR as part of the transformation.
Ideally, they are committed from the start and act as a
key transformation partner. Even if you start bottom-up
in IT-delivery only. If for some reason that's not possible
yet, make sure to find a way to work around it, and
consider changes that are happening in the area of

HR as ‘positive collateral damage’, as one of the
interviewees stated.

Do know that you'll need full commitment from HR for
organisational agility. So make sure to work with them and
find out when and how they can join the transformation.
Forcing HR to join the transformation without the right
motivation can be a showstopper.

As you might remember from part 1, the survey revealed
that only 17,2% indicated that the HR department was very
or extremely involved. Our interviews showed that in the
large majority, HR wasn't involved or, at maximum, only
operationally supporting. It's clear that it is very challenging
for HR departments to see what the transformation exactly
is about and what role they can or should play. So as
transformation leads we need to acknowledge that, most
likely, HR is not yet in a good position with an adequate
understanding of what a transformation to enterprise agility
means. Probably just like other areas of the organisation.

At a certain point, they'll have to be involved. You'll have
to start discussing roles, functions, organisation design,
reporting lines, re-skilling, redeployment, etc.

On the other end of the spectrum, those organisations
where HR was really part of the transformation, clearly
expressed that this was a key success factor. At Vivium,

for instance, the transformation was accompanied by

an ongoing company culture track. They joined in from

the beginning for role assessment, development and
coaching. The introduction of peer-based learning in
competence circles was a hand-in-hand effort between the
transformation office and HR.

Early involvement from HR can be a real accelerator

for your transformation towards organisational agility.
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THE
INTERVIEWS

We want to thank again the people who devoted 20 minutes of their time to fill out the questionnaire. With an explicit
shoutout to the following people who took 1 hour or even 1 hour and a half of their time for an interview with us. Without

you, this report would not have been possible.

Thank you.
Sincerely,

Mattias and Benjamin

In order of appearance:

Jo Coutuer, BNP Paribas Fortis
Bruno Brusselmans, Luminus
Ines Herbosch, FOD Justitie
Wim Ravijts, Axa bank

Steve Goossens, Vivium
Ruben Smolders, SD Worx

Koen Willems, Sodexo
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Bart Van de Walle, DHL
Kristof Caekebeke, TUI
Gert Lemmens, Borealis
Bahadir Samli, ING

Brecht Stubbe, Riziv/Inami

Kris Steegmans, Mobile Vikings
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CIONET

What's next.

About CIONET

CIONET is the leading community of IT executives in
Europe and LATAM. With a membership of over 7000
ClOs, CTOs and IT Directors, CIONET has the mission to
help IT executives achieve their aspirations. CIONET opens
up a universe of new opportunities in IT management by
developing, managing and moderating an integrated array
of both offline and online tools and services designed

to provide real support for IT executives, so they can do
more than just keep up with change but ultimately

define it.

www.cionet.com

w29

About Innocom

INNOCOM is a fully independent Belgian company
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