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 Foreword



The world that we all live and work in is changing at an ever-increasing pace. Driven by technology, much of what would have been considered fantasy a matter of years ago is entirely possible today. Artificial intelligence, automation, and blockchain are only three of a host of technologies which are impacting everything from buying groceries to running a business. This change offers not only challenges but opportunities. Organizations that embrace, not just these new technologies but new ways of working, will continue to find a competitive edge in whichever area they choose to operate. What has traditionally kept organizations safe in the past may not do so in the future. AXELOS is not immune from this either, and as an organization it strives to continually improve its products and services to enable individuals and organizations to achieve their potential. AgileSHIFT™ is a product of this ambition and commitment. This guide and associated training programme have been designed to help prepare organizations to adapt and thrive, not only in this new world, but wherever they might find themselves in the future. The journey every organization will take to change will be different and this is reflected in the guide. The approach laid out here must be tailored to whatever sector, industry, and organization that you are working in. I would like to end by encouraging everyone who reads this guide to share their thoughts through social media or directly with AXELOS. Due to the nature of the topic, this is a fast-moving subject matter area, and we are committed to ensuring that AgileSHIFT is kept up to date to support our community.



Margo Leach Chief Product Officer, AXELOS Global Best Practice
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 Introduction



Most organizations today are seeking to transform the way they work. Whichever sector they are operating in, whether it be voluntary, retail, telecoms, or public services, traditional ways of working which have kept them in business may no longer be enough to remain competitive and survive. This change has been driven by factors such as: ● ● ● ●



increasing customer demand and expectation the rise of disruptive competitors (frequently exploiting new technologies) legacy or traditional processes which are no longer fit for purpose a company culture that does not support working in a fast-paced marketplace.



Transformation is necessary. It is also hard. That is why AXELOS has developed AgileSHIFT, a new guide to help prepare individuals and organizations for transformational shift by creating a culture of enterprise agility. This cultural change is not driven by simply adopting an Agile method or tool, but by understanding and distilling the ethos behind agile ways of working and leveraging them across the entire organization. AgileSHIFT achieves this through: ●



●



● ●



encouraging the whole organization to be comfortable with and embrace the need for change and transformation demonstrating how a culture of enterprise agility is beneficial to organizations dealing with transformation, and identifying common barriers to success providing an overview of common agile ways of working and how they relate to enterprise agility providing a simple Agile framework for organizations and teams to adopt and embed. The framework is comprised of: ● five principles and five practices for the whole organization ● an iterative delivery method comprising roles, competencies, workflow, tools, and techniques.



These elements combine to enable the whole organization to embrace agility. Figure 0.1 provides a visual summary of these elements, which are described in more detail in Chapter 4.
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Figure 0.1 Introducing AgileSHIFT



WHO IS AGILESHIFT FOR? Most organizations know that they need to transform, and most would accept the need to work in a more agile way. But many fall into the same trap when trying to achieve enterprise agility or ‘become more agile’. The creation of isolated agile delivery teams unsupported by a wider organizational engagement initiative is a common response which has frequently led to major issues. Many support functions (such as marketing, HR, and finance) which interact with these newly created agile teams do not know why this approach has been taken, the benefits associated with it, or how best to enable that way of working. Coupled with this they will typically have their own approach that does not support agile working. The agile team is then forced to revert to traditional methods of working when interacting with other teams. This is not a criticism of those wider support teams, but a possible reason why organizations often struggle with agility. Chapter 4 provides a holistic view of the collaborative relationships and determining influences both inside and outside the organization which form the structure of the AgileSHIFT framework. AgileSHIFT has been designed to be used by the entire organization, regardless of the role, function, or seniority of its people. By enabling the whole organization to learn and understand the value and benefits of agility, and where and how it should be adopted, the process of transformation can begin. This guide should be of interest and value to anyone working in a public, private, or third-sector (i.e. voluntary, non-governmental, not for profit) organization today.
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 THE PURPOSE OF THE GUIDE The purpose of the guide is to provide insights as to why organizations need to transform and to offer guidance to support a shift towards enterprise agility. That said, the guide will not offer a step-by-step process on how an organization should undergo a transformation. These initiatives are complex, specific to the makeup and history of the organization, the industry it operates in, and its strategic goals. Agility is a state organizations can aspire to achieve, but how agile an organization wants to (and can) be, differs markedly. There simply isn’t a one-sizefits-all approach to organizational transformation. The AgileSHIFT guide, supported training, and certification will help an organization and its people prepare for that journey and give it a greater chance of success. It has been developed from studying how organizations have customarily approached enterprise agility, using in-depth research and testing of the product. This guide is designed to help individuals, teams, and the wider organization to think and act differently, and then support them as they begin to work in a more agile manner.
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 Part



1



Creating a culture of enterprise agility



 1. A changing context



1.1 VUCA AND THE INCREASING PACE OF CHANGE Organizations have always been subject to continual change and there are many dynamic, diverse, and sometimes conflicting drivers for this including: ● ● ● ●



technological innovations working practices (for example, outsourcing, partnerships, and mergers) increased demands from regulatory bodies for the public sector: changing governing parties and/or policies.



However, during the 21st century there has been a profound shift in the pace and extent of this change. Now, regardless of an organization’s size, sector, structure, offering, or location, much of this continual flow of change is overlapping and accelerating. So much so that many large, mature organizations have been significantly disrupted or even eclipsed in recent years. Within this new context other organizations, concerned with maintaining stability and continuity, find themselves uncertain as to how to respond. The dynamic and fast-changing nature of our world today is perhaps best described by VUCA,1 a term now widely used by organizational leaders. VUCA stands for: ●



●



●



●



Volatility The nature, speed, and dynamics of change that organizations face means that those changes can be more frequent and far more significant than anything previously experienced. Uncertainty Follows volatility. Unpredictability leads to a lack of understanding of events, issues, and outcomes. Old certainties have evaporated. Complexity The multiplicity of issues and factors, some of which may be intricately interconnected, result in there being no obvious cause-and-effect chain and therefore confusion. Ambiguity The lack of clarity and the difficulty of understanding exactly what the situation is can result in a ‘haziness’ of reality. We now live in a world where we have concepts such as ‘alternative facts’ and ‘fake news’.



VUCA has become a warning that organizations must develop greater awareness of and readiness for the unexpected in order to survive. Those organizations that have woken up to the challenges of a VUCA world, and have learned how to transform themselves through ef fective leadership, strategic control, and enterprise agility, are more likely to survive and prosper than those which remain bound to more traditional methods and practices.



Ky mssag  AgileSHIFT has been developed to enable individuals, teams, and organizations to survive, grow and prosper in a VUCA environment.
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 “ Tchnogy has bcm th lding caus f chang, and it tuchs erything.” 1.2 THE INCREASING ROLE OF TECHNOLOGY The most influential and pervasive factor that has brought about major transformation has been the rise of digital technology. In fact, it’s clear that other developments such as globalization, economic growth, political upheaval, and behavioural and cultural change could not have taken place on the current scale without it. Technology has become the leading cause of change, and it touches everything. The growth of technology has had a significant effect on the expectations of those who consume the products and services offered by all organizations. This shift in relationship dynamics has been described as a move into ‘the age of the customer’.



 Dfinitin: Custmr  The person, group, or organization that will benefit from the value delivered by the work. Customers now have access to more: ● ● ● ● ●



goods and services available 24/7 information about alternatives/competitors advice from a wide social network of connections opinions and views of thought leaders, celebrities, and public figures (‘influencers’) platforms and forums in which to share their own experiences and post reviews.



Organizations can now: ●



● ●



record and respond to the current preferences and needs of customers (and predict future needs) through data-gathering and analysis as well as reviews and discussion forums develop closer, more interactive relationships with customers, creating a deeper sense of loyalty become more vulnerable to negative publicity as adverse news spreads and escalates rapidly.



Exampl: Why it pays t cmplain using scial mdia  A bad review or negative comment can be shared by millions, and organizations are often keen to defuse customer anger in a public forum such as Twitter. If it is done quickly and cleverly, it can even work to their advantage. When one traveller tweeted that the heating was switched off on her train, she was pleasantly surprised when the operators of that line took note and alerted the driver to switch the heating on. In this way a rapid response to potential reputational damage generated a positive customer experience and the incident was widely and positively reported. 2
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 The involvement of technology in our work and day-to-day lives has resulted in a ‘tech-shift’, characterized by society’s move through three distinct yet overlapping phases: the tech-supported, tech-enabled, and tech-centric (see Figure 1.1): ●



● ●



Tech-supported Refers to activities that were previously manual, but which can now be carried out with computer-based support. Tech-enabled Refers to previously manual activities that have now been improved by automation. Tech-centric Refers to activities that would not exist without technology.



See Appendix A for further explanation and examples of these three phases.



Sctr xampl: Tch-shift  The retail banking sector has seen a dramatic change of context over the last 20 years, and it continues to be at the forefront of delivering new services and products to customers. Not so long ago bank managers knew customers by name, transactions were created manually on paper, and those papers were transferred to a central processing pool where ledgers would be updated by clerks. All of this manual documentation and information transfer took time, and moving money from one account to another could take in excess of seven days. Even when computerization occurred, it simply facilitated a manual process so that accuracy improved and timing became marginally better. This was a tech-supported environment. With the dawn of the internet age, ways of working were adapted. More speed and flexibility brought significant increases in the value delivered to customers. Now, instead of visiting branches to complete paperwork, customers could use apps to per form daily banking activities such as moving money from one account to another and settling invoices. Technology has enabled further efficiency and productivity gains through direct customer access to banking systems. This is a tech-enabled environment. The arrival on the scene of blockchain technologies is only one of many tech-driven changes to the sector that both offer opportunity to, and simultaneously threaten, the very existence of the retail banking sector as we know it. The Internet of Things (IoT) has connected appliances to retail vendors, which when enabled by smart contracts can make payment without the need for banks using blockchain technology. What’s more, artificial intelligence (AI) systems ensure the appliances operate at optimum efficiency by analysing usage data. This environment is one that would not, and could not, exist without technology, so it is known as tech-centric. It is important for organizations to understand tech-shift and to leverage the available technology to be more efficient, deliver better value to customers, and remain competitive. Tech-shift offers opportunity and threat in equal measure. In particular, the increased influence of digital technologies has been a significant enabler for ‘disruptor’ organizations.
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 Incrsing inﬂuence of tech in organizations and society



 Tech-centric 



 Tech-enabled



 Tech-suorted



 Time  Figure 1.1 Tech-shift



1.3 DISRUPTORS The idea of ‘disruptive innovation’ was introduced in 1997. 3 The phrase was used as a way to think about successful companies not just meeting customers’ current needs but also anticipating their unstated or future needs. It explained how small companies with minimal resources were able to enter a market and displace the established order. ‘Innovators’, ‘challengers’, and ‘disruptors’ are all terms used, often in a similar way, to describe those entities which create something new, and in doing so, challenge something that exists. Definitions of the terms can be unclear and frequently overlap. So, for clarity and simplicity, AgileSHIFT will just use the term ‘disruptor’ to encompass all such activity.



 Dfinitin: Disruptr  An entity that changes the way in which an industry or sector operates, especially in a new, more effective, and unexpected way. It may create a market where none existed before. It can be caused by, or expressed through, digital capabilities, channels, or assets. Disruptors uproot established ways of working and change how we think and behave. In approaching a market, product, or service from a very different perspective, they may totally displace existing organizations, destroying as they create. Disruptors shift the fundamental expectations and behaviours in a culture, market, industry, technology, or process. As we have seen, this is often caused by or expressed through digital capabilities, channels, or assets.
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 Sctr xampl: Disruptin A good example of profound sector disruption was seen in the photography industry in the 1990s. When industry leaders sought to improve the customer experience, it created an alternative product: the Advanced Photo System. Unfortunately, this product was simply an improvement to the chemical film product that they had supplied for many years. Ultimately, the supply of product and service to the customers was inefficient. The companies that focused on improving the current model instead of looking for a new model offered by emerging digital technologies struggled to survive. The digital camera, which did not use film, quickly became the customers’ preferred approach and this disruptive technology won the market over; decisively so when it was integrated with mobile phones.



1.3.1 Enablers for disruption Disruption may come from a wide range of sources. Technology has significantly lowered many of the barriers to entry into many markets, and thus added to the increased pace of change and opportunities for disruption. Those who seek to disrupt are enabled and encouraged by a number of factors, including: ● ● ● ●



the gig economy remote working cloud storage and processing online presence.



1.3.1.1 The gig economy There has always been a proportion of the workforce who work on a temporary contractual basis rather than within a permanent employment structure. As organizations and individuals become more enabled by technology, they are better able to find each other and form relationships. This reduces the need for formal employment contracts and large office spaces, and facilitates work and payment on an ad hoc basis. This ad hoc individual work agreement and payment is known as the gig economy: a flexible labour market characterized by the prevalence of short-term contracts or freelance work, as opposed to permanent jobs. This employment model has clear advantages for rapidly evolving startup organizations.



1.3.1.2 Remote working The increasing influence of technology in organizations and the availability of processing power, storage, and tools to individuals means that the need for co-location of workers and work is now significantly reduced for many roles. Individuals can work from a local office, their own home, or even a café as members of globally distributed teams, reducing the overheads associated with maintaining large, longterm office spaces and allowing small organizations to access specialist skills regardless of location.



1.3.1.3 Cloud storage and processing Historically a significant cost for new entrants into a technology-driven market was that of the technology itself. Computers, storage, software, and the people to build, manage, maintain, and extract value from them all have associated costs. Many providers now offer to remove this high-risk investment requirement from start-ups and new entrants. By renting or paying for products and ser vices by unit used, organizations and individuals can benefit from class-leading solutions and services without high
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 set-up costs and maintenance charges. The cloud refers to data solutions and services that are hosted remotely and that are frequently paid for on a per-use or availability basis offering a cheaper, less risky business model for new entrants.



1.3.1.4 Online presence It is now very simple for a small, young organization to appear more successful and experienced than it really is through leveraging digital resources. Websites, social media, podcasts, video uploads, and references from other established websites all contribute to web presence. As people increasingly turn to the internet first for advice and information, so web presence becomes more important. A small organization offering a well-designed, user-friendly web experience may be a more attractive vendor or partner than a larger and more stable organization that doesn’t exploit its digital assets effectively.



1.3.2 Inefficient markets Disruptors often exploit inefficient markets, where there is a large gap between what is being offered and what the customer requires or wants. This creates a situation where there is value in disrupting that market.



Sctr xampl: Rvlutinizing publishing Up to the 1990s, anyone wishing to publish a book was usually reliant on having their work accepted by a publishing company, or alternatively starting their own publishing company, which was generally regarded as a significant investment! With the development of the internet came the start of modern self-publishing capability. Since then we have seen: ●



print-on-demand companies



●



the rise of blogging



●



electronic self-publishing



●



e-books



●



digital printing



●



crowdfunding platforms.



Each one of these developments has made new skills, production, printing, and distribution channels in publishing more accessible to authors and organizations, revolutionizing the publishing industry.



1.3.3 Black swan events The metaphor of the ‘black swan’ to describe a totally unexpected and unpredictable event that has a major impact is often used in relation to disruption.4 Yet while the particulars of a true black swan event cannot be forecast, organizations can prepare themselves for the possibility of one. The challenge for established organizations is to continue to respond to, and even predict, the needs of their customers quickly and accurately. The challenge for those who seek to enter the market is similar: to respond to the needs of customers faster and more accurately than those already in the market.
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 The development of agility is therefore a key element within an organization, because disruption can happen very quickly. That agility needs to be present at all levels and in all functions of an organization; it is not enough to have just change, project, or programme teams working in an agile way. Operational teams and supporting functions must develop that agility so that they fully play their part in transforming the organization, so the organization can respond effectively to any disruption, as well as creating an environment and culture that is responsive to change. In this way, significant transformations, smaller initiatives, and the entire business operation are more likely to succeed.



1.4 THE DELTA The increased pace of change, the rise of new technologies, the threat of disruption, and the possibility of an inefficient market can all lead to the development of a gap between where an organization currently is in terms of its capability, market position, and offering, and where it could or needs to be. In AgileSHIFT this ‘threat gap’ is called the delta (or Δ) (see Figure 1.2). The delta can be understood by considering: ● ● ● ● ● ●



where the organization currently is where it wants to or could possibly be where the competition is already or moving towards its customers’ expectations how the organization can transform from its current position to becoming better/the best it can be how it can align its strategic goals with a future desired state.



Target state



Cbty/  performance 



Current state



 Time  Figure 1.2 The delta
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 The delta is the difference between the ‘target state’ and the current performance level. This is an abstract gap; there is no numerical measure or calculation that will yield a precise answer. But it is this gap that disruptors will seek to exploit. The larger the delta, the more exposed the organization will be to disruption from innovative new ideas, products, and services. Many organizations in longstanding markets may not even be aware that there is a delta. Surviving and competing are all about: ● ● ●



recognizing that there is a gap understanding its nature and scale taking action to narrow the gap.



But there is another critical aspect to the delta; it isn’t static. The desired target state or possible performance level will constantly move as the wider context changes and evolves. As the delta grows, so the organization must continue to focus on understanding it and taking action to narrow it if it wishes to survive (see Figure 1.3).



1.4.1 The delta and value creation A central concept within AgileSHIFT is that the organization must always seek to optimize the value it delivers.



 Dfinitin: Valu  The benefits delivered in proportion to the resources put into acquiring them. The delta is attractive to disruptors because it represents the opportunity to offer better value than the that offered by the top organizations. The threat to the established organization is the opportunity for the disruptor. All organizations are vulnerable to the threat of disruption and increased competition.



Current position



We are posed by a large  ∆ 



Change Delta



Current position



We naow the  ∆  through change  After we change



Context changes



Change must be ongoing



 The contt pts/changes and the  ∆  grows in We nd to kp changing  to mge the  ∆ 



Figure 1.3 Narrowing the delta
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 1.4.2 What could a target state look like? To answer this question, consider the following: ● ● ●



What value creation are our best competitors achieving? What are the best organizations for value creation in this area doing? What value could we create if we worked in the best way possible with the best available tools and processes?



In summary, it is an assessment of what the best possible value performance level could be. Narrowing the delta can be achieved by large-scale transformation programmes, smaller-scale initiatives, or a combination of both. Chapter 3 explores the various methods and approaches that can be adopted to enable an organization to change, and hence reduce its delta.



Scnari: Idntifying what ‘grat’ lks lik and narrwing th dlta  An established charity had noticed a decline in donations made by the public. Traditionally, the organization would have embarked on a major television and print advertising campaign in an attempt to recover this situation. However, the last campaign had a lower than expected effect on revenue. A new head of fundraising with deep experience of the sector was recruited and tasked with improving the situation. Her first action was to understand how the charity collected funds from donors. The study showed that: ●



●



●



40 per cent of donations were from a few recurrent major donors (over £100k per annum), but that they were aging, and donations were dropping as heirs changed donation strategy 40 per cent of donations were collected by recurring direct debit, and these figures were falling quickly of the remaining 20 per cent, a significant proportion were low-value, one-off eventrelated donations; the remainder were collected in the street or by door-to-door collection and these were not predicted to move much.



The new head of fundraising requested an analysis of the sector. Each of the prime competitors of the charity had a different fundraising profile, and there was a single standout success story. A relatively new charity had decided to approach fundraising differently. Instead of focusing on mass exposure advertising, it was leveraging tech-driven advertising by using targeted online pay-per-click adverts to direct its messaging to those most likely to set up a direct debit. It was then working to determine which of these would be a good prospect for conversion to big-sum donors. This was bringing in both high donation levels and much better return on investment for the organization. Now that the head of fundraising knew where the charity was, and what ‘great’ looked like, the delta could be understood and changes planned to support a narrowing of that delta.
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 1.5 RESPONDING TO A CHANGING CONTEXT To summarize: A major shift has occurred in the pace and scale of change, and it has created a context of VUCA: volatility, uncertainty, complexity, and ambiguity. ● The increased role of digital technology in all aspects of our lives has enabled and encouraged a significantly large proportion of that shift. ● Disruption to existing markets and sectors is far more common than ever before. ● Deltas have opened up in many markets and established organizations may not even be aware of them. The existence of these deltas attracts disruptors. Organizations respond to change in many varied ways. Some approaches have been used for decades, some are more recent developments. All have their merits and strengths. One common factor that any good approach must demonstrate is the ability to be flexible and adaptable in the response to change. ●



A primary aim of AgileSHIFT is to encourage and enable that flexible and adaptable approach to a shifting environment. This enterprise agility is explored in Chapter 2.
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