How to Achieve
Continuous
Transformation

Without Resistance
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What brings you here?



On to another gig. Story is the same



Agile Challenges dlglt@l.@i

What are the most significant barriers to adopting and scaling Agile practices in your current organization?
43% Organizational culture at odds with agile values
42% Lack of skills/experience with agile methods
41% Not enough leadership participation
35% Insufficient training and education
35% Pervasiveness of traditional development methods
31% Lack of business/customer/product
o,
30%  Frosmened ooing and projctreated dea/messurements srare oF AciLE Lok sACK (@
o, A :
22%  Unwitng o it istakes and far o dlvery faltre Organizational culture and Agie values
o are becoming more aligned. A few years
17 [ 20, more than 8 out of 10 respondents
a Regulatory compliance or identified culture as a significant barrier to
13% government issue Agile adoption. That number now stands
at slightly more than 4 in 10.
7% Don’t know ghtly
5% Other
digital.ai | 15th State of Agile Report 12
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gence (and/or evolution?) seem like better descriptors to
capture the nature of the change.
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O'I Nature of Agile
Transformations



They are informed by Planned Change
Management Models

|dentify or Define
the Problem to
solve

ANALYZE and
DIAGNOSE

Experts Identify
Possible Solutions

Implementation
Action Planning




Lewin’s

Kotter’s 8 Steps
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| INSTITUTE
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Unfreeze, Change and Refreeze
process of Change

e  One-off organizational change
process with no mechanism for
ongoing feedback

Change model to create and
sustain new behaviours in 8
steps.

e Time consuming with limited
measures and feedback
mechanism

Individual Change Model that
rewards new behaviours at
individual level

e Does not address Organizational
level change

e Could be cumbersome for large
organizations




The
Planned
Change
Models are
similar.

ABILIY

%

REINFORGEMENTY

Exploration | Planning Action
Unfreeze Change
Sense of
Urgency / Remove
Form a Communicati Obstacles
Powerful on of Vision | Create Short
Coalition / Term wins

Create a Vision

Awareness Desire / Knowledge / Ability

Integration

Freeze

Build on Change
| Anchor Change

Reinforcement



The
Planned
Change
Models
generate
resistance.

Experts or representative stakeholders
proffering solutions are not involved with
the organization

In a complex environments, the situation
changes faster than the planned
change feedback cycles

Complex problems have many moving
parts, requires a different mindset -
experimentation

Complex adaptive problems have many
moving parts, requires a different
mindset



What did you
want to become

when you grow
up?




Challenges
in the
Complex
domain
have no
ready
answers

Unclear

PROBLEM

Clear

Known  SOLUTION _ Unkown



Simple/complicated vs Adaptive Challenges

The challenge is unclear
and solutions emerges
through experimentation

The challenge is clear and
there is a ready solution




Continuous
Transformation

0




Continuous Transformation pattern is to allow:

.. change emerges from the people
closest to the issues, based on
“present gap” not “idealized future
state”.

Appreciative Dialogic Org
Inquiry Development

“ Agendashift’ "




Appreciative Inquiry- 5-D Cycle

Define

"What is the inquiry?”

Destiny Discover

Create ‘what will be Appreciate ‘the best of what is/

Design

Determine ‘what should be!




How
might
we get
to this..

Thinking and
sensemaking
together

Value our
Strengths
of What Is

- Best

Envision an Ideal
Future - What
Might Be

DIALOGUE What
@ould Be

Innovate - What
Can Be




Planned and Dialogic Change
Methods

Organization is a Machine. Organizational Organization is a meaning
Each part is change-able Construct making System - Complex
without impact Adaptive System
Focus of
Change

Constructs of
Change

View of Reality




Planned and Dialogic Change
Methods

Organizational

Construct
_ . Focus of Emphasis on changing
Emphasis on behavior and Change beliefs, mindsets and what
what people do and people think

Constructs of
Change

View of Reality




Planned and Dialogic Change
Methods

Organizational

Construct
Focus of
Change Creating containers and
Change can be planned, processes to produce
created and managed generative ideas that leads
_ o Constructs of to changer
Change is episodic, linear Change Change is continuous or
and goal oriented cyclical

View of Reality




Planned and Dialogic Change
Methods

Organizational
Construct

Focus of
Change

Constructs of

Change Reality is socially
Reality is discovered using constructed by people

rational, analytic processes involved
View of Reality




Resistance can be see as
feedback, however the Planned
Change Models have long
feedback loops (or none at all).



Gap thinking vs Present Thinking.

Future Ideal
State
Ideal
Current
State
Current
Condition

C

Ideal
Current /\

State

Current

Condition U
Ideal /\

Current
State
Current
ConditionU
Current
Condition

Credit: Jabe Bloom



Polarity Thinking.

Benefits — Clean out Carbon Dioxide Benefits — Receive fresh Oxygen

Exhale

Downsides - Lack of Oxygen Downsides — Need to clean out
Carbon Dioxide



Primacy of
the Whole

© 2003 C.O. Scharmer

Enacting Emerging Futures

generative dialogue

= presencing, flow

= time: slowing down

= space: boundaries
collapse

= listening from one’s
future Self

= rule-generating

reflective dialogue
= Inquiry
= | can change my view
= empathic listening
(from within the other self)
= other = you
= rule - reflecting

talking nice

= Downloading

= polite, cautious

= listening = projecting
= rule-reenacting

talking tough

= debate, clash

= | am my point of view
= Listening = reloading
= other = target

= rule-revealing

Reenacting Patterns of the Past

Primacy of
the Parts




Agile Emergence Pattern
Inspired by: Generative Change Model By Dr G. Bushe
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1. Envision Ideal State

What could our world look like?
When have we been closest to that state?
What was made possible as a result of that?

What did it feel like?

What's on our way to being that way? Envision Ideal State

- Ideal State for the organization based on
Protip: . o . current state, focussing on possibilities
e  Polarity thinking - consider all

perspectives. Predictable and Adaptable
at the same time, not one or the other.

e  Be aware of your biases. Play someone
else’s role in the conversations



2. Reframe challenges as Purpose statements

What's our ultimate purpose as a business?

What purpose will resolving the challenge help?

/O

For example:

Challenge: How to provide 100% on-time delivery . .

in the next 1 year? -

Purpose: Delight Our Customers (statement of Reframe adaptive

what we want to do/be everyday, not in 5 years) challenges as Purpose
statements

A vision is what you want to achieve in the

future, Purpose is what you are about. The
essence. Consider the Life purpose vs your
goal for the next 5 years.



3. Generate Probes/Experiments through

conversations

Host (Facilitator) provides the “containers” that
support people to have new and better
conversations

The goal is to generate experiment ideas or
probes that stakeholders are willing and able to
try, with full support from the sponsors or
leaders

Optionally, use OKRs or 4Dx to support
Purpose and Probes

@

Generative Conversations
to generate experiment
ideas

Host Generative conversations




4. Stimulate self-organization around probes
experiments

Who has energy around the specific ideas?
What do you need to test it out?
What's the Measure of Success?

What key relationships are required? Who
needs to work with who?

Stimulate self-organization

around Probes

How do we try the ideas out.

or



5. Stimulate Learnings conversation

Stop Probes that are not successful

Consider scaling up probes that are
working

Recognize! Recognize! Recognize!
People for putting their ideas forward 5. Stimulate Learnings conversation
Act, communicate and show that it's Create opportunities to show what's working
okay if probes do not work as long as and what's' not

we tried and learn from it



6. Embed successful probes/experiments

Organize “How we build it sessions”s

Craft new narratives that support the desired
changes

Provide support for those willing to grow with the
organization

6 Embed Successful Probes

Share success stories




Leadership Styles and Transformation

Jl

Combative

Iy, i

Compliant

Hostile Culture
Only the strongest
survive

Courageous and
Powerful
Dominate or be
dominated

Institutional Culture
Hierarchies and
Compliance

Dedicated
Meticulous, consistent
and Stable

Competitive Culture
Opportunity and
Individualism

Challenges people to
develop
Winning is everything

Community Culture
Community and Sharing

Provides space to
participate
Open and Authentic

credit: Ron Eringa



How to get started

Change Agents

Al Ry

Focus on people

Make case for engagements
Design and facilitate conversations
Create safe space for differences
Facilitate learnings from conflicts

Leaders / Sponsors

ahRwN =

Focus on people

Share ownership of the Change

Support and sponsor Probes/Experiments
Celebrate Learnings from

Fan the flame



Thank you

Itopa Sulé @itopams

Director, Strategy & Execution/Lead Agile
Coach @Manulife | Professional Scrum Trainer www https://adaptiflo.com
@Scrum.org | Professional Kanban Trainer
@Prokanban | ICF Professional Certified
Coach | ICAgile Authorized Instructor
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Manulife

View profile
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Questions
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