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Large-scale agile transformation is a research field with rising relevance TUT

Changing
customer needs

High pace
business environment

Technological

advance
Shorter

time-to-market

The increasing pace of business transformation requires
organizations to adopt to new circumstances apace [1,2].

Organizational agility, and thus, the introduction of agile methods
enable organizations to adapt to changes in a timely and effective
way [3,4].

The widespread adoption of agile practices and methods often
makes it essential for traditional companies to undergo large-scale
agile transformations [5,6].

However, organizational changes lead to many challenges in large-
scale environments, as the complex socio-technical
interdependencies increase with the size of the organization [6,7,8].

Therefore, an investigation of large-scale transformation approaches
is needed, i.e., how companies proceed in implementing agile
practices and methods at scale, to provide a foundation for further
research and for practitioners [5].

Large-scale agile transformations are a research field of high scientific and industry relevance [5,9]. Large-scale
agile transformation processes, and, related implementation approaches are topics, which have not yet been

sufficiently investigated in research [6,10,11].
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To investigate the stated issue, the following research questions are developed Tum

What are reasons for large organizations to undergo agile transformations? Ia'

What transformation approaches exist to perform large-scale agile transformations? m
What consequences do organizations face? la

What challenges are associated with large-scale agile transformations?

What success factors are associated with large-scale agile transformations? m

20200608 Kusche Final Presentation Master's Thesis © sebis 4




Agenda TUT

Motivation

Research Methodology
Discussion

Key Findings

Outlook

20200608 Kusche Final Presentation Master's Thesis © sebis 5



The underlying research approach is twofold: Tum

Research approach

Literature review

|/

( 1. Scope of research \ ﬂ Topic conceptualizatioﬂ ( 3. Literature search \ (4. Analysis of literature

Deliverable: i

Deliverable: Deliverable: Deliverable:

RQ on large-scale agile List of search items Relevant sources (Large-scale agile)

transformation approaches transformation approaches
. Case study |
: ( 1. Case study design \ (2 Case study preparatioa ( 3. Data collection \ ( 4. Data analysis \ i
i Deliverable: Deliverable: Deliverable: Deliverable: i
i Multiple-case study of large- Interview questionnaire Data collected in 16 interviews Evaluation of findings to i
' | scale agile transformations within six organizations answer the RQs !

I /
[12,13]
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This study is based on a fundamental definition from literature and practice

Large-scale agile transformations

The switch from a different development approach or work
organization concept to the adoption of agile practices and

methods in an organizational environment that comprises large

projects, multiple teams, or the entire enterprise setting.

Additionally, involving at least six teams, or more than 50 persons.
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Models to provide a solid analysis foundation in the case study

C’D Factory approach [4,11,14,15]

e .y

Integrated business

Business Business Business
unit 1 unit 2 unitn
=

o

[
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g

. . . . .

Agile factory

* Separated agile unit, as implementation
trial

* Training of smaller teams in agile working
methods detached from their original
functions and departments

* Increase of company-wide interest

Evolution

@ Line of business piloting [11,14-17]

e -

Integrated business
s R \ /. . N\ N\ N\ [ N
Business| | Business Business
unit 1 unit 2 unit n
" AN J U J J U y,

Service culture

* Piloting in first units to realize success
stories and “learn”

* Sequential or progressive implementation
over a certain period

* Setting up an implementation or
transformation team for support

* Positive contribution to the overall project

The big bang

3 ) (full-scale transformation) [15,16,18]

e -

Integrated business

(o (nicinnce) [ N\ N\ )
Business| |Business Business

unit 1 unit 2 unit n

— | N — | N - | N
mpom mpom mj o
Off © oOf © ofg o
- - - -
\_ J \\ / / \\ J \\ J/

Service culture

* Implementation roll-out of agile practices
in a very tight time frame

* Agile environment across entire
organization

* Within the big bang strategy, different
variants are possible: mini big bang, mulii
big bang, and mega big bang

Revolution

—

Easy adaption
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Models to provide a solid analysis foundation

Technical
subsystem

In the case study

Social
subsystem

Technology ]4

*[ Structures

A A

\

Task — — People
! | (actors)

Consequences — socio-technical systems theory [19-21]
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What are reasons for large organizations to undergo agile transformations? TUT

Reasons

# of case
organizations

Changing markets and needs
Speed

Competitiveness

Changing business models
Handling/coping with complexity
Effeciency

Commitment &
empowerment of people

Higher quality

Customer satisfaction
Digitalization/innovation
Reduction of costs

Better planning and results
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RQ1
Both, triggers and drivers, as well as goals, are considered as
reasons for a change, as they largely overlap.

In total we identified 19 categories for reasons.

The case organizations partly pursue the same or similar
aims.

Every organization mentioned changing markets and needs
and speed as reasons for undergoing a large-scale agile
transformation.

The top two motivators are revealed by the State of Agile
survey 2019 [22].

Speed was mentioned In 67% of the cases in connection with
"faster responsiveness" and "faster product development" and
in 33% with “time-to-market" and "delivery on time".
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What transformation approaches exist to perform large-scale agile
transformations?

InsureCo

RetailCo

TUTI

TechElecCo RQ2

Initiation

Top-down: driven by upper mgmt.

Top-down: driven by upper mgmt.

Top-down: driven by upper mgmt.

Transformation

ATCs as dedicated co-locations with pilots
(factory approach);

Full-scale transformation;
line of business piloting;

Transformation A:

full-scale division-wide transformation with
mini big bang; pilots in the beginning;
multipliers;

approach AC in line organization agile coaching department
Transformation B:
parallel line of business piloting; multipliers
Approach . . - « Speed :
advantages Learning by doing * homogeneous structure Motivated employees
Approach * Lack of speed - Risk of failure

disadvantages

* living in two worlds
* lack of a coherent structure

* loss of employees

* Lack of coaching capacity

Transformation
scale

Enterprise-wide transformation
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What transformation approaches exist to perform large-scale agile

transformations? TUTI
CarCo1 CarCo2 TechServCo RQ2
e e o o Mix bottom-up and top-down (driven by
Initiation Top-down: driven by upper mgmt. Top-down: driven by upper mgmt middle mgmt.)
Transformation C-E: parallel line of
Transformation business piloting; ;Lijrqi_sb(i;glgadri\g?ion_\lvide transformation with Séi?iaeodu:é regvr\)lﬁ]rédiggrln'l:sri)zquct;
approach transforrpat/on F&G: Inno.vatllon_Hub with ilots in the beginning mini big bang
parallel line of business piloting;
mini-big bang start;
Approach ]Ic_lgiisbic"?;sequences « Speed « Motivated employees
advantages . streamlined and shared responsibility * homogeneous structure * experience with agility
Approach . . . , . .
. * Living in two wolrds * Interrupted information flow « Time consuming adaptions
disadvantages
Transformation . : . . : , ,
scale Enterprise-wide transformation Enterprise-wide transformation IT product-related transformation
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What consequences do organizations face?

/ Technology \ / Structure ' De- ‘ m

hierarchization
Software tools ( Implementation )
i ™
Technologies Management & | of new roles
(tools & N i S f h
- . organizational New
Microservices techniques) structures | arrangement of
architecture L departments
.
K / (" Coexistence of )
/ \ agile vs. non-
. i -
[ Co-location ]— Task k ~ agre ’
Cross-functional / . \
Enthusiasm
[ working ]_ Actor _[ ]
Support
Shorter o Impacts of the Attitude towards _[ PP ]
communication Communication pacts transformation —
streams agile —[ Skepticism ]
transformation .
[ Less paper work ]— on —[ Terminations ]
[ Transparency ]—
Happiness
Work _[ PP ]
[ Flexibilty ]—< strrtg:srcse:s& B _[ Responsibility & ]
P | | Peonle ( Employee ownership
P L satisfaction Working
Self- *[ environment & ]
organization & mentality
responsibility _[ L ess overtime ]

Less upfront Feedback
K planning / k culture /
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What consequences do organizations face?

/ Tech nology\
Technologies
tools techniques)

/ Task\

Communication

1

/Structu re

Mgmt. &
organizational
structures

Work structures
& processes
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RQ3

Overall outcome: the large-scale agile transformations
impact the entire organization.

De-hierarchization (67%) and the implementation of new
roles (83%) illustrate the change in the corporate structure,
and thus, the far-reaching influence of agility.

Employee satisfaction (83%) and attitude towards
transformation (67 %) highlight the importance of people in
a change process.

Work structures and processes are highly related to the
agile values and principles. Thus, communication was
stated by 67% of the companies.

The smallest impact was recorded in the technology
dimension, as a continuous introduction of new
technologies and software programs could already be
observed.

[19-21]



What challenges are associated with large-scale agile transformations? Tum

Challenges # of cases

Missing role definitions 5 (83%)

Conflict of roles (PO and S Mast 4 (67% . . o . .
villadinstibactitibia sl g 05 * We identified 20 challenges which we clustered into
Change resistance 4 (67%) ten Categorles.

Management resistance 3 (50%)

Employee resistance 3 (50%) ] ] o .

Agile approach 4 (67%) * Comparing them with those from the existing literature,
Foor customization 1(A7%) we verified twelve existing difficulties and identified
Alignment of different approaches 1(17%) )

Broken information flow 1(17%) elght new ones [5,7,10,22-24]

Steering at portfolio level 1(17%)

Living in two worlds 3 (50%) . ..

Hierarchical structures 2 (33%) * The most essential challenges are missing role
Dependencies to non-agile units 2 (33%) o i

Working with external contractors 1(17%) defmltlons and Change reSIStanCe.

Communication 3 (50%)

Involving people 2 (33%) * While the most interesting ones are management
Including stakeholders 2 (33%) h d ) | t f |

Management change 3 (50%) cnange and misailignment or roies.

Lack of resources 3 (50%)

Mindset 3 (50%) * External factors also matter and are often dependent
"Cargo Cult" 2 (33%) i

Caron thinking 70 on the industry sec.tor, e.g., regulatory and
Goal-orientation 2 (33%) governmental requirements.

Definition current and target state 1(17%)

Lacking vision 1(17%)

Regulatory requirements 1 (17%)
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What success factors are associated with large-scale agile transformations? TUT

RQ5
Success factors # of cases
Commitment for transformation 6 (100%)
M t buy-i 5(83% . . .
People buyn 2 7] * \We identified 18 success factors which we grouped
Leadership, attitude, and clear guidelines |6 (100%) Into seven Categorles.
Goal-orientation 4 (67%)
Agile mindset 3 (50%) ) i o
Common vision 2 (33%) * Comparing them with those from the existing
C derstandi 1(17% . . T
Compony oultare Pt literature, we verified ten existing factors and
Involve people 5 (83%) identified eight new ones [5,7,23,24].
Start with multipliers/supporters 4 (67%)
Reach critical mass 1(17%) ) o ]
Training and coaching 5 (83%) * The most essential and decisive success factor is the
Proper and thorough coaching 5 (837%) commitment to the transformation, be it the
Have enough coaching capacity 1(17%) .
Motivation for self-training 1(17%) management or people buy-ln.
Open communication 4 (67%)
E t d inf tion fl 2 (33% . . . . .
Chow e an ek i o * While the most interesting ones are goal-orientation
Define roles and expectations 1(17%) and demand for Change
Agile approach 2 (33%)
Choose right framework 1(17%)
Customize/make adaptions 1(17%)
Demand for change 2 (33%)
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Some limitations need to be considered T|.|T|

Construct validity:

* Interviews were conducted with various interest groups with different backgrounds in several companies.

Inernal validity:

* Not applicable, as the research was neither explanatory nor causal.

External validity:

The insights gained from the 16 interviews can be seen as profound and valuable for other organizations facing large-
scale agile transformations; therefore, they are generalizable, but not universal.

Reliability
* A case study protocol was prepared, consisting of notes and documents such as interview guidelines and audio
recordings, which served as a basis for the subsequent analysis.

However, the study is based on interviews and thus relies on subjective opinions; therefore, conducting this study again
with other organizations does not guarantee the same results.

[12]
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Four overarching main findings can be derived TUT

* Companies' rationales for undertaking a large-scale agile transformation often depend on their economic
situation and industry.

° The entire organization is significantly affected by the agile change, primarily through the consequences of
the management and organizational structures.

* No precise transformation approaches can be identified based on the IS implementation strategies, but rather
mixed forms exist, which take the company specifics and the desired objectives into account.
Primarily, attempts based on the line of business piloting strategy are identified, whereby in almost all
transformation approaches a small pilot test was conducted.

* The most significant focus should be mainly on the people, as they are crucial in the success of an agile
change. Therefore, thorough training, clear roles and tasks definition, and continuous integration are vital.
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Case organizations will remain for a longer time in agile transformation TUT

2nd iteration of interviews at a later point in time
* Since most of the transformations are in the middle of the implementation or at the beginning of the adaption and

optimization phase, it is of the highest interest to get deeper insights and further results of the large-scale agile
transformation approaches.

Expansion of the underlying investigation pool

* Inclusion of additional organizations from various industries in the scope of the multiple case study to gain further
valuable insights, allow for greater generalizability and measurability of the findings.

Identifying further success factors, challenges and impacts
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Thank you! TUTI

-4 Questions / Suggestions / Feedback
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What are reasons for large organizations to undergo agile transformations? TUT

RQ1
Reasons # of case organizations

Changing markets and needs
Speed

Competitiveness

Changing business models
Handling/coping with complexity
Effeciency

Commitment and empowerment of people
Higher quality

Customer satisfaction
Digitalization/innovation
Reduction of costs

Better planning and results
Reduction of "waste"

State of the art technology
Earlier feedback

Better working conditions
End-to-end responsibility

Lean porftfolio managment
Need for scaling up
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