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Advantage Note 34 

Setting Digital Agenda and Roadmap for an 

Organisation. 

By Declan Kavanagh 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

This paper presents a structured approach for an organisation to plan its digital 

transformation journey. It provides information on all the key current and 

emerging technologies as to what they are? And what the do? (Social, Mobile, 

Analytics, Cloud, Internet of things, Robotics, AI and many more). 

It guides the user in considering the ultimate human and organisation end user 

application value when selecting technologies to deliver digital transformation 

value. It creates the bridge between the organisations: 

¶ Digital strategic intent 

¶ Digital business outcomes 

¶ Digital behaviours 

¶ Capabilities to support Digital transformation 

It can act as a guide through the complex and many choices an organisation 

must take and aligns all key aspects of the change as it relates to People, 

Process & Technology 

http://www.intelligentorg.com/
http://www.collaborative-performance.com/


 

  
  Digital Series Advantage Note 34 

www.intelligentorg.com  www.collaborative-performance.com                info@intelligentorg.com 

 

Contents 
Introduction ............................................................................................................................................ 3 

What are the possibilities? ..................................................................................................................... 5 

Where and what do we change? .......................................................................................................... 15 

How do we change? .............................................................................................................................. 18 

Agile Methodology for Digital Transformation ..................................................................................... 20 

Summary ............................................................................................................................................... 23 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

http://www.intelligentorg.com/
http://www.collaborative-performance.com/


 

  
  Digital Series Advantage Note 34 

www.intelligentorg.com  www.collaborative-performance.com                info@intelligentorg.com 

Introduction  

An appropriate digital agenda is an imperative for all organisations to attain their vision and aims. 

.ǳǘ ǿƘŀǘ Řƻ ǿŜ ƳŜŀƴ ǿƘŜƴ ǿŜ ǊŜŦŜǊ ǘƻ ŀ ά5ƛƎƛǘŀƭ !ƎŜƴŘŀέΚ ¢ƘŜǊŜ ŀǊŜ ǎƻ Ƴŀƴȅ ōǳȊȊ ǿƻǊŘǎ ŀƴŘ 

options available we can get caught up in the hype and often rush to action without getting clarity 

on; what is the most appropriate strategy to select and deploy technology that will create value in 

our business? (Our Digital Agenda). 

When an organisationΩs leadership considerΩs its Digital Agenda, it needs to consider the fact that 

change will be required, but also it needs to consider that change opportunities will be enabled, so 

before they start the journey it is necessary to understand what are the change possibilities? and the 

magnitude and nature of that change? Also its necessary to understand how they might manage that 

change. How they manage the change will be determined by two factors, 1. Aims/Ambition and 2. 

Organisations capability to change. Will the change be? 

 

 

 

 

 

 

 

 

 

 

For most organisations planning their Digital Roadmap is a strategic activity, because Digital is 

becoming more central to achieving its vision and aims, investment is required and, the change is 

pervasive across stakeholder types (including engaging new stakeholders). The roadmap then is 

about setting the strategy and then executing that strategy, while monitoring progress and 

outcomes and adapting the strategy and plan using agile techniques where appropriate. 

This paper is not about how to manage strategy or change, it is assumed the reader has some 

understanding of how to do that? But it is intended to provide information, tools and guidance to 

the reader on how to plan the Digital journey by helping you answer four key questions that reflect 

key milestones on the digital journey. 

 

 

 

,  

http://www.intelligentorg.com/
http://www.collaborative-performance.com/


 

  
  Digital Series Advantage Note 34 

www.intelligentorg.com  www.collaborative-performance.com                info@intelligentorg.com 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

What are the possibilities? For an organisation there is a need to 

understand what Digital Technologies are? And what they 

enable? in the context of each specific organisations business, as 

well as understanding its ecosystems, internal and external. 

 

Where do we change? Which part(s) of the business will digital 

transformation create the biggest impact and value, when we 

consider the aims, ambitions and capabilities of the organisation. 

 

 

What do we change? What processes, tools, technologies, 

structures, KPIs, policies, should we consider and their 

relationships to assure we achieve the organisations goals? 

 

How do we transform? Where do we start? how do we plan? 

who do we engage? how do we control? What Capabilities & 

Competencies are needed to assure transformation success? 
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What are the possibilities?   

Three Pillars for your Digital Agenda (Strategic Intent & Aims) 

 

 

 

 

 

 

Successful organisations understand what they need to do in each value discipline to achieve their 

vision and aims. It is not uncommon for an organisation to drive its strategy using one value 

discipline 

 

 

 

 

 

 

 

 

 

 

 

Though we use the three pillars to guide us in this paper it also useful to consider other strategic 

postures that organisation might use in the context of Digital Transformation 

¶ Market Driven: ¢ƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ policy or strategy guided by market trends and customer 

needs instead of the firm's productive capacity or current products. They use market 

knowledge to determine the corporate strategy of an organization. Digital technologies are 

leveraged to enhance market intelligence, intimacy and responsiveness, customer 

engagement, experience and insights (Majoring on Stakeholder Intimacy) 

To remain competitive and continuously deliver increased 

value to stakeholders, organisations must leverage Digital 

Technologies & Services to accelerate Performance 

Improvement. Building on ¢ǊŜŀŎȅ ŀƴŘ ²ƛŜǊǎŜƳŀΩǎ όмффрύ 

value discipline approach, we see three key strategic pillars 

that provide a sound basis for most organisations in setting 

ǘƘŜƛǊ ά5ƛƎƛǘŀƭ !ƎŜƴŘŀέ ό@Note 29 Digital Terms 

Unravelled). 

 

 

Offering Leadership: Where one or more of Product, Services, 

Packaging and Channels come together to give advantage in the 

Market and Business Eco-Systems. 

 

Stakeholder Intimacy: Where the organisation optimises the 

engagement, satisfaction and contribution of both direct and 

indirect stakeholders in the creation of, and distribution of value.  

 

Operational Excellence: Where some or many aspects of how 

the organisation operates are best practices leading to advantage 

in the market while increasing stakeholder value and satisfaction. 

  

 

 

Derived from Treacy and Wiersema © Strategic Business & IT Services Ltd. 
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¶ Technology Driven: ¢ƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ policy, strategy and advantage guided by its 

technology innovation and ability to create new products and services or their means of 

delivering goods and services rather than market need (Majoring on Offering Leadership). 

¶ Customer/Citizen Driven: ¢ƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ policy, strategy and advantage guided by its 

focus and understanding of each unique customer and customer group needs and organising 

to have a deep understanding of the customer and their business environment. (Majoring on 

Stakeholder intimacy, the Customer in particular) 

¶ Capability/Operational Driven: ¢ƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ policy, strategy and advantage guided by 

its core ability or competence and associated resources (Skills, Tools, Processes, Techniques, 

Materials etc) that enable it be some or all of the following; quicker, better, cheaper, richer 

etc (Majoring on Operational Excellence) 

¶ Performance Driven: The orƎŀƴƛǎŀǘƛƻƴΩǎ policy, strategy and advantage guided by its focus 

on a culture of individual, team and group performance, and supporting skills, processes, 

tools and behaviours (Majoring on all three pillars to some degree) 

Activity 1 

¶ As part of the organisations strategy process consider the three value disciplines and decide 

for your business advantage, the pragmatic intensity and importance for each discipline. 

Output 1 

¶ Statement(s) of strategic intent for the organisation as it relates to value disciplines 

 

What are the possibilities? (Understanding the technologies and their potential) 

Social, Mobile, Cloud, Internet of Things (SMACIT) frequently used terms to signal the new digital 

technologies, however ƛǘΩǎ much more. Where we Ƴǳǎǘ ǎǘŀǊǘ ƛǎ ŀǘ ǘƘŜ ά!ǇǇƭƛŎŀǘƛƻƴ [ŜǾŜƭέΦ 

The Application this ultimately is what supports the target outcome. It is the software and its 

ŎƻƳǇƻƴŜƴǘǎ ŀƴŘ ƛƴǘŜƎǊŀǘƛƻƴǎ ǘƘŀǘ ǳƭǘƛƳŀǘŜƭȅ ŜƴŀōƭŜǎ ǘƘŜ ǘŀǊƎŜǘ ά5ƛƎƛǘŀƭ ¢ǊŀƴǎŦƻǊƳŀǘƛƻƴέ outcomes, 

that leverage any digital resource we have acquired or created. These outcomes can be tangible (can 

be experienced - e.g. physical, service or output) or intangible (e.g. embedded algorithm, code or 

signal).  

The term digital implies that our data and information are in electronic format that can be processed 

by machines (running the software application). The ultimate goal is that the volume (amount), 

velocity (speed) and variety (complexity) of Information, Decisions and Actions are increased and 

improved for the benefit of the human user.  

 We often use the term automation, but we need to differentiate the level of automation in that for 

a defined process (Input, Output and controls) fully automated (empowered) means the 

information, decision and action are taken by the machine, whereas where the automation 

ŀǇǇƭƛŎŀǘƛƻƴ ƛǎ άIǳƳŀƴ ŜƴŀōƭŜŘέ ƛǘ ƳŜŀƴǎ ǘƘŀǘ ǘƘŜ ǳǎŜǊ Ƙŀǎ ǎƻƳŜ ƛƴǘŜǊŀŎǘƛƻƴ ŀƴŘ ŜȄǘŜǊƴŀƭ 

responsibility for information, decision and/or action during the process. 

http://www.intelligentorg.com/
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In the context of our discussion we refer to machine or device enabled software application. This 

means that a process gets carried out (something gets done for us) guided by the software 

application (code) which runs on a machine or a device. 

Ultimately, ƛǘΩǎ this outcome and output that counts and it is underpinned by software and hardware 

technologies. When we discuss the specific new and emerging technologies ƛǘΩǎ their application that 

relates to the business value rather than the complex make up of each. 

We are concerned with the overall software application that carries out the business or operational 

process, while recognising that underpinning the main application there are many mini applications 

(Components) that underpin enabling the machine or device carry out the complete application.  

 

 

Current most often used terms relating to Digital Technologies & Methods 

As we review the main digital technologies and methods, we will try to draw out their roleΩǎ as it 

relates to the end state business or operational process enabled by a machine/device enabled 

software application. 

Software Stack (refers to a group of software programs that work in tandem to achieve a common 

goal, each providing a specific function e.g. Web application) 

Operating System: Manages hardware and software to provide common resources for the 

applications which run on the computing platform. 

(Web) Server: a system that responds to requests across a computer network to provide, or 

help to provide, a network or data service. 

Database: an organized collection of data It is the collection of schemas, tables, queries, 

reports, views, and other objects. 

Im
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© Strategic Business & IT Services Ltd. 
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Programming Language: a formal language that specifies a set of instructions that can be 

used to produce various kinds of output 

App. (Mobile App): A software application running on a mobile device 

Virtual Reality (VR): a realistic and immersive simulation of a three-dimensional 360-degree 

environment, created using interactive software and hardware, and experienced or controlled by 

movement of the body" or as an "immersive, interactive experience generated by a computer". 

Augmented Reality(AR): a live direct or indirect view of a physical, real-world environment whose 

elements are augmented (or supplemented) by computer-generated sensory input such as sound, 

video, graphics or GPS data. 

Artificial Intelligence: any device that perceives its environment and takes actions that maximize its 

chance of success at some goal. Colloquially, the term "artificial intelligence" is applied when a 

machine mimics "cognitive" functions that humans associate with other human minds, such as 

"learning" and "problem solving". 

Neural Network: a computational model used in machine learning, computer science and other 

research disciplines, which is based on a large collection of connected simple units called artificial 

neurons, loosely analogous to axons in a biological brain. 

Block Chain: a distributed database that maintains a continuously growing list of records, called 

blocks, secured from tampering and revision. Each block contains a timestamp and a link to a 

previous block. By design, blockchains are inherently resistant to modification of the data τ once 

recorded, the data in a block cannot be altered retroactively. Through the use of a peer-to-peer 

network and a distributed timestamping server, a blockchain database is managed autonomously. 

Blockchains are an open, distributed ledger that can record transactions between two parties 

efficiently and in a verifiable and permanent way. The ledger itself can also be programmed to 

trigger transactions automatically. 

Social Media: are computer-mediated technologies that facilitate the creation and sharing of 

information, ideas, interests and other forms of expression via virtual communities and networks. 

They have evolved to become business platforms for creating and/or engaging in eco-systems, 

promotion, sales and delivery of products and services as well as enabling collaboration internally 

and externally in an organisation or as an individual or interest group. 

Digital Media:  normally refers to data and information format, the means of storage, and/or 

presentation and interaction between the end user and the digital data/Information such as Text, 

Graphic, Animation, Audio, Video, on any digital device or transducer. (EG web, Tablet, PLC,. Doc, 

PDF etc) 

(Data) Analytics: the discovery, interpretation, and communication of meaningful patterns in data in 

any digital media to achieve a specific goal. It includes predictive analytics and behavioural analytics. 

Big Data: a term for data sets that are so large or complex that traditional data processing 

application software is inadequate to deal with them. 

http://www.intelligentorg.com/
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Data Protection (Information Privacy): describes all steps and organisation take to protect personal 

data they receive, process and/or store both physical and digital, including policy, procedure, tool, 

software, security. Often to comply with laws and regulations. 

Cyber Security (IT Security): is the protection of computer systems from the theft or damage to their 

hardware, software or information, as well as from disruption or misdirection of the services they 

provide. 

Botnets are networks made up of remote-ŎƻƴǘǊƻƭƭŜŘ ŎƻƳǇǳǘŜǊǎΣ ƻǊ άōƻǘǎΦέ ¢ƘŜǎŜ ŎƻƳǇǳǘŜǊǎ ƘŀǾŜ 

been infected with malware that allows them to be remotely controlled 

Robot(ics)-Droid: is a machine, often one programmable by a computer, capable of carrying out a 

complex series of actions automatically. Robots can be guided by an external control device or the 

control may be embedded within. Robots may be constructed to take on human form but most 

robots are machines designed to perform a task with no regard to how they look. (Drones and 

autonomous vehicles can be included here) 

(Intelligent/Connected) Machine: a tool or device containing one or more parts that uses energy to 

perform an intended action (s) that has electrical/digital connectivity to other devices. 

(Computer) Network: a telecommunications network which allows nodes to share resources. In 

computer networks, networked computing devices exchange data with each other using a data link. 

The connections between nodes are established using either cable media or wireless media. 

Cloud: a set of private, public or hybrid computing resources available to authorised users via the 

internet on an as needed basis which are dynamically scalable, and user often pay as they use the 

resources. 

(IaaS) Infrastructure as a service: normally relates to access to data centre physical 

computing devices (Hardware) and network resources (CPU, Server, Storage, I/O etc) 

(PaaS) Platform as a service: relates to access to and use of specific software stacks, which 

usually reside on an IaaS. 

(SaaS) Software as a service: relates to access and use of specified software applications 

and/or functionality. 

DevOps: a term used to refer to a set of practices that emphasize the collaboration and 

communication of both software developers and information technology (IT) professionals while 

automating the process of software delivery and infrastructure changes. It aims at establishing a 

culture and environment where building, testing, and releasing software can happen rapidly, 

frequently, and more reliably. 

Agile (Development): a set of principles for software development under which requirements and 

solutions evolve through the collaborative effort of self-organizing cross-functional teams. It 

advocates adaptive planning, evolutionary development, early delivery, and continuous 

improvement, and it encourages rapid and flexible response to change. 

http://www.intelligentorg.com/
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Backbone (Infrastructure): Most often refers to the core IT Infrastructure that supports the 

deployment of an organisations digital services and applications (data centres, Servers, Networks, 

Standards, Platforms, Tools). Existing organisations will have legacy backbones. 

Internet of things: refers to the connection of any physical item (component, device, machine, 

subsystem, system) to other computing resources that can provide input, receive output, process 

and/or take an action. Expanding the scope of soŦǘǿŀǊŜ ŀǇǇƭƛŎŀǘƛƻƴǎ ǘƻ ƛƴŎƭǳŘŜ ŎƻƴǘǊƻƭ ƻŦ ά¢ƘƛƴƎǎέΦ 

Legacy Systems: usually refers to the existing and/or past computing resources and technologies in 

use in an organisation or ecosystem. It includes hardware, software, architectures, records, methods, 

data etc. 

What are the possibilities? (potential application outcomes) 

Possibilities for creating value in or for the organization/business in a simple business flow of Plan-

Make-Sell-Operate (remembering for some organisations make will include procure as will operate). 

Drivers refer to the potential forces relative to each specific organisation that the adoption of 

technologies as part of their digital transformation can address. 

 
Source Innovation Value Institute, Maynooth University 
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Behaviours are actions and practices that are enabled or can be leveraged through the adoption of 

Digital technologies. 

 

 

What are the possibilities? (Understanding the complexity and barriers) 

There are many potential forces that can slow down Digital Transformation (As there are forces that 

support it). These are often best understood and addressed by taking a capability approach to 

reducing and eliminating the barriers and leveraging the strengths and resources of the organisation. 

Capability is the ability to mobilise and deploy an organisations resources for the purpose of 

achieving a particular end result.  

To improve capability there are three significant levers: 

¶ People (Skills and Competencies) 

¶ Process 

¶ Tools (and Technologies) 

Source Innovation Value Institute, Maynooth University 
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Capability management and improvement is an effective method to allow organisations identify and 

focus on those specific capabilities related to achieving its Digital aims that require improvement 

thus reducing or eliminating the barriers to success. 

Some of the potential barriers are listed below as you will see they cover Competence, Process and 

Technology. 

 

 

In our earlier review of the need to have an application focus when we consider an organisations 

Digital Agenda, this is important because the Applications function can be connected to the business 

need, performance standards and value creation. However, when selecting the appropriate 

technologies, we need to understand the sophistication of the architecture and relationship 

between the components. The diagram below tries to give an indication of that sophistication and 

the relationships between the components. It can be useful when it comes to making specific digital 

technology selections. 

 

 

 

 

 

Source Innovation Value Institute, Maynooth University 

 
Digital Technology Landscape 1 © Strategic Business & IT Services Ltd. 
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What are the possibilities? (Understanding ecosystems) 

 

 

 

As we consider the environment in the Digital Era there is greater access and engagement potential 

between the organisation and each environment, not just human but via machines and devices.  

Ecosystems are where components of an organisation rely, are influenced, leverage or interact with 

components of internal or external environments, organisations, entities, physical and human 

resources. They are part of a system, and an ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ ǎȅǎǘŜƳǎ Ƴŀȅ ƻǊ Ƴŀȅ ƴƻǘ ŎƻƴƴŜŎǘ ǘƻ 

external ecosystems.  

The subject of our paper here has a specific interest in technology ecosystems and also technology 

enabled ecosystems, the former providing the means to create, modify or connect to an ecosystem, 

the latter enabling participation in the ecosystems. 

To understand ecosystems, we need to think about connections, collaboration, communities, crowd, 

information flows, processes. They are fundamentally systems or networks of interconnecting and 

interacting parts. Within ecosystems there can be sub-ecosystems. In our discussion, we identify the 

key ecosystems relating to Digital Transformation below. 

Business ecosystems: reflect the systematic engagement of the organisation within and across its 

boundary with relevant external ecosystems whether physical or Digital. For example, the formal or 

informal engagement and contribution with the setting and adoption of standards, Supplier, etc 

Talent ecosystems: reflect the systematic engagement of the organisation within and across its 

boundary with respect to access and leverage of human talent and resources and the release of that 

talent for the benefit of the organisation. 

Technology ecosystem: reflect the access and systematic engagement within and across the 

boundaries of the organisation to the developers, suppliers and operators of technology, and the 

creation, connection and/or integration of the organisations technology enabled internal ecosystems 

to external stakeholders ό¢ƘŜ ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ ƻǿƴ ǘŜŎƘƴƻƭƻƎȅ ŜŎƻǎȅǎǘŜƳύ. 

Traditionally management science discussed the 

άLƴǘŜǊƴŀƭέ ŀƴŘ ά9ȄǘŜǊƴŀƭέ ŜƴǾƛǊƻƴƳŜƴǘΦ 

The external environment being, the factors and 

conditions (such as economic, legal, political, and 

social circumstances) that generally affect everyone in 

an industry or market in more or less similar manner. 

The internal environment being, the conditions, 
entities, events, and factors within an organization 
that influence its activities and choices, particularly 
the behaviour of the employees. Factors that are 
frequently considered part of the internal 
environment include the organization's mission 
statement, leadership styles, and its organizational 
culture.  
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Digital Transformation in many ways can be considered as changing, extending and enhancing 

internal and/or external ecosystems in the one case, and in the other case how the ecosystems are 

operated to create value. 

Below we show a model for a Digitally enabled organisation that includes the ecosystems 

 

 

 

 

 

Activity 2 

¶ As part of the organisations strategy process consider the Digital Drivers, Applications, 

Technologies, potential opportunities and challenges. 

Output 2 

¶ Potential options for consideration and an assessment of their potential value to the 

business in the context of its strategic intent. 

 

 

 

 

 

 

Digital Organisation: the organisations products, 

services, value chain  

Digital Workplace: day to day digital environment for 

employees 

Digital Backbone: digital infrastructure that supports 

business  

Digital Services F/W: how digital services are 

structured/managed 

Systems of engagement: social and traditional 

collaboration 

Systems of Business: Products, Services, Platforms and 

MIS 

Systems of Productivity: Operational & Professional tools 

Systems of Record: Company data and its management 

 

Digital Technology Landscape 2 © Strategic Business & IT Services Ltd. 

http://www.intelligentorg.com/
http://www.collaborative-performance.com/


 

  
  Digital Series Advantage Note 34 

www.intelligentorg.com  www.collaborative-performance.com                info@intelligentorg.com 

 

Where  and what  do we change? 

Having considered the possibilities, the organisation may refine their vision and aims and now it 

needs to make decisions on where it will focus its investment in its Digital Agenda. Up to now it has 

been about aims & ambition (Strategic Intent). 

¶ Learning and understanding what is possible 

¶ Identification of the strategic drivers and priorities for the organisation 

¶ Setting a direction for their Digital Agenda. 

We now need to go through a process of refining the focus, selecting the projects, defining the plans 

and execution. This next step is about identification of the key value points in the value chain that 

will maximize the ROI in line with the aims. 

 

 

¦ǎƛƴƎ ǘƘŜ ǘŀōƭŜ ŀōƻǾŜ ǘƘŜ ƭŜŀŘŜǊǎƘƛǇ ǘŜŀƳ Ŏŀƴ ƴƻǿ ŦƭŜǎƘ ƻǳǘ ǘƘŜ ŘŜǘŀƛƭŜŘ ά5ƛƎƛǘŀƭ !ƎŜƴŘŀέ ŦƻǊ ǘƘŜ 

organisation and related mapping of specific business and operational target outcomes against the 

ǎǳǇǇƻǊǘƛƴƎ ά5ƛƎƛǘŀƭ .ŜƘŀǾƛƻǳǊǎέ ŦƻƭƭƻǿŜŘ ōȅ ǘƘŜ ƛŘŜƴǘƛŦƛŎŀǘƛon of the required capabilities to enable 

successful transformation project outcomes. A capability model such as the IT Capability Framework 

from the Industry led research at Maynooth University (The Innovation Value Institute) is a possible 

maturity framework that can guide the identification of required capabilities and guide in building 

them. 

Let us elaborate on each dimension for an organisations analysis. 

Derived from Treacy and Wiersema © Strategic Business & IT Services Ltd. 
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Digital (Strategic) Intent: Having considered the possibilities and the three strategic Pillars (Offering 

Leadership, Stakeholder Intimacy, Operational Excellence) in the initial team review a statement of 

Digital Intent sets the direction for the organisation. Digital (Strategic) Intent is defined as a 

compelling statement about where an organization is going that succinctly conveys a sense of what 

that organization wants to achieve in the context of Digital in the medium to long term. 

Offering Leadership 

¶ Product: Definition of the Digital Offering (Product/Service), or aspects of the offerings that 

are technology centric. The features, functions, benefits and specifications that relate to 

new or improved digitally enabled offerings. (Total Product, Levitt, 1980, Harvard Business 

Review) 

¶ Promotion: Definition of how the target market is identified and how communications and 

promotion to target market will leverage digital technologies to present the Product and 

enable its procurement and consumption 

¶ Procurement: This is about how the customer will procure (and the organisation will sell) the 

product and the use of Digital technologies internally and externally during the Sales and 

Delivery Cycle. 

¶ Experience: The customer and user experience of their engagement with your organisation 

is essential to understand during each stage of the life cycle of both the product and from 

the first contact/awareness until the end of useful life of the product for the customer/user. 

This brings into consideration how digital technology supports the best possible if not best in 

market experience in all aspects of engagement with the organisation. 

Stakeholder Intimacy 

¶ Understanding:  The level of understanding of each stakeholder needs and wants is a key 

differentiator in the digital economy, this can be right down to segments and personalisation 

at an individual level. There are many different stakeholder types top of the list will usually 

include Staff, Customers, Suppliers, Partners and the Public, however each organisation has 

the potential to expand its ecosystem and related stakeholder engagement leveraging digital 

technologies such as collaboration, social and analytics tools to understand and respond to 

stakeholder needs 

¶ Empathy: LǘΩǎ not good enough to just understand the needs of stakeholders but you must 

ensure they see and experience the fact that you understand their needs and have a value 

proposition that will satisfy these specific needs, again this is an intersection of leveraging 

the technology with the business psychology and communications techniques. How will the 

stakeholder/user experience that empathy as the Digital Agenda is executed? 

¶ Attitude: Organisations will have target attitudes they wish stakeholders to have towards 

their business and staff, these might include trust, loyalty, praise, security, confidence and 

many other traits. How will implementation of the Digital Agenda achieve goals associated 

with the attitude of stakeholders towards the organisation and how will digital technologies 

be leveraged to make sure there is real-time awareness of these attitudes and sentiments 

and action taken to continually improve them. 

¶ Engagement: Engagement of stakeholders is about two things, firstly the emotional 

connection the stakeholder feels for the organisation and secondly the behaviours that lead 

to positive contributions, interactions and value creation. The three points above consider 

much of how to create the emotional connection and commitment, but the organisation 
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need to enable the stakeholders to take the positive actions wherever they are in the 

process and digital technologies can enable these connections and interactions. 

 

Operational Excellence 

¶ Utilisation: Creating access to, and enabling the selection and use of internal and external 

resources and ecosystems of any type (materials, energy, services, staff, knowledge, or other 

assets etc), is a trait of high performing organisations. Resources are transformed to produce 

benefit and in the process, may be consumed or made unavailable. Benefits of resource 

utilization may include increased wealth or wants, proper functioning of a system, or 

enhanced wellbeing. The cost benefit coupled with social, environmental and ecosystem 

benefits are maximised by the organisation through effective and efficient utilisation 

leveraging Digital Technologies for things such as management, coordination, automation 

etc. 

¶ Control: Control, or controlling, is one of the key organisation functions such as planning, 

organizing, staffing and directing. It is an important function because it helps to prevent first 

but check also for deviations and errors, and to take the relevant preventive or corrective 

action so that deviation from standards are minimized and stated goals of the organization 

are achieved in a desired manner. How will the organisation leverage digital technologies 

such as applications, sensors, intelligent machines and IoT as examples of assuring 

predictability and consistency in each aspect of its business. 

¶ Information: Information is now a key asset and potential differentiator in any organisation, 

the ability to capture and use new and existing data and information is vastly enhanced in 

digitally enabled organisations. New skills and tools are needed in this data and information 

rich environment are required. How will the organisation capture, clean, categorise, store, 

analyse, present, share and use data and information to maximise value creation in all 

aspects of its business and operations leveraging new and emerging digital technologies. 

¶ Culture: Culture can be enhanced and changed through the adoption of digital technologies, 

culture will be experienced by all stakeholders in the organisation and its business. Culture is 

about the experience, behaviours and responses of stakeholders. How will the organisation 

leverage Digital technologies to enhance the culture, what will the digital workplace for staff 

look like, how will external stakeholders and resources engage and influence the culture. 

Which organisation development techniques will be necessary to support the planning, 

change and ongoing operation in the future environment that is more digital centric? How 

will technology be leveraged to enhance agility, innovation, collaboration, productivity, 

communications, awareness, commitment and satisfaction. 

The leadership team should in their analysis and development of their digital agenda having 

considered the 3 pillar dimensions (12 items above) begin to record the specific: 

¶ Target Digital Outcomes: In effect the deliverables, results, and the standards of 

performance related to each. In effect, these can be written as SMART2 objectives, whether 

they be business or operational. 

¶ Target Digital Behaviours: The supporting organisation, team, individual and ecosystem 

digital behaviours that are required and/or expected for the achievement of outcomes. 

¶ Required Capabilities: The value of resources can change over time, advantage comes not 

only from organisation resources but also from the ŦƛǊƳΩǎ ability to create, integrate and 
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ǊŜŎƻƴŦƛƎǳǊŜ ƴŜǿ ǊŜǎƻǳǊŎŜǎ ǎƻ ƛǘΩǎ ŀ ǾŜǊȅ ŘȅƴŀƳƛŎ ŎƻƴŎŜǇǘΦ /ŀǇŀōƛƭƛǘȅ ƛǎ ŀōƻǳǘ ŀōƛƭƛǘȅ ŀƴŘ 

practices that dynamically change, adapt and approve that ability to achieve target 

outcomes. To implement a Digital agenda the organisation needs to understand its current 

capabilities and their level of maturity and then using its target outcomes and behaviours 

identify those current capabilities it can leverage, those it must improve and those new 

capabilities it must acquire (and how they will acquire them) to assure a successful Digital 

Journey. IT-CMF is one framework that supports this approach. 

How do we change? 

 

 

 

 

 

 

We have by this stage as an organisation produced the content of the four dimensions that define 

our digital agenda and journey. The next step is to specifically identify what we will change, how we 

will organise to change. It is at this stage that more of the organisation subject matter experts and 

other stakeholders make detailed contributions based on the identified outcomes, behaviours and 

capabilities required to transform the organisation. 

The next step is to create a program and/or project(s) that are logical for the specific transforming 

organisation and in the context of the Target Outcomes, Behaviours and Capabilities identified. How 

these get structured depends on the scope and scale of change and the attitude to risk and 

investment of the organisation. The most important point is the clarity of outcomes and focus for 

each team defined in its charter and the KPIs and/or CPIs that are the key indicators of progress and 

success. 

Ultimately the nature of the chosen technologies and their application will determine aspects of how 

we structure the identification of what changes and the impact of those changes.  

Digital 

(Strategic) 

Intent 

Target Digital 
Outcomes 

Target Digital 
Behaviours 

Required 
Capabilities 
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Transformational changes: Those that have far reaching impact for the business, business model, 

operations and stakeholder scope usually have a corporate/organisation wide structure that sits 

beside the Business as Usual (BAU). These types of changes are often Organisation Development 

(OD) centric. 

Transitional Changes: Those that have a far-reaching impact but within set boundaries of an 

organisation such as a business unit, function, product line, specific process, specific capability may 

be managed either within an existing change management or operational/program management 

process or may be signalled in importance by sitting beside BAU focused and resourced 

independently. 

Incremental changes: Normally handled within the normal performance and business management 

process assuming there is a suitable and appropriate process and culture that drives continuous 

improvement. 

When an organisation considers the Tasks, Procedures and Relationships that are likely to be 

impacted and the related capabilities that underpin the projects they will determine the best 

structure for implementation. 

It is beyond the scope of this paper to detail change, improvement and project management, and it 

is well covered in literature and practice. That said it is intended to present the reader with the key 

considerations as they relate to Digital Transformation in the 21st century and some of the know new 

and emerging technologies. 

What we attempt to do in the diagram below is identify the most likely posture that ultimately leads 

to the correct application of technology the required outcomes, behaviours and capabilities that 

support the following. 

¶ Business & Technology Architecture considerations 

¶ Procurement/Sourcing (Make, Buy, Rent) 

¶ Design, Development & Integration 

¶ Rollout, Operation & Support 

¶ Benefits Realisation 
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Agile Methodology for Digital Transformation  

4 Phases  

Discover: Discover is largely about understanding and clarification of the Digital Strategic Intent. It is 

about this papers content up to this point. Its includes review of information and learning, education 

and training where appropriate, assessment to assist with current state and target state gap analysis 

and support setting the appropriate strategy and priorities. (1 or more sprints) 

Design: Design is about the structure and specifications to deliver on the strategy, the programs and 

projects that will support the execution. (1 or more sprints) 

Implement: Implement considers the various stages that are involved in mobilising to make the 

changes to implement the digital agenda this normally includes multiple sprints. Remembering this is 

not a simple sequential process in that productive outcomes and usable assets from any specific 

sprints may be continuously releases from multiple teams to be embedded into the business. 

Embed: Is about institutionalising any change and reviewing its effectiveness, analytics to inform and 

learn and feedback to sprint teams for subsequent sprints. 

 

Technology Led Business Led Function Led 
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Sprint 

The Sprint steps (short meeting): 

¶ Priority: All key stakeholders consider Charter, Learning, backlog for Stage and agree priority 

for next sprint. 

¶ Objective: Agree and record the SMART2 sprint objective and related problem/opportunity 

statement. 

¶ Cycle: In the context of the objective consider the sprint cycle (Standard or adjusted), adjust 

objective to fit into cycle. 

¶ Capacity: Consider resources required and available to achieve objective, adjust objective to 

meet capacity and competence available or escalate. 

¶ Output: Specify, review and record the deliverable asset and outcomes 

¶ Value: Confirm the value and use of outcome asset 

¶ Metric: Confirm performance standard for outcome asset and verification method 

¶ Organisation: Confirm tasks, roles, activities, and approach for each sprint team member. 

¶ Momentum: Confirm primary beneficiary(s) for output asset how it will be used, when, and 

the options for follow on options, phase, stage, sprint 

¶ Execute Sprint. 
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Summary  

An organisation has choices when it comes to setting their Digital Agenda, these choices are 

influenced by: 

¶ Their understanding of what is possible with todays and emerging technologies from a 

business, operational and cultural perspective. 

 

 

 

 

 

 

 

 

¶ The context of their business today strategic imperatives, advantage opportunities, existing 

performance, capabilities, culture. 

¶ Their attitude towards change, risk/reward, innovation and ambition 

 

¶ The quality and extent, of engagement and leverage, behaviourally and technically with and 

between ecosystems internally and externally. 

 

 

Technology Choices Application Value 
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To set their Digital Agenda, the first step is to identify their Digital (strategic) Intent. In order to do 

that the key organisation members must have an understanding of their existing capabilities, 

strengths, weakness, opportunities and threats. This must be coupled with an understanding of what 

technology options are available? how they can be applied to the business? and what the potential 

benefits are? This can only be achieved with the relevant 

¶ Information and data 

¶ Competence of decision makers and leaders 

Achieve through 

¶ Assessment 

¶ Analytics 

¶ Education 

We suggest in this paper that using a model such as the Three Pillars is one such approach that 

supports the organisation setting an appropriate Digital Agenda, supported by executive education 

on the core technologies and their application will lead to setting an appropriate Digital (Strategic) 

Intent. 
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By the application the related tools identified the organisation can identify the themes, priorities and 

projects that will support the implementation of their Digital Intent in a holistic way that covers 

technology, business, operational and cultural change. 

 

 

 

 

 

 

Having completed this exercise programs, projects, performance standards and targets can be 

structured and resourced to execute the Digital Transformation for the organisation. Individuals and 

team can be engaged and mobilised in the context of a roadmap they can understand and commit 

to. 

Digital 
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Target Digital 
Outcomes 

Target Digital 
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