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Setting Digital Agenda and Roadmap for an
Organisation.

By Declan Kavanagh

This paper presents a structured approach for an organisation to plan its di
transformation journey. It provides information on all the key current and
emerging technologies de what they areAnd what the do? (Social, Mobile,
Analytics, Cloud, Internet of things, Robotics, Al and many more).

It guides the user in considering the ultimate human and organisation end |
application value when selecting technologies to deldigital transformation
value. It creates the bridge between the organisations:

1 Digital strategic intent

1 Digital business outcomes

1 Digital behaviours

9 Capabilities to support Digital transformation

It can act as a guide through the complex and many cheicesganisation
must take and aligns all key aspects of the chaamyi relates to People,
Process & Technology
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Introduction

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

.dzii 6KIG R2 6S YSIYy 6KSYy 6S NBTFSNI G2 F &a5A3IAGLH
optionsavailable 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 busines8 (Our Digital Agenda).

When an organisatidB leadeship conside® 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 changgbpib®s? and the
magnitude and nature of that chan@d&lso 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 tteange be?

New-Digital

Products & Services

Existing- Legacy®
xisting - Legacy New-Digital

Process, Operating Model,
Business Model

For most organisations planning their Digital Roadmap is a strategic adietguse Digital is
becoming more central to achieving its vision and aims, investment is requirethanchange is
pervasive across stakeholder typ@scluding 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 notlabut 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
the reader on how to plan thBigitaljourney by helping you answer four key quessdhat reflect
key milestones on the digital journey.
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‘! \%b g What are the possibilitiesFor an organisation there is a need t

N . .
PR S s> o ,". understand what Digital Technologies are? And what they
v/ . g . . .
5— 'S - P enable? in the context of each specific organisations business
' 'r’ 2 y e well as understanding its ecosystems, internal and external.
; B FZ

Where do we changeWhich part(s) of the business will digital
transformation create the biggest impact and value, when we
consider the aims, ambitions and capabilittéthe organisation

Primary Activibes

What do we change®hatprocesses, tools, technologies,
structures, KPlIs, policies, should we consider and their
relationships to assure we achieve the organisations goals?

How do we transform?Vhere do we start? how do we plan?
who do we engage? how do we control? What Cap&sl&
Competencies are needed to assure transformation success?
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What are the possibilities?

ThreePillars for your Digital AgendaStrategic Intent &Aims)

. ” ) ) ) VALUE DISCIPLINE
To remain competitive and continuously deliver increase ——

value to stakeholders, organisations must leverage Digit: e <7
Technologies & Services to accelerate Performance
Improvement. Buildingos NS+ O&8 | yR 2AS ]! u
value discipline approach, we seedh key strategic pillars B K T
that provide a sound basis for most organisations in setti E} *ﬂ’

0§ KSANI &5 A JaNdte 2Didita BegfriR | € 0
OPERATIONAL STAKEHOLDER
Unravelled). EXCELLENCE INTIMACY

Derivedfrom Treacyand Wiersema Strategic Business & IT Services Lt
Successful organisations understand what they need to do in each value discipline to achieve their
vision and aimdt is not uncommon for an organisation to drive its strategy using one value
discipline

Offering LeadershipWhere one or more of Product, Services,
Packaging and Channels come together to give advantage in
Market and Business EQystens.

Stakehdder Intimacy:Where the organisation optimises the
engagement, satisfaction and contribution of both direct and
indirect stakeholders in the creation of, and distributiorvafue.

Operational Excellenca¥here some omanyaspects of how
the organisatbn operates ardestpracticedeading toadvantage
in the market while increasing stakeholder value and satisfacti

0.le.0
09 0°0®

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

f Market Driven:¢ K S 2 NA | pblikysok sirdtegyyg@ided byarkettrends and customer
needs instead of the firm's productive capacity or current products. Theynasket
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 (Majoringstakeholder Intimacy)
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f Technology Driven¢ KS 2 NB I pblkyj dtrategpayidaavantage 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 (Majorin@ftering Leadership).

§ Customer/Citzen Drivent K S 2 NA | pblkya dtrétegpayidrivantage 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
Stakeholderintimacy,the Customer in particul@r

§ Capability/Operational Drivent K S 2 NA | pplicyd stratdg ayidrdlvantage guided by
its core ability or competence and associated resources (Skills, Tools, Processes, Techniques,
Materials etc) that enable it be some or all of fudlowing; quicker, better, cheaper, richer
etc (Majoring orOperational Excellence)

f Performance DrivenThe o8 | Y A & pdlick, Btsat@gy 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

9 As part of the organisations strategy process consider the three value disciplines and decide
for your businesadvantage, thgragmatic intensity and importance for each discipline.

Outputl

1 Statement(s) of strategic intent for the organisation as iates$ to value disciplines

What are the possibilities? (Understanding the technologsd their potential)

Social, Mobile, Cloud, Internet of Things (SMAfZ¢fuentlyused terms to signdhe new digital
technologieshoweverA (n@@éh more WhereweY dza & &G F NI A& G GKS &! LILIX A

The Application this ultimately is what supports the target outcome. It is the software and its
O2YLRyYySyida YR AYy(dSaNIGA2ya G KING yde @ bdones 28 ¢Sy | ¢
that leverage anyidital resource we have acquired or created. These outcomes can be tangible (can

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

signal).

The term digital implies that our data and information are in elegitdormat that can be processed
by machines (running the software application). The ultimate goal is that the volume (amount),
velocity (speed) and varietggmplexity) of Information, Decisions and Actions are increased and
improved for the benefit of th human user.

We often use the term automatigribut 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 timachine whereas where the automation

FLILJX AOF A2y A& aldzYtry SylFrofSRE AG YSIya GKFG (K
responsibility for information, decision and/or action during the process.

N>
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In the context of our discussion we refer to machine or deeicabled 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,A {tfs@utcome and output that counts and it is underpinrigdsoftware and hardware
technologies. When we discuss the specific new and emerging technolodte®iaapplication that
relates to the business value rather than the complex make up of each.

We are concerned with the overall software applicatithat carries out the business or operational
processwhile recognising that underpinning the main application there are many mini applications
(Components) that underpin enabling the machine or device carry out the complete application.

Data

$

Application (Human enablement)

v 4 ¥

Volume 3
=
i i 5 Q
Information Decision Action Velocity — 5
2
Variety =1

I.R. - 10T, V.R. — AL Automation

Application (empowered)

© Strategt Business & IT Services Ltd.

Current most often used terms relating to Digital Technologies & Methods

As we review the main digital technologies and methods, we will try to drasheirtroleQ as it

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

Software StacKrefers to a group of software programs that work in tandem to achieve a common
goal, each providing a specific functie.g.Web applicatioh

Operating SystemManages hardware and software to provide common resources for the
applications which run on the computing platform.

(Web) Servera system that responds to requests across a computer network to provide, or
help toprovide, a network or data service.

Database:an organized collection of data It is the collection of schemas, tables, queries,
reports, views, and other objects.
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Programming Languagea formal language that specifies a set of instructions that can be

usedto 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 th@ienensional 36@legree
environment, created using interactive software and harceyand experienced or controlled by
movement of the body" or as an "immersive, interactive experience generated by a computer".

Augmented Reality(ARR live direct or indirect view of a physical, realrld environment whose
elements araugmented(or sipplemented) by computegenerated 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 termiéatiintelligence" 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 Chaina distributed database that maintains a continuously growing list of recordsdcalle
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 datze
recorded, the data in a block cannot be altered retroactivighyough the use of a pe&w-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 @npermanent way. The ledger itself can also be programmed to
trigger transactions automatically.

Social Mediaare computermediated technologies that facilitate the creation and sharing of
information, ideas, interests and other forms of expression wiaalicommunities and networks.

They have evolved to become business platforms for creating and/or engagingsiyseams,
promotion, sales and delivery of products and services as well as enabling collaboration internally
and externally in an organisatiocor as an individual or interest group.

Digital Media: normally refers to data and information format, the meanstwirage, andor
presentation and interaction between the end user and the digital data/Information such as Text,
Graphic, Animation, Audj Video, on any digital device or transducer. (EG web, Tablet,[RicC

PDF etc)

(Data) Analyticsthe discovery, interpretation, and communication of meaningful patterns in data in
any digital media to achieve a specific goal. It includes predictiaigtios 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.
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Data Protection (Information Privacyllescribes all steps and organisatitake 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 Security9:the protection of computeystems from the theft or damage to their
hardware, software or information, as well as from disruption or misdirection of the services they
provide.

Botnetsare networks made up ofremote2 Yy G NBf f SR O2 YLJdzi SNAZ 2NJ ao620ad
been infectedvith 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) Machinea 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) Networka telecommunications network which allows nodes to share resources. In
computer netvarks, 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 autidonisers via the
internet on an as needed basis whare dynamically scalable, and user often pay as they use the
resources.

(laaS) Infrastructure as a serviceormally relates to access to data centre physical
computing devices (Hardware) and networkaarces (CPU, Server, Storage, I/O etc)

(PaaS) Platform as a servicelates to access to and use of specific software stacks, which
usually reside on an laasS.

(SaaS) Software as a servicelates to access and use of specified software applications
and/or functionality.

DevOpsa 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 infrasture 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 requirensads
solutions evolve through the collaborative effort of ®etianizing crosfunctional teams. It
advocates adaptive planning, evolutionary development, early delivery, and continuous
improvement, and it encourages rapid and flexible response to change.
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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 legeaey 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 Fsog I NB | LILIX AOF GA2ya G2 AyOf d

Legacy Systemsisually 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?gotential application outcome$

Possibilities for creating value in or for the organization/business in a simple business flow-of Plan
Make-SellOperate (remembering fasome organisations make will inclugeocure 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.

Dimension

Digitally engage employees, suppliers and business partners Plan
Grow market share Plan
Keep pace with/outperform competitors Plan
Develop new business models Make
Enhance existing product/service offerings Make
Improve speed to market with new/evolved products Make
Launch new product/service offerings Make
Create new business and consumer demand Sell
Create new revenue streams Sell
Exploit new distribution models and sales channels Sell
Improve customer engagement, relationships and service Sell
Automate/reinvent operational processes Operate
Improve decision-making through advanced analytics Operate
Improve employee productivity Operate
Improve internal communication Operate
Improve operational efficiencies Operate
Other

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.

Behaviour Business Dimension

Creating digital teams and leadership Plan
Enhancing collaboration Plan
Planning strategies around digitization Plan
Designing and building innovative products via digital technologies Make
Enabling continuous product/service innovation Make
Streamlining with digital solutions such as cloud, mobile and analytics Make
Supporting dynamic business models Make
Engaging customers via digital initiatives (e.g. social media) Sell
Generating richer customer insights Sell
Selling products/services via digital channels Sell
Serving customers via digital self-service Sell
Improving operating efficiency and productivity via digital deployment Operate
Linking digital/IT architecture, infrastructure and capabilities Operate
Renewing talent and skills via digital Operate
Wide scale revolutionizing of business processes Operate

Source Innovation Value Institute, Maynooth Universit

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

There ae 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 strengtlsrasources 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:

1 People(Skills and Competencies
1 Process
1 Tools(and Technologigs
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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 eliminatig the barriers to success.

Some of the potential barriers are listed below as yoliseethey cover Competence, Process and

Technology.
Barriers [ Challenges
Dimension

Absence of a digital business strategy or vision Plan
Cultural issues e.g. organizational resistance to Plan
change

Lack of C-suite level understanding /support and Plan
leadership

Short-term market pressures Sell
Siloed implementation in business units Operate
Lack of front line manager buy-in Plan
Lack of an organizational experimentation mind- Make
set

Legacy system limitations Operate
Rigid business processes Operate
Service integration and manageability issues Operate
Skills shortages/difficulty in finding digital talent Operate
Unclear roles, responsibilities and Operate
accountabilities

Competing priorities, e.g. between digital and Operate
traditional business

Insufficient funding Operate
Unclear business case for digital transformation Operate
Data management issues Operate
Security concerns Operate
Regulatory concerns Operate

Source Innovation Value Institute, Maynooth University

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

Digital Agenda, this is important becau$e Applications function can be connected to the business
need, performance standards and value creatidowever,when selecting the appropriate
technologiesye need to understand the sophistication of the architecture and relationship

between the compaents. The diagram belotkies 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.

H/W
—— - —,l— - Mobile Std. Device | Transducer Machine
I Perimeter
I s/w App Al AR VR | BI-Analytics saas
1 - =Application ¢
| : | S/w App & Component Platforms/Frameworks (.Net, & o
I I%i | Platform - Neural Network, Block Chain, API) 2
I 2 I< | a 3 Paa$
1 2 l lS}'W Stack ; Server Database 0s Language é
L |
I Connectivity Networks - Interconnects
1 laas
I Hardware CPU Storage Power Facilities
Digital Series | 2 Not&4
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What are the possibilities? (Understandirgcosystems$

Traditionally management science discussed the
GLYGSNYLFE¢ YR G9EGSNYI

The external environment beinthe factors and
conditions (such as enomic, legal, political, and

social circumstances) that generally affect everyone Internal
an industry or market in more or less similar manne Policies

Culture

Resources

The internal environment beinghé conditions, Standards
entities, events, and factors within an organization Ly
. . L. . . Structure
that influenceits activities and choices, particularly
the behaviourof the employees. Factors that are
frequently considered part of the internal
environment include the organization's mission
statement, leadership styles, and its organizational
culture.

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.

Ecosystemare where components ah organisation rely, are ihienced, leverage or interact with

components of internal or external environments, organisatiensties, physicaand human

resourcesThey are part of asysterandan2 NBH I yAal GA2y Qa ada&adasSvya Yle 2N
external ecosystems.

The subjecdf our paper here has a specific interest in technology ecosystems and also technology
enabledecosystemghe former providing the means to create, modify or connect to an ecosystem,
the latter enabling participation in the ecosystems.

To understanacosystemswe need to think about connections, collaboration, communities, crowd,
information flows, processe3.heyare fundamentally systems or networks of interconnectamgl
interactingparts.Within ecosystems there can be sabosystems. In outiscussionye identify the
key ecosystems relating to Digital Transformation below.

Business ecosystem&flect the systematic engagement of the organisation within and across its
boundary with relevant external ecosystems whether physical or Digitabxeonple the formal or
informal engagement and contribution with the setting and adoption of standards, Supplier, etc

Talent ecosystemgeflect the systematic engagement of the organisation within and across its
boundary with respect to access and leverage of anralent and resources and the release of that
talent for the benefit of the organisation.

Technology ecosystemeflect the access and systematic engagement within and across the

boundaries of the organisation to the developers, suppliers and operaftdesbnology, and the

creation, connection anaft integrationof the organisations technology enabled internal ecosystems

to external stakeholderé ¢ KS 2 NBIF YA &l A2y Qa .26y (SOKy2f238&8 SO0z
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Digital Transformation in many ways can be considered as gjiag, 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

Digital Organisation:the organisations products,
services, value chain

Digital Workplace:day to day digital environment for
employees

Digital Backbonedigital infrastructure that supports
business

Digital Services F/\Whow digital services are
structured/managed

Systems of engagemensocial and traditional
Digital Backbone Systems of collaboration

Record
;.8
’ Systems of BusinesBroducts, Services, Platforms and
MIS

“~~__ Technology Eco-System

Systems of ProductivityOperational & Professional tool
Digital Technology Landscaped Strategic Business & IT Services L
Systems of Recor€@ompany data and its management

Activity 2

1 As part of the organisations strategy process condigeDigital Drivers, Applications,
Technologies, potential opportunities and challenges.

Output?2

1 Potential options foconsideration and an assessment of their potential value to the
business in the context of its strategic intent.
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Where and what do we change?

Having considered thpossibilitiesthe organisation may refine their vision and aiersd now it
needs to make decisions on where it will focus its investment in its Digital Agenda. Up tohasw
been aboutaims & ambitionStrategic Intent

1 Learning and understanding what is possible
9 Identification of the strategic drivers and prities for the organisation
1 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 poitite alue chain that
will maximize the ROI in line with the aims.

Target Digital Outcomes Target Digital Behaviours KP1 Required Capabilities CPl

Product

Promotion

Procurement

Experience

Understanding

Digital Empathy
(Strategic) Intent
Attitude

Engagement

Utilisation

Control

Information

Culture

Derivedirom Treacyand Wiersem& Strategic Business & IT Services Ltd.

PaAYy3a GKS GFofS 10620S GKS £ SIFRSNBKALI G4SFY OFy y?2
organisation and related mapping of specific business and operational target outcomes against the
adzLILR2 NI AY3 a5A3IAGETE . SKI @hoRhizMBuired Fapabilitiesdo®mabled &8 G K S
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.
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Digital (Strategic) IntentHaving considered the possibilities and the three strategic Pilldfsr{iay
Leadership, Stakeholder Intimacy, Operational Excellence) in the initial team review a statement of
Digital Intent sets the direction for the organisation. Digital (Strategic) Insatgfinedas a
compelling statement about where an organizatisrgoing 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

1 Product:Definition of the Digital Offering (Product/Service), or aspects of the offerings that
are technology centricThe features, functions, benefits and specifications that relate to
new or improved digitally enabled offerings. (Total Product, Levitt, 1980, Harvard Business
Review)

1 Promotion:Definition of how the target market is identified andw communications and
promotion to target market will leverage digital technologies to present the Product and
enable its procurement and consumption

1 ProcurementThis is about how the customer will procure (and the organisation will sell) the
product andthe use of Digital technologies internally and externally during the Sales and
Delivery Cycle.

1 ExperienceThe customer and user experience of their engagement with your organisation
is essential to understand during each stage of the life cycle of betpribduct androm
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 engagemaith the organisation.

Stakeholder Intimacy

1 Understanding: Thelevel of understanding of eadtakeholdemeeds 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,tRars and the Public, however each organisation has
the potential to expand its ecosystem and related stakeholder engagement leveraging digital
technologies such as collaboration, soeiadl analytictools to understand and respond to
stakeholder needs

f  Enpathy:L (n&&ood 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 intersegftieneraging
the technology with the business psychology and communications techniques. How will the
stakeholder/user experience that empathy as the Digital Agendaeasuted?

1 Attitude: Organisations will have target attitudes they wish stakeholdersaieehowards
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 organisatiand how will digital technologies
be leveraged to make sure therereattime awareness of these attitudes and sentiments
and action taken to continually improve them.

1 EngagementEngagement of stakeholders is about ttlings, 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 oggitn
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need to enabldghe stakeholders to take the positive actions wherever they are in the
process and digital technologies can enable these connections and interactions.

Operational Excellence

1 Utilisation: Creating access to, and enabling the selectind use of internal and external
resources and ecosystems of any typeferials, energy, services, staff, knowledge, or other
assets etg)is a trait of high performing organisations. Resources are transformed to produce
benefit and in theprocessmay beconsumed or made unavailable. Benefits of resource
utilization may include increased wealth or wants, proper functioning of a system, or
enhancedwellbeing The cost benefit coupled with social, environmental and ecosystem
benefits are maximised by theganisation through effective and efficient utilisation
leveraging Digital Technologies for things such as management, coordination, automation
etc.

1 Control:Control orcontrolling is one of thekey organisatioriunctionssuch agplanning
organizingstaffinganddirecting It is an important function because it helpsp@event first
but checkalso for deviations and errorand to take therelevant preventive ocorrective
action so that deviation from standards are minimized and stated goals of gan@ation
are achieved in a desired mannéetow will the organisation leverage digital technologies
such as applications, sensors, intelligent machines and loT as examples of assuring
predictability and consistency in each aspect of its business.

1 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 datafarmation
rich environment are required. How will the organisation capture, clean, categorise, store,
analysepresent,share and use data and information to maximise value creation in all
aspects of its business and operations leveraging new andgengedigital technologies.

9 Culture:Culture can be enhanced and changed through the adoption of digithhologies,
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 wildilggal 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 environrntrat 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 theirtdighgenda having
considered the 3 pillar dimensions (12 items above) begin toarecthe specific:

i Target Digital Outcomesn effect the deliverables, results, and the standards of
performance related to each. kffect, these can be written as SMARSbjectives, whether
they be business or operational.

9 Target Digital BehavioursThe supporting organisation, team, individual and ecosystem
digital behaviours that are required and/or expected for the achievement of outcomes.

1 Required CapabilitiesThe valueof resources can change over time, advantage comes not
only from organisation resources but also from the\ Naldilidycto create, integrate and
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practices that dynanasially 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, thasenust improve and those new
capabilities it must acquire (and how they will acquire them) to assure a successful Digital
Journey. ITCMF is one framework that supports this approach.

How do we change?

Digital o :
< 'gral Target Digital Target Digital Required
( Ire;tegtlc) BT Behaviours Capabilities
nten

We have by this stage as an organisation produced the content of the four dimensions that define
our digital agenda and journey. The next siepo 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 erdeethindicators 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.
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New-Digital

Products & Services

- o -
Existing - Legacy New-Digital

Process, Operating Model,
Business Model

TransformationabthangesThose 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 Us(BAU. These types of changese often Organisation Develogent

(OD) centric.

Transitional Change§hose that have &ar-reachirg 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 clitmnmanagement or operational/program management
process or may be signalled in importance by sitting beside BAU focused and resourced
independently.

Incremental changetNormally handled within the normal performance and business management
process assuminthere 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 tvdl/determine the best
structure for implementation.

It is beyond the scope of this paper to detilangejmprovement and projectnanagementand it

is well covered in literature and practice. That said it is intended to present the reader witkyhe k
considerationsasthey relate to Digital Transformation in the 2&entury and some of the know new
and emerging technologies.

What we attempt to do in the diagram below is identify the most likglgture thatultimately leads
to the correct applicabn of technology the required outcomes, behaviours and capabilities that
support the following.

1 Business & Technology Architecture considerations

1 Procurement/Sourcing (Make, Buy, Rent)
1 Design, Development & Integration
1 Rollout, Operation & Support
1 Benefits Realisation
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Agile Methodology for Digital Transformation

4 Phases

DiscoverDiscover is largely about understanding and clarification of the Digital Strategic Intent. It is
about this papergontent 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 oremgprints)

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 molglisimake 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 fromltiple teams to be embedded into the business.

Embed:ls about institutionalising any change and reviewingiftsctivenessanalytics to inform and
learn and feedback to sprint teams for subsequent sprints.
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Sprint

Priority: Learning & Back Log Review

e Objective:-Problem/Opportunity Statement

s Cycle: Sprint time availahle

s Capacity: Resources required and available

» Qutput: Deliverable Specification

s Value: Use & Value of output statement

o Metric: Performance standard & success
criteria

s QOrganisation: Process & Roles

Momentum: Next sprint options and criteria

Sprint
The Sprinsteps(short meeting)

1 Priority: All key stakeholders consider Charter, Learning, backlog for Stage and agree priority
for next sprint.

{1 Objective:Agree and record th&MAR¥ sprint objective and related problem/opportunity
statement.

1 Cyclein the contextof the objective consider the sprint cycle (Standard or adjusted), adjust
objective to fit into cycle.

1 Capacity:Consider resources required and available to achieve objectdjast objective to

meet capacity and competence available or escalate.

Output: Specifyreview and record the deliverable asset and outcomes

Value:Confirm the value and use of outcome asset

Metric: Confirmperformance standard for outcome assatd verification method

Organisation:Confirm tasks, roles, activities, and apach 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

1 Execute Sprint.

= =4 =4 4 4
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An organisation has choices when it comes to settiregy Digital Agenda, these choices are

influenced by:

1 Their understanding of what is possible with todays and emerging technologies from a
business, operational and cultural perspective.

Technology Led Business Led

Function Led

(Human
L Moblle | Std. Device | Transducer | Machine
7 Remae T H $
| s/W P app | AR VR | Bl -Analytics Saas
| peelcaton ! —— L ——— ¢
1 S/W ! App & Component Platforms/Frameworks (.Net, | & -
1 o -
I ::'. | Platform :m Neural Network, Block Chain, API) g Information Decision
1 ;I“ 0 IE ? Paa$
IC: | |S/W Stack '5 Server Database 0s Language g
12 2
2 1 H
' Connectivity | Networks — Interconnects LR.-JpT. VR -AL
| laa$ Y
! Hardware [ U Storage | Power | Facilities Application (empowered)
I
- o - Data Dazs-Open © Strotegic Business & IT Services Ltd.

Technology Choices

Digital Technology Landscope 1 © Strategic Business & IT Services Ltd.

'
Volume E
H
Action Velocity %
3
Variety i
Automation -

Application Value

1 Thecontext of their business today strategic imperatives, advantage opportunities, existing
performance, capabilities, culture.
1 Their attitude towards change, risk/reward, innovation and ambition

New-Digital

Products & Services

Existing - Legacy

Process, Operating Model,
Business Mode|

New-Digital

1 The quality and extenbf engagemenand leveragebehavioually and technicallyith and
between ecosystems internally and externally.
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“Record "~ A

“~___Technology Eco-System

Toset 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 éxésting capabilities,

strengths, weakness, opportunities and threats. This must be coupled with an understanding of what
technology options are availaliéow they can be applied to the busin@snd what the potential
benefitsare?This can only be achiedwith the relevant

1 Information and data
1 Competence of decision makers and leaders

Achieve through

 Assessment
1 Analytics
9 Education

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

D. -t | . . i

Strlil a Target Digital Target Digital Required

( | tegtlc) Outcomes Behaviours calEaliEg
nten

Having completed this exercise programs, projects, performance standards and targets can be
structured and resourced to execute the Digital Transformation for the organisatidividuals and
team can be engaged and mobilised in the context of a roadmap they can understand and commit

to.
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