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	1. © 2010 -  2020 The Adjacent
Ideas to help ‘win’ on
your Digital journey
Things for every organisation to think about
#coherentevolution, #complexity,
#organisationaldiagnostics #designingchange
All slides in this presentation are available for use under Creative Commons
Attribution-NonCommercial-NoDerivs (CC BY-NC-ND) license. Attribution of
work is to follow the following marking format:
©2010 The Adjacent, used under a Creative Commons
Attribution-Noncommercial-Noderivs license
 


	2. © 2010 -  2022 The Adjacent
Doug Talbot
● CTO / CIO
● 30 Years
Software builder
● 15 Years
Technology leader
● Founding Partner
The | Adjacent
2
 


	3. © 2010 -  2022 The Adjacent
Organisational dynamics framework | Overview
3
 


	4. © 2010 -  2022 The Adjacent
not not Analogue
not Digitization
What does it
mean in 2022?
100 1977
4
‘Digital’???
 


	5. What is this  new 21st
century ‘Digital’?
“Digital transformation is the integration of
digital thinking into all areas of a business,
fundamentally changing how you operate
and deliver value to customers. It's also a
cultural change that requires organizations
to continually challenge the status quo,
experiment, and get comfortable with
failure.”
 


	6. © 2010 -  2022 The Adjacent
Old
● Individual output KPI
● Hierarchy
● Silos, IT and Business separation
● Avoidance of Digital, one oﬀ investment
● Reporting on outputs / stage gates
● Buy over build
● Slow manual BI
● Deliver to function metrics
● No ML, minor IoT, No Cloud
● Project oriented
● Designed for risk aversion
New
● Team behaviour as KPI
● Network topology, high autonomy
● Cross functional value streams / teams
● Digital investment and capability
● Focus on customer lead time
● Insourced competitive advantage
● Machine learning ﬁrst
● Customer outcomes
● IoT instrumentation, Digital Twin
● Modern agility business wide
● Designed for complexity
Bridge over Rakaia River, Rakaia
Gorge
6
What do I see in leading Digital organisations?
A whole of organisation issue.
 


	7. © 2010 -  2022 The Adjacent
Maturity 3 - Focus on organisation and
culture for a VUCA and Digital future
Maturity 2 - Focus on User-centricity and
fast feedback
Maturity 1 - Focus on Digitisation
7
The 3 maturity stages of Digital
● Moving from paper to website
● Moving from website to multi channel
● Moving to ML / AI
● Often includes technical improvements
● Automated testing
● Continuous integration and delivery
● Cloud
● Data focus
● A/B testing
● Agile basics in tech teams
 


	8. © 2010 -  2022 The Adjacent 8
The 3 maturity stages of Digital
● Moving from functional silos to product
oriented
● Moving from product oriented to service-led
● Moving from service-led to customer-led
● Often includes
○ Service design capability
○ UX capability
○ User Journey analysis
○ Innovation based on users pain points
○ Prioritisation based on users not KPIs
● Moving from outputs to outcomes
Maturity 3 - Focus on organisation and
culture for a VUCA and Digital future
Maturity 2 - Focus on User-centricity and
fast feedback
Maturity 1 - Focus on Digitisation
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The 3 maturity stages of Digital
● Move from HR, Business, and IT silos to
Cross-functional collaborative units
● Move to innovation and continuous
improvement as integrated parts of
organisational systems and processes
● Move to cultures of adaptability, delegation,
trust and empowerment
● Move leadership to participative organisational
designers
● Move HR, ﬁnance, risk and legal to support and
acceleration functions not drivers and
gate-keepers
● Move to ﬂow eﬃciency from utilisation
eﬃciency
● Move to Digital native representation at C-level
and Board level
Maturity 3 - Focus on organisation and
culture for a VUCA and Digital future
Maturity 2 - Focus on User-centricity and
fast feedback
Maturity 1 - Focus on Digitisation
 


	10. It’s NOT about  Agility or Digital … It’s about
Great organisations that thrive in a complex world!
It’s NOT about practices or Cloud … It’s about
Leadership & systems alignment!
Realisations
 


	11. Digital Journey bad  habit #1 -
thinking it’s simple and you have the answer
“We are ‘Digital’ we must have more innovation!”
 


	12. © 2010 -  2022 The Adjacent
Image and Gif created with LOOPY, a tool made by Nicky Case
12
Organisational
Leader/Designer
“We want more
innovation!”
“Money motivates
creativity!”
We are ‘Digital’ we must have more innovation!
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We want more innovation! Continued
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“I think the next century will
be the century of complexity.”
Stephen Hawking
Academic Journals
Complexity & Leadership
and Management
10k
Academic Journal
2016-2021
Look Up! Digital is about thriving in complexity
14
 


	15. A group of  like minded friends tried to catalogue the whole domain to
help others make sense but avoid the piles of hearsay
Provide access to Evidence & Research Based - Filter out Noise
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An
investigation
to connect
otherwise
fragmented
information
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Too much
information!
Simplify to
three
emergent
pillars
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Too much information!
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Three Pillars
19
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Three Pillars
20
Extraordinary organisations can innovate great products and
then optimise for great delivery
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Three Levers
21
Principles, Paradigms
Strategy
Behaviour (talk / walk)
Policies, Constraints
Standards, Tools, Limits
HR, Legal, Risk
Daily actions and
interactions of people in
the organisation
 


	22. All models are  wrong,
some are useful
Make it really accessible and provide sense making, diagnostics,
priority and design guidance
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A thought framework
23
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Organisational Dynamics framework | Overview
24
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Key watch items
 


	26. Leaders ﬁghting for
their  team not the
whole
RAG reports
ticking stages
on a project
HR oriented on
the individual
not the team or
outcomes
1 year annual
budgets
Everyone
overloaded no
time to ‘improve’
KPIs / Sales
incentives vs quality
Estimation not
forecasting
Quality optional
HiPPO
prioritisation
Values not
really lived
Tooling obsession -
Cloud, ERP
Peter principle
 


	27. So how do  we do change in
complexity?
=> Coherent Evolution
How to design & change for Complexity
 


	28. Two keys for  today
2
8
Change Management
as a Evolutionary
Feedback Loop
Diagnose Prioritise Intervene Monitor
Coherence
as a Core Focus
 


	29. Two common patterns  we encounter
2
9
Big Bet Transformation
“We’re going to overhaul/ﬁx
everything with a [X]
Transformation.”
Individual Initiatives
“We just need to address all of
these individual issues.”
Employee
Engagement
Product /
Service
Strategy
Improve
Eﬃciency
Streamline
Operations
Leadership
Training
New Tech.
Platform/Tool
 


	30. Both patterns are  grounded in a shared belief
3
0
 


	31. Both patterns are  grounded in a shared belief
3
1
 


	32. Be informed by  complexity and systems
3
2
Beliefs
● Relationships matter at
least as much and often
more than individual
elements.
● Teams don’t have the time
to do everything and need
to prioritise.
● Acting anywhere in the
‘system’ will impact other
aspects of the system.
● Change needs to take
account of elements,
relationships, and the
whole, and should be
coherent.
Employee
Engagement
Product /
Service
Strategy
Improve
Eﬃciency
Streamline
Operations
Leadership
Training
New Tech.
Platform/Tool
Can we streamline
operations for all of
our services?
How is employee
engagement
impacted by our
drive for eﬃciency?
Do our teams have
capacity for all of
these?
 


	33. Approach in a  nutshell
3
3
In which direction are we going?
Commitments, purpose, mission,
vision, top priorities?
Less about the destination
More about the direction
How do we get there?
Less about set plans/roadmaps
More about learning & adjusting
Diagnose Prioritise Intervene Monitor
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Diagnose Prioritise Intervene Monitor
Make sure you can keep checking direction!
34
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Coherent Evolution
?
Great Digital
Services
?
?
?
?
Organisation
needs
(Internal
Complexity)
Customer
needs
(External
Complexity)
35
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See the whole, where to operate?
36
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Systems thinking - so many interacting layers!
All of these-and more-impact
behaviour
● neuroscience
● hormones
● psychology
● culture
● incentives
● systems
● processes
● trust
37
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Hopefully
everyone knows
Cyneﬁn!
The Cognitive Edge method is ©2012 Cognitive Edge
(USA) Inc., used under a Creative Commons
Attribution-Noncommercial-Noderivs license
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Change management is important and there are many many patterns for managing change in
organisations (article 10 Change Management Models). But please actively think about and
manage change.
I recommend a pattern that is simple and lightweight and remember to :
1. Communicate and Collaborate: work with the affected community to design and
implement the change
2. Keep it Minimum Viable: so that it is quicker and easier to check it is working
3. Coherent With Your Context: don't see it as an isolated process, nothing in an
organisation is totally disconnected from the whole
4. Engage Diverse Perspectives: Who might inform the design? Who might be
impacted?
5. Establish and Pursue a Direction, measure it: In which direction do you want to go
(it's not about the destination). How will you know whether you are/are not going in the
direction you want to go?
Selected Examples: Simple Version of the Toyota Kata, Cynefin - Safe to Fail Probe Design
Managing change in complexity
 


	40. © 2010 -  2022 The Adjacent
Operating in complexity
OODA Loop
PDCA
Study Plan Do
Learn Build Measure
Probe Sense Respond
40
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No right answer -
Quantum Yoyos
When you’re designing your
interventions, realise that
your intervention will have
eﬀects that you’ll want to
accelerate and dampen.
Yoyoing is natural and the
key is
probe-sense-respond.
This is why you can’t rely on
Big Bet Transformations
 


	42. Some more
Digital journey  bad habits
Not evidence-based > What I feel happy with
Not seeing the whole > Focussed on a silo / fragment
Not dealing with complexity > Assuming there is a clear answer
Not targeting highest value > Acting in low-value places (safest)
 


	43. Diagnostic / See  the whole
How are we doing?
What are our next best options?
Not evidence-based > What I feel happy with
Not seeing the whole > Focussed on a silo / fragment
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Diagnostic
“How are we doing?”
Need repeatable
structure and data
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“How are we
doing?”
● Spotting the
places to focus
● Asking? Gemba?
 


	46. Prioritise
Which way to  place our bets?
Not targeting highest value > Acting in low-value places (safest)
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“What should
we do next?”
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Two implicit orderings
48
Extraordinary organisations need leadership to create systems
in which the awesome practices thrive
Extraordinary organisations can innovate great products and
then optimise for great delivery
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Organisations TEND to focus on Eﬃciency & Practices:
● Upside: These are easy to see, work with, and
measure, quick to eﬀect
● Downside: Only creates temporary improvements or
require continuous investment if the systems and
organisational design are not aligned.
Organisations SHOULD focus on Leadership & Org.:
● Upside: Changes at the leadership/organisation
level changing structural or systemic constraints
enable organisation wide progress and self maintain
once established
● Downside: Leaders often resist this work, as it makes
interventions hard to negotiate and implement and it
takes time, too hard, too scary.
Organisational Dynamics
49
Usable heuristics for working with organisational
dynamics
 


	50. design for complexity  (ﬂow eﬃciency, adaptability)
adaptive portfolio investment (living services not projects)
meet your customers needs (outcomes and services)
learning organisation culture (coherent evolution)
built in innovation (train everyone, create space)
psychological safety (ability to speak truth to power)
So what paradigms do we need?
most have to change?
 


	51. Internal
complexity
External
complexity
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• Text
Very slow decisions
Very slow delivery
Heavy management costs in project model
High levels of commitment risk
Limited learning
Sunk cost fallacy
Unstable teams
Domain knowledge loss
Dis-engaged people
52
So is your organisation using deterministic -
19th Century Scientiﬁc Management?
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Or acting as a Complex Adaptive System
53
Apply feedback loops and systems
thinking
Organisations as Ecosystems
Organise for fast decisions
Organise delivery to long lived value
streams
Leadership for vision, empowerment and
investment priority Stable teams retain
domain knowledge
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Spending more time where it counts
54
Psychological safety
Can you or your team speak truth
to power?
Is everyone’s speciality
recognised?
Adaptive portfolio
investment
How fast can you start,
stop and redirect
investment $$$?
Are features / changes
considered to be bets?
Customers needs
What are your customers
top 5 pains / needs?
Is your team’s customer
internal?
Learning organisation
How fast does the
organisation make
decisions?
How many people does
someone have to go
through to get ‘sign-oﬀ’
for a change?
Innovation
Does everyone provide
innovation?
Does everyone have time
to innovate and be
creative?
Complexity
How prescriptive are the
processes and systems of
the organisation?
Are people expected to be
good at collaborating as part
of a diverse cross functional
team?
 


	55. “Digital transformation is  the integration of digital thinking into all areas of a
business, fundamentally changing how you operate and deliver value to
customers. It's also a cultural change that requires organizations to continually
challenge the status quo, experiment, and get comfortable with failure.”
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Not a senior leader or can’t change high-level
organisational dynamics? Don’t despair, you
can:
● Think about organisational dynamics
within the teams you manage
● Surface ideas to progressive leaders you
work with
● ‘Be on the lookout’ for dysfunctions
from the larger systems you’re a part of,
and consider how you can interact with
them
How to operate as a change agent
56
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Think as organisational engineers
57
Organisational Engineers - a new career?
Design for an
extraordinary
community
Design for clear
organisational priorities
& customer needs
Design structure and
systems for eﬃciency &
quality
 


	58. Don’t believe the  hype,
Research, Learn, Grow!
 


	59. Book list and  Things to read about
follows
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Organisational models
Heterarchy
Sociocracy
Holacracy
Hierarchy
Democracy
etc
60
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Organisation Portfolio Life cycle patterns
Innovation 1X, 1.2X, 2X, 10X
Wardley mapping
● Pioneers, Settlers, Town
Planners
● Genesis, Custom, Product,
Commodity
Geoﬀrey Moore
● Transformation,
Performance, Incubation,
Productivity
McKinsey
● Mature, Growing, Emerging
The Lean Enterprise
● H1, H2, H3
61
 


	62. © 2010 -  2022 The Adjacent
Organisational systems
HR, Finance, Prioritisation, User orientation, Training, Innovation
62
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Value stream efﬁciency
Flow eﬃciency -
Theory of constraints
Utilisation eﬃciency
Queueing theory -
Little’s Law
Productivity
Performance
63
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Organisational Measuring
Work in Progress (WIP)
Lead time / Cycle time
Failure Demand
Culture measures
Statistical Forecasting
64
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Organisational orientation
5 Orientations
Functional
Product
Service
Customer
Persona
65
 


	66. © 2010 -  2022 The Adjacent
People / Psychology / Anthropology / Sociology
Learning - dunning kruger
Adaptability
Resilience
Change
Motivation - Connectedness,
self-determination
Happiness
Engagement is it real
66
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Culture
Purpose, Vision
Alignment
Clarity
Values
Behaviours
67
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Management / Leadership
Individual
Team - Conway’s law
Tribal - Dunbar’s number
Multi-tribe
68
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Organisational practices
Systems thinking, Cyneﬁn, Theory of constraints
69
The Cognitive Edge method is ©2012 Cognitive Edge (USA) Inc.,
used under a Creative Commons
Attribution-Noncommercial-Noderivs license
Image from Infoq.com https:/
/www.infoq.com/articles/teams-teamwork-trends-2020/
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Build the right organisation
The Learning organisation
Digital Talent
Aligned organisational services
Visionary, Participative, Empowering -
Leadership / Management
Culture ﬁrst (to match) but often collaborative
Organisation aligned to stakeholder needs
70
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Culture
It promotes an external, rather
than an internal, orientation.
It prizes delegation over
control.
It encourages learning over
planning
It values collaboration more
than individual eﬀort.
71
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Build the right things
The primary axis of the organisation
Services over Functions
Portfolio clarity
Bets and Learning
User needs analysis
User centered design
72
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Build the things right
Measuring the service stream
Quality
● Fit for purpose
● Extensible
● Maintainable
Remove Failure demand
73
 


	74. Q&A
Douglas Talbot
douglas@theadjacent.co
Editor
@douglastalbot
@douglas.talbot
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