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Presenter Notes
Presentation Notes
Intro self! Cheryl D’Angelo-Gary, I use she/her pronouns. For any sight impaired participants, I am a middle aged woman with short hair and fun eyeglasses. I’m wearing a blue dress and a black sweater. 

Cover any interaction/presentation info not covered by RW. (2-4 minutes) We’ll be toggling chat on and off through out this. This is because zoom webinar – like Teams and the other presentation options we currently have – doesn’t allow screen readers to differentiate between the material on screen and the comments in chat. If you’ve injured yourself or have a permanent disability, trying to follow along when chat is open is nearly impossible. If you, like me, would prefer to have the option of chat throughout presentations and webinar, consider reaching out to Zoom and other virtual meeting place providers and asking them to make their platforms more accessible.


AGENDA

Change Acceleration is real.
Change is often unplanned.

It's critical to build our enterprise change agility.
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Presentation Notes
!!!Update!!! Also, update description to ensure no one thinks we’re talking about change request management or basic agile (this is “advanced” agile theory, mixed with Lean and OCM).


LEARNING OBJECTIVES

Understand what Enterprise Change Agility is.

. Recognize the core components of Enterprise
Change Agility.

. Get familiar with some of the tools and concepts
of Enterprise Change Agility.


Presenter Notes
Presentation Notes
<2 minutes


THE PACE OF CHANGE IS FASTER THAN |

Drop into chat:

~VER

What's the first big change that comes to mind when you
think of change within your lifetime?
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<need chat open> (3-7 minutes, depending on chat)
For me, it’s computers. I built my first computer when I was 12. It was considered a “personal model”, so it was relatively small. I was able to fit the desktop part into a box that was about 20 X 18X 8 inches. That part connected, via cable, to a stack of servers, routers, and receivers that took up half my closet, a space about 2.5 feet wide by 5 ft tall. To get onto the internet I had to hack into the nearby college’s network. Now, I carry the power of the internet in a computer that is about 3X6 inches and fits in my pocket – oh, and it also makes phone calls. (And, through that cell phone, I can access a computer that’s programmed to learn complex information, summarize it, and report it back to me conversationally – a computer with artificial intelligence.)

Let’s take a look at chat…

Ok, let’s go ahead and shut chat down so our friends and colleagues using assistive devices can more easily participate.


ENTERPRISE CHANGE AGILITY

VWHAT IS IT?

b

Enterprise Change Agility is a holistic approach
that prepares organizations, people, and
business systems for change.
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Presentation Notes
Enterprise Agility is a holistic approach that prepares organizations, people, and business systems for change.
Enterprise Agility prioritizes workforce wellbeing AND customer service. By looking at how we do things, and by building our workplace cultures with intention and forethought, we can become more nimble, and ultimately more proactive, foreseeing change rather than simply reacting to it.

Please note that the project management institute uses the term enterprise agility in a narrower capacity, so please know when I use it in this presentation, I’m talking about helping agencies be prepared for change of all kinds, planned and unplanned, foreseen and unforeseeable.



BENEFITS OF ENTERPRISE CHANGE ACILITY

Improved employee engagement.

- Customer feedback is heard and used.

Increased quality/pride in work.

- Operational efficiency improved.


Presenter Notes
Presentation Notes
1. Improved employee engagement – in an Enterprise Change Agility environment, each employee, team, and program have a thorough understanding of how their work fits into the big picture – how it feeds the enterprise goals and meets customer needs.  When there’s clear purpose and meaning in every employee’s action, motivation and engagement increase.

2. Customer feedback is centered in an agile workplace. The goal becomes providing customer value, so customer feedback is actively sought and acted upon. The culture shifts toward a growth mindset, open to new ideas and trying new things. Where enterprise change agility has been implemented, the culture shifts toward one of removing barriers & celebrating lessons learned. Transparency increases – and trust increases, from customers, and among employees.

3. Increased quality and pride in our work. In an agile environment, work typically stays with a small, cross functional team. There are fewer handoffs, and the approach and details of the work are decided by the team. The work belongs to them, so they take more pride in it. Customers (internal and external) experience increased transparency and involvement.

4. Enterprise Change Agility focuses on objectives and key results. Agency goals and missions translate into specific goals for each cross-functional team. When fully implemented, these smaller teams have autonomy over how to do their work, decreasing the time to critical decisions and reinforcing individual commitment to agency goals. 

Enterprise level agility has other benefits, as well. <next slide>


" Top quartile M Second quartile ™ Third quartile Bottom quartile

Fast
A

“Start-up” Agile
100% = ~13 companies 100% = ~19 companies

10
<)

Average’ (93 companies)

Trapped Bureaucratic
100% = ~23 companies 100% = ~13 companies

» Strong

Stability index

ACILITY
INCREASES
ORC HEALTH

Data from McKinsey &
Company
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Notes: Figures may not total to 100 because of rounding. 
 -  Averages have a mean +/- 0.50 standard deviation on each axis of the matrix. These 93 companies were nearly evenly spread across quartiles for org health.

N = 161

McKinsey and Company have been looking at the impacts of enterprise agility practices since 2013. They’ve discovered that enterprise agility practices strengthen companies overall. Organizations that have adopted enterprise agility principles are both more agile, and more stable. 

There’s a tendency to believe that stability and speed are at opposite ends of a spectrum, but this study shows to be incorrect. Speed, when supported by the management principles that accompany enterprise change agility, actually leads to stability. Companies practicing enterprise change agility outperformed others by such a significant amount, that McKinsey dug deeper to determine what specific practices really impacted stability and speed. <next slide>



Top FIVE ECA MANAGEMENT PRACTICES

PracHce Rank for Rank for Difference Associated
most agile | least agile | in rank outcome

Role clarity 34 Accountability

Top-down Innovation and
innovation learning

Capturing external Innovation and
ideas learning
Process-based i
capabilities Capabilities
Operationally Culture and
disciplined climate
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Here are the top 5 management practices that allow speed with stability.  This ranking is based on McKinsey’s Organizational Health Index scale – there’s a link on the resources slide to more information about this ranking, and to the complete data set McKinsey collected from this study.

If you’ve taken one of my classes or workshops, you know role clarity is something I can harp on. Role clarity increases individual’s comfort level, which allows them to more fully engage, to be more creative, to collaborate more fully. It also contributes to personal accountability – If I fully understand what my piece is, then I’ll do my best to get my piece across the finish line on time and well done.

Both role clarity and operational discipline are highly ranked practices among agile organizations (those in the top quartile of the Agility Index) but not among the least agile ones (the bottom quartile). This is powerful evidence that part of what makes agile companies special is their ability to balance fast action and rapid change, on the one hand, with organizational clarity, stability, and structure, on the other.

Innovation and Learning show up three times in the top ten ECA management practices. The companies practicing enterprise change agility in this study were very learning oriented. I’ve just shown the top five here, but McKinsey has identified more.  Again, there’s a link to their data in the resource slides on this presentation.



ENTERPRISE CHANCE
ACILITY FOCUS

There are three things that ECA focuses on, listed in
no particular order:

Customer Service

Employee Wellbeing

Agency Value
Is the agency filling the gap it's intended to fill?
Is it doing it efficiently and effectively?

Is it looking at expected future gaps in related
areas and developing plans to fill those?



Presenter Notes
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So now we know what Enterprise Agility is for our purposes today, and we’ve talked about the benefits of Enterprise Change Agility. Let’s talk about what it actually looks like when it’s in practice.

Enterprise Agility has three main focuses – foci?  It’s critical to realize these are all equally important. They’re all weighted the same.

Customer serice – are customer needs being met?
Employee wellbeing – are we supporting the mental, physical, emotional and economic health of our people? Are they engaged? Do they feel involved and heard when big decisions are made or changes come up?
And enterprise value. Are we meeting the need we were created to meet? Are we looking ahead at related needs, either currently in play or likely to arise? Are we developing plans to meet those needs? And are we doing it well?


TRUST

"Trust is the currency of change.

And change is expensive.”

Lily Chen, DEI Consultant
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<open chat> So those are the considerations we’re going to keep in mind. Let’s talk for a moment about the foundations of enterprise change agility.

One of my favorite quotes is from Lily Chen, who is a recognized DEI consultant and author. Lily says Trust is the currency of change – and change is expensive.” 

Building a culture of trust is foundational to enterprise change readiness and agility. So what does that look like? Let’s start with individual trust – because trust is earned, right? We owe everybody basic respect, but trust is earned. So let’s open chat up for this. How do you know you can trust somebody? What are the traits and actions you’re seeing that make you decide to trust them? <react to chat> 

Now, let’s think about how to expand those to the enterprise level. <next slide>


EARNING TRUST

From customers: we do what we say we're going to do. When
iIssues arise, we communicate. We listen.

From each other: we demonstrate our commitment to each
other by actively working on our culture and adjusting the
systems, policies, and processes that lead to marginalization
and exclusion. We support employee well-being. We ensure
people are heard. We model our values.

- Agency value: We tell the story of our work, successes and
challenges. We do this at every level of the agency.
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Let’s look at earning trust through those three lenses of enterprise change agility: customer service, employee well-being, and enterprise value.

Review bullet points, expand each one – pull in points from the chat.

Note that each includes the prior.
From each other – we make team culture a topic of conversation at leadership meetings, and after we establish some trust with leadership, we include the topic at team meetings. We work together, intentionally, to shift the culture.
Agency level – bullet text then: This means every team must understand how their work fits into the agency mission. This allows us to tell a consistent and authentic story of our work. It builds a strong foundation that allows trust at the enterprise level.


DISTRIBUTED DECISION MAKING
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Presentation Notes
Distributed Decision Making is a hybrid approach, between the traditional Top-Down approach and the hard-to-wrangle Consensus  style. Distributed Decision Making is illustrated in the Agile approach to projects, where small teams of experienced, active subject matter experts determine how a product, process, or policy is developed. DDM allows agencies to be more flexible and adaptable.


DECISION MAKING METHODS - COMPARISON

Top Down

Executives decide, & the
decision filters down.

Everyone must agree before we

Consensus

can take action.

Distributed

Leaders set direction & goals,
teams determine how.

& Traditional. & Inclusive and collaborative. & Increased efficiency.

& Comfortable. & Can lower resistance. & Empowers those doing work.

& Best option for emergencies., |& Creates ownership & buy-in. | © Lower stress, better decisions.

% Execs aren't close to work. $ Time-consuming. = Role clarity becomes critical.

% No empowerment of $ Conversations often difficult. | | Decision chain must be clear.
people. ¢ Can lead to groupthink. ¢ Otherwise, accountabilit

group y
S—Resistance can be higher. muddy:
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There are several decision making methods, which can be displayed as a spectrum with top-down decision making at one end, and full consensus at the other. Distributed decision making is a hybrid , fitting somewhere in the middle of that spectrum. So let’s do a quick comparison of the ends of that spectrum and Distributed decision making.

Let’s start with Top down – the most traditional. Decisions are made at the top and permeate down through layers of management. (E.g., Apple under Steve Jobs – his vision, his goals, even his style was consistently reflected in everything the company made or did.) This method of decision making works best under a leader with tremendous charisma. It can also work in a very authoritarian, punishment –oriented organization, but it’s a little hard to keep good staff in those conditions.

Benefits of Top Down: 
We’ve always done it this way. It feels comfortable – Never underestimate the power of “comfortable”.
Decisions can be made quickly – once they get to the decision-maker.
Decisions feel easier. Executives are generally skilled at looking at the data set and feedback presented and making a complex decision.

Drawbacks:
Executives are not close to the work – they’re not familiar with the nitty gritty details, and they’ve likely spent little to no time sitting in with the project team for those complex discussions.
There’s no empowerment of individuals doing the work. This removes one of the most efficient factors of engagement and motivation.
Resistance can be higher. People doing the work have less opportunity to buy in or feel ownership, which increases the chances of enduring resistance.

Top Down decisions are critical in an emergency situation, when people may be frozen by fear. Otherwise, they are the traditional method for American and European businesses.

Consensus Decision Making is, in many ways, the exact opposite of top down. In consensus decision making, everyone has a voice, and everyone must agree on the decision before any action can be taken. 

Pros:
It’s inclusive – everyone has a voice.
It can lower resistance, since everyone has agreed and should therefore support the decision.
It can create a sense of collaboration, that can lead to better, more thorough solutions that can reduce conflict between departments and individuals.
It creates ownership and buy-in, which can make the change smoother.

Drawbacks:
Time-consuming. Finding true consensus takes a lot of time, and many, critical, sometimes difficult discussions.
Groupthink – the desire to be done with this and reach consensus can lead to ignoring negative data.
One person can sabotage or seriously delay the decision-making process. Each person could sabotage or seriously delay…
Can lead to bullying. Conscientious objectors can be pushed to change their minds or be excluded by the larger group.

Consensus decision-making is most appropriate for irreversible decisions when the outcomes of the different alternatives are known.

Distributed Decision Making


LEAVING THE VICTORIAN MINDSET BEHIND

From organizations ... to organizations
as “machines” ... as “organisms”

Quick “Boxes and lines”
changes, less important,
Top-down flexible focus on action

I"IiEI'EiI'Gh'}" resources

Leadership shows Teams built
Detailed direction and around end-to-end
instruction enables action accountability
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In the Victorian mindset, organizations are machines, and the humans in them are merely cogs. Hopefully well-cared for, but ultimately replaceable and interchangeable.

In the Enterprise Change Agility mindset, organizations are living organisms. The people in them collaborate, working together toward shared organizational goals.

So here you see the classic, top-down hierarchy on the left, and the agile organization on the right.

In the hierarchy, decision filter down from on high, through layers of bureaucracy, and then typically get sorted into silos – silos that often compete for limited resources, and therefore don’t trust each other. When an unplanned change occurs, they have a hard time pulling together and collaborating to successfully change and adapt.

In the agile environment, leaders establish direction – they set the overarching enterprise goals, and then cross-functional teams are empowered to figure out how to best meet them. Both planned and unplanned changes offer opportunities for growth and innovation, and the organization collaborates to adapt and excel.


THE 5
TRADEMARKS OF
AGILE
ORGANIZATIONS
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McKinsey’s research has identified 5 trademarks of agile organizations. They are:

Share Purpose and Vision. There is power in having a shared north star across the entire organization. That allows for the creativity to see new opportunities and foresee potential challenges. It allows for flexible resource allocation – when combined with trust, it breaks down silos.
A network of empowered teams. This requires a clear, flat or flatish structure; clear and accountable roles; hands-on governance; robust communities of practice; active partnerships and open collaboration.
Rapid decisions and learning. Rapid iteration and experimentation; standardized ways of working; information transparency; and continuous learning.
Cohesive community, with shared and servant leadership, entrepreneurial drive, and role mobility.
I hated to add this one, because I know most of our state agencies are operating on legacy systems. But McKinsey’s research does show that successful Agile Organizations are using modern technology, and evolving their tech to better fit their needs.




WHAT WE CAN DO
NOW

Change acceleration is not going away.

Change is hard, but it's better together. 1. Build or rebuild trust.

Enterprise Change Agility is a long term goal, but 2. Create community.
there are actions we can take immediately to hel ,
! 2 3. Encourage growth & learning

us get there. .
mindsets.

4. Build tri-value lens into our strategy.

5. Establish a practice of role clarity.
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Handout with takeaways & tips

First, let’s work on building or increasing trust. Trust is the foundation for  - well, honestly every good thing we want for ourselves and our agencies, but certainly for our ability to handle change.

We can take every opportunity to create community in our workplaces – to make sure we have time and space for people to truly connect and get to know each other. Are we taking an intentional approach to build our workplace culture to meet our needs now and in the future? Are we creating agency cultures we’d like to see our children and other loved ones working in? 

Next, let’s keep working on making our agencies learning environments. Let’s find way to celebrate failures, so it’s safe to learn from them, and we’re not all re-learning the same lessons over and over. Let’s recognize that perfection is a myth, and that we learn best from our mistakes. Let’s create environments where it’s safe to make mistakes.

Remember that tri-value lens, where each category is equally important. Are we taking care of our customers’ needs? Are we taking care of our each other, and ensuring our workplace culture is supportive and inclusive? Are we meeting the current needs that our agency was created to meet? And are we looking ahead to identify likely future needs, and planning for those?

Establish a robust practice of role clarity. There are some great tools out there for that. I personally really like using I-by statements that let each team member specify how they contribute to project success. It’s also very important to map out who makes what level of decisions, and spell out the parameters around those. RACI or RATSI charts can be helpful, especially when combined with the more robust I-by statements. If we make role clarity a routine part of our work, we not only make people feel more comfortable with bringing their ideas and creativity into the work, but we also set ourselves up a stronger, more resilient and agile future.



ENTERPRISE CHANGE ACGILITY RESOURCES

Books to consider:

Enterprise Agility World Community « John Kotter - XLR8: The Heart

https://enterpriseagility.community/?lan of Change; and Leading Change.
=en

 Heidi Gardner & lvan Matviak - Smarter
Organizational Aqility (white paper from (ollaboration

the Dale Carnegie institute « Wendy Fraser - Trust Repair: It Is

Possible

The tools of Enterprise Change Agility include Lean, Agile, Change Management,

Organizational Development, Distributed Decision Making, Measuring Outcomes, Learner
Mindset.
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You may say I’m a dreamer, but I’m not the only one.


https://enterpriseagility.community/?lang=en
https://enterpriseagility.community/?lang=en
https://enterpriseagility.community/?lang=en
https://www.dalecarnegie.com/en/resources/the-new-competitive-divide-building-the-foundation-for-organizational-agility?utm_source=google&utm_medium=cpc&utm_campaign=TCPA%20-%20Agility&utm_content=Specialization%20-%20Agility&utm_term=business%20agility&skai_kpid=go_cmp-12902702618_adg-124547806987_ad-566126947190_kwd-300279512545_dev-c_ext-_sig-EAIaIQobChMIrOGmhLfoiAMVHc7CBB1WSTMGEAAYAyAAEgJuqvD_BwE&gad_source=1&gclid=EAIaIQobChMIrOGmhLfoiAMVHc7CBB1WSTMGEAAYAyAAEgJuqvD_BwE
https://www.dalecarnegie.com/en/resources/the-new-competitive-divide-building-the-foundation-for-organizational-agility?utm_source=google&utm_medium=cpc&utm_campaign=TCPA%20-%20Agility&utm_content=Specialization%20-%20Agility&utm_term=business%20agility&skai_kpid=go_cmp-12902702618_adg-124547806987_ad-566126947190_kwd-300279512545_dev-c_ext-_sig-EAIaIQobChMIrOGmhLfoiAMVHc7CBB1WSTMGEAAYAyAAEgJuqvD_BwE&gad_source=1&gclid=EAIaIQobChMIrOGmhLfoiAMVHc7CBB1WSTMGEAAYAyAAEgJuqvD_BwE

DATA ON IMPLEMENTATION

Here are some of the resources | used in preparing this:

https://www.mckinsev.com/capabilities/people-and-organizational-performance/our-

insights/enterprise-agility-buzz-or-business-impact <-- This includes mini-case studies on
enterprise agility in public sector enterprises, and good tips on measuring impact.

https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-
insights/why-agility-pays
https://www.azeusconvene.com/articles/what-is-enterprise-a

https://www.prosci.com/bloa/core-roles-in-change-management



https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/enterprise-agility-buzz-or-business-impact
https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/enterprise-agility-buzz-or-business-impact
https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/why-agility-pays
https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/why-agility-pays
https://www.azeusconvene.com/articles/what-is-enterprise-agility
https://www.prosci.com/blog/core-roles-in-change-management

ADDITIONAL INSPIRATION

https://www.worksnotworking.com/2126320/episodes/15492761-from-cog-in-machine-
to-human-at-work-why-victorian-beliefs-are-holding-us-back-with-blaire-palmer

https://www.makeworkmorehuman.com/blog
https://www.makeworkmorehuman.com/podcasts

https://www.prosci.com/resources/webinars/organizational-aqgility-as-strategic-imperative-

rc

https://www.forbes.com/councils/forbescoachescouncil/2022/03/18/fostering-change-

agility-and-readiness-in-your-organization/



https://www.worksnotworking.com/2126320/episodes/15492761-from-cog-in-machine-to-human-at-work-why-victorian-beliefs-are-holding-us-back-with-blaire-palmer
https://www.worksnotworking.com/2126320/episodes/15492761-from-cog-in-machine-to-human-at-work-why-victorian-beliefs-are-holding-us-back-with-blaire-palmer
https://www.makeworkmorehuman.com/blog
https://www.makeworkmorehuman.com/podcasts
https://www.prosci.com/resources/webinars/organizational-agility-as-strategic-imperative-rc
https://www.prosci.com/resources/webinars/organizational-agility-as-strategic-imperative-rc
https://www.forbes.com/councils/forbescoachescouncil/2022/03/18/fostering-change-agility-and-readiness-in-your-organization/
https://www.forbes.com/councils/forbescoachescouncil/2022/03/18/fostering-change-agility-and-readiness-in-your-organization/

THANK YOU

b

Cheryl D’Angelo-Gary
Change@Ini.wa.gov
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