BEING
DIGITAL
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Continuously Innovating
Real-Time & On-Demand

DIGITAL DNA

On-Going Shifts in Decision Rights & Power
Modulating Risk & Security Boundaries
Fluidity
Geography Agnostic

Digital DNA (dĭj′ĭ--tl dē′ĕn--ā′) n. 1. a set of special traits and
characteristics that position businesses to thrive in a digital
world. 2. Carries the underlying instructions, development,
functioning, and replication for “being” digital.

Morphing Team Structures
Intentionally Collaborative
Dynamic Skill Requirements
Changing Nature & Typology of Work
Constant Disruption
Increased Customer Involvement
Democratizing Information
Multi-Modal Operations
Uneven Velocity between Digital & Legacy
Productive Mobility
Changing Mix of Traditional & Non-Traditional Stakeholders
Flattening & Changing Hierarchy
Agility
Continuous Ecosystem Disruption
Constantly Changing Decision Criteria
Fail Early, Fail Fast, Learn Faster
Iterative

Simply ‘doing’ digital things will not make an organization digital – you need to go on the
journey to ‘being’ digital. This Playbook is the starting point on that path.

Exploring

Doing

Becoming

Being

DIGITAL

DIGITAL

DIGITAL

DIGITAL

Leverage traditional technologies
to automate existing capabilities

Leverage digital technologies
to extend capabilities, but often
siloed and still largely focused
around current business,
operating and customer models

Leverage digital technologies becoming more synchronized and
less siloed - with more advanced
changes to current business,
operating, and customer models

Business, operating and customer
models are leveraged for digital
and profoundly different from
prior business, operating or
customer models

Digital Business Model

Digital Operating Model

Digital Customer Model

Business re-imagined

Rewired for smooth operations between
legacy, digital and beyond

Customers engaged as never
before

New engagement, new products, new business
models, organizations, and ecosystems disrupt
the traditional. Re-imagining or creating new
business models are critical to business success in
the digital world.

New digital operating models rattle the legacy
environment - creating the need to “rewire” how the
new digital operating model will interact and infuse
with the legacy business and the digital ecosystem.

The business must be laser-focused and integrated
around how each and every customer interaction
occurs. To boost the customer experience and
capture real value – customer engagement must be
energized.
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“

A successful business, at its core,
is thousands of small
decisions made correctly.
- Mitchell Harper
Co-founder of Bigcommerce

”

REAL TIME AND ON DEMAND
Changes are made in real time based on feedback with customers and
stakeholders. Information, applications, and services are expected by
customers, suppliers, partners, and talent to be on demand, around the
clock without disruption, and available on multiple devices.

DEMOCRATIZING INFORMATION
Customers, the public, suppliers, competitors, employees, etc. (Both inside
and outside the organization and ecosystem) increasingly have access to
information related to the business they may not have had before. There
are great needs for clarity of decision access rights and security, but digital
often blurs this and increases availability and accessibility of information to
others who may not have had it in the past.

ON-GOING SHIFTS IN
DECISION RIGHTS & POWER
Decision rights constantly change as valuable information becomes more available
to others who previously have not had it and decision rights change in new process/
work flows. As this changes, decisions about work, performance, customers, etc.,
are also undergoing changes and are in flux. This shifts power and influence, inside
and outside the organization.

“

If you do not
change direction,
you may end up
where you are heading.

FLATTENING & CHANGING HIERARCHY

”

- Lao Tzu
ancient Chinese philosopher & writer

Layers of structure, spans of control and decision rights change rapidly in digital
business. There is generally much less need for layers of structure. Spans of
control can increase with digital business rules built into digital systems etc.,
making hierarchy less layered and in a state of more frequent change.
5

FAIL EARLY, FAIL FAST,
LEARN FASTER

“

Never confuse a single defeat
with a ﬁnal defeat.
- F. Scott Fitzgerald, Author

Enable potential solutions to be tested in vivo, amongst customers,
in their minimum viable state. Once insights are gained from rapid
prototyping with feedback loops, teams can learn from them, improve
solutions, try again and avoid having intermittent failure impede
progress. Learning quickly is critical and intentional.

CONTINUOUSLY INNOVATING
Because the digital ecosystem is broad, boundary-less, and dynamic, new
ideas and different applications of those ideas are constantly (and at an
increased speed) being developed. Being digital includes questioning and
acting on how or why things are done the way they are, and why they
couldn’t be done differently.

”

FLUIDITY
Fluidity is the ability to move with ease from one solution or situation
to the next and beyond, and even back again, while shifting talent
needs, resources, operating models and communications are
occurring. It has both a skill and attitudinal component in dealing
with unexpected circumstances.

“

I think a good entrepreneur has
a very clear grasp of what the goal is,
an unwavering sense of the goal, an
utterly agile approach of getting there.
- John Katzman
founder of Princeton Review, Noodle,
& multiple startups

”

AGILITY
Moving rapidly, and with heightened awareness and flexibility
– in a well-coordinated fashion – is necessary in order to predict
and adjust to rapid change.
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“

Flexibility
is the new
stability.
- Logan Green
CEO, Lyft

”

ITERATIVE
Update and improve based on analytic insights and rapid and ongoing feedback
from development teams, stakeholders, and customers.

CONTINUOUS
ECOSYSTEM DISRUPTION
Borderless businesses, less need for core business scale, constant innovation, traditional
and non-traditional entrants as well as open-sourced talent (i.e., talent not necessarily
required to be on the balance sheet) cause and will increasingly cause constant, expected,
unexpected, and more frequent disruptions in the ecosystem which affect organizations.

UNEVEN VELOCITY BETWEEN
DIGITAL & LEGACY
The legacy organization is generally moving (processes, procedures, structure,
work flow, and decision making, etc.) at a slower or at least inconsistent rate
to the digital business. This can result in sub-optimizing the digital investments
or overwhelming the digital business by the legacy organization culture to the
point of failure or neutralization of the advantages. These differences should
be recognized and designed for to minimize the impact of these differences.

“

The only way you survive
is you continuously transform
into something else.

”

- Ginni Rometty
Chairwoman, President & CEO of IBM

MULTI-MODAL OPERATIONS
There is a legacy organization operating model and at least one or more digital operating
models existing within the same organization. This may also include inter-operational
models with competitors, partners, vendors, and others in the digital ecosystem.
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CHANGING NATURE &
TYPOLOGY OF WORK
Digital disruption and other digital innovations change what work is
and how it gets done. Job descriptions tasks, skills, and requirements
are highly fluid in a digital environment. Models of what the work is and
how work gets done constantly change in the digital environment. How
individuals, teams, competitors, and the ecosystem collaborate is critically
important. New models of what the work is and how work gets done will
constantly change and morph.

“

Work is no longer a
destination.

”

- Dave Coplin, Author

DYNAMIC SKILL REQUIREMENTS
Constant innovation, new tasks, and ecosystem disruption require skills that
can be used in many ways to tackle new challenges and new circumstances.
Skill needs dynamically unfold and often with urgency. It is critical to train
digital talent to develop adaptable skills (e.g., learning to learn) as well as
tactical skills requiring flexibility of learning of ‘just-enough just-in-time’.

MORPHING TEAM STRUCTURES
In the digital environment, teams form, morph, and disband. They
may also be fixed, permeable, semi-permeable and structurally
flexible in other ways. Teams may or may not include members of the
organization, customers, partners, vendors, competitors, and others in
the digital ecosystem. These teams should be designed and sourced
with some intentionality.

CHANGING MIX OF TRADITIONAL &
NON-TRADITIONAL STAKEHOLDERS
There are increasingly non-traditional stakeholders such as social media
influencers, other residents of the digital ecosystem, and even employees
who may not have been considered important enough in a traditional
hierarchy but now rank as “stakeholders”. In a digital, team-based,
outcome-driven environment, they hold increasingly more power with
information and can affect the success of business outcomes.

“

We must migrate rapidly

to become a global team of teams
that comes together in

whatever combination necessary
to add the greatest value to the
changes underway.

”

- Bill Drayton
Founder & Chairman of Ashoka
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“

There is only one boss.
The customer.
And he can ﬁre everybody in the
company from the chairman on down,
simply by spending his money
somewhere else.
- Sam Walton
Founder of Walmart

”

INTENTIONALLY
COLLABORATIVE
Collaboration is a mix of virtual and physical participation and cooperation
for a common overarching cause. As digital solutions drive an increase in
customer and employee expectations, intentional collaboration is critical
to align goals across technology, people, and processes to deliver intended
outcomes and quality customer and employee experiences.

INCREASED CUSTOMER
INVOLVEMENT
The ability to engage with and rapidly collect data on customer interaction
and reaction with products and services allows companies to quickly and
constantly make updates based directly on customer feedback and other
sensing approaches. This allows for customer involvement in the creation
of the goods and services they are using.

PRODUCTIVE MOBILITY
Mobility can make work more convenient, effective and seamless – irrespective of
time, place, device or medium. Mobile transformation breaks down physical and
virtual barriers in the workplace and can reduce the friction points often experienced
in connecting, collaborating and completing work. An effective strategy for being
productively mobile includes workstyle, workspaces, and collaboration.

“

I’m fascinated by the
emergence of a global class.
They’re highly mobile; they
reject the idea of place.

”

- Hari Kunzru
Novelist and Journalist

GEOGRAPHY AGNOSTIC
Business is becoming less tied to any specific geography. Advances in
technology, trends in mobility, and an open talent economy are changing
the meaning of ‘place’ or ‘location’.
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“

CONSTANTLY CHANGING
DECISION CRITERIA

Disruptors don’t set out
to beat you at your own game they change the rules.
- Kai Riemer

The speed and complexity of business changes with digital. Decision inputs and outputs multiply and shift constantly. What made sense yesterday may not make sense
today or tomorrow because of new information, analytics, customer feedback loops,
imposed speed, and interaction with the digital ecosystem. There is often unevenness
between the digital business/operating models and the legacy organization in how,
who, and when decisions are made in this dynamic environment.

”

Digital Disruption Research Group

CONSTANT DISRUPTION
Disruptions in the digital environment are constant and varied. Some
are simply noise while others are disintermediating. There are cultural
dimensions resident in the organization that either support or detract from
the organization’s ability to work in an environment of constant disruption.

MODULATING RISK & SECURITY BOUNDARIES
With digital solutions, there is increased potential for democratization of information,
multiple device proliferation, as well as employees, customers, suppliers, and partners
having more access to information. For these reasons and others (security breach,
potential for exposure to PII, etc.), risk and security is becoming more and more dynamic.
Digital creates more modulation in the boundaries of risk and security.

“

If you reveal your secrets to the wind,
you should not blame the wind for
revealing them to the trees.
- Kahlil Gibran
Poet, Writer, Artist

”
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DNA ELEMENT

EXPLORING

Continuously
Innovating

BEING

On-going Shifts in
Decision Rights &
Power

Modulating
Risk & Security
Boundaries

Fluidity

Geography
Agnostic

Morphing
Team Structures

Intentionally
Collaborative

Dynamic Skill
Requirements

Changing
Nature &
Typology of
Work

Constant
Disruption

Teams are set up
according to a
traditional and
formal hierarchy,
with management deciding
who leads the
team and how
people do the
work.

Collaboration
exists but is
held in check
by deference to
authority and
lack of imagination.

We need to acquire a broader
set of skills in
order to meet
the challenges
and capitalize
on opportunities ahead
of us.

Work is for
the most part
done as it has
been for years,
but we know
this needs to
change.

There is little
disruption to
our organization because
practices are
firmly in place
that maintain
long-standing
business processes.

Our competitors
are innovating
more than us
and we need to
respond.

We are looking
at ways of capturing information faster than
we do today.

Decision making suffers from
long-standing
relationships
and rigid
structures,
and needs to
become more
flexible.

We are vulnerable and less
than confident
in our security
protocols and
defenses.

We are aware
of the need to
become more
fluid as an organization but
constrained by
our own inflexible practices.

Our various work
locations and
practices are
relatively siloed.
Workers are
mostly employees, with some
contractors. Most
work in company
locations.

We have small
pockets of innovation inside
the company

We have
begun to use
platforms that
track real-time
information.

We are beginning to use
platforms to
track real-time
information
here and there,
and starting to
respond in real
time.

We have begun
to upgrade our
security and
update our
security and
privacy rules.

Some parts of
our organization are much
more fluid than
others, but they
have visibility
and are making
inroads.

Most employees
must work in
company facilities.
Talent includes
employees,
contractors, and
some crowdsourcing and
partnerships.

Small pockets of
innovation have
begun to transform the way we
staff and build
teams, but it’s up
to management
to decide who’s
on the teams.

We promote
increased
collaboration
internally and
employees are
beginning to
change their
ways.

Our skills training
is mostly traditional. But we
are hiring more
individuals with
unconventional talents and
experiences to
meet changing
business needs.

Employees are
experiencing
change in how
and what they
do, but results
are mixed.

Disruption is often unproductive and leads
to inefficiencies,
but we are
addressing ways
of embracing
change.

Our innovation
teams have visibility and have
organizational
support.

Real-time information is used
across much
of our business
operations.

Decision-makers
are empowered
to take greater
risks and operate outside the
box.

We are confident
that good
progress is being
made towards
becoming cyber
secure.

Learnings from
the more fluid
parts of our
organization are
applied across
the business.

We regularly use
talent beyond
employees and
contractors, and
have many acceptable work locations
other than physical
locations. We are
making progress
operating globally.

Teams can
adapt to
changing
circumstances
well. While
business sets
the objectives,
staffing and is
often organized
by the teams.

Teamwork is
becoming a
more effective
way of achieving desired
outcomes.

To manage rapidly changing
skill requirements, we’re increasingly using
agile learning
approaches
and sourcing
extraordinary
talent, wherever
it may be.

Our employees enjoy the
changing nature
of their work
and changes
are no longer
disruptive and
counter-productive.

We disrupt
ourselves as
much as we are
disrupted, and
are becoming
maturing in
our ability to
institutionalize
change.

Our business
planning
is highly
innovative and
innovation is
embedded in
everything we
do.

We can respond
in real-time to
changes in the
marketplace
and forecast
using up-to-theminute data.

Decision
making is outof-the-box and
constructively
innovative and
self-disruptive.

Security and
privacy concerns lead our
decision-making
and we and
our customers
are as secure as
today’s systems
allow.

We are as nimble as the business permits
and take full
advantage of
our openness.

Our technology,
policies, processes, structure, talent, governance,
and organization
culture allow us
to truly operate
efficiently and
effectively,
regardless of
geography.

We deploy
according to
desired skills
and talents as
needed. Teams
are fluid and
can change to
help meet the
organization’s
objectives.

We address
challenges and
create opportunities by means
of conscious
and intentional
collaboration
and teamwork.

We successfully
leverage a
widely-skilled
set of resources
from within
and outside the
organization as
needs require.

We leverage
the dynamism
of our work
and workforce
to capitalize on
opportunities
ahead of the
competition.

Our ability to
operate with
a high degree
of disruption
inside and out
has put us
ahead in the
marketplace.

DOING

BECOMING

Real Time &
On-Demand

Increased
Customer
Involvement

Democratizing
Information

Multi-Modal
Operations

Uneven Velocity
Between Digital &
Legacy Businesses

Productive
Mobility

Changing Mix
of Traditional &
Non-Traditional
Stakeholders

Flattening
& Changing
Hierarchy

Agility

Continuous
Ecosystem
Disruption

Constantly
Changing
Decision Criteria

Fail Early, Fail
Fast, Learn
Faster

Iterative

Customers
are taken for
granted and
we’re aware
of our need
to understand
them better.

Information is
out there but its
utility is trapped
by sclerotic and
closed-minded
decision-making.

Operational
inefficiency can
be explained
by our inability
to meld legacy
business needs
with those of
new business
operations.

Legacy business
needs are putting the brakes
on our ability
to capitalize on
new opportunities.

Employees
chafe at our
inability to
support their
interest in
greater work
and productivity
flexibility.

Traditional
stakeholders
run the show,
but this needs
to change if we
are to make forward progress.

Long-standing levels of
hierarchy and
approvals keep
us stable, but
are holding
us back in the
marketplace.

The world is
much more agile than us, and
we are aware
of our need to
adapt.

We are disrupted, sometimes
without knowing it, and often
unable to react
or respond in a
manner that’s
productive or
profitable.

Decisions tend
to be made
based on past
assumptions,
even when we
suspect they are
insufficient.

We avoid mistakes and are
highly cautious.
We don’t take
failure lightly.

Projects operate
as they always
have, by means
of processes that
are planned and
worked out well
in advance.

We reach out
to customers
for feedback
and are trying
to anticipate
their needs
better through
such tactics as
analytics and
social sensing.

New information increasingly
comes to those
who need it and
in limited cases
has resulted in
new decision-making.

We are implementing limited
processes,
governance,
and structure
to improve the
coordination
of old and
new business
operations.

New business
operations have
organizational
support but are
still subordinate
to our legacy
business.

We have begun
to update
our mobility
policies towards
devices and
work locations,
but success is
uneven.

We embrace
the collaboration of
traditional
stakeholders
and new
participants,
but progress is
spotty.

We are making
some progress in
changing layers
of structure, risk
management,
and approval
processes to align
with needs of
agility rather than
just tradition.

Some aspects
of our organization are
more agile than
others, and we
are looking to
embrace agility
more formally.

The organization is
beginning to
take advantage
of industry
disruption by
embracing
change and
adaptation.

We recognize
the need
to adapt to
changing
decision-making
criteria, and
are working
on ways to
change.

In some projects
we encourage
experimentation
and risk-taking,
but these efforts
are disconnected
and often isolated.
Failure is treated
unevenly by the
organization.

Iterative and agile methods are
used in some
parts of the organization, but
aren’t suitable
across all lines
of business.

Customers are
engaged and
we often solicit
their involvement in shaping
products
and services
together.

Information
exchange and
knowledge
transfer is
no longer
constrained by
authority, and
we are working
to formalize our
internal knowledge sharing.

Legacy business
processes and
new practices
are beginning
to work effectively together,
aided by current
systems and
technologies.

The balance between old and
new business
has shifted and
our focus is on
creating growth
while respecting
the needs of
our traditional
business lines.

By-and-large,
our workforce
enjoys flexibility
and can choose
from a wide
range of mobile
devices and
locations to
work from.

Traditional and
non-traditional
stakeholders
are engaged in
mutually-beneficial decision
making, but
it remains a
matter of personal skill and
handling.

A respectable
number of our
decisions are
now made by
teams working
through talent,
skill, and proficiency instead
of organizational structure.

Our business
success hinges
on support for
agile processes,
technology and
operations,
and we are expanding these
for greater
flexibility and
performance.

Ecosystem
partnerships are
paramount, and
we are building
systems to support an increasingly disrupted
marketplace.

Old assumptions no longer
constrain our
decision-making, and we are
learning new
ways of doing
business.

Failures are no
longer seen as
such, insofar as
we learn from
them quickly
and use them
to challenge old
assumptions.

Not only are we
learning from iterative methods
and incremental
improvements,
but we are integrating these
learnings into
new business
processes.

We’re fundamentally customer-centric,
and customers express
loyalty and
delight with
the customer
experience we
provide them.

Information is
shared quickly,
creatively, and
constructively
and knowledge
transfer is now
supported by
best-of-breed
systems and
technologies.

We can sustain
both legacy and
forward-looking business
operations with
a high degree
of transparency
and mutual coordination and
integration.

We lead with
new business
opportunities
but are successfully maintaining the legacy
business that’s
most important
to us and our
customers.

Mobile devices
are fully integrated into
back-end systems, and our
employees can
get their work
done regardless
of physical
location, time,
or device.

Stakeholders of
all kinds, including outside the
organization,
enjoy transparent communication and
coordination,
and our systems
support them.

We’re a flat organization, and
our rewards
and incentives
policies reflect
an appreciation
for truly digital
capabilities.

We lead the
marketplace
in large part
because of our
agility, which
is universally
embraced by
the organization as the new
and best way of
getting things
done.

We are the
disruptor in
our space, and
lead a dynamic
and ambitious
ecosystem of
interdependent business
partners.

Our business
practices are
flexible enough
that they easily
accommodate
decision-making needs in a
highly-unstable
and dynamic
business environment.

We use today’s
digital methods
for agile, for rapid prototyping,
and for customer
involvement. In
fact, experimentation and always-on learning
is baked into our
success.

Our need to anticipate future
risks and plan
for expected
outcomes
is balanced
by iterative
processes that
increase our
dynamism and
growth.

DNA Element

CONTINUOUSLY INNOVATING

REAL TIME & ON-DEMAND

ON-GOING SHIFTS IN DECISION
RIGHTS & POWER

Description

Because the digital ecosystem is broad, boundary-less, and
dynamic, new ideas and different applications of those ideas
are constantly (and at an increased speed) being developed.
Being digital includes questioning and acting on how or why
things are done the way they are and why they couldn’t be
done differently.

Changes are made in real time based on feedback with
customers and stakeholders. Information, applications,
and services are expected by customers, suppliers, partners,
and talent to be on demand, around the clock without
disruption, and available on multiple devices.

Decision rights constantly change as valuable information
becomes more available to others who previously have
not had it and decision rights change in new process/work
flows. As this changes, decisions about work, performance,
customers, and etc., are also undergoing changes and are in
flux. This shifts power and influence, inside and outside the
organization.

Implications Related
to DNA Trait or
Characteristic
For This Digital
Transformation

Project X 2.0 will deliver an enhanced and redefined
customer experience. The organization and project team
must provide customers and users details of what they can
now do through the solution, but there MUST be a feedback
mechanism for new ideas and a way to quickly bring them
into the backlog and prioritize them.

Information (products, product information, pricing, etc.)
will be in demand and available at the convenience of
customers and they can place orders when they have the
time or when products are needed. Customers will be
able to shop when they want/how they want, but the
organization must be ready to understand if the experience
is what the customer desires and if they are willing to
advance their experience to a purchase must be able to
support that.

Decisions will shift from manual decision making to
automated systems-generated rules. The shifts in decisions
rights will impact how an individual or business unit operates
and what they are responsible and accountable for vs the
legacy environment. This may cause customer frustration
and increased support for all users. There must be a process
in place to continually review decision and workflow process
to make sure it is designed to meet organizational goals.

Value of Focus

•
•
•
•
•
•
•

Increased Customer Adoption Levels
Realized Value by the Customer
Revenue Growth
Increased Efficiency for Basic Transactions
Lower Training Requirements
Increased Switching Costs
Customers Begin to Adapt Internal Processes Based
on XYZ 2.0 Functionality

•
•
•
•
•

Increased Customer Adoption Levels
Revenue Growth
Increased Efficiency for Basic Transactions
Enhanced Customer Efficiency in Ordering Process
Customer Views XYZ 2.0 as a Business Enabler

•
•
•
•

Quick and accurate decision making process
Enhanced employee engagement
Shifting digital ownership from IT to business
Increases in efficiency and delivery of approvals

Risk if Ignored

•
•
•
•

Unaware Customer of New Functionality
Customer Continues Legacy Order Process
Significant Training Investment
Decreased Switching Costs

•
•
•
•

Customer Continues Legacy Order Process
Customer’s Limited Awareness Decreases Adoption
Customer sees XYZ as Inhibitor
Decreased Revenue Growth or Customer Loss

•
•
•
•
•

Lack of ownership for decisions
Employee disengagement
Digital transformation being driven from IT
Significant decreases in efficiency
Lack of customer adoption and increased customer
frustration

Potential Tactical
Change Actions

• Change Impact Assessments by Release
• Targeted Communications Planning to Direct Customers

•
•
•
•
•
•

Stakeholder Holder Analysis
Stakeholder Engagement
Leadership Alignment
Leadership Action Plans
Targeted and Adaptive Communications
Decision Rights Process Design

and Marketers
• Adoption Continuum Development (What customers are

adopting and who is not, how to move them towards
adoption)
• Adoption Metric Development and Monitoring
• Agile Learning
• Leadership Action Plans and Engagement Planning

• Targeted Communications Planning

MODULATING RISK &
SECURITY BOUNDARIES

FLUIDITY

GEOGRAPHY AGNOSTIC

With digital solutions, there is increased potential for
democratization of information, multiple device proliferation,
as well as employees, customers, suppliers, and partners
having more access to information. For these reasons and
others (security breach, potential for exposure to PII, etc.),
risk and security is becoming more and more dynamic.
Digital creates more modulation in the boundaries of risk
and security.

Fluidity is the ability to move with ease from one solution
or situation to the next, and possibly back again, or
beyond, while shifting talent needs, resources, operating
models and communications are occurring. It has both a
skill and attitudinal component in dealing with unexpected
circumstances.

Advances in technology, trends in mobility, and an open
talent economy, along with decreased barriers to entry
in practices such as foreign investment, outsourcing and
corporate multi-nationalism means that business is less
tied to any specific geography and instead needs to be
approached with a global mindset.

The ability of customer to purchase products directly on
a new system may initially increase risk, as well as having
multiple third parties. Accessing Client X assets could
increase the risk of a security breach. Additionally, in future
releases customers my be providing sensitive account
information, personal data, or input charge cards into
the system, this will add more to the risk profile of the
application.

Client X will need to ensure that customer service and sales
representatives have the appropriate amount of XYZ during
each release and that they demonstrate the ability to
fluidly flex between different customer and org solutions in
response to customer requests not only during the course
of the project - but after the project has ended.

A common platform that supports and redesigns the
customer experience will have to be compliant with all local
laws and provide the network of sales teams the support
and reinforcement needed to drive adoption. Additionally,
physical operations will need to be reexamined as the
solution localizes all purchasing.

• Decrease in resource ramp up time
• Efficient usage of resource hours
• Knowledge sharing and exchange across releases and

• Country specific product catalogs will show customers only

•
•
•
•

 bility to continually plan and monitor risk and security
A
Decrease risk exposure with focused action planning
Identify largest security exposure and risks
Collaboration opportunities across functional areas to
address risks and issues

what they can order
• Performance metrics may have greater value based on

project team resources

country specific ordering information/data
• Local languages will enable customers to have a more

fulfilling and informative ordering experience

•
•
•
•

Data breach
Loss of customer confidence
Decreased customer adoption
Legal ramifications

•
•
•
•

Loss of efficiency as releases ramp up
Loss of formal and informal information
Slow decision making process
Leadership loss of confidence in project team

• Customers become disengaged
• CSRs and sales personnel will not be able to communicate

•
•
•
•

Targeted Communications
Stakeholder Analysis and Planning
Knowledge Sharing
Leadership Action Plans

•
•
•
•
•

Internal Stakeholder Engagement Plans
Leadership Action Plans
Knowledge Sharing
Knowledge Transfer
Agile Learning

•
•
•
•
•

changes to customers
• Limited customer adoption of XYZ 2.0

Targeted and Adaptive Communications
Stakeholder Analysis
Stakeholder Engagement Plans
Knowledge Sharing
Agile Learning
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DNA Element

MORPHING TEAM STRUCTURES

INTENTIONALLY COLLABORATIVE

DYNAMIC SKILL REQUIREMENTS

Description

In the digital environment, teams form, morph, and disband.
They may also be fixed, permeable, semi-permeable and
structurally flexible in other ways. Teams may or may not
include members of the organization, customers, partners,
vendors, competitors, and others in the digital ecosystem.
These teams should be designed and sourced with some
intentionality.

Collaboration is a mix of virtual and physical participation
and cooperation for a common overarching cause. As
digital solutions drive an increase in customer and
employee expectations, intentional collaboration is critical
to align goals across technology, people, and processes
to deliver intended outcomes and quality customer and
employee experiences.

Constant innovation, new tasks, and ecosystem disruption
requires skills that can be used in many ways to tackle new
challenges and new circumstances. Skill needs dynamically
unfold and often with urgency. It is critical to train digital
talent to develop adaptable skills (e.g., learning to learn) as
well as tactical skills requiring flexibility of learning of ‘justenough just-in-time’.

Implications Related
to DNA Trait or
Characteristic
For This Digital
Transformation

The Project X 2.0 team will continually change based on
consultant and client resources rolling on and off during release
cycles, sprints, etc. This will impact the amount of time that
individuals need to ramp up to what has been done to date, as
well as lost knowledge as each individual leaves.

As the legacy and digital organizations operate in parallel
with employees, managers and leaders must stay engaged
to understand organizational changes, product offerings,
decision criteria, workflow processes etc. All key digital
and legacy stakeholders should be involved so that the
organization can be re-wired to focus on intentional
collaboration while supporting customers.

Employees will have to adapt their behavior and skills
throughout the organization, while holding on to legacy skills
sets that are needed to run the core business operations.
This may lead to significant individual conflict and drive the
organization to identify if they have the right people in the
right roles and all other practices related to talent.

Value of Focus

•
•
•
•
•
•

Increased Buy-In to New Solution
New perspectives to problem bring diverse solutions
Faster Resource Ramp-up and productivity
More champions of solution in the business
Increased stakeholder engagement
Decrease risk of resource burn out

• Increased leadership involvement and championing of

•
•
•
•

Quickly Identify Skills Employees Need
Ability to Plan Training and Skill Building
Increased Awareness of Processes and Solution
Decreased Resistance

Risk if Ignored

•
•
•
•

Loss of productivity due to ramp up period
Loss of confidence from SMEs and business
Lack of champions in business
Lack of adoption of solution and processes

• Lack of customer adoption
• Decreased customer experience
• Expensive “fire fighting” for change, leadership

•
•
•
•

Increasing Skills Gap Between Legacy and Future
Increased Resistance
Increased Employee Turnover
Decreased Efficiency

•
•
•
•
•
•

Targeted and Adaptive Communications
Agile Learning
Stakeholder Analysis
Stakeholder Engagement
Leadership Action Plans
Change Impact Assessments

new solution
• One organization that touches the customer, everyone
knows what the need when they need it
• Multiple perspectives on design and assumptions
• Decrease training and change management requirements

engagement, and training
• Employee resistance to Change, it is being done to them

Potential Tactical
Change Actions

•
•
•
•
•

Targeted and Adaptive Communications
Agile Learning
Knowledge Sharing
Deployment Networks
Leadership Alignment and Leadership Action Plans

•
•
•
•
•
•

Knowledge sharing behavior changes/process
Knowledge sharing platform
Culture Path/Change
Agile Learning
Leadership Engagement
Stakeholder Engagement

CHANGING NATURE &
TYPOLOGY OF WORK

CONSTANT DISRUPTION

INCREASED CUSTOMER INVOLVEMENT

Digital disruption and other digital innovations change what
work is and how it gets done. Job descriptions tasks, skills, and
requirements are highly fluid in a digital environment. Models
of what the work is and how work gets done constantly
change in the digital environment. How individuals, teams,
competitors, and the ecosystem collaborate or collide is
critically important. New models of what the work is and how
works gets done will constantly change and morph.

Disruptions in the digital environment are constant
and varied. Some are simply noise while others are
disintermediating. There are cultural dimensions resident
in the organization that either support or detract from
the organization’s ability to work in an environment of
constant disruption.

The ability to engage with and rapidly collect data on
customer interaction and reaction with products and services
allows companies to quickly and constantly make updates
based directly on customer feedback and other sensing
approaches. This allows for customer involvement in the
creation of the goods and services they are using.

How work gets done will change fundamentally based on
the outcomes of this project and will need to be adjusted
accordingly. There will also be opportunities to add
automation throughout the process and identify new ways
to execute this new work.

The continued release strategy, enhancements and changes
to technology and business processes will keep the
organization in a constant state of disruption. Additionally,
the amount of information that is being given to customers
and marketers may provide information to competitors that
decreases competitive advantage.

XYZ’s customer feedback and solution usage must be
planned and captured to identify additional opportunities for
engagement and adoption.

• Management can decrease the ambiguity and resistance

• Increased customer adoption
• Increased probability of reaching business case outcomes
• Ability to shape solution to customers wants and needs

•
•
•
•

Increased User Adoption
Increased Accuracy in Planning
Quickly Adapt to Change
Decreased Resistance

• Increased Resistance
• Failure to meet employees needs
• Lack of leadership support

•
•
•
•

Cultural Assessment
Leadership Action Plans
Targeted and Adaptive Communications
Stakeholder Engagement Plans

that comes with change
• Increased customer engagement and adoption
• Creation of knowledge sharing culture

•
•
•
•

Employees begin resisting change
Customers fail to adopt XYZ 2.0
Siloed mentality becomes entrenched
Employees and customers become disengaged

•
•
•
•

Lack of development of true customer WIIFM
Limited customer adoption
Customers do not view solution as tool
Inability to reach business case goals

•
•
•
•
•

Stakeholder Analysis and Engagement Planning
Targeted and Adaptive Communications
Knowledge Sharing
Agile Learning
Adoption Metric Development and Monitoring

• Targeted Communications Planning to Direct

Customers and Marketers
• Stakeholder Engagement Planning
• Adoption Continuum Development
• Deployment Network for Sales and Customer

Service Org
• Adoption Metric Development and Monitoring
• Agile Learning
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DNA Element

DEMOCRATIZING INFORMATION

MULTI-MODAL OPERATIONS

UNEVEN VELOCITY BETWEEN DIGITAL
& LEGACY BUSINESSES

Description

Customers, the public, suppliers, competitors, employees,
etc. (both inside and outside the organization and ecosystem)
increasingly have access to information related to the business
they may not have had before. There are great needs for
clarity of decision access rights and security, but digital
often blurs this and increases availability and accessibility of
information to others who may not have had it in the past.

Operations between, within, and across various operating
models (i.e., digital, legacy, ecosystem). There is a
legacy organization operating model and at least one or
more digital operating models existing within the same
organization. This may also include inter-operational
models with competitors, partners, vendors, and others in
the digital ecosystem.

The legacy organization is generally moving (processes,
procedures, structure, work flow, and decision making, etc.)
at a slower or at least inconsistent rate to the digital business.
This can result in suboptimizing the digital investments or
overwhelming the digital business by the legacy organization
culture to the point of failure or neutralization of the
advantages. These differences should be recognized and
designed for to minimize the impact of these differences.

Implications Related
to DNA Trait or
Characteristic
For This Digital
Transformation

Significantly more and accurate information will be available
to customers, as well as insight into additional products that
may be available for purchase. This may change some of the
power in the purchasing process and XYZ must adapt selling
techniques to manage this information sharing.

During the transition to the future state there will be
multiple business models operating at one time, as well
as operations, applications/systems, etc. This will not only
impact internal operations, but dealer networks will be
significantly impacted by these concurrent running items,
as well as other business units.

Change within the legacy business will move at a slower
pace and large scale projects may slow down. Additionally
members of the business units involved in the future state
will need to be able to rapidly change and advance the
project. This will cause significant resistance and friction in
the organization.

Value of Focus

•
•
•
•
•
•

Increased Customer Adoption
Increased Sales Revenue
Decreased Cost of Sales
Decreased Customer Service Costs
Enhanced Customer Relationship
Increased Customer Awareness of Products Selection
and Availability

• Increased Efficiency
• Decreased Resistance
• Increased Fluidity and Agility

• Streamlining business processes to new capabilities of XYZ

•
•
•
•
•

Loss of Revenue
Increased Cost of Sales
Increased Cost of Servicing Customers
Decreased Customer Adoption
Decreased Power Over Customers

• Loss of Efficiency
• Decreased Employee Motivation and Satisfaction
• Decreased Engagement Between Legacy and Digital

•
•
•
•
•
•
•

Leadership Alignment and Leadership Action Plans
Change Impact Assessment by Release
Resource Behavior and Skills Identification
Stakeholder Engagement
Business Readiness Monitoring and Reporting
Adoption Metrics Creation and Monitoring
Agile Learning

•
•
•
•
•

Risk if Ignored

Potential Tactical
Change Actions

2.0/Hybris
• Increased analytics capabilities
• Realization of organizational differences in activities and

expectations
• Cultural changes will support future projects and initiatives

Organization

• Business as usual, processes and metric development /

monitoring
• Failure to recognize what and how people are getting

work done, treating all organizational units the same
• Culture fails to adapt

Organizational Rewire
Leadership Alignment
Leadership Action Plans
Stakeholder Analysis
Stakeholder Engagement Plans

• Leadership action plans
• Targeted and Adaptive Communications
• Organizational Rewire (Org structure and

Operations)
• Culture Shaping (Identify Culture Issues/Assessment)
• Talent Alignment

PRODUCTIVE MOBILITY

CHANGING MIX OF TRADITIONAL &
NON-TRADITIONAL STAKEHOLDERS

FLATTENING & CHANGING HIERARCHY

Mobility can make work more convenient, effective and
seamless – irrespective of time, place, device or medium.
Mobile transformation breaks down physical and virtual barriers
in the workplace and can reduce the friction points often
experienced in connecting, collaborating and completing work.
An effective strategy for being productively mobile includes
workstyle, workspaces, and collaboration.

There are increasingly more non-traditional stakeholders
such as social media influencers, other residents of the
digital ecosystem, and employees who may not have been
considered important enough in a traditional hierarchy to
rank as “stakeholders” but who, in a digital team-based,
outcome-driven environment, hold increasingly more
power with information and can affect the success of
business outcomes.

Layers of structure, spans of control and decision rights
change rapidly in digital business. There are generally
much less need for layers of structure. Spans of control can
increase with digital business rules built into digital systems
etc,. making hierarchy less layered and in a state of more
frequent change.

A revised mobile strategy focusing beyond apps to being
productively mobile overall will need to be considered.

The success of the project will be dictated by many
people that the organization. XYZ does not have formal
authority over customer adoption (b2c) of the solution and
the collaboration and focus on other business units and
customer networks.

As decision rights are examined and the organization adapts
to new ways of engaging customers and selling products the
organization may shift how resources are deployed and where.
Additionally, increases in efficiency and decreases in maintenance
costs may make specific positions or departments less relevant or
at least different. Control and decisions rights in the organization
will potentially shift as the product matures. Another
consideration is that as projects in the program merge at a future
date and significant disruption maybe felt by all projects and with
key leaders and stakeholders.

• Increase worker productivity and collaboration regard-

• Ability to focus communications and learning
• Alignment of leaders across XYZ
• Common messaging about the benefits and purpose of

• Quick and accurate decision making process
• Decreased costs due to efficiency increases and lower cost

XYZ 2.0
• Ability to manage resistance
• Decreased risk of missing requirements

• Driving ownership of decisions and processes to lowest

less of device, location, or time.
• Increased flexibility and choice for getting work done
in the most productive and effective ways possible -which may differ among individuals and teams
• Decreased labor costs

• Less productive
• Less opportunities for collaboration
• Higher than needed space costs

•
•
•
•
•
•
•
•

Employee Survey
Workstyle Mapping
Observational Study
Stakeholder Interviews
Utilization Analysis
Cost Analysis
External Benchmarking
Focus Groups

to operate
possible level will increase employee engagement
• Decreased resistance to change
• Increased organizational fluidity

•
•
•
•

Missed requirements
Lack of support across all functions within XYZ
Inconstant and inaccurate messaging
Covert and active resistance

•
•
•
•

Slow decision making
Inability to realize efficiency gains for business case
Employee dissatisfaction, disengagement, and confusions
Slow integration between projects: ABC and XYZ 2.0

•
•
•
•
•

Stakeholder Analysis
Stakeholder Engagement Planning
Leadership Action Plans
Targeted and Adaptive Communications
Communications Feedback Outlets and Monitoring

•
•
•
•

Organizational Design Assessment
Decision Rights Process Assessment and Design
Leadership action plans
Knowledge sharing
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DNA Element

AGILITY

CONTINUOUS ECOSYSTEM
DISRUPTION

CONSTANTLY CHANGING
DECISION CRITERIA

Description

Moving rapidly, and with heightened awareness and flexibility
– in a well-coordinated fashion – in order to predict and adjust
to rapid change. Preparedness to potential circumstances and
situations are part of planning.

Borderless businesses, less need for core business scale,
constant innovation, traditional and non-traditional
entrants as well as open-sourced talent (i.e., talent not
necessarily required to be on the balance sheet) cause and
will increasingly cause constant, expected, unexpected, and
more frequent disruptions in the ecosystem which affect
organizations.

The speed and complexity of business changes with digital.
Decision inputs and outputs multiply and shift constantly.
What made sense yesterday may not make sense today or
tomorrow because of new information, analytics, customer
feedback loops, imposed speed, and interaction with the
digital ecosystem. There is often unevenness between the
digital business/operating models and the legacy organization
in how, who, and when decisions are made in this dynamic
environment.

Implications Related
to DNA Trait or
Characteristic
For This Digital
Transformation

The organization will need to be agile so that it can continually
adapt to changes during the lifecycle of the project, this
includes changes to the way that people currently do their jobs
in different organizations that are not directly involved with the
project (business operations, sales, supply chain, etc.)

As changes are made to the underlying technology
eco-system, the organization will have to adapt to limit
disruption and lower risk. This could become an issue as
Project X phases in functionality or pushed enhancements
that the business may not have as much control over as
they traditionally have.

Decisions will have to be made throughout the future state
with information that may be overwhelming, inaccurate,
incomplete, different, etc. By individuals or machines that
do not currently make decisions. Additionally, there will
still be legacy decisions that are being executed, and an
opportunity to introduce quick wins in that organization to
limit the impacts of changes.

Value of Focus

•
•
•
•

• Ability to Plan and Monitor
• Decreased risk exposure
• Communications planning capabilities

• Enhanced decision making inputs
• Ability to more accurately monitor business performance
• Customer Adoption Tracking

Risk if Ignored

• Lower adoption rates
• Failure to make business case
• Significant losses in efficiency around go-live

Lack of customer adoption
Decreased customer confidence
Internal user losses in efficiency
Project and sprint impacts to timelines

• Utilizing outdated reports or metrics for decision making
• Inability to determine if business case and adoption

Increased adoption of new processes and applications
Increased efficiency
Decreased resistance
Enhanced customer experiences

•
•
•
•

criteria is being met
• Incapable of holding individuals accountable for project

success or failure

Potential Tactical
Change Actions

•
•
•
•

Stakeholder Analysis and Engagement Planning
Communications Feedback Mechanisms
Knowledge Sharing
Agile Learning

•
•
•
•

Release Planning
Targeted and Adaptive Communications
Knowledge Sharing
Leadership Engagement

• Adoption Metric Development and Monitoring
• Targeted and Adaptive Communications
• Agile Learning

FAIL EARLY, FAIL FAST LEARN FASTER

ITERATIVE

Enable potential solutions to be tested in vivo, among
customers, in its minimum viable state. Once insights are
gained from rapid prototyping with feedback loops, teams can
learn from it, improve solutions, try again and avoid having
intermittent failure impede progress. Learning quickly is critical
and intentional.

Update and improve based on analytic insights and
rapid and ongoing feedback from development teams,
stakeholders, and customers.

The XYZ project team may experience set backs throughout
the project, but there must be a way to formally capture
information and discuss it during a retrospective cadence
where stakeholders are engaged and heard. Additionally,
leaders must be engaged to understand risks with moving
forward and why failing isn’t failing in the broader sense.
There may be cultural issues with this.

Iterations will occur during the project lifecycle. These
iterations will enhance functionality from previous releases
as well as bringing more users online. Stakeholders may
not be comfortable with signing off on imperfect or
iterated solutions.

• Lessons Learned can Be Quickly Integrated Into Solu-

• Increased Amount of Users Adopting XYZ 2.0
• Decreased Reliance on XYZ 1.0 (Legacy)
• Continue Customer Discussions on Value of XYZ 2.0 by

tion and Project
• Product Owners Can Provide Immediate Feedback on
Design and Functionality
• Release Strategy Enables Largest User Groups to See
Refined and Stable Application

• Individuals May Disengage with Quick Pace or Failure
• Extended Assessment or Study of Failure

Relationship Owners
• Ability to Enhance Existing Functionality Based on

Customer Feedback or Interaction

• Customer Continued Reliance on Legacy Process or

Application (XYZ 1.0)
• Limited Focus on Previous Releases
• Changes to Existing Functionality Confuse Customers/

Decrease Adoption
• Failure to Consider Customer Feedback

• Leadership Action Plans and Engagement
• Targeted Communications Planning and Deployment
• Knowledge Transfer Planning

•
•
•
•
•
•

Release Plans
Targeted Communications Planning
Monitored Communications Feedback Mechanism
Agile Learning
Knowledge Sharing
Knowledge Transfer Planning
25

Elements of Digital Transformation

DISRUPTORS

EXPERIENCES

Technologies, business models, operating models, competitors,
and ecosystems that disrupt the status quo.

The human interactions, emotions, feelings, influences
that drive visual, behavioral, and contextual engagement
of employees and customers alike.

•
•
•
•
•
•
•
•
•
•
•
•
•
•

Exponential technologies
Cognitive intelligence
Customer-centric design
Analytics and data
Internet of things + sensors
Crowd-sourcing
Shared economies
Talent ecosystems
Globalization
Like competitors
Business drivers and trends
Evolving ecosystems
Value chain inefficiencies
Blurred industry boundaries

•
•
•
•
•
•
•
•
•
•
•
•
•

Physical – digital connections
Interaction ecosystems
Contextual experiences
Product-service life-cycle
Brand engagement and loyalty
Social influence
Behavioral design and change
Service quality and expectations
Experiences & perceptions
Social behavior
Culture/region
Emotional connections
What is valued by whom

OPERATIONAL EVOLUTION

ENGAGEMENT PLATFORMS

Operational structures, compositions, and mindset changes
required to adapt and create opportunities in the digital era.
Changes to the organizational structure, effectiveness of people
and change management required to adapt operations.

Engagement platforms that support and connect the technologies necessary to enable customer experience and value.

•
•
•
•
•
•
•
•

Asset-less businesses
Content aggregation
Intuitive Enterprise
Lean Business
Blurred Industry lines
Mobile workforce
Cloud enabled operating models
Reward system design

•
•
•
•

Content, commerce, pricing, media mix
Sensors, products, services
Supply chain, physical stores, ecommerce
Insights, analytics, data visualization
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DOING
DIGITAL

