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Hierarchy of Organizational Change and Business Impacts 

 

Here is how I typically look at Organizational Change in general, and Agile implementations 

specifically.  As you can see from the text below, I’d question the levels of achievement by 

starting from a foundation (are we implementing the Agile practices that matter?), and then 

verify (through questions, artifacts and audits) the consistency and quality of those Agile 

practices.  If you also want to explore this deeper, you could also look at metrics, but that may 

be for a later time. 

 

1.  Organizational Change via Agile & Predictive Metrics 

 

Although you may want to quickly jump to questioning the results of the Agile implementation 

on product development, it may be worthwhile to look at the Agile Transformation itself.  Here 

are some questions that one may ask to gain this foundation before moving on the questions of 

“Results”. 

 

• Can you confirm the changes (to implement Agile) are addressing root causes that block 

goal achievement? 

• Are these new practices being executed consistently?  Look at artifacts to verify. 

• Are these new practices being executed effectively?  Audit the quality of a few of the 

key deliverables (Stories & Epics, Release Plans, Sprint Plans, Estimation, 

Demos/Acceptance Plans and most importantly retrospectives). 

Now we have shown that we have remediations that are clearly identified, we are doing them 

consistently and at a high quality.  The assembly of measures for these three questions I 

typically call “Predictive Metrics” because if we can demonstrate positive outcomes here, we 

will then expect the results to show positive outcomes (which I typically call “Result Metrics”). 

  



 

2.  Business Results from Agile & Result Metrics 

Next, we consider and question the product development improvements that we are seeing.  

Those vary from business to business, but frankly almost all clients I work with (from larger 

organizations) are focused on Execution (first) and Innovation (clear second).  The most 

important, and frequent objective is to improve predictability and its twin, time to market.   

Below is a figure taken from a presentation on some research we performed for a study we did 

recently (we were interested in benefits of Agile for Hardware/Tangible products).  The chart 

color shading indicates those benefits that one could expect in an Agile Hardware 

Implementation (opposed to more traditional Software Implementations).  The color shading is 

our (subjective but based on outcomes) rating of the impact of these results as we have seen 

applied to Agile Implementations in Hardware. 

Even though it is hardware focused, this chart provides a good list of the Business Results that 

comes from an Agile Implementation in a software organization.  Furthermore, those items, 

highlighted in the green and yellow, describe some of the most important benefits I’d look to in 

your situation at Agilent. 

 

 

 

  



As you may know, I am a big believer in focus, and achieving a small set of important results is 

much more impactful than making a little progress along several results.  From this table, I 

would probably pick two to three to assess.  Those would be: 

• Increase speed of development (and/or predictability) 

• Become Closer to Customer, and one not on the chart… 

• Improvement in velocity, throughput, or productivity 

We could also measure more financial results.  But improving these three areas would 

ultimately lead to significant Business Results (described below). 

In each of these areas one would need to come up with meaningful, objective, repeatable, and 

inexpensive (e.g. effort) ways question teams on their progress.  Ideally you would want to 

measure these, but I’m sure that good questions could be derived for them in lieu or to 

augment quantification.  If this is in line with your thinking, the next step would be to detail out 

the questions and metrics.  They are ordered in the difficulty of creating a truly meaningful 

measure. 

3.  Ultimate Business Results (Primarily Financial) 

In the end, however, what really matters is shareholder success (share price – typically a result 

of sales and profit), customer success (Net Promoter Score, customer satisfaction), and 

marketplace success (market share and sales increase).  These results have many inputs, so it is 

harder to distinctly link these to Agile Product Development, though in some cases, one can 

find a direct linkage. 


