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[bookmark: _Toc446317530]Overview
	ELOs
ELO 8.1 Discuss why Agile is considered a significant cultural change for DoD contracted programs.
ELO 8.2 Identify factors that enable or provide barriers to Agile practices adoption.


ELO 8.3 Provide an overview of the RFA process for understanding Agile adoption risks and enablers.
	Assessments
MT 8.1.1 In most cases, Agile adoption is a CULTURE change for government organizations so strategy, structure, skills and procedures will all have to be addressed (ELO 1)
LP 8.1.1.1 Understanding the adoption category, especially of early pilots, helps you determine what support mechanisms are needed to promote a successful outcome (EL01)
LP 8.1.1.2 Individuals, groups, and organizations all go through a predictable cycle of dealing with change, whether the change is perceived positively or negatively (ELO 1)
LP 8.1.1.3 Different kinds of support mechanisms are needed at different stages of adoption. (ELO 1)
LP 8.1.1.4 There are some specific acquisition factors for Agile (e.g. enabling interim, incremental delivery) that go beyond typical technology adoption factors (ELO 1)

MT 8.1.2 Agile adoption just at “grass roots” level won’t change culture. A “leadership only” change won’t work either. Both channels have to be engaged, and multiple sources for “why we should do this”  need to be used.(ELO 1)
LP 8.1.2.2 without the leadership vision, confusion about the adoption is apparent within the organization (ELO 1)
MT 8.2.1  Multiple categories of factors affect an organization’s likelihood of Agile adoption success. (ELO 2)


LP 8.2.1.1 “Alignment” is a key term for Organizational Climate and other categories of adoption (ELO 2)
		MT 8.2.2 without the leadership vision, confusion about the adoption is apparent within the organization (ELO 2)
LP 8.2.1.2 Although much Agile adoption focuses at the team level, the project and customer climate have significant effect on the program’s ability to execute an Agile development successfully, although some of the factors (e.g. appropriately trained staff) are factors in ANY successful program (ELO 2)
LP 8.2.1.3 Although most of the Agile adoption enablers are focused on people issues, there are some aspects of the system being developed or evolved that have an effect as well (ELO 2)
LP 8.2.1.4 Although “individuals and interactions over process and tools” is an Agile Manifesto tenet, it is also true that the most successful organizations adopt Agile have made appropriate investments in choosing the right Agile practices and supporting tools for their environments  (ELO2)
MT 8.3.1 SEI’s Readiness & Fit Analysis is one process for analyzing an organization’s readiness to adopt Agile methods that is tuned to governement settings and can be used to identify adoption risks in a government organization or program contempplating or embarkiing on an Agile adoption journey.
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[bookmark: _Toc446317531]Topic: 8.1 Enabling Cultural Change (ELO 1)

[bookmark: _Toc446317532]8.1.1 Changing Culture for Agile is Similar to Other Culture Changes



Evidence from industry and within government settings points to the fact that moving toward Agile approaches for software-reliant systems is a culture change.  If we accept that as the case, then understanding the basics of culture change and how to go about approaching it is relevant to understanding the particulars of moving to an Agile culture.
8.1.2 What are some ways that culture change is commonly understood?


[bookmark: _Toc446317533]


Many models exist that enable *any* organizational change also apply to Agile adoption.  Several of these are used in industry as well as government to support movement to an Agile-supportive culture:
· Adler magnitude of change model
· Rogers/Moore Adoption Population model
· Satir Change Model
· SEI Adoption Commitment model
· Ward Cultural Influence Channels model
All of these can be used for any culture change.  In using them to support adoption of Agile practices, it is useful to consider the kinds of changes that will be needed to embed an Agile culture in the organization.  The three listed below span a wide array of cultural issues and give a sense of the variety of issues that will have to be addressed in the organization’s adoption of Agile approaches:

· Enabling trust-based relationships
· Enabling transparency, usually via information radiator-supportive ALCM (Application Life Cycle Management) tools
Providing specific 
· engineering support tools for key Agile technical practices like automated testing and continuous integration
In the next few sections, we’ll discuss these commonly-used models and how they contribute to understanding  and enabling culture change to support a move to Agile approaches.
8.1.3 Adler Technology Model	Comment by Horn, Karyn E CIV PEO-EIS, 600F0:  Need more info to understand relevance

Adler Technology Model is used to answer the “how big is the change?” question (for any technology) When considering adopting Agile, all the elements below Culture are likely to need to change. That is one reason most organizations consider this to be a culture change.
One of the uses of this model in an Agile adoption is to help leadership understand that the move to Agile is (1) large in scope of change and (2) won’t happen overnight.  Looking at the modelo, as you go up from ProcedursCulture, the time to make the change and the magnitude of the change will be longer and larger.  There are ways to support early adopters of Agile before rolling out to the entire organization.  The important thing is for leadership to understand that Agile is both a “deep” and a “wide” change in terms of who needs to change their practices and how differently they will be expected to interact with other stakeholders, and this kind of change cannot happen ins a short time frame.

[image: ]
Source: Adler, P. and Shenhar, A. “Adapting Your Technological Base: The Organizational Challenge”, 
Sloan Management Review; Fall 1990; 32, 1

Other evidence that Agile is a culture change and should be supported from that viewpoint comes from the annual survey that one of the main Agile tool vendors, Version One, conducts.  Culture is considered the largest barrier by survey respondents. Source:  2016 Agile Adoption Survey, Version One.  https://versionone.com/pdf/VersionOne-10th-Annual-State-of-Agile-Report.pdf. (By the way, 2016 is the first year that the respondent pool contained more than 5% self-identified government staff as respondents.)

[image: ]	Comment by image: Update to current report

8.1.4 Rogers/Moore Adoption Population Model

Rogers/Moore adoption population model describes changes in different approaches to accepting new technologies that are relevant to what kinds of communication, training, etc are most useful.  From an Agile in government perspective, understanding both the adopter characteristics of the developer (typically contractor) and the program office staff can help to plan appropriate pilot activities and understand the level of adoption support that will be needed.
[image: tech_adopters.png]
Source: Moore, G.  Crossing the Chasm, 3rd edition. Harper-Collins, 2014


The Rogers/Moore adoption population model divides a population of potential adopters of new technologies or new practices into several categories:
Innovators tend to “buy” the new technology/set of practices for its own sake, and are willing to do a lot of work, comparatively speaking, to make the new technology work. Technologies that work for them may not be ready for a larger part of the population
Early Adopters, or Visionaries, tend to see the vision of what the benefits of a new technology/set of practices would be, and are willing to do some work and overcome some obstacles to achieve those benefits. 
Early Majority, or Pragmatists, are willing to adopt a new technology or set of practices if the business benefit to them is clear. They don’t necessarily appreciate the technology for its own sake; they appreciate it for its business benefit and they expect there to be enough implementation support so that it’s reasonable for them to achieve those benefits with a minimum of additional work. 
Late Majority, or Main Street adopters, are only willing to adopt a new technology or set of practices if it is packaged in a way that is customized for them in their role.  A technology or set of practices that does not meet their expectations for ease of use will be quickly abandoned.
Laggards will not willingly adopt the new technology or set of practices.  They will often change roles, leave an organization, or retire to avoid the new circumstance unless they are convinced there is no alternative.
Moore Adoption Population Category Implications for Agile adoption in government settings:
Not all changes affect an individual the same way

· Not all changes affect an individual the same way
· Some people who are early adopters for one type of technology are laggards for another
· Innovators and Early Adopters are good candidate for “technical feasibility” pilots – answering “Will the technology work at all?”
· Early Majority and Late Majority are better for “adoption feasibility pilots”– answering “What does it take to make the technology work HERE?”
Source: Miller, S. et al. Agile in Government: Practical Considerations, SEI course for government settings. Copyright Carnegie Mellon University, 2016.
8.1.5 Satir Change Model


Regardless of your adoption population membership for a particular technology or set of practices, there is a set of stages that individuals and groups go through on the way from being presented with a new idea to incorporating it as a routine part of their work. The Satir change model describes these stages, and though we won’t address them in this section, there are resources at the end of this section you can read that also provide strategies for easing the transition from one stage to another.
The change cycle starts with the introduction of a Foreign Element.  The Foreign Element is the new thing, technology, set of practices.  Once someone in leadership says “we want you to adopt X”, the foreign element has been introduced.
Once the foreign element is introduced, performance of individuals and groups moves into a state called Chaos.  The main attribute of the Chaos state is that performance is highly variable.  Sometimes the new thing helps us to do our work and performance goes up.  Sometimes it doesn’t help us, or someone doesn’t understand it, and performance goes down.  During this stage, people are looking for how to incorporate the new thing into their work practices.  If/when this is found, the term used to identify that new way of doing things is called the Transforming Idea.
The Transforming Idea may represent any number of implementation support mechanisms that allow the new thing to be used in the environment we are in.  However, discovery and initial use of the Transforming Idea doesn’t automatically take us to a new level of performance right away.  Typically, there is a stage called Integration and Practice; that is the time when we figure out the extraordinary use cases, the boundary cases, in addition to the initial cases that led to our belief that we actually have a way forward.
If we succeed in integrating and getting good, through practice, at the new thing, we will reach a new Status Quo that is presumably at a higher level of performance than we were able to routinely achieve prior to introducting and adopting the new thing.  
The graphic below illustrates notionally what the Satir Cycle looks like. Understanding where you (and groups you interact with) are in the cycle is a key to helping people through to a New Status Quo for aAgile adoption as well as other changes you may be contemplating.
[image: ]
Moving Through the Satir Change Cycle
[image: ]
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Source: Miller, S. & Myers, C. “Process Improvement Tutorial”, SEPG 2004. Copyright Carnegie Mellon University, 2004

8.1.6 SEI Adoption Commitment Model

The SEI Adoption Commitment Model illustrates the level of “energy” needed for individuals and groups to move through an adoption cycle.
(following text is from an article in work for Crosstalk)
The stages for the Commitment Curve are:
Contact:   Contact is the stage where we first learn about he name of the technology and its general purpose.  If you're in contact stage, you probably can't expand the acronym associated with the technology, but you have a vague idea of who is promoting it and why.  
Awareness: In Awareness, we are learning more about the general attributes of the technology and who might be candidates for adopting it.  We can tell you what the acronym means and can give a high level description of it, but can't yet articulate how the technology would work in our particular environment.  
(From the viewpoint of designing mechanisms to transition a group from one stage to another, Contact and Awareness are often treated together, since the kinds of mechanisms they use are similar.)
Understanding--In Understanding, we learn enough about the technology to move from what the technology is to understanding how we could apply it in our own environment.  We haven't yet tried it, but if pressed, we know how we would do it. If we can't get to this stage, we are not likely to get very far with actual adoption.
Trial Use--This is the stage where we first actually USE the technology for our mission/operational goals. The inflection in the curve increases as we move into the stage because the shift into Trial Use takes a large amount of energy and support.  We're not just "fixin' to get ready" anymore, we're actually using the technology in a realistic setting.
 (Limited) Adoption--Adoption or Limited Adoption is the stage when we have proven to ourselves that the technology works (Trial Use has provided us with Technical Feasibility pilots) and we're now performing Adoption Feasibility pilots -- rolling out the technology with the appropriate supports to the intended populations for adoption.  The reason this is sometimes called Limited Adoption is that the technology hasn't made it into the organization's policy or infrastructure yet, so it could be somewhat easily displaced if something better came along or something disastrous occurred when using it.
Institutionalization--This stage is when the new technology shifts into being the new status quo within the organization.  Policy and infrastructure supports are in place that will make it difficult to move away from the use of the technology, and generally speaking, people in the organization would resist ceasing its use since their work is supported by it.
Internalization--This stage is when people have become so invested in the technology that they would seriously sabotage any attempts to remove it, and some might even leave the organization because of it.  In terms of technology adoption, most organizations are NOT seeking Internalization, because they know that most technologies will need to be replaced in the future and a technology that is internalized is very difficult to displace.  The main reason for understanding this stage is to be able to recognize the symptoms that an organization has internalized the technology that you're trying to replace with something new.
If we understand these stages, then we have an opportunity to ask (and answer) the question -- "How do I help people move from one stage to another when Agile is the set of principles being adopted?"  

[image: commit_to_change.png]
Source: *Adapted from Daryl R. Conner and Robert W. Patterson, “Building Commitment to Organizational Change,” Training and Development Journal (April 1983): 18-30

8.1.7 Ward Cultural Influence Channels Model

Complementing the SEI Adoption Commitment model, Ward’s Cultural Influence Channels model highlights the roles of Leadership and Peers as sources of influence, as well as classic influences of education, training, and literature.  The assertion is that these all need to be balanced to achieve a change in behavior for a practitioner who knows a particular domain.
[image: ]
Source: Miller, S. & Ward, D.  Update 2015: Considerations for Use of Agile in Government, SEI-TN-16-09, Software Engineering Institute, Carnegie Mellon University, January 2016

8.1.8 Agile-Specific Factors for Acquisition Contexts
[image: ]
Source: Miller, S. “Is Your Organization Ready for Agile? Part 1”, SEI blog, https://insights.sei.cmu.edu/sei_blog/2012/10/readiness-fit-analysis.html

In addition to the adoption models highlighted and briefly described above, there are some factors that the SEI and others have found in researching adoption of Agile in regulated settings like government that are more specific to the Agile context.  The slide above lists the factors that the SEI has called out in their Agile Readiness & Fit assessment for organizations adoptiong Agile approaches in regulated settings like the government.
The Business and Acquisition Category
This category covers issues related to an organization's business strategy or mission and some specific factors related to acquisition and contracting. Business strategy is an important fit element because many organization values and principles are tied to the strategy. If the strategy changes, the organization's values may change, creating either a better or worse fit environment for a particular set of practices. Similarly, in DoD settings, certain contracting approaches are more aligned with particular sets of values and practices, and changing the way a contract is formulated can have a significant impact on the values and practices that will be needed to execute that contract. Details on the above factors can be found in the SEI’s 1st blog on organizational readiness and fit:
Ref: https://insights.sei.cmu.edu/sei_blog/2012/10/readiness-fit-analysis.html


Topic 8.2 Organizational, Technical, and Project Factors that Affect Agile Adoption


[bookmark: _Toc446317534]8.2.1 Organizational Climate (ELO 2)
Leadership/sponsorship
Communication
Values
Reward systems
Structures
Skills
Organizational Climate Enablers for Agile Adoption
[image: ]
Leadership Enablers & Barriers to Agile Adoption
Leadership sponsors the change; for the adoption to be successful, leadership must understand how their role changes and what the new questions are to ask to drive new behaviors.
[image: ]
Ref: https://insights.sei.cmu.edu/sei_blog/2013/03/mitigating-agile-adoption-risks-organization-climate.html
Ref: https://insights.sei.cmu.edu/sei_blog/2013/08/is-your-organization-ready-for-agile-2.html


[bookmark: _Toc446317535]8.2.2 Project, Team & Customer Environment (ELO 3)
Predictable pace
Communication
Trust
Alignment
Collaboration

Project, Customer & Team Environment Enablers for Agile Adoption
[image: ]
Ref:  https://insights.sei.cmu.edu/sei_blog/2013/12/is-your-organization-ready-for-agile-1.html
[bookmark: _Toc446317536]8.2.3 System Environment (ELO 4)
Loosely coupled architecture
Interactions with systems engineering
Incremental delivery enabled

System Environment Enablers for Agile Adoption
[image: ]
Ref: https://insights.sei.cmu.edu/sei_blog/2014/06/is-your-organization-ready-for-agile.html

[bookmark: _Toc446317537]8.2.4 Technology & Process Support Environment (ELO 5)
Contracting supports
Automated testing
Continuous integration tooling
Short iterations
Self-organizing teams
Practices for supporting decentralized decision making

Technology and Practice Enablers to Agile Adoption
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Ref: https://insights.sei.cmu.edu/sei_blog/2015/01/is-your-organization-ready-for-agile-3.html

[bookmark: _Toc446317538]Topic: 8.3 Understanding Your Own Organization’s Adoption Risks/Mitigations (ELO 2,3)	Comment by Suzanne Miller: QUESTION FOR CONTRACTOR: should the RFA process description go BEFORE the category descriptions or after?
Overview of SEI Readiness & Fit Analysis

[image: ]

(excerpted and adapted from CMMI Survival Guide:  Just Enough Process Improvement, Garcia & Turner, Addison-Wesley, 2006.  Used with permission.)
“When decideing on your readiness to start an <Agile adoption> effort, we believe it’s best to go into it with your eyes wide open.  One of the implications of this philosophy is that, as part of approaching <Agile adoption>, you should look at the “fit” of your organization’s conditions with the assumptions that are built into whichever <set of practices> you’re planning to use.	Comment by Suzanne Miller: This whole bit is an adapted excerpt. Not sure what the right typography is for that kind of use.  It’s my book, so no worries on the usage (from before I was Miller!)
A prerequisite to this technique is that you understand the assumptions of the <set of practices you are looking to adopt>…..The organizational factors that are covered in this technique have historically affected (positively or negatively) adoption of practices/technologies similar to the one being contemplated…..
There are two elements of a Readiness & Fit Analysis:  a summary profile and a list of risks to be mitigated as part of the <adoption> planning activities.  The summary profile can be represented either as a histogram (bar chart) or Kiviat diagram (also called a radar chart)….The second, and more important, part of the analysis is the identification of conditions or risks that led the people involved in the scoring to make that particular judgment.  …
When a set of conditions or risks has been generated that is specific to the organization, it can be used to plan (1) prioritizaiton of <Agile adoption> activities, and (2) specific mitigation strategies to improve the fit of the <set of practices> to the organization.”
For information on running an RFA workshop, please refer to CMMI Survival Guide:  Just Enough Process Improvement, section 15.3.
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Leading Causes of Failed Agile Projects

Company culture continues to dominate the top causes of failed agile projects with
company philosophy or culture at odds with core agile values at 46%, and lack of
management support for cultural transition at 38%.
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BARRIERS TO FURTHER AGILE ADOPTION

At the agile Initiative level, respondents cited organizational culture or a general resistance to change as their
biggest barriers to further agile adoption, followed by not having the right skill set.
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