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Introduction and general information

This report contains information about decision making, leadership attitude,
organizational culture and overall level of engagement of the organization.
This information has been captured through the ORGANIC agility®
Organizational Scan which utilizes SenseMaker® technology, patented by
Cognitive Edge, to allow individuals to capture their own narratives, and
interpret them through a pre-defined framework of signifiers. This allows
us to capture both data and metadata and interpret it using the existing
culture and context, rather than having data interpreted by a machine.
The advantage of such a process is that it allows to identify recurring social
and interaction patterns between the different stories that can be clustered

together to expose specific organizational dispositions.

The content of this report therefore is about facts as reported by the
participants and aggregated into clusters for those patterns that matter
the most to understand organizational dynamics and cultural dispositions.
Each of the statistics will be presented in graphical form and will contain
an explanation of what the charts represent to allow for a deeper under-

standing of what said patterns may represent.

This report does not contain suggestions for improvement nor follow up
actions but rather suggests different perspectives on how the data that has
been collected might be interpreted. It is left to the knowledge of the reader
about the organizational context and mechanics to understand how these

findings might provide insight into how to improve further.

How the reportis structured

In this report, we present the results of specific data clusters, starting with
the overall level of participation and engagement and some demographic
statistics about the participants, their tenure, department and role within
the organization. We then present statistics about how people perceive that
decisions are made within the organization, and finally expose some of the
metadata significance, by illustrating specific patterns within each signifier,

and finally patterns across multiple signifiers together.
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Overall participation and engagement

The following sections will display statistics related to the participation in the scan and the overall emotional response of

the participants, aggregated by different dimensions.

B The data set is well balanced
with regard to tenure. The only
under-represented category is
employees with 4-6 years of
tenure.

Participation and organizational affinity

At a glance a total of 99 people have been invited to participate in the Organi-
zational Scan and all have actively contributed. Every participant contributed
an average of 2.82 stories about decisions that have impacted them positively

or negatively at work.

0 - 2 years
2 - 4 years
22.9% 20.1% B 4-6years
6 - 10 years
B 10-15years
More than 15 years

20.4%

17.2%

The chart above shows how the participants are distributed across different
clusters based on their tenure (or the amount of time they have been working
with the organization). The tenure clusters are important because they allow
us to understand how the perception of what happens within the organization
might be attributed to being newly employed as opposed to having been a

member of the organization for a long time.

It is also an indication of the churn rate of the organization or possibly the
amount of diversity in terms of acquisition of new talents that may enrich the
organization, bringing in different ideas, challenging the status quo and con-

tributing to evolution and continuous improvement.
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B The dataset has low affin-
ity with the organizational
structure, only around 15%.
The High Power and So-
lutions departments are
over-represented compared to
the actual number of employ-
ees, and Finance is severely
under-represented.

Z? ORGANIC agility®

The next chart displays the participation in terms of different departments or
groups within the organization and is a good indication of the organizational
affinity of the results presented in this report. The chart shows the amount of
decisions captured by department, alongside the amount of participants invited
for each of those departments. The percentage of affinity is 15% and repre-
sents how close is the distribution of the decisions by department to the actual
headcount, giving us an indication of how close the dataset captured through
the scan may be representative of the whole organization. Any affinity above
90% would represent a relatively accurate image of the organization, in com-

bination with at least 200 data entries.

positive ' neutral m negative not sure

High Power _
Low Power — .

Sensors - |

Solutions - l

Tech Office |
Smart Products ~ I
HR - I

Finance -

Agile Transfor- |
mation Team

Safety -

Other -

0 35 70 105 140

Which type of decisions were reported and how often
are they made

Now looking more into the details of which type of decisions were reported
as "impactful” in relation to their frequency. This information is useful to

understand the level in which people within the organization are aware of the
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B A suspiciously high number

of decisions (35%) have been
tagged as strategic. It may
be that Example Client, Inc.
doesn’t have a good strategy,
or the strategy has not been
properly communicated. It's
also possible that the term
"strategic” has been used in-
ternally to promote everything
that seems important, and has
lost its meaning.

Z? ORGANIC agility®

importance of certain decisions. Additionally, understanding how often cer-
tain decisions are made, or perceived as being made, may highlight the need
to have more structured approaches to make such decisions as opposed to de-

cisions which are made rarely and do not repeat themselves.

99 strategic-
164 tactical-
16 not sure-
i T T i

0 55 110 205

The chart above displays the types of decisions which have been reported,
in terms of an operational or sirategic level. Normally strategic decisions are
decisions which impact the strategy of the organization and change it, while
operational decisions are decisions which are made to implement such strategy.
Often people tend to confuse the perceived importance of a decision with the
fact that it may be strategic or operational. If the ratio between strategic and
operational decisions seems to be off there may be a couple of reasons for this

worth investigating, for example:

» Respondents are not very well informed about the organization’s strat-
egy and assign to a decision, the attribute strategic, based on their own
agendas. In particular the amount of Not Sure should be an indicator of

the difficulty of people to understand decisions

e Respondents may feel more impacted by a specific type of decision than
another, which might mean there are some governance rules in place be-
ing challenged or there is no alignment between the direction the com-

pany is moving towards and the people’s expectations

e There might be underlying communication issues related to decisions

and the impact they have on strategy and/or operations
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B The data shows that a lot of
decisions are made for the
first time. At the same time,
there’'s a lot of strategic de-
cisions which are made of-
ten. This indicates poor pro-
cesses and standardization in-
side the company, and sup-
ports our hypothesis of poor
understanding of the strategy.

Z? ORGANIC agility®

The perceived frequency about how often said decisions are made, might be an
indication of the level of repetition happening within the organization. Does
that reflect the actual market conditions? Are decisions really so repetitive or
so rare? Answering these questions might help in understanding how in certain

areas, different policies might improve the speed of decision making overall.

16 always-
84 often-
Now and
L then™
95 rarely-
10 not sure-
i 7 T i
0 30 60 118.75

With respect to the type of decision and their frequency, the chart below dis-
plays the overlap of the information, highlighting for each of the decision types
their perceived frequency. Depending on the understanding of strategic and
operational, it should be expected to have higher frequency in the latter and a
lower frequency in the former. A reported high frequency in strategic deci-
sion making might highlight an unclear understanding of the strategy and its
boundaries, as well as a way for the respondents to call for better communi-
cation and a clearer understanding of the common direction and how to get
there. It may also indicate a willingness to feel important by attributing sirate-

gic to decisions made by or impacting the individuals.

The frequency and repetition of certain decisions is connected with the under-
standing of the context in which they are made, in particular the situation. To
understand how stable is the perceived organizational work life we can look at

the next chart.
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B In a smoothly operating

organization, the most fre-
quent decisions would be
Familiar/Usual and Tactical.
Conversely, we expect Strate-
gic decisions to be Unusual
and less frequent. In this
case however, the decisions
captured are strongly skewed
towards the Rare/Unusual
and Problematic/Difficult, with
fewer on the Familiar/Usual.
This can indicate a situation
of distress and big change,
or possibly a lack of skills and
experience.

Z? ORGANIC agility®
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This chart displays how the respondents interpreted the situation in which
the decision was made, and a high amount of familiar/usual situations would
identify a relatively stable and repetitive business, leading to a not too stressed
work life. A high amount of Rare/Unusual situations would indicate a shifting
environment, perhaps even the feeling of uncertainty of the people. It might
even be connected to the lack of competency in specific situations making them

overly complicated to handle. A high amount of Problematic/Difficult situations
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would definitely point in the direction of a more stressful work environment,
in which people feel uncomfortable about decision making most of the time.
The relationship to the frequency of decision making should be somewhat
mirrored into this chart: a high level of familiarity with the situation would
lead to more decisions repairing themselves — probably with well understood
policies in place — while a low level of familiarity should be reflected in very

limited repetitions.
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Overall emotional response of the participants

B The most positive tenure The emotional response highlights the overall feeling and engagement of the
groups are the long-time em- participants within the organization as well as their buy-in on the decisions that
ployees (10+ years), followed have been made and how they have been made. Notice that it is not strictly re-
by those recruited after the lated to the fact that people consider a decision made a good or a bad one, but
last merger (0-2 years). The rather about how they felt about that decision, which often has more to do with
most negative ones are those the way they have been involved with it, or the way it has been communicated.
between 2-10 years. Other times the emotional response is just a reaction to unmet expectations

or fear of losing control or making mistakes. It is important to notice that if

people are engaged they are more likely to adapt quicker to changes and care

about results and customers, than if they aren’t.

positive ' neutral mnegative 1 not sure

0 - 2 years- .
o . -
4 - 6 years- I
6 - 10 years- “
10-15_
years
More than |
15 years
T 1

0 20 40 60 80

On the chart to the left, you can see how the
Tenure is related to the emotional response
of the participants. By comparing the dis-
tribution of positive, negative and neutral re-
sponses across different Tenure groups you
might be able to recognize specific patterns,

such as:

e If newly hired people are more neutral
or negative than other categories, this
might hint of a poor onboarding expe-

rience

* People with a longer Tenure tend to
be more balanced than others, as they
have often experienced more changes
within the organization. There is also
a certain amount of self-selection, in
that people with negative experiences
are less likely to stay. If their emo-
tional response tends towards the neg-
ative side, it is probably a sign of dis-

engagement and disbelief in what the

organization is trying to achieve (i.e. they have heard it many times, but

nothing really changes)

Ideally for all Tenure groups there should be balanced reactions and a com-

parable distribution, if it isn’t the case for a specific group, there might be a

reason worth investigating.

©2021 All rights reserved to agile42 International GmbH
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B The emotional response seems

to be very balanced across dif- positive = neutral M negative [ not sure

ferent departments and roles, High Power - _
with a solid 50% positive
. . Low Power .
against 25% negative, the
rest mostly neutral with a Sensors 1 |
sprinkling of not sure. The Soiufiohs - .

exception is Smart Products
with almost 50% negative
responses. We know that Smart Products I
Example Client, Inc. is still
working to incorporate IloT
and AI/ML technologies in
their products, and the Smart Aglle: Transiar. |

mation Team |
Products department has

Tech Office |

HR - I

Finance -

Safety -
struggled to deliver anything
amidst several reorganizations Cther 4
I T T T 1
over the last few years. 0 35 70 105 140

Looking at the emotional response by department instead, can reveal some-
thing about the cultural context within each of those departments and perhaps
indicate in which direction to take action. It is normal to expect that different
departments will have different needs and therefore the way they might per-
ceive urgency and importance can vary. In particular, the different missions
that different groups might have can drive decision making in different direc-

tions with different value drivers.

Is there any department or group which appears to have an excessive amount
of positive or negative emotional response? Was that department or group
exposed to particular stress or recently achieved a very important goal and was
rewarded for it? Asking such questions could help identify what might be the
reasons behind the different emotional response of a specific group. The last
dimension to consider is the emotional response across different Roles within
the organization. This can reveal particular stress conditions on a Role which
might be caused by the current defined system of work (i.e. processes over-
loading specific roles) or even by unbalanced responsibilities and/or capability

to execute.
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B The emotional response also
seems very balanced across
different  functional roles.
There no role that would
present any particular devi-
ation from the average. The
average pattern is the same
as above: roughly 50% pos-
itive and 25% negative, the
remainder neutral and a few
not sure.

Z? ORGANIC agility®

positive ' neutral m negative not sure
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and Devel...
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Management...

Sales & -
Marketing

Service | I

Delivery

Quality — |

Finance & _
Control

Project | I
Management

Engineering- I

Information |
Manage...

Human _
Resources

Business |
Developme...
Supply

Chain+

Manag... |

0 35 70 105 140

The chart to the above is displaying how the emotional response differs based
on the Role that a person is fulfilling within an organization. Is there any par-
ticular role which has a marked negative or positive emotional response when
compared with others? How long does that Role exist within the organization?
Did something related to that Role change recently (e.g., compensation; re-

sponsibilities; ...)?

Answering these questions could help understand the difference between the
emotional responses across the Roles. Cross-checking the emotional response
charts with each other could reveal specific patterns between Tenure, Depart-

ment/Group and Role.
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Adeeperlookatthe decision making processes

This section will illustrate the deeper relationship between all of the collected
metadata, in respect to decision making processes. By relating different charts
it is possible to recognize specific recurring patterns which might reinforce
behaviors that the organization wants more of, as well as behaviors that the

organization desires less.

Who made or influenced most of the decisions...

The following two charts are related to who made most of the decisions ac-
cording to the respondent and who contributed to influence those decisions the
most.

The chart to the left is showing who made most

of the decisions according to the respondents. If

34- me- most of the decisions have been made by the in-
dividual (Me) who reported the decisions, it might
10. colleague- signify that the organization has a high level of
_ autonomy Where every individual is empowered to
82 team-
make decisions. It might also signify a cer-
65_ tain level of anarchy and disconnect from the
manager-
whole.  Instead if they are mostly made by The
2| external- Team it might be a sign of empowerment and
delegation, as well as compartmentalization (i.e.,
73_ o teams work on completely separate matters and
never really share work with each other). It
13 not sure- .
also depends on the meaning that the respon-
0 30 60 102.5

dent put to the word Team, as within each or-
ganization this surely takes on different connota-

tions.

If there are very few decisions made by Advisors/Ezxperts it might signify that the
organization doesn’t rely much on consulting others’ opinion, especially out-
side of the specific cohort boundaries (e.g., outside of a team or department).
If on the other hand there are too many, it might be a sign that the organiza-
tion is very collaborative whilst relying heavily on the expertise of individuals
rather than focusing on growing everybody’s competence. This information
is interesting when analyzed in relation to the organizational culture profile

which is presented later in this report.

Looking at the chart shown below, it displays the distribution of the factors
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B There is a high level of em- which mostly influenced the decision making process. There are three dimen-
powerment, as evidenced by sions: External Advisors, Market and Peers.
a large number of decisions
being made by teams (line
reports) and groups (across
lines, or ad hoc). Managers
and leaders make up a third
large cluster. Individuals make
very few decisions, highlight-

External Advisors

ing a certain lack of autonomy X _' =
or fear of taking responsibil- . :
ity. Additionally the organiza- ‘ . 9
tion seems to be reluctant to . '-.‘. . She
take external advice. ..°. = - - e
a:, .° ° : ° .'.o
o e S *uve
o gi” o .oo oy * o& *%e Y
g $0‘ . L] : > A 2 . ) ..o
P ° o-te ° o0 °
Peer Market

The darker areas identify the highest density of responses, while the shape of
the colors identify the combination of the three factors. The closer the deci-
sions were signified towards one of the three corners, the higher the influence
of that factor in the captured decision (to learn more about how to read triad

results, have a look at ).

A healthy triad would normally display an almost even distribution of the sig-
nificance across all of the three dimensions. In case there is a marked skewing
of the results towards one specific corner (or dimension), it might be worth in-
vestigating if within the organization some of the dimensions aren’t available as
options, probably because of filtering factors or non explicit communication.
The three dimensions are balancing between internal and external aspects that
might influence the decision making processes. A too strong focus towards
external factors such as Market or External Advisors may indicate that the orga-
nization is too much driven by last minute decisions and do not build on the
acquired internal knowledge and expertise. Sometimes this might be a sign
of lack of trust and transparency within the ranks of the organization, some-
times it is just a matter of accessibility of the information. A stronger focus on
the Peers dimension, would indicate, on the contrary, a strong internal focus,
potentially omitting important Market related information, and possibly auto-

referencing behaviors which resist to change as opposed to adapting to them.
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Too much focus on External Advisors might indicate an organization which is
still very young and inexperienced, or an organization which is currently nav-

igating particularly difficult and uncharted waters.

Decision making speed and risk assessment

One of the factors that can be considered a good proxy of organization agility
and resilience is the speed at which decisions are made. There is a strong cor-
relation between the speed at which an organization can make decisions and
their ability to adapt quickly to change, or even recover fast from failure. The
speed is of course not the only factor, as decisions might be made with a clear
understanding about the consequences that might occur if the decisions turn
out to be wrong, or not well thought through. Additionally, another indication
for resilience is the level of distribution of such decisions which we have dis-
cussed in the previous section. If decisions are centralized and made mostly
by Leaders/Managers in a speedy fashion, there is a chance this will not lead to

higher organizational resilience.

The following chart displays the perceived speed of decision making reported

by the respondent during the organizational scan.

The faster the speed, normally the better, provided that the overall emotional

response is more positive than negative (see previous section on ).

If there is a high number of "not sure” responses,

indicating that people don’t know how long it took

right away - to make a decision that affected their work perfor-
o mance, it is probably worth investigating the communi-
cation of decision making throughout the organization.

days- Sometimes poor communication of decisions can be a

weeks- )
tion.

Decision making speed alone isn’t all that it takes to in-

_ critical factor to employee engagement and participa-

forever- . . i le .
crease the way an organization performs within uncertain

environments. Making decisions which are sustainable and

28 not sure-

] ‘ s can be recovered from relatively easily in case they turn

oo
[N
o
N
o

out to be wrong, is also a very important aspect of decision
making. Very often organizations find themselves in the
position to have to repeat, or reconsider certain decisions, and that is of course

increasing the responsiveness of the organization to new threats and changes.
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B The decisions are almost
evenly distributed between
the categories. We would ex-
pect to see a larger number of
quick decisions, and a smaller
number of slow decisions. In
terms of risk awareness, it
seems most of the decisions
were skewed either around
the manageable or around the
significant or critical corners.
Do people have a structured
approach to risk evaluation
and management?

Recoverable at a cost
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So fast is good, but also safe and recoverable are very important characteristics.
The chart on the left is comparing the awareness about the
consequences of the decision with the three dimensions:
Manageable, Recoverable at a cost and Significant/Critical.
This triad allows the respondent to share their awareness
about how much clarity has been shared related to the
consequences of a decision. This relates to risk manage-
ment, and how forward looking and considerate the de-
cisions were made. Notice that this is again the percep-
tion of the respondents, and as such needs to be taken into
account that it might be representing their knowledge at
the moment the decision was made, not exactly what was
considered, if the respondent wasn’t part of the decision
process. Still if there is a strong skewing towards the Sig-

£ nificant/Critical corner it is worth digging deeper into the
overall risk management and awareness about the conse-
quences of decisions. Sometimes declaring decisions with

Critical/Significant consequences is a way to get attention

and priority against other competing decisions (sometimes on budget and re-

sources).

This is of course a potential cultural connotation to be analyzed. Later the
culture profile should allow us to cross-check this information. In particu-
lar, if the culture profile is strongly unbalanced towards the Competing corner,
there is a high probability that the criticality isn’t as high as it seems. Hope-
fully the distribution of this chart is more towards the Manageable and/or the
Recoverable at a cost dimension. A too strong density of decisions signified
towards the Manageable would indicate a very linear and repeatable business
and work environment, with very low risk and variations. Too little focus on
Recoverable at a cost, on the other hand, might be an indication that the or-
ganization is taking too few risks and doesn’t explore enough new and diverse
opportunities. If this were the case, it could be interpreted as a strong factor
against growing resilience. Following the same two charts just explained, in a
filtered format, highlighting which type of risk took longer to be assessed and

the related decision to be made.
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B All approaches to decision
making seem to be used in-
dependently of the situation
at hand and of the urgency
or risk, with perhaps slightly
less Rational analysis than
expected. There is no overall
pattern in terms of approach
and speed.
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Decision making speed and what was needed to make
a decision

The speed of decision making is often related to the way the decision is made.
In case of repeatable decisions, it is likely that organizations develop rules,
policies, processes or rituals, which allow them to make the decisions more

effectively under known circumstances.

In critical situations sometimes it is needed to make decisions without waiting
too long, as making no decision is more costly than making a wrong decision.
In cases where uncertainty is very high, it is necessary to find a consensus
and have everyone’s support for whatever decision has been made. Each of
these approaches may naturally take differing times to complete, with some

depending on the size of the organization whilst others not.

Rational analysis

s
8
.
H
. S
b . *
L )
o® ) oo
I . e .
.'.“ .:. ﬁ.o’.
° % .
° s
. .\ * ° e
L) ¥ 8e o
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&5 * ° o0
. ’ e ® - e
P ® o n° - P °,
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o, ° % oo
8 °NE e o L ° e o e
Decisive action Collaborative conse...

The triad above shows three different dimensions: Rational analysis, Collabora-
tion/Consensus building and Decisive action. These represent three of the most
common approaches to decision making and the combination of the three is

providing enough flexibility to cover most of the cases.
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Rational naiyes Also in this case a healthy triad would display a good distribu-
5 tion across the whole triangle, indicating that the organization
is capable of using different approaches to decision making.
- - S The relationship between this chart and the previously shown
. histogram about decision making speed, needs to make sense

within the organizational context. For example if there are a

I3 E) o s Decisive action Collaborative conse...

lot of decisions which require:

Rational analysis

e Decisive Action, you might expect that there are many
ey . situations which are volatile and critical and that decision

making speed is quite fast.

- _' D e Collaboration/Consensus building, you would expect a
7 \ much slower speed in decision making, as well as many

: » B de Deomweasion Colaporatio conse.. more decisions which have consequences - Recoverable

at a cost.

Fatonal s
[ [ * Rational Analysis then you should expect a decision time
= » probably of at least one day if not longer, but shouldn’t
< - s g exceed one week. In order to visualize better the timing
— : Y with the approach to decision making, on the side you

: o R can find some comparative charts similar to the one in

13 E) Y s Decisive action Collaborative conse...

the previous section.

Rational analysis

13 E) W s Decisive action Collaborative conse...

Rational analysis

0 20 40 625 Decisive action Collaborative conse...
Rational analysis
I
0 20 0 625 Decisive action Collaborative conse...
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B The profiles show a very frag-

mented culture. The outcome
is not surprising, as we know
that Example Client, Inc. has
acquired half a dozen compa-
nies over the last few years.
Despite the large influx of new
values and cultures, little has
been done much to assimi-
late or resolve the differences.
We should also note that the
leadership attitude is spread
across all four quadrants, while
the value drivers primarily re-
side on the bottom part. This
surely creates internal con-
flicts.

Z? ORGANIC agility®

Cultural profile and impact on decision mak-
ing

In this section of the report we introduce the organization cultural profile, and
besides describing its connotations and natural disposition, we are going to

put it into relation with the decision making process as well as the level of

engagement of the respondents.

Overall organization cultural profile

In addition to the information about the speed of decision making, the eval-
uation of the risk involved and possible consequences, let us now analyze the
emotional response and the engagement of the respondents. Engagement is
very important when it comes to resilience of the organization as a whole, as
engaged people who care about the outcomes that they deliver, are also more
likely to adapt to changes and recover from failure autonomously, rather than

waiting for someone else’s intervention.

The decision making processes revealed also the overall organizational culture

profile represented in the picture below.

leader-type orientation effectiveness value-drivers
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The diagram represented is showing the organization culture using competing

dimensions!

e On the vertical dimension the competition is between cultures which
have the need to centralize and standardize (at the bottom) and cultures

which have the need to diversify and value individuals (at the top)

e On the horizontal dimension the competition is between cultures which
are focusing more on internal aspects of the business, so the organization
(on the left side) and cultures which are focusing more on the external

aspects of the business, meaning the market and customers (on the right

side)

Both dimensions are combined and create four quadrants, each of which ex-
poses specific characteristics, and natural dispositions. Organizational culture

is measured across multiple characteristics, the most used ones are the follow-

ing:
Leadership Orientation Effectiveness Value Driver
Facilitating Innovative Collaborative Creative Human development i C it Innovative output
.30
5
300 " .
O ¥
Y. o (i
of oTa
. . .o
-
b -~ . |
oo H
t Vs we, o L
- Sl
. By 5
.é _':
- |
Coordinating Competing Controlling Competing Control and efficiency Competitiveness Efficiency Goal achievement

1. Leadership:
also called Leader Type or Leadership Attitude, indicates the way lead-

ership is lived within an organization. It is referring to leadership as a

capability as opposed to a role

2. Orientation
also called Quality Strategies or Work Attitude, indicates the way peo-
ple approach work within an organization, and how work is defined, as-

signed, and executed

3. Effectiveness

also called Theory of Effectiveness or Theory of Success, indicates the

IThis model is based on the Competing Values Framework (CVF) created by Robert Quinn and Kim Cameron from the university of Michigan in
the late 90s. The model has been used successfully to represent organizational culture in different environments and branches, and has proven to be

valuable to support the conversation and increase the awareness about the culture of an organization.

©2021 All rights reserved to agile42 International GmbH 21



B Most of the positive emotional

responses are related to deci-
sions based on principles, in-
tuition and experience. There
is a negative connotation in
following processes, despite
many decisions being made in
familiar situations. Have the
existing processes been up-
dated following the company
mergers? Are common activi-
ties done ad hoc nowadays?
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aspiration of an organization towards success. It represents the way peo-

ple within an organization believe that the organization will be successful

4. Value Drivers
also called Motivators are indicating what are the values driving people
to do work and come to work. What is the priority when doing work,
what is more important and what is less important should appear within

this characteristic

Every quadrant is then characterized by specific connotations or natural dis-
positions which can be expressed using these four characteristics. Generally,
organizations tend to have profiles which are spanning across all four quad-
rants, but there tends to be one quadrant which is dominant for each of the
four characteristics. When for all four characteristics the dominant quadrant
is the same, the organizational culture is defined as coherent, while if there are
differences, then the culture is defined as incoherent®>. The degree of coherence,
of course, varies based on the distance from the highest density areas of each
culture characteristic: the further apart the centers of each of the character-
istics are, the more the culture should be incoherent, the closer they are the

more the culture should be coherent.

Employees engagement with decision making processes

Within a specific cultural context, expectations about how to do things and
what to value the most are driven by one of the four cultural characteristics
presented in the previous section: Value Drivers. It represents the value system
of the majority of the employees, and with it the way in which employees will
filter information and interpret it. For this reason the emotional response and

the engagement can’t be taken out of the cultural context.

The charts on the left are showing the elements that contributed mostly to the

emotional response in a positive or negative way®.

The charts display the difference in significance between the positive and the
negative response of the participants. If there are factors that contribute par-
ticularly to the negative or positive responses, it is worth investigating them in

the context of your organization’s system of work. For example if there are
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economical, technological or infrastructural implications in choosing one op-
tion over another that could trigger the emotional responses (i.e.: employees
are forced to choose one option even if they think another would be better, or

the constraints imposed aren’t useful).

By looking at all the factors that contribute particularly to the emotional re-
sponse, is there any recognizable pattern? Are they connected to one another
by means of any existing structure (e.g.: process, policy, role/ responsibility ...).
As mentioned at the beginning, consider reading the data within the cultural
context and not isolated as single data points, as the individual charts might

not reveal the whole story.

A positive or negative response might also be associated with who made cer-
tain types of decisions, depending on the underlying culture, and might be a
manifestation of agreement or disagreement in that sense. In order to help
understand this perspective as well, the heat map in the following page should
provide an overview of the way certain types of decisions have been made and

by whom.

The first two rows are showing the type of decision, while the columns are high-
lighting who made decisions (category) according to the person documenting
them. In general terms if people understand the difference between Strategic
and Operational decisions according to what has been explained in the introduc-
tory chapter, there should be a distribution of sirategic and operational decisions

which reflects your organizational operating mode.

2Notice that in case of an ongoing cultural transition, the characteristics might be misaligned by design, as you start working on some factors which

might influence specific changes on one of them.

8The charts that are displayed are the ones that had the highest variability caused by the different emotional responses, showing the highest differences

in significations based on the positive or negative response.
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Strategic

Tactical

T3 Familiar / Usual

T3 Rare / Unusual

T3 Problematic / Diffic...
T3 Need A Balance

T4 Manageable

T4 Significant / Critic...

T4 Recoverable At A Cos...
T4 Need A Balance

T5 Rational Analysis

T5 Decisive Action

T5 Collaborative Consen...
T5 Need A Balance

T3 Familiar Difficult

T3 Rare Problematic

T3 Moderately Familiar
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B Groups or committees make
decisions especially when the
consequences of a decisions
could be critical. On the other
hand, teams seem to make a
lot of decisions in familiar sit-
uations but do still require a lot
of consensus building which is
time consuming.

OCONON=NBAEANMNNMUIINOOOWWOO =
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Rows from three to six are
showing the triad, ”To make
the decision, was needed...”
and highlight: Rational Anal-
ysis, Decisive Action, Collabo-
ration/Consensus building and
Need a balance. The latter
is showing how many de-
cisions needed a balance of
all three other elements, and
there was no clearly preva-

lent factor. If the number of

COCO0O0O-000O0N-0-000 =0 = =
OO0 0000000000000 OO0 OO

such decisions is particularly
high for a category, it might
be a sign of lack of clarity, as
it might indicate that people
who capture the decisions are unaware of what was actually needed to make
such decisions.

In row seven, a bit separated and well highlighted, are the decisions which were
reported to be made in Critical situations. If any category appears to have too
high a number of such decisions, it might be a sign of poor risk assessment
capabilities, as well as poor support in terms of structures and constraints to
make decisions. When associated with a positive emotional response, it might

indicate the need to demonstrate value and promote a specific category.

From rows eight to the end, are showing the familiarity or not of the situation

in which decisions were made.

Remember, that the data captured reflects the opinion of the people who par-
ticipated and are not necessarily the ones who were involved in the decision
making process, so their perspective might be incomplete, however, their emo-
tional response is signifying an overall sense of agreement and satisfaction, or
an overall sense of disagreement and dissatisfaction. As commented earlier
in this report, it might be related to the way a decision was communicated as

much as about how it was practically made.

Another factor influencing the emotional response and the engagement is un-
doubtedly the time it takes to make a decision. Depending on people’s expec-
tations their positive or negative emotional response might be bound to the time
it took to make a decision. Overall the time factor should impact less peo-
ple with a longer 7Tenure (more experience within the organization, and more
balanced and realistic expectations about timing), than people who have had a

shorter time with the organization. The following chart shows how people’s
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Tactical

T3 Familiar / Usual

T3 Rare / Unusual

T3 Problematic / Diffic...
T3 Need A Balance

T4 Manageable

T4 Significant / Critic...

T4 Recoverable At A Cos...
T4 Need A Balance

T5 Rational Analysis

T5 Decisive Action

T5 Collaborative Consen...
T5 Need A Balance

T3 Familiar Difficult

T3 Rare Problematic

T3 Moderately Familiar

T4 Right

T4 Bottom
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B Strategic decisions are ex-
pected to take longer than
operational ones, as they tend
to have a larger impact on the
organization. However there
seems to be a lot of strategic
decisions taking "forever” to
resolve.
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perception about the time it took to make decisions might have impacted their

engagement.

The first two rows show
the difference between op-
erational and strategic deci-
sions, and in terms of timing
you might expect strategic
decisions to take longer and

perhaps be more skewed

o
PO ONODMOON

towards the right side of

=

the heat map, while oper-

ational decisions might be

|

distributed all over the spec-
trum with a tendency to-

wards the left side. A

large amount of operational
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decisions in the first two

columns would indicate that

the overall business situa-
tion is probably quite familiar and you would expect people to be able to act
quickly on such decisions.
Rows three to six, displayed like in the previous chart, what was needed to
make decisions. In this case it is interesting to observe which patterns emerge
when moving from left to right, or from fast decisions making towards more
timely ones. You may expect more of "need a balance” when decisions take
some time to be made as that is a sign of more reflection and consideration
towards the best solution, while faster decisions would probably rely more on
individual factors. Typically Collaborative/Consensus building decisions require
longer to be made, and often are common in problematic situations when people
involved in the decision making process don’t feel like taking responsibility
nor risk, even if it is inevitable. Sometimes these are the situations that lead to
the need of Decisive action on Critical situations, because of procrastination in
rapidly changing circumstances.
Row seven is again dedicated to the Critical situation, which should describe
the amount of decisions needed to be made in situations potentially Critical,
and therefore were probably made fast, and like decisions which were made in
Critical circumstances on the right side of the heat map, if that were the case,
they would highlight the incapacity of the organization to make hard calls and
live with the consequences, or better put, the fear to make mistakes, and not
being able to recover (very low resilience).
From row eight till the end, you should expect the number of decisions to move

from the bottom left where familiar situations are and decisions are probably
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B There are also a lot of poten-

tially critical decisions which
took forever. There seems
to be a disconnect between
the delay and how people un-
derstand the consequences,
which indicates a lack of ac-
countability.

M Individuals and teams seem

to be able to make decisions
much faster than managers
or groups. While groups meet
less frequently and generally
have more internal friction
than teams, it's surprising that
leaders are almost as slow as
the groups. There could be a
misalignment in the decision
making processes.
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made faster, towards the middle of the heat map where situations are rare
and problematic and the time to make decisions would be longer. An exces-
sive amount of decisions in the balanced area could be an indication of poor

capability to assess the situation which might require further investigation.

Decision making speed based on who made the deci-
sion

Another perspective to consider is how respondents perceived the decision
making process based on who made the decision. The chart below shows how
the respondents have qualified decision Depending on the decision maker you
might notice specific distributions of decisions with respect to the timing.

Me Colleague Team

Leader A group Not sure

For example if the decision maker category, Me, has a significant amount of
decisions which take longer than one day, it might be an indication of an over-
whelming load or procrastinating attitude. In case of the Team you would
probably expect a high density of decisions within the Within the hour and the
Within the day options, probably fewer in the Right away as team decisions re-
quire normally collaborative conversations. It is important to pay attention to
any distribution which might not reflect the expected "norm” as it might be an
indication of some hidden impediments. Consider also the other side of the
spectrum: if decisions are taking too short a time to be made, it might mean
that they aren’t properly prepared and reflected, as well as that risk manage-

ment isn’t done properly.

Unmade decisions inventory

Based on the distribution of the decision captured, their frequency, and the

time it takes to make them on an average, the following charts are displaying
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B We see evidence of fast
decision-making, especially in
the "Now and then” category.
There is however quite a high
number of "Forever” decisions,
indicating a potentially grow-
ing inventory and long waiting
times, and there's a real risk
that they simply default.
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the potential inventory of unmade decisions which is contributing to slowing

down the organization, and reducing its resilience.

The decision dynamics chart displays the amount of unmade decisions that
might be laying on someone’s desk based on the speed at which decisions are
made and reported, together with their duration. The darker the color be-
comes for a specific cell in the heat map, the more decisions might be waiting

to be made in that specific category.

As the frequency plays an important role as well, the darker towards the bot-
tom right corner would signify a potentially very high number of decisions,
which take a very long time to be made, waiting for something to happen. In
general if decisions are appearing Offen or All the times it is to be expected that
their time to decide is shorter than a week. The reason for this is that common
recurring decisions should have been somewhat regulated with procedures and
policies, making them faster than others. If this isn’t the case, it might indicate
a low level of standardization, given the amount of repetitions. This might
require further investigations to understand how to support repeating decision
making processes more effectively, or eventually reviewing and improving ex-

isting policies.
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Often if repeating decisions are
taking longer than expected to
be made, it can be due to lim-
ited empowerment and delega-
tion of authority which cause
them to end up on the same
queue with more important de-
cisions, waiting for the de-
cision maker to go through

them.

The following chart displays
how many decisions for each of

the available frequency options

have been captured in an average week during the scan period. It provides

an indication of how quickly the inventory of unmade decisions might grow,

slowing down the whole organization.

always-

often-

Now and _

then

rarely-

not sure-
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The chart displays the average weekly count for each of the de-
cision’s frequency intervals defined. Putting this in relation to
the previous chart, should allow to understand how many de-
cisions with a high frequency are taking longer than one week

to be made.

The chart below shows instead the overall percentage
of decisions which have been made Within a Day, Up
to a Week and More than a week providing a quick
overview of how fast is the organization in making deci-

sions.

More agile and resilient organizations tend to respond rapidly
to inquiry and make decisions faster than the average organi-

zation also because the approach to decision making is more

tolerant in terms of failures.
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14%

10%

13.6%

13.6%

B There is no difference in ap-
proach between strategic and
operational decisions, which
denotes a very poor under-
standing of strategic impact.
As mentioned previously, Ex-
ample Client, Inc. may have a
problem with their strategy or
with how it's communicated,
or the term “strategic” may
simply be misused.

Z? ORGANIC agility®

A more agile approach suggests that people should Inspect &
Adapt rather than trying to make the right decisions the first
time around, therefore starting with the mindset that deci-

sions aren’t meant to be forever allows both to make decisions

right away

hours faster and probably more often too. This is why it is extremely
days . . . .

weeks important to codify the way repeating decisions need to be
months .. . . .

foraier made, as these decisions will occur multiple times and more or

not sure

less standardized approaches provide normally faster response
times and less overall effort. As previously mentioned it is
important to relate the overall speed of decision making to
the assessment of the situation (Familiar/Usual, Rare/Unusual,
Problematic/Critical) and the assessment of the risk, represented
by the awareness of the potential consequences of a decision

(Manageable, Recoverable at a cost, Significant/Critical).

Approach for strategic decisions and operational deci-
sions

Depending on the established internal procedures and rituals, you might expect
different approaches when making strategic decisions vs operational decisions. In
particular the awareness of the impact that such decisions might have can play a
significant role in how people experience the process of decision making. The
following charts visualize the major differences between strategic and operational
decisions.

The charts in the above row are displaying the overall approach towards sirate-
gic decision making, while the ones below are showing the approach towards
operational decision making. Are the differences represented significant? Are
there specific organizational constraints or guidelines which are influencing the
way different decisions are made? In general you would expect less Decisive
Action and Process based decisions at a strategic level, and possibly more deci-

sions helped by Intuition/Principles.

©2021 All rights reserved to agile42 International GmbH 29



T2 (strategic)

Experience

Intuitior7 PTincipIes Process

T2 (operational)

Experience

®e

Intuition / Principles Process

TH (strategic)

Rational analysis

Decisive action Collaborative conse...

Tb (operational)

Rational analysis

Decisive action Collaborative conse...

©2021 All rights reserved to agile42 International GmbH

Kéé ORGANIC agility ®

T4 (strategic)

Manageable
.
.
.
"t
1)
» .
o
.
.
.
3 4 .
o~ e ©
s ¢ . b
e g c.
.
.
. o, .
.
.o . .
Significant / Critical Recoverable at a cost

T4 (operational)

Manageable

Significant / Critical Recoverable at a cost

30



Z? ORGANIC agility®

Factors that influence engagement

The following sections you will find some of the patterns that emerged during
the analysis of your organization and affected the emotional response of the

responders, and potentially the overall employee engagement

The three most influencing factors

Focusing now on the factors that mostly contributed to a positive emotional re-
sponse, the following charts help with identifying patterns which could strengthen

such response and therefore increase employees engagement.
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Controlling Competing 0 35 70 125 Significant / Critical Recoverable at a cost

Based on these charts you can see than a positive emotional response is mostly

triggered by:

* A collaborative attitude towards work, including colleagues and trying to
figure out together how to solve problems. This approach can leverage
the wisdom of the many, and surely provides more safety to the indi-

viduals.

e Decisions with manageable consequences or those which have significant
or critical ones. It might be because of the risk involved and the feeling
of importance, or it might be that assessing decisions with higher risk

makes people feel more accomplishment.

* A collaborative or consensus building approach creates most of the posi-

tive response. While this approach might create more safety and a shared
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sense of responsibility can also be very slow and require a lot of com-

promising.

On the opposite side, let us have a look at how these factors contributed to neg-

ative emotional responses and potentially also to lower the overall employee

engagement.

Manageable

strategic- o

tactical- . Q

se A
F
not sure o se o0

0

9 18 33.75 Significant / Critical Recoverable at a cost

Also in this case, comparing the charts from left to right, can provide signif-

icant insights on how to reduce negative impact to emotional responses and

employee engagement. You can appreciate that:

* A more directive and controlling or competing approach to work creates

mostly negative emotional response. It might be related to the feeling
of being micromanaged or to get overruled. Competition can be a mo-
tivator but when pushed too much further can affect the morale of the

people.

significant and recoverable at a cost consequences are mostly generating
a negative emotional response. Definitely though nobody seems to like
recoverable at a cost consequences, as if the control over budget and ex-
penditure would be the most important thing overall, even compared to

complete shutdown of the organization.

Partially decisive actions. This might be the consequence of decisions
which took too long to be made, and towards the end someone had to
make a hard call, without considering the already committed effort of

others. This is often one of the major causes of disengagement.
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Emotional response towards different risks

One of the aspects affecting the emotional response is often the perception or

evaluation

Colleague

Manageable

Recoverable at a cost

External

Manageable

Recoverable at a cost

of

Team

Manageable

HE 2T I

Significant / Critical Recoverable at a cost

A group

Manageable

Significant / Critical Recoverable at a cost

consequences,

in a word the risk as-
sessment.  Depending on
the organizational culture
there might be different at-
titudes towards risk man-
agement and making mis-
takes, which can signifi-
cantly influence the way
employees engage with tak-
ing ownership and responsi-

bility for actions.

In terms of organizational re-
silience, factors such as au-
tonomy and diversity play
a very important role, to-

gether with the interconnect-

edness of the organizational culture, therefore creating an environment in which

it is "safe to fail” it is very important to foster experimentation and innovation.

Additionally there might be different approaches to risk assessment or even

risk awareness depending on the role that is making such assessments, the fol-

lowing charts compare the risk assessment for the different decision making

roles.

Emotional response and engagement in relation to
compromise

Another dimension that can often create confusion and affect emotional re-

sponse is the one of the compromises. These are almost a natural step in ev-

ery decision or negotiation, as the perfect solution is rarely available. People

might find themselves often in the condition of having to make compromises

which they don’t like. Other times, someone else is making decisions and

goes to compromises which are not acceptable or hard to sustain. Both sit-
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uation can create a negative emotional response and be responsible for lower

engagement in work activities.
B There is a strong tendency to
compromising on resources
against time, and also on

Relationship
Relationship
Relationship
Vs. Time
Resources
Resources
Vs. Time
Time

Trade Off

All Tree

resources, relationships and

£
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i §
gz
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Strategic

time together. This indicates Bl
that Example Client, Inc. pays To rammate ..
T3 Need A Balance
more attention to cost of TS Mnegontle,
ignificant / Critic..
. . T4 Recoverable At A Cos...
delivery (the cost of doing T4 Nood A Galrce
ational Analysis
something) than cost of delay O B
TS5 Need A Balance
(the cost of not doing it, a.k.a. T Rar Problomat
opportunity cost). This focus Temgn

might be appropriate for the
targeted markets, but is def-
initely an impediment when it

comes to innovation.
This heat map is displaying the different types of compromises which were

reported, against the two main triads: Decision Needed...(Rational Analysis, De-
cisive Action, Consensus Building), The situation was...(Familiar, Critical, Problem-
atic) and the split between strategic and operational decisions which is reported
in the first two rows. If there is a high amount of compromises on Resources
vs. Time it might indicate that people feel more pressured to deliver on time
than to save on resources, which might be by design if the organization is op-
timizing for effectiveness and not so much for efficiency. As long as that is a
clear policy there shouldn’t be any problem, otherwise it might be one of the
reason for conflict and low levels of engagement as people feel pushed to finish
on time, even if they would not think it realistic. A high amount of decisions
with compromises on Relationships could indicate that people are focusing on
the goals, and they are willing to compromise personal relationships and po-
litical capital to achieve those goals. Too many of these might be a sign of a
highly competitive culture in which some people are willing to do everything
necessary to advance in their career, and to attain more power (in this case the
culture diagrams should be skewed towards the bottom right corner: Compet-
ing). On the other hand, too few of such compromises would probably hint
towards the opposite direction where many people are playing politics and try
to make sure their relationships are never compromised, at least explicitly (in
this case the culture diagrams should be skewed towards the bottom left corner:
Controlling). This could be also a sign of very strong collegial culture, where
everyone supports everyone else and the relationship capital is considered a
very important part of the personal development. It has been discussed and

accepted that between 50% and 70% of the personal development in organi-
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B It seems that Research and
Development has been highly
affected by compromising on
resources vs. time, more than
any other function within the
organization. This might be
an indication of poor project
management and lack of un-
derstanding of the end-to-end
value stream.
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zations happens through informal networks* or frameworks and not through

institutional learning, especially with adults (in this case the culture diagrams

should be skewed towards the upper left corner: Collaborating).
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Another interesting perspective is offered by looking at the way different deci-
sion making roles, and different reporting roles have seen compromises made
in the decisions that affected them. The next chart shows exactly that compari-
son. Each row starting from the top contains an organizational role as described
in the demographics for your organization, while the bottom rows (after the
white line) are displaying the differences in the perception of the respondents,
who declared who they thought made the decision. You can compare your
organizational roles and check if there are specific roles who are more inclined
in making compromises in one direction rather than another.

As a final dimension it is interesting to look at how compromises have differed
based on the time it took to make a decision. As explained in previous sec-
tions there is a correlation between engagement and the time it takes to make
decisions, as people tend to wait for so long, and then they move on with al-
ternatives. If this attitude becomes the norm, then people would completely
stop to pursue the more appropriate solution they would then focus on what
they can get done under their own sphere of control, leading to things getting
done in a suboptimal way, and possibly missing opportunities for synergies
and integration with different initiatives.

The charts displayed below are representing how the way people made com-

promises might have been affected by the time it took to make the decision.

4 According to the Complex Acts of Knowing published here https://www.researchgate.net/publication/24 1660498 the knowledge and learning ac-

quired through informal networks exceeds by far the one acquired through formal learning structures. In some cases even for a factor 1:60 as even

by assigning people challenging tasks, they will actually be triggered to access knowledge outside of their existing networks, therefore leveraging their

personal connections, or even social media sometimes.
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quick, while more balanced responses when decisions would take a day or

longer. It is interesting to notice how the compromises on Relationships are

taking place. If there is a lot of time needed to reflect on compromising on the

personal relational level, it might indicate that people are generally careful in

non compromising those relationship, therefore the need more time to make

those types of decisions...is that time justified? Or are people trying to act as

collegially as possible and fear to upset colleagues even when that would mean

misalignment with the company goals? These are just some reflection points

that could help you understand how relationship management within your or-

ganization works, remember to look also at the wider cultural connotation of

the organization.
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B A full half of the decisions
are communicated through
group conversation, and this
approach is considered overall
positive. This reinforces our
earlier concern over missing
processes for common work.
Unsurprisingly, people don't
like it when decisions are not
communicated at all.

Z? ORGANIC agility®

How decisions are communicated affects emotionalre-
sponse

Although often the understanding of the context or the acceptance of decisions
which have been made is the major cause of positive or negative emotional
response at the end what also has a big impact on those factors is the way
decisions are communicated...or not communicated at all.

The following chart displays the emotional responses of the respondents with
relation to the way or means in which decisions have been communicated, if

at all.

positive ' neutral m negative not sure

tools— n
announcement - I
a group- .
One to One- ﬂ
no | I
communication

no formal _
conversa...

It is important to observe the media or channel that has mostly negative re-
sponse and investigate if the negativity resides in the media itself or in the way
it is being used within your organization. There are also cultural connotations
that should be taken into account when choosing how to communicate or better

involve people with decision making processes.
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Leadership attitude and impact

One of the factors that we have introduced as an indicator of the organizational
culture is the Leadership Type which highlights the way leadership is lived within
an organization, independently of how it is institutionally defined and imple-
mented. Interestingly enough, the leadership component of the culture is one
of those that can be influenced and used to nurture a more coherent culture.
In terms of culture it is interesting to observe how the leadership attitude com-
pares to the decision making roles within the organization.

The chart on the left is summarizing again the decision mak-

ing spread across the different roles, while the chart below is

M strategic [ tactical [ not sure

visualizing the organization cultural profile for the Leadership

Type characteristic.

3
it
|

Is the Leadership Type reflecting the decision making patterns?

colleague-] If The Team has most of the decisions, it would indicate that

there is a strong collaborative behavior within the organization
and there is an attempt to create more autonomy within groups
manager] rather than individuals, encouraging distribution of control. If
that were the case, the Leadership Type should highlight a profile

external

I-

skewed towards the upper left corner. In case most of the de-

cisions were done by the individuals, Me, then we might expect

a grou
g a culture profile more skewed towards the right of the chart.

ot sure In fact this would be quite typical for culture of Innovation

and Competition as well and possibly the difference between

the two would be visible by looking at the amount of decision
made by a Manager/Leader in combination with the ones taken
by the individuals. The latter would indicate that while there is autonomy,
there is also control, or supervision, placing the core of the culture more to-

wards the bottom quadrant.
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Facilitating Innovative

Coordinating Competing

As noted previously, the
leadership attitude is widely
spread, even if biased towards
Facilitating and also towards
Coordinating. This indicates
very high levels of incoherence
and fragmentation. Again, this
may be due to the many
mergers.

Facilitating Innovative

Coordinating Competing

Z? ORGANIC agility®

As explained previously, each of the different cultural stems have been classi-
fied based on observable characteristics, including: Leadership Type, Orientation,
Theory of Effectiveness and Value Drivers. In this section we are only contemplat-
ing the first one of those in relation to the amount and type of decision made
by each of the decision making roles. In terms of organizational resilience
the level of distribution of decision making and the Leadership Type are very
important. If there is a strong leadership attitude towards control, the culture
would be mostly skewed towards the bottom of the diagram, and that would
indicate that many decisions are either made or reviewed by a Manager/Leader

possibly implying that it will on an average take longer to make decisions.

The cultural connotation suggests also that people would be waiting for their
Leaders to confirm or make decisions, introducing delays in the system. Till
everything works smoothly as usual, this might not have a big impact, especially
if the market your organization is operating in, isn’t demanding for too much
effectiveness (fast delivery of value) and short time to market. On the other
hand though, when things get volatile and more unpredictable, fixed structures
are more prone to break and in some circumstances to render an organization

inoperable.

Resilience for in the con-
16 text of an organization is
referring to the capabil-
12 ity to recover fast from

failure and adapt quick to

3
10
" changes. These capabili-
‘ ties can’t be designed, but
: . need to be nurtured over
: time to increase every in-
. ‘ * ; dividual mental capability

1
me coleagus  teom  manager extornal agroup | not sure to react promptly to unex-
pected changes. This re-
quires distribution of decision making into groups, which needs to be empow-
ered to operate more autonomously. Additionally a certain amount of cogni-
tive diversity should be in place to avoid premature convergence of thinking
leading to suboptimal solutions. For all of these characteristics the organiza-
tion cultural profile could provide significant help acting as a leading indicators

in many circumstances.

To have a glimpse on this last point, the following charts are comparing the
speed at which decision were made, with who made them in relation to the

Leadership Type cultural profile. Starting with decisions which were made Right
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Away and moving on with decisions who took longer, observe how the culture

39 right away-

profile and the decision makers change, to have a better understanding of your

hours-

organizational culture.

38 days-

50 weeks-
38

months-

forever-

28 not sure-

o
n]
S
s
5

62.5

B Individuals and teams tend When decisions are made really fast it is to be expected that there is a strong
to decide much faster than percentage on the Me: individual level as it doesn’t require collaboration, and
groups and managers. The surely not consensus building. Still people might consider asking colleagues
overall leadership attitude for confirmation and validation as a collaborative approach. In this cases the
is spread over all four cul- Leadership Type might look neutral around the center of the diagram or slightly
tural quadrants, inherently skewed in one or another direction.

introducing  conflicts and
possibly the need for building
consensus and making com-
promises, both of which are

time consuming.
When looking at decisions

Facilitating Innovative

28 which were made Within

the hour you should prob-

21 ably expect more collabo-

ration meaning more in-

i volvement of colleagues

and therefore a higher per-

. centage of decisions for

The Team as a decision

I making role. As a con-

e co\league team manager extemal a group notsure Sequence [he Culture pro_

Coordinating Competing ﬁle Should appear more

markedly skewed towards the top left corner, displaying a leadership attitude

right awey - towards facilitation. It isn’t after all so unexpected to see more people involved
hours when decisions take longer to be made, but you should be aware that this isn’t
days- a general rule and with good practices in place even group decisions when
—_— properly focused can be executed fast.

months-

forever-

28 not sure-

o
n]
S
s
5

62.5
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Innovative

Coordinating

Competing

-0
me co\league team manager external agroup notsure

2? ORGANIC agility®

Moving towards the de-
cision which were made
Within the day you might
see more uncertainty emerg-
ing, both on the roles in-
volved in make the de-
cision and in the cul-
ture profile, which will be
probably moving more to-
wards different but ex-

treme places. The compo-

nent of collaboration or potentially rather involvement should still be high, and

what causes the delay in these cases might be the situation® or even the lack

of proper rituals to support such decision making processes. Sometimes it is

just very difficult to get all actors together and decisions are delayed and often

rediscussed instead of committed®.

20
-15

13
-10
I —5
-0

e co\league team manager external agroup notsure

Moving on to decision
made Within the week you
should probably notice a
lot more of uncertainty.
This would be noticeable
by no real dominant deci-
sion making role, and pos-
sibly a very high num-
ber of N/A indicating that
the respondent were un-
sure about who made such

decisions. This is interest-

ing because it can be taken as an indication that the ownership of some of those

decision making process was unclear, or that they have been poorly communi-

cated. Either way the fact that they took nearly a week it is worth investigating.

The culture profile might highlight a different type of culture from the one that

enables people to make decision faster, indicating a possible sense of discom-

fort in making decision within a different value system.

5Remember to check the distribution of the situations introduced on page 7.
Problematic/Difficult it could be reflected here.

If there is a large number falling into the Rare/Unusual or even

6Remember to check this agains the expected consequences of a decision, introduced with the topic of risk management on page 15.
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The last two cases with de-

12 cision making time which
took over one week, are

-9 hopefully quantitatively ir-
relevant.  On the other

" hand they can serve as ex-
treme examples strength-

3 ening the hypotheses for-

mulated above. The level

of uncertainty should be

me external agroup not sure

definitely very high and
the amount of N/4 should
reflect the same lack of ownership expressed before of the lack of communi-
cation and involvement of all the constituencies.

Hopefully understanding all of these patterns and how they are reinforcing
each other in some situations will help you understand better how your orga-
nization operates, and possibly provide valuable insights on what to experiment
in order to improve the flow of work and increase your overall organizational
resilience. Normally it is a good thing to start with engagement as if that is miss-
ing it will be very difficult to sustain change without a continuous injection of

energy and time.
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Appendix A: Methodology

SenseMaker® provides “near real-time” mapping of individual opinions, attitudes, perceptions and motivations that allow

for both adaptive project management and knowledge generation for effective organizational change and policy formation.

"Naturalizing Sense-making” is an approach developed by Cognitive Edge (Dave Snowden). The sense-making method
draws on self-signified micro-narratives to understand the evolutionary potential of the present in order to provide stim-
ulus to those behaviors that are beneficial and to modify those that are unfavorable. A self-signified micro-narrative is a
short personal story that a respondent tells as an answer to a prompting question - a question related to the issue being
analyzed. The story is then categorized by the respondents themselves by locating their story within triangles (or other
shapes, or sliding scales) consisting of broad variables (for example, with relation to law: revenge; deterrence; and restora-

tive/reconciliation).

Gathering a large number of these micro-narratives and running them through the SenseMaker® software enables the
creation of a map of clusters of common narratives. Through the examination of these clusters, insight can be gained
into the specific attitudes, perceptions, or motivations concerning the question being analyzed. Most importantly, it is
able to detect "weak signals” (small clusters or outliers) and allows for examination of these specific narratives for identify-

ing if there are nascent potentials that need to be stimulated i.e. farmer-led innovations for contending with climate change.
This tool thus allows for both an examination of dominant behaviors and emerging trends.

Based on the analysis of the clusters, organizations are not only able to assess the quantitative data but also the qualitative
data through a direct sampling of the narratives. This is proving to be a powerful tool for aiding decision-making in

complex working environments. The next few pages depict the format that the questions take i.e. story prompt, triads,

sliding scales or ”dyads”, and stones.
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Appendix B: Analysis of the significance

Following some guidance on how to read and interpret the signified data, which are represented in this report in various

graphical formats.

Triad Signifiers

Triads are designed to provide a space for the respondent to indicate a
higher level meaning to the story they have told, by considering how
their story sits in the balance/tension between three concepts.

You will see how people have indicated their experiences sit across the
concepts - each ”dot” indicates one person’s story. When analyzing
these signifiers, it’s just as important to look at the gaps and the "outlier”
responses, as much as the dominant clusterings as these can represent

spaces for innovation of adaptations in practice.

In the Pulse-specific handbooks you will find dedicated analysis sections

on each triad featured in the Pulse, along with suggestions for what dif-
Centre
ferent patterns might mean and what further questions might be useful

to ask.
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