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FROM HIERACHIES TO CIRCLES

A change of habits & way of working of 5000 people

Rekha Priyesh & Ulrike Josefa Rasch | Accenture Business Agility | April 2023



AGENDA




Part 1

Start small &
experiment




Spread, grow & lead




Part 1

Start small &
experiment




Beginning

of 2017

Five ambitious agile
coaches...

... asked themselves a
question:

> Copyright © 2023 Accenture. All rights reserved.



Unsuitable

Structure

How do we leverage our
agile expertise to stay
ahead of our competition
while being part of a
traditional consultancy?

Copyright © 2023 Accenture. Allrights reserved.
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Advisory: thd

Enablement: tbd

Agile lead

Vision / Strategy
Contracting /
Legal

Offerings

Sales

Classroom Training
Jump Starts
Training Exec
Trainings-
Specials

/

Capability Dev
Education p
Counseling
Trainer-Path

A\

Capabilities

Business Ops

Marketing: Phil

PMO: thd
Internal tools

Cl / Brano
Newsletter
Conferences

Agile Project Management : tbd

Agile BA - tbd\\,\

Agile Culture - thd

Distributed - tbd

Recruiting: tbd

We started to do what we had learned for so long and
came up with a classical Org-Chart

Interlock

- Job Ads
« Hiring
« Uni Teams

SAP

Testing

Dev

Strategy

Digital

H&PS

PRD

CMT

FSI

RES

Agile Testing - tbd

Agile Tooling - tbd

Assessment - tbd

Agile Basics - thd

Agile Toolbox - thd

Germany
Sud /Mitte /
Nord

Austria

.. Failed but we continued to dig deeper

Switzerland

Copyright © 2023 Accenture. Allrights reserved.
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Lack of

Offerings

... as onhe of the biggest tech
consultancies in the DACH
region, we were not known for

agile expertise, nor did we have

suitable offerings

> Copyright © 2023 Accenture. All rights reserved. 10



Lack of
ollaboration

1 ... Agile expertise was
| widespread in silos,
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... another problem

was the lack of an
internal “safe space”
to experiment and fail,
and for that the lack of
a joint identity and

]
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S0, we took a step back to check what we (actually)
wanted to achieve and defined four design principles

Flexible and market- Objective driven
oriented structures Collaboration

Creating Intrapreneurship at all levels

a3/

Distributed
leadership &
decision principles

Transparent and
defined flow of requests

Copyright © 2023 Accenture. Allrights reserved.



NEW YORK TIMES BESTSELLER

Measure

What
Matters

OKRs - The Simple Idea
That Drives 10x Growth

e

. MW YORKN TIMESNS BESTSELYD

When researching, we faced
many excellent (but quite)
heavy frameworks...

iversity Latest Magazine Ascer

HOLACRACY

... and decided to pull & plug

what works best for us! Competitive Strategy
The New
Management System
for a Rapidly Accelerate!

Changing World by John P. Kotter

This Photo by Unknown Author is licensed under BY-SA-NC



https://briggs.id.au/jour/2020/10/reinventing-organizations-an-illustrated-invitation-to-join-the-conversation-on-next-stage-organizations/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://sergiocaredda.eu/inspiration/books/book-review-measure-what-matters-by-john-doerr/
https://creativecommons.org/licenses/by-sa/3.0/

We went for a network structure that would enable us
to innovate and adapt as needed

First Step: organize our people into purpose-driven and self-organized circles

) .

Henry Ford “Why is it every time | ask for a pair of hands, they come with a brain Our aim was to install a “Living Network organization”... which is characterized by
attached?” distribution of power with an integrative decision-making process.
1. PURPOSE 2. ROLES 3. DECISION MAKING 4. PROCESSES

Each circle has defined
accountabilities, specific role
definitions, and
responsibilities.

Decision-making power Is where All processes are stored
know-how lies — thus, in each centrally for maximum

Every circle needs a business
purpose and goal; they are free

Circle. They act as their own transparency and efficiency.
businesses.

In how to reach It.

Copyright © 2023 Accenture. Allrights reserved. 15



We developed a specific Circle pattern to form our

Coordination Circles
@ Decision-making circles and therefore
virtual and non-operative.

& Service Circles
Q& .Q? Supporting other Circles to be more
effective in their added value.

(Super-) Circles
Purpose-driven capabilities and/or business

units.

Business/ Account-Circles
Generating direct customer value and
delivering results directly to the client.

network organization structure

I Direct Value Chain

Indirect Value Chain

I Value Chain Support

$
5 %
% 0 T 3
% Q = o
v c O o <
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Our first version was embraced well and we did not
stop with that, rather continued to evolve

Delivery i Aai Y,
: i gile % Z Client
L JASAP ; BAL o
Business . =~
J—— P ., .-""'E)rgani.-."":_ Associated CUSTOMER Client.
{ Market i { zational Capabilities : “ 7
i Advisory Maker: & & Develc;p- i\ Capa-
5 .. Central R oA ‘o.-.'.r"rl.?.':]".‘..,o' ....‘.. ................ ...‘. e, 5 (‘,apa_ .ities
Tt Services { R :
............... i Recruiting : i Agile
s < K {41 Testin
. % Coordinatio , . : =
{ Admini- i ZT S EEEEET g e .
; stration  ; B PRODUCTS X ENGAGEMENT
o e Accountables e , + SERVICES

PMO
STEWARD

CIRCLE

oD

' Living
Circles

COMMUNITY

i Transfor- 3
L mation

EMPLOYEE

Living Agility > Solutions 1Q ) Business Agility

> Copyright © 2023 Accenture. Allrights reserved. 17



We developed a Circle Implementation Roadmap to get
new circles started

Setup governance structure &
meetings and regularly assess

Define Sub-Circles and roles with a
the maturity

clear accountabilities to be effective

Identify your community ,

Set-up collaboration space ! _
@ & circle members by e.g.

(e.g. Confluence) & team _
y Self-Selection workshops Define regular meetings for
/I operational & coordination of
/ ‘o work and communication.
/ d IR
7/ \
/ \
/ AN Use Jira to illustrate work
) \ transparently (Kanban)
’ Define Purpose & get buy in
What do you want to do?
e Where do you want to go? A -
_________ - Who would support it from leadership? T T

Copyright © 2023 Accenture. Allrights reserved. 18



Step One is common collaboration space

I--- £ Confluence Spaces v People

& Confluence

v 03 ABA LifeCycle & Circles

v ABA Community LifeCycle .
N , Exchange Circle
* Community Life Cycle OKRs

» Exchange Circle

» Organisational Development Circle Purpose Table of Content

» ABA Convent 2022 Our purpose is ... On this page you will find...

We want to support ABA to grow together to a community. Our Main focus is divided in 4 pillars e Purpose
Anile Coachi e . . . - - . . . . e C(Circle members
> Agile Coaching Circle 1. Provide Platform and infrastructure for knowledge Transfer & Experience Sharing (e.g. with Exchange Calls) N .
5 - 3n e ahle s e Something that makes us specia
S = e = 2. Culture support to be able to grow together )
v ABA Customer L relLycie - o o a - - o ) e Meetings
3. Support transparency inside ABA (Cross Circle Exchange) Cont ’t_
- e Contact us
» 01_OKRs 4. Community Events
s 02 Regular Calls Furthermore we support to build up and strengthen the ABA & Friends Community

[
w
c
"
| -
G
c
[+
i
~
J
wvi

We u s e C o n fI u e n ce ) M:‘c‘\vcc 'C;ﬁceot Circle members Something that makes us special
O ——

Usually the circle structure is including the accountables , driver etc

» New World Working Space

[ [ ] [ | _ ) - .
to visualize our circle .
« Current Role Demands

» 05_Cold Calling & Lead Generation

structure, their

Archive older than 2022

We as Exchange-Team decided in 2018 not to follow this concept as we

successes of this circle. What is important to us to be able to live this

e We share all information don't decide for others if they are are
e |nitiative - suggest your topics or brainstorm them together wit
o Mutual support and herizental working

» 06_Work in Progress
urpose, process &
, » Kick Off - ABA Employee Lifecycle FY2

» ABA JumpStart

ro I e s > ABA People Development

» ABA Incusion & Diversity

-

Meetings

> 01. Engagement LifeCycle OKRs Once a week on Wednesday 17:00 - 18:00
> 02 ABA PMO Circle cenrerence rong v
03. ABA Engagement Circle
» 03. ABA Engageme C Contact us
» 04. ABA Bench Circle
v ABA Preducts LifeCycle by sending 2 mail to...
* 00 Kickstart new products- how to cre Mailbox
» 00 Operating Mode Distribution list

» 01 Templates
» 02 Lean Portfolio Management

» 03 Product Areas

> Copyright © 2023 Accenture. Allrights reserved. 19



We use Kanban
boards In Jira to

manage our circle
flows as e.g. sales
hiring pipelines

€ Jira Software

ABA Hiring Beard

Kanban board

QUICK FILTERS:  Waiting for 1 Week

FUNNEL 2

v On hold 8 issues

SHP-1858 '
Rebecca E.

S 9 9
momom

<]
<4

srarearerecne

SHP-2072
holpi (durch mLehner)

05/Nov/21
None
None
v

sesaresresee

v Extemal 3 issues

v Internal 7 issues

Dashboards v

Making work transparent

Projects v Issues v Boards v Calendar Create

To be Ranked by Stewards Ranked by Stewards | GTB | Germany

IN SCREENING 1

SHP-2251
Swati Maderna

SCREENING DONE 1

SHP-2504
Betil K

N
N

AL
N
Y
N

S 9 O
m m m

<]
4

srareareresne

SHP-2566
Kumuda G

None

Alexander Boeser

none

M=

seasanane

WAITING FOR TI DATE 1

Switzerland

(&)

TI SCHEDULED 1

SHP-2562
Miriam F.

15/Feb/23
Manish Kumar Geel

N

TIDONE 5

SHP-1953

Eloise M
11/Aug/21

Anton Podokschik

None

gv

revraveavenense

SHP-2221
Katharina Gensert

05/Apr/22
Nikolaus Mersits

M=

SHP-2272 ﬁ

Deniz Saglam

Austria | Atlassian candidates Product Coach | Only My Issues

WAITING FOR PED DATE 2

SHP-1985 '
Christian T

03/Sep/21

Philipp von Bentivegni

No

INONe

gv

srarearerenne

SHP-2490 a
.

AlbertoR

01/Nov/22
Katharina Reitenauer

None

M=

srareanas

PED SCHEDULED 0

PED DONE 2

SHP-1970 ®
Shree K
20/Aug/21

Nikolaus Mersits
02/Sep/21

gv

srearearerenne

SHP-2117 ﬁ

Amelie Amend

21/Jan/22
Nikolaus Mersits
01/Mar/22

M=

STEWARDS REVIEW 1

SHP-2560
Maria A

26/Jan/23

Manish Kumar Goe

03/Feb/23
=

© Jira Software

WAITING FOR CAND... 2 Release...

SHP-1888

Verena Schreiber
None

Susan Roy Balummel
29/Jun/21

L 4

SHP-2138

Torsten P.

None

Philipp von Bentivegni
27/Jan/22

gv

seasarasresee
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Making Events calendar accessible to everyone

© Jira Software

© Jira Software

Dashboards v Projects v Issues v Boards v Calendar Create

Search Q  Quickfilters v Conditional colors v Clear all Month v £® Add Calendar ~ 0]
< > Today October 2022 Hide wee (@) e Agile Basic Trainings
Sun Mon Tue Wed Thu Fri Sat & Agility Health
CARS Trainings
pone (8] TROR-1155 - UBS Agile Coach Basic Training 29/30/09 Conference Calendar
e uUse e caienaars @ s
Kanban Trainings
- - 2 Lean Change Manage...  ***
Lego eoe
I n J I ra to p I a n a n d - = 3 4 3 ° 7 S Management 3.0 Traini... *+*
oone (o] TRe oone (B) TROR-1159 - UBS Scrum B SAFe SPC Trainings
- oo o 7 5 oy 02 |
O rg anize. e g
, | |
42
common events S
| | |
and client trainings - : .
oo O
pone (@) TROR-1002 - ABA Jumpstart - Jira Basic oone (o] /2 SAFe APM @S2 !
11102022 DONE (8] TROR-1137 - CARS Training at GeFa in Berlin (12.-20.10.2022)
ff DONE (@] TROR-1145 - Agile Basics @SAP (Client Training) 18.-10.10.2022
We o e r pone (8] TROR-1128 - ABA Jumpstart - Jira for Scrum
Master 12.102022
44 23 24 25 26 27 28 29
oone [o]
one (8] TROR-1061 - Bl Kanban Practicioner pone (B TROR-1138 - CARS Training at GeFa in Kronberg (25.-27.10.2022)
s o ~
45 30 3

pone (8] TROR-1049 - PSPO 2022-11-2.-3 & 7.12.2022 Dentsply Sirona I; (English session)
pone (B TROR-1149 - PSM for Wien Impfteam (account) - 02403 Nov

Copyright © 2023 Accenture. Allrights reserved.
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Visualizing our common goals

We use a plugin in
Jira to visualize,
manage and align

our goals
(Objectives & Key
Results)

P Jira Software

The hasting pravider will be performing maintenance on the IES Jira and Confluence. Because of that you will not be able to access Jira and Confluence an Saturday, 04/03 from 08:00 to approx. 10:00 CEST. Please save your work and hokd off on

EEE © Jira Software Dashboards ¥ Projects ¥ |ksues ¥ Boards ¥ Calendar UpRaise ¥ Create

. Objectives & Key Results

Q Summary Browse Hicrarchy Cycles Manage

Fiter

B8 +

=
v Tean
-\/
ol
0 ZoomQOut Zaamin
@ "Awe-tuw Menger J @ Mae-tew Nerger 7
[Technology] By Implemanting inno [Teohnology] Attraot, retain and inte
vative, (lighthouce) tsohmology to... grate dverce talent %0 make Teohn..
() | caoeso | () ==
M2ss 32455
“ Q Utie knsfs nch -
[CIE] Objective & Esoome 2 recrut {CIE] Objective &: Create 2 moonciar
ng ctar ampioyee brand
Wit w.e
Q el ke T Q A b stace roe anasens
mATS 13597
| T — Q
[CFO] Ctjoctive 7: Inctall cuting od {Cloud Infractructurs] Objeotive 7: |
o2 thought lsacderc nctall outting adge thought leaders
Q " 9 .

% 323.79%
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... and our outcomes after embracing the new structure

- T
‘ R (Y]

v -
3 . :

Siars iwmy . .
Sriec tesenie -
IETEAR | BBl 11
T~ CUL .
=1 ) . N

i

'
Ld " “?

s ’
>
: ) o/
= e | >
> ’f.n-l -’V/
- y [ 4
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-
¢ 1
»
L3
n,t
:

New Revenue Streams

>
accenture | oLl

ons®
THE HIDDEN
POWER OF SAFe
PIOBJECTIVES

Designed to help RTEs, Teams &
Business Owners

k. accenture | solur ons@®
Virtual PIP

Experience for

Business Continuity

Virtual PI Plannings will make companies
fall or soar

>
accenture | SOLUTIONS

oy ®

“ Aglle Coaching -
A Practical
Framework

Implementing Lean Change through
Coaching

>
accenture | SOLUTIONS @

Aglle Delivery Management
: o Unlock
wedhue laaircs® " Business
}*ﬁ Agility

Mastery of Agile Contracting can avoid
losing money

Find the latest of our

community news and
shared experience on
our website and Agile
Amped Podcast

pr -3 e N-|

The Busine;s Agility Report BUSineSS
Agility
Report

BUSINESS . - Five
Mgz & Common
BITE Hurdles

o 2K+
.@ Specialists in Accenture’s Atlassian Global
20+ ® emmm \.,_,. community
Seasoned Atlassian = =
Passionists
2
Holistic Services
¥ Operational \‘ ﬁerwces offering including
5 \ \licenses
I \‘ \‘
q q ! 1 1
Global Strategic Atlassian 1 1
Partner with strong @ 1 :
Vendor Relationships "I 1 Delivered 1k+
\ II,Q ,’ hours of training for the
\ ~ .
\\ ‘\ Tool Set-Up & Role-Specific ll\:’, EEEIEES
\ \\ Configuration Enablement ,"3 -
L \ S @
: ) \ 2 Q" 4
Delivered Atlassian Clou \ g ,\O V2
Migrations in various @ »‘) ,/,

Industries ~ ~

-

Expertise and hands-on
experience on a variety of
Plug-Ins

enterprise clients
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Part 2

Spread, grow
& lead




We defined a Change Acceleration Compass to scale
our agile circle approach from 150 to 5000 people

EY

Operating
Model
Business Business

Strategy Results

52

1. PLANNING 2. COMMUNICATING 3. CO-CREATING 4. MEASURING
Change Management Plan: Our Sprint Approach: Change Network: Change Tracking:
We defined 100-day plans We followed a sprint-like routine We built a network of Change We measured various OKRs to
iteratively with specific change to regularly provide the SPOCs across our Circles to continuously improve our
activities for the upcoming community with hot topics spread and amplify key change efforts
three sprints every 4-6 weeks messages

> Copyright © 2023 Accenture. All rights reserved. 25



However, the key design principles were the ones that
creatled identity and intrinsic motivation among our
people

1 Content-driven: To carry our change into all circles, every of our internal
communication pieces was related to our Manifesto

2

Relentless Storytelling: We run a unique and engaging internal N &g;

brand & design and stick to it with everything we do - CIE LEARNING BOARD -

3 Make it stick: With the help of self-paced learning boards, we
ensured no employee was lost during the change

We do the unexpected and
Inspire our people by being unconventional |
(organizing exceptional community events & speakers)

> Copyright © 2023 Accenture. Allrights reserved. 26



Business Circles own their Businesses,
create a Home for their People

More agility, higher speed to market, greater customer
value

We created a flexible structure organized around internal service

packages and not people’s profiles to be more responsive to new
business demands and disruptive change.

We empower everyone to take the “Driver’s Seat.”

Every circle owns its business E2E and creates its own community
and culture and, eventually, brand

Every Circle provides E2E services from strategy and
> advisory to engineering and operations

Marksting

FS

Switzerland
Germany

Copyright © 2023 Accenture. Allrights reserved.
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Outcomes you achieve when you implement a living
network organization at this scale is astonishing

”———_——~~§
—
- -~

- Coordination: Market Dynamics,
not Commands

Freedom to Act: Connectedness _
with purpose over full Alignment

Decision-making: Fit-for-Purpose
over Bureaucracy

Mental Presence: Preparedness
over Planning

//”" ‘\‘\\

| Operationz |

\\\ ///

/ Commsa. \ ; \

e [ Initiatives

\Marketing/ . ‘~, Inetintse. ;’

e g Switzerland Vi
Germany

AN

Circles

Resource Usage: Purpose-driven,
not Status Orientation

Performance: Humanization over
Duty Fulfillment

Austria

Governance: Leadership over
§ el Management

Responsibility: Circles, not
Departments

Ruzsziz | Assetz |

Recognition: Sharing, not Self-
centricity

Transparency: Information Flow
over Power Accumulation

Orientation: Relative Targets over

Success: Fit over Maximization L
top-down Specification

> Copyright © 2023 Accenture. All rights reserved.
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HUMAN RESOURCES GREATERTHAN

SCAWARDS AWARDS

2020 Together. Greater Than Ever.

Winner 2020

This is our journey! In keeping with the nature of a journey,
we have not reached the end, and we don't want to.

Living agility network founding members:

Marcel Spillmann Alex Birke Philipp von Bentivegni Jan Engelberg Dominik Elsbroek

Thank you!

Rekha Priyesh & Ulrike Josefa Rasch | Accenture Business Agility | April 2023
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