Home / Insights / Perspective

02

Agile Isn't the Strategy.

Speed is valuable. Direction determines whether that speed matters.
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For more than two decades, organizations have invested heavily in becoming more agile.

Teams were reorganized. Product owners were appointed. Backlogs replaced lengthy
requirements documents. Quarterly releases became monthly, weekly, and sometimes
continuous. Stand-ups, retrospectives, Pl planning, velocity, story points, and delivery
dashboards became part of the operating vocabulary.

Much of this has been valuable.

Organizations learned to shorten feedback cycles, improve collaboration, expose delivery
problems earlier, and respond faster to changing requirements.

But somewhere along the way, an important distinction became blurred:

Agile is a way of delivering work. It is not a substitute
for deciding what work should matter.

An organization can become extraordinarily efficient at delivering initiatives that have limited
strategic value.
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And when that happens, faster delivery does not solve the problem.

It accelerates it.
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01— Delivery performance is not business
performance.

A delivery organization may be able to demonstrate impressive metrics:

e velocity increased;

e release frequency improved;

e backlog throughput accelerated;
e cycle time declined;

e sprint predictability improved;

e automation increased.

Those are useful measures of the delivery system.

But executives ultimately need answers to a different set of questions:

Did revenue improve?

Did cost decrease?

Did customer experience materially change?

Did operational risk decline?

Did employees become more productive?

Did the organization gain a capability it did not
previously possess?
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If those outcomes cannot be connected to the work being delivered, then delivery
performance and business performance have become disconnected.

A perfectly executed sprint can still produce something the enterprise did not particularly
need.

02 — The backlog should not become the
strategy.

Backlogs are excellent mechanisms for organizing work.
They are poor substitutes for strategic choice.

Over time, enterprise backlogs can accumulate hundreds or thousands of requests
originating from business units, technology teams, regulatory requirements, operational
issues, technical debt, customer requests, and executive initiatives.

Every item may have a legitimate reason to exist.
That does not mean every item deserves equal organizational attention.

Without a clear connection between strategy and execution, prioritization can gradually
become a negotiation over urgency rather than a decision about value.

The organization begins asking:

What should we work on next?

when the more important question is:

What outcomes are we trying to create—and which
work contributes most directly to them?

That distinction changes the nature of prioritization.
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03 — More output can hide less progress.

One of the paradoxes of modern delivery organizations is that activity can increase while
meaningful progress remains difficult to see.

More releases.

More features.

More stories completed.
More automation.

More dashboards.

Yet executives may still ask:

What changed for the business?

This is not necessarily a failure of Agile.

It is often a failure to connect three layers that should operate as one system:

Strategy - Investment - Execution

Strategy defines the outcomes that matter.
Investment determines where scarce capital and capacity will be placed.
Execution converts those investments into measurable results.

When these layers become disconnected, teams can execute extremely well without the
enterprise moving proportionately forward.
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04 — Strategy must create the boundaries for
agility.

Agility works best when teams understand not only what they are building, but also why
the organization is investing in it.

That requires leadership to establish clear boundaries.

What outcomes matter?

Which customer problems matter?

Which capabilities are strategically important?

Which risks must be reduced?

Where should the organization deliberately not invest?

This does not mean executives should dictate every feature or backlog item.
Quite the opposite.

Clear strategic boundaries give delivery teams greater freedom to determine how outcomes
should be achieved.

**| eadership defines the destination and
constraints.
Teams determine the best route.**

That is a much more powerful form of agility than simply increasing delivery velocity.
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05 — Funding should follow outcomes, not
organizational boundaries.

Traditional organizations often allocate funding according to departments, projects,
applications, or annual initiatives.

But customer and business outcomes rarely respect those boundaries.
Consider something as simple as reducing the time required to onboard a new customer.
Achieving that outcome might involve:

e customer experience;
e digital channels;

e identity;

e security;

e compliance;

e data;

e APIs;

e |egacy systems;

e operations;

e analytics.

If each area optimizes independently, the enterprise can improve several components while
the overall customer outcome barely changes.

Outcome-oriented execution asks:

What combination of capabilities must change to
produce the result?

Funding and delivery can then be organized around that result rather than around isolated
systems.
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06 — Technical work must also have strategic
context.

Not every valuable initiative produces an immediate revenue increase.
Organizations must invest in:

¢ resilience;

e cybersecurity;

e architecture;

e technical debt reduction;
e platform modernization;
e observability;

e developer productivity;
e regulatory compliance.

The mistake is not investing in these areas.

The mistake is treating them as disconnected technical activities whose value does not
need to be articulated.

Modernizing an engineering platform may improve:

deployment frequency - developer productivity - time to market

Reducing technical debt may improve:

system stability —> fewerincidents - lower operating cost

Strengthening cybersecurity may improve:

risk posture - resilience - protection of enterprise value

The connection may not always be financial in the immediate term.

SANPAV PERSPECTIVES e sanpavinc.com Page 8



But the connection to an enterprise outcome should still be visible.

07 — Measure the flow from strategy to outcome.

Organizations need delivery metrics.

But they also need a line of sight above them.

Strategic Outcome
v
Business Objective
v
Investment / Initiative
v
Capability Change
v
Delivery Work
v
Operational Measure
v

Business Result

Now velocity, cycle time, release frequency, quality, and automation have context.
They tell us whether the delivery engine is functioning effectively.

The higher-level measures tell us whether the engine is moving the organization toward the
intended destination.

Both matter.

They simply answer different questions.
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08 — The goal is strategic agility.
The most mature organizations are not merely good at Agile delivery.

They are good at changing direction when evidence suggests that their assumptions were
wrong.

That requires something beyond delivery agility.
It requires strategic agility.
The organization must be able to:

e Set direction.

e Translate direction into investments.

e Translate investments into measurable outcomes.
e Observe evidence.

e Learn.

e Reallocate.

e Stop work that no longer makes sense.

e Scale work that is producing value.

Strategy -~ Execution - Evidence - Learning - Strategy

Agile delivery becomes one component of that system—not the system itself.
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The SANPAV Perspective

Organizations do not need to choose between strategy and agility.
They need to connect them.

We believe strong execution begins by establishing a clear line of sight:

Agile practices can make that system faster.

Automation can make it more efficient.

Al can make parts of it more intelligent.

Modern platforms can make it more scalable.

But none of those capabilities determines where the enterprise should go.
Strategy provides direction.

Execution converts direction into progress.

And measurable outcomes tell us whether that progress actually mattered.
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The question leaders should ask

Not:

‘ How Agile are we?

Not even:

‘ How fast are we delivering?
But:

How effectively are we converting strategy into
measurable outcomes?

That is the measure that ultimately matters.

Move from delivery velocity to strategic
progress.

SANPAV helps organizations connect strategy, investment, transformation, and execution so
that delivery capacity is directed toward outcomes that matter.

Start a Conversation -
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