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DT as a Strategic deterrent for a company

DT can act as a Strategic deterrent for a company

• Badly written mission critical application(s) 
• Don’t scale well
• Resist updates
• Can’t be rewritten or replaced easily

Examples 

• Insurance company
• Perkins (UK)

Many large DT Organizations have a few of these applications laying around
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Challenges

• While DT organizations are delivering higher efficiencies and driving innovations in the 
Organizations faster, the challenges are also increasing at a breakneck speed. These include

• Information security
• Support and implementations of diverse array of applications leading to 
challenges of building digital thread

• Establishing Authoritative Source of truth
• Replacing ageing infrastructure and applications
• Continuous drive to reduce costs
• Finding, training, mentoring and retaining skilled resources
• Building effective teams
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Meanwhile…

• As Digital transformation tackles 
these challenges (if you are not 
careful), you will be creating fault 
lines that impede its own 
effectiveness

• This talk highlights some of the 
issues and potential solutions
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Not being Agile and not being Agile enough

• Adopting Agile is an optimal path for effective Digital transformation
• Agile is no longer a “nice to have” — it’s a critical enabler for digital transformation success in 

today’s dynamic, competitive environment
• Even if you're already using Agile, the real question is: Are you Agile enough to keep up with 

today's fast-paced changes?
• Being Agile enough means not just following Agile processes but internalizing Agile principles. It’s 

about maintaining the flexibility to pivot, the focus on delivering value, and the empowerment of 
teams to adapt continuously. And continuous delivery
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Not being Agile (enough)

• Agility also requires high degree of automation, especially in DevSecOps
• Its possible (now-a-days) to (auto) check software for quality
• For example, scanners such as SonarQube (and similar scanners) give rich

• Static code analysis 
• Cognitive complexity measures (prevents overly complicated code and gently goads developers to 

write easily maintainable code)
• Security checks

• If used properly guards against poor code percolating into your systems
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Not being Agile (enough)

• Agility also requires high degree of automation, especially in DevSecOps
This helps prevent substandard code creeping into Product 
• Its possible (now-a-days) to (auto) check software for quality
• For example, scanners such as SonarQube (and similar scanners) give rich

– Static code analysis 
– Cognitive complexity measures (prevents overly complicated code and gently goads developers to write easily 

maintainable code)
– Security checks

• A combination of software quality checks, reviews and highly automated testing code 
in production without ageing. This in turn drives higher efficiencies
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Not being Agile enoughCosting software developed

• Lack of continues delivery leads to ageing software that misses rich customer feedback etc., And 
there is another issue

• Internally developed software (feature or user story) must be treated as a finished subsystem. It 
should be costed the same way.

• No one likes large finished product inventory or ageing finished product inventory
• However, because of lack of focus on the software, most of the developed software “waits” for next 

drop to production
• And this is expensive. Investment needed to minimize this is relatively small
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Misalignment in Teams

• A True Story from the 1980s
• Two software engineers were working on solving a complex technical problem 
• As they sat together, brainstorming solutions, their manager walked in and asked, 

"What are you doing?”
• The engineers replied, "We’re thinking.”
• Their manager’s response?

“Why don’t you do that in your own time?”
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Misalignment in Teams

• This real-life incident reveals a common pitfall in leadership: failing to recognize 
the value of thinking as a crucial part of problem-solving. 

• In software development, and in digital transformation more broadly, taking time to 
think strategically is often more important than rushing into action. 

• Ineffective team dynamics, where managers undervalue critical thinking, can 
become fault lines in digital transformations, leading to

• poor decisions
• rushed execution, and 
• ultimately project failure



Global Product Data Interoperability Summit | 2024

Misalignment in Teams

• Mapping your best talent under unimaginative task masters
• Ask your recent graduates to work on “old” stuff

• Overlooking the expertise of new graduates can create critical fault lines in an organization's digital 
transformation

• New grads are educated in the latest technologies, methodologies (like Agile, DevOps, and AI), and best 
practices

• They are free from institutional biases or traditional approaches
• By failing to harness their innovative potential, organizations risk becoming stagnant and missing out on the 

advantages of fresh, modern thinking that new grads can bring
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Misalignment in Teams – Lessons from Google Study

• Google’s Project Aristotle findings
• Researchers conducted interviews and reviewed existing survey data for 180 Google teams.
• They used this data to run 35 different statistical models and understand which of the many 

inputs collected impacted team effectiveness
• Most important factors are
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Psychological Safety

• This was the most important factor identified by the researchers. It refers to the extent to which team 
members feel comfortable expressing their opinions and ideas without fear of retribution or criticism.

• Teams that have high levels of psychological safety tend to be more innovative and take more risks, 
which can lead to better outcomes. The researchers found that when teams feel safe, they company

• Are more likely to utilize the diverse ideas discussed by the team
• Bring in more revenue and beat their sales targets
• Tend to be rated highly on effectiveness by their leadership
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Dependability, Structure and Clarity

• Dependability refers to the extent to which team members can rely on each other to complete their 
work and meet deadlines. Teams in which individuals trust each other to be dependable are more 
likely to be efficient and effective in their work.

• Structure and Clarity are conditions under which team members clearly understand the project’s goals 
and their own individual roles and responsibilities. Team members who clearly understand what is 
expected of them tend to be more productive and focused
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Meaning, Impact

• Meaning refers to the extent to which team members feel that their work is meaningful and has a 
purpose. Teams with a strong sense of purpose tend to be more motivated and engaged.

• Impact refers to how team members believe their work is making a difference and impacting the 
organization or society. Teams with a strong sense of impact are more committed to their work and 
the project’s success.
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Miscellaneous issues

• Confusing Critical path with critical issue
• Defining architecture before solution
• Judging project team outcomes without addressing complexity of effort
• Vendor lockin
• Failure to grasp hierarchy of requirements

• Requirements as stated by stakeholders
• Requirements derived from deep understanding of your customer’s business 

(asking questions, what brings value)
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The Missed Opportunity: Failing to Develop Cross-Industry Connections

• Quite a few problems that “appear” large or impossible may have been solved in a 
different Industry. Only way to learn about these is via fostering contacts across 
Industry

• For example,
• Dealing with deidentifying (large) dataset? Mayo clinic deidentified  59 petabytes 

of secured data on cloud!
• Dealing with effective Image tagging and identification. Disney+
• Large and secure transaction handling? (Visa etc.,)

• Attending travel and conferences in other Industry segments is the best way to 
foster your team’s contacts

• Resist temptation to cut training and travel budgets
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Opportunities

• Prof. Marv Minsky in 1960s

Strategic 
systems

Decision 
support 
systems

Transaction 
systems

systems
Transaction 

systems

Unstructured data

Semi structured data

Structured data

Productivity gains

80% is unstructured data
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Opportunities - Are you leveraging AI?

• If your AI usage is confined to
• Bots
• Code completion software
• Text completions
• Using AI to write 

Your usage is minimal and slightly impactful
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Opportunities – Trends in AI

• First time we have a very effective tool to deal with unstructured data
• 80 percent of data is unstructured data (Excel, Word, PDF etc.,)
• While Large Language models use up large parameters (in billions), smaller language 

models (SLMs) are becoming very effective
• To fully leverage AI, an effective workflow or plan around AI, is needed. Otherwise, 

impact of AI will be minimal
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Opportunities  - Suggested workflow for AI

• Don’t start with AI, start with SME in the specific areas where you anticipate it will have 
most impact

• Then add AI to the mix. Develop a cross functional team
• Collect and curate training data
• If you have something embarrassing to demo in two weeks  - it’s still progress. Don’t 

throw baby with bathwater! Continue your iteration
• Integrate your AI models (once developed and tested) into larger eco system like your 

Industry 4.0 
• Reskill and upskill the staff in AI (AI literacy)
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Conclusions

• Beware of fault lines
• Detect them early and remediate them
• Build effective teams
• Develop a strategic plan for incoming technologies
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