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Background 
 
Globally, established financial service institutions are looking for ways of increasing their speed, flexibility and 
customer centricity. The banking industry is initiating an unprecedent business transformation, scaling an Agile 
organisational structure following the examples of technology companies such as Spotify, Zappos and Netflix, 
to name a few, using the Agile framework. The Agile type of organisation has allowed these companies to 
reduce time to market, boost employee engagement, and increase productivity. 
 
The most used Agile methodology is the Scrum framework. The Scrum software development framework was 
created to respond to the fast evolving necessities of the customers, sometimes called requirements volatility. 
The cornerstone of the framework is flexible and agile teams that, using a evidence-based empirical approach, 
have the ability to adapt the product to the real necessities of the end user.  As any framework, Scrum offers a 
guide for software development that, when applying to fast growing organisations or industries that face major 
disruptions, can create a layer of  bureaucracy that can harm the operations of the business.  
 
Commonly, well-structured organisations experience difficulties when they adopt an Agile framework. The most 
challenging part is to fit the traditional business operations into the new schemes of development. During the 
process of transformation, organisations generally first start shifting to Agile the areas of marketing, product 
management, channel management, and IT development. In most cases these organisations leave behind the 
support functions such as HR, finance, risk, the branches, the call centres, operations, and IT infrastructure. 
 

Scale Agile snapshot 
 
Generally, transforming an existing organisation into Agile will have a major impacts in Organisation structure, 
Strategy and Culture of a Company. 
 
Commonly, organisations build new structures based on the principle of the “Squad”1. The Squad is designed 
to be a mini-start-up with a unique long-term mission and a strong autonomy to handle the end to end 
responsibility of the development of the product (Design, Construction, Release). Furthermore, the Squads are 
grouped into related areas to form “Tribes”. A Product Owner is responsible for controlling and managing 
priorities into the Squad. Additionally, a Chapter is formed to generate economies of scale for operative routines 
such as software testing and increase technical expertise for all Squad members.  
 
The Operations and Support areas will suffer a period of transition to adapt to the Agile way of working. In order 
to have a smooth transition, first the manager needs to identify which activities directly impact the product or 
service of the end to end process. Secondly, these activities have to be transferred to the squad if necessary. 
Furthermore, if the activities or processes are too complex to be managed by a Squad, the manager needs to 
empower, using the Agile principles, the Operations and Support functions to initiate innovation that will create 
initiatives that improve business processes. 
 
The organisation has to ensure the generation of a strategy that supports the culture behind the Agile thinking. 
Autonomous problem solving, sharing knowledge, motivation and sense of community are drivers to succeed 
as an Agile organisation. Leadership has to be redefined from a “Honorary Title” to a servant position that 
supports the organisation.  
 
Figure 1 illustrates the transition process from a Typical Silo Structure to an Agile Structure. As is illustrated, in   
the Typical Silo Structure,  Business Operational and Support Units are independent from each other and the 
CEO has to become the integrator of the company. However when an Agile Structure is in place the Squads 
are formed from a mix of multidisciplinary professionals that had a common product or service. To reach this 
state of integration and collaboration the organisation needs to implement a Change Management program that 
contemplates and integrates the organisation as one.  
 

                                                
1 Using the Spotify model terminology. 
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Figure 1.- Change management in the Silo to Agile transformation 

Our approach 
 
FiSer Consulting uses a proven framework to support its transformation and change management projects. 
Focusing on 6 key elements (illustrated in Figure 2): 

 Governance 
 Leadership,  
 Engagement,  
 Communications, 
 Monitoring  
 Training & Education.  

 
The first step is to establish a clear governance structure that defines the roles and responsibilities, decisions 
rights, processes for managing and controlling the change and the flow of information of the project. 
Additionally, a PMO is structured to provide essential support to the organisation as well as the leadership team 
that will lead the change. This team is formed with people from within the organisation, ensuring a good mix of 
expertise, functions and areas. These leaders can sponsor the change and manage it effectively and are visible 
aligned and accountable for the success of the project. 
 
One of the primary aspects of a successful transformation project is an effective engagement of the overall 
organisation. At an early stage, stakeholders are identified and an assessment of how they’re impacted is 
carried out. Key decision makers and crucial stakeholders are informed to gather their support for the change, 
ensuring their commitment. In addition, it is important to reinforce essential behaviours, setting appropriate 
management and performance metrics and establishing suitable recognition systems.  
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Figure 2: FiSer Consulting Transformation and Change Management Framework 

A training and education plan is established and executed, after an assessment of skills and training needs for 
the change is carried out. This assessment is inclusive of the whole organisation to develop plans taking into 
account all the stakeholders, change leaders and personnel involved in the change, so they can sponsor and 
support the implementation as needed. Usually, a Centre of Excellence is created to function as a source of 
knowledge and inspiration for the change management activities.  
 
Another key aspect is to develop and execute an wide-ranging communication plan. The communication plan 
takes a key role in every step of the change and makes sure that each employee across all levels of the 
organisation understands the change, the reasons behind it and its urgency. The leadership team constantly 
focus on increasing transparency and enhancing alignment of the organisation towards change through this 
plan. 
 
Finally, once the change is being implemented,  the level of adoption, and other relevant metrics, is measured 
and monitored constantly in order to evaluate the success of the project and take remediation actions if needed. 
Essential behaviours are frequently reinforced and reviewed as well as the systems that support them to sustain 
the change. 
 

Engaging innovation enablers 
 
The transformation of the way of working in an organisation towards an Agile approach takes part in every part 
of the organisation. However, some areas are fully transformed, adopting an agile structure, roles and 
processes,  while other remain more closely related to a traditional approach.  Usually, core areas related with 
product/service development, such as Marketing and IT development, adopt Agile entirely, while Operations 
and Support functions, such as HR, Finance and Accounting maintain their structure and adjust their way of 
working to become Innovation Enablers.  
 
It is crucial to adequate transform Operation and Support areas in order to fully accomplish the objectives of an 
Agile transformation. In particularly Operation is the last step in the processing of delivering a new product or 
solution, and the customer experience depends heavily on its performance.  
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Figure 3.- Common stages of Agile adoption 

 
 
Depending on the size and complexity of Operations and Support areas, some of the 6 key elements of a 
change management framework are more critical to successfully implement the change. In particular, a sound 
training & education program, tailored to the specific needs of these areas, and an adapted and comprehensive 
communication plan are central to embrace the new Agile practices and to benefit from increased flexibility and 
speed in the core areas of the company. 
 

Methodology to implement the change
 
To successfully implement the change and effectively roll out this agile transformation project specific steps 
need to be taken. After the agile framework and overall strategy is selected, an appropriate climate for change 
needs to be created, increasing a sense of urgency and enhancing the view that the change is compulsory and 
worthy. The vision of the change and its objectives are defined, taking an economic perspective clearly 
identifying the benefits for the organisation. Additionally, as mentioned earlier, an appropriate leadership team 
must be formed in conjunction with establishing a governance structure and PMO. 
 
 

 
Figure 4: FiSer Consulting Transformation and Change Management Plan 
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Then, the overall organisation needs to be fully engaged, from key managers and change agents to every part 
of the organisation that might appear to be less impacted by the change. In this step, a centre of excellence is 
established to deal with concerns and inspire the organisation. The training and education program is shaped 
and deployed, educating key stakeholders, as well as the communication plan to fully informed the company. 
 
An implementation plan is developed according to the defined strategy and selected agile framework. For 
instance, each value stream needs to be identified, as well as the people and processes needed to support it. 
The roles and responsibilities of each member are re-designed, including the boundaries between the part of 
the organisation that’s fully moving towards an agile approach and the other areas that are keeping a more 
traditional approach. Finally, a timeline with key milestones is defined using an iterative approach, starting with 
small pilots. Once the plan is launched it its crucial to collect short term wins to maintain enthusiasm and the 
leadership team has to continually push for a greater change. 
 
After the first signs of a turnaround appear, it is crucial to sustain the change, so the appropriate behaviours 
are reinforced, thus preventing the organisation to fall into old habits. Blockages and problems are identified 
and manage in order to smooth the change. Similarly, the results are monitored in order to assess the impact 
and the effectiveness of the implementation plan,  the accomplishment are celebrated to keep a high morale 
and reflection sessions are carried out so the organisation learn from its mistakes and continues to implement 
the change. 
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Next steps 
For further information on Agile and Organisation and where FiSer Consulting can assist you, please contact:  
 

 
 

FiSer Consulting | Dirk Worm 
 
Dirk has over 20 years of experience in Global Financial Markets, 
particularly in the Investment Banking and Corporate & Commercial 
Banking industries. Dirk’s consulting skills lie in risk management, capital 
management, front office transaction management, the implementation 
of asset & liability management and treasury functions, and the 
implementation of regulatory processes, including Basel II, III, MiFID and 
EMIR. 
Contact: d.worm@fiser.consulting 
 

 

FiSer Consulting | Roberto Nieves  
 
Roberto has over 5 years’ experience as management consultant, leading 
and promoting change for top financial institutions. Roberto’s consulting 
skills are mostly in change/project management and business strategy. 
He has participated in relevant organisational transformation and cost 
distribution projects.  
Contact: r.nieves@fiser.consulting   
 

 

FiSer Consulting | Constanza Diaz  
 
Constanza has over 2 years’ experience in Management Consulting. She 
has gained extensive experience working in a wide range of industries 
such as Financial Services, Retail, Utilities, Pulp & Paper, and Insurance, 
and different Finance related sectors such as Business Development, Risk 
Management, Project Evaluation and Strategic Planning. 
Contact: c.diaz@fiser.consulting   
 

 Barbara Strozzilaan 201      
Tel.: +31 20 20678386  

1083 HN Amsterdam    
 www.fiser.consulting 

The Netherlands 
 


