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Preface 

“Change is inevitable. Growth is optional.” – Jack C. 

Maxwell 

Companies are striving to compete in the cyber side of the 

revolution. They want to lead digitization but have overlooked 

the collision with physical (human beings) needed to compete 

in this economy. 

 

 

Kearney Digital Transformation6 

With the internet of things connecting us more than ever, 

connected assets are expected to account for 70B in sales by 

2025. There is no time for hesitancy.  

Machine learning is coming of age and will account for 32B in 

revenues by using AI to tap into 70% of unused data. While 

most organizations are in the early stages of adopting 

wearables that improve operator productivity by 25%, this is 

projected to have grown to 5bn by 2020.  
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Advanced robotics and 3D printing are the next revolutions to 

watch. Both are expected to completely disrupt manufacturing 

and the supply chain as we know it today (subject of another 

book). Reading all this most likely makes organizations want to 

double down on technology for fear of getting left behind. 

Organizations must understand and implement operating 

models that support the need for changes in the culture, 

processes, and tools to converge and deliver the technical 

results they hope to achieve. 

 

 

Three C’s – Culture, Cycle, and Converge 

Starting with culture, organizations need to change external 

and internal relationships to invest in the right efforts. They 

need to create ways to engage customers (directly) to adapt 

products in meaningful ways. They also need to optimize 

operations, ensuring they create inclusive organizations 

composed of at least 30% representation of their customer 

base. This representation gives the organization the voice of the 

customer and drives adaptation. As a result, empowered 

employees can influence strategic positioning and improve 

operational effectiveness. The entire organization learns 
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together with customers to understand and create a shared 

vision. 

Then the focus needs on the delivery cycle. Now that needs are 

understood through representation and inclusion, the 

organization can define processes and tools to be streamlined 

to create a predictable and dependable delivery cycle. 

Platforms, personal computing efficiencies, and optimized 

productivity through regular inspection and adaption cadences 

that improve business processes make time to market 

predictable. 

Finally, organizations can effectively measure their ability to 

converge culture and cycle approaches with these pieces in 

place, resulting in digitized products and services to compete 

in an Industry 4.0 economy. Here is a short video that brings 

this all together: Have you developed the right culture for 

digitization in your organization? 

Only companies that can adapt and turn on a dime will 

compete or even exist in this rapidly changing economy. 

6Kearney: https://www.atkearney.com/digital-

transformation/article?/a/ field-services-races-towards-digital-

artic
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Introduction: Welcome to the Jungle 

“Change, both technological and cultural, is occurring faster 

than ever before. In this climate, modern enterprises will 

live or die on their ability to adapt quickly. As a result, 

companies are turning agile for ideas to innovate, reduce 

costs, and remain  

relevant in a changing market.” - Business Agility Institute1 

We Create Market Leaders 

“We help companies competing in an Industry 4.0 economy 

to transition from a traditional operating model to a digital 

operating model through leveraging our services, programs, 

and tools built self-sufficient, adaptable learning 

organizations.” 

Powers Guiding Values and Principles are important because 

these help us lead the way for others and are the basics for 

any organization that wants to be a market leader. 

Powers Values and Principles2 

While both are important, we value the things on the left 

over the things on the right. 
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Powers Digital Solutions Values and Principles 

Our underlying principle is simple; we don’t want to be 

consultants that fix businesses year after year. That is an 

effective business model, but not one we are interested in 

leveraging. Alternatively, we want to be the experts that help 

you set your company up for success. We help companies 

gain market share and remain competitive as they smash 

desired results every time. No matter the changes, your 

organization will be equipped to handle new challenges and 

adapt to change. 

The DigOps Model 

The four M’s are the cornerstones of the DigOps model; 

Market Share, Shared Mindsets, Agreed to Mechanics, and 

Continuous Maturity. Combining these building blocks 

results in the organization’s ability to measure Value Flow and 

Cultural Outcomes.  
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DigOps model 

Organizations achieve Safety and Morale by measuring 

culture and outcomes, leading to a continuously improving 

environment. Quality, Cost, and Delivery are measured 

through Value Flow to customers. These five key Lean 

Business drivers will be further discussed throughout this 

book. They are an essential foundational lens to 

understanding the DigOps model. 

Using a different operating model is not an option; it is 

necessary to survive, be disruption-proof, and gain market 

share now and, in the future, (thrive).  
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Chapter 1: Consider the Cost 

“For which of you, desiring to build a tower, does not first sit 

down and count the cost, whether he has enough to complete 

it? Otherwise, when he has laid a foundation and is not able 

to finish, all who see it begin to mock him, saying, ‘This man 

began to build and was not able to finish.” - Luke 14:28 – 30, 

ESV Bible1 

 

Traditional and Complex Systems 

 

 

Traditional vs. Digital Operating models 

Actions and Behaviors 
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Diverse Collaboration 
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Chapter 2: Don’t forget your drivers! 

Quality is complex, making it harder to measure. Quality lives 

on two axes; one is product or service quality, the other is 

quality delivery standards. Most organizations do not 

understand the need for quality delivery standards that are 

essential in today’s economy. 

 

Quality Spectrum 
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    Part 2: Jungle Journey 
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Chapter 3: Tame the Jungle 

Forrester’s 2015 Prediction 

“By 2020, Execs Expect to See the Majority of Their Revenues 

Driven By Digital — Are You Ready?1” 

 

To leverage the advances that digitization offers, businesses 

must change from traditional, Industrial Revolution operating 

models to Digital Operating models through a Digital 

Transformation.  To be competitive, organizational operating 

models must be transformed to meet the new and changing 

people, customer, and societal results in an Industry 4.0 

economy.  

 

 
Business Results Inverted Triangle 

 

Every organization uses an operating model that outlines its 

structure, who works in the business, how work gets done, 

what tools are used, and the vision or competitive advantage. 

The difference between using the correct operating model or 

not determines whether the business thrives or fails.  
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Operating Model 

All operating models have three interrelated elements that 

continuously influence each other; people, process, and 

technology. 

People: Organizations usually visualize their structure 

through an organizational structure or chart. A company’s 

processes and technology influence employees’ behaviors 

and habits. The outcome of what people do and how they 

do it shapes the organizational culture. 

Process: The method or approach used to get work done. But 

the process is not limited to tangible ideas that can be drawn 

out, such as a production line or hiring process. Process and 

(people) behaviors define the organization’s culture, affecting 

how people think about work and work together to leverage 

technical solutions (tools). 

Technology: The physical and digital tools that shape the 

speed and quality of work to be completed. The types of 

technology define needed skills and shape processes and 

people behaviors by increasing or decreasing learning and 

adaptability. 
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Traditional vs. DigOps 

 

 

Which type of operating model does your business currently 

use? Does it sit purely in one model, or does it blend some 

elements of both? 

Digital Transformations are a journey, not a destination. 

Digital updates require new ways of working and technology 

to expand the current state to reach a state of digital-ready. 
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Then the organization will be in a place to leverage 

digitization. 

 

 

Digital Transformation 

This image summarizes the process and stages of undertaking 

Digital Transformation. The method of Digital Transformation 

sits along two axes that should have equal priority to be 

successful. On the Y-axis is the digital operating model and 

on the X-axis is technology. 

As an organization moves through a Digital Transformation, 

the journey can be plotted in three stages: Digital Update, 

Digital New, and Digital Ready. Each step has questions that 

companies can answer to understand their current state, 

where they should go, what technology is needed and how to 

transform. 

This relationship between technology and the DigOps model 

makes the Digital Transformation complex, especially for 
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large organizations, because there must be a focus on 

processes, tools, people, and culture. To successfully 

transition, organizations must implement a digital operations 

model as technical investments commence and grow. 

There are five new ways of thinking needed to leverage the 

DigOps Workflow: 

Step 1 - Start with the results you want, not solutions based 

on the most remarkable technology. Moving from a project 

delivery mindset that produces outputs and is measured by 

deadlines is the first step to recovery. 

Step 2 - Next, understand how your digital operating model 

will work across the entire organization and the team of teams 

needed to enable workflow. 

Step 3 – Define and measure outcomes to learn and adapt on 

a regular cadence. Give delivery teams time to collaborate, 

working together in inclusive groups to develop measurable 

solutions focusing on quality and over delivery. 

Step 4 – Learn together, include everyone. Examine quality, 

cost, delivery, with safety and morale in the organization and 

with your customers. Learn and adapt regularly. 

Step 5 - Finally, develop a plan to transition your business’ 

ways of working to leverage the DigOps model across the 

entire organization. Then explore which technology will 

enable your desired business results. This approach results in 

a digital operating model that would allow you to compete in 

the current economy. 

The DigOps Workflow showcases the four areas, Vision, Flow, 

Outcomes, and Learn, integral to transformation. 
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DigOps Workflow 

The elements of the DigOps workflow are discussed in the 

following chapters, where common bias to change, case 

studies, and step-by-step tactical approaches are discussed. 

To skip directly to an element, reference the relevant chapter 

below: 

1. Vision (Chapter 4) 

2. Flow (Chapter 5) 

3. Outcomes (Chapter 6) 

4. Learn (Chapter 7) 

When each element comes together, there is a shift in the 

Mindset, Mechanics, and Maturity that supports desired 

Market Share. 

Why is this important? Because organizations that continue to 

measure, adapt, and improve in these critical areas will realize 

their desired Market Share. Organizations that rely on a 

closed system used in the Industrial Revolution will struggle 

to survive, let alone thrive because their foundation is broken. 
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DigOps model and workflow 
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Chapter 4: King of the Jungle 

With this understanding, let’s look at our jungle compass to 

understand the strategic activities on the Customer-Centric 

Design Pathway that helps to create a shared experience. 

 

DigOps Compass – Customer-Centric Design 

Pathway 

Suppose businesses want to shake off the Consultancy Junkie 

mindset to fix business problems and reign as king. In that 

case, organizations must intentionally invest in developing 

shared vision, leadership practices, and employee and 

customer listening loops. With a customer-centric design 

mindset, businesses learn from their people and customers 

and understand societal needs to ensure they are focused on 

building the right thing. They also need to ensure they 

engage people and customers on the ground through 
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listening, not just surveys. These two strategic activities allow 

the organization to use results and culture metrics to learn, 

understand and respond accordingly. 

Identify desired results 

Companies that only focus on dollars do not remain 

competitive. Therefore, an organization’s desired business 

results should encompass four areas: People, Customer, 

Society, and Business. 

 

DigOps Workflow – Desired Results 

Start with current Business Results and establish the actual 

measurable outcomes, not outputs, through questions such 

as: 

“How do your people, customers, and society 

interact with your business today?” 

Then compare these answers to the business aspirations. 

What is stopping your organization from achieving these? 
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Next, understand how people, customers, and societal results 

will improve current business results. 

Servant leaders are less reactionary and more proactive in 

their approach to leading. Leaders create a team of teams 

approach to align with a vision that supports an environment 

where the delivery teams can succeed. 

A DigOps Team of Teams approach includes people with the 

right capabilities to bring the vision to life. This team of teams 

approach is essential to ensure shared accountability and 

create autonomy and local decision-making. 

 

 

DigOps Team of Teams 

The Enterprise Strategy team is responsible for establishing 

desired results using customer-centric design strategic 

activities to learn and align leaders to a defined vision. 

The Enterprise Product or Service Delivery team enables 

results by aligning to support flow creation and the 

mechanics of delivering quality products and services. This 

method includes developing enterprise approaches to 
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improve quality flow to customers. They also share the 

responsibility of managing the results. 

Finally, the Product or Service Delivery team is responsible for 

working with the Enterprise Product Delivery team to deliver 

high-quality results. They measure outcomes with the 

Enterprise Strategy team to inform the product road map and 

established desired results, allowing the organization to learn 

and adapt. 

These teams may include a variety of different people from 

different areas within the business. Each business is different, 

so it is vital to establish these team of teams to create 

operational effectiveness. A successful team of teams 

formation includes establishing roles, responsibilities, and 

accountabilities. 
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Chapter 5: Flow is Queen 

Regardless of industry or organization type or size, every 

organization must establish a team of teams who are 

responsible to 1. Build the right thing, 2. Build it fast, and 3. 

Build it right. 

 

DigOps Team of Teams Focus 

This fix lies in the Product-Centric Workflow pathway in the 

DigOps Compass. The price is high but doesn’t cost a lot to 

focus the organization on product-centric workflow to create 

the enablement pipeline to deliver desired results. 

Given a clear vision and engaged people, the organization 

needs to empower leaders to create flow. The focus moves to 

enterprise flow instead of stops and starts waste in traditional 

operating models. Organizations that reward enterprise flow, 

over building empires, the organization is poised to compete. 
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The enterprise leaders need to create an enablement pipeline 

that allows teams to deliver value quickly. 

 

DigOps Compass – Product-Centric Workflow Pathway 

No matter what level they are at, all leaders in the business 

should be clear about the vision and desired results. When 

this doesn’t happen, departments become siloed, and the 

enablement pipeline breaks down or is non-existent. 

Enterprise Delivery Leaders create and manage the 

enablement pipeline. People working in the pipeline 

understand it best and know how to improve it.  

When everyone plays their part, flow happens. 

An understood enablement pipeline creates safety that allows 

people to perform at their best. When people believe they are 

unsafe, they will spend time trying to protect themselves 

instead of doing what they come to work to do. It is every 

leader’s role to ensure their people feel safe in their jobs 
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through an aligned delivery strategy, processes, and 

measures. 

 

DigOps Workflow – Enablement Pipeline 

When a united leadership team provides a clear functional 

strategy, process, and measure, people are empowered, 

resulting in high morale. Remember, strategy is the set of 

activities the Enterprise Delivery Leaders are responsible for 

defining. These activities should be clearly articulated and 

understood by everyone in the organization. 

Next, the process, how the activities will be used and 

leveraged, is necessary. What is the enablement pipeline 

process? The Enterprise Delivery Leaders must own and 

manage the process. Still, the entire delivery team must 

develop the process and continuously improve for higher 

operational effectiveness. 

Finally, when the activities and processes are defined, the 

Enterprise Delivery Leaders and Delivery Teams need to 
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establish organizational cycle metrics and measures. Agreed 

processes and measurements give everyone a clear 

understanding of expectations and creates the opportunity to 

have data-driven discussions to improve flow. Aligned  

Enterprise Delivery Leaders must be clear on the vision, 

strategy, process, and measures to provide a safe space that 

empowers their people to create desired flow. 

As introduced in Chapter 3, the DigOps model has three 

distinct teams responsible for different, maybe opposing 

positions, which creates dynamic tension across the 

organization. The tension is managed by the leadership team 

of teams dynamic focused on delivering outcomes that 

support agreed desired results. When there is no agreed 

vision, it is impossible to expect leaders to work together on 

delivering an aligned approach. 

 

DigOps Team of Teams 

A team of teams approach supports the Product-Centric 

Workflow across the organization. The DigOps model drives 

value flow to customers by aligning leaders to establish 
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strategic enterprise results delivered through an 

enablement pipeline to measure quality delivery 

outcomes aligned to results for learning and improving 

customer engagement. 

 

 

DigOps Product-Centric Workflow 

. 

Product Management is responsible for ensuring there are 

established desired results and measurable outcome criteria 

while supporting the Enterprise Delivery teams. In turn, the 

Enterprise Delivery teams develop quality standards and 

create the flow of the right products and support the Delivery 

Teams in delivering measurable quality outcomes. The 

Product Management teams could be known as the 

“guardians of the vision.” 

Often, organizations expect one person to be able to provide 

this entire responsibility. It is not possible! Product 

Management is another team of teams that works across the 

organization to provide the support needed to realize 

established desired results. 
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Product Management Workflow 

The Product Management team works with each team of 

teams to manage backlogs, create cohesive flow, and support 

the tension between each team by providing direction when 

building the right thing, building it fast, and building it right 

come to loggerheads. It is up to the product management 

team to protect quality value flow to customers. This is a 

subject for another complete book. For more information on 

this topic, see the Powers Digital Solutions website to 

download a free Enterprise Product Planning Overview to play 

the digital Plan to Win! Game 

(https://www.powersds.com/freestuff) or sign up for a 

coming Product Management Mastery class. 
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Chapter 6: Dominate the Jungle 

The Quality Delivery pathway provides the fix needed to 

measure quality outcomes. This pathway in the DigOps 

Compass will help your organization understand what to 

measure and how to protect your reign through maturing 

mindsets and mechanics to respond to emergent needs. The 

price to use this pathway is to invest in constant maturity in 

measuring outcomes. Don’t get satisfied and become lazy 

and set in your ways. 

 

DigOps Compass - Quality Delivery Pathway 

As discussed in the preface, we are in a unique time like no 

other. We have almost come full circle. In the agriculture 

revolution, we had the rise of artisans, people who learned an 

art and perfected it with their signature flare. The Industrial 



 

Teri Christian 

27 

 

revolution brought forth a cog-in-the wheel mentality, such 

as assembly line workers at Ford. Just follow the rules, 

discourage thinking because the process and machines 

worked that way. 

 

DigOps Workflow – Deliver Value 
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Chapter 7: Jungle Agility 

We often overlook this piece of the workflow! Measure 

delivered value is against outcomes that support desired 

results. The results should be broken down into the smallest 

possible increments of measurable value so that the 

organization can learn and pivot as needed. This behavior 

goes against our business instincts. We usually develop a plan 

and stick with it. As the adage says, “It is easier to start a 

project than to stop one.” What we learn feeds into adjusting 

our results based on learnings.  

Remember, part of the measure is people outcomes. 

 

DigOps Workflow 

The Business Results pathway is where all the hard work 

comes together to measure and learn. We measure Brand 

Loyalty, what our customers say about us, our 

products/services quality flow, and our market share. Value 

delivered directly impacts business results - that concept is 

as old as time, but how to get there has undoubtedly 

changed in our current economy. 
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DigOps Compass – Measure Results Pathway 

Each of the Six Key Industry 4.0 Disciplines has a chapter 

following this one dedicated to exploring the tools, methods, 

and information needed to embed each discipline. Regardless 

of which discipline an organization begins with, the approach 

needs to use a growth mindset. 
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Six Key Industry 4.0 Disciplines 

An overview of the Six Key Industry 4.0 Disciplines are as 

follows: 

• Customer-Centric Design develops relationships 

with customers and people to gather information 

through listening loops. 

• Align Leaders includes activities and measures for 

cohesion across the leadership team to support and 

communicate vision, strategy, and information. 

• Enable Flow outlines the mindset, skills, and 

capabilities needed to develop an effective 

enablement pipeline. 

• Deliver Product/Service produces team workflow, 

quality, and learning. 
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• Quality Outcomes focuses on quality across the 

business to embed continuous improvement and 

reduce future costs. 

• Measure Results provides methods of assessing the 

progress of results accurately and regularly using 

appropriate measurements and tools. 

All six disciplines are divided into two capability areas: 

individual tools, processes, and approaches to support 

implementing the DigOps model. 

 

Six Key Industry 4.0 Disciplines  

and Core Capabilities 

 

The Six Key Industry 4.0 Disciplines sit across the entire four 

elements of the DigOps workflow to support the success of 

each step. 
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DigOps Workflow and Disciplines 

The Six Key Industry 4.0 Disciplines influence the areas 

of the DigOps Workflow that are the closest to each 

discipline in this graphic. 

No matter the desired results, a step-by-step approach to 

developing fluency is a tried and true way to achieve them. 
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GEM™ Fluency Framework to 

transform to the DigOps model 
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Part 3: Jungle Explorer 

Disciplines 
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Chapter 8: Industry 4.0 Disciplines 

Customer-Centric Design 

Customer-Centric Design discipline manifesto 

This discipline values:  

• Programs to support change agents to innovate 

over only delivering working software. 

• Planned innovation cycle across the organization 

over organic expectations. 

• Taking innovations to market over business as 

usual. 

• Investment in innovation outcomes that support 

results over siloed and disjointed approaches. 
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Customer-Centric Design and Core Capabilities 

Capabilities in your toolkit 

Customer-Centric Design discipline produces learning 

organizations with capabilities such as Design Thinking and 

Innovation Mastery in alignment with the Learn and Vision 

DigOps workflow stages. 
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Chapter 9: Industry 4.0 Disciplines Align 

Leaders 

Align Leaders discipline manifesto 

As businesses learn new ways of working, learning, and 

measuring in an organization using a digital operating model, 

this discipline values: 

 

• Align strategy, process, and measures over each 

department executing their piece 

• Intentional investment in Strategic Initiatives over 

traditional risk-averse investments 

• Investment in value streams over traditional 

corporate silos and project outputs 

• Clear vision and measurable road map outcomes 

over providing high-level direction with poor clarity. 

 

 

Capabilities in your toolkit 

Here are some capabilities that leaders can use to achieve 

Leadership Mastery and embed a Servant Leadership 
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approach. As with the other disciplines, not all these 

capabilities can or should be used at once. But by adding each 

to the toolbox, they can be selected and applied when 

appropriate. 
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Chapter 10: Industry 4.0 Disciplines 

Enable Flow 

Enable Flow Discipline Manifesto 

Organizations that utilize the Enable Flow Discipline will 

adhere to the following values: 

• Team of Teams approach to create workflow over 

working in uncoordinated silos 

• Programs aligned to desired results over undefined 

and unclear goals and results 

• Focus on value stream flow and impediment 

resolution overutilization rates and individual 

performance 

• Continuous improvement culture over the fear of 

failure and business as usual 

 

 

 

 



 

Teri Christian 

41 

 

Capabilities in your toolkit 

Here are capabilities that the Leadership and Service Mastery 

capabilities leverage to Enable Flow. 
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Chapter 11: Industry 4.0 Disciplines 

Deliver Product/Service 

Deliver Product/Service Discipline manifesto 

The Deliver Product/Service Discipline is crucial to meet 

customer needs appropriately. Achieving successful delivery is 

supported by four values: 

• Intentional teamwork over siloed output and 

handoffs 

• Team alignment to a Shared Vision over 

undefined and unclear outcomes and desired 

results 

• Agreed team quality and delivery metrics over 

utilization rates and individual performance 

• Continuously improving over just delivering  
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Capabilities in your toolkit 

Product and Service Delivery Mastery are the two capabilities 

that allow organizations to develop a robust product and 

service delivery process. Different capabilities can be combined 

for teams to build desired outcomes with measured results, 

experiments, and learning. 
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Chapter 12: Industry 4.0 Disciplines 

Quality Outcomes 

Lean principles can be summarized as “The ultimate 

goal is to provide perfect value to the customer through 

a perfect value creation process that has zero waste.”1. 

 

House with no Doors 

The first two Lean Key Business Drivers, Safety and Morale, are 

the House’s pillars with no Doors© model. These drivers are 

achieved through establishing desired results, a clear vision, 

and aligned leaders. This provides the psychological safety 

needed for people to focus entirely on the outcomes they are 

trying to achieve. 

When teams feel safe, they are empowered to improve, and 

Morale increases, enabling them to achieve the following three 

Lean Key Business Drivers: Quality, Cost, and Delivery. 

Motivated teams need autonomy, time to develop mastery, and 

a sense of purpose2. 

Quality is everyone’s business but is understood and improved 

on a regular cadence through measuring outcomes. 
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Delivery Teams work with enterprise and product 

management to ensure the right thing is delivered  

with high quality and predictable time to market. 

Once the right culture and mindset are established, a business 

can take many practices and tactical actions to achieve the 

desired results. If the mindset is missing, the prioritization of 

the elements of the House with No Doors model is mixed up, 

and business results begin to decrease. The House with No 

Doors approach enables continuous improvement, which is not 

just essential to customer satisfaction. Still, it also produces a 

culture of motivated people invested in the best outcomes. 

If you want quality outcomes, create an environment 

focused on building safety and morale that supports 

teams to improve quality delivery to customers 

continuously. 

 

Quality Outcomes Discipline manifesto 

The values that underpin the Quality Outcomes Discipline 

include: 

• Working with product/service management to 

identify improvements over requirements handed to 

the delivery team 

• Product improvements based on data and listening 

over developing products based on unknown needs 

• Predictable teams using small-batch flow to inform 

road maps over broad planning forecasts and uninformed 

commitments 

• Accountability for quality delivery over handing 

issues off to other teams 
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Capabilities in your toolkit 

Continuous Improvement and Engineering Mastery 

Continuous Improvement and Engineering Mastery are 

approaches to help teams achieve autonomy, mastery, and 

purpose that motivate them to invest in Quality Outcomes.  
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Chapter 13: Industry 4.0 Disciplines 

Measure Results 

Companies can not only survive but thrive in this new economy 

by using the DigOps Balanced Scorecard to measure product-

centric flow accurately. Use the DigOps Balanced Scorecard to 

support organizations that have transformed to measure their 

health and sustainability. The measures are the basis for the 

scorecard used before, during, and after Digital 

Transformations to measure the organization’s health. 

 

 

DigOps Product Metrics 

When using the GEM™ approach to digital transformation, your 

organization will learn and measure fluency progress against 

each metric. The metrics are used to measure progress in 

learning the necessary practices, and after the transformation, 

through the sustainability program, we can measure areas that 

may need to be addressed. These metrics are the core of the 

DigOps model measurements. 

Measure Results Discipline manifesto 

The values that underpin the Measure Results Discipline 

include: 
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• People, process, and product outcomes over 

focusing on project deadlines and outputs 

• People and customer relationships over only 

quantitative metrics 

• Process flow and time to market over siloed 

measures 

• The result of converging all effort results over 

arbitrary results that cannot be aligned to initiatives 

 

 

 

Capabilities in your toolkit 

Organizations use Fitness and Flow indicators to understand 

how close they are to achieving their desired results using a 

DigOps Balanced Scorecard. The DigOps Metrics can support 

this to help organizations understand what levers to pull to 

achieve their desired results – the element of Culture, Cycle, and 

Converge.  
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Six Key Industry 4.0 Disciplines and Capabilities 
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Your Digital Operations Transformation 

Toolkit 

 

Bonus Chapter – want to know how to get there? If so, this 

chapter is for you! 

You may have read the whole book to understand the theory 

behind the DigOps model, the road map and pathways, and Six 

Key Industry 4.0 Disciplines and their capabilities. Or you may 

already know you need to transform and skipped to the bonus 

chapter to get the tools you need to get going! Either way, you 

are here! 

At Powers, we truly live our processes and continuously learn 

and improve to provide even better tools and services. We 

know these tools work because we use an experimentation 

process that once the programs, tools, and techniques are 

designed, they are tested with customers. 

Only once our desired results for the tool or program are 

achieved are our programs in ‘production’ for businesses to 

use. The tools covered in this chapter are ready to go, but there 

are many more in the pipeline currently undergoing trials and 

improvement that will be released once they produce our 

desired results. 

The following tools are all registered with the United States 

Patent and Trademark Office with a patent-pending status. 

 1. Digital Transformation Tools 

• DigOps® Transformation Road Maps 

• GEM™ Transformation Mastery Journeys 

2. Sustain and Improve DigOps  

• DigOps® Sustain and Improve Program 

• GEM™ Learning Internship Model (GLIM)  
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3. DigOps Certifications 

• DigOps® Industry 4.0 Master Certification 

• GEM™ Quick Start (Qst) Team Certification for 

Product/Service Delivery Teams Mastery 

• GEM™ Leadership as Service Mastery 

Certification 

4. Programs and Tools in Development 

Digital Transformation Tools 

DigOps® Transformation Road Maps 

The DigOps® Transformation Road Maps scales transformation 

across an organization and includes ongoing metrics and health 

checks to ensure the transformation is embedded. If every part 

of the organization commits, this transformation can be 

completed within one year. Commitment and progress are 

examined every week, so escalations and support are provided 

quickly to get back on track. 

 

 
DigOps® Transformation Road Maps 

 

 

Road Map Details 
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The DigOps® Transformation Road Maps uses a linear, 

logical structure. The road map begins with establishing 

strategic investment allocations and establishing 

desired results. 

Then, an assessment of the vision and change plan is 

conducted using the DigOps® Agile Balanced Score 

Card. Based on outcomes, a change plan is created to 

ensure engagement and inclusion. The programs, 

timeline, and exit strategy are developed and agreed. If 

this is an internal transformation, there needs to be an 

in-house consultancy set up.   

 

Using the plan, an organization develops a unique 

DigOps® model strategically aligned and utilizes an 

enablement pipeline with regular cadence and 

measures.  

 

This allows teams to adopt new ways of working, 

learning, and measuring, completing the 

transformation to a learning organization that 

continuously improves.  

  

Once the transformation finishes, ongoing 

organizational health checks conducted internally or by 

an independent consultant ensure the change is 

embedded. 

 

The best way to transform a business is to transition the entire 

organization at once. However, we understand that this is not 

possible for every organization.  

To assist, we have devised four tailored DigOps® Enterprise 

Transformation Road Maps that accommodate every business 

need.  
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GEM™ Transformation Mastery Journeys 

As stated, it is best if everyone in the organization can go on 

the transformation journey together. This can be complicated. 

I developed the GEM Fluency Framework journeys to support a 

successful transformation to support self-serve learning, target 

changes to ways of working, and enterprise measures and 

metrics. 

The GEM™ Knowledge Base defines the three journey value 

streams that need to be transformed to create effective change. 

When using the three value streams to change, the entire 

enterprise will learn how to transition, in a small incremental 

way, to a DigOps model. The DigOps compass, workflow, and 

Six Key Industry 4.0 Disciplines are embedded in the journey 

value streams. 

 

 

GEM™ Transformation Journeys 
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GEM™ Knowledge Base Practices (example) 

The GEM™ Web Portal assists organizations on their 

transformation journey with practices, measures, and metrics 

that value stream teams use to develop maturity and skill 

fluency. The organization can track its progress against its 

desired end as everyone transforms. 

1. Create the Vision: Start with a DigOps Balanced 

Scorecard assessment to understand the organization 

and areas of improvement, establishing the desired 

results and critical metrics essential for incrementally 

measuring journey outcomes. 

2. Create the Road Map: Teams and Teams of Teams 

develop their Digital Transformation road map, usually 

with a consultant’s help, by deciding which journey has 

the building blocks and practices needed for their 

transformation. 

3. Create the Release Cadence: Progress is reviewed 

regularly to understand outcomes, review progress 

measures, and learn. 

4. Create Weekly Increments and Measure progress 

Daily: Teams set weekly goals by selecting practices on 

their journey and measuring their progress weekly 

through self-assessment observations. They develop 

team fluency daily by developing practice capabilities. 
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As teams and organizations advance, we work with leaders to 

ensure they understand the progress (or lack of progress) 

being made and develop a plan together to best support their 

development. Once we coach teams and see progress, their 

leaders help them sustain and improve these teams’ new ways 

of working so that consultants can step out of the picture. 

Details 

As we train and coach teams on different practices, the teams 

use the gemPowers Web Portal to set their weekly goals, learn, 

grow, and measure their observations. 

 

 

gemPowers Web Portal – Select your journey 

Teams create their own journey, not leaders. This method is 

effective because using the tool transfers the decision-making 

power to the team from the start of the journey. This is essential 

for a successful Digital Transformation and is the first step to 

ensuring the team owns the new ways of working. 

Together, the team can practice what they have learned 

through coaching, workshops, training, self-serve learning, or 

combining these approaches. The methods used also depend 

on the teams and the organization’s path to Digital 

Transformation. 
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Over time, some teams will need more support than others. 

Coaching allows support to the teams who need specialized 

help. The most effective Digital Transformations take the entire 

division on their journey together, which reduces redundancy 

in coaching efforts and creates consistency across the 

enterprise. 

Teams lodge their observations in the tool by giving a thumb 

up, sideway, or down against each of the five measures for 

selected practices. There is no failure in the system and no 

judgment, so when people need help, we coach and provide 

direction to help the entire team achieve fluency. 

 

gemPowers Web Portal 

Team Practice Observation Measures 

 

As with any substantial change to ways of working, the team 

will initially focus on just surviving the transition. But over time, 

teams begin to thrive and excel at continuous improvement as 

they develop their muscles to set expectations and examine 

changes. Although the changes are small and incremental, as 

things progress, the team can see how their evolution is 

creating new ways of working, learning, and measuring. 

When everyone in the organization uses this process, the Digital 

Transformation can be done much faster with very satisfying 
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results regardless of their role or job level. Remember, the goal 

is to help people across the organization think straight and not 

respond based on evolutionary protective behaviors while 

going through change. But at the same time, we try to be as 

light touch as possible to provide the stickiness teams need to 

sustain the new practices. 

Initially, teams change their mindsets, then learn mechanics, as 

teams’ mature coaches should be backing out and only provide 

support as needed. Three short videos are available to help to 

explain further how this comes together to bring lasting 

change. 

• GEM Fluency Framework Overview 

• GEM Fluency Framework Road Map 

• GEM Knowledge Base and Mobile App 

Finally, the gemPowers Web Portal provides a mechanism to 

see Organizational Enterprise measures at every level, from 

team to divisions to organizations. The outputs and expected 

outcomes can be reviewed to discuss organizational results. 

 

 

Sample – Division Metrics 

When the whole organization is on the journey, you can see 

progress against the DigOps Balanced Score Card and 

Enterprise Metrics. 
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Sample – DigOps Balanced Scorecard 

 

Sample – Enterprise Metrics 

Enterprise Digital Transformations are made easy with the use 

of the GEM Knowledge Base and Web Portal. While the entire 

effort is easily measured with defined expectations for data-

driven discussions and decision making. The GEM tools make 

the transition to the DigOps model simple with all the needed 

practices built to develop muscles in new ways of working, 

learning, and measuring. 

Sustain and Improve DigOps 

DigOps® Sustain and Improve Program 

This program leverages the ISO 9001:2015 Quality 

Management System (QMS) standards for regular Sustain and 

Improve Health Checks. The difference between what we do 
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compared to what is traditionally practiced by internal auditors 

is that our approach is decentralized. 

Rather than enforcing a centralized process that must be 

followed, areas within each organization understand what good 

to great looks like. Each area then reviews and applies this 

within the boundaries of the overall company’s desired results. 

 

KM Quality Engineering QMS Diagram 

Details 

The Sustain and Improve Program can be broken down into 

three objectives: Clarity, Accountability, and Measured Progress 

for ease of implementation. Each objective has focus areas that 

can be self-assessed or assessed by an external consultant. 

1. Clarity 

a. Customer focus 

b. Involvement of people 

c. Leadership 

d. Mutually beneficial relationships 

2. Accountability 

a. Process approach 

b. System approach to management 

3. Measured Progress 

a. Continuous improvement 

b. Data-driven decision making 
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We recommend self-assessment on a more frequent and 

agreed cadence to support the digital operating model rather 

than an annual assessment. Measures should be collected 

across the organization for a complete view. Health Checks 

create opportunities for systemic improvements and validate 

ongoing measurement cycles. 

Some organizations choose to perform health checks within 

value streams or using internal teams, whereas other 

businesses may hire external people to conduct them. If an 

organization has a healthy continuous improvement mindset, 

using internal people to perform the health check with an 

external review is suitable. For organizations that are still 

building a continuous improvement mindset, external people 

are the most objective and are free from organizational bias. 

GEM™ Learning Internship Model (GLIM) 

To compete in our current economy, organizations must be 

adaptive to guard against disruption and remain relevant. 

Changing current talent acquisition approaches to include 

engaging local people at a competitive rate improves cohesion, 

retention, and loyalty. The talent gap can be addressed through 

local training, but bottom-line savings and improved workplace 

culture result in better performance and higher revenue. 

With 70 - 90% of technology jobs filled overseas, organizations 

lose the alignment and cultural fit needed to work together. 

This impacts effective delivery and the organization’s ability to 

compete. 

Details 

The GEM™ Learning Internship Model (GLIM) provides a 

glimmer of hope for those who are under-represented in 

technology to get a step up through an internship program. 

Our graduates have gone from holding several jobs to having 

a career with a pathway to make decisions to advance their life. 

It is the most rewarding program I have developed, and I am so 

immensely proud of the graduates. 
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GLIM is a win/win/win! 

A win for Business: 

1. Strategic Positioning - Positions the organization to 

attract local, competitively priced, loyal technology 

talent. 

2. Inclusive Workplace - Reduces turnover risk by 

transitioning the workplace culture to new, inclusive 

ways of working, learning, and measuring outcomes. 

3. Mechanics and Behaviors - The program addresses how 

to do the work and teaches teamwork skills that scale 

across the organization to create mental models 

necessary for operational effectiveness. 

A win for People: 

1. Opportunity - Provides options for people who didn’t 

have them before by moving from working at a job to 

starting a career. 

2. Local Work - People are any company’s strongest asset, 

and those who gained entry stayed. Up to 80% of 

interns were still with the client after two years because 

they were local. 

3. Interpersonal Skills – Interns learned to have meaningful 

and difficult conversations through learning Diverse 

Collaboration techniques. These skills were not only 

used in their work life, but they were useful in their 

interpersonal relationships. 

A win for Society: 

1. Equity – Giving underrepresented people a hand up to 

join middle-class career positions is not a handout; as 

most programs provide, it is a way to provide an 

equitable opportunity to people who deserve it. This 

supports the social justice we are striving for as a 

society. 

2. Contribution – with the burden taken off of just 

surviving and providing a sense of security, there is time 
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to look around and think about others. These interns are 

constantly looking for how to give others a hand up. 

3. Representation – Research has shown that diverse and 

inclusive teams bring a broader perspective, identify 

new choices, reduce bias, and strengthen accountability, 

leading to better decisions than individuals by 87%. This 

impacts people’s feelings of worthiness and promotes 

behaviors that benefit society as a whole. 

DigOps Certifications 

DigOps® Industry 4.0 Masters Certification 

We have a solution to help organizations upgrade their operations to 

compete in the Industry 4.0 economy. This certification uses a 

70/20/10 approach, where 70% of learning takes place on the job; 

20% occurs through coaching and guidance, and 10% via formal 

classroom learning. 

Our Industry 4.0 Masters Certification includes five courses to 

transform people across the entire enterprise. 

• Digital Ready, Set, Mastery Certification 
 

• A step-by-step approach for people leading an 

organization through change to a business agility 

model. 

• Product Management Mastery Certification 

• A comprehensive guide to help everyone in the 

organization understand digital product 

management. 

• Leadership as a Service Mastery Certification 

• Learn 21st Century Leadership capabilities and 

essential activities necessary to lead and unleash 

business agility. 

• DevOps Organization Mastery Certification 

• Learn the stages and disciplines to create a DevOps 

organization that delivers quality flow to customers. 

• Customer-Centric Design Mastery Certification© 
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• Learn the importance of developing a relationship 

with your customer and how to develop a 

community of learning. 

Details 

1. Digital Ready, Set, Go Mastery Certification© 

  In this certification, leaders and people involved in 

transforming digital operations learn to develop the 

best approach to change. This education also provides 

a step-by-step guide to the activities that lead to a 

digital operating model and a competitive strategic 

position. 

 

2. Product Management Mastery Certification© 

  This program is a comprehensive guide to help Leaders, 

Product Managers, Product Owners, and Delivery Teams 

understand agile planning levels and the critical success 

factors, skills, and event investments for each level. 

Participants develop a deep understanding of team 

development, product management workflow, and the 

digital product-centric operating model using Agile, 

Lean, Design Thinking, and Diverse Collaboration© 

methods. 

 

3. Leadership as a Service Mastery Certification© 

Participants learn 21st Century Leadership capabilities to 

empower teams to be autonomous by developing 

techniques to enable team ownership, local decision-

making, and accountability. They also learn the essential 

activities necessary to lead a digital organization to 

unleash DigOps© capabilities successfully. 

4. DevOps Organization Mastery Certification© 

For this certification, participants understand the stages 

and disciplines to create a DevOps organization that 

provides quality value to customers. The course guides 

executives, leaders, product managers, and delivery 



 

66 

 

team members through the Agile Engineering Fluency 

model to help organizations navigate their way to high 

quality and timely delivery of value to customers. They 

will understand the proficiency required to create a 

high-functioning organization that can leverage 

DevOps tool and techniques. 

5. Customer-Centric Design Mastery Certification© 

  Participants will learn the importance of developing an 

organization’s relationship with its customers or 

potential customers. They develop skills to understand 

customers using design thinking techniques that are 

low cost, low fidelity, and bring significant results 

quickly through fail-fast approaches. 

GEM™ Quick Start (Qst) Team Certification 

Most certification programs are two to three-day classroom-

based approaches with no real-life application or follow-

through. Many of these certifications are marketed as learning 

for roles that do not directly support developing a digital 

operating model that promotes a Team of Teams approach. 

They fail to achieve business results. 

The GEM™ Qst Certification is for team leaders, transformation 

leads, coaches, and Product/Service Delivery teams who are 

embarking on their journey to new ways of working, learning, 

and measuring. Our training spans five weeks and includes one 

day in class each week. The longer span of training helps 

change agents in any company to quickly start their teams on 

the GEM™ Transformation Journey and bring teams together 

using a continuous improvement mindset. There is also hands-

on practical application as part of the certification assessment 

criteria. 

The program is based on the 70/20/10 approach, where 70% of 

learning occurs on the job, 20% happens through coaching and 

guidance, and 10% via formal classroom learning. The training 

is structured to support the entire team, not just the leaders, 
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but also to understand the journey investment and results. The 

certification both publicly and privately offered to 

accommodate organizational-specific training. 

Details 

Participants take a deep dive into the GEM™ Fluency 

Framework and practical application. Time in the classroom is 

used to learn, practice, apply and plan. Each team commits 

weekly to use aspects of what they learned in their work. 

Then at the next session, the group shares their trials of new 

tools and the learnings they took from each experiment. Both 

test results and the application activities in daily work are 

requirements for receiving the certification. 

The five-week course covers the following practices: 

1. GEM Launch Team and Events practices 

2. GEM Vision and Road Map practices 

3. GEM Delivery Mastery practices 

4. GEM Quality Delivery practices 

5. GEM Innovation Boot Camp practices 

 

 

Powers Digital Solutions –  

GEM™ QsT© training Overview 
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Each set of practices focuses on developing and applying these 

key capabilities that are crucial to supporting digital 

organizations: 

• Lean/Agile Values and Principles 

• New ways of working 

• Critical thinking skills 

• Design Thinking 

• 21st Century Leadership 

• Diverse Collaboration 

 

Given that we teach the practices and the capabilities needed 

to apply these in a digital organization, we have found no need 

to recertify or retrain. We have found that the need for training 

across the organization reduces as time goes on because those 

who are certified begin to cross pollinate the mindsets and 

practices throughout the organization. 

GEM™ Leadership as Service Certification 

When transforming, most organizations strongly support 

frontline people, but leaders and particularly middle managers 

are often forgotten or ignored. As described at length 

throughout this book, it is essential to bring leaders on the 

journey to align and clear the way for their teams. The 

Leadership as Service Program helps leaders by introducing 

and helping them continue developing core digital operations 

leadership. 

 

The program focuses on two key components, Leader 

Capabilities and Leader Activities. Together, these two aspects 

of the program help leaders develop the behaviors and 

activities to support teams in a digital operating model. 

Details 

Leader Capabilities breaks leadership down into SPECE – 

Servant leadership, Problem-solving, Empowerment, 
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Competency, and Elicitation/ Facilitation to shape their 

leadership journeys. When these behaviors are modeled to the 

team, they also adopt and begin to implement these behaviors. 

 

Leader Activities supports leaders in a digital operating model 

to learn new ways of working to support their teams by 

developing competency in key leadership activities: Lead, 

Assess, Share, and Assist. 

 

Powers Digital Solutions Digital Leader Activities 

Canvas 

Leaders that come on this journey will successfully lead their 

teams by doing what they ask their teams to do, instead of 

asking their teams for one thing and demonstrating another. 

Leaders move from being reactive to proactive to support flow. 

This is what is needed in an Industry 4.0 Economy to create 

organizations that thrive and grow! 


