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______________________

Citizen Development

The Handbook for Creators and Change Makers

______________________






FOREWORD
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When I became president and CEO of the Project Management Institute (PMI), I wanted to build on its 50 years of effort in enabling the project professional to successfully turn ideas into reality by amplifying the impact PMI has on society by a factor of 10—a simple, yet extremely challenging, ambition.

To achieve this ambitious goal, PMI needs to push the innovation envelope and develop new means by which individuals and organizations can continue to be successful. As we did over 50 years ago with project management, PMI needs to lead the way in creating new means of making change happen and new ways of working to get things done. This book is the first of many ways that PMI is planning to achieve this goal.

When I take a step back and look around, I see we are clearly living in an uncertain world, where a single, unexpected global event can have a profound impact on our lives and will continue to do so for many years to come. A new normal has emerged and we are all having to adapt, be agile, be nimble, and be innovative in creating value in ways we have yet to appreciate. As organizations accelerate their transformation within this new normal, mobilizing and enabling their employees or citizens is being recognized as a key component to a successful transformation.

Imagine a world where any business person can develop a business application without having to write computer code. Imagine a workforce enabled to become self-sufficient, solving problems and developing solutions in a structured and controlled way with minimal risk. Imagine organizations attaining freedom from expensive and time-consuming traditional software development. Imagine increasing the productivity of the IT department by more than 50%. This is the world of citizen development.

I firmly believe that citizen development will form an integral part of the next wave of business transformation and will capitalize on both the digital and data revolution we are currently experiencing. We will witness the rise of citizen developers in the workplace as technologies advance. Technologies, such as automation, machine learning, and artificial intelligence (AI) have eliminated much of the complexities involved in meeting the ever-increasing needs of end users. By enabling nonspecialists to create their own solutions, citizen development tools, such as new no-code/low-code applications, are empowering the entire workforce (not just the technologists). The creation of “enterprise-grade,” complex, automated, and systemized workflow processes is now more than just an IT discipline. Business users can do it themselves, without the need to understand coding languages. This is my vision for a new normal, where any business user is empowered to help turn ideas into reality.


More and more organizations are enabling business process owners, project managers, and business analysts to be proficient in using no-code/low-code software applications, removing traditional bottlenecks in the solutioning process. Savings are measured in terms of months instead of years, or days instead of weeks, and this is fueling the movement as organizations around the world consider replacing expensive, licensed software with tailor-made solutions. By 2030, there will be 500 million new applications. Over 400 million will have been created using no-code/low-code software.

However, there are barriers to accessing this value. To really benefit from no-code/low-code technology, you have to enable people outside of IT. This introduces risks—security, data protection, storage, systems integration, version control, and so on—that are vital considerations for any CIO or CEO. To seek further adoption, organizations must create a controlled and secure technical environment with accepted protocols that can be adopted by departments in the organization and governed by IT in order to mitigate concerns driving the common question: “Does citizen development present a risk in the form of uncontrolled shadow IT?” If implemented correctly, citizen development should democratize the software development process, providing end users with infinite opportunities for value creation. There must be guardrails, standards, and governance put in place that are acceptable to the business and designed in such a way to avoid the proliferation of complexity within the organization (as more employees are enabled).

To get this absolutely right, we have involved leading experts in the field of citizen development from the world over, integrating the knowledge and experience from these experts with our deep project management expertise. We have developed a suite of specific methodologies and frameworks designed to guide enterprises in the best ways to facilitate the adoption of citizen development, and to scale its use across the organization. We have tested the ideas and concepts in this book with many large organizations, including global system integrators and major no-code/low-code vendors.

With this book, you will learn what it takes to gain a solid foundation in citizen development. You will understand the practical applications of no-code/low-code platforms and the opportunities that they present, whether you are a developer, running a business, or simply an end user. It will help you determine how to put the right governance in place to avoid shadow IT, support you in creating a culture of best practice and enablement, and inform you on the key building blocks required to drive value from citizen development.

Welcome to a new revolution—one in which any business user can become a change maker!

I will be delighted to hear your comments, questions, or feedback.
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Sunil Prashara

President and CEO

Project Management Institute
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Power to the People

We are in the age of disruption and transformation. Every sector and industry is being disrupted by the digital revolution. Almost US$1 trillion of economic value (Alturi, Sanhi, & Rao, 2018) is either being created or destroyed as organizations struggle to meet customer needs and remain competitive in a world dominated by digital applications and data.

Advances in artificial intelligence (AI) are rapidly disconnecting end users from the complexity of the technology they use. The result is a world where we can do many things without having to understand how it all works. A good example is Apple's intelligent assistant, Siri, which allows any user to ask complicated questions using natural language input and receive answers immediately, all without having to spend time on complex research. In the world of application development, a similar revolution is emerging. Software engines are now sophisticated enough to write code from a few visual diagrams put together by a business user. Traditionally, called “no code” or “low code,” these new software applications are becoming more and more practical, creating a US$20 billion market (Rymer, Mines, Hammond, Vizgaitis, & Reese, 2017) as organizations try to leverage this new technology to gain a competitive advantage. This new capability, “citizen development,” democratizes the skills required to develop applications such that every citizen can do it. This term has found new life in other industries experiencing similar developments, including citizen data scientists, citizen doctors, and so on.
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	DID YOU KNOW?




Back in 2012, Gartner analysts declared, “We're all developers now”—a reference to the nascent citizen developer movement (Ramel, 2015).

 



We call the enabling technology for enterprise applications citizen development application platforms (CDAPs). These platforms are intuitive and quick to use and give citizen developers the tools they need to be creative and solve problems. One of the key benefits is the sophistication of an AI engine that can effectively write code given a set of specifications. Advances in AI will effectively disaggregate the technical knowledge required from the business knowledge, enabling citizen developers to create disruptive technologies without the prerequisite technical knowledge. In addition, many business leaders now recognize the value of delegating decision making to the person or team within their organization that has the knowledge and experience to make the most informed decision. Hierarchical and centralized decision making is being replaced by a new paradigm: The Project Economy. The Project Economy is one in which people have the skills and capabilities they need to turn ideas into reality. It is where organizations deliver value to stakeholders through the successful completion of projects and delivery of products.


The Project Economy will fundamentally redesign how work gets done and is creating a distinct shift away from functional specializations toward temporary project structures comprised of cross-functional teams focused on short- and medium-term goals. Citizen developers are bringing two major changes to how organizations work: capacity and speed. They provide capacity to IT teams as citizen developers can take on many of the backlog requirements that ordinarily an IT specialist or department would need to address. Secondly, citizen developers, as domain experts, have the potential to solve some of an organization's challenges quickly and effectively. The speed at which they can take an idea, then design, build, test, and deploy solutions enables organizations to bring products and services to market in unprecedented time frames.
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	LEARN MORE




To learn more about The Project Economy, visit:

https://www.PMI.org/The-Project-Economy

 



As organizations look to leverage citizen development in their digital transformation programs, there are many pitfalls to avoid, including the lack of a comprehensive methodology and framework, and adequate training is required to allow citizen developers to succeed. Central to PMI's goal of enabling successful and sustainable change, this book was written to address the key issues organizations must understand to successfully create value when implementing citizen development.
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	DEFINITION




No code

No-code development platforms allow programmers and nonprogrammers to create application software through graphical user interfaces and configuration instead of traditional computer programming (“No-Code Development Platform,” 2020).

Low code

Low-code development platforms may call for limited amounts of coding, requiring nontechnical users to work together with developers during some or all of the development process (Tobin, 2020).

 








Who Is This Book For?

At its core, this book is for anyone looking to convert ideas into reality, with larger organizations more likely to benefit most from the transformative potential of citizen development. Specifically, this book is for individuals and managers who see opportunities to change and improve their own work, how teams and departments around them work, and how the organization operates and serves its customers, where speed and time to market are the driving forces.

This book is relevant to all employees within an organization, whether they are process experts, business analysts, operational subject matter experts (SMEs), hired consultants, project and program managers, IT specialists, architects, C-suite executives, or students leaving the world of education for the job market. It is ultimately a book for anyone who is involved in citizen development in a large organizational setting, regardless of whether they are developing the applications themselves or facilitating the development.

There are three main groups that make citizen development possible: practitioners, architects, and strategists. While the content of this book is predominantly aimed toward citizen developer practitioners and architects, it will also prove to be a useful reference guide for strategists. In Table 1, we define these three groups and the typical roles they may fill in an organization.
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We introduce key concepts and provide a framework and methodology that will guide individuals and managers through a set of steps to successfully introduce citizen development into an organization, build capability to scale, and create a culture of citizen development innovation.

Not only will this book help citizen development projects deliver tangible outcomes, it will also support the business community in safely developing business applications, giving rise to a significant increase in an organization's capacity to transform digitally.






What Is a Citizen Developer?
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	DEFINITION




Citizen developer

A citizen developer is someone who can build applications without coding knowledge, but usually with the support of IT.

For the purpose of our definition, we use the words citizen developer and citizen developer practitioner interchangeably throughout the book.

Follow the link to see a short synopsis video on what a citizen developer is:

https://www.PMI.org/citizen-developer

 



Citizen developers tend to be domain experts who have a deep understanding of a business process or a series of tasks performed in the organization. They are therefore very well placed to identify new opportunities that improve operational efficiency or allow the business to better serve its customers.

Citizen developers come from all walks of life. They could be sales executives who feel they can spend much more time with their customers if the administrative tools were easier to use. Or they could be payroll administrators who want to reduce the number of manual steps and interactions with the employees when approving expenses. They could also be externally hired consultants who have been brought in to support the organization in its digital transformation. A key common aspect is that citizen developers are people who are willing to make the change, to create the solutions that they, their team, their department, or their customers need.

Citizen developers have been around for some time. In the past, they were the people who made a difference by building macros in spreadsheets using Visual Basic for Applications (VBA) or who identified ways to improve their work and the work of others. Arguably, from an IT perspective, these people caused all sorts of problems. They introduced risky, unsupported, and often poorly designed applications that lacked any standard or control. In doing so, they created operational risk, key-person dependency, and fueled the creation of what has come to be known as “shadow IT” (an unsupported and unsanctioned IT).
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	DEFINITION




Shadow IT

The use of information technology systems, devices, software applications, and services without explicit IT department approval. It has grown exponentially in recent years with the adoption of cloud-based applications and services (Forcepoint, n.d.).

 



In our rapidly changing business and technology landscape, organizations must constantly evolve to maintain relevance. IT departments are tasked with the responsibility of delivering business change; however, with the increasing demand for software and training, IT departments have limited ability to cope with this ever-expanding backlog of wants and needs. Approximately 79% of IT leaders and decision makers agree that they are under a constant source of pressure to manage this (Project Management Institute, 2020), while being able to “keep the lights on” and ensure the existing IT estate continues to function alongside the higher demand. IT also has to deal with limited budgets in addition to increasingly scarce and in-demand skilled technical specialists. One consequence of this inability to deliver is the emergence and growing reliance of shadow IT, which is the result of business owners and stakeholders reaching for other options to address their challenges rather than waiting for IT to address them.

Many see shadow IT as a threat (95% of IT decision makers recognize the risks associated with shadow IT, 43% worry about the lack of data governance, and 37% agree that a major source of risk is the inherent lack of ownership and change control). Despite the risk, shadow IT does bring value to the organization. First and foremost, shadow IT is a solution for an unaddressed need. This need could be a more efficient way of working with technology, a better employee or customer experience, or even a new customer offering.

Until recently, employees didn't have the tools or the capacity, and IT may not have had the capacity to support or address their needs in a significant way. Today, that situation has changed. Citizen development platforms have matured to the point that they minimize the need for manual coding when building serious, enterprise-grade applications. They are much more accessible to those without formal or lifelong technical learning and training. As a result, their usage (both IT sanctioned and unsanctioned) is exploding. According to Gartner, “by 2024 at least 65% of all new business applications will be created with high-productivity toolsets, such as low-code and no-code application development platforms.” (Vincent, Natis, Iijima, Wong, Ray, Jain, & Leow, 2020).
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	DID YOU KNOW?




By 2023, the number of active citizen developers at large enterprises will be at least 4 times the number of professional developers (Wong, Driver, & Ray, 2019).

 



Organizations are beginning to see the citizen developer as a key enabler of digital transformations. Inside organizations, citizen developers can use these new platforms to solve problems they repeatedly run into. They are no longer limited by the lack of coding capability and no longer have to wait for IT to provide resources. Many business problems can now be quickly ideated into solutions and put through a development process to create applications that bring immense value to organizations. Other problems that may require IT support for extensive changes, such as complex integrations, can still be rapidly built by the citizen developer into a minimum viable product (MVP) that can then be handed over to the technical team to be completed. Citizen developers can unleash innovation and productivity gains unlike any recent developments in application development.
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	DEFINITION




Minimum viable product (MVP)

A version of a product with just enough features to satisfy early customers and provide feedback for future product development (“Minimum Viable Product,” 2020).

 



In order to experience these productivity gains, however, citizen developers need to be given the authority and freedom to act. This requires new ways of working and new ways of thinking at an organizational level. IT departments are guardians of the organization and provide a vital service that protects the organization from harmful events, such as external hacking or service availability. IT departments also have another important role to play in support of citizen development: They can guide and help citizen developers to design applications by giving guidance on technical requirements and supporting publish-worthy applications. This is a particularly important part of unleashing the value of citizen development applications as their usage scales in the organization.

In summary, IT departments will need to become accustomed to working with the business instead of for the business, becoming a key partner to the business on its citizen development journey. When working with IT as a partner, citizen developers can help reduce the technology backlog while executing digital transformations at speed.






Citizen Development Canvas

The Citizen Development Canvas (Figure 1) is the PMI framework describing the five major components that allow an organization to successfully build business apps, operate, and scale citizen development across an organization.
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The Citizen Development Canvas framework redefines how we think about application development and software delivery.
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	DID YOU KNOW?




Historically made from tightly woven hemp, the word canvas comes from the Latin cannabis—it came into common usage in the 16th century during the Italian Renaissance (Stewart, 2018).

 




For citizen developers, the speed at which applications can be designed, built, and deployed requires a new framework to help citizen developers safely and securely build better apps. Enterprise risk requirements and application development can now occur as a single integrated activity, giving rise to a substantial shortening of the design-build time frames and empowering the end user with the tools to bring ideas to life. This eliminates the need for business and functional requirements as a way of creating standardized documentation between the business and functional design teams. The Project Delivery component contains a new software delivery life cycle (Hyper-Agile SDLC), building upon the principles of agile delivery. Now many simple, yet powerful, citizen development apps can be designed, built, and deployed without the need for software engineering teams and technical architects. More complex, enterprise-wide citizen development apps do require integration with other systems and IT custom development to extend functionality. IT developers get to do more technically challenging work while citizen developers can create apps to deliver solutions to problems that might otherwise be seen as lower priority. Guidance is provided within the Project Delivery and Capability Development components to equip the citizen developer with the details and concepts to handle the responsibility that comes with the additional authority they need to create powerful apps.

Citizen developer architects manage citizen developers. Citizen developer architects understand how to get the most from their squads. They know how to create the space within the organization to protect their squads and manage the politics, which gives them the resources and operating environment necessary to succeed in their organization. This requires power skills (the ability to be adaptable, creative, and influential), a solid understanding of operating model concepts, and the ability to manage complex stakeholders through organizational alignment concepts and practices.

Citizen developer practitioners will benefit from understanding the basics of the maturity model. They have a critical role in helping the organization adopt citizen development in the early stages of maturity at the discovery phase. By delivering apps that demonstrate the value potential at a local level in their business, they sow the seeds for growing citizen development in their organizations.

Citizen developer practitioners will be tested to manage the maturing of citizen development in any organization, and many of the topics we talk about in the maturity model will fall into the responsibility of both architect and strategist roles.

Citizen development's potential to deliver more than pockets of value requires the skillful management of organizational politics. The level of management required differs from one organization to another and from one industry to another. Change occurs slowly in established, slow-moving environments or heavily regulated environments, and is generally more challenging to affect. In these environments, the skeptic may challenge the value, and many managers may feel threatened by the risk of empowering lower-level and highly capable individuals who seek autonomy and have a desire to put their ideas into practice. These managers need skills such as the power of persuasion to navigate organizational hierarchy. This will test any seasoned change manager.


The ability to move citizen development beyond the discovery phase into experimentation brings a requirement to understand organizational design and change management. While we recognize that most organizations are different, we map out the journey of citizen development maturity into five stages and provide guidance to identify which stages an organization is at and a series of next best actions.

Our canvas includes a five-stage maturity model that allows organizations to assess, diagnose, and remedy obstacles or identify actions to help them pursue an effective citizen developer strategy. A concerted citizen development strategy at scale requires unique structures, tools, processes, and practices embedded in the organization to enable value delivery through citizen development. The maturity model stages are Discovery, Experimentation, Adoption, Scaling, and Innovating.

The book is organized into six parts, outlined in Table 2.

Any citizen developer will benefit from reading the entire book regardless of the previous knowledge they possess on each of the topics. On the right-hand side of the table, we highlight which parts of the book will help practitioners, architects, and strategists to perform their job better. This is aligned with the colors in the Citizen Development Canvas (Figure 1).
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Benefits of Citizen Development

Citizen development has the potential to unleash productivity gains across an organization by giving the employees the tools and skills to take an idea and develop it themselves. The technology makes it easier, quicker, and safer to build solutions in an organizational setting. Many of the skills required are described in this book. In Figure 2 we outline the citizen development benefits to organizations, IT functions, and individuals.
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	DID YOU KNOW?




The software developer unemployment rate is below 1.7%. There simply aren't enough developers out there to meet the demand (U.S. News & World Report Best Job Rankings, n.d.).

 



For Organizations

•Citizen development is a highly cost-effective approach organizations can take to drive innovation and organic change across the business, especially when the economic and political climate makes organizations less inclined to make heavy investments in large-scale transformation.

•Citizen development means more people in the organization can meaningfully contribute to the creation of new products and services offered by the organization, rather than directing their wants and needs to another department.

•Poorly optimized and overly manual processes are a reality for many people who work in organizations. Rather than accepting the status quo and finding workarounds, citizen development enables them to directly address the inefficiencies they see and experience firsthand.

•Citizen development use cases will act as a catalyst and inspire more people to take the plunge, more so if the organization celebrates successes and recognizes the efforts of the individual citizen developers.

•Citizen development works in tandem with other change initiatives, thereby increasing the bandwidth and capacity available to deliver the desired digital transformation outcomes.

For the IT Function

•The business will make fewer requests of the IT team as they begin to satisfy their own application needs through citizen development. This results in a smaller IT backlog of demand, freeing up the IT team to focus on more strategic endeavors.

•An environment provisioned to the business but controlled by IT will centralize all citizen development efforts, creating visibility and reducing the need for business users to look for and build unsanctioned tools that introduce risk into the organization.

•Citizen development is about enabling those closest to the problem to find and create the right solution. The IT team starts to be seen as an enabler or provider of an environment where the business creates its own applications. They are there to partner with, guide, and support development without annexing efforts started by the business.

•Applications built in modern low-code/no-code (LCNC) platforms are inherently easier to maintain, extend, and even duplicate. Application components and widgets can be repurposed and copied to new applications with very little effort.


•Most LCNC application platforms today provide simple methods to track all applications built across the organization. Provisioning a rich inventory that is accessible and visible to everyone in the organization will minimize the potential of citizen developers creating duplicate applications and drive community collaboration and sharing.

For Individuals

•Your people are your most important asset, and citizen development is about giving them the authority to make the changes that will improve their work and better service their customers’ needs. Placing this trust in your people will inspire them to give more back.

•Modern LCNC platforms are intuitive and powerful enough to enable changes to be introduced into applications very quickly—often with no downtime. This means applications can be launched even as the citizen developer continues to refine the solution.

•Citizen development empowers those with ideas to turn them into apps. It avoids the inherent challenges in having to communicate an idea and the high likelihood of misinterpreted requirements being built into the solution.

•Citizen development is about the individuals who want to build their own solutions. It is about those who help make change happen by managing internal politics and establishing the guardrails and rules of engagement. It is also about those who seek to create the optimal environment where citizen development thrives—multiple roles spanning the organizational hierarchy that are all crucial to making citizen development a success.

•Modern LCNC platforms are designed to be accessible to nonprofessional coders. The platforms are designed to be intuitive so that anyone can use them to create applications. As such, those with ideas are now able to turn them into apps, without needing any coding knowledge or previous experience in software development.





Examples of Citizen Development Apps

The benefits of citizen development can be found everywhere regardless of the region, industry, or organizational function. Some impactful and practical possibilities for citizen development include:

•Application to monitor employees’ safety and well-being during the COVID-19 pandemic

•Digital mortgage underwriting system


•Community portal to host thought leadership content and connect people with common interests

•Application for an online retail bank in the onboarding of new customers

•Project management application with Kanban functionalities that allows tracking the status of activities and workstreams and sends notifications to stakeholders who need to be informed

•Event management app to post events, track registered participants, and contact them with updates

•Claims management solution that handles all stages of a claim life cycle

•Shift management app to organize the operational teams in a factory

•Application to process staff salaries

•Order management application that processes orders, passes the information onto the manufacturing/processing team, and updates the stock levels in the warehouse

•Customer relationship management (CRM) system that shows all policy and account information from customers to call center agents in an insurance company





Challenges of Bringing Citizen Development Into an Organization

Citizen development is a disruptive technology with the potential to transform an organization and deliver powerful outcomes that delight investors and CEOs. Like all disruptive technologies, the change management risks are significant, and consequently, many organizations may not take the plunge to take citizen development beyond the early quick-win points. This is a massive opportunity lost. We provide guidance with the hope that large organizations will stay the course and not miss the significant value creation opportunities that citizen development can bring.

The challenge for adopting and scaling citizen development is not a technical or technological challenge. The challenge lies at the heart of effective change management as there are a number of stakeholder interests that need to be aligned before citizen development can take root in an organization.


•CIOs and IT Functions: CIOs and IT have a significant role in protecting the organization from enterprise risk. They manage the enterprise architecture and design, and implement IT strategy that enables their organization to compete and win the market. Understanding the pressing issues facing CIOs is important when assessing their appetite for supporting or introducing the scaling of citizen development.

-Many CIOs inherit legacy systems that have arisen from years of under investment and spend a disproportionate amount of their time simply managing the day-to-day challenges of IT operations and maintenance. Layering in citizen development and its brand promise may seem like another risk to be avoided.

-CIOs deal with complex systems; large organizations operating in different markets, grappling with complex supply chains, and changing customer demands. They may be managing demanding internal customers who have competing and sometimes conflicting priorities. They may want to respond swiftly to changing market needs, deliver IT services on tight budgets, and manage enterprise risk. The business may respond to the lack of IT by investing in IT solutions of their own, either homegrown or by embedding IT teams within the business. This creates shadow IT and additional challenges for IT to manage. Citizen development can be perceived by CIOs as a deepening of their existing shadow IT functions that presents more IT risk and challenges.

What is the current situation with IT in your organization?

•Command and Control Management Style: The organizational structure of command and control will serve to undermine the potential that citizen development can bring. Command and control usually permeates from the top and is anchored on traditions and beliefs that require significant cultural transformations to unlock. This is beyond the scope of this book. Citizen developers are individuals within a business who have the ideas and inclination to make a difference. They need the authority to act, and that requires devolving decision making to the source of creativity. Command and control management will stifle this process.

Is your organization's decision making top-down, or do you have authority to innovate, modify business processes, and change the way you engage with your customers?

•Ineffective Middle-Organizational Layers: Similar to top-down command and control, many organizations lack clarity of accountability and transparency, with middle managers spending too much of their time managing upward and not enough time enabling their teams to be successful. In such an environment, individual and team recognition are not based on merit, and rewards drive the wrong behaviors. Individuals see only the downside risks to showing initiative, skepticism grows, and productivity and creativity stifle.


Do you find that the risk of making mistakes discourages you from taking on an initiative?

To bring the organization through the steps to embrace and deliver on the potential of citizen development requires skillful management of organizational design and culture, changing policies, and building alliances. In the Organizational Alignment and Maturity Model parts, we touch upon some of the ways to recognize these challenges and provide some guidance on how to manage them.

In these environments, citizen development needs to take root. Strong leadership is required for it to grow. We call the individual who is tasked with this responsibility a citizen development strategist. We introduce key concepts on culture, performance accountability, and financial metrics to aid passionate and courageous people to pursue the massive opportunity to scale citizen development in their organization.
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Citizen development can greatly reduce the time and cost associated with developing new applications. To fully unlock these benefits and ensure the correct level of governance, it helps to follow a structured approach on the journey from ideas to application. In project delivery, we provide guidance and suggest tools to support this process.
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	2.1 Hyper-Agile SDLC

Apply a software delivery process that is tailored to citizen development initiatives based on complexity and risk.
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	2.2 Ideation 2.0

Use collaborative tools and approaches to quickly generate and prioritize ideas and set the foundations for citizen development projects.
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	2.3 Suitability Assessment

Assess the suitability of a proposed initiative for citizen development and address any gaps in the organization's citizen development capability.







 

Who is this section for?

For citizen developers who want to learn new techniques and gain tools to improve the quality and speed of developing apps.

For managers who work in a team to collaborate on ideas to determine the best solution and project delivery roadmap; these people will typically fall into the role of citizen development architects.

 













	2.1 Hyper-Agile SDLC
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Avoid the red tape when it is not needed.

The hyper-agile SDLC is an end-to-end process for developing and delivering applications of varying risk and complexity into an organization using citizen development. It is the characteristic of a citizen development end-to-end process for developing and delivering applications into an organization.

In this section you will find:

•Guidelines for citizen development project delivery

•IT policies and standards to which development is bound

•Detailed breakdown of the development life cycle phases and associated activities, tools, and methods

[image: images]




“Agility is the ability to adapt and respond to change; agile organizations view change as an opportunity, not a threat.”

Jim Highsmith
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Overview

The citizen development hyper-agile SDLC is different from traditional or agile SDLCs. It extends on the principles of agile delivery by identifying unique characteristics of citizen development to optimize quicker decision making and lighter project governance. It transforms how software is developed and reshapes how development teams are assembled and operate, with business resources taking the lead and minimal IT approvals required.
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	DEFINITION




Software development life cycle (SDLC)

A process that produces software with the highest quality and lowest cost in the shortest time possible. SDLC provides a well-structured flow of phases that helps an organization to quickly produce high-quality software that is well tested and ready for production use (Altvater, 2020).

 



What makes it hyper-agile?

1.It delivers on the promise of design and development as a single activity, removing the need for extensive requirements gathering, multiple handoffs, and unnecessary documentation.

2.Smaller teams, real-time development, and lighter governance result in less management overhead and release capacity within the organization.

In this section, we discuss the three decision pathways to delivery that are based on the complexity and risk associated with creating the solution.
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	DEFINITION




Agile

In software development, agile practices approach discovering requirements and developing solutions through the collaborative effort of self-organizing and cross-functional teams and their customer(s)/end user(s). It advocates adaptive planning, evolutionary development, early delivery, and continual improvement, and it encourages flexible responses to change. It was popularized by the Manifesto for Agile Software Development (“Agile,” 2020).

To learn more about agile, please research the PMI Agile Certified Practitioner (PMI-ACP)® certification course.

 



Hyper-Agile SDLC in Practice

A delivery initiates with business autonomy up front, including ideating, scoping, and prototyping. Touchpoints with IT are minimized as a principle, but the citizen developer must have a strong awareness of when and why IT should be consulted.

Guidelines for citizen development project delivery

1.Citizen developers develop according to the least reasonable number of IT stage-gate approvals.

2.Citizen developers have a responsibility to understand the purpose and benefits of IT control and if/when/why IT should be consulted (we explain the IT policies and standards in Section 5.1).

3.Citizen developers are not bound by lengthy project charters and administrative controls prior to prototyping.

4.Minimum documentation is required.

5.Citizen developers possess broad freedom to ideate and prototype.

6.The business retains autonomy for all ideation and solution design.

7.The business considers business/operational risk and value early in the SDLC.

8.Design and implementation of the operating model (maintenance and change management) happens in parallel with application design.

9.Citizen developers are bound to quality assurance, resilience, and security controls.

10.Citizen developers enlist the support of IT developers only when appropriate.


Application development life cycle

The citizen development SDLC has been designed to cater to projects of varying ambition, scale, and complexity. The IT spot assessment is the decision point that determines which path the project squad must follow before it is able to publish the application. Citizen developers carry out the suitability assessment, value tree assessment, and operating model design for post-deployment maintenance.

The preferential order for organizations that wish to truly embrace the citizen developer ethos is as follows:

1.Fast track

2.Assisted

3.IT delivery

See the development life cycle in Figure 3.
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Choosing the suitable SDLC path

To choose the suitable SDLC path, citizen developers must assess their projects against two variables: risk and technical complexity.

As a general rule, projects that can be delivered using citizen development present low to medium risk and low to medium technical complexity, as depicted in Figure 4. The remaining area in the figure refers to projects that present high risk or high technical complexity. These projects have to be delivered by IT.

Having said this, it is not possible to create a one-size-fits-all diagram for every organization using citizen development. The boundaries between the areas in Figure 4 are indicative. Some organizations can be more tolerant to risk than others. Moreover, what is considered as high technical complexity for organization A can be deemed medium for organization B, possibly because citizen developers in the latter organization have stronger skills or can address the governance concerns around citizen development in a safer manner.

With the objective of successfully qualifying the citizen development projects versus the IT projects, newly certified citizen developers should have the support of other experienced citizen developers, the competency center, or the IT department.
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	DEFINITION




Competency center

An organizational structure that contains citizen development skills and expertise, where individuals get advice and guidance on citizen development projects. See Section 4.2 for more information.

 



Risk assessment

There are several categories to evaluate in order to determine whether a project is of low, medium, or high risk. These categories are explained in Table 3.
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Technical complexity

The horizontal axis in Figure 4 relates to the technical complexity of the project; that is, how difficult it is to:

•Build the application (create the data models, functionality, and front end),

•Integrate it with the wider IT landscape (applications and databases), and

•Create the user interfaces.

In other words, Figure 4 indicates how proficient the developer must be to achieve the desired quality (either a citizen developer or traditional IT developer).

Inexperienced citizen developers are better suited to projects with low technical complexity that follow the fast track path. If the concerns around complexity can be mitigated by partnering with or getting guidance from experienced citizen developers or IT architects, the inexperienced citizen developers will be able to use the assisted path.

More experienced citizen developers will be trusted and empowered to take on more technically complex endeavors. They can build applications with an increasing number of features and functionalities and integrate them with other existing software or databases.


Fast track path

The fast track path is characterized by light-touch governance and is the path a citizen development squad would take when a project is considered to be low risk and low in technical complexity. Emphasis is on iterative ideation, design, build, and deployment with continuous business feedback loops.

The SDLC allows organizations to favor (and utilize) the fast track path as often as is appropriate. The percentage of projects that can be moved through the fast track is a measure of the maturity of the citizen development culture and the technical capability within an organization.

Assisted path

The assisted path is followed if, after the initial assessment, the initiative is deemed to be of medium technical complexity and low risk. The citizen developer can solicit the support of the competency center and its practitioners. This allows the citizen developer to progress relatively quickly without extensive IT engagement. It could be that the citizen development squad is able to build an MVP, at which point they engage with technical experts in order to finish the application and prepare it for the live environment.

IT delivery path

When the fast track and assisted paths are not suitable for the project as this would present high risk or high technical complexity, the project must follow the IT delivery path. At this point, the project must become IT controlled. However, the citizen developer can still be involved in this scenario. The citizen developer utilizes IT policies, standards, and resource support to ensure the application is delivered into the business appropriately.

Stages and tasks to perform

As described previously, citizen development would be performed when a project presents as low risk and low in technical complexity. Table 4 informs citizen developers about the tasks they must perform at every stage.
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Transition to support and change management

Generally the citizen developer—with the support of the business—designs and implements a support model in parallel with the application design and implementation. This includes ownership, support service models, and ongoing maintenance procedures.

Organizations will adopt an operating model that works for them. The role of IT and the citizen developer will differ based on the organization's boundaries and structures. We cover this in more detail in Section 4.2. Our preference is as follows:

•Citizen developer: Configuration and administration of the application

•IT: Management of back-end database and any integrations or underlying platforms

When developing via the IT delivery pathway, standard IT support and maintenance processes will be followed.

Citizen-developed apps generally consist of maintenance changes and enhancements.

Maintenance classifications are:

•Corrective: A fault occurs and maintenance tasks are performed to rectify it so the application can be restored to operational parameters.

•Adaptive: The environment changes and maintenance tasks are performed to modify the application in order to adapt to the new situation.

•Perfective: New enhancements are added to the application that are either functional or nonfunctional.

•Predictive: Scheduled maintenance tasks are performed to maintain the application, detect possible defects, and fix them before a fault occurs.

For maintenance, corrective and adaptive maintenance reside with the citizen developer (most of the time). Perfective and predictive should be, for the most part, the responsibility of the competency center or IT department.


Enhancements:

When a proposed change does not qualify as one of the maintenance classifications mentioned previously, it is considered an enhancement. Enhancements circle back to the SDLC (as illustrated in the SDLC diagram).

This distinction is important, as it has a broader implication in most organizations; maintenance is typically treated as an operating expense (OpEx), whereas enhancements are treated as capital expenses (CapEx) and, therefore, are treated differently with respect to planning, budgeting, and prioritizing.
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	DEFINITION




Operating expense

An ongoing cost for running a product, business, or system (“Operating Expense,” 2020).

Capital expense

The cost of developing or providing nonconsumable parts for the product or system (“Capital Expenditure,” 2020).

 















	2.2 Ideation 2.0
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Tools and approaches to bring ideas to life.

Use simple tools and techniques to generate and prioritize ideas, leveraging the power of team collaboration.

In this section you will find:

•Approaches to ideate solutions to the problems you encounter in your daily routine, helping you to design collaboratively while keeping in mind the necessary outputs to inform the initial prototype
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“The best way to have a good idea is to have a lot of ideas.”

Linus Pauling
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Overview

For a long time, addressing software needs has been the responsibility of IT departments, with ideas for new or improved applications typically ending up in a backlog of IT demand. Given the often-constrained capacity of the IT team, they must continually prioritize their efforts, which inevitably means some ideas get deprioritized and pushed to the bottom of the backlog.
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	DID YOU KNOW?




The verb ideate comes from the Greek verb idein, which means “to see” (Merriam-Webster, n.d.).

 



We introduce an approach that eases the burden on the IT department by empowering the business to mature ideas and kick off the process of creating eventual solutions. Done correctly, this will eliminate effort and the often-lengthy time frames associated with pitching an underdeveloped idea to IT. In addition, it will have the added benefit of reducing the burden of up-front paperwork and evidence. Ordinarily, the IT team would want a level of detail for the solution that may yet to have been broadly considered or articulated. This slows down the process further, often resulting in scope creep and an underdeveloped solution being built. Given the inherent suitability of citizen development platforms for this purpose, Ideation 2.0 presents an approach that combines brainstorming and real-time developing, which enables organizations to drive significant value in condensed time frames.


Looked at another way, Ideation 2.0 is about avoiding the pitfall of taking a snapshot of an idea in its infancy and handing that over to the IT department to build. It is about recognizing that sustaining ideation during the build phase is something that should be encouraged. Citizen development can harness this approach to shape, and ultimately deliver, a better end product in less time.

Ideation 2.0 differs from standard ideation processes in two key ways:

•Ideation continues throughout the full process of designing and developing the app.

•It involves real-time design.
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	DID YOU KNOW?




Did you know that brainstorming was first coined by BBDO ad executive Alex Osborn in 1942. For more information on this, check out his book Applied Imagination or read the Inc. article by The Build Network staff (2013).

Alex Osborn (1963) claimed that two principles contribute to ideative efficiency:

1.Defer judgment.

2.Reach for quantity.

 




Ideation 2.0 in Practice

Guidelines for Ideation 2.0

•Ideation 2.0 is about speed, agility, and collaboration with minimal documentation. To borrow from the Agile Manifesto: “Working Software Over Comprehensive Documents.”

•Idea refinement happens concurrently with development of the solution, and not just at the beginning of a project.

•Ideation is a nonlinear process. Inspiration comes from a deep understanding of not only the problem, but also the wider environment, and should involve stakeholders from across the organization with different points of view and specialisms.

•Real-time development is at the heart of Ideation 2.0. The principle is to create mock-ups and working solutions in place of extensive documentation and design specifications, and do this very quickly.

•Ideation 2.0 works best with a minimum of two iterations of idea refinement and real-time build, done collaboratively.

•The Ideation 2.0 process is applicable and encouraged across the life cycle of the project, from the idea to project execution.

•Ideation 2.0 works well even when the solution has been published into the live environment. It is particularly well suited to facilitating focus group sessions with end users of the application.

•A citizen developer practitioner or someone who is competent in the chosen citizen development platform is required to lead the mock-up of the brainstorm in real time.

•Outputs of an Ideation 2.0 process are continually updated with each subsequent iteration.

Ideation 2.0 Outputs:

•Product vision board (Tool 1)—A simple, yet immensely powerful, tool that agile and, in particular, Scrum practitioners will be very familiar with. When well crafted, it is a clear and concise communication tool and acts as the team's North Star. It informs and influences everything from who is engaged and to what extent, how the application will fit in the wider landscape, what requirements are captured in the backlog, and what the build priorities are. It is intended to be high level and should give direction in an easily digestible manner.



-Vision: “What is the motivation for creating this application? What positive change will this bring about?” Completing the vision section can sometimes be the hardest part of the exercise. Some teams do this at the beginning, but it can also be a task well suited to wrap up the ideation process. The vision needs to be succinct and precise, but also not overly restrictive. It is key to note that the vision isn't really about the application, it's about what purpose the application will serve and the problem it will solve. One good example of a company's vision statement is from the Swedish furniture retailer, IKEA: “To create a better everyday life for the many people.”

-Target group: “Who are we building this for? Who are the users?” The target group section is our customer hypothesis and should be populated with those groups that will be served by the application. It is good practice to define narrow target groups and broaden them later if necessary. This will inform the user stories that will be created.

-Needs: “What problem will the application solve? What benefit will result from this application going live?” This is both the problem hypothesis and value proposition and should address why anyone would want to use the application.

-Product: “What are we planning on building? What does the application need to have and do?” In this part of the template, we should be aiming to describe the key defining features of the application that are crucial if it is to address the needs of users and be adopted. This informs the backlog that will be created.

-Business goals: “Is it worth investing in this application? How does this help us achieve our overall business goals? Will we be able to achieve these business goals by equipping our target audience with the application we are proposing to build?” This is the solution hypothesis and is about creating the case for investment. This will help guide prioritization of the backlog and will be invaluable for any external (to the core team) stakeholder communications.


•User stories (Tool 2)—This is another staple of agile project delivery that has its origins in Extreme Programming (XP). User stories are short and simple descriptions of ideas or desired features from a specific user perspective. These user stories should be continually reviewed and refined. Indeed, the level of detail contained in a user story evolves over time, either by decomposing them into smaller user stories, or by adding conditions and prerequisites as they become apparent.


•Backlog: As described by Scrum.org, this is an ordered list of everything that is known to be needed in the product. The product backlog can be represented in physical form using sticky notes, or electronically in a spreadsheet or one of the many purpose-built backlog tools that exist. Electronic boards are the better option for a team that has remote members. Physical boards offer the advantage of making the product backlog continuously visible and concrete during discussions around the product backlog. A fundamental aspect of the backlog is that it is ordered (and reordered) to represent the priority of the desired features.

•Application mock-up: Following an initial brainstorming session, the team can start to mock up their solution straight into the citizen development platform.

-There are a few ways that the team can elect to start the mock-up exercise, and it depends on which part of the solution is best defined at this early stage in the process.

>Start with the UI—Does the team already have a good sense of what the user experience and visual components are going to look like? If so, then designing the user interface is a great place to start.

>Start with the workflow—Perhaps the user groups are well understood and the relationships between them are already articulated sufficiently. In this case, start with constructing the underlying workflow.

-Whatever starting point is chosen, performing a collaborative mock-up of the application in the citizen development platform is an opportunity to rapidly prototype and test assumptions at project inception. How straightforward is this to build? Can we deliver on the needs of our target audience and build the features required? Can we do this without needing IT delivery support? Perhaps we need to focus our effort on a particular stakeholder group rather than try to cater to everyone? Maybe that feature isn't so important, or the value is marginal given the effort to build it.

-Many aspects of the proposed solution become apparent during the initial mock-up exercise, and even more so during subsequent iterations. This activity provides useful insights that can result in a refinement of the product vision board and reprioritization of the backlog and user stories.
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Figure 5 is an example of a filled-in product vision board. Following Figure 5, we explain what each of the five sections of the template are and best practices on how to fill it in.
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There are a variety of ideation techniques that could be used to help populate the outputs from Ideation 2.0. The following is a description of how one of these, the really round robin, can be applied.
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	DEFINITION




User interface (UI)

The series of screens, pages, and visual elements—like buttons and icons—that enable a person to interact with a product or service (Usertesting, 2018).

 



A practical approach: Really round robin

The really round robin is an enhanced variation of the round robin brainstorming technique. It is a highly creative approach that focuses on building up ideas as they are handed over from one stakeholder to the next and then leveraging the citizen development platform to interactively and iteratively mock up the idea into a working solution.
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	DID YOU KNOW?




The term round robin is derived from the French term ruban, meaning ribbon. Over a long period of time, the term was corrupted and idiomized to robin.

 



Key characteristics of a really round robin:

•There are two fundamental outputs from a really round robin:

-The ideation board, which is used to facilitate the real-time mock-up; this is the basis for creating the product vision board, user stories, and backlog.

-The application mock-up, which is the foundation of a working prototype of the eventual application; the mock-up can be continually worked on and refined in subsequent really round robin iterations, or it can be handed over to the IT department, depending on the complexity of the idea and the ability of the citizen developer.

•The optimal team size is between four and eight, including individuals from the team or department where the idea was conceived with representation from individuals who bring in the perspective of the wider environment. Larger team sizes can be accommodated if individuals are allocated into subgroups to work together.

•At least one member needs to be a skilled citizen developer practitioner who can perform the real-time mock-up.

•A really round robin takes at least 1 hour per iteration, increasing in time, based on the number of team members.


•A really round robin is underpinned by the ideation board, which is populated in the brainstorming session, and updated and refined in the mock-up. The populated ideation board will help create a product vision board, user stories, and the backlog for the initiative.

•Easily visible space is required to collate all the inputs from the team members. We recommend sticking or drawing the template (see Tool 1) on a wall, whiteboard, or flipchart; however, there are numerous online equivalents that can work just as effectively for those in remote teams.

•Each team member is given the opportunity to present their ideas to the group without being influenced by other members.

•Silence from the group is vital when one member is speaking. They can talk uninterrupted for a brief time period that is agreed upon up front, e.g., 5 minutes.

•After having their views captured and being given a chance to speak, the team spends some time discussing the different perspectives and attempts to resolve them. When this cannot be achieved, the team assigns these to a subsequent really round robin iteration, involving stakeholders who are better placed to address some of the open items in the backlog.
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	DID YOU KNOW?




A meta-analytic review of over 800 teams indicated that individuals are more likely to generate a higher number of original ideas when they don't interact with others (Chamorro-Premuzic, 2015).

Read the Markman (2017) article in Harvard Business Review to learn about ways to mitigate this impact.

 



Really round robin in practice

Here, we look at one approach to conducting a 2-hour really round robin iteration, with five participants on the team.

•Really round robin brainstorm (70 minutes): The exercise starts with collaborative brainstorming, facilitated by the idea originator and/or the citizen developer practitioner.

-The idea originator and the citizen developer agree up front regarding the questions or prompts they want to include in the template. (5 minutes)

-Participants are invited to capture their thoughts onto the ideation board (Tool 3) e.g., on color-coded sticky notes. (15 minutes)

-Each participant then has a preallocated slot (in our case, 5 minutes) to talk through their views without interruption. The rest of the team captures notes or questions during this time. (25 minutes)

-After each member has spoken, time is allocated for questions, clarifications, and discussions of divergent points of view. The facilitators capture additional items on sticky notes while the discussion ensues. (25 minutes)


•Mock-up (50 minutes): The citizen developer practitioner starts the mock-up based on the unanimously agreed statements. The citizen developer practitioner can seek clarifications from the other team members as the mock-up starts to take shape. The idea originator makes sure to capture items from the team in the backlog, and any considerations, design constraints, or points of contention in the ideation board as the mock-up progresses are guided by the practitioner as to what they can or cannot build in the session.

Output:

•An ideation board containing:

-Set of agreed statements that have informed the mock-up

-Backlog of agreed statements that need to be built into the app

-Points of contention that do not have agreement, allocated for review by different stakeholders or experts in a subsequent really round robin iteration

-Set of design queries or constraints that arose in the mock-up session and could not be resolved

Subsequent iterations of the really round robin will help to further refine the idea and build on the mock-up. The questions or prompts in the ideation board can be adjusted to encourage alternative or more focused thinking where more detail is sought.

It is important to remember that while really round robin is ideal for Ideation 2.0, it is a highly iterative and collaborative process that can continue to be applied throughout the design and build of the application. It is a means of pulling together a community of informed or impacted individuals, or those representing and holding important technical and domain experiences, who are able to influence and guide the continual evolution of the idea and the solution that is being built.

In traditional application development, such an approach would inherently be labeled as a source of scope creep. New requirements proposed while in the build phase have been the bane of many a project manager or software developer working under tight and inflexible time lines and budgets. However, it is by virtue of the flexibility and ease of use of modern citizen development platforms that many new features or “mid-flight pivots” are far less disruptive and easier to accommodate rapidly. Indeed, scope creep is something to be encouraged in this new way of working. It is a recognition of the fact that we will not get the design right, nor complete, at inception. As an application evolves, new ideas or feature requests are triggered that shouldn't have to be consigned to a future release if they are adding immediate value for users of the solution and can be relatively easily built by a savvy citizen developer practitioner.



The idea—To build a solution that…
allows customers to access their billing information in real time



Participants add their thoughts to sticky notes and adhere them in each box.
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Hackathons and ideathons

Hackathons are events where people come together to collaboratively transform ideas into reality. Facebook's “like” button and chat features were famously divined through an internal company hackathon. The scale of a hackathon can vary in the number of participants (ranging from the tens to the several thousands) and events (usually lasts around a day or two, though some can extend over several days). A notable characteristic is the use of technology to cocreate solutions in a sustained, deeply intensive burst of concerted activity.

Similarly, an ideathon applies the same collaborative and cocreation approach. Where the goal of a hackathon is to create a tangible prototype or application, ideathon participants propose and refine ideas to solve existing challenges by applying design thinking methods and practices. Ideathons are typically shorter than hackathons and can last from a few hours to a day.

Both hackathons and ideathons are meant to be fun, engaging, and high-energy events, full of hype and excitement. As a community, participants should feel a shared sense of purpose. Individually, they should be comfortable and inspired to play their part in helping to achieve the outcomes of the event.

So, what does this all mean in terms of Ideation 2.0 and citizen development? For a start, introducing citizen development platforms in the mix allows us to make such events much more special, involving, and impactful. The simple and clean visual interfaces and intuitive methods of building are particularly well adapted to being cast on large screens for large teams or groups of audience members, while enabling individuals to easily follow actions performed by the citizen developer practitioner.

A hackathon is an alternative approach to the mock-up phase in the really round robin, albeit more intensive and grander in scale. Similarly, the ideathon is brainstorming at scale. This means that these events can be used individually or combined as a means to effectively achieve the goal of Ideation 2.0. Compared with a regular really round robin, there will be a broader and more diverse group of stakeholders contributing to the effort. The action-oriented spirit of the event will be beneficial in making big strides toward thinking about ideas and building the corresponding applications. Further refinement of the idea and application can then be managed through subsequent breakaway really round robins as required before publishing into the live environment.
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	LEARN MORE




For more ideas on how to generate ideas in teams, please read:

https://www.wework.com/ideas/worklife/effective-brainstorming-techniques

To learn more about the stepladder technique, please visit:

https://www.researchgate.net/publication/220027183_The_Stepladder_technique_An_alternative_structure_facilitating_effective_group_decision_making

To learn more about sprint zero, please visit:

https://www.bmc.com/blogs/sprint-zero

To learn more about the North Star as per Brightline, please visit:

https://www.brightline.org/resources/transformation-compass

To learn more about wireframing, please visit:

https://uxmastery.com/wireframing-for-beginners/

 















	2.3 Suitability Assessment
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Does your idea pass the suitability test?

The suitability assessment is a tool to assess the eligibility of a solution to be delivered using citizen development.

In this section you will find:

•An explanation of what the suitability assessment is

•A tool to assess the suitability of a project for citizen development

[image: images]




“He who knows when he can fight and when he cannot, will be victorious.”

Sun Tzu
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Overview

The power and flexibility of citizen development application platforms mean that the scope for development is wide and ever increasing. Whether an app is being built to automate or improve an internal process, replace shadow IT with a more robust solution, or redesign the way in which you interact with your customers, citizen development can help you reach your goal in a faster and simpler way. However, there are instances where it may not be the ideal approach. We designed the suitability assessment to help you make this decision, outlining the questions that need to be considered and providing guidance on how to address them.

Suitability Assessment in Practice

Your team has a problem and you want to solve it fast. You get together as a group and use one or more of the tools provided in Ideation 2.0 to brainstorm a solution. You may even develop a prototype. Now you need to build the app.

You're now at step 2 (Assess Business Need and Value) in the SDLC (discussed in Section 2.1) and have some decisions to make. First, is citizen development the right approach? And if so, what delivery path should you take? The suitability assessment helps guide the first decision, and the Hyper-Agile SDLC in Section 2.1 helps you make the second decision.

The suitability assessment (Tool 4) is divided into two parts: the scorecard and the environment check. The scorecard provides a score indicating how good a fit citizen development is for your project. The environment check focuses on getting your house in order before moving forward. All businesses are unique; therefore, the suitability assessment is a tool to help guide you in your decision. It does not make the decision for you. The assessment tool is intended to help make that decision an easier process.

The suitability assessment

You've heard about the many benefits of citizen development. You've read about numerous organizations utilizing its power to save time and money. You may have even seen people in your own organization using it. You want in on the action.

The suitability assessment consists of two parts to help guide your decision. First, you need to consider the specifics (scorecard), and then you need to get your ducks in a row (environment check).


1. Scorecard

There are many reasons why you might decide citizen development is the best approach for building a solution. This scorecard provides a system for assessing your solution based on a number of criteria, giving you an overall score that will help you make your decision on suitability.

This score is not prescriptive. There's no specific score after which citizen development is a given. What this score provides is a temperature gauge to indicate whether citizen development is the right fit (Figure 6). A higher score suggests a strong fit, but a lower score doesn't necessarily rule out citizen development. You may find your organization has made a strategic decision to embrace citizen development and this, along with the expected cost savings, is enough to make citizen development the most compelling choice. As we mentioned, all businesses are unique. You will be best placed, considering all criteria, to decide what is right for your organization.
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2. Environment check

You've scored your project. You've decided citizen development is the right fit. Next you need to assess the environment. Do you have the skills, tools, capacity, and buy-in required?

The environment check ensures you ask the right questions to become aware of any actions you may need to take before progressing. Answering yes to any of these questions does not necessarily rule out using citizen development, but it does suggest that some action needs to be taken to put you in the best possible position for project success. We provide guidance on what these actions are for each question.
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People are your most valuable asset. In this section, we introduce some of the most valuable techniques that business analysts and technical architects use to design applications.
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	3.1 Business Analysis and Design

Learn how to design applications from other process perspectives including functions, teams, and customers’ perspectives.
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	3.2 Enterprise Risk Requirements

IT plays a critical role in protecting an enterprise from risks and addresses this concern in nonfunctional requirements. Learn how to ensure that apps you design consider enterprise risk requirements. Business requirements are discussed in Ideation 2.0.
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	3.3 Application Development

Create high-quality apps and avoid the most common application design pitfalls in designing the data model and user experience.







 

Who is this section for?

For anyone who wants to turn their ideas into apps (citizen developer practitioners).

If you are an IT professional, this section provides a refresher on the methods and application design best practices.

This section does not address vendor-specific training needs required to design and build applications on their platforms.

 













	3.1 Business Analysis and Design
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Apply the tools that trained operational consultants use to see the big picture.

A change in one part of an organization will have impacts elsewhere. Introducing a new application is no different; the intended changes may degrade or miss wider opportunities to make improvements across connected parts of the organization.

In this section you will find:

•A framework that process design experts use to visualize the organization's process architecture

•A framework for capturing the big-picture impact of creating an app and changing a business process; the entity definition provides a template to capture such big-picture impacts
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“If you don't understand the details of your business, you are going to fail.”

Jeff Bezos
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Overview

Having a model for conceptualizing the wider organizational impacts of creating applications will help citizen developers design better solutions. In doing so, these solutions are less likely to degrade other parts of the organization and will increase the potential to incorporate wider organizational improvements.

Citizen development empowers users to make improvements in an organization by creating solutions that solve the problems they see around them. Citizen developers work in all areas of an organization: sales, marketing, operations, finance, or logistics. Yet the solutions they design can and do have an impact on other parts of the organization. For instance, to make their work easier, a citizen developer may decide to create a solution that speeds up a process they control and perform daily. In doing so, they should consider the bigger picture: How does a change in one process area affect another upstream or downstream process?

This section outlines an approach for effectively considering the wider process architecture when designing solutions. It aims to raise awareness of the impact, both positive and negative, that a citizen development initiative can have on other parts of the organization.

Business Analysis and Design in Practice

Entity definitions

In some circumstances, creating a citizen development application can cause more problems than it solves. It could result in extra work for other departments if it replaces a tool that was used extensively by other areas of the organization. Taking the time to document an entity will ensure such impacts are considered.

An entity is a specific area of focus, usually an identifiable part of the organization, e.g., a business unit, function, department, or team. Figure 7 shows a high-level framework for how upstream and downstream entities interact with core processes within an organization.
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The entity definition framework will help the user consider:

•Entities that are in scope

•Processes they execute

•Relationships with other entities

•Any dependencies that exist

•Resources and costs

•Value that the entities contribute


We provide a visualization on how to assess an individual entity in Tool 5.
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With this framework in mind, here are some practical tips for conducting an assessment of the operating environment:

•Preparing entity definitions early when diagnosing a design initiative provides early insights into both the “big picture” and the “local” situation.

•An entity definition can be tweaked to highlight a specific characteristic, e.g., an upstream entity or intermediary.

•A series of one-page entity definitions can be displayed together on a wall to provide a visual reference, highlighting interactions, relationships, dependencies, options, “what if” scenarios, and so on.

•Entity definitions should be made visible to everyone involved in an initiative, and “ownership” of specific entities should be assigned to squad members.


Remember that an entity can be defined at many different levels—individual, team, department, business unit, and enterprise. However, the definitional framework remains the same, regardless of the level selected.

Entity definition framework case study: Streamline order-to-build process for a custom-built bike

Figure 8 represents an example of a real-life case study. In this situation, a company that manufactures custom bicycles was having trouble with their order specification sheet. The number of errors caused by the manual process was not sustainable.

Problem statement: People walking in the store would speak to the employee to submit a request for a fully customized bicycle. As the number of requests and the options to customize increased, handling the different orders led to many problems with specifications getting mixed up, resulting in some customers receiving a bike they did not order.

The solution: The entity is “online order process.” Customers fill out the specification sheets and send them to the manufacturer. Upstream from this, we can consider the sales and marketing departments. Downstream, we have manufacturing, product team, procurement, finance, customer service, etc.

Having created the entity definition for “bicycle orders,” it is now possible to analyze the interactions our application is going to have with upstream and downstream areas, teams, or departments. The procurement team can now integrate the app with their stock management app to show the in-store employees which parts are not available and thus extend the app to include stock management or consider integration through APIs into other application software.
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Process architecture model

The process architecture model is a holistic and integrated framework that deconstructs an organization into process groupings that logically work together. There are many different model options that are in use today. For instance, Porter's Value Chain model is one of a number of alternatives to use. In Figure 8, we describe a simplified process architecture model that contains the key business processes that are universally relevant to both service and manufacturing organizations.

In Figure 9, we have divided the organization into three major layers:

•Management layer: Where coordination, oversight, and organizing of core processes occur

•Core process layer: Where goods and services are designed/improved, marketed, built, sold, and serviced

•Support layer: Also known as support services, where key support functions provide services to enable more efficient and effective function of the core process layer

Applying the process architecture model when designing a citizen development app enables the user to consider the processes that are impacted and the risks and process scope of the app.

The process architecture model (see Figure 9) provides a view of an organization's individual processes and the end-to-end processes crossing functional boundaries, providing a visualization at levels of detail that support process analysis and design, work instruction development, and requirements definition. It is a framework for looking at an organization as a logical set of connecting activities that flow across the organization and generate value for the customer.

Citizen developers who consider the changes they are designing in the context of the process architecture will be better able to consider stakeholders’ needs in the app. The value that the process architecture model provides to the citizen developer is a conceptual understanding of processes that the organization needs to manage, create, and support how goods and services are designed, built, and serviced throughout the organization. Having a framework will lead users to consider the wider, more strategic impact to the business apps they build.
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The benefits of using a process architecture model include improved customer experience, improved operational efficiency, reduced process complexity, and improved quality of service.













	3.2 Enterprise Risk Requirements
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Build better applications.

Learn to analyze and design for enterprise risk requirements as a part of the capability development for citizen developers.

In this section you will find:

•A definition of what functional and nonfunctional requirements are

•Indications on how to define, classify, and recognize nonfunctional requirements in application design

•The role of stakeholders when gathering requirements
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“If you can't describe what you are doing as a process, you don't know what you're doing.”

W. Edwards Deming
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Overview

Requirements define what the application should be able to do, how it should work, and how the user will interact with it. They also specify the underlying technologies, architectural landscape, and potential future usage.

Functional requirements (FRs) describe what the application should do, whereas nonfunctional requirements (NFRs) are about the quality of the application and its delivery. These can be of a technical or organizational nature.

Requirements have stakeholders as their owners, and because stakeholders have different levels of interest in the application, it is important to stay in close contact with them.

In this section, special attention is given to NFRs as it is important that these are designed into an application to protect enterprise risk. NFRs are not obvious and it is easy to overlook them, especially if you haven't been trained to spot them. Without gathering such requirements, citizen developers run the risk of building something that is insecure and poorly optimized, leading to lag, high latency, a subpar user experience, time-consuming maintenance, and an inability to scale.

It doesn't matter if the citizen developer is the only one using the application. The application will be part of a wider ecosystem; therefore, it will need to comply with certain rules and regulations. Before publishing the application into the operational environment, it needs to be added to the service catalog (see Section 6.5). In order to get the application into the catalog, the design will need to have fulfilled the nonfunctional requirements.
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PMI's Pulse of the Profession® research has shown that poor requirements management is a major cause of project failure. For every dollar spent on projects and programs, 5.1% is wasted due to poor requirements management (Project Management Institute, 2014).

 




Enterprise Risk Requirements in Practice

Let's assume you have a great idea to build an application that will address a well-known gap in your organization and you already know that it will be used by many eager colleagues once it goes live. The application needs to meet certain requirements in order to satisfy users and get their buy-in; and you, as the idea originator, probably already have a lot of them in mind. But as application development gets underway, other requirements will come into play. If you are lucky, these will be functionality requests or changes that serve to introduce new and desirable features to the application. Less desirable changes fall into maintenance and performance categories, as these could point to underlying structural issues that may be difficult to remedy without a significant rebuild effort.

An effective way to minimize disruptive development work on an application, once it is already live, is to make sure you spend enough time and focus on capturing requirements early; in particular, the nonfunctional ones.

Stakeholders

A stakeholder in this context can be defined as a person, group, or organization that has an interest in, or will be affected by, the application being developed.

Stakeholders comprise a wider group than the users alone. So how can citizen developers find them all? There are multiple theories about how to identify and manage stakeholders and there are pros and cons for each. The theory in this book is limited to a simple and usable method for identifying them and relating them to specific requirements.

Stakeholders can be classified into three broad types:

1. Business stakeholders

Business stakeholders are directly affected by and have a direct interest in the functionality and the workings of the application. They usually are the ones providing requirements regarding what the application should do and how it should work. Users are clear examples of business stakeholders.

2. Enterprise stakeholders

Enterprise stakeholders are part of the organization, but are not directly affected by the application. They do, however, have an interest in the application because they do not want it to interfere with their goals and constraints. To prevent that, enterprise stakeholders should be enabled to formulate their requirements. The IT department and the chief information security officer are examples of enterprise stakeholders.

3. Environmental stakeholders

Environmental stakeholders are, most of the time, completely unaware of the application's existence until it conflicts with their constraints and processes. Requirements from this group are mostly derived from rules and regulations that have been put in place in a wider sense than the organization alone. Governmental and regulatory organizations are examples of environmental stakeholders.


Requirements

For the purposes of this section, a requirement can be defined as a singular, documented, functional, or nonfunctional need that the application aims to satisfy.

Functional requirements describe what the application should be able to do (i.e., how the application should function). Examples are: What part of which process needs automation (workflow), what data should be processed and how (business rules), and what output must be generated and when (reporting)?

Nonfunctional requirements address quality (i.e., how the application should work and be worked with). These requirements can be of a technical nature, such as response times (performance) or data modeling constraints (data integrity), but they can also address an organizational aspect, such as where to store the data (regulatory), how to report bugs (serviceability), or to what level users should be trained (usability).

The likelihood of requirements being provided by the different types of stakeholders is illustrated in Table 5.
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Gathering and analyzing functional requirements

Creating applications using a citizen development application platform involves a level of documentation. The documentation required is dependent upon the complexity of the application, but as a general rule, documentation should be kept light to promote creative and intuitive design thinking. That said, all application development benefits from using a structured approach. Users and business owners usually own most of the functional requirements and use them as acceptance criteria to decide if the solution has been satisfactorily delivered.


To gather functional requirements, the citizen development squad needs to be in close contact with relevant stakeholders. The stakeholders will help to identify what the requirements are, but will also be able to answer “why.” Why do they need the requirement to be implemented? What issue will it solve or what opportunity is gained? Without knowing the why, there is no way of telling if the requirement will solve the business problem at hand.

Let's imagine an application we want to build: an events management app that will make our work much more productive when it comes to finding, scheduling, and attending events. Currently, the team takes requests from across the business to set up events and then emails them using mailing lists. It's decided that this is too time consuming, and a new application should be created to allow colleagues to schedule and organize events directly; then once approved, the events will be instantly shared with people across the organization.

Usually, in the first phase of gathering and analysis, a requirement describes part of a process that the application will automate. In the events management example, this could be “registering a new event” or “sending an invitation to all participants.” If we move one layer deeper, more concise requirements appear, such as “sending a confirmation message by mail after registering the event” or “using email to send the invitation.”

In the second phase, it is important to ask “what if” questions. What if someone enters an event that already has been registered? What if no email address is available?

First, we look at the so-called sunny-day scenario: how the application should work in the most ideal of circumstances. Next, we address the rainy-day scenario: What if circumstances are not ideal? How should the application respond?

There are multiple techniques available for doing this, like software requirements specification (SRS), use casing, or user stories. Choose whichever method fits your need and that of the organization. Just be sure to document requirements in a concise way and share them with your stakeholders. By doing so, everyone involved will have the same picture of what is being built, and you will be able to jointly determine whether or not the project is ready to go live.
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	DEFINITION




Software requirements

A field within software engineering that deals with establishing the needs of stakeholders that are to be solved by software (“Software Requirements,” 2020).

Software requirements specification (SRS)

A description of a software system to be developed. The SRS document lists sufficient and necessary requirements for the project development (“Software Requirements Specification,” 2020).

 



It is not uncommon for functional requirements to change during the project and for requirements to be added or removed. As the project progresses, new insights might be reason to review the requirements and make other choices. This is not a problem if the requirements are documented and managed within the project because everyone involved still knows or is able to determine what has been changed and why.

Nonfunctional requirements (NFRs)

NFRs are just as important as functional requirements because, aside from the functionality, the application needs to be fast and accessible from a variety of devices and operating systems. It will most likely need to be accessible on different devices on different operating systems, too. As in the events management application example, event organizers and attendees need to be able to share content associated with an event—a functional requirement—but this would suggest that storage and capacity need to be factored in. These kinds of requirements are easily missed unless you have been trained to spot them. That is why this book gives extra attention to NFRs.

NFRs can be provided by business stakeholders; however, most of the time, the idea originators ask for them first. Enterprise stakeholders are the bulk supplier of NFRs, as they want the application to fit well into the enterprise landscape. In larger organizations, these requirements can be derived from internal documentation, e.g., an enterprise master data model or an employee code of conduct. Whatever the source, it is important to also include the stakeholders themselves.

The environmental stakeholders have requirements that, in most cases, can be derived from documentation, such as law books and regulatory publications. Besides governmental agencies, there are other bodies that may be considered to be environmental stakeholders. Think of unions, quality assurance agencies (ISO, ISAE, etc.), and also private entities that the organization has a relationship with.


In a broad sense, nonfunctional requirements can be thought of as falling into two broad types:

•Regulatory and compliance

•Quality

Regulatory and compliance nonfunctional requirements

Regulatory and compliance NFRs are external or internal constraints. Internal constraints take the form of an organization's policies (e.g., policies owned by enterprise stakeholders). External constraints are government regulations, industry standards, and compliance or other macro parameters set by environmental stakeholders that an organization must adhere to in order to continue operating (e.g., data laws like the General Data Protection Regulation (GDPR) or International Financial Reporting Standards [IFRS]).
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	DEFINITION




General Data Protection Regulation—for non-EU

This is a regulation in EU law on data protection and privacy in the European Union and the European Economic Area; it also addresses the transfer of personal data outside the EU and EEA areas (“General Data Protection Regulation,” 2020).

 



Quality nonfunctional requirements

Quality nonfunctional requirements are related to the business or user demands about the quality of the application (e.g., availability or performance). These requirements are not always easy to identify, but often become apparent once an application is already live and struggling to deliver an acceptable user experience or outcome. Qualities are always about choice, regardless of the demand. For instance, you could choose to accept low performance temporarily, if you would prefer to have a swift deployment.

Quality NFRs fall into several categories. Not all will be relevant to your application, but as a matter of habit, it is a good idea to give due consideration to all of these in the early stages of designing your application (Table 6).
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In order to carry out a good evaluation of NFRs, citizen developers should use the following tool (Tool 6).
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Identifying and determining the relevant nonfunctional requirements

Regulatory and compliance-type NRFs can be prepopulated (and, in a mature organization, usually will), as these are quite rigid and unlikely to change often. Start by consulting with the IT and compliance departments or citizen developer competency center about them. Make sure to align them early in the process.

However, since it is likely that applications will bring new functionality and data elements into the organization, citizen developers also need to consider if the prepopulated set of requirements is complete or if new elements should be added. It is best practice to also validate this with the IT and compliance departments.

Quality requirements are, by and large, specified by the business stakeholders, but citizen developers must actively seek them out since business stakeholders often aren't intuitively aware of these types of requirements.

Tool 7 provides a quick checklist that citizen developers can use to make sure they are considering the most important NFRs. This list is not intended to be exhaustive. There are other NFRs that may need to be considered depending on the type of application being built. It is best to build this table in concert with the relevant departments, so it can be used throughout the organization. Alternatively, the organization may have already developed a nonfunctional design tool that citizen developers can use to guide their thinking during the design.

Nonfunctional requirements assessment template

Within an organization, there can be several degrees of emphasis in NFRs depending on the important aspects. For that, we recommend using this template (Tool 7) and customizing it to best suit the organization's needs. It can help to bring awareness to IT, and some NFRs can be prepopulated by IT. They may even give it to the business for its completion.
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	3.3 Application Development
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Build applications like a pro.

Get the necessary information to design and build data models, design user-friendly interfaces, and maximize the user experience, which make up the key components of a citizen development application.

In this section you will find:

•An introduction to data models, their relations, and how to design high-quality applications

•Best practice user-interaction design guidelines and techniques
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“Knowing is not enough.”

Bruce Lee
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Overview

Providing agnostic guidelines is key to avoiding common pitfalls in citizen development applications. These guidelines set the basis for efficient delivery while ensuring that users fully adopt the solution into their working lives.

In this section, we'll give a high-level set of guidelines around application development for users who don't have an IT software development background. For experienced developers, this section provides a refresher on best practices and understanding the technical components that exist in a citizen development application architecture.

There are important considerations that should be made when building an application. Aside from the NFRs described in Section 3.2, there are several vital design principles and approaches that must be used if the application is going to be able to deliver what it promises.

By applying the steps and best practices described here, applications will meet the needs of their users, offering engaging experiences and encouraging them to come back and use them repeatedly. Applications need to be designed efficiently so that failure and errors are minimized, and when they do occur, it is important that user feedback is possible and integrated. Finally, the data needs to be handled efficiently, allowing the application to scale as adoption increases across the organization or general public.

Our focus is on data model and front-end visualization. This book does not cover business rules for design as these are specific to each vendor and are addressed by them in their trainings.

Application Development in Practice

The data model

All applications sit on top of a data model. In its simplest form, a data model is a set of tables that enables an application to operate. We define a data model as a structure that standardizes how data relates to other data and supports the functional aspects of an application. While some citizen developer platforms autogenerate these models, it is still important for developers and practitioners to understand this concept, as some degree of customization is regularly required.


The six primary purposes of the data model are:

1.Stores transactional data (e.g., data generated or input by an application user)

2.Stores reference data (e.g., drop-down menu options)

3.Stores metadata (e.g., the number of decimal places allowed in a numeric field)

4.Retrieves data to an application screen in controlled synchronicity across user groups

5.Retrieves data to support non-on-screen processes

6.Upholds the referential integrity of the data
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The data model sits at the center of all user functionality, development, and nonfunctional behavior for an application (Figure 10). A well-designed data model synchronizes data entities across user groups.


Data model basics

Data models are generally designed and documented using an entity relationship diagram (ERD) prior to development. The ERD in Figure 11 displays:

•Business entities (e.g., customer, product, sales)

•Relationships between these entities
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There are three types of data model relationships (Table 7).
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Data model design

There are three design phases associated with data modeling (Figure 12):

1.Conceptual model: The developer lists the business entities (e.g., customer, product, sales) around which the application is planned and defines the relationships between them.

2.Logical model: The developer builds on the conceptual model by listing all the attributes associated with each entity (e.g., name, ID).

3.Physical model: The developer converts the entity and attributes descriptions to a technical table and field names, respectively. Lastly, a specific data type is defined for each attribute.
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Constraints, primary keys, and foreign keys

The connecting lines between each of the tables in a model are called constraints. At first, they appear to represent tables that link to each other, and while this is partly true, they have a different purpose. A constraint is also a logical rule that governs the allowable values that can be inserted into a different (also known as foreign) table, based on the values present in the primary table.

For example, if an attempt is made to enter a sales record into the sales table in Figure 12, but it references a product ID that does not exist in the product table, the insert will be rejected.

The purpose of these constraints is to keep data clean by upholding referential integrity across tables. There are many other forms of constraint, which go beyond the scope of this book.


Given that these attributes allow or block access to various tables, they are called keys. The primary key uniquely identifies a record in a table, whereas a foreign key is a field in the table that is a primary key in another table. For instance, if a sale is connected to a specific customer, the sale entry would have a foreign key corresponding to the customer table's primary key for that specific customer. These keys are generally denoted by “PK” and “FK.”

Modular development

Citizen development platforms make building applications relatively simple and very intuitive for the nontechnical user. However, the platforms do not give guidance on how to build an application that is highly scalable or easy to use and navigate. For this, citizen developers must understand how to build the functionality in “chunks.” They need to think about the applications they build as a series of interconnected modules, which serve to significantly reduce the burden and development overhead associated with the release of updated functionality. Building applications in logically isolated bundles helps speed up bug testing, enables the creation of clear, easy-to-follow release notes, and dramatically improves version control and the ability to roll back versions of the application, if required. This approach also makes sense from a practical standpoint. If someone else is going to be maintaining and supporting the application that you build, you will want to make it as easy as possible for them to navigate to the right areas of the application. Designing and building in a modular approach is, therefore, a vital best practice that increases the scalability and life span of applications.

User Interaction Design

User interaction design is defined as the way in which humans and software interact with each other. The goal is to help users reach their objectives with the software in the most efficient and enjoyable way possible.

In most cases, the application is going to have a graphical user interface (GUI). It is important to understand that this GUI is the actual tool that users will be using as they do their work; therefore, the tool should be as easy to use as possible.
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	DEFINITION




Graphical user interface (GUI)

A type of user interface through which users interact with electronic devices via visual indicator representations (Omni Sci, n.d.).

 




The level of usability may vary depending on the user base. In some circumstances, it might make sense to focus less on the GUI if the software is for a technologically adept, noncustomer-facing group of users. It's important to find the balance between being aesthetically well designed and functionally useful. The aim is to design a front end that allows the user to achieve the desired outcome, while also having a smooth, enjoyable experience.

Basic design principles for user interaction

User interaction design, as part of the overarching discipline of user experience, is a real profession. For stunning designs backed by scientific research, it would be wise to engage a professional user interaction designer. However, even without in-depth knowledge, there are basic principles that citizen developers can and should follow.

In his book, The Design of Everyday Things, design researcher Don Norman (2013) lists the basic principles of user interaction design as visibility, consistency, feedback, and constraints. Using this list as a starting point, we'll now discuss the elements of user interactions that citizen developers should keep in mind.

•Visibility: This is the way in which the interaction is visible and interpretable.

•Consistency: Similar functions should work in a similar way.

•Feedback: Let the system talk back.

•Constraints: Clearly define and show the limits and possibilities of the interaction.

1. Visibility

Good user interaction design starts with offering the user information that is easily visible, as concise as possible, and relevant to the situation. The design should not let the user guess about its function. The idea here is that if the user feels in control, they are more relaxed and comfortable. This means they will learn faster and gain a sense of mastery more quickly.

This starts with navigation. Navigation should always be easy and self-evident. Users shouldn't feel intimidated or confused to the extent that they are afraid to click on a button or link. This can be achieved by providing visual cues that remind users where things are and how they got to the current screen.

Using tool tips when the mouse hovers over items is a good example of a visual cue. Showing breadcrumbs links (i.e., Home > About > Team > Sales) allows the user to understand where they are located in the sitemap hierarchy and allows them to move back up in the hierarchy to go to the desired location.

Incorporating predictability into the user interface design is also important. Users should not be wondering what they need to do in order to complete an action or what a button does. Be explicit by using a design that guides and invites action. For example, help users by including real-world symbols like a wastepaper basket to navigate to deleted items. Figure 13 provides an example of appropriate form design.
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Use a clear, visible workflow that encourages task completion (see Figure 14). Never ask the user to provide inputs that they have already entered. Keep it simple. Keep the language straightforward. Avoid technical terms, and limit the use of jargon or quirky language wherever possible. Remember that you are designing the application for users of varying levels of knowledge, experiences, and interests; ensure that the information displayed is understandable.

When creating mobile versions of an application, consider the size of the fonts, text blocks, buttons, and menus. The users are going to need to interact with these elements with their fingers. A mobile version of the application may represent data in an entirely differently manner. Some data or functionality may not be available on a mobile application, or may only be available on mobile.

Accessibility is another key element in ensuring that users are comfortable using an application. Think about how you can provide adjustments for those with visual or mobility impairments. Consider commonly used approaches such as high-contrast coloring to improve visibility, audio cues, haptic feedback, or font scaling. Provide users with the option to configure the interface to suit their specific needs, where possible.

Finally, recognize that users will have different levels of mastery of the app. Create tutorials to assist the new users. An easy-to-use knowledge base, indexed and organized by each field or action in the app, is a great value-add. Consider making this knowledge base crowdsourced from members of the community. For the more advanced users, incorporate more complex interactions like keyboard shortcuts for commonly used functions.

2. Consistency

A consistent, intuitive design helps users learn how to navigate and perform actions in the application and creates a comfortable and recognizable structure that promotes deeper learning, usability, and engagement.

Consistency comes in many forms. Color choices for specific elements is one way to be consistent. For example, if the “cancel” button is red on one page, it should be red on every page. As the number of applications increases, it is important that the same look and feel is experienced by users.

Be consistent with commonly accepted trends and standards. For example, don't try to create new icons for things like the trash can, maps, or video play buttons. Use the icons that will be most comfortable to the majority of your users. In some organizations, it may be the role of the IT department or competency center to standardize some of the design elements that are required in every application of the ecosystem.


3. Feedback

Every action should be followed by a clear reaction from the application. The application needs to acknowledge the user and confirm that their input has been received. In the event management app, when a user signs up for an event, an acknowledgment notification should be displayed, perhaps in an overlay that congratulates the user for signing up for the event, with an option to close the pop-up, see all the events signed up for, or to cancel event attendance. If this is not implemented, the user will not know if they have completed the action successfully.

In addition to acknowledgments like this, give the user some visibility of what is happening within the application while they are waiting for a response. The last thing we want is for them to think that the button they just pressed has not had any effect or was not registered. This is why it's important to use loading animations like progress bars, spinning wheels, and percentages when the application needs a moment to complete the action. If we explore the ability for users to interact in an event message board and decide to offer them the ability to upload video files, we must recognize that the upload may take a while and we should incorporate a mechanism that shows activity behind the scenes while the user waits. For example, we could incorporate this in the events management app by showing a file transfer percentage complete for those uploading videos. Or maybe we could create an animated hourglass or loading wheel that turns into a big play button once the video is available to stream.

Finally, errors do happen. When things go wrong, it is important to acknowledge it to the user. This could be as simple as a pop-up notification asking the user to try again. Or it could be that the issue has reoccurred and there is a more significant underlying issue. In such cases, provide the user with a series of actions they can perform and link them directly to the source, e.g., a phone call to support, another page to have a live chat, or a form to open a support ticket.

An effective message should show the user that the issue is recognized and being addressed. If the error is not already addressed, tell the user what they can do to avoid stumbling into that error again. Note: The best interface designs prevent errors that have been caused by user interactions. For example, in the event management app, we technically limited an event organizer's ability to publish an event if all mandatory fields were not filled in. This is part of the principle of constraints.


4. Constraints

A great way to avoid errors is to only show the user what they need to see and only offer them actions that the application can actually complete. These limitations are called constraints. If the application is routinely introducing irrelevant information or allowing the user to take actions that result in errors, the quality of your application is diminished.

Using constraints also limits how much users have to think while using the application. Reduce the amount of actions, clicks, and inputs required to complete a task. Always remember the three-click rule—a user should be able to find any piece of information they want within three clicks.

Make actions reversible—always make it easy to undo the last step or return to a previously working state. Incorporate regular autosaves or their equivalent. Make it simple for the user to explore new features or pathways, with the knowledge that they can return to their last safe spot without any issue.

In the event management app, we want to make event organizers feel comfortable that they aren't going to broadcast anything to their audience that they cannot retract. Perhaps we incorporate an “undo” notification beside the message, or an “edit” if there is a need to make changes to the posting. Or maybe the organizer mistakenly deletes the event. We can make sure that a delete can be undone very easily by adding a trash can icon that holds all deleted items.

Finally, the application should save the user's progress since their last login. With cloud-based platforms and a well-designed user interface, you can significantly limit any loss of work. Make it obvious that this is a built-in feature of the application; it breeds confidence!

User interaction design in practice

As exciting as it is to jump into the citizen development application development platform and start creating straightaway, user interface design is not about the developer, it's about the user. It's crucial to think over the design in a clear and organized way while also involving other potential users for input and feedback.

The preliminary designs should reflect the relative importance of various elements you want to accentuate, how they behave, and how the user is guided through to a successful outcome. Achieving this simple step will pay dividends in the usability of the finished application. There are multiple techniques available to bring about successful preliminary designs. Table 8 shows some of the most common approaches.
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Figure 15 represents an example of a wireframe. It shows just the visual elements with a focus on the functional components.
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Avoid pitfalls in application development

Table 9 provides a list of questions to ask to avoid pitfalls in application development.
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	LEARN MORE




To learn more about design thinking, please visit the following articles:

https://www.modernanalyst.com/Resouce/Articles/tabid/115/ID/3361/Design-Thinking-For-Business-Analysts.aspx

https://www.PMI.org/learning/library/design-thinking-improve-agile-process-11909

To learn more about business analysis, please visit:

https://www.PMI.org/learning/featured-topics/business-analysis

To learn more about requirements gathering, please visit:

https://www.PMI.org/learning/library/requirements-management-planning-for-success-9669

To learn more about Disciplined AgileTM, please visit:

https://www.PMI.org/disciplined-agile
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The adoption of citizen development will have a profound effect on how organizations operate, serve their customers, and improve individuals’ work routines. Empowering business users to build apps, be creative, and have autonomy will require a radical redesign of an organization's operating model.
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	4.1 Conceptual Design and End State

Learn the components of the operating model and an organization's end-state design that maximizes citizen development.
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	4.2 Supporting Citizen Development

Learn the different structures and operating models that will support and enable the introduction and scaling of citizen development across an organization.







 

 

Who is this section for?

For managers and leaders who want to put structures in place to maximize the potential of citizen development.

 













	4.1 Conceptual Design and End State
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Learn the components of the operating model and an organization's end-state design that maximizes citizen development.

In this section you will find:

•The definition of the citizen development operating model: the culture, organizational structures, governance, capabilities, tools, and technologies

•The end-state operating model design of organizations that are in an advanced state of citizen development maturity
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“Someone is sitting in the shade today because someone planted a tree a long time ago.”

Warren Buffet
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Overview

The wide-scale organizational adoption of citizen development will have a profound effect on how an organization operates. Citizen development has the potential to radically transform and deliver significant value for investors. Organizations will embed citizen development into their core business processes and empower employees to build apps that solve business problems.
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	DID YOU KNOW?




“The U.S. government lost US$32 billion to failed IT projects in 2017” (Friend, 2017).

 



Increasingly, organizations are seeing the potential of citizen development, yet we are not aware of any organization that has taken citizen development to its maximum potential. To explore such potential, we take the organizational designs that are present in high-performing agile organizations and extrapolate the impact that citizen development could have on the organizational end state. We can reasonably conclude that organizations that use scaled citizen development will achieve a significant reduction in organizational layers (the number of levels in an organization between the CEO and the lowest-ranking employees). This is enabled by a decrease in the need for project management, business coordination, analysis and design, and IT oversight as business users, in their role as citizen developers, are empowered to own larger portions of the process.

These changes translate to both significant productivity improvements and operational savings. We believe the impact on creating an innovative and continuous learning culture will emerge through the process of empowering employees.

There is a large prize to aim for, and the risks common to all transformations will still exist and need to be managed. For instance, delivering such transformational outcomes requires significant organizational alignment and effective transitioning through the five stages of citizen development maturity, both of which are covered in later sections.


Operating Model Conceptual Design

An operating model is a conceptual framework representing how value is created within an organization and how products and services are designed and delivered. Organizations are complex systems with many integrated parts, making it difficult to predict the impact of changing the organization with any degree of certainty.

Individuals who want to introduce and scale citizen development need to understand the interplay among the various components of an operating model and, therefore, be better equipped to design changes for each component. Table 10 provides descriptions of these components.
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Why is operating model design important?
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	MARKET RESEARCH




Companies with robust operating models posted better financial results over time. Those in the top quartile showed 9.0% average revenue growth and 13.5% average EBIT growth, against 7.8% and 10.9% for those in the bottom quartile (Blenko, Garten, & Mottura, 2014).

 



A well-designed and implemented operating model enables an organization to execute its strategy and deliver upon its mission and purpose. However, many organizations struggle to maintain and run their operating model efficiently and effectively. They haven't considered the appropriate resourcing, management practices, and best use of technology to automate and deliver a better customer experience while reducing cost. They are not optimized to execute the organization's strategy. Addressing this is a major concern for business leaders and has given rise to the growth of a sizeable management consulting industry servicing such concerns.
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	DEFINITION




Strategy

A plan of action designed to achieve a long-term or overall aim (Google Dictionary, n.d.d.).

 



An effective operating model considers how changes made to one of its components will impact the others. We discuss this in more depth in Creating the Culture (Section 5.2).


The end-state operating model design of organizations that are in an advanced state of citizen development maturity

The immense power of citizen development to deliver transformational outcomes in an organization makes embarking on a journey to introduce and scale citizen development a worthy pursuit. As mentioned in the opening section, while many organizations are dabbling in citizen development, its full potential is still unknown. However, there is a growing body of evidence showing that high-performing organizations have the ability to rapidly adapt to market changes. Such organizations have many of the conditions that support wide-scale adoption of citizen development. Table 11 describes the desired end state of citizen development operating components.
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	4.2 Supporting Citizen Development
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This section provides the information you need to embed citizen development into the fabric of your organization.

The citizen development operating model is necessary to design, implement, and scale citizen development at an enterprise level.

In this section you will find:

•Information to help design and build a citizen development operating model that fits with organizations as they build capability and structures to support scaling of citizen development

•Details on roles, different types of citizen development operating models, and how these should align with the maturity of citizen development in the organization
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“Change before you have to.”

Jack Welch
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Overview

Putting in place an effective citizen development operating model is crucial to enabling the full potential of citizen development. It is ultimately a balancing act. If you set up specific structures, processes, and management practices underpinned by dedicated technology before citizen development has really taken root and started to grow, you will end up with confused accountabilities and unnecessary cost. Conversely, if the operating model required to support this growth is not implemented as the demand for citizen development grows, key elements of the operating model will be missing and you will risk stifling citizen development growth, or worse, stagnating it altogether.

This section explains the key elements of the citizen development operating model and how to design one that aligns with the organization and the maturity of citizen development within it. Being able to unlock the full potential of citizen development is dependent upon putting an effective operating model into place.

Citizen Development Operating Model Components

An effectively designed operating model is essential to successfully executing a strategy. It is defined as the culture, organizational structure, governance, capabilities, tools, technology, operating principles, metrics, and supporting documents that are required to execute an organization's strategy (Table 12). Culture is not covered in this section; however, it will be discussed in Section 5.2.
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As organizations increase their capability in citizen development, they have a number of choices to make in terms of their citizen development operating model. These choices are influenced by the existing operating model and additional requirements that relate to the industry that the organization operates in.

Organizations will need to create new structures to handle the increasing demand for citizen development projects. There are three possible citizen development operating model options:

1.Citizen development competency center

2.Citizen development community of practice

3.Citizen development hybrid structure, combining both structures

It is important to recognize the current structure and its future intention before deciding on the appropriate structure.

Citizen development competency center

Competency centers tend to exist more in traditional hierarchical organizational settings that have grown over time through functional specialisms. Here, a natural extension is to create a functional specialism for citizen development or a competency center, also known as a center of excellence. The citizen development competency center can either be under the control of IT or sit within an operational support function. The competency center is set up to provide governance and the capability to control and enable citizen development to flourish. Hierarchical organizations are associated with a command and control management style where decisions are made top-down and authority and work are allocated and managed through communicating up and down the line management process.

Setting up a citizen development competency center has risk. When too many controls are put into place, the business community will see the center as a compliance function and will aim to avoid collaboration and engagement, undermining the success of citizen development within the organization. If you allow too much freedom, citizen development could bring all of the risks associated with scaling shadow IT, such as security breaches, hacking, theft, loss of data, fraud, and operational inefficiencies. The key is to get the balance right.

In organizations that have strong hierarchical controls in place, working cross-functionally tends to have friction that impacts the collaboration within the organization. These are seen as favors (requests without authority), and no recognition is given to those who give up their team to work with colleagues across organizational boundaries. In some situations, supporting a colleague causes down-side risks. The individual who assists a colleague can inadvertently be punished as it can result in longer, unrecognized hours and the potential to damage personal performance that is aligned with the objectives set by a line manager. Scaling citizen development organically is unlikely to be successful.


To scale citizen development, strategy and goal setting has to occur as a top-down initiative. Aligning objectives across organizational boundaries occurs through planning and principles that cascade down the organizational hierarchy. Here, corporate policies, rewards and recognition systems, and centrally allocated budget and resources are key to unlocking citizen development at scale. Formalized ways of working between IT and the business, with governance structures and formal terms of reference, bring clarity and direction and are necessary to bring accountability to enable citizen development. Table 13 describes how to implement a competency center in a hierarchical organization.

An effective competency center should provide a bridge between the business users and IT and can reside within the business or IT. It has three main functions:

•Oversee the governance processes (IT and business) within citizen development initiatives.

•Support citizen developers in building applications using the no-code or low-code platforms used in the organization, and provide both technical and citizen development practitioner training.

•Promote the scaling of citizen development across the organization, e.g., organizing events such as hackathons, evangelizing citizen development, and celebrating successes. This also includes support for hiring and training citizen developers and citizen development business case and funding activities.

Ultimately, the competency center's function is to support the business and encourage them to own, manage, and nurture their citizen development capability. The competency center must try to avoid the risk of it becoming a compliance or expert function.

The competency center should comprise an experienced team that has managed and built citizen development applications. The team should have hands-on experience, a knowledge of the processes in place to facilitate citizen development, and a deep understanding of the citizen development operating model within the organization. They should bring the technical knowledge and experience of the citizen development application platforms, experience of managing citizen development initiatives, good communication and interpersonal skills, and a commitment to scale citizen development within the organization.
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Where an organization is operating in a traditional way and wishes to move to a more agile or adaptive structure, then a hybrid structure can work well. Hybrid structures are discussed later on in this section.

Citizen development community of practice operating model

The citizen development community of practice is an alternative to a central competency center. It comprises a virtual team that reports into their existing functional or divisional areas. For instance, if a citizen developer works in finance and is a representative of the community, they continue to report into finance.

The community's goals are not dissimilar to those of the more formalized competency center. However, one key difference is that it can be seen as a less rigid, grassroots establishment, based on volunteers offering their time. This can serve to increase buy-in from peers in the organization. The downside is that it can be harder to sanction time for the community members unless the community of practice is formalized, e.g., by aligning citizen development work to the individual and functional objectives and those of their line managers.


For citizen development to scale, it is essential that the time the community spends on establishing, supporting, and scaling citizen development within the organization is formally endorsed. Another challenge with this operating model is that it is harder to scale and mobilize strategic initiatives, which can dilute the potential value to integrate citizen development as a strategic goal within an organization. These challenges are no different to challenges that leaders face when operating a devolved accountability structure.

A citizen development community of practice is well suited to organizations that operate in fast-moving industries with lower regulation requirements. This structure will thrive in entrepreneurial and innovative cultures where individuals and teams are encouraged to take risks and are given more decision-making authority. Table 14 describes how to implement a citizen development community of practice within an organization.

[image: images]


Citizen development hybrid operating model

The hybrid structure combines elements of both the competency center and the establishment of a community of practice and aims to address the benefits of both structures. For example, competency centers bring more structure and are easier to manage and scale than communities of practice, simply because they can achieve organizational alignment quickly through putting in place commitment and top-down direction. Conversely, achieving alignment and driving shared organizational outcomes from a community of practice is difficult and makes it challenging to embed citizen development application platforms as a strategic enterprise application. Depending upon the organization's approach (e.g., from a command-and-control or more devolved, network organizational structure), putting a hybrid operating model in place can work. If approaching it from a networked perspective, putting in place some more controls and giving more authority to a central competency center will bring alignment, structure, and better control. Approaching it from the other direction (e.g., if the organizational culture is formal and top-down), creating a community of practice with a light competency center will foster innovation and promote more buy-in from wider areas within the organization.

Many organizations are grappling with the intention to foster innovation and empower their workforce. For those organizations, we recommend a hybrid structure. It is important to clearly demarcate the boundaries of each structure: How does the competency center interact with the community? What are their specific remits and how do they work together to nurture and grow effective citizen development?

In all cases, the competency center and the community of practice will need a platform through which they can interact with and engage the organization. This can be anything from a simple forum where Q&As and FAQs can be shared or linked to, or it can be a much more feature-rich environment offering live chat, social feeds with dynamic content, access to templates and artifacts, training materials, courses, access to support, events, and so on.

Capabilities: Key roles and responsibilities

The roles outlined in this section can form part of an existing role. For instance, an agile coach could also be the architect, or the transformation director could also have responsibilities for the strategist or community architect. They can also be roles that are found within the competency center or may be spread throughout the organization. Regardless of where they sit, the following are the key roles involved in citizen development within an organization.

Sponsor: The sponsor is the person who is accountable for the project outcomes, obtains funding, manages internal buy-in, and ensures the project delivers the agreed benefits.


A citizen developer sponsor is typically someone with relative seniority in the organization. They can be a business executive who has declared they are accountable for citizen development, or someone in IT who wants to chart a different course to driving value quickly. It's a pivotal role in initiating a citizen development operating model. Without a sponsor, citizen development will fail. The sponsor could be at a local initiative level, say, a line manager who supports the squad, or they could be a forward-thinking executive board member. They understand the value citizen development can bring to the organizational strategy level.

At the discovery stage, citizen development is unlikely to take root in the organization. Sponsors lend credibility to the effort, are able to connect individuals who can support efforts in the early stages, and provide steering to ensure any citizen developer proving projects remains on track. They sanction the time and budget associated with these early citizen development activities and are the point of escalation for any roadblocks or challenges.

It is under the stewardship of the sponsor that the citizen development work can continue while it is effectively still unsanctioned. The sponsor will have sufficient seniority and budget control to be able to isolate activities from the standard governance and project procedures within the organization. They will have the authority and relationships to fend off, at least temporarily, any intrusive curiosity from stakeholders who eventually will need to be brought into the process.

Beyond the first stage of maturity, the sponsor continues to play a pivotal role. The sponsor is the most senior stakeholder close to the nascent citizen development activities and will be the one to eventually bring it out of the shadows. As such, the sponsor will need to be able to present the best possible case for citizen development, based on the relatively covert activities to date, and seek broader recognition and endorsement for citizen development. The sponsor's ultimate aim is to get the C-suite green light to establish and scale citizen development in the organization.

Squad: The squad is a small team of citizen developers focused on the delivery of a citizen development project. Squads can be agile teams and also have roles more aligned with agile, e.g., product manager or scrum master.

At the discovery stage, the squad is likely self-assembled or handpicked by a sponsor. At the adoption stage and beyond, the squad composition will be determined as part of the SDLC. Simple projects may be delivered by an individual, and complex projects require a scaling level of involvement from one or more dedicated specialists.


In order to be effective, the squad must comprise a number of important prerequisite capabilities and experiences. It is important to note that, in some cases, this can be a single person, but in most cases a small squad will need to be assembled.

•Project management: Hands-on past experience with managing projects or directly supporting their delivery, perhaps as a business analyst, solution architect, or technical subject matter expert

•Application development: An awareness of how a developer would go about creating an application (A general understanding of the IT landscape within the business and high-level architectural knowledge would be a benefit. A knowledge of coding or deeper architectural considerations, while useful, is not necessary.)

•Process analysis: An awareness of how to interpret, document, augment, and communicate organizational processes; an ability to facilitate process design sessions

•Business expertise: A solid understanding of the problem and how the solution will add value to the organization

•Stakeholder engagement: A process whereby all parties are adequately and appropriately involved in the decision-making process to achieve a desired common outcome (Scaling citizen development will require concerted efforts around stakeholder engagement. The ability to create, maintain, and execute a stakeholder engagement plan is a must.)

Practitioner: A citizen development practitioner is a trained and certified creator. Citizen development practitioners are experienced and qualified citizen developers who understand both how to use the citizen development platform in the organization and how to build compliant, scalable, and fit-for-purpose applications.

Practitioners are trained to either create applications themselves or support their colleagues through the citizen development SDLC to deliver scalable applications that are designed with the needs of the user and the business in mind. Practitioners can be said to be at least “minimally competent” in application development and user experience best practices, understand nonfunctional and architectural constraints, and have an appreciation for the importance of governance and IT procedures. Practitioners can sit within the dedicated citizen development competency center, within the business, or within IT. When part of IT or the competency center, their responsibility might extend to identifying training needs within the organization.

Architect: The citizen development architect is a trained and certified change maker. Citizen development architects are experienced in the design and implementation of citizen development operating model best practices. They put in place the governance framework to ensure effective collaboration between IT and the business.


Architects work with all parts of the business to define the rules, standards, and procedures that ensure organizational alignment. Their involvement ensures that only safe, scalable, and compliant applications are being built. They can come from IT and may already be enterprise architects or come from the business as agile coaches, product owners, or line managers. Depending on their background, they may already have a proven knowledge of enterprise architectural methods and practices.

Their role is to create and facilitate access to the tools and methods that enable squads to build solutions that establish and enforce the boundaries within which citizen development can take place in the organization (the IT rules of engagement), and manage the organizational politics that give citizen developers the space to innovate and create solutions.

Architects play an important role in establishing, supporting, and executing the governance processes citizen development initiatives must follow.

Strategist: A citizen development strategist is a certified and experienced member of the senior management team who is trained to implement organization-wide citizen development strategies.

Citizen development strategists work closely with executives to create an operating environment that allows citizen development to thrive. Citizen development strategists are vital in an organization that has successfully moved into the experimentation stage of citizen development maturity. Their role comes into play once the C-level has formally endorsed citizen development. They leverage this endorsement to instill the cultural practices and mandates that foster deeper engagement and adoption of citizen development. They work closely with leaders to understand and design the organization in a way that not only recognizes citizen development efforts but also rewards them. They put into place the measuring and tracking mechanisms that, when supported by the practitioners and architects, enable the executives to gain visibility into the value being generated across the organization and, thereby, enable them to make informed decisions on budget allocation.

Community manager: This role may be played by the citizen development architect in the early days of citizen development adoption in an organization. As the scale of citizen development applications grows, the workload required may necessitate the creation of the separate role of a community manager.

Citizen development community managers are local evangelists for citizen development. They are trained in the basics of citizen development, are highly influential and networked, and know how to navigate organizational politics to get things done.


This role is at the heart of the citizen developer movement in an organization. Citizen development is as much about hearts and minds as it is about the technology and governance. It is the role of the community manager to facilitate deep, constant engagement with the wider community. Depending on the maturity of citizen development in the organization, community managers may have dedicated tools or platforms that enable them to fulfill this role; however, regardless of the medium, community managers are responsible for creating and sustaining the hype around citizen development.

They will need to work closely with citizen developer squads in order to capture use cases, success stories, and “a day in the life of…” interviews. They will be responsible for facilitating the discussion forums that allow developers to interact and engage with their community of users or other interested parties. They will want to put in place feedback loops that allow squads to seek out and involve the business in the codevelopment of applications. They should set up and encourage the wider community to host informal meetups, brown-bag lunches, or show and tells on the business premises or via online streams. They will want to arrange high-impact, high-visibility events, such as hackathons, engaging external thought leaders and speakers to attend. They must continue to facilitate the capture and communication of external use cases that serve to inspire the community.
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	DEFINITION




User story

In software and systems engineering, a list of actions or event steps typically defining the interactions between a role and a system to achieve a goal; the actor can be a human or other external system (“User Story,” 2020).

 



Community managers do not work in isolation. In the early stages of maturity, community management is a targeted affair with the focus on highly tailored communications with a predetermined audience. It is only once the organization moves into the experimentation stage of maturity and beyond that this role becomes formalized in its own right. The community manager may sit within the competency center or within the business where they already have a related role, possibly within marketing or communications.

Other roles: There are many other roles that make up the composition of a citizen development operating model, from the governance of the CIO and business leaders to the guidance required from technical architects. In this section, however, we described key roles that are important to support and enable citizen development and are required within all citizen development operating models.


Citizen development operating model and the maturity model

The first step toward determining an organization's operating model is to diagnose where on the citizen development maturity scale the organization currently is. We show this relationship in Figure 16.
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Governance structure and management practices: To get started, very little governance is required because experimentation is key. Getting C-suite sponsorship is required at the experimentation stage to ensure appropriate attention is given to prioritize and align citizen development projects with the various related initiatives within the organization. At the experimentation stage, it is necessary to estimate governance and ways of working between IT and the business. The next major development occurs at the adoption stage, which involves setting up the competency center and embedding citizen development objectives across the organization by leveraging existing meeting practices. It may be necessary to establish a new meeting forum(s) to enable cross-functional cooperation on citizen development initiatives that stretch across the functional boundaries.


Capabilities: At the early stages of maturity, citizen development capabilities will be mixed, and the level of competencies to develop robust applications will be variable and reliant on the individual's skills and competency. This creates potential risk, which can be managed by limiting the citizen development application to areas of lower risk. Upon delivery of the first few use cases, start to design the competency center and develop the roles and staff for inclusion. Build architect skills. The size of the team will depend on your ambition to scale citizen development within the organization.

Artifacts and operating metrics: The level of documentation and measurement requirements grows as citizen development matures in the organization. Initially, when introduced, project management metrics can be borrowed directly from standard project measurement practices. As the use of citizen development grows, it requires more formalized systems of measurement, which are covered in the KPIs and value tree sections of the book.
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	LEARN MORE




To learn more about strategy, please visit:

https://www.PMI.org/learning/featured-topics/strategy

To learn more about competency centers, please visit:

https://www.ibm.com/garage/method/practices/culture/practice_center_of_competency/

To learn more about proving projects, please visit:

https://www.PMI.org/learning/library/strategy-projects-proving-value-2844

To learn more about scrum master roles, please visit:

https://www.cio.com/article/3223139/what-is-a-scrum-master-a-key-role-for-project-success.html
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Citizen development has the potential to digitally transform organizations by empowering individuals to build business apps that solve the problems they see around them. This is only made possible if there is a concerted effort to ensure the organization is aligned behind citizen development.

You will learn how to measure and track citizen development return on investment and apply best practice tracking metrics. You will also learn the importance that culture plays, both at a local level (within teams) and at an organizational level, and apply tools to manage complex stakeholders.
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	5.1 Managing the Change

Apply change management practices to gain the support from the people who will be using the application you have built.














	[image: images]
	5.2 Creating the Culture

Understand how to influence cultural change through a systematic and structured approach to better scale citizen development in your organization.
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	5.3 Transparent Accountability

Learn the importance of accountability in driving performance and apply the tools to manage citizen development at the organizational level.
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	5.4 IT Governance as an Enabler

Learn how IT and the citizen development community can collaborate and understand each other's shared responsibilities.
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	5.5 KPIs and Reporting

Learn a range of citizen development KPIs you can deploy to track and manage initiatives, projects, and programs.
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	5.6 Citizen Development Value Tree

Learn the metrics to measure the value created from citizen developer initiatives, projects and programs, and processes for managing citizen development investment.








 

Who is this section for?

For business or IT leaders, this section can be used as a reference guide to demonstrate the importance of clarifying the key roles and accountabilities of IT and business (typically, these would be the citizen developer strategists).

For managers who are interested in getting buy-in from peers, senior executives, or their own team, this section provides a big picture overview on these matters.

For individuals who are building applications (practitioners), this section provides guidance on managing the change (see Section 5.1—Managing the Change).

PMI's Citizen Developer Strategist training will give you the next level of detail in your journey to lead citizen development programs that deliver upon the promise to digitally transform.

 













	5.1 Managing the Change
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Change is inevitable and needs to be managed.

Managing the changes introduced by citizen development helps to ensure that citizen development projects deliver the outcomes committed to in the value tree.

In this section you will find:

•A description of the root causes of resistance and how to manage them

[image: images]




“The secret of change is to focus all of your energy, not on fighting the old, but on building the new.”

Socrates
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Overview

Citizen development involves the introduction of new technology in the organization or leveraging existing tools in a different manner. It also represents fundamental changes to the ways of working, culture, governance, business processes, and even wider community engagement that enable citizen development to take root and thrive. Innovation and creativity are at the heart of citizen development. The intent is to develop applications that do something new or address existing challenges. It is therefore essential that the value of these applications can be realized fully. Those involved in creating applications and facilitating the changes must be well versed in how to effectively launch and foster adoption of new applications once they are deployed in the operational environment, what obstacles they may face in doing so, and how they can be overcome.

Managing the Change in Practice

With any change there is always going to be some level of resistance that will need to be managed, ranging from mild indifference to ardent opposition. It is vital to understand the internal political situation and hierarchy in your organization as this will inform your strategy of how to deal with resistance, regardless of its form.
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	DID YOU KNOW?




A famous example of the failure to change is Francophile Thomas Jefferson's rejection of the metric system, deeming it “too French” (Bemelmans Marciano, 2019).

 



How changes are introduced is equally important. If they are imposed, they stand a high likelihood of encountering resistance or even being outright rejected. Seeds of doubt can grow and derail successful adoption and can even incite wider negative sentiment regarding the practice of citizen development in the organization as a whole. On the other hand, there will be advocates and natural ambassadors who believe in the change and want to see it happen. This may be because they perceive a positive impact to their individual work; they recognize the value it can bring to their team, department, or customers; or they are simply less risk averse and are energized at the thought of trying out something new. Identifying these change agents and ambassadors and leveraging their enthusiasm for the change can be a powerful tool in the citizen developer's arsenal.
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Initiatives with excellent change management are 6 times more likely to meet objectives than those with poor change management (Prosci, n.d.).

 



Resistance to change

When implementing change in an organization, regardless of whether it is technical, procedural, or cultural in nature, resistance is inevitable. It is a natural human reaction to resist disruptions to the status quo, whether at work or in one's personal life.

Those tasked with introducing a new citizen development application to their organization should understand and recognize the different types of resistance they may encounter so that they can respond appropriately to ensure that it is embraced. We have identified five root causes of resistance.

Root causes of resistance

1.Disrupted routines—Humans are creatures of habit. Routine provides a source of comfort and consistency, and when something threatens our routine, feelings of stress and fear can manifest. When introducing changes to deeply embedded routine practices, you will always encounter resistance. These objections might be openly discussed or more covert, quietly undermining the intended change.

2.Lack of clarity—When change is introduced in an organization without sufficient explanation, understandably, some people may be confused as to why it is needed—particularly if they are already content and comfortable with how things currently operate. A lack of clarity as to what the change means, why it is being introduced, and how it affects both individuals and the organization as a whole is a common source of ongoing resistance.

3.Loss of status—Many people will naturally object to a change that erodes how they perceive themselves, or how others perceive them, within an organization. For example, a recognized power user who has developed a high degree of proficiency in a particular tool or application will lose that status if the tool is to be replaced. The authority that individual once held is now diminished and can lead to strong resistance and resentment.

4.Recent flops—Memories of failed application launches can make people suspicious of the value of similar initiatives. At best, they will be passive observers; at worst, they will ridicule the effort and actively avoid being associated with it.


5.Insufficient preparation—Individuals need to be confident that they can continue to operate effectively once the new application has been launched. If they perceive that they aren't adequately prepared for the change and their ability to perform effectively will be hampered, they will not buy into the change.

Managing resistance

Resistance of some kind will always exist. It is best to plan for this early in the process and appreciate that some forms of resistance are healthy and can help to drive ongoing development and enhancement of the solution. There are several strategies you can employ to identify, address, and manage resistance.

•Create a sense of shared ownership: Those who are most impacted need to be identified early on and taken on the development journey. It is essential to engage them as soon as possible and understand potential sources of resistance. Perhaps they take pride in their highly optimized work practices, honed over years, or fear having to start again and learn a whole new system. Make a point to invite these individuals to the table early in the process so that you can discuss and address their concerns, and incorporate their input where appropriate. There are a number of ways in which this might be achieved. If they have the relevant expertise, you might invite them to take part in your early ideation sessions. When an app is in development, these stakeholders could be invited to alpha test the different elements as they are built and provide feedback. These stakeholders might also be ideal candidates to beta test the finished product.

•Ensure organizational alignment: Individuals need to be able to clearly see how the goals of the organization are being met by the introduction of a new application. They also need to be able to recognize that there is a natural alignment with their personal objectives. If this clarity does not exist, individuals may be unwilling to spend any time focusing on something that they are not being measured by. This can be challenging to address as it will require looking at personal and performance objectives that have been set and possibly cascaded through the organization. It is therefore vital to ensure that you unambiguously articulate the value of the application, what problem or opportunity it addresses, and how it helps the organization achieve its goals. The application was developed to solve a particular problem. Use this as a starting point to understand how the benefits of its introduction might positively impact other areas of the organization. If there are senior proponents for the new application in the organization, these may be the ideal people to work with to promote the benefits of the new application throughout your organization.


•Identify and mobilize change ambassadors: Word of mouth is the best form of marketing. There is an inherent level of trust between peers that you can tap into. If they speak highly about the application and its value and are excited about the future, this positive sentiment can spread. In effect, they become extensions of the team who can advocate the change across the organization. Give them a platform from which their voices can be heard. Empower detractors to become change ambassadors. For example, those individuals who fear loss of status as a result of the introduction of the new tool could be given the opportunity to be the pioneer power users or trainers. Make sure to recognize their contribution to the success of the project in a way that reinforces or protects their status.

•Engage stakeholders regularly: This is vital. You do not want to be in a situation where the first time your stakeholders hear about the application is just before it is scheduled to go live. You need to give them time to acclimate to the future state, to get excited about the change, and to support the ongoing design for the solution. Set up tailored engagements for each of the different stakeholder groups that will be impacted. Maybe it's a cocreation workshop with the IT team, or a teaser and Q&A with the business teams. Again, including stakeholders, when appropriate, in the ideation and testing processes could be another great way to get them involved.

•Create a learning plan: Users of the new application will need to know how it works. If they are to be confident in their ability to perform and are excited about the change, a tailored approach needs to be developed and rolled out. Make sure to involve your users when developing the training plan. Understand their needs: When can learning happen during the work week? Will it be classroom based or virtual? Is it simple enough to capture and address through a one-page reference sheet or will it require a much more involved program of learning with access to a sandbox environment?

•Create cheat sheets: There will be many questions about the new application, and if the answers are not immediately obvious, then resistance will grow. To combat this, you can create a list of anticipated questions, and construct clear and concise answers to them in the form of an FAQ or cheat sheet. When developing this list, it can be useful to speak with each stakeholder group that is impacted by the application to validate the list and capture their additional thoughts. If necessary, you can create multiple cheat sheets tailored for each stakeholder group; business users are unlikely to be interested in the same things as the technical architects. Use these artifacts and share them with every engagement. When a new question or concern comes up, add it to the list. Make the list visible and accessible.


•Show them what the future holds: Highlight the value of the new application you're developing. A good way to do this is to create a simple visual of how it compares to the solution it replaces, including the benefits and any new features or functionality. You may want to hold a workshop to walk the stakeholders through what the future holds for them, focusing on the features that the community has asked for and explaining how the concerns they have raised are being addressed. Demonstrating how an individual's job will be improved using statistics, such as time to complete a task, number of mouse clicks required per activity, ease of access to data, number of screens per transaction, and so on, might also be helpful. Ultimately, every user of the new application should understand that their individual work will be more productive or efficient as a result of using the new application. Show them exactly how you will go about upskilling them to become proficient users. Remember to include those stakeholders who may be involved in supporting and maintaining the application.

See Table 15 for the applicability of these approaches to the root causes.
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	5.2 Creating the Culture
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Without the right culture, citizen development will not take root and thrive.

Culture is the way people get work done and how people interact with one another.

In this section you will find:

•A definition of culture and recognition of the importance culture plays in an organization's performance

•An identification of how individuals’ behaviors are motivated by their beliefs

•A strategic model to change culture in your organization

•Practical guidance to build momentum for citizen development adoption
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“Culture isn't just one aspect of the game, it is the game.”

Jack Welch
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Overview
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Proof about the causality of culture and performance comes from the Queen's University Centre for Business Venturing. Running employee engagement surveys over a 10-year period and comparing them to company results, the research found that organizations that possessed an engaged culture had:

•65% greater share price increases

•26% less employee turnover

•100% more unsolicited employment applications

•20% less absenteeism

•15% greater employee productivity

•30% greater customer satisfaction levels

•(Pleiter, 2014).

 



With the right culture, citizen development can become a highly efficient, continuously improving and innovating machine. Citizen development has the ability to unleash productivity by empowering individuals to innovate and solve problems they see around them.

In many established organizations, citizen development is a disruptive force of change and represents the same challenges associated with all disruptive and transformative change. Understanding the culture and providing a model for observing culture—linking the individual, the operating model, and the organizational culture—paves the way for creating simple and effective changes to influence the culture toward embracing citizen development.
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“Of failed agile implementations, 63% of respondents in one study blamed the clash between their business's culture and agile's business philosophy” (VersionOne, 2017).

 



Creating the Culture in Practice

What do we mean by culture and why is it important?

An organization's culture has a significant impact on performance. Organizational culture is the way people in an organization get work done. It is a set of habits that manifest themselves in the day-to-day practices and routines performed by individuals and teams. Culture is often seen as abstract and difficult to influence or change; however, it is possible to alter the operating system that impacts the culture. In Figure 17, we outline the interplay of the individual in an organization, the organization's culture, and the organizational system. The organizational system shares many elements with the operating model, but with some notable differences, including strategy, purpose, and rewards recognition.
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Strategy and culture are among the primary levers at top leaders’ disposal in their never-ending quest to maintain organizational viability and effectiveness. Strategy offers a formal logic for the company's goals and orients people around them. Culture expresses goals through values and beliefs and guides activity through shared assumptions and group norms (Groysberg, Lee, Price, & Yo-Jud Cheng, 2018).
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Dominant attitudes and beliefs that prevail in any organization define the culture. These attitudes and beliefs are expressed and can be observed through individual and team behaviors.

An organization's core values are not what is printed in their annual statements but more about the core operating principles that form the basis of decision making. These principles can be determined by observing how decisions get made and the social dynamics that exist in meeting practices, including individual interactions with colleagues within an organization.

As discussed in Part 1, citizen development has the ability to unleash productivity by empowering individuals to innovate and solve the problems they see around them. Whether individuals are motivated to do so is determined by how they get recognition, which in turn is determined by the organization's culture.

Let's take a closer look at the components of Figure 17. At the individual and organizational levels, we describe three layers: (1) values, (2) behavioral norms, and (3) actions and practices. If the individual's values align with the organization's values, work gets done, and the organization operates efficiently. Frequently, the organization's values are not aligned with the individual's values, and this causes problems.


Gaining an understanding of these differences is possible through observational analysis. An example of this is the social dynamics in meetings and whether individual actions mirror the organization's stated values. Is the organization aligned with its culture and the individual's culture, or at odds? If the organization's culture is not aligned with the individual's culture, it will not be possible to deliver sustainable change. Luckily, it is possible to communicate motivating change in a way that is aligned with individual values.

Citizen development is a new concept that may or may not be accepted when introduced into an organization. Whether it is accepted will be determined by how the organization reacts to change and the introduction of new ideas and concepts. Understanding the impact of culture, how to observe it, and how to influence change are critical parts of learning to effectively introduce and scale citizen development.

The role of culture in growing citizen development

When building the case for citizen development in an established organization, the prevailing culture that exists within the team and the function surrounding citizen development initiatives are very important. As the success of citizen development continues to grow, it will challenge the culture that is commonly found in many organizations; that is, IT versus the business. If the culture of citizen development is not considered and a concerted effort to shape the culture in the initial stages is not made, citizen development growth will be damaged by the prevailing culture and the organization will not progress past the discovery/experimentation stage. When we talk about this culture, we talk about bottom-up culture.
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“Almost three quarters (73%) of professionals have left a job because they disliked the company culture” (Robert Walters, n.d.).

 



When citizen development is successfully implemented across an organization, a tipping point is reached where the executive team is aligned with citizen development and drives a top-down cultural shift. In this scenario, culture is a key enabler for the growth or scaling of citizen development in an established organization.


Nurture and influence culture at the different levels of maturity

In the early stages of maturity, it is very important to identify a core squad for the citizen development pilot project—a squad that has bought into the opportunities of citizen development as a delivery tool. The squad members should also look for some informal sponsorship from their line managers to protect them throughout this phase and to provide them with the space and time to explore. All of the people involved with this initial squad, including the sponsor, should be champions for citizen development in the organization.

Once the value of citizen development is demonstrated through an initial project, it is important to communicate and celebrate the success as much as possible.

As citizen development moves to the experimentation stage, more and more champions should be developed, and success should be continuously celebrated. This community of champions and developers becomes the heart of the culture of citizen development, and they should develop informal ways of working to drive citizen development success. This could result in the creation of a culture charter which would become more widely adopted by the organization as it moves forward in the maturity model.

Once the tipping point is reached for citizen development within the organization, the executive team will become aligned with citizen development culture and will be responsible for driving the top-down culture of citizen development within the organization. At this stage, the organizational framework that supports the cultural shift will become more formal, such as mission and values in the organization. People's objectives and roles will also be aligned to the citizen development objectives. This means that a significant number of people within the organization understand, are connected, and are clear about how their role is aligned to that direction.

As you grow citizen development, it becomes baked into the overall strategy and, as a consequence, will consistently drive a top-down culture adoption.

Practical steps to build momentum for citizen development

Managing resistance to change is a large part of ensuring the successful launch of a new application. However, there are additional approaches that can be employed to further create the necessary visibility, understanding, and enthusiasm. All of these approaches are important in ensuring that the application is accepted. This will result in an additional and more profound outcome: the perception that citizen development is different, exciting, and immensely value adding—and everyone can be a part of this movement.

The following are some practical and very effective ways you can drive awareness and adoption, both for a specific application and for citizen development as a novel and effective way of working in the organization.


•Talk basics: Even when your focus is on your own application, use the opportunity to remind people what citizen development is all about. Tell them why it's so exciting. Show them examples of the speed and value that it enables. Share your experience of creating the application.

•Go multichannel: On campus, online via organization portals, or in areas of high footfall—all present opportunities for you to reach and engage your audience.

•Go creative: Use posters, fliers, handouts, or a banner on the intranet to promote your application. For added intrigue, choose alternative and unexpected methods to reach your audience, e.g., wrapping a flier around the fruit in the cafeteria, or branding coffee cups.

•Involve your audience: Whether it's passive or active, encourage the community to get involved. Have a call to action in your communications. Set up a forum for discussion. Arrange both formal and informal events. Offer people the chance to be a part of the successful adoption of the application—and citizen development as a whole.

•Use the right voice: Write with conviction. Use definitive language to make a point. Use short, punchy headlines. Engage your audience—whether they are users of the application or not. Use metaphors or similes, where appropriate, and always ask your audience to engage by sharing their thoughts and experiences.

•Celebrate your practitioners: The practitioners are the heart of citizen development. They build the applications that they or their peers need and use. It also helps to spread the word about breakthroughs that are occurring and the value that it brings to individuals and the organization.

Principles to follow to build momentum for citizen development

The following principles will help build momentum and aid citizen development adoption among the growing citizen development community and executive sponsors:

1. Citizen developers must be recognized publicly.

Recognizing the achievements of citizen developers motivates them and acts as fuel to keep the engine running in the early stages. The idea that a nontechnical person can develop an application will be alien to many in an organization. Highlighting the work of citizen developers demonstrates to others what they and their team are capable of and may empower others to become citizen developers themselves.

2. The impact of citizen development must have visibility, and success should be celebrated.

Citizen development has the potential to have an extraordinary impact on an organization and it's important to share and celebrate success stories with the wider group. These successes might be a huge savings in both development time and cost, the ease of maintaining a new application, or the time savings created by a new application's functionality.


3. Barriers and blockers must be identified in the early stages.

Take for granted that there will be technical difficulties, business constraints, and likely some detractors. Try to identify these blockers early, understand their impact, and work to overcome them, where possible, to allow easier adoption. Listen to and understand users’ objections before advocating for citizen development.

4. IT must adopt an “enabler” role rather than that of a “controller” and be recognized for it.

For the successful introduction of citizen development into an organization, it is vital that you bring IT on the journey with you. In some organizations, IT can be seen as a bottleneck for application development, due to their backlog and focus on more critical developments. As citizen development is introduced, IT can adopt the role of an enabler, allowing citizen developers to work on their own developments in a controlled environment.

5. Continuous feedback loops between the business and IT help to drive value adoption.

With IT on board and excited by what citizen development can bring to the organization, continuous feedback loops between IT and the business need to be established. This creates an environment of continuous improvement, where there are regular discussions and feedback from both sides.

6. Establish an appropriate citizen development operating model to drive value adoption.

When an organization reaches an advanced degree of maturity, the operating model is key in helping with value adoption to create the tools and templates, managing the service catalog, and even helping with communications. Any communication channel is fine as long as it is effective and serves its purpose of amplifying visibility and celebrating success.

7. Track and share KPIs to demonstrate the impact of citizen development.

Tracking and sharing KPIs demonstrates the impact that citizen development is having and allows the organization to measure value adoption. In Section 5.5, we will discuss a number of important KPIs to provide an organization with insights as to how it is embracing citizen development and how much value is being delivered.

How do you know when citizen development is being adopted? It occurs when citizen developers are proud of their work; when practitioners recognize the impact it has on their daily life and want more of it; when peers approach successful developers because they want to be a part of the citizen development crew; and when management commitments and objectives align and drive a top-down cultural change.


Practical steps to develop the citizen developer culture

The simple acts in Figure 18 will foster trust among individuals and help build relationships and an encouraging culture.
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	5.3 Transparent Accountability
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Accountability lies at the heart of performance.

Driving accountability is a key management skill. Instilling accountability through devolved decision making is a key enabler to empower citizen development.

In this section you will find:

•What accountability means and its importance in fostering citizen development

•The basics of commitment-based management

•Guidance on how to use accountability tools, such as the RACI matrix, the stakeholder matrix, and the commitment tracker
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Overview

Creating a culture of accountability is increasingly recognized as important in business today. Accountability lies at the heart of performance. Determining who is accountable for what and holding individuals and teams accountable is becoming a key management skill for effective strategic implementation. Driving accountability into the operating model is critical to scale citizen development. In order to be effective, the approach involves top-down commitment, starting with the C-suite. In this section, we will outline the importance of holding stakeholders in the operating model accountable, and its impact on performance. We will provide some tools and approaches for managing accountability across the organization.

Top-down direction setting and commitment are required to help align and manage multiple stakeholders across the organization. Often competing influences or lack of transparency can mean that stakeholders do not deliver on their element of the project, so effectively managing accountability is a way of mitigating this.

Transparent Accountability in Practice

What do we mean by accountability and why is it important?

Accountability involves taking ownership for outcomes and decisions that lead to a certain outcome. To be accountable, you need to have the authority to make decisions that lead to certain outcomes. Instilling accountability through devolved decision making is a key enabler of empowerment and a necessary condition to scale citizen development. Having accountability in citizen development brings transparency, clarity, and alignment between an organization's objectives and the individual's objectives.
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The American Society of Training and Development (ASTD) study on accountability found that you have a 65% better chance of completing a goal if you commit to someone (Hanke, 2018).

 



Citizen development will only work if business leaders and line managers are committed to empowering citizen developers to resolve the problems around them. In turn, citizen developers who have been given additional freedoms to experiment and solve these problems will need to take on the additional related responsibilities, such as designing solutions that are acceptable to IT standards and supporting the needs of their colleagues. Many of these considerations are covered in Parts 2 and 3.
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To foster accountability in the people around you, you need to aim for clarity in five areas (Bregman, 2016):

1. Clear expectations

2. Clear capabilities

3. Clear measurement

4. Clear feedback

5. Clear consequences

 



Fostering a culture of transparency and accountability

As accountability gets embedded into the organization, citizen developers will want greater transparency around them. This creates the need to have clear roles and responsibilities for the people involved in citizen development and IT. Therefore, citizen developers will be recognized and rewarded for their successes, and will not be blamed for actions they have nothing to do with. One way to achieve this is by growing visibility around the citizen development process and by nurturing innovations and experiments. This means that citizen developers must also be allowed to fail and learn. Basically, business leaders and their managers should embrace all citizen development principles, not just transparency. This means that organizations should create visibility about successes and failures and what has been learned from all of these experiences.

Commitment-based management

Commitment-based management is a set of management practices that focuses on linguistics—concise and clear communication—where the use of words that have a specific meaning is a powerful way to drive accountability. A commitment is a promise made by one person (a performer) to another (a customer) to agree to deliver an outcome by a specified date. The relationship between the customer and performer can be a peer-based line manager to a subordinate or a subordinate to a line manager. This structure brings clarity, drives accountability, and is outcome focused. The conversation where requests occur, commitments are made, and feedback is provided is where work happens.

In organizations that have adopted commitment-based management, the traditional hierarchical structures are replaced by requests and commitments flowing across an organization's boundaries. While governance is required, this style of working is very suited to citizen development. It supports devolved decision making, creates the opportunity for improved collaboration, and results in radical transparency and improved productivity. This typically characterizes an agile organization.


When implemented well, commitment-based management flattens the inherent authority that comes with hierarchical organizations. Citizen development flourishes in an environment where the citizen developer holds their customer (the person who will benefit from the outcomes delivered) equally accountable. This is achieved through a structured set of conversations that start with the request and end with the customer stating whether they are satisfied or not. The citizen developer may look to the customer to provide the tools, advice, guidance, and resources (financial or staff) necessary to ensure the initiative can be completed satisfactorily. This creates collaboration when structured well, and builds trust between the citizen developer and their customers.

Tools to manage accountability

For every part of an organization, there has to be a layer of governance and accountability to drive results while creating a sense of ownership for citizen development. This is of key importance when managing accountability at the right stage in the organization.

The more mature a citizen development program is in an organization, the more important accountability becomes, as the citizen developers are empowered to make decisions.

At the early stages, accountability and governance need to be catalysts rather than inhibitors. That is, if governance is too strong too early on, it will put out the fire. When done correctly, accountability and governance can be the oxygen that will help the fire grow. It is key to maintaining a balance between fostering citizen development and maintaining control of the initiatives. With regard to citizen development, governance and accountability grow in line with the maturity of the organization; don't expect it all to be figured out from day one.

Having good practices in place during the different phases of maturity is key, but they can be developed, extended, and completed along the way. So yes, you can use a matrix to define the people who are responsible and accountable in an early stage, just be sure not to aim for completion too early. Start with registering agreements, then documenting them, followed by formalization in a later stage. Allow the tools to evolve as the organization evolves.

To enhance accountability in the later stages, there are several tools that managers can use such as the RACI matrix, stakeholder matrix, or commitment tracker.

The RACI matrix will help citizen developers assess, for any given action, who is responsible, who is accountable, who should be consulted, and who should be informed (see Tool 8). Ideally, there should be only one responsible person and one accountable person for each activity. When an activity requires several responsible and accountable people, it is key that each of them has a clear view of their responsibilities and accountabilities. However, there can be several people consulted and informed.
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While the RACI matrix offers a useful overview of the stakeholders and their responsibilities throughout the project, it does not provide any detail on how to manage them. For that purpose, citizen developers should make use of the stakeholder matrix (see Tool 9).

Using colors on the assessment columns will help to visually identify the stakeholders who need more attention. Try to use the green color only when the stakeholder attitude is close to the desired outcome.
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Examples of different types of stakeholder commitments are sponsorship, advocacy, collaboration, or understanding and awareness. The desired outcome relates to the sentiment we want to develop with the stakeholder (e.g., making someone feel comfortable about the financial aspects of the project, the impact on their business line, and so on). For this, it is necessary to assess the position of the stakeholder in relation to the desired outcome and follow up with them routinely.

Lastly, another practical tool to drive accountability is the commitment tracker. It is different from an action plan, as the owners of the commitments do not describe how to reach an objective. Instead, they commit an outcome, without giving details of the roadmap to achieve it. For a commitment tracker to be successful, it must be updated regularly, and each commitment must have an owner, status, raised date, and closed date. Tool 10 provides a commitment tracker template for citizen developers.
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	5.4 IT Governance as an Enabler
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Engage with IT to excel in citizen development.

IT needs to be a collaborative partner, the owner of access and permission controlling, as well as in charge of the protection and security of information.

In this section you will find:

•A definition of the operating principles for IT and the business teams to set up and mobilize collaboration practices

•The application of these operating principles at each stage of maturity
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“Synergy is better than my way or your way. It's our way.”

Stephen Covey

[image: images]

Overview
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Lack of IT governance and control is one of the top three barriers for increased adoption of low-code/no-code platforms (Project Management Institute, 2020).

 



The intent of this section is to ensure a secure and robust citizen development environment and governance without overloading and stifling citizen developers. This equilibrium can be reached by applying the correct policies at the right moment. For that, we discuss the alignment of IT governance with the maturity of citizen development within the organization.

While business leaders may easily see the benefits of citizen development, IT leaders need to feel confident that they can empower the business users and teams to develop applications that solve business problems while keeping risks controlled and managed. IT leaders need to feel comfortable that business leaders and citizen developers understand which IT principles need to be adhered to.

We provide guidance on the minimum governance needed to support the introduction and scaling of citizen development within an organization and how to make sure that successful alignment between IT and the business will happen.


IT Governance as an Enabler in Practice

IT and citizen development

Often there are alignment issues between IT and citizen development in the early stages of maturity. Projects undertaken by citizen developers may still be seen as shadow IT, and therefore be seen as a threat to the IT landscape. On the other hand, business users might feel that IT hasn't been able to fulfill their needs. Yet, for citizen development to be successful, a collaborative effort is needed, with both sides having their own role to play.

The key to successful alignment is a mutual understanding of the benefits each side brings to the table. The citizen development movement within the organization unlocks knowledge and a productive capacity that can never be equaled by IT. Delivery speed will go up while costs will go down. The ever-present pressure on IT to deliver solutions will decrease, enabling IT to focus on servicing complex and more enterprise-wide technology needs. The justified peril for IT is that citizen development may serve to produce more shadow IT, and as a result, cause new problems and more work for them.

It is important for citizen developers to embrace IT's knowledge and experience on the subject of application development, and come to a mutual agreement on how both can work together effectively.

IT governance

Citizen developers have the knowledge to design and build applications on a specific platform to help the organization move forward. However, there are aspects to consider that are usually outside of a citizen developer's knowledge area—just look at some of the enterprise risk requirements that were discussed in Section 3.2. It is in these blind spots that IT can play its part.

It is common for an IT department to have a set of rules in place on how to bring applications to production: what needs to be done before deployment, what requirements need to be met, what quality control must be in place, and so on. These sets of rules often apply in part or in whole to citizen developer projects. Citizen development teams, or simply squads, must work with IT to find out what rules need to be followed and how.

It is important to keep communications open about this subject. Governance by IT needs to be as strict as necessary, but with as light a touch as possible. As citizen development matures, communications will change, but there are principles that must be endorsed so citizen development does not harm the organization's processes, systems, and security—and so that IT collaborates appropriately to drive successful outcomes. Evaluate these principles regularly, preferably at steady intervals. Reflect on projects delivered, what has changed, what went well, what went wrong, and how you are going to fix it together for future projects.
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	DID YOU KNOW?




On March 13, 2015, the Paderborn Baskets, a second division German basketball team, was relegated to a lower division for starting a game late, due to a necessary 17-minute Windows update to the scoreboard's laptop (Farivar, 2015).

 



Some guidelines on this topic for every phase of maturity are provided in an overview in the following section.

Awareness of IT policies and standards

Citizen developers have a responsibility to understand the purpose and benefits of IT control and if, when, and why IT should be consulted. Citizen developers are in a position of trust with respect to understanding IT policies and standards. They are expected to have at least a working knowledge of key control criteria as set out by IT so that application delivery controls can be self-managed as much as possible. The citizen developer should regularly revert to enterprise policies and standards when applying such due diligence.

The IT policies and standards to which development is bound are:

•Application design standards: A set of minimum standards for code, UI, or model definition

•Data modeling standards: A set of minimum standards for developing a data model (This includes overall structure of the model, table-naming conventions, and various other disciplines.)

•Data life cycle policy: A set of rules around which data is managed such as validation rules at capture, encryption in storage, anonymization, and destruction

•IT security policy: A set of strict security standards that must be upheld by the application being developed (This includes penetration resilience, authentication standards, access protocols, and encryption.)

•IT risk policy: A set of rules that include managing the risk of an application consuming all business critical resources, managing the potential for instability and crashes, as well as the broader impact of such events

The depth of knowledge required varies by roles. Table 16 shows the relationships of awareness that different roles must have (either working knowledge [working] or in-depth knowledge [in-depth]) for development policies and standards.
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Creating the alignment

IT governance principles

Though the role of IT evolves as citizen development matures, there are a few basic principles that can be applied from the start (Table 17). These principles should not be open for discussion and should be respected by all involved.
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Alignment in different stages of maturity

Not only does the alignment of IT and citizen development grow with each stage of maturity, but the quality and depth of this alignment often determine what stage of maturity the organization is at.

Table 18 outlines a number of alignment characteristics by stage. Keep in mind that this is an example, not a checklist. In practice, there is no rigid transition from one stage to another.
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	5.5 KPIs and Reporting
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Measure citizen development.

This section provides information about the metrics you need to track and manage citizen development projects and programs.

In this section you will find:

•A discussion of project performance metrics

•Guidance on how to measure citizen development progress

•A proposed series of KPIs to track citizen development metrics
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“If you can't measure it, you can't improve it.”

Peter Drucker
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Overview

This chapter presents the metrics that give visibility of the value being created by citizen development efforts. An example of this is tracking the number of shadow IT tools that have been added to the IT catalog.

We aim to provide a mechanism to track the effectiveness of citizen development project performance and the effectiveness of the project squad.
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	DID YOU KNOW?




In 1998, a law passed in the U.S. state of Virginia allows drivers to keep their roadkill, as long as they report it within 12 hours (Fine Dictionary, n.d.).

 



KPIs and Reporting in Practice

A citizen development strategy requires collecting and tracking metrics that measure the benefits and effectiveness of the strategy. Depending on the maturity of citizen development within an organization, KPIs and reporting start to be reported in an ad hoc manner and then evolve to become more sophisticated as the organization matures in the deployment of citizen development. KPIs provide stakeholders in the organization with insights to the scale at which citizen development has been deployed. It will further enable leaders and managers to monitor the progress of citizen developer organizational maturity; measure the project squad; and measure practitioner effectiveness, organization adoption, and community engagement. It will also help answer frequently asked questions such as:

•Are we effectively allocating resources into citizen development?

•Is the organization accepting and benefiting from citizen development?

•Are individuals sufficiently trained and skilled to take part in citizen development?

•Is citizen development promoting cross-departmental collaboration?

•Are we addressing the problem of shadow IT?


Measuring citizen development implementations

Measuring citizen development implementations provides data on project implementation performance and maturity. Naturally, different vendor platforms will have differing types of data, based on how they are constructed and how users interact with and build applications. However, the platform is an important vector through which numerous KPIs and measures can be captured and reported on, which will provide a transparent view on the effectiveness of the organization's citizen developers and practitioners. Straightforward measures, such as the number of developers or applications that have been built, can provide useful insights over time. More specific measures, such as the number of reusable application templates or prepackaged functional blocks, can provide an estimate of citizen developer competence and efficiency. Other easily captured measures could be how many application users there are, and how many times an application is updated or downloaded by other citizen developers.

Aggregated measures

Tracking and monitoring of citizen development needs to be enabled at the project level as well as the aggregate level, whether it is performed by a department or by the organization as a whole. This necessitates the provision of cascading, integrated dashboards that provide dynamic aggregation of measures and KPIs.

However, this is much easier said than done. Enabling an effective performance measuring and tracking capability that spans the organization's levels requires the establishment of layers of governance and new accountabilities. As such, in the early stages of citizen developer maturity, measuring and tracking of citizen development will usually be managed through ad hoc reports. As citizen development matures and scales in the organization, this will need to become increasingly automated and interconnected.
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	DEFINITION




Repository

A central location in which data is stored and managed (Google Dictionary, n.d.c.).

Metadata

A set of data that describes and gives information about other data (Google Dictionary, n.d.b.).

 




Measures enabled by the service catalog

The service catalog is a critical component of the citizen developer IT strategy. Capturing a single repository of all applications built through citizen development, combined with the descriptive metadata that facilitates simple and accurate search and identification based on keywords or hashtags, will be a powerful enabler. In some cases, the organization will have a citizen development platform where all the applications created are categorized and made available for viewing. This service catalog can be viewed directly when extracted from this citizen development platform. Regardless of whether this is captured within the platform or by a specific tool, the organization can start to measure and track stats such as how many times an application has been viewed, downloaded, used, or modified. Depending on the maturity of the service catalog capability, comments and interactions between the community and the developers can provide additional insights that could be tracked. Examples include community engagement based on numbers of comments, questions, and answers by the developers or users of the application, and perhaps a community-driven rating system.

Measuring the effect on shadow IT

Citizen development can bring control and governance by initiatives that were once performed as shadow IT, taking initiatives from sporadic, ad hoc, and unsanctioned development into a transparent, controlled, and compliant environment. This would necessitate the identification of the existing shadow IT landscape, which would be a largely manual effort, possibly through an extensive process of data gathering by interviewing team leaders across the organization and assessing the business process tools they use to get their work done.

Capturing a view on the shadow IT landscape and using this to populate a qualified pipeline of solutions suitable for citizen development is a great way to leverage business users and subject matter experts’ knowledge and experience, which would reduce operational risk and increase the governance and control from shadow IT application architecture. Measuring the progress of the conversion to citizen development initiatives will give stakeholders at every level of citizen development maturity the ability to see what lies ahead and how their progress is coming along.

Measuring citizen development delivery effectiveness

As with any change or IT project delivery, there are numerous metrics that should be captured across the life cycle of the project from ideation through to publishing and ongoing maintenance and upkeep. Combining measures at a “local level” with measures captured from the platform can provide rich insights into how well the citizen developers and supporting teams have collaborated to produce working solutions. For example, measuring the duration the project squad spends at each stage in the life cycle and combining that view with the scale, complexity, and number of users of the application can provide rich insight into competency development and velocity of application development for a given application.


Additionally, it would be possible to capture the number of citizen development applications that are built using the fast track versus those that are pushed through the IT delivery path. Typically, those projects going through the fast track path would be smaller applications involving a combination of relatively low-complexity solutions and suitably competent squad members. Those projects going through the IT delivery path would typically be larger endeavors involving a higher level of complexity and risk, which would progress through a path of increased governance. Measuring this would give a sense of the scale of applications being built using citizen development and can serve to give useful insights into the maturity of citizen development and the overall competence of citizen developers in the organization.

Measuring competency center effectiveness

In most organizations, building repeatable and sustainable practices will necessitate the creation of a citizen development competency center. In some organizations, similar outcomes can be achieved through an informal structure or community of practitioners. For organizations that are investing further in citizen development, the citizen developer competency center is typically set up during the adoption stage of organizational maturity and operation is scaled in concert with citizen development activity. Being able to track the value it brings to the organization will be a key driver for any investment decisions to scale it further.

The competency center will comprise a number of stakeholders and will represent citizen development best practices through the deployment of citizen development roles: the strategist, architect, practitioner, and community manager.

Table 19 serves as a guide of commonly used KPIs in citizen development.
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	5.6 Citizen Development Value Tree
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Get the funding you need for your app, project, or portfolio of citizen development projects—an intuitive and visual approach to measure value.

In this section you will find:

•Guidance on how to apply a framework to classify the value created from a project or a series of projects

•A process for communication and executive approval to support your projects

•A concept to prioritize projects against return on investment (ROI)
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“Show me the money.”

Jerry Maguire
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Overview

The citizen development value tree differs from conventional value trees because it puts at the forefront the extraordinary value levers that citizen development enables, such as tremendous improvements in time, value, and a massive reduction in costs.
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	DEFINITION




Value lever

A set of actions that enable procurement to achieve its many goals while fulfilling the needs of the mission (Bedi, 2017).

 



The value tree concept is a way of thinking about citizen development—it is about considering the value potential of taking an idea and bringing it to reality. Having a structured approach to build the value tree for each initiative helps both the citizen developers to think about value being delivered by the citizen development projects and also IT to accrue that value onto the citizen development strategy as a whole.

Citizen Development Value Tree in Practice

When approaching a citizen development opportunity, it is a good practice to assess the potential value of an initiative. The value tree guides the citizen developer by using a structured framework to identify where value is created. For example, a citizen development initiative can cut costs by improving the productivity of the process; therefore, it only affects one value lever. On the other hand, a citizen development initiative can affect several levers at the same time, which means that it creates different types of value.

Sometimes, value creation is tangible and can be easily determined by quantitative methods, such as time or money saved. This is an example of improving the productivity of a process, where the process KPI that the citizen development initiative impacts is multiplied by the cost of that specific part of the process, resulting in a direct financial implication. Other times, the value creation is intangible and has no direct financial implication. This is true in the case of levers such as brand awareness, customer satisfaction, employee retention, and so on. Nevertheless, it is also relevant to determine these qualitative metrics and even put numbers on them, if possible.
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	MARKET RESEARCH




In the past, a project's success was measured based on its ability to deliver a quality scope on time and within budget. Although these factors are important to consider and control as a project progresses, they are not a true measurement of the success of a project. A project can only be considered successful if it delivers the predetermined business value to the customer. When businesses look at project success in this light, they will make better decisions about which projects to execute, and project managers will focus on what is important as their teams deliver value (Phillipy, 2014).

 



Figure 19 presents a list of seven main levers and their associated sublevers. Do not hesitate to consider them when assessing the value of a citizen development initiative, but remember your organization may have different, more, or fewer levers.
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Lever 1: Time to value

This characteristic is specific to citizen development compared to other forms of application development. Whereas time to value in traditional IT development can be an obstacle, it is an opportunity for citizen development practitioners to create value by reducing the time it takes to deploy a live solution, as well as shortening the time to learn how to use, maintain, and extend the application.

Lever 2: Revenue

Revenue is a key part of a traditional business. As a fundamental part of any business case when evaluating the ROI of a project/initiative, the revenue impact can be measured in different ways. As a nonexhaustive list, we highlight product enhancement, channel enhancement, and customer expansion and saturation. This list implies that the initiative generates more leads, sales, and conversion rates on existing customers or grows the customer base.

Lever 3: Cost

This is another key part of traditional business. The levers for cost impact include people productivity, process productivity, and technology. In terms of cost, the value is realized by reducing employee effort and time commitment in completing a task so they can focus on higher value duties. The steps in business processes can be optimized and shortened by reducing or eliminating the cost per step. Implications on technology cost have to be considered as well (e.g., eliminating costs and dependencies of certain applications and services that are replaced by the new solution).

Lever 4: Brand

How is your organization perceived? The brand lever represents the value that is created around the organization's perception, identity, and intangible worth. A solution catered for the public domain can have a powerful, positive impact on the brand. It can drive more brand awareness among a specific customer segment, or it can create brand affiliation (e.g., by associating and promoting it with other brands, platforms, and market trends).

Lever 5: Customer

The customer lever represents the value derived from increasing customer satisfaction and reducing churn. Customer satisfaction relates to how easy and pleasant the customer's journey is in dealing with your organization. Customer churn, on the other hand, measures the propensity for a customer to stop using your organization's services. Reducing this churn or increasing the retention of your existing customer base are important value drivers to consider. Customer experience can be measured through different metrics, such as Net Promoter Score® (NPS), satisfaction, or customer effort score (CES). An increase in customer experience metrics generally drives more stable revenues and an increasing customer base.


Lever 6: Employee

Organizations where good cultural practices are endorsed by the leadership and adopted by employees are likely to perform better in terms of productivity, quality of work, and the customer experience they deliver. This can be assessed through employee retention and culture engagement. Both metrics can be measured through engagement surveys by looking at employee engagement and employee propensity to leave their job. It is also true that organizations with the best customer experience are very often those with the best employee experience; happy employees tend to create happier customers.
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	DID YOU KNOW?




“50% of team members are motivated more by team success than by the company's (27%) or individual's (23%) personal goals” (Atlassian, n.d.).

 



Communicating the value tree in your organization

The value tree is a helpful mechanism to give citizen development practitioners a legitimate value story to receive management sponsorship for their initiatives. It is key in demonstrating the value and gaining alignment both vertically (upward and downward) and horizontally within the organization. Figure 20 shows how different roles in the organization have distinct communication interests around citizen development.
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Value tree assessment

We have created a tool that will guide you to ask the right questions when using the value tree. Tool 11 can be used to start quantifying the value that your citizen development initiative will deliver. It is important to keep in mind that not all value is created instantly and may take some time to materialize. For that reason, it is useful to phase the value delivered into time periods of weeks, months, or even years. Usually, value tree assessments are done in conjunction with the suitability assessment.
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Funding approach for citizen development initiatives

Return on invested capital (ROIC) is a key measure for an organization to determine its effectiveness as a high-performance organization. Investing in citizen development is no different. We need to ensure that funding for a citizen development initiative is architected using methods that emphasize and ensure outcomes and value delivery. With this in mind, we recommend using a venture capital (VC) type of funding approach to fund citizen development initiatives.

Adopting a VC-like investment approach to funding citizen development investment programs will avoid the pitfalls of typical large transformation programs where there may have been massive investments up front resulting in disappointing and delayed payoffs. In our experience, justifying investments via a traditional business case usually results in inflated or unrealistic business cases that rarely deliver.

A VC-style approach to investment makes more sense, where initiatives are given a small amount of money to meet their next milestone and capture validating proof points along the transformation journey.


Those initiatives that are successful at proving their impact using their seed money (e.g., using the ideate-prototype approach), will be granted a more significant series A-level of funding (see recommended steps in following paragraphs). Those initiatives that cannot will be stopped, and the citizen development squad can move on to their next initiative, after learning what has failed from a project learning session. This will ensure that scarce transformation funding is effectively used to generate an appropriate return on investment. Figure 21 outlines the preferred funding mechanism for citizen development initiatives.
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Our recommended steps:

1.Investment fund: Establish an agenda item on the executive leadership's team meeting or a separate leadership governance board for the overall citizen development effort and establish an investment fund to support the effort.

2.Seed funding: The seed fund is used to support a series of seed activities. Initial concepts that can quickly be developed at a high level demonstrate the value. For example, if the finance department wants to develop a citizen development application to automate complex accrual calculations, seed funding will be used to determine the approach, method for calculation, and benefit (e.g., time saved). The squad will use the fund to validate with key stakeholders and determine the design and data that may be required. At this stage, any seed initiatives with red flags that do not demonstrate value or workability of the approach are effectively halted (minimizing investments on ideas that may not work).


3.Angel funding: On demonstration of value at the seed stage, approval is then given for the citizen development squad to develop prototypes at the angel funding stage. Continuing our accrual example, the squad uses the citizen development tool to quickly build a prototype to prove the concept/design works. This is then demonstrated, and the squad applies for the next stage of funding. Initiatives can be stopped at this stage if any red flags appear.

4.Series A funding: Successful prototypes will use series A funding to build minimum viable products (MVPs) that will be deployed and put into production with a small pilot squad to ensure they work and deliver the benefits. In our accrual example, the application is deployed to one team where a series of transactions are used to demonstrate that it works in a real environment.

5.Series B funding: After a successful pilot, the squad can apply for series B funding to deploy and scale the capability across the organization. In our accrual example, series B funding is used to industrialize and scale the capability, including further development, training, and enablement.

Key considerations in adopting this approach:

•The hurdle of reaching an investment phase and moving to the next stage of investment funding needs to be clearly outlined with criteria that look at value delivered, workability, scalability, and performance. Use a weighing scale to prioritize a particular factor that may be more important depending on the circumstances. For example, time savings may be more important than performance. In this case, a higher weighting is given to time savings.

•Let the stage gate criteria drive the decision to fund or not—this prevents pet projects from getting through or political influence from playing a part in which initiatives to fund or not.

•Ruthlessly stop initiatives at each stage if they fail to deliver and support the ones that show promise. The intent behind this approach is to fail fast and be circumspect with the investment to demonstrate the best ROIC possible.

•Integrate funding KPIs into the citizen development organizational dashboard to monitor and track the effectiveness of the program using a pipeline of how many initiatives in seed versus angel versus series A and B steps. Measure the velocity of travel between the stages to provide an indication of how well investment decisions are being made and the progress toward value creation.
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	LEARN MORE




To learn more about managing change, please visit:

https://www.PMI.org/learning/library/managing-change-organizations-5872

To learn more about business analysis, please visit:

https://www.PMI.org/learning/library/business-analysis-project-management-friction-9643

To learn more about creating the culture, please visit the following links:

https://www.PMI.org/learning/library/meaning-importance-culture-project-success-7361

https://www.forbes.com/sites/alankohll/2018/08/14/how-to-build-a-positive-company-culture/

To learn more about the RACI matrix, please visit:

https://www.cio.com/article/2395825/project-management-how-to-design-a-successful-raci-project-plan.html

To learn more about IT governance, please visit:

https://www.PMI.org/learning/library/best-practices-install-governance-5778

To learn more about KPIs, please visit the following links:

https://www.PMI.org/learning/library/project-managers-strategic-objectives-value-6827

https://www.PMI.org/learning/library/project-metrics-key-performance-indicators-2903

To learn more about value delivery, please visit:

https://www.PMI.org/learning/library/delivering-business-value-9378
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Whether you have an established practice or are investigating citizen development for the first time, it is crucial to understand where you are in the journey and what you can do to help your organization unlock even greater levels of productivity through citizen development. The Citizen Development Maturity Model describes the ways of working, organizational processes, and structures that characterize five distinct phases of maturity.
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	6.1 Discovery

Get started with citizen development for the first time.
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	6.2 Experimentation

Replicate successes to create the case for organization-wide adoption.
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	6.3 Adoption

Citizen development is endorsed as a strategic driver of innovation.
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	6.4 Scaling

Structures and processes are in place, facilitating and scaling citizen development efforts and derived value.
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	6.5 Innovating

The organization now has a self-perpetuating innovation engine underpinned by deeply embedded citizen development practices.












Overview of the Maturity Model

The maturity of citizen development in an organization has numerous implications on how citizen development initiatives should be approached. For example, when an organization is getting started with citizen development through an initial proof-of-concept project, there is no need to install a robust governance and software development life cycle (SDLC) process. Conversely, when citizen development accounts for a large proportion of the application development in the organization, it is critical for the organization to establish governance around these activities and to have a centralized view of the value being delivered for the organization through citizen development.

There are five stages of maturity (Figure 22):

•Discovery: An organization's first experience with citizen development, albeit on a small and discrete scale

•Experimentation: Starts when citizen development has demonstrated value through successful delivery of the initial use cases and the stakeholders involved are looking to replicate and scale in order to build the case for adoption

•Adoption: The necessary steps that an organization takes to formally adopt citizen development into the organization and recognize it as a key enabler for transformation and growth

•Scaling: Processes and structures are in place, allowing citizen development to grow in the organization

•Innovating: An active transformation and innovation is ongoing through citizen development
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This is a simple way to show how citizen development matures throughout its life cycle from that initial proof-of-concept project right up to being an integral part of an organization's strategy and transformation agenda.

Introduction to the Stages of the Maturity Model

We will cover the practicalities of each phase of the life cycle later on in this section. Table 20 provides a brief description of what is happening at each life cycle stage.
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	6.1 Discovery
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Lay the foundations for citizen development adoption in your organization. Create the first app through citizen development. The discovery stage is an organization's first point of contact with citizen development on a small and discrete scale.

In this stage, citizen development remains focused on specific solutions to pain points, without formalized frameworks, methodologies, or structure to avoid the possibility of being overpowered by the established culture.
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“Not all those who wander are lost.”

J.R.R. Tolkien
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Overview

By its nature, citizen development tends to challenge the norms for organizations. It can be disruptive. If not harnessed properly in the early stages of maturity, it can quickly be overpowered by the prevailing culture. At the early stages, there are no formalized accountability or governance structures, and activities are typically performed on a best-endeavors basis (e.g., during lunch breaks). Any sponsorship for citizen development is likely to be guarded and clandestine in their support. All these factors threaten the likelihood of success for citizen development in the early stages (Figure 23).
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There are several ways in which citizen development is first introduced into an organization. It might be that someone has brought the citizen developer experience into the organization from a previous role and sees a new opportunity, or an executive has heard about the benefits of citizen development and wants to sponsor a proof of concept. Perhaps the IT department is looking to resolve the shadow IT problem, or they are seeking new ways to address the constant demand from the business and the overflowing IT backlog. Regardless of how citizen development has been introduced, and regardless of which citizen development platform is being used, the first thing to do is assemble a squad and identify a suitable use case that can demonstrate quick, quantifiable value for the organization once delivered.
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	DEFINITION




Backlog

An accumulation of uncompleted work or matters needing to be dealt with (Google Dictionary, n.d.a.).

 



How to recognize the discovery stage

Table 21 outlines the characteristics of the discovery stage for each Canvas component.
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Why is the discovery stage important?

•The discovery stage is likely the first time employees and managers get to experience citizen development, and first impressions are important.

•The discovery stage, more than any other stage, represents leading at the front line and decentralized decision making.

•The discovery stage promotes entrepreneurialism, collaboration, proactivity, and a strong sense of being a pioneer. This is the foundation of the culture and mindset, resulting in highly motivated, high-performing citizen developers.

•The discovery stage presents an opportunity for individuals to turn their ideas into applications, perhaps for the first time. It is a departure from the status quo of handing ideas to someone else to interpret and then try to build.


Discovery Stage in Practice

The discovery stage describes the early days of citizen development in an organization. In order for citizen development to really add value to the organization as a whole, it is important to actively work on evolving the maturity from stage to stage.

This stage concentrates around one (or a few) initial “one-off” projects. The goal is to focus on using citizen development to solve a local problem that will yield quantifiable value once addressed. This could be a pain point that a user identifies in their department or function or an interaction with another department, external customer, or supplier. It could be an existing shadow IT or an application that isn't fully fit for purpose.

Based on the Citizen Development Canvas, a number of actions and considerations are described in the following sections to push the maturity forward and prepare the organization for the next stage.

Project delivery

Identify the right use cases.

The pioneer citizen development project seeks to build an application (app). It should be one that is not overly complex and does not require extensive integration or new hardware that would necessitate wider stakeholder engagement, buy-in, and coordination. It is also recommended to identify a use case that does not involve any significant security or compliance exposure. The app will be created outside of formalized governance and control structures, likely with very limited or no budget. Find a use case that involves a problem or opportunity your team is currently grappling with. Perhaps you have manual processes you would like to automate. Do you have an existing process that could use new time-saving functions? A good place to start is to look at existing tools and spreadsheets that your team currently uses, where the underlying process, data fields, actions, and outputs are already well defined.

Select the right squad.

For the first citizen development proof-of-concept project, the squad should be self-organized by colleagues close to the problem or by a sponsor who may connect like-minded individuals. The squad will need to have sufficient business and technical capabilities to be able to deliver the citizen development initiative.

Whether you are the sponsor or the person with the idea, build a small coalition of like-minded individuals to work on the project. Their input will be invaluable, not only in shaping the solution, but also in establishing an initial community of promoters and citizen development ambassadors. Ideally, the individuals should be very familiar with the use case you are looking to address and be from the same team or department as other members of the squad. Alternatively, it could be someone with deep experience of the platform that the squad has decided to use for the citizen development initiative.


Build a backlog of projects.

Identify new cases that could be realized through citizen development. This does not have to be limited to the local department, it could well be that stakeholders from other departments have become interested in the proving project and are wondering what it could do for them. Be sure to reach beyond the local teams and stakeholders. The key is to capture a central registry of potential use cases for future citizen development opportunities. This not only drives the right focus for the squad, but also informs the squad about individuals they should be engaging with and involving in the execution of the initiative. Again, the focus should be on the low-hanging fruit and avoiding use cases that present a greater level of complexity and risk in these early stages.

Capability development

Hold a lessons learned session.

Once the app has been developed and delivered, a lot can be learned from how the project was executed, how the squad worked together, and how they leveraged the citizen development platform. What went well? What could be done differently in the next project? Make sure to arrange a lessons learned evaluation with your squad and sponsor to identify improvements for the next set of projects.

Another important takeaway from the evaluation is identifying the need for capability development for the next stage. This applies not only to the current project members, but also to participants in the future projects. It provides insight into the skills that are needed within a squad to deliver a successful project and will support the creation of a tailored learning program.

Operating model

Organize maintenance and support.

Organize maintenance and support for the project to make sure it can and will be maintained. Local squads need to know where to turn when errors occur, where to find documentation and support, and how to use the application to derive business value. Support and maintenance of the pioneer citizen development apps may fall on the project squad, certainly in the shorter term. Given IT will already have defined a service and support model for the existing IT landscape, they are well placed to take ownership of the maintenance of the app. While it may be that the project squad has the capacity to handle app support and maintenance, it can certainly help with building the case for wide-scale adoption if there are examples of citizen development apps having been transitioned seamlessly to IT for maintenance and support. For this reason, it is recommended that the citizen development squad engages with IT and agrees on an approach to management after deployment—whether it is performed by the project squad, IT, or a combination of both. This can form the basis of a wider citizen development service and support capability in the organization.


Organization alignment

Demonstrate the value.

The objective here is to position citizen development as a driving force for rapid innovation and digital transformation. It is important to plan and coordinate how those within and closest to the project squad, including the sponsor, should communicate about the initiative. It is vital to document this as a success story. The success story will need to demonstrate how the app creates quantifiable value and how this was only made possible through citizen development. This needs to be done in a way that maximizes the excitement and buzz by illustrating measurable improvements, but also to highlight this way of working as viable, safe, compliant, and aligned with the strategic intent of the organization.

Involve the IT discipline.

It is important to bring IT along on the journey; however, it is important to time it right. If the timing is too early, it can stifle initial efforts to kick off the project. If it is too late, you risk alienating your IT partners when you will need their support down the road. Ultimately, the nature of interactions with IT will be shaped by the prevailing organizational culture and any existing policies in place. For example, the organization might have devolved IT decision making into the business function, enabling the organization to find its own platform without needing to seek approval from the IT department. By contrast, in some environments it would be impossible to introduce new technology without making a request via IT first. If not already happening, we recommend that you engage the IT department once the first app has been built and is ready to be operationalized. You may have already kicked off this process by reaching out to IT to agree to an approach for in-life maintenance and support of the app. What matters is being transparent with IT while staying in control of the initiative and driving toward the primary outcomes: to prove the value of citizen development and make the case for its adoption.

Recognize the squad.

Whether the first proof-of-concept project succeeded or failed to deliver on the intended outcome, the squad that has participated in the project has done a great job. Either the project has added value, or it has taught the organization valuable lessons. So the squad should be recognized for their efforts, regardless of the result. After all, it is a proof of concept, so it may prove to not work.

It is vitally important to achieve a successful outcome in the discovery stage if citizen development stands a chance of being widely accepted and adopted across the organization in the future. This successful outcome will need to be demonstrated (e.g., by showcasing the app in live road shows, publishing a success story, and championing the individual and team effort). Members of the squad should be recognized for the trailblazing nature of their work and for piloting a new way of working where the act of turning ideas into apps occurs at the front lines of the organization.


Work with the sponsor to consider ways to recognize and celebrate the contributions of each squad member. Also think about how you can leverage them as ambassadors to drive grassroots awareness and interest in citizen development. Squad members will need to be conversant in the success story and the app that was created, and the sponsor should be able to support the squad in coordinating the delivery of the communications effort. Ultimately, the squad will be the face of the app, and the face of citizen development in the organization. They need to feel a sense of ownership, pride, and accomplishment in their creation. Make sure they are well prepared and motivated to act as ambassadors and champions for this way of working. This is an important part of establishing a sustainable, fertile, meritocratic foundation for citizen development. Future prospective citizen developers will be encouraged at the opportunity for recognition and reward, which further catalyzes interest and uptake.

Key roles and responsibilities

In the discovery stage, structures are largely ad hoc and informal. The squad has either been self-assembled or the sponsor facilitated its creation. It is likely that the roles defined below may already be part of someone's existing department. They may be performed by people with different titles, but what is important is that there is agreement on role accountabilities as defined in Table 22.
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Summary Checklist for the Discovery Stage

Tool 12 is a checklist of questions that squads should answer as they move through the discovery stage.
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	6.2 Experimentation
	[image: images]




Showcase the value of citizen development across multiple projects. In the experimentation stage, citizen development grows from an initial proof of concept to further use cases until it reaches critical mass—the tipping point where citizen development has sufficient validation and momentum to be formally adopted.

The sponsor and citizen development team expand efforts to create additional success stories, widen the stakeholder engagement net, and perpetuate the culture of innovation and entrepreneurialism that citizen development breeds. All is accomplished with minimum risk and cost exposure.
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“If you double the number of experiments you do per year, you're going to double your inventiveness.”

Jeff Bezos
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Overview
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	DID YOU KNOW?




In 2019, an experiment done on mosquitos concluded that the Skrillex song “Scary Monsters and Nice Sprites” reduces host attack and mating success in the dengue vector Aedes aegypti (Dieng, The C. C., Satho, Miake, Wydiamala, Kassim, Hashim, Morales Vargas, & Morales, 2019).

 



The experimentation stage starts when citizen development has demonstrated value through the delivery of the initial app through citizen development. The stakeholders involved, under the guidance of the sponsor, now need to demonstrate that the discovery stage success is repeatable and the approach is scalable. This is of paramount importance in order to build a strong case for wider adoption of citizen development (see Figure 24). At this stage, while the IT team may have sanctioned the underlying platform for use in the organization, there will unlikely be any official endorsement of citizen development as an accepted way to leverage the platform.

Building on the success and learnings from the initial pilot or proof of concept in the discovery stage, the objective is to replicate the whole experience. The founding squad will likely need to grow as new use cases may require additional subject matter experts and squad contributors. As the energy and activity surrounding citizen development increase within the organization, so too will your community of advocates. At this stage, it is now important to establish some governance, processes, and routines to help the squad work together efficiently and deliver the broader outcomes. There may be several concurrent projects underway and some traditional project management rigor is recommended to best facilitate the collaborative efforts. It is important to note that the structures are still largely informal, but sanctioned by the sponsor and adhered to by the squad. You will want to use the methods and processes that work well in the experimentation stage to help define how your colleagues across the organization should go about delivering citizen development initiatives in the future.
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In the experimentation stage, the goal is to build critical mass. This occurs when the team has now executed a number of projects, created a few apps, and built compelling success stories for each. They are actively engaging with the wider organization and celebrating citizen development as a powerful and exciting new way of working. The IT team should be well engaged and will have been informed of the journey throughout this stage. This critical mass is what we call the tipping point, where the business, IT, and the top-level decision makers have sufficient evidence of the value of citizen development to formally endorse it in the organization.


How to recognize the experimentation stage

Table 23 outlines the characteristics of the experimentation stage for each Canvas component.
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Why is the experimentation stage important?

•Controlled and measured step-up in intensity, interest, and scale of citizen development efforts

•Opportunity to experiment in new areas with limited exposure to risk and cost

•More people are entering the flock; new squads are established to further promote innovation, identify and execute additional use cases, if required, and to perpetuate a culture of entrepreneurialism and experimentation

•The stage where the organization proves that the value created by citizen development is repeatable and scalable


Experimentation Stage in Practice

In the experimentation stage, the initial squad involved in the discovery stage starts to engage with a wider audience from across the organization. The primary objective in experimentation is to build a powerful case for the formal endorsement of citizen development in the organization. To this end, actions are focused on proving that the citizen development approach and the underlying platform are well suited to driving extremely rapid, cost-effective innovation. At this stage, it is also an objective to prove that the benefits of citizen development are repeatable and scalable.

As the word starts to spread and new citizen development squads and projects are kicked off, a community of advocates and interested parties starts to emerge around the citizen development efforts. The citizen development squads, together with the sponsor, should establish proactive engagement with this widening net of stakeholders. This will serve as the foundation for the citizen development community, a fundamental component of the operating model that is needed to scale citizen development.

Project delivery

Prioritize the backlog of projects.

When applying citizen development to multiple projects in the experimentation stage, it is important to establish a consistent way in which to organize and select the use cases for delivery. Citizen development tools, such as the suitability assessment and the value tree assessment, can provide support in the selection process and can be used to help construct an impactful success story.

As in the discovery stage, the first step is to identify suitable use cases. The process of creating a backlog of projects was also kicked off in the discovery stage. All use cases in the backlog will need to be prioritized based on the value they deliver and the time required to realize that value. Start with those cases that add the most value to the organization, and keep track of the remaining use cases in the backlog.


Capability development

Set up the training program.

Given that citizen development is a novel concept in the organization, it is unlikely there will be much at-hand experience in either the way of working or the underpinning technology. The lessons learned in the discovery stage will be a good source of learning and identification of development needs, which will fall into three broad categories:

Citizen development training: It will be important to train citizen developers and others involved in executing citizen development projects in the fundamentals of citizen development. This is covered in PMI's Citizen Developer Foundation Training. Enrolling squad members in this short e-learning course will build a good awareness about citizen development across the squad, ensuring everyone understands it and can apply the best practices in their projects. The experimentation stage is the ideal time to start thinking about training needs. This can be put into a template and be the basis for a dedicated citizen developer academy once the organization scales up its citizen development efforts.

Platform training: All the vendors will have their own training solutions to help individuals get up to speed with their platforms. The diversity of training and its duration will vary significantly, so in the early stages of maturity it may make more sense to conduct some basic mandatory training for citizen developers and elective specialist courses, depending on the needs of the project and the availability of in-house expertise.

Other training: Basic project management skills are going to be invaluable and should be made available. Business analysis, agile, and Scrum practices, in particular, are highly complementary areas of expertise to include in any learning portfolio made available to citizen development squads.

While this training may be provided on an ad hoc basis in this stage, as maturity grows, a structured training program or academy is needed. Identify training needs to match the desired skill set of each role and start to think about engaging the human resources department to align on how training is offered and delivered at an organizational level.

Determine scoping and requirements.

Squads working on citizen development projects in the experimentation stage will be aiming to turn an idea into an app and will want to be able to demonstrate quantifiable value from creating it through citizen development. While processes and structures are still informal at this stage of maturity, it is important that the use cases being worked on are well articulated and the expected value is explicit. We discuss methods in this book that citizen developers can employ for effective scoping, value articulation, and requirements definition.


As the number of in-flight citizen development projects grows, it is important to think about the structures that will help project squads elicit requirements from their communities and what this might look like as the number of projects in the backlog continues to rise. Establish and promote standard approaches that drive speed and agility into the process, e.g., Ideation 2.0.

Apply business analysis.

As more citizen development projects get underway to deliver use cases from across the organization, understanding the wider organization landscape becomes more important. Projects will have mutual dependencies and the apps that are built will likely have an impact on other departments, teams, and even clients. The initial recommendation for identifying suitable use cases is to focus on simple, quick wins and avoid complexity when possible. In the experimentation stage, you may select a suitable use case that has a wider organizational impact. In such cases, it is important to apply business analysis rigor and best practice, which we cover in the Capability Development section (Section 3.1) of this book.

Operating model

Address governance issues.

Security, performance, and compliance. These are some of the important aspects that the IT department and other enterprise risk teams will be most concerned about. These aspects do not have the same level of attention from the citizen developers and their squads, especially at this stage of maturity. However, the IT department will want to ensure suitable governance is in place to avoid the proliferation of apps that have been designed with security holes or have been poorly optimized. At the same time, governance needs to be tailored to the scale of the desired change. In the experimentation stage, low-risk and low-complexity use cases should be selected, thereby helping squads to steer clear of the need for heavy governance.

Despite this, there may still be some security, compliance, or other risks that will need to be accommodated. It is important to work with the relevant organizational representatives to ensure suitable safeguards can be agreed on and built into the app, where appropriate. Safeguards in this sense can be activities for testing and monitoring, but also actions that prevent citizen developers from creating issues or preventing end users from performing undesirable tasks in the app. Think of ways to standardize the process, and document the repeatable controls and safeguards in templates that can be shared with other citizen development project squads.

As the web of stakeholders widens, the governance bodies will start to shift into more structured patterns. Agreements and ways of working with the various stakeholders representing different parts of the organization should be captured and will need to be formalized as a core part of the operating model once citizen development is endorsed by leadership.


Define citizen development roles.

Using the experiences from the pioneer project, it is now possible to describe the different roles needed within a squad to realize a citizen development project. The primary roles we can expect to see in a citizen development project are the citizen developer and one or more subject matter experts. Other roles may be a business analyst, IT integration engineer, or even a dedicated tester.

Each role requires a certain profile of background, knowledge, and skills that are needed for the project. Having a clear view of the use case will help in finding the right people to set up the project squad.

Discuss ways of working.

Documenting and using standard approaches that can be applied for each citizen development project helps to drive a more productive process and makes it simpler to obtain evidence for the success stories. One thing to consider at this stage is standardizing how each project will measure value and performance (e.g., identifying relevant KPIs and how to track them). Another thing to think about is which processes can be automated. In particular, consider where governance steps can be technically embedded in the process, resulting in significantly less manual effort and coordination of diaries.

Organization alignment

Build the community.

As citizen development moves into the experimentation stage, those who have been involved throughout the process should have their contributions celebrated. Their value, after all, is not limited to the creation of a successful application; they are pioneers in piloting a new and disruptive way of working that has the potential to drastically enhance the organization's capacity to transform at speed.

As a pioneering member, you can build the community in many ways, including:

•Organize informal gatherings, such as lunch-and-learn sessions, brown-bags, and atrium show-and-tell events.

•Schedule real-time application demos.

•Create printouts with quotes from pioneer members.

•Ask pioneers to participate in community events and capture them in slideshows.

•Give squad members new titles to recognize their contribution, e.g., citizen development champion or citizen development pioneer.

•Deploy a shared collaborative space for the community to discuss, collaborate, learn, and share. In most organizations, there are many platforms that can be leveraged for building the community in the experimentation stage. However, in later stages of maturity, you will want to have a more robust, dedicated capability that fully services the diverse needs of the citizen development community.


Establish communication around citizen development.

Set up centralized communication channels (e.g., by using collaboration tools, such as Slack or Microsoft Teams, or any other messaging tool that's endorsed by your IT department). Create a space where stakeholders across all of the citizen development projects in the organization can interact with one another and access content that is relevant to them and specific to citizen development. Share plans and encourage members of the community to actively participate and contribute with the perspectives. Give them a sense of ownership, and outline the desired outcomes for the coordinated effort.

As citizen development grows, you will want to start thinking about a perpetual content strategy. How can you continue to serve members of the community with interesting and relevant content? Recruit members from the community to write articles that can be featured. Find interesting articles in the public domain and stimulate discussion groups on the topics. Consider a central tracking system of the benefits delivered by citizen development. This would be a fantastic source of powerful, engaging, and confidence-inspiring content to further help you in putting forward a case for wide-scale adoption of citizen development in your organization.

Manage your sponsors well.

For citizen development to get past the initial discovery phase, there needs to be some form of sponsorship in place. This is especially helpful if there is a sponsor representing the IT department. The sponsor, or sponsors, are pivotal in achieving the overarching objective: to introduce citizen development at scale in the organization. Should the sponsors start to lose alignment or proximity to the initiative, momentum can fizzle, roadblocks start to linger, and the loss of inertia can end up derailing the entire initiative.

One way to maintain a link with sponsors is to present them with regular updates and actively work with them to create powerful success stories to demonstrate the value that is being created by each project. Your sponsor will want information to prove the value citizen development has delivered by using small squads to create solutions rapidly and autonomously. This will be the ammunition that the citizen development squads, sponsors, advocates, and promoters can use to drive interest and adoption in citizen development once it has been endorsed centrally.

As the organization reaches the tipping point, the sponsor will need to take this new and highly effective way of working into more formal channels. Sponsors will need to engage with stakeholders who may not have been involved in the journey from the start.


Establish buy-in from IT.

For citizen development to be formally adopted in the organization, it is critical to get IT buy-in and endorsement. In this stage, the attitude of IT toward citizen development can vary significantly. In some cases, IT will actively support or may even have initiated the process. In other cases, IT may be reluctant to acknowledge the value of citizen development, possibly stalling or preventing access to a new citizen development platform until they have done their own lengthy due diligence on it.

Whatever the situation, in this stage, IT buy-in and support are essential. Their support is going to be a determining factor in whether the organization's leadership approves of adopting citizen development. Use your sponsor wherever possible to facilitate conversations with IT. Be sure to establish and maintain proactive contact with IT management, and help them understand what citizen development is about and what value it could bring to both the organization and to them. Pay attention to their concerns and consider how IT and the business can help the process move forward. There are many benefits that citizen development brings to the IT organization; therefore, working with IT to understand which ones are more relevant is an important step in gaining their buy-in (refer to Part 1 on Benefits of Citizen Development).

Important topics to discuss are the way in which the citizen development community and IT will be working together and how IT governance will be ensured.

Start measuring.

Establishing widespread hearts-and-minds communications will impact the culture and the way of thinking. However, for senior management to really see and acknowledge the added value of citizen development, hard facts and results are vital. Results must be visible to prove the effectiveness of citizen development, which means they must be measured from an early stage.

In the long run, the purpose of KPIs is to provide insight for managers and executives on the overall effectiveness of citizen development and to create the possibility of tracking the maturity level and project results.

There are a number of ways to gather information on project results through KPIs. In this stage, a limited number of KPIs will suffice. These KPIs must be focused on project results, effectiveness of the squad, and added value to the organization. The selected KPIs may differ from organization to organization. The inspiration for possible KPIs can be found in Section 5.5.


Schedule time with the executive to get a green light.

This is the moment everyone has been working toward—the point at which citizen development gains formal recognition and endorsement from the C-suite. All members of the community play an important role in the buildup to this event. The sponsor will need to be able to demonstrate the value that has been created through citizen development. The sponsor will need to be equipped with impactful success stories that provide solid evidence of the efficacy of citizen development. They will want to point to the buzz and excitement surrounding the initiative and highlight the high levels of engagement and positive sentiment from different parts of the organization. They will want to show that IT and architecture stakeholders have been engaged in the process and their requirements have been addressed. Citizen development needs to be shown to be compliant with corporate policy and the wider regulatory environment. If all these boxes have been checked off, the outcome of this event will result in the official endorsement of citizen development. It may also mean that more work is required if all the key stakeholders have not been engaged across legal, IT, architecture, and the business. In any event, the endeavor will now be above board and come with the blessings of the executive leadership team.

Objectify value assessment.

It is vitally important to be able to demonstrate the value of the apps created in the experimentation stage. This will need to be highlighted in the success story when the sponsor presents the case for formal adoption of citizen development in the organization. To achieve this, the value of citizen developer projects should be assessed in a consistent manner and lead to value indicators that are recognized and well understood by the audience. The citizen development value tree (see Section 5.6) provides help on how to develop value indicators.

Create responsibilities.

For every role that has been identified as a requirement for a given citizen development project, it should be clear what the accompanying responsibilities are.

In later stages of maturity, the RACI matrix comes into play, but at this stage we want to be wary of mandating paperwork and processes that might serve to diminish the appeal of what is supposed be a highly agile and largely autonomous way of working. On the other hand, citizen development should not be a free ticket to anarchy; therefore, some form of accountability needs to be established and agreed upon. In this stage, keep the discussion of accountability on a small scale within the project squad and on a personal level.


Key roles and responsibilities

Note that it is likely that these roles may be part of someone's existing role and may have different titles. What's important is that someone is accountable for carrying out these responsibilities. Table 24 describes the responsibilities relating to each citizen development role in the experimentation stage.
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Summary Checklist for the Experimentation Stage

Tool 13 is a checklist of questions that squads should answer as they move through the experimentation stage.
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	6.3 Adoption
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Now go upstairs and start a citizen development revolution. It's time to bring the executives on board and embed citizen development. Learn what you need to do, such as getting the right governance structures, roles, and objectives. Start to be aligned, and citizen development starts to scale.

Citizen development has momentum now and generates excitement. It has taken off and is currently gaining altitude as value creation is recognized, and it starts to be positioned as a key vehicle for transformation.
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“If you want something new, you have to stop doing something old.”

Peter F. Drucker
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Overview

Once citizen development has been proven as a concept within the organization, a point is reached where it needs to be formally endorsed by the executive. At this point, there should be use cases that prove its value and a critical mass of support and sponsorship to bring this new way of working fully into the light. We now start to see the organization engage citizen development in a more formal way—governance structures are established, roles are aligned with citizen development, and the executive team starts to promote the use of citizen development from the top down. The organization is transparent about its intention to scale citizen development and starts to consider what needs to be put in place to support effective scaling (see Figure 25).
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The organization's operating model needs to be considered at this stage. The executive team should ask themselves which people, processes, and technology need to be put in place to support citizen development and allow it to grow sustainably into the future. This is not a light-touch initiative; it requires strong alignment at an executive level, particularly between the technology and business leaders.


How to recognize the adoption stage

Table 25 outlines the characteristics of the adoption stage for each Canvas component.
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Why is the adoption stage important?

•Confidence that citizen development can scale grows throughout the organization.

•Citizen development momentum and excitement reach the critical mass.

•Citizen development gets the official green light we have been working toward through the discovery and experimentation stages.

•Executives sign on and start to make formal moves for implementation.


Adoption Stage in Practice

In the adoption stage, focus shifts from organizational alignment to the setting up and embedding of an operating model. During the adoption stage, the aim is to put every necessary process and all related artifacts into place to prepare for scaling up citizen development throughout the organization. Once citizen development starts to be actively promoted by senior management, adoption rates can rise rapidly; therefore, robust, simple processes need to be in place to facilitate onboarding and knowledge acquisition. For example, the establishment and launch of a formalized learning environment and a transparent approach to test and certify knowledge of citizen development.

The citizen development community will have first been established as an informal collection of individuals under the guidance of a sponsor in the discovery stage where more emphasis was placed on managing and engaging the community in the experimentation stage. Now in the adoption stage, it is likely that a new dedicated capability will need to be considered in order to satisfy the needs of the growing community user base. A community portal or similar platform is an important feature in the adoption stage and will pave the way toward more engaged employees, increased sharing of ideas, access to learning, and self-moderated discussions about opportunities to collaborate and improve the status quo.

Project delivery

Launch the hyper-agile SDLC.

Another formal practice that should be embedded at this stage is the hyper-agile software development life cycle (SDLC). While this practice will have somewhat been established already, it is at this point that its existence should be formalized and communicated to the organization.

The key here is to highlight the two different paths citizen development can take—the fast track or the IT delivery path. Those wishing to engage in citizen development will learn that the fast track is a hassle-free, time-efficient path to creating solutions, endorsed by compliance and IT gatekeepers. Alternatively, the assisted path is available for more substantial or complex proposals, where scaling-specialist support might be required because the project will impact areas across customer experience, compliance, legal, and regulatory, or it will involve a level of custom development or complex integrations. This could be as simple as applying a pair programming approach where the citizen developer practitioner and subject matter expert work with a technical specialist on an idea, or it might necessitate deeper-dive sessions with certain stakeholders to ensure the design is compliant and fit for purpose.


Capability development

Professionalize development capabilities.

Ongoing training and upskilling of the organization's citizen developers are vital ingredients to encourage growth of this movement. Those leading the citizen development efforts to date will need to track and incorporate lessons learned from the initial citizen development projects and should establish a formalized portfolio of learning. The portfolio should include courses and certifications to ensure the workforce is sufficiently skilled and knowledgeable in citizen development methods and approaches in order to continue to deliver more successful outcomes. Perhaps this could be a handpicked portfolio of relevant e-learning and classroom-based courses. It might also involve shadowing of experienced citizen development squads. Whatever the approaches that are being considered, it is important that learning and professional development needs are simple to understand, map out, and access.

Introduce nonfunctional requirements.

During the experimentation stage, the organization put effort into gradually increasing the level of engagement and alignment with the IT department. This important step has likely led to agreements on suitable governance and repeatable processes to guide citizen development squads in the execution of their projects.

Nonfunctional requirements, and how to go about identifying them, is one such repeatable process that should be embedded into the organization's citizen development approach. It is critical for citizen development squads to produce applications that have taken nonfunctional requirements into account to identify IT, compliance, and design constraints early to ensure the organization is not exposed to undue risk.

The ability to integrate nonfunctional requirements in a consistent, repeatable way contributes to the adoption and success of a citizen development program.


Operating model

Refresh the operating model.

The adoption stage is characterized by a formal endorsement from the organization's leadership and an expressed desire to scale activities across the organization. While this gives the mandate for investment in establishing formal citizen development capabilities and an operating model in the organization, this process can take time. It will need to be a collaborative effort and will require buy-in and participation from key stakeholders representing different organization areas and supporting functions. It is important to codesign the processes that make up the citizen development operating model. Involve the key identified stakeholders early in this process to fine-tune the model based on their individual needs and other commitments.

It is vitally important that those stakeholders playing an active role in embedding and scaling citizen development in the organization are recognized for their contributions. This can be achieved by aligning their job descriptions, roles, and responsibilities as well as their performance objectives to include the new citizen development requirements. This way there is no ambiguity regarding priorities, and individuals are appropriately motivated and incentivized to perform their citizen development responsibilities in an unimpeded manner.

At this point, it is important to design the interfaces and handoffs between the IT teams and business functions. These handoffs can be designed at a role level or also through implementation of practices that support the handoffs, ensuring bottlenecks are avoided and providing citizen developers with an active and supported environment in which they can develop.

Once the design for the operating model is defined, the process of implementation should be phased in, slowly engaging and upskilling parts of the organization to the new way of working in sequence. As the implementation phases are rolled out, metrics should be tracked to assess how well the changes have been embedded and to gather learnings for future phases of implementation.

While growing the community and engaging stakeholders is important, it is also important at this point to consider creating a formalized entity that acts as the focal point for citizen development. We consider the competency center, community of practice, or hybrid model as an essential component of the citizen development operating model. These should become the bridge between IT and other compliance functions within the business. It is important to avoid creating another bureaucratic compliance function, but instead develop a community of experts and practitioners who can act as the frontline ambassadors and resident citizen development subject matter experts. The competency center, community of practice, or hybrid model need not be a large team, as this will not be necessary in the adoption stage of maturity. Their core focus is to facilitate knowledge and adoption of best practices for citizen development in the organization.


PMI's training courses for citizen developer practitioners, architects, and strategists have been designed to standardize and provide structured learning for citizen developers, squad members, and leaders. It is highly recommended that all members of the competency center, community of practice, or hybrid model are well versed in PMI's Citizen Development framework and methodology.

Establish an inventory of citizen development applications.

A catalog of all applications that have been built through citizen development is a vital capability that underpins successful adoption and scaling of citizen development in the organization. Without an inventory to keep track, it is possible for citizen development to quickly spiral into the creation of a new shadow IT. There is also a high likelihood of duplicate effort. A large consulting firm recently identified 35 separately developed applications that all existed to service the exact same requirement. Needless to say, these challenges can arise quickly if there isn't oversight and transparency of the inventory.

An easily accessible, user-friendly platform should be provided so that all stakeholders in the organization have the ability to search for existing tools through the use of various metadata. This platform should be designed to be user friendly and cater to users with both technical and nontechnical backgrounds. Searchable metadata might include technical and integration details, hashtags, keywords, and phrases. A best practice would be to design a social rating system, much like a typical mobile app store, which allows the community to rate applications and interact with developers, fostering a deeper collaboration and facilitating the evolution of applications based on community feedback. The inventory can include full applications, functional fragments, or repeatable widgets for use in a variety of applications. A prerequisite for publishing an application into the operational environment would be the creation of a listing in the IT inventory catalog.

Appoint the architect.

Now that the adoption of citizen development is taking off, the need emerges to have someone assigned to ensure an effective operating model is being implemented and maintained. This is the role of the architect. It can be fulfilled by any number of existing roles in the organization (e.g., a business manager, a software manager, the compliance officer, an enterprise architect, or even the CEO). Identify, appoint, and train that person.

Keep in mind that, no matter the current role, once in place the architect should be given the authority to do what is necessary to maximize the value output of citizen development operations.


Incorporate citizen development in the organizational strategy.

As a game changer, citizen development needs to be rooted into the organizational strategy and be a key part of it. First projects are aimed at parts of existing processes, and therefore improve operational performance. Once citizen development gets adopted, it won't take long for the organization to start considering innovative projects that create new products and transform the organization—not just the projects that will change or improve existing products. The citizen developer strategist is the role that will be able to design and implement the future direction of citizen development and incorporate this into the organization's overall strategy.

The strategist is usually part of senior management, either in the current role or as a result of the appointment. The strategist works closely with other members of the business and IT leaders to ensure citizen development is being applied effectively.

Organization alignment

Deepen community engagement.

While organizational changes will affect the behaviors of the organization over time, at this stage, it is important to continue to build and embed the citizen developer community within the organization. Highly engaging and visible activities such as hackathons or ideathons, recurring events in the calendar, or the publication of inspiring and insightful content (e.g., a blog post about “A Day in the Life of a Citizen Developer”) will continue to create buzz and drive adoption within the organization.

At this stage, it is also important to fully engage stakeholders who, until recently, have been kept informed but have not been closely involved with the process. In particular, IT stakeholders will want to understand how citizen development can help, rather than threaten their existing work. Engage IT in open conversations about how citizen development and IT can collaborate, and potentially take outputs from these conversations to feed into the operating model design.

Build a sense of unity—a sense of “us.” Citizen development is a way for IT and the business to collaborate more effectively by allowing each to focus on where they add the most value. Clarify the nature of this deep and mutually beneficial partnership. Clarify the roles and responsibilities, and identify those stakeholders who will bridge the two functions.

Create the citizen development portal.

To consolidate the citizen development work completed to date, build the community, and further support citizen development growth, the organization should consider deploying a robust community platform. Ideally, this will be seamlessly integrated into the existing IT landscape for better accessibility and analytics opportunities. Aside from being a great place to share relevant news, progress reports, and new developments out in the industry, the community portal should also provide visibility and recognition for those already involved in citizen development—perhaps through accolades, virtual badges, and a personal trophy cabinet on their profiles to highlight their achievements.

The portal should also provide an environment where the community can interact and discuss themes of interest and where the citizen development competency center, community of practice, or hybrid model can interact with the community and share essential information. It should be centrally administered but self-moderated, with community members creating and voting on the discussions and topics they want to see. The portal should provide direct, seamless access to the citizen development platform, the ability to sign up for training courses, and a database of documentation. Essentially, it needs to be a one-stop shop for citizen development. With a regular stream of relevant content to keep interest and engagement high, community members will be drawn to this environment that is designed to foster more collaboration and innovating thinking—and this is exactly what you should be aiming for.

Charter a citizen development culture.

Reach out to the wider community, either through the portal or face to face, to gather their views on what key cultural attributes will enable citizen development in the organization and allow it to flourish. Make this a highly visible exercise that is open to all. Consider gamifying the experience and allowing the community to vote for submissions that they agree with.

The result of this exercise should be a series of statements that underpin everything that the organization is and does with respect to citizen development. It should be created by the people and for the people. It should be a highly visible document that is presented to new and existing employees of the organization. Everyone should have a sense of pride and ownership of it. HR can support this initiative, but it must be driven by the citizen development community.

Set up a formal KPI and reporting structure.

Measuring KPIs is a mechanism for tracking the effectiveness of a process, which drives performance and accountability. Progress on project results and overall performance of citizen development can be monitored on all levels in the organization, as can the level of maturity of the process. Citizen development squads and involved stakeholders can take responsibility for quantified results and be accountable for them.

The members of the competency center, community of practice, or hybrid model should work with IT, the business, and other compliance functions to define a complete, yet practical, set of KPIs and a way to measure and report them on a regular basis. The KPI structure and the way in which it is measured and reported needs to be embedded as part of the citizen development operating model.


Keep in mind that it is imperative that the set of KPIs and the results measured are transparent for the organization and that success in reaching goals is celebrated.

Key roles and responsibilities

Note that it is likely these roles may be part of someone's existing role and may have different titles. What's important is that these activities are performed by people within the organization. Table 26 describes the responsibilities relating to each citizen development role in the adoption stage.
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Summary Checklist for the Adoption Stage

Tool 14 is a checklist of questions that squads should answer as they move through the adoption stage.
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	6.4 Scaling
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Lead the citizen development revolution. Your organization has seen the value, and now it's time to bring it across the organization.

At this stage, citizen development is a key value driver, has established elements that foster further benefits, and is creating a culture of innovation.
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“Everyone wants to live on top of the mountain, but all the happiness and growth occurs while you're climbing it.”

Andy Rooney
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Overview

Once the organization has proven and formally adopted citizen development, the next stage is all about growth and scaling up activities. At this point, there will be firmly embedded governance bodies to facilitate effective and compliant citizen development across the organization. The competency center, community of practice, or hybrid model have matured and will now be staffed with certified citizen developer practitioners, architects, and strategists. The competency center, community of practice, or hybrid model will continually engage with their counterparts in IT and other parts of the organization—at the operational level through to the C-suite. This will help to keep interest, visibility, and commitment levels high and will be an important means of capturing new use cases for the backlog of projects. In the scaling stage (Figure 26), the repeatable processes and formal structures should be established and able to cater to the increasing demand for citizen development across the organization.
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How to recognize the scaling stage

Table 27 outlines the characteristics of the scaling stage for each Canvas component.
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Why is the scaling stage important?

•Citizen development becomes a significant value driver for the organization.

•Wide-scale citizen development adoption drives a culture of innovation.

Scaling Stage in Practice

Project delivery

Work on standardization.

As the number of citizen development projects increases, so does the risk that squads will perform redundant work by developing solutions that already exist. For citizen development to be effective, standardization and repeatable processes are essential. The competency center, community of practice, or hybrid model plays an important role in identifying opportunities to standardize. This could be the creation of standardized, reusable components that can be built into apps (e.g., a single sign-on and authentication module preconfigured for the organization or a catalog of brand-approved style templates that citizen development squads can use to build their apps even faster). The citizen developer architect will play a key role in driving forward this standardization agenda, which will directly lead to shorter project durations and consistency across the portfolio of apps in the way common functions are designed and performed.


Standardization can be reached on different levels, such as:

•Standard look and feel (e.g., style sheets, fonts, colors, built-in branding guidelines)

•Standard user interface (e.g., visual cues, screen behavior, common icons, page templates)

•Standardized default functions (e.g., authentication process, web service calls, access to approved data repositories)

•Standardized processes (e.g., suitability test, Ideation 2.0, Hyper-Agile SDLC)

Aside from enhancing the productivity and efficiency of creating apps through citizen development, standardization will also streamline governance processes and reduce manual effort, especially when predefined standardized governance requirements are built into the app-building process. The competency center, community of practice, or hybrid model should focus on creating a library of standard components, automating governance practices as much as possible. Publish the contents and availability in the community portal and update it regularly.

Ensure project transparency.

As important as it is for the individuals on citizen development squads to learn from each project they deliver, it is equally important for the wider community to learn from all projects that are delivered within the organization. This is especially true in this phase of scaling up the efforts in citizen development. Project characteristics, deliverables, results, evaluations, retrospectives, and lessons learned should therefore be available throughout the organization, and success stories should continue to be developed for each project. The obvious way to do this is by publishing this information on the community portal; however, there are also other very effective communication assets that can be used in live events and road shows.

Making this information visible and accessible will also help managers and other stakeholders keep up to speed with all citizen development projects that are in flight in the organization. This transparency breeds trust and promotes more cross-organizational engagement and buy-in.

Scale ideation on transformation projects.

By now, the Ideation 2.0 process, or similar, should be a widely adopted collaborative practice to articulate requirements and build apps. As more increasingly ambitious, transformational initiatives are added to the citizen development backlog of projects, the importance of having a robust, scalable ideation process increases; the stakes are higher, the number of stakeholders involved is higher, and there will be new risks and budget requirements to consider.

Projects will likely impact multiple teams, departments, or even divisions, and changes may be proposed that could have wider-reaching implications for the organization. It is therefore essential to embed a suitable, scalable method, such as Ideation 2.0, to facilitate squads that are designing and building apps rapidly, iteratively, and in collaboration with impacted stakeholders and subject matter experts.


It is important to note that when too many people are involved in the process, its effectiveness can begin to decrease. This can lead to lengthy debates and may stifle new idea suggestions. The focus of discussions might become too low level and outside the domain of expertise of several members of the group. For larger projects where many stakeholders are impacted, it may be worth reviewing the scope of the project to assess whether delivery can be simplified by prioritizing the needs of specific squads, before catering to subsequent sets of stakeholder needs. Alternatively, consider holding multiple Ideation 2.0 sessions with subgroups to focus on specific parts of the proposed solution.

Capability development

Review business analysis and design capabilities.

In the scaling stage, citizen development will be perceived as growing in importance in the organization. Confidence in the ability of the in-house citizen developers to deliver should be increasing as each application goes live and publishes a success story. It is likely that the scale and ambition of new projects added to the citizen development backlog of projects will increase. As new projects are added, it is inevitable that more will be aimed at “cross-border” process transformations.

As the size and complexity of use cases in the backlog increase, the organization needs to consider if its current business analysis, design capabilities, and approach are fit for purpose and if these capabilities reside with the right people. Up until this stage, business analysis and design would have been conducted within the citizen development squad, where the role is performed by someone who might not necessarily have formal training in eliciting requirements or other business analysis methods. The competency center, community of practice, or hybrid model should define what the prerequisite knowledge is and provide suitable training made available via the community portal.

Seek training and certifications.

At this stage of maturity, the organization should have an established competency center, community of practice, or hybrid model and citizen development community focused on enabling and promoting this way of working in the organization. The competency center, community of practice, or hybrid model should be staffed by a certified team that will identify the training needs of the organization, source suitable learning options, and establish the process through which individuals can upskill, either through classroom-based training or e-learning courses accessible via the community portal.

The competency center, community of practice, or hybrid model should be focused on increasing the quality and knowledge of the citizen development squads by providing certifications in citizen development for practitioners, architects, and strategists. Certified citizen developer practitioners will be skilled in turning ideas into apps. They will be very familiar with the tools, methods, and requirements needed for each stage of the SDLC and will be adept at facilitating collaborative Ideation 2.0 workshops.


Certified citizen developer architects will learn how to establish and optimize the citizen development operating model and will be skilled at guiding and steering citizen development squads through the delivery of their projects. Architects can come from either the business or IT. They will understand the needs of the citizen development community and establish the guardrails and ways of working with IT to ensure strict compliance and adherence to the architectural standards and criteria. Architects work with stakeholders across both IT and the business to provide both the context and the boundaries for any prospective citizen developer initiative. They also establish the metrics and reporting of all citizen development activities.

Citizen developer strategists work with senior leadership and the C-suite to establish the principles, practices, and culture that will allow citizen development to flourish. Strategists work with the architects to identify where citizen development is suitable, how to track value, and how to embed the right balance of oversight and decentralized decision making that is key to unlocking greater community-driven innovation.

Institute lessons learned as a practice.

For continued scaling of citizen development in the organization, it is essential that there is a process in place across all initiatives to capture lessons learned. The last thing you would want to do is duplicate and scale up a process that isn't effective and mandate it for all projects. Fortunately, capturing lessons learned is a time-tested project management discipline, and most project squads will see this as part and parcel of executing and closing out their projects. However, it is not uncommon in this stage of scaling up efforts that time becomes an enemy, and citizen development squads decide to deprioritize or postpone their project evaluation to a later time. Unfortunately, there are many cases where lessons learned evaluations are not conducted on projects. It is important to ensure that conducting a lessons learned evaluation is a deeply embedded and rigorously adhered to practice across all citizen development projects.

Operating model

Assess the operating model frequently.

In the adoption stage, the operating model was formalized and put in place. The effort didn't stop there, as the operating model will keep evolving as maturity progresses. In this stage of maturity, two important things happen:

•Number of citizen development projects rapidly increases

•Nature of projects gradually shifts from largely local changes to enterprise transformations


Both of these have an impact on the operating model. The increase in scale will require different ways for people to work together efficiently. With higher volumes of projects, it will be important to review the capacity and availability of skilled or certified individuals to support the process. Stakeholders need to be aligned differently and may be involved in several projects at the same time. Governance requirements will likely evolve or change as a result, as will many other aspects of the structures that have been put into place.

Organize periodic reviews of the operating model, e.g., quarterly or bimonthly, to ensure the structures, processes, and governance required to support the ongoing scaling of citizen development are in place and are fit for purpose. Inputs such as lessons learned and direct feedback from involved stakeholders, IT, and senior management are key.

It will be the responsibility of the competency center, community of practice, or hybrid model to ensure that the operating model is fit for purpose. The architect is the typical role that is responsible for ensuring this; however, this responsibility can also be assigned to the strategist, depending on the organization and the scale of the model.

Scale up the citizen development operating model.

Organizations come in all shapes and sizes. Some are going to be more traditional and hierarchical, with an operating model that promotes compliance and risk aversion. Others devolve decision making and have structures that promote speed and agility. The organization's configuration will have an influence on the optimum structure of the competency center, community of practice, or hybrid model. For instance, in the traditional hierarchical structures that operate in slow-changing, commoditized markets, a large, static, colocated competency center might be an appropriate (and culturally acceptable) construct to help centralize and support the execution and scaling of citizen development. However, there are many organizations with geographically diverse teams that operate in fast-changing markets, which requires an operating model that promotes organizational agility and devolved decision making. In these organizations, a decentralized, virtual community of practice might be more acceptable and fit for purpose.

Organization alignment

Align strategy.

As citizen development is fully adopted into the organization in this stage, it needs to be considered as part of all strategic decisions made by the executive(s). At the most basic level, the citizen developer strategist would be working to ensure that citizen development is strategically aligned with IT when completing the annual IT budgeting process, which provides an alternative channel through which to develop new technology solutions, or when considering the organization's 3-year plan or transformation strategy. Citizen development needs to be core to any strategic investment decisions in terms of the value it delivers and the capacity it requires.


Inspire the community, and deepen engagement and involvement.

Community engagement continues to be a vital element in the scaling stage of citizen development. By now, citizen development is a well-understood and proven way of working that has yielded well-publicized value and solutions across the organization. The competency center, community of practice, or hybrid model is firmly embedded and the certified practitioners, architects, and strategists in the organization have established the tools, processes, and ways of working that facilitate effective citizen development and encourage further adoption. It is important, however, to continue building on the momentum through sustained community engagement.

Citizen development should be kept in the limelight through regular events, both formal and informal. Hackathons, lunch and learns, external speaker events, competitions, and public recognition will continue to generate excitement and involvement. A social media campaign that publicly celebrates the value being generated for the organization is another mechanism for the organization's community to feel their efforts are being recognized. Identify the citizen developer champions—the ambassadors of citizen development who can work to drive wide-scale adoption at the grassroots level. Empower and reward champions and use them in your public relations and communications efforts. At internal and external events, recruit the champions as floor walkers to encourage colleagues to explore citizen development.

Implement an accountability structure.

Though citizen developers will already feel a large responsibility toward their projects in this stage, it is important to formalize the accountability of each role on the squad. A solid structure that shows who is responsible for what creates clarity to the citizen development squad and any other stakeholders involved in the project. Stakeholders should be clear on what is expected of them and also what is not. This prevents multiple roles from taking responsibility for the same subject, potentially creating conflicts of interest and duplicating effort.

The implementation of an accountability structure using tools such as a RACI matrix or stakeholder matrix will create the required transparency of individual squad members’ responsibilities to ensure squads are optimally set up.


Key roles and responsibilities

Note that it is likely that these roles may be part of someone's existing role and may have different titles. What's important is that these activities are performed by people within the organization. Table 28 describes the responsibilities relating to each citizen development role in the scaling stage.
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Summary Checklist for the Scaling Stage

Tool 15 is a checklist of questions that squads should answer as they move through the scaling stage.
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	6.5 Innovating
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Citizen development takes a life of its own and is delivering wide-scale innovation and transformation. There are now many widely communicated, successful citizen development use cases that continue to drive more activity and increased demand. Citizen development has been integrated into the business strategy and is at the heart of the organization's culture.

Shadow IT has been converted into a powerful culture of continuous innovation using citizen development, which plays a major role when redefining business processes and creating new and innovative solutions.
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“There is a way to do it better—find it.”

Thomas Edison
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Overview

As the organization defines its growth and transformation strategies for the future, citizen development should be at the heart of this conversation—first, as an enabler for rapid and efficient delivery of change, and secondly and most importantly, as a way in which the organization can leverage all of its people to innovate and shape their shared future.

When the organization reaches a point where the community of employees is discussing opportunities to collaborate and innovate in self-assembled groups, citizen development has reached full maturity. By putting citizen development practices and structures in place, the organization creates an environment where people feel free and able to make the positive changes that they want to see in their business areas. This delegation of authority into the teams that understand the business area better than anyone else requires strong leadership and a resilient culture to support it.

Hallmarks of an organization that has reached the innovating stage include a deeply ingrained learning culture and embedded reward and recognition system for citizen development. Citizen development reward and recognition practices have taken root in HR policies. Examples include hiring, retention, and career paths for experienced citizen developers or recurring Ideation 2.0 and community engagement initiatives sponsored by the executive(s) that are widely communicated both internally and externally (Figure 27).
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How to recognize the innovating stage

Table 29 outlines the characteristics of the innovating stage for each Canvas component.
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Why is the innovating stage important?

•What used to result in the creation of shadow IT has been converted into a powerful culture of continuous innovation using citizen development, which is endorsed by the executives.

•The community becomes a significant source and constant stream of innovation and new opportunities that are collaboratively articulated by largely self-assembling groups of employees.

•Resources previously spent on promoting and laying the groundwork for citizen development can now be dedicated to the creation of new solutions at scale.


Innovating Stage in Practice

Project delivery

Decide on project management organization.

The way in which projects are executed will differ from one organization to the next. Similarly, organizations will undertake citizen development in different ways. In some organizations, strong project management competence is embedded within their business operations, which gives the organization more autonomy in driving their own projects. In other cases, there may be a dedicated project office or project management organization, which is a shared service that would need to be engaged for any potential project needs.

In this late stage of citizen development maturity, we are likely to see decentralization of project management capabilities, with those involved in citizen development needing a prerequisite level of competence before they are sanctioned to join a project squad. As long as the training is available and easily accessible (as should be the case in this level of maturity), then effectively anyone can manage a citizen development project.

Capability development

Encourage a learning organization.

In the innovating stage, training and certification have become embedded processes that are applied when needed. Still, training people to master the theory is only part of the solution. Once trained and certified, people must be encouraged to apply the acquired knowledge to actually enhance their skills. This is a never-ending effort when establishing the culture of a learning organization.

Those involved in citizen development projects should be given the freedom to fail fast, draw lessons from the result, and use these lessons to create new improvements for the organization. They are encouraged to be transparent, vulnerable in communication, and self-critical. Above all, they should encourage each other to not fear failure, but to welcome (and incorporate) the learnings that have resulted.

Many books have been written on this subject, and numerous theories have been published. Change agents within the organization should know best what practice to follow and how to implement it. Again, it does not matter what approach is chosen, what matters is that this aspect of the culture is addressed and given the right level of importance.

A few generic tips can be given:

•When experimenting, it is better to fail fast and often, than to fail later.

•Trust is the basis of transparency (and many other things).

•Celebrate failures next to successes as a new lesson learned.


Operating model

Technology underpins the innovating organization.

A citizen development inventory should be firmly embedded as a platform by now. Not only does it enable disparate parts of the organization to interact with developers and share their capabilities across the organization, but it also plays a vital role in limiting the proliferation of any redundant or duplicate efforts.

The citizen developer community portal should continue to be the epicenter of the online community, enabling collaboration, learning, discussions, and the sharing of new knowledge and skills. It is important to review the content and capabilities offered through the community portal and seek constant community input and feedback toward its continuous evolution.

An organization at the innovating stage has embraced the philosophy of light-touch governance wherever possible, and this is becoming increasingly prevalent with the introduction of technical measures that replace governance bodies. Through the embedding of rules and guardrails around application development, the project management effort of translating an idea into an application and publishing it will become considerably reduced. Examples of this include limits, thresholds, or prompts imposed around nonfunctional requirements. The competency center, community of practice, or hybrid model has made strides to minimize risk or compliance breaches by technically embedding compliance and risk-related requirements into the act of building apps. This further reduces entry barriers, making it easier for citizen development squads to build compliant apps and to do so with less administrative overhead.

Organization alignment

Empower the workforce and culture.

Citizen development enables the organization to create new technology faster, and it also empowers people in the organization to make the changes that they know will make their job easier to do or will create opportunities for the organization. There is a deep-rooted culture of empowerment and trust where people in the organization recognize the value of engaging in citizen development, feel they have the necessary support to embark on citizen development, and are both motivated and equipped to do so.

Foster a culture of accountability.

People who feel (and are) empowered and recognized will take responsibility for their work and their results. This is a delicate balance that is easily disrupted by management decisions that increase the sense of command and control.


To keep the balance, it is important to sincerely foster an environment where people are allowed to experiment, fail, and learn. Instead of placing the blame of any mistake or failure, praise the endeavor and celebrate the lessons learned. Engage with the person or persons responsible and discuss how a successful outcome can be achieved for the next situation. Similarly, individuals should feel accountable for their successes too, and should be appropriately recognized and rewarded for their efforts.

Key roles and responsibilities

Note that it is likely that these roles may be part of someone's existing role and may have different titles. What's important is that these activities are performed by people within the organization. Table 30 describes the responsibilities relating to each citizen development role in the innovating stage.
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Summary Checklist for the Innovating Stage

Tool 16 is a checklist of questions that squads should answer as they move through the innovating stage.

[image: images]


[image: images]













	6.6 Diagnosing Your Organization's Level of Maturity for Citizen Development
	 




Knowing where you are as an organization in citizen development maturity is the starting point for creating an acceleration plan.

In this section, we introduce the maturity model diagnostic tool. We map the stages of citizen development maturity and provide a tool to help identify where your organization is on its journey. This will give you a tool to determine the actions to take to bring forward citizen development in your organization.
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“Knowing yourself is the beginning of all wisdom.”

Aristotle
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Overview

This section provides a tool set to assess the current state of organizational maturity and the knowledge to project it onto both the Citizen Development Canvas and the maturity model. The outcome of this tool will be a comprehensive action plan, derived from the general model, to drive citizen development maturity in the organization.

Bringing citizen development to a mature level is a journey. As with any journey, there is a destination and there is a starting point. Knowing this starting point is vital when plotting the course to the destination. The fact is that no two organizations are the same, so there isn't a one-size-fits-all plan to help each organization in a similar way. The journey will be different for each organization and so will be the plan.

In this section, we introduce the maturity model diagnostic tool. We map the stages of citizen development maturity and provide a guiding questionnaire to help identify where your organization is on its journey. This will give you a way to apply the questionnaire to inform the actions you can take to bring forward citizen development in your organization. Note that, while we introduce this diagnostic tool (Tool 17), the detailed application of this will form part of a separate course and qualification that is beyond the scope of the practitioner training certification.

Maturity Assessment in Practice
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Using the outcome

The application of the maturity assessment tool provides a snapshot of the organizational maturity at this point in time. The maturity level where the scored number is the highest represents the main level of maturity of the organization and is therefore the main starting point for the plan to develop maturity to a higher level.

At the same time, there can be scores that lie below the established average, which match an earlier stage of maturity, and there may be some that lie above the average, which represent a higher stage of maturity. How the score deviates from the average, and which components of the canvas, will be different for each organization. Any plan to further develop the citizen development maturity in the organization will have to take these deviations into account.


To create a plan that is tailored for the organization, first look at the steps in every stage of maturity at the beginning of Part 6, and find the ones that fit the current average maturity level. These are the most important ones to take in order to move forward.

Then look at the steps mentioned in the levels that follow and add them to the plan. Be careful not to blindly dismiss any steps for components that are already on that level as determined in the assessment. Review them and, if possible, leave them out. Otherwise, do not hesitate to include them anyway if they do not seem to be correctly addressed.

Next, it is important to determine how to bring the parts of the canvas that score below average on the starting level for the organization. Find the steps that match both the canvas component and the scored maturity level, and incorporate them in the plan.

Finally, bring all of the assembled steps together, compose a series of actions for each of the steps, and place all actions in the proper chronological order to create the actual action plan.

Remember that the steps and considerations mentioned in the maturity model give an idea of what should be done to move forward to the next stage; they do not answer the question of how this must be achieved. Again, this will be different for each organization. Consider getting the advice and support of an outside specialist at this point.

Aspects to Consider

When the outcome is inconclusive

The outcome of the assessment may show a clear and dominant mean level that gives a great starting point for any action plan. See the example for Situation 1 in Figure 28. The assessment may also present scores that are widespread across different stages and give no clue where to start, as can be seen in Situation 2 in Figure 28. And, of course, there is everything in between.

If this happens, making an action plan for developing overall citizen development maturity comes too soon. First, focus on the canvas area that scored the lowest average (by component). Give this canvas area attention first by creating an action plan that uses the accompanying steps from the maturity model. Pay attention to related scores in other canvas components and include relevant steps for those components in the plan as well.

After executing the plan, complete the assessment again to see if a significant maturity level now emerges. If it does, move forward with an overall plan as described in the previous sections. If not, repeat this process for the lowest scoring canvas area.
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When a single canvas area dominates the charts

The maturity assessment is a helpful tool to find out where you stand with citizen development; however, it cannot be interpreted as a scientific calculation. Always use common sense and knowledge about the organization to evaluate if the outcome indeed represents an average. This especially applies when the score on the average maturity level is dominated by one canvas area.

Take, for example, the situation that an organization has an excellent capability development program in place, and the outcome shows a significant peak in scaling as a result. Following the model of the assessment, the organization should immediately move forward toward innovating. If the same organization has overall poor scores on the alignment and culture, the action plan is doomed to failure.

The quantity may present an obvious result, but be sure to review the quality, too.
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	LEARN MORE




To learn more about the importance of role clarity, please visit:

https://hbr.org/2012/04/the-biggest-mistake-you-probab

To learn more about sponsors, please visit:

https://www.PMI.org/learning/library/importance-of-project-sponsorship-9946

To learn more about creating a culture of learning, please visit:

https://hbr.org/2018/07/4-ways-to-create-a-learning-culture-on-your-team
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umentation and evidence needed to

schedme u o it e execive leadership?
Yes / No?
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>- Apply business analysls

Do cltizen development sqjua

other par\s of the orgammuon 5 des\gn and

bqu s that have broader organtzational
impac

jovernance Issues

ess g
Do cltizen development squads understand
the structures (informal or omerw\se) that
support and govern thelr project

7. Define citizen development roles

Have we Identified and described al of the
necessary roles required to execute a citizen

development program?
ves / No?

3. Discuss ways of working
Have we started to standardize the way o Are we documenting our methods,
squads work together to exeaute citizen models, and agreed ways of working?
development projects?
ves / No? Yes / No?

. Bulld the community
Do we have a concerted internal Are we leveraging all of the squad members
communications and engagement strategy working on altizen development as part
In place? vourcommum ﬂons and community

engagen

Yes / No?
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e grow, have we put Into pl

- eonatent approach to \denm o

prioritize se cases for dellvery by citizen
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Have we put In place a structured approach
fo manago ho devery of alcizen
development projec

development?
ves / No?

Set up the tralning program
Are we Identifying and addressing the
training needs of the squad members?

Are ctizen development tralning needs

Yes / No?

embedded Into the organtzation's HR
processes?
No?

3. Determine scoping and requirements
Are cltizen development squads
demonstrating effective scoping and
requ\remem, gathering?

re Ideation and brainstoming techniques
being oo by oltizen development squads

to Hteratively design and buld thelr apps?
Yes / No?

ncing development skills

Do we have a tralning program that focuses.

on bulding platiorm competence?
ves / No?
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Subject Matter Expert

Community Manager

esponsibility
Enables cltizen development efforts by managing
organzatona pltcs, sanctoning ime and
resources, and acting as the polnt of escalation.
Aligns senlor stakeholders rom T and busness
to prcmde v\s\b\my \nto activities and the value being
lanages th in delvering a successful
cmzen deve\opment project Manages the design and
bulld effort and coordinates with stakeholders outside
ofthe project
Leads the bulld effort. Translates the Idea o design
specification Into a working application.
Provides domaln or technical experience to the citizen
developer squad. Participation depends on the scope
ofthe Inttial roje
stakeholder engagement strategy using
ex\&t\ng oot s colaboraton cheels
both online and offine. Celebrates successes,
supports and faclltates sponsor engagement, and
croates contet and comrmuricationstalored for T
the business, and exe
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User Interaction Design Techniqu:
Storyboarding  + Storyboarding visualizes the processes to be developed In the applcation
y cirawing up each of the soreens the user will see. This helps design
the behav\or ov me application
« Simply sta whiteboard or a clean plece of paper and start
working om the process that needs to be bult, ranslating each step
In the process Into a screen sketch,
Draw what functions need to b aﬂab and vislble, and what Information
Is to be shown or edited. Use aows to point fom the button on one
sereen o anoer screen shomu folow aﬂer presS\ng s s
simple, yet highly effective, route to
Ul Mock-Up + Amock-up fs basleally a model of the front end Hhe appH ation to
bult. It contalns actual screens that don't really work but give an
Impression ofhow they would look when finished U ws toestablsh a
v\sua\ deS\gn and try out color combinations, highiights, and other visual

- o be made In the actual development environment and
evemuavy n used as actual screens, style Sheet5 or tempiates.
Stownatn t ntal user and start bullding . Discuss options

Wit o et and adjust the screen design as you Toveon. Do bother
with functionaltty—Its about the buttons themselves, ot aboutwhat
they do.

Wireframing « Wireframing s similar to creating a mock-Up, but Instead of Yocus\ng
the visual elements, it focuses on the functional components, such as

1o put ihe men vihee o place ffons, herefo place \abe\s‘
o Wireframing can be used to create the p lcation tempiats

=
29
3
B
g
8
=
Q
g
89
H
!

e to avold
distracting from the functionailty. Just use biack llnes and a white canvas.
There are software toos avalable o do ws‘ ot using a flipchart or
whiteboard and a black markercan be equauy eﬂecﬂve D\scu&s the
s\ze(s) ov the soreen and the plac and

Ul Prototypng ~ « A protot typ e Is a very early version of the application that contains working
functons.The user ierace of 3 pofoype can be fested n action,
and the effeat ft has on the ser can be analyzed and perf
« Usualy before prototyping, a wireframe or mock-up has been made
and s now transferred Into a working applcation.

Table 8. User interaction design techr
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« Send sshest  manufacting procurement,
P ,mg = team bomert),
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Entity Name Consumers  * The consumers (.., end customers)

° The name
of the entity

ofthis entity

Customers + The immediate customers of this entty,

&g, intermediaries

Upsteam Enides  Intent + The purposs of ths enti,ie. what itis
(internal) intended to do / the reasons) for s existencs
+ The intermel
enties that Begins With Ends With
provdeinputs = The input triggers * o procssses  * The output
tothis entiy for this entty ioocmim | Gty
by this e
ream Enti
( x ) Excludes  « The procasses that are specifically excluded
© Mz from this entty
enties that
provide inputs
tothis entiy
Input Channels  Enablers  * The systems and/or supplier

* The channels
that are used to
e (e
this er

Tool 5. Entity definition framework

inputs that enable this entity to deliver
its intent

FTEs & Costs

* Any FTE andlor
cost data for this
entity

Downstream

Entiies (internal)

« The internal
entiies that
receive outputs
from this entity

Downstream
Entiies (external)
« The extemal
entites that
receive outputs
from this entity

provide outputs
from this entity
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Does our team
skills and capabilities

requved o bl i app

using citizen development?

Does your team lack the
capacity (avaiable time) to
build this app using citizen
development?

Have you not yet identified
and engaged with
stakeholders outside of your
fnadiato team who vl

be impacted?

Does the solution require
high-volume data analytics?

If your solution is replacing
s there a significant impact

i existing shadow IT

application stops working?

Are you experiencing
cifficulty accessing or
engaging with the person
who created or owns

e curent <pacow T or
applicat

Tool 4. Suitability assessment

e evopaent 1 solos & partiulor robiem bt dort
citizen deve\opmem o Solve & particus probiom but d
curenty hava he ol sat n yor orrizaton. Trisis

many companies wm ﬂ d h i when they
be et e developm
offer both deivery and trammg contas, o they it
mermbers fyoun in how 1082 hat plafor e dlso

quicing you through building
lopment as soon as possible but

don v have oapaom/ in your Froem usmg oD provider's
dlivery team is a good option provided the budget s available.

This is an important step. You want to make sure that you've
had discussions with all stakeholders, who will be impacted by
your app to ensure there are no surprises

GDAPs are becorming more advanced all the time, but there are
some instances where an application reqires huge volumes of
data to be processed and citizen development may not be the
\dea\ solution. Research the various CDAPS to understand if they
\eet your requirements.
dow IT:

il shadow T o desabl, it mey il bacrifal o

the team using it. Be sure to mitigate risk as best y

potenuauy having a transition enod whers both abpa run

fem until you are confident in your new solution, planning for

it bt reqmred

It's important to get buy-in from the people using the app you

e raplocing. You shoui sty and understanciy Yoo are

recening psrioack The presenca of sacw T can ot bo

Clrimenta o e Grganitaton and causa mare problerm than

it solves. Once people e ant e e that the
new solution wil be able to replcate, and perhaps even improve

the functionalty of the existing app, they should be open t

working with you to replace it
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7. Maintainability
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8. Scalability
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10. Interoperability
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reating has
a particularly taxing requwemem et could e 2 s\gmﬁcam

performance degradation on the current hardware and infrastructure.
et \dsm\iy\ng st a scanaro cay i the design can fad o time-
consurminy

Seasoned developers and coders, like the best mathematicians,
constantly seck shorteuts. Indeed, this long-enduring quest i the
reason for the emergence of first macros, then low-oode, and now n
code appication deve\opmem Pt Thi enc s o .

e tocrcto fly ﬁedg feature-rich appiications in much less time
than was possible in t
Thote fatres o oﬂ@ prepac aged mini apps o s that

can be
shared, duplicated, edfted, and enhanced. These w\dgets Py e

features added, be used in cther applcations, and be shared throughor

the organization,

Interoperabitty is the capacity of an application to interact by sharing
pingimieiete ik envionmert, such s other applcations
in or outsic the internal landscape.
fthecppcation can communicate sl with 2 et of er
applications and platforms, then it has a high level of interoperabilty.

. Recoverab\hty is the speed e sase i which an appication and s

11. Recoverability

data and information can be restored to an operational state after
evert

« In case of a serious and devastating event, such as a sewver crash
or even afie inthe server room, it is \mpor\am toknow how fast the
seplcaton cen be operatond again.If n appicatn e cortnuously
up and will xperience fitle to no dowrtime during such
catastrophes it can be said to have a high level of recoverabiity.
It a best practice to think about backup and recovery planning
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1. Access
and Security

2. Availability

3. Reliability

4. Performance

5. Usability

6. Integrity
of Data

Descript

+ Define a baseline for acoess control that can then be elaborated as the

design oﬂhe application progresses.

« Aroles-based access control (RBAC) toolis often areted by the IT and
achitoctrs teamo, which lows (hrn o cantol accsss on & need
to-know basis. One important security cortrol is grarting access to
only those users whose area or activity absolutely requires it. Apply this
thinking to the design of the appication.

+ Itis importart to think about how and when the application
i b e om0 anoure § 1o vl when § e tobe.

« Also, think abott the conditions in which the application has
tobe available.

* When we talk about the reliabilty of an application, we usually think of
e pmbab\htythat the o vl opeste wihote faikre foragven amount

time or nurmber of uses. High rehabmy is, m refore, on Hhuse
hat wi be crtical in some s and less important

i ather. For sxample, an appliatio that acvatcs the amargoncy
Stcoon I anuker puwer p\am i ot somatingyou avr expect 0

use; howeve when you do use it, you wart to be s

« Another way tolook at rehab\my i of coomencs ov !a\\ure This
isan \mpor\am reauiement o caiure in cppleatons tht re d&\gned
to hande or process large volumes of data and transactio
&.g., banking systers.

+ Performance recpirements adcress the user concem for how fast the
application works, how effciertly e app takes in inptts and processes
outputs, and how much can be proc&ssed ata time.

« When thinking about perf - reqitemerts, consider the needs of
your audience regard\ng responce tme. antpeted rougrp, pocsss
apcity (L., how many things can be done simuttaneously),ar

storage capactty.
. Usab\hty can o b he unctonl and nenfncionsl

req pirements
e

 Fortba ot par\ sam is only noticeable rve
mch ekes therd o evabetebefore pori e Huwever !or o
pthat is essed rmmons uH\mes‘ usab\my is an essential fac
copaidart alty experi
i !your apphcaﬂon shou\d oot howe o concuf a marel
ach e thy need to peromn atack theyperceve to besimple
Simple acise shou have s e
ions

straightiorward acti
Enstring the validity and accuracy of data that flows through your app
nd

also increases stabilty and perforrmance whie \mprov\ng rotsabity and
maintainabilty; this increases exponentiall with lre
higher numbers o trncactions hancled i the o
« Itis also importart to Coneicer o noed o o apphcaﬂonm achere
© poss\b\e interoperabilty standards it the crgeization and

pliance with mobile devi
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1. Launch the yper—aglle sbLC
have a clear SDLG process Is tralning provided on the SDLG for all
that ters e ﬂexlbm(\, ) speed members of citizen development projects?
reqi mem" of citizen development
proj J

Yes /No?

2. Professionalize development capabillties

ising a structured and systematio
approach to address the training needs for
new cltizen deve\opmem squad members?

3. Introduce nonfunctional requirements

Are we Using standard, repeatable templates
and Job ko support early identfication of

nonfunctional requirements?
ves / No?

esh the operating me
0 we have clatity and agreement across Have we set up a competency center,
all stakeholders In the organization around communtty of practice, or hybrid modef?
the new ways of working to scale citizen

deve\opmen
ves Yes / No?






OEBPS/images/206.png
ole
Citizen Developer Strategist

Citizen Developer Architect

Citizen Developer Practitioner

Sublect Matter Experts

Community Manager

Responsibility

Works with the executive and senior leaders to define

the citizen developer operating model. Establishes the

ways of worK\ng and cultural practices that vaster aitizen

developer adoption and maximize ts effectiven:

Works with the strategist and senior leaders In IT and th

business to establish ways of working, which Includes

govermance around all citizen development Intiatives.

Establishes reporting and KP! requiraments, Designs

the p\aﬂormS req mred t 0 support and vacuuate cmzen

development, such as the community portal

Inventor ry

Works with the architect, business, and IT stakeholders

to ensure compliance with the oitizen development ways

of working, governance, and IT rules of engagement.

Etther leads on the development of applications together

with kdea originators o asss businoss sckefioders n

ting and launching thelr appicat

As&\g n development pr Jec s b spot

and detaued assessmems depending on [ sca\e‘
mplexity, or risk Involved In Implementing an Idea. May

e vehed In governance checkpoints.

Works with the architeot and practiioners to design

the citizen development portal. Continues to build the

communtty. Generates excitament In the newly endorsedt

ways of working, Updates the organization on what Is
new and what Is upo
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9. Create the citizen developer portal

Do we have a portal for all things cizen Do we leverage community volunteers
development related In the organization? to support moderation of the portal?
Yes / No? Yes / No?

0. Charter a citizen development culture

Has a ouiture charter been created by the Have we developed a consistent

people? message abom our culture (and desiredt
aulture) and communicated it across the
organization?

Yes / No? Yes /No?

11. Set up a formal KPI and reporting structure

Have we agreed on me baslo KPls that Do we have KPI and reporting templates
need to be measu that we share with al citizen development
squads?
Yes / No? Yes / No?

Tool 14. Adoption stage checklist
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S. Establish an Inventory of citizen developer applications
ve a central, easly accessible, Is e izen developmert applcation

e e repo&\tory of citizen wentory linked to an existing Inventory

development ay IT apps In the organization?

ves / No? No?

3
s

. Appoint the architect
s there a PMI-trained cltizen developer
architect accountable for Implementing the
operating model?

Yes / No?

Incorporate citizen development In the organization slralegy
s there a PMI-trained cltizen developer Have we Identffied a core team of experts
5(78‘@9\5( accountable for defining the tositinthe competency center communty
model? of practice, or hybrid model who

support citizen development activ s
across the organization?
No?

ves / No?
Deep community engagem

Do rategy n place osuppor\ ‘Are we moving away from the

nur\ure poot grow the citizen development us” view of the organtzation uadmonauy

held between IT and the business toward
abordertess, collaborative, and open-door
environment?

community across the organization?

Yes / No?
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4 Empower ‘the workforce and culture
e that the organization's

cuuure \s be\ng nhuenced by oltizen

deve\opment and creating an attitude

Does our organization have a citizen
developer culture charter that Influences
hiring decisions?

innovation
No?

Yes /No?

Yes/

3

er a culture of accountabl
maintaining a balance b

ho\d\ng developers Socouniatie, enaang

fransparency, and pomolting the ightto

2
2

fall In order to succeed

Yes / No?

Tool 16. Innovating stage checklist
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Component izen Development Con:
Orgamzauona\ + Citizen development apps ger neraﬂy ddress the need to impi
ure operational core business process, a custormer interaction, or automat jon
of a manual business process. Citizen deve\opmem apps do lead to
improvements in efﬂc\ency reduced work, and reduiced complexity.
- As citizen developmer ales, it wil te the need for new structures:
citizen developer cormy pet ncy center and/or the creation of a commurity

of citizen deve\opmem practmoners

Governance - Gitizen development is only possible when ciizen development application
p\aﬂorms are \nstaﬂed and when users are empowered
+ Govemance s the g how decisions get made within
an organization. Forctoen deve\opmem o thrive, decisions need to be
delegated to lower levels to empower individuals to build apps.
+ Haing docairlzad ahrty oatcs th il redam o eratl ctzen
e,

. Scahng actzen developmant modsl equtes mors uning and.n
uires citizen developers to understand the governance to seek and
bta\h neoessary uppon
Capabilies B cmzen deve\opmem fequires new management competencies to be
se competencies can be embedded into an existing e
g seloper practitioner could be a business analyst
eting person, or even a financial accountarnt.
. Gitoen development reqires new capabﬂ ties and training to be made
vt o cizen deve\opers folea o 0 bui bt apps and
d how
B rvy ex\su ing p eo manage et and agile capabilfies and roles are
relevant in citizen deve\opmem Consider the creation of three new roles:
- Citizen developer practition
- Gitizen developer il
- Citizen deve\oper strategist

248
}3

Performance Designing the performance rewards system is critical to ensuring
Measurement cmzen developer efforts are recogmzed rewarded, and aligned with the

&%
Z
g
g
3
g
8%
%

stem for leaders and managers is
critcal to enabling the full potermal o tizon deve\opmem to transform
. Des\gmng the performance rewards sstem for \T to enable and support

citizen developrent scaling wil increas: potential
Tools and * There are opportunities to leverage t d hno\o
Technology coardiatonand goveace Shzen deve\opmem eg ex\smg
profet maregerment software t manage iatves and project
laboration tools, and HR software ap|
Supporting As itizen deve\ ent m n, the artifacts that are

in an organizat
Dosmeniation  recred change. For examp\e e orton o  atzon development
siatogy vl b rgired nh e adoption stage to inform investment
decisions, hiring, and

Table 12. Components of the operating model
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0 we have a c\eany defined project
management approach for citizen
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courage aleaming organization

iechanism In place to

capmre losaons oaict and eed hese

o the contuous mprovement of
p ﬂng modef?

3. Technology underpins the innovating organization

Do we hav ules and guarcalls embedded  Are there any other opporturnities to
Into our development platform that protect reduce manual effort and Increase speed
agam Inachvertent risks and complance by techn\caﬂy embedding standardized

issues being bt Into apps? requirements throughout the SDLG?
ves / No? Yes/ No?
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Role
Citizen Developer Strategist

Citizen Developer Architect

Citizen Developer Practitioner

Subject Matter Experts

Community Manager

nsibllity
riks with the executive and senlor leaders to define
ine clfzen devclopmant operating mel. Estzblshes
ways of working and cultural practices that foster citizen
development adoption and maximize Its effectiveness.
Tracks value generated vrom cmzen del ve\opm ntto

form Invest: at the exectitive level

Respon:
Wo

Works with the architect, business, and IT stakeholders

to ensure compliance with the altizen developer ways

of working, governance, and IT rules of engagement.

Etther leads on the development of applications together

with Idea originators or assists business taK holders In

deliverin gan publishing thelr applcation:

Assigned n development pr JecS spot

and detaued assessmems depending on the SCa\e‘
omplexdty, or risk involved In Implementing an idea.

e nvehed governance checkpoints.

Ensures the citizen development portal continues to be

ftfor pupaso n deopening commumty engagement

and Involvement

n cvente,

courage orgamc \nlorma\
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+ Flat organizational structures are informal structures where tite and

Component  End State
Organizational
struoture

Capabilties

B

Perform:
Measurement

Tools and .

Technology

Artifacts.

position are less Important and mefitocracy Is most valued.
+ Direction and tone are set from the top with devolved declsion making

10 il 7 st St most selor
There Is clarity on decision authority.

+ Organizational goals are clear

goa\S through the orgamzaﬂon

« There Is transparency on Individual contrioutions.

. Leam\ng and supporl for each other Is a common practice and
ral nor

and there Is a clear line of cascading

« There are seworgan\zed teams where work s allocated to team members
n edl on abllty and attitude to get work done.
+ Metrics are tied to outcomes that are aligned with organizational strategy,
where fnancal, peﬂormance‘ and leaming objectives all matter.
. p\oyee& are encouraged to experiment and fal fast.
ere are high levels of automation and lean business processes.
. orgamzaﬂons are data-driven, sing prediotive analytios that provide
reliable and timely Insights.
+ Polcles are clearly set and understood, with rules that are based
on some basic principles.
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