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long-term, ideally, we would like to see wider organisational changes be the subject of
separate proposals.
We believe this document provides a solid basis from which to start to transform the F
ENGInE team’s approach to delivering digital work. This document should be read and
considered as a whole. There is nothing radical contained within – but true innovation often
comes from delivering, in a new context, that which is seen as obvious elsewhere.
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Introduction
This document was driven out of the need of K ITs team to be more effective in delivering
digital work.
The scope of this work is to provide a response that could potentially address issues being
faced in the team in both producing and launching work. F asked the BigCorp team to
suggest an ideal way to approach a project; in terms of end-end delivery, technology, quality
assurance, and user experience. F also asked the BigCorp team to suggest alternative ways
of tackling some of the issues faced due to projects not following any specific process or
approach.
This resulting work is broken into two documents, together consisting of seven parts.
Overview covers validation of the current situation, the future vision, road map and transition,
and responses to some project scenarios. Document 1 contains Overview.
As We Found You is a summary of the research carried out in order to validate some of the
challenges being faced. This research included a series of key workshops, a number of
interview sessions, and observation.
Future Vision covers a high-level overview of the BigCorp recommendation. This
recommendation touches upon all aspects of the current way of working within the team;
and inevitably some of the external ways of working. This overall recommendation covers
process, team, technology, and tools and techniques. We do not address wider
organisational issues such as status reporting, finance, and purchasing.
Roadmap and Transition looks at a proposed transition plan and approach. This is mainly
directed toward moving the technology stack onto an Adobe AEM platform, and the
processes and environments associated with this. This part also touches briefly on UX and
process frameworks.
Quick Wins: Scenarios and Workarounds address some key types of scenarios that can occur
within the K team’s projects. These range from a lack of requirements through to lack of
time for UAT. This section does not cover an exhaustive list of live projects but, rather,
provides some options that could be applied in these common project situations.
Approaches, Tools, and Techniques covers details of the proposed new process, new
technology stack and environments, QA and UX proposals, people, and other details.
Document 2 contains Approaches, Tools, and Techniques
Additional Information covers research source material and further technology information on
the AEM technology stack. Document 2 contains Additional Information.
Taken as a whole what follows is, although relatively detailed, a broad overview. A lot more
detail could be applied to each section. This detail has been restricted as, in many cases, it
can be found elsewhere; or this detail would need to be driven out through implementation;
as part of a trial and rollout program of any framework, tools, techniques, and technologies.
This is also the case for the alternative scenarios; whereby the detail would be relatively
situation-specific.
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Context

All frameworks, process, and ways of working exist within a context. This context consists
of culture, location, education, team dynamics, and so on. There were some key cultural
points that came through, such as marketing and IT not partnering with each other in order
to deliver work collaboratively; but rather IT ‘being seen as marketing’s supplier’.
Other points involved third party agencies not delivering to the same agreed standards,
project sponsors not having a suitable level of digital knowledge, and project managers not
having background and training in agile approaches; and not necessarily having opinions on
delivery respected. Combined, these points can result in sometimes unreasonable
requests to deliver work whilst sacrificing quality and undercutting process.
For further details of the primary research outputs please see the Appendices.

1.4

Summary
The research validated the issues that were initially presented. There are positives –
significantly an enthusiastic and positive team; but one which is hampered by the lack
of an effective toolset, environments, or process.
There are plenty of issues to address; and these cover all segments of working
practice. None of these are insurmountable.
The next section outlines our recommendation in addressing these themes
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Future Vision
1.5

Introduction
F is used to working with enterprise IT and following large frameworks in delivering
this. This works well for traditional large-scale integration, or similar, relatively slow
projects. The current way of working, including environments and technologies, does
not support a fast-paced world. Digital projects however move faster; are more
unstructured, and can necessitate starting anywhere in a process.
This, to people used to an IT world, more chaotic approach, is partly due to the
relationship digital has with the marketing world. Digital is also a far more multidisciplined and collaborative environment in which to work; with many skills and
backgrounds contributing to the end product.
Our recommendations are based on an ideal world. Often, an ideal world is not what
will be found. Marketing is a fast-moving business operating in a fast-moving
environment. Technology is highly complex and, seen independently, necessities
careful consideration. This can often lead to clashing priorities. In later sections we
address some workarounds that may mitigate this conflict.
This section, along with related content, covers our view of the ideal way of working for
F digital projects. We introduce our key recommendation, the rationale for these, and
we then outline our proposal to enable F to take the first steps toward this ideal world.

1.6

Key Recommendation
Our recommendation touches on almost every way the team works at the moment. We
recommend changes in process, team structure, tools, techniques, environments, and
technology.
This recommendation is partly driven from the research carried out, but also from our
own, extensive, experience in creating and delivering digital projects.
We have avoided major changes that impact on the wider organisation. This is because
these types of wider organisational changes are often more difficult to implement. All
recommended changes should be driven from within the IT team. This not only
changes the way the team works but also, over time, will alter the surrounding culture.
Inevitably, some changes will impact on other teams’ ways of working, and they must
alter their approach in order to support a better way of working; beneficial to all
concerned. This is supportive of the nature of collaborative, digital work.
The key recommendations align to the key themes identified:
Process – introduce rigorous, proactive, pipeline management for work coming into
the team. Introduce formal IT involvement in the delivery of the rollout phase of
projects. On-going code reviews and release planning are also needed. Effective
project briefing and gateways are needed.
Standards – Introduce, and enforce, standards that not only guide coding and
architecture; but also cover ways of working with third parties
People – Introduce key roles such as a lead UI Developer, on-the-ground tech leads, a
lead QA, and shift technical delivery management into the remit of hands-on technical
leads
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1.9

Summary
Future Vision outlined our key recommendations for delivering work in a digital world.
As can be seen; this recommendation consists of many parts. Everything, from the
technology solution, through Quality Assurance and User Experience approaches, tools,
and techniques, to the outline delivery framework, that is provided contributes to setting up
the ENGInE team to respond both quickly, efficiently, and effectively to projects in a digital
world.
A new way of working was presented. This started with an outline of the key
recommendations driven out of the research themes, followed by the rationale and
support for the key drivers for change. All of these drivers support a digital, rather than
an IT-led, way of working. We concluded by outlining the work we have produced in
support of this.
Whilst working toward this ideal world, there will be a transitional period. The next
section covers a first-cut suggested Roadmap and Transition approach.
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Phasing Approach

Approach 1 (Market Based) - Migrating one market at time
This approach focuses on migration of the full site for one local market at a time from
FatWire to the AEM platform; using new templates and taxonomies.

Benefits


The focus of migration will be on one market so all effort can be targeted
towards this



It may be easier to engage business stakeholders from a local market, as they
will get the full benefits of the new platform



New platform training can be focused on the needs of local market



Scope can be easily defined
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