
Hire For Agile
A Playbook for Hiring to Succeed in a 
Digital Transformation



The Secret to Digital Transformation is
Culture Not Technology

If you’re hiring for a digital transformation your most im-
portant hires are not technical

The biggest mistake we see our clients 
making when they recruit to support 
their digital transformation and Business 
4.0 initiatives is to assume that hiring for 
Business 4.0 is hiring the right technology 
and innovation teams.

Technology and innovation will typically 
account for a tiny percentage of the 
population that dictates the culture of 
companies that are not in the technology 
field. People not directly involved in 
technology and innovation initiatives 
will eat your digital strategy for breakfast.  
Especially those that have been leading the 
legacy way of doing things. 

To achieve a digital transformation and 
your Business 4.0 goals you need an agile 
culture. To achieve an agile culture, you 
need to focus at hiring EVERY SINGLE 
position for agile competencies. Every 
new Sales, Human Resources, and Finance 
position, every single new hire at every 
level should be screened and interviewed 
against agile competencies and most 
importantly their capability to be an agile 
culture shaper.

You will likely implement company 
wide training to support your digital 
transformation. Require agile fluency 
for every single new hire and implement 
screening for agile as a core hiring process. 
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Digital Transformation 
Talent Trait Map

Company Wide Cultural Traits
These are the individual cultural traits that will drive a 
company-wide agile culture.  Everyone, regardless of role or 
function, should be hired in alignment with these traits. It’s 
a fundamental component to achieve fluid communication 
and teamwork to actualize innovation and digital 
transformation projects. 

Executive Talent Traits
These are the skills and knowledge that will define the 
strategic direction of the organization. They focus on 
understanding the convergence and impact of digital 
trends on legacy business processes at a strategic level. 
These competencies are critical for effective guidance and 
oversight.

Management Talent Traits
Management level traits center on day-to-day 
management practices based on agile principles instead 
of the traditionally structured waterfall management 
methodologies that can be rigid and work against the values 
of an agile culture.

Top technical talent that can create and deploy digital tools that can impact a company’s 
position in the market will seek managers that undertand agile developement. Managers 
that are highly effective in leading these high performance teams will seek executive 
oversight that understands the convergence of digital trends with the legacy business.  
Transformational leaders will not be attracted to a company that does not have the 
potential to create a culture where their initiatives can thrive.  A company-wide talent 
strategy is required to attract high-impact tranformational talent at all levels.

Page 22019  Jose J. RuizC



Company Wide

These are the individual cultural traits that will drive a company-wide 
agile culture.  Everyone, regardless of role or function, should be 
hired in alignment with these traits. It’s a fundamental component to 
achieve fluid communication and teamwork to actualize innovation 
and digital transformation projects. 

Cultural Traits

Culture can be compared to the words love, leadership, and values.  Many people have tried 
to define the word culture, resulting in varying definitions. Culture is an invisible, constantly 
changing force.  Most leaders, and managers have a implicit idea of what culture is, and they 
know that culture is a critical part of any institution, society, or organization, but they have a 
hard time defining culture, explaining culture, and most importantly quantifying culture. In the 
article “Culture Eats Strategy for Breakfast: Wait…Can’t The Two Align?” Torben states, “Culture 
means different things to different people. It is emotional, ever-changing, and complex. Culture 
is human, vulnerable, and as moody as the people who define it”3. A first step towards measuring 
culture is clearly defining culture and its elements. 

The AgileCQ (Agile Culture Coefficient) model focuses on measuring  individual culture traits 
based on personal values that can facilitate an company-wide agile culture. 
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Disciplined Experimenter
Disciplined Experimenters have personal values aligned with 
pragmatic exploration and learning. These individuals don’t just 
fail small and fail quick, they fail well, taking valuable lessons and 
learnings from every iteration. They are very clear on their vision and 
long term objectives but they don’t overthink. They plan and execute 
in small cycles (experiments).  Discplined Experimentors learn from 

Company Wide Traits

Open Explorer
Open Explorers are accessible and open to new people, ideas, and 
concepts.  They tend to adapt, and their styles tend to change based 
on the challenge at hand and the strength and weaknesses of other 
members of the group.  They favor diversity and take great pride in 
being innovators and pioneers. Open Exploreres are highly adaptable 
to change and work well with ambiguity. 

Titleless leader

Titleless leader believe that status should be based on achievement 
and performance regardless of title, age, race, gender, or lineage. 
These individuals value systems in which people are evaluated based 
on their capabilities and move ahead based on achievement and 
merit. For these leaders, titles only exist for practical reasons, and 
when they are relevant to accomplishing specific tasks or defining 
responsibilities.

Hiring everyone, regardless of role or function, in alignment with these 
traits will help drive a company-wide agile culture.  

Open Decision Maker
Open Decision Makers believe that decision-making should be spread 
across different levels of the organization and involve a participative 
process. These individuals tend to place a high value on their ability to 
collaborate and achieve consensus across diverse teams. Individuals 
with authority in these groups feel that it is not their responsibility to 
make decisions but rather lead teams to make them.
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Executive 
Talent Traits
These are the skills and knowledge that will define the strategic 
direction of the organization. They focus on understanding the 
convergence and impact of digital trends on legacy business 
processes at a strategic level. These competencies are critical for 
effective guidance and oversight.

There is a common misconception that younger generations that grew-up or were born into a 
digital world are digital savvy and the best source of digital disruption. It is essential to make a 
distinction between savvy in the use of the digital space and being savvy in the creation of digital 
tools and a digital space.  Most in these younger generations are savvy users but they are not 
builders or creators of digital tools.  These generations have the potential to be disruptors in many 
different ways. However, many of the disruptions are not the kind that can provide profitable 
breakthroughs in productivity, market share, or customer experience that most company leaders 
would expect. 

Strategic leadership of most industry-changing disruptions comes from the fringes of traditional 
sectors and educated visions of transformation.  It comes from the convergence of digital trends 
with the time-tested conventional pillars of business. Effective and efficient oversight of strategic 
initiatives requires both the understanding of digital trends and business functions such as 
Human Resources, Finance, Supply Chain, and others. 
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Executive Talent Traits
Hiring executives in alignment with these traits can provide effective and 

efficient oversight of strategic digital initiatives and their deployment. 

Convergence Visualizer
Convergence Visualizers understand digital trends and adequately 
visualize the convergence of innovations and ideas with the legacy 
business model to guarantee success. Executives in organizations 
do not have to be the source of innovative ideas or business models. 
Convergence Visualizers are capable of competently validating ideas 
and proposals for digital projects with strong business acumen and 
within the context of the broad business strategy.

Problem Clarifier
Problem Clarifiers are highly adept at facing problems that are not 
clear and where there are no trained experts to solve them (adaptive 
problems). With this type of challenges, there are no set of established 
rules or procedures that exist to address the issue.  In most cases, the 
problem is the lack of the definition of the problem. Problem Clarifiers 
have the skills to help identify, isolate, clarify, and define new problems 
and then mobilize a group of individuals to come up with solutions.

Community Builder

Community Builder drive the belief that a group with a common 
purpose and shared values is an enabler of individual growth. 
Community Builders create bonds that bind teams together with 
purpose and long-term visions and develop a spirit of placing the 
team before the individual. They encourage, inspire and motivate to 
innovate and create change that will help grow and shape the future 
success of the group and company. They shape the organizational 
culture through building community.

Transformational Leader
Transformational Leaders focus on encouraging, inspiring, and 
motivating but most importantly empowering people and teams 
promoting ownership of responsibilities and independence in the 
workplace. Trusting people and groups to take authority over decisions 
and results. They serve and enable.  Transformational Leaders guide 
without explicitly managing and pointing the way.  They promote non-
sequential management, favoring responding to change over following 
a plan. They focus on progress measured in delivered value instead of 
progress measured in completed steps or tasks of a plan.
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Management level traits center on day-to-day management 
practices based on agile principles instead of the traditionally 
structured waterfall management methodologies.

Transforming the culture of a company that has been successful using waterfall management 
methodologies into an agile culture is complex because it’s counter-intuitive to what successful 
managers have been doing over the past 30 years.  

Waterfall management is a linear approach to managing. The sequence of events is something 
like:  Define objectives; gather and document requirements; design the path, establish steps, create 
a timeline, and tasks to achieve it; set milestones; obtain approval of the plan; report on progress 
based on completed tasks and milestones; and keep the project on track. The focus is on adhering 
to completion on budget and on time of the presented and approved plan. The plan is front and 
center.  The team is accountable to stay on track. 

Agile management starts with the principle that the farther out we plan, the farther away we 
will be from being correct in our prediction of circumstances. Instead of breaking down the 
project into tasks, it breaks down the project into the minimum expression of deliverable value 
or product. The focus is on delivering and enabling a the team to discover or learn something 
in each delivery cycle to improve on the next.  The focus is on the deliverables. The team is 
accountable to deliver and improve on each cycle. 

Management  
Talent Traits

HireForAgile.com Page 7



Management Talent Traits
Hiring managers in alignment with these traits can help shift the management 

culture in an organization to support innovation and rapid transformation.

People Enabler
People Enablers are managers that place individuals and interactions 
over processes and tools.  They enable a team to discover or learn 
something in each delivery cycle and improve on the next. They 
believe the ability to be reactive and highly capable of productive 
iteration is essential. They have a high frequency of interaction and 
communication to promote understanding of shared expectations. 
They hold people accountable for the deliverables and improvement 
on short cycles. 

Solution Simplifier
Solution Simplifiers focus on delivering intuitive working solutions 
over comprehensive documentation and justification.  They guide 
people and teams to clarify their ideas and identify straightforward 
solutions with high impact. Solution Simplifiers have the leadership 
skills to guide towards intuitive solutions to complex problems that are 
simple to define and implement. 

GEMBA Manager

Gemba is a Japanese term that translates to “the real place.”  Gemba 
is where things happen. In business, gemba is the place where people 
are creating value. Gemba can be a factory floor, a construction site, 
a drafting room, a showroom, or the sales floor in retail.  Gemba 
managers manage where things happen with a strong sense of 
observation, feedback, and interactions with minimal disruption to 
people doing the work. They don’t seek documented reports because 
they observe progress and ask the right questions. 

Non-Sequencial Manager
Non-Sequential Managers favor responding to change over following 
a plan. They focus on progress measured in delivered value instead of 
progress measured in completed steps or tasks. They emphasize frequent 
communication and the flexible reconsideration of plans that are carried 
out in short, iterative steps of work — shifting the focus of management 
to delivering value instead of focusing on the logical order or sequence 
of steps. Non-Sequential Managers break down a large project into the 
minimum expression of deliverable components instead of breakdown 
down the project into steps and tasks of a process. 
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Alder Koten was founded in 2011 and its headquarters are located in Houston and it has offices 
in Guadalajara, Monterrey, and Mexico City with partner firms in New York, Boston, Chicago, 
Australia, Belgium, Brazil, Canada, Chile, China, Denmark, Finland, France, Hong Kong, Italy, 
Germany, Netherlands, New Zealand, Norway, Poland, Russia, Spain, Sweden, Switzerland, 
Turkey, and United Kingdom.

We maintain close ties to outstanding leaders and talent in multiple industries and geographies.

Beyond our processes and tools, our biggest differentiator is in our partners, their commitment 
to the craft and their resilience to deliver and drive results when the inevitable issues of a human-
centric process arise.

We help shape organizations through a combination of research, 
executive search, cultural & leadership assessment, and other talent 

advisory services.
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