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SETUP AND DISCLAIMER

Product program had four locations (US, Finland, Poland and India) having close to 300
people.

I led and coached the teams in Finland and as I was a member of the R&D management I
knew the situation also in a product level.

And as I had a long experience in agile and lean transformation I was a natural member in
product transformation team.

These thoughts are from me and me only.
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CUSTOMER CHALLENGES

next one or tWo years ... i
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((( % ))) Telecom operators wants commitments for
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Some operators wants release bi-weekly, some
only once per year and the rest between @
16.5.2019 3




Just leave us
alone so we can
get some work

INTERNAL CHALLENGES

Anyone out
there? Finance?
Someone?

Functional silos caused problems like sub-optimized flows,
prioritization problems and lack of system competence

=

Heavy and complex steering structure caused slow
decision making and poor visibility

Focus on 100% allocation caused that any sudden delay in
team level caused delays in program level and for keeping
the schedule the quality was compromised
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CULTURAL CHALLENGES

Conflict areas:

Commitments: Yes, yes vs. No, no
Requests: Managers / Religion vs. Experts
Decision making: Manager vs. Experts

Talks half the time
Does one thing at a time

Talks most of the time Listens most of the time
Reacts to partner’s action
Looks at general principles

Polite, indirect

Does several things at once
Plans ahead step by step
Polite but direct

Plans grand outline only
Emotional

Displays feelings
Confronts emotionally
Has good excuses
Often interrupts

Partly conceals feelings Conceals feelings
Confronts with logic

Dislikes losing face

Never confronts
Must not lose face

Rarely interrupts Doesn't interrupt

Job-oriented People-oriented Very people-oriented
Sticks to facts Feelings before facts Statements are promises
Truth before diplomacy Flexible truth Diplomacy over truth

P Patient
Limited body i body Subtle body language
Respects officialdom Seeks out key person Uses connections
Separates the soclal and Mixes the social and Connects the social and
professional professional professional
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Cultural Types:
The Lewis Model

Rtaly, Portugal,
Spain, Greece,

Mailta, Cyprus

Russia, Slovakia,
Croatia, Romania

Franci , Poland,
Hungary, wiviverna

Belgium,
Israel

Australia, Denmark, '/'
Ireland \

Austria,Czech Republic, ~

Netherlands, Norway,
Slovenia »*

USA. / R

O —8

UK. Sweden,

Germany,
Switzerland,
Luxembourg

Hispanic America,
Argentina, Mexico

Finland, Canada Smgapore Taiwan,
Latvia o

Linear-active, multi-active,
Brazil,

Chile reactive variations

,\1_(
N\ /)
( ( | Sub-Saharan Africa
"

Saudi Arabia,
Arab Countries

Bulgaria,
Turkey, Iran

India

Key:

linear-active - cool, factual,

decisive planners Indonesia, Malaysia,

Philippines

Korea,
Thailand

China

multi-active - warm, emotional,
loquacious, impulsive

reactive - courteous, amiable,
accommodating, compromiser,
good listener

Vietnam
J

Japan
Hong Kong




*
WHY WE FAILED TO IMPROVE THE SITUATION

We got a lot of improvement items from retrospectives and other
similar sessions

improvements

Due the lack of e-2-e priorities we had
no common focus

T ,

Improvements prioritization was based on the
hunch and each silo had own priorities
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WE BUILT PRODUCT LEVEL E-2-E KANBAN BOARD
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Done, Clused - 10 (10 latest)

And when we understood the big picture we started to see the forest from the trees and the
problems in it
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EXAMPLES OF E-2-E FINDINGS

“BOTTLENECK"

We had content for 3 years in our backlog

Bottlenecks in product flow

Too many features under work at the same time

Features

blems

Quality pro
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WE LIMIT WORK-IN-PROGRESS

WORK IN PROGRESS

L\MIT
To Do 0/2°" |Done
| Dow'r rRy TO GET S0ME
USE WORK ON MORE STICKY
KANBAN | Tuan Two THING 5 NOTES
AT A TIME |
5"35CR'BE f~ LET THEM qQuEvE U?‘] LE:BRO:A f
K“\buTOol_ KANBAN

By limiting how much unfinished work-in-process, you can reduce the
time it takes an item to travel through the Kanban system.
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WE STARTED TO MEASURE OUR E-2-E FLOW

WIP and Queues . Cumulative Flow Diagram

Lead time

s
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WE MADE POLICIES EXPLICIT

We agree on policies and make them visible.
« Phases in Kanban
« Templates and practices

Examples:
— Only one Feature at time for each Feature Team
— Definition of Ready and Definition of Done for each phases

— E.g. pull request, review and commit practices agreed among
teams
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WE IMPLEMENT FEEDBACK LOOPS

Daily
* Team level stand ups

+ Continuous Integration, Test Automation,
Continuous Deployment

Weekly

+ Team level demos

* Improvement follow ups

* Metrics

+ Team level retrospectives (User Story level)
Monthly

* Product level Demos

» Feature level retrospective summaries

« Improvement backlog prioritization
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WE STARTED CONTINUOUS E-2-E IMPROVEMENT
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BUILDING A HIGH PERFORMING TEAM

Understand the cultures!

If your team members are from different countries like Russia, Estonia,
Indonesia, Belarus, Gambia and Finland you really need to understand
different cultures as well

Tuckman Model Learn and know how to build team!

Performing

. team members, team goes always back to
Forming state!

Forming o——

Team Effectiveness

Storming

To build high performing team needs time!

Performance Capability

http://cmforagile.blogspot.com/2018/11/tuckman-model-strategies-to-achieve-and.html
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- When ever you change the team by e.g. adding
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http://cmforagile.blogspot.com/2018/11/tuckman-model-strategies-to-achieve-and.html

PULL VS. PUSH SYSTEMS

Capacity
100 per day

Inventory Demand

Lean manufacturing: pull (produce only per need)

(1 S
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Production Demand

Pull is possible when cycle-times are already fast!
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