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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
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Telecom operators wants commitments for 
next one or two years

Some operators wants release bi-weekly, some 
only once per year and the rest between



Internal Challenges

Heavy and complex steering structure caused slow 
decision making and poor visibility
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Functional silos caused problems like sub-optimized flows, 
prioritization problems and lack of system competence

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



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



improvements

Why We failed to improve the situation
We got a lot of improvement items from retrospectives and other 

similar sessions
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Due the lack of e-2-e priorities we had 
no common focus
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Improvements prioritization was based on the 
hunch and each silo had own priorities



So, what we did?
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we built product level E-2-E Kanban board

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
We had content for 3 years in our backlog
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Bottlenecks in product flow

Too many features under work at the same time

A lot of waste done in different places

Quality problems

Features



We limit work-in-Progress
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By limiting how much unfinished work-in-process, you can reduce the 
time it takes an item to travel through the Kanban system. 



we started to measure our e-2-e flow
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WIP and Queues

Lead time



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

16.5.2019 CONFIDENTIAL 13

Monthly

Weekly

Daily



We started continuous E-2-E improvement
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High Performing Teams
And how to work in Lean



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
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http://cmforagile.blogspot.com/2018/11/tuckman-model-strategies-to-achieve-and.html

Learn and know how to build team!
When ever you change the team by e.g. adding 
team members, team goes always back to 
Forming state!
To build high performing team needs time!

http://cmforagile.blogspot.com/2018/11/tuckman-model-strategies-to-achieve-and.html


Pull vs. push systems

Capacity
100 per day Inventory Demand

Production Demand

Mass manufacturing: push (produce per target)

Lean manufacturing: pull (produce only per need)

Pull is possible when cycle-times are already fast!



Thanks! Questions?
Discussion topics if we have time:

Continuous Integration, Test Automation and Continuous Delivery
Tools like Jira and Confluence

Challenges in change
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