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Business Agility

The difference between a threat and an opportunity
is the speed which you react to it.
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Business Agility?

Ignoring Social Media
Failing to ask for help

Spending too much money

Not Making Sure You Have Enough Money 3.3%
Lack of Focus

Chasing investors, not customers 5.4% £ 5 4

> Y Fail to execute
Not Having the right Co-Founders 7.9% . Sales & Marketing




An era of constant change

You are here

execution




KUDELSKI GROUP

S 1068 million Revenue

$ 189 million R&D investment

3500 Employees



R&D
400 engineers
5 Sites

DISCOVER
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NAGRA Before Agile ggig

50 concurrent projects in R&D before transition for

Product evolution -1 week to 6 months
New products - 2to 3 years
New business area - Continuous initiative

Managed using a Phase and Gate approach
Waterfall and CMMI process



Observation =

Waterfall and V cycle: project >2 years

CMMI: gate “project start”
with >50% cost already engaged

At project definition
Battle for features







Why moving to Agile ?
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Build the right product

Faster time to market

Reduce waste

Enhanced cooperation and collaboration

Agile introduction by managers

GILE



Training & Big Bang Inspect &
Management & all together Adapt



Go to Agile
with
no spectators
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Managers play the agile coach role
Teams and managers learn and progress together
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Implication from managers by
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KEEP

CALM

AND

. . . STILL
Communication and coaching MOVING ON

Analysis gap for specific team that resists for good
or bad reason

Adapt the model for Nagra
Monitoring the implementation process
Got to 1. every 3 months
- continuous learning



FACTS
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Agile
Agile
Agile

Agile

# Religion
# Accelerate project
# No more management

# Hero mode



FACTS
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Agile
Agile
Agile
Agile

Agile

Transparency and trust
Decision at right level on time
Share economic view

Create value shorter

Discipline and commitment

®



Resources

AGILE

software

WATERFALL

software

Resources

Estimated
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Delivered #
value

Real user tests

Real user tests
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o it
Product The
Owner Team

Sprint
Product Planning
Backlog Meeting
=
y=
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Scrum Master

Daily
Scrum

1-4 Week
Sprint
Unchanging sprint
end date and
team deliverables

Finished
Work

S8
Sprint
Review

+
Sprint
Retrospective



Most important tool in Agile
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Backlog
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Tooling

Single data repository

Backlog - V1
Team area - V1 + Atlassian
Resource - internal tooling
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or Lean Enterprises

SAFe" 1

https://www.scaledagileframework.com
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SAFe Lean-Agile Principles ~ ““SAf¢

#1 — Take an economic view

#2 — Apply systems thinking

#3 — Assume variability; preserve options

#4 — Build incrementally with fast, integrated learning cycles

#5 — Base milestones on an objective evaluation of working systems
#6 — Visualize and limit Work In Progress in backlog

#7 — Apply cadence; synchronize with cross-domain planning

#8 — Unlock the intrinsic motivation of knowledge workers

#9 — Decentralize decision-making
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Adding Nagra principles E,/

#10 — Automatize all: flow, test, delivery ....
Continuous integration in a night

#11 — Something you are not good at? do it more frequently
#12 — Physical meeting with the right guy
no proxy, no manager, no bozo

or visual skype or phone, last email

#13 — Definition of done3
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Alignment

Built-in Quality

Aouaisedsuel |

Program Execution

© Scaled Agile, Inc.



SCRUM: team’s work is changing

Architect + developer + tester + maintenance
= team members could do all tasks

Scrum manager distributes the tasks

Best teams are allocated at 100%
A oo
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New Roles mapped to SAFe

Product owner

Scrum master

Feature owner
Release train engineer

Train Product manager
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Why build

* To grow or add a product or business

* To add a user or partner ask

* Tofix a productissue

+ To address competitive or regulatory threat

What to build

Use these criteria to identify what to build

» Goals - Market share, validation, profitability or NPS
+ Constraints - Time, resources, talent, tech, regulation
« Alternatives - Build, buy or partner

How to build

What Use this framework to build the project
« Target market
« User types, use cases and user channel
» Distribution, marketing and signup
» Partnerships and risks

How

Golden Circle for Product Management

StmoN SINEK



Investment themes
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Purpose

Strategy

The way

The what
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Investment themes

Feature

User
Story



Release planning event 2 days dedicated to
plan the next 3 months

Everybody in the same room:
All developers
Scrum master / Product Owner

Architects / Product manager
R&D Managers

Project managers
Marketing

Business and technology teams are co-located
in the same boat
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Release planning event - preparation

GoTo Agile + 3 months = Feature preparation
GoTo Agile + 6 months = first RPE for first train

GoTo Agile + 9 months = RPE all trains
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TRAIN BACKLOG
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Question to the teams:

What do you have to do
What is the estimated work load
What is your capacity

Plan the next 3 months ?
Dependencies and risks

Teams confidence vote to deliver: from 1to 5
If bellow 4, we descope something
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Planning P80

Recommended vote at 4
Risks are managed
No buffer

Max 20% of escalation
|&A
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Question from project manager to dev team

Teams deliver working software or work item
no % of task based on discussion

Is it delivered ?

[\ Yes
CINO
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Metrics: feature done3
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80% of the end to end features are done3
As we have no buffer, we manage issues
Max 20% of feature needs management help

Project delay is in sprint order of magnitude
not months

@‘ R |
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Product Iteration 3 months

Full autonomy for the team to have things done

Low escalation ratio

Mutual commitment for the next 3 months:
Management to not change objectives

Teams commit to deliver

But always...change is welcome
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Long Term Commitments in train

Train Input

Project (long term commitment)

E* =+ m:aq

" TRAIN
Backlog

Product Evolution

R N
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Project Milestones and Train Deliveries
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Agile manifesto

CUSTOMER

OLLABO RATION

ontract negotiatior

INDIVIDUALS :
Ll S S

RESPONDING ©
CHANGE

over following a plan

WORKING

SOFTWARE

over full documentation

Customer

s N,

PrOJect manager

Non agile org



Observation

Teams are doing the role of R&D project managers

Discussion between teams
without proxy

Project managers have more time for program
management, partner and customer interactions
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Observation

Very low escalation to management
Managers have more time for business value study
More time to really help team on impediment

Value Proposition Customer Profile

Gain creators

Products
& services

>< " ) iobs E
ol l
Pain relievers

Customer
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All backlogs are transparent

for the organization

Strategy is on the wall - visual management

Lot of soft skills are needed:

Communication - presentation - negotiation — transversal leadership
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Structure vs Organization
Top-down

A hierarchy

]

Bureaucracy

Detailed
instruction
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McKinsey&Company

Quick “Boxes and lines”
changes, less important,
flexible I focus on action
resources
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o
Leadership shows Teams built

direction and
enables action

around end-to-end
accountability



Observation

Need less Ego but team spirit
Low performers are rejected by the team

Structure and HR org chart are fixed |
agile teams may change every 3 months
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Changing middle management @
(@
Team Leader becomes Lead Engineer
+15% work force allocated in train

more flexibility to move across teams

Manager = leader JY
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Bad manager behavior ruins agility

Micro management

No decision
No trust
No friendly environment for feedback
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Bad SCRUM ruins agility

>

AJIAILONpoJd

Watertall?
agileness
_
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Pain point: mindset

A

Inspect and Adapt needs efforts to be maintained

Mindset to get train optimization
not team optimization

Teams feel too much monitor and control
it is not the goal
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Pain point: corporate support

Change from carrier track
Team lead Versus Lead Engineer

Kudos for individual Versus Kudos for team

Annual Performance appraisal
Versus continuous feedback
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Pain point: corporate support

Re organize office layout by scrum team

Scrum teams may change every 3 months
who is the manager ?
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Tnovation > Predictability
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Innovation

- 80% time allocation is tracked in agile backlog
- 20% time allocation is not tracked

1 week / 3 months for innovation or hackathon
Feature in backlog for specific exploration or prototyping
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Innovation

|00% predictdvility = Tryst > Confrol |

Predictability improve trust then empowerment
It gives possibility to innovate

61



Innovation

1. Tolerance for failure but no tolerance for incompetence

2. Willingness to experiment but highly disciplined

3. Collaboration but with individual accountability

4. Flat organization but strong leadership
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Results
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People

Employee satisfaction
100% - - - — —

90%

80%

70%

60%

96Y%
40% o

30%

20%
0%

2013 2014 2015 1016 2017

M Very satisfied satistied somewhat M not

g HR Data @ March 2018
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R&D Efficiency
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Pl 201812 Preparation Pl 201502 | Implementation Pl 2018-12
17/09/2018 - 09/12/2018
Ohjective 4 Objective 5 Ohbjective 6
Features in Featuresin |Featurescarried| Top priority |Owerall features Backlog
"Prepare for PI" | "Ready for PI" (from previous Pl| Features Done Done volatility during
removed from | removed from Pl
backlog backlog
Broadcast a8 11 8% 73% 23% 8%
Broadband 24 13 3% 65% 7% 9%
I0T-5ECURITY 10 3 0% S0% 80% 12%
frend vs. Frevious Pf ~..$ ﬁ

R&D Data @ June 2018




Net Promoter Score

Yelefonica

5

vodafone

NETFLIX
Q\ ® airtel s

altice



Business

S 50 million
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IPTV
Revenue in 2018
After 5 years

Press release 2018



Innovation

KUDELSKI
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Business Agility
If the management understands all impacts of a change
If the organization welcomes change with no compromise

change becomes less risky
than no change

s




