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THE PRODUCT WE BUILD



About the company...
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We build recommendations- and
guidance solutions

Automated data analysis

Maintenance and build of an
extensive APl economy

Intelligent guides and user-
interfaces




HOW WE USED TO WORK
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Scope decision model for a typical project

User/necessity driven

Product portfolio based

Committee decision

Opinion of senior stafff/management

Financially based

Qualitative study of 50 projects



Focus on:

(@fe]plife]
Stakeholder management
Cost (Reduction)

Thanks, Sir.

"We got it”

H

"See you soon’

a

% What do they think
% about my work and

/\ what change did | do

NS

Focus on:

Time
(meeting) Requirements
NOT Failing



Projects and work are being batched up, because it takes a lot of time and
ressources to go through stage gates...

g

... meaning cost of delay and market feedback is either ignored or diluted
because people are pre-committed to projects and work tasks to get the cogs
turning



How Business Units sees IT




Demand for higher
throughput and quality



IN THE SAME BOAT
IT/'BUSINESS




LOPMENT

OM NOW ON

RE GCING TO
CHANGE HOW WE
&9 HERE.

DO THI

EXAPLAINED"

BY

PALVATORE |

NOTHING REALLY
CHANGES, EXCEPT THAT
NOW MANAGER
DESIGNERS
ARCHITECTS HAVE AN
EXCUSE FOR CHANGING
THE REQUIREMENTS ON
FRIDAYS AT 4 PM.




The original goal

Share the knowledge and distribute work-loads

Forster bottom-up innovation and better business
collaboration

Reduce perceived red tape and free time to allow
(more) interaction



How to do this ?



SAFe® for Lean Enterprises Portfolio sAFe

|
é Enterprise &S s 3= (- PORTFOLIO\
10T - ) Epic Enterprise < ==
Ve Owners Architect Backlog
& === Strategic . & asa
-  — Lean Budgets KPI
Mobics i=—— Themes >~ ' ge' ]
Portfolio Mgmt Value Streams
R I Coordination |
Shared
Services Continuous Delivery Pipeline ¢ PROGRAM
9 _‘. " """""" Tt Lk Customer A
o 9 . Business [ e ATIE REEASETRAT S, v} soution
CoP . n Owners e nan * .,y-':-:'--(. - F DevOps
® Asrzﬁigr: P'Td;:“ Continuous Continuous Continuous Release * Culture
Milestones 9 g WSJF Exploration Integration Deployment on Demand « Automation
5 — Pl Objectives . lﬁeaﬂ Flow l
-— - * Measuremen'
. RTE B = System Demos 8' '8' « Recovery
Roadma =
" Backlog > - 4 Architectural
£ : H " Runway
“ K — =
Vision E = =
- & XP  .Plan — = - Iterations — = TEAM
» Execute |mm | 18
; P
- n‘*"m&am Produc I ), el o |n|o|n|lfo o ool : _
System o MO Serum . <Retro I g 2 Q=
Team il 3 p— . . E —
sw I —
W 3&;2::: =1 — g IoNEORESRES] |£| E Do b n Iil g Built-In Quality
-’ } HW . ] NFRs a
Lean UX - Kanban Backlog Develop on Cadence 45
Agile Teams , . . — Leffingwell, et al. © 2008-2017 Scaled Agile, Inc
A @ 8 Lean-Agile ,~, Core I Lean-Agile = SAFe *7==) Implementation @ = SPC
Leaders — Values = Mindset Principles (--..o Roadmap f

Tomas Eilsoe




SAFe® for Lean Enterprises Portfolio sAFe

=
]
( ﬁ Enterprise &% S =l PorrrFouD
147 / ) Epic Enterprise < —
Ve Owners  Architect Backlog
& === Strategic 2 m ! a2
- {=== Themes Lean Budgets KPIs
Metrics
Lean '
Lea | Coordination Portfollo Momt Vaiue Streams
Shared
Services Continuous Delivery Pipeline PROGRAM
. “ .._.*. ..... >4..__‘:"I_‘ ......... ‘.__:r;__,..p ...... '-.)" c“slomer&
“ ] a4 Business m » w
CoP s- P? Owners e .-~ R
e roduct Continuous Continuous Continuous Release * Culture
@ Arch/Eng Mgmt e Exploration Integration Deployment on Demand « Automation
Milestones — + Lean Flow
E — Pl Objectives Mean :
= = System Demoe * Measuremen
. e E’ E @ ® fa) o 8 @ o % * Recovery
Roadmap Backlog 2 4 _ b Architectural
o : - o " Runway
Vision . 1
& i z T
%o & XP . :Ian — = Goss Iterations B .- TEAM
. t : & G~ - G~ i - =
D‘M Product - R::f:we — E 0O O 10 L) |F'. E I OAEONES) O IF'I £
evTeam qunor = . Ret NFRs 2 [ = -—
System ‘ Scrum  ©fatro g : Eravie SR : @@=
Team lil 3 p— E " | |E || E —
SW -1 — = o= = S e % &= ' =~ = _
FW ﬁ!carsl::‘: =T = Ll |P- [SXRSNEoRpel \il g  Built-in Quality
Q HW . - NFRs a a a
Lean UX : Kanban Backlog Develop on Cadence 45
Ag“ﬁ Teams " Lon e m le = SAFe . Leffingwell, et al. & 2008-2017 Scaled Agile, Inc
N n-Agi =, Core Lean-Agi *=="3 Implementation
BAM Leaders '~ Values = Mindset = Principles {—— .. Roadmap ( SPe

Tomas Eilsoe




SAFe® for Lean Enterprises

Portfolio SAFe

~

PORTFOLIO

c
8
e || o &
147 / ) Epic Enterprise ¥
s Owners  Architect Backlog
& === Strategic 0& ! a2
d ‘=— Themes Lean Budgets KPls
Metrics -
Lean '
ﬂ I Coordination | Portfolio Mgmt Vaiue Streams
Shared ) -
Services Continuous Delivery Pipeline » PROGRAM
.‘_. Xl ' . } _ Customer KA
m 6 & Business AGILE RELEASE TRAIN ~ 9 S
CoP Owners _ _ ) DevOps
System Product — Continuous Continuous Continuous Release » Culture
’ ArchIEng Mgmt WS = Exploration Integration Deployment on Demand » Automation
. e — Pl Objectives * Lean Flow
¥ —I _— - » Measurement
. RTE € = — System Demos @ ; - Recovery
Roadma X NFRs Ay i
P Backlog m m Architectural
: [Feature Runway
oo | H | = _
Vision =
- & XP  .Plan Iterations - TEAM
« Execute | 1
D#*'T Product I ). -4 0 B b o|gno nn g
evieam owner Scrum  *Retro _— — o —
System - S 2 =
Team all 3 . i | —
sSw -_
W scrum = E Eo oo oo nlolo ll e
d Master - - E g ulit-In Quality
‘_} HW : - NFRs a
Lean UX . Kanban Backlog Develop on Cadence 45
Agile T p—
gile Teams -, Core [N Lean-Agile = SAFe *===) Implementation @3 e Leffingwell, et al. © 2008-2017 Scaled Agile, Inc
- Roadmap i

——

@ 8 Lean-Agile

Leaders

Principles ‘.:__o

= Values = Mindset

Tomas Eilsoe




(Sasass

ﬁo@gw&oOoUoO/OOu
h%\@ﬁoOoUQO/DOQ

\ h%@@ﬂoﬂo“oﬂ/omw /
£ eren

mﬁ@@ﬂwﬁomuongw

e S

wﬁ%@@ﬁomuoo& mm.w;

Wh@@@ﬂoo,ooow.mwn@\
: €

mh@@@&oﬂo\b&

<

h%uo@ooooooommw

h%«@&oﬂoooo/oo\u

Wo3.L mzwm\l\




Tomas Eilsoe



Classical hierarchy
of functional departments
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Organize by value stream (Product/Service)

Classical hierarchy
SAFe f functional department
cross functional team of teams offunctional departments
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HOW WE WORK NOW

Tomas Eilsoe
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Agile manifesto
“Adapting to change over following a plan’

J

“Plans are worthless but
planning is everything”

Dwight David Eisenhower
Supreme Commander of the Allied forces World War Il

Tomas Eilsoe



Planning is effective to create alighment
and allow for effective decentralised

Initiative and communication during
execution

Tomas Eilsoe



Plans are poor tools for dealing with uncertainty, ambiguity, and confusion
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Plans are poor tools for dealing with uncertainty, ambiguity, and confusion
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Plans are poor tools for dealing with uncertainty, ambiguity, and confusion
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Plans are poor tools for dealing with uncertainty, ambiguity, and confusion
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Plans are poor tools for dealing with uncertainty, ambiguity, and confusion

DIRECTION

MISSION
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AGILE RELEASE TRAW (p7)

X Y.
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| concentrate on the big picture
feature backlog while teams
test feature benefit hypothesis

using lean startup and lean

UX ideas.
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‘Being able lo see the cuslomers

previous Inquines and history helps

the customer feel recognized’

Being able to see the cuslomer's
previous inquiries and history helps
me to solve the customer’s

problem faster’

Tomas Eilsoe
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https://drive.google.com/file/d/0BxFxptN113ITdmJndUFVZWZmRm8/view
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( The teams deserve to see the
bigger picture and be
empowered to design their part.
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Initial Training &
Creatlng self org teams

Tomas Eilsoe



Sounds easy ?






3 weeks Iin
This Is our "agile” gant chart

Milestones

User test

Education

CIP relaunch

Projects deliveries

New broadband and TV portfolio

YouSee Broadband on Ewii fiber




1% month In

e Fast feedback

STO P e Requirements -> outcome focused

e Deliver what’s possible
AND REALIGN



3 months In
BEST YOUSEE TEAM
AWARD

We have provided our frontline agents with ONE customer overview
across systems in call centers and stores

CIP customer overview from 27/3 Description of functionalities

nt number,
and internet




4 months In
Agile culture emerging



Most features now
originates from
users/developers

= Tools are good and
easy to collaborate in

¢
7

A
7

Teams now demonstrate
real progress on System

Demo’s
= Cross-skillin -
: = S People are willing aa i
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6 months In
Outcome focused



Features are defined by outcome hypothesis

Initiative springs from teams, starts and stops things based on what they see
working

Short feedback loops

People are having fun — all team members highly motivated



Our takeaways

e SAFe can work great also on smaller scale

e Structured alignment, decentralizing decisions & empowered teams
e Fund long living teams of teams instead of projects

e Lots of Lean & Agile ideas and material -> shared mental models

e SAFe is not an end-state/Goal, but a pragmatic starting point.

e Keep experimenting ! That's also build in.

Tomas Eilsoe



Place the authority where the information is

Tomas Eilsoe
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Bonus: Fighter pilot tactics for winning in
business, conflict and life

1) Organise for efficient OODA loop
a) OBSERVE, inspect what’s important - on cadence
b) ORIENT, Fast sync mental models local & shared
c) DECIDE, using implicit knowledge - fast & a al initiative
d) ACT to generate new opportunities, actfastm‘m :

\ 4

\

ﬁ! j =
ests and info, Big: ictulre' broadcast

ination .
€ enemy, but planning is effective for aligned execution
es - clear priorities) © -

1) Flexibility in execution

a) Communication
i) Act them inform, Direct later

b) Decentralised control with centralisécL
i) No.pl ives

c) Concentration of force (pick your b

d) Optimize the whole with flow & pull

e) Plan for the unknown, adapt efficiently and fast, leverage reserves/slack

1) The art of collaborating at scale
a) Lead with mission
b) Local initiative

c) Mutual trust _ _ . .
Tomas Eilsoe, mail@tomaseilsoe.com, www.tomaseilsoe.com
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