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Agile Transformations Using
the Spotify “Model”

Lessons from the Trenches

with Joakim Sundén, Crisp
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Lessons are based on

Telenor Agile Transformation Journey from 2017-2020
Work with several other clients

50+ “Agile at Scale, Inspired by Spotify” public and in-house courses and
follow-up workshops and conversations

Experience from Crisp colleagues
Books, articles, blogs, conferences, conversations, etc.

Joakim Sundén



Two Types of Lessons Learned

I. The change journey itself

2. What is actually changing in the
organization and way of working

CI‘ISp. Joakim Sundén



Start as you like to finish: introduce agile
in an agile way




It's not a waterfall project
It's an iterative journey...

We expect the full transformation

to take a couple of years.
MAKE IT VISIBLE BRAINSTORM OPTIONS

T‘ﬂ?

CREATE EXPERIMENTS COLLECT INSIGHTS

AGILE|

Created by Luxshan Ratnaravi & Mikkel Noe-Nygaard

comicagile.net/comic/the-agile-transformation-plan/ leanchange.org



...where everyone should be engaged

@ N

People who feel they have co-
created a solution feel 5 times
more ownership than those who
are “told” the solution
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Understand where you are

“If | had only one hour to save the world, | would spend fifty-five

minutes defining the problem, and only five minutes finding the
solution.”

- Albert Einstein

The current process setup: Key problem areas
Low cop-clty aa»aa, m M change.

MMWM
Difficuit to get fully dedicated resources.

) \ Challenging coordination
batween agile toams
i Agllesystom- s agfe

Finalized
*actual’
quirement

Too many Incoming
demand-based requirements

Often conflicts between projects, which

frequently makes this process start over. Outsourcing
Centralized prioritization with low level of partner
distributed mandate.

Joakim Sundén



Beware value stream analysis paralysis!
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B2C- Digital Front End
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Develop vision and principles

Enable cross-functional teams with a clear business
mission, full mandate, the right competence and
dedicated resources working with SW development
and operation from idea to solutions continuously
improving over time.

THE THREE LAWS OF AGILE

The Law of
the Small
Team

The Law of
the Network

The Law of
the Customer

Key Principles

+ Clear business mission for squads and close IT-business
integration

« Continuity - technical solutions responsibility, system
architecture responsibility and business responsibility for
nna area enntiniinne nvear tima

This is not an ‘IT transformation’. This is about taking a shared ownership and
bringing about a cultural change and a shift in mindset throughout Telenor
Sweden. Management is driving this.

This is the way that most people want to work. Many inside Telenor Sweden
have already experienced the positive effects of a strong vision, clear end-to-
end responsibilities and empowered autonomous teams in earlier projects. Now is
the time to take it to the entire company.

In our ideal view, there should be less of a central planning process, with most of
the authority being with the autonomous, entrusted teams.

Wa chall Adafina Talannr Quadan’e rara ramnatanciae and rammit tn

Key principles & Trade-offs in our design

Key Trade-offs

+ Digital Front-end Tribe separate«
Drivers: One common UX, drive to
digital frontrunner agenda

* One common product squad for
davalanmant nlacad within R2R |




Develop vision and principles iteratively

Goal/Direction

|

Double-loop Actions/Experiments
learning
l Single-loop
Results learning



Bring in help!




Bring in help!

But don't get too dependent on
them - develop your own
capabilities too.




It's a marathon, not a sprint

Crossing The Chasm

Inmovators Early r ' Laggards
2.5% Adopters N Majority 16%
135% 4%
People Who Want Newest Things People Who Want Complete Solutions ard Convendence

Crisp. Joakim Sundén



Treat “resistance” as feedback




Find and leverage the bright spots

Celebrate your successes

Our journey

* Cross-functional agile teams

* Big project Kanban board

* Big room planning

* Agile teams in Digital Channels
converging line organizations
and value streams




Use SAFe and other frameworks as
toolboxes

Jez Humble, Joanne Molesky & Barry 0'Reilly

ENTERPRISE

How High Performance
Organizations
Innovate at Scale

OREILLY




Respect and leverage the legacy

Partner with HR and others to build on and further develop
existing leadership profiles, training, values, culture, and so on




What is changing?
It's not just “agile teams”

Transforming to the “Spotify Model” typically means not only
changing how you build and deploy, but also changing:

* How you solve problems
= How you decide which problems to solve
* How leaders and managers work

Based on svpg.com/transformation-defined/



Lipstick on a pig
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Integrate business and IT through Mission
based Tribes

Introducing a Tribe structure with clear business mission

Crisp. Joakim Sundén



Develop and Sustain Tribal Unity

Telenor VCC
Tribe Kick-

start

Setting up an Agile Tribe

* Introduction
* Shared understanding of current

challenges

* Whatis a Tribe?

* Tribe Mission

 Tribe as shared identity and shared

experiences

* Tribe leadership
* Tribe Rhythm
* Servant Leadership

How do we increage our impact and still support | TRIGALOBEL |
people feeling like they have access, are part of N
establighing direction, are autonomous and trusted,

and have a gtrong senge of relatedness?

Getting from TEAMS to TRIBES
by Creating a One Team Culture




Sausage factory




The Autonomous Squad

“The most important feature of the organization ‘L, :
is the autonomous squad. All other features are ~
designed to support that mini-startup-like OSKAR
squad.” sTaL |

Oskar Stal, Spotify CTO

aka Empowered Product Team

“The most important thing is to empower teams
by assigning them problems to solve, and then
give the teams the space to solve them.”

N
!
:
N
J

Marty Cagan



.Specifications
. J?ecbuire ments

[ 5 IMPACT
Mo‘y:mizé
This

https:/ /jpattonassociates.com/read-this-first/



Moving from opinions to data

We're working on X. Because
we think it's going to give
impact Y, which matters to

Spotify because of Z

We're working'on X. Because
Sam said it’s important.

88 We're done when the metrics
We're done when Sam is OK 8 8 g have moved
with it. 8 8

lllustration: Henrik Kniberg




Develop PMs/POs to be collaborative
leaders

SUCCESSFUL

PRODUCT VALUABLE
(CUSTOMER)

FEASIBLE
(TECH)

USABLE
(DESIGN)



The cheap mercenary

“We need teams of missionaries,
not teams of mercenaries”

John Doerr

“Hopefully this is obvious, but a strong
tech-powered product company would
no sooner outsource their engineers,

than they would outsource their CEO.”

Marty Cagan



Prepare to insource




Develop agile engineering skills

Developer

( Role description ‘J Stakeholders

Our most important role! )

Develops and maintains our technical solutions within a squad. Takes | [g.&g

active part in requirement definitions, and suggests & implements D8

continuous improvements to solutions, systems and WoW. g 8 E
218

Role description depending on area of expertise , g § é

For Backend we wish to broaden profiles to cover broader system areas

Experience :
Genuine interest in technology and agile WoW.

Development experience within the area of expertise, We wish to move
towards T-shaped profiles who can take on broader assignments,
Different seniority levels for different roles.



Use Chapters to develop engineering
culture and competence

8%
Chap*e"@’z%
Nk



Develop servant leaders

Leader as Expert vs Leader as Catalyst

OCcCo0oo0O0

Servant Leadership

Enables
Self-Management

Focuses on the system/environment
Clarity on constraints

Coaches and challenges

Rewards behaviours (not results)
Identifies problems and
opportunities, shares them — steps
backs and supports

Allows teams to experiment, learn
and fail

Demands that teams tries to resolve
impediments

Serves

Resolves escalated impediments
Provides concrete, fast and
constructive feedback

Shows interest

Listens and is aware of the
atmosphere

Asks: What improvements have you
done?

What experiments are you running?
What have you learned?




Use POTLACs/Squad Trios for holistic
squad support
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We need a plan




"Traditional” organizations

CONTROL:

- Long term projects
- Detailed budgets
- Tollgates

MID

NO DIRECT FEEDBACK LOOPX
: MANAGMENT

CONTROL:

FRONT LINE SILOS - ges.ource allocation
- Delivery on plan: budget,

time, scope

<=-=- COLLABORATION IS HARD --->

crisp.



Aligned Autonomy

CROSS FUNCTIONAL

SQUADS

TEAM FOCUS:

Small and long-lived
Self-organizing

Goal-driven, using feedback
loops

Collaboration between squads

TRANSPARENT INFORMATION

(BOTH WAYS) ) MGMT FOCUS:

- Vision & Goals

- Strategic context

- Servant leadership

- Removing obstacles for squads

R
.
L]
.
a

crisp.



Lean-Agile Budgeting and Portfolio
Management

Funding of delivery capacity foe

each tribe
Exactly what to bulld Is decided by
the Tribe
Initiatives
. ; $559$%
P | I
‘.\ | =
1 -
+ - B-—]
) S—
L
Capacity Product Content
* The number of squads * What the squads deliver
* Slow to adjust * Anything not started yet can be s
(firing/hiring + training) replaced at minimal cost
* Quarters of a year * Small and frequent releases

* Weeks



Give teams problems to solve, e.g. OKRs
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Good ideas Backlog




Big Room Planning Season for
Transparency & Collaboration

A 5 ™ me7 »

) 4 Iterations a 3 weeks
CxOs sot the The squads bentify and SQuads execute on forecast

Tep objectives for resolve dependencies and o meet oDjectives

he next quarter risks, and create a forecast 20 % of time Is system maentenance

12 March

21 March 1 April - 21 Jun

Dra D annino
Mre.y |
— -

Product Owners CxOs and Tribe leads

'OM*’ objectives, review the forecasts and
risks and risks, and adjust the
gependencies objectives i needed

Tribes present

achievements during

Quaner

¥

- 8




Early Big Room Planning

Back-end

B2B tribe
6 squads
100 people

B2C Digital Front-end tribe

CMCS

5 squads
30 people

5 squads
60 people

B2C FMC

13 squads
140 people




Consumer and Analytics join the party...

Marketing

Back-end

B2B tribe
6 squads
100 people

Sales &
Marketing Tribe
3 squads
50 people

Service &
Support tribe
3 squads
35 people

B2C Digital Front-end tribe

CMCS

5 squads
26 people

5 squads
61 people

B2C FMC

13 squads
140 people

IT

- Consumer

CLM &
Engagement
3 squads
20 people

Analytics
6 squads
70 people




Consumer

IT

And part of Networks too...

Sales & Service & CLM &
Marketing Marketing Tribe Support tribe Engagement
3 squads 3 squads 3 squads
50 people 35 people 20 people

B2C Digital Front-end tribe
5 squads
61 people
B2B tribe
6 squads

100 people
CMCS B2C FMC Analytics

5 squads 13 squads 6 squads
Back-end 26 people 140 people 70 people

Service infrastructure

Networks 6 squads
60 people




Planning season 5

Department

Channels
Business
Channels

1 team, 10 persons -

Consumer

Customer

Networks

B2B Digital Sales & Service & CLM &
Channels & CLM Marketing Support Engagement
1team, 14 pers. 4 squads 3squads 3squads

50 persons 35 persons 20 persons

Marketing Tribes

Finance

# of Tribes: 14

# of Squads: >50
B2C Digital Front-end # of persons: >500

Product &
Process
Development
9 squads Analytics B2C FMC

100 persons 6 squads 13 squads
Back-end 70 persons 140 persons

Consumer Mobile &
Corporate Support

3 squads, 55 persons
Consumer DWP &

| MobileIT | CorporatelT FinanceIT

Service

. Securit
infrastructure y

Networks 6 squads i 152;2?:;?15

Development Tribes

60 persons




Planning Season 6

Customer
facing

Front-end

Back-end

Networks

B2B Product
& Process
Development

Digital
Infrastructure

Tribe

Department

Channels

Business

IT

Consumer

Finance

Sales & Service & CLM &
Marketing Support Engagement Networks

Digital Front-end

Analytics

Tourists Tourists

Delivery &

Maintenance el

Consumer Mobile &
Corporate Support

Tourists Tourists

Operations Mobile Security




So how did it go?

* Cycle time reduced from 170 to 27 days
= “Overhead” reduced from 41% to 32%

* Employee Engagement Index for IT
“most effective” increased from 22% to
58% from 2017 to 2019




So how did it go?

‘Out of all customers we have in the
Nordics - Telenor Sweden has the

strongest momentum in their digital
transformation. We even struggle to
find comparable companies in Europe’




Do you want to learn more?

Agile at Scale, Inspired by Spotify
(remote), August 28-30, 2023

Whot does it take to empower people ond feoms to create innovative solutions your

customer wil love?

} = Google, Amazon, Apple, Netflix, Spotify,

09:00 - 16:00 CEST 2 Day Masterclass - Day 1 bocover ond deveiop thekr ovative

2 Days: Agile at Scale, Inspired by Spotify

it teams — small feoms of engoged and
poblems 10 solve ond who are then trusted to
pl results,

jods” and it's certoinly no secret, quite the

$

Joakim Sunden
Agile Cooch, Speaiker,
Author of Konbon in

Action

Date
2023-08-28

Venue

Online

Joakim Sundén
Consultant, Speaker, Coach, Teacher at Crisp




Thank you!

Questions?

/ﬂ»\ L] L]
g www.joakimsunden.com
m linkedin.com/joakimsunden

M joakim.sunden@gmail.com

40% off
manning.com!
Code: crisp40




Don't forget to

vote for this session
in the GOTO Guide app




Coaching

We drive change across your entire
organization. We coach leadership
teams, train in-house coaches, and also
coach teams hands-on.

Engineering

We help decrease your technological
complexity.VWe empower your
Engineering platforms to be scalable
and efficient.

Training
We create programs to train and
certify your employees in modern

collaboration methods such as Scrum
and SAFe.

Joakim Sundén




