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How this talk is organized

Punct

Background, structure and history. First attempt. uation Restart

Point

1. The engagement is in an early stage
2. You need to understand past decisions and actions that lead to the engagement

3. Maybe you will recognize that you are in a similar context
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The Context

A glimpse into the past and present



Some hard facts

« A German group of * A typical group structurel!
COMMPanies « Well over 100 legal entities
| isteo (subsidiaries)
* Prime standard  One corporate head office
o MDAX

« Around 10.000 people
* 1.0B € revenue
* L eader in its segment

o



Subsidiaries

* Independently lead

e Around a few dozen of
relevant size

* A

L have their own IT

departments

o

e Different in size
e SOMe are in eCommerce
e Create their individual software

e Jse software services from
nead office IT

The head office

* Fully owning almost all
subsidiaries

« Home of the corporate
head office IT department



Corporate head office IT

e A shared service!

« Group’s accounting systems and related shared services
 Infrastructure

i o
Group CRM system

\/\/Qrkp[ace maﬂagement for >5k user SAP (most of the business volume of the group)
Data warehouse and Bl Salesforce

RPA
6

Group IT project management
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Historical background of the
head office IT department



Past mission of head office IT

0

))

You are a cost center. Stay on
budget! And no longer attract

attention.

\/



Leadership identity?

0

))

ANy guesses about the
leadership’s identity? Anyone?

\/






Historical assumptions that explain the
structure

* High degree of stability across most IT process

* Very stable business processes as well

« Yesterday's weather applies for today and tomorrow
« Speed of change is irrelevant

« Low degree of automation is acceptable

* Training and development Not required

o
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Foresight and initiative were not expected
from central IT.
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Overall structure summary

« Very common to many other enterprise central IT
departments

* A consequence of increasing computerization of accounting

« Bread and butter IT for headqguarters' administration ano
accounting

* Structure and identity in alighment with task and
expectations
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V)

Winds of Change

A top-down initiated ripple effect



The challenge of professional services businesses.

Enterprise Services Planning (ESP) curriculum!
David Anderson
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Two causes of the ripple effect



Automation? Digitalization? AI? Blockchain?j\ ’

N\

We get all the hard questions régarding our own
plans. We also feel there’s a huge opportunity.
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The board’s gut feeling

« Current administration and accounting processes unfit
 Either too slow to adapt to new requirements (subsidiaries)
* Or incapable to administer new business process at all
« Seen as being expensive (cost center)

« But today’s technology could increase our automation level

* ENnd-2-End automated accounting processes could reduce
our accounting costs by orders of magnitude (efficiency)

 We see huge potential in increased speed of automation!
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Epiphany

))

Our good old "Remain as you are”
'T organization needs to change
and speed up automation by an
order of magnitude!

\/
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What’s going on?

What do you want from me?
-— ~-—

Why am | challenged?



Enter a new board member

« PND in economics
« Years of experience in eCommerce

« Agile Software Development identity (Scrum)

0
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Stability doesn’t like disruption!

Michael Godeck, KGS 2022



An inconvenient truth

0

))

T the top hierarchy doesn’t get
any answers inside, they seek
answers outside, bypassing
existing internal structures!

\/
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Summary so far

 Traditional central accounting IT setup

« Very common challenges of digitalization

« Board and a new board member face reality
« Seek answers from IT leadership

e Fall flat

« Start working around existing I'T leadership

o
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So, it begins

The road to hell is paved with good intentions!

29






Understanding Agile

No bad intentions but a genuine belief (unknown unknowns)

Agile? Scrum Agility!

(a bunch of methods) (works in eCommerce) (Install Scrum)

)
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Hire an Agility, Digital
Transformation Rock
Star consulting company

(A Scrum shop)

o
pecific topic ocus
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How did

“The people” react?
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Rejection reaction towards the consulting company






What happened? What went wrong?

Implementation
errors

Fatal errors

V)
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Implementation errors

* DO as | do training
* Experience Agile through a shadow structure

« Poor concept for teaching or training
“Work the mindset” obsession

V)
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A concept for implementing Agile

V)

))

We demo
US + apbso

replicate (i

nstrate. They watch
0. And then they

Mitate). Donel
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#1 The “Do as | do” training technique*

« A training technigue for dogs

* Dogs first learn to copy a
human (master) performing
familiar behavior given a cue
‘Do it?

e Then they can learn to copy
new behavior

* Originally introduced by Claudia Fuggazza

o
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Growing Agile zombies

0

))

We had iterations, dailies,

retrospectives without understanding

why. That's how we worked because
we thought this is how we were
supposed to be working.

\/
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#2 Experience Agile through a shadow
structure

« “Agile is about focus”

e et’'s implement focus weeks (play Scrum)
* Pick a topic of significant importance
« Create a temporary cross functional focus team for two weeks
« Assign the service requestor to that team fulltime (PO idea)

« NO demand or capapility analysis done!
* IMmposed structure on top of daily business

o
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How am |

supposed to
cope with daily
business now?

From 8 am to 10 am?




#3 Poor concept for teaching or training

* Focus on evangelizing and story telling (show off)
| will tell you all there is and all that could work!
* | see a bright future for you!

» Lack of a proper concept how to teach (except Scrum Master)
« NO curriculum
* NO learning objectives
« No training plan

e Transformation team as a multiplier (Do as I do)
* Train three people as Scrum Masters
« | et them train/teach/implement/enforce the rest
« Magic will happen (profit)

o
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We strongly
believe!

If only ... they could adapt
our Agile beliefs; then they
would behave accordingly!
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Fatal Errors

* [gnored the context
* [gnored the people
« Continued anyway!

V)
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Does this look like a typical Scrum context to
you?



#1 Ignored the context

* NO attempts have been made to understand the context
* NO attempts have been made to identify the problem

 Tried to implement “Scrum by the book” in disregard of
existing processes or structures

* This had a disruptive effect on
« Work
« People (sociology)

V)

50



@ Largely inhomogeneous demand

|

-
r @ Many ad-hoc requests & changing priorities

' . ‘ @ Little predictability (plannability) of demand
Ed

@ Largely internal shared services




#2 Ignored the people

* In principle, people were not blindly resisting

* On the contrary, most were curious and open

« Agile has been finding its way into some departments
« SOMe have made own attempts to be more “Agile”

« Some have paid for their own trainings and education

0
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This is
utter
nonsense!

Give us
something
with
efficacy

Scrum by the
book doesn’t
work here!



))

The people had a genuine
pelief that it was the wrong
thing to dol

\/



Saw it was not working Didn’t stop!




Foole Needed

trickster face
\

Trusted the Rock Star Vicious Cyd%
consultants Escalating Commitment




1. Drove "The people” mad

2. Did not achieve significant results

3. Added a bitter taste to “Agile”
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Summary so far

 Traditional central accounting IT setup

« Very common challenges of digitalization

« Board and a new board member face reality
« Seek answers from IT leadership

o Fall flat!

« Start working around existing I'T leadership
 Fall flat!

o
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A new hope

Change of leadership and change of method

59
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Change of IT leadership

e A new head of central IT was hired

« Substantial experience in IT management
« Substantial experience with Agility

« Break with the past: IT background and identity

61









0

Full stop! Back to zero.
And relax!

e Shift of focus from methods to IT know-how™*

 New Mission
High speed automation of existing business processes
High speed adaptability to new business processes
Get rid of technical debt
Just do freaking good IT!

* for a few weeks
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~ No judgement! In that context, you did good.

But forget everything you did. No more Scrum!

We are going to use Kanban now!

And Kanban means “Start where you are!”

e
+

----.



Scaling Strategy of the new IT head

(David’s keynote)

« Build trust with the staff and stakenholders
 Build solid IT and management capapility

« Encourage collaboration and cooperation among the services
* The big barn:

* Full scale end-to-end automation of business processes

« Work yourself out of the job

« Improve management skills of staff
e Automate!l Automate!l Automatel

o
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Engagement Plan

Focus on learning, sustainability and balance



Implementation journey

Teaching how to fish!

Support
~ T~ -~ —‘ start

TKP for ‘ S 7 h
the teams Design \ /
' Workshops ‘ !
l l :

[ lAgreements 6 Cadences
]
[
]

Direct [ and

reports KSD Tool setup | cadences leaders
training (board
access) | Digital

the- ‘
I
I
l
/

\ Board /
Increase

/ /
S -~ _‘ maturity

-’
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Starting point: PMO

e Great energy

« Start with Project Portfolio board by PMO who were in the
orocess of “‘gathering” all projects anyways

« Felt natural to morph the Excel into a board

e Cadences up and running. Base is set, now PMO can increase
focus on governance,

 Signals that things also change “from above”, relieving
teams form ”projects” that strike like lightening

o
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Show me yours | show you mine

* Three new systems (boards) in Swiftkanban in 3 days!

e Teams curious about what other teams have done, and how
the PMO is working

e [ransparency
« PPM board readable to all

« A certain sense of competitiveness
* How did they do it?
« Our board will be cooler!

ﬁ 71
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Episode i

... To be continued



LeanKanban

A
E

Home of the Kanban Method
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