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Prior to
2002 2002-2007 2007-2011 2011-2019

Financial  Scale mortgage Leading Wells Fargo Bringing agile to rigid
Software  operations & tech & process through  “waterfall” US Bank.
Prod Mgt, software; Wells mortgage crisis Revamp branch &

Proj Mgt,; Fargo CORE Failure consumer lending
CTO technology incl. digital

Agile Lean operations Building & Leadership, values &
beforeit (LEl); Adopt Agile & transforming teams to principles: “post-agile.”
had a Scrum; Lean Product delivery quickly and Scrum <> agile!

name Dev (U of Michigan) well (be lean & agile)

Message What is lean & agile How do we transform?  How do we sustain?

Use what ?
works! & why do we do it?
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Goal of Today’s Discussion

We know that focusing

on people and But what does that
interactions is more really mean? How can

valuable than process we operationalize that?
and tools...
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Manifesto for Agile Software Development

We are uncovering better ways of developing
software by doing 1t and helping others do it.
Through this work we have come to value:

Individuals and interactions over processes and tools

Working software over comprehensive documentation
Customer collaboration over contract negotiation
Responding to change over following a plan

That 1s, while there i1s value 1n the items on
the right, we value the items on the left more.




Lots of Productive Focus on Process

SAFe® for Lean Enterprises 5.0
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Comic Agilé —

So, hows it going with your SAFe journey?

I think its pretty simple; depending on
your configuration of SAFe, you have
Okay, but I am a bit confused with Epics, Capabilities, Features and Stories.

the work breakdown hierarchy.
But there are also different levels

of Enablers, right? And some
backlog items have hypotheses while
others have Acceptance Criteria -
and don't forget the NFRs!

I just think its unnecessarily complex.

Actually, theres a SAFe
Requirement Model that presents
an easily understandable overview.
Here, give me a hand and have a

www.comicagile.net Created by Luxshan Ratnaravi & Mikkel Noe-Nygaard
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Creating & Sustaining Agility: Responsibilities of Organizational Leaders

Alignment Efficiency

Making good decisions Heads in game and Respect for people’s time
moving together

* Balance “Agile” and
Right talent, experience, Right involvement “Planful” management

skills, and roles Information available Frameworks to provide

Team composition Input enabled context

Options considered Value consensus Extensive prep for

Evidence for Decisions meetings

Someone to decide
Tools and techniques




Manufacturing-Like
Repetitive,
predictable,
stable; execution

focus

New Product
Development-Like
Novel,
unpredictable;
learning focus




Introducing Pacifica Bank
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Photo from https://www.raconteur.net/business-innovation/future-workplace-2018/design-successful-work-space



Doing the digital /agile
transformation!

e

business

Built out line to go

backlog and
technical

architecture
(including

public cloud)

Designated a
talented,
experienced
product
manager

Found value
consultants, - to deliver:
bought tools, hedging

and built services for
joint team smaller firms



Do planning poker.
Assign story points.
Then allocate the
Dbacklog to the sprintsl

| understand the
mechanics, and want
to try to be agile. But..
What???11???




The architecture isn’t fleshed out to design level, so Fibonacci estimates for
many items seem impossible and useless.

Q22019
n1? | Febl? | Marl?  Apri9 | Jur

— Without detailed designs and estimates, the team doesn’t understand
— how it can commit to a delivery date.
|

User Stories

The scrum approach being taught assumes the user story is the unit of

m development and needs to be done within a single 2-week sprint.

How would this work with several different departments, systems, and
companies involved?

The key vendor partner is not deeply involved in the core project team, and
the details of their involvement is uncertain.




Focus first on people, ensure
team has expertise & teamwork
it needs

Leadership: Focus on Rigor,
Alignment, & Efficiency

Pacifica sponsor, collaborating with CIO &
Consultancy, bring trusted delivery
executive in as consultant to help team

Consultant helps structure “extraordinarily &
well-prepared meeting” for team

Team agrees it needs more work on
technical design & plan. On to business
process / technical architecture simulation!




Alignment



If a meeting doesn’t best
support our leadership
goals of

Rigor, Alignment,
Efficiency

Use a different
mechanism!
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The Business
Process /
Technical

Architecture

Room Setup

(Pre-
pandemic)

Architecture Diagram Wall




PacificaBank

Integration
Bus

CurrXMaster ]

.com

/" Customer’s

1l Accounting
System Or

1| Pacifica Input

\_  Sheet

Scenarios:

1.

2.

Personal customer, in Japan,
receiving dollars, hedging
Business customer,
California, selling to China,
yen, no hedge

Prepare:
Get architecture on big

wall
Arrange room to
encourage interation

Conduct:
First architecture, then
business processes
Audience participation
Make it physical
Make it human
Have fun!

Rigor, Alignment,
Efficiency



Improve
Connections

Manifesto for Agile Software Development

Individuals &
Interactions over
Processes & Tools




Fit Roles to People
and Context, Not
Just People to
Methodology-
Defined Roles

Scrum Roles: A different way of thinking, a better way to drive success

Scrum roles differ from traditional project roles.
By collaborating, a Scrum team delivers more business value, faster.

Product Owner
The Holder of Product Value

Determines what needs to be
done and sets the priorities to
deliver the highest value

ScrumMasters
The Servant Leader
Protecting the

Scrum process and
preventing distractions

i

Development

Team
The Self-Organizing
Group

Takes on and
determines how to
deliver chunks of work
in frequent increments

L Scrum
* :Alliance’




~

Drawn from Toyota product
development

e Compare to tech lead

Senior, connected,
respected

e Few direct reports, but
overall technical delivery
leader

e Often speaks for team
externally

e Core team asked for this B
role to help coordinate test
planning & execution
across teams

¢ Focus on test
environments, data, defect
management

e With tech project manager,
leads integrating events

e Reports to Chief Engineer

e Helps coordinate cross-
team schedules and issue
resolutions

e Manages financials

e Connect to peripheral tech
groups

e Tech and organizationally
savvy

Technical Project
Manager




Build projects around
motivated individuals.
Give them the environment
and support they need,

and trust them to get the job

Love the emphasis on
our team, but we
could really use some
more regular
structure, help, and
governance.




Structure People & Interactions
for Rigor, Alignment, & Efficiency
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Sai Kapoor, Business Line Owner
Heather Gilliam, Int.CIO
Raj Arum, Online/Mobile CIO

Governance

Arun Lagadapati, Asian Sales & Mkt.
Rheinhard Schwarz, CurrXSVP  Amanda Melifoury, Legal/Compliance

Melanie Strom, D&G Butch Phillips, Credit/ Risk

Manuel Gomez, Finance

manage

Optional Demos; Focus Demos; Weekly
Status Reports; Bi-Weekly Meeting;
Informal Updates By Direct Reports

Leadership Team
Sara (Product), Gary (CE), Judy (CX/UX), Pam (Scrum), Herb (PM),

Jackson (Coach)

¥

\

‘Silo”
Management

Pam & Herb manage LT; Daily
standup in Studio; other TBD

Lillian Yang & Kayla & Dexter &
David Ivan Damlen Megan
/f\ [N\ N\ D
Dot Com |ntegrat|on MyHedge CurrX Testing Change Mgt
Mgr: Kayla PM: 1) Mgr: Damien o

Scrum: Nawaz Scrum: Al Scrum: Cindy Arches Disiia BT Egs CTraxln_lng.Y.v:_r:lne
Product: Geoff Arch:Yéng Arch: David Product: Ivan Test Data: Joe c(>:mp 1ance. t! a.ry

CX/UX: Jill Dev- Friya Product: Sara CX/UX: Judy Automation: Nikki omTA“”'CB JOn:

Dev: Lillian Test: Priva CX/UX: Judy Dev: Vivian Defect Mgt: Ash | paeean

; - Deploy: Priya — . - Finance: Chris

IEsERae Dev: Vivian Test: Jamie Performance: Greg KA Py

Deploy: Lillian Test: Jamie Deploy: Franco arketing: David Z.
Deploy: Franco

Studio; Jira; Demos; Integrating Events; Weekly Status Reports; Tech Project Plan; Tech “Standup”

Sara & Gary

Governance




Four Team Types Three Interaction Modes

Stream-aligned
team

Collaboration

QIO

subsystem team X-as-a-Service

Enabling team

] Platform team q)

Facilitating

Figure 0.1: The Four Team Types and Three Interaction Modes

Investment
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Tech
Architecture

Minimize
Dependencies

Product
Strategy

Customer
Segment

Ownership &
Autonomy

Team Size

Business Lines

Efficiency










The
Responsibility-
EN

Planning
Meeting (Pre-
pandemic)

Timeline on wall




Integrating
Events

Data Map
& Load

PacificaBank.
com

Integration
Bus

MyHedge

CurrXMaster

Testing

Change
Management







100% = Total Confidence

80% = Reasonably Assured

@ racificaBank.com
. Integration Bus
Q MyHedge

() currx

‘ Testing

A Good Shot at It

If All Goes Well

) Change Management
A Hope, but Not Likely :

Takes a Miracle

Check For

Alignment

PacificaBank.com

Integration Bus
MyHedge

CurrX

Testing

Change Management

0% Reasonably Assured
80% Reasonably Assured
60% A Good Shot At It
40% If All Goes Well
80% Reasonably Assured

80% Reasonably Assured

80% Reasonably Assured

Team High Vote
100% Total Confidence
100% Total Confidence

80% Reasonably Assured
60% A Good Shot At It
80% Reasonably Assured

100% Total Confidence

100% Total Confidence

Team Low Vote
60% A Good Shot at It
40% If All Goes Well
20% A Hope But Not Likely
20% A Hope But Not Likely
60% A Good Shot At It

60% A Good Shot at It

20% A Hope But Not Likely




Integrating
Event

LOS Fintech

Investor

Other

April 7:
Initial
connectivity

Install LOS changes
Integration bus

+ Web
+  Security

New
fields &
trans

GSE
connect

Fintech
connect

¥

May 10:

Take app, get
DDA data

Integration bus
Web

. DDA
Nothing detail to

new GSE

¥

June 7;
Initial
Decision

Install LOS Changes
Integration bus
Image system

Rules,
fields,
trans

Doc
vendor

¥

July 6:
Code
Complete

Install LOS Changes
Integration bus
Image system

New
fields,
flows,
trans

Rules,
fields,
trans

Doc
vendor




“U.S. Bank is the first lender to go to market with
technology which can validate both income and assets
Home / News / U.S. Bank revolutionizes home borrowing experience and evaluate CredItWOI’thIneSS a.t the t|me the mortgage
application is submitted.”

U 'S ) Ban k “With the home equity offerings, U.S. Bank is the first
revol ution izes home large bank to provide homeowners the simplified

experience of digitally syncing their home equity

borrowi ng expe rience application with other trusted third-party sources of
digital information such as online tax preparation and
payroll platforms.”

MAY 15, 2019 | GET MORE : FUTURE OF BANKING

“The digital tools come with access to the same
experienced staff, attractive rates and commitment to
security that customers have come to expect from the
nation’s fifth-largest bank.”

“Any of the applications can be completed on a mobile
device, tablet or desktop computer. It takes about 15
minutes to complete a home equity application and 30
minutes for a mortgage application. The simplified
applications allow borrowers to upload any required
documents, track application status and electronically

Share Aricle. £3Y [ sign disclosures through a single, secure digital hub.
Lending decisions made within minutes on many home “U.S. Bank worked with San Francisco-based Blend
mortgages and home equity applications. Labs Inc., a fintech software company, on the home

mortgage and home equity enhancement.”






Pacifica’s Partner Finds a Problem

CPU Consumption

Smaller businesses have simpler
but more numerous hedge sets
to manage

The architecture doesn’t handle
this well

No easy fix; need to make a
significant change in deployment
strategy, can’t get done until
product release six months out.
What should the team do about
its plan?

Now is when the focus on people
and interactions should pay off
most: handling a major problem!




Toyota’s A3 Framework: Bringing Rigor,
Alignment, & Efficiency




Project Name

Team: Starnt Date: TARGETS [Desired Situation)

Team Leader: Consultant: Target Results

PROBLEMINEED
BACKGROUND

CURRENT SITUATION

ROOT CAUSES

Materials Process/Methods

Wiy?

A |

ction Future Action

Machines

REFLECTIONS




"Nemawashi"

REIL

Ne = "Roots"  Mawashi = "Around"

o

Behind-the-Scenes of the
Nemawashi Process

Understanding Cultivating Group "Buy-In"
- Intensive Discussion Sounding-Out Opinions




Pacifica Bank MyHedge Program: CurrX Performance Issue

Problem Description

A5 number of hedge sets
grows CPU consumption on

base Curr¥ rises

Thisisanarchitecturalissue
ickly

we cannot fix qu

quickhy

CPU Consumption

Options

1.  Delay pilot until reengineering complete

L

Extended low-volume pilot while reengineering

3.  Add hardware capacity to enable more volume while

reengineering

As number of h

Current State

edge sets

grows CPU consumption on
base Curr¥ rises quickhy

Thisisanarchitecturalissue

we cannot fix
quickly

The fixisto
completely
separate
MyHedge at
runtime

TradeX
estimates code
complete on
this not until
end of Q1

MyHedge Evaluator

MyHedge Memory
blatrix

Cogpries
Of CureX
Base Functions

Currk Hedge Evaluator

Currk Memory Matrix

Curr¥ Main Data Stone

CurrX Hedge Evaluator
e A

I )

Currk Memory Matrix

Analysis of Options

Pilot Full Volume
Option| Pilot Begins | Customers Enabled Expense Add
1 Mext April | Unlimited | Next April 5400k
p) Movember ~10 Mext June 5800k
3 Movember ~ 50 Mext June 51.2m
. Expense estimates are plusor = Delay infull valumein
minus 5100k options 2 and 3 is dueto
need to supporttemporary
. Customer estimates are pilot
approximate for planning
purposes

b A

Decision / Next Steps
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