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Preface
The working style of the digital age: Agile

The world is changing. Our industry is changing. Business
models are changing. Therefore, like any other company, it

was inevitable that we also change in this rapidly-changing
environment. In order to respond to customer expectations in
a faster and more innovative manner, we had to simplify our
organizational model in order to transform into a more agile
structure. The way to achieve end-to-end customer satisfaction
was to adopt Agile, the way of working in the digital age.

Our journey to Agile started with these necessities. Today, we
focus more on working together to achieve our digitalization
goal, and we use the Agile approach extensively, particularly in
our development processes. With this approach, with which our
organization aims to gain speed, flexibility, and efficiency, we
prioritize digital fields and strengthen our services and presence
in these fields.

Agile supports cooperation and is based on being lean, fast,
quick on your feet, and flexible. It makes it possible to place
more focus on customer experience, respond more quickly to
market dynamics, and make the most of digital technologies.
Thanks to Agile, we continue to achieve significant increases

in efficiency, capacity building, performance of launch dates,
quality indicators, and the speed of preparation and delivery of
a product. Agile has allowed us to focus on improving customer
experience, and we have strengthened our team by working
with colleagues who strive for this purpose only.

Now it's time to share our journey with the business world
because we believe that information is more meaningful when
it is shared. This book narrates our experiences, feelings, and
lessons learned along the way. We have explained it all in detail
for you, our valuable readers, and are delighted to tell our story.

Undoubtedly, our Agile journey is not over, as we will continue
to have more to learn and share.

Colman Deegan
CEO
Vodafone Tiirkiye
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Preface

Can alarge institution abandon its old habits in order to become
Agile? And if so, what is required to achieve this? What is it to be
Agile in the first place?

For us, Agile, in its simplest form, means being able to renew
oneself. Alvin Toffler, the famous futurist, once said that “the
iLliterate of the 21st century will not be those who cannot read
and write, but those who cannot learn, unlearn, and relearn”.
With these words, spoken around 50 years ago, he described
today’s new Agile world.

Vodafone Turkey continues its Agile journey along which it has
been continuously renewing itself over the last seven years.
We are delighted to have been part of this journey from the
very beginning. The trial and re-learning process associated
with Agility is a major point of focus for Vodafone Turkey. We
continue our efforts in our goal to make this culture the DNA
of the company, and it is promising to see that we have come a
long way over the past seven years.

We want this book to outline our achievements, mistakes, and
lessons that we have experienced along this journey of renewal,
as well as to trigger learning through shared experience. As an
Agile book that might later renew itself in accordance with the
spirit of the content, this book aims to explain the very process
of renewal. It is the first output of our Agile transformation
journey, and with this first output, we aim to share the real-life
experiences and emotions of the employees of Vodafone
Turkey.

Along its adventure, we hope that our book shall continue to
grow with the addition of new content based on comments
from our readers, and we aim to soon update the book by
adding new chapters.

We look forward to hearing your inspiring journeys of
transformation.

Mehmet Yitmen
Managing Partner
ACM
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Vodafone Turkey’s Agile Journey

Stage One: Pilot (2013 -2014)

® |nDecember of 2013, our IT team
performed our first pilot.

® |n the first pilot, we formed an Agile
team consisting of six people.

® Although this study mostly focused
on teamwork and transparency, the
speed of meeting customer demands
within the scope of the pilot increased
threefold after only three months of
work (for example, a task previously
completed in 120 days was then
completed in 40).

Stage Two: Scaling (2014 - 2018)

In February of 2014, we established new
Agile IT teams to disseminate the success of
the pilot project.

We also used Agile practices for other

technology products and services.

Within two years, we disseminated the

following Agile practices:

O  We established an organizational unit
dedicated to Aqile delivery in IT. This
unit has grown over time with additional
scope.

O Using Agile practices, we delivered all
non-large-scale requests received by IT,
consisting of approximately 75% of all IT
projects in 2016.

O We also introduced commercial teams
to the Agile way of working, thus
participating in more projects.

O  We ensured that Agile practices were
disseminated to non-IT technology
units (such as Network Operations and
Network Planning).

0 We completed this stage with over 200
people and over 30 Agile teams.

As a result of our initiatives, Vodafone Turkey

was selected as a centre of excellence

and began to provide coaching services

to Vodafone Group companies in other

countries.

During the scaling stage, we achieved the

following:

0 Collaboration between IT and
commercial functions was improved.

0 Time to market was shortened, and
product quality and productivity
increased.

O Team spirit improved, and teamwork was
extended throughout the company.

O Rapid results were obtained in new
digital working areas.

After completing the scaling stage, we

conducted a survey for commercial

functions to assess the Agile way of working.

Their total satisfaction score of 4.2 out of 5

indicated the success of this scaling phase.

Vodafone Turkey Agile Journey 13



Stage Three: Cultural Transformation and
the Adoption of the Agile Way of Working
(2016 - present)

Since November of 2016, we have
launched many initiatives to ensure cultural
transformation.

One of the most important steps in this
process was to begin using Agile practices
in the non-technology functions of the
company.

We have provided Agile training to
employees throughout the company.

We have organized short sessions designed

to introduce Agile’s benefits to the company.

During this process, we were introduced to

the new concept of Design Thinking.

0 During the process of generating and
developing new ideas, we organized
workshops with company employees in
order to benefit from this practice.

O Through Agile practice, we aimed
to identify the innovative services,
processes, and products that are
required by the customer.

As of 2018, we began focusing on digital

areas within commercial functions and

established our first Tribe structure.

0 We formed Agile teams working in areas
of digital customer value management,
digital marketing, and digital sales.

0 We prioritized work that would meet the
needs of our customers by relying on
data rather than predictions.

O Thanks to the Agile approach launched
in our commercial business unit,
we achieved a threefold increase in
speed of delivery, a twofold increase
in productivity, a two-and-a-half-fold
increase in capacity development, a
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threefold increase in performance of

launch dates, and a fivefold increase

in quality indicators, all within the first

period.
In 2019, we expanded our scope and
transformed almost all Commercial Business
Units into Agile-practicing units. We
established Agile teams containing people
from different functions in digital channel
management, new product development,
customer base management, and
technology fields.
In order to introduce Agile practices to
more employees and departments at the
organizational level, the Internal Agile Coach
Development Program was launched in
early 2019. For the first time in the history of
Vodafone Turkey, an Agile Coach team was
formed from applicants who underwent an
evaluation and selection process designed
specifically for the position.
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Why Agile?

Today, the issue of sustainability stands out as
the greatest motivation for companies to engage
in Agile transformation efforts. The lifespan of
companies have been shortened. Over the past
decade, the list of top companies has changed
almost entirely. Global giants worth billions of
dollars have been rapidly disappearing. How

can one sustain one’s company in a democratic
market in which one may be competing with
two or three people working from a garage?
These new, harsh, competitive conditions have
caused many companies to undergo dramatic
transformations. Such companies must adapt to
new market conditions that are rapidly changing
in a more agile way. Organizations are changing
radically as vertical structures transform into
horizontal ones.

Vodafone Turkey has launched a comprehensi-
ve transformation program operating under

the motto: "We Are Digital, We are the Future.”
Consisting of digital products, robotic processes,
digital partnerships, and cultural transforma-
tion, we aim to be a faster, simpler, and more
agile company that, in the eyes of both our
employees and customers, is ready for the digital
future. With the goal of cultural transformation in
mind, we have primarily focused on an Agile way
of working. Using this approach, with which we
aim to gain organizational speed, flexibility, and
productivity, we want to prioritize digital fields,
strengthening our services and presence in the
market.

Within our company'’s Agile structure, teams
consisting of 8-12 people with different
specialities work together for the same purpose
and in a non-hierarchical order. Working to

Onx
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Best Customer Experience and
Radical Simplification

©—0

Robotic Process Digital Assets,
Automation Products, &
Channels

=

Digital Partnerships

achieve their business goals by constantly
improving their products and processes

within their autonomous structures, these
teams contain different profiles, from software
development specialists to brand managers. In
addition to taking responsibility within their own
field of expertise, the individuals who make up
the teams also strive to take responsibility for
tasks related to different specialities in order

to achieve their goals. These teams, called
“Squads,” take end-to-end responsibility for
their own objectives; that is, they have their
own authority, equipment, and budget. They
can therefore make and implement decisions
quickly, as the impediments of bureaucracy are
removed as much as possible. And since the
teams adopt a self-sufficient and self-managing
structure instead of a superior-subordinate
one, they are able to make better decisions

and offer more productive solutions by working
together. With the goals of producing small
outputs that add value for the customer within
shorter periods and quickly detecting and fixing
any errors, they act with the speed and agility
required by our age. The Agile way of working,

Cultural Transformation
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which ensures being solution-oriented and
motivating individuals, allows our teammates
to take more initiative and support their own
development.

In this sense, we continue to see the many

benefits of the Agile way of working. To highlight:

® The Agile way of working drives a high
level of collaboration. It combines all
the necessary functions of a service
development process, providing flexibility
and speed to teams while eliminating silos.

® Based on flexibility and quick decision-ma-
king, this system allows us to develop digital
products and services that focus on the real
needs of our customers and create added
value.

® The Agile system makes it possible to place
more focus on customer experience, quickly
respond to changing market dynamics, and
make the most of digital technologies.

® The Agile way of working adopts a
very transparent structure of setting
goals, tracking results, monitoring work
performance, and sharing workloads.
Interdepartmental conflicts such as “you do
this, I do not” or "I do that, you do not” are
removed completely. Everyone knows why
a task is being performed, or if it cannot be
performed, where the deficiency is.

® New roles and rituals bring focused
discipline and trigger productivity.

The improvements we have
mentioned above are also
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reflected in our figures. With this
“Agile” approach launched in our
commercial business unit, we have
achieved a threefold increase in
delivery speed, a twofold increase in
productivity, a two-and-a-half-fold
increase in capacity development, a
threefold increase in performance of
launch dates, and a fivefold increase
in quality indicators, all within the
first period.

We have achieved acceleration within the

new structure by first slowing down and then
increasing our productivity. Within our previous
structure, marketing teams worked late hours
and produced a large number of projects.
However, because the realization of most
projects depends on IT, the ideas and projects
from many different departments were poured
down on them, and since IT had limited capacity
and acted unavoidably as a bottleneck, this
large number of projects progressed with great
difficulty.

So was it really necessary to come up with

so many ideas and try to realize them? As

the number of ideas we could not implement
increased, thereby increasing tension on the
system, we realized that system was inefficient.
As a result, we have become agile by uniting our
teams and beginning to adjust our production
speed as per development speed. In other words,
we have deliberately slowed the organization.
However, this slowdown does not mean that our
outcome has decreased. On the contrary, our
total productivity has increased. We focus on
producing the most accurate value within the
same timeframe by aligning the organization



and ensuring synchronization. Thus, we have
achieved an organization in which the vast
majority of employees do not have to work
overtime and are therefore happier and more
productive.

“We are all going through an evolution. It was a
shame to get off work at 8:00 pm when | began
working in business. It was an established habit
to stay up late. People even felt bad when they
got off early. But we all are changing. Now,
everybody leaves work by 5:00 pm. In addition,
everyone works wherever she/he wants, at
home or in a café. When you think about it, these
are all big changes. In such an environment, it is
not possible to track people as we used to. And it
is not important what people do. All we consider
is the outcome of the work. If there is outcome,
that is the value for the business, meaning we
are on the right track. If there is no outcome, it
makes no difference if we work until five in the
morning. It's even worse. ”

Our New Agile
Structure

Today, with our Agile structure in Core IT" and
our five Tribes in the commercial business

unit, we have shifted to a fully customer
experience-oriented way of working. Our Tribes
are as follows:

® Acquisition Tribe (Acquisition of New
Customers): This Tribe is responsible for
new customer acquisitions and offers our
customers the most interactive digital
products.

® Base Growth Tribe (Base Customer
Growth): Responsible for increasing base
and value, with more customer interaction.

® Digital Assets Tribe (Digital Assets):
This Tribe provides the best digital channel
experience for our customers.

® Care Tribe (Customer Care Services):

This Tribe offers customer service with
specialized and data-based technologies.

® Digital Experience Engineering Tribe
(Digital Competence): This Tribe develops
new capabilities to improve customer
experience.

A Tribe is a community with common values,
gathered around a specific purpose and
operating in a certain order. Here, “purpose”
means the purpose of existence for that Tribe.
For example, the Acquisition Tribe exists to
create products with a digital experience that
our customers love. Every Squad inside this Tribe
is built around this purpose. For example, while
one Squad in the Acquisition Tribe focuses on
perfecting the post-paid customer experience,
another Squad focuses on the smart phone
experience.

Our previous structure in the commercial
business unit was a classic structure based on
functions. We have transformed this structure
into Tribes by considering the experience

and journey of our customers. We have also
evaluated alternative structures oriented at
products or segments. There are several reasons
why we established a structure that follows

the steps of the customer’s journey. First, we
wanted to create Squads that specialize in and
perfect every step of the customer’s journey in
a harmony with each other. Secondly, we acted
in line with the fact that every phase in the
customer’s journey has different dynamics. The
Acquisition Tribe’s goal is to bring customers to
Vodafone. They follow market dynamics closely
and design attractive campaigns and product
experiences. Another Tribe is responsible for the
life cycle of Vodafone’s existing customers. They
examine the data received from our customers
and strive to deliver products and services to
them when needed, according to the different
requirements of each subscriber. Finally, each
Tribe uses different digital technologies. While
we use performance marketing technologies

Core IT: This is the name we call to the IT teams other than the Tribes within the organization of Vodafone Turkey.
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to attract customers, we also create analytical
models to increase the loyalty of our subscribers.

In sum, when we have evaluated the above
factors, we decided to use what we learned from
our subscribers’ journey and experience.

We initially worked on our new structure with

a group of Executive Board members, Human
Resources, Tribe Leads, and consultants who are
Agile experts. The task of this team was to design
the first build. Of course, not everything went

as planned. In fact, it didn’t have to, since the
structure changes and evolves over time in line
with the changing needs and market conditions.

After designing the Tribes in line with the
customer’s journey, it was the Squads’ turn.

Each Tribe Lead determined the interior details
of their own Tribe with the support of the team
that designed the general structure. Squads
were created in line with several key elements.
The first element was to include all the expertise

Our Function Based on the Old Structure

Commercial
Business Unit

Customer
Relations
Management

Customer

Product Operations

Marketing Pricing

Crossing responsibilities.

Individual superheroes do everything]s ciktilarini yavaslatan
Bureaucracy and dependency slow business out comes.
'Predictive' approach - waterfall methodology
'Business designs - Technology providers' approach.

Quick and advanced >
business outcomes

2Adaptation to Work

and skills required to achieve each Squad’s
purpose. The second element was to ensure
that all individuals clearly understand their
Squads’ purpose. It was generally believed

that this awareness would automatically bring
responsibility. As the Tribes were made up of
different Squads, it was necessary to identify the
boundaries and grey areas between Squads, to
be aware of the general policies to be followed,
and to describe where they could get support
when needed.

We are currently working with more than 50
Squads in all of our Tribes. Every Squad has very
clear goals, and we try to include? all of the
competencies that the teams need to achieve
these goals. Based on the competence required
for the team (such as commercial competence,
marketing, product, sales, testing, or software
development) colleagues with that particular
competence are included. Our Agile Coaches
support the teams for proper and effective
operation of this structure.

Our Customer Journey Based on the
New Commercial Business Unit

Clear allocation of responsibilities.
Teamwork and collaboration.
Quicker and advanced business outcomes.
Adaptable approach - 'Test and learn."
Customer-oriented design.
Miisteri odakli tasarim.
Business and technology together-collaboration and transparency.

Higher loyalty and
employee satisfaction

Itis not enough to ensure the adaptation of people to the new way of working only through training. We have taken actions to adapt many persons, from management
team to Tribe Leads, Chapter Leads to Scrum Masters, to their new roles. We have established special competence development programs for these roles. We have
determined the directions of their skill development as a result of the one-to-one interviews we have held with the roles. It is still a subject that is under our focus to

bring our team mates to the point they should achieve, both mentally and culturally.
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Supporting Specializations

One of the important parts of Agile Transforma-
tion is expertise. It is important to provide

the competencies required by the Squads,
particularly while Squads are being established.
Otherwise, it is very difficult to achieve
autonomy and subsequent success. At this
stage, we began our journey not by starting
with people but rather by focusing on the
competencies required for the goals of the
each Squad. Some of these competencies

were already available in our organization

(e.g., marketing and software development).
Therefore, it was not difficult to match our
employees who had these competencies with
their particular roles. On the other hand, it was
clear that some missing or rare competencies in
our organization, such as UX (User Experience)
or DevOps, were required, too. Therefore, we
faced a serious recruitment process for these
necessary competencies. Unfortunately, these
competencies are usually not easy to find. Thus,
we were confronted with two challenges—how
to obtain these rare skills in various ways, and
how to know if the recruits we found had the
necessary expertise. These two challenges led
us to different approaches in our employer
branding and recruitment processes.

For example, by organizing a Designathon
contest in May 2019, we met with people from
different regions of Turkey experienced in the
design of services and products. We believe that
such competitions are effective in terms of both
attracting applicants and creating applicant
pools. Also, we structured our internship
programs according to the competencies

and roles we required. Last year, we added a
“Future Professions Internship Program” that
aligned with our "Women in Sales Function” and
“Women in Technology” internship programs,

both of which were designed to increase the
number of female employees in the fields of
Technology and Sales. We positioned all of this
program’s trainees in digital roles and Squads,
before including them in our “Discover Young
Talent Program” after graduation. In 2019, 65%
of students who completed internships in these
programs decided to continue their careers in
Vodafone by joining our new graduates program.
We also changed our approach to recruitment
processes. In our Evaluation Center processes,
for example, besides the assessment of social
skills, we began to use technical cases designed
to measure level of expertise in the relevant
field.



Our General Operation

Above all, each Squad determines their own

Agile practices and work rhythm, based on the
product or product experience they are working
on. Our entire structure is built on this basis. At

the Squad level, we try to practice all rituals that
are indispensable for the Agile way of working and
support this structure with both Scrum Masters and
Agile Coaches.

We began building communities for specific
Squad roles. For example, we have communities
for Scrum Masters, Product Owners, and Data
Specialists. These communities allow friends to
share information and spread good practices with
colleagues working in similar fields. We attach
great importance to these communities, as they
trigger learning and development.

Another structure related to learning and
development consists of Chapters, which are
horizontal constructs based on competence.

In Chapters, we discuss and support the way

of working in the relevant field and methods of
further developing this ability within the company.
Within this structure, Chapter Leads ensure the
development of the competences of individuals in
their field of expertise and support a competent,
strong, autonomous structure.

Itis the task of the Tribe Lead to align with
company strategies at the Tribe level and to set
the main business goals. Just as Vodafone Turkey
is a part of the Vodafone Group at the global level,
with Turkey achieving their own objectives within
the Group’s larger objectives, so is the Tribe part
of the parent company. In other words, Tribes are
considered local parts of Vodafone Turkey. Since
our company strategy and objectives are clear

at the top level, the next step is to determine
which Tribe should do what in order to achieve
these objectives. The main point is that the Tribe’s
strategy and vision are compatible with the main
strategy and vision. The Tribe’s strategy and vision
are not imposed from above. While the task of the
CEO or her/his deputies is to determine the main
strategy, the task of the Tribe Lead is to adapt the
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strategy of her/his own Tribe to this main strategy.
We performed this during the first establishment of
our Tribes, too. We attach great importance to the
team’s communication of these strategies and the
internalization of these objectives. We collectively
reviewed them several times to ensure that these
strategies and objectives are adopted throughout
the Tribe. These objectives are adopted as Squad
goals, with the alignment of Tribe Leads and
Product Owners and the provision of continuous
team communication. As Squads internalize
objectives in this way, they begin moving towards
objectives at their own pace of production.

In addition, any strategy issues and alignments
related to technology within a Tribe are the
responsibility of the technology leader, which we
call the Co-Lead. The main role of the Co-Lead is
to provide a strategically technical point of view for
the Tribe. In terms of technological requirements,
she/he may need to provide support and direction
to the Tribe. Of course, this role is a requirement

in our current situation. In the future, Co-Leads
may no longer be needed when the Tribe Leads
begin to grasp the technological aspect, too.
Moreover, some financial and administrative issues
not included in the main functions of the Tribe are
managed through representatives assigned from
outside the Tribe.

A Tribe Governance meeting is held every two
weeks within the Tribes to make organizational
decisions concerning each Tribe. Chapter Leads,
Product Owners, Agile Coaches and Tribe Lead
attend these meetings. We also have a Tribe Day
event held once every month, where we evaluate
our objectives and work within the Tribe. The event
is meant to foster team spirit within the Tribe.

In order to consider the bigger picture in terms

of strategy, we also hold weekly meetings where
Tribe Leads come together to align the Tribes. And
every three months, all Product Owners within
the company meet for an alignment event called
QBR (Quarterly Business Review). In QBRs, Squads
communicate their objectives and plans, as well



as business ideas for the next three months, so
that everyone can see the bigger picture. Business
priorities and dependencies are determined in this
manner.

“The most important issue here is to establish the
relationship between the general strategy of the
company and the strategy of the Tribe, and then
between the objectives of Squads. | think the most
important challenge is the pressure placed by
the objectives set by the general strategy on the
autonomy of the team. Here, objectives should be
established so that the team may devote time to
experimentation, continuous improvement, and
development. This may be defined as one of the
fundamental principles of the Agile philosophy of
work, both as it leads to continuous improvement
and as it promotes innovation. It is very important
that this is supported by top management so that
the teams have room to breathe. Otherwise, the
pressure of reaching objectives prevents the kind
of work that requires a great amount of discipline
and concentration. While this pressure may lead
to benefits in the short term, it may also lead to a
decrease in the team’s energy and motivation in
the long term.”

Although we imagine Squads that works
independently within Agile philosophy, we
have not yet reached that point. There may be
dependencies within structures both inside and
outside of the Tribe. Product Owners generally
manage such dependencies by collaborating
among themselves. As good practice, all
stakeholders awaiting support from a Squad
are invited to Sprint Review activities to set
expectations during the prioritization process.

In sum, a high level of communication and
collaboration is necessary in facilitating alignment.
However, dependencies still remain as an obstacle
that we attempt to overcome through education,
experimentation, and improvement.

We have transferred roughly three quarters of the
commercial business unit to the Agile structure.
Some issues (like pricing, for example) are not part
of the Agile teams’ responsibility. Because pricing
is an issue intersecting all Tribes, it is managed

by a special team that establishes coordinati-

on between the Tribes. We call these kinds of
structures CoE (Center of Excellence). CoEs are
structures focused on a specific expertise not
distributed through Squads and serve all Squads in
this field of expertise. CoEs are a solution designed
to manage issues such as pricing (where risk is
high), User Experience (where there are not enough
experts), or Brand Management (which is more
effectively managed by one, functional team).

Our Current
Stance

® Agile does not just mean IT transforma-
tion. It is the transformation of the entire
company. Considering Agile as IT's own
business management would be a limited
understanding. Agile structure means
the transformation of work as a whole, a
re-creation of the way of doing business from
scratch.

® Thisis anirreversible process. There is no
turning back from Agile! Once you start,
you must see it to the end. Because once
you provide the teams with the power
and freedom that Agile offers, it would be
devastating to revert to old practices.

® The heart of Agile is focus and isolation. Clear
goals are set for both Tribes and Squads,
ensuring their dedication. Just as Tribes are
responsible for generating and increasing
revenue, every Squad within the structure
should be able to take responsibility for
preventing customer loss or selling new
products to existing customers. This is the
main aspect of dedication. Isolation, on the
other hand, prevents team dependencies and
provides an environment in which teams may
independently achieve their own objectives.
Progress is achieved step by step, with
incremental improvements along the way.

® The Agile structure requires one to value
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expertise. Expertise is of great importance

in the Agile way of work, and its structure
grows with expertise and competencies.

The challenge here is that experts and a
trained workforce are continually required,
so individuals must develop their own
expertise. In this manner, career paths should
be established in a way that encourages the
development of competencies.

So, could we have begun differently? When
looking back from our current point, we might
conclude that we would have benefited from

broader participation from the very beginning.

As previously mentioned, we established

the Tribe structures as closed and small
group. However, participation, openness,

and collaboration are also at the heart of
this business model, which may have been
easier to internalize if the transformation had
begun in a more open manner by considering
a broader range of opinions concerning

Tribe structure. Through experience, we have
learned that everyone clearly understands
cause and effect, so there is no need to be
afraid of being transparent. It is possible to
execute a design process that is open to
everyone from the very beginning.

Another point of retroactive improvement
concerns the fact that we performed the
business transition very quickly and in a short
period of time. Although the teams supported
the process in general, uncertainties about
the new organization and responsibilities

to be established occasionally caused
doubts. The fact that the team was relatively
young and already accustomed to the Agile
structure in IT, as well as the fact that they
had a command of the basic principles of the
Agile way of working, made the transforma-
tion easier. However, if we did not have a
long-term and significant history of Agile
experience from IT, this rapid transformation
could have created serious problems.

The most controversial issues, some of which

are still relevant, concern fields such as
Product Owner responsibility, Chapter Lead
roles, future career paths within the new
structure, and performance management.
The fact that these were not clarified from
the start posed a challenge. However, in order
to meet requirements, we listened to our
colleagues and moved forward by evolving
our structure in an Agile way.

The shift in mindset from that of manager to
Agile leader must be prioritized. It is important
that managers are right role models in this
new way of working. Leaders should be

both supportive and encouraging in order to
ensure the strength and effectiveness of their
teams.

Another important issue concerns the
understanding and adoption of Agile
principles across the whole ecosystem. It

is easy for the Tribe and other employees
working in an Agile structure to adopt this
approach because Agile principles conform
with human nature. As the name implies,
Tribe supports collaboration, so employees
must work and produce together. Here,
situational leadership is used to achieve the
common objective. An individual proficient

in weaving, for example, might naturally
become the leader for a weaving business,
just as an experienced hunter might become
the leader of a hunting-related business. They
are not leaders simply because they have
been assigned as such. Because this is in line
with the instincts and nature of many people,
those working within an Agile structure can
adapt very quickly. The real challenge lies in
explaining the entire ecosystem and ensuring
that everyone adopts the new structure and
adapts to its point of view. This is extremely
important, as conflicting messages may cause
problems. In sum, it is important that Agile
values are understood and adopted by the
entire ecosystem?, or company.

Itis also important that the whole company

3Agile Collage

We held fundamental Agile trainings for all Vodafone employees, regardless the fact that they are included in the Agile structure or not. Our purpose here was not only to explain
what Agile is; it was to ensure that Agile practices were disseminated to the organization at points that would be beneficial even if the structures were not transformed into Agile. So
we planted our seeds for the cultural aspect of a larger transformation. Anyone whose path did not cross through the Agile structure has visited Agile Collage at least once.
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understands the Agile way of working and
practices it at the highest possible level.
However, plan to realize large-scale changes
in small steps, and move through your
transformation with the awareness that plans
are always subject to change. Advance your
journey of transformation slowly, through
continual effort and improvement.

e Training is important. You must first
introduce and become familiar with the Agile
philosophy. However, training alone is not
enough; coaching is also important. We were
late in growing our internal Agile Coaches and
realized that it would be greatly beneficial to
make this investment from the beginning.

What Awaits Us in
the Future

As Vodafone Turkey, we have set sail for a
full-scale transformation. We began this process
in the IT department six years ago. Since then, our
success has grown so that currently, the Vodafone
commercial business unit’s transformation is
complete, customer service’s transformation

has begun, and the Vodafone business unit’s
transformation is being developed. Although

we have come a long way, we are still only at

the beginning of our journey, a journey that has
led us to grow our current business, operate

more effectively, communicate more with our
customers, provide better quality output, and
respond more swiftly to problems. Thus, our
business results are improving.

Concerning how the Agile way of working at
Vodafone might evolve, we have three main goals
for the medium term:

® The first goal concerns our Chapter
structure. Currently, Chapters are mainly
dependent on their leaders’ efforts.
However, our expert staff is being trained in

‘Let’s Agile!

these Chapter structures. In the near future,
we hope to relieve some of the burden of
our Chapter Leads within the Chapter itself.
For example, challenges such as establishing
field of expertise, ensuring the development
of standards, and strengthening knowledge
base can be met through the self-organi-
zation of Chapter members. Competencies
within the Chapter shall be developed with
real community awareness.

® Qursecond goal is to incrementally resolve
inter team dependencies. We aim to
establish a more effective team structure
in terms of focus and isolation. One of
the most critical complementary points
concerning this issue is the widespread
continuation of transformation in Core
IT. It is very important that we continue
this transformation and maintain flexible
structures by accelerating transformation
at all levels of IT and taking all third-party
stakeholders into account.

®  Qur third goal concerns company culture.
Culture is a subject in itself; however, we
shall continue to develop the muscles we
use to build coordinated teamwork®*. We
hope to grow stronger by making trial,
improvement, and continuous learning the
main elements of our culture.

In addition to the goals stated above, we
expect that our new business approach, which
is still a work in progress, may be applied to our
commercial model, too. For example, a Squad
might offer an idea so promising that it could
help transform the Squad into an entire
company; when that happens, that company
would be Agile from birth. At that point, we
would not need to address Agile
transformation because the Agile structure
itself would have already transformed into a
company. Thus, we hope to witness the Agile
approach transform our business model and
thereby reveal brand new business models.

It is very critical that the team feels like a real team. We think that this shall be possible by ensuring the team members to know each other very well and to establish a heartfelt
bond. We have prepared a special team coaching program for this; and it's called “"Let's Agile!” This is a daily team workshop, and all of its contents are designed based on Agile way
of working. We provide practical tools through cases on some issues such as giving feedback to the team, effective communication, strengthening the ties within the team.
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TRIBE

TRIBE (<150 employees)

® Organizational grouping of Squads that
contain multidisciplinary competences
and work towards a common objective
© Leadership: Tribe Leader and
Technology Leader (Co-Lead)

CHAPTER
* Functional grouping of professionals
working in various Squads within a Tribe
® Leadership: Chapter Lead
® Each Chapteris limited within a Tribe.
© A Chapter may not be available for all
Squads within a Tribe.

Tribe Leader

AE
A

@ Product |
Owner

ﬁChapter
-

2 3 4 N -
Qo & 3
[

==

26 Vodafone Turkey Agile Journey

SQUAD (10-12 employees)

© End-to-end accountability with
different functions
® Leadership: Product Owner

CENTER OF EXCELLENCE (COE)
© Ateam with special expertise focused
on delivering specific outputs to
several squads.
© Leadership: Leader of Center of
Excellence



What is a Squad?

A Squad is a team of employees with different fields of expertise who have
gathered for a common purpose and objective. An Agile organization or
Tribe consists of several Squads. Each Squad owns a separate and specific
objective and works autonomously to achieve it. In order to achieve the
objectives and ensure the continuity of business, Squads are expected

to contain at least one member from all essential fields and roles. As
members assist each other to complete tasks, the team grows stronger
and develops competency.

In short, Squads are teams with multidisciplinary competencies that
employ Agile practices and work around a common focus.






The First Days in a Squad
We asked Squad members the following question: “What did you
feel when the Squad was established for the first time?” Following

are some of their responses:

¢ Each organizational change brings uncertainty

and excitement for the affected employees.
When we first switched to the Agile way of
working, this meant not only a team change, but
also a brand new way of looking at my working
life, which is at least one-third of my daily life.

In addition to the curiosity and happiness of
learning new things, this also caused greater
uncertainty and anxiety for me. In two separate
trainings | attended before switching to the
Agile structure, examples mostly came from

IT and software teams, as the Agile way of
working was only recently applied in the field of
marketing. This, in turn, raised doubts about how
the Agile way of working might function in the
field of marketing. My doubts continued until
we actually put it into practice. As | was facing
our Scrum Board when beginning our first daily
meeting, | had a hard time focusing on the work,
since | was thinking, “What shall we do now?”,

or "What will happen next?” At the end of the
meeting, | was sitting at my desk with the work

| had undertaken with questions in my head.
Frankly, | was at first concerned that we had
only changed what we called our current way
of working and that we would continue with the
old way. Today, it has been about seven months
since the first day our Squad was established,
but | feel that | have been Agile for many years,
even from the beginning of my work life. |
realized how wrong my initial thoughts were
about how this way of working could not be
applied to marketing. After seeing the benefits of
this completely new way of working, I think that

if | needed to move to another non-Agile team
or company, | would experience the same the
concerns that I had seven months ago.

©1| was very excited that we were about to

switch to the Agile way of working, which

| had heard about in almost every training

| had attended over the last few years.

But | could not fully imagine how | would
transform my work to an Agile structure.

In my first Squad, it was relatively easier
to adapt to this new way of working, since
we were mostly dealing with routine jobs.
On the other hand, my new team had to
create and develop new ideas in each Sprint,
something that was new and challenging
to me. However, after discussing them with
the team, | thought it would not be difficult
to incrementally develop these ideas. My
current feelings are not much different from
the first day. In some aspects, the team
faces difficulties in splitting the ideas into
small chunks and incrementally delivering
them. However, after working in two
different Squads at Vodafone, | understand
how to handle a business with an Agile
structure and take action in this direction,
which is a great feeling. | think we shall get
better every day.

©The first day the Squad was established, | had

to leave colleagues on my ex-team and meet
people from different units whom | did not know
very well. In the past, | was a part of a team of
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people doing the same or similar job functions.
Thus, we could better understand and help each
other, since we shared the same viewpoint.
Within the new structure, each of us came

from different function areas, which naturally
means that we all had different viewpoints. At
first, my new team members could not fully
understand me when | talked about technical
issues, and | could not fully understand them
when they talked about commercial stuff. |
spoke about middleware, Web Service, and
Database (DB), and they spoke about revenue
and DBs (year-end targets). For a while, | even
thought that the DBs they were talking about
were the same as the databases | was talking
about. But over time, we all began to understand
each other better. While | was able to comment
on the revenue of the work performed as a
software developer, my colleagues began to
talk about the “retry” processes and web service
parameters in the middleware. In this way, we
actually had the opportunity to learn about the
end to end processes through which work was
acquired and then introduced to customers.

© The first day that the Squad was
established, | was both excited and a little
anxious, since | didn’t know the people

in my Squad, | wasn’t too familiar with

the work | was going to do, and | had no
previous experience with Agile practices.
Over time, | started to get used to my work
and loved my teammates. Now, | feel safe in
my Squad.

| work as a Digital Product Lead at Vodafone
and deal with the prepaid section of My
Vodafone App. This is a job that requires
people with many different competencies to
work together. When you are looking from
the outside, it may seem very difficult for so
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many people to work together. However, |
think that Agile has somehow united us and
enabled us to work together.

The Adaptation

Process

When Squad members were
asked what the adaptation
process to this new way of
working was like for them,
they responded:

©AL first, | thought that we would all experience
something new and that it would be easy
for me to adapt. Then | realized that it was a
bit optimistic that | thought everyone would
contribute to this change at the same rate. There
happen to be team members who affect others
negatively because they think that the rituals
and new way of working will only slow us down.
The greatest challenge is to convince people
on the team that this change shall speed us up
in the long run. In these moments, the Chapter
Lead’s and Product Owner’s reinforcement of
trust in the process has a big impact.

©In a matter of speaking, the process of
getting used to the Agile way of working
advances in an “Agile” way. The aim
of the Agile mindset is to develop by
experimenting with small steps instead of
long-term plans. As a team, we encounter
many problems and try different solutions.
Here, you become part of a learning
organization rather than operating as an
individual. Thus, being a team in the face
of challenges makes it easier to arrive at
solutions.



© In the new model, the people we work with

and the way we work have changed together.
Of course, you face some difficulties at first. It
almost feels like you have changed jobs. But we
have adapted to change and to each other very
quickly, both through various activities designed
to strengthen team unity and through the
training and coaching services provided on Agile
and Scrum.

© In addition to Agile, the digital department
is also a very different world for me, and
there are many terms | need to learn. | was
having more difficulty when | first started
the Squad, but now | feel that | get better
day by day. The issue | had most trouble
with was Product Backlog management.
Over time, we were able to make it a habit to
put things together in a way that everyone
could understand.

The Most Positive
Aspects of Agile

We talked to Squad members
and listed their opinions
concerning the most positive
aspects of Agile:

e | feel that making mistakes is a bit more
acceptable within the new structure. |
think this is a very positive aspect of the
Agile way of work. When we realize that
we cannot achieve a task we have worked
on throughout a Sprint, we try to do it in

5This pace is proportional to the size of teams. It becomes slower to take

actions as the team grows, especially as the number of people goes
above 10.

a different way. We proceed by trying and
learning.

Taking faster® action within the Agile
structure and making small deliveries
continuously increases the motivation of the
team.

The Agile way of work is better, both in
terms of flexibility and transparency. People
with diverse expertise work together in
Squads. When you have a question or get
stuck on any point, you don’t have to worry
about searching for contacts or delayed
replies. Since your colleagues are sitting
right next to you, you can quickly access the
information/help you want. Thus, the time it
takes to complete a job is also significantly
reduced and optimized.

Working with people with different profiles
and perspectives is very informative and
enlightening.

It is motivating to have a say in a task from
the beginning to its end and to see the task’s
impact on the company and subscriber, not
only from your own field of expertise but
also from other fields.

The best thing about working in a Squad
is that it makes you grow as a T-Shaped®
professional. | want to specialize in the
digital field, but | also don't want to lose
my commercial perspective. | also want to
learn about the software side, about which
| have no previous knowledge. | believe
that the Squad has helped me improve

in these fields, since all of this work is
being performed in my Squad and | have

T-Shaped competency states that while a person has a deep expertise

in a subject, s/he also has skills and an understanding in a wider
perspective in the relevant peripheral areas.
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contributed to all of them in some way.

® The fact that the whole team sits together
at the same table renders knowledge
transfer faster, more meticulously, and
more accurately. Since all team members
have the same objective, there is no single
party either requesting or responding to
requests. This has transformed work into
a more holistic system in which everyone
strives towards the same objective, but in
different areas. Thus, all team members add
something of their own in order to achieve
better results.

® |naddition to contributing to improved
business results, working as a team has also
boosted morale and motivation. It gives
us the strength necessary to understand
that both the team members and Chapter
Leads will always be there to help when we
encounter any problems. In case of such
challenges, nobody blames others, and the
whole team tries to meet needs together.

® Knowing the purpose of each task ensures
positive motivation. | am sure that no team
members ever ask themselves, “Why am |
doing this?”

® | believe that talking about the day ahead
also increases productivity.
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The Most
Challenging
Aspects of Agile

We talked to Squad members
and listed their opinions
concerning the most
challenging aspects of Agile:

e Adoption of rituals by the team. Participation
in and contribution to the rituals may be
low, particularly in crowded Squads. People
might expect these rituals to end after
everyone contributes something. In this
case, problems with transparency may arise
when some members do not fully listen to or
share with each other.

® (Generally, one person from each function is
employed in Squads, and when that person
needs to take a leave, you may have to stop
work on that function area. But over time,
we may overcome such conditions through
internal transfer of know-how inside the
team.

® |tisalso challenging if Squads are too big.
As a team, we sometimes have trouble
scheduling a time at which we can all meet.
Since we are crowded in number, we may
disagree about minor issues.

® | think there are too many meetings in the
new structure. Sometimes they interfere with
our ability to complete actual work. When
meetings with other teams are also added
to our Agile routines, it makes it even more



difficult to find time to work.

Although the Tribe works in an Agile way,
we also work with other non-Agile teams.
These different working models can make it
difficult for us to understand each other.

The fact that some Squads contain too
many members may make it difficult to work
as a team. Perhaps such teams could be
divided into smaller teams.

It is more difficult now to meet minor
requests. When we made requests from the
teams we worked with before, we would
receive answers within half a day at most.
Now, we may have to wait for the same
types of issues to be resolved at the next
upcoming Sprint.

In our previous way of working, we could
evaluate improvement ideas quickly and
immediately begin working on them. Now,
since there is a prioritized backlog in our
Agile way of working, we sometimes have to
wait until one or more upcoming Sprints to
implement these new ideas.

Retrospective! Nobody wants to talk about
something that went badly during the
week. The prevailing mood during most

of the rituals is the feeling that everything
is going well and that team members can
therefore finish and leave. In such moments,
| saw that Product Owners, Scrum Masters,
and Chapter Leads step forward to lead

the teams, after which the rest of the team
begins to contribute. However, we still have
trouble talking about problems openly.

Practices that
Work Well in
Squads

When Squad members
were asked what are
some good practices that
they have, these are the
sharings:

[ think we are one of the teams with the highest

level of focus on customers. As the Chatbot
team, we have a portal where we can listen to
users every day. Moreover, we can identify small
but high-value actions via analysing customer
interactions on other channels. Before our
Product Backlog refinement activities in which
we organize our backlog, we look into the data
about customer behaviours and accordingly add
relevant actions around them to our backlog.
Here, | feel we come closer to autonomous
work. We are not entirely bound by decisions at
the executive level, and we shape our decisions
based on the data.

@1 think we do well in our Sprint Review

events. We invite our stakeholders to our
Sprint Review activities and show them
what we do by having them experience it
whenever possible so they have the exact
experience of the subscribers. For example,
we added an integration on the “add credit”
page within the My Vodafone application
that presents offers to eligible subscribers
and allows them add credits as per these
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offers. We demonstrated this new capability
to our stakeholders, who were invited to
the review activity through the application
in order to ensure that they have the

same experience of a subscriber. Thus,
stakeholders were able to provide more
accurate and effective feedback.

& Although we sometimes have difficulty in

Retrospectives, | think we always make decisions
that improve the process in these events. We
realize some of these decisions right away, in the
next Sprint, though we are sometimes unable

to resolve certain issues until the next Retro.
However, we continue to keep our decisions
up-to-date in every Retrospective. For example,
one Retro action that we still continue to follow
is that if we need to discuss a story for more
than 15 minutes in a Sprint Planning meeting,
we consider this an alarm indicating that we are
not successfully refining our Product Backlog
and call for an immediate Backlog Refinement
activity.

© We regularly hold strategy roadmap

meetings led by our Product Owner. In
these meetings, we collectively decide on
major tasks and their prioritization over
approximately the next two quarters. In
this manner, all members are involved in
the bigger picture, and the team is always
on the same page. Since everybody is
included in the decision-making process
(and therefore in shaping the future), we
gain different perspectives and enrich our
projects with diverse ideas.

@ Even if as a Chapter rather than a Squad, we

regularly hold “"Chapter huddle” events with our
Chapter Lead, allowing employees who have the
same role in different Squads to share the plans,
projects, and tasks held in common. Thanks to
these meetings, we become aware of tasks that
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may be related. We also learn from each other’s
experiences and are able to develop projects
based on feedback from a large group.

When Is a Squad
Successful?

Our measure of success has changed over time,
alongside the maturity of our teams and growing
experience with Agile practices. In the beginning,
we equated success with the rate of work
completed in the relevant Sprint. The criterion
was to deliver the work planned for the Sprintin
time, but as in the past, we sometimes cannot
deliver everything we plan. Completing the work
meant providing the appropriate conditions in
terms of both scope and working standards.

Here, it may be useful to mention the

“Done” concept. We began to run Sprints

by first determining the general quality and
performance standards of the work pulled to

be completed by the team, so our compliance
with these standards is an important factor in
evaluating the success of our Squad. We are still
trying to improve these standards by occasional-
ly reevaluating them.

Now, despite our old view that a Sprint’s success
depended on completion of all planned work, we
focus on delivering the critical items designed to
achieve the Sprint goal. By focusing on delivery,
our criteria for success led to the realization of
the business objectives of the relevant Squad.
For example, if our mid-term objective is to
increase the number of sales on the digital
channel, we consider that Sprint successful if
we first find the main reason behind the drop

of sales or the existence of other fields of
opportunity. Such realizations would then allow
us to take action in a related Sprint.



Autonomy

In Agile organizations, Squads are designed as autonomous,
self-organizing structures. In this sense, we talked to Squad
members about how they see the level of autonomy inside in this
new structure and to what extent is the authority of decision-ma-
King left to the Squad. Following are some of their responses:

£ While top-level strategic decisions are
made at the Tribe level, | think we make
autonomous decisions when we feel that
we understand the customer and can prove
this with data. We examine hot topics on
channels such as the call center, where
we feel very close to the user. We report
the outputs of the analysis and draw up
an action plan. And if the Tribe Lead asks,
“Why did you spend so much time on this
subject?”, the reports of our analysis can
answer this question. However, | think
that we should not step out of the main
objectives of our Tribe too much. It is
important that we progress as aligned with
the strategy.

£ We all express our opinion on a subject in the
Squad, and after presenting our cases and
reaching a decision, we all take the actions
required by that collective decision. We do not
act under the influence of any manager while
doing this. Although there may sometimes
be interventions, the decision-making and
implementation stages are largely left to
the teams, themselves. Thus, you own the
outcome whether it is a success or not. You
take responsibility for the success or failure of
a task for which you helped make decisions.
You embrace it more, and if there is something
wrong, you correct it and try again. Thus, the
efficiency and quality of the work increases.

©1think there are aspects of this issue that
are still open to improvement in Vodafone
Turkey. While the authority of decision-ma-
king on many subjects is left to Squads, this
does not apply to all. Some of the things
that are considered critical are received
by Squads and are performed after their
general constraints are determined at the
top level.

©An important issue | learned in this process
was that in order to remain autonomous, a
Squad should include at least one member
from all parties that they conduct business
with. You must also consider mutual business
plans and priorities when different Squads
or non-Agile structures work together, which
creates additional burden. In this manner, our
Squad became more independent as it gradually
increased the number of employees and filled
missing roles. We can say that we now work
autonomously in most respects, as long as we
achieve our objectives. However, we are still
bound by the decisions of senior management,
particularly in issues related to strategy and
portfolio. For example, when we want to update
the prices and contents of tariffs, we have to
get approval from the relevant team and our
managers. This slows us (and our agility) down a
bit, for sure.
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Shortly on the Future of Agile

How do you see the future of Agile in Vodafone Turkey?

& For Vodafone Turkey, | consider a fully agile
working environment as one in which teams
have truly internalized this philosophy in the
medium term. On the other hand, my personal
goal is to maintain and reap maximum benefit
from the Agile way of working, especially in
terms of teamwork.

¢ Changing employees’ area of expertise

within the company used to slow down
progress in their careers. | think that

the Agile way of working will no longer
cause this to happen. People who want to
specialize in other fields are supported in
every aspect, and this won’t have a negative
impact on their careers. | also think that the
company should support these people by
providing all kinds of training. In general,

I am happy that such a big transformation
has begun in the company | work for, but

| think Agile practices are not suitable for
all departments in a corporate company. Of
course, this is my personal opinion.

@ | think that all units will switch to this structure,

and Agile will become more widespread.
Particular attention will be paid to situations

in which different teams work together during
the roll-out process, and there will be a specific
process for this multi-team alignment purpose.
This part is now slowly maturing for us. There
may still be problems/delays from time to time
when you want to organize and do business with
two different Tribes, but it is getting better day
by day.
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®Vodafone Turkey took an important step
for its future by switching to the Agile way
of working. Agile has proven its usefulness
during this period in which Always-On
Marketing (analytical and multi-channel
marketing) and digital transformation
are becoming more and more prominent.
My confidence in this way of working has
become even stronger after witnessing
business results and efficiency improving
over time, something | have observed
both within my own team and in other
Squades. In this regard, steps will be taken
to further improve the autonomy of teams
by including teams that are not yet in the
Agile structure, filling missing roles within
teams, and, with increased confidence,
reducing approval mechanisms.
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Who is the
Product Owner?

® |tisthe person who determines the direction of the team, sets the
vision of the Squad, and locks the team onto a single target.

® |tisthe customer’s representative within the company.

® The Product Owner is the person who assumes the task of delivering
all products, services, and experiences that shall add value to the
customer. In addition, s/he accurately understands the customer’s
priorities and ensures that value is added for the customer.

® After correctly identifying the minimum viable product (MVP) and presenting it
to the customer, the Product Owner increases the generated value by working
with the customer in order to develop the MVP accordingly.

® |tisthe Squad member that represents the user community and
business value of the product. S/he determines which road map/
priorities shall be established by the development team working with
Agile practices in order to create maximum value for both the product
and its users.

® |tisthe role that prioritizes the valuable business outputs created with the team
by considering customer impact and revenue. In this sense, s/he leads the
objectives and scope within the Squad.






New Life Changes

When asked about the differences between their previous roles

and their new roles, Product Owners replied:

¢ When considering my previous roles, one
of the biggest changes | have experienced
after my role as a Product Owner is working
closely as a team with colleagues from
different fields while leading their business
plan. Another change in my life is breaking
work down into small parts, experimenting,
and learning and adapting accordingly,
rather than planning work in all its details.
As someone who has managed products for
a long time, | was used to thinking about
every possible detail, from the biggest to
the smallest. After becoming a Product
Owner, | realized that growing a product
step by step is an easier and more effective
method.

©The biggest change in my life after becoming
a Product Owner was adopting the philosophy
of "stop starting, start finishing.” My new aim is
to channel the focus and energy of the team
through working with smaller pieces of tasks
that create value for the customer. | can tell that
instead of trying to do everything at the same
time, saying "stop, do this first and then the
other” has changed the way | work.

& Product Owner is a role that | have been
introduced to thanks to Vodafone. Since |
was responsible for product management
and product development in my previous
roles, | always had a firm grasp of issues
such as analysing the market, determining
the strategy and targets of the product,
and determining and following the actions

to be taken in line with the company’s
objectives. In our old structure, although |
was the main owner of the business, | had
no chance to be actively involved in each
step of the product development process.
Activities such as determining product
strategy, clarifying product flows, and
preparing product design with the design
team took place in advance. Then, after the
project group was established, | received
information concerning the feasibility and
timing of my requests. When it came to the
software development stage, we sometimes
did not maintain active communication for
months at a time, unless the software team
asked a question. Particularly in long-term
projects, until our requests had been filled,
the market changes.

Agile organization made me realize the
value of the smaller parts that constitute
the whole. Dividing the work into smaller
valuable parts when possible, both enables
us to catch up with the current market’s
dynamism and makes it easier for us to
recognize mistakes and quickly determine
new actions in response to those mistakes.
If you are a person who is satisfied by
achieving results in your business life, your
commitment to the project may wane when
the development period of the project is
extended, regardless of your role. In Agile,
achieving the whole by combining the parts
brings more motivation to the process.
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@ In my new role, | can plan more effectively; | can
see the competencies of the team members
more clearly and am motivated by them. All

of this makes me work with more drive and
enthusiasm.

& Until | began to work as a Product Owner, |
was working as a Product Manager in digital
channels. | can say that for myself, the most
important effect of the Agile transforma-
tion is the development of a culture that
invites a variety of different talents to a
project, allowing team members to better
understand each other while working
towards one goal. This culture allows you
to manage the project, product, or channel
much more effectively and provides you
with serious speed. If you are a manager

in a traditional organization, on the other
hand, you are responsible for managing

not only the work itself, but also the
projects and dynamics tied to your team’s
competencies. Now, instead of managing
different skills in the product development
team, | focus more closely on whether the
team is on the right track in achieving its
objectives and creating real value for the
customers. Focusing on managing the value
not managing the people, this is one of the
most important changes that come with the
role of Product Owner.

& When | compare it to my previous role, the

most important change in my life is owning
end-to-end responsibility of the product. We
experience both success and failure completely
and transparently. | have worked on many
projects before and have assumed roles at every
step of these projects. In those days, delivering
the project meant that the work was no longer
our responsibility. Now we have live products
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for which we continuously follow up on. Like a
gardener, we always keep an eye on it to grow
the seed into a seedling, and then to grow it
further. Breaking our objectives into small pieces
that create value while still not losing view of the
bigger picture is the most important benefit |
have gained from the Agile way of working.

The Story of a
Sprint

We asked Product Owners
about their experiences
ina Sprint. Here are their
reflections:

@ My biggest focus in a typical working week

is planning around product value. In order

to take the next best steps as a Squad, |

focus on continuously refining the Product
Backlog. After understanding in advance the
value that a potential idea can create for the
customer, | begin to divide the idea into smaller
deliverables. Afterwards, together with the
team, we mature these deliverables and update
our Product Backlog accordingly. In addition, |
start negotiations with the parties our Squad is
dependent on and prioritize tasks in accordance
with the plan made with them. At the same
time, | work on a longer-term product roadmap
aligned with our vision,

constantly managing the E E:;
plan while still allowing .o I_I.L
for flexibility. | think "Ff :
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that managing Product .';": - 'Hi
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innovations brought into our lives by the Agile
way of working. | follow customer feedback
about our products through regular and
one-on-one contact and change the content of
Product Backlog items or review their priorities
based on this feedback.

¢ During the first week of a Sprint, | mostly

work by spending time on our mid-term
objectives and plans. | review the plans for
the following three months and perform the
necessary arrangements for these plans.

I meet with the relevant stakeholders in
this regard and try to ensure that they also
understand and adopt our objectives. In
some cases, stakeholders may come to me
and ask for support. In such cases, | explain
my views and our plan so that we can come
to an agreement on a common point. If my
work affects any other field of work within
the Tribe, | meet with my Tribe Lead (and the
other teams in the Tribe if required) in order
to clarify how we can all proceed together.

During the second week of the Sprint, |
focus more on upcoming events. | work on
my Product Backlog for the next Sprint.
The team gathers together at the Product
Backlog Refinement event at the beginning
of the week. During this event, | share the
details of my ideas with the team, and we
evaluate different ideas together. As a
result, we leave this meeting with a slightly
clearer picture in mind. Considering the
team’s opinions and suggestions allows
me to both enrich my Product Backlog and
ensure that the team has a command of
the issues. After the event, | might conduct
further research or interviews to make
high priority items clearer and to detail
the final version of my Product Backlog

before the upcoming Sprint Planning
Event. Parallel to this flow, we work closely
as a team throughout the Sprint and
monitor the progress of the items in the
related Sprint almost every morning when
participating in the Daily Scrums. Together,
we observe whether our planned actions
have resulted in the expected contributions,
and we immediately conduct alternative
experiments with minor changes when
required.

©There is a concept | have heard from teams who

have been working with Agile practices for a long
period of time: "Running a Sprint.” When | heard
this concept, | wondered why a Sprint was “run,”
but when | started “running,” I understood why.
Our Sprint length is two weeks, i.e., ten working
days. One-1 5 days of this period are actually
spent on the events we hold in line with Scrum
rituals. With the remaining time, we simply “run”
to complete the work we have planned. You
might say, “You cannot run all the time, you get
tired.” But this run is not really motivated by the
push to get somewhere; rather, it is fuelled by
the motivation of being close to success, like

an athlete approaching the finish line. While
everyone runs in the Sprint together, |, as a
Product Owner, am both within and ahead of
the Sprint. | consider whether the items we are
currently working on meet expectations, and |
try to prioritize and clarify the items we need to
run in front of us, while resolving dependence
points, if any. In fact, being both inside and
outside the Sprint makes it easier for me to plan
my work.

©The Sprint cycle begins with its planning.

To plan effectively, you should already
have determined your objectives, your
strategy for these objectives, the roadmap
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necessary to support this strategy, and the
prioritization of the steps of this roadmap.
Furthermore, | can say that it is very
important that the whole story is embraced
by your team and that the entire team
understands where the product is going in
the long term. In this sense, we regularly
meet as a team to consider the following
questions: “Where are we?”, “Where are we
going?”, and “What does this contribute
to?” These regular reflections encourage
the whole team to embrace the objective
in line with priorities and to create the
elements needed to support this objective.
In this way, we also ensure that the goal of
a Sprint is embraced by everyone. As the
Sprint continues after its planning, | always
keep an eye on its progress. In addition,

we meet with all stakeholders to prepare
the items for the next Sprint and perform
our Product Backlog Refinement ritual.
Each Product Backlog Refinement activity
performed within a Sprint significant-

ly contributes to the planning of future
Sprints. The Retrospective is one of the
most important parts of the Sprint rituals.
This can sometimes be an overlooked
subject. However, the Sprint Retrospective
allows me to listen to the team’s point of
view so that we can explore together what
we can improve. This greatly contributes to
the Product Owner’s expectations and way
of conducting business.
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Product Owner
Competency
Building

How do you go about
improving your skills?

@ As mentioned, Agile structure is an
organization you learn by living it, one in
which you reach the desired results through
trial and error. This learning culture allows
you to make mistakes, as long as you learn
from your mistakes. It may take some time
for people coming from different organizati-
onal cultures to become accustomed to this
new culture. Speaking on my own behalf, |
had a difficult time. However, the company
provides fundamental Agile training to
each member of the Squads to facilitate
this adaptation. This training was a very
useful first step for me in understanding all
the roles and responsibilities when | was
first recruited by Vodafone. In addition, we
have Agile Coaches who support us, both in
learning Agile practices and in overcoming
challenges we experience within or outside
of the team. In this way, we feel supported
in how we can actualize theoretical
information or create alternatives.

& Agile’s strength comes from self-organized and
competent teams. T-Shaped skill development
(where each individual gains different
perspectives) is important to be a competent
team. Thus, we organize in-team training that
supports the T-Shaped structure, and this way,
| get the chance to learn directly from my
teammates’ experiences. For example, when our



Decision Architect informs us about the way s/
he works, |learn other fields of competencies
within our Squad, and thus | can improve myself.

@ If you are in an Agile organization, it is

very important to internalize the dynamics
and fundamental logic of the Agile way of
working in order to develop and improve
your own skills. When I first began working
in this role, | listened, read a great deal,
and spent a lot of time with Agile Coaches
in order to understand the logic of this

new way of working. The fact that there
was always a coach to support me when |
had a question greatly contributed to my
understanding of Agile. On the other hand,
the Agile structure is not a process with
strict rules. Otherwise, it would contradict
its essence. When you embrace the main
idea of Agile, it shapes your team and
product development process, and after a
while, you start to find your own truths in
the Agile perspective. You might say that
within the framework of its basic dynamics,
every Agile team wears the suit that suits
itself. | never hesitated to try to improve
the process, both for my own role and for
the operation of my team. For my own role
and responsibilities, | try to realize the Agile
motto and its trial and error perspective. |
think this contributes both to the growth of
my own skills as well as those of the team.

¢ The Product Owner role is a new role. The first

thing I did in order to adapt to this role and
to prepare myself in the best way possible
was to understand Agile’s general philosophy
and to explore how my role can represent
this philosophy. For this purpose, | began by
participating in fundamental Agile training
and reading books about Agile. The Product

Owner Empowerment Program training series,
organized under the sponsorship of the
company, helped me to practice and internalize
my role better. In addition, receiving continuous
feedback from Agile Coaches and realizing my
own areas of development also contributed to
me becoming more competent in my role. At
the same time, | have followed and continue

to follow best practices and new trends in the
industry, as well as in other industries, in order to
enhance my vision.

©In order to assume this role properly, it is

necessary to understand how everyone in
the Development Team works and to have a
command of the leadership skills required
to do the job. Thus, | try to spend enough
time with each team member to understand
their work. This position is definitely not a
management role, as no one in the Squad
reports to you. Therefore, you have to rely
on your natural leadership skills rather
than on your label as manager. | embrace
being open to questioning and welcome
feedback from the team, my Tribe Lead, and
other Product Owner colleagues. | read and
conduct research in the field of leadership
and believe in the importance of being the
center point of the team. | try to ensure
that we, as a team, own successes and
failures, and in this respect, act as a role
model for my teammates. | spend time to
get to know people and to understand their
expectations and challenges they face. This
kind of empathy helps me when planning
work and seeking support from the team.
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Interactions and
Difficulties

Agile organization has
introduced many new roles to
our lives, and Product Owner
role is just one of them. We
asked Product Owners the
difficulties they experience in
this new structure and how
they interact with the other

roles. These are their thoughts:

¢ The Product Owner is the role that determines
the product’s vision, priorities, and Product
Backlog. This is a role that is in constant
interaction with other Product Owners, Chapter
Leads, and Tribe Leads within and between
various Tribes. Interactions and collaborati-
on with other Product Owners mostly occur
around the work of connected Squads. The
priority of one Product Owner may not be the
priority of another, or there may be different
ideas and perspectives when deciding on the
scope of the work to be performed. The most
challenging part is bringing these perspectives
to a common understanding in order to arrive
at a collaborative decision. When this occurs, |
usually meet the relevant Product Owners and
share my suggestions (as well as listen to their
suggestions) on how we can solve the issue.
As a result of this meeting, we then present a
mutual proposal and follow up on its progress.
We constantly reflect on what we have learned
in the Sprints and act together on improvement
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actions. Such difficulties, as | have explained,
can be resolved to some extent through
communication; however, significant time and
energy may be spent on arriving at common
ground which may slow things down. In order to
avoid this, in terms of the setup, | think that each
Squad should be as autonomous as possible.

Another role that the Product Owner interacts
with is the Chapter Leads. Support from
Chapter Leads helps ensure the continuity of
the roles and competencies required in my
Squad. We constantly communicate with each
other when recruiting new team members,
developing competencies inside the Squad

in order to increase quality and performance,
and familiarizing those in the Squad with the
T-Shaped structure.

©While the Product Owner introduces the
team to the tasks, strategy, and vision
related to the product, the Chapter Lead
helps develop the required competencies
for the same purpose. | thought that
these two roles may overlap to some
extent, because in order to improve the
competencies of the product (especially
in the non-technical scope) | may need
to be included in the details. | found this
questionable and potentially disturbing.
Luckily, we have not really experienced
such a disturbance. Our Tribe’s focus and
work has been organically divided. Chapter
Leads have generally focused on developing
competence and resolving issues that
concern the entire Tribe but cannot be
resolved in the Squads. Together with the
Chapter Leads we have adopted a working
method where we support each other and
do not step on each other’s feet. In my
opinion, avoiding problems in Agile teams



depends on the goodwill of the persons
involved and the attitude of the Tribe Lead. |
think if we were on another team, we might
experience problems.

As colleagues who have assumed the role
of Product Owner, we are usually from
business units. On the other hand, we

do have colleagues from IT on our team.
At first | had a hard time understanding
and working with those from IT; we had
differences in every field, from terminology
and ways of working to our expectations
from working life. | had no knowledge

of many critical competencies at first,

and until | learned these, we were not

on the same page. As for expectations
from business life, while presentati-

on skills (such as sharing a report with

top management for a colleague with

a business unit origin, for example) are
important, it may be a burden for someone
from a technical background. To ensure
ownership of the work, you should both
understand the demands made of you

and ensure that the team is flexible. As |
understood technical competencies, and
the team understood my expectations, we
were able to come together as a well-functi-
oning team.

© Product Owners are positioned in the Tribe as

persons who determine strategy and follow

up on actions and targets accordingly. Being

a Product Owner means being both inside the
team and being the face of the team that is
shown to the external world. Product Owners
have a serious responsibility to assess requests
received from all stakeholders, to analyse the
benefits of the work, to unite each team through
common ground when collaborating with

other Squads, and to establish an environment
that nurtures the team’s productivity and
participation. If you depend on another Squad
in order to complete a task, it is essential to
plan accordingly, both to ensure that you are
prioritized by the other Squad and that your
output is received by approximately the same
date. Particularly in the early stages of my
position as Product Owner, | experienced anxiety
over whether the items in my Product Backlog
would be ready enough to be pulled into the
Sprint by my team. In such cases, working
together as a team and inviting everyone’s
participation in line with your objective leads
both you and the team to more successful
results.

©The Product Owner is a role that reports

to the Tribe Lead. Therefore, it is very
important for the Product Owner to get the
support of the Tribe Lead in the roadmap
prioritized by her/him. For this purpose, |
think it is critical that the Product Owner is
transparent, is able to adequately explain
what s/he has prioritized, and will defend
her/his ideas when necessary.

Another role we interact with is the Chapter
Lead, so it is important to progressin a
mutually supportive structure in relation
to her/him. It is more productive when

the Chapter Leads do not work in close
proximity to Squads so that they do not
interfere with their work; however, they
should still be within a stone’s throw to
offer support when required. At first, we
experienced minor problems with Chapter
Leads concerning the separation of our
responsibilities. However, we have grown
to understand each other through open
communication and have now achieved very

Vodafone Turkey Agile Journey 47



good synergy.

The support of Scrum Masters is very
valuable in creating necessary engagement
of the team. Asking for their advice, sharing
clear expectations and objectives, and
garnering their support to trigger product
vision ownership within the team leads

to better results and enhances team
motivation.

Along our Agile transformation journey,

| had the chance to participate in the
establishment of the Tribe structure.
During this process, my most important
observation was on the necessity of

Agile Coaches and Scrum Masters, whose
contributions to every issue are invaluable.
Such contributions include preparation

for the establishment of the Squad, team
training, implementation of the new
process, support of new practices during
Sprints, and alignment of Product Owners
and other roles. These two roles are critical
in achieving team spirit within the Squad,
adapting to the work, improving transparen-
cy, and removing any obstacles. The first
colleague that | would call on, if | were
asked to establish a Tribe one day, would be
an Agile Coach.

Priority Wars

Whose priority comes first? As
a Product Owner, it’s your job
to set priorities at the Squad
level. Do you think this really
works as it should?
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¢ As a Product Owner, | manage the road
map and priorities of the product | am
responsible for. However, this does
not mean that stakeholders should be
disregarded. Rather, it means coming
together with the stakeholders to achieve
complete transparency. There is no ideal
reality where you will always share the
same opinions with every stakeholder.
There will inevitably be times when
opinions clash, as it should be. In fact,
differing perspectives and diversity are
valuable for growth. What is important for
me is that the team clearly understands
what we are doing and why we are doing
it. If we cannot meet the needs of our
stakeholders, | would be transparent
about the reason for this and would calmly
discuss our differences. Itis important to
be open to feedback and change priorities
according to the right value. | feel lucky to
see that this perspective finds its worth in
Vodafone.

©There are two aspects of this issue: alignment
within the team and alignment between teams.
For the first case, if colleagues working in the
Squad are confident in your knowledge and
expertise about the work, and if you are open to
their opinions and are flexible about the priorities
and business plan when required—that is, if you
truly listen to their suggestions, there should
be no problem. | bring my own ideas to team at
Product Backlog Refinement events while still
trying to be open to the ideas of others. There
were times when we directly applied suggestions
from the team or considered their suggestions
for priorities. Thus, because they understand
what we are trying to do, we have never had any
problems in terms of alignment.



In cases where there is a risk of being externally
dependent, we try to assess the work in advance
and make dependences clear by communicating
them as early as possible. In other words, we
inform other relevant Squads in advance, when
possible, to appear in their priority lists in time.
However, your priority may not always be the
priority of another Squad. On this point, we
follow methods that vary depending on the
condition and the work. In fact, these kinds of
situations are mostly resolved among Product
Owners, and we rarely need the support of Tribe
Leads.

© If priorities for my Squad only concern our

Squad, intervention or interference from
outside rarely occurs. However, much of
the work may also concern other Squads.
In such cases, we experience interventions
more frequently. | think management of
such multi-Squad-dependent work is our
greatest area of development. Currently, we
try to manage these issues by organizing
multiple alignment meetings between
parties. In these meetings, we establish
the reason behind the work’s priority by
discussing customer needs and the data on
hand. While this system allows us to arrive
at common ground, the loss of time and
energy needed to reach alignment slows
us down. | think that as we continue to

gain experience, we will establish systems
to minimize dependencies between

Squads and thus will come to a better
understanding on this manner.

© The fact that priorities within the organization

are set by Product Owners is well understood
both by the Squad and the stakeholders.
However, everyone wants to have more say in

ensuring that their request takes priority. We
experience the same when seeking support from
other Squads. Where this point is concerned,
achieving common goals both prevents
intervention wars and helps create synergistic
collaboration between teams. As a Product
Owner, | explain to my stakeholders as clearly as
possible why | prioritize a request or why | am
not able to address a particular request; | also
explain that requests should meet criteria for
readiness before we pull them into a Sprint. In
addition, I try to ensure that teams not working
with Agile practices may empathize with our way
of work.

Teams work as independently as possible

within the Agile structure. When you have any
dependency on systems that affect multiple
Squads (particularly in technical terms), it

may be extremely difficult for those Squads to
align and prioritize. Unfortunately, we do not
have a structure in which we are completely
independent in terms of organization and
technique/know-how. In order to better manage
such dependencies, | think that it is extremely
critical to increase the competencies of the
Squads and to provide them with the necessary
know-how. In this regard, we invite support

from colleagues who can offer us insight based
on their unique experiences and perspectives.
This usually takes place during our Product
Backlog Refinement meetings in which we shape
upcoming plans. We also hold prioritization
meetings in which members from all related
teams come together to reach alignment.

@ Prioritizing is absolutely the Product

Owner’s task, although contributions
from the team are also very important.
Stakeholders often insist that their work
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should be prioritized. At the same time,
different teams may be communicating
with myself, the Chapter Leads, the Scrum
Master, and other Squad members in
attempts to prioritize their own work. In this
case, itis important that the team speaks
with one voice in order to ensure that all
requests are directed to the Product Owner.
As a team, we are generally successful at
achieving this. Also, the fact that the Tribe
Lead embraces this process, values my
opinions, and prevents interventions when
necessary makes it easier for me to do my
work.

However, it is also a fact that there are
Squads that we are dependent on and that
are dependent on us; this is something

we continue to manage by ensuring that
Product Owners are aligned with each other.
We therefore try to organize meetings

and plan dependencies together, thus
greatly minimizing potential problems.
Product Owners assume an important

role in this respect. The more the Product
Owner has command of her/his product
and roadmap, the more open s/he is to
collaboration and transparency, all of
which facilitates management of such
dependencies. Of course, the larger the
number of dependent Squads, the more
difficult your job will be. For example, when
once working on a project involving six
Squads, we experienced serious alignment
problems from the very beginning. Though
we had worked on projects involving
multiple Squads before, this was our first
large-scale experience working with teams
that were simultaneously working on other
projects. We put the project on hold when
we felt seriously blocked, calling on the
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Agile Coach and reconsidering the entire
structure. We restructured the Squads, their
dependencies, and their expectations of
other parties, thus clarifying the Squads
that would be dependent on one another
and deciding on who would assume certain
responsibilities, such as the responsibi-
lity for going live. In complex structures,
you sometimes need to stop and reassess
changing conditions in order to build the
structure accordingly. In this sense, | think
this was a good experience for us.



Lean and Simple

One of the important mindset shifts necessary in gaining an
Agile perspective involves accepting imperfection and producing
evolving solutions. How does this work?

¢ As a Product Owner, one thing | care about
most is avoiding the impulse to wait for the
next feature before delivering previous ones, as
long as it does not cause any inconvenience to
the customer, of course. Teams may be in the
habit of insisting on perfection before delivering
the product to the customer, particularly

during periods of change, which ultimately
delays delivery of the product. In such cases, |
suggest that we deliver the product as is, before
resuming work on additions in the upcoming
Sprint, thereby keeping the team in line with
MVP culture. For example, at one point we
wanted to create an innovative tariff and unique
digital purchasing experience that would provide
added value for the customer. While releasing
them both at the same time was a more
idealistic scenario, it was not a must. Moreover,
as the scope of the project grew, we risked
prolonging its release. At this point, the priority
was to separate the project into two smaller
parts, generating added value and ensuring that

the product was brought to market more quickKly.

In this manner, | prevented the Squad from
losing focus during what proved to be a stressful
situation. And by taking the MVP live, | was able
to target potential areas of improvement in the
product by observing customer reactions. In

the next step, we were able to release new and
better versions to the market by correcting flaws
found in the original product.

1 like to focus on the minimum viable

product (MVP). It is actually beneficial for
everyone if you can progress by testing
rather than having to anticipate all the

details from the beginning. This allows you
to release the product to the market more
quickly. Our job is one-on-one marketing,
where thinking simple does not come
easily. As a general rule, we tend to create a
bigger picture and try to simplify it later. In
fact, the MVP does not mean that you have
to compromise quality or bring the product
to market with deficiencies in basic issues.
For example, when we once realized that
there was a mistake concerning an image
included in our My Vodafone App during a
launch, we quickly corrected the error and
did not receive any customer complaints. If
we had not noticed it, however, it could have
led to bigger problems. Through learning
from experience, we then began to test even
the smallest images and text changes.

@Implementation of these practices was not

easy at first. Some might believe that the idea

of moving forward through thinking simple

(as per the concept of MVP) means narrowing
the scope of the work. However, developing
products and services by advancing step by step
both increases speed in achieving an output and
allows you to notice any potential problems in
advance so that you can take early action. In our
team’s new marketplace project, for example,
we determined our MVP to be the sale of a
device that would be directly reflected on the
subscriber’s invoice. However, as our team did
not have any digital platform experience, we
could not make realistic market predictions, so
we minimized our MVP even further by deciding
to work toward a platform that would spark
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demand for the devices. This allowed us to test
new environments and collect earlier returns
from customers, with minimal risk. In this regard,
the team divided the work into smaller pieces
that would create as much value as possible.

& During a session in one of our Agile

trainings, the following question was asked
to the team: “Let’s say you are flying to the
U.S. this morning. After waking up, what
should you do before leaving the house?”
Answers included things like getting
dressed, brushing your teeth, packing a
passport, and doing a final check of the
house. We were then asked: “You are flying
to the U.S. this morning. You wake up late
and risk missing your plane. What do you
need before leaving home?” Now, people
responded by saying they would just

take their wallets and passports, leaving
the house in pyjamas. MVP is something
like this in that you should determine

the minimum of what is required in order
to present a testable value to the user.

As a team, we had difficulties achieving
this during the earlier stages. Naturally,
we wanted to present our imagined best
version of the product to the customer,
and so we did. We then realized that our
imagined version do not necessarily match
users’ expectations. Thus, we presented
smaller pieces first, allowing the customers
to try them before further developing the
project based on what we learned. Now, all
of our planning is based on this practice.
We first offer the smallest piece that would
add value for the user. Then, we develop
that piece by tracking user behaviour and
following up on user feedback. This allows
our team to progress more quickly, while at
the same time enabling us to present the
final product that users expect.

@ It is extremely important to understand user
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expectations, to address requirements without
losing sight of the bigger picture, and to then
meet requirements by breaking them down into
smaller pieces. Our Squad generally receives
requests in large bunches. Therefore, | try

to move forward by explaining what is really
required and how we want to progress as a team.
In this way, the team participates in determining
the scope of the MVP. For example, one of our
projects recently released was initially received
as a project with huge scope. If we had tried

to complete all the requests at once, it would
have taken at least two years of work, after
which the project may no longer have been
necessary. We formed three Squads to complete
this project, coming together to determine
essential requirements in terms of financials
and user experience. We progressed through
these requirements repeatedly, agreeing on a
few features we thought were most important.
Thus, we were able to present the output to

our customers in as little as three months. We
are currently continuing to develop this new
product by adding additional features according
to the requirements as per customer usage and
experience.



What is “Success”?

What does it mean to be a successful Squad? How do you see

yourself in that picture?

¢ When I think of a successful Squad, | think
of a team that moves towards a common
objective, confronts obstacles with a
solution-oriented approach, and completes
tasks within the Sprint through high level
of teamwork, while at the same time
maintaining value by constantly examining
what has been contributed to the customer
and the company. Relatedly, the essential
duties of the Product Owner are to convey
a clear vision to the team, to set realistic
priorities, and to separate the work into
smaller parts that add value. At the same
time, it is critical to consider the feedback
from the relevant Squad regarding the
content and prioritization of the work to be
completed on the product.

& Being a successful Squad means working
together to achieve one objective. It also
requires motivation to consider new ideas,
progress as a whole and continuously learn from
one’s teammates, all while working towards that
common objective. In my opinion, the Product
Owner’s duty is to empathize with and be a
balance point for the team, to bring vision and
strategy, to ensure a shared perception of quality
and success, to share progress and any potential
problems with transparency, to be open to
suggestions, and to be cooperative rather than
imperative.

© In order for a Squad to be successful, it
is important to achieve the objectives.
Ensuring success cannot be alone the
responsibility of the Product Owner. Thus, it
is critical that the entire team understands
the objectives and takes ownership of them,

independent of their areas of expertise.
On this point, it is essential that the
Product Owner clearly communicates the
Squad’s objectives with the team while
still being a true member of the team. As a
Product Owner, | am transparent with the
team, working towards the same goal and
contributing to the establishment of an
environment open to exchange of ideas. The
product is more functional and successful
when team members are able to express
their ideas openly in order to fully realize
them.

©For me, the key to being a successful Squad
is to be a team that sets and adopts clear
objectives, looks for the best solution in line with
these objectives, and focuses on continuous
improvement and development. My advice to
Product Owners is that they should try to ensure
that their objectives are adopted by colleagues
in all roles within the Squad. To achieve success,
everyone should be able to answer the question,
"Why are we doing this?” If everyone on the
team is a part of the same objective, they should
be able to share their opinion on just about
everything. The fact that everyone’s voice is
valued and that everyone assumes responsibi-
lities outside of their main areas of expertise
is the most important factor that connects
team members to each other and to the main
objective.

&For me, being successful means seeing
that the entire team feels motivated and
responsible for every job we bring to life.
I think the fact that everyone can share in
our success and that all team members may
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comfortably express their own ideas are the
factors that allow for success in the first
place.

@ | think the basis of a Squad’s success is that

the whole team understands their strategy,
objective, and roadmap. Everyone should know
what they are doing and why they are doing

it. Thus, it is important that the Product Owner
clearly communicates her/his vision and that the
team adopts this vision. Moreover, the Product
Owner should listen to the team’s suggestions
when establishing strategy and creating a
roadmap. When you set up the system in this
way, you ensure that everyone contributes and
acts as a team, thereby helping them to take the
next steps. Acting as a team constitutes the core
of an Agile team’s success.

The second important issue for achieving
success is to become an organization that

can act without fear of making mistakes and
can truly embrace the “test, learn” principle.

In this respect, Product Owners have great
responsibility. The more you are open to trying,
taking risks, and, when necessary, learning from
mistakes, the more courageous your teamis.
Product Owners should not forget to motivate
the team in this respect. A Squad’s success

can certainly not be measured simply by the
performance of tasks planned in the Sprint.

Advice to Product
Owners

® | think that we are experiencing a big
process of change with the Agile way of
working, and | believe that this change starts
with ourselves. Thus, | can advise Product
Owners to always be flexible in their thinking
and open to innovation, to constantly
question methods of conducting business

54 Vodafone Turkey Agile Journey

by reassessing themselves and the truths
they believe in.

My suggestion to Product Owners is that
they first create a clear roadmap around
their vision by involving the entire team.
When implementing this roadmap, they
should respect others’ fields of expertise
and volunteer to listen to everyone in the
team equally; they should not wait for
planning events to communicate their
vision and strateqgy, and they should work
closely with and be accessible to the team.
They shouldn't hesitate to assume tasks
when required, should share failure without
blaming others, and should believe in their
teammates in all circumstances. When

you act in this way, the team volunteers

to contribute more. When our Squad was
established, for example, our first goal

was to increase the current upsell by 50%,
starting in the following month. In the
beginning, this objective put great strain on
the team, so we gathered together so that
| could communicate what this objective
meant and how it served the company.
Together, we decided on all possible
actions, and the team knew the amount

of additional sales that would result from
each action. So everyone volunteered to
do more in their field, and we followed up
on daily sales, wrote results on our Scrum
board, and celebrated together as we saw
sales increase. After three months, we had
achieved our objective by working together.

My advice is to not try to manage the
Product Backlog on your own. The Product
Backlog is everyone’s responsibility,

and everyone can add ideas to it. The

best solutions emerge when everyone
contributes. Therefore, everyone in the
Squad should offer their own ideas and
suggestions to be prioritized by the Product
Owner, if required. At one of our planning



events, for example, a colleague on the
team insisted on a request related with
DevOps. Although | turned to other priority
items, saying that we would consider the
request at a later time, he repeatedly asked
about his request throughout the meeting,
which made me uncomfortable. We had
other top-priority issues to discuss for

that Sprint. Nevertheless, | allowed him to
speak up and asked him to go into more
detail about his request and why it was so
important. He explained that there were
serious problems occurring while going live,
citing three incidents that had occurred that
week. At that moment, his request became
top priority. Thanks to his insistence, we
developed a mechanism that detects

errors before making our work live. This
mechanism has evolved into a structure that
is used not only by our Squad, but also by
many other Squads.

Due to old habits, it is sometimes hard not to
dive into the details of the product/channel
you are responsible for, especially if you
come from a past position in which you had
to master such details. For me, the process
of determining what to do and leaving the
“how to” part to the team has been very
difficult. Of course, I'm sure it has been as
hard for the team as it has been for me. In
the early days, when | became a Product
Owner, | would even write down details
about how the items included in the Sprint
should be performed, or would explain them
in detail to the team. | would try to assign
work instead of waiting for team members
to own the work themselves. Fortunately, |
was able to quickly discard such habits. My
biggest piece of advice to those who are just
starting out is to allow your team to own
the items themselves and try to let them
find their own way of working. Let them
experience the happiness and motivation
resulting from this ownership. When you let

them fall down, they can learn how to stand
back up again, and they will be the wiser
for it. When issues cannot be resolved, you
should offer them support.

A Product Owner should create an
environment in which team members can
assume their own responsibilities; when
clarifying the details of the work, she/he
should not proceed without considering
the team’s opinion. When positive business
results are chieved, do not forget to share
success as a team.

My advice to future Product Owners is that
their perspective should not be limited to
whether or not the work included in the
Sprint is finished. Likewise, assessment

of the team should not be based on the
pace of the Burndown Charts. Success
comes from being a good team, so focus on
creating this. The rest will take care of itself.

Always have a good command of your
product, in all its detail. Make a habit of
internalizing MVP culture and finding
meaningful pieces in the product vision you
want to achieve by dividing the work into
subcomponents and constantly growing

the product by listening to the customer. Be
sure to make decisions based on data rather
than personal opinion.

What | have learned throughout this whole
process is that there is no personal failure
in the Agile way of work; when you fail, you
fail as a team. This is actually both a big
responsibility and a great comfort. Everyone
on the team contributes either directly or
indirectly to every success or failure, and
analysing the reasons for any failure, as well
as the gains resulting from them, prevents
you from repeating the same mistakes. So
focus on being a team and on continually
improving as a team.
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Who is the
Scrum Master?

® The Scrum Master is the team’s Agile ambassador who aims to make the team’s
life easier in order to: ensure that the team is focused and productive, create
an easy working environment free of difficulties as much as possible, and
take actions to achieve the successful adoption and implementation of Agile
principles.

® The Scrum Master’s role is all about responsibility. Any volunteer who wants to help the
team work more successfully can become a Scrum Master.

® The Scrum Master is the person who ensures that new Agile rituals are performed
in the Squad and that all members of the Squad adopt these rituals.

® The Scrum Master not only solves problems but can also predict problems, tackle
challenges from a broader perspective, understand the team and its dynamics, and
provide them with the support necessary to produce better outcomes. Contrary to some
misunderstandings, the Scrum Master definitely does not act as an older sister/brother who
supports the team with mere technical issues. Rather, she/he acts as a quide or catalyst.

® |nfact, the Scrum Master is somewhat like a secret superhero. She/he is expected
to ensure that things are on track and resolve problematic issues, while at the
same time maintaining the team’s motivation and taking action to increase
team energy when it is down. For this purpose, the top five characteristics s/he
should possess are: energy, empathy, good observation skills, responsibility, and
knowledge about the team’s domain.

® The Scrum Master plays a guiding role in the team’s process of adapting to Agile working
systematics and practices. At the same time, s/he observes the entire process, helps to
overcome team challenges during the execution stage of the work, tries to keep motivation
high, and ensures that members work as a team.






Selecting a Scrum Master
We asked our Scrum Masters, “How did you decide to become
a Scrum Master, and how were you chosen?”

® My story about becoming a Scrum Master

involves a situation of coincidence. When our
team’s Scrum Master left the job, there was a
need for someone who knew about the work
and team dynamics. | hesitated at first, because
before | became a Scrum Master, | always
believed that she/he should be a software
developer. After all, my team produces software
products, and | thought that a Scrum Master
should possess a good understanding of this
work. | am also from a technical background;
however, | have never worked as a software
developer. Looking at it from this perspective,

| applied for the role after my teammates and
manager encouraged me by telling me that
they would support me in difficult matters. At
that point, | realized that the Scrum Master
accountability had nothing to do with being a
software developer.

© In fact, | wanted to become a Scrum Master,

as | wanted to provide maximum benefit for
my team. In the election we held within the

team, my teammates chose me for this role.

@ Actually, my process of becoming a Scrum

Master occurred independently of me. Since our
team’s Scrum Master had joined the army for
his military duty, my teammates asked me to
become Scrum Master, as they believed that |
could manage this accountability.

© 1 think neither an Agile background nor the

job description matter. Actually, | didn’t
want to become a Scrum Master. As if we
were on the reality show Survivor, everyone

on the team wrote who they wanted as
Scrum Master on a piece of paper, and we
collected them. Since | earned the most
votes, | was selected as Scrum Master ©

| believed that | possessed the characteristics of
a good Scrum Master, so | applied for this role
to better myself. We are somewhat of a new
team. When we first started, | knew some team
members but not others. After introductions
during our first Sprint, our second task was to
choose a Scrum Master. My friend and | were
candidates, and we presented our promises
to the team. My colleague promised that she
would bring dishes like cakes and pies, and |
said | would tell jokes and make the team laugh.
Finally, the team voted, and there was a tie.
There was only one thing to do—flip a coin. We
tossed the coin into the air, and when it hit the
ground, the result was clear; | was the Scrum
Master! Even though we both really wanted to
be the Scrum Master, we made light of it with
a bit of a joke. After all, | think it doesn’t matter
who is chosen, as long as there is someone who
wants it.

&1 did not want to become a Scrum Master
myself. While we were discussing it,
everyone on the team suggested my name,
so | accepted. Without knowing much about
Agile, | tried to understand the accountabi-
lity of a Scrum Master . After our Agile
training, | guess everyone thought that
the Scrum Master was a kind of servant.
| think this is the most liked characteris-
tic of the role. At first, we thought that
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my accountability was to get the team to
participate in the Daily Scrums, to book
meeting rooms, and things like these. But
as time went on, we understood that it had
more significance. Now, the team members
trust my experience in the company and
come to me when they are stuck. We all
work together to overcome obstacles and
improve ourselves.

New Life Changes
When asked about the
differences between their
previous roles and their new
accountability, Scrum Masters
replied:

& | have been a Scrum Master for about six
months, and what | have been feeling
since the moment | began is the desire to
constantly develop and improve myself
and my team. | feel a serious responsibility
towards my team and the stakeholders.
| try to take immediate action in any
situation that may affect my team’s mood
or way of work. From time to time, we may
experience setbacks or miscommunication
between the team and the stakeholders
we work with. When these things happen,
| try to step in and ensure that we arrive
at a solution together. From this point of
view, | think | have a new focus in my life,
which is to act as a mediator. It’s also very
motivating to see things changing and
improving, and to see the team working
more happily. For example, when | follow
a method in the Retrospective, in which
team members thank each other and give
gifts, their motivation improves because
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everyone once again sees that they and
their work are appreciated. Or when |

notice a small disagreement between

team members, | encourage both parties

to meet one-on-one, before the issue gets
bigger, and when they are able to easily
resolve a simple misunderstanding through
mutual communication, they thank me for
taking action . It brings great joy to make a
difference!

&The Agile way of working is not something
new or discovered from scratch. Since it is a
perspective that can be applied to daily life, you
do not feel like a fish out of water when you
are introduced to it for the first time. But there
is a different aspect to being a Scrum Master.
Learning Scrum has given me more motivation. |
enjoy trying to fill in the frame drawn by Scrum.
Moreover, it is very enjoyable to learn a system
that we can implement in both work and our
daily lives.

& After becoming a Scrum Master, | gained
new responsibilities. | began to feel more
responsible for how the team’s work is
progressing, and more importantly, for
potential obstacles and solutions for them.
I think my muscles for time management
have improved, since there are extra
tasks to be performed and followed up
on. In addition, the role of Scrum Master
also contributes to the development
of leadership skills, as it requires the
fundamental responsibility of being a
facilitator.

@When | became Scrum Master, | suddenly found
myself examining things in more detail. | learned
a lot from my team, and | began to give advice
about issues | originally thought | knew nothing
about. I moved away from acting as an individual
after realizing what team spirit really means.



& As soon as | became a Scrum Master, |
realized that | had additional responsibi-
lities. | felt that | was always monitoring
the team’s motivation and took several
actions to ensure that team members
quickly warmed up to each other. The most
important thing | did towards this purpose

was to try to create a
rYy common past in order
E rli{ to create concrete
= W memories that went
) beyond the routine.

In addition to the

team event we held

B Bed Jd externally, | wrotea

team song; then we
recorded the song in the FreeZone Studio,
made a video, and distributed it to the
whole company. This increased our team'’s
brand value within the company. Being

a part of this work also increased team

members’ sense of belonging to the team

and to each other.

o

@ If you ask what has changed in my life, the
answer is that | began to look at all aspects of
the team’s work and to see the bigger picture;
| can say that | learned how difficult it is to be
both a member of the Developers and a Scrum
Master, as well as how | can maintain impartiality
and include all team members in the game. |
think my leadership skills improved with this new
accountability. Also, with the new responsibi-
lity brought about by the role, | feel that |
have learned and can better implement Agile
practices.

'Usually, our teams run 2 weeks Sprints.

The Story of a
Sprint

Our Scrum rituals are the most important
subject throughout a Sprint. As Scrum Masters,
we try to facilitate these rituals so that they are
performed in the most effective way. The teams
begin their Sprints’ by discussing the upcoming
work—in other words, by Sprint Planning. We
establish our objective for the Sprint, our high
priority work, and how to complete it. Then,
throughout the Sprint, every day we start the
day by trying to achieve maximum efficiency in
the allotted 15 minutes, inviting the participation
of the whole team during the Daily Scrums. If

we see that we need to talk in more detail about
the topics covered by the team during the Daily
Scrum, we always try to gather the relevant
team members together after the Daily Scrum.
As Scrum Masters, we particularly try to focus
on potential obstacles or difficulties during the
Daily Scrums. Such obstacles® constitute the
possible tasks that we as Scrum Masters may
need to address with the team. The remaining
Sprint time is focused on resolving these
obstacles, maintaining the team’s energy, and
improving the team’s communication through
lunch meetings or after-work team events when
possible. Towards the end of the Sprint, we focus
on the results of our work in the Sprint Review.
Here, the team’s input is especially important; we
do not just focus on whether or not the work is
complete. We may have completed the work, but
how impactful were we? We consider whether

or not we achieved a real business outcome, or,
in the case that we were not able to complete
some items, we examine them further in order to
make it a learning experience. The Retrospective
occurs just after this ritual.

The Retrospective is, in fact, an activity that
we direct according to the mood of the team.
The most important thing is to encourage

5To improve the transparency and the focus on the Scrum Board, you may identify risks

with emojis and limit the number of tasks a person can work on at the same time.
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everyone to participate actively. When we

first began an Agile way of work, we used to
say in the Retrospectives that “blood shall

be spilt” in order for the synergy of the team

to work. Of course, we did not mean real

blood. But putting everything on the table
respectfully and transparently is necessary to
carry out discussions, to understand others’
perspectives and soft spots, and to become
familiar with the likes and dislikes of others.
When we enhance this transparency, both the
way of doing business and the Retrospectives
run more efficiently. It may take some teams
longer to adapt, but it is particularly important
that the Retrospectives® are healthy rituals that
provide outputs that can be realized as real
improvements. Thus, we set our action plans in
each Retrospective and then follow up on these
actions throughout the Sprint to see potential
learnings and improvements.

To summarize, our aim is to spread the Scrum
Master’s accountabilities to the entire team in
order to ensure that everyone embraces the
culture of continuous improvement. On the
other side, of course, we are trying to facilitate

the way we do business for a smoother progress.

We also coach everyone to be proactively part
of the solutions for the questions or problems
faced.

Scrum Master is not the secretary of the team!

It all started with the task for finding a meeting
room for rituals. These were supposed to be

the tasks of a Scrum Master at first or nobody
wanted to deal with these issues. We have
shared this issue in the Retrospective, and it was
decided that one person shall be selected in
each Sprint for this task and thus the load shall
be distributed within the team.

Interactions and
Difficulties

As Scrum Masters, we sit around the same table
as the rest of the team, as we are also team
members. Thus, we are in constant contact
throughout the day. It is important to spare some
time for all members of the team; that's why we
try to interact with each of them individually and
really get to know them. For example, we try to
learn about what they do in their daily lives, what
they like, and what their hobbies are. We also try
to spend a lot of time together outside of work.
And while we are working, we also try to have fun.
Also Product Owners generally sit at the same
table with us, they are always part of the team
and all of our activities. Similarly, our Tribe Leads
work closely with the Squads. Since we share the
same working environment every day, we can
always gather to discuss any issues. We always
have the Product Owners’ support, particularly
on issues we cannot provide solutions for on our
own.

We also meet with other Squads’ Scrum Masters
once a month to share our experiences, what
has gone well, or what still needs to be resolved;
thus, we are always learning new things from
one another. We also help each other with
newly-introduced Agile tools or processes.

“In the past, we tried to prepare our Scrum

Board with the team after Sprint Planning, but

it was not easy to bring the dispersed team

back together in order to prepare it. In one of
the Scrum Master events, | learned that another
team prepared their Scrum Board together
during their Sprint Planning. We have begun to
implement this and thus are now able to perform
all the preparations together before the teamis
dispersed. ”

From time to time, the Scrum Masters and
Chapter Leads specific to the operation of the
Tribe gather together in order to discuss the

“We use different Retrospective techniques such as “The Speedboard”, “Facebook Reactions Retrospective”, “Force Field Analysis”, “Token of appreciation”, “Mad, Sad,

Glad”.
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general course of all the Squads, difficulties they
experience, various processes and expectations,
and the implementation of improvement actions.

On the other hand, the role of Scrum Master is
still new for most of us. As a company, we are
stillin the stage of exploring the tasks of this
accountability. Through experimentation, we
try to find the practices that work best for our
team. Management has also adopted a flexible
and supportive approach towards this issue; they
observe both the Agile practices and the Scrum
Master’s accountabilities in the implementation
of these practices. While becoming accustomed
to this accountability and to the Agile way of
working, we also encounter various obstacles,
including the following:

® Normally, Scrum Master is a full-time job, but
in our company, one of the Squad members
also assumes this accountability, which
poses a challenge. As Scrum Master, you
may find yourself in turmoil and therefore
may not be able to identify potential
problems. In fact, you may not be able to act
impartially when required.

® Thisis a new accountability for many people
within the company. Thus, we all have to
learn by experience and discover what the
role means to each of us as individuals,
which is both freeing and challenging.

® Consisting of people with different
competencies and experiences, Agile teams
operate within a new and different structure.
Naturally, problems and difficulties in
communication may arise when teams are
first being formed.

® |nalarge company, all aspects of change
may not come easily or quickly. The fact
that some problematic issues related to the
company’s operation may not be resolved

quickly, therefore requiring repeated
discussions during Sprints, may cause loss of
motivation.

® (Of course, there is the permanent problem
of finding an appropriate meeting room.

e  We run two-week Sprints. In some teams,
the distribution of work during these two
weeks may not proceed as desired. The
first week of the Sprint, for example, may
progress slowly, while the second week
may be more intensive. This escalating and
descending pattern may cause the team
stress.

The Scrum
Master’s Agenda

in the Near Future
As Scrum Masters, what awaits
you and your teams in the
coming days?

@ As a Scrum Master, the main issues |
particularly focus on in the short and
medium term are related to improving team
play and removing team obstacles. In this
regard, | plan to focus on the Retrospectives
and to try different practices here.

& Our team consisted of eight people, and some
of these colleagues have left us. Because it will
take time to replace these colleagues, | remain
as serious as possible in order to prevent the
team’s motivation from being affected. These
circumstances have required me to assume
the roles of colleagues who have left the team.
After all, this is what it means to be a team—to
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assume more responsibility and support the
team when necessary. My biggest task in the
medium term shall be to rebuild team spirit
when new colleagues arrive.

© My first goal is to read and learn more about
Scrum. To be realistic, | think | have not
done this to the best of my ability. Now, if
necessary, | will be more inclined to develop
my own skill set by suspending some of my
work within the team.

© As a team, we use both digital and physical
boards, but we have not yet been able to use the
physical board very effectively. Therefore, one of
my focal points in the short term is to make the
physical board more fun and understandable. In
the long term, | plan to work on moving towards
a more autonomous structure. Switching to
Agile is not that easy for people who have been
working for many years and have therefore
adopted a certain working principle. For example,
instead of understanding morning meetings as a
practice designed to ensure the synchronization
of the team, the team may simply see them as

a ritual requiring you to report to the Product
Owner. | aim to improve autonomy by improving
both the Agile perspective and the team’s
business competencies.

©The most important thing is the team’s
motivation, so | aim to increase transparen-
cy in order to make the team’s work

more visible and to ensure that everyone
understands the importance of their work.
Moreover, | plan to invest more in reading
and learning about my role. With this in
mind, one of my objectives is to obtain a
global Scrum Master Certificate.

@ In the short term, | will continue to identify areas

of potential improvement so that Sprint rituals
can run more effectively, since team motivation
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may be disrupted if they become bored during
long meetings. To prevent this from happening,
| try to perform rituals so that all members

of the team are actively involved. And in the
medium term, | plan to take action to ensure
that the teams work in a T-Shaped structure so
that everyone participates in different fields of
expertise. For example, | want everyone on the
team to partner with a specialist in a different
subject and have them perform tasks together
so that they can learn from each other’s work
as much as possible. In this way, we may move
forward with less impact when a member of
the team may have to remove herself due to an
emergency or other event.

Advice to Scrum
Masters

® FEvery person has a different capacity,
and each team has different dynamics.
Therefore, I recommend that Scrum Masters
tailor their practice by approaching issues
according to the specific need rather than
rote procedure.

® Do your best to establish team spirit. Your
only objective is to create a well-functioning
team!

® Apart from business objectives and
measurements, you can also use some
basic Scrum measurement tools such as a
Burndown Charts. However, it is important to
remember that these are just tools and that
you should not attach too much importance
to them. The most meaningful metric
is motivation. Look at the faces of your
teammates every day; if they are smiling and
having fun, the rest will follow.

® Feedback culture is very important, and



the lack of this culture can seriously affect
Retrospectives. Start by participating

in training on feedback and effective
communication as a whole team.

Just as it is not the king who says “l am

the king,” the person who says “l am the
Scrum Master” has not really become a
Scrum Master. As the saying puts that
clearly, “Everyone knows good hackers, but
no one knows the best”, this challenging
accountability has to inevitably play out with
an invisible hand. However, this should not
demotivate you. If everyone is happy and
the team is successful, you have done your
job well.

The Retrospective is the most important
ritual for the recovery of a team, so try
different techniques.

"We were afraid to comment on the Retrospecti-
ve rituals of our first Sprints. Thus, our
Retrospectives were short and inefficient. In
order to use this ritual more effectively, we
started using a tool called Sli.do, which allows
us to write anonymous comments. As a team,
we write about the issues we think should be
discussed in the Retrospective. Then, we focus
on the topics that receive the high votes in the
Retrospectives and determine the actions for the
Sprint.”

Scrum Masters are actually the ambassadors
of Agile transformation. In this sense, |

think it is important to consider their ideas
and become involved in the process of
improvement throughout the company.
Accordingly, you should not be limited to
your team but should actively take partin
the transformation of the organization.

For the sake of personal and team
development, you should always aim to
benefit from other teams’ experiences. Try

to find practices that have previously been
proven successful.

Try to experience each expertise area in
the team to some extent and as much
as possible. In this way, you will better
understand the needs and challenges of
each role and thus establish empathy.

A good Scrum team depends completely on
chemistry. When team members understand
each other and share responsibilities, Scrum
can be extremely fun. The accountability

of Scrum Masters here is no different from
the roles of other team members: to adopt
team play and encourage everyone to do
the same.

First of all, get to know the members of
your team. "What do they love?” "What

are they offended by?” "What do they
laugh at?” And "why do they get angry?”
Then, approach each member’s question/
problem with specific solutions. Proceed by
making decisions concerning issues such
as when and where rituals shall take place
or whether to create a physical or digital
board by consulting a majority of votes. It is
important that the whole team participates
here. Always aim to achieve together.
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Who is the
Chapter Lead?

A Chapter is a common virtual team structure formed by people with similar
fields of expertise and skills within the Tribe structure of an Agile organization.
Here, the aim is to ensure that the work performed in different teams by people
with similar expertise are parallel with each other, as well as to establish a
structure that will allow them to communicate with each other in order to
further develop their skills. It also serves to ensure alignment above the
Squads within the scope of the relevant field of expertise.

The Chapter Lead is the person who leads their members in line with the
objectives of the Chapter and coaches them in their career development.

In its briefest definition, the Chapter Lead is a person who: has knowledge of expertise in
the area of the Chapter that s/he leads; is responsible for the management of potentials,
performances, and the development of competencies of the employees in their
Chapters; provides the environment required to encourage the sharing of knowledge
and skills in the Chapter; listens to their team; and offers guidance and coaching to their
team in order to resolve difficulties or problems, when applicable.

The Chapter Lead is the person who models appropriate working practices
and synchronization between colleagues who perform similar tasks within
different Squads.

The Chapter Lead is the person responsible for the general quality of the work, the
support of the knowledge/skills required to complete the work, and the coordinati-

on of employees with similar responsibilities working on different teams. S/he is also
responsible for keeping employees motivated. The Chapter Lead is responsible for her/
his people, and for a specific expertise area, s/he ensures that different teams cooperate
and work in coordination with one another.






Changes Brought About By Agile Way

of Working

We asked our Chapter Leads: What are the differences between
their previous roles and their new roles?

© | have to say that after becoming a

Chapter Lead, there have been serious
changes in my management style. | am
evolving from a management style that

is basically more traditional and based on
delegation/support to one that centers
around coaching, listening, empathizing,
and developing individual skills and
competencies. Of course, as Chapter Leads,
we also actively assume the role of Squad
team member. In this regard, we focus on
both our Chapter and our Squad. As a Squad
member, | am pleased to have had the
opportunity to stay active in the field.

& After becoming a Chapter Lead, | learned to

live with uncertainties and to motivate myself
to produce solutions. Perhaps this is a process
that many roles experience after switching to
the Agile structure, which is nourished by these
uncertainties, triggering creativity. There are no
sharp distinctions such as “This is my job, and
this is yours,” as in the old structure. Instead,
the new structure encourages everyone to
cooperate, embrace generated business value,
and be part of the solution. Of course, this
involves some grey areas, and while these grey
areas are tiring at first, you learn to be motivated
by them as you learn to collaborate.

¢ Being a Chapter Lead has seriously changed

the way | work with my team. In the past,
we planned team tasks and brought them to
action on our own, but now we try to ensure
that these tasks are planned and executed

within the Squads. We then try to follow

up on these tasks, which poses a different
challenge. On the other hand, some parts
of the organization still operate within a
non-Agile structure and these parts still
consider me a “manager”. They want to
follow up their tasks directly with me as in
the old way of working . In such moments, |
must say to them, “No, I'm a Chapter Lead,
you have to send questions or tasks to the
team.” This, of course, can be a little tiring.

©When | became a Chapter Lead, | assumed the

role while still working in product development
and the artificial intelligence training processes
of Tobi, our artificial intelligence-based digital
assistant. | continue to work on balancing these
roles while working towards the objectives of
the Chapter. For me, Agile’s focus on people is
quite new. Apart from my field of expertise, | also
have to focus on supporting the development of
other people’s skills.
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The Story of an Average Week

A Chapter Lead's time is generally divided
between work on their Squad and their
responsibilities as Chapter Lead. While we are
part of the Squad and participate in all Agile
rituals and Squad-based meetings and events,
we also try to spare time for members of the
Chapter. We meet either collectively (a Chapter
Huddle) or individually that are either planned
in advance or occur spontaneously. Our goal is
to share knowledge and experience in the fields
of expertise we are leading, and we support

the development of competencies inside the
Chapter. At the most basic level, we try to ensure
that the people in our Chapter have a happy
working week during which they are able to
create value.

Each Chapter works on a roadmap with their
members, discussing topics related to what

we have learned from products delivered to
customers through different channels inside
the Chapter, technologies and concepts that
may affect our playground on a global scale,
and the matching of outputs with our business
objectives in order to provide better service to
our customers within the Chapter. We do all this
with an approach that is above the Squad.

We try to answer work-related questions through
face-to-face interviews with our colleagues in
the Chapter. If we receive a request for help,

we may also go into the details of the work

with our teammates, working together to find a
solution. On the other hand, we also continue to
work on processes related to ensuring that the
Chapter works more effectively and conduct job
interviews with applicants who will potentially
be included in our team. Our main focus is to
establish a sustainable structure and to be

the driving force of cultural transformation.
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Moreover, we try to actively participate in other
Squads’ Sprint Reviews as much as possible.

In this way, we can explore developments in
different Squads and thereby steer future plans
for our own Chapter.

Parallel to this, we always meet with other
Chapter Leads, Product Owners, and the Tribe
Lead in order to nurture each other in aspects
such as employee feedback and business
priorities. Moreover, if there is work that needs
improvement in terms of all Squads within the
Tribe related to the specific field of expertise
that we lead, or if there is work that needs to

be developed with other Tribes or non-Agile
teams, we focus on these issues and take
initiative, prioritizing the execution of the
required actions necessary to achieve better
performance. To share a recent example from a
Chapter, we were asked to define foreign identity
numbers of foreign customers in the system by
a certain date, as required by the Information
Technologies and Communication Authority. The
time and effort spent on calling these customers
caused sales losses in all activities of the
post-paid Squads. We took initiative not to close
the month with losses due to these activities
and quickly met with the partner management
teams, created an action plan, and therefore
managed to reach (in the same month) the
number of sales that were lost in all Squads by
ensuring the implementation of telemarketing in
the field.



How Does a Chapter Work?

Meeting as a Chapter is called a “Chapter
Huddle.” We try to meet at least once a
month, but we sometimes meet twice

a month. Instead of just talking about
work, we try to bind the team together
by allowing them to spend time and
share with one another. Of course, there
is no need to wait for these meetings to
achieve communication in the Chapter.
We try to keep our communications
constant and close, keeping our sharing
as per active needs.

What Characterizes the Content of a
“Chapter Huddle”?

The content is based on the Chapter, and
it can vary depending on specific needs.
In general, all members have already
determined the agenda of the relevant
meeting before gathering together, and
the meeting advances by following that
agenda. However, the specific items of a
Chapter Huddle are:

® Reviewing and following up on the
Chapter’s own high-level road map;

® Sharing how the Chapter closed the
previous month in terms of their
Squad on the basis of performance,
good practice, things learned, and
priorities and plans for the next
month;

® Sharing good practices and
exchanging ideas about new
technologies;

® (Choosing and researching a new
subject as a team, thus creating an
opportunity to improve our collective
competence; and

e Completing the Retrospective,
learning from our mistakes, and
determining actions of improvement.

These gatherings create a healthy and
transparent platform where all members
may exchange feedback. As Chapter
Leads, our goal during this meeting

is to lay the groundwork for sharing
knowledge and experience inside the
Chapter, to comment on the discussed
points when we can offer valuable
contributions, and to improve the
performance of both the team and the
business. The “Chapter Huddle” platform
also contributes to the communication
and interaction between people in the
Chapter after they return to their routine
lives.



Developing the Competences of the
Team and Chapter Lead

How do you plan to improve as Chapter Lead?

® The Chapter Lead role is one that is relatively
new in Turkey, particularly in Vodafone. As with
any role, much of the development occurs by
getting actively involved, taking initiative, and
experiencing things firsthand. The company
organizes specific training programs that |
benefit from on many levels; these programs
include those on the Agile way of working, the
development of coaching competence, and
feedback skills. However, | think that | have
developed most in this role through experience
gained from spending more time on my team
and field of expertise.

| think the development of the people in my
Chapter is very critical in terms of both preparing
themselves for the future and contributing to
the performances of the Squads they work

with. While I achieve efficiency by providing
mentorship and establishing a “buddy system”
for the development of a new employee, | can
achieve more efficiency through a coaching
approach for the development of a more
advanced-level colleague.

® Learning about my role through experience
is the most important practice | can
achieve. After all, the Agile way of working
is a new idea for the whole company.
As stakeholders in this method, we
are all included in a general routine of
experiencing and learning. On this point,
| think the behaviour | use most is auto
control. | try to avoid old-fashioned
“manager” behaviours and practices as
much as possible. There are also numerous
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opportunities and mechanisms within the
company designed to foster self-improve-
ment in every field. However, | think one

of the general problems of our company is
that we have not fully been able to adjust
our current business tempo in order to
spare some time for such opportunities.
When | do find time, | participate in company
training and try to follow communities and
events outside the company that are related
to my field.

We have established the agenda of our
Chapter meetings according to a structure
in which everyone can learn something
new and share different practices. We try
to make the work of learning continuous,
as we aim to be a learning organization. We
also have a competence development plan
that we follow with the individual members
of our Chapter. According to this plan, we
monitor and support development with

a structure that evaluates individual and
team competencies for the mutual benefit
of team members and the company.

¢&As we are in a transition phase, there is clear
ambiguity in all processes. Since | do not
have any other examples of this role, | decide
what to do and how to do it, drawing my area
of responsibility. There are trainings that are
provided; however, it is very difficult to fully
implement the information received in these
trainings. In fact, we develop our own methods
through trial, error, and constant improvement.



In order to develop team members’ skills, we
organize periodic in-team trainings related to the
subjects in my field of expertise. We participate
in trainings offered by technical teams for
applications such as Adobe Analytics, Target,
Inapp, and Google Firebase. We also meet with
external companies for development in the fields
of digital marketing, big data, e-commerce, and
conduct business development activities.

© 1 try to improve myself through online

training and sharing sessions within

the company. Specifically, | continue to
improve in subjects such as leadership,
coaching, motivation, and feedback. As this
is a process, | try to do my best to take the
appropriate steps necessary to improve. |
attach great importance to establishing a
new structure that values my role.

For the development of the members in my
Chapter, we are currently discussing pain
points in one-on-one meetings. Our next
step will be to begin taking action about
these issues. Where this is concerned, |
think coaching practices (such as GROW)
may help in managing this process.

Interactions and
Difficulties

Agile has introduced many
new roles to our lives, and your
role is just one of them. How
do you interact with other
roles within this new structure?
What Kinds of difficulties have
you experienced in the new
structure? Here are Chapter
Leads reflections:

©The role of Chapter Lead is a very sensitive

one, requiring a high level of emotional
intelligence, observation, empathy, and skill
for receiving and providing feedback. Unlike
in the traditional “manager” role, you lead
with coaching skills and are responsible

for the management, development, and
assessment of all potentials, performances,
and competences of the employees in your
Chapter. However, every Chapter member
does not work primarily only for the goals
you own and manage but also for the core
business priorities of their Squads and
Product Owners. Parallel to this, you are
also an active member in a Squad and
assume duties and responsibilities for

that Squad—this is a balance that is not
easy to manage. Therefore, Chapter Leads
share as much with Product Owners and
Tribe Leads as with Chapter members,
exchanging information on the Chapter’s
priorities, innovations, barriers, and areas
of improvement. So | can say that we work
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closely with all other roles. Therefore,
communication and cooperation are
essential.

| can’t say that | have difficulty in
determining future strategies in my field

of expertise. On this issue, | benefit greatly
from the exchange of information with our
Tribe Lead and the senior management of
the Vodafone Group and Vodafone Turkey.
The difficulty is in communicating and
implementing these strategies in all Squads
at the same rate, as well as in allocating
time for this purpose. To ensure execution, |
always stay in touch with team colleagues,
whether it be for a coffee break, a
one-on-one meeting, or a Chapter gathering.
The rest requires follow up. We continue to
share information on the relevant subject
until we feel that we are on the same

page as all Chapter members. After | was
assigned this role, | expected performance
from Chapter colleagues about tasks
required at the Chapter roadmap, tasks

that were not considered a direct priority

by the Squads actually. | think this caused
me the most difficulty. In the beginning, the
Product Owners and Scrum Masters pointed
out that | was requesting work without
informing them in advance. | later learned
through experience to communicate with
Chapter members on Chapter related issues
before their Sprint Planning events, as well
as to ensure that they add these issues to
their Squad’s Backlog for discussion.

©The Chapter Lead is the leader of a certain
field of responsibility and competence within
the Tribe. I lead the DevOps Chapter. In fact,
the world we live in dictates that we need
constant innovation and change for the future.
This technological transformation is essential
for us in the digital world we live in. Within this
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scope, the leadership we exhibit occurs within
the framework of leading and managing such
change. Since the synergy of our team always
requires what is new and better in terms of
technology, it is not so difficult to manage this
mechanism in my own Chapter. For me, the
biggest challenge is to monitor and maintain the
continuity of the quality of the work within the
Squads, particularly as our Chapter is derived
from a traditional IT operations team. At this
intense work pace in a game where rules are
constantly changing, finding opportunities for
improvement is difficult. At some point, the
responsibility lies with the Chapter and Chapter
Lead, but because the Squad is responsible for
planning and doing the actual work, there may
be breaks. Naturally, the Squads have many work
responsibilities focused on generating business
value. Within these priorities, we and other
Chapters try to find a capacity to execute our
own issues. This is one of the biggest challenges
we are trying to manage but have not yet had
the time to address.

©Chapter Leads manage people within the
Tribe and support the Tribe Lead in terms
of strategy. The greatest challenge is that
work not owned or identified by Squads is
recovered by the Chapter Leads. Here, | am
referring to work outside of the Squads’
commercial goals. For example, say there
is a need for better follow up of digital
analytics (follow up of instant notifications
returned to sales) for all relevant Squads.
In addition, actions for disruptions in
experience, accessibility, and performance
corrections also need to be planned. For
this purpose, one must understand the
needs and coordinate the work of six
different Squads and Digital Analytics
teams. In this context, | contribute to
my Squad but also put extra effort into
ensuring that other Squads take the same



ownership. | think as time goes on and the therefore use coaching activities in order to
competencies in our Chapter grow, allowing identify our developmental needs.

us to see the bigger picture in our field of
expertise more clearly, we will overcome
such difficulties.

Another issue is that potential strategies

in the field of the product and marketing
Chapter are issues that are already
prioritized by the Squads. Therefore, this
does not leave much space for Chapter
Leads in this field. | think that the balance
between the Product Owners and the
Chapter Leads in some fields is an area that
still requires improvement, but we try to
progress through trial and error.

™ The new Agile structure divides the responsibi-
lity for product and people formerly included
in the role of a traditional manager. Here, the
Chapter Lead'’s role is to undertake the human
side—in other words, the development of
skills. Accordingly, we work closely with the
Tribe Lead on organizational issues. Unlike in
the old structure, the difficulties associated
with one-on-one observation of employees
have increased, as my Chapter members work
in different Squads now. However, since one
of Agile’s primary goals is to achieve team
autonomy, | try to prioritize my efforts on the
“human” side. Rather than abiding by a structure
in which | control employees, | have a task
that | can run for help whenever required. In
this regard, | think that development planning,
employee training for all Chapter members,
and the sharing of information in Chapter
meetings are all highly important. We have not
yet sufficiently prioritized these items, but it
continues to be my main objective. | believe
that we can move forward through cooperation,
and | am truly confident that focusing in our
own improvement areas together with Squads’
objectives will lead to better results. We
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The Future of the Chapter Concept

Chapters are a new structure; what do you think awaits this

structure in the future?

¢ After not having had a Chapter Lead in about

a year, our company then incorporated the

role into our organization as a result of its
learnings. I think that the Chapter structure
plays an important role and will continue to
gain importance due to the focus it brings in
terms of competence development, motivation,
potential, and performance management. It
also establishes an invisible connection in terms
of competences representing specific levels of
expertise between Squads and encourages the
sharing of information and experience.

© In the future, the Chapter structure may

continue exactly as it is, but | believe that
the number of Chapters will eventually

be reduced due to the development of
expertise and the growth of T-Shaped
competence. In line with this development,
technical Chapters such as software
development, DevOps, and testing may
merge into a single Chapter at some point.

¢ Chapter Leads are the ones primarily responsible

for holding teams together; however, their
responsibilities in the fields of product and
marketing coincide with Squads, leaving little
room left for action. Therefore, | think change in
the structure is inevitable, since the organizati-
on is constantly changing and learning from its
mistakes. This kind of flexibility and change is
already inherent in Agile.

© As a Vodafone Turkey family employee, |

believe that further expertise and career
development is essential, requiring
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someone to always lead and grow in this
role. The task of such development falls on
us as Chapter Leads. | believe that the more
effective we can make this role, the more
value it will add to the company and to the
entire Vodafone Turkey family.

When considering the Agile structure,
autonomous Squads constitute the main
functioning wheel of the new organizati-
on. Agile Coaches within the organization
support autonomy, of course. However,
because this alone is not enough, we also
need competent teams in order to achieve
true autonomy. A competent team can
only consist of competent individuals,
and as Chapters, we are involved in their
development. Therefore, in order to realize
a structure that is autonomous and can
generate the desired value, the concept of
the Chapter is essential.



Whatls a
Successful
Chapter?

In your opinion, what does

it mean to be a successful
Chapter?

@ A successful Chapter is a structure in

which: Chapter members are supplied

with an effective communication network,
employees have the appropriate level of
knowledge and competence with which

to comfortably perform their roles, and
Chapter Leads invest time in its members in
order to contribute to their development at
every level. Since the sum of the Chapters
constitutes a complete Tribe structure,

the development of competences within
the Chapters is reflected in the overall
performance of the Tribe.

& A successful Chapter is a team that works

in its own field of responsibility, guides and
mobilizes the related Squads in terms of this
responsibility, and establishes and operates
information sharing mechanisms within itself.
For my Chapter, success in this respect means
establishing a fully-automated wheel of
application development and being a team in
which cross-responsibilities and perspectives are
developed and transformed.

© It is difficult for the perfect to remain silent.

Successful Chapters produce quality work
that poses no problems, motivating its
members and thereby positively affecting
the Tribe’s business results. Accordingly,
this means that Chapters are doing their

work properly.

@1 think that a successful Chapter is an organizati-
on that may run independently of Squads, where
information can be shared transparently and
therefore move the organization forward by the
Chapter’s ability to always being open to change.
| believe that any Chapter willing to adapt
and improve in order to achieve its objectives
can be a successful Chapter. A successful
Chapter, therefore, is a Chapter whose members
are interconnected, always willing to share,
consistently following developing trends, and
never losing the motivation to specialize in the
products/ processes/technologies under their
radar.

Advice for
Chapter Leads

® My recommendation for companies that
have adopted the Agile way of working
and decided to establish a Chapter is that
they should always invite feedback from
companies currently applying this structure.
They should also seek consultancy from
companies that provide professional Agile
consultancy services. Getting the support of
internal or external Agile Coaches already
working on this subject during the transition
process may be a fast and effective choice.
During this process, which also requires the
continuous support of senior management,
companies should include all team
members (in particular the Chapter Leads)
to prepare them for the new structure
through additional training supported by the
human resources department.

® Do not set up this structure without
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describing to employees what the Chapter is
and how it works. Because such descriptions
and expectations were not clear enough

at the beginning, causing a certain level

of uncertainty, our company experienced
many difficulties that divided our team and
prevented us from meeting expectations,
particularly within my own Chapter. When
organizations are only partially transformed
into the Chapter structure, it slows down the
transformation considerably, so if you switch
to the structure, do it completely, identifying
and triggering the establishment of all
Chapters at the same time.

® Don't be afraid of uncertainties, and
welcome the grey areas. Being a Chapter
Lead requires self-motivation and the
prioritization of leadership qualities needed
to unify the team.

® (Choose a Chapter Lead that will be good
at her/his job. This requires a person who
observes well and is confident that her/
his team is happily producing value-added
work. S/he is also a person who can: solve
problems in varied and complex scenarios,
listen to and empathize well with others,
analyse specific scenarios, remain open to
new and different ideas, offer experience
acquired by different roles, and provide
expertise in the work performed by her/his
team members.

® Because Chapters show the value attached
to employees and their development, |
believe that they are critical to the Agile
way of working, which emphasizes a
human focus. | recommend that companies
planning an Agile transformation establish
these structures with care in terms of
autonomy and provision of support in skill
development.
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Tribe Leads and
the Concept of
Agile Leadership

The Tribe Lead is a role that focuses on achieving its goals by taking full
responsibility of functioning as the general manager of a small company.
However, this role is somewhat different from the definition of manager in
the traditional sense, which prioritizes leadership, decision-making, strategic
planning, and managerial skills. In the current structure, the Tribe Lead is
responsible for ensuring that Squads work in the most favourable conditions,
as well as for creating an environment in which Squads can make their own
decisions.

“From time to time, | describe my role for my friends as follows: ‘I'm like the eldest
person in a large family, like a grandfather. You know what’s it like in a family—many
things happen, but the father knows about them last. Or if someone is really in trouble,
like if someone has spent all of his pocket money, he comes to the father. Or when he has
a fight with the neighbour’s child, he asks the father for help, too. Actually, that’s exactly
my role in this transformation. Instead of telling people what to do, | give advice to those
who seek it and try to help those who want help. In short, | am more on the serving and
coaching side.”







A Tribe is a community that acts around a certain
purpose and united ideal, and it is the task of the
Tribe Lead to achieve this ideal. In this manner,
the art of establishing Tribe’s main purpose and
directing all means at hand in order to obtain
valuable work outcomes comes to the fore.

The Tribe Lead does not need to have all the
right answers, but s/he can help the Squad to
move forward with the right questions. A normal
manager would focus on questions like, “What
will happen if we do this?”, "What is the financial
contribution of this?”, or "What shall we gain or
lose from this?” In other words, s/he projects
decisions on a somewhat mathematical and
virtual plane. This is a style that we are used to,
one in which the manager is personally involved
in every detail, following up on and interfering
with everything. We are now consciously

giving up™ on this style in our transition from
charismatic to collaborative leadership. Our aim
is to encourage Squads to collect data, interact
with customers more frequently, and increase
market awareness. Squads also feel responsible
for every action they take, presenting their results
transparently and learning from mistakes when
required. This approach supports both ownership
and learning. Managers transform into leaders
who provide inspiration and function as role
models; Squads expect them to offer confidence
and encouragement rather than giving orders. In

this sense, the Tribe Lead is more of a serving role,

not one that continuously receives or demands
service. Understanding this role requires a change
of mindset for Squads as well as for leaders. Our
journey progresses day by day, transforming

our way of doing business and our concept of
leadership, both of which go hand in hand.

The new leadership model emphasizes the
importance of coaching skills. To develop these
skills, we receive support from both internal and
external coaches and work closely with Agile
Coaches. The role of Tribe Lead naturally evolves
as we live and experience different scenarios. As
we analyse and solve problems, the organizati-
on becomes more efficient, and we continue to
improve.

As Tribe Leads, we frequently gather together

to share our experiences, exchanging opinions
about the problems we face. We contribute to the
culture by being curious and open to change and
continuous learning. After all, we are not talking
about a drastic change that occurs all at once.
Although there is a starting point, the change
continues to develop over time. Just as relevant
individuals in the Squad experience their journey
of transformation together, we, as Tribe Leads,
also operate as a group that supports its individual
members.

“Let me tell you about an experience we had at
the beginning. Our classic way of doing business
is as follows: the team creates an idea, works

on the plans for a few weeks, comes up with
alternatives, submits them to the manager, and
then waits for the manager to make a decision.
Based on that decision, the team prepares for
another three to four months before preparing

a new launch. Postpaid Squad came to me after
having prepared a very good strategy; they
evaluated more than ten alternatives, selected
three of them, and had a suggestion. After six
months, they informed me about their suggestion
and asked me to approve their proposal. As Tribe
Lead, the first things that occurred to me were as
follows: 'In fact, | liked the second alternative. Its
advantages are this and that because the others
have been tried before. As a matter of fact, in my
experience....’ Then | took a step back, took a
deep breath, and worked my Agile muscles again.
| asked them about their vision for their product
and where they wanted to go. | asked about
their first step in achieving this vision and about
their first meaningful output that would lead to
it. | continued my questioning by putting on the
appropriate hat: Where will you be after one or
more Sprints? How will you weigh the outcome
through the consumer and then evolve? What

is your learning plan? The team was surprised.
Perhaps they thought, " You are the director, but
we have worked on so many proposals and then
chosen one; why would you not confirm it? Those
old muscles of mine are also still active, and the
difficulty in this transformation lies in putting a
stop to the mindset that tells you to make your
own decisions and instead creating the best
environment for the team to make decisions for
themselves.”

"It is of course a necessity that a Tribe Lead have the appropriate tricks of the trade to determine the strategy, feel any problem and understand the issues. However,
this knowledge and experience shall not be brought forward so that they interfere with the teams’ work or tell them what to do.
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The Squad Has the Power Now!

After considering responses to change and
the new Squad structure, it is clear that the
Squads are happy. Surveys and one-on-one
feedback have shown that they have gained
purpose, as well as the ability to manage this
purpose end-to-end. In fact, everyone has a
specific purpose when they arrive at the office,
whether it be increasing revenue, improving
user experience, or achieving market share.
These clearly-defined goals make the Squad
experience more pleasurable.

properly. Squads work with this same simple
principle. In most traditional organizations,
however, someone might say, “l will plan the
strategy, and you wipe the table,” or another
might say, “Let me show you how to wipe the
table, and | will point out if you miss anything.”
The Agile structure, on the other hand, adopts
end-to-end ownership of responsibility,
resulting in a more productive and gratifying
work environment. This new structure requires
the employee to pursue the work because no
decision is exactly right or wrong. In this way,

The Agile way of working serves the motto we use in our manifest for Vodafone culture:
“Here, we listen to the one who adds value, not to title or the one who speaks loudest.” d
When | consder everything. | am Happy to workin Agle teams.
The priorities and objectives of my Squad are clear.

The Agile way of working allows me to develop different skills and abilities. %82
There is transparent and clear communication between Squads in my Tribe. %77

| have the means to develop and learn to do my job better. %77

As aSquad, | have all the necessary power and equipment to produce the final output.
| believe that the Agile way of working has a positive effect =
ot
on/contribution to work outcomes.
| know the responsibilities of other Tribes; there is transparent and
open communication between all Tribes. °

New Agile roles (such as Product Owner, Chapter Lead, and Scrum Master) are clear for me; | =

know who | should refer to and when
| can make decisions and proceed in the Squad; | don't need additional approval.
Everyone in my Squad volunteers to support each other when required.

. Indicates the percentage of respondents who gave a positive response to the related item.

Moreover, the Squads’ areas of responsibility
are also very clear, another factor that results in

happier employees. The principle is very simple:

let us assume, for example, that my task is to
wipe a table. In the context of this example, |
would find a cloth, have a strategy to complete
the task, and wipe the table. Nobody must tell
me what to do in this case, since | would clearly
be able to see the areas that | did not wipe
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teaching occurs through practice. The first
Sprint leads to a second and then third, through
a natural progression, reinforcing a sense of
ownership.

This way of working also encourages continuous
learning. If, after making and implementing a
decision, you do not get the desired result, you
evolve in another direction. There is actually




no better way to learn than this, as this method
teaches you to recognize the pros and cons of
each decision instead of learning from a decision
made by someone else. Because the teams

are constantly trying and learning new things,
expanding their expertise and moving towards
the T-Shaped direction, they become more
motivated.

In addition to the above, the reduction of
hierarchy, focus on prioritized work, observation
and sharing of success, and common goals
designed to achieve a clear purpose are other
important factors that increase satisfaction.

Of course, the fact that different roles work in
synchronization can result in varied expectations
and difficulties. Colleagues from different
disciplines may have difficulty adapting and
share differences of opinion, particularly at

the beginning, which may be reflected in the
physical work environment. While roles in the
commercial sector may not be bothered by

a noisy working environment, for example,
software developers may find it distracting. This
seemingly-simple problem may grow into a
bigger issue if not addressed, requiring the team
to agree on a solution such as quieter working
hours in specified areas.

Another important issue concerns areas

of responsibility. We have many new roles

in the new structure, and these roles and
responsibilities are settled over time. In fact, our
expectations have only been met just recently.
At first, these new roles created grey areas, but
as you learn about collaboration and teamwork,
these areas can be opportunities for enrichment.
Of course, it is also important to identify and
explain the reasons behind the existence of roles
from the beginning and to support them with
activities such as additional training.

""Nobody is Perfect!

Isolation problems and dependencies may also
prove challenging. We provide direction to the
teams and empower them with a clear goal and
objective before asking them to run. However, if
the team is excessively dependent on external
conditions and thus experience difficulty

in achieving progress, they may become
discouraged or demotivated. If this happens, it is
our duty as Tribe Leads to open the way for the
Squads we transfer power to.

What If the Squad
Fails?

Along with its rewards, the Agile way of working
also contains potential for failure' and risk. Our
aim here is not to take legal risks or to attempt
something that contradicts the core values

and structures of the company. But it would be
limiting to only dwell on potential risk as if every
action might cause legal/financial trouble, or
even the company’s fall. The distinction is an
important one. Our Tribe’s legal and financial
officers examine our outputs from the Sprints,
closely monitor the outcomes, and proactively
step inif there is a risky issue that the Squad has
not anticipated. But this is a close monitoring
and proactive warning mechanism rather than
an approval mechanism.

In addition to its new organizational structure,
one of the benefits of the Agile way of working
is its adoption of experimentalism as an official
methodology, which encourages employees

to closely examine cause and effect. This is
how real learning occurs. As the saying goes,
there are no failures, only lessons. However, no
matter how much we say this before, it was not
working. For example, if we make an offer and
the customer accepts but then gives up and

This is an activity where we share our mistakes and failures openly, and come together to learn from them. We have created a sharing platform within the company to

encourage experimentation.
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wants to return to her/his old tariff, we might
ask why the customer has given up. If we were
not in the Agile structure, the business unit
might just consider the return and cost here and
abandon the issue. In the same example, the
technical teams might consider whether they
performed the development correctly or allowed
the customer to enter or exit the process in the
right way before abandoning the issue. However,
combining these two scenarios might actually
point to why the customer gave up the offer,
revealing the real mistake. In fact, pinpointing
such mistakes is not easy. Instead of relying on
old patterns, we now try to break routine. There
is a cost to investing in alternative ideas, of
course, in that we may be abandoning practices
we know to work, but mistakes that add value are
often only found in this way. In this respect, the
best aspect of the Agile perspective is actually
the incentive to spend the time and labour
necessary to gain different understandings.

“Let me tell you an example of trial, error and
learning. We created tariffs for young people on
our digital channel. Our young customers could
choose the application they desired with their
tariffs. We thought that this freedom of choice
would increase sales. It did not come out as we
desired. Putting an extra stage of selection at the
time of purchase lowered the purchase rates.
Instead of this, presenting the most preferred
one and closing the sale, and enabling our
subscribers to make their choice freely after the
sale led us to the desired result. We shaped our
new product range in this direction. We started
to implement this teaching in our other tariffs,
too.”
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Is There Really
Autonomy?

Let’s begin with the saying that life is not
always a bed of roses. Autonomy begins with

a basic determination of roles and responsibi-
lities, agreed upon with a handshake. Yes, we
want every Squad to be autonomous, but their
freedom is limited by the freedom of other
teams, so there will always be a certain level

of dependence. Squads learn to live with these
dependences, even at a basic level, and to
resolve them through collaboration. However,
there are also tasks everyone accomplishes
within their own field. The task of a Tribe

Lead is to find resources that eliminate these
dependencies, creating a budget if required. For
example, we have a clear dependence on Core
IT in many aspects, but we have created the
necessary budgets to reduce this dependency
in one of our Tribes and have established a small
new team, bringing new competencies to the
Tribe. This was sourcing work, and we made
certain sacrifices to find the resource and reduce
dependencies.

We have already discussed the perspective of
Squads and Tribe Leads concerning dependency
management, but what truly matters is the
design of the organization, which should
increasingly minimize dependencies. Developing
such a design may have no end, requiring it

to constantly evolve. For example, our first
dependency concerns the competence of
business intelligence. When this organization
was first established, everyone complained

that there was no business intelligence staff
available in the Tribe. In the old structure, this
competence was functionally linked to finance.
We therefore sat down, solved the issue with
finance, and introduced this competency into



our relevant Tribes by allocating funds usually
spent on the recruitment of marketing staff. In
just approximately two months, we were able

to complete the recruitment of new business
intelligence staff who were then introduced to
our system. Of course, as soon as this problem
was solved, a new one arose, and we are

now addressing it with Core IT. This cycle of
problem-solving is a never-ending process, so it
must continuously and routinely be attended to.

Characteristics
of a Successful
Squad

There is no' single definition of success, since

it can be achieved in many ways. In order to

be successful, a Squad should first produce

an output, which is why it's so important to
establish a successful structure . This kind of
structure should include elements such as an
appropriately-sized Squad, varied competencies
within the Squad, and successful management
of the Squad’s dependencies on the rest of the
company. It is important that these elements are
carefully constructed and that their formation
may later be reshaped in line with the company’s
changing needs when necessary. The Squad
should produce outputs within the framework
of its own rhythm and should also be able to
reach the customer. A team that can deliver
continuously is the first step towards success.

What about achieving the Squad’s goals? If we
fail to meet the objectives, for example, does
that mean that the Squad has failed? Where this
is concerned, it is important to remember that

12Rather than comparing teams with each other, you shall focus on healing
actions to ensure that the teams work more productively within themselves. To
put it briefly, a successful Squad is a strong team that understands the reasons
for its existence, focuses on its objectives and develops by overcoming the
obstacles in front of its objectives.

success does not mean the mere achievement
of goals. Of course objectives are important, but
the definition of success is more tied to moving
in the right direction. On this point, two issues
are important. The first concerns the path taken.
Let’s say, for example, that one Squad increases
business results from two units to four units and
another Squad increases results from eight to
nine units. In this scenario, it is more important
to have progressed from two to four units, not
the fact that the result here is four or nine. On
the second important issue here is whether or
not the Squad has moved in the right direction.
A Squad may not reach their objectives for
several months, but if they have the right road
map, they may continue improving with small
outputs, taking it step by step. This is also related
to the team’s commitment level. As a Squad,
have they adopted their purpose of existence,
embraced the objectives, and moved forward
through successful teamwork? Or are they trying
cut corners and blame others, as is typical in
the old structure? Is the Squad trying to hide
behind excuses or blame placed on the person
who submitted the work, the sales department,
the price, or the market? The new working
culture should trigger an experimental approach
and creative thinking. When this happens, it is
possible to achieve outstanding results with

this new cultural perspective that encourages
Squads™ to act as a team and resolve each
other’s deficiencies amongst themselves.

Another important issue related to success is
the development of competencies and fields of
expertise. We support this development through
communities and Chapters. Every Squad can
produce outputs, but what's important is the
Squad’s delivery speed, the quality of its output,
and the human capability it has for its adaptation
after the first launch. Now, marketing and IT

SAn important factor in acting as a team is the size of Squad. When the number
of members exceed ten people, we experience that the communication inside
the Squad begins to be affected negatively.
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teams work together. The Squad should possess
the technical skills required for the relevant work
in order to produce quality work. The human

and technical skills in different fields of expertise
such as user experience, software, performance,

and marketing are very critical in this respect.

Finally, Squads should work harmoniously.

At Vodafone Turkey, there are more than 50
Squads, and each is responsible for different
aspects of the customer experience. When
these Squads work in harmony, total customer
experience improves, leading to a more
successful company.

"Observing performance is the easiest part,

as there is a structure in which Squads set

their own objectives on the basis of the Sprint
and a transparent construct where you can
easily follow to what extent those goals are
realized. Intervening with a team that needs
improvement in terms of performance is where
you need to be more careful. The first thing |
consider is whether the team truly understands
the Agile structure of work and whether they
implement it correctly. Particularly, the teams
that have been transformed from an operational
structure may not be able to understand this
ritual structure and its added value without

fully implementing those rituals. Instead of
intervening, I try to strengthen the team by
encouraging them to think of ways to reach their
objective and by ensuring that they should not
be scared of making mistakes. If there is still
need for development, then one should consider
whether the team requires support in terms of
competence.”
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Advice to Agile
Leaders

® Agile leaders should be patient, consistent,
excited, enthusiastic, and encouraging. They
should ensure a good balance between
the establishment of a creative playground
for the teams and the achievement of
objectives. They should also practice
experimentation and transform errors into
a learning experience. Lastly, they should
spend generous amounts of time with their
teams and should always be accessible.

® |fyou want to rely on your strategy and
roadmap, create your objectives with your
teams.

® [tisveryimportant that leaders create
a culture of resilience. In fact, when
you examine an organization at any
given moment, you might observe 80
things that go well and 20 things that
need improvement. You should neither
be delighted at the 80 things that go
well not upset at the 20 things needing
improvement. This work is based on
evolution, so change is always crucial.
Therefore, one must remain resilient in
such changing conditions. It is important to
stand up when you are down, to cover for
another when an objective is not met, and
to show the determination and resilience of
continuing down one’s path.

® AnAgile Leaderis a leader who walks
around. Leave your seat and start walking
around! This is something that does not
happen much in the old management
style. You should be open and reach out
to as many people as possible. When your



ecosystem is large in number, it may not be
possible to participate in each Squad’s Sprint
Reviews or all of the Chapter meetings.
Therefore, you should turn every second
into an opportunity to communicate and
interact with people—in other words, to
create bonds. What's important is the ability
to constantly establish such connections in
the best possible way and to receive or give
valuable information at all times. This, of
course, requires constant communication.
This may require you to stroll the room or sit
in different locations.

Tribe Lead should be the leader with an
answer to the “"why” rather than to the
“what” and the "how.” S/he should be a
serving leader who works to eliminate
problems, remaining aware of the fact that
Tribe members can only be as successful as
they are competent, and as productive as
they are effective.

An Agile Leader should be close enough to
understand issues that require support but
distant enough to maintain team autonomy.
The best practice for working closely with
teams is to participate in Sprint Reviews and
provide continuous feedback.

One should not forget that the goal in the
transformation to Agile is entrepreneu-

rial in perspective rather than ritualistic.
Organizations should transform themselves
through their willingness to make mistakes,
to be open-minded, and to empower their
employees. We think that one of the biggest
changes for leaders is the ability to leave the
realization of business results to the teams
and to create an environment in which
teams can freely express their opinions

and make decisions. The development of
the leader’s coaching skills can ensure that

the Squads and everyone working under
the same roof can gain an entrepreneurial
perspective, understand their new roles, and
own the common objective of the Squad
they are a part of.
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Who Is an
Agile Coach?

An Agile Coach works to ensure that organizations, teams, and individuals can
keep up with and manage the change. Thus, s/he coaches the entire institution to
ensure that the Agile culture is internalized at all levels of the organization.

As Vodafone Agile Coaches, we generally:

® Participate in the activities of the teams we coach,

® (Conduct one-on-one interviews when required,

e (ffer trainings within the scope of Agile,

® Deliver workshops (such as "What Is the Concept of Done?”, “What Is the MVP?”, and
“Product Backlog Management”),

® Establish and operate communities for improvement within the company (such as the
Scrum Master community), and

® (Coach at the organizational level (such as creating metrics or designing and
implementing supportive steps for cultural transformation).






The name of our Agile Coaches team in
Vodafone is "Agilizers.” In early 2019, the
Internal Agile Coach Development Program was
launched in order to introduce Agile practices
to more employees and departments at the
organizational level. For the first time in the
history of Vodafone Turkey, an Agile Coach team
was created from applicants who completed

an evaluation and selection process designed
specifically for the position.

This selection process consisted of five steps:

Letter of Intent

First Interview

Knowledge Proficiency Exam
Evaluation Center Application
Final Interview

In this process, candidates who voluntarily
applied to this new role were assessed in
areas such as level of knowledge about Agile,
desire for the position, communication skills,
coaching competence, curiosity, and focus on
self-development.

The program, designed to last about six
months, began immediately after the selection
process and included the following training and
certificates:

Coaching and Feedback Training,

Facilitation Training,

Conflict Management Training,

Scrum.org Professional Scrum Master

Training and PSM | Certificate,

® Scrum.org Professional Scrum Product
Owner Training and PSPO | Certificate, and

® Storytelling Training.

This program continued with on-the-job

training, which included shadow coaching and
co-coaching activities. The process was designed
to increase the experience of new coaches by
asking them to participate in team rituals with

colleagues who were already actively coaching.
Later, this process continued with the coach
candidates assuming team coaching responsibi-
lity with a smooth transition and actively
supporting their related teams on their own.

A Squad’s
Coaching
Adventure

Vodafone implements a Spotify model in which
Squads are positioned inside the Tribes. Each
Tribe has its own objectives that serve the
company’s general strategic objective. Squads
in the Tribe regularly follow the targets (OKR:
Objective Key Results) that serve the Tribe’s
objective.

To establish a new Squad, it is necessary to first
determine why the team is required, what is
expected from them, and how it will contribute
to the organization by producing certain values.

The establishment of a Squad is a dynamic
process. While many Squads are established
from the very beginning along with the Tribe,

it is also possible that new Squads may be
established later, or that changes can be made
to the structure of existing Squads as required,
while the Tribe continues its work. In any case,
the first step in the establishment of a Squad

is to provide a two-day basic Agile training
session for all team members. After this training,
we gather the team in an all-day kickoff event
to ensure that the team can start running its
first Sprint right away. In the first half of this
event, we focus on team building and organize
introduction and icebreaking activities so that
team members can get to know one another. We
also build foundations designed to ensure that
the team works harmoniously; such foundations
include the team name, logo, Sprint length,
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times of rituals, Scrum Master election, and team
rules and values . During the rest of the day, we
plan and begin the first Sprint. When the Squad
begins to run a Sprint, we ensure that teamwork
and feedback training is also organized.

It takes about six months for an average Squad
to reach maturity in actively using basic Agile
practices. During this time, Agile Coaches work
closely with the team and continue to support
them in terms of practicing Agile principles and
overcoming difficulties. We also encourage the
Squad to work independently through Agility
Snapshots (an assessment that explores the
adoption of Scrum framework/values and
identifies improvement areas) and Team Health
Check-Ups (an assessment designed to explore
the Squad’s success as a team). We complete
these assessments every quarter. In doing so, we
aim to trigger the team’s ability to independently
take actions toward improvement by increasing
transparency. We reduce support when the team
is able to work together to overcome difficulties
experienced in the first Sprints and become
capable to apply the inspect and adapt empirical
process that embodies the core of Scrum. During
the coaching adventure of a new Squad, we
mainly focus on the establishment of the team,
ensuring that the team and its roles become
accustomed to the new way of working, act
together as a team, and actively work towards
improvement. Being a team is not easy. Usually,
it takes more than six months to establish a
good team, but as the establishment of new
teams within the company continues to grow,
we need to eventually reduce support for the
team and move on to coach new teams. Before
reducing support for a Squad, however, we want
to see positive sparks, at least in terms of the
formation of team spirit and maturity, both of
which are required for a Squad to independently
address and solve problems. Agile is an approach
based on the empirical process; therefore, we
believe that the team should learn to cope with
the problems it faces instead of avoiding them
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altogether. In other words, we aim to reduce
support for the team based on the extent

to which KAIZEN culture is established and
internalized within the team. To clarify, we try to
observe the following:

® The status of the relationships within the
team,

e QOwnership levels of standards such as the
Definition of Done,

® The role and competency strengthening
programs/trainings needs,

® |evel of understanding of Squad/Tribe
objectives, and

® Measures taken to follow up and resolve
obstacles.

We support these observations through periodic
check-ups and try to ensure that necessary
actions are taken according to the priorities
determined by the team.

If a team can take action and follow up on the
above issues by internalizing them, we consider
ita "mature” team.



Can Every Squad Be a “Team™?

In order for a Squad to be considered an Agile
Team, it must have the following main features:

® |ts objectives and vision should be
understood by all team members,

® |ts members should work passionately to
achieve its objectives, sharing responsibility
and helping each other,

® |ts members should give and receive open
feedback about areas of development,

® |t should maintain a trusting and respectful
environment,

® |t should strive for perfection through
constant development,

® |ts members should work boldly together
to remove obstacles and make their own
decisions, and

® |t should develop an understanding that
focuses on the customer.

Becoming a successful team is a challenging
process in that it requires a high level of
communication, transparency, and collaboration
among team members. While some people may
be naturally inclined to work as a team, others
may not prefer it. Due to differing work habits,
characteristics, and expectations, disagreements
may arise between team members coming

from different disciplines, but this is actually a
natural slip of the wheel. It is not an easy step
to switch from a way of working that prioritizes
individualism. However, even if the hiccups
occurring during the team-building process

do not always affect the value produced, they
can disrupt team harmony and cause larger
problems in the long term. To prevent this, it

is important that the team be encouraged to
communicate openly during its establishment
through the reinforcement of Agile values. Also,
the team can be encouraged to proceed in line
with its objectives through the acceptance of

their natural differences. As team members work
side by side to begin producing results, such
problems may begin to resolve themselves.
Even minor achievements can be important
milestones for the bonding of a team. As
coaches, we also offer support through activities
that enable the team to meet outside of work in
order to accelerate the team-bonding process.

Of course, this may not always work exactly

as planned. For example, we once made the
mistake of not allocating enough time to
discuss Agile values during the establishment
of one of our teams. Because we did not
discuss the grounds for being a team at the
start, disagreements occurred, and we had to
apply different approaches. When we noticed
the problem, our first action was the simplest
that came to mind—we encouraged those
experiencing disagreements to have one-on-one
meetings so that they could resolve their
issues. However, coaching these interviews

did not resolve the problem, so as mutual
discussions continued, we organized a “Teaming
Up and Providing Feedback” training session

to trigger team dynamics. During the session,
we attempted to demonstrate the value of
teamwork and feedback through games and
examples, but this also didn’t produce the
desired results. As problem continued, we sought
support from the relevant Chapter Leads, since
any problem can potentially affect the whole
team. After these training sessions, one-on-one
interviews, and meetings, we realized that

the problem was that two successful team
members could not agree as a result of their
opposing personalities. Our example is similar
to the predicament of famous footballer

Zlatan Ibrahimovic, one of the most unique
centre-forwards of recent years. When news was
released that he would join Barcelona, one of
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the best teams of recent years, fans believed
that Barcelona would be unstoppable. But during
his first season, everyone realized that despite
Ibrahimovic’s superior skills, he was not suitable
for Barcelona, and Ibrahimovic ended up joining
Italy at the end of the season. In both examples,
the solution was to end a forced relationship in
order to avoid causing additional harm to both
parties.

This example illustrates the difficulty of being
a team and maintaining team spirit. Whatever
you do, and no matter how hard you try, it is
sometimes inevitable that things will not work
out.

Have We Become
Agile?

It is not possible to claim that one has become
Agile. As Agile’s basic philosophy is based

on experimentation, we constantly strive to
experience new practices within the company.

And though we sometimes fail in these practices,

what matters most is the development of an
environment where people internalize the
acceptance of making mistakes. So to say that
one has become Agile is actually against the
nature of this culture. When you think you have
achieved it, you have to progress by trying
something new. Accordingly, we can say that
there is a long way ahead of us in terms of
maintaining an Agile culture.

Considering our Agile journey, we are focusing
on the following areas of improvement:

Leading a new culture and mindset,
Avoiding the mechanical applications of
Agile, which are implemented without
focusing on values, and

® Reducing dependencies between Squads.
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Considering that the basic building blocks

of teams are individuals, the agility of those
individuals (in terms of mindset) is one of our
main focal points. Thus, we try to practice
one-on-one coaching as much as possible,

and whenever we see the need. The important
question here concerns the extent to which
people are open to change. Teams begin to
change only when individuals do, and when
teams begin to change, the organization also
changes. What makes the transformation to Agile
valuable is that this change becomes continuous
because it becomes the main dynamic of

the organization. In general, we support the
establishment of a working environment in line
with Agile values, transparency, and focus on
customers. As long as these are provided, the
specifics of what we do and how we do it are
actually less important. The basis of this kind
of work is to constantly reinforce these values
and principles when required and to establish
an environment that facilitates the discovery

of new practices. On this point, Chapter Leads
and Tribe Leads are our important stakeholders.
By working together with these roles, we

first try to ensure that they have developed

the characteristics of servant leadership that
embraces Agile values so that they set an
example for the individuals they work with.

In order to be successful, it is extremely
important that managers who have long been
accustomed to the old system and culture

are able to adapt to this new way of working.

If this transformation cannot be achieved,

the potentially demanding behaviour of

such managers may negatively impact many
other roles in the system, thereby causing
further difficulties. As Agile Coaches, we have
experienced such difficulties, too. Of course, it is
not easy to change years of old habits at once.
We therefore support the transformation process
through training sessions, workshops, and
one-on-one coaching exercises. Scrum Masters
are also an important role that empowers us to



overcome obstacles experienced throughout
the company. Our organization still experiences
difficulties in establishing this new way of
working, so we rely heavily on the help of Scrum
Masters. In order to overcome such difficulties
and increase the number of ambassadors of
change who act together with us, we try to

keep organizational-level awareness alive
through organizations such as the Scrum Master
Community.

In addition to the cultural aspect of Agile,

one must also consider the more mechanical
aspect. Do Agile practices work as desired in

all Squads? Of course they don't. After working
with traditional methods for many years, we are
now on a journey that requires us to develop
new muscles through extreme transformation.
Along this journey, we will naturally encounter
problems that we will have to address. Perhaps
the first of these problems or resistance points
is the resistance that occurs against the Daily
Scrum activity. There may different reasons for
such resistance, depending on the dynamics of
the team. For example:

® We are always together, so there is no need
to meet every morning.

® There has been no change in the state of
affairs today, so we do not need to talk.

e We have just made plans yesterday and
discussed the work in detail. Therefore, we
don’t have to discuss it again today.

In such cases, we first describe the benefit of this
ritual to the team. If their resistance continues,
we observe for a while, and when we observe a
failure resulting from the fact that the ritual was
not performed, we create a platform to discuss

it and reassess the requirement for the Daily
Scrum and the benefits of this practice with the
team.

As Agile Coaches, we first of all stand by the
team and focus on the root cause of resistance.

We try to ensure that the team understands and
embraces the benefit of the activity as a result
of experience. We reinforce this by asking the
right questions and organizing appropriate team
games.

One of the biggest obstacles to the Agile
transformation is dependencies between
teams. In large organizations such as Vodafone
Turkey, it is not possible to completely resolve
these dependencies while transitioning from
the traditional to the Agile way of working.
Although we try to include all the necessary
roles to the team during its establishment, some
dependencies may remain for different reasons,
but the organization takes actions to eliminate
or minimize such dependencies as much as
possible. For example, we may disperse team
members on which many teams in the Tribe
have developed a dependency to other teams
in the Tribe. If dependencies outside the Tribe
concentrate on a particular area or team, that
team may be moved inside the Tribe. In the field
of technology, we are planning and realizing the
transition to micro service architecture step by
step.

Another obstacle is that we have teams with
profit partners that we have made agreements
with before setting out on the journey of
transformation, so we are working with
traditional methods in different locations.
Therefore, these teams could not run in the
same location and towards the same objective
with their profit partners due to the contracts
they had agreed upon before the transformati-
on. In such cases, the priorities of the Product
Owners and profit partners may differ, and

the desired objective for the Sprint may be
compromised because the priority of the
Product Owner is not respected. Although our
entire Squad could not begin working in the
same location due to the contract, we were able
to ensure that the entire team participated in
the activities, albeit remotely. To ensure that
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our profit partner and management understood
us, we explained by illustrating the problems
we were dealing with. As a result, we can now
achieve a common understanding concerning
both the details of the items to be planned and
their priorities by performing Product Backlog
Refinement rituals before planning meetings.
Even though the team includes employees
from two different companies, it has become
more unified, and clear improvements have
been made, proving that it is, indeed, possible
to achieve a common goal. We have agreed that
service providers shall work at the same location
in the upcoming period and have formalized
this requirement during the renewal and signing
of contracts. In addition, we have initiated
development activities for competencies that
may be developed internally.

Interactions
Between Roles

Our Agile transformation has led to major
changes within our organization. In order to
lessen bureaucracy and hierarchy, we are trying
to evolve to a more horizontal organization. The
challenges of our transformation within Squads
is perhaps not as severe as it is at the organizati-
onal level, but we have seen how difficult it is to
achieve a self-organized team without sacrificing
transparency. In this context, we try to work

as closely as possible with all team members,
helping them to internalize Agile principles,
regardless of their role in the team. Since the
primary value of Agile highlights the value of
individuals and interaction, we identify areas of
development within the team by focusing on
individual relationships.

As Agile Coaches, we have responsibilities in

the Tribes as well. One of the priorities of the
“Agilizers” Squad, which was established more
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than a year ago by Agile Coaches, is to ensure
that transformation support at the team level
is provided and maintained in a wider range.

In addition to the roles within the Scrum
framework, the Tribe also contains roles such
as Chapter Leads and Tribe Leads, which were
established according to the requirements of
the organization. In order to increase interaction
between these roles, we contribute to the
organization of "Scrum Master-Tribe Lead”

and "Tribe Lead-Product Owner-Chapter Lead”
meetings and events such as Tribe Days, an
event in which Tribes invite their stakeholders
to the organization. Here, the teams within the
Tribe present their work outcomes and their
expectations from stakeholders. At the end of
Tribe Day, a social “happy hour” activity is held.

The Chapter Lead is the role we had the hardest
time understanding as an organization because
the way it is defined in the organization does not
exactly correspond to its practical application.
The Chapter Lead’s primary role and responsibi-
lity is to increase the competence levels of
Chapter members. Accordingly, Chapter Leads
are expected to understand the competence
levels of Chapter members by holding regular
one-on-one and team meetings with Chapter
members. They are also expected to take
necessary actions to raise these competency
levels. Currently, the organization perceives
Chapter Leads as people managers more than
as coaches, but we are working to change this
perception by evaluating what we can do to
ensure that they work in accordance with the
definition of their role. We are thereby trying to
create a platform suitable for this purpose. We
also provide awareness and training sessions to
support the communication of Tribes and other
non-Agile units.



Agile
Recommendations

For a New Squad:

Rather than teaching you what to do, Agile
approaches help you discover how to do

your work (at which you are an expert) more
effectively, comfortably, and efficiently as a
team. However, it is still useful to draw up a team
contract and review it periodically.

The contract consists of the basic rules accepted
by team members. When these rules are

clearly understood by everyone in the team,
they contribute greatly in their simplicity and
effectiveness. For example, the contract might
include rules regarding the use of laptops or
phones during rituals, the start time of the
team’s Daily Scrum, or the implementation of at
least one Retrospective action in each Sprint.

For a New Scrum Master:

For proper implementation of the Scrum
framework, Scrum Masters should prepare
themselves for change, new ideas, the courage
to experiment, and the ability to communicate
clearly with management or the team. In order
to support their role, they should also seek new
knowledge on the topic by reading and studying
about Scrum.

For a New Product Owner:

Product Owners should act as if they are part

of the team rather than the manager of the
team. With the awareness that they manage

the product (not the team) they should take
extra care to get to know their product, market,
competitors, customers, and stakeholders. While
doing so, they should focus on value and instil
this focus in the team.

For a New Tribe Lead:
In order to become an Agile leader, Tribe Leads

should learn to change their own behaviour.
With this transformation, they should support
the teams in establishing an environment
where they can manage themselves and be
creative. This environment should allow all
team members to feel that they can easily
knock on the Tribe Lead's door. Therefore, it

is essential that Tribe Leads are in frequent
and close contact with all Squad members,

as well as the Product Owner, Chapter Lead,
and Scrum Masters, from the very beginning.
By participating as a stakeholder in the teams’
Sprint Reviews, they should actively provide
feedback on the final product and contribute to
the development of the team.

For a New Chapter Lead:

In addition to being an expert in their field,
Chapter Leads should also communicate their
competence and knowledge to others, opening
the door for them to improve themselves.

In doing so, they directly contribute to the
development of Chapter members by staying

in close contact with them. To ensure regular
contact, Chapter Leads should organize
recurrent one-on-one and Chapter meetings. To
improve individual competencies in the Chapter,
they should keep and follow up on a list of
objectives prioritized as actions.

For a New Organization Undergoing the
Agile Transformation:

Begin the transformation with awareness and
ownership at the CEO level from the beginning.

Clearly explain why you want to change, what
your objectives are, and how people may be
affected by the transformation.

Agility is not a phenomenon that you can
achieve simply by ensuring that teams
implement certain practices. When you begin
the transformation, do not work at a single level
(the team level). Instead, proceed by ensuring
that managers in particular are involved in the
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transformation and that they lead by initiating
this change in their own behaviour.

Begin to train your internal Agile Coaches at the
very start of the process.

When setting up your organizational structure
and selecting roles, try to include as many in the
company as possible. In other words, you should
avoid difficult top-down designs.

Make early support plans for the training and
development of the competencies of new roles
(Product Owner, Scrum Master, etc.) introduced
with Agile.

In terms of organizational structure, it may
not be possible for everyone to work in an
Agile team, but this should not be an obstacle
to maintaining Agile principles. Take steps to
progress the corporate culture and to change
the language.

For Those Wanting to Become Agile
Coaches:

Those wanting to become an Agile Coach
may start by understanding and embracing
the philosophy of Agile and trying to reflect it
in their daily lives. They should also be aware
that some part of them should always remain
a student with an appetite for knowledge, no
matter how many years they have been doing
their job.

WE WISH YOU GOOD LUCK!
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As Vodafone Turkey, we began working from home from mid-March 2020, excluding certain
operations teams and personnel acting in critical functions. Since we had already long been
working from home one day a week, our infrastructures supporting remote working had
already been established. Before March, we tested our infrastructure by trying to work from
home for 1 day with the participation of the whole organization.

Our current priority is to overcome this pandemic period healthily and as soon as possible.



Part 2: The
Remote Working
Period




Working from Home

Remote working, a subject of long debate in the world of Agile,
has quickly become the reality of our lives due to the Coronavirus
epidemic. Therefore, we asked the Squads: How does this way of
working currently affect you? And how was the transition period?

Here are their reflections:

& All teams have been affected by the
pandemic, whether they work in the Agile
structure or not, but | think Agile Squads
have been slightly less affected. The
transparency and rituals that the Agile

way of working incorporated into our lives
really helped us face this period quite
comfortably. At first, the entire Squad

felt nervous, of course, but following our
Product Backlog Refinement event (our
first long meeting as a Squad during this
period) we realized that there was not much
to be afraid of. Sharing screens via online
tools, we conducted this meeting (which we
normally do in a meeting room) quickly and
effectively. We even noticed that we were
able to address topics faster and focus more
on solutions in online meetings.

¢ Squads that have already spent a significant
amount of time getting to know each other were
able to adapt to working at home incredibly
quickly. Moreover, | think that if we had not
already established Agile Squads with the
business and technology units, coordination
would have been incredibly difficult during this
period of crisis. We also currently have Squads
that have recorded increased productivity during
this time. The key fact here is that everyone
works simultaneously while at home. | am not
sure if the situation would have been the same if
some of our Squadmates were at the office while
others worked remotely.

> We were able to quickly get everything on
track at the very beginning of the period
via video calls and managed to smoothly
transition to remote working while focusing
on Daily Scrums, Sprint Planning, and the
Retrospective. The Agile platform helped
us to easily adapt to remote working as
a Squad, so we did not encounter any
great difficulties. As of now, we meet and
perform Daily Scrums twice a day, more
than we did when at the office. We may be
physically together at the office, but now we
communicate more effectively, which is a
big plus for Squad spirit.

Since | am hearing impaired, | sometimes
had to rely on written communication
during meetings at the office, but now

we can use messaging while video
conferencing. The whole Squad uses every
means available to write everything down
that is being discussed during meetings.
Thus, | fully understand all rituals and am
able to participate. In this respect, it's a
great achievement for me.

& During this period, we had almost no problems
with communication and online meetings,
and we are well aware that with this paradigm
change, we will return to the office with several
achievements under our belts. For instance, we
have experienced that many things we thought
were impossible (such as trainings, workshops,
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and information sharing) can be done without
being together in a physical environment and
that some of them can even be done more
actively and effectively. Surely there are some
challenges, which include:

® Prolonged working hours, including
meetings after 17:00 because we are at
home and available, causing an imbalance in
personal/professional life;

® The inability to take breaks or have lunches
during working hours;

e Difficulty coordinating the Squads we are
dependent on, and

e Difficulty in keeping Squad spirit/motivation
alive.

In order to address such challenges, we

try to take corrective actions by defining
certain principles within the Squad and as an
organization.

©These difficult times have led to many
different challenges, but | think that the
Coronavirus epidemic has also reinforced
our "Be Agile, Embrace Change" principle
throughout the company and has perhaps
led to the further strengthening of our
agility. This period of shifting demands and
priorities, in fact, supports Agile's purpose,
and | think that Agile Squads have adapted
most quickly to this period. Under current
conditions, we have been able to minimize
the loss of time by evaluating the shifting
priorities of stakeholders after our initial
Sprint Planning and taking action according
to current demands. At the very beginning
of this period, we were unsure of how we
could continue our usual Squad rituals
(normally held face to face at the office)
with the same efficiency while everyone
was working from home. However, we were
able to adapt to this situation without any
problems thanks to several online tools
and communication channels that we have
effectively learned how to use.

104  Vodafone Turkey Agile Journey

& Agile working incorporates many rituals in
itself, and frankly, we have seen many benefits
of these rituals during this period of remote
working. Our adaptation to working from home
has been very easy, as it has enabled Squads to
meet reqularly and stay informed. Therefore, we
did not suffer any productivity loss. However, the
current situation has required us to reconsider
our priorities and put some work on hold while
putting other work into practice more quickly,
especially in parallel with the increasing need for
digitalization. Here, too, our Agile way of working
has helped significantly in terms of prioritization
and adaptation to change.

@ Prior to the Coronavirus period, we
assumed that Agile Squads needed to work
together around the same table and that
Tribes required special workspaces, the
"flexy location" layout being therefore
inapplicable. However, this period has
yielded new insights for all companies.
Although this ideal environment proved
impossible, all work and events regularly
held by Agile Squads continued without
interruption. At this stage, our principle is
to address the following questions: "What
do we need to ensure the continuity of
our business, how can we apply different
methods, and how can we become more
digitalized?” Now, we conduct all rituals and
meetings in digital environments and even
organize activities on digital platforms,
which increases motivation and dedication.
Apart from routines, communities of
employees such as Chapter Leads and
Scrum Masters continue to meet online and
produce value.

@1 thought that working remotely would make
Agile working difficult, since Agile working
fundamentally emphasizes the principle of
coexistence as a team, thus making it harder to
adapt to remote working. | guess we approach
the idea of togetherness with prejudice, since it
suggests that people should be physically side
by side. But with the Coronavirus epidemic, we



quickly realized that gathering as a group can
also be achieved in the digital world, especially
in technology companies like ours. Actually,

we were able to adapt quickly and continued
conducting almost all rituals online. Our only
fear concerned difficulties such as the ability of
online tools to work successfully when we are all
connected at the same time and the efficiency
of meetings requiring us to talk in turn. But
nobody questioned whether our working style
would be suitable for a digital environment; we
only questioned our infrastructure. However,
through our first Agile rituals, we came to the
realization that there is nothing to be afraid

of and that our company has provided all the
necessary facilities in terms of technology

and infrastructure. As an IT employee, | can't
help mentioning that | have, on a number of
occasions, re-experienced the feeling of pride in
working at Vodafone Turkey.

We also realized that the Agile working method
is also the most suitable way of remote working.
Some of the benefits we have gained from the
Agile way of working during this period include
the following:

e  Qurwork wasn't interrupted, as the rituals
continued online in the same way as in the
office;

® We did not stop communicating with each
other and stayed highly connected;

® We had the opportunity to update and
improve our Squad chemistry; and

® \We were able to communicate more
transparently.

Did we face any difficulties? Of course there are
also challenges, challenges are always part of
the job.

©When sitting around the same table at
the office, we could instantly share our

progress in each other's work, despite the
different jobs we were performing, and

we could also freely chat about matters
outside of work. After working from home,
it became obvious that meeting with the
Squad only at Daily Scrums was not enough.
We felt our sense of integrity and bond
begin to weaken, which is why we decided
to organize daily online meetings (lasting
at least one hour) to spend more time
together. During these meetings, we were
able to talk about our work, chat informally,
and just take a breath, thus nourishing

our bond. In fact, we now spend more time
together than before.

o1 think we are lucky to have been caught in this
home office period after having already become
accustomed to the Agile way of working, since
our old way of working would have caused more
difficulties. Currently, the clarity and simplicity
of our small group rituals allows them to be
successfully conducted via video conferencing.
Thanks to our short daily meetings, we
are always informed of what we are doing
within the Squad, and our communication is
never interrupted. In fact, more people are
participating in Squad rituals during this period,
since rituals such as Sprint Planning were more
tiring when gathered in the same room for a
long time. It seems that the online format has
made them more comfortable. On the other
hand, since difficulties such as finding suitable
meeting rooms and inviting people from
different locations no longer exist, the number
of meetings has increased enormously. While
this will increase productivity in the short term, it
may also cause mental fatigue and damage the
balance between professional/personal life in
the long term.

& Both individually and as a Squad, we
adapted to remote working faster and easier
than | expected. Our biggest achievement
is that we have begun to apply Agile rituals
without any extra effort. Since it is now
possible to begin Daily Scrums with a

Vodafone Turkey Agile Journey 105



simple click of the keyboard, we are able to
meet every morning, punctually, and ready
to start the day together. The number of
meetings has increased during this period,
but the amount of time spent for meetings
has decreased, and the content is now
clearer. Even the simple fact that everyone
now attends meetings on time significantly
increases productivity, and it’s much easier
to schedule individual working hours
without interruptions. For example, | can
now spend much more time on the Sprint
Reviews for different Squads (something |
could previously not find time for while at
the office)while still working comfortably
from home. In fact, working synchronously
with other Squads has become much easier
since working from home.

On the other hand, | also think that the
synergy of working together in the same
physical environment seriously contributes
to work performance. Unfortunately,
creating this synergy is a bit more difficult
when working remotely with stakeholders

and senior management. Sometimes it feels

as if we are meeting just for the sake of
meeting and that we have not yet adapted
to the digital version of networking,
whether it be business or social-oriented.
Likewise, you don't enjoy non-business-
related conversations and the one-on-one
meetings that occur spontaneously while
in the office when working in the digital
environment. In short, we do, indeed, miss
the office and our colleagues.

&1 think we are fortunate during this period,
because as Vodafone Turkey, we have already
been able to work from home once a week
for quite some time. I'm sure this mandatory
transition has been much more difficult in
companies that have never had this experience
and are not used to the possibility of their
employees working from home. Thanks to this
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experience and our adoption of the Agile culture,
we experienced a seamless transition period.

| think the initial challenge we faced was to
remotely arrange our one-day rituals, where we
scheduled the Sprint Review, Retrospective, and
Planning as a Squad. We were used to gathering
for a full day to share ideas, go out to lunch,
and spend time together. Now, when we gather
in the online environment, we occasionally
make plans about where we will go when the
pandemic is over. Everyone in the Squad misses
having coffee and conversations during the day,
both with the Squad and with other colleagues.



Corporate Practices that Have
Facilitated the Transition Period

Perhaps the most necessary thing during
this period of being constantly at home

is maintaining motivation. One way to do
this is to make people feel safe and happy.
Accordingly, from the very beginning,

our senior executives have been trying

to communicate more closely and
transparently, both through meetings and
notifications. Thanks to the transparent
discussion of company processes and
management’s sincere approach in this
direction, we clearly felt that the company
has prioritized the happiness, safety, and the
families of its employees during this period.

As soon as this epidemic began, we took
quick action to implement a home office
environment, which significantly impacted
the morale and commitment of our
employees. During this process, both HR and
our managers were genuinely concerned
about everyone. In fact, colleagues from HR
phoned every Vodafone Turkey employee
individually to ask them how they felt

and whether they needed anything. This
touching approach was well received.

In addition, our managers speak with

1. Survey

How do you evaluate your
Squad’s spirit and motivation?

Do you feel that there are problems you -
cannot solve from home? 670

Do you think working from home is o
more productive? 670

How supportive do you think the company &
has been during this period? %80

their Squads almost every week to see if
everything is okay.

We also continue close contact and
communication through surveys designed
to detect and address any potential
problems. As expected, the most challenging
issues are related to the psychological
impact of the virus and the decrease in our
communication. Accordingly, we participate
in sharing and interaction sessions.

“In the first survey we conducted for our
employees working in Agile Squads, 70% of
them stated that they work comfortably and
without significant problems, 90% stated that
the systems and devices operate smoothly
from home, and nearly 70% stated that working
from home is much more efficient. Subsequent
surveys showed that the productivity index
increased by ten points."

2.Survey

Pretty good

No, I don't

Yes
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Our most important human needs during
this period are to continue communicating,
sustain positive habits, and maintain
motivation. In line with this, we have
observed that the change in work flow and
the continuation of regular rituals have
greatly contributed to the motivation and
commitment of our employees in Agile
Squads. Apart from gathering for business
purposes, we also organize “Tribe Days,”

Through various practices such as "coffee
time," they took actions in Squads to create
environments in which people could have
fun, take a break from work, and de-stress
while at home. Agile Coaches' continuous
close monitoring and support of the Squads
had a positive impact on them in terms of
Squad motivation.

“| realized the fact that, even more so than
before, we, as Vodafone, are a big family. | was
proud to be a part of this.”

personal development panels, conferences,
trainings, sports lessons, “happy hour”
meetings, and even "coffee interludes" with

our families and children. These online
events help to strengthen our ties and fulfil
our need to communicate during this period.

In particular, the transition process was
supported through information to address
and alleviate health-related concerns,
invitations of various experts to speak on the
subject, and information about nutrition and
health.

Working from home is not easy, and many
of us may not have the conditions suitable
to prolonged working hours at home.
Considering the ergonomic requirements of
employees working at home, office desks,
monitors, and chairs have been sent to
employees requesting them.

Of course, technology and infrastructure
support is also very important. Infrastructu-
res related to remote access were quickly
reinforced, and sustainability was ensured
via various tools (such as Skype, Teams,
Zoom, Mural, and Miro).

Scrum Masters and Agile Coaches also
play important roles during this period.

108  Vodafone Turkey Agile Journey




Additional
Responsibilities
for Roles

We talked to each

role and asked them
about the additional
responsibilities fall on
their role in supporting
this current method of
working. Here are the
responses:

Squad Members

©Since the Squad usually sits around the same
table, we had been able to frequently and
instantly share ideas and act quickly when we
had questions. But due to remote working,

this does not always work in the same way,

and we sometimes fail to support each other.
Therefore, our current situation may require me
to take more initiative regarding my work. Jobs
requiring us to cooperate with other Squads, in
particular, oblige us to follow up more closely
than usual. The current agenda keeps all Squads
busy, so this situation is actually normal. When
considered among other things, | also think that
it's positive because it bolsters self-confidence,
practicality, and a sense of ownership, both in
myself and in our Squad.

©>Working remotely has made me feel that
I'm not just working in an office anymore. It

now feels as if | have two jobs, one involving
caring for and planning activities with my
children. In this respect, everything is more
rushed and intense. But this is the first

time we have spent this much time with

our children, and in this sense, this period
we find ourselves in has its different and
beautiful sides. Most importantly, we are
healthy, at home, and with our families, and
we will get through this period together.

Since we can anticipate how much work
we can get as a Squad, | think we set right
balance between professional/personal
life at home. Although I initially couldn't
manage to maintain this balance, | think
that | have now achieved it.

Scrum Masters

©During this new period, Scrum Masters have
important responsibilities. Normally, solving
problems or eliminating obstacles within the
Squad was easier when everyone worked side
by side, but things can be overlooked while
working remotely. That's why Scrum Masters
should monitor their Squad more closely during
this period. For example, if | notice that one of
the Squad members is working too hard, it is
my duty to warn them that they will not be able
to continue at the same pace in the long term
and that they should slow down. On the other
hand, if there is someone in the Squad who lacks
motivation or is experiencing difficulties due to
work or some other reason, it is more difficult to
support them from afar.

©As Scrum Masters, our responsibility is to
flag the Squad's problems so that they can
be solved when necessary. This period we
are currently experiencing has brought
with it new conditions and methods of work
that may weaken muscles that normally
function well within the Squad. In order to
minimize the impact of this, | try to quickly
identify and solve problems by asking more
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questions. One of the most important ways
| can support the Squad during this period
is to boost their happiness and motivation
by highlighting their strengths. In this
light, I try to bring the Squad’s positive
developments to the forefront.

Product Owner

& This period has brought many additional
responsibilities to all of us, and | do not know
whether | can successfully fulfil all of them.
First of all, | try to adapt our Squad priorities to
the current situation by closely following the
agenda of the company and country. In addition
to short-term planning, | also try to plan for
the medium and long term. In Sprint Planning
actions, we try to plan by considering the home
and family (or psychological) conditions of our
colleagues. In order to be more productive, | try
to create and support new ideas, thereby keeping
the Squad’s motivation high.

¢ Remote working has actually brought
many changes to our lives and those of
our customers. We therefore had to focus
on our customers’ changing lifestyles and
the values we would create for them. Of
course, | quickly revised our Product Backlog
according to these priorities and adapted
my own priorities as Product Owner. Being
flexible in this way has become even more
important during this period, and in this
sense, serious responsibility falls on my role
on behalf of my Squad.

© Firstly, there is no more small talk or sharing cups
of tea. I was already aware that such conversati-
ons helped me to understand and support
my Squadmates, but this period has further
reinforced that fact. | try to make up for this loss
by attending as many Daily Scrums as possible
and scheduling more one-on-one meetings.

As our inability to meet face to face drags
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on, | see that we encounter more and more
communication-related mishaps. Some problems
that were previously solved fairly easily are now
exaggerated because of distance or the inability
to reach the right person. To prevent this, I try to
contact my Squadmates more frequently in order
to quickly detect and solve such problems.

&l try not to miss any Sprint Reviews for
most Squads in my Tribe and participate in
other rituals as much as possible. My most
important role is to support the motivation,
performance, and development of my
Chapter members. For this purpose, we
continue to organize 3 different pre-planned
gathering events called “Chapter Technical
Sync,” “Chapter Huddle,” and “Chapter
Meeting.” We also schedule online coffee
hours to chat and share our experiences and
feelings.

The continuation of training sessions is
also an issue during this period, but we

try to keep up with such sessions with
Vodafone Academy. Also, there are many
new online training opportunities now, and
| try to research and share them with my
colleagues.

One of the biggest challenges seems to be
conducting orientation for new members of
our Chapter, but we are currently thinking
about how we can do this in a more effective
and healthy way.

Tribe Lead

©As the Tribe Lead, | try to make my Squads feel
free to come to me for help. During this period,
it is necessary to keep motivation high, so |
reduced the time | was spending on stakeholder
management and shifted my focus to spending
more time with my Squad, particularly the
Product Owner, Chapter Lead, and Scrum Masters
in my Tribe. Of course, it is also important to
ensure that each Squad is progressing towards



our goal. In this direction, | make a concerted
effort to participate more in Sprint Reviews.

©l think the biggest additional responsibility
is being shouldered by the communication
side. Currently, it's not possible to run into
somebody in the elevator or while getting

a coffee, or to simply ask them "what's up,
how is it going?" as we pass by. This has
created the need for more planned and
systematic communication and therefore
interaction. As the Tribe Lead, the most
critical responsibility surely falls on us.
Every two weeks, we organize a "Tribe All
Hands" event and "happy hours" where we
play digital games at the "Care Tribe.” In
addition to our regular routine meetings, we
also schedule weekly one-on-one meetings
with the Product Owners and Chapter Leads.
The purpose of these meetings is to reach
out to Squads via different channels than
those used in Sprint Reviews and, beyond
that, to remain as accessible as possible.

Agile Coach

©As Agile Coaches, we first try to offer support
about methods and tools that Squads can use

to quickly adapt to the digital environment and
work more effectively. We also practice using
such tools with the Squads. At the beginning of
this period, we began designing online training
sessions and workshops and are now improving
them via feedback. We also conduct online
in-class training sessions via Zoom and Mural,
making it possible to create a digital collaboration
environment previously realized in classrooms.
We can even conduct group studies using Zoom's
"Rooms" feature. We renewed training, Scrum
Master Community meetings, and our Scrum
Master Empowerment program accordingly,
leading to very positive feedback. All participants
expressed how their new experiences are more
productive, allowing them to better focus.
Thanks to new tools and increased efficiency,

we reduced our two-day Agile 2.0 training to

one day. In order to successfully manage focus
and energy during this training, we decided to
divide it into two parts, each held on consecutive
afternoons, which resulted in clear benefits.

We also use applications (such as Mural and
Miro) that offer a collaborative environment and
conduct workshops digitally, resulting in useful
outputs. For example, we completed our Scrum
Master Empowerment program during this period
with studies conducted on Zoom and Mural and
even began the second program directly online.

Our main responsibility is to ensure that Squad
agreements regarding the needs of the changing
work environment are reviewed and that work
can be conducted more effectively and happily.
Since we have the opportunity to observe from
both within and outside of the Squads, we try to
detect disruptions in the working order and take
immediate action. For this reason, we regularly
provide information to the Human Resources
teams and management team of our organizati-
on/Tribe so that problems can be solved quickly
and collaboratively.
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Advice for the
Squads

112

Hold tightly to your Agile rituals, and do not
ignore the advantages of communicating
face to face while doing business; even while
working from home, you can send fewer
emails and make more video calls (let's open
the cameras, please ©).

It is imperative to find new digital solutions
in order to increase communication and
avoid misleading assumptions. It may be
productive to create new formats/methods
or deepen the use of tools such as Jira, if
needed, to record or follow up on work.

Even when working remotely, it's important
to create opportunities to stay close.
Normally, Squads don't just gather to work
and follow rituals; they share, laugh, and
have fun. We need this even more when
working from home, both at the Squad and
Chapter levels. For this reason, gather for
regular meetings in which no business is
discussed and play games instead.

This period is an opportunity to get to know
each other better and to establish a strong
Squad bond for the future. Perhaps no one in
the Squad had ever been a guest at a Squad
mate’s house before, but we do this often
now, albeit digitally ©. To turn this into an
opportunity, be sure to introduce families,
and let children socialize with each other
online.

Be sure to seek support from your Agile
Coaches and Scrum Masters, and use digital
tools and applications that facilitate your
work and trigger cooperation. Retrospecti-
ve digital tools, in particular, trigger more
effective results for Squads who are initially
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afraid of trying different technigues.

Review Squad contracts and update them
according to the conditions of remote
working, which we now call the "new
normal.”

Communicating with other Squads is as
important as communicating with your own
Squad, so be sure to socialize with them—
not only to understand their problems,
priorities, and expectations, but also to keep
up with the overall scheme of things.

Meet with colleagues from different Squads
within the company, and participate in
various online sharing events. These will
allow you to learn about good practices and
try them out yourself.

During this period of working remotely and
sometimes never leaving home, morale and
motivation are very important. Monitor the
mood of your Squad frequently, and evaluate
your psychological health during Sprint
Retrospectives.



Remote Agile
Working Manifesto

We now have the opportunity to experience a new working environment in which our
focus areas and ways of doing business are also changing. As Agile Coaches working
with our Squads, we observed that some things have gained even more value and
importance. In this direction, we created a manifesto for remote working with Agile.
While all of the items listed below are important (just as in the Agile Manifesto) we
believe that those on the left have gained particular importance.

Exploring rather than Experiencing
Adaptation rather than Plans
Appreciation rather than Feedback
Team Chemistry rather than Spontaneity
Simplicity rather than Tools
Self-Care rather than Accessibility
Socializing rather than items on the Product Backlog
Video Calls rather than Voice Calls

Confidence rather than Working in the Same Location



Exploring rather
than Experiencing

We understand that the professional
experiences we have gained so far are
valuable, and we are aware that we need to
adapt our habits to remote working conditions.
Therefore, we recommend focusing on
constant curiosity and exploration.

Adaptation rather
than Plans

Planning priorities is important. Because this
period has brought about serious change, we
recommend that you adapt your plans and
yourselves according to this change.

Appreciation rather
than Feedback

Feedback is irrevocable for our continuous
improvement. However, we highly recommend
placing more focus on appreciation, which we
believe will better boost motivation during this
period.

Team Chemistry
rather than
Spontaneity

We resort to individual or spontaneous
solutions to meet needs arising from remote
working. While this behaviour helps us

solve problems quicKly, it may also cause
chaos when Squadmates resort to different
solutions at the same time. We recommend
expanding Squad agreements in order to
work more harmoniously with our remote
working conditions. Iltems such as digital tools
used in meetings, the use of video mode

and microphones, frequency of breaks, and
planning of social meetings can be included in
Squad agreement clauses. When establishing
such agreements, we must also take care

not to ignore employees’ needs and to apply
clauses in the agreement, updating them
when necessary.

Simplicity rather
than Tools

We know that if the tools are used correctly
and adequately, they will make our lives
easier; in order not to complicate things, we
therefore recommend that you determine
which specific communication and online
tools you will use with your Squad.

Squads can adapt to this period with different
methods and tools. While one Squad might
choose to raise their hands on camera for

size estimation or display an application
downloaded to their phones, other Squads
might choose a web-based poker planning
application more suitable to them. Remember,
there is no single right method, so you should
choose the most suitable tools by continuous-
ly exploring with your Squads. Keept in mind
that the tools are designed to make our

lives easier, and avoid complex methods of
conducting business.



Self-Care rather Confidence rather
than Accessibility than Working in the
We value accessibility in working remotely, Sa me |_O Cat| on

but the level of accessibility also depends
on the continuity of our physical and mental
health, as well as on the distinction between
professional and personal life. Therefore, we
recommend that you identify and apply the
necessary actions to maintain these.

Some of our suggestions include taking
regular breaks to both mentally and physically
relax, ventilating your work environment,
adjusting your chair to the proper sitting
position, and dressing as if going to work.

We know that working together as a Squad in

the same working area is effective. During this
period, however, we believe that confidence is
more valuable than being in the same place at
the same time. We recommend that you place
trust in your Squadmates and make them feel
that they can trust you, too.

Socializing rather
than Items on the
Product Backlog

We recommend that you communicate with
your Squadmates not only for work but also
for socializing.

Video Calls rather
than Voice Calls

We believe that seeing each other increases
our energy. We therefore recommend that
everyone uses their microphones and cameras
during meetings.




The Future is Exciting!

As Vodafone Turkey, we have taken many
important steps towards the digitalization of
our customers and our employees and have

experienced serious transformations. However,

COVID-19 has caused even greater change
and more serious transformation in terms of
digitalization. Now, the “old days” will indeed
be considered old, the period we call "normal"
is a thing of the past, and a completely
different period that we call the "new normal"
awaits us. Digitalization is the biggest added
value of this period.

During this period, sales and service models
are rapidly flowing into digital channels.

With the help of Agile transformation

on the Commercial Business Unit side,
particularly over the last three years, we

have strengthened digital channels so much
so that we are now surviving this period

very comfortably. We are able to provide
continuous online sales and technical support
to our customers without any interruption.
This will be an integral part of the agenda

for any company. However, we estimate

that many companies will make significant
investments in their technical infrastructure
based on what they have learned from this
period. In addition, Big Data will continue to
gain importance in our lives, not only in the
area of work in general but also in the field

of Human Resources. Data will be our most
urgent need, especially during a period when
all working models are changing and working
from home has become common practice. The
monitoring and development of commitment,
motivation, and skill sets will be important
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orders of business. We were already using this
Kind of data, but now we use it even more.
Data Analytics will be one of the indispensable
items of the "new normal” in understanding
the needs of employees and customers, as
well as developing products and services
according to needs.

In the field of training and development,

the in-class training sessions held thus far
will be replaced by digital platforms, and
solutions will continue to be shared with
employees through digital media. This change
of environment in the field of education and
development will play an important role in
issues such as the sharing and measurement
of knowledge using conventional methods.
The technologically advanced but simple
tools, online competition and survey
applications, and digital tests that have
already existed will continue to be used widely
and will improve over time.

During this period, the biggest change will
undoubtedly be seen in job descriptions and
the way of working. As Vodafone Turkey, we
have created a system in which employees
have already been working from home once a
week for the past three years. We continue to
work with our leadership Squad on how this
period will change in the "new normal.” With
the widespread use of the work-from-home
method, we strive to increase commitment
and efficiency and to ensure that it will

be sustainable. At the same time, we work
conscientiously to prepare our organization
for the future by investing in the right fields



and with the resources that this change may
create.

Another important issue is “Workforce
Shaping.” This period has shown us very
clearly that things we normally thought
impossible can actually happen. In this regard,
we are now taking serious initiatives to use
alternative working models. Such models
involve the introduction of more periodic,
hourly, project-based, and flexible working
systems other than those suggested by the
full-time permanent employee or outsourcing.

As change and transformation take place,
these new models will surely require us

to reconsider the issue of “employee
commitment”. The experience of digital
working methods and workforce changes will
lead to issues concerning ways of ensuring
employee commitment, becoming one of the
important outputs of the "new normal".

About a year ago, our company formed an
important multi-disciplinary Squad called

"Fit for the Future.” Our aim was to identify
and implement actions relating to preparing
ourselves, our Squads, our leaders, and

of course our entire organization for the
future. We also wanted to develop the sKills/
competencies needed in the future and had
already begun work on four main issues:
making "Curiosity" a part of the culture,
"Innovation,” "Workforce Shaping," and
"Reskilling/Upskilling" (preparing employees
for future roles). “Fit for the Future” had
already been addressing these topics, but this
new period has further reinforced our decision
to develop them.
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Conditions of the “New Normal”
Together, we hope to survive this period in good health. What

do you think will change in business life when these days are
over? Assuming we are able to return to the office when recovery
begins, what's the first thing you will do?

& When these days are over, | think companies
will establish entirely home-office-style Squads.
However, people's expectations of the company
they work for will also change, and perhaps
people will not prefer companies that do not
develop a "home-office" culture.

| think the demand for meeting rooms will
decrease, since online meetings can be an
alternative solution.

When we return to the office, everyone will have
been missing each other, and | think we will

still wait in long queues for coffee. | don't set
plans, but our Squad dreams of going to dinner
together. During the first few weeks, we can also
do things like going out for a drink after work.

© During this period, everything we thought
was unsolvable has been resolved through
remote working, and we have experienced
many of its positive aspects. For example,

I would never have believed that our call
center could work completely remotely, but
we managed this in a very short period of
time. Another example is that previously,
meetings and work were often delayed
simply because we could not find a meeting
room, but we have seen that this has been
resolved digitally in a much better fashion.
For this reason, | think that when we return
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to our offices, the practices we have used
while working remotely can continue to
expand.

Frankly, when the recovery process is over,
the first thing | will do when | return to
work is hug my colleagues. | guess | really
miss physical interaction because we are
Mediterranean people ©

©We clearly experienced that working remotely
is much more efficient when everyone works
synchronously. In fact, meetings from home
are much more efficient than before. | have
attended many online meetings, with numbers
of attendees varying from 2 — 75, and as far as |
have observed, these meetings have been very
successful. We even spoke with our Squad about
holding meetings with online tools, even at the
office. We will see how that goes.

| guess I'll still be very cautious when we
return, since this period has instilled a certain
awareness in all of us. Other than that, | am
looking forward to returning. | look forward to
sitting around the table and listening to the
bustling voice of activity on my floor; seeing
my colleagues in person, | will not forget to be
thankful.

©First of all, | will need to convince myself




of the necessity of going to the office every
day. No good can come from an epidemic,
yet | have been thankful for an environment
in which | could both continue my
professional life and spend time at home
with my family. Until today, | was a person
who intended to conduct "home office"
work every week but could not realize it.
From now on, | will be able to adapt to this
rhythm more easily.

In terms of business, we will definitely
understand the value of being together,
although we also enjoyed the practicality
of digitalization. We will once again be
able to visit colleagues in their offices,
meet for coffee, share “good mornings,”
and delineate. But we have also learned
that connecting to meetings remotely is
practical, and we will now no longer have
to spend too much time finding a meeting
room.

It may be cliché, but it cannot go without
mentioning that this crisis forced us all to
think of “digital first.” It will now be even
more critical than before to perfect the
experience in digital channels, consider
digital priority products, and reach
subscribers through digital channels. |
think the way we evaluate our priorities and
investments will change in this sense.

As soon as | return to the office, | will first
walk the floors. | will have conversations
with everyone | enjoy working with and have
not been able to see during this period. |
hope those days are close, and soon we will
meet at the cafeteria!

& We will not be able to hug each other as a

Squad like before. However, we are very used to
working side by side. Now we are conditioned to
be distant from one another, and | do not know
how to overcome this. Because our perspective
on life has changed completely, | think that
when we leave this period behind, nothing will
be the same as before. Including ourselves.
While we make plans with life, life also makes
plans for us. While we may have had other plans,
life's plans are now for us to stay at home.

I don't think we will have crowded meetings
or conferences like before, since we will be
worried about social distancing. Squad parties
and dinners may also frighten us for a while.
Our current situation may not be ideal, but it is
mandatory for our health.

| realize that most of my social life occurred at
the office. | even seemed more married to the
office than my spouse. Because of the time
usually spent with my Squadmates, my wife and
| had never spent so much time together before.
I miss drinking coffee at the office, and | love the
Kitchen on our floor. When | return, my first job
will be to drink a foamy coffee with the Squad
and talk about what we did and how we fared.
And | promised to make them cig kofte (Turkish
appetizer).

©First of all, | am sure that we will continue
to conduct some work remotely. Maybe we
will even always work like that, since it is
more efficient and we have all the technical
facilities for it. Remote working will also
save us the stress of Istanbul traffic and
time lost on the road. We will be less tired,
have more time, and be more productive.

Physical gatherings will also be more
valuable and carefully planned. We will not

Vodafone Turkey Agile Journey 119



be running around like before.

When | return to the office, | want to

look into everyone's eyes, talking to and
touching as many people as possible. |
dream of hugging the ones | missed, but of
course, | do not know if that will be possible
after the coronavirus. | can also throw
joking glances to those who say “l have to
go, got work to do at home” ©

©1tis very clear that handshakes and hugs will be
less frequent in the new period. It is predictable
that many aspects of our daily and business life
will change from now on. | believe that we are
convinced that things can run smoothly without
being physically present in the company, and
after this period, methods of increasing the
efficiency of this will be used more widely.

In addition, | believe that working with Agile

is indispensable for adapting to changing
conditions, and from now on, Agile transformati-
ons will become more widespread.

| think the first thing we will do is to quench

the longing with the Squad. However, | do not
think that it will be very difficult to return to
how we used to work in the office, thanks to the
adaptability that Agile has provided.

¢ Many things will definitely change in the

new period. First of all, we found that
working from home does not decrease
productivity, so | think opportunities to
continue remote work will increase. This
may affect issues such as the number of
offices required, their location, and the
number of employees.

The decrease in some bureaucratic
processes may now allow for an overhaul
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of all long processes. Digitalization and
automation will increase in every field.

As a Squad, we do not have a clear plan for
our return. But we have discussed holding
some of the first Squad meetings outdoors,
bringing along the cakes we learned to
make while at home to joint meetings, going
out to dinner more often, and organizing
regular after-hours activities.

1 believe that the definition of confidence will

change after this period. The micromanagement
or control-style perspective was often based

on observing what employees were doing.
Telecommuting has complicated this issue even
further, raising questions concerning employees’
methods of managing or conducting business.
But this period has made me realize that it is not
necessary to work in the same location in order
for us to trust one another.

During this period, Vodafone Turkey
demonstrated exceptional management skills,
showing how much they value occupational
health and safety. We have observed that
placing people at the forefront of the company
increases loyalty, regardless of generation. After
this period, I believe that many companies will
review their values and come to understand and
internalize the benefits of being people-oriented
in this manner. Also, remote working created

an environment in which everyone was a kind

of guest in their colleagues' homes. Such

“visits” allowed people to become closer and
understand each other better. When returning to
the office, | believe that more people will place
more focus on not only the company but also its
employees.

We look forward to returning to the office! | think



we all want to spend time side by side, having
fun with both Agilizers and our Tribe. After our
reunion, it seems that adapting to the new way
of working will be our top priority. Although
people seem to want to work from home when
they are at the office and want to be at the office
when working from home, we all agree that once
we return, we will experience Monday syndrome
once again. Maybe a red carpet will await us

at the door on the first day of our return, who
knows? ©
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