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Why Agile aka what was before...

e 2014-2020 Rohlik.cz as a start-up was naturally Agile but without
framework

e As we grew we need more structure and change “punk style into
professional service

e \We implemented PMO in Spring 2020

e However, it slowed us down rapidly...

-
& -
rohlik
group Ua



With PMO: we delivered innovation slowly,

with flaws and without ownership

Business owner
“I have to improve

this number, | need
this delivery”

“OK, I'll evaluate if

—

number changed” <

Project manager

“Ok, give me
specification,
resources and 3-5
months”

“Project is done”

=

<

Developer

“Ok, give me a
specification.”

|

“My work is
done...”
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At the moment we were slow
on multiple levels.

We lack ownership, which
creates flaws.

Organization is set for delivery,
not for innovation.
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December 2020: Agile journey begins

e Dropped PMO and plans for Agile transformation initiated
e Objectives:

o Speed of innovation, ownership, cross country standardization
e Top management buy-in

e No internal knowledge - support needed
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December 2020: Design workshops

e RF needed to understand current and future organisational structure,
Rohlik culture and specifics

e Objective:

o First Squads kicked off in January

o 14 Squads ready by the end of quarter
e Two intensive days resulted in AT road-map
e Transformation 'managed as Agile project

e RF prepared Agile playbook
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Agile playbook

e Single source of truth what Agile@Rohlik.cz is or is not

e Live Google presentation (60 slides)
o Why Agile at Rohlik.cz
Objectives of the Agile transformation
o How Agile organization looks like
m Definition of Tribes, Squads, basic rbles and responsibilities
o Way of working at Strategic (OKRs + QBR) and

‘Operational (Scrum and Kanban)
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: Oy ENows
January 2021: First failure o

e Objectives of January bbard meeting:
o Onboard Group CEO‘Tomas Cupr and all the Board members
o Introduction of the Agile transformation plan
e Why it failed:
o Everyone except RF was thsicaIIy in the room, RF online
o Huge Agile knowledge gap between Boavrd members

e Result: lost of an initial trust, it slowed the progress for couple of months
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January 2021: Kicking off the first Squads o

e Organised as online session
e Objectives:
o Squad members know their purpose, each other and their OKRs
o Introduction of an Agile way of working
o Squad knows how to work together
e Lesson:
o Hybrid (online + offline combination) is the worst option

o Kick off facilitated by RF was crucial
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February - March 2021

Kicking off most of the Squads

e Organised as online or offline session

e Several all-hands online sessions via Zoom explaining Agile
transformation at Rohlik.cz

e Lesson: there is never enough communication!

o Missing AC Chapter Lead — missing single point of contact that
would communicate decisions regarding Agile Transformation

o Difficult to communicate a content that requires knowledge and
experience most of the company misses
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April 2021: first three months and first real QBR

e \We learnt what went wrohg
e Missing focus on OKRs - Agile transformation consumed lot of time
e Initial excitement drop, some people started hesitate about agile
e Lesson: Agile Coaches & Product Owners are key success factor!
o Squad’s results related to quélity of AC & PO
o Lack of Chapter Lead of ACs |
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May 2021: all Squads ready

Customer exp. Operational excellence Commercial exc. Loyalty Admin

e Starting first full quarter with all squads
e Tomas Cupr takes over position of PO for two Squads

e He participated in Squad kick off incl. Agile simulation - January failure
finally fixed

e Lesson:

o Hands-on involvement of the whole management team
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July 2021: first QBR with all Squads

e Approaching “Norming” phase, finding way to Performance

e \We have all squads, most-of roles covered, now we can really start to do
agile

e Lesson:

o To build and kick-off squads is just a start of Agile transformation

o Each squad has their own

issues, own limits -> Agile ==

Check- out squad

coach scope _

CRM &Pers
Supply
Inbound
Outbound
Last Mile

Private Label
Production

Supplier Monetization
Dynamic Pricing
Admin Innovations
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Next steps
e Norming phase — Peﬁorrtling phase
e Hire Agile coach chapter leader
e Develop Product owners
e Unblock specific Iirhitations in each squad
e Hire Developers

e Adopt true Ronhlik culture ("Rohlik Ingredients”)
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Summary
3 things we'd do differentl\( 3 things we did great
e Senior Agile coach in internal e Choosing Agile as a way of working
team :
~ o Top-down buy-in
e |Initial workshop forthe board . o Establishing the teams and squad'’s

e Development of Product owners kick-offs
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Thank you very much .for your attention

and please ask
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