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The agenda of today. I will tell you just a little something about me, then I’m gonna show you where we starded, what happened that made us need to change something in our development process and at the end I’ll tell you where we are now, where we landed


WHO AM |?

ARIANNA!

» Developer in SimCorp Italiana (former APL Italiana)
for 12 years

* Frequent “flyer” on the Dyalog User Meeting

» Traveller and stories lover
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Who am I? to begin I would say that I have been working for Simcorp Italiana for about 12 years, quite a long time actually but actually I’m an odd programmer, I don’t even have a computer at home. 
I’m also a frequent attender of these user meeting, someone could ask why. Maybe for these: my mother sent me this picture a couple of weeks ago, she told me that she had organized a Christmas afternoon tea for 12 people. She ‘s short of one mug, that made up glass is not as nice. Ok, I’m just pulling your leg. To be honest I like coming here because I enjoy hearing the presentations of the Dyalog people to see what’s new, with which new tricks and idioms I can play the next year. I also like very much hearing the User presentations, they made me feel less alone and I’m always very eager to know how different people and companies with the same things I work with every day goes in so many different directions.
Beside from that, I’m a traveller and a story lover: books, cinema, everything that made you travel also by not moving.


WHERE WE STARTED

SIMCORP ITALIANA: 130 PEOPLE

developers
39%

consultants
40%
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I know you’ve already heard these stuff but to understand better from where we’ve started I have to repeat some known concept,I’ll try to give you a picture of the situation at that time. 
We’re about 130 people in Simcorp Italiana based in 3 cities in Italy and 1 in France. We’re divided more or less like this: there are nearly 40 developers, 40 consultants, less than 10 sales and lastly nearly 15 staff (finance, HR, IT). 
But the main focus today will be on the developers. 


WHERE WE STARTED

HOW WERE WE ORGANIZED?

» Subdivided into development teams:
- 6 teams dealing with the core part of SimCorp Sofia: the “generalisti”
- 4 dealing with satellite modules (e.g. interfaces, risk, etc): the “specialisti”
» Each team is composed by 2 to 6 people working together on the same tasks
* Inside each group, we use Pair programming

« Develop coordinating, supporting and monitoring the
development teams
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So the developers. How were we organized? First of all I should say that we’re divided into teams (usually of 2 or up to 6 people). All these teams can be divided into two macro groups according to the main part of the code we actually work with. The two groups are what we called «generalisti» and «specialisti». The «generalisti» spent most of the day working on the core part of Sofia, which we actually referred to as the belly of Sofia, instead the other, «specialisti», deal with all the satellite modules (as interfaces, risk, etc) that rotate around Sofia. Each team as I said before, is composed by 2 to 6 people (usually «generalisti» are no more than 4) and they work on the same task. Inside each team we use Pair programming. If you happen to enter one of our office you’ll likely see pairs of people in front of a computer arguing to express their idea. It’s like having a continous discussion with someone to find the better way to do something.
Then there is «Develop» which was a group of 3 developer + our CTO whose task is coordinating, supporting and monitoring of the development teams.


WHAT MADE US CHANGE

ONE DAY IASB STARTED TO TALK ABOUT THE IFRS 9

« IFRS 9 is an International Financial Reporting Standard (IFRS) promulgated by the International
Accounting Standards Board (IASB)

* |t substitutes the old IAS39

* |t contains three main topics:
« classification and measurement of financial instruments
« impairment of financial assets

* hedge accounting
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What happened that made us discuss our way of work? One day IASB started to talk about the IFRS 9.
Just to know, IFRS 9 stay for International Financial Reporting Standard. It addresses the accounting for financial instruments. It contains three main topics: classification and measurement of financial instruments, impairment of financial assets and hedge accounting. It will replace the earlier IFRS for financial instruments, IAS39, when it becomes effective in 2018.


WHAT MADE US CHANGE

When we started to think of the changes we needed to perform in Sofia, we realized
IFRS9 project was going to be huge

we had to rewrite part of the Sofia’s «belly»

o

I Forced to add some degrees of freedom for future development
L-T\ locking the past

We were stalled:

«IFRS9» project soon became the «IFRS9 & Friends» project, where the «Friends» are all the
infrastructural developments that we were finally forced to make
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The project IFRS9 started immediately as a huge project and soon forced us to have to rewrite part of the belly of Sofia. What did it mean? The project became pretty much immediately the project “IFRS9 & Friends” where the ones we called “Friends” were nothing else than all those infrastructural development that we were finally forced to do. 
So some of our friends were the information we haven’t stored anywhere but we usually calculate at the fly every time we needed them and some other friends were brought by the fact that at that time we were actually stalled: every time we had to do something, a new development, it seemed terribly difficult, it seemed that doing it without destroying the past was impossible. 
We were forced to add some degrees of freedom for the future project by freezing the past that, despite the fact that sometime is wrong, it’s unmovable. The customers will be mad if they see their data change, for them they’re the TRUTH



WHAT MADE US CHANGE

THE LONELY DEVELOPERS FACING THE MOUNTAIN

» A single group of «generalisti» started to deal
with all developments

* They found themselves in front of a mountain
and started to climb
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For what I told you before, the project, because of the way we were structured at that time, finished in the hands of a single group (a group this time not a pair) of “generalisti” . The four people found themselves immediately in front of a mountain, a really high one, as they could see from the beginning, and the only thing they could do in that moment was starting to climb.



WHAT MADE US CHANGE

Going on with the developments, the degree of
infrastructural interventions increased

What already seemed like a difficult mountain
to climb became more and more vertical

It soon became impossible to think that just
one group of people could do it all by
themselves
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What started as an hike became very soon more and more steeper. The mountain soon became a free climbing wall. Why? Going on with the developments one at a time it seemed that the infrastructural interventions were always more. Soon we all realized that this group had to transform itself, they were asked to became climber instead of hiker. It was not possible that just one group could do all that work by themselves


WHAT MADE US CHANGE

The Sofia release was at risk

Other developers started to help our
lonely hikers, but the gap was already
too large:

help for very marginal matter
very long and frustrating meetings

all with tight deadlines

The situation created general
malcontent among the «generalisti»
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The first SOS was launched, the release was at risk. The other developers started to help the lonely hikers but it was very difficult, the gap between them was way too big. So the help started out concerning very marginal matters, they had also their own task to complete before the release date. We started to have very long and frustrating meeting that were born more as “story of the art”, but soon became something else. Here they tried to explain what they had done and what was left but they were too far away from all the other.
The situation was not one of the best for everyone, there were a lot of malcontent among all the “generalisti”.
The thing that we cannot forget and that make things worse every day was that the deadline was at the door, the release must be closed and so they took less time to do things themselves than try to explain to someone else what he should do. 
It was like a dog chasing its tail. 



WHERE WE LANDED

TALKING IS NOT THAT OVERRATED

* The release deadline expired: the delivery of the release to our clients was postponed

« Other projects planned for the same release were finished: capacity was released to give a hand
* The «generalisti» started to really talk to each other a little bit more:
« the first climbers had to give the times and ways

- all the other «generalisti» had to be always aligned .
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Stand Up Meetings!
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What happened next? The released date arrived and we were not ready. It had to be postponed. But in the meantime something changed. The other groups of «generalisti» had completed their task so we got more capacity to give a hand. What we needed to do at that time was starting to really talk to each other (it’s not that overrated after all). As I was saying before, the gap between the lonely hikers and the rest of the development was way too big so we needed at least to be always aligned with what had to be done and what was done. The original group had to dictate the times and ways things should proceed. They were the one with the big picture in mind.
In the meantime Apl Italiana had become Simcorp Italiana and we started to hear about something called “stand up meeting” and that’s what we’re finally doing 
That’s when the «stand up meetings» were born in Simcorp Italiana.


ARE YOU
COMING TO oi‘i&%
THE STANDUP

WHERE WE LANDED S ST

DID THAT NO, AND

MAKE SENSE  IT ISNT
WHEN T AGING,
SAID IT? WELL

NO, THAT WOULD
RUIN THE SOFTWARE.

{@ScoltAdamsSays

Dilbert.com

2-7-17 @ 2N7 Scott Adams, Inc.Dist by Andrews McMee|

The “generalisti” started to work as a single group
More awareness for everyone of what was happening
Work better distributed

Difficult to do it when a project is at that stage:
the group that had started was too far away

it was painful to bring everyone on board at the same level

When the emergency ended we continued to meet every morning to try to avoid an other situation like
from happening again

Help if someone is stalled with a problem: | don’t know how to do something? | can always ask to the
others what they think is best
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We started to work as a single group. Each morning we found ourselves in a short meeting in which everyone told the other what he had done the day before and if he had found any problem. Then he’ll say what he would do that day. So everyone was always aligned and more aware of what was going on. The work, due to the fact that we constantly heard what the others were doing was also better distributed. 
It was difficult to start this process when the project was at that stage. Getting everyone onboard was not an easy task. 
When the emergency ended we continued to meet every morning, we’re still doing it, to try to avoid that another situation like this may happen again.
How is it useful also without this emergency at the door? It’s an help if someone is stalled with a problem: I don’t know how to do something? I can always ask to the other what they think is best. 
Our stand up meeting today are actually of three different nature. 
Once in every two weeks, on Monday, we do a meeting that we called extended and it’s used to align all the developers, “specialisti” and “generalisti” hear from each other their state of art.
Than there are the ones similar to the original one we did. 
Lastly, always on Monday, when there isn’t the extended stand up meeting, we transformed it in something we call “the bloody Monday”. We noticed, especially after this huge project, that things in the management of the core of Sofia are changed a lot and people should be aware of it. And beside from the last changes there are also a lot of other things that could and need to be explained. We try to collect all the doubts of everyone and then someone volunteer to talk about that topic and explain it to the others. 



13
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Companies, like individuals, do not become exceptional by
believing they are exceptional but by understanding the
ways in which they aren’t exceptional. Postmortems are
one route into that understanding.

“Creativity, Inc.: Overcoming the Unseen Forces That Stand in the Way of True Inspiration”
Ed Catmull, President of Pixar and Walt Disney Animation
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Before all of this, one day in our forum appeared a suggestion. We can call it a “business” reading. A book that maybe be a good reading for all of us. It was “Creativity, Inc.: Overcoming the Unseen Forces That Stand in the Way of True Inspiration” by Ed Catmull. 
Some critics say that Ed Catmull, president of both Pixar and Walt Disney Animation, has written what just might be the most thoughtful management book ever. He takes us inside the Pixar ecosystem and shows how they build and refine excellence, in revelatory detail.


WHERE WE LANDED

POSTMORTEM: “WHY IS THIS NOT WORKING?” INSTEAD OF “WHAT’'S WORKING?”
Definition

"A postmortem is a meeting held shortly after the completion of every movie in which we explore what did
and didn’t work and attempt to consolidate lessons learned." (Ed Catmull)

Reasons
» Consolidate what's been learned

Teach others who weren't there

Don't let resentments fester

Use the schedule to force reflection

Pay it forward
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PostMortem is a change of perspective: «why is this not working?» instead of «what’s working?»
Which is the definition of PostMortem? Ed catmull say (e leggo). Which are the reason behind it?
1)leggo: A process might be flawed, but you don’t have time to fix it under the current schedule. Sitting down afterward is a way of consolidating all that you’ve learned,before you forget it
2) So much of what we do is not obvious,the result of hard-won experience, some of what we do doesn’t really make sense. The postmortem provides a forum for others to learn or challenge the logic behind certain decisions.
3) Many things that go wrong are caused by misunderstandings or screw-ups. If people are given a forum in which to express their frustrations about the screw-ups in a respectful manner, then they are better able to let them go and move on.
4) Postmortems are all about getting people to think and evaluate. The time we spend getting ready for a postmortem meeting is as valuable as the meeting itself. the scheduling of a postmortem forces self-reflection. If a postmortem is a chance to struggle openly with our problems, the “pre-postmortem” sets the stage for a successful struggle. I would even say that 90 percent of the value is derived from the preparation leading up to the postmortem.
5) In a postmortem, you can raise questions that should be asked on the next project. 
A good postmortem arms people with the right questions to ask going forward. 
We shouldn’t expect to find the right answers, but if we can get people to frame the right questions, then we’ll be ahead of the game.



WHERE WE LANDED

Are you proud of our finished deliverables?

Did we get the results we wanted?

What in our methods or processes worked particularly well?

Which of our methods or processes were difficult or frustrating to use?
How would you do things differently next time to avoid this frustration?
What else could we do better next time?

What was the most gratifying or professionally satisfying part of the project?

Everyone is asked to make
the top three things that you would do again

the top three things that you wouldn’t do again
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Ed Catmull said that "90 percent of the value is derived from the preparation leading up to the postmortem"



WHERE WE LANDED ”;"/

LIGHTS ON!

& friends s
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Thinking about the project IFRS 9 we decided it was time to turn on the lights. Let’s the postmortem begin


WHERE WE LANDED

It is not an evaluation on people's performance, it is an evaluation on a project

be constructive

share information and proposals CAU TI 0 N
Everyone is supposed to speak

self-limitation of the speaking time CONSTRUCTIVE

listening D CRITICISM ﬁ

I IN PROGRESS M

No distractions

switch-off phones, tablets, PCs, for the whole duration of the meeting: nobody will die, even if this is a postmortem!

for proposals:
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First of all we had to remember that a PostMortem is just an evaluation on a project, it’s not a place to blame specific people, which would not contribute to create a climate of trust and be useless at that point. We were asked to be constructive and to share proposals and informations with each other. But more important, everyone is supposed to speak, people should be honest and comfortable to say things straight. They should not take to long and are also supposed to listen carefully to the others. To do so there should be no distraction, so no phones no computer, nothing. It’s a postmortem but nobody will die if we don’t  answer for the whole duration of the meeting. 
And the golden rule for all of this is to stick to reality and stay solution-oriented. Sometime it is so easy to criticise, but the point of this meeting is to come up with lessons learned and solutions, not a bunch of complaints. 


WHERE WE LANDED

Group of volunteers for analysis of the things said and for formalization of operative proposals

Return of the Post-Postmortem to all the partecipants

IFRS 9 first experiment

Then Postmortem of the Sofia release S64
one for RiskALM area

one for «specialisti»
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During the PostMortem it’s asked a group of volunteers for the analysis of all the things that has been said and for the formalization of operative proposals. And they will also make sure to follow up with a report and share it with the right people.
Where are we now? After this firs experiment we organize two PostMortem for the next release we had, S64. One for the “specialisti” group and one for the RiskAlm area. And we’re planning to do more.


WHERE WE LANDED

“Some of what made you what you are are the failures you experienced. [...] Failure is a necessary
consequence of doing something new — not a necessary evil. [...] The failures that made us stronger
happened in the past. We don’t know what’s going to happen in the future, and it might be very bad. We
don’t have the luxury of calling something a failure until after it happens. [...] Zero dumb ideas is not the
right goal. [...] It is easier to correct errors than to try to prevent them all.” (Ed Catmuill)

Another consequence of how the project went was that develop expanded
more people wanted to give a hand to make sure things would go differently next time
more people wanted to have an active role in coordinating the developments

How do we proceed from now on? By experiments
we keep those things that work

we try to change those that don’t until they seem to work again
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Another consequence of what had happened with this project is that more people wanted to give a hand to make sure that another situation like this happened, to make sure that it’ll go differently next time. More people decided that they want an active role in the coordination of development. So more people became part of develop also with different task. 
And from now on? We’ll proceed by experiment: we keep those things that work and try to change those that aren’t until they are right again. 
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