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Case EB; Continuous Strategy and Planning in 
Practise @ Information Management

Copyright Elektrobit (EB) 2012, Cloud SW Public
www.elektrobit.com, 13 June 2012, Slide 6

What has changed ?

� Shifted towards Continuous Strategy,  Planning and 

Execution

� IM Strategy has been turned into a availability 

roadmap with assumed execution cost

� Roadmap has been turned into monthly releases

� Releases have been turned into transparent 

Kanban/Sprint type execution tickets with e.g

JIRA/Greenhopper

� 15 min Daily stand-ups and communication was 

established to improve the Working Methods

� Retros e.g. in form of gathered  

� Clear Cost Improvement Trend over Quarters Achieved 

Identified benefits of Transparent WoW

� Better overview for IM to the IT needs of 

projects/programs 

� Better visibility for project stakeholders to the progress of 

the IT related service requests of their projects 

� Better way to document & prioritize IM related needs 

from projects through active discussion with projects 

� Improved communication between projects & IM 
Copyright Dilbert

Strategy => Roadmap/Releases

Improvement Initiatives
”Kaizen ”A3” Story”

Continuous Transparent working 
mode with EB Projects IT and IM
Infrastructure Development



Experiences of 
Continuous Strategy

• Started as BoD initiative Nov 2010

=> Strategic actions are determined and quarterly reviewed, new actions are raised based 
on the needs on continuous basis, also strategy parts reviews are iterative

• Experiences after some 18 month run… 

– Strategy is now much better than ever aligned with the actuals of the work 

– We know much better where and what to focus when going forward

– Financial planning has been aligned based on this, planning is rolling over periods, no 
separate 1H/2H budgeting, annual long-term planning still done

– Goal setting has also turned to be continuous…  

– Conclusion; This is fundamentally better Way to Work than before

• “Head of the EB Wireless Segment during Strategy Sharing; 
This is fundamentally better Way of Working”

Copyright Elektrobit (EB) 2012, Cloud SW Public
www.elektrobit.com, 13 June 2012, Slide 7



University of Helsinki; 

Aligning Lean Software Development

with Business Strategies 



Aligning Lean Software Development

with Business Strategies

Success Cases from the Cloud Software Program

• Elektrobit  & University of Helsinki

– Operational Transparency for Distributed System 

Development

• NSN & University of Helsinki

– Goal Setting and Alignment in Lean and Agile 

Environments



Lean Transformation Framework for Software Intensive Companies

Source: Kuusela, R. & Koivuluoma, M. ”Lean Transformation Framework for Software Intensive Companies. Responding to Challenges Created by the Cloud”. 37th EUROMICRO SEAA 2011

Why is it important to align all 
these activities?

Because we want:
• Higher level goals � lower 

level goals and strategies
• Lower level goals and data �

high-level decisions
• Development/measurement

activities justified (defended) 
in terms of larger business 
objectives

• All goals/data to provide a 
consistent and meaningful 
story

Apply a mechanism 
(GQM+Strategies & 
measurement) for eliciting and 
linking business goals and 
strategies 



Typical Example from Cloud SW Case 

Study

M1: Customer 
satisfaction index

Measurement DataGoals and Strategies
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Goal: Increase 
customer 
satisfaction by 10%

Strategy: Improve 
product quality

Strategy: Improve 
HW/SW integration

Goal: Reduce 
customer-reported 
defects by 20%

No sub-level goal defined
⇒ Strategy not explicitly defined

Strategy: Improve 
efficiency of system 
testing

Strategy: Improve 
utilization of the 
platform

Isolated strategy
⇒ What is the contribution/value?
⇒ Is there an implicit goal?

M2: Field defect data

M3: Code quality 
metrics (McCabe, 

coupling, cohesion)

Isolated data
⇒ What is the data used for?
(e.g., improving code quality)
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Lean
Leadership & Culture



"it's easier to act your way

to a new way of thinking 

than to think your way to

a new way of acting".



2012-05-14

Leadership challenges

› Find the balance between leadership and management
› Enable DRIVE
› Establish the borders
› Develop your capabilities
› Build interactive communication
› Allow empowerment
› Create alignment
› Keep on challenging status quo
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Changing the culture

What is culture ?What is culture ?

ValuesValues AttitudesAttitudes Thinking 
patterns
Thinking 
patterns

•Transparency
•Trust

•Courage
•Respect
•Curiosity

•Transparency
•Trust

•Courage
•Respect
•Curiosity

•Fast feedback
•Stop the line

•Fail fast/Fix fast
•Constructive 
challenging

•What is the value 
of this

•Fast feedback
•Stop the line

•Fail fast/Fix fast
•Constructive 
challenging

•What is the value 
of this

•Go see
•I will fix it

•I share
•YES, and
•Servant

•Go see
•I will fix it

•I share
•YES, and
•Servant
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Community of practitioners



2012-05-14



Nokia Siemens Networks; 

Passion to Create Value
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CNPS – Passion to Create Value

This is how we did it:
- Show working Software, not Slideware
- Immediate feedback from customers and other stakeholders:

- Continuous Integration
- Demos – anyone can attend!
- Sandbox users – anyone in NSN can use!

- Minimum distance between R&D and customers
- Continuous load, stress and performance testing
- Immediate decision making and actions
- Start-up project mentality – work beyond boundaries and role 

descriptions � empowered R&D

Key figures:

- 4 months from idea to product

- 2 weeks from customer feedback to feature delivered 
� maximum agility

- Solid quality by test automation for >80% of key 
components

- Zero customer faults

*Core Networks Productivity Suite

Wolfgang Steffens NSN

This is what we also did:
- Question the existing processes, 

routines and habits
- Competent and motivated people
- Continuous improvement and 

willingness to experiment

This is how customer perceives us now:

- Software for real need
- Fast response to new requirements

- Awareness of solution status by frequent demos



F-Secure; Stop the Line – No More Bugs !!!



Stop-the-Line: a Lean practice applied for SW 
development

A practice coming from Lean that is originated from the 
Toyota Production System (TPS) [6]

Stop-the-Line
Work is stopped if an abnormality is found. 
Work continues only when problem is fixed.

© F-Secure Public2011-11-0122



Why to use it?

• Focus on quality at all times

• Avoid burying problems deep in the product where it’s 
more difficult to fix it, potentially adding more problems on 
top of the identified ones

• Everybody is aware of the problem so anyone who can 
help, can contribute to fixing it

• Identify recurrent (systemic) problems so they are solved 
once and for all

© F-Secure Public2011-11-0123



The Stop-the-Line workflow

© F-Secure Public2011-11-0124

Detection & 
visualization

Reaction Prevention

Problem is 
Found

Stop the 
Line

Fix the 
problem 

immediately
Root cause 

Analysis
Fix the root 

cause

•Detected in
Test 
Automation

•Visualization 
by the radiator

•Team claims the StL case
•Team investigates and fixes issue

•Root cause analysis done by the 
team (or multiple teams, if needed)

•Root causes are documented and 
records made available

•Fixing of root causes is initiated 
(fixing root causes may take 
significant effort and time, ROI 
analysis and planning takes place for 
bigger initiatives)



Stop Feature Development (SFD)

• What is it?
• An enhancement for StL

• Line is stopped not only when 
tests are not passing but when 
the number of non-critical bugs 
go over a threshold:

• Per team

• Per project

Later:

• Per Product Area

• Why?
• To control another dimension of the system dynamics

© F-Secure Public2011-11-0125

Image sources: 
http://johnastor.files.wordpress.com/2011/02/obstacle1.jpg
http://messageboards.aol.com/aol/en_us/articles.php?boardId=89965&articleId=72064&func=5



The new bug handling process - overview

© F-Secure Public2011-11-0126

Some valid bugs will 
get trashed, but that 
is OK in this process!



Conclusions

• Overall quality of the product improved

• Number of StL events decreased by time

• StL enforcer helped to avoid making mistakes

• Not releasing every two weeks BECAME AN EXCEPTION and not a rule

• New bug handling process helped on focusing on important bugs

• SFD keeps the level of open bugs in a manageable number

• After a settle-down period, these practices change the mindset of the people 
to be more quality focused

• Next step :

• StL and SFD are “brakes” to avoid accidents, now we are learning how to 
drive at high speed safely (i.e., avoid making so many bugs in the first 
place)

© F-Secure Public2011-11-0127



Reaktor; Lean Service Development 



Copyright Reaktor 2012 Luottamuksellinen

Reaktor @ CloudSW
Lean Service Development

Etunimi Sukunimi, (titteli)



LuottamuksellinenCopyright Reaktor 2012

• Founded in 2000
• 170 employees
• Pioneer of Agile methods in Finland
• Turnover 19.6 MEUR in 2011
• Europe's best workplace in 2008 and 

Finland's best workplace in 2008, 2009, 
2010, and 2011



Copyright Reaktor 2012 Luottamuksellinen

Lean Service Development

User 
Observations
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Observations

Use case 
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Use case 
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UI design and 
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use case 

simulations

UI validation 
with users

UI validation 
with users

Visual designVisual design

Problem Solution Design Implementation

G
O

A
L

IN
S

IG
H

T

C
O

N
C

E
P

T



Copyright Reaktor 2012 Luottamuksellinen

Agile Software Development

Product vision



Copyright Reaktor 2012 Luottamuksellinen

Lean Service Development

Observations about the problem,
Validation and crystallization INSIGHT

Concept
MVP

Ideas, Refining solutions, 
ValidationGOAL

Decision about 
investment

Ideas and possible concepts Creating concept

User 
Observations

User 
Observations

Use case 
documentation

Use case 
documentation

UI design and 
use case 

simulations

UI design and 
use case 

simulations

UI validation with 
users

UI validation with 
users

Visual designVisual design

Functional design Agile Development
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Lean Service Development

Hypothesis

ExperimentValidation

User 
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Luottamuksellinen

Thank you!



University of Oulu; Results from Lean 

Transformation Assessments 



UNIVERSITY OF OULU

Lean Assessments

•As the software business climate has 
moved towards cloud and service-
orientation, organizations are adopting lean 
and agile principles to tackle the challenges 
they face

•The University of Oulu M -Group in 
collaboration with several Cloud Software 
Program partners is working to support the 
transformation towards Lean by creating 
tools for assessing it



UNIVERSITY OF OULU

Lean Assessments

• Assessments are useful to get a picture how lean 
transformation is progressing

• It is useful to check if the enterprise’s strategic  plans 
should be revisited and updated to respond to 
unforeseeable changes

• Assessments provide a starting point for measuremen ts 
and continuous improvement!

• Additionally, the assessments need to 
be aligned with the Lean philosophy

� Respect people

� Build a continuous
improvement mindset

� Foster a learning organization



UNIVERSITY OF OULU

Lean & Agile Assessment Survey

Designed to 

• Identify the progress that you are making within your transformation

• Offer the first step to understand opportunities for your Lean/Agile journey

• Create a prioritized plan for future improvement actions

• Seeking insights and explanations of possible problems or 
misunderstandings in the transformation

What could be improved?

What has gone well and should be kept?



UNIVERSITY OF OULU

Assessing Four Dimensions

0

0,5

1

1. ORGANIZATIONAL 
SET-UP

2. PRACTICES 
PERFORMED

3. DELIVERABLES 
AND THEIR QUALITY

Key roles in 
use/available for 
the team(s) and 
how well the role 
is able to guide 

the work

Important 
practices done 
and how well is 

it done
Is it the quality 

in place?

4. CULTURE

AGILE MINDSET

Are we really 
Lean/Agile?



UNIVERSITY OF OULU

Tieto;  Tieto Story



A3 Navigator

• Coach experience with A3 : despite 
Kaizen workshop, Lean game, 
training, A3 feels like “straitjacket”

• Consequence : A3 not created or not 
kept up-to-date

• Goal : Leverage people emotions like 
fun, collective work, visualization, 
group dynamics

• Solution : Team work in front of 
canvas to generate and update and 
digital tool to store A3’s

2012-05-24



Lean Survey Assessment

• Context : Measurement Framework consists of 
Objective and Subjective evaluation

• Goal : Simple (short) individual and team 
evaluation

• Solution : Web based (individual) and Excel 
based (Team self-check) survey

2012-05-24



UNIVERSITY OF OULU

Success story

2012-05-24

44

Director, Solution Area 

Currently we have in average 
Doubled Contribution 

Margin per month than in 
average of 2011

Lean@Tieto significantly contributed by:
x

• Cross-functional, cross-country Lean 
workshops providing brand new perspective 
on improvements, pulling people out of their 
boxes
x

• Sharing experience and providing on-job 
coaching
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Lean@F-Secure; Story So Far…




