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Our Vision

Our vision is to unleash
the power of people
and technology to deliver

zero-waste supply

chains for our partners and
the planet
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Our Strategy

Creating unique value for pharma by
integrating real-time lol, visibility,
and quality with intelligent automation.

loT Devices Quality

Visibility Automation
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Dagskra

01 Afhverju?

02 Hvas var gert?

(03 Hvernig gekk?




“What got us here
IS not going to get
us there”



Hvernig komumst vio hingad?

Ari® er 2022
Taeknileg umbreyting Covid-19 faraldurinn
adfangakedja i krafdist nyrra adferda
lyfjaidnadi vid dreifingu bolefna

1., =h

Skyr stefna &
framkveemd

Hradi, skdlun og
gaeodi umfram allt



“Why was it not
going to get us
there?”
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Ur krisu til sjalfbaerrar framtidar

Hradur voxtur i gegnum COVID faraldurinn
ték a fyrirtaekid, folkid og vidskiptavini og
bjo til fullt af vandamalum og en lika
mMognud teekifeeri.

Fyrirteekid for ur 50 starfsmonnum i 500+ §
innanvid 3 arum

Teekjum i umferd fjolgadu ur nokkrum
busundum i 2 milljonir & 6rfaum
manudum.

Vid urdum ad finna nyjar og betri leidir til ad

halda forystu a markadi og til ad keyra
afram voxt og proun folksins og lausnanna

Mikilveegt ad nyta teekifeerid og arangurinn
en jafnframt leera af pvi sem hefdi matt
betur fara til ad hamarka virdi folksins,
teekninnar og lausnanna fyrir vidskiptavini




Hvad geroum
vio til ao leysa

bad?
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Skerpum a teekifaerunum

Logdum aherslu a4 ad na 20 steerstu lyfjafyrirteekjum
og flutningafyrtaekjum i vidskipti, med pvi ad:

Efla voru-, lausna- og pjonustuframbod

Nyta stefnumarkandi markadstaekifeeri til vaxtar,
t.d. nyjar krofur i adfangakedju lyfjaidnadarins

Proa brautrydjandi vorur og lausnir sem baeta
oryggi sjuklinga

Byggja upp framtidarskipulag og haefni sem er:

Midad ao vidskiptavinum (customer centric)
Voru- og pjonustudrifid (product driven)
Sjalfbeert (sustainable)

Sveigjanlegt (scalable)
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Valdefling, hradi og sveigjanleiki
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\ iy Ax St Tilad na fram hrada og sveigjanleika i voruproun og
vorustyringu, pa purftum vid:

Valdefld voruteymi (e. empowered product teams)

e Skipulag og fokus i kringum vidfangsefni (e. domains)

e Skyrt eignarhald a ferlum og gognum i adfangakedjunni
e Skyr mork og samskipti a milli vidfangsefna

 Teymisem eiga og keyra pad sem pau prda og framleida
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Key operating principles for new org

Principle

Description

%O 1. Value orientation

=7

Priorities, based on quantified value, are alighed on at the C-Suite level and cascade through the
organization, informing team level priorities and decisions

@ 2. Product approach
=/

An outcome-driven approach that orients the organization and ways of working around digital
products, allowing product to evolve over a lifecycle vs ending at a project end date

3. Team agility

Teams will operate in sprints, frequently releasing new functionality based on business need, and following

AR .
an agile ceremony cadence
:Ol 4. Cross-functional Teams are empowered and cross-functional, enabling them to deliver with little or no dependencies;
s K staffing teams have dedicated resources, e.g.,:

* 1PM

* 1 Tech lead

* 4-6 Engineers (responsible for code delivery, QA, and DevOps)
e .5DeliveryLead

Subject Matter Experts as required

000 5, Commercial,

E@J implementation,
operations and business
SMEs

Commercial, implementation, operations team members and business SMEs are located within and
dedicated to their respective product
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Empowered Product Teams

“The team is given a problem to solve and they are
accountable for the results.

Now the people on the team are not just coding,
their job is to first, solve.”

Marty Cagan
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R&D Organization

pverfagleg voruteymi

Mission Mission
OKRs OKRs
Product Product
team - team
Product
Chapter Lead PM | PM
Technical | Backend
Engineers ‘ lead Engineer-TL
Chapter Lead — =
Engineer ‘ Engineer
Engineer ‘ Engineer
Engineer ‘ Engineer
Chapter Lead Engineer ‘ Engineer
QA Engineers ‘ QA ‘ QA
Chapter Lead —_—
Delivery Managers ‘ DM ‘ DM
Chapter Lead —
SME ‘ ‘ SME

Mission
OKRs

Product
team

PM

Frontend
Engineer-TL

Engineer
Engineer
Engineer
Engineer
QA
DM

SME

Mission
OKRs

Product
team

PM

Emb. SW
| Engineer-TL

Engineer

Engineer

Engineer

Engineer

QA

DM

SME
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Valdefld, pverfagleg voruteymi og viofangsefni

.o Saga Card
D

)
.0 Saga device

Device Management

:o Device Management

0) . .
.o Device Service

:o Device Logistics

:. Device Health

Platform Services

) .
.o Platform Integration

0)
.0 Device Platform

)
.‘ Common Services

)
o Customer Integration

Visibility & Automation

:o Unit Level Tracking

Supply Chain Monitoring

Prevention & Intervention

Control Tower

Product Release

Shipments

Data & Analytics

° .. Supply Chain Analytics
(1)

° .o Data Core
(Y

Product Strategy

Product Content

Product Operations

Product Enablement

I
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Nullspretturinn

(e. Sprint Zero)

1. Framtidarsyn 2. Vinnuskipulag

& OKRs

3. Samraeming 4. Fun
stefnu milli
deilda og
verksvida
* Gerdum “Team mission statement ” * Forum yfir hvernigvid viljum vinna * Fundir med adal hagsmunaadilum til » Sidast en ekki sist er Fun eitt af
og “Objectives and Key results ” fyrir saman adstoda teymin med ad adlagast ad gildunum okkar.

teymid

Deaemi: “Our Team Enables product .
teams by providing awesome services .
forinternal & external customers ” .

“Washing instructions ” eefing
Skilgreining & ad vera tilbuid
Skilbreining 4 ad vera buid
Teymis sattmali

nyja skipulaginu

* Gerdum “Team mission statement ”
* Arkitektur, Product Content, Product og “Objectives and Key results” fyrir

stjornendur, DevOps, utgafustjorinn teymid

(¢ Controlant

I



Lykilhlutverk i voruteymunum

Passar uppa samstillingu a
teeknilegum utfeerslum a
lausnum

Vekur athygli a teeknilegum
vandamalum sem parf ad
samraema med arkitektur og
hefur ahrif 8 6nnur teyma

Deilir pekkingu a taeknilegum
ihlutum sem teymid er ad
vinnai

Keyrir afram forgangsrodun a
vorupréun

Valdeflir teymid til ad leysa
vandamal fyrir notendur med
bvi ad hjalpa ad finna
vandamal og leysa pau sidan

Er rodd vidskiptavinarins pegar
teymid er ad vinna saman vid
a0 framkvaema sina
framtidarsyn

9

* Tryggir ad teymid geti skilad af
sér med pvi ad fjarleegja
hindranir

* Hvetur teymid til stodugra
umbadta

* Keyrir afram vinnustofur og
almenna fundi innan teymisins



Lykilhlutverk i voruteymunum

e Hefur mismunandisérsteeka ¢ Hamarkar endurgjof til e Veitir djupa sérfreedipekkingu
feerni sem fer eftir teymum framleidanda & sveedum a vandamalasvidi og getur

« bydir vandamal fra Ooryggis og samraemis. hjalpad t|ly|6 qé pera kenns.l a

.. ) . . , fe .. : hvada teekifaeri veita mest gildi
vorustjoranum yfir i keyrandi * Sérum profanir teymisins til
lausnarkdda ad baeta oryggi vorunnar  Geturverid bein tenging vid
e Skrifar hugbunadarprofanir til aéra hagsmgnaaélla eda
vidskiptavini

ad finna villur i vorunni og
baeta traust a vorunni e Erekki hluti af teekni né
vorustjornunardeildinni

* Hluti af teyminu en er ekki
100% tileinkadur teyminu



Hvernig gekk?
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Afkastamikil voruteymi!




Hvao erum vio buin ad
leera?

g

« Valdefld ihlutateymi

« VOrustjorar sem verda

verkefnastjorar
» Ein steerd passar ekki fyrir alla
« Minni sveigjanleiki utaf stifum
veggjum i kringum |
vidfangsefnin (e. domains) N e SR Sheping &
;::c o
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Hvao gekk vel?

Sudningur fra stjornendum, breytingaferlid og helgun
starfsmanna var framurskarandi

Vid breyttum mjog teeknimidadari 200+ manna R&D deild
i 15 valdefld og pverfagleg voruteymi a 6 manudum

Teymismenningin er sterk i dag og kemur sterkast ut i
starfsmannakonnunum

Vid erum ad ad koma ut brautrydjandi vorum og
bjonustum med skdorpum fokus teymanna (mission
driven — not project driven)

Mikil aukning i nyjum vorum sem baeta stodu Controlant
og bua til aukid virdi okkar lausna i adfangakedjum
lyfjaidnadarins




Hvao laeroum vio?
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Umbreytingaferli purfa tima og polinmaedi, og mikla vinnu med félkinu i ad breyta vinnubrégdum, hugsun og heféum.

Sidan parf ad huga ad stédugum umbotum frekar en kollsteypum.

Changes Product Operating Model

Vera med Plan B. Klarudum ekki upphaflega planid Vera me0 sterk gildi og meginreglur pvert a teymi.
pegar hlutir breyttust 4 Q3 & sidasta ari.

Product Vision & Strategy
Roles
Leggja mikla vinnu vorustefnuna til ad audvelda

Fjarfesta og setja tima i pjalfun (coaching) og forgangsrodun pvert a teymi
“product leadership” til ad bua til 6fluga vorustjéra

Product Discovery

Empowered teams

Fjarfesta, pjalfa og ekki vanmeta. Pad er ekkert sem
Purfa ad vera i beinum tengslum vio vidskiptavini og byr til meira virdi en gédur skilningur a
notendur til ad pau gangi upp. vandmalinu/taekifeerinu.

Technical constraints

Haegir a 6llu ef teeknilegar skordur fa ekki athygli eda
forgang

Technical accountability

While product accountability was strong we lost a bit
the technical accountability

“What got us here is not going to get us there”
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Hvao erum vio gera nuna?

Mesta vinnan nuna er ad efla allt starf, meginreglur og
gildi i skipulagi, asamt pvi ad laga skipulagid i gegnum
stodugar umbeaetur.

* Platform and Product Vision & Strategy

* Product Portfolio Management

* Priortization framework

* Product Discovery

e Splitting R&D into Tech and Product

* Tech restructuring to improve technical accountability

* Restructuring Product Teams to fit better to new reality
and situation and get better balance

* Launching new product catalog to enable product
thinking into Commercial and Operations
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Trausti Arnason, y
Vikingur Godi Sigurdarson, vikingur.siguw@controlant.com
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