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https://www.youtube.com/watch?v=HkZDSqyE1do

patkua

The first bank
you’ll love




Banking,
this beautiful

patkua



Chief Scientist, former CTO

- -

#leader #coach #architect #developer #life-long-learner #author #cto

We’re hiring in NYC, Ly
Barcelona, Berlin, & Vienna!

https://n26.com/jobs /



https://grnh.se/f64c07431

Chief Scientist, former CTO
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Building
kEvolutionary
Architectures

thekua.io/evolarch

To“dng with
Tech Leads

From Novices to Practitioners

Patrick Kua

Foreword ’oy lim Webbe

The Retrospective
Handbook

.'A\ ngiOIE {OI' Ogile teams

) Pofrick_ Kua

Foreword oy Uianc Laorsen

thekua.io/twtl

thekua.io/retrobook

"
|

V4

N

26



http://thekua.io/evolarch
http://thekua.io/twtl
http://thekua.io/retrobook
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Some of my creations

Book Tech Lead Course
thekua.io/twtl thekua.io/techlead-course

To”(ing with
Tech Leads

From Novices to Practitioners

Patrick Kua
eword by Jim W

r Qor Ve l,r(,‘vl'

Career & Training
Programs
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http://thekua.io/twtl
http://thekua.io/techlead-course

Our
Hypergrowth

Challenge

our
Solution

@patkua
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Source: https://blog.drift.com/what-is-hypergrowth/

What s
Hypergrowth?

*Compound annual growth rate

&prift

Hypergrowth
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@‘pat Kua

Hypergrowth feels
lLike you’re building
the rocket as its flying
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|[deas are easy
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O IN NUMBERS (Q2°17 to now)

.
9: 47

Monday, 28 November

Customers 450K to 3.56M+
N26 BANK now
Your payment of €15,80 to Soda Books has just
Employees 400 to 1300+ -
Offices 1to 4
Tech Employees 1x to 5x

@patkua




Start Up

_____

@patkua

Scale Up

S8



Shaking the
Snow Globe




our

Hypergrowth
Challenge

our
Solution
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Alternatives

O X
O X

Strategic

Reactive

@patkua

Copy-Paste



Create a nourishing environment
for high pertorming teams
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What environment would
you cultivate to enable the
growth of high pertorming

teams



Daniel H. Pink

author of The New Yorh Times bestseller

A Whole New Mind

: v E
D R I q.co/awark
’ ——

Project Aristotle

re.\Work

practices, research, and ideas 10 #makeworkbette:

The Surprising Truth
About What Motivates Us

The FIVE

DYSFUNCTIONS

A LEAJERSHIF FABLE

PATRICK LENCIONI

A INOX OF TME FIVE IEMFTATIONY OFASED

P}ls acle
QRTANENETS

LiftOf Sasonc

Start and Sustam
Successiul Agile T'eams

Diana larsen

and Ainsley Nics

« adlled oy Satharyw Lograk
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You manage tnings;
you lead people.

- Admiral Grace Hopper



My approach?

Observe

YN
N

-John Boyd’s OODA Loop



Retrospectives Iy
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( Where are §\fi

; the gaps? )
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Target
Operating
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Target

Where do we
want to be?




Operating

How do we want




A guide, not a
reclpe



66

“All models are
Wrong, some are
useful”

- George E.P. Box

@patkua
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N26

Goal: Allow people to focus on what they’re strong at and improve where
teams have gaps and activities fall through due to missing skills/experiences
and time

1.0 (Dec ’17)




Goal: Allow people to focus on what they’re strong at and improve where
teams have gaps and activities fall through due to missing skills/experiences

and time

Improve stability
Support engineers
Scaleable processes




Company wide
prioritisation

oy ey
QAR

Domain Based
Teams

Larger, stable
teams

Documenting
implicits

R

FOWF A

Overhaul on
boarding

O°°'
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Engineering Manager
& Principal Engineer
roles
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= Before

(High Level) Key Leadership Role Responsibilities

Responsible for Responsible for:

3 jcal Vision—~—__|  © ®

;ec:ptlcatl Vision ' ' . - Partner management
. rchitecture ' f - Commercialisation
- System Fitness Functions | Tech Lead Product Owner - Product Performance

- Quality (Automation,
Testing)

- Removing Information Silos

- Technical Debt Management

- Technical Line Management

- People reviews

- People development

o i o 4 oy 1 i e o - Customer Research/Analysis

- External Go To Market Comms

- User story (customer value)
mapping, user story writing

- Feature sign off

- Product Initiative Planning

- Risk Management

- Dependency Management

Falling through the cracks?
- Delivery process
- Improving incident management
- Programme Management

e Alternative Model of Key Leadership Role Responsibilities

- Systemic improvement

Technical :

. Leadership + 4 o ® el Product, customer and external
Deep Technical ' ' ' comms
Skills Focus ' Tech Lead Engineering Manager Product Owner

People, Process and Internal Comms

(Mix of Delivery Manager + People
Manager role)

After




1.0 (Dec ’17)

Head of
Operations &
Infrastructure \
Lead
Developer
Productivity
Lead Lead
Office IT Security ol

orrow (Reporting)
CTO
Principal Pnngpal Pnnppal Head of
. Engineer Engineer
Engineer ) ) Software
(Payment) {Banking (Non-Banking Engineering
Products) Products)
Engineering Engineering Engineering Engineering Lead QA Lead
Manager Manager Manager Manager Agile
Lead .
Android e
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Goal:

Moving up from team-based empowerment to
product group-based empowerment.

@patkua



Today (Working Team Structure) 1/2

Foundation Banking
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Engineering
Manager

@patkua



Today (Working Team Structure) 1/2

Before

Tomorrow (Working Groups Structure)

|
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Payment Foundation Beyond
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Product Group M Product Group O
o |[|& |3 | & o [|a  |&| &
3 o)) o)) o)) QL o3 o)) o))
3 3 3 3 3 3 3 3
> [|lo||o || x > || @ O >

PO-PE-EM PO-PE-EM

Global Core Principles & Practices




| o After

Group operating model
TOd ay (WO rkl I‘lg Tea m Stru Ctu rE) e Product groups with a clear purpose
e Endto End ownership with corresponding KPlIs —
e Seemecas Product GroupN |~ ; e Better control over internal allocations N26
' AC [ e Small enough to focus - Big enough to own
] (-IE """" S 1— [ e Engineers
Payment Foundation fmmmmmmm e ® joooa! o  Part of the group where most of their work is
____________ 3 S contributing to
~ ' BE o - . o  Alltechteam members QE, AC, FE, BE, TL will be
c || || @ Uttt o ® | [T grouped under the EM line reporting -
- g - memmmmmm e ~ 3 1| T : e Groupinternal setup
S > o 3 2 ‘FE _________ Y ! O pve _ o  Driven from what the group is trying to deliver
Q o ;—R 2. g ® s || i s _____ o  Support each group specific challenges I
a ;’r § 8 o & ~ | Des gn = o  Evolving to reflect the changing goals and group
o = 3 o 5} composition
~ = 2 PO-PE-EM
3 e Alignment with horizontal discipline with proper time and
o) priority allocation
S o pobme-- e " Global Core Principles & Practices
: Engineering : . Engineering |
: Manager : ' Manager _-|
e — __ PO-PE-EM PO-PE-EM PO-PE-EM J

Global Core Principles & Practices
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1.2 (May ’19)



Berliner tech start-up is
becoming the global bank

- [—

-

Relationship based processes Transparent structure-based processes




N26

Segments

Team = Group = Segment

1.2 (May 19)



@ @ Product and Technology

Operations

Segments

Team = Group = Segment

=  Make sure our processes support

* Oversee and drive strategic initiatives & moving faster at a sustainable pace

product & tech planning processes

=» Establish and enable structures for

% Establish t di / ' isi i
staolish transparency and improve on data-driven decision making

productivity metrics

= Support clarity and alignment of
Product and Technology across the
nigger N26 organization

* Drive knowledge management, continucus
improvement and organizational learning

CONNIDENTIAL 4

1.2 (May 19)



@
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New roles, processes

“What’s in it for me?” 2 strictires .0000

@ - ,

Next steps
Why? Vocabulary

Where are we?
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Hypergrowth
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Solution

@patkua



@patkua



HOW GREAT LEADERS INSPIRE
EVERYONE TO TAKE ACTION

wWiTH

SIMON SINEK

New York Times bestselling author of Leaders Eat Last and Tegether Is Better

Priorities

Customer
Impact

Business
Impact







Fast enough
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onsider trade-offs
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Market Software
\ /Architectu re\

_— Product /

Business Priorities Direction Size
& 4// \, Org ‘/

Customer Feedback Structure

Start Up Dynamics

@patkua



Market Software
\ /Architectu re\

_— Product /

Business Priorities Direction Size
K 4// \, Org ‘/

Customer Feedback Structure

Start Up Dynamics

@patkua



Went Well Went Less Well

@patkua



Went Less Well

Proportional
Hiring

Role Identity
@patkua

Interpretations



Went Well

Performing Getting Stuff Accelerated
Teams Done Growth




Hypergrowth Impact?

@patkua



Hypergrowth Impact?

Multiple

a
o

companies .=

rtunities for
More to |ople growth
celebrate




Our
Hypergrowth

Challenge

our
Solution

@patkua






Questions? @patkua

We’re hiring in
NYC, Barcelona, Berlin
& Vienna!



https://n26.com/jobs/

