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Saikat Dalul

» Having more than 11 years of experience in MNC.

» Role Played — Sr. Sys Engineer, PMO, PM, ScrumMaster,
Agile Coach, RTE.

» Certifications 30+ - SPC® PMP® PRINCE2 Agile® CSM®
SASM® SDP® BigData & Hadoop® etc.

SPC/RTE » Current Role — SPC, RTE In Digi_BeSTA (NTT DATA).
NTT DATA Corporation
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2. DX Approach
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DX Challenges:

Strategy and Practice

Vision Business Portfolio
Transformation

Degree of
company
suitability
(Strengths of the
company/Social
issues)

Strategy

\Process

Continuous DX
Practice

Resource 'Qrganization

. Learning

N
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It is essential to review investment areas based on the
use of digital technology.

. D DQ)

Do

It is essential that DX does not stop at PoC, there is a
mechanism for continuous implementation.
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Seven Scenarios for Solving Business Problems:

Solve the client's DX-related management issues through the representative scenario..
[

PN Structure, organizational management, and agile management to
S X continue to provide value to customers continuously and speedily

Business:Model

Consider a new business model

Realization of real-time management and digital marketing

products and services

} Maintain the motivation of DX personnel

Keepinglupiwithithellatest
technology,

Improving productivity through business efficiency
Quickly adapt to social changes

Reduce the cost and avoid the risk of future operation.

To add value to existing products and services or to create new ]

= HRidevelopmenti&: [Training, reskilling and hiring of DX personnel

—
202" \‘a\ “Avoidingither2025Cliff
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Examples of developments Iin 7 representative scenarios:

Development of digital HR / Keeping up latest technology / Data-driven management / New value
creation / Business model reform

Business Portfolio
Transformation

Degree of
company
suitability
(Strengths of the
company/Social
issues)

Continuous DX
Practice
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GAME CHANGE

Business Model
Transformation

New Value Creation

ft:_e:@ For society & Mes
©, =0

Transforming target
tomers, value
ings,
ation models
. ems
Data driven

management

( Collect / analyze /
+—+y utilize data

Avoiding the "2025
Cliff

% system > complex,
§ Ty a3dllyg, & PldCR DOUACU e =

Digital HR Organizational change
development and in- |B& that contributes to DX

house production
Defi n of digital HR

I §59  Design and
i ?'\ management of DX
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Necessary Elements for DX:

Transformation is necessary in the following six elements (KSF)

@ Mind-set

liprograms

M i

H Mlnd Change

—'_us_l_.u_.L

!E Rules

company regulatj

Assumption of Agile
Lightweight internal
rules

Agile Development
Guidelines

Developmentontrol
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3. Case Study of Organizational Transformation.

a. Background
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Background of the customer:

Current situation

and difficulties

Resolution &
Growth
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Lack of speed throughout the business:

Business department

System department

Release

ldea
N\ I V4
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Complex
process

A
I\

Execution
decision

518

Quality >Speed
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Document
based

Partner
dependence
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New Project:

- Aglility Projects for business development

- Development of valuable services (realization of Payment as a Service)

Risk Management

Process E

Team

i

Development Method
®

Platform q
N\
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Application Results:

Practi
ce
Conte
nts

p
r
0
v
[

d
e
d

NTT Data's solutions are used to

Business Phase Development and operation phases

SPEED UP the business (2 years = 1 year)

® Long period from business idea
to development decision, ® Cannot start development until requirements are fixed, and difficult to
change plans once started

® |aunching a Transformation

® Expanding the Scrum Team
Team . .
® Sales to top customers ® Starting small with Scrum ® SAFe implementation
® Selection of leaders g ® Deployment to other

® Platform implementation using

Cloud technology organizations

© Yalme Creation

High agility development through special zoning practices

A team of professionals
High Speed Development
@8 Hlilglhtalglility,
dieavaelliojpamieingt

Speeding up the process with
best practices

Instantly create a development
environment

Quickly set up a specialized team through coaching

QDigital Organization Continued upgrading and expansion of the professional team and retention of skills
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Business Speed

2 Years — 1Year

High aqgility organization

all

10 — 115
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3. Case Study of Organizational Transformation.

SAFe Implementation
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Organizational Change Schedule (overview):

3 phases to achieve a new organization with agility.

Today’s Scope

for Scale SAFe

T
—
D
[®)
Q
—.
-
————r - -

3~6
month

9~12 month

AGILE/DEVOPS GLOBAL CONFERENCE 2022 NTTDAaTa



1. Grand Design:

Create a transformation roadmap

I SN NN I S S - - - -

L o]

Roadmap to ldea creation / o | o
Implement Agile Digital platform Agile guidelines
SAFe development
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SAFe (Scaled Agile Framework):

Large-scale Agile framework :

SAFe 5 for Lean Enterprises

Organizational
Agility

Lean Portfolio
Management

Enterprise
Solution
Delivery

Agile
Product
Delivery

Team and
Technical
Agility

Continuous
Learning
Culture

)
ih | &

Enterprise Government
LA .
e -
Epic Enterprise
Owners Architect
L] [ ]
b L

Solution  Solution
Arch/Eng  Mgmt

g En

Business & @
Owners

2 L)
M
System Product
Arch/Eng Mgmt

4

b
RTE

Aglle Teams
9
ahe r
“ Product
Owner
I

Scrum
Master

Business | Technology
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Problems to be solved by Agile and SAFe:

Clearing the obstacles to achieving the goal, rather than focusing on SAFe

Direction of problem solving

Analysis of issues to promote process reform

A group of issues from the field

perspective
+ The need for acommon language @ Understanding Of new
Why  Whydowe need SaFe? ) * Foierngaciress values

* Need for a team with skills

* Image of Organizational Reform

. o) e of rgazatona @ How to promote across
How How do | implement this" integration multiple departments

+ Measures against
organizational silos

* The service development

Can you explain what you hod of "making i Il and '
What would have to change to getting i to market fast @ Fostering acommon
achieve rapidity? * Therisk of re-nventing the understanding of the solutions
: wheel blindly
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The first thing to do:

Business results
30-75%

Implementation Roadmap recommends training change agents and creating a LACE team

; F i
10 - 50% d 25 - 75%

S e o

Measiire
’ & Grow d

Laan Portfolic
Managermant

Leadin
E.v'le- Gonearnimmen
{Raach the % aint]
Implamantng SAFs Laading SAFs
@ SCALED AGILE @
PARTHER NETWORK
Waterfall/ Train Lean-Agile Train Executives, Identify Value <l - 3=
Ad hoe Agile Change Agents Managers, and Leaders Streams and ARTs C.»%
!
]
>> %
-
£
Agile Preduct SAFe" for SaRe" Product Chwnes/ Lamdng SAR" o
V,m..-; ....... Toams Praduct Managar frr ART stskmhaldar 3
b &
R o"’q
1 Train Teams and ﬁﬂb
Launch ART Prepare for ART Launch
-g.hﬂ
é’ J‘g\- SAFs’
x ? Davips
uy Imiplementing S&F" Laan Porfalio GAFe' Rebaase SAFe" Advanced
E mzre GRC:) Managaiman t Trair Enginmar Scrsm Mastar
Agie Software &
tii; @ Engineering @ SASM
[ :
[ -~
Launch More ARTs Extend to the o Accelerate I 1
Portfolio ST, i\ 1
e

and Value Streams

W
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What’s LACE (Lean-Agile Center of Excellence):

LACE is an agile team that works across the organization with a company-wide

perspective to implement the transformation roadmap. All members are change agents.

Mission
4 LACE A
« Maintain a transformation strategy and roadmap
« Build business process and rules to adapt to change p;no&m ‘
» Lead the organization to Lean-Agile mindset T g Pé?:{‘é‘?t
« Define and launch teams based on value streams N ,ﬁg
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NTTD Original 6 KSFs (Key Success Factor):

6 KSFs based on SAFe and experience in the Project.

Digital Organization

®)
= @
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SAFe
( Organizational structure and development process)
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Fostering a common understanding of issues and solutions:

Visualize what you are planning to expand

Preparation Phase Startup Phase Operational Phase

Transformation ‘Leader
Team(LACE : Lean Agile -Management 3 141 Lean-Agle Coster of Excelance 3 g0 b3 ¥ L1 Lean-Agle Conter of Excolance b g 3 141 Lean-Agle Coster of Excelance 3 g0
Center of Excellence) *SAFeCoach

Management -Organizational Management ‘ [+ -
(Portfolio) Organizational Planning and Strategy Division Epic e

Business -Business dept . . » a9 a .

. i | i
(Large Solution -Leader » Hf"ﬂ. F‘rud“uut [ ] sﬁ-w aﬁ. F‘rud“uut [ ] 5n-:f...
/Program) -Architect Crwners Mgt RIE ArchVEng Owners Mt RTE ArchiEng
—

[R—— _-*_- L
Product » Scrum Team Scrum Team Scrum Team Scrum Team Scrum Team Scrum Team
\ . . .

Manager

Development
(Team)

-Team \\ H H H ) )
Leader (B Scrum Team Scrum Team Scrum Team : :
-Developer N N :
5~20 \m Scrum Team Scrum Team

20~150 150~
hRev| |ieW|oerom“ panl ly.rlulesﬁ On-site; Process
Implementationliliiaining

Measures On-site Process
hEnv| |irlonm“ en tallprleparlationi On-site Process Implementation HR
Implementationilizaining
@Mindset
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How to promote solutions across multiple departments:

The LACE team was formed with the key persons from each department, and ToBe image

was shared, leading to discussions on how to utilize it.

Mission of the Transformation Team Changes in communication

1. Build systems and structures to « Schedule to fit each small
cope with change business requirement
2. Mind transformation of ;rr(;zee » Business unit members discuss
organizations and people to lean age IT team size in initial review
. Discussion
and agile Etc.

3. Develop a transformation
roadmap and provide overall
support and improvement
activities for implementation
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3. Case Study of Organizational Transformation.

Utilization of the latest technology (GCP)
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2. Grand Design:

Create a transformation roadmap

Roadmap to ldea creation / o | o
Implement Agile Digital platform Agile guidelines
SAFe development
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Digital Platform's Goals:

Cloud Native Platform to Support Customer's Digital Business Design what it should be

from the ground up, without being bound by existing assets

2020 2021 2023

£Y Google Cloud £Y Google Cloud
g g

&) Google Cloud on-premise

Micro-services
Micro-services Micro-services

570 F. By @,

Starting Small on the

Public Cloud Expanding services on the . Hybrid Cloud

Started service public cloud. . Integration with existing IT

development using Lean Start Large Scale Agile. systems

methodology in a pilot _Introduce micro-services to . Realize a platform that

project to achieve large- Increase agility by dividing enables agility development
services into smaller units. regardless of environment

scale Agile.
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Digital PF Basic Policy (1):

. The four elements of Cloud Native
. (Agility, Observability, Resilience, Scalability)

laC

Code the infrastructure
construction as much as
possible to make the

environment immutable.

Cloud Native T @ Attractive development
environment that excites the
® Kubernetes
Developer

® Micro-services

@ Continuous improvement
® Server-less
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Digital PF Basic Policy (2):

. The policy for product selection is to consider Hybrid/Multi Cloud.

. In addition, we will actively utilize managed services to prevent operational costs
from increasing as services expand.

. Proactively utilize managed services to prevent operational costs from increasing
as services expand.

Scalable

e No linear increase in operational
work relative to service scale

e Minimize operational costs by using
managed services

OSS based

® Follow the CNCF Landscape

Hybrid & Multi Cloud

Peripheral services such as monitoring,
and ID management should be available
from both pubclas and on-premises.

® Ease of Maintenance / Service
Continuity Considerations
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Digital Platform:

We will now describe the actual platform that we built in the second phase

I

I I

. Preparing for Stale
I |

I

I
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Platform Architecture Reform:

Implement a platform that fully utilizes cloud technology with a clear objective of

visualization and automation.

Objectives of using the cloud

Automate routine tasks as a mechanism for
organizational management by fully utilizing
cloud technology

Visualizing on-site numerical data for
continuous improvement activities
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Reduce Platform Operation Load:

Centralized management of networks, which tend to be complex, reduces the burden of

environment construction and operation.

) Dev Host Project "‘ Common Host Project * Oither
\/ UseS GCP'S Vlrtu al Duv Shard VPC T:'r ' Comman Shared VPC :‘::: Frvirenment
. —— ] .. Router exchange :_: | Router g — - "'
network control service i o :)+ : s EE o o X
called SharedVPC ol G’ s ™ ol G e foter
v Centralized managemen_t Comectty .+ SR oectity | mr—
Of networks In the Cloud IS Sarvice Project Service Project Sarvice Project Cmm::mrwd | |
possible by using a hub A . XX ] ‘) éihmg
CO nfl g u ra‘ti O n . Spanner Engine Service Mf-:e:h C[:.:‘u; | : TN

GCP System configuration
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Cloud Cost Optimization:

Optimize cloud costs by managing resources on GCP as a multi-tenant cluster to keep up

with changes in team composition and strategy.

v’ Deployment of multi-tenant GKE O F W QI e -qm
clusters and ASM GCP SErviCes i occumussmme o cume @ kubernetes j okta ¢ erisma
APL-a APL-b APL-c APL-d e Gl AT
v’ Centralized management of e e e | o
multiple services by consolidating $ "* " °
them as a single cluster s e | | | /‘::;::::,:*
o _ Qoo A A Q% Lgme Lo
v/ Optimize cloud operating costs ¥ Teraforn A ciie § %0 &) Kiali © il

according to team composition

nd str - i i
and strategy Multi-tenant system configuration
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Reasonable Security Assurance:

Implementing the DevSecOps system to ensure security without strain.

v Build a CI/CD Pipeline to e . {L, PRISMA

. <!
Automate Routine Tasks x} g e @ s () —

v’ Incorporate Prisma Cloud

vulnerability scanning into the 2 ]
pipeline || j

v Ensure security through : :@"f rokess—> |
DevSecOps mechanism that -
automatically executes the _ L
pipeline on a dalily basis CI/CD pipeline configuration using PRISMA
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Continuous improvement of services provided.:

By visualizing and sharing the status of maintenance operations, not only managers but also other

can realize an environment where improvement proposals can be made

v" Set service levels based on GCP usage and visualize them on a
dashboard

v Implemented a system to not only monitor but also report failures
with Datadog and PagerDuty
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4. Summary

AGILE/DEVOPS GLOBAL CONFERENCE 2022 NTTDaTa



Summary

DX Challenges

How Seven Scenarios Solve Business

Problems

v’ Clarify business / business issues and
objectives

v Necessary Elements/Toolkits for DX

v SAFe & GCP methodology and
technology can be the key to reform

v
v
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Thank You Very Much |
HYNRESTETNVEL: !
Q&A

Dalui.saikat@nttdata.com
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