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Will banks
ever make it?




WHAT'S OUR STORY TODAY

How we designed multi-site product setup in a big bank and its collaboration

_—
% Which challenges we encountered on the way and how we addressed them

.

Q Learnings with the team setup, ways of working and product decision making
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*® Raiffeisen Bank
International

12 core markets
~ 45 ths employees
~ 18,6 million customers

€ 210 bn total assets
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PRODUCTS

for Small and Medium Companies

Lending « . Foreign Exchange




Lending Foreign Exchange

« 3-4 weeks decision time
. 690 fields to fill in « Losing customers due to digital

competitors
» No online access to real-time FX rates
« 2-3 different channels used per country

« 13 different systems
* 50% lost deals
- Paper based, manual process



“All our dreams can come true, if we
have the courage to pursue them.”

- Walt Disney -




One digital solution, simple to use, secure
and scalable, that will improve customer
experience by reducing time to money,
while increasing gross income across all our
markets.
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CHALLENGES & LEARNINGS
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Multi-site teams
setup
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Cultural differences

Different levels of
agile maturity

Legacy systems

Different customer
needs

Understanding of
good engineering
practices

Local dependecies

Strict financial
regulations




Group Product
Backlog

Group Product




“Your system is perfectly

designed to give you the
results you're getting”

- W. Edwards Deming




Optimize for the whole system

Ensure transparency

Live one team mindset



Group practices

Common Aligned
Language Goals
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In all locations there is an Scrum team:
o Autonomous
o Self-organizing
o Self-contained (all the skills needed to deliver their goals)
o End-to-end responsibility (owns process, quality, operations)
o Working in 2 week sprints
In all locations there is someone in the role of the Scrum Master
In all locations there is Local Product Owner
Aligned team agreements (DoR, DoD for stories, features etc)
All documentation (user stories, test cases...) in English
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Common
language

/

® “HIT QOCOITISTTI@uaorT Tasel SLUTTC S, ool Ldata... ) T RITYTISI
e One Product Strategy and Roadmap across involved countries
e Cross-country ceremonies:

v Drasadmanmina esceimn with all martise imvuslhiad sveame A weaslee

¢ Continuously improving and living by RBI Engineering values and principles




Product release data Components & Dependencies Shipping & Environments
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Group means:

= Unified solution, one code-
base

= One common solution

= Scalable and efficient

Technology pillars:

= Eventdriven architecture = Flexible

= AWS on steroids (extended by Merlin team) = Egg}r to ini‘egrg te
= Multitenancy - one runtime

= Feature toggling

= Common AP|-RICE
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Cross-country teams collaboration agreement

e In all locations there is an Scrum team:
o Autonomous
o Self-organizing
o Self-contained (all the skills needed to deliver their goals)
o End-to-end responsibility (owns process, quality, operations)
o Working in 2 week sprints

—r

e One Product Strateqy and Roadmap across involved countries

=

e One Product Strategy and Roadmap across involved countries
e Cross-country ceremonies:
o Roadmapping session with all parties involved every 4 weeks
o Group Retrospective with all parties involved every 6 weeks
o On demand refinement sessions between teams
e Continuously improving and living by RBI Engineering values and principles

&£ Edit
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In 3 years Rflex will help our customers in live markets solve all their major FX and MM needs
in a simple manner, while supporting the Capital Markets business growth.

Challenge

In order to reach our vision, we need to reach a customer satisfaction of xx%, and grow the Gl
contribution through R-FLEX to 10% p.a. (after scaling).

Target condition Current state
{i} In order to reach our challenge:
- we first need to scale up in third After measuring, we know our current
LI F- DAT E market, state is: customer satisfaction survey
- Implement features and products that results
customers demand putting great focus Qur current annual GI growth is: RO 5,5%,

on user experience HR 16%, HU 52%. (fc24 vs. 23). Overall

- and lastly, consider onboarding Pl +7%

customers
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Cross-country teams collaboration agreement
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In all locations there is an Scrum team:
o Autonomous

o Self-organizing
o Self-contained (all the skills needed to deliver their goals)
E o End-to-end responsibility (owns process, quality, operations)
o Working in 2 week sprints
E e |n all locations there Is someone In the role of the Scrum Master

In all locations there is Local Product Owner

e Aligned team agreements (DoR, DoD for stories, features etc) Short feedback
e C e
FDSS-CDUHtI'y ceremonies. I
00pS

o Roadmapping session with all parties involved every 4 weeks
o Group Retrospective with all parties involved every 6 weeks
o On demand refinement sessions between teams

N J

e Continuously improving and living by RBI Engineering values and principles

57




Group roadmapping

« mid-term priorities and product
strategy adjustment

- Purpose: reach a common goal
for the next period, update
roadmap, identify and address
roadblocks

* Frequency: every 4 weeks
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nality Process cts

WBs
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Backlog

Q  QUICKFILTERS:  RBI RBKO RBRO RBAL RBBH RBHR Only My Issues

Backlog 72 issues

2 SL-5563 Micro SEBK - New process path

2 SL-4529 Fallback process for Debenture

2 SL-6166 OLD GCC scope_changes in policy rules for main applicant
Z SL-6215 OLD_GCC_scope_business

Z SL-6244 OLD GCC scope-proces and data flow changes

2 SL-6259 OLD_Policy rules applicable for GCC members

Z SL-6529 RBBH Light branch process - NTL Micro DEBK

Z SL-6530 RBBH Light branch process - Overdraft & Business card

2 SL-6531 RBBH - DO Reporting

Z% SL-6839 RBBH Contract generation

Recently Updated

o
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[Ro Release GC ] |

Secured, Renewal

RBK( go
live - Sept

RBCZ
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2021 | | 2022 | ] 2023 | 2024 | | 2025 | 2026
SE existing Micro SEBK existing Gee
borrowing DEBK borr. & non-borr. existing
Micro DEBK existing Micro DEBK & SEBK SE existing nor
borr. & non-borr. New-to-Bank borr, SE SE 3K
WCF Term Loan, Credit
Overdraft card Secured, L/G, other
. Light Branch (v Branch process,
Implementation pEEiiey fully . o icati REIR High Ticket
5 automatic- Online initiates application R fal
of Integration and collects missing Mobile o e-useof ali
layer (RICE APIs) info) aintenance develope
Omnichantel capabilit
Rat ng APIs
Batch Assessment GCC rosee gg,ép
READ credte crecte
GCC&ACS Limit Calculation
Standard Data . i i
Model automation enriched with TRX
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Group retrospective

 Purpose: discuss cross-team,
organizational and systemic
problems within the product group

- Frequency: every 3-6 sprints
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Cross-country teams collaboration agreement

ﬁ Created by Lejla VULOVIC, last modified just a moment ago

b e |n all locations there is an Scrum team:

o Autonomous

Self-organizing

o Self-contained (all the skills needed to deliver their goals)

End-to-end responsibility (owns process, quality, operations)

o Working in 2 week sprints

In all locations there is someone In the role of the Serum Master

e In all locations there is Local Product Owner

e Aligned team agreements (DoR, DoD for stories, features etc)

e All documentation (user stories, test cases...) in English

e One Product Strategy and Roadmap across involved countries

e Cross-country ceremonies:
o Roadmapping session with all parties involved every 4 weeks
o Group Retrospective with all parties involved every 6 weeks
o On demand refinement sessions between teams

e Continuously improving and living by RBI Engineering values and principles
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Overall Group Product Vision
definition.

Cross-country alignment
hetween involved countries.

Prioritization of the Group
Product Backlog.

Local customer
representative.

Knows local market needs.
Ensures that local finance

regulations are included in
the group Product roadmap.







From 2-3 days to 5 minutes

TIME TO CASH
From 8-12 days to 1 hour

The digital
transformation of
lending is a game
changer in all of
our markets

REDUCED # FIELDS

From 690 application fields, to only
3 filled by the customer

INTERNAL COST DECREASE
Costs decreased by 90%

DISBURSE RATE

Disbursment rate up to 87%



ONBOARDED CLIENTS
43.000

Our clients have said GROSS INCOME
about us: ’ Q4: = 15000 k€
2
- Easy to use NPS ©
- Quick transactions x ’%}” Sobs MONTHLY ACTIVE USERS
- Online rates for faster 300 20.000

decision making \

TRADED VOLUMES

€ 1m/month



Road ahead of us . . .

« Explore how to leverage local specific customer needs for
the whole product group.

- Validate potential for further product scaling in more
countries and to other customer segments. %

« Continuous modernization of technological system
landscape and architecture.

« Adapt collaboration model accordingly.



WHAT YOU HAVE HEARD TODAY

.i. How we designed multi-site product setup in a big bank and its collaboration

A
—ﬁ Which challenges we encountered on the way and how we addressed them

o

Q Learnings with the team setup, ways of working and product decision making

3




Product and team scaling is not
about process, it's about embracing
systemic change.
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