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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 
model

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

Which challenges we encountered on the way and how we addressed them
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FACTS Q1/2024

€ 210 bn total assets

~ 45 ths employees 

12 core markets

~ 18,6 million customers



PRODUCTS

Lending Foreign Exchange

for Small and Medium Companies
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Lending

• 3-4 weeks decision time
• 690 fields to fill in
• 13 different systems
• 50% lost deals
• Paper based, manual process

Foreign Exchange

• Losing customers due to digital 
competitors 

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



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

- Walt Disney -
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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. 





CHALLENGES & LEARNINGS

TEAMS SETUP WAYS OF 
WORKING

DECISION 
MAKING

P E O P L E



Multi-site teams 
setup



Product Backlog

MVP Croatia

Vendor Country_1 RBI

Vendor

RBI HO

Product experts

Developers

PO

SM

RBI HO



Cultural differences

Different customer 
needs

Local dependecies

Legacy systemsDifferent levels of 
agile maturity

Strict financial 
regulations

Understanding of 
good engineering 

practices



Group Product 
Backlog

Product experts
Sprint 
Backlog

Local PO

SM Developers

Local PO

SM Developers

Product experts

Local PO

SM Developers

Product experts

Sprint 
Backlog

Local PO

SM Developers

Product experts

Sprint 
Backlog

Local PO

SM Developers

Sprint 
Backlog

Product experts

Sprint 
Backlog

Group PO ACGroup SW 
Architect

Group Product 
Roadmap

DM



“ 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 pract ices

Common 
Language

Aligned 
Goals

Short 
Feedback 

Loops



Collaboration 
agreements



Common
 language









Aligned and 
shared goals





Short feedback 
loops



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



Group retrospective

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

• Frequency: every 3-6 sprints





Product Ownership



• Local customer 
representative.

• Knows local market needs.

• Ensures that local finance 
regulations are included in 
the group Product roadmap.

• Overall Group Product Vision 
definition.

• Cross-country alignment 
between involved countries.

• Prioritization of the Group 
Product Backlog.
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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. 



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



GROSS INCOME
Q4: ≥ 15000 k€

MONTHLY ACTIVE USERS
20.000

NPS 62

ONBOARDED CLIENTS
43.000

TRADED VOLUMES
€ 1m/month

Our clients have said 
about us:
- Easy to use
- Quick transactions
- Online rates for faster 

decision making



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

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

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

Which challenges we encountered on the way and how we addressed them



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



Be brave, use common sense!
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