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How many LeSS frameworks are there?
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About PandabDoc

A
|

Stortef:l as QuoteRoller in . o . by | 22 = Reached a $1B evaluation
2011, pivoted to PandabDoc In B \ Sjemsiaat ca &

' and has officially become
2013 as a leading document a iclatly

. a “unicorn” during the
workflow automation and
electronic signing software

Series C in 2021



PandaDoc Today

800 +

Employees around the
globe

350

in Product & Engineering

(R&D)

50

Teams, the majority
being Feature teams
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When Panda was less huge

All teams were
co-located, all being

componentteams = - - T TE, O ' ——o

CTOand a

LeSS Flip

preparation co-founder has
started in late been appointed
2019

as the PO '



Business
Lifecycle

We will use the Business

Lifecycle concept to map
different stages

Please remember: “All
models are wrong, but

some are useful.” Introduction Growth Maturity Decline

4




BLUEPRINT 1

Early Growth
stage




Driving ideas at the Early Growth stage

Each Requirement Area Product . e lingells th? Each area
Area focuses on a Owners were ** m'“'mf“ f.easmle requires a set of
specific ICP introduced Org building block leadership roles
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RA Self-design Workshop

Growth Application Core Solutions API & Integrations
BEa Ak W VEse & Has@
.43 *;)a nmm g.nn > & £

[ Ul ; i
Quota: 2 PY teams Quota: 6 teams (4 PT + 2 JAVA) Quota: 4 teams (2PT + 2 JAVA) Quota: 2 teams (1PT + 1 JAVA)
Spirit Mooncake Cook Notintegrations. | Mlonads Yadro Lucky New Team
; Solit
Rocket Discovery ot Hedonists Easy
Dream Happen

Eleven



Blueprint 1: Early 2021

R&D dept
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Facts & Numbers

mid 2021

(@)

18 teams organized in 5
Requirement Areas

Platform RA was introduced with
component teams onboard

R&D has grown to 150% (from
12 to 18 teams)

Area has a set of assigned roles
(eg APO, Director of Engineering,
Head of Design, Engineering
Managers, Product Managers,
Scrum Masters)

R&D dept

customer success

sales dept marketing dept dept
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(Hyper) Growth
stage







Driving ideas at the (Hyper) Growth stage

y

Product Owner Self-replicating Employees
operates on the (“copy-paste”) * Safety and hiring
level of investments Org Design for Cultural Fit
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R&D in 2022
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Many Pandas around the Globe




Blueprint 2: Late 2022
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Facts & Numbers
late 2022

(l) $1B evaluation during the Series C

R&D growth rate in 2021-22 was
(®) 400%

(@) Opened offices in Kyiv (uA), Lisbon
(PT) and Warsaw (PL)

(. Switched to remote-first mode,
supported a mass relocation

(. Multicultural environment with new
employees from Portugal & Poland

@ Ended 2022 with 8 RAs & 48 teams

customer success
sales dept marketing dept

learning &
development dept
(4)




BLUEPRINT 3

Maturation
stage

State of PandaDoc
as of mid 2023




What's our target Adaptivity?

Good enough

Too much (?)

‘@) ‘@) ‘@)
\J \J \J

Not enough Desired

O,



Driving ideas at the Maturation stage

Separating Different Areas

Less specialization, .
more value structures from mqy have different

people optimisation goals

Addressing
accumulated
system fatigue

4



Blueprint 3: early 2023

sales dept marketing dept
?) ?)

)

ustomer succes
dept
?)

)

learning &
evelopment dep
(4)

v




Facts & Numbers
early 2023

(i) 8 Requirement Areas merged
into 3

@) Customer Value RA consists of 2
sub-areas (Solutions and Core)

(. Platform RA’s Component Teams
joined the App Platform RA

(@) Each Requirement Area has its
own Optimization Goal

@) Further growth is not planned
(as of now)

sales dept marketing dept
@ ?

customer success
dept
€)

learning &
development dept
(4)
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The biggest RA as a Sandbox

+.
22

teams

Adaptivity
as an
optimization
godal




What does it mean to be adaptive?

Low transaction
cost

Low switching
cost




Do we pay enough attention?

A App Platform RA

enables other RAs *
by providing key

functionalities used *
across the *

experiences

Initiatives (99 as an optimization

. Optimizing
Ongoing Change Transaction Cost
test automation)

goal



What about the other part?

What if we need
much lower

switching cost to
reach our goals?

Have we ever
measured this?

* Are we good Low switching
* enough here? cost



One more Reason

y

+

Concern for
deteriorating
Adaptivity

+
+

multiple explicit, implicit
backlogs >>

% of total product items
a team knows well >>

adaptiveness of teams
to change direction at
global level



How did we measure the Switching Cost?

Introduction

The purpose of this document is to show how the transition of Team Lucky was made from the
Based on this document, I'd like to have several points
to discuss:
e Switching Cost (are we satisfied with it or not)
e Learnings on how to make next transitions smoother and more effective

Switching Cost

In this part, | will describe step by step, what action we've taken since the decision was made till
the first commit of the Team, and to the achievement of the Sprint Goal.

Date Action Results
31.01.2023 The public announcement e The team got

was made on plans to pause presented with the

. decision
and start

doing
01.02.2023 Veronika (PM) got introduced e The team has

to the Team at the Daily and collected their

had an initial discussion concerns in a thread
15.02.2023 First PBR of the topic e Preliminary discussion

without details or Ul

22.02.2023 Second PBR of the topic e The team gave a
preliminary estimate
Veronika and Katya brought for the scope based
t to the PBR with on the presented Ul
the team for the first time designs

The team and PM
agreed to have more
transparency around

Detailed Notes *

Team Perspective

Trigger point = Investment decision

Milestones = Ist PBR, Ist Commit,
Ist Achieved Sprint Goal

Wrapping up point = 1-2 Sprints
after the 1st Commit




What is your best guess about our results?




The Result

+

14,75

working days
from 1st PBR to
first Commit

.

"

+.

Expect the Ist
commit in the
second Sprint



So what?

Good enough
for our PO

‘@)
\J

Not enough

‘@)
\J

Too much (?)

‘@)
\J

Desired

O,



What helps us to keep up and improve?

Priority Component
IR Mentors



Priority first Principle

Priority

first

PO reviews investment via Q investment
thesis, APOs review investment via Area
Product Backlog every Sprint

Once investment is paused/stopped
Team picks up the highest priority item >>
# of domains team is working per year >>
learning the product and staying in
shape to switch domains

Mental model: We want to work on
high-priority items, it's ok for a team to
spend time on learning before starting to
commit



Team North Star model

+.

<.> Team self-assessment

(@) Supports in setting expectations by
providing ideal state

(® Helps to identify and address gaps

(®) Whole-product focus, multi-learning,
refinement, etc.




Component Mentors

Component (®) Rules, guidelines

Mentors
(.) Consulting

E @ Tech Solution review, Code review

V



So how much adaptivity is enough?




Guess what

+.

It depends




Guess what

+.

It depends

g Needed level of adaptivity to
enable your company goals
and better ROI

+
+



Guess what

+

+
+

Vv

(.) Needed level of adaptivity to
enable your company goals
and better ROI

@ Product Life Cycle stage

+
+
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Discovery Effort and PLC

Typical trend of time & effort invested
in the Discovery in a mature Product

Discovery Effort

Business Benefits /
Discovery Effort

TN
I//If —— fime

Launch Product- End of Life

Market Fit
Source: https://www.romanpichler.com/blog/how-much-product-discovery-is-necessary/




4

Discovery Effort and PLC

Typical trend of time & effort invested Time & effort invested in the Discovery
in the Discovery in a mature Product aimed at a Product’s Life Cycle extension

Life Cydle
Extension

Discovery Effort

Business Benefits /
Discovery Effort
Business Benefits /
Discovery Effort

Launch Product- End of Life Launch Produd- End of Life
Market Fit Market Fit

y

Source: https://www.romanpichler.com/blog/how-much-product-discovery-is-necessary/



The purpose
of the
Incubation is
to uncover
new revenue
streams

+
+

Incubations Area

Revenue
Performance

It operates in
a VC-like
style

Enabling
Investments

Source: “Zones to Win: Organizing to Compete in an Age of Disruption”, G.Moore

Disruptive
Innovations

Sustaining
Innovations

TRANSFORMATION
ZONE
Horizon 2

/N

o

PERFORMANCE
ZONE
Horizon 1

INCUBATION
ZONE
Horizon 3

PRODUCTIVITY
ZONE
Horizon1




Incubations Success Case

PandaDoc Notary use cases

PandaDoc Notary is state-approved for Remote
Online Notarization (RON)
ko the map for RON law sicus and roduct avalabilly n your s

Available across forty seven
(47) u.s. states

Multiple hundred monthly
active users (MAU)

Thousands of notarizations
per month

Solid Product-Market Fit



Blueprint 4: now

sales dept
?)

marketing dept
?)

J |

customer success
dept
?)

J

learning &
evelopment dep

(4)

tj'




Today's Driving Ideas

PO still operates on ERLCIIEIMT
the level of following the *+
investments investment +

Structureis

separated from
people

Key area for Lead
time
improvement is

Discovery '



Lessons learned and Calls to action

4+
+
Treat your org design as a

means to achieve your business
goals, change it if needed

Don’t be afraid of asking
“existential” questions, it brings
a lot of insights

Adaptivity is a
continuum, know
your good
enough and

desired level




What is coming next for PandaDoc?

Data-driven process Multi-app
improvement Experience

Even more

Experiments '



PandaDoc Journey with LeSS (Huge)

y

Large-Scale Scrum (LeSS)
@ @LeSSWorks 3.05K subscribers 84 videos

Welcome to the LeSS Channel.

Break the silos - Drive the
impact

Source: LeSS YouTube channel

>

. More insights on the
el otip sy PandaDoc journey at the
official LeSS YouTube channel

PandaDoc

20 unintended
consequences of
LeSS experiments

eeeeeeeeeeeeeeeeee

+.







PandaDoc

That's a wrap.

Thank You!

QO denis.salnikov@pandadoc.com
[ elena.glekova@pandadoc.com

€ https:/[www.pandadoc.com/




