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Levels of integration

Define the requirements of 
testability and integrability for 
the system.

Design the Architecture of the 
product so that it is easy to 
integrate

Define clearly the functionalities 
and
Interfaces between different 
system or program blocks.

Design logs, alarms and service 
terminals so that they help 
integration

Integration needs 
to be taken into 
account already
in design phase.
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Introduction
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Tero Peltola

• Helsinki, Finland

• 30 years’ experience at Nokia

• SW developer – operating systems

• R&D management

• Platform organization: agile introduction

• LTE - head of R&D

• LTE - head of business line

• Currently entrepreneur at mosahybrid

• Working for fun

• Consulting interesting projects



Nokia LTE
Lessons 
learnt study

8

Jacek Bochenek –
Scrum master

Rafal Gorski –APO

Janne Kohvakka –
internal coach

Tero Peltola –
business line head

Bas Vodde – external 
coach

The material will be published in 
Case Studies soon!



Product – Nokia LTE Basestation
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Source:
www.nokia.com



Product –
LTE Base Station
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Base station

• Key product for telecom 
operators

• Real time embedded 
system

• Both HW and SW

• Separated platform and 
application

• Application >10MLOC
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Starting Point
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Nokia Business Environment

• Typical telecom business setup

• Primary customer interface via Customer Operations

• Product organization for 

• product management and 

• R&D

• Nokia in the middle of the enormous transformation

• Fighting for survival during Devices exit

• Continuous organization integrations

• Nokia with Siemens, Motorola, Panasonic 
Networks, Alcatel Lucent



LTE in 
Nokia 2009
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• The next big thing in telecom => Fierce 
competition

• Not yet commercial use – 3 deals done

• Top management willingness to invest in LTE  

LTE business

• Silo functional organization

• Complex project management structures

• Worst case 14 hand offs during development

• Long releases, long stabilization time

• Integrating teams from Siemens and Nokia

Organizational 
challenges

• Inherited problems from earlier generations

• Code already a big mess

• No unit tests or low test automation level

• No continuous integration

• Many branches

Technical 
challenges



First Steps
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Our
Approach

Stepwise …and long term

• Mandatory to get releases 
to customers constantly

• Process or way of working –
is not the purpose or goal

• Teams are capable to take 
only limited changes at time

Use Agile and LeSS

• Customer-centric

• Flexibility – scope changes

• Time-to-market

• Efficiency

• Continuous Improvement



Kicking off 
with 
low hanging 
fruits

Both for business and team:

1.Short term solution

2.Long term improvements plan&ambition

Need

• Creating one team with one mission

• Getting customer and their needs visible to 
all

• Breaking silos - Having e2e system thinking

• Optimizing where it really matters

• Phased approach

• Creating monthly rhythm

• For planning, execution and learning 

Solution



My way 
in
Leading 
LeSS Huge 
Organization

Having purpose, 
highlight customers, 

communicate 
vision/ambition

Level 1: End-to-end 
system view

• Certain common rules 
for everyone

Level 2: Teams improve 
with their own speed

• Coaching, R&D workshops

• Go and see

Culture

Continuous learning 
and improvement 
mindset/culture

Transparency

both business and 
execution status => risk 
of micromanagement



Journey
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Managing exponential growth in Business
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2010 2012 2014 2016

0 > 1000

3 > 340

# Global LTE End-Users (millions)

< 1000 > 4000

Alcatel-
Lucent

Siemens

Time 
to 

Market

+ Performance 
in commercial 

use

+ 
Feature 

race

+ 
Quality 
focus

+ 
Integration

# Customers (operators)

Integration

# People

Business Focus Areas

500125

40 80 160

Motorola Panasonic



Investment in Competence Development pays back

29.8.2018 20

Monthly feedback 
cycle basis of 

learning and comp 
development

Go and see/
R&D & biz 
management

Technical coaching/
training

Leadership 
coaching/
training

Agile cornerstone workshops

Uncle Bob clean code videos 
and other e-training

breakthrough 
training  (including 
product managers)

Internal coaching Learning: better to focus on getting local coaching 

communities running on each site. Then you can start co-operation 

between local coaches. Community facilitation is full time job.

1st trial: failed (because 
line org prioritized 
standard work)

2nd trial: failed 
(separate org –
no talents)

3rd trial: worked 
better (virtual 
community)

2010 2012 2014 2016

For managers Learning: managers need 

time and focus for permanent mindset change
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Continuous Integration was a success 
– and could have been better

started test 
automation at 
all levels

everybody 
on the same 

mainline 
(trunk)

Continuous 
development

Monthly rhythm-
feature build (FB) 

model

I&V in the 
separate 
testing 
branch

the whole 
R&D runs 

an 
iterative 

mode

feature 
integration 
during 
development 
& part of DoD

“undone” work 
reduction 
ambition from 5 
months

removal of 
separate testing 

branches 
(except during 

releasing)

continuous 
delivery 
introduced

reduction of the 
“undone” work to 2 
months (after that 
faced problems)

feature 
testing as 
part of the 
DoD

most I&V 
automated

continuous 
delivery 
plans with 
leading 
customers

Mainline development - big 
bang architecture changes broke the 
system twice/three times

2010 2012 2014 2016

1.

2.

3.
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Way-of-Working (WoW) improvements are slow

WoW 
roadmap 

shared

Continuous 
development 

model 
launched

SPO 
structure 

with 
scrum

Introducing 
Requirement Areas 
for e2e features –
not scrum teams

Failed 
feature 

team pilot

first organizational 
perfection vision 
set (failed - not 
widely shared)

abandon component 
team organization but 

“component core 
teams” left

deep and 
narrow 
approach -
first real 
feature teams 
successful

Learning: We didn’t pay 
attention to really change 
organization mindset

2010 2012 2014 2016

Gradual increase in the scope of scrum teams

Stepwise approach took 
too long time

“code 
ownership” 
prevented 
real feature 
teams
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Summary
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Summary – Nokia LTE basestation

Agile adoption 
enabled us to be 
successful in LTE 

business

Adoption journey 
was not perfect …

… but it was 
enough for our 

purpose

Agile - LeSS Huge 

Huge achievements, improvements, learnings and fun! 



Bonus
…

How to sell 
your ideas to 

an old 
manager like 

me?

• Even managers can learn, 

• be patient - it takes time

• Understand both short term and long term

• Use the language I understand

• Highlight benefits in business terms: Time to 
market, Business case, ROI, …

• Don’t play typical “us and them” -game



Questions, 
comments?

Source: www.nokia.com
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Thank you!

Source: www.nokia.com
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tero.peltola@mosahybrid.com
www.mosahybrid.com

mailto:tero.peltola@mosahybrid.com
http://www.mosahybrid.com/

