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Make time valuable




Protime provides efficient solutions to optimize the time of
your human capital.

Time registration Access Planning Services

Extended Services
aining Center
aryvices

Time & Attendance Access Control Team Planning
Self Service Visitor Registration Job Planning
Wage Processing Hardware
Cost Accounting
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Our story

2024
Protime Workforce Al
Why choose for Protime? planning acquisition
2018
Acquisition of Strobbo

Strobbo was ouir first step
in building in-house
planning expertise for an
integrated solution.

201

Protime becomes the
daughter company of
SD Worx

1995

Creation of Protime
by Peter s’ Jongers,
Eric and Luc Tim
mermans and Piet
Verstraete
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Agile start-up
2017
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Start sale Winner  Acquisition Marketleader Rebranding +
Innovation price by Protime Belgium flexible International growth
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- Grew fast —

- Mostly junior devs =
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Struggles

Building a new version of
Strobbo alongside the old one
with a new team.

The new team could not
release without the old one.

vi

v2

Work was presented
fragmented and very detailed to
developers.

Devs were identifying as front-
end and back-end.

Founders‘ooooooooooooooooooooooo

Team lead

Developers

What the team delivered got
stuck waiting for feedback and
approval from the founders.

When we released they were
large chunks with high impact.
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We started fast — full ownership, end-to-end

As we scaled, delivery slowed down

Working on features and drifting to tasks

Relying heavily on coordination from team lead and
founders



How the OT map works
How we found our way back using MADE
How we travelled beyond

Where we are going next



Increasing

Scope of Skills Mandate
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Left (Functional):
Narrow specialization
Strong dependencies
Fragmented work

Middle (Multi-skill / End-to-end):
Broader capabilities
Reduced handovers
More complete work

Right (Expanding / Unbounded):
Continuous multi-learning
High adaptability
Independent value creation
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WHOLE
SOLUTION

PARTIAL

SOLUTION increasing
Scope of
Work
CAPABILTIES Mandate

TASKS

Tasks
- Execute assigned work
- No ownership of outcomes

Capabilities
» Deliver functions
- Still fragmented

Partial Solution
- Contribute to value
- Dependencies remain

Whole Solution
- Own end-to-end outcomes
- Deliver real value



fOUR INTELLIGENCES

INCOMPLETE

Doing — executing tasks
Delivering — producing outputs
Directing — coordinating work
Driving — owning outcomes
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Designing our ideal org



oG ToPoLOGIES MAP .
10 * - We initially thought we needed

w to grow the skills of our teams

and that would be enough.

- We focused on this for too long
actually.

- But we weren't fixing the root
cause with this.
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oELTVERY ToPoLoGY

- And we also realized that we

were not interested in
continuously directing the
Founders teams
DIRECTING - We wanted more
o - We wanted make a bigger
Impact

Dev
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ADAPTIVE ToPoLoGY
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ADAPTIVE ToPoLoGY

NCOMPLETE

i Team Lead

Dev Team

Dev Team
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Elevating Katas



Sprint Review

Open up to all
internal Strobbo Company-wide
stakeholders

Role-playing as Invite friendly
stakeholders stakeholders

_ . Breakout
Mobile - Tenant switch

What will you do in the breakout?

- Allows the user to switch to a different tenant
- Only get push notifications from you active tenant

You will be helping Salma from "Papa - Consultants can also switch and enter a new reason
create a planning that follows the rule

& TOHOWINE:

- Bazaar-style sprint reviews
- —» transparency & whole-product focus




Strobbo // Roadmap
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Planning 2

- Planning 1 & 2 (like LeSS - lonnm 1 with the entire team
- On-site

- Built out routines to help us stay on track
- What do we think are the most meaningful sprint goals over

oulling in work items




- Cross-team ond mvolvm nternol stokeholders“*

- Evolved from | & FR % .
understondlnq storles — workmq on outcomes — product dlscover

- Early on combined this with learning and knowledge transfer ¢

understanding features, our domain, etc.
- Now: joint understanding through dlSCUSSlon
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IUsed to be -_

s - Focus on features
More tracks than team s
Unclear what was most |mportont
Busy with too many things at once

Leftovers of 2023 goals
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Goals focusing on outcomes

Clear order in which to proceéd
WIP limit = the amount of teams



Estimates were associated with frustraotion and mistrust.
But we still need a way to ‘control our clock”
Introduced bets as a middle grouno

Instead of "How long will it take?"

| started asking "What can | get in this timeframe?”
As a PO you can think about investments

6 sprints Unit: 1 sprint goal for 1 team

Default planning @

Protects and strengthens our market leader position in BE @ 3 sprints
Enable planners to define Allow planners to load default
recurring, multi-week default schedules directly into a selected
plannings for employees planning period

Ensure planners can modify default
schedules without disrupting
current schedules




- Estimates were associated with frustration and mistrust.
- But we still need a way to ‘control our clock”
- Introduced bets as a middle grouno

- Instead of "How long will it take?”
- | started asking "What can | get in this timeframe?”
- As o PO you can think about investments

6sprint5 Unit: 1 sprint goal for 1 team

Bets have become a conversation starter.

"What is most important to deliver first?”

"Which tech debt can we clean up?”
‘Are we still on track? Do we need to make decisions?”
‘Do | need to invest more time?”




Dynamic statutes and rule-based
planning validation

Protects our market leader position in BE
Additional configurability for international markets @ 6/10 sprints

Dynamic statutes

Combines well with incremental deliver

- Sprint I: disable and hide old static statutes
Sprint 2: add your own statutes

- Sprint 3: move some settings to dynamic statutes
to give more options to users

- Sprint 5: release new planning validation with new
functionality in beta next to the old validation
Sprint 6, 7, 8, 9, 10: release additional rules and roll
out to everyone
Sprint 11: invest in blocking validation rules



Dynamic Statutes - Update

3 statutes created during last sprint

Planning Validation Rules Updates:

Some new widgets:
- Avg. # errors per sending of worktimes
- Avg. # warnings per sending of worktimes
- Total # of errors bypassed per sending of worktimes
+ Total # of warnings per sending of worktimes

Updated fields

B name 18

B Planning vakdation rules
ha=Tos q ndllowedAbsenoe

translations.n

Dynamic Statutes Update
200+ statutes disabled during last sprint

Planning Validation Rules rollout:

# Disabled # of disables per statuteld (<1000) Currently: 10!07’,2025
28 FULLTIME_CLERK 2

21 WORK_STUDENT
20  PARTTIME EXTRA

‘ ? e 60% - 100%
21 8 " o Planning Validation Rules Update g

15 TRADE_REPRESENTATIVE Weekweergave

15 SELF_ EMPLOYED
14 MANAGER 2
14 TEMP
14 FULLTIME_WORKER_2
13 OTH_DAY
13 PARTTIME_WORKER 2
4 EXTRA
3 LEARNING_CONTRACT
INTERIM

Some tenants are experimenting
with advanced rules

# Created

7 Blocking Rules Update

Some examples:

* Students must be planned for at least 4 days per month © 53 rules have been marked as blocking across 12 tenants
- All employees must be planned for at least 32 hours per 1 week

- Part time employees must be planned for at least 24 hours per 1 we| &' 13 tenants only allow admins to overrule blocking errors

! Blocking errors have been overruled 17 times across all tenants






Going to 2 Products



What do you need to integrate the
planning engine of Strobbo in
myProtime?
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Planning
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Created a team dedicated to
work on the new integrated
product

All skills needed to build this
end-to-end

| shifted to a PM position
internally, but | was still the PO for
Strobbo

myProtime Planning had it's own
PO mainly because we felt we
needed someone there who
could really work with the team
on a day-to-day basis

Shared Sprint Review [ Planning
Separate refinements
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Some pain points:

- Double role as PM [ PO
+ PO of myProtime planning
responsible for 2 teams
- in different products
- with different PMs

Good ideq, but we bumped into
some padrts of the organization we
were not able to make changes to



After 2 years
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Grown to 2 full team-of-teams

- Strobbo 2

- mMmyP Planning 2
Each ToT has a dedicated PO
Split of Planning Calculation Service to a
dedicated team to create focus at the cost
of some more overhead to integrate

But also these elevating katas:

Shared learning day once a month

Shared sprint review

Sprint planning per product, but with quick
check in before we split

Refinements per product, but lot's of people
join both

Travellers to share knowledge

POs are encouraged to come up with goals
that can deliver value for both products and
that teams can collaborate on



What now?



Al of course ...
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(focusing just on Strobbo for a moment)
Teams feel oversized
We are delivering more value and at the same time reducing tech debt

Goals have become smaller and better split



(focusing just on Strobbo for a moment)
Teams feel oversized
Delivering more value and at the same time reducing tech debt

Goals have become smaller and better split

Hypothesis: smaller teams would be a better fit
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Strobbo
Team of
Teams

Experiment: Switching from 2 larger to 3 smaller teams
Goal: each smaller team is as effective as the larger teams

Positive outcome: deliver more value with the same amount of people



Small change on the map, real impact
More flexibility: 1-3 goals at once

Needs ready-to-pick goals
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More conscious approach to requests: frame the problem before
shaping solutions

Rapid shaping with fast feedback using sketches, prototypes (Lovable),
and agentic POCs

Validate ideas early before committing to build

Evolve refinement to support parallel topics and ensure ready-to-pick
work

Move toward agentic delivery beyond small coding tasks



Is this going to work?



Is this going to work?

We don't know.



Is this going to work?
We don't know.

But we are confident.



- Output [ throughput (more tickets, more story points, more releases)

- Predictability (hitting dates, low variance, fewer surprises)

- Local efficiency (utilization, minimizing context switching, “stay in your lane”)
- Quality (low defects, reliability, clean architecture)

- Risk reduction [ compliance (controls, approvals, auditability)

- Cost (run cost, cloud spend, vendor spend)

- Speed to learn (fast feedback, experiments, short cycles)

- Customer outcomes (retention, conversion, NPS, reduced time-to-value)

- Alignment [ coordination (fewer conflicts across teams, smoother
dependencies)

- Developer experience (tooling, cognitive load, onboarding time)



- Output [ throughput (more tickets, more story points, more releases)

- Predictability (hitting dates, low variance, fewer surprises)

- Local efficiency (utilization, minimizing context switching, “stay in your lane”)
- Quality (low defects, reliability, clean architecture)

- Risk reduction [ compliance (controls, approvals, auditability)

- Cost (run cost, cloud spend, vendor spend)

- Customer outcomes (retention, conversion, NPS, reduced time-to-value)

- Alignment [ coordination (fewer conflicts across teams, smoother
dependencies)

- Developer experience (tooling, cognitive load, onboarding time)



Personal conclusions



PM's and PO's should care about org design
Actually everyone should care about org design

It defines your ability to create customer value
Outcomes require the right system, not more effort
Work on finding structural fixes, not local optimizations
Think about what you want to optimize for, then dig deeper
You are never done with this

Work on your leadership skills
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ORG TOPOLOGIES

Org Design
Summit

How do we lead the agentic shift
with people and Al?




Thank you!



