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When things start to scale they can get a little ... unwieldy. 

If you have a single product team, or even a few teams, it's usually pretty

easy to keep things in sync — to make sure everyone is working on the

right thing, at the right time. But what happens when you start to scale? 

To get to where you’re going next, you’ll need a different approach than

the one that got you this far. As you know better than anyone, it takes

different techniques, processes, cultures and roles to scale effectively.

A few common situations usually tip us off that something needs to

change. Sometimes it’s unclear what the role of the product manager

should be, or there’s tension between teams or team members. Perhaps

product teams aren’t building what they should be building, they’re not

shipping fast enough, or the quality of the product isn’t where it needs to

be. 

 

So, what exactly needs to change? Is process the problem? Is it strategy?

Where do you start unravelling the issues so you can find answers?

 

That’s where we come in. At Cogent, we know what good product teams

look like. We've been building them for our own products, and with clients

of all shapes and sizes, for over a decade. In fact, we’ve worked with more

than 100 different product businesses in Australia and overseas.

While all high-performing product teams adhere to a handful of general

principles, we encourage teams to adapt to suit people’s soft skills,

technical skills and experience. That said, if they're not all driving toward

clear company objectives, well, that's when things need to change.

That’s why we created Ways of Working.

Are you set up to scale?
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The purpose of Ways of Working is to help you scale: to enable your teams

to produce great work that takes your business from where it is today, to

where you want it to be.

Don’t worry, we won’t just roll out a bunch of agile coaches, some BAs, and

a few product people to deliver some training that no one sticks to or even

remembers once it's over. That doesn't help us or you. 

Change takes time and relies on a strong foundation of guiding principles

that your team can harness and implement. Our goal is to get your teams

delivering real business value. To do that, you’ll need a customised

approach that'll set you up for long-term success. Together, we need to set

the right direction to help transform your teams.

Learning to grow
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We want to make sure your teams are equipped to overcome challenges

unique to your business, and maximise opportunities for product growth,

and to do that we need to get a clear sense of what is (and isn’t) working.

With our experience of helping businesses scale, and our commitment to a

humanistic approach we’ve seen the inner workings of plenty of teams, and

know the markers of success.

During a Ways of Working Review, we’ll help you work out what’s causing

the challenges you’re seeing now. For example, it might be easy to spot

that you’re not moving fast enough, but the reasons for that might not be

what you’d expect.

First up, we'll get an understanding

of your goals, your future vision,

and what’s holding you back from

achieving them. 



Culture change doesn’t happen overnight, and each business is one of a kind.

Yours has a unique history, team makeup, and goals, so it’s impossible to take a

cookie-cutter approach to helping you grow. 

What we need to do, first up, is understand your goals, your future vision, and

what’s holding you back from achieving them. After all, scaling isn’t the end-game:

it’s a new beginning. We’re here to make sure you’re set up for the whole journey,

so we need to thoroughly understand what you want that to look like.

In a nutshell we watch and listen, deeply. Our lead consultants usually spend

between three and four weeks on the ground in your organisation. We watch how

product teams work, engage with key people, and give you an objective review of

the tools and technology you use to deliver your products. From process audits

and fly-on-the-wall observations of meetings, to surveys and one-on-one staff

interviews, we’ll build a deep understanding of what’s actually happening on the

ground and how it fits — or doesn’t — with your goals for the future. We’re

sponges for insights on the way you do things! 

This process is no secret: it’s completely transparent, with insights shared early and

often to make sure you're never in the dark. Transparency builds trust, and working

together with your people, we can get to the real root of your challenges.

Once we have a deep understanding of your business’ goals and current ways of

working, we get into deep-analysis mode to figure out why you’re being held back.

We’ll identify a roadmap of recommendations designed to help you achieve your

most important goals. 

Ways of Working Review 
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In short, you'll have defined recommendations to create high-functioning product

teams shipping valuable work. You’ll know how to keep empowered, motivated

employees all working towards a common goal. 

 

In terms of hard documentation from the Review you’ll receive a roadmap of

recommendations for change, along with the evidence and rationale for each one.

This gives you a clear picture of the gaps in your business, and pathways we can

take to resolve them.

What do you get at the end?

Once we have a deep understanding of your business’ goals and current ways of working,

we get into deep-analysis mode to figure out why you’re being held back and uncover the

roots of the problems you’re facing
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The best thing about working with Cogent is that their

consultants have felt from day one like they were already

part of our team. Smart and skilled, they have helped us

to evolve and improve our architectural plans, and to

accelerate the build out of our solutions, supporting our

growing scaling needs.

- Doug English, CTO and Founder of Culture Amp 



We expect the Review to look slightly different for each team we work

with, so keep in mind that these are estimates, and they’re subject to

change depending on your needs.

What does the cost, duration and

team look like?

Cost

The cost of the Review phase, including all its deliverables starts at around

$30,000 (excluding GST).

Duration

A Ways of Working Review typically takes about 3-6 weeks.

Team

We embed two or three senior Cogent team members in your

organisation for two or three days a week over a period of up to 6 weeks.

That team usually includes at least one product manager, and a designer

or developer, depending on what you need.
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What might come next?

Once we’ve shared our analysis and recommendations, we want you and

your teams to feel supported to implement solutions. From experience

we’ve identified two stages that follow a Ways of Working Review, with

the pace and scope of work set in collaboration. If you’re just after

analysis and insights that you can implement then that’s exactly what

you’ll get from a review. 

If you’re looking for a replicable framework for on-boarding new product

teams, and a clear blueprint that enables you to scale your business faster

for the long term then the following two stages will get you there:
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Enable

Coach

Here we’ll make sure your mission-critical team members have solid,

expert support in the months and years ahead. Once the right approaches

and practices are embedded into your teams, it’s not just goodbye and

good luck. We’ll be there to mentor your key staff through the inevitable

challenges that come with rapid growth, as they crop up.

           

We all know that challenges will emerge as your business scales. We’ll be

there to help you work through them effectively, in ways that reinforce

that strong productive culture we’ve spent months developing together.

The real outcome of all this is that your teams will shift from wherever they

are now, to a place where the behaviours needed to help you scale are

second nature.

 

Using the insights from the Review, we’ll collaborate with you on a

bespoke roadmap to transform your product teams. By working closely

together on how to implement recommendations, we can make sure it

gives you exactly what you need to succeed during the road ahead. We’ll

work alongside you and your teams to show you how things look when

your organisation gets it right. By helping your teams resolve issues at

behavioural and cultural levels, we’ll help shift your business into the

perfect position from which to scale — then help you do just that.



You’ve probably got some more questions after reading this, and that’s

great. Give us a call on 03 8374 7677 or email info@cogent.co and we’ll

happily answer them.

Sound good to you? Let’s talk
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THANKS FOR READINg


