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weeks of a technical product owner at Mascus Ritchie Bros Finland Oy.

The thesis focusses on describing at a detail level the daily tasks and explaining their impact on
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1 Introduction

This thesis was written in the form of a diary thesis, which aimed at documenting daily responsibili-
ties and professional development progress of a Technical Product Owner working at Mascus
Ritchie Bros Finland Oy. The observation period started from Monday 25th April 2022 to Friday 1st
July 2022. The thesis will include a set of daily observations for every working day as well as

weekly analysis for said period.

My responsibility consists of effectively developing several products and managing the workload
for different teams to strengthen the business development of both Mascus and Ritchie Bros. Im-

plementation of agile methodologies and customer requests handling are also part of the job.

Due to the data privacy policy of the company, confidential details are not disclosed. Instead, the
thesis focuses on observing daily situations and discusses that at weekly analysis, as well as the
skills acquired, professional growth, and limitation of myself. These include a wide range of sub-
jects, such as product development, effective teamwork, agile methodologies, communication, cus-
tomer satisfaction. Acknowledgements for these subjects were acquired from various sources, in-
cluding online learning platforms (LinkedIn Learning, Coursera, Udemy), agile communities such
as scrum.org, articles from magazines like hbr.com, or books such as Doing Agile Right (Rigby,
2020).

Due to the nature of my job, communication with others occurs daily and plays a vital role in suc-
ceeding in the job. Communication skills are one of the most important skills when working in any
professional environment. My tasks also require project management, leadership, technical
knowledge, conflict management, teamwork, negotiation, decision making and presenting skills.
Therefore, it can be concluded that several types of management skills, teamwork skills and com-

munication skills are the most crucial requirements to do my job.

Table 1 Overlay matrix of the in-text connections in the diary-based thesis

Own professional de- | Theoretical Observation week | Results of own profes-
velopment objective framework sional development
Understand the eco- 1.2,2.2 Week 2, 4,5 Week 2, 3

system of Mascus and
Ritchie Bros products
and services

Project management | Week 1, 2 Week 1-8 Week 6, 7, 8
Time management Week 6 Week 3, 4,6, 7
Agile methodologies Week 1, 7 Week 7 Week 7, 8

Communication Week 3, 5 Week 3, 5, 8 Week 8




Own professional de- | Theoretical Observation week | Results of own profes-
velopment objective framework sional development
Testing methods Week 5 Week 5 Week 6, 7

1.1 About Ritchie Bros & Mascus

Ritchie Bros. Auctioneers, or Ritchie Bros. is an enterprise founded in 1958 and specialized in in-
dustrial asset disposition & management. The company also does business in selling heavy indus-
trial machinery by organizing live and online auctions, as well as other sale channels (Ritchi-
ebros.com, 2020). The company has acquired multiple of its competitors from distinct parts of the
world, including IronPlanet, Mascus, Marketplace-E, GovPlanet, TruckPlanet, Kruse Energy, Sal-
vage Sale, Rouse, and currently offers all its child organizations' services in addition to its own:
Ritchie List, Ritchie Bros. Asset Solutions, Ritchie Bros Financial Services and Ritchie Bros Ap-
praisal Services (Ritchiebros.com, 2020).

Mascus is an international electronic marketplace for buyers and sellers of used heavy machinery
and equipment. Professionals such as equipment dealers, brokers, manufacturers, and private
sellers can advertise their equipment on Mascus listing service. (Mascus, 2017) The company was
acquired by Ritchie Bros in 2016 and currently operates under RB’s branding and management
team. Besides the online marketplace, Mascus offers (1) a directory for dealers, manufacturers,
spare parts, and other service providers; (2) online inventory management solutions for dealers; (3)
an auction section; (4) easy-to-use tools and services for machinery end-users. (Linkedin.com,
2022)

1.2 Technology and methodologies

The stack of Mascus contains various technologies such as C#, ASP.NET framework, jQuery,
CSS, Next.js, React.js, NodeJS, etc., depending on project and customer. Main methodologies are
Kanban and Agile methodologies, in which Scrum is practiced.

In the new projects that | will be working on for the second and third quarters of the year 2022,
Mascus will be using newer technology stacks. We use AWS (Amazon Web Services), Docker,

.NET Core, React.js and Next.js, TypeScript.

These mentioned above are the important technology being used by Mascus engineering team.
They are utilized to build, develop, and maintain various products of the company. My daily work
however does not require reading, assessing, or implementing code using these programming lan-

guages. | am expected to acknowledge about our technology stack only.



1.3 Key professional concepts and abbreviations

C#: a modern, object-oriented programming language which was created by Microsoft. (BillWag-
ner, 2022)

ASP.NET, or .NET: one the most popular developer platforms including tools, programming lan-
guages, and libraries for building many different types of applications. (Microsoft, 2022)

Scrum: a framework for project management which adopts agile methodology. With Scrum, people
can develop complex products while in an evolving, fast-changing environment. (Scrum.org, 2020)
At first Scrum was used for software development, but nowadays Scrum is being used widely by

many organizations in the world.

Kanban: a popular framework used in project management, implementing agile methodologies. In
Kanban working style, tasks are presented on a board with different columns, allowing team mem-
bers to visualize the status and progress of the tasks. (Atlassian, 2019)

RBAS/ RBAS IMS/ RBAS Business: Ritchie Bros Assets Solutions, or RB Asset Solutions is an in-
tegrated platform that provides a single, shared view of inventory, data insights & disposition chan-
nels for every asset (Ritchiebros.com, 2020). With this platform, dealers or sellers can see the
overview status of their stock, as well as send these stocks to desired sale channels, such as Mas-
cus marketplace, webshop (their own listing site), auction channels, or sell internally within their
organization. There are plenty of tools too such as graphs and charts based on customers’ data,

inbox function, contact requests and want ads.

RBAV/ RBPR: Ritchie Bros Assets Valuator, also known as RBPR — Ritchie Bros Price Results
(Rbassetsolutions.com, 2021), a tool for estimating the machine’s price based on data gathered by
Mascus and Ritchie Bros for many years. The tool uses machine learning algorithms to estimate

the market value of the equipment and suggest that projected value for seller or dealer.

IMS: Inventory Management System, common name for platforms built by Mascus for dealers and
companies to create and manage their inventory easily. There can be standard RBAS Business/
RBAS IMS (as explained above) or RBAS Enterprise. Unlike RBAS Business — a standard product,
RBA Enterprise allows dealers to have more customization per request. RBAS Enterprise look and
functions are decided based on the customers’ needs and designs, but it shares with RBAS Busi-

ness certain similarities and core functionality.

Webshop/ Plus: Solutions built for dealers. Webshop allows these companies to advertise their
products, including a wide range of heavy machinery, on their website. Does not include payment

options. Internet users can see listed ads, but they cannot make direct payment on the page.



Jupiter: code name for project to rebuild the Mascus.com platform into a newer and better design
with the purpose of improving customer experiences, increasing revenue and exposure of Mascus

company to search engines.

M2R: code name for project to transfer invoiced and prepaid Mascus customers to use a specific

instance of RBAS platform to manage their listings.

Mascus Admin: internal platform for internal Mascus users. An enormously powerful and effective
tool to manage internal information, organization hierarchy and enable users to have access to var-

ious of Mascus’s tools and services.

Scrum: an agile framework, used widely by many companies and organizations. The framework
focuses on adapting with market changes and business requirements rather than careful planning
and management. Compared to traditional methods, this framework is more flexible and fast
paced.

Build/ dev environment: lowest level of all environments, a place where the code is pushed and

evaluated by developers, quality assurance team or internal employees of Mascus.

UAT environment: User acceptance testing (UAT) environment, a place where users can test the

new implementation before these features are pushed to production environment.

Production environment: the deployed environment where users interact with the system. Highest

level of the environments.

Server deploy: short for server deployment. Server deployment happens once a week, the aim of it
is to rerun the configuration file on server and update all the newest changes and modifications
that have been made to the source code. By doing server deploy weekly, Mascus ensures to react
fast enough with bugs and errors on production environment and implement change requests that

come from customers.

QA: Quality Assurance. The task of quality assurance is to ensure that the implementation of cer-
tain features works well with existing system in different environment, including build, UAT, and
production environment (Productplan.com, 2022). On a more general level, quality assurance and

QA specialists (or testers) inspect the system and ensure quality of the product or service.

PM: Product Manager. At Ritchie Bros/ Mascus, Product Manager communicate with business di-
rectors and business development managers and define the strategic business development for
the product or services. From here, they can establish different necessary implementations for the

product/ service and better improve the general business value of this certain product/ service.



PO: Technical Product Owner. This is my role. A Technical Product Owner acts as the bridge be-
tween business development managers and development team, helps process business require-
ments, participates in decision making process for product development. Product owner is the gen-
eral professional title in the market, however at Mascus/ RB the term Technical Product Owner is
used to indicate that the product owner must have decent technical understanding about the prod-

uct or the system.



2 Description of the initial situation

2.1 Analysis of current work

Scrum.org defines a product owner as the value maximizer, who is accountable for maximizing the
value of a product. Being a product owner means that one is responsible for several key tasks
such as “developing and explicitly communicating the Product Goal; creating and clearly communi-
cating Product Backlog items; ordering Product Backlog items; and ensuring that the Product
Backlog is transparent, visible, and understood” (Scrum.org, 2020.). On a different note, according
to productmanagerhqg.com, a technical product owner is someone who “manages the technical as-
pects of the product development” and they do this by defining product goals, product roadmap,
and managing backlog. Despite that, technical skills understanding is not a mandatory requirement
for the job, but the most important thing is to effectively manage the backlog and maximize the

value of the product that he or she owns.

Despite being a direct employee for Ritchie Bros., my daily working life still relates and connects
strongly with Mascus and its products and services. As a Technical Product Owner, | act as a liai-
son between engineering team and the business stakeholders. One of my key responsibilities is
managing the development of two products (RBAS and Mascus marketplace). However, due to the
large scope of them, management is done together with other product managers, business devel-
opment managers and product owners. The extent of my work includes mostly European develop-
ment of these two products. | also participate in communication flow of development team and key
clients in Europe, regarding a wide range of Mascus’ products and services, such as marketplace,

IMS, webshops, inspection tool, email, and export tool.

Work tasks
Manage the product backlog and sprint backlog of two different projects: M2R and Jupiter
Contribute to design for new Mascus marketplace (Jupiter project)
Participate in decision making for product development for RBAS and Mascus.com
Project the timeline and control the schedule of the two projects as well as for RBAS prod-
uct in general
Manage workload for three development team: Team Jupiter, team One and team Two and
ensure that the progress is visible
Delegate tasks for developers in team Two
Facilitate Scrum meetings and events for teams and implement agile methodologies
Document important business and technical information for M2R and Jupiter project
Participate in and manage development for new features implementation and support re-

quests for key clients in Europe



My daily work requires strong communication, project management, collaboration, product devel-
opment, analytical and technical skills. Other skills required might include leadership and manage-
ment, flexibility and adaptability, time management and domain knowledge. These skills are neces-
sary for maximizing the product’s business value and enhance collaboration between business

stakeholders and development team.

For office skills, the job requires familiarity and successful execution of different software and tools
such as all Microsoft Office tools (Words, Excel, PowerPoint, Outlook, OneNote), collaboration
tools (Slack, Teams), productivity tools (PowerBI, Jira, Confluence, Stash) and other tools for tech-

nical purposes such as Git, Visual Studio.

Before working as a Technical Product Owner, my position was Production Support Manager, and
maintaining communication between team Two and few clients in Europe was the most important
task in my job description. Staying in this role helped me to have a general overview of the compa-
nies and some of its products that | work with. | was also able to leverage my communication and
project management skills to better improve the productivity of engineers in team Two and main-
taining our customer relationships. However, my knowledge about Mascus and Ritchie Bros’ sys-
tems and products are limited. The understanding about heavy machinery industry as well as my
technical skills were at a basic level. | did not have a deep knowledge about Mascus marketplace
and RBAS IMS, and | was not aware of their business values, strategic development path or inter-

nal operations.

Therefore, being promoted to Technical Product Owner can be considered as a golden opportunity
for me to grasp an even more in-depth overview of the two products specifically and the company’s
business activities generally. It is the chance to profoundly comprehend our business model, the
industry that we are operating in, and the company’s strategic development plan. With this
knowledge, it could motivate myself to develop professionally and increase work quality to contrib-
ute to the company to a larger extent. To reach this goal, my plan is to sharpen not only core com-
munication skills, but also product development and management, leadership, and technical skills.
Conducting research and learning from various sources are expected methods to enhance my un-

derstanding especially about technical aspects.

Certain achievements were accomplished during my employment period at Mascus Ritchie Bros,
such as the successful completion of daily tasks, the improvement for our customer service and
product quality, and positive feedbacks received from colleagues. As for myself | have greatly im-
proved my soft skills such as teamwork, project management and communication. Although | can
skillfully leverage my acquired skills to a certain level in the new role, there is a lack of technical

knowledge and overview comprehension of the products and services ecosystem. It can be said



that for the previous role, | can be considered a skilled professional, yet for this new role of PO, my
excellence stayed at novice level. Therefore, these are the areas for improvement that | need to
consider and invest time and effort to enhance. By continuously gaining insights about Mascus and
Ritchie Bros services, leaning about product development, improving domain knowledge, and
strengthen a wide set of soft skills, | hope to excel at my new role, contribute for the business or-

ganization and reach a new growth level in my professional development.

2.2 Interest groups

My work requires interaction with both internal and external professionals. For the external side, |
interact with some key clients' representatives. However, the people | interact with the most are my
co-workers who are also employees of Mascus or Ritchie Bros.

There are four main groups of people that | interact with at a daily level (Figure 1):
1. Developers (internal)
2. Business and product management professionals (internal)
3. Accounts managers and support team employees (internal)
4. Clients (external)

Besides these professionals, | communicate with other colleagues in the company, for instance the
other product owners in the US team. In some situations, collaboration between us is required,

however these occasions rarely happen more than once a month.

28
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Product manager/ Account manager/
Business development manager Support team
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Figure 1 Interaction with different professionals at work for technical product owner



For Developers, here are three development teams that | am working closely with every day:

Jupiter team, which is responsible for the development of Jupiter project, including:
Business development manager
IT director
Two senior software engineers, focusing on software architecture
Two senior software engineers, focusing on integration and database
Two senior software engineers, focusing on backend development
Two software engineers, focusing on frontend development

Software engineer, focusing on DevOps

ONE team, which is responsible for the development of M2R project and RBAS product in general,
including:

Two senior software engineers, full stack development

QA developer, focusing on quality assurance

EU product manager

TWO team, which is responsible for customer requests and support, including:
Two senior software developers
Two junior software developers

Project support coordinator

Besides that, | also interact regularly with several other co-workers, including:
RBAS product owner, US
Two RBAS product manager, US
Account managers
Country managers/ territory managers
Other senior managers

Marketing specialists
2.3 Interaction situations

My daily working life involves a lot of discussion, mostly through direct messages on different col-
laboration tools such as Teams, Slack, emails, and meetings mostly virtually through tools like
Teams, Zooms, Google Meet. Because of Covid pandemic, it is rare to have offline, face-to-face

interactions.
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Similarly, I am also in contact with clients and other parties through virtual channels such as
emails, and online meetings on Teams and Zoom. | am also interacting with the sales team

through our internal issue tracking system (Jira).

Communication with others happens at a daily level and plays a significant role in my job. Even
though | was able to manage communication at a good level, there are still challenges that | face
regularly. This might include the troublesome task of explaining technical issues for people without
technical background (sales or marketing team members) or negotiating with account managers

about timeline for certain requests while maintaining an appropriate workload for teams.

In the future, | hope to be able to develop my negotiation, coaching, and communication skills even

more to benefit myself and other colleagues from it.
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3 Diary entries

In this chapter, | will record the daily tasks of each of my working week as well as an analysis at
the end of the week about the events that happen during the week and my perspectives on these

situations and my conclusion on how that affect my professional growth.
3.1 Observation week 1

Monday 25th April

Monday is typically a busy day for me because | have at least two weekly meetings with my col-
leagues, and there are requests and emails from the previous Friday to be checked. The first meet-
ing is a weekly meeting for everyone in the office where we will discuss our tasks for the week and
raise any concern that we have. This week is a remarkably busy week for me, | will focus mostly on
the development for the new Mascus listing site project, or Jupiter project. | also will work on the
new requirements for M2R project, which is a project with the goal of encouraging users to use our
product RBAS to manage their listings. Together with this, | have the developments for our RBAV
tool to discuss with our senior software engineers as well as the usual requests from our custom-
ers for webshop and IMS side. During the meeting, | have discussed with our director of software
engineer and our integration senior software engineer about an issue that was blocking our terri-

tory managers from demonstrating our products to users.

Soon after that meeting, we have the grooming and planning meeting for Jupiter project where |
will play the role of a Technical Product Owner. The project will start this week, therefore there are
a certain number of issues we need to discuss to establish our working methods and tools. We had
a long but effective meeting which resulted in some interesting and helpful conclusions. We investi-

gated the way Jira operates and agreed on a flexible working style for the team.

After that | worked on some emails and requests from sales representatives and accounts manag-
ers. There were about 10 of these requests. | managed to send them over to development team.
For the ones where the information was not so clear, | replied to the senders and asked them to

explain further information.

| talked to two developers to check on the status of some current implementations for our M2R pro-
ject and after that | updated the status of these issues in our system accordingly. | checked some
requirements for the RBAV implementation and decided to discuss with the senior software engi-

neer who worked on this tool on Tuesday because | do not think | will manage to do it.

By the end of the day, | realized that | had had a long and effective working day, but it was still not

as effective as | wanted, due to my not being able to read and understand the requirements for the
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RBAV tool as | had planned. Nevertheless, | still feel happy because | discovered new things about
Jira, our issue tracking system which | believed will help greatly for other projects as well. | also re-
ceived some additional information about our M2R project which | personally believed helped me

to be able to have a wider perspective on the project.

Tuesday 26th April

Today was a remarkably busy day for me. My tasks of the day require a large amount of discus-
sion with different parties: our product manager, several senior developers, our quality assurance
developer, our senior manager on software engineering and our support coordinator. The discus-
sions will focus on several developments for M2R and Jupiter. M2R is a big project which will roll
out for a certain part of customers located in Finland and Italy. The goal of M2R is to transfer users
from current Mascus.com platform to our RBAS product, which encourages users to utilize RBAS
to manage their listings instead of the traditional Mascus.com, and we want to ensure that our cus-
tomers will have a smooth transition experience without feeling confused and upset about the

transformation.

| started the day with an early meeting with the product manager and project support coordinator.
This is a weekly meeting where we discuss current issues that our customers in Europe encounter
as well as prioritizing them and brainstorm practical solutions. There are few important issues
pending for key customers which were sent to the support development team, but the status was
unclear, so after the meeting | need to track the progress of these issues from our tracking system
and inform our support coordinator about it. The meeting went well. Because of the pressure from
project coordinator and customer, | was planning to shift some issues to senior developers. How-
ever, the product manager mentioned that our senior developers should spend most of their time
on the M2R project due to its critical position to the other upcoming projects of Mascus. | feel grate-
ful that the product manager intervened in my plan on it, because sometimes following prioritization
is easier said than done. | also learned a lesson to prioritize tasks in a strategically logical and ef-

fective way.

After the weekly meeting, | read some documentation about our M2R project to understand the
structure and vision of the project more clearly. We have more important requirements coming in
for the project, which is last-minute, therefore | need to plan the work carefully. | also read docu-
mentation on our assets valuator tool, which was built based on the database of sold assets on our
platform. The tool will suggest to users a proper pricing strategy based on its data analysis. The
tool’s improvement will be included in the roll out for M2R in May; therefore, it is important to do
these tasks. After reading, | gained more knowledge for the project specifically and how the prod-

ucts in our system communicate with each other generally. | scheduled a short call with our senior



13

software engineer who built the logic for the asset valuator tool, and he helped me explain some
technical aspects, and we discussed how the tasks can be done and who should oversee them. It
was short but effective.

After that, | checked the M2R project board and talked to the other two senior developers. We pro-
jected the timeline together and estimated if we could do the tasks in the proper amount of time.
We decided that we need a meeting to clarify the scope of the project with our product manager
and the business development manager because as the project is ongoing, the requirements keep
changing and there are more developments and user cases being discovered, which resulted in a
slight confusion for the team, and it is challenging to complete the tasks if they are unclear about

the requests.

| spent some time working on our support requests after that. We have some requests from several
customers which came directly to me through emails, and the customers were confused due to
their contact point withdrawing from their projects without their acknowledgements. | understood
their concern and felt that the situation should be improved, therefore | informed our account man-
ager for the Europe region and asked him for support. | proposed to him and gave some thoughts
about streamlining the process and improving communication between our company and custom-
ers with the purpose of preventing similar situations in the future. | also checked other requests
from other customers, including improving SEO (search engine optimization) content, changing Ul

elements, and promoting local campaigns, and two new orders for new customer solutions.

Even though | still have more tasks to do, | decided to stop working at 19:00. By the end of the day,
| was exhausted but at the same time happy for having a highly productive day with a lot of tasks
being crossed off the list and | learned helpful lessons. | learned that when developing new product
or project, there must be a strategy for it, and even if it is challenging to follow up with the strategy,
| should try to do it because losing focus and prioritization in the tasks might be problematic not
only for me but for others who work in the same project with me too. | need to carefully consider
what can and should be done, and what can wait. | learned that the time developers spend working
on a project is important and should not be wasted, therefore the requirements should always be
clear, and there should be more discussion if uncertainty arises. Additionally, in a big organization,
unclear or inadequate information sometimes happens due to a lack of decent interaction and mis-
communication. When it does, it should be solved properly, and action should be taken quickly

enough to protect our clients from any inconvenience.

Wednesday 27th April
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| started the morning by handling an urgent request from the business development manager.
There was one feature that we had made for our product, but it is missing a certain functionality
which required immediate action due to the feature’s exposure to users in the production environ-
ment. For this situation, | have asked our most senior engineer for help. The change will simultane-
ously affect our US team, therefore | needed to be in contact with our North American co-workers,
including our product manager, product owner, and release manager. After that, | prepared for the
coming meeting for the Jupiter project. We have regular meetings on Monday and Wednesday with
the intention of discussing our progress towards the project goal and addressing any problems that
might cause a delay. Because the project is still in its early phase, the meeting today was spent
mostly on the technical structure and setup of the project. The discussion was not simple for me to
understand because of its heavy technical complexity, but | am still grateful because | acknowl-

edged the necessary information about Jupiter.

After that, | spent time working on Jupiter and Mascus documentation. It is important to document
the purpose, business value and technical structure of the project because it would serve as one of
the anchors for later development stages of the project. After that, | had a meeting with our QA de-
veloper to answer his concerns and explain to him about our products. After the meeting, | started
checking the new requirements for the M2R project. We needed to prepare a presentation and find
out all the use cases for the users because there is a new idea for a central switch which controls
what features to render and offer for users on user interface based on varied factors such as user’s

level and permission, location, taxonomy, and workflow configuration.

The process of making the presentation was heavily exhausting and required a lot of attention and
focus, because we need to have a big picture of our system as well as different circumstances for

thousands of companies and users.

| also spent about one hour checking customers’ requests and requirements. | discussed with one
of the clients to clarify their request on changing meta description and meta titles to serve for their
SEO practices. One of the clients wants to change their subdomain on the configuration file on the
server, and | processed that request together with a few more requests and orders for new solu-
tions. | sent them to our support production developer team and tried to arrange proper workload
for each of the developers to reduce the stress for them but keep the speed and quality of our cus-

tomer service.

After the working day, | am happy because | have learnt a lot about our products, services, as well

as our systems and how we can bring value to the clients and users.

Thursday 28th April
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The focus of the day is the important meeting for M2R project, and it is also an opportunity for us
as a team to discuss with each other to understand the project at a much deeper level. My goal of
the day is to contemplate the system transition and reply to all the requests from account manag-

ers and support team for customers.

| started the day by checking my emails and found out that one of the tools, which is called RBAYV,
is not working properly in a lower environment due to a problem with SSL. SSL is an abbreviation
for Secure Sockets Layer, which is a certificate that creates an encrypted connection and estab-
lishes trust. | needed to be in touch with our developers and we were able to solve the problem
within a brief period and that has brought our account managers and sales representatives great
benefit. After that, | was researching the Mascus system and spent a remarkable amount of time
interpreting the impact of the new change requirements for the M2R project. | went to the meeting
with many questions and after the long discussion where product managers and business develop-
ment managers answered my question, | felt happy for broadening my knowledge not only about

my company but also about general technical aspects.

| spent the afternoon carefully planning the changes and projecting the timeline for the launch to
make sure that no unwilling incidents will affect or delay the rollout for customers. For this, |
needed to discuss with our developers and tried to limit the number of tasks and changes that we
will implement for the system. | also discussed with our QA developer for the testing plan. There is
a lot of discussion to be done about the testing plan, but | am happy to see that the whole project is
going well.

For the rest of the working day, | spent time answering emails from customers and helped inform
our account managers about the current process of some issues for their accounts. | also delegate
tasks to our developers in the support team and make sure that our customer service maintains its

quality.

By the end of the day, | was able to project a more exact timeline for our M2R project. For the next
day, my goal is to be able to document all the changes that we have been discussing during the

day to Confluence, our company’s documentation system.

Friday 29th April

The tasks that | needed to do during Friday included documenting the knowledge about different
subjects such as our Jupiter and M2R project, especially the admin tool for our Mascus platform,
conducting the sprint retrospective meeting for team One and starting the new sprint work. We

have discussed the days before about the workload for the upcoming sprint, therefore | included

these tasks and make sure that we will be able to finish the projected features in the next three
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weeks. For documenting the admin tool, | needed to spend a lot of time writing down my technical
understanding about the tool. It took me about three hours including consulting for our architecture
too, but | was able to scrape a draft version of the tool. Mascus has been established for more than
20 years and the admin tool is one of the most powerful and useful tools that is used by our inter-
nal users. Nevertheless, there is no official documentation about it, therefore | hope that with the
help of my fellow workers, | will be able to collect the information and technical knowledge on Con-
fluence, our widely used tool for sharing knowledge. The purpose of this is to support, aid and sim-
plify the onboarding process and help new employees to achieve a basic level of understanding of

our company and our system.

Before noon one of the senior engineers contacted me about one situation where our system was
attacked by an SQL injection. SQL Injection is a type of injection attack that enables the execution
of malicious SQL statements. SQL statements, or scripts, control a database server behind a web
page or web application. Hackers can exploit SQL Injection vulnerabilities to bypass application se-
curity measures. Once being able to dodge the authentication and authorization of a website, at-
tackers will be able to retrieve and manipulate the content of the entire SQL database. SQL Injec-
tion can be used to perform multiple actions with data such as add, modify, and delete records in
the database (W3 Schools, n.d.). Therefore, it is extremely important to validate the input and use
parameterized statements where applicable. To deal with this, we have made a request to the de-
velopment team, and it was fixed during the day.

In the afternoon, | spent time going through our project status for M2R and Jupiter and checking
the customers’ requests again. | created several tickets into Jira based on the emails | have re-
ceived and replied to the account managers. At the end of the day, | am happy that | have had a
productive Friday and | was able to create some documents that will benefit a certain part of my
co-workers. | am also happy to pioneer in documenting the knowledge even though it is a burden-

some workload.

Weekly analysis

After one week of challenging work and a lot of communication with other people, | have learnt tre-
mendously about Mascus and its system. | have been working at Mascus Ritchie Bros for two
years but before | was mostly dealing with customer requests and working with webshops and
IMS. Since | have joined M2R and Jupiter project, it has been a wonderful opportunity for me to
learn and to have a big picture of our system and products and our vision for company’s develop-
ment. On Friday, | also became aware of the SQL injections attack, which is one technical risk for
our users if the system is not efficiently protected. | have also acknowledged that in project man-

agement, there are a lot of uncertainties. Risks and uncertainties naturally occur to any project, yet
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with uncertainty the management is more difficult. Risks can be anticipated. Acknowledging uncer-
tainties only happen when they appear in the project, thus making upfront planning for them chal-
lenging. (Pmi.org, 2013).

Traditionally, risk management process consists of 5 different stages: risk identification, risk analy-
sis, risk response and monitoring and control (Cobb, 2016). For projects using agile methodology,
it can be difficult as Scrum framework specifically and other agile frameworks in general do not
have formal risk management tool (Botis, 2015). Another reason for this difficulty is that for tradi-
tional project, the project manager is responsible for implementing a risk management process for
the project (Northeastern University Graduate Programs, 2020). However, for Scrum framework,
there is no project manager. Theoretically, agile methodology uses iterative development cycles
with fast-paced adaptability to deal with arising risks and uncertainties. However, in real life, agile
frameworks do not implement adequate risk management approaches (Today Software Magazine,
2015). Poor risk management might lead to severe results with delay in schedule and cost growth,
thus risk management in agile processes should still receive decent attention. Nevertheless, there
can be adaptations to better suit the spirit of the framework. The solution is that risk management

should be applied at both levels: project level and iteration level, or at each sprint. (Botis, 2015)

According to Botis (2015), at the first level (project level), risk management should be done at a
higher level considering all its requirements, timeline, and cost. In the beginning phase of the pro-
ject, discussion between project team members should be carried out to identify, prioritize, ana-
lyze, and plan the solutions. In this phase, a checklist of possible risks is appreciated. This process
of evaluating the risks for the whole project will then be repeated for each iteration. When a new
sprint starts, in the sprint planning gathering, risk management should be conducted to evaluate
the situation of the risks. Based on information of the project, the team define and analyze possible
wrong outcomes in that sprint and for the whole project. This can be done based on previous itera-
tions as well as latest information that comes along with the project. After the sprint planning meet-
ing, the team should be aware of current risk planning of the project and risk planning for the sprint

itself only.
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Figure 2 Monitoring Risks Efficiently. Source: https://www.todaysoftmag.com/article/1367/a-simple-

approach-for-risk-management-in-scrum

During the implementation phase where Sprint occurs, these risks will be carefully monitored and
dealt with should they arise. Because there are planned actions for these risks on various levels,

consequences of these unpredictable occurrences are likely less severe.

With M2R project, | hope that this knowledge will let me prepare a better plan for the whole rollout.
At the project level, M2R suffers from many risks, few of them are the changes of business require-
ments, lack of developer resources, or possible technical problems that prevents the developers
from fully implementing the features for the project. On a lower level, for each sprint there is always
the risk of having urgent bugs or requirements from big customers which requires immediate ac-
tion. These incidents usually take a lot of bandwidth of team One, especially if they are difficult
bugs. For this reason, my coping method is to always save buffer time for the team when planning
the sprint. This means that | never plan for the team to work on features that will take their max ca-
pacity. Instead, | suggest having only a certain number of features which will take up to 80% of
team One’s capacity. The rest 20% is saved for hot fixes, urgent implementation, or if the develop-
ers are taking sick leave. The most carefully prepared and planned project would still be exposed
to unexpected changes or incidents. A product owner should always be aware and prepared for

possible situations and deal with them with a thoughtful and calm attitude.
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Overall, it was an incredibly challenging and productive week. In the upcoming week, my plan in-
cludes clearly and precisely follow with the plan and make progress for each development team,
continue documenting my knowledge to our Confluence space, and discuss more with our busi-

ness manager about the development of the two projects.
3.2 Observation week 2

Monday 2nd May

The goal of this week is to start the testing process for M2R project. The project will be launched
for selected clients in two regions before officially rolling out for international customers, with the
pilot clients carefully selected beforehand. Therefore, we need to prepare the testing plan and
schedule early before finalizing the pilot phase of the project at the end of the month.

| started the day by going through the task board for the sprint. A sprint in our team usually lasts for
three weeks. The last sprint ended last Friday, and today is when the new sprint started. We had a
sprint planning meeting where we projected what features could be done in the sprint. The devel-
opers were optimistic, and they wanted to do all the remaining requirements for M2R project, but |
tried to add more buffer time to it. Time management is critically important and there should be
time for unwanted incidents. We decided the workload for the sprint together and after that the de-
veloper started on the tasks. We also discussed the testing plan for the pilot customers with the QA
developer and we put the first steps to testing process. After talking to team One about M2R, |
hosted another meeting for Jupiter team and Jupiter project. Due to the project still being in envi-
ronment establishment phase, we did not make considerable progress, but we were trying to de-
fine a timeline together for the project launch day. The discussion was long and informative, but at
the end there was still no certain schedule being decided. There are a lot of uncertainties for the
project, and it is risky to confidently secure a promised timeline for upper management, therefore

we did not rush into it, but we were thinking carefully and considering all related aspects.

| spent the afternoon working on our translation keys. We need to send them to our translation
agency, and because of that | need to prepare a file with certain essential phrases to be translated.
To create this file, | need to access our database and check the keys. | also delegated tasks to de-
velopers in team Two and sent responses to a few account and territory managers about some is-

sues that their clients are having and the progress of these issues.

By the end of the day, | managed to cross out all the tasks in my checklist. Tomorrow, | hope to
have more time to work on our monthly report for Mascus headquarters and check the newest

search filter page design of Mascus new platform.
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Tuesday 3rd May

The morning started with the regular weekly support meeting where | met with the product man-
ager and project support coordinator to discuss new developments and requirements from our big
clients in Europe. Today we spent time reviewing several new solution orders from some key cli-
ents. The clients wanted special implementations which required additional research into the com-
patibility between our system and the third-party agency, and | needed to explain some key tech-
nical concepts for the project support coordinator. We also talked about a few current ongoing is-

sues, where implementations are being made by team Two.

After that meeting, | came back with M2R and Jupiter project work. | checked our translation keys
file and found out one urgent issue which might affect the quality of the pilot launch. The issue orig-
inated from the dissimilarity between RBAS and Mascus system. The number of languages that
RBAS supports is far smaller than that of Mascus, which leads to inevitable missing translations for
users who are not under the supported version of RBAS. | contacted our two senior software archi-
tects, and we consulted the other managers for solutions. We produced one solution to use a trac-
ing tool to track which phrases and keys are used most frequently by our users. After deploying
this tool to the production environment, we will be able to export a report on the most popular
translation keys and send them to our translation agency. We were able to implement and deploy
this tool during the day and made the announcement for related professionals working on the two

projects.

| spent the rest of the day working on the KPI report for Mascus. KPI stands for Key Performance
Indicator, which is a measurable value that is used to demonstrate the success of a company or
organization at reaching its target (Klipfolio, 2022). Every year, business managers will decide the
KPI for each solution and announce it to the sales team. This year, | initiated an idea to categorize
all orders in our tracking system and based on that create KPI reports with visualization using Pow-
erBl. Since the goal is to make 100 new dealer webshops, the figures describe current progress
towards our KPI as well as the number of solutions per each country. For example, in April we re-
ceived a total of 8 webshop orders with two in Finland and one in each country among China, Den-
mark, Germany, Netherlands, Norway and UK. This has helped us reach 46% of our KPI, indicat-
ing that we need only 54 webshops more to reach the goal (see figure 3 and figure 4). The graphs
illustration was an innovative way to process things and it was warmly appreciated by the upper
management. Last March | created a quarter report and today | needed to create the report for
April because | did not have time to do it before. | finished the report, analyzed it, and sent my
analysis to business managers as well as the internal communication department. | felt motivated
and excited to be a part of my company and to contribute my energy to a more prosperous future

of Mascus Ritchie Bros.
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Figure 3 Progress towards KPI for Mascus webshops (April 22)

a total of 8 webshop orders with two in Finland and one in each country among China, Denmark,
Germany, Netherlands, Norway, and UK

Number of webshops by country
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Figure 4 Number of webshops by country (April 22)

Wednesday 4th May

Wednesday was a busy day for me. Because of lifted Covid restrictions, today | decided to come to
the office to have face-to-face conversations with my co-workers. | started the working day by
checking emails and replying to some customers. | sent the April KPI report for business managers
and internal communication department. Then | spent the morning working on investigating some

issues that a big client of Mascus is having due to their complex hierarchy and organizational



22

structure. After researching, | proposed a solution for the customer and account manager and pro-
vided them with technical explanations to bring a clearer vision of how backend and database op-
erate.

After that, | was involved in a profoundly technical discussion between me, a senior software archi-
tect and the new QA developer. We drew a diagram together to represent the relationship between
our ecosystem, including the relationships between two solutions that Ritchie Bros offer clients:
buy & sell assets and manage assets (see figure 5). The lengthy conversation has improved my

knowledge of our ecosystem to a more broaden and deeper level.

Manage assets system

RBAS
Enterprise/
Intra
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A

Buy & sell assets Buy & sell assets
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' Iipiter project '

Invoiced Pre-paid
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M2R project

Internal system for
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Jupiter: new @
Mascus.com and

S~

Mascus Admin

Figure 5 A diagram showing how Jupiter and M2R project integrate in Mascus and RB ecosystem

After the discussion, | continued my work to analyze the new design for Jupiter project and create
some tickets in Jira for tracking purposes. | also arranged a meeting between our product man-
ager, team One and QA developer to explain the new requirements for the M2R project which was
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described earlier in previous diary entries. Together with that, | created a summary of requirements
and their business purposes to provide background information for the team.

For the rest of the day, | spent several hours working on the Gantt chart for M2R project before
sending it out to our team and product managers. Gantt chart is a chart combined of different bars
representing separate phases in the timeline of a project. It is one of the most popular project man-
agement tools used for presenting and assisting the planning and scheduling of a project.

After finishing the chart, | have noticed that there are a few new requests from EU webshops cus-
tomers and account managers, but | decided to answer them in the next day’s morning because
some investigation work is needed. After a long day, | am delighted to learn new things from my
colleagues, and | was able to fluently use project management tools to visualize critical details

about M2R project.

Thursday 5th May

My Thursday started with the estimation meeting. In Scrum, estimation is done by having the entire
team during Sprint planning meeting to estimate the effort that should be spent on certain tickets or
user stories. Today we had 5 tickets for 5 implementations. The purposes of these requirements
are to improve user experience when they are being transitioned from Mascus.com to RBAS Busi-
ness as a platform to manage their assets. Because of the dissimilarities between the two systems,
it is anticipated that some users will find the Ul and functionality changes confusing, and this might
decrease customers’ satisfaction overall. To minimize the impact of this, we need to implement
these features so that users feel familiar with RBAS to a certain extent. In the meeting, senior de-
velopers, and QA developer in team One estimated the effort they would spend on the ticket, and
we arranged the workload to be reasonable with the team’s capacity and capability. We agreed
that all 5 tickets should be done in this Sprint, and after the meeting the developers finished their

current tasks and started on them immediately due to their urgency.

After the meeting, | spent about one hour checking customer requests and replying to some of
them. The server deployment was done early in the morning by our developer in China, therefore |
need to communicate to some account managers and sales team or customers that their requests
have been made. This usually requires checking our Kanban board and talking to developers if
needed. | was happy to learn that all requirements from our big clients were successfully made and

updated on production environment.

In the afternoon, | worked on Jupiter project and checked new design, wrote down my opinions and
my proposal for improvement. | did some research about Mascus tools called Finance calculator

and Price indicator and was in contact with our senior business development manager for further
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clarification. | was not able to fully comprehend his explanation, therefore | arranged a meeting with
him for better understanding. Shortly after that, the QA developer contacted me for clarification be-
tween two systems and | spent the rest of the working day explaining to him at a deep level about

some of our old solutions and how they are different from the current ones.

At the end of the day, | am pleased to be able to support others and to see our M2R project making

progress towards the goal.

Friday 6th May

Today | fixed the timeline chart for M2R project based on the suggestions of the product manager.
| added additional information about fix versions to clarify the relation between the project timeline
with release cycles. Fix version is the version where a team plans to release a feature or bugfix to
clients to improve its current product. It is a familiar information field for reporting, and it has proved
the convenience for release planning, monitoring progress and velocity of development team (At-
lassian, n.d.). M2R project creates modification within RBAS system, thus the transparency in the
schedule of the project and release cycles is beneficial for both US and European teams.

While editing the Gantt chart, | had a discussion with product owner from US team and learnt that
there would be a delay in the next release to production due to many unfinished quality assurance
tests. The untested features might risk the reliability of RBAS system and damage the database in
unexpected behaviors, therefore the release was pushed back by one week. | needed to project

this information into the timeline, too.

| received a requirement from customer for implementing Pardot form handler in their webshop.
Pardot is an automated marketing tool that helps dealers identify and analyze potential business
leads for their business (The Drip, 2022). For Mascus, Pardot works as a third-party service pro-
vider. To have Pardot form integrated to the webshop that we built for customer, we need to imple-
ment some specific scripts. | spent about an hour reading and researching the compatibility of this
solution to our system. After that | talked to the account manager about its advantages and disad-
vantages and included the estimation for the functionality from a senior engineer so that he could

make an official proposal for the customer.

For the rest of the day, | read emails and delegated tasks for developers in team Two. | was in con-
tact with some support coordinators about small improvements for a few customers.
Weekly analysis

Atfter five busy but productive working days, | am happy to have a significantly deeper understand-

ing of Mascus ecosystem. It is important for a product owner to be able to make informed decisions
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for her products, therefore profound technical knowledge of the system is a solid foundation for ef-
fective and tactical decisions. | was able to visualize part of the complex system into a simple dia-
gram. The diagram is created as a general graphic presentation without the two projects Jupiter

and M2R (figure 6) and describes in a broader overview about the ecosystem of Mascus/ RB.
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Figure 6 Mascus ecosystem from a high-level perspective

As demonstrated earlier in the daily entry of Wednesday 4" May, the M2R and Jupiter project fit in
the big picture as shown in the following diagram. M2R project has a certain impact on invoiced us-
ers in Europe who are using Mascus.com as a platform for managing ads, while Jupiter will influ-

ence all customers who are using Mascus.com as a used equipment listing site in general.

As from the previous week, | learnt the importance of documentation for software development and
for our company in general. Documentation serves as a company’s proof of its activities or the in-
tegrity of its products (Gough and Nettleton, 2010). It describes historical actions, upcoming plans
and rules and regulations in a company. Documentation indicates professionalism and acts as a
helpful guidance for better performance (Indeed Career Guide, 2022). These records benefit

greatly for new employees to the company by offering answers to frequent questions about the
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company’s system and products. Documentation can also be used when employees need a re-

source to bridge certain knowledge gaps (Atlassian, 2022).

Despite such great benefit, at Mascus the process of creating documentation has not been consid-
ered a prioritized task. This originated from several reasons; however, the main reason was that at
the beginning of the company’s formation, there was not enough personnel for the workload and
the importance of documentation was not fully acknowledged. Along with time when the business
expanded, system understanding got lost in transition between ex-employees and newcomers,
making it a challenging task to gather all important information in one place for knowledge sharing.
Seeing this, | have seized the opportunity to start the documentation process of Mascus with the
purpose to keep a record of development team One, Two and team Jupiter. This week | have man-
aged to modify our official documentation page with the newest updated information. Besides, |
have also asked for input from other senior developers for technical records that explain key con-
cepts and provide deeper understanding about Mascus’ systems. | hope that in the future the doc-
umentation improves our current onboarding process. Furthermore, keeping a documentation pro-
cess helps make my work more innovative and effective, and motivates me to enhance work qual-

ity on a general level.

In this week, | also had the chance to improve my skills with PowerBI in creating visuals. Further-
more, | was able to review my knowledge about project management by creating and updating the
Gantt chart for M2R project. The chart described each phase (pilot, phase one, phase two, possi-
ble phase three) with its timeline projection according to the week and month of the year. (Figure
7)

Mascus2RBAS Project Timeline

MAY SEPTEMBER OCTOBER NOVEMBER
186 3 4 5 12 19 26 3

First Monday of the week
Sprint number & release date 75, 22nd August 76, 12th September 77, 3rd October 78, 24th October 78, 14th November
03.220
PILOT Pilat
ttaly and Finland selected Bugs and critical enhancements

customers

PHASE ONE

- Rollout for all Finland and Italy
customers
- Fix bugs and implement critical
enhancements where needed

. SUCCESSFULLY
Bugs and critical enhancements TRANSITIONED?

PHASE TWO

- Roilout internationally

PHASE THREE (IF THERE I5)

Figure 7 M2R project Gantt chart - revised version
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This is an important document for the project. Leveraging the bars to demonstrate a project’s esti-
mated timeline and tasks, Gantt chart is one of the most popular project management tools for
managing project schedules which was initialized by Henry Gantt more than 100 years ago (Pro-
jectManager, 2022). It consists of a list of tasks that need to be done placed on the left side, and
on the right side the estimated timeline for these tasks. Projects usually function based on a task-
by-task order, meaning that one task can be started when its predecessors are completed (Hall
and Johnson, 2002). When one task misses its deadline, its successor task is delayed. If this situa-
tion happens more than once, the project might suffer from catastrophic consequences (Projectsly,
2022). Therefore, schedule monitoring is critical to any projects to ensure a successful outcome.
With tools like Gantt chart, team members will be able to see the task list with assignee of each
task and projected deadline for each task. This will not only raise the sense of responsibility for
each member but also give a better overview of the situation. For M2R project, because each task
needs cooperation of the whole team, | have decided to remove that, and instead add the sprint
number with related fix versions. This approach helps team members and product managers to
see how the project aligns with internally defined release cycles. Nevertheless, the chart leaves
rooms for improvement and | hope to update and improve the chart with more precise information

along with its progress.

To conclude, M2R and Jupiter projects are making substantial progress, and for M2R when the pi-
lot phase is coming, thus it is essential to be attentive with the schedule and prevent unwanted in-
cidents interfering with the launch. In the next week, | hope to be able to focus more on the testing
process and controlling the workflow of the project.

3.3 Observation week 3

Monday 9" May

A new week has started and today | had several meetings to talk about different topics.

In the Monday meeting, we discussed other projects delayed due to funding and personnel prob-
lems. One ambitious project with the code name Rolls Royce aims at creating one unique search
tool to be effective on the whole database of all children companies of Ritchie Bros, including Mas-
cus. | personally found it interesting and significantly complex, but because that was carried on by
a separate team at Ritchie Bros headquarters, we do not know more about technology used for it

or the current progress, but | believe that the tool is challenging to make and if it is successfully
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implemented, it should have an impact on Mascus too. It is good to acknowledge Rolls Royce’s ex-
istence.

After that, | went into Jupiter meeting where we talked about some tickets that | have created to
translate the requirements of the landing page. We also briefly talked about the search filter with
some logic of backend behind. Figure 8 below explained the flow from user’s search action to data
retrieving in backend side. The idea is that the user will choose their desired category from the
landing page. For each category, there should be specific filters and search options listed for us-
ers. Therefore, when user chooses a specific category, there must be communication between

frontend, backend, and database to render category-based search filters and options for users.

|/ \'j Choose category, Send request Query " L
N f ——————> —_— —
AR Frontend Backend
‘ Render Send response Send data DeiEliEse
search page N P

Figure 8 Search function and logic behind for Jupiter project

After this meeting, | had also another meeting with product managers for both Europe team and
US team to discuss and make decision whether to change the release cycle of RBAS from 3
weeks to 2 weeks. The proposal came from European product manager because he felt that re-
ducing the release cycle will be better in adapting to development strategy and it gives more flexi-
bility in directing the product towards the suitable direction. We had a long discussion and despite
the official decisions were not made yet, everyone felt comfortable with the change. The final deci-
sion will be made later in the week when there is the input from the Vice President of Product Man-

agement, but | as other product managers do not see any big challenges.

The last meeting of the day was about the delay for the two recent releases for RBAS and we were
presented with the list of features that were not tested in this release, which lead to the postpone-

ment of production update for the product.

After the last meeting, | quickly replied to a few emails about SSL expiration for customers and
gave them basic information about the compatibility of their purchased SSL certificate with our sys-

tem.

Tuesday 10" May
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| have a shorter day than usual because of a doctor's appointment. | worked until 13:00 only. My

day is filled with three meetings.

| started the morning by the regular weekly support meeting with the product manager and project
support coordinator. We discussed some customer issues and were able to conclude some of
them. We talked briefly about the process of activating access to RBAS Business for some cus-
tomers when they make contract with Mascus or Ritchie Bros. One of our big clients is requesting
customized feature on one of the products that we offer them, and because of the great amount of
development work and customization that we need to invest in, we were reconsidering our pro-

posal.

After that, | went to another online meeting which is a weekly checkup meeting with our QA devel-
oper. In this meeting, we will discuss the current testing progress for M2R project, and | will try to
answer all the questions that he has, because he is new to Mascus and he does not understand
everything about our complex system yet. The meeting went well, | answered some of his ques-
tions about a feature that we built for M2R and the reasons behind the business decision for imple-
menting the feature. Testing progress is going well in general, and | was pleased to see him mak-

ing good progress and maintaining steady speed to our pilot launch.

The third meeting of the day is our whole company townhall. It is a monthly meeting to discuss
Mascus’s business activities and our financial position. The meeting lasted for about an hour and |

got a helpful overview about Mascus’s profit and loss over the last 4 weeks.

Wednesday 11" May

| spent a large part of the day being in calls with different colleagues from the sales department.
One of them reported a bug which was not reproducible from our side. One account manager from
United Kingdom wanted to discuss the workload that we should quote to customer based on the
requirements that they have sent. Another one encountered an issue where the website created by
us for customers was missing the header and footer. He could not understand why and after we
had the discussion, it seemed to have originated from miscommunication when we received the
order. We had a talk and despite agreeing to spend extra development hours to fix the problem, |
felt like the effort that we spent in total on the webshop does not correlate with the amount of reve-

nue gained from the business agreement.

The incident with the last account manager inspired me to contemplate how as a Product Owner |
should be able to look at the problem from other people’s perspectives to make sure that my un-
derstanding about the request meets their expectation of the result. Smooth internal communica-

tion is one of the factors that helps ensure great customer service. Internal communication not only
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helps solve issues faster, but also keeps every team member updated and promotes teamwork. In
fact, 80% of consumers consider speed as the most influential element in deciding a pleasant cus-
tomer experience (Gani, 2022). This means that in my situation, | should ensure the effectiveness

of internal communication to strengthen our quality of customer service.

The rest of the day was spent with our QA developer. He has been on the team for about 4 weeks,
and under the pressure of keeping M2R project on track with the schedule, he needs to work hard
to understand Mascus ecosystem and how the feature works as well as how to test it. Therefore,
he needs a considerable amount of help, guidance and support from other people including me.
We spent time discussing the current progress for testing and | was glad to see that everything

was going punctually.

Our server deploy was done on Wednesday in the morning, so | also spent about 30-45 minutes of
the last working hour to check all the tickets in the support board and ensure that they have the

correct information such as fix versions, status, and release status.

Thursday 12" May

| started the morning with several calls from developers from team One. They needed clarification
for one feature that they are working on for the M2R project and preparing for the pilot launch. |
spent about one hour talking to them and explaining to them the description of the feature and
mentioned the business value of it and by the end they had an even deeper understanding about

the feature.

There was one question related to the M2R project, which required decision making. When we set
up the project and defined the features to be released for each phase, we deliberately left modifica-
tions for homepage for phase 1 instead of pilot phase. We focused on altering the My Stock page
and Add asset page because based on data gathered from Mascus user, we understood that plac-
ing a machine and managing assets are key features which generate business value for users.
Therefore, during the transition process, we decided to focus on developing what matters the most
to users and save the development effort on other functionalities after the pilot launch. However, in
My Stock page, there are quick links which are related directly to home page, and to keep this
change for My stock page we need to modify home page too. Development work is not enormous;
however, it does affect the testing progress as we would have more things to test if we decided to
go on with keeping the quick links in My stock page. After discussion with product manager and
QA developer, | have decided to follow with the original plan which was to keep the modifications
for home page for Phase 1 instead of trying to accelerate the speed of the project and potentially

cause harm to testing process. | believe that transitioning users at this pilot launch is critical to the
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success of the whole project, therefore rushing things without providing them useful and functional
features might damage our business.

There are many support request tasks coming in from various teams, including support team,
sales, product development team and direct customer. | spent most of the afternoon reading and
processing them. | also created the release documentation for the server deployment happening
yesterday.

Friday 13" May

During the day, | had a lot of communication with my colleagues. | discussed with our PM about
Volvo, our long-term customer. There has been a small issue with their IMS, and | need more infor-
mation from the PM to solve the problem or forward it to the development team. | also had conver-
sations with developers in team One about ticket verification. Ticket verification is particularly im-
portant for developers because clear requirements and input data ensures that implementation is
in the correct direction and avoids wasted time and effort caused by misunderstanding.

During the day, | also had a meeting with our QA developer and explained to him about export tool.
This is one of the tools built with Mascus system. When a customer is using our services, they
have multiple options to send their machine advertisements to, such as Mascus.com listing market-
place, webshops, or another customized platform based on their needs. For example, when up-
loading the machine details to Mascus.com platform, users from company X of ours can choose to
send the machine to one of their internal equipment-selling platforms. Such solutions are called ex-
port tools, and these are different per customer because they are specifically created based on the

needs of each customer.

After this | also answered some emails from customers and from customer support team. | spent
about one hour after that to put the fix versions of the Jira tickets and ensure all information are up-

to-date and accurate from the boards of team One and team Two.

I had a meeting with two country managers for UK region in the afternoon. They asked me about
the process of some SSL tickets because they had troubles following the flow of these change re-
qguests. To my surprise, they were not aware of some changes in development team and the pro-
cess of creating a Jira ticket, which have been communicated since the beginning of 2021. Never-
theless, after a year and a half, they mentioned that they heard about these changes for the first
time, which explained why they have been encountering problems while creating Jira tickets in our
internal system. | spent time explaining to them the reasons behind the process updates and guid-
ing them how to use Jira tickets to track a customer’s issue. | also suggested them to create a

sheet of all SSL for all of the webshops in UK region to keep track of the work.
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Weekly analysis

The meeting with the country managers from UK on Friday has made me reflect on the communi-
cation flow and how changes in one department affect other departments in the company. The
change mentioned in the meeting was that because of the limitation to server access, only certain
developers can work on SSL installations. Before this change took place, almost all developers
could have access to production server. However, our software development managers had con-
cluded that granting access to everyone reduced the systematical characteristics of the work pro-
cess. Because everyone can access directly to production server, changes can be made directly
there, and the newest changes overwrite old codebase without acknowledgement from other mem-
bers of the team. Eventually, the codebase became cluttered and disorganized, causing difficulties
for members of development team or new developers to the team. Therefore, limiting access to the
server and organizing the code quality check process was necessary. This change seemed to not
have a major impact on sales department, mostly to development team. However, | learnt that it

was not the case during my meeting with the managers from UK.

At our company, the change process is managed through clear and timely communication. Means
of communication is determined by the scope of the change. Minor adjustment simply requires
emails to all employees, whereas transformation in bigger scope calls for more complex actions,
for example meetings, training sessions, or workshops. Specifically, this change was communi-
cated to sales department in the beginning of 2021. Unfortunately, | was away from work during
that period, therefore unable to take part in delivering the changes to account managers and other
members from sales. My acknowledgement is that a meeting was organized following by a training
session to introduce the new process in Jira and how the changes within development team take

place.

Because organizational changes are challenging, multiple means of communication should be exe-
cuted to ensure that these changes are transferred effectively to involved employees (Beach,
2020). Repeating the changes through several means of communication increases the visibility of
the change to internal professionals and puts everyone on the same page. These changes can be
communicated through meetings, town halls, emails, individual team meetings, videos, and sur-
veys (Beach, 2020). The repetition of information about the changes leads to a more comprehen-
sive understanding and awareness of employees of it and what kinds of actions are needed from
them. The observed situation here indicated that information about this internal change was not ef-
fectively delivered to accounts managers of Mascus. A case in point is that these two country man-
agers in the UK who were not aware of this process. This led to a negative impact on our day-to-
day work life and reduced the speed of processing issues within our organization. This is a lesson

for me to emphasize the importance of smooth communication, especially with changes.
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When the hidden motives for change decision are being thoroughly explained, it encourages em-
ployees to have a deeper understanding for the necessity of the change, leading to better adaption
to it (Lucidchart, 2020). Because of this, | have spent time explaining the new process to my col-
leagues, and | also stated the reason we need this change, the goals | hope to achieve with it and
why this would benefit our company in the long term. They were surprised but they stated that it
was understandable why this new process is needed. They asked for my help to record this expla-
nation so it could be sent to other team members in their teams, and | was happy to help. After the
meeting, | was glad that these country managers were more fluent with our Jira system as well as
tickets related to SSL installations. | genuinely hope that this would improve our workflow in the fu-

ture and help enhance internal relationships.

However, this incident has left me thinking about how to improve our communication in the future.
Changes in one organization happen very often, if not daily. Being aware of the changes that have
an impact on your daily work life is essential for any employee. For that reason, to ensure that eve-
ryone has enough information to work on, | have decided to create a short email reminding team
members of sales department about this change in working process. The email reminded my col-
leagues about the new process and offered help for those who need it. By conversing directly, |
would be able to help answer all the questions they might have. | also saved a copy of this expla-
nation and instructions for the working process to our internal system. This is the place where eve-
ryone can look for information when they have any concern. One of my thoughts was also to inform
all of my colleagues who work directly with me if there are any other changes in the future. Moreo-
ver, depending on the scope of the change, repetition of communication could happen from one to

multiple times to ensure the information being delivered thoroughly.

Another thing that | have noticed during this week was that | and other team members need to
spend a lot of time for our new QA developer. As a new member to the team, there are many
things about Mascus system that confuses and prevents him from completing his tasks. Naturally,
when there is a new team member, the team’s general productivity is reduced because of the
onboarding process. Senior member of the team should take time to introduce the new hire about
the company, the team, and the job. This process could be stressful for both the company and the
newcomer; however, this is mandatory and must be done properly to avoid losing talents — one
third of new hires are gone from the company within two years after joining (Stein and Christian-
sen, 2010).

With that being said, onboarding usually takes time and effort. For example, explaining the mean-
ing behind project code names, abbreviations, or the goal for each project takes time and cannot

be done within one day. Besides these elements, architecture, technology, current process, and
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products are also important knowledge that require more than a short period of time. On a broader
level, company hierarchy, business model, and team structure might lengthen the familiarization
phase even more. It is a process that must take a long period, and according to Carucci (2018),
onboarding might even take up to one year. However, organizations should not hesitate in spend-
ing resources on onboarding as this is the most “vulnerable” year for the both the new hire and the
company. Investing time and effort during this transition will eventually benefit the organization
(Carucci, 2018). For this reason, | have become his onboarding “buddy”. This concept was intro-
duced by Microsoft in 2019 (Klinghoffer, Young and Haspas, 2019). It is simply defined as one cur-
rent employee of the company acting as the mentor who assists and answers questions that the
new employee has during onboarding process. However, with this onboarding “buddy” concept,
detangling the questions from a new employee is less formal compared to that from human re-
sources or high-level employee. This benefits both the company and the newcomer in various
ways, but the three most important things are providing context (for the new talent), boosting
productivity, and improving new employee satisfaction (Stein and Christiansen, 2010).

Understanding this, in the situation of our new QA developer, | have tried to provide him the con-
text by having weekly meetings with him. In this meeting, | provide context to him by introducing
the team structure and responsibility, explaining the services and products from Mascus system,
and talking about unspoken rules or best practices for the team. For example, | have spent time
talking about Jupiter project and M2R project, what they are and what they aim at. | also mentioned
the role of testing and QA developer in M2R project specifically and for Mascus generally. This has
helped him to gain a deeper understanding of our company and the project that he is working on,
which results in better quality of work. Moreover, he expressed in our meeting that these
knowledge transfer sessions made him feel better about joining the company and reduced his

stress over the project.

To conclude, it can be said that | was happy to be able to learn about our process changes and the
importance of onboarding process. This reminds me again about the importance of documentation,
especially for new recruits. This was something | have learned from previous weeks, but it became
even clearer and more important to me after this week. With the help of documentation, the
onboarding process will be even better for other new employees. In the upcoming weeks, | hope to
be able to assist our QA further in his journey at our company, and be able to communicate better
with new hire as well as with my colleagues. Besides, | hope to accelerate both hard skills and soft

skills in my professional growth.
3.4 Observation week 4

Monday 16" May
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I had two meetings in the morning, and they are both regular, recurring meetings. The first one is
the weekly kickoff meeting for Helsinki office where everyone describes their goals for the week.
For this week, my goal is to get all the features of M2R project thoroughly tested because this
week is when the sprint ends, and we will deploy all changes made in sprint to UAT environment. It
is extremely important to have the features gone through an efficient quality assurance process.
Besides this, | have regular customer meetings and support requests to handle. | hope that by the

end of the week our team will be able to do all the tasks delivered to us.

The second meeting was a meeting at 10:30 with Jupiter team where we discussed the most ap-
propriate testing methods for Jupiter project. There were several options proposed by engineers in
the team, such as end-to-end and unit testing, but no decisions were made because they need

more time to investigate and gather data.

After lunch, | did not feel well because | had allergic reactions. Therefore, | decided to ask for the

afternoon off from my manager.

Tuesday 17th May

Our weekly support meeting was rescheduled to Wednesday morning due to conflict from the prod-
uct manager’s meeting schedule, therefore | did not have any meeting from 9 to 10AM. However, |
have several other meetings and plenty tasks to take care of.

| spent the morning checking all the emails from Friday evening until Monday evening, which | was
not able to check due to my health condition the day before. There were several emails from cli-
ents where they requested my help regarding issues with their solutions. Some clients asked for
SSL certificate installation for securing their domain, and some clients require change requests for
their solutions. | transferred these business requirements to tickets for easy tracking in Jira, our in-
ternal issue tracking system. Specially, one client was slightly concerned about their webpage built
by us, to which they addressed that the site was not fixed since last Thursday and required a meet-
ing to understand the reasons. By using a customer-oriented attitude and strong communication
skills, | was able to explain to the client about our working process and the reason behind our
weekly server deployment instead of daily access to production server. The client seemed as-

sured, and they understood our process better.

At 10:30AM | have a meeting with a big client, who has been using Mascus'’s products and ser-
vices for more than 10 years. They have upgraded their solutions recently to a more powerful and
functional system. The new system was built by developers in team One in February, nevertheless
the system was not in use due to delays in the client’s internal communication and organizational

changes. Therefore, today is the first day where we demonstrate our product to the client, including
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their general manager and several regional managers. | made a presentation about how our sys-
tem works, what are their new features and what are the best practices for them to consider when
they are using our solution. The presentation went well, and the client’s general manager wanted
to have an official guideline so that their internal users can keep the document as a manual for us-

ing the system. He also stated few questions which required me to investigate further.

At 13:00 | have a meeting with our QA developer to discuss current testing progress for M2R pro-
ject and raised some questions about the current set up for users who are using Mascus.com as a
platform for managing their ads. | answered these questions and explained to him about some fea-
tures that we are building for RBAS Business product and the business motives behind. We
agreed that everyone else in the team should be aware of the status of testing progress. Therefore,
| set up a meeting with the whole team and the product manager for the next working day to better
inform team member. As the deadline for the project is approaching, it is essential to keep commu-

nication flow concise and clear.

After the meeting, | was in another meeting with Mascus regional manager in France. He brought
up some issues that he needs assistance with. Two of them related to data integration, which
should be delegated to engineers in data integration team. The last request from him was to check

the machinery category of a webshop that we built.

The problem with webshop originated from taxonomy. Taxonomy is the way one organization de-
fines and categorizes machines into categories and subcategories. One machine can be defined
with different terminologies by two separate organizations. The difference between Mascus’s tax-
onomy and the client’s taxonomy was the reason causing the problem in the webshop. Some solu-
tions are proposed by me, but the regional manager needs to inform the client before any decision

can be made.

The last meeting of the day started at 16:00 and involved several key decision makers of Mascus.
The purpose of the meeting was to discuss the search results page and how we should arrange
elements in the page. The arrangement should satisfy several requirements, including SEO en-
hancements, user friendliness, beautiful design and technically achievable. The discussion lasted
for about one hour and a half and during that time | learned a lot about website design and tech-

nical knowledge from meeting participants.

Wednesday 19" May

At 9:00 in the morning | had a meeting with the product manager about a client of Mascus. We suc-
cessfully delivered their global webshop a few months ago, which led to our contract with some

other local business units. Currently we are working on a specific webshop for one child company.
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The customer is a demanding one, therefore we spent 1 hour inspecting all details of our solution
before communicating it back to the client’s representative. After that, we joined the support weekly
with the project support coordinator and discussed thoroughly current progress of some customers’
issues and the future impact of M2R project on support team. The meeting was scheduled for

Tuesday morning but was moved to Wednesday morning.

At 11:00 | have Jupiter progress meeting with Jupiter team. The project is still in its foundation
stage. The development environment and project structure were set up last week, but official pro-
gramming tasks are not being worked on until the completion of project setup. In addition to that,
we have one more request to modify the new Mascus Admin tool. For that requirement, my task is
to create few tickets for developers and follow up closely with the status of these tickets. When the
meeting ended, | started with the process of creating and managing these tickets in the system

right away.

At 13:00 | start working on several support requests and requirements from European customers.
One of them encountered a problem while linking to our webshop. They wanted an iframe, which is
a tool used to embed a document in the current HTML document (www.w3schools.com, n.d.).
However, what we delivered was a webshop with header and footer crawled from their main site.
This caused double headers in their site, which had an enormous impact on the website’s appear-
ance. | proposed to the client two solutions and waited for their response. After that, | checked an-
other customer’s issue with their integration, which required me to investigate our source code as
well as consider input from integration team. There were several other requests where | needed to
focus and read our code as well as consult senior developers before being able to communicate

the information to customers.

Because Wednesday is our weekly server deployment day, | also informed some sales managers
and support staff about the fixes that we implemented as requested. Then | created the documen-
tation for the European team weekly release in Confluence, our documentation and knowledge

transfer tool. | spent about 30 minutes filling in fixed versions for the tickets on the production sup-

port board.

At 15:00 | was in a meeting with team One and the product manager. The topic of the meeting was
testing the progress of the M2R project. There are less than two weeks before the pilot phase,
therefore every team member should be clear about the progress towards launching day and ad-
dress any obstacles if they have. The meeting went well, and we had a clear picture of which fea-
tures were tested on build environment and which features will be tested for the rest of the week.
The QA developer also had some questions to which we answered him and explained the busi-

ness relations in the background.
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After the meeting, | went back to support board and investigated some tickets from sales team. Af-
ter ensuring information is enough to be worked on, | delegated the tasks for developers in team
Two based on their workload and experiences.

For the rest of the day, | worked on a customer’s solution which was built few months ago. They
had demo on Tuesday, and | worked on creating a user manual to introduce and explain how some
features work in our system. The purpose of the document is to serve as guidelines for inexperi-

enced users and help them maximize the value of the solution we built.

Thursday 19" May

In the morning | had a call with the QA developer to discuss the testing process of M2R. Today is
the last day of the sprint and we usually push all the changes for RBAS Business from build envi-
ronment to UAT environment. Therefore, it is critical to ensure that all development work has been
properly tested in lower environments before moving them to UAT. The QA developer has ex-
pressed concern that he would not be able to test all the features. About 90% of them are tested,
however the remaining 10% could not be tested within the day before the deployment.

At this point, it is important to consider the situation and make an informed decision. There are cer-
tain risks if untested changes are pushed to UAT environment, but complete testing requires more
time than expected. After carefully checking the untested features, | came to conclusion that these
features would take up to two days for quality assurance process. | set an urgent meeting with PM
from both European and US team, the release manager, and developers from both teams. | pre-
sented my findings about the situation and proposed to delay the UAT deployment until Friday in-
stead of Thursday as planned. Most of the participants agreed with my proposal and added that

the delay would not affect heavily clients of both teams.

In the afternoon, | spent time working on the user manual for the client. During this process, | dis-
covered that there are some issues with their IMS solution. | contacted the developers in team One
and briefly explained the reason for the importance of the user manual and asked for help. How-
ever, | also stated that issues for this IMS solution are not as prioritized as defects and issues
found during testing process for M2R pilot launch. | agreed with them on an estimation for a fixed

timeline.

One of the things that | have been trying to improve is the mutual understanding for development
work of both EU and US teams on RBAS Business. For this, | decided to arrange a meeting with
the PO from the US team to discuss and brainstorm improvement methods to enhance communi-

cation on a general level.
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Friday 20th May

Today was one of the busiest days of the week for me. There are several important matters that
needed to be solved during the day: UAT deployment for RBAS Business, including the changes
made for M2R project; fixes for issues on client’s IMS; and support meeting with one country man-
ager from one big client. He had several issues and concerns about our platforms, from Mas-
cus.com marketplace to our IMS system and required us to discuss these with an employee at

technical manager level.

| started the day by checking the mailbox and replying to several emails from clients and co-work-
ers. At 11:00 | had a call with the QA developer. We have been working closely this week and
spending a lot of time for discussion so that | could acknowledge the testing progress and he could
have support from any questions or concerns. According to him, all features have been tested suf-
ficiently, with two defects found in the building environment. These defects have been communi-
cated with developers from team One earlier in the morning and estimated to be fixed before
14:00. The features will be tested again after 14:00 for final confirmation that everything works

properly. | felt assured and delighted by the progress.

At 12:00 | had a meeting which lasted for about 1 hour. The meeting included me, the PM and pro-
ject support coordinator. The coordinator found some bugs on one feature while experimenting on
one client’'s IMS solution, and she felt concerned about the severity of these bugs, which can only
be handled by developers on team One. The PM shared the same opinion and they both ex-
pressed their thoughts in the meeting and proposed that these bugs must be fixed during the day.
I, on the other hand, evaluated the situation in a different way. My investigation about the bugs fo-
cuses more on the technical side and user’'s engagement with the feature. It can be concluded
from general observation that users do not use the malfunctioning feature on a tremendous fre-
guency. My opinion was that the feature does need fix, nevertheless it should not be prioritized be-
cause at this point there are more critical issues. We had a lively discussion which resulted in an
agreement that these bugs can be fixed, however only after defects found on M2R are properly

fixed.

After this meeting, | went directly to another meeting with the general manager of our big client.
The client had many questions about the way our system works, and | spent an hour explaining to
him the underlying technical matters as well as proposing some ways to effectively achieve his
work. | also mentioned some features of Mascus, such as ad boosting, ads promoting, and com-
pany logo uploading. After the meeting, he stated that he felt thankful for having direct instructions

from a technical employee and he also gave compliments for Mascus products.
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| spent the next working hours checking tickets from the sprint as today is the day sprint ends and
we would have UAT push. | filled in all necessary information, for example fixed versions, affected
versions, and ticket status. Filling this information is important because it will help the release man-
ager to define which features to include in the UAT deployment. At this point, the defects found in
the morning for M2R project have been fixed and properly tested again. | moved them all to their

correct status and checked everything carefully.

The last meeting of the day was at 19:00 with the Product Owner in the US. Because of the time
difference, we must arrange it for this time. We talked about the communication methods that have
been utilized between two teams and | raised my concern about inadequate transparency for stra-
tegic product development for RBAS Business. The PO assured me that by using proper labels,
tags, and other data fields for a ticket in Jira system, we would be able to control any events that
happen within one sprint. He also stated that releasing documentation would be useful too. |
agreed with him but suggested having a recurring discussion every three weeks on Monday be-
tween two teams. The purpose of this meeting would be to clarify what features and changes each
team plans to develop within the following sprint. By doing this, we would be able to increase trans-

parency and reduce unwanted confusion for everyone, especially for QAs.

By the end of the day, when the changes for RBAS from M2R project were successfully deployed
on UAT environment, | sent a message to our team One, also including the PM, to thank them for

the hard work and dedication and wished everyone a good weekend.

Weekly analysis

This week has been an extremely busy but productive week. Its importance was indicated not only
by the crucial testing process for M2R project, but also by many customer meetings, requirements,

and team communication.

At some point during the week, one of the features of M2R was slightly adjusted in its description.
The request has been changed from one way to another due to some conflicts with the current
logic of the tables in the database. As a matter of fact, modifications on existing products and ser-
vices sometimes cause conflicts with the current business model and technical structure of the
product. Consequently, well-planned, strategic feature development is essential in maintaining suc-
cessful product (Parlor, 2021). When thinking about this and what has happened during the week, |
have been able to conclude that before deciding on any feature development, careful planning and
consideration must be considered. More importantly, inputs of SMEs (subject matter experts) are

considerably important. This process is critical to avoid duplicated or redundant work. SMEs can
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be different people, such as product manager, technical specialist, or seniors who have deep
knowledge of current system.

During this week, | also had to face difficulty when prioritizing tasks. The structure of two develop-
ment teams One and Two are transparent and reasonable. Team One focuses on developing
RBAS Business product and challenging features from clients, whereas team Two spends most of
their time working with customer support requests and building new solutions for webshop or sim-
ple IMS. The challenge is that due to organizational restriction, there are certain things about sup-
port work that can only be done by team One. Thus, when there is a large amount of development
work for RBAS Business, it could be troublesome to determine the order in which tasks should be
completed. This situation happened on Thursday and Friday when there were bugs in the IMS that
we built for one big client. Usually, this would be proceeded with the highest attention and effort.
However, last week was also the critical point where we needed to finish all the testing work and
fixing defects for M2R project. As a product owner who is not only involved in RBAS Business de-
velopment and M2R project but also customer support management, | need to decide what should
be done first. To reach this decision, | must understand the importance and urgency of each matter

and prioritize the work accordingly.

According to Barnhart (2021), the first step to prioritize tasks is to write down all of them regardless
of size and frequency. Listing all the tasks, from big to small one and from daily to month one,
helps one understand about their actual amount of work by looking at the number of items. The
next step is to determine the significance and urgency of each task. One needs to be consistent
with the defined schedule and committed to completing it. Focus and determination should be

spent to tackle tasks which needs the highest level of effort.

Sharing the same point of view with Barnhart, Patil (2021) agreed that the first step is to list all the
tasks as individual items. However, instead of immediate consideration of their urgency and im-
portance, Patil suggested that one should first categorize the tasks into four categories (4Ds): Do
the task, Defer the task (to a later time), Delegate the task (to someone else) and Delete the task
from the list. Furthermore, Patil also mentioned several other approaches to define the proper pri-
ority besides urgency and importance elements, such as MoSCoW method (Must have, Should
have, Could have, Won'’t have), Eat That Frog! method (solve the most unwanted tasks first), or

the Pareto principle (identify the 20% most critical tasks and prioritize them).

Using the same principle, on a more general level when it comes to product development, what
could be done is to consider the effort needed versus the benefit that the work brings. This is called

a prioritization matrix — see figure 9. (Nielsen Norman Group, 2018). The matrix considers the
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value and the effort for the feature implementation. By doing this, it brings a clearer look on the
value, impact, and necessity of the tasks in question.
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Figure 9 A prioritization matrix helps decide which tasks to prioritize based on value to user and

effort by organization. Source: https://www.parlor.io/blog/product-features/

One more thing to consider when determining priority is the need for core clients, since one of the
tasks that need to be prioritized came from our key clients. Multiple different clients benefit the
business greatly and secure the business itself, however if the team is not able to satisfy all the cli-
ents at the time, it is better to focus on key clients (Harvard Business Review, 2022). By combining
these two schools of thought, | was able to determine the order of completed tasks — we needed to
focus on M2R project before running the server deployment to fix the bugs from clients as men-
tioned in previous diary entry. This has also improved my negotiation and communication skills.
Delayed results generally have a negative impact on customer relationships; thus, it should be

handled with proper means of communication and language.

This week, | also had the chance to observe a challenging situation originated from two teams de-
veloping one product. Also called cross-team collaboration, or cross-functional collaboration, this
process includes the cooperation between multiple teams to reach the highest possible level of
productivity (Wrike.com, 2022). It is undeniable that there are certain benefits for the business or-
ganization from this cooperation. Davey (2021) argued that cross-team collaboration helps speed
up project progress with excellent results, while also increases engagement and innovation. Fur-
thermore, it strengthens internal connection, enhances professionals’ skills, and satisfies stake-
holders more easily. When applying to the situation observed from my workplace, the scope of the

issue is not limited in one project only, but for the whole product with multiple strategic
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development projects. There are two development teams working on RBAS Business with strong
technical backgrounds, experience, and strategy. They are well equipped to develop the best
RBAS Business product, where one aims at maximizing product value for European customers,
and one works on North American market. Due to the geographical difference, both team work on
the same standard product with few localized modifications when needed. These key notations
should have been communicated in common channel, however the occasional lack of proper and
timely communication led to the observation this week. As Brown (2021) pointed out, smooth col-
laboration between teams requires the teams to empower and invest in cooperative strategies and
encourage knowledge sharing and organizational learning. From here, the initial approach to solve
the problem observed at my company is to strengthen mutual understanding between the two
teams of RBAS IMS about what the other one is doing and how that might impact their own work.
To achieve this, we need to enhance and strengthen our knowledge sharing and time investment
for better collaboration. With the recurring meeting between the two POs every three weeks, | hope
to increase transparency and improve our work quality. This is an approach that could have been
done earlier to avoid miscommunication, which eventually costs us more time and effort and re-
duces work quality in general. Nevertheless, figuring out how to solve this gap in two teams’ com-

munication has helped strengthen my teamwork skill and brought a new point of view for me.
3.5 Observation week 5

Monday 23rd May

| spent the morning for two meetings: the first one is the regular weekly meeting for Helsinki office
and the other one is Jupiter daily meeting. In the first regular meeting, we talked about workload for
this week. My goal this week is to follow the testing process on UAT environment for M2R changes
for RBAS Business. Besides, we are planning to have several clients’ meetings this week to dis-
cuss strategic development in our business relationship and how to move forward with our current

solutions.

In Jupiter meetings, everyone discussed testing methods again. | listened to the conversation be-
tween the engineers and learnt some interesting knowledge about testing methods and what could
be the most suitable one for Jupiter project. We also mentioned the search result page. The design
is ready; therefore, | need to create the tickets for developers. Creating tickets means that | need to
describe the technical requirements from the user’s point of view. However, | need to work closely

with one of the software architects to separate the requirements for frontend and backend.

After these two meetings, | started inspecting the user manual that | have created for our big client

since last week. | fixed grammar mistakes and modified the instructions to ensure that they are
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clear and easy to understand. After that, | sent the user manual to the general manager from cli-

ent’'s company and waited for feedback from their internal users.

| spent about 2 hours reading and replying to some support tickets that came during the day. There
were two tickets where | needed to log in and check carefully from our Mascus admin system. After
that, | delegated these tasks for developers in team Two.

After this, | started checking testing progress of M2R project features. After the UAT deployment
last Friday, all the changes should be visible in the UAT environment. However, these changes are
not presented there. | investigated with our senior engineer from team One and we realized that
the release manager had forgotten to include some of our changes to the release. This means our
QA will not be able to test these features immediately. Because of the urgency of the matter, | con-
tacted our release manager instantly and asked for support. We worked together for about one
hour to resolve these and by the end of the day, we managed to make these changes available on

UAT environment for testing.

Tuesday 24th May

In the morning | discussed Volvo, one of our big clients, with the PM from the US. One of Volvo’s
dealers aimed at renewing their used equipment website and due to our long-term business rela-
tionship, they have made Mascus their webshop solutions provider. However, the requirements for
timeline and quality are especially demanding, therefore the project needs to be completed with
great attention to the schedule and general value. This led to the discussion between me and the
PM, because he wanted to know team Two’s speed and capability as well as consult me about dif-
ferent options we can offer to the customer. | provided him with suggestions for the proposal and

we agreed to revisit the team’s capability after | have checked their current workload.

After this, | started to check team Two workload and project their upcoming week’s work. It ap-
peared that they would be able to follow the timeline that the PM from US had asked for, but | dis-
cussed with the team lead from team Two one more time to get his insights. To my opinion, it
shows respect for the team but more importantly it provided me with essential information to ar-

range their workload and deliver the proposal for customer more efficiently.

| spent the afternoon checking the current tickets and communicating with account managers and
salespeople about the status of pending tickets. Because the weekly server deploy is on Wednes-
day morning, | also reminded developers in team Two to work on their requests. If the requests
need to be in production by Wednesday morning, their code changes must be reviewed the day

before. It is important to pay attention to the timeline of the deployment and coding review process.
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For the rest of the day, | spent time reviewing tickets in the sprint of team One and checking the
testing status of M2R project on UAT environment with our QA.

Wednesday 25th May

Wednesday seemed to be the most fully booked day for me this week. | had 6 meetings for the
day.

In the morning we had the weekly support meeting between me, the project support coordinator
and our PM. The meeting was supposed to be on Tuesday morning, but it was rescheduled due to
the request of the PM. We talked about current customers’ requests and new development plans
for some of them. The customer support requests are not tremendously large, but there were a few
ongoing developments for some key clients. One of our clients asked for some modification on
their own IMS solutions, and they were under the impression that these customizations appear
similarly on all platforms: Mascus marketplace, their IMS solution, and their webshop. The project
coordinator had promised them these changes without consulting me, which led to a challenging
situation. The reason was this customer’s request was limited to only their internal platform (IMS)
and their webshop — which are fully customized. However, Mascus marketplace is a platform that
is used by other dealers, too. This indicates that Mascus.com has its own standard fields and con-
figuration that cannot be changed for a specific client. However, the project coordinator was not
aware of this complication, which eventually led to miscommunication with the customer. Because
of this, | had explained to her technical obstacles behind and defined the estimation to what can be

offered and what should be discussed internally before informing external recipients.

After this meeting, | was in another meeting with one senior key account manager from Sweden.
She had troubles accessing Jira, our issue tracking system, but she had a webshop order from one
of her clients. | received her request by email the day before, but some information was missing,
which encouraged me to have a conversation with her directly for better transparency. She had
provided me with essential information and after that meeting with her, | created the ticket immedi-

ately and sent it to one of the developers in team Two.

| then joined Jupiter daily meeting. We discussed a few ongoing tasks that need to be done for
Mascus Admin to fully prepare for the changes in Jupiter project later. The project was going well
with setting up, but it has not entered the busiest phase yet. However, we have agreed on the time-
line for September, therefore we agreed to create a skeleton of the marketplace. For this to be

done, two front-end developers in the team should collaborate efficiently.

After lunch break, | started the discussion with the QA developer for M2R project. While testing at

UAT environment, he has found several defects. However, after investigating and asking for further
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details, | discovered that some of them were not defects. Defects happen when software perfor-
mance fails to meet the requirements or expectations (Jira Align, 2022). In these scenarios, RBAS
Business inadequate performance originated from the fact that some of the code changes were not
properly deployed to UAT environment. This indicated that the deployment from the release man-
ager in the US might have encountered errors, or failure. Because of the importance of the project,
| decided to send an urgent email to the US team and asked for their support. For the other defects
found, | advised the QA developer to forward them to developers in team One and | would help

with configuring the tickets so that they appear correctly in our Sprint board.

The next meeting was between me and two account managers for the UK region. They have had
an unprecedented problem with their clients’ contract type. Usually, one parent company or organi-
zation pays for its own as well as its child dealers Mascus subscriptions, service package and solu-
tions. The contract type is defined based on the type of services that Mascus provides for the client
and its child companies, but it usually is invoiced or pre-paid. For Invoiced customers, they will be
billed monthly (or yearly) with a fee called maintenance fee, and they are often granted access to
unlimited Mascus platform services, as well as IMS service. For pre-paid customers, they pay a
certain amount of money, and this money will be deposited in their account. When they use any
services, the fee for this service is subtracted from the deposited value. However, the client of
these two account managers has decided to pay only for IMS solution for its own child companies.
For other Mascus services, the companies must arrange and pay themselves. This causes a differ-
ence and confusion between the two systems: IMS and Mascus. The expectation of these two ac-
count managers is that the contract type defined in Mascus admin would overwrite the value of that
from IMS system, however it does not work as they expected. Therefore, they have asked me to
join the meeting and explain the reasons why as well as consult for practical solutions. The meet-
ing lasted for more than 1 hour. | proposed one solution and they agreed. | created one ticket for

the case and assigned it to one senior developer from team Two.

The last meeting of the day of mine was with a new sales team member from the Netherlands. He
was new to Mascus and thus | gave him a brief introduction to our IT solutions and steps to take
after signing a contract with any customer.

Thursday 26th May

Thursday 26™ May is Ancestor’s Day, a national holiday so | do not work.

Friday 27th May

| spent most of the day validating and communicating with developers and QA from team One, and

the PO and the release manager from the US. During testing progress of M2R project on UAT
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environment this week, besides the defects found on Wednesday, our QA developer also detected
other defects. These defects needed to be fixed and included in the UAT release urgently, so that
they can be tested again because the production release for RBAS happens next week. Some
parts of the defects were fixed and moved to UAT on Wednesday and Thursday, but on Friday
there were two more found. Friday is the last working day of the week, thus the situation required

immediate reactions to serve the testing purpose.

Weekly analysis

This week had only 4 working days, therefore the working time is shorter than usual. Nevertheless,

many valuable lessons are learnt during this week.

First, fulfilling customers’ expectations can be challenging, and when it is not carefully managed,
catastrophic consequences can happen. Few of those can be named such as profit loss, company
notoriety and negative brand image (Davis, 2020). A repetition of these in the long term might
eventually put the organization out of business. For this reason, fulfilling and maintaining good cus-
tomer relationships is heavily prioritized and focused to ensure the company’s business position
and growth. This can be achieved through multiple ways, such as setting realistic expectations
from the initial phase and keeping constant communication with the client through the entire pro-
cess (Davis, 2020). Excelling customer service relies heavily on effective communication both in-
ternally and externally. Misinterpretations and negative impressions can also be avoided by proper
communication (Ukens, 2007). This brings the topic to another point: adequate internal communi-
cation is critical in managing customer relationships and satisfaction. Only with clear, precise, and
updated internal communication can the representatives have the material to manage and foster

good customer relationships.

For Mascus customers, new requests from customers are usually discussed at length between the
account managers and customers’ representatives before they are implemented. In these meet-
ings, understanding the technical requirements for the request is essential, because it directly im-
pacts the proposal to customers and the development team’s workload and capacity. As a person
whose work serves as a bridge between business requirements and technical capability, | need to
be able to demonstrate and explain which requests can be met, and which requests surpass the
team’s competency or the company’s technology (see figure below). This information needs to be
delivered to my colleagues who work directly with the clients. That is the reason meetings with co-

workers such as accounts managers or project coordinators are appreciated.
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Figure 10 Communication flow to enhance customer satisfaction

During this week’s meetings for example, when expressing the limitation to what can be offered to
customers, | had to be cautious because | understand that limitations to what our services offer can
affect our customer’s experience and feelings. However, such information needs to be communi-
cated with the account managers/ project coordinators so that they can transfer this to the cus-
tomer. Similarly with the other meeting with the account manager on Wednesday, there are plenty
of things to tackle because these account managers misunderstood the capabilities of Mascus sys-
tem. Their misinterpretations happened through no one’s fault, but simply because technological
understanding is not part of their job. This led to their false promises to customers about solutions
that could be applied to the situation. However, as a technical product owner, | have the essential
technical knowledge and communication skills that could benefit them. By communicating with
each other directly and accurately, our meeting served its purpose: to clear things up and deter-
mine what should be done to solve the problem. It also benefited both parties participating in it
from a professional point of view: the account managers gained knowledge about how Mascus
products cooperate with each other, and | learnt to prevent a new case that could happen and
cause confusion among my colleagues. After this meeting, our internal communication was en-

hanced, and our clients can expect their issue to be sorted out.

During this week, | was also happy to learn about Mascus admin. While investigating client’s is-
sues, | discovered the logic behind the new Mascus admin. This logic was later confirmed by our

senior software architect. The new Mascus admin is not completely built from scratch with



49

innovative technologies. Instead, it used the old Mascus admin platform’s backend. By hosting new
Mascus admin with cloud computing platform from Amazon web services, we can partly reuse the
backend from the old Mascus admin platform and build a new user interface for it. To me, this is

complex but informative and impressive, and | felt glad to acknowledge this fact.

Another thing that | learnt during this week is the testing methods that can be used in software de-
velopment. | researched it while having a discussion with our QA developer. Testing is one of the
most important tasks of a software project and it should be done even from early phases of imple-
mentation. During this phase, the software product is validated and verified to ensure that it func-
tions as it is supposed to, and detect any bugs, errors, or faulty performances (Camacho, 2022).
Testing can be done by quality assurance specialists (QA developer, QA engineer), end-users,

project members or project/ product managers.

The figure below shows one perspective on different types of testing. There are several different
points of view on how many types of testing there are, but as Mikhailau (2019) pointed out, testing
can be categorized based on criteria such as testing aims, automation level, and formalization

level. (Figure 11.)

By

By purpose By automation e e
‘ Functional Non-functional Manual Automated Formal Informal
Performance
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Figure 11 Types of software testing. Source: https://www.scnsoft.com/software-testing/types-of-

testing

By aims, there are functional and non-functional testing. Functional testing focuses on ensuring
that the features implemented for the application work as expected by initial requirement. Non-
functional testing, on the other hand, focuses on other aspects of the software product which are

not related to the functionality. Some of those are:
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e Performance — validating software response time, reliability, and resource consumption un-
der regular and unexpected circumstances.

e Usability — validating application’s user friendliness and ensuring that the application is of
easy use for end users.

e Security — ensuring that the application is safe from cyber-attacks, data leaks, and other se-
curity threats.

o Compatibility — verifying that the application performs similarly regardless of devices, oper-
ating systems, or network configurations.

o Compliance — validating an application’s status related to certain standards and regulations.

e Localization — validating whether an application successfully uses information about tar-
geted country or user’s geological data to adapt with its language, currency, time settings
etc. (Mikhailau, 2019)

By automation level, there can be manual testing and automated testing. Manual testing is often
carried out by the quality assurance specialist, with written test cases and the testing process itself
to be done by human’s work. Automated testing, in contrast, is carried out not directly by human
but by different testing tools and programs. This could be done in various levels: unit level, API
level, or Ul level. (Mikhailau, 2019)

Finally, by formalization level, there can be formal and informal testing. In formal testing, or test
case-based testing, test cases are written beforehand by testers, and they are used as a compass
during the test process. Based on the expectation in the test cases, testers compare reality with
that and give conclusion whether the application passes the test or not. For informal testing, there
can be exploratory or ad hoc testing which are less formal and do not require designed test cases

or certain workflow. (Mikhailau, 2019)

Choosing testing methods for Jupiter project can be difficult because of several reasons, and the
decision involves discussion between team members. During our meetings, it was suggested by
one of the front-end engineers to use unit testing and later when the project has a more defined
structure, we can ask for help from one QA developer in the company to perform manual testing in
UAT (user acceptance test) environment. There are concerns regarding this opinion, but there
have not been any decisions yet. Nevertheless, | found it interesting and informative to learn about
these testing methods and it helped me to have a better understanding of the project’s technical
aspects. In the future, whether we choose to follow this suggestion or not, | believe it would never-

theless strengthen my knowledge of testing methods in software development.
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| think this week has taught me incredibly good lessons which contribute to my professional growth
in both levels: technical / domain knowledge and soft skills. For technical understanding, | learnt
about testing methods for Jupiter project and the architect of Mascus admin platform. While im-
proving my communication skills, | also learnt how to coach and guide others, especially when the
other is a new worker to the company or when they lack certain technical knowledge. | believe that

in the future, these skills can help me become a better, more helpful employee.
3.6 Observation week 6

Monday 30th May

As usual, my morning started with the Monday Kickoff meeting for all Mascus employees in Hel-
sinki office. Today the meeting was longer than intended because the number of employees at-
tending the meeting was many more than usual. | spoke about my week, which would include the

release of M2R project for pilot customers, and some other client’s projects.

After this meeting, | started the Jupiter Daily. | made a few tickets from the design early in the
morning and we spent time breaking the tickets down to smaller tasks and subtasks for frontend
and backend side.

At 11:00, | had another meeting which was also the last meeting of the day. This meeting lasted
only 30 minutes and it included team One and our PM. We talked about the current testing pro-
gress of the M2R project before the launch. Everything seemed to align with the proposed timeline
before. We had all the defects fixed, and they were all properly updated to UAT environment to
prepare for production deployment. The pilot officially starts on 1% June, therefore, we tried to keep

everything as its current condition and avoid any unnecessary modifications.

In the afternoon, | spent time checking the customer requests and replying to some of our key cli-

ents about their questions or concerns.

Tuesday 31st May

Today is the last day to check everything in the UAT environment before we have production re-
lease for RBAS Business. In the morning, | had a brief discussion with team One and the PM on
our communication channel. We went through everything together and talked about one odd be-
havior of the interface which was discovered by the PM. We were worried that it might affect the
release. The defect turned out to be a feature which was not implemented because it was not re-
quired by any of the business managers. After communicating with them, the PM announced that
this feature needed to be included in this release to production for RBAS Business. However, there

was not enough time to write the code, test it on both build and UAT environments, and then push
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it to production by the end of the day. | proposed to the team and to the PM that the feature would
be delayed until the next release to production, which is in three weeks from the current release on
1%t of June, but the PM disagreed. At the end, we compromised and agreed that we would push
this change to production with a dot release. A dot release, also called a point release, is a minor
update to the current version of a product. It usually does not introduce major changes to the prod-
uct, but rather small improvements (EasyTechJunkie, 2022). The agreement over the feature was
that we would write the code for it, test it on lower environments and then upload it to production

during the week.

In the afternoon, | spent several hours working on other clients’ requests and emails. One of our

clients encountered a problem where user permission settings prevent users from seeing specific

inventory.
Seller 8
[ ) Grandchild 1
—> Child 1
gR Grandchild 2
Mother company > Child 2
—> Child 3 »| Grandchild

Figure 12 User visibility problem for customer with complex hierarchy

The problem is the user visibility (see figure 12 above). The default configuration is that administra-
tor users from one level will only be able to see inventory in their own organization and their child
organization. For example, administrative user in Child 1 will be able to see assets of Child 1 and
Grandchild 1 and Grandchild 2, but this user will not be able to see the inventory of Child 2 and
Child 3 companies and other companies under these. The business case is that for this client, us-
ers in Child 1 would like to be able to cross check all assets in other organizations (Child 2, Child
3) too. Therefore, we need to check our configuration and discover a sustainable method to allow

this behavior in the system. | investigated the use case and discussed it with our senior developers
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in team One and we tried a few implementations. We push the changes and wait for the update so
that the implementation can be tested.

After this, | also sent some emails to sales managers. One of them asked for technical advice and |
consulted them to help provide the best solution for their proposal to customers. For the problem, |
proposed two technical solutions, but they cost differently in terms of development hour. For each

solution, | also presented the advantages and disadvantages to help the manager understand bet-

ter about the suitable choice for their client.

Wednesday 1st June

Today the production release for RBAS Business is conducted, meaning that all the changes for
M2R project that we have been working on for the past few weeks are pushed to production. Early
in the morning | checked the status of the pilot companies for M2R project. The Mascus server
must be updated too for these changes to be shown. Further than that, there are also other tasks
such as moving the workflow template - one configuration of RBAS Business - to production envi-
ronment; migrating pilot companies to have access to RBAS Business, and finally rerunning the
procedure for index search on production. All these tasks are essential to secure the success of
the pilot launch. Only senior engineers can perform these tasks. Therefore, in the morning | was in
contact with them to ensure that everything was going well and conformed with the timeline of the
project. Besides, | also contacted the PMs and POs from both side US and EU to communicate

with everyone about the status of our project.

At 12:15, all procedures were successfully performed, and the pilot companies were completely
transferred to RBAS Business platform. | then informed marketing employees about it so they
could produce marketing content. | also informed our PM, business managers and the clients who
were our pilot companies. The launch was done, and we needed to continue working on small is-

sues to prepare for the dot release.

After this, | was in a call with one sale support person. He needed help because his client did not
know how to link to our address in their main site so that they could show their visitors the web-
shop. | gave him technical recommendations and guidance to help with the situation. After this |
delegated the tasks for developers in team Two. We had translation issues for one customer. The
translation issue has created a false translation for their main webshop. Instead of showing the
Finnish translation for “Spare parts” (Varaosat), the site was showing “Thief parts” (Varasosat).
This was an unfortunate incident and we needed quick action on it, therefore | asked for the help of

one senior developer from team One and the issue was fixed. This incident has made me
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reconsider the severity of misspelling words. This indicates that small mistakes can have a signifi-

cant impact on customers and reduce our work quality and professionalism.

For the rest of the day, | spent time working on the Jupiter project. | gathered information and cre-
ated a few tickets for front-end developers. | also created several backend tickets by breaking
down the main requirements into smaller requests with the help of one senior software architect. |
also configured the Kanban board of the project so that the tickets are shown in a clearer and more

informative way for developers.

Thursday 2nd June

Thursday was a long and busy working day for me. | was able to resolve many problems.

| spent a large part of the day working on the KPI report for the support work and webshop solu-
tions that we have made for May. | needed to research and use that information to fluently use
PowerBI tool to create the graphs. After that, | sent these graphs to Business Managers and our
PM for them to gain a perspective of our KPI for webshop solutions.

After creating and writing analysis for these graphs, | sent them to suitable audiences and went to
check several support tickets and customer requests that | have not had time to investigate since
yesterday. | spent about two hours working on these support requests. There are plenty of different
requests and questions, ranging from various change requests to clients’ webshops, to webshop
orders, or IMS solution change requests and some error reports. | commented on the tickets that
need more information and tried to clarify the requests to make sure developers can work on the
ticket immediately. After that, | delegated these tasks to developers in team Two based on their
workload and their technical skills.

In the last 30 minutes of the day, | received an announcement from the US team that the dot re-
lease for RBAS Business has been successfully deployed and the changes that we needed have
been pushed to production environment. | communicated the good news to team One, our PM and

the QA developer.
Friday 3rd June
As the previous days in the week were busy and | tried to resolve my tasks the days before, | had a

Friday with a few simple tasks.

The sprint would reach its end in 5 days, but we still had 6 tickets in testing progress. | felt worried
if we would be able to have all these tickets tested before they are pushed to UAT environment

when the sprint ends. | talked to our QA developer to check the current situation. Because this
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sprint aims at developing extra features for phase 1 of M2R project, it is important that all these
features would be tested in build environment before they are sent to UAT. The tester (or QA de-
veloper) understood my concern and he stated a few reasons why testing progress has been de-
creased. We talked about few solutions to help speed up with quality assurance work and came up

with a detailed plan to make sure the schedule would be tightly followed.

| was in touch with another sales support employee to discuss few requirements for customers be-
fore coming to a meeting where we discussed the new design of product card page for new Mas-
cus.com marketplace Jupiter project. The design was sent from our interface designer agency to
the business development manager. Many different comments and suggestions were made to help

the designers create a better appearance for the product card.

Weekly analysis

Several weeks have passed since | started recording my daily tasks and responsibilities. Valuable
lessons in different aspects have been acknowledged, which contributed greatly to the personal
growth of myself as a Technical Product Owner. One thing that | have noticed during the past
weeks in general and this week specifically, is how occupied a product owner/ technical product
owner timeline can be. It can be seen from my meeting schedule from this week or from other
weeks. Communication plays a great part in succeeding at work; thus, meetings and calls are es-
sential to achieve this. However, a fully occupied schedule might be a source of stress for employ-
ees in the case of improper time management. The struggle to attend all the meetings and extract
valuable information while still managing to finish one’s job efficiently can be overwhelming for

some individuals.

Time management is the process of organizing and planning one’s time resource for different activ-
ities (Mindtools.com, 2017). Because the bandwidth each day is limited, time management aims at
making the best possible use of available time (Managementstudyguide.com, 2015). This process
can sometimes become challenging for professionals working in a corporation due to tight working
and meeting schedules. There are certain benefits to it besides boosting productivity. For example,
good time management help improve efficiency and reduce stress (Mindtools.com, 2017). It also

enhances one’s reputation in the company for being productive and reaching their goals, which
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eventually leads to better growth opportunity and promotion chances. Overall, it can help with

achieving both life and career goals (Mindtools.com, 2017).

Certain consequences can result from poor time management, and some of them can be severe.
Kashyap (2019) has pointed out the few most profound impact listed below:

e Employee can miss deadlines and important meetings

e Result in procrastination and losing focus

¢ Reduce productivity and professionalism

¢ Negative feelings for the employees, including stress, guilt, exhaustion

e Strained relationships at work

e Work and life imbalance

It is evident that time management is difficult but crucial to the success of not only one individual
but the whole organization. To sufficiently achieve excellency in this skill, the key lies in tasks prior-
itization, responsibilities delegation and staying committed to one schedule for the whole team
(Chang, 2016). Ensuring and committing to each step among these will help accomplish work and
monitor the progress. Among them, the importance of staying organized and prioritizing tasks can
be considered the most tremendous. Understanding what should be prioritized and what can be
done later will help employees to successfully establish an order to which they should handle their
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tasks, while being able to attend important meetings and events and acknowledge crucial infor-

mation.

While Change (2016) has only few rules and tips for time management, Managementstudy-
guide.com (2015) provides us with a more extensive list of tricks for proper allocating one’s sched-
ule. Their techniques include:

e Establish the priorities

e Ensure the timely completion of one’s assignments within the given timeframe

¢ Distinguish and categorize important tasks and urgent tasks, and give them appropriate

treatment

e Stay focused during working

¢ Include small breaks for the brain to recharge and prepare for more challenging tasks

e Set realistic and achievable goals

e Say no when necessary to avoid overwork oneself

e Stay punctual and organized

e Use organizer system or time management tools

For a technical product owner, the key thing lies in prioritization, and stay organized. As the bridge
between business development and engineering team, product owner must deal with a large
amount of communication every day. Even though working as one for a short period of time, | can
observe the frequency of meetings and discussions. Some meetings are unproductive and unnec-
essary. | have, however, implement several techniques for time management to properly set my
goals for each day based on the urgency and important of the tasks. For example, to prepare for
the production release for RBAS Business on Wednesday, | have listed the tasks that must be
completed before the push and organize them by their importance and by the order that they
should be done. | then determine whom should be contacted and when, to make sure the release
can be done without any obstacles. Looking back, | have succeeded with the release this week
particularly in term of time management. Another example where | believe | implement my under-
standing about managing my schedule was how | arrange workload to prepare time frame for the
day after the month ends for the KPI report. It could have been improved in a way if | could have
prepared the graphs and reports on Tuesday 31% May and sent them out on the next day. How-
ever, | was not able to do so because Tuesday was spent for checking every features on UAT en-
vironment before the production release the next day. This resulted in the delay in the KPI report
for two days (they were done on 2™ June). This signaled that more improvements can be consid-
ered in the future. The most difficult thing can be that it is sometimes challenging to stay focused

while doing my work, because as | communicate with various colleagues during the day, | get
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constantly new messages, emails and meeting invitations. What | have done well is to set goals for
each day, prioritize them, and commit to achieve the goals. What | think can be improved are to
stay focus, learn to delegate tasks, and learn to determine which meetings or tasks require my
presence. In that way, | can spend my time more efficiently and work better to produce more valua-
ble result, as well as improve the quality of communication with the team. In the long term, manag-

ing time well gives me better growth opportunity
3.7 Observation week 7

Monday 6th June

The morning started with the Weekly Kickoff for Mascus in Helsinki office. This week seemed to be
a busy week for everyone. For me particularly, it is extremely busy. | have at least several meet-
ings with clients for their feedback. Besides, | also have feedback from M2R project to proceed as
well as customer requests to respond. Furthermore, the sprint will end on Thursday this week,
therefore | need to communicate with team One and our QA developer to make sure that when the
sprint ends all the tickets will be properly implemented and tested in build. Then | also need to cre-
ate some tickets for the Jupiter team.

After the kickoff meeting, | joined Jupiter meeting. Last week was a productive week for members
of Jupiter team. Everyone has completed a few tickets for the project, and we were in the process
of recreating the design for Search page and Landing page. | briefly introduced to the team about
the configuration changes for Jira boards that | made last week and how these changes helped the

board to have better visualization.

Shortly after this meeting, | had a call with a senior developer from team One. She needed my
help. In RBAS Business, we have an ellipsis menu button for a product list view in my stock page
and in the product card page for each product. There was a difference between these two menus:
the menu in my stock page has fewer features compared to the one in product card page. There
was one request from our PM to mirror these two interfaces and features of the two menus to en-
hance user experience and reduce the confusion for them. However, when the senior developer
checked the code base to implement it, she found out few complications which prevented this fea-
ture from being implemented in a quick way. To do this, we must spend at least one week on im-
plementation and testing, which was not possible considering the time left for the sprint. The risk of
doing the feature at the current moment was considerable. Therefore, | communicated this to the
PM and after presented the arguments, my proposal was that we delay this feature for the next
sprint. From a user’s point of view, initially he was not able to contemplate why this was necessary,

but after | explained the situation, he had a better understanding.
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After lunch break, | created several tickets for Jupiter team based on the feedback of users about
Mascus admin. | configured these tickets to the correct board and assigned them to developers in
the team. This process took me about one hour to one hour and 30 mins. At this point, one cus-
tomer asked me about the reason why their webshop solution does not have the updated version
of the header in their main site. | explained to them the reason behind, which was the TLS 1.2 and
TLS 1.3 TLS is short for Transport Layer Security, one kind of security protocol in transferring data
securely between the website and the servers and browsers (Internet Society, 2018). There can be
different versions to it, namely 1.0, 1.1, 1.2 and the latest version 1.3 was introduced in 2018
(Jackson, 2021). The key point is that for TLS 1.2 usually we can crawl our clients’ header and
footer automatically, meaning whenever there are changes, the header and footer of our solution
will be able to instantly copy that. For TLS 1.3, it's a newer and more secure technology (Jackson,
2021), but it also prevents partly automatic updates on the webshop due to privacy restriction. | ad-
vised the client to inform us when there are changes and informed them that Mascus constantly
tries to improve our technology to be better compatible with the modern technology of TLS.

For the rest of the day, | checked the status of the tickets in sprint 72 and explained to our QA de-
veloper about a few complications that confused him during the progress of testing. After that, | set
up a meeting with team One and the PM to inform them about the status of our sprint and answer

guestions from the team.

Tuesday 7" June

Today was an exceedingly long and busy working day for me. For today | had 4 important meet-
ings and several calls with developers, QA developer and the PM. | also had many emails from cli-

ents and colleagues.

The morning started with the meeting at 9:00 with support team including the PM and project sup-
port coordinator. In recent days, there have been many requests from customers, and with three
developers in team Two, it was challenging to keep the quality and speedy customer service. An
especially important client of our company has asked for changes in the interface of their web-
shops. For this particular customer, we have built at least 15 solutions for their child companies,
therefore there is the risk of making mistakes if we change the look of their whole 15 webshops/
solutions. Thus, these requests must be carefully processed to evaluate whether there is any tech-
nical challenges ahead. Team Two is also very occupied with support requests until the end of this
week at least, therefore this can only be done later next week. This will be my task within the day
or the next working day to investigate their requirements and inform them about the proper estima-
tion. Besides this, we also discussed other bugs and small mistakes for the solution of this client.

For example, one critical bug was that when the user sends the ad from their internal inventory
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system (IMS) to the listing platform in North America, the ad does not appear there. For this issue,
I needed to check it immediately and after that | forwarded it to a senior developer.

Last week, there was miscommunication between developers and the project coordinator about
one customer’s SSL certification. The problem originated from the project coordinator’s lack of
technical understanding about necessary files and information we need for the SSL installation.
This resulted in poor customer service and reduced satisfaction, therefore | also explained to her
the steps to follow when these requests from customers come in. | created a short documentation
to help avoid the same situation in the future. After this, | discussed with PM and business man-
ager about one strange behavior for Mascus customer who is using RBAS Business as they are
pilot companies. Users under these companies found it confusing the way we displayed auction
information section and the price section (price with or without reclaimable value added tax). We
also talked about the priority for the tickets which were currently put into team One’s backlog and

briefly defined what should be done for the upcoming sprint.

After that | was in a meeting with team One and M2R team, including the PM and the QA devel-
oper. There were a few complications preventing the developers from implementing one ticket and
me and the PM tried to help everyone to understand on a general level about these complications.
The meeting lasted for about one hour and by the end of it we were able to resolve few issues. The
sprint was looking promising, and we were confident that we could get all the tickets properly

tested in build environment and all the bugs to be fixed.

Right after this meeting, at 14 | had one meeting with the Sale Director who oversaw one big client.
The client signed a contract with us several months ago and they asked for their webshop solution
to be built, and we delivered this solution on UAT environment few weeks ago. The meeting aimed
at discussing feedback for the webshop. In general, the customer was satisfied, and they had only

small feedback and comments for our development team.

After this call, | contacted one developer in integration team to send him two tasks from customers
that only the integration team can help. For the rest of the day, | spent a lot of time reading and
checking the new tickets from sales. There were 10 tickets that came to Jira system and the
amount of time for investigation was considerable. By the end of the day, | was able to check and
proceed with 7 tickets. For the other three tickets, | decided to do it on Wednesday as they were

not urgent requests.

Wednesday 7th June

Early in the morning | had a call with a sales support person who wanted to ask few things about

one webshop. We discussed the speed of delivery for this webshop, and he stated that our IT team
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has had a decrease in our delivery timeline recently. | explained that the situation originated from
the unusually large number of tickets. With one developer leaving the team last April, it was chal-
lenging to allocate the resources for team Two and still maintain the same quality of our customer
service. After this, | spent about two hours checking the situation of all the tickets for support team
(team Two). As the server deployment happened early in the morning, | needed to ensure that
sales support team and account managers were informed about the situation of their customers’

requests.

At 10:30 | had the Jupiter meeting. The header and footer of the new marketplace was being built
by the two frontend developers in Jupiter team. For the backend side, the work was completed

partly by the backend engineer, and he was working on another ticket.

For the rest of the day, | spent time working on the sprint tickets. The sprint is closing tomorrow on
Thursday and we still have quite a few tickets in incorrect status. | moved them to the correct sta-
tus, added information about fixed versions and left comments on the tickets that need more clarifi-
cation. By the end of the day, | was able to move most of them to correct status. | also proceeded
several support requests that | did not have time to check yesterday. There were five more tickets
coming during the day and few of them were about the client’s expired SSL certificate, so | sent

these urgent requests to developers immediately.

Thursday 8" June

| delegated tasks for developers in team Two in the morning and discussed with each of the team
members to understand their current workload. As | was busy with M2R and Jupiter project for the
past weeks, | also asked about their inputs, especially if they see any obstacles. However, every-

one seemed to focus, and they have a clear path to complete their support tasks.

As today is the last day of the sprint and all the code must be thoroughly tested in build environ-
ment and moved to correct status, | checked each ticket in the sprint very carefully. In this sprint,
we were able to discover many bugs and defects, and we were able to implement some new fea-
tures for M2R customers. | had a meeting with team One including two senior developers and the
QA developer to clarify the status of tickets. Most of them were tested in build environment and
they were put in related workflow (Ready for UAT). There were, however, a few tickets that we
were still testing. | talked to team members and asked them to have a clear test plan or fix plan so
that these tickets would be done by the end of the day. During the meeting, | also answered ques-
tions from the QA. He mistook two tickets with each other, and I differentiated them for him to avoid

any confusion that may affect testing progress.
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At 15:00, every ticket in the sprint was tested or implemented. There was one bug which related to
a styling problem with a different language. The problem originated from the number of characters
that each language uses for the same phrases. For example, in English the term has 10 charac-
ters, however in Italy that same word when being translated takes space of 20 characters. This
caused the problem that the longer words overflow the box for it, leading to unappealing interface
and bad user experience. However, as this bug was not urgent (it does not stop the system from its

functionality), we decided to move it to the next sprint.

| closed the sprint and started the new sprint. | moved some issues to the freshly started sprint. As
the new sprint has already started, there were few tickets selected for development. However,
these were not estimated, meaning that we were not clear about the timeline estimation for these

tickets. We will have an estimate meeting on Friday to talk about this.

At 15:30, | joined Mascus Town Hall. Mascus Town Hall is a conference occurring once a month.
In this virtual conference, the latest updates about business activities of the company are an-
nounced, as well as other information about KPI (key performance indicators). The meeting also
informs employees about the plan and current focus of different departments in Mascus. For this
time, we have received good news about our performance in the first two quarters of year 2022.
Although the economy is entering a rough phase with political happenings, Mascus managed to
reach its target in most of the goals. However, there are two more quarters before the year ends

and we understand that we need to work hard to reach our KPI this year.

After the Mascus conference which lasted about one hour, | had another Global IT Town Hall. This
is the regular conference for all information technology department employees within Ritchie Bros.
The conference gives updated information for IT department about Ritchie Bros’ current activities

and plans for developing modern technologies.

Friday 9th June

As the pilot phase of M2R project has passed, we entered a new phase 1. We had a lot of feed-
back and comments from customers as well as other employees in our company. Our PM has
gathered all the suggestions and created a list. In the morning, team One, the PM, me and few
business development managers had a meeting to evaluate the changes needed for RBAS Biz
based on this list. The meeting was organized in the conference room, and we had a long discus-
sion over the urgency and impact of each suggestion. Overall, we chose about 15 small topics to
implement. On some level, this could be considered similar to a backlog grooming session for team
One.
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Besides this feedback, we also need to develop new features for RBAS Business called support
clickwrap terms. Overall, we had 2 epics and about 30 tickets to be created in Jira. This was what |
worked on for the whole of Friday afternoon. | created these tickets, put the correct information into
them and then sorted them into suitable boards. There was much information needed, such as
sprint number, fix version, mockup for description, impact on business value and technical back-
ground of RBAS Business, the team that will work on the ticket, etc. Because the number of tickets

was large, creating them in Jira took me the whole afternoon.

Weekly analysis

During this week | have been working with Jira system for most of my time, especially on Thursday
and Friday, which resulted in a deeper knowledge about Jira system on a general level. Moreover,
this has led to investigation about Scrum as well as agile methodologies from a broader perspec-
tive. Not only in software development, even in other industry agile methods are becoming more
favored compared to the traditional “waterfall” method. The waterfall methodology is a develop-
ment process which has its process flows similarly to a waterfall. This means that the process is
sequential, and each phase in a project must be completed fully before the whole team can move
on to the next phase. For example, developing a mobile application with waterfall methodology re-
guires complete analysis before a design can be worked on. Only when the design is completed
and approved, development work can begin, and only after engineering team has finished develop-
ing the app, testing can be started (Adobe Communications Team, 2022). This requires an inten-
sive effort on upfront planning. Agile methodology, on the other hand, focuses on incremental and
iterative process while being flexible, with the goal to adapt to the evolving business needs and fast
pace of changes of complex market requirements (Adobe Communications Team, 2022). With ag-
ile development, the release cycles are shorter, and the product is being continuously developed
and modified based on the input of customers and stakeholders. This is delivered by release fast

and react flexibly.

In recent years, agile methodologies have become more popular and widely used by many organi-
zations due to its effectiveness, flexibility, and adaptability for markets. 75% of companies men-
tioned that accelerated software development has motivated them to switch to agile method (Pe-
trova, 2017). There are several approaches to agile methodology, however it is without doubt that
Scrum is the most popular agile framework at the moment, being leveraged by 56% of the teams
(Petrova, 2017). Other frameworks can be named such as Kanban, SAFe (short for Scaled Agile

Framework), XP (short for extreme programming), or Lean.

The reason for this popularity lies in the transition of how business organizations adapt with users’

needs and product development changes. For ordinary products, when one is completed, it is
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delivered to user and since then serves its purpose until reaching its lifetime expectancy. However,
for software products, it can and should be continuously developed to cope with everchanging
business requirements (Denning, 2015). That is even more important nowadays considering rapid
market changes. The need for product quality enhancement is constant to ensure that companies
stay stable on the competition with their rivals (Zoric, 2020). Agile mindset allows individuals to pro-
duce value and innovation for the product with faster time-to-market, hence better satisfy users’ re-
guirements, which is crucially essential especially for developing software products. This will even-
tually generate more business value for the product and help secure the position of the company in

the market.

On a broader viewpoint, the success of Scrum and agile also lies in the method’s ideaology
compared to traditional waterfall method. At the initial look, agile methodology seems to be a man-
agement process for projects and for developing products in complex environment. However, Den-
ning (2015) argued that Scrum and agile are more than just management processes, because they
constitute an ideology that differs from the common one. Contrary to the traditional bureaucracy,
agile ways of working aim at a more horizontal level of contribution from individuals at work with
less vertically hierarchical control (Denning, 2015). Essentially, the ability to create devotion with-
out managerial obstacles also brings a more positive and more encouraging working environment

for employees, which increases their satisfaction at work as well as their productivity level.

With these points above, implementing agile methodology is suitable for software company regard-
less of industry. As described in section 1.3, Mascus/ RB is not an exception for our company also
focus on properly adapting agile method to our current development process. For any company
product generally and for RBAS Business specifically, we aim at providing our customers and deal-
ers with adaptive and high-quality inventory system while keeping up with the ever-changing busi-
ness requirements. Another motive is to effectively increase time-to-market, which is one of the key
advantages of agile methods (Why, 2021). Our company has considered multiple choices like Kan-
ban, Scrum and SAFe. For RBAS Business product, a combination of Kanban and Scrum is in use.
The reason for choosing Scrum instead of SAFe was that it is more suitable for our team size and
organizational structure. Furthermore, despite the large scope of our business organization, only IT
(information technology) department requires agile methodologies adoption. Other departments

have different working method without essentially requiring agile or Scrum implementation.

Scrum and Scaled Agile Framework (or SAFe) are both popular approaches to implementing agile
values and principles. There are certain differences between the two, and the difference can be de-
scribed mostly in the scope of each framework (Knowledgehut.com, 2022). Scrum is a framework

which is based on the values and principles of Agile, while SAFe is a framework which implements
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Scrum at an enterprise level (Knowledgehut.com, 2022). Scrum is proven to be the most produc-

tive for small teams (under 10 people), according to Scrum.org (n.d). Some other differences be-

tween Scrum and SAFe can be seen in table below (Source: https://agilemania.com/scrum-vs-

safe/)

Table 2 Scrum and SAFe differences

Criteria Scrum SAFe

Characteristic Focus on independent and self- | Implementation happens for larger
functional Scrum team, usually | team, most often with different geo-
less than ten people. logical locations.

Scope Team level Whole organization

Management involve-
ment

The team is self-organizing with-
out major interference from mid-
dle management level

Management is involved, shown by
the necessity of implementing the
role of Program and Portfolio man-
agement

Core element of con-
struction

Scrum team

Agile Release Train (ART)

Coverage

Because of the scope of its ef-
fectiveness, Scrum lacks proper
retrospect and release planning
at organizational level

Retrospective for enhancement
and release planning are fully cov-
ered

For a technical product owner, Scrum framework knowledge is as essential as regular practicing of
the agile mindset. At Mascus/ RB, | have the chance to practice agile and Scrum everyday which
helps strengthen my understanding about it. From my point of view, choosing Scrum as the devel-
opment framework is suitable for the current scope of the product and team structure. However, as
RBAS Business grows, there might be more collaboration needed between two teams: team One
and team US. If this happens, the team scope can become larger than it currently is, with different
locations, leading to the possible necessity of SAFe framework. More observations and planning
must be done before making decision about changing the agile framework in use, however | be-
lieve keeping an eye on the development path for RBAS Business to determine the best working

process will be beneficial for both teams as well as for the business value of the product.
3.8 Observation week 8

Monday 13th June

Monday started with the kickoff meeting as usual for the whole Helsinki team. This week | focused
on developing improvements for M2R projects and the support clickwrap terms, which were the
two epics that | worked on last Friday. After the meeting | joined Jupiter daily meeting where we

discussed the current progress of Mascus marketplace. We have an updated design for product
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card; therefore, we gathered team members’ feedback about the design. A few good comments

were made.

After this, | started checking tickets from support board. There were 2 more tickets came in during
the weekend and | needed to check them. | spent about one hour working on these tickets and

communicating with sales team.

In the afternoon, | spent my whole working period to read the tickets that | created last week for the
two epics. As these would be worked on this sprint, | needed to organize an estimation meeting for
developers to read and understand the requirements of these tickets. The meeting was scheduled
for Tuesday afternoon. The number of tickets is considerable, therefore | needed to read them
carefully and noted down my comments so that we could discuss about them tomorrow in the

meeting.

Tuesday 14th June

Today was a busy day with 5 meetings about different topics. At 8:30 | had a meeting with the PM
and a senior developer about some issues with RBPR tool for RBAS Biz customers. RBPR is short
for Ritchie Bros Price Results, a tool built to help users estimate the value of their equipment by
calculating and analyzing the data of thousands of machines (Rbassetsolutions.com, 2021). For
customers in M2R project, we have incorporated this tool to RBAS Business so that user could see
the price of their machines when being calculated by RBPR. The modal will pop up in several
places: in my stock view (where all machines are listed), in product card view (where only one ma-
chines is listed) and in add asset view (when user add asset to the system). However, there were a
few problems with the implementation. The most critical issue was that there is a difference be-
tween the price displayed in my stock view and in product card for each equipment. After discuss-
ing the problem, we found one potential reason, but the senior developer needed to check the
code to confirm our theory. We planned to have the issue fixed during the day in UAT environment

for our QA to retest it.

After that at 9:00 | joined the support weekly meeting with the PM and the project coordinator. We
talked about some customer requests. Last week one customer asked for their webshop to change
the Ul, and this customer has many webshop solutions. Last Wednesday | gave the estimation of
development hours on this and in the meeting, | explained the reasons behind my decision for the

estimation. The proposal was sent to customer, but there was no response yet.

After this | spent about one hour investigating the problem with the price result (RBPR) with the
senior developer who was in the morning meeting. We confirmed our thoughts about the possible

cause for the defect. The senior developer proposed to have it fixed by the end of the day, but we
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would have the solution pushed to UAT environment on Wednesday. This was because the solu-
tion required the help of our US team to update the servers and there was considerable time differ-
ence between Helsinki and Chicago.

During the day | was able to tackle one problem. RBAS Business encountered a lot of speed is-
sues which affect the performance of the system. This has a considerable impact on sales team,
especially when they show the demo of RBAS Business to potential customers. For that reason, |
talked to our IT Director and senior software architect to understand the basic assumption about
this situation. | proposed to them that this issue must be worked on with high priority, especially
when new customers from M2R project start to use the platform as their managing system. The fi-
nal decision was that one of our senior server and database engineers will start working on it as

soon as possible.

After this, | spent about one hour preparing for the sprint planning meeting. | read all the tickets

and made sure their descriptions were detailed and informative.

At 13 we have the planning meeting. There were many things to discuss, but we focused on critical
bugs and two epics. The first one is support terms and agreements for users when they log in to
RBAS Business, and the other one is new development and features for M2R project at phase 2.
We went through the tickets one by one, but because the timeframe was not enough, we decided

to continue tomorrow.

At 14:00 | have a meeting with marketing department, business development manager, our devel-
opers in Jupiter team and the designer for the new Mascus.com marketplace. We talked about the
new design for product card, and it was helpful and interesting for me to see all inputs from differ-
ent professionals on the same product. We made a lot of good comments and suggestions for in-

terface so the designer can improve the current layout.

The last meeting of the day was a meeting with our QA developer. We discussed testing progress
in UAT for M2R project and | answered some questions of his about the tickets in epic that we
talked about in the previous planning meeting. After this, | spent about one hour and 30 minutes

checking our support work, proceeding with new tickets, and delegating them for developers.
Wednesday 15" June

The focus of today was the sprint planning continuation and new design of Mascus marketplace. In
the sprint planning, we discussed and estimated tickets that we were not able to go through with
our previous planning meeting. Most of them concentrated on improvements for RBAS Business to

better serve customers migrating from Mascus.com platform. The requirements for most of the
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tickets were simple and feasible. However, one of them described the need to add registration
number of the vehicle into one of the hits for free text search in RBAS Business. This one required
change to our established procedure to include the field registration number to fields that can be
found from free text search. Another ticket described the request to change default sorting of asset
to created date instead of brand. This change affects globally, meaning that not only for RBAS
Business users in Europe, but also for those who reside in the US or for RBAS Enterprise custom-
ers. Therefore, it must be communicated with the US team to ensure transparency and unity be-

tween two teams, and the PM would oversee this.

For the new design of Mascus marketplace, we discussed the balance between technology, user
experience and SEO good practices. Achieving all of these to the full extent at the same time is not
possible, therefore we need to reach a compromise to ensure that the new platform will be fast, re-
liable, but still have good exposure to search engines without sacrificing quality of coding. Few de-
cisions regarding how we need to program the site were made, but not everyone in the team

agreed with proposed solutions and more discussions needed to be conducted.

As today was Wednesday, our server deploy was successfully executed by our senior developer in
the early morning. For the rest of the day after other tasks, | checked our board, filled in necessary

information, and communicated with sales and developers about changes that were made.

Thursday 16th June

As the final design for product card for new Mascus.com marketplace has been mostly decided, |
started to create some tickets for Jupiter team in Jira tracking system. This took me plenty of time
because the tickets needed to be written carefully and with adequate details. Besides, the tickets
needed to be configured in a specific way to ensure that they would flow to the correct board with
appropriate workflow. For each ticket, images and mockup were attached and clearly defined for

both desktop and mobile view. | worked on this for the whole morning but did not finish writing all

the tickets. | spent time checking more important notes for Jupiter project from business develop-
ment manager from email. | noted some down and discussed with Jupiter team through our com-

munication channel.

In the afternoon, | worked on customer projects and few tickets for M2R project. Two sales support
specialists needed to consult me for technical matters about clients’ webshops, therefore | had two
separate calls with each of them. As usual, | tried to provide my colleagues with detailed infor-

mation so they could create proposals and send them to clients.

Friday 17th June
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As there were many tickets from new product card, | started writing them in the morning. This pro-
cess took me few hours because the number of tickets is big and for each ticket, | need to write a
clear, well-defined ticket with adequate information so that developers can work on it. In the after-
noon, | created a Gantt chart to show the progress of Jupiter project. Besides, | created a presen-
tation to show the expected timeline for Jupiter project to present in the road-map meeting with

business managers and vice presidents of the company next week.

After having done with these, one senior developer contacted me about an issue in the team.
There have been conflicts between her and one of the project support colleagues. The communi-
cation between the two has not been effective, which has caused stress for the senior developer
because she felt that her working hours are not being spent wisely. | talked to her and encouraged
honest discussion between her and the project coordinator. Another suggestion was | recom-

mended her to talk to her direct manager.

Weekly analysis

This week there are two lessons for me which | believe help me widen my knowledge a lot.

The first lesson relates to how to build a product that is sustainable and able to be scaled up. This
insight occurred to me during our discussion about RBAS Business. When the product was firstly
built in 2018-2019, it was not designed to be used by several thousand clients. The initial intention
was to build a solution which aims for modest or low user activity. This led to the technical set up
that for each client, there is at least one user and there is no limit for the maximum number of us-
ers that can access the platform. This is not an uncommon situation. In early development stages,
development team tends to overlook the importance of product scalability and focuses on the func-
tionality and the speed. This can affect proper research for product potential and interfere with pri-
oritizing a strategy for long term growth. (Acropolium.com, 2022). This seemed to be the situation
with RBAS Business. The product was built to quickly meet user needs and user base growth esti-
mation was not precisely made. Because of wrong anticipation, it does not own a stably strong in-
frastructure which can endure the access of more than 4000 clients and more than 10000 users.
This indicates that RBAS Business lacks scalability, or application scalability. In software develop-
ment, scalability of a software system means its ability to serve demand that significantly varies in
size and intensity (IntexSoft, 2022). Sharing the same view, Fanchi (2022) stated that application
scalability means one software product’s capability to deal with growth in user base and handling
more users when the business expands. The application must be able to allow access from more
users without losing its stability, speed, or security. This brings several benefits in various ways.
Preparing a product for its future growth state helps a smooth transition in business size while en-

suring that current requirements are met without non-essential complications (Conceptatech.com,



70

2022). Scalability allows the product to grow and generate more revenue while maintaining the
product quality and customer satisfaction. Without a stable infrastructure, when user growth ex-
ceeds a product’s capability, the product is no longer able to consistently provide value for users

which eventually affects their experience and loyalty (Volchek, 2021).

With this understanding, it can be said that scalability should have been one of the key features of
RBAS Business. Nevertheless, RBAS Business evidently did not possess strong scalability poten-
tial, because only about 4 years after the product was released, our user base has exceeded the
capacity of the app. This indicates room for improvement in building other products in the future.
To build and maintain a stable and valuable product, scalability should be made one of the top pri-
orities at the early stages. As stated above, it enhances user experience, saves money, provide
better performance, and can handle a surge in user activity. It also ensures the long-term growth
for the product. To achieve this characteristic, there are different opinions about what can be done.
According to Hidden Brains (2021), building large scale application needs several practices, such
as choosing the proper technology to go with scalability, use asynchronous communication, auto-
mate everything (including deployment and testing) to run everything continuously, etc. These
practices are practically useful, but on a more detailed level of software development. From a more
general perspective, Adam (2020) has pointed out that the four initial steps for establishing scala-
bility can be: choosing the right technology stack, picking a well-designed software architecture,
setting up solid infrastructure and streamlining software deployment. Volchek (2021) seemed to
share the same point of view with both sources above, stating that choosing the right architecture
and choosing the right framework are critical to develop a scalable product. The former can be
done with considering microservices and serverless while the latter discussed framework such as

Node.js.

For RBAS Business, the temporary solution was to optimize the code to make the application run
faster and consider moving the host of the product to cloud, which is also one of the suggestions
from Volcheck (2021) which was stated above. Code optimization can be executed and tested
while investigation for cloud possibility is being conducted. Nevertheless, in the long term, further
discussion must be organized with input from senior engineers with deep understanding about the
system. In situation like this, effective collaboration and timely decision making are critical to the
development of the product. Furthermore, to define the right path for scaling, not only engineering
team but also business professionals’ perspectives are considered. In this scenario, the role of a
product owner is vital as he/ she serves as the bridge between business value and engineer princi-
ples (Productplan.com, 2021). As for me, | see this as an opportunity to grow and learn. By initiat-

ing discussion about scaling up the technological capacity of RBAS Business, | believe | will help
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maximize the value of this product to our clients and support cooperation between development
team and other product managers.

Another thing that | have learnt during this week was how to resolve conflict with your colleagues.
Conflict is not a strange concept for people, regardless in daily life or in professional life. However,
unlike with daily life conflicts, workplace conflicts cause a deeper level of frustration and anger.
Once conflict happens, it can damage team synergy and cause challenges in collaboration be-
tween team members, or even demotivation (Hotjar.com, 2022). Maintaining team harmony, there-
fore, plays an important role as it does not only keep the team members’ motivation but also en-
sures that the productivity level remain stable. However, this task can be challenging in working
culture nowadays. With the diversity of people and culture in professional environment, miscommu-
nications and conflicts can happen anytime for various reasons (Cloud, 2021). With multiple per-
sonalities at work, keeping the overall harmony requires a certain amount of effort. Myatt (2015)
has stated that two major causes for conflicts at work are communication and emotions. When this
happens, it must be dealt with professionalism and calm attitude. Steps to follow to resolve con-
flicts can be: clarify the source of conflict, talk to each other directly in a safe and private place, lis-
ten actively and carefully, identify agreements and disagreements, find ways to meet the common
goal, determine each other’s responsibility in the resolution and evaluate the progress (Cloud,
2021).

Despite not being the one in the conflict directly, | must pay attention to the conflict because it af-
fects the quality of work and reduce team spirit. For the situation between the senior developer and
the project coordinator, the issue originated from inefficient communication. The project coordinator
wanted to have some work done but she is not available when the senior developer needs more
information to complete the task. This process repeats multiple times, leading to the developer
feeling that her time are not being valued and appreciated and she felt demotivated to work on the
task. In this case | have advised the senior developer to talk to the project coordinator directly and
reach out to her direct manager to ask for advice. During this process of resolving the conflict, they
must be respectful, patient, and motivated to solve the conflict. My plan is to contact the project co-
ordinator if needed and try to help arrange a meeting between them in order to solve the problem

and avoid repeating the same situation in the future.

From what | can observe, | also reflected on myself and my role as a technical product owner. To
my understanding, this conflict can be classified as both a task conflict and a relationship conflict. A
task conflict occurs when there are difficulties in reaching the final accomplishment as a team, and
a relationship conflict happens due to emotional driven differences, or challenges in achieving in-

terpersonal common grounds (Hotjar.com, 2022). The senior developer felt irritated as she did not
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have enough information but cannot reach the project coordinator, while the project coordinator
needed urgent task but she was not available to provide further details. From this point, frustration
was formed, and negative emotions affected the final result of the task. Since the conflict can have
major impact on the team harmony and productivity, one can encourage the team synergy by sug-
gesting open discussion and honest feedbacks (Hotjar.com, 2022). As for me, | also understand
that to prevent this situation to happen in the future between me and other colleagues, clear and
timely communication is vital. It is evident that an engineer should be equipped with detailed and
adequate information before he/ she can complete the task. To save engineering team members’
time, this factor should be considered when the request is being sent out. This does not only help

prevent similar conflict, but also enhance the team harmony and efficiency.
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4 Discussion

The observation period for this thesis happened for two months and was finished by July 2022, but
discussion and completion of the thesis was completed few months later in the same year. The
reason for this was the summer period as well as problems with health conditions of the author and
modification of the thesis. However, delay in completion does not affect the fact that | have learnt a
tremendously large amount of knowledge in various fields, and | have developed myself from both

soft skills and technical skills.

For technical skills, there can be two major aspects. The first is my knowledge of Mascus and
Ritchie Bros’ products and systems, and the second is technical knowledge from a general point of

view.

As a large organization, we provide a wide range of products, services, and solutions for clients:
from simple webshops to financial services for big dealers. In the beginning when | started writing
the thesis, | had very limited understanding about systems such as Mascus Admin and RBAS solu-
tion. Furthermore, | was not able to recognize the connections between these products and ser-
vices from a broader perspective. However, after the thesis, not only did | gain significant amount
of knowledge about Mascus Admin and RBAS, | also deeply understand how they collaborate with
each other and with other products and services of Mascus and RB, such as the marketplace Mas-
cus.com. Understanding the system, different products and how they interact with each other has
helped me to visualize, correlate and learn about the company’s vision and mission. For each
product, | have also learned their limitations and their capabilities. With insights into the ecosystem
of Mascus and Ritchie Bros, | can provide my coworkers and our clients with more precise infor-
mation and advice. This comprehension has also enabled me to learn and understand to a greater
level about my work and the significance of it. Furthermore, | also gained knowledge about my col-

leagues’ work and how that and my work can contribute to the success and growth of our com-

pany.

For general technical skills, | have acknowledged important lessons for project management, prod-
uct development, agile methodologies, and improved my knowledge about .NET framework and

C# programming languages, and PowerBI tool.

From project management prospect, there are different phases in managing a project, from initiat-
ing, planning, to executing and closing. Each phase has its own impact on the final outcome of the
project, and what | have concluded is that careful planning and precise monitoring play a vital role
in ensuring the success of the project. During several incidents while managing M2R project, | was

able to see how a project runs in real life and how changes commonly happen during the execution
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process. Dealing with these changes has sharpened my knowledge about the importance of risk
management and how effective collaboration can reduce the impact of unwanted changes.

As for product development, understanding customer’s needs and defining a product strategy are
two of the things | learnt. Most of the products nowadays use customer-centric approaches for
building their product strategy and this has been used also at Mascus and RB. Prioritizing custom-
ers’ needs while balancing between the business requirements and technical challenges can be
complex. It is challenging for a product owner to maximize the value of the product, but it is one of
the important things that | learnt during the past 8 weeks and will continue to learn every day. By
repeatedly implementing Scrum framework, | also became more fluent in agile methodologies and
was able to adopt a more flexible, agile mindset. My experience while working as a Technical
Product Owner has helped me understand the necessity of being adaptive, intuitive, and customer-

oriented in an evolving software development industry.

There is also other helpful knowledge that | have gained during writing the thesis, such as different
testing methods and how choosing the right testing method can also contribute to the success of
the project or the feature rollout. Other understandings, for example taking part in the onboarding
process of the quality assurance tester, was insightful for me and has helped me to become a bet-
ter teammate and better employee in general. Deeper understanding about Jira system is also one
of the advantages during working as a Technical Product Owner for me. Jira is one of the most
popular tools serve the issue tracking purposes, and Jira has many powerful features. Familiarizing
myself with the functions and the interfaces of Jira not only improved my daily work but also bene-

fited my future career growth.

For programming languages, | did not improve greatly as my daily work does not require coding.
However, by discussing our system’s architecture with our software engineers on a daily basis, |
still broadened my knowledge about .NET and C# language. My plan for the future is to continue

learning and developing my technical skills to have better insights and decisions.

As for soft skills, one of the key lessons is the significant importance of communication and collab-
oration when working as a team. It goes without saying that communication between team mem-
bers helps accelerate productivity and team spirit, but it has an even more immense impact when
dealing with difficult times when executing the project. Under chaotic conditions, stress and anxiety
can be emotional obstacles to defining the solution. For a large corporation, it can be even more
difficult to ensure the team stays informed due to hierarchy and organizational structures. Often in
these situations, clear, timely and concise communication between business managers, develop-
ers and product managers is the key to resolving the challenges and leading the team towards the

best paths. As a Technical Product Owner, | am aware of the impact of facilitating proper
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communication between team members and enhancing cooperation between technical and busi-
ness sides. This acknowledgement has been utilized to face some challenges during the M2R pro-
ject.

Some other skills that | have learnt during this past 8 weeks can be hamed such as conflict man-
agement, dealing with stress and large workload and coaching other people. Working as a team
sometimes requires adjustments and compromise to avoid conflicts and balance the harmony be-
tween teammates. Knowing how to express my ideas without offending others while keeping an
open-minded, solution-oriented attitude has been one of the skills that | had the chance to sharpen
while working in Mascus. As a result, | believe | have made progress in improving my negotiating
skills and making compromises for achieving the goal without sacrificing the synergy of the team.
When the teamwork quality is improved, | also manage stress and exceptionally large workloads
better because | understand more precisely from the perspectives of my teammates. My coaching
skill, on the other hand, was only slightly improved and mostly during the onboarding process for
our quality assurance specialist. However, it was truly one of the most pleasant experiences for me
as it improved my patience and my ability to express ideas and systems. It is one of the skKills that |

hope to advance later in my career growth as a product development professional.

There are plenty of new approaches and methods that | have used during the time writing my the-
sis. Labeling the tickets in Jira system was one of the ways that | tried to innovate and improve my
work. Using PowerBlI to create charts and graphs for the KPI report was another approach that |
wanted to use to contribute to my team and company. | have also observed and thought about
ways to improve communication and enhance collaboration in the team and between teams to
sales managers or product managers. While writing a diary-based thesis, what | have noticed is
that keeping track of daily work builds up an excellent resource of information on incidents, sys-
tems relations. It also allows troubleshooting problems and serves as an insightful knowledge base
that can be utilized to onboard new members of the team. Furthermore, it is also a great way to re-
flect on one's own development and professional growth. It is an incentive to be more productive

and motivated at work, which can be challenging sometimes for professionals.

However, despite newly acquired knowledge and skills, there are certain areas for improvement.
For example, technical knowledge is one of the weaknesses of mine. As a Technical Product
Owner, the specialized understanding about technical decisions and architecture is not mandatory,
however owning this domain knowledge can be of greatly advantage for advancement in the job.
Acquiring technical knowledge demands one’s patience and focus, but gradually leads to higher
work quality and better perspectives. With deeper technical understanding, | will be able to produce

constructive and valuable opinions for any product that | own. Furthermore, several other aspects



76

for improvement can be named such as product requirements definition, time management and
communication flow enhancement. Some knowledge has been leveraged during the observation
period for improving these skills, however with continuous finetuning and self-development, | hope
to reach a further seniority level of my profession to contribute greater value for the business or-
ganization. In the next three to five years, | aim at professional development through acquiring
knowledge on various aspects of product development, for example operational metrics, scalability

approaches, technical frameworks, release cycles and development methods.

To conclude, | believe that the past 8 weeks have contributed greatly to my technical knowledge
and soft skills, which not only deepen my knowledge about my company but also provided me with
valuable opportunities to develop myself as a professional. Product development as a discipline
involves knowledge and practical application of a multitude of important concepts and ways of
working. Such concepts include release cycles and delivery regularity, suitable development meth-
odologies and frameworks, and establishing and tracking the operational and delivery metrics of
the product. A product owner must have a profound understanding of how to keep a product main-
tainable and scalable, while keeping the team motivated and engaged. Maintaining efficient com-
munication with both engineering teams and business stakeholders requires a set of strong soft
skills. As a liaison between the business and engineering you must be empathetic but still able to
negotiate an outcome that satisfies the requirements of business without jeopardizing the wellbeing

of any team members.
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