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Kak mbl B 6aHke npugymann SAFe® mn 4yto
M3 3TOro NOJTyYUochL?

SAFe® and Scaled Agile Framework® are AnekcaHgp KanuHosckum (Cl1O, HCFB)
25.09.2020 registered trademarks of Scaled Agile, Inc. Anekceln MloHoB (MoHoB v MapTHepbI)



NoOopbin Beyep! HOME

IONOV O, PARTNERS

HOME
CREDIT
BANK

HauynHan kapbepy B 1996-m ¢ no3uvuuun UT-meHegxepa B KOMNaHum
«Coto3KoHTpakT», rage npopaboTan aBa roga. C gekabps 2004-ro
nopsigka 12-tn net npopaboTan B MeXAyHapOAHbIX NOApPa3AeneHnsix
6aHka HSBC.

B mae 2016-ro 3aHan JOMKHOCTb AMPeKTopa Mo UHXUHUPUHTY —
PYKOBOAUTENS MPAKTUKMA MHXUHUPUHTa B komnaHum Buildit (qovepHss
CTPYKTypa MexayHapoAHon koHcanTuHroson komnaxdumn Wipro Digital).
OTBeyan 3a KOHCYIbTMPOBaHNE MeXAyHapOAHbIX Kopropauuii no
BOMpoOCcaM TEXHOIIOrM4YeCcknx TpaHcopmMaLmn, BHeAPEHUA
WHHOBALMOHHbIX TEXHOMOMMNA 1 TMBKMX MeTodoB pa3paboTku.

25 nioHst 2019 roga npecc-cnyx6a Xoym Kpeant BaHka cooblumna o ero
Ha3Ha4YeHU OUPEKTOPOM NO MH(POPMALMOHHBIM TEXHOMNOMMAM
KpeOuTHON opraHu3auuu.

AnekcaHap
KannHoBckuu

Anekceu
NoHOB

; IONOV
Exa O
& PARTNERS

Lean-Agile akcnepTt ¢ 6onee 4yem 20-NeTHNM OMbITOM Ha PYKOBOASLLMX
OOJIDKHOCTAX Kak Ha CTOPOHE «3aKasyuka», Tak U « ACMOSTHUTENSAY.

Koyu, TpeHep 1 KOHCYIbTaHT, crneumanmucT no kopnopaTusHomy Agile.

OcyuwectBun nepsbin B Poccun nonHomacwtabHbin 3anyck Scaled
Agile Framework® B poccuiickon komnanuu. O6yyun 6onee 700 SAFe
CneunanmcToB.

MepBbin cepTucumumpoBanHbin RTE, ARCH, APM, LPM B PO.

MpodeccmnoHanbHbin koyy ICF ypoHst PCC, uneH ICF 6onee 7 ner.
Ounnom MBA (PAHXuIC, cneunanusaums ClO). BbinyckHuk
[ocynapctBeHHoro YHuBepcuteTta Ynpasnenus (IYY,
NPOU3BOACTBEHHbIN MEHEXKMEHT). DKCrnepT B 06nactu ynpaBneHus
npeanpuaTUeM.
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NMnaH

1. C yero Bce Hayanoceo...
2. Kak Mbl NnpuUwniu K peweHunto BHegpaTb SAFe®

3. NnaHupoBaHue n 3anyck nepsoro Agile Release
Train

4. lMepsbin PI Planning

5. lNepBbIK ONbIT, YPOKK U MJiIaHbl Ha byayuiee
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BaHk n ero UT-naHgwadT

BaHk 17 neT Ha pbIHKe, OAMH N3 CaMbIX U3BECTHbIX 6aHKOB B PO3HUYHOM
KpeauToBaHMM NNOC Aeno3nTbl, AEOUTOBLIE U KPEAUTHbIE KapThl,
3apnnaTHble NPOeKTbl U MHOroe apyroe

1000 4yenosek B AT, B passutunm 500

[MocTosAHHOE pa3BuUTME NPOAYKTOB, MOOUITBLHOIO NPUNoXeHusd, 6onbLioe
KONMNYECTBO PErynsTopHbIX 3aaay

NMpoGnembl

CIOXXHOCTU YBSA3KN CTPaTErMYecKnx NpUopnTETOB U AENCTBUN
pa3paboTyYnNKoB U KOMaH[

[onroe BpeMs OXXuaaHuUs B TOYKe aHanuaa u nnaHnpoBaHus
HenpospayHbiit npoLecc onpeaeneHnst NPUopuTeToB

Knaccuyeckas cuctema ynpareHus XepTByeT MOTMBaLUMEN paaun
pesynbTaTa



HOME
CREDIT

Agile n Scrum «pewnT BCe NPOONEMbI»? =

 Wpen Agile B 4ucTtom Buae npekpacHbl, HO npeanosiaratoT NOSHYH0
He3aBUCUMOCTb KoMaHa. PpenMBOpPK Scrum CUbHO HE NMOMOraer,
roBOPS «MPOCTO YMEHbLLUNTE 3aBUCUMOCTUY ...

* Y Hac, Kak 1 Ha MHOTUX NPeanpUATUAX, 60NbLUMHCTBO NPOAYKTOB
paboTaloT B pasnuyHbIX cMcTeEMaXxX U CO34atTCst MHOTUMMU
KoMaHOamu.

« J[JoCTUXKEHMEe «MOYTU MOSTHOM» HE3aBUCMMOCTM KOMaH, TpedyeT
MONHOM TpaHcdopMaL MM apXUTEKTYPbI, KOTOpas MOXET 3aHSATb rofbl.

« Haw onbIT 3anycka Agile/Scrum nokasarn «HEBO3MOXXHOCTb»
CUHXPOHM3aLNN NPUOPUTETOB N 3aBUCUMOCTEN MEXOY pas3nnyHbIMU
Agile komaHgamu, KOTOpblE eLle MMenu 3aBUCUMOCTU ¢ LieHTpamu
KomneTeHuumn
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«J1rodu yxe denarom
MaKCUMYM 803MOXXHO20;
npobrsieMbl Haxoo0simcsi 8
cucmeme. Tonbko
MeHeO)XXMeHmM MoXxem
U3MeHUmb cucmemy.»

—W. Edwards Deming
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«4YT10 penatb?» ©

* CospgaTb npouecc ynpasrieHns paboTon, Npo3payHbli A8 BCEX YPOBHEN
ynpasJieHNA KOMMaHUeN

* YBgasaTtb [lpogykToBblie baknoru, ctpaterndyeckune Lenu n ouHaHcoBbIe pesyrbTaThl
*  CuWHXpOHM3NPOBATb NPUOPUTETLI HA BCEX YPOBHAX

* Ynpasnarb HesaBseplieHHbIM Nponssoacteom (WIP)

* [loBbICUTb BOBMEYEHHOCTb JTHOLEN

* Crtpoutb Lean-Agile opraHnsauuto

* BHectn B Agile komaHabl OKYyC Ha pe3ynbTaT, AUCLUNIINHY N OTBETCTBEHHOCTb

*  CHW3NUTb 3aBUCUMOCTU

*  YNyywmnTb UHXEHEepPHbIe MPaKTUKU N MOCTOAHHO CHMXKaTb TEXHUYECKUA OOST

* [loCTOSIHHO yny4lwaTb CKOPOCTb AOCTaBKMN LLEHHOCTU, He Tepss (nosbiwwas!)
KayecTBO



MMouck pelweHus
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U BoT KyAa Mbl NMPULLTIA.

SAFe" for Lean Enterprises

Organizational
Agility

Lean Portfolio
Management

Agile
Product
Delivery

Team and
Technical
Agility

Continuous
Learning
Culture

-
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.

Enterprise Government
&
. -
Epic Enterprise
Owners Architect
Business § §
Owners MM
) o
B B

System Product
Arch/Eng Mgmt

RTE

Agile Teams
Product
Owner

e

Scrum
Master

Business | Dev | Ops | Support

Kanban

Customer Centricity

OO

Design Thinking

Kanban

Portfolio Backlog

’ Lean Budgets

Business Agility

Guardrails

Z XP
* Plan
+ Execute
'y * Roview
* Retro
Program Scrum
Backlog
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Team Kanban
Backlogs

Core
Values

Lean-Agile
Mindset

#"™§ Measure

f 4\ &Grow

PORTFOLIO

'T ey

Value Streams

Continuous Delivery Plpellne J ESSENTIAL
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Program Increment

SAFe
Principles

——

Lean-Agile Leadership

Program Increment

Roadmap

*===) Implementation

£ SAFe

Leffingwell, et al. © Scaled Agile, Inc.

-

SAFe Program
Consultant

PROVIDED BY
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Vision

Roadmap
Milestones
e

Shared
Services

Lean UX
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* Ham noHpasunuce lNpuHumnoI
* SAFe xopollo n cTtporo npopaboTaH
* Bo3MOXHO, ny4ylle BCex noaxoauT Ans KOpnopaTMBHOIO UCMOSib30BaHUSA

* Bknrovaet ynpasneHue Noptdenem, CUHXPOHU3aUNIO U BbipaBHMBaHWE
BOKpyr CtpaTterum gnsi Bcex

* He cTecHsadach, roBopuT 0 npobrnemax n HeobxoaANMbIX UBMEHEHUSAX

* BonblUOW NPaKTUYECKUIA OMNbIT UCNONb30BaHUS, B TOM YMCne KPYMnHbIMU
opraHusaumMsMm 1 B PMHAHCOBOM CEKTope

* EcTb peanbHble npumepbl 3anycka «c Hyna» B Poccum
* [lpeaonaraet noaxoabl kK padote ¢ Tex. gonrom n DevOps

SAFe® pna Lean OpraHusauum — a1o 6a3a 3HaHUN NPOBEPEHHDLIX,

NHTErPUPOBAHHbLIX MPUHUNMOB, NPAKTUK U KOMNeTeHUunn ansa Lean, Agile n
DeVO . B MaCLLIT86€ .SAFe‘t'; and Scaled Agile Framewo‘rvki re

Aarictn e ~rA a7 ~ ~la Ay




Mbl — B xopoLuen KoMmnaHuu!

KopoTtko o SAFe

Caplta/l()ng
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2AASAFE | ScAlED AciLe:

500,000 1N SAFe Training

MpOcheCccHOHANOE, NPOLIEAWIMX WA Bceobbemniouias ponesas yuebHasn L s

TpeHuHrn SAFe Goree vem g 110 5 nporpamMma fins! yeneuiHoro 3anycka en 500/"
MPOBEPKU HABLIKOB C MOMOLLBIO )

CTpaHax Mupa

npodeccuoHansHo cepTudukaumuu.

20,000 fousies)

OpraHu3aauuit ucnonsayior SAFe 8o Bcex Leaders
WHAYCTPUAX — OT MeAULIMHBI A0 CaMONeTOCTPOeHNUs

3 0 0 MaptHepos Scaled Agile B
6onee yem 50 cTpaHax

MHIOCCTPAX o
% aKunoHepHoro

L:'.anmgna n SUMM|T
1% BpPEeMeHM COTPYAHUKOB

komnanuu Scaled Agile B g;imﬂ"b’; coGpanus
6naroTBOpUTenEHOM © CodbiliocTba B
nporpamme «Pledge 1%» | CLA 1 Espone.

euwe...
WARGAMING.NET Standard Bank
LET'S BATTLE Westpac
Nordea
Murex

3 5 %
5 0 %
) 30%

[ Business |
\ Teams

AsHbin Ilunep
«Agility B macwrabe»

Gartner Agile in the
Enterprise Survey

YckopeHue
Time-to-Market

lNosbilueHne
MpoayKTUBHOCTY

YnyuweHue
Kayectsa

WHknto3uBeH

SAFe nHTerpupyer npakTukv U3
Lean, Agile, DevOps, Scrum,

Kanban, XP, Design Thinking, u
CollabNet VersionOne Product Development Flow

State of Agile Report

MetLife
Anthem

Northwestern Mutual

Lloyds Bank
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#1- MPUHATL 3KOHOMMUYECKYHO TOUYKY 3peHuUsA
#2- MpUMeHATb CUCTEMHOE MbILLNIeHue
#3- MpuHMMaTb BapMaTUBHOCTb, COXPaHATb ONMUMOHANbLHOCTb
#4- CTPOUTb MHKPEMEHTANbHO C ObICTPbIMU, BCTPOEHHbLIMU LIUKIIaMu 00y4YeHuns
#5- OCHOBbIBaTb BeXM Ha 06 HLEKTUBHOM OLeHKe peanibHO paboTarowmx cucTem
#6- Busyanuanposartb 1 orpaHnumBatb WIP, ymeHbLIaTb pa3Mep NapTui, yNpaeBnsTb pa3MepamMm ovepenemn
#7- PaboTtaTb B eAUHOM PUTME, CUHXPOHMU3UPOBaTb, UCMONb3YA KPOCC-A40MEHHOE NNaHMpoBaHue
#8- BbiICBO6OAUTL BHYTPEHHIOK MOTUBALUIO MHTeNNeKTa paboTHUKOB
#9- [leueHTpanU3MpoBaTb NPUHATHNE peLUeHU

#10- OpraHM3oBaTbCsl BOKPYr LIEHHOCTH
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Business results

® °
SAFe Implementation Roadmap
30-75% CREDIT
IONOV D, PARTNERS
Leading SAFe" for -
SAFe" Government o " d“
- ()
(Reach the tipping point) Leaii Poitfolio 10 - 50 %o Measiiie 25-75 %o
A Implementing SAFe’ Leading SAFe* Management
X SA ”'SGP &
Waterfall/ Go Train Lean-Agile Train Executives, Identify Value
Ad hoc Agile  \-7a10 Change Agents Managers, and Leaders Streams and ARTs (.‘,-e,‘9
)) A& Lean-Agile Center of Excellence ))
Agile Product and SAFe’ for SAFe” for SAFe’ Scrum SAFe' Product Owner/  Leading SAFe’
Solution Management Teams Architects Master Product Manager (for ART stakeholders)
CAPSM ) & ‘ & ‘) &»
5 ‘ >
e, = Train Teams and ve¥
£ Prepare for ART Launch
*** = Launch ART P
o a
o
>
>
o <./gp\. SAFe’
X \ DevOps
LY Implementing SAFe" Lean Portfolio SAFe’ Release SAFe" Advanced
E (A - (more SPCs) Management Train Engineer Scrum Master
A\ giie 501 are
4 Engineering
% { RTE SASM
%, o ‘ 1“'
@ ‘4-’ Launch More ARTs Extend to the ‘ * el
> and Value Streams Portfolio *
Mbi
cenvyac
30ecb
4 @ | PROVIDED BY
4 SAFe | $¢alep aciLe




NMogrotoBkKa

* 10/12/2019 - MNpeseHtaums ana EXCO
6aHka — «Executive SAFe»

17/12/2019 — brogxxeT yTBEpPXAEH, BKIOYas
BropxkeT Ha obyyeHue n nposeaeHue Pl
NfaHMpoBaHus (MOMeELLLEHNE,
KoMaHanpoBku B Mocksy)
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CREDIT

IONOV D, PARTNERS

29/01/2020 Tporokon 3acepanns EXCO or 10.12.2019

; HOME
o o CREDIT
«XOYM KPEAUT sug ®UHAHC BAHK»  BANK

Boinucka u3 Ilporoko.ia 3acexanust EXCO

r. Mocksa 10.12.2019
VyacTHHKH: Anemkun A. ., Waddep M. . , Konuxosa H. B. , Kanunosckuii A. M. , Macnos /1. H. , Kyuepa T. ., JKynumos K. A.

Pemenne no Bonpocy:

1. Update: Mrorn nenenu. Jloxa. Yaenst EXCO u samematomue orcyrersyiomux wienos EXCO
Hpunatsk k ceeaennio 063op pykosoautesneii biokos banka no Texkyuiei AeATeIbHOCTH.
1.1. OnoGputs BHeapenne B banke metononornn SAFe.

1.1.1. Jlupektopy bnoka MHpOpPMALMOHHBIX TeXHONOrMii NMpopaboTarh M NPEIOCTABUTHL MIaH HA CIeayioume jsa Mmecsaua u Giomwker. OTs.
Kaminoscknit A.M.

Henoamurean: Kamumosexiii A. M. Henoamuts noanynkr Ne 111 (nenomien 19.12.2019)
Henosmsiommii odssannoctn Ipeacenarens Mpasaenus Asnemkun A, T
Cexperaps [pasaenus Epmakosa M. B.

OueHb BaxHO: 3anyck SAFe® 3aTparMBaeT Bce YPOBHM OpraHusauumu, nognepxka um
BOBe4YeHue pyKoBoACTBa opraHusauum — 3arnor ycnexa.

MonbITKa «peBonoUUN CHU3Y» = rapaHTUPOBaHHbLIN NpPoBan.



[lhaH 3anycka
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HasBaHue 3agaum

O6yyeHue Exco

0O6yyeHne KoMaHapbl TpaHchopMauumn

Value Stream Mapping

BHyTpeHHee obyyeHne koMaHp, Agile

dopMupoBaHue 63ksiora, BUAeHUs U poagmana
®dopmMupoBaHue au3aitHa KOMaHg,

OnpegeneHne posnei n coctasa KOMaHf, Nepsoro
noespga

TpeHuHr SAFe® Product Owner/Product Manager

Be6uHap no pa6ote ¢ 6ek10roM ans KoMaHg,
TpeHuHr SAFe® Scrum Master

O6yyeHune komaHgpbl Cash

DuHanbHas oueHKa 3agay KomaHgamum

Pl Planning 1

OnuTenbHoCTb

1 peHb

2 nHen

1 AeHb

5 oHel

20 gHen

3 aHen

2 oHen

2 nHen

2 OHen

124

2 nHen

Hauano

nr
06.12.19

MH
02.12.19

Bt 24.12.19

MH
12.01.20

Y112.12.19

nr
20.12.19

nr
20.12.19

Cp
15.01.20

Mr 17.01.20
Bt 21.01.20

MH
27.01.20

BT
28.01.20

Cp
29.01.20
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OKOH4aHue

MNr 06.12.19
Bt 03.12.19

Bt 24.12.19

Mnr 17.01.20

YTt 16.01.20

Bt 24.12.19
MH 23.12.19
Y71 16.01.20

T 17.01.20
Cp 22.01.20

Bt 28.01.20
Bt 28.01.20

YTt 30.01.20
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[TnaHMpoBaHue NepBOro MHKPEeMeHTa
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pasHbIX nokauum A
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BMECTe Ha TpWU 3
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HUX BNepBble
cenu 3a oauvH
cTon Ang
oOLeHnsa




o HOME
' ne Mmbl cenvyac? ~CREDIT
» [lposenu TpeHnurn gna EXCO, Bnagenbues lNpoaykros, Scrum MactepoB, KomaHA
« 3anyctunu BTopon Agile MNoesaa (MoTtok LieHHocTn) — «KapTbi»

« [laHoemus 3acTaBuna Hac NEPEnTN Ha MOJSTHOCTLIO yaarieHHbIE MEPONPUATUS: BCE
VSM, lNnaHupoBaHus, obyveHune, PeTpo, [1eMo npoBoAsATCS OH-NamnH C
ncnonb3oBanmem Zoom, Miro, Confluence

* [lposogutcs obydeHne B EXCO-1 no nporpamme Lean Portfolio Management

* OpraHusoBaH NHBECTULMOHHBIN KOMUTET N KapTbl OLLEHKM A1 BCEX U3BMEHEHUW, OaXe
Tex, KoTopble He pa3pabaTtbiBatoTcs MNoesgammn (ART). OueHka oCHOBbLIBAeTCA Ha
cTpaTerndyeckux uensx u LeHHoOCTun

* Hayvarta nHmymatmea “Innersource” — gBuM>XeHMe B CTOPOHY MOJSTHOM KpOCC-
dYHKLMOHaNbLHOCTH

» [lposenu Kaptorpadwuto lNoTtoka LleHHocTn (VSM) ans tpetbero lNoesga (ART) —
«Puckn»
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Kaptorpadus
[NloTOoKOB

Kausa NpouzsoacreexHoro Mortoka LieHHocTu: (Hazsanme)

LleHHOCTWN!

BugeHne npeanoXeHun

[rrepp— prop——— | [-o———————rt
A8 e Ton Gamca Ak AEpXATERER KADT M cueTCa PRIPIEITH LR COPBIY GYAET WNOMIOBITHCR B FRCEPaguLn. BHYTRR
T o EIMENTCROW CofvevTe Tpeaucac Toerone Moross
n— owoicns
ana pma
. S— e aht
- s o 'f_ - L camene Knnenckue Cermentin
S R i perymaropca. OBCIYRrBaRMME CErMENTS. TiyT, MOTORIyENE ATR TH MAAMOOTHOWIRIMA €
" s Avetn g e K000 CeruenTa KRN KAMEHTCRA
- v g oWk B0 B Kooy A0 e N TIM e i, ecrepa o
. M ’ w Vo _ = e HO-RT CORGIT ¥ NOAACP R Th
il - — o =— =
. ar twm e Y oMo Wk HE 5P M (ST e 5 wr 50
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BRODET AR NI0AEH W NPoUKE B
PRCYDCIs, AAR0LMPYEMLE MO MIMEDENA AOCTS0EN LEMHOLTH

Haxaasae w KanKTanuse

Grraconux Usred Pouesim

MpoBogum nepeq 3anyckom
Kaxkgoro TpenHa

Ha Bbixoae — onTuManbHbIn
Habop KomaHg n

KOMMeTeHUMIA Ang AoCTaBKu
LEeHHOCTU
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*  OpraHusaummn nmeroT "pe3nHOBOE" Ka4eCTBO — NoKa OCYLLECTBNAETCA AaBrieHne, OHU MEHSAKTCS, HO
KaK TOSIbKO Bbl NepecTaeTe yaepXuBaTb 9TO COCTOSIHUE, BCE «BO3BpaLLAeTCHa Ha CBOM MeCTa» Kak
HM B YEM He bbiBano! ©

*  Msbl cchopmmpoBanun KOMUTET MO TpaHCopMaL MK, rae KnYeBble NPaKTUKN perynspHo
BCTpeyvaroTcs, 0b6CyaatoT Nporpecc, BONpoch! 1 paspabaTbiBatoT KOPPEKTUPYHOLLINE MEPDI.

« SAFe Bo3naraet 6onblLUyt0 OTBETCTBEHHOCTb Ha Brnagenbues MNpoaykta n Meneoxepos Npoaykra.
OHun HyxgatoTcs B 06y4eHUr 1 NOCTOSIHHOM NoaaepKKe.

» CosgaHune Agile komaHg n PenusHbix Moe3nos, B KOTOPbIX €CTb 3KCMNEpPTM3a No BCeEM HEOOXOANMbIM
cuctemam, cosgaet npobnemy: aKkCnepToB He xBaTaeT. YTobbl €€ peLlnTb, Mbl MPUCTYNUMN K
peanu3aunmn « BHyTpeHHero NCToYHMKa akcnepTmsbly. [epsblie NnpumMepsbl: KomaHab! [oesna
«KapTbl» nsyyatot ETL, a paspaboTunku n aHannuTukun, padoTtarLimne Hag 3agadamum npmereveHns
KITMEHTOB, Ha4YMHaT u3ydatb HomeR.

» [Ina busHec-cocTaBnswowen 6aknoroB Ham notpeboBanock cdopmynmpoaTtb Definition of Ready
(OnpeneneHne roToBHOCTK), OnNncbIBaloLee To coctosiHne dud n Mictopui, korga oHM MoryT ObITb
B3sTbl B [1NaHnMpoBaHue.



HoBaa opraHusauua — HoOBble 3HaHUA

Organizational
Agility

Lean Portfolio
Management

Enterprise
Solution
Delivery

Agile
Product
Delivery

Team and
Technical
Agility

Continuous
Leaming
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SAFe® and Scaled Agile Framework® are
registered trademarks of Scaled Agile, Inc.
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Leading SAFe
Lean Portfolio Management
SAFe for Goverment

SAFe Release Train Engineer
SAFe for Architects
Agile Product Management

SAFe Advanced Scrum Master
SAFe Product Owner / Product Manager
SAFe DevOps

SAFe Scrum Master
SAFe for Teams
Agile Software Engineering
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