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2018 rev
30% annual growth

~ Jj Offices in NYC, SFO, CHI

and throughout the US,
Europe, LATAM & Asia
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A Digital Native
2,600

Machine Learning, Computer
Vision, Smart Assistants, API-
driven architectures, Advanced
Analytics and loT

12 consecutive years
via GPTW Institute
Covered by Gartner and
Forrester
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“One thing | love about customers is
that they are divinely discontent.
Their expectations are never static -
they go up. (...) People have a
voracious appetite for a better way,
and yesterday’s ‘wow’  quickly
becomes today’s ‘ordinary’. | see that
cycle of improvement happening at a

faster rate than ever before. ”




l "Put the Customer First"







“Digital is changing the way you behavel...] ”

"[...] that fear of failure is counterproductive at a time
when Coca-Cola has to take more risks."
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“In the eCommerce (and Retail) gametield, LATAM will
become what China is today.”

"Digital strategy is our biggest priority"
. N '

. o>
“ofy = -

By v "
-
-

Henrique Braun
CEO Brazil




‘Il would be responsible for results, not a department. And
| felt very strongly that in order to create transtormation, |
needed to begin with me. | needed to transtform myself."
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Adriana Knackfuss
VP Digital Transformation
Brazil
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Breaking down
the silos and

agreeing on the
problems




Whatisan A3 7

Candidate solution (new
organization, new technology-
enabled initiatives...)
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F 1. Slow by Design organization

e 18 months to launch a new product

e Multitasking, multiple handoffs
and stove pipes and few career
incentives to boost continuous
Innovation

e Qutput perceived as outcome

"

Stable Teams .= ShortCycles QE Scaled Agile with control



e Perfectionism and Risk-aversion
e Marginal continuous learning
e Leadership acting as "gatekeepers"

not as '"coaches"

Learn by Doing - Gemba / Visual

PDCA
Shuhari Management %

Camp by Camp/OKRs



3. Internally Focused

® Business decisions vs consumer needs

dilemma
g . e Comprehensive research, but no
= e
. il 9, . . . " n
A\ U 57 validation with "real people

e Almost no consumer involvementin the
product creation process

% Pulled production and continuous flow '{@ Value Engineering @ MVP, build, measure and learn % Experience Design



Transformation

Sponsor )
P Executive

End-to-end
Journey Owner

Mini-Company

Group of people sharing the
same objectives, linked to

business goals and working A lot of

100% integrated, with collaborative

autonomy. Brasil

Technical

w
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Marketing, Operations, Finance Developer

and etc

Customer
Experience (CX)
+ Strategy

Lean Agile
Coach

"gi UX Designer
)

e
19,8

‘v‘ Data Scientist

Technical
architect
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? 00 n-depth consumer interactions/month
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From farm to
table - in the

market in 3
months




V Boute to me: marketplace experiment

ARMAZEM MONTE SEU KIT SOBRE FALE COM A GENTE 100 N capasTeesE

? da manhd completo do seu jeito na
Zona Sul do R] e Barra
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manha para plataforma e
oseudia finalize seu pedido manha no local



From Mad Men o Math Men
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Rest in Peace
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Best-at-getting-better
Culture

Speed at Scale

w Fast beats perfect w= Growth mindset

w Tech Company Operating Modef > Experimentation drive
> One team with the right incentives : > Love for the problems!

> Bold goals for impactful outcomes w From yell and tell to servant

leadership
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The Lﬂehng Loghcy

| Customer Obsession

w Externally focused
= Qualitative research and
market test institutionalized

. »=» Data-driven mindset
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Aligning on the
problems and on
the vision

ISABEL

HEC / 30-35 - Mother - Married, A/B

She cares about her children's health, being
healthy and beautiful, living longer, balancing
choices, reading labels, and willing to pay more
for healthy products.

EDUARDO

25-30 - Single, A/B

He wants to have memorable experiences
and have alcohol as a tool of relaxation and
socialization.




F Lack of end-to-end Consumer Data

e Fragmented and incomplete
customer data

e Multiple versions of the "truth"

e Datain the hands of thirty parties

% Pulled production and continuous flow m Predictive Metrics @ MVP, build, measure and learn % Experience Design
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P new Purposetul Mini-company

Autonomous cross functional team

;Q(\QO Y‘N\OQ(O \QQO e o
(O”}QJ(O @’bﬁgj QJQ? OQQ’(Z) (00\3&6 A G \(\’?)Q o O\J\,\Q/
Customer N & -
Needs =
5 VS Bubbles »
f @’ e VS High End Juices g




First Yo scale beats first Yo warket(?)
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1007% natural” LS
Abebida é feita 0l4 pessoal, tudo bem? & Refrigerante
apenas de agua . ~
com gds, suco de § sauddvel, ndo dé nem pra acreditar!!!
fruta e aromas Parabéns a empresa pela iniciativa!!! As
nakuraes pessoas merecem o melhor sempre!l!ls3 ¢35
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Enterprise-wide
Learning

w= Old taboos being broken

w System leverage new
framework to "hack" traditional
mindset and replicate winning

strategy
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|» How to

change a culture 4

The LMHV\@ Loghey

Nutritionists as
advocates

Acceptance of the
market

i 0 H
w Influencers referringand 2070 of people buying YAS

promoting the product don't drink regular soft drinks

w= in 5 months got the same
share in supermarkets in SP of

incumbent in market for 4 years
| 58%
Sales

27%

73% -3%

October February
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What can you do on Monday mom'mﬂ?



V it's about Business Impact

Pick a relevant
business problem




i Collective In{'&llia&nw ANd commitment

Engage the right b % ¢
minds with the
adequate incentives Q @

2-4 weeks



12 weeks




Visits/gemba/go-see

Problem solving A3

Lean Digital
Cornerstones

Learn by Doing - Shuhari

Q Scaled Agile with control
The
Thoughtfully
FAST

way

Visual Management (&> ...& ShortCycles

Predictive Metrics i Pulled production and continuous

Lean Design flow
AT & Delivery
PDCA ’\1’1;} Value Engineering

Camp by Camp/OKRs /’\Q,\ / Experience Design
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MVP, build, measure and learn



I new operating wodel for wmpact at scale

[chapters]
[enablers streams]
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Services and Manage
respective life cycles.
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e W cecqumEl R ! N Satisfy the Highly
e Engaged Consumers with

o Healthy Drinks

EXPERIMENTATION

...... l MPLEl\;IE,.\‘T.AT.IO.N...... sesesesasas | . A Providetheconsumer
Coca-Cola products in

B~ M B a frictionless and

EXPERIMENTATION Simple Way
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Job to be done X
productsand ALWAYS starting
delivered by from a customer
enabler stream need!
Support the
. integrated
The company fit for the future experience Client +

Journey + Product.



Ineremental Transtormation

ADAPTABLE STRATEGY QUARTERLY BUSINESS IMPACT
Foundational Vision Funding, Prioritization and Measurement
B_usmess NS Sfr:i\tegy . Revenue growth
Distribution : .
. . Impact Analysis Faster time-to-cash
Operational efficiency
Value-to-customer
Cross-sell / Loyalty
Lean Delivery
TN, | TECHNOLOGY \
/
CUSTOMER '\
EXPERIENCE
Digital Capabilities Digital program execution
Customer Needs machine learning, Process optimization
Customer journey digital distribution, Software development
Personas real-time analytics,

Task models Cloud, mobile, AR
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"My real love is leading people. And lean digital has opened
my eyes to a completely new role for leaders. We can be close
to the work and the teams, coaching people to succeed. ”

Adriz;na Khackfuﬁs
Group Digital Director
LATAM




F The best at getting better

Thank you!
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