Pietro Fiorentini Spa
This case study was published on 12 September 2020 during the
“Agile Business Day” conference held online due to the Pandemic.
I presented the story together with Andrea Provaglio, an independent Enterprise Coach and longtime friend who takes care of the
company’s Agile Transformation with me, and Andrea Aganetti,
Product Owner of Pietro Fiorentini Spa. The reference period is
between 22 July 2019, the Kick-Off of the project described, and 20
November 2019, the day of the Sprint Review number 7. The slides
can be downloaded from my personal website²⁹⁸.

“Pietro Fiorentini Spa” is an international company that designs,
produces, and installs equipment and complete solutions in the Oil
& Gas sector, with over 80 years of history. It employs 1,700 people
located in 13 plants, of which 6 in Italy and 7 in the rest of the
world. The commercial offices cover Europe, Asia, America, and
Africa. Pietro Fiorentini has a mature implementation of the Lean
²⁹⁸https://paolo.sammiche.li/download
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Manufacturing method, with over 20 years of experience. The various Lean practices, among which the 5S²⁹⁹ (Sort, Set in order, Shine,
Standardizing, Sustain) method stands out, are diligently employed
everywhere, both in production and in offices. The continuous
improvement process (Kaizen) takes place on a specific week each
month, called “Kaizen Week,” under the supervision of Lean Sensei,
flown directly from Japan each time. This activity involves 15 teams
every month, for over 3000 working hours per month dedicated to
continuous improvement. All the management, starting from the
company’s ownership, deeply embodies the principles and culture
originated by Toyota, setting the example first.
The Scrum method’s adoption involved several teams in the various
plants, in a number that at the time of presentation exceeded ten.
Projects vary from IT projects to telecommunications, architecture,
new businesses, and, of course, Hardware projects.

How to combine Lean, 3P, and Scrum
to get efficiency and effectiveness?

²⁹⁹https://en.wikipedia.org/wiki/5S_(methodology)
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The project described in this case study relates to constructing a
production line for a new gas pressure regulator for civil use. The
development of the actual product, the new pressure regulator,
had started a few weeks before this story. Paraphrasing a famous
statement by Elon Musk, it was about building “the machine that
builds the machine³⁰⁰”.
Therefore, having to align a development group already started
with a new one and numerous stakeholders, we organized a twoday LiftOff. In this way, we had the opportunity to clarify the
meaning of the project (Purpose), the shared rules (Alignment), and
the context in which we had to operate, both from an organizational
and technological point of view (Context).

To elicit the Purpose of the project, we used a tool I called Basic Canvas. It is an evolution of Roman Pichler’s Product Vision Board³⁰¹
that I have refined over the years, released under a Creative Commons license and freely downloadable from my personal website³⁰².
³⁰⁰https://digital.hbs.edu/platform-rctom/submission/tesla-building-the-machine-thatbuilds-the-machine/
³⁰¹https://www.romanpichler.com/tools/product-vision-board/
³⁰²https://paolo.sammiche.li/download

Pietro Fiorentini Spa

227

It discusses who our customers are and which aren’t their needs,
desires, and the obstacles they encounter in trying to reach them.
In my opinion, this scenario is the basic definition of value, and it
is represented in the left half of the Canvas. When someone has an
impediment to satisfying his desire, they are willing to exchange
value with somebody who can help him in his goal. The right half
of the Canvas, therefore, allows us to discuss what we can offer
to help those listed on the left side achieve their goals and what
are the alternatives to our idea today. The last column captures the
Business expectations from the Sponsors of the initiative and the
risks in satisfying these ambitions.
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To develop the Basic Canvas, we divided into four tables, in which
four canvases were created in parallel. Then, in a large wall, we
combined the ideas that emerged at each table. Finally, we consolidated all the material into an A0 sheet so that it remained an artifact
for the project’s duration.
In the Alignment, we formed the Scrum Team defining the Working Agreements, the Definition of Done and Ready. People from
different departments joined the team, tooling, maintenance, and
logistics to create a cross-functional team.
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The Team chose the name “TheRollingScrum.” In a break, I created a
bit as a joke with my computer, a logo, borrowing a part of it from
the famous rock band. It won everyone’s favor and was adopted
immediately as the Team’s emblem.
The space dedicated to the Team’s work was located directly in
production, in the area that would host the assembly line once it
was finished.

In this large space, the team had everything necessary to design the
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stations, prototype them, build them, and test them. Team members
used a method called Lean 3P in the design and construction of new
products. So they lent me a book with which I tried to understand
the fundamental components of the method and find the points of
contact with Scrum.

It is an incremental development method in which, with a crossfunctional workgroup, prototypes are frequently shown to representatives of the various functional offices, with an approach called
try-storming.
The revealing sentence for me said: “3P should be included early
in the development cycle to align the different vertical functions
in our horizontal value stream”. “Great!” I thought, “The method is
perfectly compatible with Scrum!”. The essential difference is that
Scrum, by creating a stable cross-functional team and establishing
roles, also introduces an organizational change, which 3P does
not require. Everything else looked very similar, so I decided to
incorporate 3P into Scrum, as did the various engineering practices
of my iceberg model.
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I asked the Team: “If I weren’t here, how would you create the
to-do list?” They showed me a fishbone diagram that showed the
assembly sequence of the parts of the product. “So, is it user’s
actions to assemble a gas pressure regulator? In Scrum, we use User
Story Mapping, which visualize the user tasks; it’s just the same
principle. Let’s use this fishbone to create our User Stories! “. We
started writing the stories: “the operator wants to insert the valve
into the regulator,” “the operator wants to screw the valve into the
regulator,” and so on.
The Team started saying things, like “we still have to do the ‘x10’
of this station while we can do the ‘x50’ of this station because it’s
similar to the old regulator”. I asked what these x10, x50, and x250
were.
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They explained to me that it was the prototyping level. The first
level, x10, was made of cardboard and allowed to discuss the footprint, the input of materials, the output, and the production flow.
The second level, called x50, was made of wood and made it possible to discuss ergonomics, management of supplies, etc. The x250
model was made of aluminum and housed working parts, such
as electric screwdrivers, which could be used by the team for
testing, certainly not by production operators. Just after the x250,
a prototype was created. With that, together with a minimum of
training, operators could use it to produce small quantities and test
the process. Finally, the mass production model was built, with
all the ergonomics and efficiency characteristics. “What do these
numbers mean in practice, then?” - I asked curiously. “Compared
to an abstract design, these models allow you to learn five times as
much, so the numbers represent this, the amount of feedback and
learning that multiplies each time by a factor of five. This approach
is called TryStorming. We design by trying”.
“Brilliant,” I said, “in Scrum, we have acceptance criteria for User
Stories. It is the same principle. Let’s use this numbering to indicate
the level of prototyping of the user story”. As team members saw
their practices being incorporated easily into Scrum, enthusiasm
grew up.
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Once the first Product Backlog was created, we proceeded with
Sprint Planning and designing the Sprint Board. Since the team
dealt with the new product development and other secondary activities, such as maintaining old products, we implemented several
Scrum Patterns from the beginning. Therefore, the board’s first horizontal line was used for the improvements from the retrospective
(Scrumming the Scrum). The second line contained the interruption
buffer (Illegitimus Non-Interruptus), and from the third onwards,
the Sprint Backlog stories. In addition to highlighting the Sprint
number and the date of the next Sprint Review, the title of the board
showed the average velocity of the last three Sprints (Yesterday’s
Weather).
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As already described several times, the approach to incremental development to shorten the feedback loop was already a fundamental
element of the company culture. For example, the group designing
the gas pressure regulator had produced a prototype of the model,
in plastic, using a 3D printer, to allow the “RollingScrums” to have
a physical component to start working.

After the first couple of Sprints, we began to invite various Stakeholders to the Sprint Reviews, including the plant manager. The
product demos were very interactive and engaging, allowing par-
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ticipants to touch the different solutions. To overcome the excessive
noise of the environment, due to the production lines bordering the
Scrum Team’s space, we equipped ourselves with a microphone
and amplifier so that all participants could hear the explanation
of the demonstration. A second microphone was passed between
participants for questions, considerations, and feedback.

Among the practical benefits, Andrea Aganetti, representing Pietro
Fiorentini Spa, mentioned that forming a Scrum Team allows a
more homogeneous distribution of Know-How, with consequent
team spirit, involvement, and motivation. Scrum also introduces
a concept of distributed leadership, which makes the staff more
responsible. Having prioritized Product Backlogs allowed them to
incorporate new needs and priority changes with an effort of a few
hours, instead of the weeks it took with traditional project management. The characteristic of always prioritizing higher-value activities is what led Pietro Fiorentini’s leadership in this transformation
process to improve the work’s effectiveness while maintaining attention to the efficiency with Lean Manufacturing. Furthermore,
Scrum events’ flow provided a regular cadence much appreciated
by the Stakeholders, who found in the Sprint Reviews the place to
structure the feedback and align with the progress made.
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Finally, compared to the past approach, the Sprint Board, complete
with the “Pattern of Interruptions” and “Scrumming the Scrum,” has
allowed us to bring all the activities of the Team to a single point,
whether they are development, maintenance, and improvement,
simplifying management and increasing transparency.

As points of attention, it should be noted that it is crucial to involve
all Stakeholders in the introductory training sessions on the method.
Also, consider team formation carefully since a later variation of
members causes delays, impediments, and decrease morale. In this,
the involvement and participation of Management is essential.

