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The key to effective product development is to prepare for the unexpected and be willing to 
deal with it when it happens. In this presentation we will use examples from developing 
telepresence products and solutions to show why it is better to respond to change over 
following a plan, why collaboration is better than contract negotiations, and why following 
principles is better than implementing procedures. Effective and succssful product development 
is all about being exceptionally good at navigating the unknown.
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Some thoughts about systems thinking



everything has a negative component ...



... as well as a positive component



so if you want to improve something...



... do not try to fix the negative stuff ...



... without considering how it will affect the positive 
component

?

?

?

?

?



because you might end up by reducing the positive 
component by even more



good organizations often have a profile like this

great organizations usually have profiles that looks like this

“Managing your problems can only make you good, whereas building your 
opportunities is the only way to become great.” (Good to Great, Collins, 2001) !



TelePresence Technology Group
Cisco Systems Norway



Telepresence systems and solutions
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Example of a Product



Cisco TelePresence Codec C90



C90 Features:
- realtime H.264 encoding/decoding
- full HD 1080p30, (4+4) concurrent streams
- 12 high definition video sources
- 8 high quality audio sources
- support for many-to-many communication
- Interoperability through H323 and SIP
- API for integration and remote control
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• Developed at Lysaker
• Started spring 2007
• First HW prototype arrived summer 2008
• Released late 2008 (~20 months of development)
• 2-3 people working with mechanics/design
• 4-5 people working with electronics/hardware
• 5-6 people working with FPGA development
• 40-50 people working with software development
• 4-5 test developers
• 1 person working with approvals

Cisco TelePresence Codec C90





Our Development Process





Development Process?



Development Process?



• Continuous planning
• Always attack high risks first
• Heavy focus on effective feedback mechanisms
• Visualization of actual status throughout project
• Teams: GUI, App, Protocol, Video, Audio, FPGA, 

Platform, QA, Support
• Parallel development
• Iterations and time-boxing
• Daily 15 minute morning assembly of elders
• Weekly rendezvous meetings
• Early and many prototypes

Development Practices in the Saturn project



Observations from TTG, Cisco Systems Norway



as a software engineer joining the organization…



at first you might get this impression...
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• Effective decisions 
• Autonomous organisation 
• Respect for the doers 
• No integration period 
• Spectacular products 
• Fast deliveries
• Sustainable pace
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Observations from TTG, Cisco Systems Norway
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“I have been working with software development 
groups all around the world, and you are way 
ahead of most.” 

(a consultant visiting our R&D department)



Development Principles
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Trust your employees!

"What we don't do is treat our employees like they're 
all, you know, criminals," 

(Jenn Mann, SAS Institute)



• Let the project and teams own their methodology
• Focus on communication, don’t rely on documentation
• Treat engineers as professionals, not as resources 
• Slack is essential
• "Plans are nothing, planning is everything”
• Focus on the whole product
• Encourage failures
• Respect the doers and create an autonomous organization
• Look for communication skills when hiring
• Aim for approximately right, rather than accurately wrong
• Release early and release often
• Trust your employees

Principles for effective product development



Navigating Chaos



Few software projects are like running on a paved road 
where you can see the ...



... goal in the end of the road. 

Most projects are more like...



extreme orienteering



with a group of people



in the dark



with only a sketchy map as guidance



http://www.youtube.com/watch?v=oetF3UTIwbc
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About Agile Product Development

(Video 5:36)
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