A Data-Led Approach to Scaling Scrum Globally

How Sanofi Transformed Global Vaccine Development
with Data-Driven Agility

A Case Study by Robert Schrader



Sanofi’s mRNA Center of
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21

MRNA IND1 /
Clinical Trials
since 2021

Translate Bio
Acquisition
Sept 14, 2021

Creation of

mRNA Center of

Excellence

June 29, 2021

*CoE: Center of excellence
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We are building an Agile ecosystem leveraging Scrum and Scrum@Scale frameworks to globally coordinate the
Development of a sustainable mRNA Vaccine Platform as well as generate viable New Vaccine (NV) candidates. Our

aim is to compliment Sanofi Vaccine’s already existing traditional vaccine and therapeutic portfolio which generates an
annual revenue of >€7 billion annually.
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Teams Focused on Vaccine Targets and/or mRNA Platform Optimization

New Vaccine (NV) CMC Scrum of Scrums Centered on Vaccine Target

Scrum Scrum
Team of team of

Teams Scrum of Scrum of

Scrums?*
Team . .Team of Teams

New Vaccine (NV)

n=6+ targets

*The NV SoSoS (project team level)
teams falls outside of the mRNA CoE
governance

Scrum of Sub-
Scrums Team B

>50 Scrum teams in
total!

MRNA Platform Scrum of Scrum of Scrums Centered on Platform Innovation
and Development Feeding NV Targets in an opportunistic manner

Scrum of
Scrums

Scrum of
Scrum scrums Scrum

Scrum** Scrum of Scrum
of Scrums Scrum Scrum
Platform . .

Scrum of
Scrums

Scrum of

**The number or SoS Team #4 subteams Scrums

fluctuates Scrum Scrum
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Evaluate Teams Against the 3:5:3 Scrum Framework

At first, a simple Excel spreadsheet was leveraged to
capture team Scrum maturity in application of the
events, roles, and artifacts

Teams rated on each criterion The amount of data to manage
* Roles Criteria became a very challenging and

* Enter Score for Scrum Master

* Enter Score for Product Owner time-consuming ordeal.

* Enter Score for Team Member
e Events Criteria

* Enter Score for Retro_spectlve Teams rated on each criterion on the following w
* Enter Score for Planning _ -
+ Enter Score for Daily jcall\jl.issing o mechanism to support a more
o Egtg: ggg;g Eg; Eg;/i:']egvment 2 = Early Adoption requiring intensive coaching em |r|cal d roaCh to our
* Artifacts Criteria oversight Scrum@Scale rollout!
* Enter Score for Product Backlog @ 3 = Practice requiring moderate coaching I
* Enter Score for Sprint Backlog oversight to sustain practice
* Enter Score for Parking Lot 4 = Practice requiring minimal coaching oversight
* Enter Sc_:ore_for Artifacts to sustain practice
® Metrics Criteria _ 5 = Role model practice
* Enter Score for Velocity
* Enter Score for Happiness Assessment Performed
* Enter Score for Value
* Enter Score for General Team Mood*
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Streamlining our Global Assets to Assist Scrum@Scale Adoption
Using Data and empiricism to focus our Scrum Roll-out

1. A centralized database and visualization tool
Is proposed to facilitate consistent tracking of
progress across multiple Scrum teams globally.

2. The goal is to develop a solution to connect
teams and provide transversal insights into
what's working well and areas for improvement
across the mRNA CoE ecosystem.

3. How Agile practices throughout Sanofi can be
collaboratively assessed and advanced in a
nimble manner by the tool.
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1. How might continuous monitoring and
assessment of Scrum transformation across
teams provide valuable insights to guide
successful Agile adoption on a global scale?

2. Could a single-source database and
visualization application streamline reporting and
metrics to efficiently measure progress?

3. Will consistent data help identify opportunities
that further spread impactful Agile practices?

1. By developing a centralized data application,
the team can streamline reporting and provide
consistent metrics across regions.

2. Taking a global, transversal approach to the

application will enhance agility not just within the
MRNA CoE but potentially across all of VRD and

New Vaccine development.

3. With consistent language metrics connecting
teams and identifying strengths and
opportunities, their Agile transformations have
the potential to be accelerated.
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Scrum Maturity Evaluator Application

- Team (Scrum Adoption) _
U.:'»Mersgmde Evaluate Scrum Teams Health Checks Vlsuallzatlon View Radar Plots

sduate Team(s) um Matunty Evaluator

User Guide

View Radar FIO! s

oject Dashboard

ams ]
/date Criteria per Project

ase rate th
/P,' ¢ (eam on each Cr’terion On the foll e ™ Evaluation Radar Plot
Owing

Orients the user as to the sections and purpose for
fuller understanding & Defines each element and
criterion for better user experience and
normalization of data

Score Teams (1 low to 5 high) against Provides access to teams that have not been Scrum element (3:5:3) Utilization &
the 3:5:3 Scrum Framework evaluated to enable Agile coaches to know Level of Maturity
e which teams need attention.
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Utilizing this Information to Support our Next Steps

Micro View

Are there areas of common success
within a Project ecosystem?

Macro View

¥ Global Averages Comparison Across Projects

LN/ Are there areas of common failures/poor

f /A — performance within a Project o
| o e A ecosystem?

| S -

jerage Score

A

Are there areas of common success or
failures/poor performance across the Vegy, 5 Slor 8

portfolio of projects? "
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Measured Progress to Date

Tunepowmnt O (Baseline) Timepownt 1 (6 months Later)
o 0 -
% deployment Maturity (1-5) /o deployment Maturity (1-5)
0% 20% 40% 60% 80% 100% 0 1 2 3 4 5 N - o ) - .
Proje | | | | | ° : - 3
- Project A 25% 1.2 25% 3
New Vaccine (N ctA
( V) F’roject B 100% 3.2 PrOjeCt B 75% 22
Project C 0
More than 50% of Project C 50% 2.2 e S0% 3.9
Scrum methodology + Project D |- Starting Q1 2025
deployed with a Project D 75% 2.2 Proje 259, oI
maturity of Project E Jeor ‘o o cttEF 509 -
rojec .
Project F 100% 3.0 Project G 50% 3.2
Project H [F9507 29
509
Platform Team 1 75% 2.3 feam 1 - 2263
50% 2.45
Team 2
More than 75% of Team 2 | 0% 1.0 5
Scrum methodology ronm 3 | 0ok oo feam 3 100% 3.26
deployed with a ' Team 4 100% 3.08
maturity of Team 4 40% 1.6

April 2024, 50% of the Scrum methodology has
been deployed in ~18 months reaching 1.8
maturity level (scale 1-5)

Nov 2024, +60% of the Scrum methodology has been
deployed in ~24 months reaching 2.8 maturity level Including
some project with Scrum@Scale

*Scale Scrum maturity : 1to 5

1 = Missing or unused, " Agi Ie
. 2 = Early Adoption requiring intensive coaching oversight e .
Case StUdy By' Robert Schrader 3 = Practice requiring moderate coaching oversight to sustain practice XX Ed ucation
4 = Practice requiring minimal coaching oversight to sustain practice W' '
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What have we learned?

* G@Gathering this data in a more organized, rationalize manner allows for useful insight and direction

* |[ess waste and more efficient utilization of resources

* Using a common set of questions and criteria can better normalize the data across teams and
departments

* (Coaches time for data curation and visualization will be dramatically reduced freeing up time to
COACH!

* Visualizing the data is powerful to gain better understanding and sharing data more effectively
* We are speaking with data, objectively and making better decisions

* But... more objectivity needs to be built into the assessment to increase consistency across
coaches, highlight more specific areas of improvement, and allow for the extraction of next
Steps on the continuous improvement journey for Scrum Teams, Product Owners, and Scrum

Masters I Scrum Maturity Evaluator Version 2 needed!
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Next Stepsl ] Version 2 Under Development for 2025

Evaluation for Scrum Master

* Inclusion of specific attributes/behaviors for
Scrum Events, Roles, and Artifacts

* Each attribute is weighted based on relative
impact

Evaluation for Product Owner

* Resulting scores display performance + 3:5:3 pIUS
strengths and weaknesses accommodating v . .
the guidance for a Development Pathway o . S@Scriteria

Evaluation for Team Members

* End of Q1 2025 targeted for V2 launch
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