Detailed Role Descriptions & Job Descriptions
This section contains comprehensive job descriptions for every role in your future IT organization.
5.1 LEADERSHIP ROLES
HEAD OF IT APPLICATIONS
Department: Information Technology
Reports To: CTO
Direct Reports: Stream-Aligned Team Members, Business Analysts, Scrum Masters
Location: [Your Location]
Role Summary
Lead the delivery organization consisting of stream-aligned teams that build and maintain technology solutions for business domains. Responsible for team health, delivery excellence, and continuous improvement of development practices. Partner with business leaders and Product Owners to ensure IT delivers business outcomes.
Key Responsibilities
Leadership & Strategy (30%):
· Define and execute delivery strategy aligned with business objectives
· Build and develop high-performing cross-functional teams
· Foster culture of continuous improvement, learning, and innovation
· Partner with Head of Enterprise Architecture on technical direction
· Collaborate with business VPs on technology roadmaps
Team Management (40%):
· Manage 6-8 stream-aligned teams (~50 people)
· Recruit, develop, and retain top technical talent
· Performance management and career development
· Resource allocation across teams and priorities
· Resolve conflicts and remove organizational impediments
Delivery Excellence (20%):
· Ensure teams deliver high-quality solutions on time
· Drive adoption of modern engineering practices
· Monitor and improve delivery metrics (lead time, deployment frequency, etc.)
· Balance new feature delivery with technical debt reduction
· Ensure proper testing, security, and operational readiness
Stakeholder Management (10%):
· Partner with Product Owners and business stakeholders
· Communicate progress, challenges, and resource needs
· Manage expectations and negotiate scope/timelines
· Present to executive team and board as needed
Required Qualifications
Experience:
· 10+ years in IT/software development, with 5+ years in leadership
· Experience managing teams of 40+ people
· Track record of successful software delivery at scale
· Experience with both custom development and SaaS platforms
· Background in Agile/Scrum methodologies
Technical:
· Strong understanding of modern software architecture
· Knowledge of cloud platforms, APIs, microservices
· Familiarity with DevOps and CI/CD practices
· Understanding of data and integration patterns
Leadership:
· Proven ability to build and scale teams
· Strong coaching and mentoring skills
· Change management experience
· Comfortable with ambiguity and rapid change
Business Acumen:
· Can translate business needs into technical solutions
· Budget management experience
· Strong presentation and communication skills
· Ability to influence without authority
Preferred Qualifications:
· Experience with Team Topologies or similar organizational models
· Background in your specific industry
· Experience with offshore/distributed teams
· Certifications: Agile, Scrum, SAFe (nice to have, not required)
Key Relationships:
· Upward: CTO (reports to)
· Peers: Head of EA, Head of Data & AI, Head of Platform Engineering, Head of Vendor Mgmt
· Horizontal: Product Owners (partners with), Business VPs
· Downward: Team Leads, Developers, Testers, Business Analysts
Success Metrics:
· Delivery velocity (lead time, deployment frequency)
· Team health and engagement scores
· Business stakeholder satisfaction
· Quality metrics (defect rates, production incidents)
· Employee retention and development
Compensation: €120-150K base + 20% bonus + benefits
HEAD OF ENTERPRISE ARCHITECTURE
Department: Information Technology
Reports To: CTO
Direct Reports: Enterprise Architect, Solution Architects (3-4), Data Architect, Security Architect
Location: [Your Location]
Role Summary
Establish and lead the enterprise architecture practice. Define technology strategy, standards, and patterns. Ensure coherent, scalable, and secure architecture across custom development, SaaS platforms, integrations, and data systems. Balance innovation with pragmatism, enabling teams while providing necessary guardrails.
Key Responsibilities
Architecture Strategy (30%):
· Define and evolve enterprise architecture vision and roadmap
· Establish architecture principles and standards
· Make strategic technology decisions (build vs. buy, platform selections)
· Ensure alignment between technology strategy and business strategy
· Stay current on industry trends and emerging technologies
Architecture Governance (25%):
· Chair Architecture Review Board (bi-weekly)
· Review and approve significant technical decisions
· Evaluate new technology and vendor selections
· Ensure compliance with architecture standards
· Balance governance with team autonomy
Team Leadership (20%):
· Build and develop architecture team (6-7 architects)
· Mentor solution architects embedded with teams
· Foster architecture community of practice
· Recruit top architecture talent
· Performance management and career development
Architecture Enablement (15%):
· Create reference architectures and patterns
· Maintain architecture documentation and artifacts
· Provide consulting to stream-aligned teams
· Facilitate architecture workshops
· Promote architecture best practices
Stakeholder Collaboration (10%):
· Partner with business leaders on technology strategy
· Present architecture decisions to executive team
· Collaborate with Head of IT Applications on delivery
· Work with Head of Data & AI on data architecture
· Engage with vendors on technology roadmaps
Required Qualifications
Experience:
· 15+ years in IT/software, with 8+ years in architecture
· 3+ years leading architecture teams
· Enterprise architecture experience (not just solution architecture)
· Experience with hybrid environments (custom dev + SaaS + cloud)
· Track record of successful large-scale architecture initiatives
Technical Depth:
· Deep knowledge of software architecture patterns
· Expertise in integration patterns (APIs, events, messaging)
· Strong understanding of cloud platforms (AWS, Azure, or GCP)
· Knowledge of data architecture and modern data platforms
· Security and compliance considerations
Frameworks & Methods:
· TOGAF, Zachman, or similar EA frameworks (formal or practical)
· Architecture decision-making processes
· Domain-Driven Design principles
· Microservices, APIs, event-driven architecture
Leadership & Communication:
· Proven ability to influence senior leadership
· Strong facilitation and workshop skills
· Can translate technical concepts for business audiences
· Strategic thinker with pragmatic execution
· Change agent comfortable challenging status quo
Preferred Qualifications:
· Experience in your specific industry
· Certification: TOGAF, AWS/Azure Architect
· Published thought leadership (blogs, talks, papers)
· Experience with architecture transformation initiatives
Key Relationships:
· Upward: CTO (reports to)
· Peers: Head of IT Applications, Head of Data & AI, Head of Platform Engineering
· Horizontal: Solution Architects (direct reports embedded in teams)
· Downward: Architecture team
Key Deliverables:
· Enterprise architecture vision and roadmap
· Architecture principles and standards
· Technology radar (approved/trial/deprecated technologies)
· Reference architectures for common patterns
· Architecture Review Board decisions and governance
Success Metrics:
· Architecture compliance rate (% of systems following standards)
· Architecture review cycle time (speed of decisions)
· Technology debt reduction
· Architect team satisfaction and retention
· Business stakeholder satisfaction with architecture
Compensation: €130-160K base + 20% bonus + benefits
HEAD OF DATA & AI
Department: Information Technology
Reports To: CTO
Direct Reports: Data Platform Team (6-8), AI/ML Team (4-6)
Location: [Your Location]
Role Summary
Build and lead data and AI capability from ground up. Establish data platform, governance, and analytics. Develop AI/ML capability to drive competitive advantage. Partner with business leaders to identify high-value data and AI opportunities. Transform organization into data-driven culture.
Key Responsibilities
Data Strategy (25%):
· Define and execute data strategy and roadmap
· Establish data governance framework
· Build business case for data and AI investments
· Identify high-value data and AI use cases
· Partner with business on data-driven initiatives
Platform Leadership (30%):
· Build data platform (warehouse/lake, pipelines, catalog)
· Ensure data quality, accessibility, and security
· Implement self-service analytics capabilities
· Establish ML platform and MLOps
· Monitor platform health and adoption
AI/ML Development (20%):
· Identify and prioritize AI/ML use cases
· Build AI/ML models delivering business value
· Ensure responsible AI practices
· Deploy models to production
· Measure and communicate AI value
Team Building (15%):
· Recruit data engineers, data scientists, ML engineers
· Develop team capabilities and skills
· Foster data science community
· Performance management
· Create career paths in data/AI
Governance & Culture (10%):
· Chair Data Governance Board
· Define data policies and standards
· Promote data literacy across organization
· Manage data privacy and compliance
· Build data-driven culture
Required Qualifications
Experience:
· 10+ years in data/analytics, with 5+ years in leadership
· Experience building data platforms from scratch
· Track record of successful AI/ML projects delivering business value
· Experience with data governance and quality initiatives
· Background in both engineering and science aspects of data
Technical Expertise:
· Deep knowledge of modern data architecture (lake, warehouse, lakehouse)
· Expertise in data engineering (ETL/ELT, pipelines, quality)
· Strong understanding of ML/AI techniques and use cases
· Knowledge of cloud data platforms (Snowflake, Databricks, Synapse, etc.)
· Data governance, security, and compliance
Business Acumen:
· Can identify high-ROI data and AI opportunities
· Translates data insights into business outcomes
· Strong storytelling with data
· Experience building business cases for data initiatives
· Understands data's strategic value
Leadership:
· Experience building teams from scratch
· Can recruit and retain data science talent (competitive market)
· Strategic thinker with execution capability
· Change agent - drives cultural transformation
· Comfortable with ambiguity
Preferred Qualifications:
· PhD or Master's in Computer Science, Statistics, or related field
· Experience in your specific industry
· Published research or thought leadership
· Experience with data mesh or modern data architectures
· AI ethics and responsible AI background
Key Relationships:
· Upward: CTO (reports to)
· Peers: Head of IT Applications, Head of EA, Head of Platform Engineering
· Horizontal: Data Architect (to Head of EA), Product Owners, Business Leaders
· Downward: Data Platform Team, AI/ML Team
Key Deliverables:
· Data strategy and roadmap
· Data platform (operational)
· Data governance policies and processes
· Analytics self-service capabilities
· AI/ML models in production
· Data quality metrics and improvements
Success Metrics:
· Data quality scores (target 95%+)
· Platform availability (99.9%+)
· Self-service adoption (% of data accessible)
· AI/ML models in production (count and business value)
· Business value delivered by data initiatives (€ value)
· Data literacy improvement
Compensation: €130-160K base + 20-25% bonus + benefits
HEAD OF PLATFORM ENGINEERING
(Evolution of Operations Manager)
Department: Information Technology
Reports To: CTO
Direct Reports: Integration Platform Team, DevOps Team, Operations & Support
Location: [Your Location]
Role Summary
Transform operations from "keeping lights on" to providing self-service platforms that enable stream-aligned teams. Lead integration platform, DevOps/CI-CD, and infrastructure teams. Shift mindset from reactive support to proactive enablement. Treat teams as customers and platforms as products.
Key Responsibilities
Platform Strategy (25%):
· Define platform engineering vision and strategy
· Identify platform needs across organization
· Make build vs. buy decisions for platforms
· Establish platform team operating model
· Partner with architects on technical direction
Platform Operations (35%):
· Lead integration platform (APIs, iPaaS, event streaming)
· Provide DevOps and CI/CD capabilities
· Manage cloud infrastructure
· Ensure monitoring, observability, and incident management
· Platform SLAs and service catalog
Team Transformation (20%):
· Transform operations team to platform engineering mindset
· Build platform team capabilities
· Hire integration specialists, platform engineers, SREs
· Foster internal customer service culture
· Develop self-service capabilities
Service Delivery (15%):
· Ensure platform availability (99.9%+ uptime)
· Manage platform requests from stream teams
· Provide platform support and office hours
· Track platform adoption and satisfaction
· Continuous improvement of platforms
Stakeholder Management (5%):
· Partner with Head of IT Applications on team needs
· Collaborate with architects on patterns
· Manage vendor relationships (cloud, platform tools)
· Report on platform health to CTO
Required Qualifications
Experience:
· 10+ years in IT operations/infrastructure
· 3+ years in leadership role
· Experience transforming operations to platform model
· Background in DevOps, cloud, and automation
· Track record of building self-service capabilities
Technical Expertise:
· Deep knowledge of cloud platforms (AWS, Azure, GCP)
· Expertise in DevOps practices and tools
· Strong understanding of integration patterns
· Knowledge of monitoring, observability, SRE practices
· Infrastructure as Code, CI/CD pipelines
Leadership:
· Change management (transforming ops culture)
· Team building and development
· Customer service orientation
· Can balance stability with innovation
· Comfortable with product thinking for platforms
Business Understanding:
· Understands cost optimization
· Can articulate platform value to business
· Budget management
· Vendor negotiation
Preferred Qualifications:
· Certifications: AWS/Azure Architect, Kubernetes
· Experience with integration platforms (MuleSoft, Boomi, etc.)
· SRE background or training
· Experience in your industry
Key Relationships:
· Upward: CTO (reports to)
· Peers: Other IT heads
· Customers: Stream-aligned teams
· Partners: Architects, Vendor Management
Key Deliverables:
· Integration platform (operational, adopted)
· CI/CD pipelines for all teams
· Self-service infrastructure capabilities
· Monitoring and observability platform
· Service catalog and SLAs
· Platform documentation
Success Metrics:
· Platform availability (99.9%+)
· Request fulfillment time (target 3-5 days)
· Platform adoption rate (80%+ of use cases)
· Customer satisfaction (stream teams rating)
· Cost per transaction (efficiency)
· Incident MTTR (mean time to restore)
Compensation: €110-140K base + 20% bonus + benefits
HEAD OF VENDOR & PARTNER MANAGEMENT
Department: Information Technology
Reports To: CTO
Direct Reports: Vendor Managers (1-2), Contract Administrator, Vendor Security Analyst
Location: [Your Location]
Role Summary
NEW ROLE. Establish vendor management capability as organization increasingly relies on SaaS and external partners. Manage vendor selection, contracts, relationships, and performance. Ensure security, compliance, and value optimization. Consolidate fragmented vendor landscape. Partner with architecture and business leaders on strategic vendor decisions.
Key Responsibilities
Vendor Strategy (25%):
· Define vendor management framework and processes
· Establish vendor tiering and governance
· Make strategic vendor recommendations
· Build vs. buy decision support
· Vendor portfolio rationalization and consolidation
Vendor Selection & Onboarding (20%):
· Lead RFP/RFI processes
· Vendor evaluation and due diligence
· Security and compliance assessment
· Contract negotiation
· Vendor onboarding process
Relationship Management (25%):
· Manage key vendor relationships
· Quarterly business reviews with Tier 1 vendors
· SLA monitoring and enforcement
· Escalation management
· Vendor performance scorecards
Contract & Financial Management (15%):
· Contract lifecycle management
· License optimization and true-ups
· Renewal negotiations (cost optimization)
· Track and reduce vendor spend
· Vendor risk management
Governance & Compliance (15%):
· Vendor security reviews (ongoing)
· Compliance monitoring
· Vendor risk assessments
· Data protection and privacy
· Business continuity planning for critical vendors
Required Qualifications
Experience:
· 8+ years in vendor management, procurement, or related field
· 3+ years in leadership
· Experience with SaaS and technology vendors
· Track record of successful vendor negotiations
· Background in contract management
Skills:
· Strong negotiation skills
· Vendor relationship management
· Contract law understanding (practical)
· Risk assessment and mitigation
· Project management
Technical Knowledge:
· Understanding of SaaS business models
· Cloud services and pricing models
· Integration and APIs (conceptual)
· Security and compliance requirements
· Technology licensing models
Business Acumen:
· Cost-benefit analysis
· Business case development
· Stakeholder management
· Influence and persuasion
· Strategic thinking
Preferred Qualifications:
· Legal or procurement background
· Certifications: Procurement, Contract Management
· Experience in your industry
· Background working with IT vendors specifically
Key Relationships:
· Upward: CTO (reports to)
· Peers: All IT heads (they have vendor needs)
· Partners: Architecture Review Board (vendor selection), Legal, Finance/Procurement
· External: Vendor account managers and executives
Key Deliverables:
· Vendor management framework and processes
· Complete vendor inventory and contracts database
· Vendor performance scorecards
· Cost optimization initiatives
· Security assessment reports
· Vendor risk register
Success Metrics:
· Vendor spend reduction (target 10-15% year 1)
· Vendor consolidation (reduce number of vendors)
· SLA compliance rate (95%+ vendors meeting SLAs)
· Average vendor scorecard rating (4/5)
· Security compliance (100% vendors assessed)
· Contract value optimization (savings from negotiations)
Compensation: €100-130K base + 15-20% bonus + benefits
5.2 ARCHITECTURE ROLES
ENTERPRISE ARCHITECT
Department: Enterprise Architecture
Reports To: Head of Enterprise Architecture
Location: [Your Location]
Role Summary
Shape the overall technology landscape and strategy. Define architecture principles and standards. Make strategic technology decisions affecting the entire organization. Ensure all systems work together coherently. Balance innovation with pragmatism. Enable teams while providing necessary guardrails.
Key Responsibilities
Architecture Strategy (35%):
· Develop and maintain enterprise architecture vision
· Define architecture principles and guidelines
· Create and maintain system landscape documentation
· Technology radar (assess and recommend technologies)
· Strategic technology decisions (build vs. buy, platform selection)
Architecture Governance (25%):
· Lead Architecture Review Board sessions
· Review and approve major technical decisions
· Ensure compliance with architecture standards
· Vendor technology assessment
· Resolve architecture conflicts and trade-offs
Architecture Artifacts (20%):
· Maintain architecture repository
· Create reference architectures for common patterns
· Document architecture decisions (ADRs)
· System integration catalog
· Technology standards documentation
Consulting & Enablement (15%):
· Advise solution architects and teams
· Architecture workshops and training
· Promote architecture best practices
· Coach on architecture thinking
· Knowledge sharing and community building
Innovation & Research (5%):
· Stay current on technology trends
· Evaluate emerging technologies
· Proof of concepts for strategic technologies
· Industry engagement (conferences, communities)
· Thought leadership
Required Qualifications
Experience:
· 12+ years in IT/software development
· 5+ years in architecture roles
· Enterprise architecture experience (not just solution)
· Experience with diverse technology stacks
· Track record of architecture initiatives
Technical Expertise:
· Broad and deep technology knowledge
· Cloud platforms (AWS, Azure, GCP)
· Integration patterns (APIs, events, microservices)
· Data architecture fundamentals
· Security and compliance considerations
· Modern software architecture patterns
Architecture Frameworks:
· TOGAF, Zachman, or equivalent (formal or practical knowledge)
· Architecture decision-making processes
· Domain-Driven Design
· Microservices architecture
· Event-driven architecture
Skills:
· Strategic thinking
· Strong communication and influence
· Facilitation and workshop skills
· Can translate technical to business language
· Balance vision with pragmatism
Preferred Qualifications:
· TOGAF certification
· Cloud architect certifications
· Published thought leadership
· Speaking at conferences
· Experience in your industry
Key Activities:
· Chair Architecture Review Board (bi-weekly, 2 hours)
· Architecture office hours for teams (weekly)
· Technology evaluation and POCs
· Architecture documentation and standards maintenance
· Strategic planning with leadership
Success Metrics:
· Architecture compliance rate
· Architecture review cycle time (decision speed)
· System integration health (% on standards)
· Technology debt reduction
· Architecture team and stakeholder satisfaction
Compensation: €110-140K + 15-20% bonus
SOLUTION ARCHITECT
Department: Enterprise Architecture
Reports To: Head of Enterprise Architecture
Embedded With: Stream-Aligned Teams (1-3 teams, 20-40% each)
Location: [Your Location]
Role Summary
Bridge enterprise architecture and development teams. Embedded with stream-aligned teams to design solutions that meet business needs while following architecture standards. Translate enterprise principles into team-level implementation. Enable teams to move fast while making sound technical decisions. Hands-on advisor, not ivory tower.
Key Responsibilities
Solution Design (40%):
· Design solutions for team's business domain
· Ensure solutions align with enterprise architecture
· Review and guide technical designs
· Make technology choices for the domain
· Design integrations with other systems
Team Enablement (30%):
· Embedded with 1-3 stream-aligned teams (20-40% time each)
· Attend sprint planning and key ceremonies
· Pair programming and code reviews (occasionally)
· Mentor developers on architecture
· Answer technical questions and unblock team
Architecture Compliance (15%):
· Ensure team follows architecture standards
· Present solutions to Architecture Review Board
· Document architecture decisions (ADRs) for domain
· Review designs before implementation
· Quality gates and technical reviews
Integration & Collaboration (10%):
· Design APIs and integration points
· Coordinate with other teams on dependencies
· Work with platform teams on patterns
· Collaborate with data architect on data flows
· Ensure security and compliance
Continuous Improvement (5%):
· Identify technical debt and improvement opportunities
· Propose architecture enhancements
· Share learnings across teams
· Contribute to reference architectures
· Stay current on technologies relevant to domain
Required Qualifications
Experience:
· 7-10 years in software development
· 3+ years in architecture or senior technical role
· Experience with full development lifecycle
· Background in multiple technology stacks
· Track record of delivering complex solutions
Technical Skills:
· Strong software architecture knowledge
· Cloud platforms (AWS, Azure, or GCP)
· APIs, microservices, integration patterns
· Modern development frameworks
· Database design and data modeling
· Security best practices
Domain Knowledge:
· Deep understanding of specific business domain (preferred)
· Or ability to quickly learn business context
· Can translate business needs to technical solutions
· Understands user workflows and pain points
Soft Skills:
· Excellent communication with technical and non-technical audiences
· Collaborative, not dictatorial
· Pragmatic, not dogmatic
· Comfortable with ambiguity
· Coaching and mentoring ability
Preferred Qualifications:
· Cloud architect certifications (AWS, Azure, GCP)
· Experience with your specific industry
· Background in SaaS platform implementations
· Agile/Scrum experience working in teams
Typical Week:
· Monday: Sprint planning with Team A (2 hours), Team B (2 hours)
· Tuesday: Architecture Review Board (2 hours), Design sessions with Team A (2 hours)
· Wednesday: Team A standup, Pair programming (3 hours), Office hours
· Thursday: Team B design review (2 hours), Team C check-in (1 hour), Documentation
· Friday: Architecture guild meeting (1 hour), Learning time, retrospectives
Success Metrics:
· Team velocity and delivery quality
· Architecture compliance of team's solutions
· Team satisfaction with architecture support
· Number of production issues (architecture-related)
· Knowledge sharing and mentoring impact
Compensation: €90-120K + 15% bonus
DATA ARCHITECT
Department: Enterprise Architecture / Data & AI
Reports To: Head of Enterprise Architecture (solid line), Head of Data & AI (dotted line)
Location: [Your Location]
Role Summary
Define and own data architecture strategy across the organization. Design data platform, governance, and integration. Ensure data quality, accessibility, and security. Enable analytics and AI through solid data foundations. Bridge data engineering, analytics, and business needs.
Key Responsibilities
Data Strategy & Architecture (35%):
· Define data architecture vision and roadmap
· Design data platform (lake, warehouse, lakehouse)
· Data modeling and schema design
· Master data management strategy
· Data integration and ETL/ELT patterns
· Real-time vs batch data strategies
Data Governance (25%):
· Define data governance framework
· Data quality standards and metrics
· Data catalog and lineage
· Data ownership model
· Data privacy and compliance (GDPR, etc.)
· Metadata management
Data Platform Design (20%):
· Select and architect data platform technologies
· Design data pipelines and flows
· Integration with source systems
· Self-service analytics architecture
· ML/AI data requirements
Collaboration & Enablement (15%):
· Work with stream teams on data needs
· Partner with Data Engineering team
· Support data scientists on data access
· Collaborate with Solution Architects on data flows
· Data architecture workshops and training
Standards & Documentation (5%):
· Data architecture standards and patterns
· Reference architectures
· Data architecture documentation
· Best practices and guidelines
· Technology evaluation
Required Qualifications
Experience:
· 10+ years in data/database roles
· 5+ years in data architecture
· Experience with modern data platforms (cloud)
· Track record of successful data initiatives
· Background in data governance
Technical Expertise:
· Deep knowledge of data modeling (conceptual, logical, physical)
· Expertise in SQL and database technologies
· Modern data platforms (Snowflake, Databricks, Synapse, BigQuery)
· ETL/ELT tools and patterns
· Data quality and master data management
· Data security and privacy
Architecture Skills:
· Data warehouse and data lake design
· Real-time data streaming
· Data integration patterns
· Dimensional modeling
· NoSQL and polyglot persistence
· Cloud data services
Soft Skills:
· Can explain data concepts to non-technical audiences
· Strong analytical and problem-solving
· Collaborative across teams
· Strategic thinker with practical execution
· Comfortable with ambiguity
Preferred Qualifications:
· Certifications: Cloud data platforms, CDMP (Certified Data Management Professional)
· Experience with data mesh architectures
· AI/ML data pipeline experience
· Industry-specific data experience
Key Deliverables:
· Data architecture vision and roadmap
· Data platform design
· Data governance framework
· Data model and schema designs
· Data integration catalog
· Data quality standards
Success Metrics:
· Data quality scores (target 95%+)
· Data accessibility (% of data cataloged and accessible)
· Data platform adoption
· Compliance with data governance
· Data-related incidents (minimized)
Compensation: €100-130K + 15-20% bonus
SECURITY ARCHITECT
Department: Enterprise Architecture
Reports To: Head of Enterprise Architecture
Location: [Your Location]
Role Summary
Define and implement security architecture across all systems. Ensure security is designed in, not bolted on. Review vendor security, assess risks, and define security patterns. Enable teams to build securely while maintaining necessary controls. Balance security with usability and speed.
Key Responsibilities
Security Architecture (35%):
· Define security architecture principles and standards
· Design security patterns (authentication, authorization, encryption)
· Identity and access management architecture
· API security patterns
· Data security and privacy architecture
· Cloud security architecture
Security Governance (25%):
· Review architecture decisions for security implications
· Vendor security assessments
· Security risk assessments
· Compliance oversight (GDPR, SOC 2, ISO 27001, etc.)
· Security audit support
Threat Modeling & Assessment (20%):
· Threat modeling for new systems
· Security risk analysis
· Penetration testing coordination
· Vulnerability management
· Security incident response (architecture aspects)
Security Enablement (15%):
· Security training for development teams
· Security consulting and guidance
· Secure coding standards and reviews
· Security architecture workshops
· Promote security best practices
Tools & Technologies (5%):
· Evaluate security tools and technologies
· Define security tool stack
· Integration of security tools in CI/CD
· Security monitoring and alerting
Required Qualifications
Experience:
· 10+ years in IT security
· 5+ years in security architecture
· Experience with application security
· Cloud security experience
· Track record of secure system design
Technical Skills:
· Deep knowledge of security principles and practices
· Authentication and authorization (OAuth, SAML, OIDC)
· Encryption (at rest, in transit)
· API security
· Cloud security (AWS, Azure, GCP)
· Security tools (SIEM, IDS/IPS, WAF, etc.)
Compliance & Governance:
· GDPR, SOC 2, ISO 27001, etc.
· Security frameworks (NIST, CIS)
· Risk assessment methodologies
· Security audit processes
Architecture Knowledge:
· Software architecture patterns
· Microservices and API security
· Data security and privacy
· Network security
· Zero trust architecture
Preferred Qualifications:
· Certifications: CISSP, CISM, CCSP, Cloud security certs
· DevSecOps experience
· Security incident response experience
· Industry-specific security requirements
Key Deliverables:
· Security architecture principles and standards
· Security patterns library
· Threat models for major systems
· Vendor security assessments
· Security compliance reports
· Security architecture documentation
Success Metrics:
· Security compliance rate
· Time to resolve security vulnerabilities
· Number of security incidents (minimize)
· Security assessment coverage
· Developer security knowledge (survey)
Compensation: €100-130K + 15-20% bonus
MARITIME/LOGISTICS ARCHITECT
Role Purpose: Provide deep maritime and logistics domain expertise to ensure technology solutions align with industry best practices and operational realities.
Key Responsibilities:
Architecture guidance for shipping, ports, and cargo systems
Maritime standards expertise (EDIFACT, SMDG, IMO regulations)
Integration patterns for logistics (EDI, APIs, tracking, visibility)
Vendor evaluation (maritime TOS, shipping systems, TMS)
Industry trends and emerging technology (IoT, blockchain, autonomous vessels)
Training teams on maritime/logistics domain
Required Experience:
7-10 years in maritime/logistics technology
Deep knowledge of shipping operations, terminal operations, or cargo logistics
Experience with maritime systems (TOS, shipping systems, TMS, customs)
Understanding of maritime regulations (IMO, SOLAS, ISPS, customs)
EDI expertise (UN/EDIFACT)
API and integration architecture
Preferred:
Worked at shipping line, terminal operator, or logistics provider
Experience with major maritime software (Navis N4, CargoWise, XVELA, others)
Certifications: TOGAF, maritime industry certifications
Compensation: €95-130K + benefits


5.3 PLATFORM TEAM ROLES
INTEGRATION ARCHITECT (Team Lead)
Department: Platform Engineering
Reports To: Head of Platform Engineering
Team: Integration Platform Team (5-7 people)
Location: [Your Location]
Role Summary
Lead integration platform team. Design integration architecture and patterns. Provide self-service integration capabilities to stream-aligned teams. Own iPaaS platform, API gateway, event streaming. Make integration easy, standardized, and reliable.
Key Responsibilities
Integration Architecture (30%):
· Define integration architecture and patterns
· Design API strategy and standards
· Event-driven architecture design
· Select and architect integration platform (iPaaS)
· Integration with SaaS and custom systems
Platform Leadership (25%):
· Lead integration platform team (5-7 people)
· Prioritize platform enhancements
· Define service catalog and SLAs
· Stakeholder management (serve stream teams)
· Team development and mentoring
Platform Development (20%):
· Build reusable integration connectors
· Create integration templates and patterns
· API gateway configuration
· Event streaming platform setup
· Self-service tools and documentation
Support & Enablement (15%):
· Office hours for stream teams
· Integration consulting and troubleshooting
· Training on integration patterns
· Review team integration designs
· Pair with teams on complex integrations
Platform Operations (10%):
· Monitor integration platform health
· Performance optimization
· Incident response and resolution
· Capacity planning
· Continuous improvement
Required Qualifications
Experience:
· 10+ years in software development/integration
· 5+ years in integration architecture
· 2+ years in leadership or tech lead role
· Experience with iPaaS platforms
· Track record of building integration platforms
Technical Skills:
· Deep expertise in integration patterns
· APIs (REST, GraphQL, SOAP)
· Event-driven architecture (Kafka, messaging)
· iPaaS platforms (MuleSoft, Boomi, etc.)
· API gateways
· Microservices integration
Platform Knowledge:
· Cloud platforms (AWS, Azure, GCP)
· SaaS integration (Salesforce, ServiceNow, etc.)
· Enterprise integration patterns
· Data integration and ETL
· Security (OAuth, API keys, etc.)
Leadership:
· Team leadership and coaching
· Product thinking for platforms
· Customer service mindset
· Strong communication
· Prioritization and trade-offs
Preferred Qualifications:
· MuleSoft, Boomi, or similar certifications
· Experience with specific iPaaS you'll use
· DevOps and CI/CD background
· Industry-specific integration experience
Key Deliverables:
· Integration platform (operational)
· Reusable connectors library
· API gateway and standards
· Event streaming platform
· Integration patterns documentation
· Service catalog and SLAs
Success Metrics:
· Platform availability (99.9%+)
· Integration delivery time (3-5 days for standard)
· Platform adoption (80%+ of integrations)
· Reusability rate (% using standard connectors)
· Customer satisfaction (stream team rating)
Compensation: €95-125K + 15-20% bonus
INTEGRATION ENGINEER / SPECIALIST
Department: Platform Engineering - Integration Platform Team
Reports To: Integration Architect
Location: [Your Location]
Role Summary
Build and maintain integration platform. Create reusable integration connectors and patterns. Support stream-aligned teams with integration needs. Develop self-service integration capabilities. Ensure integrations are reliable, secure, and performant.
Key Responsibilities
Integration Development (50%):
· Build integration flows in iPaaS platform
· Create reusable connectors (Salesforce, SAP, etc.)
· Develop API wrappers and transformations
· Configure API gateway
· Implement event streaming patterns
· Data mapping and transformation
Platform Maintenance (20%):
· Monitor integration health
· Troubleshoot integration issues
· Performance tuning
· Error handling and logging
· Documentation updates
Team Support (20%):
· Support stream teams with integration questions
· Review team integration designs
· Pair with teams on complex integrations
· Office hours and consultation
· Training on integration patterns
Continuous Improvement (10%):
· Identify improvement opportunities
· Automate manual processes
· Enhance self-service capabilities
· Learn new integration technologies
· Contribute to best practices
Required Qualifications
Experience:
· 5+ years in software development or integration
· Experience with integration platforms (iPaaS)
· API development and integration experience
· Background in multiple integration patterns
Technical Skills:
· Strong programming (Java, Python, JavaScript, or similar)
· APIs (REST, SOAP, GraphQL)
· iPaaS platforms (MuleSoft, Boomi, Dell Boomi, etc.)
· Message queues and event streaming
· Data formats (JSON, XML, CSV)
· SQL and data transformation
Integration Knowledge:
· Enterprise integration patterns
· ETL/ELT concepts
· SaaS platform APIs
· Authentication and security
· Error handling and retry logic
Soft Skills:
· Problem-solving and troubleshooting
· Customer service orientation
· Clear communication
· Collaborative
· Self-motivated learner
Preferred Qualifications:
· iPaaS certifications
· Cloud certifications
· Experience with your specific iPaaS platform
· DevOps and CI/CD knowledge
Typical Day:
· Morning: Check platform health, resolve any overnight issues
· Mid-day: Office hours - help stream teams with integration questions
· Afternoon: Build new connector or enhance existing integration
· Ad-hoc: Troubleshoot urgent integration issues
Success Metrics:
· Integration delivery time
· Integration reliability (uptime, error rates)
· Number of reusable connectors created
· Team satisfaction with support
· Response time to requests
Compensation: €70-95K + 10-15% bonus
EDI SPECIALIST
Role Purpose: Ensure reliable and efficient EDI integration with customers, carriers, ports, and customs authorities.
Key Responsibilities:
EDI message mapping and transformation (EDIFACT, X12, customs formats)
Customer/partner EDI onboarding and testing
EDI standards compliance and validation
Troubleshooting EDI failures and issues
Customs messaging expertise
EDI documentation and training
Required Experience:
5+ years EDI experience
UN/EDIFACT expertise (maritime messages: IFTMIN, IFTSTA, IFCSUM, COPARN, etc.)
EDI tools/platforms (Sterling B2B, BizTalk, MuleSoft B2B, Boomi EDI)
XML, JSON, data transformation
Understanding of logistics operations (shipping, terminals, cargo)
Preferred:
Maritime/logistics industry background
Customs messaging experience (AES, AMS, ENS)
API integration experience
Problem-solving and troubleshooting skills
Compensation: €75-95K + benefits
DATA ENGINEERING LEAD
Department: Data & AI - Data Platform Team
Reports To: Head of Data & AI
Team: Data Platform Team (6-8 people)
Location: [Your Location]
Role Summary
Lead data platform team. Build and operate data warehouse/lake infrastructure. Design and implement data pipelines. Ensure data quality, accessibility, and governance. Enable analytics and AI through reliable data platform. Treat data as a product.
Key Responsibilities
Data Platform Leadership (30%):
· Lead data platform team (6-8 people)
· Define data platform roadmap
· Prioritize data platform work
· Manage stakeholder relationships
· Team development and hiring
Data Platform Architecture (25%):
· Design data warehouse/lake architecture
· Data pipeline design and patterns
· Data modeling (dimensional, data vault, etc.)
· Self-service data access
· ML/AI data infrastructure
Data Engineering (20%):
· Hands-on data pipeline development
· ETL/ELT implementation
· Data quality frameworks
· Data catalog and lineage
· Performance optimization
Data Governance (15%):
· Implement data governance policies
· Data quality monitoring
· Master data management
· Data security and access control
· Compliance (GDPR, etc.)
Enablement & Support (10%):
· Support data consumers (analysts, scientists)
· Documentation and training
· Self-service enablement
· Troubleshooting and optimization
· Best practices and standards
Required Qualifications
Experience:
· 10+ years in data engineering or related roles
· 5+ years building data platforms
· 2+ years in leadership role
· Experience with modern cloud data platforms
· Track record of successful data initiatives
Technical Skills:
· Expert in SQL and data modeling
· Strong programming (Python, Scala, Java)
· ETL/ELT tools and frameworks
· Cloud data platforms (Snowflake, Databricks, Synapse, BigQuery)
· Data pipeline orchestration (Airflow, dbt, etc.)
· Data quality tools
Platform Knowledge:
· Data warehouse and data lake design
· Real-time streaming (Kafka, etc.)
· Data governance and security
· Cloud platforms (AWS, Azure, GCP)
· Big data technologies (Spark, etc.)
Leadership:
· Team leadership and mentoring
· Product thinking for data
· Stakeholder management
· Strategic and tactical balance
· Problem-solving
Preferred Qualifications:
· Cloud data platform certifications
· Experience with specific platform you'll use (Snowflake, Databricks, etc.)
· ML/AI data pipeline experience
· Industry-specific data experience
Key Deliverables:
· Data platform (operational)
· Data pipelines for key sources
· Data catalog
· Data quality monitoring
· Self-service data access
· Documentation and training materials
Success Metrics:
· Data pipeline reliability (99%+ runs on time)
· Data quality scores (95%+ target)
· Time to onboard new data source
· Self-service adoption rate
· Customer satisfaction (data consumers)
Compensation: €95-125K + 15-20% bonus
DATA ENGINEER
Department: Data & AI - Data Platform Team
Reports To: Data Engineering Lead
Location: [Your Location]
Role Summary
Build and maintain data pipelines. Extract data from source systems, transform it, and load into data platform. Ensure data quality and reliability. Enable analytics and AI through well-engineered data infrastructure. Make data accessible to data consumers.
Key Responsibilities
Data Pipeline Development (50%):
· Build ETL/ELT data pipelines
· Extract data from various sources (databases, APIs, files, SaaS)
· Transform and clean data
· Load data into data warehouse/lake
· Implement incremental and full refresh patterns
· Optimize pipeline performance
Data Quality (20%):
· Implement data quality checks
· Monitor data quality metrics
· Troubleshoot data issues
· Data profiling and validation
· Resolve data quality problems
Data Platform Maintenance (15%):
· Monitor pipeline health
· Performance tuning
· Error handling and alerting
· Documentation updates
· Schema evolution management
Collaboration (10%):
· Work with data consumers on requirements
· Partner with source system teams
· Collaborate with Data Architect on modeling
· Support analysts and data scientists
Continuous Learning (5%):
· Learn new data technologies
· Improve skills and practices
· Contribute to best practices
· Share knowledge with team
Required Qualifications
Experience:
· 5+ years in data engineering or related role
· Experience building data pipelines
· Background with databases and SQL
· Experience with cloud data platforms
Technical Skills:
· Strong SQL (complex queries, optimization)
· Programming (Python preferred, also Scala, Java)
· ETL/ELT tools (dbt, Airflow, Informatica, Talend, or similar)
· Data modeling fundamentals
· Version control (Git)
· CI/CD for data pipelines
Platform Knowledge:
· Cloud data platforms (Snowflake, Databricks, AWS, Azure, or GCP)
· Data warehouse concepts
· APIs and data integration
· Data formats (JSON, Parquet, Avro, etc.)
· Data quality tools
Soft Skills:
· Problem-solving and debugging
· Attention to detail
· Collaborative
· Good communication
· Self-directed learner
Preferred Qualifications:
· Cloud certifications
· Experience with your specific data platform
· Real-time streaming experience (Kafka)
· Experience in your industry
Typical Week:
· Build 1-2 new data pipelines
· Maintain and optimize existing pipelines
· Troubleshoot and resolve data quality issues
· Collaborate with data consumers on requirements
· Document and improve processes
Success Metrics:
· Pipeline reliability (% running successfully)
· Data quality (errors caught and resolved)
· Pipeline performance (run time, efficiency)
· Time to deliver new data sources
· Data freshness (latency from source to warehouse)
Compensation: €70-95K + 10-15% bonus
DATA SCIENTIST
Department: Data & AI - AI/ML Team
Reports To: Head of Data & AI
Location: [Your Location]
Role Summary
Apply machine learning and statistical methods to solve business problems. Develop predictive models delivering business value. Explore data to find insights. Partner with business to identify high-value use cases. Turn data into competitive advantage.
Key Responsibilities
Model Development (40%):
· Develop machine learning models (classification, regression, clustering, etc.)
· Feature engineering and selection
· Model training and validation
· Hyperparameter tuning
· Model evaluation and testing
· Algorithm selection and experimentation
Business Collaboration (25%):
· Partner with business stakeholders on use cases
· Translate business problems into ML problems
· Explain model results and insights
· Build business cases for AI projects
· Present findings to non-technical audiences
Data Exploration & Analysis (20%):
· Exploratory data analysis
· Statistical analysis
· Data visualization
· Identify patterns and insights
· Assess data quality and suitability
Model Deployment Support (10%):
· Work with ML Engineers on productionization
· Document models and methodology
· Monitor model performance
· Model retraining and improvement
Continuous Learning (5%):
· Stay current on ML techniques
· Experiment with new algorithms
· Research industry applications
· Share knowledge with team
Required Qualifications
Education:
· Master's or PhD in Computer Science, Statistics, Mathematics, or related field
· Or Bachelor's + 5+ years relevant experience
Experience:
· 3+ years in data science or ML roles
· Track record of ML models in production
· Experience with business stakeholder collaboration
· Background in statistical analysis
Technical Skills:
· Strong Python (pandas, scikit-learn, TensorFlow/PyTorch)
· Machine learning algorithms (supervised and unsupervised)
· Statistics and probability
· SQL and data manipulation
· Data visualization (matplotlib, seaborn, Tableau)
· Jupyter notebooks
ML Knowledge:
· Feature engineering
· Model evaluation metrics
· Cross-validation and testing
· Handling imbalanced data
· Model interpretation (SHAP, LIME)
· ML project lifecycle
Soft Skills:
· Strong communication (technical and non-technical)
· Problem-solving and critical thinking
· Curiosity and experimentation
· Collaboration
· Business acumen
Preferred Qualifications:
· PhD in relevant field
· Experience with deep learning
· Cloud ML platforms (Azure ML, SageMaker, Vertex AI)
· Domain expertise in your industry
· Published research or Kaggle competitions
Typical Project (2-3 months):
· Week 1-2: Understand business problem, explore data
· Week 3-6: Feature engineering, model experimentation
· Week 7-8: Model optimization, validation
· Week 9-10: Work with ML Engineer on deployment
· Week 11-12: Monitor, refine, document
Success Metrics:
· Model accuracy/performance vs. baseline
· Business value delivered (€ impact)
· Time to production for models
· Model reliability in production
· Stakeholder satisfaction
Compensation: €80-110K + 15-20% bonus
ML ENGINEER (Machine Learning Engineer)
Department: Data & AI - AI/ML Team
Reports To: Head of Data & AI
Location: [Your Location]
Role Summary
Productionize machine learning models. Build ML infrastructure and pipelines. Deploy models to production at scale. Monitor model performance and health. Enable data scientists to get models into production quickly and reliably. MLOps expertise.
Key Responsibilities
Model Deployment (40%):
· Deploy ML models to production
· Build model serving infrastructure
· API endpoints for model predictions
· Batch prediction pipelines
· A/B testing infrastructure
· Model versioning and registry
ML Infrastructure (30%):
· Build and maintain ML platform
· Feature store implementation
· Model training pipelines
· Automated retraining workflows
· ML monitoring and observability
· CI/CD for ML models
Model Operations (20%):
· Monitor model performance in production
· Detect model drift and degradation
· Performance optimization
· Scaling and reliability
· Incident response for models
· Logging and debugging
Collaboration (10%):
· Work with data scientists on deployment
· Support data engineers on ML data needs
· Partner with platform teams on infrastructure
· Document MLOps processes
Required Qualifications
Experience:
· 5+ years in software engineering
· 2+ years in ML engineering or MLOps
· Experience deploying ML models to production
· Background in scalable systems
Technical Skills:
· Strong programming (Python, Java, Go, or similar)
· ML frameworks (TensorFlow, PyTorch, scikit-learn)
· ML platforms (Azure ML, SageMaker, Vertex AI, MLflow)
· Containerization (Docker, Kubernetes)
· CI/CD tools
· APIs (REST, gRPC)
MLOps Knowledge:
· Model serving (batch and real-time)
· Feature stores
· Model monitoring and drift detection
· ML pipelines and orchestration
· Model versioning and registry
· A/B testing for models
Platform Skills:
· Cloud platforms (AWS, Azure, GCP)
· DevOps practices
· Monitoring and observability
· Infrastructure as Code
· Performance optimization
Preferred Qualifications:
· Cloud ML platform certifications
· Experience with specific platform you'll use
· Deep learning deployment experience
· Kubernetes/cloud-native expertise
Typical Project (Model Deployment):
· Week 1: Understand model and requirements
· Week 2: Build deployment pipeline
· Week 3: Testing and validation
· Week 4: Production deployment
· Ongoing: Monitoring and optimization
Success Metrics:
· Time to deploy models (target 2-4 weeks)
· Model uptime and reliability
· Model performance (latency, throughput)
· Number of models in production
· ML platform adoption by data scientists
Compensation: €80-110K + 15-20% bonus
PLATFORM ENGINEERING LEAD (DevOps Lead)
Department: Platform Engineering - DevOps Team
Reports To: Head of Platform Engineering
Team: DevOps/Platform Team (4-6 people)
Location: [Your Location]
Role Summary
Lead DevOps/platform engineering team. Build self-service developer platforms. Provide CI/CD pipelines, infrastructure, monitoring, and observability. Enable stream-aligned teams to deploy frequently and reliably. Transform from ops to platform mindset.
Key Responsibilities
Platform Leadership (30%):
· Lead DevOps/platform team (4-6 people)
· Define platform roadmap
· Prioritize platform work
· Stakeholder management (serve stream teams)
· Team development and hiring
Platform Development (30%):
· Build CI/CD pipelines
· Infrastructure as Code (Terraform, CloudFormation)
· Kubernetes or container platforms
· Self-service developer tools
· Monitoring and observability platform
· Developer portals and documentation
Cloud Infrastructure (20%):
· Manage cloud infrastructure (AWS, Azure, or GCP)
· Cost optimization
· Security and compliance
· Disaster recovery and backup
· Capacity planning
Support & Enablement (15%):
· Support stream teams with platform needs
· Office hours and consultation
· Training on DevOps practices
· Troubleshooting and incident response
· Best practices and standards
Continuous Improvement (5%):
· Identify automation opportunities
· Improve platform capabilities
· Learn new technologies
· Industry engagement
Required Qualifications
Experience:
· 10+ years in operations/infrastructure
· 5+ years in DevOps or platform engineering
· 2+ years in leadership role
· Experience building CI/CD pipelines
· Track record of automation and self-service
Technical Skills:
· Deep knowledge of cloud platforms (AWS, Azure, or GCP)
· Infrastructure as Code (Terraform, CloudFormation, Pulumi)
· CI/CD tools (Jenkins, GitLab CI, GitHub Actions, Azure DevOps)
· Containers (Docker, Kubernetes)
· Scripting and automation (Python, Bash, PowerShell)
· Monitoring tools (Datadog, New Relic, Prometheus, etc.)
DevOps Practices:
· CI/CD best practices
· GitOps and infrastructure as code
· Site Reliability Engineering (SRE)
· Observability and monitoring
· Incident management
· Security (DevSecOps)
Leadership:
· Team leadership and coaching
· Product thinking for platforms
· Customer service orientation
· Change management
· Balance innovation with stability
Preferred Qualifications:
· Cloud certifications (AWS, Azure, GCP)
· Kubernetes certifications (CKA, CKAD)
· SRE training or experience
· Experience in your industry
Key Deliverables:
· CI/CD pipelines for all teams
· Infrastructure as Code
· Self-service developer platform
· Monitoring and observability
· Documentation and runbooks
· Service catalog and SLAs
Success Metrics:
· Deployment frequency (teams deploying daily)
· Platform availability (99.9%+)
· Mean time to restore (MTTR) for incidents
· Platform adoption and satisfaction
· Cost efficiency (cloud spend optimization)
Compensation: €95-125K + 15-20% bonus
5.4 DELIVERY TEAM ROLES
PRODUCT OWNER
Department: Business (e.g., Sales, Operations, Finance)
Reports To: Business VP (e.g., VP of Sales)
Works With: Stream-Aligned IT Team
Location: [Your Location]
Role Summary
Own the product/business domain and its technology. Define vision, strategy, and roadmap. Prioritize work based on business value. Make trade-off decisions. Partner with IT team to deliver outcomes, not outputs. Bridge business and technology. Accountable for business results enabled by technology.
Key Responsibilities
Product Vision & Strategy (30%):
· Define 12-18 month vision for domain
· Create product strategy aligned with business goals
· Identify opportunities where technology drives value
· Build business cases for major initiatives
· Make build vs. buy decisions (with Architecture)
Backlog & Prioritization (30%):
· Own and prioritize product backlog
· Make trade-off decisions between competing priorities
· Say "no" to good ideas to focus on great ones
· Define user stories and acceptance criteria
· Balance quick wins with strategic initiatives
Stakeholder Management (25%):
· Partner with business leaders and users
· Manage expectations and communicate progress
· Negotiate scope and timelines
· Present to executive team
· Gather feedback and validate solutions
Team Collaboration (15%):
· Work daily with IT team (developers, BA, testers)
· Sprint planning and backlog refinement
· Clarify requirements and answer questions
· Review and accept completed work
· Remove blockers and make decisions quickly
Key Ownership - Success Metrics
Product Owner is measured on business outcomes:
· Domain-specific KPIs (e.g., sales cycle time, customer satisfaction, process efficiency)
· User adoption and satisfaction
· ROI of technology investments
· Roadmap delivery (commitments met)
· Team health and satisfaction
Required Qualifications
Experience:
· 5+ years in specific business domain (sales, operations, finance, etc.)
· Track record of leading cross-functional initiatives
· Experience managing stakeholders at all levels
· Demonstrated business acumen and results
Skills:
· Strong business judgment and decision-making
· Excellent stakeholder management
· Strategic thinking with tactical execution
· Can prioritize ruthlessly
· Comfortable with ambiguity
Business Knowledge:
· Deep understanding of business domain
· Knows processes, pain points, opportunities
· Credible with business stakeholders
· Can speak ROI, cost/benefit, business value
Technical Literacy (Can Learn):
· Don't need to code, but should understand: 
· What's technically feasible
· Why some things take longer
· How systems integrate
· Can develop on the job with architect support
NOT Required:
· Technical/coding background
· Computer science degree
· Prior IT experience
· Agile certification (nice to have, can train)
Preferred Qualifications:
· Prior Product Owner or Product Manager experience
· Agile/Scrum familiarity
· Experience with SaaS platforms
· Understanding of your company's systems
Typical Week:
· Business time (40%): Meetings with stakeholders, user research, strategy
· Team time (30%): Sprint planning, backlog refinement, Q&A, reviews
· Strategic work (20%): Roadmap planning, metrics review, business cases
· Stakeholder mgmt (10%): Executive updates, cross-functional coordination
Day-to-Day Examples:
· Monday: Sprint planning (2 hours) - prioritize next 2 weeks of work
· Tuesday: Stakeholder meeting (1 hour), demo to users (1 hour), backlog grooming prep
· Wednesday: Sprint review/demo (1 hour), make scope decision on new feature request
· Thursday: Business planning meeting, review analytics on recent feature adoption
· Friday: Sprint review with team, retrospective, roadmap planning
Career Path:
· Product Owner → Senior Product Owner → Group Product Manager
· Or: Product Owner (2-3 years) → Senior Business Role (Director of Operations, VP)
· Or: Product Owner rotation → Return to business in elevated role
Success Profile:
· Great POs are business people who embrace technology, not IT people trying to understand business
· They make decisions quickly with incomplete information
· They can say no gracefully and explain why
· They translate between business and tech fluently
· They focus on outcomes, not outputs
Red Flags (What NOT to hire):
· ❌ Can't make decisions without checking with everyone
· ❌ Says yes to everything
· ❌ Focuses on features, not business value
· ❌ Gets too technical (wants to dictate implementation)
· ❌ Doesn't have business credibility
Compensation: €80-110K base + 20-25% bonus (tied to business outcomes) + benefits
PRODUCT OWNER - CUSTOMER EXPERIENCE
Reports to: VP of Sales Works with: Customer Experience IT Team (5-7 people) Location: [Your location]
About the Role
We're transforming how IT serves the business. As Product Owner for Customer Experience, you'll be the bridge between Sales/Marketing and our technology team. You'll own the roadmap for all customer-facing technology - CRM, customer portal, e-commerce, customer service tools, and more.
This is NOT a traditional IT role. You'll sit with the business, think like the business, and use technology to drive business outcomes. You're accountable for outcomes, not outputs.
What You'll Do
Strategy & Vision (30%)
Define the 12-18 month vision for customer experience technology
Align technology roadmap with sales and marketing strategies
Identify opportunities where technology can drive revenue or reduce costs
Build business cases for major initiatives
Prioritization & Decision-Making (30%)
Own and prioritize the backlog for the Customer Experience team
Make tough trade-off decisions between competing priorities
Say "no" to good ideas to focus on great ones
Balance quick wins with strategic initiatives
Stakeholder Management (25%)
Partner with Sales, Marketing, Customer Success leaders
Manage expectations and communicate progress
Negotiate scope and timelines
Present to executive team quarterly
Team Collaboration (15%)
Work daily with IT team (developers, BA, testers)
Clarify requirements and acceptance criteria
Review and accept completed work
Remove blockers and make decisions quickly
What You'll Own (Metrics)
Customer acquisition cost (technology's contribution)
Sales cycle time (how technology accelerates sales)
Customer satisfaction (CSAT/NPS for digital touchpoints)
Sales team productivity (time saved by automation/tools)
Roadmap delivery (committed vs. delivered features)
Who You Are
Must Have:
5+ years in Sales Operations, Marketing Operations, or Customer Success
Deep understanding of B2B sales processes and CRM systems
Track record of leading cross-functional projects
Strong business acumen - you speak in ROI, not features
Excellent stakeholder management - you can influence without authority
Decisive - comfortable making calls with incomplete information
Comfortable with ambiguity and change
Nice to Have:
Experience with Salesforce, HubSpot, or similar CRM
Prior Product Owner / Product Manager experience
Agile/Scrum familiarity
Understanding of APIs, integrations, and modern tech stack
Not Required:
Technical/coding background
Computer science degree
Prior IT experience
What We Offer
Salary: €80-100K (based on experience)
Bonus: Up to 20% based on business outcomes
Training budget: €5K/year for conferences, courses, certifications
Work with modern technology stack
Autonomy to make decisions
Career path to senior business leadership
[Your other benefits]
The Interview Process
Phone screen (30 min) - recruiter
Video interview (60 min) - Hiring Manager (VP of Sales)
Working session (half day) - prioritization exercise, stakeholder roleplay
Meet the team (60 min) - your IT team
Final interview (30 min) - CTO
Reference checks
To Apply: Send resume and cover letter answering: "Describe a time you had to prioritize between competing business priorities. What was your framework and what was the outcome?"
BUSINESS ANALYST
Department: IT (embedded in Stream-Aligned Team)
Reports To: Head of IT Applications
Works With: Product Owner, Development Team
Location: [Your Location]
Role Summary
Bridge between business needs and technical solutions. Gather and document requirements in detail. Design business processes and user workflows. Support Product Owner with analysis. Coordinate user acceptance testing. Enable change management. The "how" to the Product Owner's "what."
Key Responsibilities
Requirements Analysis (40%):
· Conduct stakeholder interviews and workshops
· Document detailed requirements
· Create user stories with acceptance criteria
· Design user workflows and process maps
· Gap analysis (current vs. future state)
· Functional specifications (when needed)
Process Design (20%):
· Map current state processes
· Design future state processes
· Identify process improvement opportunities
· Create process documentation
· Workflow optimization
Solution Evaluation (15%):
· Evaluate SaaS platforms against requirements
· Document vendor capabilities and gaps
· Support vendor selection process
· Create comparison matrices
· POC planning and evaluation
Testing Coordination (15%):
· Create test scenarios and cases
· Coordinate user acceptance testing (UAT)
· Test data preparation
· Defect tracking and triage
· Acceptance criteria validation
Change Management (10%):
· Create training materials and documentation
· Conduct user training sessions
· Support rollout and adoption
· Gather post-implementation feedback
· Continuous improvement
Required Qualifications
Experience:
· 5+ years as Business Analyst or similar role
· Experience with requirements gathering and documentation
· Background in process design and improvement
· UAT coordination experience
Skills:
· Strong analytical and problem-solving
· Excellent facilitation and workshop skills
· Clear written and verbal communication
· Detail-oriented with big picture view
· Stakeholder management
Tools & Techniques:
· Process mapping (Visio, Lucidchart, etc.)
· Requirements management (Jira, Azure DevOps, etc.)
· User story writing
· Use case and workflow diagrams
· Test case creation
Business Knowledge:
· Understanding of business domain (or ability to learn quickly)
· Process improvement methodologies
· Change management principles
· Training and documentation
Technical Understanding:
· Basic understanding of software development
· How systems integrate
· Data and reporting concepts
· SaaS platform capabilities (Salesforce, ServiceNow, etc.)
Preferred Qualifications:
· CBAP (Certified Business Analysis Professional)
· Agile BA certifications
· Experience with your specific industry
· Background with SaaS platform configuration
Typical Week:
· Requirements (40%): Workshops, interviews, documentation
· Sprint Support (30%): Story refinement, Q&A with team, acceptance testing
· Testing (15%): UAT coordination, test case creation
· Change Mgmt (10%): Training materials, documentation
· Process (5%): Process mapping, improvement initiatives
Collaboration Model:
With Product Owner:
· PO defines WHAT and WHY (vision, priorities, business value)
· BA defines HOW in detail (requirements, workflows, specifics)
· PO makes decisions, BA provides analysis
· PO sets direction, BA executes details
With Development Team:
· BA clarifies requirements and answers questions
· BA reviews designs for business fit
· BA coordinates with developers on edge cases
· BA tests completed work
With Business Stakeholders:
· BA facilitates workshops and gathers input
· BA validates requirements with users
· BA coordinates UAT with business users
· BA provides training and support
Career Path:
· Junior BA → Business Analyst → Senior BA → Lead BA
· Or: Business Analyst → Product Owner
· Or: Business Analyst → Process Improvement / Operations role
Success Metrics:
· Requirements quality (how often changed after review)
· Story clarity (team has questions or not)
· UAT effectiveness (issues found before production)
· Stakeholder satisfaction
· Documentation completeness
Compensation: €65-90K + 10-15% bonus
SOFTWARE DEVELOPER / ENGINEER
Department: IT (Stream-Aligned Team)
Reports To: Head of IT Applications
Team: Specific business domain team (Customer Experience, Order-to-Cash, etc.)
Location: [Your Location]
Role Summary
Build and maintain software solutions for business domain. Develop custom applications, configure SaaS platforms, create integrations. Work in cross-functional team with product owner, BA, testers. Own code quality and technical excellence. Continuous learning and improvement.
Key Responsibilities
Software Development (60%):
· Write clean, maintainable code
· Custom application development
· SaaS platform configuration (Salesforce, ServiceNow, etc.)
· API development and integration
· Database design and queries
· Front-end and back-end development
· Code reviews and pair programming
Quality & Testing (15%):
· Write unit tests and integration tests
· Test-driven development
· Code reviews for team members
· Performance optimization
· Debugging and troubleshooting
· Technical debt reduction
Collaboration (15%):
· Sprint planning and estimation
· Daily standups and communication
· Work with BA and PO on requirements
· Collaborate with architects on design
· Pair with other developers
· Knowledge sharing
DevOps & Operations (10%):
· Deploy code through CI/CD pipelines
· Monitor application health
· Production support and bug fixes
· Documentation (technical and user)
· Incident response when needed
Required Qualifications
Experience:
· 3+ years in software development
· Experience with full development lifecycle
· Background in Agile/Scrum teams
· Track record of delivering quality software
Technical Skills:
· Strong programming in 1-2 languages (Java, C#, Python, JavaScript, etc.)
· Web development (front-end and/or back-end)
· Databases (SQL, NoSQL)
· APIs (REST, GraphQL)
· Version control (Git)
· Testing frameworks
Modern Practices:
· Agile/Scrum experience
· CI/CD familiarity
· Code review practices
· Test-driven development
· Clean code principles
Soft Skills:
· Problem-solving and debugging
· Collaborative team player
· Good communication
· Continuous learner
· Takes ownership
Preferred Qualifications:
· Cloud platform experience (AWS, Azure, GCP)
· SaaS platform development (Salesforce, ServiceNow, etc.)
· Multiple programming languages
· DevOps practices
Seniority Levels:
Junior Developer (0-3 years):
· Learning fundamentals
· Works on well-defined tasks
· Needs guidance and mentoring
· €50-70K
Mid-Level Developer (3-6 years):
· Works independently on features
· Good technical skills
· Some mentoring of juniors
· €70-90K
Senior Developer (6-10 years):
· Designs solutions for complex features
· Mentors team members
· High code quality standards
· Technical leadership
· €90-115K
Staff Developer (10+ years):
· Domain expert and technical leader
· Architects major features
· Mentors across teams
· Drives technical excellence
· €115-140K
Technical Focus Areas (Developers can specialize):
· Full-stack: Both front-end and back-end
· Front-end: UI/UX, JavaScript frameworks (React, Vue, Angular)
· Back-end: APIs, databases, business logic
· SaaS Configuration: Salesforce, ServiceNow customization
· Integration: APIs, data integration, event-driven
· Data: SQL, ETL, reporting
Career Paths:
· Developer → Senior Developer → Staff Developer → Principal Developer
· Or: Senior Developer → Solution Architect
· Or: Senior Developer → Tech Lead → Engineering Manager
Typical Week:
· Coding (60%): Feature development, bug fixes
· Collaboration (20%): Sprint ceremonies, pair programming, code reviews
· Learning (10%): Training, experimentation, tech debt
· Support (10%): Production issues, documentation
Success Metrics:
· Code quality (defect rates, code review feedback)
· Delivery velocity (story points, features completed)
· Team contribution (collaboration, mentoring)
· Technical growth (new skills, certifications)
Compensation: €50-140K depending on level + 10-15% bonus
QA ENGINEER / TESTER
Department: IT (Stream-Aligned Team)
Reports To: Head of IT Applications
Team: Embedded in business domain team
Location: [Your Location]
Role Summary
Ensure quality of software solutions. Create test strategies and test cases. Perform manual and automated testing. Find defects before production. Work with team on quality throughout development lifecycle. Enable continuous delivery through test automation.
Key Responsibilities
Test Planning & Strategy (20%):
· Create test plans and strategies
· Define test scope and approach
· Risk-based testing prioritization
· Test data planning
· Coordinate UAT with BA
Test Automation (40%):
· Develop automated test scripts
· Maintain test automation framework
· API testing automation
· UI testing automation
· Integration testing
· Continuous integration of tests
Manual Testing (25%):
· Exploratory testing
· Functional testing
· Integration testing
· Regression testing
· Usability testing
· Performance testing basics
Quality Advocacy (10%):
· Participate in requirements review
· Shift-left testing (early involvement)
· Quality metrics and reporting
· Advocate for quality practices
· Continuous improvement
Defect Management (5%):
· Log and track defects
· Work with developers on reproduction
· Verify fixes
· Root cause analysis
· Prevent defect recurrence
Required Qualifications
Experience:
· 3+ years in QA/testing role
· Experience with test automation
· Background in Agile teams
· Both manual and automated testing
Technical Skills:
· Test automation tools (Selenium, Cypress, Playwright, etc.)
· Programming for test automation (Python, Java, JavaScript)
· API testing (Postman, REST Assured)
· Version control (Git)
· CI/CD integration of tests
· SQL for data validation
Testing Knowledge:
· Test design techniques
· Test case design
· Boundary value analysis
· Equivalence partitioning
· Risk-based testing
· Exploratory testing
Soft Skills:
· Attention to detail
· Analytical thinking
· Good communication
· Collaborative
· Advocates for quality without being blocker
Preferred Qualifications:
· ISTQB certification
· Performance testing (JMeter, LoadRunner)
· Security testing basics
· Experience with your technology stack
Seniority Levels:
Junior QA Engineer (0-3 years):
· Manual testing focus
· Learning automation
· €45-60K
QA Engineer (3-6 years):
· Strong automation skills
· Test strategy contribution
· €60-80K
Senior QA Engineer (6+ years):
· Test architecture and strategy
· Automation framework development
· Mentoring others
· €80-100K
Career Paths:
· QA Engineer → Senior QA Engineer → QA Lead
· Or: QA Engineer → QA Automation Specialist
· Or: QA Engineer → Developer (transition to dev)
Typical Week:
· Automation (40%): Write and maintain automated tests
· Manual Testing (25%): Exploratory and regression testing
· Collaboration (20%): Sprint ceremonies, requirement reviews, defect triage
· Strategy (10%): Test planning, improvement initiatives
· Learning (5%): New tools, techniques
Success Metrics:
· Defect detection rate (% found before production)
· Test automation coverage
· Test execution time (efficiency)
· Defect escape rate (production issues)
· Team satisfaction with QA support
Compensation: €45-100K depending on level + 10-15% bonus
SCRUM MASTER / AGILE COACH
Department: IT (supporting Stream-Aligned Teams)
Reports To: Head of IT Applications
Supports: 1-2 teams (not full ownership like Product Owner)
Location: [Your Location]
Role Summary
Facilitate Agile practices and continuous improvement. Enable team to work effectively. Remove impediments and blockers. Coach team on Agile principles. Foster collaboration and self-organization. Improve team health and delivery flow. NOT the same as Product Owner (no product decisions).
Key Responsibilities
Agile Facilitation (40%):
· Facilitate Scrum ceremonies (planning, standups, reviews, retrospectives)
· Ensure ceremonies are valuable and time-boxed
· Foster team collaboration
· Maintain team cadence and rhythm
· Visual management (boards, burndowns)
Impediment Removal (25%):
· Identify and remove blockers
· Escalate impediments to leadership
· Facilitate cross-team dependencies
· Protect team from distractions
· Enable team focus
Team Coaching (20%):
· Coach team on Agile principles and practices
· Help team self-organize
· Foster continuous improvement mindset
· Improve team dynamics
· Build high-performing team culture
Process Improvement (10%):
· Facilitate retrospectives and action items
· Track and improve team metrics
· Identify process bottlenecks
· Implement improvements
· Share best practices across teams
Stakeholder Management (5%):
· Communicate team progress
· Manage expectations
· Facilitate stakeholder engagement
· Transparent reporting
Required Qualifications
Experience:
· 3+ years as Scrum Master or Agile Coach
· Experience with multiple Agile teams
· Track record of team improvement
· Background in Agile methodologies
Certifications:
· Certified Scrum Master (CSM)
· Or equivalent (PSM, SAFe SM, etc.)
Skills:
· Strong facilitation skills
· Coaching and mentoring
· Conflict resolution
· Active listening
· Servant leadership mindset
Agile Knowledge:
· Deep understanding of Scrum
· Knowledge of Kanban, XP, SAFe (optional)
· Agile metrics and measurement
· Scaling Agile practices
· Continuous improvement techniques
Soft Skills:
· Excellent communication
· Empathy and emotional intelligence
· Influence without authority
· Problem-solving
· Adaptability
Preferred Qualifications:
· Advanced certifications (CSP, A-CSM)
· Experience in your industry
· Technical background (helpful but not required)
· Experience with distributed teams
What Scrum Master Does NOT Do:
· ❌ Make product decisions (that's Product Owner)
· ❌ Manage the team (servant leader, not manager)
· ❌ Assign work to team members
· ❌ Report status on behalf of team (team is transparent)
· ❌ Solve technical problems (team does this)
Scrum Master vs. Product Owner:
· Scrum Master: HOW the team works (process, collaboration)
· Product Owner: WHAT the team builds (product, priorities)
· Both: Enable team success, different focus areas
Career Paths:
· Scrum Master → Senior Scrum Master → Agile Coach
· Or: Scrum Master → Product Owner (career change)
· Or: Scrum Master → Agile Practice Lead
· Or: Scrum Master → Team Manager (if interested in management)
Typical Week:
· Facilitation (40%): Sprint ceremonies across 1-2 teams
· Coaching (25%): 1:1s, team dynamics work
· Impediment Removal (20%): Working blockers, escalations
· Improvement (10%): Retrospective action items, metrics
· Community (5%): Scrum Master community, learning
Success Metrics:
· Team velocity (stable and improving)
· Team health (survey scores)
· Sprint goals met (% sprints successful)
· Impediment resolution time
· Team satisfaction with SM support
· Lead time and cycle time improvement
Compensation: €60-85K + 10% bonus
5.5 VENDOR & CONTRACT MANAGEMENT ROLES
VENDOR MANAGER
Department: Vendor & Partner Management
Reports To: Head of Vendor & Partner Management
Location: [Your Location]
Role Summary
Manage relationships with technology vendors. Ensure vendors deliver value and meet commitments. Conduct vendor performance reviews. Negotiate contracts and renewals. Coordinate between vendors and internal teams. Optimize vendor spend and value.
Key Responsibilities
Vendor Relationship Management (40%):
· Manage portfolio of 5-15 vendors
· Regular check-ins with vendor account managers
· Quarterly business reviews with key vendors
· Executive relationship building
· Escalation management
· Partnership development
Contract Management (25%):
· Negotiate contracts and renewals
· Review and optimize license agreements
· Track contract terms and obligations
· Manage contract lifecycle
· Renewal planning (6-12 months ahead)
· Cost optimization negotiations
Performance Management (20%):
· Track vendor SLAs and performance
· Vendor scorecard management
· Issue and incident tracking
· Root cause analysis for vendor issues
· Performance improvement plans
· Vendor satisfaction surveys
Vendor Selection Support (10%):
· Support RFP/RFI processes
· Vendor due diligence
· Reference checks
· Contract negotiation for new vendors
· Onboarding of new vendors
Reporting & Governance (5%):
· Vendor spend reporting
· Performance dashboards
· Risk reporting
· Executive briefings
· Vendor portfolio reviews
Required Qualifications
Experience:
· 5+ years in vendor management, procurement, or account management
· Experience with technology/SaaS vendors
· Track record of successful vendor negotiations
· Background in contract management
Skills:
· Strong negotiation skills
· Relationship management
· Contract understanding (practical)
· Financial analysis (cost/benefit)
· Problem-solving and escalation management
Knowledge:
· SaaS business models and pricing
· Technology licensing and contracts
· Vendor risk management
· Performance management frameworks
· Procurement processes
Soft Skills:
· Excellent communication (internal and vendor)
· Influence and persuasion
· Professional and diplomatic
· Detail-oriented
· Strategic thinking
Preferred Qualifications:
· Procurement or sourcing certifications
· Legal or contract management background
· Experience in your industry
· Experience with specific vendor types (SaaS, cloud, etc.)
Vendor Tiering:
Vendor Manager manages different vendors differently:
Tier 1 Vendors (5-8 vendors):
· Strategic, mission-critical
· High spend (>€100K/year)
· Quarterly business reviews
· Executive engagement
· Examples: ERP, CRM, Cloud provider
Tier 2 Vendors (10-15 vendors):
· Important but not critical
· Medium spend (€20-100K/year)
· Bi-annual reviews
· Examples: HR system, Project management, Collaboration tools
Tier 3 Vendors (managed lightly):
· Tactical, low risk/spend (<€20K/year)
· Annual review
· Examples: Small SaaS tools, utilities
Typical Week:
· Vendor Meetings (30%): Check-ins, business reviews, issue resolution
· Contract Work (25%): Negotiations, reviews, renewals
· Performance (20%): Scorecard updates, issue tracking, reporting
· Internal Coordination (15%): Meet with IT teams, stakeholders
· Strategic (10%): Planning, optimization initiatives
Success Metrics:
· Vendor performance (average scorecard rating >4/5)
· SLA compliance (>95% vendors meeting SLAs)
· Cost savings from negotiations (€ saved)
· Contract compliance (no missed renewals or compliance issues)
· Stakeholder satisfaction with vendors
· Issue resolution time
Compensation: €70-95K + 10-15% bonus
CONTRACT ADMINISTRATOR
Department: Vendor & Partner Management
Reports To: Head of Vendor & Partner Management
Location: [Your Location]
Role Summary
Manage contract lifecycle and administration. Maintain contracts database. Track renewals and key dates. Ensure contract compliance. Support vendor managers with contract needs. Centralized contract knowledge and repository.
Key Responsibilities
Contract Lifecycle Management (50%):
· Maintain central contracts database
· Track all vendor contracts and key dates
· Renewal alerts and planning
· Contract amendments and change orders
· Document management and filing
· Compliance tracking
Contract Support (25%):
· Support vendor managers with contract needs
· Contract template creation and maintenance
· Review contracts for standard terms
· Coordinate legal reviews
· Contract negotiation support
· Vendor onboarding documentation
License Management (15%):
· Track software licenses and quantities
· True-up and reconciliation
· Unused license identification
· License optimization recommendations
· Audit support
Reporting & Analysis (10%):
· Contract spend reporting
· Renewal pipeline reporting
· Contract compliance reports
· License utilization reports
· Cost analysis and trends
Required Qualifications
Experience:
· 3+ years in contract administration or related role
· Experience with contract management systems
· Background in procurement or legal support
Skills:
· Strong organizational skills
· Attention to detail
· Contract reading and comprehension
· Document management
· Data analysis
Knowledge:
· Contract terminology and structure
· Software licensing models
· Procurement processes
· Compliance requirements
· Risk identification
Tools:
· Contract management systems
· Excel/spreadsheets (advanced)
· Document management systems
· Reporting tools
Preferred Qualifications:
· Paralegal training or legal background
· Technology contract experience
· Procurement certifications
· Experience with your contract tools
Typical Week:
· Contract Management (50%): Database updates, renewals, amendments
· Support (25%): Help vendor managers, coordinate reviews
· Reporting (15%): Generate reports, analyze data
· Compliance (10%): Audit support, compliance checks
Success Metrics:
· Contract database accuracy (100%)
· No missed renewals or key dates
· Response time to contract requests
· License optimization (savings identified)
· Compliance rate (audits passed)
Compensation: €50-70K + 5-10% bonus
VENDOR SECURITY ANALYST
Department: Vendor & Partner Management (may be shared with Security team)
Reports To: Head of Vendor & Partner Management or Security Architect
Location: [Your Location]
Role Summary
Assess and manage vendor security risks. Conduct vendor security reviews. Ensure vendor compliance with security standards. Monitor vendor security posture. Coordinate vendor security incidents. Protect organization from vendor-related security risks.
Key Responsibilities
Vendor Security Assessment (40%):
· Conduct security assessments of new vendors
· Security questionnaires and due diligence
· Review vendor certifications (SOC 2, ISO 27001, etc.)
· Penetration test and audit review
· Data protection and privacy assessment
· Risk scoring and recommendations
Ongoing Monitoring (25%):
· Monitor vendor security posture
· Track vendor security incidents (theirs and industry)
· Annual security re-assessments
· Compliance monitoring
· Security audit support
· Security scorecard updates
Vendor Security Requirements (15%):
· Define vendor security requirements
· Security clauses in contracts
· Security SLAs and commitments
· Data handling requirements
· Incident response requirements
· Right to audit clauses
Incident Response (10%):
· Coordinate vendor security incidents
· Assess impact of vendor breaches
· Communication with affected stakeholders
· Remediation tracking
· Post-incident reviews
Reporting & Governance (10%):
· Vendor security dashboards
· Risk reporting to leadership
· Security trends analysis
· Board reporting (as needed)
· Vendor security metrics
Required Qualifications:
Experience:
· 5+ years in IT security
· 2+ years in vendor/third-party risk management
· Experience with security assessments
· Background in compliance and risk
Technical Skills:
· Security frameworks (NIST, CIS, ISO 27001)
· Risk assessment methodologies
· Security standards and certifications
· Data privacy regulations (GDPR, CCPA, etc.)
· Cloud security (AWS, Azure, GCP)
Knowledge:
· Third-party risk management
· Vendor security assessment
· Security questionnaires and tools
· Compliance requirements
· Incident response
Soft Skills:
· Risk-based thinking
· Clear communication of risks
· Negotiation (security requirements)
· Attention to detail
· Relationship building with vendors
Preferred Qualifications:
· Certifications: CISSP, CISM, CRISC, or similar
· Experience with vendor risk tools (SecurityScorecard, BitSight, etc.)
· Legal or compliance background
· Industry-specific security requirements
Typical Week:
· Assessments (40%): Review new vendors, conduct evaluations
· Monitoring (25%): Track vendor security, incident monitoring
· Reporting (15%): Update dashboards, risk reports
· Collaboration (15%): Work with vendor managers, security team, legal
· Improvement (5%): Process improvement, training
Success Metrics:
· Vendor security assessment coverage (100% of vendors assessed)
· High-risk vendors (identified and mitigated)
· Security incidents from vendors (minimized)
· Time to assess new vendors
· Compliance rate (vendors meeting standards)
Compensation: €75-100K + 10-15% bonus
5.6 PROJECT MANAGEMENT ROLES (Optional/As Needed)
PROJECT MANAGER
Department: PMO or IT Applications (varies by model)
Reports To: Head of PMO or Head of IT Applications
Assigned To: Major initiatives (6-12 months typically)
Location: [Your Location]
Role Summary
Lead complex, multi-team initiatives from planning through delivery. Coordinate across teams, vendors, and stakeholders. Manage timeline, budget, resources, and risks. Ensure on-time, on-budget delivery. Bridge Product Owner (what to build) and delivery teams (how to build). NOT needed for all projects - only large, complex initiatives.
Key Responsibilities
Project Planning (25%):
· Create detailed project plans
· Define workstreams and milestones
· Resource planning and allocation
· Budget development
· Risk assessment and planning
· Dependency mapping
Project Execution (35%):
· Coordinate across multiple teams
· Manage project timeline and milestones
· Track progress against plan
· Facilitate decision-making
· Manage vendor deliverables
· Status reporting
Risk & Issue Management (20%):
· Identify and track risks
· Develop mitigation plans
· Manage issues and escalations
· Change control
· Recovery planning when needed
Stakeholder Management (15%):
· Steering committee management
· Executive reporting
· Cross-functional coordination
· Expectation management
· Communication planning
Project Closure (5%):
· Project retrospectives
· Lessons learned documentation
· Final reporting
· Transition to BAU
· Team recognition
When Project Manager Is Needed:
✅ USE PM for:
· Multi-team projects (3+ teams)
· Duration > 6 months
· Budget > €250K
· Complex dependencies
· Major SaaS implementations
· Organization-wide initiatives
· High executive visibility
❌ DON'T NEED PM for:
· Single team work
· Duration < 4 months
· Budget < €150K
· Minimal dependencies
· Product Owner + Tech Lead sufficient
Required Qualifications
Experience:
· 5-10 years in project management
· Mix of waterfall and Agile projects
· Experience with IT projects (software, infrastructure, SaaS)
· Track record of successful delivery
· Background managing multi-team initiatives
Skills:
· Strong organizational skills
· Multi-tasking and prioritization
· Stakeholder management
· Risk and issue management
· Budget management
· Vendor management
Methodologies:
· Traditional project management (waterfall)
· Agile project management
· Hybrid approaches
· Can adapt to situation
Tools:
· Project management tools (MS Project, Smartsheet, Jira, etc.)
· Excel/spreadsheets (advanced)
· Collaboration tools
· Reporting and dashboards
Preferred Qualifications:
· PMP (Project Management Professional)
· PRINCE2
· Agile certifications (PMI-ACP, SAFe)
· Change management certification (Prosci)
· Industry experience
PM vs. Product Owner:
Product Owner:
· Owns WHAT to build and WHY
· Makes product decisions
· Ongoing ownership (years)
· Business outcomes focus
· From business side
Project Manager:
· Owns WHEN and HOW MUCH
· Coordinates delivery
· Temporary (project duration)
· Delivery metrics focus
· From PMO or IT
Both work together: PO makes business calls, PM ensures successful delivery
Career Paths:
· Project Manager → Senior PM → Program Manager
· Or: PM → Product Owner (career change)
· Or: PM → PMO Lead/Director
· Or: PM → Operations Manager
Typical Large Project (SaaS Implementation):
· Planning (Month 1): Detailed planning, team formation
· Execution (Months 2-8): Coordinate workstreams, track progress
· Go-Live (Month 9): Cutover coordination, war room
· Closure (Month 10): Retrospective, handoff, lessons learned
· Then: Move to next project
Success Metrics:
· On-time delivery (% of milestones met)
· On-budget delivery (budget variance)
· Scope management (change requests managed)
· Quality (defects, issues)
· Stakeholder satisfaction
· Team satisfaction
Compensation: €75-110K + 10-15% bonus



Templates
Implementation Checklist
A comprehensive checklist for your transformation:
Month 1: Launch
· [ ] CTO announces transformation (all-hands meeting)
· [ ] Form transformation steering committee
· [ ] Conduct current state assessment (systems, integrations, skills)
· [ ] Post Enterprise Architect job description
· [ ] Engage external consulting partner (if using)
· [ ] Set up transformation communication channels
· [ ] Begin stakeholder interviews (business leaders, IT staff)
Month 2: Foundation
· [ ] Complete current state documentation
· [ ] Hire Enterprise Architect
· [ ] Form Architecture Review Board
· [ ] Post Solution Architect job descriptions (2)
· [ ] Post Data Architect job description
· [ ] Begin platform evaluations (integration, data)
· [ ] Identify pilot stream-aligned teams (2-3 candidates)
· [ ] Launch transformation intranet hub
Month 3: Planning
· [ ] Finalize platform selections (integration, data)
· [ ] Hire or promote 2 Business Analysts
· [ ] Hire 2 Integration Specialists
· [ ] Architecture principles published
· [ ] System landscape diagram completed
· [ ] Pilot team design completed
· [ ] 3-year transformation roadmap finalized
Month 4: Deployment Begins
· [ ] Integration platform deployment starts
· [ ] Data platform deployment starts
· [ ] Solution Architects hired and onboarded
· [ ] Data Architect hired
· [ ] Pilot teams formally launched
· [ ] Head of Vendor Management hired
· [ ] Vendor inventory completed
Month 5: Platform Onboarding
· [ ] First integration on new platform
· [ ] First data feeds to data warehouse
· [ ] Platform teams formed
· [ ] Data Governance Board first meeting
· [ ] Pilot teams delivering in new model
Month 6: Mid-Point Review
· [ ] Pilot team assessment and adjustments
· [ ] Platform maturity reviewed
· [ ] Additional hiring wave initiated
· [ ] Quick wins celebrated and communicated
· [ ] Business case progress reviewed
Month 9: Expansion
· [ ] Roll out stream-aligned model to 3-4 more teams
· [ ] Data engineering team built out
· [ ] Self-service analytics launched
· [ ] Vendor management process mature
· [ ] Architecture practice embedded
Month 12: Year 1 Complete
· [ ] 50% of teams in stream-aligned model
· [ ] Integration platform handling 15-20 integrations
· [ ] Data warehouse operational with 5-7 sources
· [ ] Data quality at 90%+ for tier 1 data
· [ ] AI/ML roadmap finalized
· [ ] Year 1 value realization measured
Month 18: Scaling
· [ ] All teams in stream-aligned model
· [ ] Platform teams mature
· [ ] Data scientists hired
· [ ] First AI pilots launched
· [ ] Architecture patterns widely adopted
Month 24: Year 2 Complete
· [ ] Organization transformation largely complete
· [ ] First AI models in production
· [ ] Advanced analytics delivering value
· [ ] Vendor management optimizing costs
· [ ] New operating model embedded


Architecture Decision Record (ADR) Template
# ADR-[NUMBER]: [TITLE]

**Date**: YYYY-MM-DD
**Status**: Proposed | Accepted | Rejected | Superseded | Deprecated
**Deciders**: [List of people involved in decision]

## Context

[Describe the context and background of the decision]
- What is the issue or problem?
- What is driving this decision?
- What are the constraints?
- What is the business context?

## Decision

[Describe the decision that was made]

We have decided to [decision statement].

## Options Considered

### Option 1: [Name]
**Description**: [Brief description]

**Pros**:
- [Advantage 1]
- [Advantage 2]

**Cons**:
- [Disadvantage 1]
- [Disadvantage 2]

**Cost**: [If applicable]

### Option 2: [Name]
[Same structure]

### Option 3: [Name]
[Same structure]

## Rationale

[Explain why this option was chosen]
- [Reason 1]
- [Reason 2]
- [Reason 3]

## Consequences

### Positive:
- [Positive consequence 1]
- [Positive consequence 2]

### Negative:
- [Negative consequence 1]
- [Negative consequence 2]

### Risks:
- [Risk 1] - Mitigation: [How we'll handle it]
- [Risk 2] - Mitigation: [How we'll handle it]

## Implementation

- Timeline: [Expected timeline]
- Resources needed: [People, budget, tools]
- Dependencies: [What needs to happen first]
- Success criteria: [How we'll know it worked]

## Related Decisions

- Related to: [ADR-XXX]
- Supersedes: [ADR-XXX] (if applicable)
- Influences: [ADR-XXX] (if applicable)

## Notes

[Any additional notes, links to supporting documents, etc.]


Team Charter Template
# [TEAM NAME] Team Charter

## Team Purpose

[1-2 sentences describing why this team exists]

## Business Domain

[Describe the business domain this team owns]

### In Scope:
- [Business capability 1]
- [Business capability 2]
- [Business capability 3]

### Out of Scope:
- [What this team does NOT own]
- [Boundaries with other teams]

## Team Composition

**Product Owner**: [Name] - Reports to [Business VP]
**Business Analyst**: [Name]
**Developers**: [Names] (X people)
**Testers/QA**: [Names] (X people)
**Solution Architect** (shared): [Name] - [%] allocation

**Team Location**: [Office/Remote/Hybrid]
**Team Room/Space**: [If applicable]

## Systems & Technologies

**Systems Owned**:
- [System 1] - [Description]
- [System 2] - [Description]

**Primary Technologies**:
- [Technology 1]
- [Technology 2]
- [Technology 3]

**Integrations** (Key external dependencies):
- [System/Team A] - [Integration type]
- [System/Team B] - [Integration type]

## Success Metrics

**Business Outcomes** (What we're accountable for):
- [Metric 1]: Current [X], Target [Y]
- [Metric 2]: Current [X], Target [Y]

**Delivery Metrics**:
- Lead Time: Target [X] days
- Deployment Frequency: Target [X] per week
- Change Failure Rate: Target <[X]%

**Team Health**:
- Team Satisfaction: Target 4/5+
- Stakeholder Satisfaction: Target 4/5+

## Ways of Working

**Agile Methodology**: Scrum (or Kanban, or hybrid)
**Sprint Length**: [X] weeks
**Sprint Ceremonies**:
- Sprint Planning: [Day/Time]
- Daily Standup: [Day/Time]
- Sprint Review: [Day/Time]
- Retrospective: [Day/Time]

**Key Meetings**:
- Backlog Refinement: [Day/Time]
- Architecture Review: [As needed]
- Stakeholder Demo: [Frequency]

**Communication Channels**:
- Team Slack/Teams: [#channel-name]
- Stand-ups: [Location/Virtual]
- Documentation: [Where]

## Decision Rights

**Product Owner Decides**:
- Feature prioritization
- Acceptance criteria
- Go/no-go on releases
- Scope changes

**Team Decides**:
- Technical implementation
- Task breakdown and estimation
- Sprint commitment
- Technical debt prioritization (with PO input)

**Architect Decides** (in consultation with team):
- Architecture patterns
- Technology choices
- Integration approaches

**Escalate to ARB**:
- New technology adoption
- Major architecture changes
- Vendor selection

## Stakeholders

**Primary Stakeholders**:
- [Stakeholder 1] - [Role] - [What they care about]
- [Stakeholder 2] - [Role] - [What they care about]

**Communication Frequency**:
- [Stakeholder]: [How often, what format]

## Dependencies

**Teams We Depend On**:
- [Team A]: [For what]
- [Platform Team]: [For what]

**Teams That Depend On Us**:
- [Team B]: [For what]

**How We Manage Dependencies**:
- [Process for coordination]
- [Meeting cadence for dependency management]

## Team Agreements

### Working Hours:
- Core hours: [X:XX - X:XX]
- Flexibility: [Policy]

### Communication:
- Response time expectations: [X hours for urgent, X day for normal]
- How we handle urgent issues: [Process]

### Code Reviews:
- All code reviewed before merge
- Target review time: [X hours]

### Technical Debt:
- [X]% of each sprint for technical debt
- Team identifies, PO approves priorities

### Quality:
- Definition of Done: [List criteria]
- Testing requirements: [Unit tests, integration tests, etc.]

### Continuous Improvement:
- Retrospectives every [X] weeks
- Action items tracked and completed

## Onboarding

**New Team Member Onboarding**:
- Week 1: [Activities]
- Week 2: [Activities]
- Month 1: [Goals]

**Buddy System**: Each new member assigned buddy

## Version History

| Version | Date | Changes | Author |
|---------|------|---------|--------|
| 1.0 | YYYY-MM-DD | Initial charter | [Name] |

---

**Signed**:
- Product Owner: _________________ Date: _______
- Team Lead: _________________ Date: _______
- Head of IT Applications: _________________ Date: _______


Transformation Communication Templates
Monthly All-Hands Email Template:
Subject: IT Transformation Update - [Month Year]

Team,

Here's your monthly update on our IT transformation journey.

## This Month's Highlights

🎉 [Major Win 1]
🎉 [Major Win 2]
📊 [Key Metric Update]

## Progress Update

**Stream-Aligned Teams**: [X] of [Y] teams now operational
**Platforms**: [Integration/Data/DevOps status]
**New Capabilities**: [What's new this month]

## What's Coming Next Month

- [Initiative 1]
- [Initiative 2]
- [Hiring/Training update]

## Team Spotlight

This month we're highlighting [Team Name] for [Achievement].
[Brief story of success]

## By the Numbers

- Lead Time: [X] days (down from [Y])
- Team Satisfaction: [Score]/5
- Business Stakeholder Satisfaction: [Score]/5
- [Other relevant metric]

## Questions or Feedback?

- Ask in #transformation Slack channel
- Attend office hours: [Time]
- Email me directly: [Email]

Thanks for your continued commitment to this journey. The progress we're making is because of YOU.

[CTO Name]

P.S. Don't miss next week's all-hands meeting - we have an exciting demo from [Team]!

Quarterly Business Stakeholder Update Template:
Subject: IT Transformation - Q[X] Update for Business Leaders

Dear [Business Leaders],

I wanted to share our IT transformation progress and how it's benefiting your teams.

## Executive Summary

We're [X] months into our 24-month IT transformation. Here's what it means for you:

✅ **Faster Delivery**: IT is delivering [X]% faster than a year ago
✅ **Better Partnership**: Dedicated Product Owners for your domains
✅ **Data & Insights**: New analytics capabilities enabling better decisions
✅ **Cost Optimization**: [€X]K saved through vendor consolidation and efficiency

## What We've Delivered for Your Teams

**[Department 1 - e.g., Sales]**:
- [Capability delivered]
- Business Impact: [Metric improvement]

**[Department 2 - e.g., Operations]**:
- [Capability delivered]
- Business Impact: [Metric improvement]

## What's Coming Next Quarter

- [Initiative benefiting business]
- [New capability launching]
- [Data/AI project starting]

## How This Affects You

**Product Owners**: Your dedicated IT partners
- [Name] for [Domain] - Contact: [Email]
- [Name] for [Domain] - Contact: [Email]

They're your single point of contact for all technology needs in their domain.

**What We Need from You**:
- Continue providing Product Owners with clear business priorities
- Feedback on IT service and delivery (survey coming next week)
- Support for your team members in transformation (training time, patience during changes)

## Questions?

Happy to discuss in more detail. Let's schedule time if you'd like to dive deeper into any area.

Best regards,
[CTO Name]

---

*Detailed metrics and project status available on the transformation intranet: [Link]*
Success Story Template
For sharing wins and building momentum:
# Success Story: [Title]

**Team**: [Team Name]
**Date**: [Month Year]
**Category**: Quick Win | Delivery Improvement | Business Value | Innovation

## The Challenge

[Describe the problem or opportunity]
- What was the pain point?
- Who was affected?
- What was the business impact?

## The Solution

[Describe what the team did]
- Approach taken
- Technologies or practices used
- Who was involved
- Timeline

## The Results

**Business Impact**:
- [Quantified business result]
- [User feedback or satisfaction improvement]

**Technical Achievement**:
- [How this exemplifies new ways of working]
- [Technical excellence demonstrated]

**Metrics**:
- Before: [Metric was X]
- After: [Metric is now Y]
- Improvement: [Z%]

## What We Learned

- [Key learning 1]
- [Key learning 2]
- [What we'd do differently next time]

## Recognition

Shout out to:
- [Team member 1] for [contribution]
- [Team member 2] for [contribution]

## Replicability

How other teams can apply these learnings:
- [Lesson or pattern]
- [Where to find resources]
- [Who to contact for help]

Metrics Dashboard - Logistics Specific
Executive Dashboard (Monthly Review)
Business Performance (By BU):
┌─────────────────────────────────────────────────────┐
│ SHIPPING BU                                         │
├─────────────────────────────────────────────────────┤
│ Revenue:           €45.2M  (↑ 8% YoY)              │
│ Volume (TEUs):     125K    (↑ 5% YoY)              │
│ Freight Rate:      €362    (↑ 3% - AI pricing!)    │
│ Vessel Utilization: 84%    (↑ 2% vs Q-1)           │
│ Customer NPS:      42      (↑ 8 pts - portal!)     │
└─────────────────────────────────────────────────────┘

┌─────────────────────────────────────────────────────┐
│ PORTS BU                                            │
├─────────────────────────────────────────────────────┤
│ Revenue:           €28.5M  (↑ 6% YoY)              │
│ Throughput (TEUs): 520K    (↑ 7% YoY)              │
│ Berth Utilization: 72%     (↑ 3%)                  │
│ Dwell Time:        4.2 days (↓ 0.5 days - AI!)     │
│ Equipment Uptime:  96.5%   (↑ 2% - pred. maint!)   │
└─────────────────────────────────────────────────────┘

┌─────────────────────────────────────────────────────┐
│ CARGO BU                                            │
├─────────────────────────────────────────────────────┤
│ Revenue:           €32.8M  (↑ 12% YoY)             │
│ Shipments:         18.5K   (↑ 10% YoY)             │
│ On-Time Delivery:  94%     (↑ 3% - new TMS!)       │
│ Margin per Ship.:  €142    (↑ €18 - optimization)  │
└─────────────────────────────────────────────────────┘
IT Delivery Performance:
┌─────────────────────────────────────────────────────┐
│ DELIVERY METRICS                                    │
├─────────────────────────────────────────────────────┤
│ Lead Time:            22 days  (Target: 21 days)    │
│   Baseline (Month 0): 48 days  (↓ 54%!) ✅         │
│                                                      │
│ Deployment Frequency: Daily    (Target: Daily) ✅   │
│   Baseline:           Monthly                       │
│                                                      │
│ Change Failure Rate:  3.2%     (Target: <5%) ✅     │
│                                                      │
│ MTTR (Mean Time to   45 min    (Target: <1hr) ✅    │
│       Restore):                                      │
└─────────────────────────────────────────────────────┘
Platform Performance:
┌─────────────────────────────────────────────────────┐
│ INTEGRATION PLATFORM                                │
├─────────────────────────────────────────────────────┤
│ Integrations Live:       34   (Target: 30+) ✅      │
│ Availability:           99.92% (Target: 99.9%) ✅   │
│ Avg Integration Time:   3.2 days (from 12 days!)   │
│ Customer EDI Onboard:   2.8 days (from 6 weeks!)   │
│ Self-Service Rate:      68%   (Target: 60%+) ✅     │
└─────────────────────────────────────────────────────┘

┌─────────────────────────────────────────────────────┐
│ DATA PLATFORM                                       │
├─────────────────────────────────────────────────────┤
│ Data Sources:           13    (Target: 12+) ✅      │
│ Data Quality (Tier 1):  96%   (Target: 95%+) ✅     │
│ Active Users:           124   (↑ 89 since launch)   │
│ Dashboards:             47    (across all BUs)      │
│ Self-Service Rate:      64%   (Target: 60%+) ✅     │
└─────────────────────────────────────────────────────┘

┌─────────────────────────────────────────────────────┐
│ AI/ML MODELS                                        │
├─────────────────────────────────────────────────────┤
│ Models in Production:   4     (Month 22)           │
│  - Dynamic Pricing:     Live  (€2.1M impact) ✅     │
│  - Pred. Maintenance:   Live  (€800K savings) ✅    │
│  - Dwell Time Predict:  Live  (↑ yard util.) ✅     │
│  - Demand Forecast:     Pilot                       │
│                                                      │
│ Total AI Business Value: €3.2M/year ✅              │
└─────────────────────────────────────────────────────┘
People & Culture:
┌─────────────────────────────────────────────────────┐
│ TEAM HEALTH                                         │
├─────────────────────────────────────────────────────┤
│ Team Satisfaction:      4.3/5  (Target: 4+) ✅      │
│ Biz Stakeholder Sat:    4.1/5  (Target: 4+) ✅      │
│ Attrition (Annual):     7.2%   (Target: <10%) ✅    │
│ Internal Promotions:    18     (Year 2)             │
│ Training Hours/Person:  52     (Target: 40+) ✅     │
└─────────────────────────────────────────────────────┘
Transformation Progress (Month 22):
Progress: ████████████████████░░ 88%

✅ Stream-Aligned Teams:      6/6 operational
✅ Platform Teams:            3/3 mature
✅ Architecture Practice:     Complete (8 people)
✅ Data & AI Team:            Complete (14 people)
✅ New Shipping System:       Live! 🎉
✅ New Ports System:          Go-live Month 24
✅ Legacy System Retirement:  Month 26 (on track)
✅ AI Models:                 4 in production


Communication - Business Unit Specific
Email Template: Shipping BU Update
Subject: IT Transformation Update - Shipping Technology
Dear Shipping Team,
Quick update on technology improvements for Shipping operations:
This Quarter (Q3): ✅ New Shipping System: Go-live successful!
Vessel scheduling faster and more reliable
Customer booking process improved
Integration with EDI complete
Training: 95% of users completed
✅ AI Dynamic Pricing: Now live on all routes
Revenue up 3.2% on AI-recommended rates
Pricing team time saved: 40%
You can still override when needed
✅ Customer Portal Enhancement:
Real-time booking confirmation
Container tracking improved
Document download (B/L, invoices)
Coming Next Quarter (Q4):
Vessel performance analytics (fuel optimization)
Predictive ETA (better arrival estimates)
Customer self-service booking expansion
Mobile app for vessel operations
Your Shipping Business Solutions Team:
Product Owner: [Name] - your IT partner
Questions or requests? Contact [Name] directly
Monthly showcase: First Wednesday, join to see latest
Business Impact YTD:
Revenue: ↑ 8% (partly due to better technology)
Vessel utilization: ↑ 2%
Customer satisfaction: ↑ 8 points NPS
Thanks for your partnership in this transformation. Your feedback makes us better!
[CTO Name]
[Shipping PO Name]


Lessons Learned - Logistics Transformation
What Worked Well:
Maritime/Logistics Architect Role
Domain expertise bridged gap between IT and business
Credibility with business stakeholders
Better architecture decisions (understood operational reality)
Recommendation: Critical role for logistics transformation
Product Owners from Business Units
Shipping PO from Shipping operations = instant credibility
Understood business context and priorities
Made better trade-off decisions
Recommendation: Don't compromise on this - POs must come from business
Integration Platform for EDI
Highest ROI of any platform
Quick wins visible (customer onboarding time)
Business understood value immediately
Recommendation: Prioritize integration platform early
Databricks Already in Place
12-month head start on data platform
AI possible earlier than typical
Cost savings significant
Recommendation: If you have data platform, leverage it
Legacy System Replacement as Catalyst
New systems + Product Owner model = clean start
Business invested in success (major projects)
Architecture from scratch (modern, cloud-native)
Recommendation: Time transformation with major system replacements
What We'd Do Differently:
Data Quality Earlier
Underestimated data quality issues in legacy systems
Delayed AI by 3-4 months
Should have started data cleansing Month 1, not Month 6
Recommendation: Data quality assessment and remediation in Month 1-3
More Change Management for BPM Transition
BPM team transition was harder than expected
More communication and support needed
Some resistance we didn't anticipate
Recommendation: 2x the change management effort you think you need
24/7 Support Model
Initially underestimated complexity of 24/7 operations
Took longer to staff and operationalize
Should have planned earlier (Month 2 vs. Month 5)
Recommendation: If 24/7 operations, design support model in Month 1-2
EDI Complexity
Thought migration would be easier
Each EDI partner had unique requirements
Took longer than planned (12 months vs. 6 months target)
Recommendation: Add 50% buffer to EDI migration timeline
Three-BU Prioritization
More executive time needed to align BU priorities
Portfolio management required more governance than expected
Some friction between BUs initially
Recommendation: Strong executive portfolio committee from day 1
Biggest Surprises (Good):
AI Adoption by Business
Business much more receptive to AI than expected
Dynamic pricing adopted quickly
Predictive maintenance trusted by operations
Business now asking for more AI use cases
Platform Team Pride
Integration Platform Team became high-performing, proud team
"Internal product" mindset worked
Team satisfaction highest of all teams
Attracts top talent
Product Owner Effectiveness
POs became business leaders, not just IT liaisons
Some promoted within business due to transformation leadership
Business values POs highly
Biggest Surprises (Challenging):
Customs Complexity
Customs logic embedded in legacy systems was nightmare
Different rules per country
Took 6 months longer than expected to migrate
Needed specialized customs consultant
Seafarer HR System
More complex than anticipated
Maritime compliance (STCW, MLC) very specific
Vendor market very niche
Took 9 months to evaluate and decide
Vessel Operations Real-Time Requirements
Real-time nature of vessel operations more demanding than expected
Shipping system downtime = immediate business impact
Had to over-invest in reliability and monitoring
Logistics Industry Architecture Patterns
Maritime EDI Standards:
UN/EDIFACT: Primary standard for maritime 
IFTMIN: Booking/instruction message
IFTSTA: Status report message
IFCSUM: Consignment summary message
IFTMAN: Arrival notice message
IFTMBF: Firm booking message
COPARN: Container announcement
COARRI: Container discharge/loading order
CODECO: Container gate-in/gate-out
SMDG: Shipping Data Model (for terminal operations)
Customs: AES, AMS, ENS (varies by country)
Integration Architecture Patterns:
Customer/Partner
    ↓ (EDI: IFTMIN, IFTSTA, etc.)
EDI Gateway/Integration Platform
    ↓ (Transform to JSON/API)
Shipping/Ports/TMS System
    ↓ (Events)
Event Bus (Kafka, Azure Service Bus)
    ↓ (Consume)
Other Systems (CRM, Billing, Data Platform)
Reference Architectures:
Shipping Operations Architecture
Terminal Operations Architecture (container terminals)
Car Terminal Architecture
Cargo/TMS Architecture
Customer Portal Architecture
Integration Hub Architecture


