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Maturity Scores

e N
Product Discovery & Development 000 3/5
Adaptive Planning & Execution 000 3/5
Team Enablement & Strategic Alignment 000 3/5
Team Foundation & Culture (X X J 4/5
Delivery & Operational Excellence ( X ) 2/5
Technical Excellence & Engineering Practices 000 3/5

. J

Top Strengths

e Exceptional psychological safety (5/5 on admitting mistakes) creates a rare and powerful foundation for
learning, experimentation, and continuous improvement

e Strong engineering fundamentals including disciplined code reviews (4/5), shift-left security (4/5), and
consistent coding standards demonstrate a team that genuinely cares about quality

e Clear purpose alignment (4/5) with every team member understanding how their work contributes to
organizational goals — an uncommon achievement for a platform team

e Mature WIP discipline with established 'stop and discuss' protocols treats flow constraints as real boundaries
rather than suggestions

Key Growth Opportunities
e Deployment automation and lead time reduction represent the single highest-leverage opportunity — manual
processes and monthly deployments constrain every other area of team performance
e Metrics are being tracked across multiple categories but not yet actively used to drive decisions — closing the
gap between measurement and action would unlock significant optimization
e Cognitive load from architectural complexity and broad ownership scope limits the team's ability to translate
their strong engineering fundamentals into delivery velocity
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Strengths by Category

Product Discovery & Development g @ @

e Strong direct access to customers and users (4/5) removes gatekeepers and enables rapid validation — an
advantage many platform teams lack

e Healthy experimentation culture that analyzes negative results and iterates rather than abandoning
approaches, combined with appropriate use of mixed-fidelity prototyping

e Outcome-focused measurement with business metrics tied to objectives shows alignment between delivery
and business value

Adaptive Planning & Execution g @@
e Strong WIP discipline with established protocols to stop and discuss when limits are exceeded — treating
WIP limits as real constraints is a sign of genuine process maturity
e Sophisticated workflow visualization displaying task status, cycle time, and item age provides the visibility
needed for proactive flow management
e Solid planning foundation with appropriate granularity (stories broken into tasks with estimates) and regular
backlog refinement

Team Enablement & Strategic Alignment g @ @

e Strong strategic alignment (4/5) with team members clearly understanding how their individual work
contributes to shared objectives

e Excellent hybrid work equity (4/5) ensuring remote and in-office members have equal access to information
and decision-making

e Well-integrated toolchain (4/5) minimizes context switching and supports flow, complemented by
established self-service capabilities for common operations

Team Foundation & Culture g @@

e Psychological safety is at the highest possible level — team members feel completely safe admitting
mistakes and challenging authority across power gradients, which is the single most important predictor of
team effectiveness

e A genuine learning culture is in action: systematic root cause analysis of failures, active knowledge sharing,
and constructive responses to negative experiment results demonstrate growth mindset in daily practice

e High technical autonomy (4/5) enables the team to make architecture and technology decisions quickly,
fostering ownership and reducing decision bottlenecks

Delivery & Operational Excellence g g

e Established blameless post-incident review culture demonstrates psychological safety applied to
operational learning

e Formal incident response process with structured post-mortem analysis shows commitment to systematic
problem-solving

e Basic observability infrastructure (metrics, logs, tracing) provides a foundation to build upon

Technical Excellence & Engineering Practices g g @
e Consistent code review culture (4/5) with automated static analysis provides effective quality gates and
natural knowledge-sharing opportunities
e Strong shift-left security practices (4/5) integrated throughout the development lifecycle reduce late-stage
remediation costs
e Highly standardized and reproducible development environments eliminate ‘works on my machine'
problems and accelerate onboarding for engineering tasks

Growth Opportunities by Category

Product Discovery & Development g @ @
e Customer discovery is reactive rather than continuous — the team only revisits customer needs when
issues arise, creating risk of solving yesterday's problems

© 2026 Aurora Coach 2/5 www.aurora-coach.com



e Prioritization remains stakeholder-driven rather than evidence-based, undermining the value of existing
experimentation and discovery practices

Adaptive Planning & Execution
e Flow metrics tracking is limited to cycle time/lead time without measuring throughput, flow efficiency, or
blocked time — the team has the visualization tools to see more than they're acting on
e Mid-iteration adaptability is constrained to minor adjustments only, limiting responsiveness to significant
feedback and reinforcing batch-and-queue thinking

Team Enablement & Strategic Alignment g g @

e Conflicting priorities between functional areas emerge as the primary barrier to cross-functional
collaboration, despite strong individual strategic alignment

e Impediment resolution takes too long and depends on specific individuals rather than team
self-organization, creating bottlenecks when blockers arise

Team Foundation & Culture g @@
e Meeting overhead and constant interruptions severely limit deep work time (2/5), preventing the team from
leveraging their strong analytical capabilities for focused improvement work
e Process autonomy (3/5) lags behind technical autonomy (4/5), suggesting the team is ready for more
self-organization authority over their ways of working

Delivery & Operational Excellence

e Monthly deployment frequency with 1-4+ week lead times and minimal automation forces large-batch
releases that increase risk and slow feedback loops

e Post-incident action items rarely get completed, breaking the learning loop between blameless reviews and
systemic improvement

e Reactive alerting (2/5) means issues are discovered by users before the team, damaging platform
credibility and extending mean time to recovery

Technical Excellence & Engineering Practices g g @

e High cognitive load and coordination overhead (2/5) from architectural complexity directly limits team
effectiveness and velocity

e Testing breadth is limited to unit and integration tests — missing contract, end-to-end, and performance
tests leaves gaps that matter especially for a platform team

e Technical debt management is reactive and ad-hoc rather than systematic, creating risk of accumulated
debt becoming a growing drag on delivery

Recommendations

e Automate deployment for one reference service end-to-end, then replicate the pattern — this single investment
unlocks capacity across operations, planning, and engineering improvement

e Shift from 'tracking metrics' to 'acting on metrics' by establishing weekly review rituals with clear thresholds that
trigger team conversations and experiments

e Protect focused work time through team-owned 'no-meeting blocks' and interruption protocols, freeing cognitive
capacity for the improvement work the team already knows how to do

e |Institute a lightweight weekly priority alignment ritual to surface and resolve conflicting priorities before they
create cross-functional delays

Improvement Suggestions
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Automate the deployment pipeline for one service end-to-end as a reference implementation

Reduced lead time from weeks to days for the pilot service, increased deployment confidence, and a
replicable pattern for remaining services

Monthly deployments with 1-4+ week lead times and significant manual intervention create a bottleneck that constrains
planning, engineering improvement, and operational resilience. The team has the skills and culture to solve this but needs
the capacity that only automation can unlock.

Create a visible post-incident action item tracking system with owners and weekly review
Post-incident improvements actually ship, closing the loop between learning and systemic improvement

The team has excellent blameless post-incident reviews but action items rarely get completed. This means the same learning
is generated repeatedly without translating into lasting improvement — a prioritization and visibility problem, not a cultural
one.

Implement protected no-meeting blocks and conduct a team-led meeting audit

Deep work time increases from 2/5 to 3/5 or higher, giving the team focused capacity for automation,
improvement, and creative problem-solving

Excessive meeting overhead and constant interruptions are preventing the team from leveraging their strong analytical and
technical capabilities. The team has the psychological safety and process autonomy to address this themselves.

Formalize sustainable pace practices with explicit recovery protocols after high-intensity periods

Reduced burnout risk and maintained team energy, preserving the cultural strengths that make this team
effective

Occasional crunch periods occur without consistently protected recovery time. Compensating overtime with recovery time
addresses the symptom but not the root cause — and empowered teams can burn themselves out through commitment
rather than external pressure.

Establish a bi-weekly continuous discovery cadence with internal engineering teams as your
primary customers

Shift from reactive discovery to proactive understanding of internal customer needs, enabling
evidence-based prioritization
The team has strong customer access (4/5) and good experimentation practices, but discovery only happens when issues

arise. As a platform team, your 'customers' are internal engineering teams whose evolving needs should be understood
continuously.

AN J

+ 7 more suggestions available in Aurora Coach
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