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Case Study (Head of 
Engineering) - Sanyam Arya

Introduction
Weeve is a cutting-edge company specialising in generating business value from IoT 
data. The company offers a single platform solution that collects, manages, analyses, 
and shares insights from all relevant IoT data sources. The platform is designed to be 
robust and easy to use, with a range of features, including a no-code manager 
application, an agent for executing applications and edge applications on edge, and a 
software development kit for creating building blocks for the platform.

The platform is built on the concept of modular edge computing. It uses a no-code 
building block approach and open development framework to elegantly solve multiple 
problems in IoT, including data privacy, data volume, and the shortage of application 
experts. This allows customers to create custom solutions and build and deploy custom 
edge applications within minutes, making generating value from IoT data easy.

As the Head of Engineering at weeve, I was responsible for defining the team dynamics, 
agile methodology, software architecture, and code quality for the engineering team. 
During my time at the company, I implemented several changes that significantly 
impacted the team's performance, the overall success of the company, and the quality 
of the software we produced.
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The purpose of this case study is to document these initiatives and showcase their 
positive impact on the engineering team, our processes, and our culture. By sharing my 
experiences, I hope to provide insights into how effective leadership and strategic 
decision-making can drive positive change within a team and an organisation and how 
focusing on software architecture and code quality can result in high-quality products 
and increased efficiency.

Problem Statement
The engineering team at Weeve faced several challenges that impacted its overall 
performance and productivity. The team was distributed across Germany, the UK, and 
India in different time zones, making coordinating and collaborating challenging. The 
group consisted of 10 engineers and two directors but needed a designated product 
owner role, resulting in confusion and difficulty managing requirements. The sprint 
format of 2-week iterations and daily scrums could have been more suitable for the 
increasing complexity of software requirements, leading to omissions and decreased 
productivity.

The team also needed help with communication and knowledge of agile practices. The 
ones who were familiar with agile had a lot of misconceptions that needed correction. 
There was a minimal contribution to the team's architectural decisions, with most 
decisions made by the CTO. The team had minimal horizontal communication and 
almost no upward communication within the hierarchy. The lack of clear responsibilities, 
proper channels, and ceremonies for the work led to the underutilisation of individual 
talent. The team needed ownership and the right mindset for fast-paced development, 
focusing too much on processes rather than engineering work.

In conclusion, the engineering team at Weeve was facing challenges with the following:

Decreased efficiency of daily communication and sprints

Omissions of requirements due to project complexity

Lack of a designated product owner role

Inadequate knowledge of agile practices
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Poor communication and collaboration within the team

Lack of clear responsibilities and proper channels and ceremonies

Underutilisation of individual talent

Lack of ownership and fast-paced development mindset

These problems needed to be addressed to improve the team's performance.

Solution

1. Improving Team Dynamics

Introduction
As the Head of Engineering at Weeve, I faced the challenge of poor team dynamics and 
the need to improve them. The team lacked clear responsibilities, proper channels, and 
ceremonies for the work leading to the underutilization of individual talent. The lack of 
communication and collaboration among team members had led to decreased efficiency 
in daily contact and sprints, a lack of designated product owner role, inadequate 
knowledge of Agile practices, and almost no upward communication within the 
hierarchy. The team needed ownership and the right mindset for fast-paced 
development, focusing too much on processes rather than engineering work.

I recognized that team dynamics are a critical factor in the success of any engineering 
team, and I knew that with a strong team, our projects would thrive. To address the 
team's challenges, I introduced several initiatives aimed at improving team dynamics.

New Communication Channels
To enhance communication and collaboration, I introduced new communication 
channels. I consolidated individual projects into guilds and created dedicated tracks for 
each guild, such as the React/Front-end Guild, NodeJS/Backend Guild, DevOps Guild, 
Edge Guild for the agent, Module Guild, Architecture Guild, and Agile Guild. These 
channels enable more focused and efficient communication between team members 
and help build community within each guild.
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These changes were critical in addressing the challenges faced by the engineering 
team. Poor communication and collaboration among team members had led to 
decreased efficiency in daily contact and sprints. A lack of clear responsibilities, proper 
channels, and ceremonies for the work had led to the underutilisation of individual 
talent. In addition, the team had very little horizontal communication and almost no 
upward communication within the hierarchy.

Consolidating individual projects into guilds and creating dedicated tracks for each guild 
allowed for more efficient communication and collaboration among team members. This,
in turn, helped to build a sense of community within each guild and fostered cross-
functional teamwork.

By introducing these new communication channels, the team was better equipped to 
handle complex software requirements and work more efficiently. It also helped to 
improve overall team morale, motivation, and productivity.

Improved Meetings
I have made significant changes to our meetings to address the challenge of poor 
communication and collaboration among team members. The goal was to increase 
engagement and participation while ensuring that meeting time was productive.

Firstly, I shortened the duration of our meetings to keep them focused and efficient. 
Longer meetings tend to become unproductive and can lead to disengagement among 
team members. Keeping the sessions short can maintain everyone's focus and ensure 
we cover all the essential topics.

Secondly, I introduced proper pre-planning to ensure that our meetings were productive. 
This involves setting clear agendas and goals for each session and ensuring everyone 
knows what is expected of them. By doing this, we can ensure that everyone is 
prepared and ready to participate in the meeting.

In addition to these changes, I introduced a daily stand-up and a weekly retrospective, 
both held on dedicated Slack channels. The stand-up is appropriately conducted, with a 
Slack workflow to remind team members and keep everyone on track. The in-person 
(video-conferencing) stand-up is limited to twice weekly to keep the meetings short and 
focused. The daily stand-up is an excellent way to keep everyone informed about what 
is happening within the team and to keep everyone working towards the same goals.
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The weekly retrospective allows the team to reflect on the past week's work, identify 
problems or challenges, and discuss potential solutions. This helps us to continuously 
improve our processes and identify areas where we can make changes to improve 
productivity and efficiency.

Overall, these changes have significantly improved communication and collaboration 
among team members. We have kept everyone engaged and focused on the same 
goals by shortening the duration of meetings, introducing proper pre-planning, and 
implementing daily stand-ups and weekly retrospectives. We have seen increased 
productivity and efficiency, and team members are more motivated and engaged.

Cross-functional Teams
I have established cross-functional teams using guilds to encourage teamwork and 
increase collaboration. I aimed to create a team environment fostering unity and 
cooperation and generated new ideas and innovative solutions.

To achieve this, I encouraged team members to work closely and learn from each other. 
This not only improved communication and strengthened relationships, but it also 
helped to build trust among team members. I also fostered a culture of continuous 
improvement, where team members were encouraged to think outside the box and 
challenge the status quo.

In addition, I provided training and development opportunities for team members to help 
them grow personally and professionally. This allowed them to take on new challenges 
and responsibilities and broaden their skillset.

The cross-functional teams I established have successfully achieved their objectives 
and delivered high-quality results. By promoting a culture of collaboration and 
continuous improvement, we have fostered a strong team dynamic and created a 
positive work environment for all team members.

Team Building
Finally, I prioritised team-building activities and events to improve team dynamics and 
build relationships between team members. This helped to create a positive and 
supportive work environment where team members felt comfortable and motivated to 
work together.

2. Adopting Agile Methodology
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The problem of poor adoption of Agile methodology was addressed, and efforts were 
made to improve it. Adopting Agile methodology was crucial for better project 
management, enhanced team collaboration, and increased transparency.

Agile Training
External help was sought in providing Agile training to team members. The aim was to 
increase understanding and adoption of Agile principles and practices. The training was 
aimed at helping team members understand the Agile methodology and how it could be 
applied in their work.

Scrum Master Role
The Scrum Master role, which is an essential component of the Agile methodology, was 
introduced to provide leadership and support to the team. The Scrum Master is 
responsible for ensuring that the team adheres to the Agile principles and practices. The 
role also involves facilitating communication and collaboration among team members, 
removing any impediments that may hinder their progress, and ensuring that the team is 
continuously improving.

To encourage ownership and responsibility, the Scrum Master is randomly chosen from 
within the team every few sprints. This approach ensures that everyone in the team has 
an opportunity to take on leadership and ownership roles, which not only helps to build 
their skills but also fosters a sense of teamwork and collaboration. The Scrum Master is 
also responsible for coaching and mentoring team members, ensuring that they are 
familiar with the Agile methodology and its practices, and helping them to apply it in 
their work.

Overall, the Scrum Master role plays a critical role in the success of the Agile 
methodology, ensuring that the team is aligned, focused, and continuously improving.

Agile Ceremonies
To improve collaboration and transparency, the Head of Engineering at Weeve 
introduced Agile ceremonies such as sprint planning, daily stand-up, sprint review, 
product/business refinement, and technical refinement. These ceremonies were aimed 
at keeping the team aligned and focused on project goals, ensuring that everyone was 
on the same page. By doing so, the team could work together more efficiently and 
effectively, leading to higher productivity and better quality work. The implementation of 
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these rituals helped in addressing the challenges faced by the engineering team by 
keeping everyone informed and engaged. The Head of Engineering recognised the 
importance of Agile methodologies for better project management, enhanced team 
collaboration, and increased transparency, and acted accordingly to ensure the team 
could achieve these goals.

Continuous Improvement
In order to maintain effective and efficient processes within the Agile methodology, 
continuous improvement is encouraged through regular retrospectives and process 
improvement activities. The goal is to ensure that the methodology is always evolving 
and adapting to meet the changing needs of both the team and the project.

To ensure that the Epic moves from product to technical refinement, getting the work 
done, finalizing QA, and releasing the product, the Epic lead is responsible for 
overseeing the entire process. This not only helps with the success of the project but 
also plays a role in developing leadership skills within the team.

By encouraging continuous improvement and focusing on leadership development, the 
team is able to work more efficiently and effectively. This helps to ensure that projects 
are delivered on time and to the highest possible standard, while also promoting a 
positive and productive work environment for team members.

3. Improving Team Culture
In order to tackle the issue of poor team culture, several changes were implemented to 
foster a more positive and productive working environment. A key objective of these 
changes was to improve the level of employee satisfaction, engagement, and motivation 
within the company. In addition, new initiatives were introduced to encourage greater 
teamwork and collaboration among team members. To facilitate this, training sessions 
were organized to enhance communication skills and build stronger relationships 
between employees. Furthermore, regular meetings were scheduled to provide 
opportunities for team members to share their ideas and concerns, and to work together 
to find solutions to any problems that arose. Overall, these measures helped to create a 
more supportive and inclusive workplace culture, and have had a positive impact on the 
overall performance and productivity of the company.
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Employee Empowerment
One of the most effective ways to improve employee performance and job satisfaction is 
to empower them to make decisions and take ownership of their work. This approach 
encourages creativity and innovation, as employees are more likely to come up with 
new ideas and solutions when they feel a sense of ownership over their work. When 
employees are empowered in this way, they are more likely to take pride in their work 
and feel motivated to do their best. This can lead to higher levels of job satisfaction, 
increased engagement, and improved overall performance. By creating a culture of 
empowerment, companies can help to foster a more positive and productive work 
environment, where employees feel valued and supported.

Feedback and Recognition
In order to improve employee engagement and motivation, Weeve introduced regular 
feedback and recognition programs. These initiatives were designed to help employees 
receive constructive feedback and be acknowledged for their contributions. By providing 
employees with regular feedback, Weeve aimed to ensure that they remain motivated 
and engaged in their work.

The feedback and recognition programs were a major success, and employees 
responded positively to the initiatives. They appreciated the opportunity to receive 
feedback and be recognized for their contributions to the company. The programs 
helped to improve morale and motivation among employees, resulting in increased 
productivity and better quality work.

Overall, Weeve's focus on regular feedback and recognition programs has been a 
critical factor in improving employee engagement and motivation. By showing 
employees that their contributions are valued and appreciated, Weeve has created a 
positive and supportive work environment that encourages employees to do their best 
work.

Open-door Policy
To promote an environment of open communication and collaboration, an open-door 
policy was already in place within the company. This policy encouraged employees to 
share their opinions and thoughts freely, leading to better understanding and teamwork 
among team members. By creating a culture that values open communication, the 
company was able to foster a sense of trust and respect among team members. This, in 
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turn, allowed for more productive and efficient work processes and improved overall 
performance.

Celebrating Success
In an effort to improve team morale and motivation, we implemented regular 
celebrations for both team and individual successes. These celebrations provided an 
opportunity for the team to acknowledge their achievements, reflect on their hard work, 
and feel proud of their accomplishments.

By recognizing the hard work and dedication of each team member, we fostered a 
culture of appreciation and recognition that helped to build a positive work environment. 
This had a significant impact on the team's motivation and engagement, as team 
members felt valued and appreciated for their contributions.

In addition to boosting team morale, these celebrations also helped to improve 
communication and collaboration among team members. By creating a shared sense of 
accomplishment, team members were able to come together and work more effectively 
towards common goals.

Overall, the implementation of regular celebrations for team and individual successes 
played a critical role in improving team morale and motivation, fostering a positive work 
environment, and promoting effective communication and collaboration among team 
members.

Software Architecture Review
The RFC (Request for Comment) culture was introduced by the team to address any 
crucial architectural improvements. This approach provided the team with a structured 
process to evaluate and consider proposed changes to the system's architecture. The 
team would hold a "Software Architecture Review" session where members would come 
prepared to discuss and democratically finalize the RFC. This process encouraged 
collaboration and ensured that all team members had a say in any potential changes to 
the system's architecture, leading to a more democratic and inclusive decision-making 
process. By soliciting input from all team members, the RFC culture helped to ensure 
that architectural decisions were well-informed and well-supported, resulting in a 
stronger and more robust system architecture.

Half-yearly Reviews
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In addition to peer-to-peer reviews and half-yearly review sessions, we also 
implemented a mentorship program. This program offers team members the opportunity 
to work one-on-one with a senior member of the team, who provides guidance and 
support on their professional development. Furthermore, we encourage employees to 
take part in external training programs to enhance their skill sets and knowledge. 
Additionally, we hold monthly team-building events, which provide opportunities for 
employees to bond and collaborate with their colleagues outside of regular work hours. 
All of these initiatives are part of our commitment to promoting a positive work culture 
and fostering the growth and development of our team members.

4. Improving the Hiring Process
The hiring process is a crucial element of any successful organization as it determines 
the quality of candidates that will join the team. It is an essential step in attracting and 
retaining top talent, which is critical for the growth and success of any company. 
However, traditional hiring processes have some flaws that can negatively impact the 
quality of hires. These flaws include a lack of diversity, unconscious bias, and a lengthy 
process that can discourage top candidates from applying. To improve the hiring 
process and ensure the best candidates are hired, organizations need to take a more 
proactive approach. This includes developing a clear job description and requirements, 
leveraging technology to streamline the process and reduce bias, and creating a diverse 
and inclusive hiring team. By doing so, companies can attract a wider pool of qualified 
candidates, reduce hiring costs, and improve the overall quality of their hires.

Job Descriptions
Accurate and detailed job descriptions are vital to the hiring process, as they provide a 
clear understanding of the skills and experience required for each role. With the job 
market becoming increasingly competitive, it is important to attract the right candidates 
for the position. In order to achieve this, employers must create job descriptions that are 
not only clear and concise, but also engaging and informative. By updating job 
descriptions, employers can ensure that they are attracting the right candidates and that 
the evaluation process is fair and thorough. Furthermore, detailed job descriptions can 
provide clarity to potential employees regarding their roles and responsibilities, which 
can lead to increased job satisfaction and retention rates. Therefore, it is essential that 



Case Study (Head of Engineering) - Sanyam Arya 11

job descriptions are regularly reviewed and updated to reflect changes in the 
organization and industry standards.

Interview Process [30-45-60] or, The Beyond Technical Interview 
Process
The Interview Process is one of the most critical components of the hiring process. It not 
only provides an opportunity for the employer to evaluate the candidate's technical skills 
but also to assess the candidate's fit with the company culture. Furthermore, it is the 
perfect time to determine if the candidate is a good match for the role. As such, it is 
necessary to ensure a consistent and fair evaluation of candidates. The 30-45-60 (also 
known as The Beyond Technical Interview) Process was introduced to address this 
need. The process is designed to evaluate the candidate's technical skills, as well as 
their soft skills, such as communication, teamwork, and problem-solving abilities. 
Additionally, it provides an opportunity for the candidate to learn more about the 
company and the role they are applying for. This, in turn, helps the candidate make an 
informed decision about whether they would like to work for the company, and whether 
the role is a good fit for them. Overall, the 30-45-60 Process is an essential tool for any 
employer looking to hire the best possible candidate for their organization.

1. 30-Minute Introduction Call:

The first round of the interview process is a crucial step in selecting the right candidate 
for the job. It is a 30-minute introduction call between the candidate and the interviewer, 
which serves as an opportunity for the candidate to showcase their skills and expertise. 
During this call, the interviewer provides a brief overview of the company's goals and 
values, while the candidate shares their expectations and aspirations. The interviewer 
also sends an invitation email that includes a list of questions to be answered by the 
end of the call. This not only helps the candidate to prepare better but also provides 
them with a boost in confidence. Moreover, it reduces the time spent in the meeting by 
ensuring that the candidate is well-prepared and ready to answer the questions. Overall, 
the first round of the interview process is a crucial step that ensures that the candidate 
is the right fit for the job and the company.

2. 45-Minute Technical Round:

The interview process consists of two rounds. The first round is a 30-minute screening 
with one of the recruiters. During this round, the recruiter asks the candidate about their 
experience and background, and assesses their fit for the position. The second round is 
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a 45-minute technical round, with one of the engineers and one from the product team. 
This round assesses the candidate's technical skills and determines if they fit well with 
the team culture. The engineers will ask the candidate about their technical background 
and experience, and may ask them to solve a coding problem. Meanwhile, the product 
team member will ask the candidate about their product sense and how they would 
approach certain product-related problems. After this round, all comments are sealed 
and not shared with anyone else on the team. The final decision is made based on the 
overall performance of the candidate throughout the interview process.

3. 60-Minute Technical Interview:

In the final stage of the interview process, successful candidates will be required to 
undergo a technical interview that will last for approximately 60 minutes. This interview 
will be similar in agenda to the 45-minute round, but with a more in-depth focus on 
technical skills. This is because the interview panel is looking to gauge the candidate's 
ability to apply their knowledge to real-world scenarios.

It is important to note that the interview panel for this round will need the feedback from 
the previous 45-minute interview to make unbiased and independent feedback. As 
such, it is imperative that candidates perform to the best of their abilities in both the 45-
minute and 60-minute interviews to showcase their technical prowess and suitability for 
the role.

4. Final Offer Round:

If everything goes well during the interview process, a final offer round is held with the 
CTO in the panel. This is the last opportunity to assess the candidate's fit with the 
company and decide whether to extend an offer.

To ensure that candidates are evaluated thoroughly and fairly, the company has 
introduced a 30-45-60 (or, The Beyond Technical Interview) Process. This process 
evaluates candidates based on not just their technical skills, but also their 
communication skills, leadership potential, and ability to work well in a team. By taking a 
more comprehensive approach to evaluating candidates, the company can ensure that 
it hires top-quality candidates who are not only technically skilled, but also fit well with 
the company's culture and goals. This, in turn, leads to a more productive and positive 
work environment, which benefits both the company and its employees.

Employee Referrals



Case Study (Head of Engineering) - Sanyam Arya 13

Employee referrals were encouraged to supplement the traditional hiring process to 
bring top-quality candidates who fit well with the team. Employee referrals are a great 
way to attract top talent and ensure a good fit with the company.

Employee Retention
Retaining employees is crucial for the success of any business. When employees stay 
with a company for a longer period, they gain a deeper understanding of the company's 
culture and values, which can lead to better decision-making and improved productivity. 
Therefore, it is not enough to simply hire top-quality candidates, but it is equally 
important to retain them.

The company recognized this fact and took several steps to improve the hiring process 
and retain top talent. In addition to hiring candidates who fit well with the company's 
culture and goals, the company also implemented a comprehensive onboarding process 
to help new hires get up to speed quickly. Furthermore, the company invested in 
employee training and development programs to help employees grow and advance 
within the company.

To keep employees engaged and motivated, the company also provided opportunities 
for career advancement, recognition, and rewards. This included regular performance 
evaluations, bonuses, and promotions.

As a result of these efforts, the company was able to retain top talent and build a strong, 
loyal workforce. This not only improved the company's bottom line but also helped to 
create a positive work environment where employees feel valued and supported.

5. Improving Engineering Workflows
In today's fast-paced technological landscape, good engineering workflows can help the 
growth and success of a company. Having efficient and optimized workflows is 
especially important in the engineering field, where complex projects often require the 
collaboration of multiple teams and individuals. By implementing streamlined processes, 
companies can not only improve project completion time, but also ensure that products 
are of the highest quality. In addition, with the ever-evolving demands of the industry, it 
is crucial that engineering workflows are constantly reviewed and updated to remain 
competitive and innovative.
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Automation:
Implementing automation tools has been crucial in streamlining processes and 
increasing efficiency. Anything that can be automated should not be done manually 
more than twice. Additionally, infrastructure automation using Terraform has been 
introduced to improve the reliability and scalability of systems further.

Implementing automation tools has been a key factor in streamlining processes and 
increasing efficiency in many organizations. By automating repetitive tasks, employees 
can focus on more complex and critical tasks that require a human touch. Moreover, 
automation tools have helped organizations save valuable time and resources by 
eliminating human error and reducing the time it takes to complete tasks.

In addition to automating tasks, infrastructure automation has also become increasingly 
popular in recent years. By using tools like Terraform, organizations can improve the 
reliability and scalability of their systems by automating the process of provisioning and 
managing infrastructure. This not only saves time and resources but also ensures that 
the infrastructure is consistent and reliable across different environments. Furthermore, 
with infrastructure automation, organizations can quickly spin up new environments, 
making it easier to test and deploy new code changes.

Overall, the implementation of automation tools and infrastructure automation has been 
a game-changer for many organizations, enabling them to work more efficiently, save 
valuable time and resources, and improve the reliability and scalability of their systems.

Process Documentation:
To ensure consistency and improve accountability, documentation of processes has 
been implemented. This has resulted in a more streamlined workflow, enabling team 
members to collaborate more effectively and efficiently. By having a written record of 
procedures, team members are able to easily refer back to previous work and ensure 
that they are following the same steps. Additionally, this documentation helps new team 
members get up to speed quickly and understand the processes that have been put in 
place. Overall, this implementation has proven to be an effective way of ensuring that all 
team members are on the same page and can easily pick up where others left off, 
leading to a more cohesive and productive team.

Code Reviews:
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Code reviews have been introduced to improve code quality and increase collaboration 
between team members. This process involves a thorough examination of code by 
other team members, including the author of the code. By having multiple sets of eyes 
review the code, it is more likely that potential issues will be identified early on in the 
development process. Furthermore, code reviews serve as an opportunity for team 
members to learn from each other and share knowledge. It is important to establish a 
culture of constructive feedback during code reviews, where team members can provide 
suggestions for improvement and discuss best practices. This helps to ensure that all 
code meets the required standards and that the team is continuously improving their 
skills and processes. Overall, regular code reviews are a valuable practice for any 
software development team looking to improve their code quality and collaboration.

Continuous Deployment:
Implementing continuous deployment has been a key factor in improving the speed and 
reliability of software releases. This process involves automating the build, test, and 
deployment of software changes, allowing teams to release new features and bug fixes 
more frequently and with greater confidence. In recent years, automated CD using tools 
like GitHub Actions has become increasingly popular, enabling developers to streamline 
the deployment process even further. With GitHub Actions, developers can 
automatically build, test, and deploy their code in response to various triggers, such as 
code changes or pull requests. The result is a faster and more efficient deployment 
process that helps teams deliver high-quality software to their users more quickly.

MonoRepos:
The introduction of MonoRepos has undoubtedly proved to be a game-changer in the 
world of software development. By allowing developers to store all related projects in a 
single repository, MonoRepos have made it possible to streamline the management of 
dependencies between different projects, which, in turn, has helped to reduce the 
dreaded dependency hell that developers often face. This has, in turn, improved the 
overall efficiency of the development process, with developers now able to work on 
multiple projects at once without having to worry about complex dependency structures. 
As a result, MonoRepos have proven to be a powerful tool that has not only made the 
development process more efficient but also made it easier for developers to 
collaborate and share code with one another.
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6. Improving Technical Decision-Making
To improve technical decision-making, I introduced the following steps:

Tech Council
In order to ensure that technical decisions related to the product were made in a 
transparent and democratic manner, a Tech Council was established. The Tech Council 
was comprised of a group of highly experienced and knowledgeable engineers who 
would convene to discuss, debate, and ultimately vote on these decisions. By creating 
this council, the organization was able to leverage the collective expertise of its 
technical staff and ensure that all decisions were made in a fair and unbiased manner. 
The Tech Council played a key role in ensuring that the organization remained at the 
forefront of technological innovation, and its decisions were highly regarded both within 
the company and the wider industry.

RFC Culture
The RFC culture mentioned earlier was instrumental in shaping the decision-making 
process beyond software architecture. It allowed for a more collaborative environment 
where every team member was encouraged to voice their opinions and contribute to the 
decision-making process. This approach not only improved the overall quality of the 
decisions made but also fostered team spirit and a sense of ownership in the project. 
With this approach, team members felt valued and recognized, leading to a more 
motivated and productive team. Furthermore, this culture allowed for the growth of trust 
among team members and helped in building stronger relationships. As a result, the 
team was able to work together more effectively and create better solutions. Overall, the 
RFC culture was a significant factor in the team's success and helped in creating a 
positive and productive work environment.

Decision Log
A decision log was created to track all technical decisions made by the Tech Council. 
This ensured that decisions were transparent and everyone was on the same page. In 
addition, the rationale behind each decision was documented, which made it easier to 
review and understand past decisions. Furthermore, the decision log provided a 
valuable resource for future reference, as it allowed team members to quickly and easily 
identify previous decisions and the thought process behind them. Overall, the decision 
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log was an important tool for the Tech Council, as it helped to foster collaboration and 
ensure that technical decisions were made in a clear and consistent manner.

Technical Debt
The concept of technical debt was introduced to the team, and efforts were made to 
reduce it. Technical debt is a term used to describe the cost of fixing bad code in the 
future, caused by taking shortcuts or not following best practices in the present. This 
can result in slower development, more bugs, and increased maintenance costs in the 
long run. The team made a conscious effort to track technical debt, so that it could be 
paid off as soon as possible to prevent it from becoming a burden. By paying off 
technical debt early, the team was able to improve code quality, reduce the chances of 
bugs, and make future development easier and faster.

Technical Learning Sessions
To further enhance the learning and development of the team, a variety of technical 
learning sessions were introduced. These sessions were specifically designed to 
encourage knowledge-sharing among team members, allowing for a more collaborative 
atmosphere that fostered growth and innovation. By learning from one another, the 
team was able to improve their technical skills and gain a better understanding of the 
challenges they faced.

As a result of these initiatives, the team became better equipped to handle technical 
challenges and make informed decisions. They were able to approach complex 
problems with greater confidence, knowing that they had the skills and knowledge 
necessary to tackle any issue that arose. In addition, the team's ability to work together 
and share ideas helped to build a stronger sense of camaraderie and collaboration, 
leading to even greater success in their efforts to improve technical decision-making.

Results
The initiatives implemented by the Head of Engineering at Weeve had a significant 
positive impact on the engineering team, the overall success of the company, and the 
quality of the software produced. The improvements made in team dynamics, 
communication, and collaboration were crucial in addressing the challenges faced by 
the engineering team. The team's performance improved by introducing new 
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communication channels, improved meetings, cross-functional teams, and team-
building activities, and a positive work environment was created.

Adopting Agile methodology was vital for better project management, enhanced team 
collaboration, and increased transparency. The Head of Engineering addressed the 
problem of poor adoption of Agile methods by introducing Agile training, the Scrum 
Master role, Agile ceremonies, and continuous improvement activities. These initiatives 
helped the team stay aligned and focused on project goals, ensuring everyone was on 
the same page.

Improving team culture was another significant challenge addressed by the Head of 
Engineering. The company made changes that promoted a positive and productive 
working environment. The team's morale and motivation improved by empowering 
employees, introducing feedback and recognition programs, promoting an open-door 
policy, celebrating success, and introducing software architecture review and half-yearly 
review sessions.

Improving the hiring process was critical to attracting and retaining top talent. The Head 
of Engineering introduced various measures to ensure the best candidates were hired, 
such as accurate and detailed job descriptions, the 30-45-60 (or, The Beyond Technical 
Interview) Process, employee referrals, and employee retention initiatives.

Improving engineering workflows was imperative to keep up with the constantly evolving 
demands of the industry. By introducing automation tools, process documentation, code 
reviews, continuous deployment, and MonoRepos, the efficiency of the development 
process improved, and developers could work on multiple projects at once.

Finally, improving technical decision-making was addressed by introducing the Tech 
Council, RFC culture, decision log, technical debt tracking, and technical learning 
sessions. These initiatives improved technical decision-making, ensuring the team was 
better equipped to handle technical challenges and make informed decisions.

In conclusion, the initiatives implemented by the Head of Engineering at Weeve 
significantly improved the team's performance, the overall success of the company, and 
the quality of the software produced. By addressing the challenges faced by the 
engineering team and introducing measures to improve team dynamics, Agile 
methodology adoption, team culture, hiring process, engineering workflows, and 
technical decision-making, the Head of Engineering drove positive change within the 
team and the organisation.
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Impact

The improvements made in team dynamics, communication, and collaboration were 
crucial in addressing the challenges faced by the engineering team. The Head of 
Engineering created a positive work environment where team members felt comfortable 
and motivated to work together by introducing new communication channels, improved 
meetings, cross-functional teams, and team-building activities. This, in turn, led to 
improved productivity and efficiency and a higher quality of work produced by the team.

Adopting Agile methodology was also vital in addressing the challenges faced by the 
engineering team. By introducing Agile training, the Scrum Master role, Agile 
ceremonies, and continuous improvement activities, the Head of Engineering ensured 
that the team stayed aligned and focused on project goals, ensuring everyone was on 
the same page. The team was better equipped to handle complex software 
requirements, resulting in a more successful project outcome.

Improving team culture was another significant challenge addressed by the Head of 
Engineering. The team's morale and motivation improved by empowering employees, 
introducing feedback and recognition programs, promoting an open-door policy, 
celebrating success, and introducing software architecture review and half-yearly review 
sessions. This led to a more positive and productive work environment, with team 
members feeling valued and supported.

Improving the hiring process was critical to attracting and retaining top talent. The Head 
of Engineering introduced various measures to ensure the best candidates were hired, 
such as accurate and detailed job descriptions, the 30-45-60 (or, The Beyond Technical 
Interview) Process, employee referrals, and employee retention initiatives. By hiring top-
quality candidates who fit well with the company's culture and goals, the team was 
better equipped to handle the challenges of the job.

Improving engineering workflows was imperative to keep up with the constantly evolving 
demands of the industry. By introducing automation tools, process documentation, code 
reviews, continuous deployment, and MonoRepos, the efficiency of the development 
process improved, and developers could work on multiple projects at once. This led to 
faster software releases and a more streamlined development process.

Finally, improving technical decision-making was addressed by introducing the Tech 
Council, RFC culture, decision log, technical debt tracking, and technical learning 
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sessions. These initiatives improved technical decision-making, ensuring the team was 
better equipped to handle technical challenges and make informed decisions. This 
resulted in a more robust and reliable product.

In conclusion, the initiatives implemented by the Head of Engineering at Weeve 
significantly improved the team's performance, the overall success of the company, and 
the quality of the software produced. By addressing the challenges faced by the 
engineering team and introducing measures to improve team dynamics, Agile 
methodology adoption, team culture, hiring process, engineering workflows, and 
technical decision-making, the Head of Engineering drove positive change within the 
team and the organisation. The impact of these initiatives was far-reaching, resulting in 
improved productivity, efficiency, and morale and a more prosperous and sustainable 
company.

Conclusion
To summarise, the efforts of the Head of Engineering at Weeve have had a profound 
impact on the company. By addressing the various challenges the engineering team 
faces and introducing measures to improve team dynamics, Agile methodology 
adoption, team culture, hiring process, engineering workflows, and technical decision-
making, the Head of Engineering has transformed how the team functions and 
operates.

The improvements made in team dynamics, communication, and collaboration have 
been critical in addressing the challenges faced by the engineering team. Introducing 
new communication channels, improved meetings, cross-functional teams, and team-
building activities has created a positive work environment where team members feel 
comfortable and motivated to work together. This has resulted in improved productivity 
and efficiency and a higher quality of work the team produces.

Adopting Agile methodology has been vital in addressing the challenges faced by the 
engineering team. The introduction of Agile training, the Scrum Master role, Agile 
ceremonies, and continuous improvement activities have ensured that the team stays 
aligned and focused on project goals, ensuring everyone is on the same page. The 
team is better equipped to handle complex software requirements, resulting in a more 
successful project outcome.
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Improving team culture has been another significant challenge the Head of Engineering 
addressed. Empowering employees, introducing feedback and recognition programs, 
promoting an open-door policy, celebrating success, and training software architecture 
review and half-yearly review sessions have improved the team's morale and 
motivation. This has led to a more positive and productive work environment, with team 
members feeling valued and supported.

Improving the hiring process has been critical to attracting and retaining top talent. The 
introduction of accurate and detailed job descriptions, the 30-45-60 (or, The Beyond 
Technical Interview) Process, employee referrals, and employee retention initiatives 
have ensured that the best candidates are hired. By hiring top-quality candidates who fit 
well with the company's culture and goals, the team is better equipped to handle the 
challenges of the job.

Improving engineering workflows has been imperative to keep up with the constantly 
evolving demands of the industry. The introduction of automation tools, process 
documentation, code reviews, continuous deployment, and MonoRepos has improved 
the efficiency of the development process, and developers can work on multiple projects 
at once. This has led to faster software releases and a more streamlined development 
process.

Finally, improving technical decision-making has been addressed by introducing the 
Tech Council, RFC culture, decision log, technical debt tracking, and technical learning 
sessions. These initiatives have improved technical decision-making, ensuring the team 
is better equipped to handle technical challenges and make informed decisions. This 
has resulted in a more robust and reliable product.

In conclusion, the Head of Engineering has driven positive change within the 
engineering team and the organisation. The initiatives implemented have significantly 
impacted the team's performance, the overall success of the company, and the quality 
of the software produced. By addressing the challenges faced by the engineering team 
and introducing measures to improve team dynamics, Agile methodology adoption, 
team culture, hiring process, engineering workflows, and technical decision-making, the 
Head of Engineering has transformed the team's operation and created a more 
prosperous and sustainable company.


