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A bit about Kerry 
Hjertaas

➢ From Saskatoon, 
Saskatchewan, Canada

➢ 17.5 years at Vecima
➢ 15 years dev/team lead 
➢ 2 years SM 
➢ 6 months PO

➢ Led initial LeSS adoption at 
Vecima

➢ 3 more product groups within 
Vecima have implemented 
LeSS because of our success 
with Commercial Video.

2



© 2023 Vecima     Confidential & Proprietary Information© 2023 Vecima     Confidential & Proprietary Information 3© 2023 Vecima     Confidential & Proprietary Information

What is Vecima?

Let’s provide some 
context!
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What does 
Vecima do?

Vecima is primarily a hardware 
company. Designs and 
manufactures Cable TV and 
Internet delivery appliances.

This is Vecima hardware running 
Vecima software.

Focus is on internet delivery over 
Remote-PHY and PON, and 
Commercial Video via solutions for 
installation within Hotels, 
Hospitals, Universities and other 
similar facilities.
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What is Commercial 
Video Product Group?

• All team members currently in 
Saskatoon.

• Everyone working mostly from 
home since COVID and happy 
that way!

• In person gatherings of the 
whole team every two or three 
months

➢ Group of development teams 
responsible for Vecima’s 
commercial video products.

➢ Started as a single team in 
2020 after the company’s pivot 
to scrum.

➢ Grew to four teams in 2021.

➢ Back down to two teams since 
early 2023

5
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Coordination tools used by Commercial Video Teams

Tool What it is used for:

Product Backlog, metrics, tracking customer engagements

Short-term view of backlog, Refinement, Sprint Planning, 
Continuous Improvement Community, end of sprint report

Team sprint backlog, Worklogs, Bug tracking

Meeting notes, Longer-lived documentation, Automated Test Reporting

Instant-messaging, Automated test status notifications

All remote meetings.
• Captions very useful for English as Second Language team members!
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Effective Meeting Practices

Meetings have 
agendas and 

timeboxes

Meetings have 
facilitators and 

discussion is 
kept on topic

Meetings have 
the correct 
audience or 
attendees
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Coordination and 
Collaboration 

Routines

How Commercial Video Teams 
work together
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Multi-Team Board Overview 1. Planning and Refinement 
Routines

2. Refinement Marketplace
3. Structured Refinement 

Techniques
4. Urgent items (not part of 

deliverables)
5. Urgent items refinement
6. Deliverables Descriptions
7. Deliverables Backlog Items
8. Deliverables Refinement 

Material
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Refinement routine
1. Refinement Routine
2. Refinement Marketplace
3. Refinement Areas
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Pre-Refinement • 10 minutes, occurs weekly

• SM, PO, Team 
representatives meet before 
refinement each week

• Determine what needs 
refining this week, and set 
up refinement marketplace

• Ensure someone is going to 
prep a space on the board 
to refine each item

11
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Refinement Marketplace • Options are prepared ahead 
of time (PO or team 
members) or at pre-
refinement.

• Refinement marketplace is 
the agenda for next 
refinement meeting!
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Refinement • 1 hour, Occurs weekly

• Material will be 
prepared outside of 
this by leading teams.

• Review marketplace info; 
discuss briefly.

• Opportunity to bring 
up new topics that may 
have come up since 
prep.
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Refinement (examples) Refinement:
• Create diagrams
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Refinement (examples) Refinement:
• Create diagrams
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Refinement (examples) Refinement:
• Create diagrams

16



© 2023 Vecima     Confidential & Proprietary Information

Refinement (examples) Refinement:
• Create diagrams
• UI Mockups
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Refinement (examples) Refinement:
• Create diagrams
• UI Mockups
• Flowcharts/other notes
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Refinement (examples) Refinement:
• Create diagrams
• UI Mockups
• Flowcharts/other notes
• Develop high level 

understanding with off-
team stakeholders

19

Rep from Manufacturing Participated in session
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Refinement (examples) Refinement:
• Create diagrams
• UI Mockups
• Flowcharts/other notes
• Develop high level 

understanding with off-
team stakeholders

• Create and split backlog 
items

20



© 2023 Vecima     Confidential & Proprietary Information

Before:
• Cross-team collaboration on upcoming work was difficult
• Refinement generally consisted of creating Jira tickets to encompass work.
• Many of these would never get worked on or were lacking context so 

people didn’t remember what they were when it came time to work on 
them.

Now:
• Structure encourages cross-team learning
• Structure allows stakeholders to participate effectively
• Different teams are able to work on the same deliverable
• Context is in the same place as the work to be done

21

Refinement Routine - Improvements
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Planning Routine
1. Planning Routine
2. Urgent Items
3. Backlog Items in Deliverables

22
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Planning Routine – PO Wishes • Review PO wishes (highest 
value outcomes this sprint), 
opportunity for team to ask 
questions.

• Ensures everyone on the 
team is aligned on the  
focus for the upcoming 
sprint.
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Planning Routine – Pre-Planning • Split into breakout rooms 
for individual teams.

• Each team determines 
capacity for next sprint 

• Each team claims items in 
the urgent items section of 
the board (by putting team 
icon on the sticky)

• Each team picks items from 
deliverables, moving from 
left to right until they’ve hit 
their capacity for the sprint.

• Each team fills out 
individual sprint focus

24
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Planning Routine – Planning 1 • Close breakout rooms, 
everyone back in main room

• PO Reviews sprint focus for 
each team, asks questions if 
needed

• Next, PO Reviews Urgent 
Items with the teams.  

25
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Planning Routine – Planning 1 –
Urgent Items Review 1. PO reviews urgent items 

with teams

2. If things that need to be 
done this sprint are 
unclaimed, determine 
which team will take those 
items and any tradeoffs 
needed

3. Negotiation may result in 
some items being pushed 
out until next sprint.

26

Completed Item
(this would be removed
before planning)

Team claim marker
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Planning Routine – Planning 1 –
Deliverable Review • Same as urgent items, PO 

reviews with teams and may 
negotiate with teams on 
tradeoffs to get more urgent 
items done sooner if 
needed.

27

We would expect this deliverable to 
be done this sprint.

Items no longer needed.
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Example - Complete Deliverable • Note that several teams 
completed items for this 
deliverable.

• A completed deliverable 
would be moved out of the 
backlog area, and the 
refinement space archived 
on another miro board.

28
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Example - Not fully refined 
deliverable • Shows how board can be 

used to communicate the 
state of refinement

• Some early work here has 
been done, some is ready to 
do, but more breakdown is 
needed to cover all the 
work for this deliverable.

29

Additional refinement needed
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Planning Routine – Planning 1 
Wrap up • Team members do a quick 

vote on this timeline.

• This is mostly just for fun, 
but can occasionally be a 
reality check if we’re seeing 
some low success outliers.

• May provoke some 
discussion and change if 
confidence is low.

30

Low confidence from Prime Team
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Planning Routine – Planning 2 • Split into breakout rooms

• Each team creates Jira items 
for the work they are doing 
this sprint.  This will often 
involve further breakdown 
into tasks.

• Teams also do their own 
relative estimation of the 
work once they break it down 
for the upcoming sprint and 
may adjust their plan.  If a 
large change is needed, they 
will discuss with PO.

31

Jira sprint backlog
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Planning Routine – After planning • PO with assistance from 
SMs.

• Take results of sprint review 
and planning into the 
backlog spreadsheet.

• Produce an updated 
Roadmap and disseminate 
to stakeholders.

32
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Before:
• Devs often didn’t know what other teams were working on
• Cross-team collaboration on same deliverable in same sprint was difficult.
• Didn’t always close the loop back to PO of which work the team decided 

they could take on.
Now:

• Improved consideration of team capacity, factoring in vacation, stat 
holidays, etc…

• Better communication between PO and dev teams; improved ability to 
make tradeoffs if needed.

• Improved communication with stakeholders 

33

Planning Routine - Improvements
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Daily Scrum Routine
➢ Added a few minutes of extra 

time at the end of the daily 
scrum to do group code review.

➢ Code is reviewed earlier, and 
developers like the practice.

➢ This is a practice that is more 
effective in a remote setting 
than in person.

34

Image Credit: Sam Falco
“Going Beyond Three Questions with the Daily Scrum”
https://www.scrum.org/resources/blog/going-beyond-
three-questions-daily-scrum
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Cross-team
Meeting Example

35

Attendees:
• Developers
• Scrum Masters
• Product Owner
• Product Line Manager

Announcements and discussion
topics prepared before meeting

Results of discussion
added during meeting

Open Floor allows 
anyone to bring up a 
new topic

Added to make sure we don’t 
forget to notify our technical 
writer about documentation 
changes

Sales update keeps 
things customer 
focused

Sync up on sprint 
progress can be an 
opportunity for cross-
team collaboration
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Sprint Review
1. Review sprint results
2. As this is the only meeting 

sales engineering attends 
regularly, we include a brief 
update on customer 
engagements; helps inform 
other stakeholders as well.

3. Demos + feedback on them.  
Actions to take are bolded.

4. Other accomplishments
5. Other stakeholder feeback
6. Attach video recording to view 

later.

36
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Team Retrospective
1. Team fills in end state of sprint
2. Team discusses how the sprint 

went, and takes notes
3. Team highlights items they 

want to discuss in the overall 
retro.

4. Determine actions to take 
next sprint

5. Includes a reminder to update 
the Miro board, as that was 
getting forgotten!

37
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Overall 
Retrospective

1. Review and discuss a previous 
change.

2. Evaluate how we did on 
Definition of Done

38
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Overall 
Retrospective

1. Review and discuss a previous 
change.

2. Evaluate how we did on 
Definition of Done

3. Discuss items from team 
retros that teams wanted to 
bring up with larger group

4. Discuss other items
5. Review past actions and add 

any new ones that came from 
discussion.
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Continuous 
Improvement 
Community

• PO, SMs, dev team 
representatives

• Monitor strategic capabilities 
we want to improve.

• Create, maintain and review 
metrics

• Track improvement actions

40



© 2023 Vecima     Confidential & Proprietary Information

1. Routines
2. Strategic Capability 

Definitions
3. Metrics
4. Actions
5. Inbox

41

Cont. Improv. Board Overview

1 2 3 4 5
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Drive Performance
➢ Every second Thursday after

new sprint starts
➢ 1 hour timebox
➢ Review and action metrics

42
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Deliver Value
➢ Every second Thursday on 

weeks we haven’t started a 
sprint.

➢ 1 hour timebox
➢ Review Ongoing for issues.
➢ Review Next and Future to see 

if our planned actions are still 
relevant given new 
developments.

43
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Act & Respond
➢ Every Monday, 30 minute

timebox
➢ Address new problems or 

requests
➢ Review done items
➢ Review ongoing items, see if

anyone needs help.
➢ Review agenda items

(recurring items every sprint).

44
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What do the developers think of these routines?

I like the sales update 
during the cross-team 

meeting, makes the 
product feel more real.

Cross-team meeting is 
good to make sure we’re 
staying on top of things.

Routines are massively 
valuable – especially 

when new – to make sure 
we don’t forget steps.

Eric

Kyle

Jonas

Routines on Miro 
boards are very 

useful!

Routines are like 
comments in code. 

It’s great to have the 
steps where you’re 

already looking.

Kyle

Sean

Jonas Sean

There isn’t anything 
we do that I 

massively dislike.
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Why are routines 
important?

The power and value of 
routines
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• Routines lead to predictable meetings
• People can step up to facilitate a meeting because the routine is 

right there – facilitator redundancy!
• Routines make sure you don’t forget steps in what you’re doing
• Routines can be adjusted over time to improve outcomes
• Routines are the first step to forming habits; good habits can lead 

to great outcomes!

47

Power and Value of Routines
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Let’s summarize!
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Where did our routines drive improvements?

Transparency 
of upcoming and 
in-progress work 

Transparency
of customer

needs

Effective system 
of Continuous 
Improvement
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Put Routines where the eyeballs are!

Takeaways

Strong facilitation the first few times is 
critical to get a new routine to stick

Routines can be used for almost any 
recurring activity

Take advantage of existing habits and add 
routines to drive them toward improved 
outcomes

50
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Thank You
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