t as—

this resource is maintained by @Alexey Krivitsky
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LeSS Complete Picture, 3-minute introduction to Large Sca...
YouTube

LeSS is an organizational system for product development aimed at maximizing an
organization’s adaptiveness. With adaptiveness (or agility, the original intent of agile
development) we mean optimizing towards:

¢ Ability to change direction with relatively low cost, primarily based on discovery
through frequent delivery, for...
e Maximizing value delivered to customers and end-users.

LeSS is the result of two decades of Go See, systems thinking, and experimenting to
achieve organizational adaptiveness.

Introduction to LeSS (Large-Scale Scrum) - Dawson

YouTube
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Large-Scale Scrum:
More with LeSS
(Addison-Wesley
Signature Series (Cohn))

Large-Scale Scrum: More with LeSS
(Addison-Wesley Signature Series
(Cohn))

. From Specialist Roles to Teams

. From Resource-Thinking to People-Thinking
. From Organizing around Technology to Organizing around Customer Value
. From Independent Teams to Continuous Cross-team Cooperation

. From Coordinate to Integrate to Coordination through Integration

. From Projects to Products

. From Many Small Products to a Few Broad Products

|
Scaling Lean & Agile

74

a

Scaling Lean & Agile
Development: Thinking
and Organizational
Tools for Large-Scale
Scrum

Scaling Lean & Agile Development:
Thinking and Organizational Tools for
Large-Scale Scrum

Practices for

Scaling Lean & Agile
Development

41

Practices for Scaling
Lean & Agile
Development: Large,
Multisite, and Offshore
Product Development
with Large-Scale Scrum

Practices for Scaling Lean & Agile
Development: Large, Multisite, and
Offshore Product Development with
Large-Scale Scrum

Short introduction to LeSS
YouTube

What is LeSS (Large Scale Scrum)?
YouTube


https://less.works/blog/2020/03/02/more-with-less-seven-tools-for-simplifying-organizations.html
https://less.works/less/framework/why-less

hitp://less.works
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Large-Scale Scrum: More with LeSS (2015)
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Large Scale Scrum (LeSS)

LeSS as a framework

TheLess
Rules define what is LeSS (and what isn't) and they provide a concrete framework for applying LeSS.
Within the Less Framework, product groups can apply the experiments and discover what works best
for them at 2 certain moment.

There are no such th There v pr are good within a
certain context.

https:fless.works/ 1
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“No matter what we do, the number of defects in our backlog remains about the same,” a manager told us; this for a 15

MSLOC C and C++ product with several hundred developers where we were working. What's going on? Systems thinking
may help. In small groups the forces at play are more quickly seen and informally understood, but in large product
development—or any large system—it's tough. Gerry Weinberg highlights two decisive factors in this situation:

Weinberg-Brooks’ Law: More software projects have gone awry from management's taking action based on incorrect
system models than for all other causes combined.

Causation Fallacy: Every effect has a cause... and we can tell which is which. [Weinb

cognitive biases, systems optimizations, and component te...
LeSS Talks: Introducing System Thinking To Product Devel... YouTube
YouTube

4,929

a

Wikl

Thinking in Systems:
International Bestseller

Thinking in Systems: International
Bestseller

Systems Thinking

Systems Modeling in Certified LeSS Practitioner - Large-Sca...

| took a speed reading course and read YouTube

"War and Peace" in twenty minutes. It

involves Russia. -Woody Allen "No e——
matter what we do, the number of

defects... FIFTH

DISCIPLINE

PETER M.SENGE

2,349

a

The Fifth Discipline: The
art and practice of the
learning organization:
Second edition
(Century business)

The Fifth Discipline: The art and practice
of the learning organization: Second
edition (Century business)

cognitive biases, systems optimizations, and component te...
YouTube
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Scaled Product Owner

MASTERS

It's common in large-scale product development for different people to pull in different directions and for subgroups to focus PROPUCT PEVELOPMENT

on local sub-optimizations. Maintaining one Product Owner with one Product Backlog supports whole-product focus.

TEHNOLOGY/
STANDARIS FEATURSS.

In traditional large-scale product groups, there's a group (often product managers) that focuses outward and a group (usually
developers) that focuses inward — and never the twain shall meet. In LeSS, the one Product Owner has lots of free time to

focus outward on customers and their priorities while also being able to spend some time looking inwards to the teams. She PROPULT MANASSMENT/ o9/ puonsEEN/
I VARG, WSS DT ot
acts as a connector, bringing teams and customers/users together so the teams become more customer focused. CUSTOMERS/MARKETS JE——

B www.linkedin.com
In contrast with other scaled Scrum approaches, it's possible in LeSS to effectively scale the Product Owner role with just INTERNAL (PROPUCT) PEVELOPMENT

The role of a Product
Owner

In my earlier post, | had shared the
graphics about PO's relationship, and |
received a lot of good, encouraging

one person because there are fewer roles and positions, and less complexity.

. .. . . . = e messages. Thank you for the same.
Prioritization over Clarification
PROJECT PEVELOPMENT
. . . . P ] . . . PROPUGT OWNER/ i

There are two key information flows in Scrum related to the Product Owner: (1) prioritizing (ordering) items in the Product uses iy
Backlog and (2) clarifying items in the Product Backlog. In the first flow (prioritization), information related to profit drivers, SN @ SN 9 Q@O
strategic customers, business risks, and other business concerns is sought and analyzed. In the second flow (clarification), g e iy @
information is sought to detail the behavior and qualities of items, the user experience, and other feature design concerns. Q

CvTowromer /oYM TRSEATOR JuTSoUER
A LeSS Product Owner focuses on thinking hard about prioritization but collaborates with the teams on clarification. Further,
she encourages and helps the teams enter into a direct conversation with true users and customers for clarification. She acts
as a connector, not an intermediary. @ less.works

Why emphasize direct interaction between teams and customers/users? Reasons include: (1) avoiding information loss from Pr’od u ct Owne r

. . Tuesday May 10, 2022
The Product Owner role in LeSS is 5t0 7pm CST
conceptually the same as in one-team ¥ & ‘
Scrum. However, at scale the focus
It's worth noting that when the teams do most of the clarification work the Product Owner has more time and energy to changes S|ight|y toward keeping an
overview a...

handoffs, (2) fostering co-creation of solutions to real customer problems, and (3) improving motivation and empathy for

customers by having developers collaborate with them directly.

focus on the big picture, continuously prioritizing and exploring new and strategic opportunities.

Product Owner Team Collaboration Unraveled | Jirgen De...
YouTube
EE—

How to find a true Product
Owner

Robert Batisek,
LeSS conference Warszaw 2022

_ (e S5 _Warsaw

. . conference
How Misconceptions About the Product Owner Role Harm ... 2022

YouTube

How to find a true Product Owner - Robert Bat(3ek
YouTube
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LeSS Principles

Large-Scale Scrum is Scrum—It
is not “new and improved
Scrum.” LeSS is about applying
the principles, elements, and
purpose of Scrum in a large-
scale context. Multiple-team
Scrum, not multiple Scrum

LARGE-SCALE
SCRUMIS SCRUM

teams.

Empirical process control—
Inspection and adaptation of
the product, processes,
organizational  design, and
practices to craft a situational
appropriate organization
based on Scrum, rather than following a detailed formula. And empirical process control requires and
creates transparency.

Transparency—Based on tangible ‘done’ items, short cycles, working together, common definitions,
and driving out fear in the workplace.

More with less—(1) In empirical process control: more learning with less defined processes. (2) In lean
thinking: more value with less waste and overhead. (3) In scaling, more ownership, purpose, and joy
with less roles, artifacts, and special groups.

Whole-product focus—One Product Backlog, one Product Owner, one potentially shippable product
increment, one Sprint—regardless if there are 3 or 33 teams. Customers want the product, not a part.

Customer-centric—Identify value and waste in the eyes of the paying customer. Reduce the cycle time
from their perspective. Increase feedback loops with real customers. Everyone understands how their
work today directly relates to paying customers.

Conti imp towards perfecti reate and deliver a product all the time, without
defects, that utterly delights customers, improves the environment, and makes lives better. Do humble
and radical improvement experiments each Sprint towards that.

Systems thinking—See, understand, and optimize the whole system (not parts), and explore system
dynamics. Avoid the local and sub-optimizations of focusing on the ‘efficiency’ or ‘productivity’ of
individuals and individual teams. Customers care about the overall concept-to-cash cycle time and
flow, not individual steps.

Lean thinking—Create an organizational system whose foundation is managers-as-teachers who apply
and teach systems thinking and lean thinking, manage to improve, and who practice Go See at gemba.
Add the two pillars of respect for people and continuous improvement. All towards the goal of
perfection.

Queuing theory—Understand how systems with queues behave in the R&D domain, and apply those
insights to managing queue sizes, work-in-progress limits, multitasking, work packages, and variability.


https://less.works/less/principles
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CONTINUOUS IMPROVEMENT

http://less.works [ EXETIN)

Continuous improvement towards perfection—Naturally, a group adopting LeSS brings to the table their assumptions and
habits about adoption. Those are? Create a change vision and kick off many change projects. When the original goal is

apparently achieved then:

1. “the change is done’, and

2. the organization settles into  new status quo, unt
3. the next change effort surfaces, and then

4. undoes the previous change.

This classic approach is like the sequential and “big batch” approach of software development where change is an exception

strictly managed... by many change-control boards.

up, no change managers. In LeSS, change is continuous

In LeSS adoptions, there is no change initiative, no ch
through experimentation and improvement and change is the status quo,

Larman's Laws of Organizational Behavior

(Spanish translation)(Russian translatior) (Japanese o )Portuguese translation)

After decades of observation and organizational consulting, here are Larman's Laws of Behavior. These rather than laws to follow ;)

1. Organizations are implicitly optimized to avoid changing the status quo middle- and first-level manager and
“specialist” positions & power structures.

2. As a corollary to (1), any change initiative will be reduced to redefining or overloading the new terminology to
mean basically the same as status quo.

3. As a corollary to (1), any change initiative will be derided as “purist”, “theoretical”, “revolutionary”, "religion",
and “needing pragmatic customization for local concerns” — which deflects from addressing weaknesses and
manager/specialist status quo.

4. As a corollary to (1), if after changing the change some managers and single-specialists are still displaced, they
become “coaches/trainers” for the change, frequently reinforcing (2) and (3), and creating the false impression ‘the
change has been done’, deluding senior management and future change attempts, after which they become
industry consultants.

5. (in large established orgs) Culture follows structure. And in tiny young orgs, structure follows culture.

Large-Scale
Agile Health Metrics

Bas Vodde

Large-Scale Agile Health Metrics - Bas Vodde
YouTube

{eSS Warsaw
conference

2022

More with Less - Craig Larman
YouTube

A

CESARIO RAMOS

#3 Adaptivity Podcast with Cesario Ramos: "Creating Agile ...
YouTube

Additional

Huge Adoption

eSS Huge adoptions tend to take a long time and involve a lot of changes within the organization. An all-at-once LeSS Huge
adoption should be avoided, especially when there are more than three areas involved. We've experienced several all-at-
once LeSS Huge adoptions and the amount of change to the organization is too large and it causes pain and suffering.

Instead, LeSS Huge adoptions should be done gradual. There are roughly two approaches to LeSS Huge adoption:

1) One Requirement Area at the time
2) Gradually expanding the work-scope of the team, Definition of Done and the Product Definition

It is recommended to at least do one Requirement Area at a time. This is like a basic 2-8 team LeSS adoption but then the
area should definitively not be mapped to the architecture but should be a true requirement area within the larger product.

It is possible to combine both of the adoption techniques. Focus most effort on the “One Requirement Area at the time”
while letting the rest of the organization prepare by expanding the team scope and the Definition of Done.



https://less.works/less/adoption
https://www.craiglarman.com/wiki/index.php?title=Larman%27s_Laws_of_Organizational_Behavior
https://less.works/less/less-huge/huge-adoption

LeSS adoption
ln JagO Rizki Yogaswara

Alex Titlyanov

LeSS adoption in Jago — Rizki Yogaswara & Alex Titlyanov
YouTube

POCLAC

‘Agile
Coach

Large Dutch Bank
(pseudo name)

This case study is written by Cesario
together with a Product Area Lead, a
Director, an an IT Area Lead from the

Large Dutch Bank. The real name of the...

4

Very Big Bank (pseudo
name)

(VBB is a pseudo name. Corporate
policies restrict the usage of the actual
company name. All names of individuals in
this case study are also pseudo na...

Gene Gendel

L and Cartifis ralner

se Study:

Steps Towards a LeSS Adoption in a Large
Investment Bank

ess i
EUROPE 15-17 JUNE 2020 | ONLINE

Gene Gendel: Steps Towards a LeSS Adoption in a Large In...

YouTube
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Merkur Insurance , ) ,
This case study describes the change in a
LeSS Introduction at Merkur Insurance - department from their initial Scrum
Download as a PDF or view online for free adoption towards a LeSS Huge adoption.

Those steps towards LeSS Huge incl... X i N o
Wolfgang Steffens: Attempted LeSS Huge adoption at a Ger... Karel Smutny: FrameworkLeSS Agile Adoption in Insurance ... DR. WOLFGANG RICHTER | LeSS - Large Scale Scrum | A...
YouTube YouTube YouTube



In LeSS each team:

is self-managing

is cross-functional — all skills required are inside the team or the team can acquire them

shares responsibility for all the team’s work
has a shared team goal

has responsibility for managing its own relationships with external teams and people

4 less.works

4SS

Teams

Teams are the core building block for
large product development-and team
structure has a huge impact on
productivity and cycle time. Team has: *
a shar...

Additional

FEATURE TEAM

CROSS-FUNCTIONAL
CROSS-COMPONENT
STABLE AND LONG-LIVED
CUSTOMER
CENTRIC
FEATURE

Y

POTENTIALLY SHIPPABLE
PROPUCT INCREMENT

Maximizing Dependencies
TEAM HAS THE NECESSARY KNOWLEPGE ANP SKILLS TO COMPLETE AN ENP-TO-END CUSTOMER-CENTRIC

3
FEATURE. IF NOT, THE TEAM 1S EXPECTED TO LEARN OR ACQUIRE THE NEEPED KNOWLEPGE AND SKILL. WI t h

Interdependent Teams

g/ tess.works (= EXEENN)

g less.works {eSS warsaw
conference

Feature Teams A

A feature team, shown in Figure 1, is a
long-lived, cross-functional, cross-
component team that completes many
end-to-end customer features-one by
one....

Maximizing Dependencies with Interdependent Teams - B...
YouTube
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— Craig Larman

Design

Al HR & Organizational Design - Craig Larman
YouTube
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Programmer Product Developer

4 less.works

The Rise Of The Product
Developers - Part |,
Beyond User Needs

The Rise Of The Product Developers -
Part I, Beyond User Needs by
<%-=link_to_user_permlink "terry" %> 6
March 2023 Inspired by my colleague
Bas V...


https://less.works/less/framework/teams
https://less.works/less/structure/feature-teams
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Product Backlog Refinement (PBR) is preferably done with multiple teams to increase
shared learning and to exploit coordination opportunities.

LESS MULTI-TEAM PROPUCT
BACKLOG REFINEMENT

5. A

PROVUCT OWNER [

g

nttp:/ tess works [V EEEY

& less.works

Product Backlog

Refinement

Ongoing Product Backlog Refinement
(PBR) is needed within each Sprint to
refine items to be ready for future
Sprints. Key activities of PBR are (1) spl...

% less.works

4SS

Initial Product Backlog
Refinement

Before you start your first Sprint, you
need (1) a Product Backlog with some
ready items, and (2) a Definition of
Done. Scrum doesn't name the activity...

Additional

e www.dcme.nu

How to facilitate multi-
team Product Backlog
Refinements

Facilitaing refinements with the whole
development group can provide serious
flexibility and speed gains. This article
describes how to facilitate Multi-team
Product Backlog refinement sessions.
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LeSS Product

* There is one Product Owner and one Product Backlog for the complete shippable product.

® The Product Owner shouldn’t work alone on Product Backlog refinement; she is supported by the multiple Teams
working directly with customers/users and other stakeholders.
o All prioritization goes through the Product Owner, but clarification is as much as possible directly between the Teams .@ _

and customer/users and other stakeholders.
e The definition of product should be as broad and end-user/customer centric as is practical. Over time, the definition of @
product might expand. Broader definitions are preferred. ARVENVEY
e One Definition of Done for the whole product, common for all teams. hDAPTIVITY Poous‘r 5 REQU IREMENTS”
o Each team can have their own stronger Definition of Done by expanding the common one. Outcome P nareembie smet
e The perfection goal is to improve the Definition of Done so that it results in a shippable product each Sprint (or even - y i r
more frequently). P rOd UCt baSEd ﬁ *
When starting a LeSS Adoption, one of Product
the first things to clarify is what your
product actually is. More often than not, BaCk|0g

the product definition preferr...

PART #1

@ #4 Adaptivity Podcast with Jurgen De Smet: "Requirements...
2019-10-08 - Jurgen De Smet: Outcome based Product Bac... YouTube
YouTube

www.co-learning.be

Whole Product Focus

Customers don't buy a part of the
product, but the whole product. This
seems obvious but it is important to
remember. It leads to a couple of

important...
PORTAL LEGAL

SALES FORCE

SIEBEL APP
@ WEB
4
. . . . @
Product Definition in o
Large Scale Scrum Product Definition in
(LeSS) - Part 1 Large Scale Scrum
Product Definition in Large Scale Scrum (LeSS) - Part 2
(LeSS) - Part 1 by ‘ ' Product Definition in Large Scale Scrum
<%=link_to_user_permlink "cesario- (LeSS) - Part 2 by
ramos" %> 7 July 2020 This is a cross- <%=link_to_user_permlink "cesario-
post from Agil... ramos" %> 14 July 2020 This is a cross-

post from Agi...

WE HAVE MULTIPLE BACKLOGS.
S0 WHAT?

Let us explain...

Etude by Alexey Krivitsky (and Miles Davis)

We have multiple backlogs. So what?
YouTube
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There is one product Sprint Review; it is common for all teams. Ensure that suitable
stakeholders join to contribute the information needed for effective inspection and

adaptation.

& less.works

Sprint Review

The Sprint Review is an inspect-adapt
point at the end of the Sprint. During
the Sprint Review, customers and

m medium.com

Multi-Teams Sprint
Review-How do we do
it?

We're all familiar with the "one-team
sprint review" concept. It's easy to

manage, the agenda is often simple, and
it provides solid focus...

A~ www.leansherpas.com

Remote Sprint Review
in Large-Scale Scrum
(LeSS) - Lean Sherpas | |
Robert Briese

In this article you will get an overview of
the purpose of sprint reviews in Scrum
and learn more about a real example of

stakeholders examine what the teams
how a modified sprint review in Large-

built...
Scale Scrum (LeSS) can be designed with
several distributed teams.

EXPERIENCES WITH REMOTE
REVIEW BAZAAR IN LESS

¥ 2

LEAN SHERFAS

Experiences with Remote Review Bazaar in LeSS — Robert ...
YouTube

Q www.dcme.nu

How to facilitate an
awesome Sprint Review
in "Bazaar mode"

If you are in geo1, call us today! This
article aims at helping Scrum Masters to
conduct the *MOST AWESOME* Sprint
Review they ever witnessed.
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LeSS Framework Rules

The LeSS framework applies to products with 2-“8" teams.

LeSS Structure

Structure the organization using real teams as the basic organizational building block.

Each team is (1) self-managing, (2) cross-functional, (3) co-located, and (4) long-lived.

The teams are customer-focused feature teams.

Scrum Masters are responsible for a well-working LeSS adoption. Their focus is towards the Teams, Product Owner,
organization, and development practices. A Scrum Master does not focus on just one team but on the overall
organizational system.

A Scrum Master is a dedicated full-time role.

One Scrum Master can serve 1-3 teams.

In LeSS, managers are optional, but if managers do exist their role is likely to change. Their focus shifts from managing
the day-to-day product work to improving the value-delivering capability of the product development system.
Managers’ role is to improve the product development system by practicing Go See, encouraging Stop & Fix, and
“experiments over conformance.”

For the product group, establish the complete LeSS structure “at the start”; this is vital for a LeSS adoption.

For the larger organization beyond the product group, adopt LeSS evolutionarily using Go and See to create an
organization where experimentation and improvement is the norm.

LeSS Product

There is one Product Owner and one Product Backlog for the complete shippable product.

The Product Owner shouldn’t work alone on Product Backlog refinement; she is supported by the multiple Teams
working directly with customers/users and other stakeholders.

All prioritization goes through the Product Owner, but clarification is as much as possible directly between the Teams
and customer/users and other stakeholders.

The definition of product should be as broad and end-user/customer centric as is practical. Over time, the definition of
product might expand. Broader definitions are preferred.

One Definition of Done for the whole product, common for all teams.

Each team can have their own stronger Definition of Done by expanding the common one.

The perfection goal is to improve the Definition of Done so that it results in a shippable product each Sprint (or even
more frequently).

LeSS Sprint

There is one product-level Sprint, not a different Sprint for each Team. Each Team starts and ends the Sprint at the same
time. Each Sprint results in an integrated whole product.

Sprint Planning consists of two parts: Sprint Planning One is common for all teams while Sprint Planning Two is usually
done separately for each team. Do multi-team Sprint Planning Two in a shared space for closely related items.

Sprint Planning One is attended by the Product Owner and Teams. They together tentatively select the items that each
team will work on that Sprint. The Teams identify opportunities to work together and final questions are clarified.

Each Team has their own Sprint Backlog.

Sprint Planning Two is for Teams to decide how they will do the selected items. This usually involves design and the
creation of their Sprint Backlogs.

Each Team has their own Daily Scrum.

Cross-team coordination is decided by the teams. Prefer decentralized and informal coordination over centralized
coordination. Emphasize Just Talk and informal networks via communicate in code, cross-team meetings, component
mentors, travelers, scouts, and open spaces.

Product Backlog Refinement (PBR) is preferably done with multiple teams to increase shared learning and to exploit
coordination opportunities.

There is one product Sprint Review; it is common for all teams. Ensure that suitable stakeholders join to contribute the
information needed for effective inspection and adaptation.

Each Team has their own Sprint Retrospective.

An Overall Retrospective is held after the Team Retrospectives to discuss cross-team and system-wide issues, and create
improvement experiments. This is attended by Product Owner, Scrum Masters, Team representatives, and managers (if
any).

Let’s examine a LeSS organization...

Head of the Product Group—Most LeSS organizations still have managers including a “head of product group.” They

support the teams by Go See and help them remove obstacles and improve. LeSS organizations don't have matrix

structures and there are no “dotted-line” managers.

“"Head of Product Group" is called differently in different organization, here we mean the hierarchical manager of all the

teams.

Feature teams—This is where the development work is done. Each team is cross-functional, self-managing feature team
with a Scrum Master. They are permanent units that stay together for the duration of a product (and sometimes longer).
Avoid lots of hierarchical layers as much as possible.

Product Owner (Team)—This is also commonly called “Product Management.” It can be one person but in a larger LeSS

organization the Product Owner might be supported by other product managers.
An important point in this organizational structure is that the Teams and the Product Owner are peers. This important to
keep the power balanced between the roles. The Teams and Product Owner should have a cooperative peer relationship.
A common alternative structure is when the Product Owner belongs to a different organization. This is OK though it

does often require additional effort to ensure the Product Owner has a close relationship with the Teams.

Undone department—This department, ideally, does not exist.

But unfortunately sometimes the teams are not yet able to create a true shippable increment every Sprint. This is

reflected by their “Definition of Done” not being equal to “Potentially Shippable." Undone departments such as test, QA,

architecture, or business analysis groups should never exist in the smaller LeSS framework groups as they should be

integrated into the teams from the start. On the other hand, we unfortunately frequently still see an operations or

production undone department in LeSS adoptions, as they often cross organizational boundaries.
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LeSS (Large-Scale Scrum) - The roles, artefacts and events -...
YouTube

PTIVITY PODCAST \“INTERDEPENDENCE”

#2 Adaptivity Podcast with Bas Vodde: "Interdependence"
YouTube
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Creating Agile
Organizations | CAO
and DAO courses

Creating Agile Organizations helps you
to move from agility with individual
teams to agility at a large scale. Book
one of our DAO and CAO courses!
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Home | Org Topologies
Org Topologies™ (aka Organizational
Topologies, Organisational Topologies)
is a framework-agnostic approach for
assessing and designing agile
ecosystems where business and
technology work as one for a fast flow of
ideas and value.
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Mark Uijen de Klein & Jurgen De Smet
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Org Topologies™ and
The Feature Team
Adoption Map

While studying organizational design, we
created a visual representation of our
findings using the Org Topologies™

Map. When explaining our concepts at
various conferences and meetups, some
people ask questions about the
relationship between the Feature...
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Sprint Backlog Tasks Tolk a3 | Learn More
Daily Serum

Talk LeSS 2023 | Jurgen De Smet | From Good to Great: Cr...
YouTube
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m Jurgen De Smet - Mastering Agile Evolution: Strategic Agility Ahead
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« Two Frameworks: LeSS & LeSS Huge o

The Magic Number Eight

LeSS Huge Framework Rules

LeSS Huge applies to products with "8+ teams, Avoid applying LeSS Huge for smaller product groups as it will ¢

S5 Huge, unless otherwise stated. Each Requirement Area acts like the basic LeSS framework

LeSS Huge Structure

 Customer requirements that are strongly related from a customer perspective are grouped in Requirement Areas.

sch Team specializes in one Requirement Area. Teams stay in one area for a long time. When there is more value in

« Each Requirement Area ha
 Each Requirement Area has between *4-8" tear v

« LeSS Huge adoptions, including the structural changes, are done with an evolutionary incremental approach.
 Remember each day: LeSS Huge adoptions take manths or years, infinite patience. and sense of humor

LeSS Huge is the second LeSS Framework, which is suitable for LeSS adoptions of more than eight teams. Conceptually it is

LeSS scaled up further by having multiple (smaller) LeSS frameworks stacked on top of each other

POTENTIALLY
SHPPARLE

INCREMENT

3
&> ?
7 _comomanon /
T
PRoper
st orios
SO MASTER  REANEMEN

' FEATURE TEAM

g essworks [N

LeSS Huge Product

duct's architecture is

aled-up feature teams. Scaling up by structuring teams ac g to the

Requirement areas are

called development areas. The table below summarizes the differences.
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[Requirement areas are customer-centric categories of PBIs. Example requirement areas: for a digital press printer, cc

workflow and transaction printing; for an internet portal area, ads and news; for a telecom system, protocols, performéige

and network management (see Figure 1). Discovering the requirement areas is surprisingly easy. For example, in Berlin we
lonce simply wrote PBIs on cards, spread them on the floor, and asked the PO and others to group them—affinity clustering
into the requirement areas.
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« There is one Area Product Backlog per Requirement Area. This backiog is conceptually a more granular view o
Product Backiog
LeSS Huge Sprint
« There is one product-level Sprint, not a different Sprint for each Requirement Area. It ends in one integrated whole
product
« The Product Owner and Area Product Owners synchronize frequently, Before Sprint Planning they ensure the Team
work on the most valuable items. After the Sprint Review, they further enable product-level adaptatior
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LeSS Huge Framework Rules
LeSS Huge applies to products with “8+” teams. Avoid applying LeSS Huge for smaller product groups
as it will result in more overhead and local optimizations.

All LeSS rules apply to LeSS Huge, unless otherwise stated. Each Requirement Area acts like the basic
LeSS framework.

LeSS Huge Structure

« Customer requirements that are strongly related from a customer perspective are grouped in
Requirement Areas.
Each Team specializes in one Requirement Area. Teams stay in one area for a long time. When

there is more value in other areas, teams might change Requirement Area

« Each Requirement Area has one Area Product Owner.

« Each Requirement Area has between “4-8” teams. Avoid violating this range.

« LeSS Huge adoptions, including the structural changes, are done with an evolutionary
incremental approach.

« Remember each day: LeSS Huge adoptions take months or years, ifinite patience, and sense

of humor.

LeSS Huge Product

« One (overall) Product Owner is responsible for product-wide prioritization and deciding which
teams work in which Area. He works closely with Area Product Owners.

« Area Product Owners act as Product Owners towards their teams.

« There is one Product Backlog; every item in it belongs to exactly one Requirement Area.

«  There is one Area Product Backlog per Area. This backlog is amore

granular view onto the one Product Backlog.

LeSS Huge Sprint

There is one product-level Sprint, not a different Sprint for each Requirement Area. It ends in

one integrated whole product.
« The Product Owner and Area Product Owners synchronize frequently. Before Sprint Planning

they ensure the Teams work on the most valuable items. After the Sprint Review, they further
enable product-level adaptations.
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Y Soft case study:
huge/LeSS withou

Zdenek Soulkup
LeSS Huge Petr Kasparik

¥ Soft case study: huge LeSS without LeSS Huge - Zdenek ...
YouTub:

LeSS Huge at BMW

Konstantin Ribel, Craig Larman discuss
how the BMW driverless team was set
up based on LeSS Huge, and some of
the successes and problems
encountered along the way.

ROBERT BRIESE
Comparing Less and LeSS Huge
adoptions from a practical point of view

ess

Robert Briese: Lessons learned from several LeSS Huge ad...
YouTube
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Talk LeSS 2023 | Denis Salnikov | Evolutionary Org Design ...
YouTube
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Scaled Scrum is not a special scaled framework
that happens to include “Scrum for each team”

i ™ .
Although LeSS is strongly influenced by Scrum, it is definitively not the same. » The Scrum Guides™ 2017:
Some key differences between LeSS and Scrum 2017 are:

The concept of Scrum Team does not exist in LeSS. The Scrum Guide™
Scaled Scrum is Scrum scaled What is called Development Team in Scrum is simply called Team in LeSS.

Self-organizing teams are called Self-managing Team.

The Definitive Guide to Scrum:
The Rules of the Game

Sprint Planning is split in Sprint Planning 1 and Sprint Planning 2.

Backlog Refinement is not an activity but an event.

Sprint Goal is not a part of LeSS but considered to be a useful practice to use with LeSS.
Scrum Master is a fulltime role, not a member of a Team.

Product Owner is not an expected participant in Team Daily Scrum or in Team Retrospective.

November 2017

For now, we are ignoring the Scrum 2020 version.

Developed and sustained by Scrum creators: Ken Schwaber and Jeff Sutherland

—

Overview of Scrum by Bas and Craig:

48 scrumprimer.org

Scrum Primer - Short
Introduction to Scrum

Scrum Primer is a short, readable and
concrete introduction to the Scrum
Framework by Pete Deemer, Gabrielle
Benefied, Craig Larman, and Bas Vodde.
It is an excellent guide for starting your
Scrum journey.
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Y Soft

Y Soft adopted LeSS in 2019. A
differentiator of Y Soft's LeSS adoption
was not only making significant
*organizational design* (OD) changes, but
then ...

LESS ADOPTION AT POSTER POS INC.
IN TIMES OF COVID-19 AND WAR

PART 1
ORG BEFORE CHANGE

BYALEXEY KRIVITSKY

www.krivitsky.com

LeSS Adoption at
Poster. Part 1: Org
Before Change

A full-fledged detailed LeSS case study of
Poster POS Inc.

4

LeSS adoption at Poster:
ouches;gotchas and

0
yoohoos! Alexey Krivitsky

LeSS adoption at Poster: ouches, gotchas and yoohoos! — Al...
YouTube
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Derl ng This case study describes the change in a
department from their initial Scrum
We want to aCkrjOWIedge the BMW Group adoption towards a LeSS Huge adoption.
for the opportunity to learn, grow, and Those steps towards LeSS Huge incl...

analyze a fascinating LeSS Huge case in
a highly competitive and challengi...
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Audio versions of this case study are
_available here_ | strongly believe the
best chance of long-term success is
achieved with a broad product boundar...

Strictness of
Developers component

pressing to
strenginen the ——{{———— cods policy, formal
component API definiion,

/ isolation intermediate
Pain of artiacs, etc)
integration

of the product
Planning
complexity

component team
developers
understand
codebase/product
outside their
comporent N Need for nter-
boundaries team

||\ /”/ coomemon

@ 1ess.works

Solarwinds

Disclaimer:** This text describes the
situation in one of the SolarWinds product
groups until 2017, i.e. roughly three years
before the event known a...

2ot
boundaries (private component
teams

T
Mgr @ Mgr ;k
o e
Mgr @ Mgr @ Mgr @ Mgr ® Mgr ®

sw Proc. System
infegr. " tester I fester

4 1ess.works

Thales - Surface Radar

This is a story of how Thales Surface
Radar TU Processing, a high-tech
embedded software development
department operating in an environment
with defen...



TEAM =1

PRODUCT

| J
SM
SCRUMMASTER

HEAD OF PRODUCT GROUP

ORGANIZING
BY CUSTOMER VALUE

STRUCTURE

COMMUNITIES

/

TEAM =2

TEAM =N

Q2

PRODUCT
OWNER

@a

[
Pe

I UNVONE !
: DEPARTMENT |
: I
| |
" '
I-----—------:

http://less.works

FEATURE TEAMS

\Vs \'I

84 ‘o

,.o-

ORGANIZATIONAI.
STRUCTURE

hitp://less.warks

Let's examine a LeSS organization...

Head of the Product Group—Most LeSS organizations still have managers including a “head of product group.” They
support the teams by Go See and help them remove obstacles and improve. LeSS organizations don’t have matrix
structures and there are no “dotted-line” managers.

“Head of Product Group” is called differently in different organization, here we mean the hierarchical manager of all the
teams.

Feature teams—This is where the development work is done. Each team is cross-functional, self-managing feature team
with a Scrum Master. They are permanent units that stay together for the duration of a product (and sometimes longer).
Avoid lots of hierarchical layers as much as possible.

Product Owner (Team)—This is also commonly called “Product Management.” It can be one person but in a larger LeSS
organization the Product Owner might be supported by other product managers.

An important point in this organizational structure is that the Teams and the Product Owner are peers. This important to
keep the power balanced between the roles. The Teams and Product Owner should have a cooperative peer relationship.
A common alternative structure is when the Product Owner belongs to a different organization. This is OK though it
does often require additional effort to ensure the Product Owner has a close relationship with the Teams.

Undone department—This department, ideally, does not exist.

But unfortunately sometimes the teams are not yet able to create a true shippable increment every Sprint. This is
reflected by their “Definition of Done” not being equal to “Potentially Shippable.” Undone departments such as test, QA,
architecture, or business analysis groups should never exist in the smaller LeSS framework groups as they should be
integrated into the teams from the start. On the other hand, we unfortunately frequently still see an operations or
production undone department in LeSS adoptions, as they often cross organizational boundaries.
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LeSS Sprint

e There is one product-level Sprint, not a different Sprint for each Team. Each Team starts and ends the Sprint at the same
time. Each Sprint results in an integrated whole product.

e Sprint Planning consists of two parts: Sprint Planning One is common for all teams while Sprint Planning Two is usually
done separately for each team. Do multi-team Sprint Planning Two in a shared space for closely related items.

e Sprint Planning One is attended by the Product Owner and Teams. They together tentatively select the items that each
team will work on that Sprint. The Teams identify opportunities to work together and final questions are clarified.

e Fach Team has their own Sprint Backlog.

e Sprint Planning Two is for Teams to decide how they will do the selected items. This usually involves design and the
creation of their Sprint Backlogs.

e Fach Team has their own Daily Scrum.

e Cross-team coordination is decided by the teams. Prefer decentralized and informal coordination over centralized
coordination. Emphasize Just Talk and informal networks via communicate in code, cross-team meetings, component

mentors, travelers, scouts, and open spaces.

e Product Backlog Refinement (PBR) is preferably done with multiple teams to increase shared learning and to exploit
coordination opportunities.

e There is one product Sprint Review; it is common for all teams. Ensure that suitable stakeholders join to contribute the
information needed for effective inspection and adaptation.

e Fach Team has their own Sprint Retrospective.

e An Overall Retrospective is held after the Team Retrospectives to discuss cross-team and system-wide issues, and create ‘
improvement experiments. This is attended by Product Owner, Scrum Masters, Team representatives, and managers (if —

any).

LeSS Story: Flow of Items

This story focuses more on the flow of items (features) through part of a Sprint, primarily during refinement and
development.

Portia wraps up her meeting with the government regulator and heads to the airport, and home. She'’s another product LeSS Story, FIOW of Teams

manager; she helps Paolo, and specializes in regulatory and audit trends.

Later, Portia meets with Paolo. Writing on cards, she This story focuses on the flow of teams through a Sprint, rather than the flow of items. In reality the majority of time

summarizes the new rules that are going to impact their S0 THIS COVERS in the Sprint is working on development tasks, not meetings. However, this story emphasizes meetings and
Py ALL THE WORK RIGHT?
™

product, and what clients she thinks are going to want certain interactions, as the goal is an understanding of how multiple teams work together during LeSS events, and how they

: « . 1§18 REGULATORY, coordinate day by day.
features first. Paolo points to the five cards and asks, “So this PAOLO, 1T NEVER YRy cdy,

covers all the work, as far as you know?” Portia smiles and
says, “This is regulatory. It's never finished or clear”

Mark walks into the room where his team (Trade) works and sees Mira, who says, “Good morning! Just a reminder, we're the

Paolo asks, “Can you put these in the Product Backlog for me, \ 3 team representatives for this Sprint, and Sprint Planning One starts in 10 minutes.” “Right,” says Mark, “Meet you in the big

unordered at the bottom for now?” ‘f\\ room.”

“Sure.”
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Additional

 Sprint Planning consists of two parts: Sprint Planning One is common for all teams
while Sprint Planning Two is usually done separately for each team. Do multi-team
Sprint Planning Two in a shared space for closely related items.

« Sprint Planning One is attended by the Product Owner and Teams. They together
tentatively select the items that each team will work on that Sprint. The Teams identify
opportunities to work together and final questions are clarified.

« Each Team has their own Sprint Backlog.

« Sprint Planning Two is for Teams to decide how they will do the selected items. This
usually involves design and the creation of their Sprint Backlogs.
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Sprint Planning Two is mostly the same as in one-team Scrum... the team creates their plan
for getting the items to ‘done.’
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)

o Each Team has their own Sprint Retrospective.

« An Overall Retrospective is held after the Team Retrospectives to discuss cross-team
and system-wide issues, and create improvement experiments. This is attended by
Product Owner, Scrum Masters, Team representatives, and managers (if any).
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