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Als Organisation
agil und VUCA-robust werden!

Aber wie?




Agil auf Team-Ebene: Kinderteller

© M-image via Fotolia
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Agil ist mehr als nur agile Strukturen

Less visible
- more powerful 4

»

More towards
learning organisation

__ Requires structural
and cultural change

J\

Can be adopted
— in command and
control

Tools and
Processes

<«

More visible Y

- less pOWGl’fU| Agile Onion by AWA, Simon Powers

© Prof. Dr. Ayelt Komus & Sonja Schmidt www.praxisforum.net www.process-and-project.net www.komus.de www.heupel-consultants.com 14



Appelle an den richtigen ,agilen Mindset”
sind wie 8 Mal am Tag Zahneputzen bel

Lungenentzindung. Kann man machen; gibt
frischen Atem. Bringt halt nix.

© Prof. Dr. Ayelt Komus & Sonja Schmidt www.praxisforum.net www.process-and-project.net www.komus.de www.heupel-consultants.com 15



Soft 1s Hard
Hard I1s Soft

In Search of Excellence

© Prof. Dr. Ayelt Komus & Sonja Schmidt www.praxisforum.net www.process-and-project.net www.komus.de www.heupel-consultants.com 16



Welches sind die
grundlegenden Weichenstellungen

der agilen Zusammenarbeit?




© Prof. Dr. Ayelt Komus & Sonja Schmidt

LeSS

Quelle: Nexus-Guide (Schwaber et. al.)

Team of Teams

Basierend auf: S. McChrystal: Team of Teams

Quelle: htip://less.works

@ Leffingwell — Scaled Agile Framework

www.praxisforum.net

wwplacessand-projectriet

www.komus.de

Scrum@Scale
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Quelle: The Scrum @ Scale Guide
Sutherland and Scrum.Inc

Spotify Model
Covomunity > Structure

T( \\()K 71"/ l\(‘k
/288 3
Chapher 8 Chagter
Chagte Cheptert 18]
Z] 2| S

Quelle: Henrik Kniberg
(https:/Nabs spotify.comy2014/03/27/spotify-engineering-culture-part-1/)
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Agile Skalierungsansatze bieten Reichtum an ldeen und Ansatzen
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Was muss Programm-/Portfoliomanagement liefern?

<_

“@

C —

(O) Vision, Strategie und Priorisierung

gy, =

>

Gesamtheitliche
Produkt- bzw.
Ldsungsarchitektur

&

L

e

Rollen- und
Organisationskonzept
o 00

T

Planungsebenen, Taktung
& Synchronisation

A

-0

—)

A

e

L

Team- & Produktions-

Alignment

u.a. Koordination, Abhangigkeiten
managen, Konfigurationsmgmt.

0 0 0 0 00 0 00 0 O 0

Prinzipien & Strukturen der Prozessgestaltung und —weiterentwicklung

© Prof. Dr. Ayelt Komus & Sonja Schmidt

www.praxisforum.net www.process-and-project.net www.komus.de

www.heupel-consultants.com

21



Was muss Programm-/Portfoliomanagement liefern?

<_

f e
<@/‘) Vision, Strategie und Priorisierung

—~~

>

Gesamtheitliche
Produkt- bzw.
Lésungsarchitektur

Rollen- und
Organisationskonzept

T

Planungsebenen, Taktung
& Synchronisation

=t
=00

e

Team- & Produktions-

Alignment

TN

N—

u.a. Koordination, Abhangigkeiten
unanagen, Konfigurationsmgmt.

0 0

LIORNIORNIO RN

o0 0 0 0O

10)

Prinzipien & Strukturen der Prozessgestaltung und —weiterentwicklung

10

© Prof. Dr. Ayelt Komus & Sonja Schmidt

www.praxisforum.net

www.process-and-project.net

www.komus.de

www.heupel-consultants.com

23



Strategieprozess insbesondere bei SAFe umfassend ausgestaltet

® Jede Programm-Planung setzt einen Strategieentscheidung voraus

B Insbesondere bei SAFe ist der strategische Bereich explizit ausgepragt

N
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Werkzeuge, Elemente der Strategiediskussion

wnne] BMENAgE com
Assessing the Strategic Impact of T
Strategic Grid (McFarlany

=
=
£

= The Purpose
What is your couse? What 4o you befieve’

Apple: We believe In Chalienging the status Guo and
daing this differently

How = The Process
Specific actions laken 10 resiire the Why.

Apple: Our products are beautifully designed and easy to
use

Factory Strategic
How What = The

Support Turnaround
o
Ideas 5 "] 0 (|}
Result
What do you do? he result of Why. Froof

Wik oS Low Potential Strategic Impact
WHAT - . o
. 20%
@ Head o '

70_75% Colme’::" Commodity
' Heart :
= T

PUSH M\ ke PULL

Dependence

Current Operational

,_
g
Z

PROBLEM sawToN -

SWOT Analysis

wermeTRIcs [e— Strengths Weaknesses
© 2012 - The Clearing, inc

Objective Key Results rreioee? e P

Internal origin

Increase customer engagementin | Reduce membership churn from 20% to 5%

our community platform

Increase Net Promoter Score from 35 to 80 COST STRUCTURE REVENUE STREAMS

Improve average weekly visils per active user from Opportunities Threats
5,000 to 20,000

Increase non-paid (organic) traffic to from 1,500 to . ———————————
5,000

External origin

Improve engagement from 30% to 60%

© Scaled Agilo, InG

© scled dghe,
Figure 4. Applying OKRs ta define strategic themes

Figure 4. SWOT analysis
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Was muss Programm-/Portfoliomanagement liefern?
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Organizational
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Portfoliosteuerung — ,,Heartbeat* als zentrales Element

Marz
Operative

Planung
s U5,

O
L
Taktische /7. c
O

Projekt-
Planung marktplatz
(1/Jahr)
O . @ Strategische
Planung
(2/Jahr)

In Erweiterung von Felchlin, Basler-Versicherungen
Inspired by SAFe und Heupel Consultants Septem b er
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SAFe — Heartbeat (Programm Increment)
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Delivery
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Praxisbeispiel High Tech Industry: Steuerungsebenen
o ©

O u‘

%77~ O e

<
mit Big Room Plannings)

Sprintplanung
(2-wochentlicher Zyklus mit
Sprint Plannings pro Squad)

Portfolioplanung
(Jahresplanung im Rahmen der
Budgetierung, noch nicht als
Backlog-Steuerung ausgestaltet)

Praxisbeispiel: Courtesy Heupel Consultants ‘ " ‘

© Prof. Dr. Ayelt Komus & Sonja Schmidt www.praxisforum.net www.process-and-project.net www.komus.de www.heupel-consultants.com 31



Was muss Programm-/Portfoliomanagement liefern?
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Struktur und Prinzipien

i

,,LeSS Huge“ (>8 Teams)
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Beispiel SAFe — Erweitertes Rollenset
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Spotify Model — Gilden und Chapter
Tribe Tribe

3\ /B B8 8B

Chapter

3

_e”
el : 3
| Guild "2Pter |
| 8
’
\ Squad Squad Squad &uJ Squad Squad Squad Squay

https://blog.crisp.se/wp-content/uploads/2012/11/SpotifyScaling.pdf
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Scrum of Scrums (SoS) — Org-Struktur

@

t. \-t* fi.,' ) i;
.;* ’;; t.\” it
A Scrum Team SoS of 5 Teams SoSoS of 25 Teams

© 2021 Scrum Inc.
www.scrumatscale.com
education.scruminc.com

www.scrumatscale.com
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Command, Command of Teams, Team of Teams

Command of Teams

Source/based on: S. McChrystal: Team of Teams

© Prof. Dr. Ayelt Komus & Sonja Schmidt www.praxisforum.net www.process-and-project.net www.komus.de www.heupel-consultants.com 40
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Beispiel LeSS — Descaling over Scaling

LeSS BOOK CHAPTER 2:
INTROPUCTION

LEAN
THINKING @
q_ X+

PRINCIPLES

SYSTEMS
THINKING

G

COACHING ADOPTIO

© Prof. Dr. Ayelt Komus & Sonja Schmidt
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Wie kdnnen wir unnétig grof3e und komplexe Strukturen

in der Organisation vereinfachen ?
- ,agil sein® statt ,agil tun”“ -

LARGE SCALE — Don't!
MULTISITE — Don't!
OFFSHORE — Don't!

www.process-and-project.net

www.komus.de

S
& o
CONTINVOUS
INTEGRATION

ARCHITECTURE
& VESIGN

14

Uy

=4 9 e
i 5 ROLE OF
MANAGERS

%)

AGEMENT 60 SEE

[D) BY-NC-ND_|

https://less.works/en

www.heupel-consultants.com 42



7 Design Principles to Descale Organizations*

1. From Specialist Roles to Teams

2. From Resource-Thinking to
People-Thinking

3. 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

RS R CI

From Many Small Products to a Few Broad Products

L _

* LeSS — Design Principle by Craig Larman and Bas Vodde
https://less.works/blog/2020/03/02/more-with-less-seven-tools-for-simplifying-organizations.html , 3.3.2020
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Was muss Programm-/Portfoliomanagement liefern?
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Beispiel SAFe — Architekten-Rolle und Artefakte
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Nexus

Cross-Team
Refinement

Ce

Nexus Sprint

Planning

Product Nexus Sprint
Backlog Backleg
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Nexus Sprint

Retrospective

www.process-and-project.net

www.komus.de

Nexus Sprint

Review

Integrated
Increment

Nexus™ Framework @ 2020 Scrum.org

WWW.SCrum.org
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Artefakte

Phase Results
(MVP) |

Courtesy of Heupel
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Was muss Programm-/Portfoliomanagement liefern?
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O Vision, Strategie und Priorisierung
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Prinzipien & Strukturen der Prozessgestaltung und —weiterentwicklung
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Big Room Planning - Impressionen
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Beispiel Big Room Planning - Dependency Board
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Beispiel Big Room Planning - Kapazitaten und Prioritaten

Courtesy of Heupel Consultants
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Relatives Schatzen mit Planning Poker als zentrales Element
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Big Room Planning im Online Format mit Zoom und Miro
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Was muss Programm-/Portfoliomanagement liefern?
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Lean-Prinzipien als Basis
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Theory of Constraints

oW Y oW oV”’Cv\M w1 @ woW
. Specify,
Ideate Select First Portfolio- Concept Approval Program Realize, Release
Concept Decision Inkrement Integrate

Hoherer Durchfluss miglich
- aber nicht im Gesamtprozess -
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Beispiel Spotify — Kontinuierliche Weiterentwicklung

Scaling Agile @ Spotify

with Tribes, Squads, Chapters & Guilds

Henrik Kniberg & Anders Ivarsson
Oct 2012

L (]

Ch:ptel‘ L:*-.h
ps:

1
\ \ \ \
Squad Squsd Squad Squad

\ \ \ |
Squad Squad Squsd Squad
Dealing with multiple teams in a product development organization is always a challenge!

One of the most impressive examples we've seen so far is Spotify, which has kept an agile mindset despite
having scaled fo over 30 teams across 3 cities.

Spotify is a fascinating company that is fransforming the mu;

e e s o= P Dis claimer: We didn't invent this model. Spotify is (like any good agile company) evolving fast. This article
is only a shapshot of our current way of working - a journey in progress, not a journey completed. By the

time you read this, things have already changed.
‘We have both presented at conferences and been cax

Spotify and how the company handles agile with hundreds of
this, so we decided to write an article about it.

Disclaimer: We didn't invent this model. Spotify is (like any good agile company) evolving fast. This article
is only a snapshot of our current way of working - a journey in progress, not a journey completed. By the

Alistair Cockbum (one of the founding fathers of at
I've been looking for someone to implement this m:

So how is this managed?

time you read this, things have already changed.

114
https://blog.crisp.se/wp-content/uploads/2012/11/SpotifyScaling.pdf
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Lernen: Retrospektive als ein Schlisselelement

,U_\fmiﬂww 7

https:/t2informatik.de/wissen-kompakt/scrum-retrospektive/
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Zusammenspiel
von Team, Organisation, Kultur




Handlungsdimensionen der Nutzung agiler Methoden
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Nutzung einzelner Methoden wie Scrum, Kanban
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Let‘s connect!

XING’ Xing 3 |
www.Xing.com/profile/Ayelt Komus
xing.com/profile/Sonja_Schmidt127/cv

LinkedIn:
http://de.linkedin.com/in/lkomus
linkedin.com/in/sonja-schmidt

, Twitter: @Ayelt Komus

www.komus.de
WWW.process-and-project.net

www.heupel-consultants.com
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