DeScaling

Komplexitat reduzieren statt managen
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© Laffingwell — Scaled Agile Framewark

Scrum@Scale

Quelle: The Scrum @ Scale Guide
Sutherland and Scrum Inc

Disciplined Agile

Quelle: www pmi org/disciplined-agile

Spotify Model

Quelle: Henrik Kniberg
(ttps-Habs spotify com'28 1A /ZTispolify-angmueringculturg-part 1)

Coromunity > Structure

Nexus

Komplexitat
managen!
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Quelle” Nexus-Guide (Schwaber et al )

Team of Teams
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LeSS - Descaling over Scaling

LeSS BOOK CHAPTER 2:
INTROPUCTION
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PRINCIPLES

ADOPTION

How can we simplify unnecessarily large and
complex structures in the organization?

www.praxisforum.net

- "be agile" instead of "act agile" -

LARGE SCALE — Don‘t!
MULTISITE — Don‘t!
OFFSHORE — Don‘t!
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DeScaling Organizations with LeSS

“The first purpose [...] is actually descaling through organizational change.

Descaling the number of roles, organizational structures, dependencies,
architectural complexity, management positions, sites, and number of

people. [...]”

J

“A major purpose [...] is to expose the pain of being large, wasteful and slow.’

Viktor Grgi¢: Descaling, https://less.works/blog/2015/05/08/less-scaling-descaling-organizations-with-less.html, Hervorhebungen durch A. Komus
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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

4
5. From Coordinate to Integrate to Coordination through Integration
6. From Projects to Products

y

From Many Small Products to a Few Broad Products

Bas Vodde and Craig Larman: More with LeSS - Simplifying Organizations with 7 Design Principles
https://less.works/blog/2020/03/02/more-with-less-seven-tools-for-simplifying-organizations.html , 3.3.2020, Hervorhebungen Ayelt Komus
(g
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7 Design Principles to Descale Organizations (1/2)

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

www.praxisforum.net

Kontinuierliche Zusammenarbeit an Stelle von Koordinatior

Kontinuierliche Entwicklung von Mitarbeitern reduziert formale
Abstimmungsbedarfe

Tieferes Verstandnis der Kundensituation, vermeidet unnétige
Fragen und Missverstandnisse.

Fokus auf echten Mehrwert an Stelle von Abarbeitung von
Spezifikationen

Kontinuierliche Zusammenarbeit auf Team-Ebene
an Stelle von Koordinations-Instrumentarien und -Gremien

www.komus.de www.process-and-project.net 7



7 Design Principles to Descale Organizations (2/2)

From Coordinate to

5 Integrate Continuous Integration (Nightly Build), Testautomatisierung...
to Coordination auch aufRerhalb der SW-Entwicklung
through Integration

6 From Projects Permanente Weiterentwicklung
to Products reduziert Projekt-Portfolio-Diskussionen

From Many Small
7 Products to
a Few Broad Products

Gemeinsames Backlog und Product Ownership reduziert
Abstimmungsmeetings und Koordinationsaufwand

© Prof. Dr. Ayelt Komus www.praxisforum.net www.komus.de www.process-and-project.net 8



Schlusselfaktor — Skill-Profil und Aufgabenverstandnis

Breadth of Knowledge

Broad General Knowledge

Broad General Knowledge Broad General Knowledge
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Handlungsfelder

= Kunden- und Produktorientierter Teamschnitt

= Kontinuierliche Entwicklung und Integration

= Systematische Skill-Entwicklung und -Verbreiterung

= Von Stellenprofilen zu Capabilities und Rollen

= Von Spezifikations-Abarbeitung zu Kunden- und Produktperspektive
= Verdeutlichung des ,Preises” von Spezialisierung

= Veranderte Bewertungskriterien in Bezug auf Outsourcing
(Know-how-Verlust? Geschwindigkeit? Koordinationsaufwand?)

* Agile Manifesto — Prinzip #5
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Herausforderung und Nutzen

Herausforderungen

= Komplex wird es von allein

= Neues Verstandnis von Mitarbeiterentwicklung (auf allen Seiten)
= Neues Verstandnis von Produktentwicklungsorganisation

Nutzen

= Besseres Gesamtverstandnis und verbesserter Kundenmehrwert
= Weniger Koordinationsaufwand, weniger Missverstandnisse

= Verringerte Abhangigkeit von Spezialisten (Arbeitsmarkt - )

= Erhohte Motivation und tiefes Alignment

= Verbesserte Robustheit, Resilienz, VUCA-Fahigkeit
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Schlief3lich gilt...
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Conways Gesetz

* Melvin E. Conway in Datamation, April 1968

“Any organization that designs

a system|/[...]
will inevitably produce a design
Melvin Conv&ay

whose structure is a copy

of the organization's communication structure.”™

http://www.melconway.com/Home/Committees_Paper.html, abg. 5.2.2016
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In a Nutshell: DeScaling

= Simplicity -
the art of maximizing the amount of work not done -
IS essential*

= From Project zu Product
= Auswirkungen von Fremdvergabe reflektieren

= Systematische Weiterentwicklung, Fihrung und
gelebte Incentivierung von Anti-I-Shaped-Profilen

= De-Scaling muss aktiv erfolgen —
komplex wird die Organisation von allein

* Agile Manifesto — Prinzip #10
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Let‘s connect!

XING”* Xing: www.xing.com/profile/Ayelt_Komus

3] Linkedin: http://de.linkedin.com/in/komus

, Twitter: @Ayelt Komus
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