Feature Teams
(vs. Component Teams)

Exposing Local Optimization

presented @
UnitedHealth Care
Lunch & Learn

by Gene Gendel

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Local Optimization

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Local Optimization
(“This Is Not My Job”)

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)


https://static.timesofisrael.com/www/uploads/2019/11/000_1MB1Q8-640x400.jpg

Local Optimization

-...whereas, Global optimization refers to finding
the optimal value of a given function among all
possible solution...

Local optimization finds the optimal value

within the neighboring set of candidate solution...
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Pentagon Wars — Bradley Fighting Vehicle Evolution ( - ;
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Local Optimization

"Everyone is busy
and working so
hard. Yet, the
system is delivering
slow and Users are
not happy"

How could that be?

> Pl o) 0:17/034

Sourced from: https://www.youtube.com/watch?v=5unMIXg6WL4
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Local Optimization

Frequently Heard Justifications:

> Efficient

»Productive .
»Best é;%
»Good / \&
»Optimized &=/
> Ideal

» Cost-Effective
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Local Optimization

AvoldThis:

uys! We are Master-
Programmers, with many
decades of experience.
How come, we are not
allowed to define
architecture???

“Power Point Architects” In Action

Remember!!!
You are the ELITE of IT!
You should NOT be coding! Leave it to developers!
Instead, think about architecture.
Your job, is to define best practices for others.
And! | have to sign off on all of your decisions.
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Brought to you by www.keystepstosuccess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Local Optimization

Typical Problems to Avoid:
% “The Cloud”

e Reliance on Chiefs-Sheriffs Power Point (PP) Architects / \

e Building architecture ‘towers’/silos

PP Architect PP Alt'!itl'tl
- Orbiter - Orbiter

e Squads of PP Architects-Orbiters, surveilling Teams }

e Separate reporting structures, just for architects /4

PP Architect

¢ Architects, not doing any development work} .

- Orbiter 0
e Local Optimization in architecture e PP Architec
- Orbiter
D
e Architecture “away” from Business ararice
PFArctfit«t A O &
e “One-size-fits-all” architecture solutions T
Team Team
e Architecture work streams, backlogs, stories -
e Reliance on expensive vendors - architects Team ki) bk
] PP Architect
— Orbiter
> <) 8
‘ l Attention: This graphic is a cartoon and its purpose is X Team = 3 : PP Architect
to expose a dysfunction through irony. This is NOT an \ - Orbiter
7 ~ invitation to experiment with this approach @.
Avoid This: Brought to you by www. ke ystepstosuccess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

(=)

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)


https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

Local Optimization

Departments with Different ( Competing) Priorities

Attention: This graphic is a cartoon and its purpose is
p > to expose a dysfunction through irony. This is NOT an
] i BA BA invitation to experiment the presented case ©.
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Company’s Time
Energy -Money
Resource -Inteilectual Assets

}ﬁ»ﬂ TR
A
Qi |
“Agile Tool” &

&&& & > “Agile Requirements”

Delivery Team (IT)
As one part of a company (usually IT) relentlessly tries to become
more agile, contractual relationships with other parts of a company
still prevail. Scope of business requirements remains fixed, along
with fixed budget and timelines. While trying to translate waterfall

requirements into ‘agile’ requirements, to make the process appear
more agile, a company wastes even more energy and resources.

Brought to you by www.keystepstosuccess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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LeSS Guides: Organize by Customer Value

Component Teams

1~ With component teams, a project or feature manager is \I " "e e e

| used to coordinate and see to completion a feature that 2 Copyright ©2010

'\ spans component teams and functional teams. p . et
Feature ; system g
....... M-~ W Manager eeee-e-eeeecceand
’ \ \ : 1,0
With component teams, there \ \ o

I'is a tendency to select goals - _"_ — — 2 | Component | gy >

| familiar or ‘fast’ for teams, not . A B

\
\
|
| for maximizing customer !
I value. For example, :
| Component B Team does part |
[
[
[
[
[
I

| of Item 3 because it mostly
| involves Component B work.
|

______; Component | s > @
: B :

: This is the “watching the
\ runner rather than following . daot
\t\he baton” local optimization. /l . | 4+ [CompC \W¥_____ . | Component . >

~

+ “With component teams, there is increased delay, as one customer feature is split across multiple ‘I

component teams for programming, and eventually transferred to a separate testing team for |
, verification. There is handoff waste, and multitasking waste—as one component team may work on |
e several features in parallel, in addition to handling defects related to ‘their’ component.

I
-

Sourced from: https://less.works/resources/graphics/index.html

Big Mistake # 1 Big Mistake # 2

V>V>V=(f9 V+V+V=

Can these velocities be used to reliably estimate volume and complexity of delivered features?
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LeSS Guides: Organize by Customer Value

Synonyms for “Component Team”

front-end (or back-
DB team
module team
framework team
DDD% . ag¥leam

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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LeSS Guides: Organize by Customer Value

>

|

Test team

. ——— - ———

Integration team

Coordination with cross-functional
feature teams

Team members
(no roles)

Team members
(no roles)

— Team members
(no roles)

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer

-
Decision making
& coordination

Dependencies
& hand-overs
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LeSS Guides: Organize by Customer Value

——— —— — —— — —— — ——— ——— ————— — ——— ——— ——— ——— — —
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~ With feature teams, teams can always work on the highest-value features, there is less delay for \1
delivering value, and coordination issues shift toward the shared code rather than coordination ,
through upfront planning, delayed work, and handoff. In the 1960s and 70s this code coordination |

I

J

was awkward due to weak tools and practices. Modern open-source tools and practices such as

——— — —

S TDD and continuous integration make this coordination relatively simple. g
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Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Organize by Customer Value
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I  These dependencies cause waste Il between teams are related to s !
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: between teams, and delivery of : : integration, modern engineering | \
 low-value items. i |, Ppractices, and additional learning. ] Coordination
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Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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LeSS Guides: Organize by Customer Value

Avoiding False Dichotomies

Tertiary Skill

2neralist
) Secondary Skill

Primary Skill

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



LeSS Guides: Organize by Customer Value

“"Back story” of Component Teams

Mgtem Component  Single-specialty Compongfit Manager
Workers
EE’E?.
UI/UX 4 people EEE@
% Business Layer Rgople EF.%?
é Component A 7 peopless fE,%
EE}E
Component B deople EEE%
" - l

é Web Servicg 3 people Eé%?é ?:’”
EE’EEi_
DB 6 people EEEE
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LeSS Guides: Organize by Customer Value

Iteration 1 Iteration 2 Iterations 3-5 At least
| (probably later) (probably later iteration 6
and more) (probably later)

I I
I I
I I I
Backlog Item 1 | f 7 |
Backlog Item 2 | | | |
| not available | |
until the analyst .
Item 1 ‘ | is finished | not all teams start ftem 1 |
| @ | at the same iteration; |
© | . | they are multitasking on |
‘ multiple features
At Siystern | | system testers cannot
nalye | B | | startimmediately on
‘ | 4 | | Item 1, they are
‘ multitasking on
\ | — | multiple features
u" oo )
- l — coae
requnrel_'nent — Py
details | = |
for Item 1 | = | .
| ‘backlog' by l System
| component | Testers
! 1

————————————————————— e —— e —————

-

I Component teams lead to a sequential life cycle with handoff, queues, and
l\ single-specialist groups and not true cross-functional teams without handoff.

- — —— — — ot

Sourced from https://less.works/less/structure/feature-teams
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LeSS Guides: Organize by Customer Value

incorrect

this is not
Scrum nor a
Scrum Team, it
IS a mini-
waterfall of
single-function
groups with
handoff and
WIP queues

a 2- or 4-week iteration

analysts WIP
queue

architects

programmers

testers

a 2- or 4-week iteration

cross-functional team does all work (architecture, analysis, interaction
design, internal design, programming, test, ...) without handoff

—>
repeat in
another

timeboxed
iteration

www.crabglarman.com
www.odd-a.com

Copyright © 2009
C.Larman & B. Viodde
All Fights reserad.

Sourced from https://less.works/scaling-book-images/scaling-agile-lean-development-thinking-tools/chapter-8-single-function-groups-en.pdf
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LeSS Guides: Organize by Customer Value

Seeing (and Hearing) Local Optimization

“Everyone is doing their best yet overall systems throughput is degrading. How can that be?” This is the paradox
of local optimization —when a person or departmental decision maker optimizes for the local view or self-
interest. The party making the decision frequently believes they are making the best decision, but because hest’
is & local optimization, infact it sub-optimizes overall system throughput. This is a result of “silo mentality,
misunderstanding, fear, limited information, delayed feedback, ignorance, careerism, avarice, and other common
organizational learning disorders.

[ Team Structures Org. Structures

[ Documentation ] [DefinitionofDone
[ Backlogs ] [

]
]
Role Definitions ]
J

[ Product Design ] [ Goals & Metrics
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