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Quick Guidelines

* Your microphoneswill be muted throughout

* This sessionisrecorded. The recordingand slides will be
available after the webinar within 24 hours.

* Please ask questions!

* Submit questions by selecting the Q & A icon:




Whois Scrum.org

Mission:
Helping People and
Teams Solve
Complex Problems

Ken Schwaber
Scrum.org Founder,
Chairman and
Co-creator of Scrum
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Get a grip on A m
your Agile
transformation
with
Organizational
Topologies







We created Org Topologies...
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Because we want to make
Org Design approachable for
everybody (management)
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The First Wave of the Agile Revolution
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narrowly specializing teams long-living cross-functional teams




The First Wave of the Agile Revolution

not agile attempted agile
i dividual functional multi- multi-
individua ] ,
work group skill learning
0 work work  With flow
low high

engineering autonomy
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Harvard
Business
Review Product Development | The New New Product Development Ga...

Moving the Scrum Downfield

From interviews with organization members from the CEO to young
engineers, we learned that leading companies show six characteristics in

managing their new product development processes:

1. Built-in instability
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2. Self-organizing project teams
3. Overlapping development phases
4. "Multilearning’

5. Subtle control
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6. Organizational transfer of learning

These characteristics are like pieces of a jigsaw puzzle. Each element, by
itself, does not bring about speed and flexibility. But taken as a whole, https://hbr.ora/1986/01/the-new-new-
the characteristics can produce a powerful new set of dynamics that will product-development-game
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make a difference.
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MORE VIDEOS

» o) 1:58/315 & Youlube S




The First Wave of the Agile Revolution

feature focus individuals functional
with feature groups with

focus feature fg

YO

autonomous
teams with
feature focus

Y3

4’

incompleté autonomous
task focus individuals specialist specialist
groups doing 5 !
doing tasks teams doing teams doing
tasks
tasks tasks
individual work functional group work multi-skill work multi-learning with flow
shallow
INDEPENDENCE o

engineering autonomy
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Caged Agile
Caged Cheetah
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The Second Wave of the Agile Revolution

QO :
[ J Whole product co-ownership

[

: Narrow ownership at team level
(features, channels, sub-products)
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The Second Wave of the Agile Revolution

) A
high whole product
focus

product part

f
shared ocus

ownership

feature focus

task focus
low
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The Second Wave of the Agile Revolution
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Product Ownership Matters (from narrow to broad)




broad

INTERDEPENDENCE
shared ownership

narrow

Team Work & Product Focus

fco (G2

Product|focus

\_ Vi

whole product focus
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feature focus
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individual work functional group work multi-skill work multi-learning with flow
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Created by Alexey Krivitsky and Roland Flemm Version June 2023 A L

(CCBY-NC-ND 4.0)

multi-learning with flow
deep
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multi-skill work

INDEPENDENCE
engineering autonomy

functional group work

Transformation Waves
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HOW

(Wait, there is a map for that!)
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broad

INTERDEPENDENCE
shared ownership

narrow

Navigate with the Map
step 2:

Wwa|4 puejoy pue Aysuauy Aaxaly Ag paieald

Envision your
improved
’ Org Design
step 1:
. assess your
Status Quo -
step 3: g
Pave N
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INTERDEPENDENCE

broad

shared ownership

narrow

SAFe

A1 A2
E Most common with
dependent component
, teams planning & doing
: \their work sequentially/
individual work functional group work multi-skill work multi-learning with flow
shallow INDEPENDENCE deep ]

engineering autonomy
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INTERDEPENDENCE

broad

shared ownership

narrow

Team Topologies

F 3

£

Team Topologies
Motivating organizations to
form teams around existing

g architectural elements

individual work functional group work multi-skill work multi-learning with flow
shallow INDEPENDENCE deep

engineering autonomy
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INTERDEPENDENCE

broad

shared ownership

narrow

Spotify Approach

m Spotify
"Preached"
H With holistic Tribes
Spotify

"Practiced"

With separate Backlogs

\ per team /

individual work functional group work multi-skill work multi-learning with flow

task focus

»
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shallow INDEPENDENCE deep
engineering autonomy
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INTERDEPENDENCE

broad

shared ownership

narrow

Collaboration & Specialization

e

Creates Space
for
Collaboration
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Creates Fences and Walls
around

‘Specialization *°
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individual work

functional group work multi-skill work

multi-learning with flow
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shallow

INDEPENDENCE deep
engineering autonomy
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INTERDEPENDENCE

B & C Level Ecosystems

C-level

B-level

Avoid small (faked) areas!

There will always be some level of specialization (value silos).
But customer needs are not siloed, they cut across.

\

So the broader you re-specialize, the longer you stay relevant.
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INTERDEPENDENCE

broad

shared ownership

narrow

Transformation Direction

feature focus product part focus whole product focus

task focus

individual work functional group work multi-skill work multi-learning with flow

A J

shallow INDEPENDENCE deep
engineering autonomy
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INTERDEPENDENCE

broad

shared ownership

narrow

# of Product Backlogs

: Backlog per organization
¢ Backlog per team

Backlog per person

task focus

individual work functional group work multi-skill work

E
B

multi-learning with flow
—

shallow INDEPENDENCE
engineering autonomy

deep

(0" GN-DN-AG 20)
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INTERDEPENDENCE

broad

shared ownership

narrow

Who does the work?

»
>

Any of the teams
Any of the teams in
a specific group
(AO A1 A2 A3
A specific team
.
(YO Y3

task focus

"

"'Someone
(an individual)

individual work

functional group work multi-skill work

multi-learning with flow
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shallow

INDEPENDENCE
engineering autonomy

deep
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In most organizations, an
ecosystem of Archetype-
configurations is required to
deliver (parts of) a Product.

INTERDEPENDENCE

broad

shared ownership

narrow

a

Ecosystems

product part focus whole product focus

feature focus

Whole
product UX
and testing

Analyst
teams

- J

incomplete
feature
teams

)

Heroic IT
experts

task focus

s a

IT experts
in
functional

A J

individual work

functional group work

multi-skill work

multi-learning with flow
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shallow

INDEPENDENCE

engineering autonomy

deep
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Ecosystem Dynamics

speculation department

1
Architect
team

To arrive at a higher-level
archetype, organizations
need to re-think

the ecosystem, not just
process for individual
teams.

broad
whole product fi
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product part focus

Analyst
team

INTERDEPENDENCE
shared ownership
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Super
special
team

micro-
mngt

Back-end
llteam"

narrow

individual work functional group work multi-skill work multi-learning with flow
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INTERDEPENDENCE

broad

shared ownership

narrow

Ecosystem Agility

INDEPENDENCE deep
engineering autonomy

A / \
é’: Compensated (Business)
Agility Agility
/A0 A1
: No Attempted
Agility Agilit
YO Y1 Y2 3,3
individual work functional group work multi-skill work multi-learning with flow
shallow -
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INTERDEPENDENCE

broad

shared ownership

narrow

|

Teams

whole product focus
——

Company is One Team

Teams of Teams

product part focus
—

feature focus
—\

Individual Teams

task focus

Individuals and Groups

individual work functional group work multi-skill work multi-learning with flow
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shallow INDEPENDENCE deep

engineering autonomy
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Driving Real Change

INTERDEPENDENCE

broad

shared ownership

narrow

A

I

product part focus whole product focus

feature focus

task focus

_

. (New Y\1/Vay of ¥\2/ork|n%3)

4 )

Organizational Change
(Culture follows Structure)

Productization
(organize
around value)

Process Change

/

individual work

functional group work multi-skill work multi-learning with flow
>
>

shallow

INDEPENDENCE deep
engineering autonomy







Each role has a clear Learning Path

Product Owner Learning Path

49 from & ratings

As descrbed in the 5

v Understanding and Understanding and Applying the Scrum

Asptying the Serum Framework / Empiricism

Framework AEAD THE SCRM
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> Maraging Products s
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https://www.scrum.org/pathway/scrum-master
https://www.scrum.org/pathway/product-owner-learning-path
https://www.scrum.org/pathway/team-member-learning-path

https://www.scrum.org/pathway/agile-leader-learning-path
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Connect with the Scrum.org community
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Insights from the Scrum.org Community of experts WEBCAST
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