Step by step towards Feature Teams
with the
Feature Team Adoption Map (FTAM)
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Purpose of Maps

The Feature Team Adoption Map (FTAM)
at Different Scales

FTAM Example: Microsoft (exemplary)

How to Define The Y-AXxis
(Product Definition)

How to Define The X-AXxis
(Deliver The Product, Cross-Functionality)

Working With The FTAM

Deriving The Transformation Roadmap
or Concrete Steps From The FTAM

Q&A




Feature Team




Feature Teams

Organize by Customer Value

FEATURE TEAM

CROSS-FUNTIONAL
CROSS-COMPONENT
STABLE AND LONG-LIVED

PRODPUCT
BACKLOG CUSTOMER

CENTRIC
FEATURE

-eed

POTENTIALLY SHIPPABLE
PROPUCT INCREMENT

TEAM HAS THE NECESSARY KNOWLEDPGE AND SKILLS TO COMPLETE AN ENDP-TO-END CUSTOMER-CENTRIC

FEATURE. IF NOT, THE TEAM IS EXPECTED TO LEARN OR ACQUIRE THE NEEPEP KNOWLEPGE AND SKILL.




Purpose of Maps




What is a Map?

Two-dimensional representation of an area
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 The scale of the map is
important for its use.
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The Scale of The Map

Different scale, different options
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The Feature Team Adoption Map

A Template for your Product Development Area
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FTAM & Second LeSS Adoption Principle

Top-down AND bottom-up

FTAM

The Feature Team Adoption Map (FTAM)

IS a perfect tool to apply this adoption . D
. . IDEAL STATE!

principle ol oo s
T d M t ,_‘é WHOLE SYSTEM OVERSPECIALIZATION

op-down: Managemen s
product definition, department structures, g "TeAms
and site strategy, -> the big lines 2

s
Bottom-up: Team-level g e
concrete steps towards the top-down 3 EXTENDED COMPONENT TEAMS
. . é COMPONENT ST ROMERT CONFLICT IN SCOPE IN THE TEAM

provided options. : e on
Remember: Owning vs Renting OG- ORE DA SURGYSTEN, AMAMSIS A i RGATON
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ACTIVITY (FUNCTION) INSIPE THE TEAM. PEGREE OF CROSS-FUNCTIONALITY
http://less .works



FTAM Example: Microsoft (exemplary)




(Examplary)

Microsoft Office

Example

MS Office




(Examplary)
Y-Axis: top-down Management Perspective

From Block Architecture to the Product Definition

MS Office

Sites:
FE: 20, 15, 10 Seattle FE: O, 20, 15
BE: 15, 25, 0 Bosten BE: 45,0, 0
Bengaluru




(Examplary)

X-AXxis: bottom-up Team Perspective

From Block Architecture to Cross-Functionality
MS Office

Frontend:

Technology: Angular 17
Code Coverage: 0%
Code Quality: medium
Complexity: high

Backend:
Technology: Java
Code Coverage: 0%
Code Quality: medium
Complexity: high

Frontend:
Technology: Java Script
Code Coverage: 50%
Code Quality: medium
Complexity: low

Backend:
Technology: java (ca. 15%), C++ (ca. 85%)
Code Coverage: 0%
Code Quality: low
Complexity: High




(Examplary)
Y-AXIS

From Block Architecture to the Product Definition

PROBLEM

FUNCTIO!
OVERSPECIAL

WHOLE SYSTEM

WHOLE PRODUCT

MS Office

SUBSYSTEM

Excel

COMPONENT COM
Tl

POTENTIAL TECHNOLOGY WORK SCOPE INSIPE THE TEAM

NOTHING  COPE  +DE¢
UN

ACTIVITY (FUl

Word PPT
=]= BE

Excel
FE



(Examplary)

Y-AXIS

From Block Architecture to the Product Definition

Product
Sub-Product

Word Word PPT PPT
BE FE BE FE

Excel

Component

Excel Excel
BE FE




Y-AXIS

From Block Architecture to the Product Definition
Cloud Mac Book/Pro
MS Office 365 MS Office Mac

Excel

Organize office work

PC / Laptop

MS Office Windows

MS Office

Excel Excel
BE FE

Word Word PPT PPT
BE FE BE FE

(Examplary)

Problem

Whole System
Product

Sub-Product

Component



(Examplary)

X-AXIS

From PSPI to Cross-Fuctionality

PSPI = Requires all tasks needed to be done so that the end user can experience the
change in the Product.

PSPI

NG

Perfect DoD = DoD + Undone Work

Unit
Test
Code




(Examplary)

X-Axis

From DoD to Cross-Fuctionality

DoD Undone
Work
Unit System
Test
Deploym
ent
System
Test

Compon

ent
Test




(Examplary)

© X-AXIS
From DoD to Cross-Fuctionality
We put these tasks on there Position in the V-Model

System
Test

System
Integr.
Test

Unit
Test




(Examplary)

X-AXIS

From DoD to Cross-Fuctionality

We put these tasks on there Position in the V-Model

Syrsetsetm

System
Architect
ure

System
Integr.
Test

Unit
Test




(Examplary)

X-AXIS

From DoD to Cross-Fuctionality
We put these tasks on there Position in the V-Model

: System

System System
Architect Integr.
ure Test

Unit
Test

Code




Code

+DESIGN AND
UNIT TEST

System
Architect
ure

+SUBSYSTEM
ARCHIECTURE
AND TEST

Analysis

+ANALYSIS
SYSTEM TEST

(Examplary)

Co-
Creation

+Co-Creation



Cloud
MS Office 365

The FTAM

Mac Book/Pro

MS Office Mac

Organize office work

PC / Laptop

MS Office Windows

MS Office

(Examplary)
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The FTAM

Organize office work

MS Office

O E R

(Examplary)




(Examplary)

The FTAM (Limit Company Boarder)

Organize office work

MS Office

O E R

Company Boarder




(Examplary)

The FTAM (Limit Sponsor)

- Highest sponsor

Organize office work
HoOffice HoWin ‘

nininln oo

Org. Boarder

mEC O EEEE

R h b bk



The FTAM (Limit Sponsor)

- Highest sponsor

Organize office work

HpEaENE —

BE FE

Org. Boarder

i

(Examplary)




(Examplary)

The FTAM (Current State)

Organize office work

MS Office

O E R

Current Team state




(Examplary)

The FTAM (Opportunity)

Desired New State: Option 1

Organize office work

This
HoPPT

Needs to be the sponsor

Desired
Next State 1

mEC O EEEE




(Examplary)

The FTAM (Opportunity)

Desired New State: Option 2

This

Organize office work
Needs to be the sponsor

MS Office

Desired
Next State 2

eef e




The FTAM

Desired New State: Option 2

Desired
Next State 2

LeSS Trainings

Team-building Spe" Chec ker

Enable (cross-)
functional career
paths

Hire LeSS
Coaches

Form new cross-functional
teams (SDTW?)

MS Office

Word replace C++
Parts by Java

Build PPT FE competencies

in Seattle workshop

Rewrite Word FE
in Angular 17

PPT

PPT increase Code
Coverage to 80%

Train People in

Word increase TDD/ATDD
B E F E B E F E Code Coverage to Setup Shared
80% Build-Pipeline

]

System

Architecture Analysis

V]

Conduct shared informed
consent architecture

Conduct shared speculative
design workshop

Sites:

Seattle FE: 0, 20, 15
Bosten BE: 45,0,0
Bengaluru

Merge BA, Dev
and Test
Departments

Release
Planning

Regression

oystem Test
Integr.

Test

Component
Test

Deployment

ary)

Frontend:

Technology: Angular 17
Code Coverage: 0%
Cade Quality: medium
Complexity: high
Backend:

Technology: Java

Code Coverage: 0%
Cade Quality: medium
Complexity: high

Penetration
Tests

\,

Frontend:

Technology: Java Script
Codc Covcrage: S0%
Code Quality: medium
Complexity: low

Backend:

Technology: java (ca. 15%), C++ (ca. 859
Code Coverage: 0%

Code Quality: low

Complexity: Iigh




(Examplary)
Transformation Roadmap

Align with Business Roadmap
| Q1 | Q2 . Q3 Q4 Later

M BA. D functional career to Seattle for 3 Months
. . LeSS Trainings e;?nil Te,st eV paths (Volunteers) _
O rgan Izational Hire LeSS& = Departments —wrre——=wwrmpwténcies | | FOMM new cross-functional Team-building
technical P in Seattle teams (SDTW?)
Coaches

Rewrite Word FE
FE in Angular 17

Word increase
Code Coverage to
80%

Word replace C++ Parts by Java

Spelling: Identical
indication of
grammar failure

Spelling: Identical Spelling:

auto-correction

indication of typos

PPT increase Code
Coverage to 80%

Conduct shared informed
consent architecture Train People in

workshop Setup Shared TDD/ATDD

Te C h N | C al Build-Pipeline S

Conduct shared speculative Shared libraries
design workshop _I_
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