.. Navigating the Rocky Path to
" Successful Feature Teams
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Hello!

|l am Konstantin Ribel

Husband & Father
Enjoy outdoor activities

konstantin@leansherpas.com

leansherpas.com

konstantin-ribel.com
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My Background

2005

Hardware Developer
Software Developer
Software Architect
Project Manager
Scrum Master

Agile Coach

Principle Consultant

Creating Agile
Organizations
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2024 2025

Automotive
e-commerce
Medical Technology

Telecommunication

Industrial Technology



Why this Talk?

Teams as building blocks
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Similar patterns across companies

Increase awareness and ways to

systematically fix the causes







The Product Development System
Based on Jay Galbraith's organisational design framework—The StarModel™

 people structure.
AN —
Rewards ———— Processes.
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In the StarModel™ elements are part of
the organizational design.

aka



In LeSS

Organlzatlonal
structure




Since the
the behaviour

and

behaviour is the manifestation of



Larman’s Law of Organisational Behaviour

culture
follows
structure-




“Over 90% of the problems that arise in a corporation
are better solved somewhere other than
where they appear”
— Russel L. Ackoff




connecting to the StarModel™...

Which elements are usually changed when
introducing Scrum?



Which elements are usually changed when introducing Scrum?

Behavior &
Performance
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.....

. Journey towards
g/ Feature Teams
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being told how to work

programmer



release 1



Component Team Approach

Business Analysts /
Requirement
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release 2



Component Team Approach

Analysis

>

Design

>> Implementation >>

Test

Engineers

Business Analysts /
Requirement
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QA / Test
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Component Team Approach

Analysis > Design >> Implementation >>

Business Analysts /
Requirement
Engineers
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Resource Efficiency
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Component Team Approach
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Feature Team Approach

e cross-functional
® Cross-component

e multi-skilled team members
(broad, instead of narrow, single specialist roles)




Resource Efficiency
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Authority Matrix

Setting overall direction

Designing the team and Il;/lanag A
its organizational context =R
Monitoring and managing
work process and progress
Executing the team task
| i Manager- Self- Self- Self-
SETTING T STAGE FOR led Managing Designing Governing

PERFORMANCES

teams teams teams teams
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Ressource vs. Flow Efficiency
Paths to Feature Teams

Resource Efficiency
A

g

Flow Efficiency
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The Common Change
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A likely traditional large-scale organisational structure
before “adaptive”

-

Manager mana er mana ger mana ger mana ger manager

analysts DBAs architects component-1 component-2 test/QA
and/or programmers programmers group
UX/Ul

designers
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an adaptive feature team spans ALL skills and code

-

manager

H

analysts
and/or
UX/Ul

designers

mana er

mana ger

mana ger mana ger

manager
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DBASs

architects

component-1 component-2
programmers programmers

test/QA
group
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single-specialist groups are dissolved

(and thus the functional & component manager roles-are
eliminated)
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manager







Feature Team vO0.1
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What changed?

— -
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Behavior & ]
Performance

unchanged
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Sprint Planning



Analyst

Sprint Planning of our new Team Tester — " i \

Sprint Backlog FEDev. 1O @
7
spill-over / Testing BE Dev.
2 carry-over
i Prio 1 FE tasks BE tasks Testing
brio 101 Prio 2 BE tasks FE tasks Testing
Prio 101 Analysis




Resource Efficiency
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Why do we have narrow specialists roles?

Because it is more efficient.
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cross-functional
cross-component
multi-skilled team
member roles

800
800

Team Team
Davinci Mach

800

Team
Heisenberg

No specialized roles in teams.
One, broad team-member role!

role skill
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LIt is difficult to get a man to
understand something when his job
depends on not understanding it.*
— Upton Sinclair



Specialization
A

Single-skill
deep
spezialist

Average
valued

Single-skill
novice

Low valued

Multi-skill
spezialist
High valued

Multi-skill
generalist

Average
valued

>

Generalization



Salary Diagram

Specialization

Generalization
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connecting to the StarModel™...

What needs changing to enable Feature
Teams?



Which elements need changing to enable Feature Teams?

Behavior &
Performance
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Resource Efficiency
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.....

. More ways towards
g/ Feature Teams




Resource Efficiency
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Flow Efficiency

How can we



Resource Efficiency
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Technical

h/ Excellence
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Which elements need changing to enable Feature Teams?

Behavior &
Performance
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Narrow, single-specialist roles in teams lead to sequential life cycle
within teams.

Establish broad, multi-skilled roles and align reward system to move
towards flow efficiency.

Increase technical excellence to move towards real adaptability with
Feature Teams.



Look for root-causes somewhere else than where problem symptoms
appear.

Always consider the entire system - Identify todos in all elements of
the StarModel™

Use different maps, determine your current state and where you need
to go. (Resource vs. Efficiency, Specialization vs. Generalization,
Feature Team Adoption Map, etc.)



16:15
Team reflection & break (what have you learned and answer your questions)
(Picasso)
16:45
%Tuming the Tide with LeSS: A Watershed Moment in Agile
JTransformation at a Water Management Company TIONAL

Adrian Perreau de Pinninck (Goya)

M The Positive Impact Of Shared Understanding On Your Organization

Ben amin Brachert (Dali)

" The Breakthrough for Change Agents! ORCA: More Impact with Less
Effort and Stress.
Denis Sunny (Veldzquez)

JMPONENT

gStep by step towards Feature Teams with the Feature Team Adoption TEAMS

AMap (FTAM)
Mark Bregenzer (Picasso)

JIALIZATION

Step by step towards Feature Teams

with the

Feature Team Adoption Map (FTAM)

IDEAL STATE!
HARD TO ACHIEVE,
6000 TO WORK TOWARDS

FEATURE
TEAMS

EXTENDED COMPONENT TEAMS
CONFLICT IN SCOPE IN THE TEAM
LEADING TO PUPLICATION OR
ADPITIONAL COORPINATION WORK

VESIGN AND
UNIT TEST

Closing of day 1
(Picasso)

(FUNCTION) INSIVE THE TEAM. PEGREE OF CROSS-FUNCTIONALITY

+SUBSYSTEM  +ANALYSIS ANP  +CO-CREATION
ARCHITECTURE ~ SYSTEM TEST
AND TEST

http://less.works _






Reach out

konstantin@leansherpas.com

leansherpas.com

konstantin-ribel.com
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