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Robotics Startup with a Manager-less and

Division-less Structure Using LeSS
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Kosuke Niwano

Work@ ()’0 GROOVE X

Joined GROOVE X as a
software engineer in 2017,
and transitioned to the role
of Scrum Master in 2022.
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Who are we?
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. Aki Enomoto

Work@

. Coached GROOVE X for

three years helping LeSS
adoption as an external
coach
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About LOVOT




2016

2017

2018

2019

Company started

with a few founders

at November, 2015

- Grow from 4 1o 20 people
Started Scrum

- Created 4 teams

« Hired the first Scrum Master

- Business people also attempted to
adopt Scrum
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- Grow from 20 to 60 peaple

- Grow from 4 to 10 teams

- Grow from 1 to 3 Scrum Masters
« Hired Odd-e coach Aki

- Started LeSS adoption

« Grow from 60 to 120 people
- Grow from 10 to 20 teams

Grow from 3 to 6 Scrum Masters

Every developers started to attend LeSS
in Action courses

Started to change performance
apparels lead by Gardeners

LOVOT was
released
December, 2019
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Product Group in 2019
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Why GROOVE X adopted LeSS?

e Complex & Innovative Product
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LOVOT ANATOMY
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Keywords:

Go, gRPC, Docker, Kubernetes, Appengine, |oT core, Firebase, CDN, ...
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Incremental
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Prototyping VS Mass Production
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Why GROOVE X adopted LeSS?

e Lack of transparency
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One PBL & Feature teams




Why GROOVE X adopted LeSS?

e Complex & Innovative Product

e Need of innovation oriented organization design
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Kaname Hayashi
CEO and Founder of GROOVE X
Product Owner of LOVOT

Lesson learned from working at large enterprises.
- Formula one team in Toyota
- Mass-production vehicle development
management in Toyota
- Robot creation in SoftBank

Order to create innovative product, we need to remove
impediment in organizational structure.

- No Divisions, No Managers



Manager-less Division-less

18

e Look one step ahead

e Enjoyitseriously

e Gotothefieldfor the
user’s smile

¢ Findindividual strengths
and turn them into team
strengths 9

e Speakup. Listenup

e Tryfast, learnfast
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Why GROOVE X adopted LeSS?

e Build structure matches their culture
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Cave Concept
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Larman's Laws of Organizational Behavior

5. (in large established orgs) Culture follows structure. And in tiny young orgs, structure follows culture.
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http://less.works
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Experiments
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Hardware test automation
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http://www.youtube.com/watch?v=Wyw0HDT-CiY

Learn about Customers
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Skill fit high

low

low

Hiring by the Teams

Candidate Evaluation Matrix

Consider as external Consider as employee

No fit Consider as intern or part-time

Culture fit high



Gardeners

Group to handle people related issues

Meant dissolve when teams can take care of themselves
Yellow card, Red card

How to decide salary & growth support



Conclusion

A flat, barrier-free organizational culture accelerates innovation.
LeSS enables whole-product optimization and faster feedback cycles.
Close engagement with customers and on-site work support learning.

Detailed case study is coming soon!
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