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1980’s 1990’s 2000’s 2010’s

Ken Rubin Overview

Trained > 29,000 people 
Coached >100 companies

Worked with 9 
startup companies

1st Scrum Project

1st Managing 
Director
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Essential Scrum in Ten Languages
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Japanese

Traditional 
Chinese

Polish

German

Russian

French

Brazilian 
Portuguese

English

Korean

Simplified 
Chinese
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Agenda

Dependencies

Evolution of 
Agile Scaling

End-to-End 
Agility 

Impediments

Whole Group
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Evolution of 
Agile Scaling
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Agile at Scale Has Been Evolving

Single-team 
Agile

Multiple, 
collaborating Agile 
development teams

End-to-End 
Agility
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Where it 
started

What most people 
mean when they 

say “Agile at scale”

Where we 
need to be
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Agile Typically Enters Through Dev 
or IT Department
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Agile in the Small –
One Team & One Product Backlog
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Could Have Multiple Simultaneous 
One Team & One Backlog Efforts
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Do Agile in the Small Before Trying 
Agile in the Large
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If you can’t do small-scale agile, you 
should have no confidence you can do 

large-scale agile
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Typical Meaning of Large Scale 
Agile Development
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Multiple collaborating development teams
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These Teams Can Focus on 
Components or the “Whole Product”
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The full product that 

contains all the “pieces” to 

deliver the desired end-

customer functionality

The individual pieces that 

when combined would 

constitute the whole product
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Scaling Agile Just in Dev or IT is 
Myopic (ראש קטן)

Copyright © 2007 - 2020, Innolution, LLC. All Rights Reserved.



14

End-to-End Business Agility 
(ראש גדול)
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Full end-to-end value chain that includes all internal company functions and 

partner collaborations that are necessary to develop the whole product and 

bring it to market with everything else that is needed for the customer to have a 

compelling reason to buy.

We want to have 
coordinated 
agility across 

the value chain
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Not Involving Other Departments When Scaling 
Agile Causes Misalignment Through Value Chain
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We want fixed-date, 
budget, & scope

We write contracts to shift 
risk to other party

We need well-defined, 
legally defensible annual 
performance assessmentsWe need an annual budget 

that pre-allocates every $ to 
be spent

We need to know the complete 
feature set and delivery date 

upfront so we can plan

We build things our own way, 
we’ll get you the finished 

stuff when it’s done

We push work into 
the system as fast as 

we can

We’re AGILE!

We release according 
to our own schedule
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”Counter” Example of End-to-End 
Agility
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Ideation First partial
delivery

14 months

Business activities IT activities

~90% of time the work is blocked
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Dependencies
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Common Example of How 
Dependencies Get Created
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More Complicated Example
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Probability of Being Blocked by 
Dependencies
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Chances of being blocked grow exponentially with the number of dependencies

# of 
Dependencies

Chance of On-
Time Delivery

Visualization

1 1 in 2 (50%)

2 1 in 4 (25%)

3 1 in 8 (12.5%)

4 1 in 16 (6.25%)

5 1 in 32 (3.125%)

6 1 in 64 (1.5625%)

Based on: https://observablehq.com/@troymagennis/impact-of-multiple-team-dependencies-in-software-developm

https://observablehq.com/@troymagennis/impact-of-multiple-team-dependencies-in-software-developm
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Dependencies + Asynchronicity is 
the Killer Combination
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Dependencies

WHEN?

Asynchronicity
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Dependency Management Patterns
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T-
Shaped 
Skills

Intra 
Team

Inter 
Team

Dedicated, Named and Expedited (LT)

Named Individual (LT)

Dedicated Capacity (LT)

Embedded in Product Team

Reporting to Product Team

Expedited Service

Normal Service

Intra Coordinated Cluster
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Dedicated Capacity (Long-Term)
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Legal teamLegal backlog

Project/Product Team

Product backlog

Sum (S) of all anticipated Legal 
work for next FY is 800 hours

We promise 
you 800 
hours

We don’t promise 
who will do the 

work or when it will 
be completed
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Named Individual (Long-Term)
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Legal backlog

Project/Product Team

Product backlog

Sum (S) of all anticipated Legal 
work for next FY is 800 hours

We promise 800 
hours and that 

Ravi will do your 
legal work

We can’t 
promise 

when he will 
do the work

Legal team

Ravi
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Dedicated, Named, and Expedited 
(Long-Term)
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Legal backlog

Project/Product Team

Product backlog

Sum (S) of all anticipated Legal 
work for next FY is 800 hours

We promise 800 
hours and that 

Ravi will do your 
legal work

And, Ravi will 
work on your stuff 

with expedited 
priority

Legal team

Ravi
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Normal Service
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Legal teamLegal backlog

Project/Product Team

Product backlog

We promise to complete 
your request according to 

our “normal” class of 
service SLA
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Expedited Service
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Legal teamLegal backlog

Project/Product Team

Product backlog

We promise to complete 
your request according to 
our “expedited” class of 

service SLA
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Intra Coordinated Cluster
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Product backlog

Team 1
backlog

Team 2
backlog

Common
PO

Team 1

Team 2

Coordinated
Cluster
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Embedded into Product Team
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Project/Product TeamProduct backlog

Legal backlog

Legal team

Embedded as a 
full-time member 
of product team

Still reports to 
Legal team 
Manager
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Reporting into Product Team
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Project/Product TeamProduct backlog

Legal backlog

Legal team

Assigned to be 
full-time member 
of product team

Reports into 
product team



31

Product Team with an Embedded Lawyer

Lawyer

Embedded and Shared Service 
Solution
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Legal backlog Legal Team

Product backlog
Product Team

without an Embedded Lawyer
Only 

engineering 
work goes to 
Product team

Legal work 
goes to Legal 

team

Product backlog

Externally 
generated

work

Self-
generated

work
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T-Shaped Skills
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Multiple Patterns Will Be 
Necessary
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In practice, we use multiple patterns simultaneously 

within the same company to be practical and 

achieve high levels of end-to-end agility
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Whole Group
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Helpful Question: 
Spin-off As a New Startup
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Imagine you spin off your whole group as its own 
company (e.g., a new FinTech, EduTech, AgTech, etc.). 

What people and technologies would you need to take 
with you so that tomorrow you could be up and running 

outside your company at an equivalent level of 
performance as you are today within your company?
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Organize All of the Necessary 
People and Systems Together
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Whole Group

Makes most dependencies intra Whole Group

Begin by employing the “Embedded into Product Team” pattern
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Whole Group Structure
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To Do Doing Done

To Do Doing Done

External 
Support Group

Internal 
Support Group

To Do Doing Done

Area 1 Area 2
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Most Organizations Will Have 
Multiple Whole Groups
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Whole Group 1 Whole Group 2

Whole Group 4Whole Group 3
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How Should We Identify Whole 
Groups?

Copyright © 2007 - 2020, Innolution, LLC. All Rights Reserved.

Products

Projects

Capabilities

Value Streams

Journeys
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Single Identifiable Product Owner
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Fully empowered to 
direct all the resources

Individual; not a team

Assigned to whole group
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Cohesive Backlog
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Long-lived 
backlog

Year 1 Year 2 Year 3 Year 4 Year 5

. . .

. . .

PBIs have 
natural affinity
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Valuable
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I want/need 
those features

PBIs are recognizably 
valuable to customers 
or other stakeholders
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Fiscal Control
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Internal Stakeholders

Budget

Product Owner

Full control of
budget spend

Held accountable 
as a fiduciary of 

company’s money

Authority to make 
dynamic tradeoffs 

within existing 
budget

Well-defined 
measurements
of spend & ROI
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Right Sized – Can’t Be Too Small 
or Too Large
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Too Small Just Right Too Big
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Right Sized – Minimize Total Cost, 
Proper Inspection & Adaption
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Budgeting

ApprovalsPlanning

Team 
Organization

Total Cost = +

Budgeting

ApprovalsPlanning

Team 
Organization

+

Initial Activities Rework Waste

Permit sensible 
business 

inspection and 
adaptation 

Minimize total 
cost
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Isolated
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Support Use of Preferred 
Dependency Patterns
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Pattern Whole Group Usage

Dedicated Capacity Never use this pattern

Named Individual Avoid this pattern

Dedicated, Named and 
Expedited

Use when the person is lightly needed and won’t be moved 
into the Whole Group

Normal Service
Use when dealing with a Kanban team whose normal SLA 
does not impede flow

Expedited Service
Use when dealing with a Kanban team whose expedited SLA 
does not impede flow

Intra Coordinated Cluster Use with teams within the same Area inside a Whole Group

Embedded into Whole Group Default pattern to use when forming a Whole Group

Reporting into Whole Group Long term desirable pattern for significantly needed people
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End-to-End 
Agility 

Impediments
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Hybrid Environment
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Whole Group 1 Whole Group 2

Whole Group 4Whole Group 3

Stood up in Q1 Stand up in Q2

Stand up in Q3 Stand up in Q4

Work outside of 
Whole Group
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Want to Do Agile Planning and 
Budgeting, but…
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Even If We Didn’t Have to Deal with 
Traditional Planning and Budgeting…

Copyright © 2007 - 2020, Innolution, LLC. All Rights Reserved.

Budget???

Whole Group 1

Headcount neutral?

Business-case driven?

100% of available funding is allocated

80%% of available
funding is allocated

60%% of available
funding is allocated

40% of available funding is allocated
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Normalize Unit of Value for 
Prioritization
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Based on Reinertsen “The Principles of Product Development Flow: Second Generation Lean Product Development”  
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Team Member Pulled Between Whole 
Group and Reporting Manager
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Legal backlog

Project/Product TeamProduct backlog

Legal team

Assigned to be 
full-time member 
of product team

Still reports to 
Legal team 
manager

And, manager is 
demanding he focus on 
non–product team work 

1

2

3
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Depletion of Shared Services
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. . .

Legal Team

Whole Group 1 Whole Group 2 Whole Group 3

Time
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Impediments to T-Shaping
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Expand your 
T-shaped 

Skills!

Can’t effectively be 
driven top down

Team members need 
to be responsible

Management needs 
to be supportive

T-Shaping needs to be a priority! 
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System Access Impediments
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We don’t have 
credentials to 

access systems

We don’t want 
to give you 

access!

We are responsible for 
costs associated with any 

failures/outages

Helps 
T-shape

1

23
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Dealing with Evolving Hybrid 
Architecture
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Based on a picture by Simon John https://dzone.com/articles/a-transition-from-monolith-to-microservices

Monolith

GUI

Biz Logic

Database

Layers

GUI

Biz Logic

Database

Microservices

Service 1 Service 2 Service 3 Service 4

Functions
Service 1

Service 2

Service 3

Service 4

May have to exist with both architectures during transition

https://dzone.com/articles/a-transition-from-monolith-to-microservices
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Establishing Well Functioning 
Communities of Practice
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CoP

Should the 
community 

have a leader?

Community 
members are 

both pollinators 
and harvestors
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Contact Info for Ken Rubin

Email: krubin@innolution.com

WhatsApp: 1 303 589 5938

Website: www.innolution.com

LinkedIn: www.linkedin.com/in/kennethrubin

Twitter: www.twitter.com/krubinagile

Facebook: www.facebook.com/InnolutionLLC

Essential Scrum Book www.essentialscrum.com


