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Summary 
• Creator Auspicious Agile  
• Agile Services Director, Rally Software 
• Nearly two decades in technology roles 
• Founder of Agile Practice at US Consultancy 
• Technology Consulting Manager at Accenture 
• SAFe Agilist / SAFe Program Consultant (SPC) 
• Certified ScrumMaster (CSM) 
• Certified Scrum Product Owner (CSPO) 
• Certified Scrum Professional (CSP) 
• BS Computer Science - UC Irvine 
• MBA - UCLA 
• JD - SouthWestern Law School

Roles 
• Developer, DBA 
• Visual Designer 
• IT Architect / Data Architect 
• IT Director 
• Software Development 

Director 
• Project / Program Manager 
• Scrum Master 
• Entrepreneur 
• Consulting Manager 

John Okoro
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• Synchronized cadence & rhythm 
• Stable teams / flow the work to teams 
• Sustainable pace 
• Achieve tactical benefits (better, cheaper, faster, value delivery) 

through strategic characteristics 
- Predictability 
- Horizontal & Vertical Alignment 
- Adaptability 
- Transparency 
- Quality Orientation 

• 5 6 Levels of just-in-time planning 
• Adaptability requires slack 
• Small batches / limited WIP  
• DevOps / Continuous Delivery 
- Fast Feedback 

• Pulling quality forward 
- Acceptance Test Driven Development 

Specification by Example

• House of Lean 
- Sustainable Short Lead-Time 
- Quality & Value Delivery 
- Respect for People 
- Continuous Improvement 
- Product Development Flow 
- Organization-wide Lean Mindset 

• Minimal Viable Product (Feature Set) 
- Value Adding Increments 
- Feature / Story Mapping 

• Disciplined Exploration 
- Lean Startup 
- Empathetic Design 
- Lean Business Model / Value Proposition 
- Horizon Thinking 

• Experimental approach to organizational change 
(e.g., Lean Change Method)

What I believe in….



Disclaimer

• I am a SAFe certified SAFe Program Consultant 
• I lead training classes on SAFe and lead SAFe 

implementations for customers



What I’m not…..
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Process Evangelist

Disciple



What I Am…
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APPRECIATOR OF  
GOOD IDEAS



What I Am…
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BELIEVER IN SHU-HA-RI
Shu-Ha-Ri is a way of thinking about how you learn a technique. The name comes from Japanese martial arts (particularly 
Aikido), and Alistair Cockburn introduced it as a way of thinking about learning techniques and methodologies for software 
development. !
The idea is that a person (organization) passes through three stages of gaining knowledge: !
Shu: In this beginning stage the student follows the teachings of one master precisely. He concentrates on how to do the task, 
without worrying too much about the underlying theory. If there are multiple variations on how to do the task, he concentrates on 
just the one way his master teaches him. !
Ha: At this point the student begins to branch out. With the basic practices working he now starts to learn the underlying 
principles and theory behind the technique. He also starts learning from other masters and integrates that learning into his 
practice. !
Ri: Now the student isn't learning from other people, but from his own practice. He creates his own approaches and adapts what 
he's learned to his own particular circumstances. !
The fundamental idea here is that when teaching a concept, you have to tailor the style of teaching to where the learner is in 
their understanding and that progression follows a common pattern. Early stages of learning focus on concrete steps to imitate, 
the focus then shifts to understanding principles and finally into self-directed innovation. 

Martin Fowler (http://martinfowler.com/bliki/ShuHaRi.html)



• Brief introduction to SAFe, LeSS, & DaD 
• What I like about SAFe, LeSS, & DaD 
• What others think about SAFe, LeSS & DaD 
• Other notable scaling approaches 
• Going forward at scale 
• Q&A

Agenda
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An Introduction to Agile Scaling Methods

10* * AuspiciousAgile.com



Introductions to  
SAFe, DAD, LeSS



Turn and Talk
• Form a group - turn and talk to 3 or 4 others and 

discuss which of these Agile scaling methods you 
have had experience with and if your experience 
was successful. 

• Take ~ 5 minutes 

• We will have 2 or 3 people share with the group 
some of their experiences
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The explosion of “branded” agile methods has 
resulted in a jargon-filled confusion of siloed tribes 
made up of uncollaborative zealots.  
!
  —Mark Kennaley, Author SDLC 3.0



Scaled Agile Framework
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Program 
Execution

A
lignm

ent

Code  
Quality Transparency

    “Big Picture” highlights the individual roles, teams, activities 
and artifacts necessary to scale agile from the team to 
program to the enterprise level

http://www.scaledagileframework.com/



SAFe Case Study

* ScaledAgileFramework.com

http://ScaledAgileFramework.com


Disciplined Agile Delivery
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“The Disciplined Agile Delivery (DAD) process decision framework  is a people-first, 
learning-oriented hybrid agile approach to IT solution delivery. It has a risk-value delivery 
lifecycle, is goal-driven, is enterprise aware, and is scalable.”

http://www.disciplinedagiledelivery.com/



Life Cycles
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The Agile/Basic Lifecycle: Extending Scrum

The Advanced/Lean DAD Lifecycle

The Continuous Delivery DAD Lifecycle

The Exploratory (Lean Startup) Lifecycle



Agility @ Scale
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Large Scale Scrum (LeSS)
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http://less.works/

Large Scale Scrum scales scrum by trying to stay true to scrum and agile without adding too much additional roles or 
responsibilities. That makes it different from other scaling frameworks.  LeSS follows the principle of LeSS is More, 
meaning that it is better to scale up a method rather than tailoring down a method.



LeSS Huge (8+ Teams)
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LeSS Huge Structure 
Customer requirements that are strongly 
related from a customer perspective are 
grouped in Requirement Areas. 
Each Team specializes in one Requirement 
Area. Teams are there “long term”; this won’t 
change each Sprint but Teams will change 
Requirement Area when others grow in value. 
Each Requirement Area has one Area 
Product Owner. 
Each Requirement Area has between “4-8” 
teams. Avoid violating this range. 
LeSS Huge adoptions, including the structural 
changes, are done with an evolutionary 
incremental approach. 
Remember each day: LeSS Huge adoptions 
take months or years, infinite patience, and 
sense of humor.

LeSS Huge Rules
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LeSS Huge Product 
Each Requirement Area has one Area Product 
Owner. 
One (overall) Product Owner is responsible for 
product-wide prioritization and deciding which 
teams work in which Area. He works closely with 
Area Product Owners. 
Area Product Owners act as Product Owners 
towards their teams. 
There is one Product Backlog; every item in it 
belongs to exactly one Requirement Area. 
There is one Area Product Backlog per 
Requirement Area. This backlog is conceptually a 
more granular view onto the one Product Backlog.

LeSS Huge Sprint !
There is one product-level Sprint, not a different 
Sprint for each Requirement Area. It ends in one 
integrated whole product. !
The Product Owner and Area Product Owners 
synchronize frequently. Before Sprint Planning 
they ensure the Teams work on the most valuable 
items. 

After the Sprint Review, they enable product-level 
adaptations. !
A Overall Review is held per Requirement Area. !

Guidance: Hold an additional product-level 
Overall Review, to inspect key items, and to 
summarize and synchronize the learnings to 
enable product-level adaptation. !

A Overall Retrospective is held per Requirement 
Area.  !

Guidance: Hold an additional product-level 
Overall Retrospective to identify global 
problems and structural changes, and create 
improvement experiments.



Less Principles
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LESS Case Study

* Less.works

Changes as a result of LESS at JP 
Morgan 
- Identification of “Real” Product Owners 
- Creation of Feature Teams rather than 
component teams 
- Elimination of the Level 1 Manager 
Role - this was replaced by team 
members becoming hands-on again 
and being “well compensated” for 
making this transition 
- Remaining Line Managers became 
Line Coaches 
- Teams make important decisions 
including hiring and firing team 
members & ScrumMasters 
- Outcomes at this point are unknown - 
the case study states it will take time to 
determine the success of this LESS 
implementation



What I Like



• Shu-ability 
!
• Aligned hierarchy of work and 6 

levels of agile planning 
- Portfolio, ART (vision, roadmap), 

Release, Iteration, Daily 

• Stable teams / ARTs 
• Fund ARTs / not projects 
• Program level focus 
- Feature focus 

- Big room planning 

• Lean thinking / 
product development flow 

SAFe
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• Comes off overly-prescriptive 

!
• Steady-state process 
• Light treatment of product 

ownership 

• Medium treatment of technical 
practices 

• Little product design



• Hybrid Framework 
- Recognition of different development approaches 

!
• Risk – value approach 
• Team-level discipline 
• Emphasis on architecture 
• Emphasis on technical practices 
• Definition precedes development 
• Scaling factors 
• Great reference for Ha-Ri 
• Offers four different life cycles to 

customise 
• Agile Basic, Advanced Lean, 

Continuos Delivery, Exploratory

DAD
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• Low Shu-ability 

!
• Project Orientation (UP Phases) 
!

• Lack of an aligned hierarchy of 
work and multiple levels of agile 
planning 

• Non-agile portfolio management 
• Little product design



• Product Owner Focus 
- Product Owner Team 

- Chief Product Owner 

!
• Teams aligned with requirement 

areas 
• Start where you are 
• Evolutionary adoption approach 
• Lean thinking /  

system thinking

LeSS
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• Over ambitious PO span of 
responsibility (1 PO / 8 teams) 
!
!

• Lack of an aligned hierarchy of 
work and multiple levels of agile 
planning 

• No portfolio management* 

• Light treatment of technical 
practices 

• Little product design



• Aligned hierarchy of work and 6 levels of 
agile planning 

• Stable teams / ARTs 

• Fund ARTs / not projects 

• Program level focus 

• Lean thinking 

• Product development flow  
!
• Hybrid framework 
- Continuous delivery 

- Lean / Kanban approach 
• Risk – value approach 

• Emphasis on architecture 

• Emphasis on technical practices 

• Definition precedes development

The Blend
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• Product Owner Focus 
- Product Owner Team 

- Chief Product Owner 
• Teams aligned with requirement areas 
• Evolutionary adoption approach 
• System thinking 
!
Beyond Shu 
• Look to other frameworks for Ha 
• Don’t forget Kanban school of thought 
• Integrate experimental product 

development



What Others Think



agileScaling.org
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http://agileScaling.org


Thought Leader Descriptions
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“Large-Scale Scrum (LeSS) is Scrum 
applied to many teams working together on 
one product. So one way of answering the 
question is, ‘the same focus as Scrum’, though 
that skirts a concrete answer.”	


- Craig Larman	

!

“Spotify's approach to agile scaling is not 
really about our process or structure, it's all 
about the culture.” “…[it] approach will 
probably be unsuitable in organizations that 
are culturally very different…”	


- Henrick Kniberg

“Disciplined Agile Delivery (DAD) decision 
process framework is a people- first, learning-
oriented hybrid agile approach to IT solution 
delivery. It has a risk- value delivery lifecycle, is 
goal-driven, is enterprise aware, and is scalable.”

- Scott Ambler

“SAFe values business and practitioner outcomes 
over ideology, theory, framework, practice, or method. 
”	

“You are doing something that will get a lot of heat 
from multiple directions, that probably	

means it is something worthwhile...”	


- Dean Leffingwell

Agile 2014 Presentation



Agile Scaling Knowledgebase

32



Other Notable Scaling 
Approaches



Spotify
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• Shu-ability 
!
• Provides a clear organisational 

structure for teams 
- Squads, Tribes 

• Provides a structure for cross team 
Kiazen 
- Chapters, Guilds 

• Flexible and not overly prescriptive

Spotify
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• Not proven for large enterprise 
contexts 
- Spotify has a large team (several 

hundred) but not Enterprise scale 

• May only fit company cultures 
similar to Spotify’s 

• Not designed as a scaling 
framework for other organisations, 
primarily designed for Spotify only



Scrum of Scrums
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* Images from montaingoatsoftware.com



• Simple – probably the simplest 
approach to scaling Scrum 

• May work well for a few teams  
- 3 to 5 team range

Scrum of Scrums
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• Low Shu-ability, not very much 
guidance besides doing a Scrum-
of-Scrums 

!
• Doesn’t provide structure needed to 

scale beyond a small group of 
teams 

• No treatment of Program or 
Portfolio level concepts – you will 
need to create your own 

• No treatment of Agile Engineering 
or XP Practices



Nexus – Scaled Professional Scrum
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* Images from www.scrum.org

* New Nexus Scaling Guide Available as of August 2015



• Ken Schwaber and Scrum.org 
involvement 

• Follows simple Scrum principles

Nexus – Scaled Professional Scrum
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• Very little information available 
publicly without taking a test and 
signing up for a class 
• However, a new guide has 

recently been added



Going Forward at Scale - 
the Second Wave of Agile



Turn and Talk

• Form a group - turn and talk to 3 or 4 others and 
discuss what the biggest 2 or 3 challenges have 
been for you / your team in adopting Agile at Scale. 

• Take ~ 5 minutes 

• We will have 2 or 3 people share with the group 
some of their experiences
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Starts At Scale



Organised For The Work - 
Communities of Practice

* From MountainGoatSoftware.com

http://MountainGoatSoftware.com
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Makes & Meets Commitments

v1.7 v1.8 v2.0 v2.1May July  Sep 

Features 
! Road Rage Completed 

(single user) 
! Brickyard Ported  

(single user) 
! Road Rage multiuser 

demonstrable 
! First multiuser game feature 

for Road Rage

Features 
! Road Rage (Multiuser)  

first release 
! Brickyard Ported  

multiuser demo 
! New features for both games 

(see backlog)

Features 
! Road Rage Ported  

(part I) 
! Brickyard port started 

(stretch obj. to complete) 
! Distributed platform demo 
! ALL GUIs for both games 

demonstrable 
! New features (see prioritized 

list) !
— Stretch Objectives — 
! Demo of Beemer game

PI 1 PI 2 PI 3

High confidence Medium confidence Marquee features only

v1.7

v1.7

v1.8

v1.8

v1.8

v2.0

v2.0

V2.0

V2.1

* From Scaled Agile Framework
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Always Transforming
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Lead

Agile Center Of 
Excellence (COE)

Co
ac

hi
ng

Organizational Change

Training

Com
m

unity

Platform

Pr
oc

es
s



Your Action Plan
• Take 5 minutes individually (it is okay to talk to others) 

to write down 3 - 5 key actions that you will take to 
start an Agile Scaling Program in your Organisation 

• Take this “backlog” with you as the next steps / 
actions that you can take as take aways today to 
continue the learning from today’s session in your 
organisation 

• Later prioritise your backlog and take action on it to 
begin Agile Scaling in your organisation!



Q&A



• Contact Information 
• John Okoro 
• gjokoro12@gmail.com 
• Linked-In - https://sg.linkedin.com/in/gjohnokoro 
• Blog: AuspiciousAgile.com

Thanks
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