


AGILE TRANSITION 
THE ART OF LETTING GO 
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OVERVIEW 

FOUNDED IN 2009 
by brothers Kai and Christian Wawrzinek & Fabian Ritter 

HEADQUARTERS IN HAMBURG 
Subsidiaries in Tokyo and Seoul 

CORE COMPETENCY 
Development and distribution of Free-2-Play 

mobile and browser games 

10 GAMES 
300 million registered users 
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WHY? 



§  Dropping productivity 
§  40 additional people, but less  

tickets solved 

PROBLEMS 2014 



§  Increasing escalations 
§  You need a Lead for concerns across teams 
§  Teams don’t want to make decisions on their own 

§  Dropping energy and motivation 
§  Unclear vision 
§  Unclear and always changing organization 
§  Low empowerment 
§  Frustration 

PROBLEMS 2014 



HOW? 



§  Size teams correctly and allow team building  

§  Clear responsibilities and constraints 

§  Transition team 

§  Vision 

§  Trainings & Coaching 

PROPOSED SOLUTIONS 



ALLOW TEAM BUILDING TO REGAIN PRODUCTIVITY 

FORMING STORMING NORMING PERFORMING 

Tuckman Model 
Tuckman, Bruce (1965) 
 "Developmental Sequence in Small Groups" 

WE WANT  
TO GO HERE 

TAKES 6-26 WEEKS 



INCREASE PRODUCTIVITY BY PROVIDING CLEAR  
CONSTRAINTS THAT ALLOW MAXIMUM FLEXIBILITY 

PRODUCT 
BACKLOG 

SPRINT 
BACKLOG 

POTENTIALLY  
SHIPPABLE 
PRODUCT  

INCREMENT 2-4  
WEEKS 

24  
HOURS 

DAILY SCRUM 
MEETING 



REDUCE ESCALATIONS BY PROVIDING CLEAR RESPONSIBILITIES  

POSITIONS 

ROLES 

Technical  
Product Manager 

Technical  
Project Manager 

Frontend 
Developer 

Function 
Technician 

Product Owner Agile Coach Dev-Team 

Backend 
Developer 



CREATE A TRANSITION TEAM THAT MANAGES THE TRANSITION 

Head  
Web Dev 

Head of  
Production 

Lead Project Manager Team Lead 

Project 
Manager 

Product Manager 

Developer 

External Consultant 

Agile Transition 
Coach 

Lead Product 
Management 

Transition Team 

Transition Product Owner 
Transition backlog 



We want cross-functional software development teams that are able to  

efficiently develop products and services in a self-organized way  

to delight our customers and stakeholders. 

 

VISION 

 

 

 

 



TRAININGS & COACHING 

§  ca. 220 colleagues trained in Agile Trainings (whole company) 

§  ca. 70 certified Scrum Masters & Product Owners (whole company) 

§  5 external consultants as Agile Coach and Product Owner (web dev) 

§  setup of internal training program (Scrum, Kanban, Mgmt3.0, NVC) 



MEASURING SUCCESS? 



TASKS 

§  Analyse status quo of Teams 
§  Improve ATT 
§  Establish Basic Know-how 
§  Stakeholder Management 
§  Objective and Key Results 
§  Outages 
§  Training / Career Development 
§  Tackle staffing challenges 
§  Find people that can explicitly work as PO or Agile Coach 
§  Implement process how to agree upon a budget to be spent 
§  Increase collaboration 
§  Foster Communication 
§  Increase business value / cost ratio 
§  Reduce Lead Time 
§  Reduce Timespan that is needed for bringing an idea to production 
§  Kill or feature-freeze products 
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Challenge: 
Transition Team 
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Dev-Team 

? ? ? 

Agile Coach Product Owner 

Dev-Team 

ATT 

Product  
Owner 

Dev-Team 

TEAM LEADS 



SOLUTION: A BEAUTIFUL FLOWER 



TRANSITION TEAM(S) 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

ATT 

Product  
Owner 

Dev-Team 

TEAM LEADS 



TRANSITION TEAM(S) 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

ATT 

Product  
Owner 

Dev-Team 

TEAM LEADS 



TRANSITION TEAM(S) 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Product  
Owner 

Dev-Team 

TEAM LEADS 

Agile Coach Product Owner 

Dev-Team 

ATT 



TRANSITION TEAM(S) 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Product  
Owner 

Dev-Team 

TEAM LEADS 

Agile Coach Product Owner 

Dev-Team 

ATT 



TRANSITION TEAM(S) 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Agile Coach Product Owner 

Dev-Team 

Product  
Owner 

Dev-Team 

TEAM LEADS 

Agile Coach Product Owner 

Dev-Team 

ATT 



CLUSTERS 

WEB.DEV 
CLUSTER A 

WEB.DEV 
CLUSTER C 

WEB.DEV 
CLUSTER B 

CURRENT 
ATT 

MEMBERS 



POTLACS 

PO + TL + AC 

PO + TL  
+ AC 
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CURRENT 
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MEMBERS 



ALTERNATING 4-WEEK SCRUM SPRINTS 
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Challenge: 
Alignment 











Wrong! 
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THE SEVEN LEVELS OF DELEGATION 

1. Tell 
make 

decision as 
the manager 

2. Sell 
convince 

people about 
decision 

3. Consult 
get input from 
team before 

decision 

4. Agree 
make decision 
together with 

team 

5. Advise 
influence 

decision made 
by the team 

6. Inquire 
ask feedback 
after decision 

by team 

7. Delegate 
no influence, 
let team work 

it out 



COMMUNICATION 
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COMMUNICATION 

I am empowered  
to create a roadmap 

I want a Gant chart with 
milestones and dates. 

"We need a 
roadmap" 

My backlog will  
surely be enough. 



OUTCOME…? 







GOOD & BAD 

POSITIVE NEGATIVE 

Stopping unnecessary hiring stabilized 
teams for a while 

Hiring freeze destabilized teams due to 
employee turnover 



GOOD & BAD 

POSITIVE NEGATIVE 

Decrease of products, as teams were able 
to stop support. 

Products per team increased due to team 
mergers 



GOOD & BAD 

POSITIVE NEGATIVE 

Some teams increased productivity No radical improvements 



GOOD & BAD 

POSITIVE NEGATIVE 

Positive effects of Transition were acknowledged.  
More understanding from other departments. 

Central department was still seen as slow. 
No commitment to provide frame conditions for 
sustainable setup. 
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CONTACT 

Holger Tewis 
 

Mail: holger.tewis@gmail.com 

Blog: scrumburg.wordpress.com 

Twitter: @scrumburg 






