
Agile in Scale: A 
custom-made 
implementation

A quick walkthrough



Scaled-Agile Frameworks
As business needs grow, the demand for Software products increases 
exponentially. That means,

● More Dev Teams
● More Complexity
● Bigger needs for communication, coordination and Agility 

Ready-made solutions like SAFe and LeSS frameworks are very popular 

for meeting these demands. Although, the benefits are many, these 
frameworks follow a “one size fit for all” approach that can be 
potentially problematic as every product has its own intricacies.



Way of Working
Custom approach who tries to leverage the 
power of Scrum in large scale just like SAFe 
and LeSS

➔ Custom
No certifications exist and no 
community outside the company.

➔ Custom
Applied to tackle the local challenges 
and deal with the complexity of the 
specific product.

➔ Custom
It evolves and changes according to the 
product and the teams it serves.



But why custom?
Common myth about Scrum:
Follow it by the book and it will 
work.

Pro Tip
It won’t!



Scrum is a blueprint, not a 
strict recipe.
And that applies too when we scale it. 
Legacy systems, remote or mixed teams, culture, business 
needs and many other often specific to the market needs 
do not allow the blind adaptation of Scrum or any scaling 
framework.



Flight Levels
According to the WoW, there are three distinct 
levels where the scaling is taking place:

➔ Team 
Regular Scrum Team with all the 
ceremonies the Scrum dictates.

➔ Domain
Group of teams that are technically 
relevant (very specific to the product). 
Different kinds of alignment happening 
here across the teams.

➔ Project
The entirety of the teams coming 
together as one entity. The alignments 
here affect all other levels.



Alignment on Domain Level
According to Scrum, every team has at least three roles: Product Owner, Scrum Master and Development 
Team. According to that, the alignments between the teams are,

Domain Process 
Alignment
All Scrum Masters of this 
Domain align on Processes 
(Scrum or other) for the teams of 
the Domain.

*Weekly

Domain Technical 
Alignment
All teams send a developer 
representative to this alignment 
to discuss technical issues, 
dependencies etc.

*Weekly

Domain Feature 
Process Alignment 
The Product Owners of the 
teams of the Domain discuss 
roadmaps and high-level 
dependencies within the 
Domain.

*Weekly 

These alignments serve as escalations towards the highest level, Project



Alignment on Project Level
Alignment and information sharing/flow moves to the next level

Project Process 
Alignment
All Domains send a 
representative Scrum Master to 
escalate/discuss topics from the 
Domain alignment

*Bi-Weekly

Project Technical 
Alignment
All Domains send a developer 
representative to this alignment 
to escalate/discuss topics from 
the Domain alignment.

*Weekly

Project Feature 
Process Alignment 
All Domains send a 
representative Product Owner to 
escalate/discuss topics from the 
Domain alignment.

*Weekly 

Yet, there is still one more forum that can accept input from all these alignments



Project Level Retrospective
Highest Level of Alignment. Works like a regular Retrospective where the whole project reflects in the past iteration 
(the project has one heartbeat, one common Sprint)  in order to improve in Project Level (circa 400 people and 30+ 
teams). What is decided here impacts all teams and the project as a whole. Key point: we keep track of action items 
and see if problems are being addressed with permanent solutions.

Output: 
Action Items that focus on 
project’s improvements with 
owner(s) to drive them and 
are targeted to the biggest 
weaknesses of the project. 
Thus, their solutions will 
produce the biggest impact.

Mandatory 
Participants:
All Scrum Masters, Project 
Lead, Delivery Lead, Lead 
Product Owner, Lead of QA.

Input:
Topics from Teams’ 
retrospectives that can not be 
solved by the teams and 
spotted in the last iteration, 
topics from all Alignments 
mentioned before that can 
only be solved in the highest 
level.

Usually the Scrum Master are expected to drive the solutions as the project accepts Agile as de facto Mindset  



Final thoughts
Remaining Agile and quick to respond to 
change is a challenge in all scales especially a 
huge one like this example. Given the 
enormity of the project and its complexity we 
need to adapt and find solutions that work for 
us. Above all, the core principles of Agile 
remain,

➔ Inspect
At the end of every Sprint look back and reflect

➔ Adapt
Based on the inspection, take steps to improve

For that reason even this structure as 
explained is subject to change if it can no 
longer serve the needs of the project.


