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As we get started… 

Discuss with one or two people near you: 

When your organization decided to adopt 
an Agile way of working, what were the 
desired results? What did you want to 
get from the change that you didn’t 
already have? 



What’s the best 
Team/Project Size? 

a) Whatever you have already 
b) As many people as you can afford 
c)  A specific number or range 
d)  It depends 

What do you think? 



What’s the best 
Team/Project Size? 

20 <	  
– James Buchanan (1999) 



What’s the best 
Team/Project Size? 

4.6 



What’s the best 
Team/Project Size? 

4.6 
Is there an optimum team size [...]? A 
study conducted by Neil Vidmar and 
myself is at least suggestive of an answer. 
[...] the optimum group size was 4.6 
members.  

– J. Richard Hackman 



What’s the best 
Team/Project Size? 

6 My rule of thumb is that no work team 
should have membership in the double 
digits (and my preferred size is six), 
since our research has shown that the 
number of performance problems a team 
encounters increases exponentially as 
team size increases. 

– J. Richard Hackman 



What’s the best 
Team/Project Size? 

The best performing Agile teams have 
about 5-7 people. 
Many programs/projects work well with 
2-3 of these teams working together. 

Based on our experience: 



Why do 
large Teams & Projects Have Problems? 

…our research has shown that the number 
of performance problems a team 
encounters increases exponentially as 
team size increases. 

– J. Richard Hackman 



Why do 
large Teams & Projects Have Problems? 
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Why do 
large Teams & Projects Have Problems? 

Complexity makes  
things even worse. 



The Cynefin Framework 

From Dave Snowden, released under CC BY 3.0  



The Cynefin Framework Obvious 



The Cynefin Framework Complicated 



The Cynefin Framework Complex 



The Cynefin Framework Chaotic 



The Cynefin Framework 

With one or two people near you: 

Describe an example 
you’ve experienced 
in your work of each 
of the Cynefin 
domains. 



Why do 
large Teams & Projects Have Problems? 

Complexity makes  
things even worse. 



We’re big and want the  
results Agile can provide, 

So What Should We Do? 



Conway’s Law 

“Any organization that 
designs a system (defined 
broadly) will produce a 
design whose structure is a 
copy of the organization’s 
communication structure.” 
 –Melvin Conway 



Conway’s Law 

Discuss with one or two people near you: 
1.  In what ways does your product look like 

your organization? 
2.  In what ways does your organization 

look like your product? 
3.  How does the structure of your product and 

organization to date constrain your 
present and future? 



Evaluating your 
Staff Liquidity 

1.  List the kinds of work your team(s) need to 
do. (A backlog and definition of done help 
here.) 

2.  Have team members rate themselves on 
each item: 
0 = “I know nothing.” 
1 = “I can run it.” 
2 = “I can tweak it or bug fix it.” 
3 = “I can redesign or refactor it.”/ 
       “I OWN it!” 

(Via Chris Matts. See his blog for more on this topic.) 



Next Steps 

1.  Reveal and grow T-shaped 
people. 

2.  Do Agile well with 1-2 teams, 
then expand. 

3.  Prefer networks over 
hierarchies. 



Questions? 
Contact me… 
Twitter: @rslawrence 
Email: richard.lawrence@agileforall.com 
Blog: www.richardlawrence.info 


