Which scaling agile framework should we choose?
Background
Applying Agile at a large scale is an exciting topic that will arise in any company's agile transformation journey. There are a couple of frameworks to help us structure a large team with 20, 50, or more people. Picking a specific one over others is challenging. This article addresses this controversial topic by answering why and how we adopt a scaling agile framework to your large team. 
Why scaling
	It should start from business needs that a big goal/ problem requires several teams to co-operate closely. The teams should brainstorm solutions together and begin with a master plan and individual teams’ plans. There will be several touchpoints every week (or even daily) to sync up on execution progress, monitoring, and control dependencies or emergent issues. Then, all scaling agile frameworks are in place to help us structure those activities in standardized ways.
The other way around is not scaling until you have to. If the goal/ problem could be broken down into smaller pieces allowing independent teams to take ownership, we do not need scaling. By not scaling, I mean those teams can self-organize their works and loosely decouple from each other. There will be limited touchpoints to keep those teams aligned on the overall business goal. The key difference here is promoting single team autonomy and setting up an environment for them to independently moving in a common direction.
In my personal opinion, I would prefer not to scale. It means keeping teams independently, and we will not scale problems of individual agile teams altogether. Yet, I was also in some situations which do not allow that independence. They come from the natural complexity of business goal/ problem or existing setup for teams. That does not split the common goal/ problem into small enough pieces with sufficient pre-conditions for individual groups. So, we need to rely on scaling frameworks to facilitate the journey better to tackle one big & complex goal/ problem for all teams.
How Scaling
	We will start with a not scaling approach, which I believe is a better way of working. The critical prerequisite to keep teams independently starts with the business goal/ problem first. That original goal/ problem needs to be clearly defined & broken down into small enough pieces. An individual team can then pick each piece up with sufficient pre-conditions to take full ownership. An example of this approach is we have a single coffee brand with 3 locations. It is then straightforward for us to break down the overall business goal into three pieces (or more) for the three teams in those locations. The teams with sufficient equipment, material, and know-how can take full ownership to approach the common goal. They are independent with limited touchpoints to maintain the unified customer experience and product quality of the same brand. 
	In another context, we do not have that similar freedom to split teams or break down the common goal/ problem that way. Scaling agile should also start from the original goal/ problem. But instead of breaking down that big goal/ problem into independent pieces (which is beyond our control), teams plan together to agree on how to move forward with dependencies. Cross-teams planning and synchronization are regular to deal with on-going changes, uncertainties. Team structure, communication protocols, or any defined processes/ frameworks are supposed to help teams continuously align to the common goal. 
	The specific scaling agile framework chosen is not important. Most usually have many similarities as aligned with Agile, Lean, and Design thinking principles. Specific practices within this framework could work with other frameworks as well. As long as all members and teams align to a common goal, we can start with any scaling framework with which the team has more experience or feel more comfortable.
	I started with Spotify Squad Framework to build up a shared understanding of Scaling Agile for a new team in my journey. The reason is it uses simple and interesting terms with visualization to explain concepts around the scaling environment. It is easier for people to consume and understand the complexities we need to overcome. Then, the ubiquitous language is built to enhance communication. We pay attention to what problems; difficulties hinder teams from moving forward and open to any improvement ideas from any frameworks. For example, we adopted the normalized story point concept in SAFE or two waves of planning in LESS when the team found they are worth a try. 
	In summary, scaling agile is a journey. We need to know where we want to go and just get started. Any framework or process we chose will evolve and should only be considered as a starting point. The teams are empowered to decide on how this evolution progress is the key. We can start with any framework in which the team finds confidence and tailor the way of working based on what the team needs.
