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Ari Tikka of GOSEI has an MSc in structural mechanics.

From 1990 to 1996 he developed embedded real-time

systems for Metso and Nokia. Around 1997 he became a

full-time organizational therapist, co-leading a three-year

cultural change program and delivering a 10-day training

program for 150 program managers. He has deep

experience in organizational behavior and group

dynamics. Since 2006 he has contributed to Agile

adoptions for Nokia Networks and since 2008 for medical,

financial, game and car sectors. He is experienced in

applying LeSS wisdom to non-standard situations. For the

last couple of years he has worked with European car and

transport industry.

Gene Gendel of KSTS Consulting is Agile Coach, Trainer

and Organizational Design Agent. He holds Certified Enterprise

Coach (CEC) credential from Scrum Alliance, as well as a few

other elevated professional credentials. Gene's focus is on

helping organizations and teams with improving system design

and organizational structure and overall

efficiency. Gene engages at all organizational levels: senior

leadership, mid-level management, teams and individuals. To

be effective as a coach, Gene uses various coaching tools and

techniques, based on circumstances, while also leveraging

elements of training and mentoring, to supplement his

coaching.

About the Speakers:
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Centralized vs. Decentralized Coaching
by Gene Gendel
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ñThe Old Rules No Longer Applyò

https://www.infoq.com/articles/centralized-decentralized-coaching
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Coaching: Focus vs. Position

Definition of Focus
Team Organization/Enterprise

ñCoachesare primarily focused on tools, frameworks

and dynamics of few teams, with less emphasis on

organizational transformation.ò

ñCoaches- are more focused on organizational dynamics

and more abstracted elements of transformation, with

emphasis on senior leadership, upper management,

organizational policies (e.g. HR), and multiple

organizational domains.ò

Scrum

Kanban

XP
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Team Coaching != Decentralized Coaching Enterprise Coaching != Centralized Coaching

hǊƎŀƴƛȊŀǘƛƻƴŀƭ άǎǳǎƘƛ Ǌƻƭƭέ

DAD
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Coaching: Focus vs. Position

Definition of Position
Centralized Decentralized

ñDistinctorganizational unit (e.g. Agile Center of

Excellence or Agile Global Centre) that drives agile

transformation across an entire organization, by

introducing best practices, tools, techniques, standards,

benchmarks and scorecards, against which everyone else

is measured. Such organizational unit is loosely coupled

with any specific product, service or line of business. It is

primarily supported (and sponsored) by an organizational

structure that has been selected and óputin chargeôby

more senior leadership. With this selection, other

organizational structures (e.g. operations or product

groups) usually remain less vested in the effort, and even

if follow along, do so with noticeable complacency.ò

ñNotrigidly structured team of like-minded coaches

that align themselves with a clearly defined product,

service or line of business. Transformational focus

here is much narrower, and requires much more

genuine support/vesting (with sponsorship!) from

multiple organizational verticals involved (e.g.

business, operations, IT, HR, finance, etc.). In order

for decentralized coaching to have a meaningful

organizational impact, an organization must be of

manageable size (no Big Bangs), as it is defined by

an organizational sushi roll that contains

elements/instances of multiple organizational

structures involved.ò

Source: https://www.infoq.com/articles/centralized-decentralized-coaching
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Centralized Coaching (closer look)
üSr. Management: 

üϦ.ƭŜǎǎƛƴƎ ŀƴŘ ƛƴ ǎǇƛǊƛǘέΦ  bƻ D9a.!Φ 5ŜƭŜƎŀǘƛƻƴ ƻŦ ǊŜǎǇƻƴǎƛōƛƭƛǘƛŜǎΦ
üLack of understanding of deep systemic implications

ü45.3734999% Agile by EoYLĄ scorecards, individual performance, bonuses
üKPIs/Agile Maturity Metrics (AMM)/Maturity Levels  Ą System Gaming
üLƴǘŜǊƴŀƭ ŎƻƳǇŜǘƛǘƛƻƴ ōŜǘǿŜŜƴ ŘŜǇŀǊǘƳŜƴǘǎΥ άL Ǝƻǘ ƳƻǊŜ ΨǘŜŀƳǎΩ ǳǎƛƴƎ WLw!Σ ǘƘŀƴ ȅƻǳέ
üϦ.Ŝǎǘ tǊŀŎǘƛŎŜǎά ŀƴŘ ǊŜƴǘŜŘ άǎŎǊƛǇǘǎέ όƴƻ ƻǿƴŜǊǎƘƛǇύΥ BoKs, playbooks, tons of wiki
üLocal Optimization by coaches: generating lots of muda(waste)

üErosion of Coaching Quality
üExecution of Larman'sLaw #4
üInvasion by /ƻŀŎƘŜǎ Ϧ/ŜƴǘŀǳǊǎά

üOrganizational Resistance ĄάFallen men (coaches) are left behindέ
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Centralized Coaching (closer look)
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I bless you to 
ά5ƻ !ƎƛƭŜέ



Centralized Coaching (closer look)

becomes
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Chasing numbers Internal Competition

Note: for alternative ways to measure your gradual improvement of agility, over time, in a non-competitive way, please visit this page. 

http://www.keystepstosuccess.com/2017/10/addressing-problems-caused-by-amms/


Centralized Coaching (closer look)

Source: http://www.craiglarman.com/wiki/index.php?title=Larman%27s_Laws_of_Organizational_Behavior Source: http://www.keystepstosuccess.com/2017/07/you-get-what-you-ask-for-agile-coaches-centaurs/

ά/ƻŀŎƘŜǎ ς/ŜƴǘŀǳǊǎέ
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Centralized Coaching (closer look)

ñIvory Power-Towerò

Documentation

Reports & Statistics
Status meetings, 

Presentation Slides

Scorecards

Maturity Metrics

Wikiéwikié.wikiéwikiéwikié

ñAnswering Servicesò
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V( )=
_______1Wikis, BoKs, AMMs,

KPIs, Tool customization,

Process standardization,

ñBest Practicesò,

EOY # agile teams
Ability to coach

Willingness to Challenge & Change

Capability to Inspect & Adapt



Centralized Coaching (closer look)

Source: https://www.amazon.com/Ebros-Gift-Military-Carrying-
Figurine/dp/B075CV5933

Coaches ïbeware!!!
Being placed inside an 

organizational structure that does 

not give a 

about agility, sees no value in your 

function, and probably fears ité 

is NOT safeé.

ñIt is difficultto get a man 

to understand something, 

when his salary depends 

on his not understanding 

it.ò

-Upton Sinclair

Ą
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Centralized Coaching (closer look)

Preaching 
about 

avoidance of 
saturated fats 

and having 
healthy diet?

What are 
your 

chances?
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