Never-ending saga with
Estimation.

Can LeSS help us debunk this?

Presented @ LeSS NYC

Thanks to Nutanix (enterprise cloud platform), for offering high capacity Zoom channel

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



About Gene

Gene Gendel is an organizational design specialist, agile/lean coach
and trainer, consultant and adviser to senior leadership. Almaost 15
of 20+ years of his professional experience - Gene dedicated to
working with companies of various sizes and lines of business, trying
to help them improve internal dynamics, organizational structure
and and becoming a better place to work. Gene engages at all
organizational levels: senior- and mid-level management, teams and
individuals. In his work, Gene uses various methods, tools and
technigques to amplify learning by others and to ensure that people

gain autonomy after Gene “coaches himself out of the job”

Gene is Certified Agile Coach (CAC), by Scrum Alliance - small elite
community of Scrum Alliance Certified Enterprise Coaches (CEC).

Today, he is the only CEC who resides in NY State. Gene is also one
of the co-creators of Team Level Coaching_Certifications (CTC)
program for Scrum Alliance.

Gene is also one of very few Certified LeSS Trainers (CLT) that are
based in the United States.

He is also well-recognized blogger and publisher. He is the author
of Adaptive Ecosystems: Collection of Independent Essays About

Agility and co-author of:

» Agile Coaching; Wisdom from Practitioners (free pdf).
= Best Agile Articles of 2017 and 2018

\
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Gene significantly contributes to global and local agile communities,
where he influences people by running workshops, webinars,
seminars, panel discussions, lunch & learn, coaching retreats,
professional gatherings and other events. While teaching and
coaching Large Scale Scrum (LeSS) to organizations, Gene has built

the biggest in world (today) LeSS meetup community that is used as

a free educational hub about LeSS available to many people.

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Assets To Consider

e gg nyc@yahoo.com (underscore)

 https://www.linkedin.com/in/ggnyc/

 http://www.keystepstosuccess.com/contact-us/

o https://www.meetup.com/Large-Scale-Scrum-LeSS-in-NYC/

 https://join.slack.com/t/kstsconsulting/shared invite/zt-eqge93ww?2-
h IAPArcR8CyuiNi2ZumIKw (Gene’s free Slack channel — ask questions about
LeSS)

« 6/10-12 (12:00 EST) Certified LeSS Basics
« 6/17-19 (12:00 EST) Certified LeSS Basics

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)


https://less.works/
https://www.linkedin.com/in/ggnyc/
http://www.keystepstosuccess.com/contact-us/
https://www.meetup.com/Large-Scale-Scrum-LeSS-in-NYC/
https://join.slack.com/t/kstsconsulting/shared_invite/zt-ege93ww2-h_IAPArcR8CyujNi2umlKw
https://less.works/course-details/less-basics-online-new-york-1852
https://less.works/course-details/less-basics-online-new-york-1859

Important

Organizational STRUCTURE -

is the 1%t Order Factor (Variable) that has impact on
everything else inside ECOSYSTEM.

Everything else just follows: culture, mindset,
behaviors, norms, values, processes, policies

e.g. metrics, velocities, OKRs, KPIs, RAGs, maturity levels — much less relevant

This is what some less experienced agile coaches do
not stress, when they coach senior management ®

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Statistics (For Transparency)

CHALLENGES EXPERIENCED WHEN ADOPTING & SCALING AGILE

The top three responses cited as challenges/barriers to adopting and scaling Agile practices indicate that internal culture
remains an obstacle for success in many organizations.

Please, N0te Wat e [ 5
the biggest —_— 46
challenges are ... 45,
44,
43
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36.
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22.
16,

*Respondents were able (o make multiple selections

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)


https://explore.digital.ai/state-of-agile/14th-annual-state-of-agile-report

Statistics (For Transparency)

14:%:’?“ PAGE 14
SCALING AGILE

SCALING METHODS AND APPROACHES

The Scaled Agile Framework® continues to be the most popular scaling method cited by respondents (35% this year
compared to 30% last year). As a percentage of all responses, SAFe” outdistances the next nearest response, Scrum of
Scrums, by 19%.

Disciplined Agile Dedvery (DAD)

Large Scale Scrum (LeSS)

Enterprise Scrum

Scaled Agile Framework’ (SAFe') Lean Management

Agile Portfoko Management (APM)

——) Nexus
Wh at was th e T Rocipos tor Agile Governance in the Enterprise
miracle that
made this
possible?...

——)

Scrum of Scrums Don't Know/Cther

https://explore.digital.ai/state-of-agile/14th-annual-state-of-agile-report

Degree of “framework implementation success” is inversely proportional how it
[framework] challenges organizational design problems.

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)


https://explore.digital.ai/state-of-agile/14th-annual-state-of-agile-report

We Need To Dissolve Some lllusions

ILLUSION -1

“We can relabel existing, loosely coupled,
single  function/single-skillset  specialist
groups with fancy terminology, while NOT
changing the overall organizational design,
and expect these groups, somehow, to
function, as If they were real, well-formed &
normed teams capable of accurately
estimating, individually and on a larger
scale.”

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Copy — Pasting Someone Else’s Experiment

IS a masquerade

‘existing organizational vertical’

90°

— Re-labeling

Relabeling large, geographically dispersed,
single—function  specialist/component  group,
managed by engagement managers and
technical leads (with groups, frequently coming
from external vendors, bound by fixed-everything
SOWSs) into a ‘squad’- is a masquerade

Geographically
dispersed,

single-function,
component _ ‘squad’
group

Taking an existing organizational vertical, flipping it on its side, and
then calling it a ‘chapter’, while preserving all elements of the
original structure (reporting lines, management relationships,
individual performance by ‘chapter leads’, mandatory participation) -

‘tribe’
‘squad’ ‘squad’ ‘squad’ ‘squad’
‘squad’ ‘squad’ ‘squad’ ‘squad’
‘squad’ ‘squad’ ‘squad’ ‘squad’
‘squad’ ‘squad’ ‘squad’ ‘squad’
‘squad’ ‘squad’ ‘squad’ ‘squad’
‘squad’ ‘squad’ ‘squad’ ‘squad’

Taking an existing portfolio of programs
and projects (usually, they weakly
support customer-centric products) that
are worked upon by used-to-be
component groups, and now, so called
‘squads’, while relabeling a portfolio into

a ‘tribe’ - is a masquerade
8
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We Need Do Dissolve Some lllusions

ILLUSION - 2

“We can ‘sprint’ by single-function-specialty
teams (e.g. BA, Architecture, Dev, QA) that
are sequentially scheduled, OR within single-
component development effort (e.g. UI,
middle-tier, DB) that requires a lot of tail-end
Integration, with neither approach delivering
PSPI, and then expect that cumulative
estimations from individual teams can be
seamlessly added up.”

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Burying Agility Under Layers of Waste

H In Scrum, in every Sprint, a team delivers Potentially Shippable Product Increment (PSPI). This is fundamental for
SC rum Antl -Patte rns Scrum. In order for this to happen, each team must possess all necessary attributes (skills, knowledge, domain
expertize) required to get work fully DONE (potentially shippable). This is what makes Scrum - real Scrum. Many
teams that lack the required Scrum attributes still attempt to sprint, however, effectiveness of such “sprint-like
-separate, phase-specific backlogs or activities” is significantly reduced. Not all anti-patterns of Scrum are equally obvious.
single backlog with phase-specific items
-local optimiz=tion by single-skill specialists

(e.z.. PM, BA, QA, Architect, Developer)
-hand-overs, toll-gates, “intemal contracts”

-long pericds of down-time by specialists, When Waterfall / Sequential Project Phase Team(s) “sp

when it is not “their phase” to work

-"water-scrum” [ “scrum-fall” Analysi Desi . = . = Testi

-Very weak Definition of Ready & Done ( SEL l ’ l = ] » | l merk l l. l = :

sprint 6

-PSPI —takes many sprints to produce

nt 1
sprint1

Integration

& Bug Fixing
|_ComponentA
[ Com@nentﬂ |

ComponentC |
ComponentD |

[__ComponentE |

sprint 56

-separate, component-specificbacklogs or
single backlog with component-specific items
-local optimization by componentspecialists
(e.g. UI/UX, middle-tier, back-end, web
service, architacture)

-hand-overs, toll-gates, “intemal contracts"
-multiple non-development sprints needed to
integrate allcomponents and fixbugs

Wezk Definition of Ready & Done | [ Compon! : ComponentE | ‘ ( ComponentE |
-PSPI —takes many sprints to produce

ComponentD

sprint sprint 2 sprint 3 sprint4

When Cross-Functional/Feature-Centric Team(s) sprint, it looks like this:

-single, shared, customer-centric backlog = = = =
-single, empowerad Product Owner ( ComponentA | == ComponentA ) e ComponentA ) =2 ComponentA )
-shared ownershipof work, no siloes
-swarming by T-shaped people S D L ComponentB J [ ComponentB ] l ComponentB ) ( ComponentB ]
-Strong Definition of Ready & Done ‘ [~ ComponentC I’ [2s ComponentC | ’ 5% ComponentC ) . = ComponentC ] " eccce
-PSPI—every sprint N’ [ ComponentD | | . ComponentD | =g ComponentD | ( ComponentD |

= | B ComponentE ] ( ComponentE ] ( ComponentE | ( ComponentE ]

S N 2 il J il 3 3

Brought to you by www.keystepstosuccess.com
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We Need To Dissolve Some lllusions

ILLUSION - 3

“We can place (literally, burry) development
teams very deeply underneath an
organizational structure, ask them [teams] to
estimate work and then expect that estimates
will remain reliable, as they get rolled up a
complex organizational structure, going
through multiple layers of translation, re-
fabrication and padding.”

11
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We Need Do Dissolve Some lllusions

“Agile” Portfolios

“Agile” Programs

“Agile” Projects .. )
= J Prioritization
“Agile” Oceans, Seas, Rivers and Streams

“Agile” Cars, Planes, Ships and Trains

“Agile”
Managers, KPIs
Conductors, RAGs
Coordinators, Metrics

Siloed teams of:
Architects
DevOps
System Engs

Estimation

Orchestrators

Version 348.54

» Where is customer — centricity?

» Where is a feedback loop between customers and developers?
» Where is real organizational agility/adaptiveness?

» What has changed from what you saw prior to “installation”?

12
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We Need Do Dissolve Some lllusions

This Certifies That

(Name)

(Mother) (Father)

(Weight) (Length)

(Location)

(City) (State)

(Signed) Signed)

(#@&e Certification Number) (#@&e Version)
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We Need To Dissolve Some lllusions

ILLUSION -4

“We can coordinate multiple teams through a
complex fractal/kaleidoscope-like schema of
‘Scrum of Scrums’, delegating coordination
to Scrum Masters and Team Output Owners
(each team has one of each), and then expect
that collective estimation by multiple teams
can be added up accurately and
communicated up reliably”.

14
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Coordination via: S0S050505050S0S0S

Product
= 9|é
<«

Slze Team®
Matter? oY

T ke

Each team: private backlog, dedicated TOO, SM — estimating in a silo
15

Btw,
who IS
TOQO?

Team Team

@
Team
@

Team
@

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Who Is Team Output Owner (TOO)’>

e e S - W W W L " kY L 1hi 1 1 I I

I'LL CALL THIS COMMON DPEVIATION FROM SCRUM A TEAM
OUTPUT OWNER, BECAUSE THAT'S WHAT THE ORGANIZATIONS

I'VE SEEN ARE ACTUALLY EXPECTING FROM THEM.

TE, ﬂﬂ//ﬂ/ ﬂlllii

WITH RESPECT, WHEN I SAY TEAM OUTPUT OWNER,
PLEASE CONSIDER THAT IT MAY APPLY TO YOU OR |

DTHERE YOU CURRENTLY CALL "PRODUCT OWNER."

BLBRMENNY ~ 8§ T

(00 200G Michael James (e, AV right's reserved.

https://seattlescrum.com/downloads/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf
16
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https://seattlescrum.com/downloads/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf

Who Is Team Output Owner (TOO)?

THEY ARE INTERMEDPIARIES WITHOUT THE
AUTHORITY TO MAKE MAJCR BUSINESS
DECISIONS.

THEY ARE

SACCOUNTABLE" FOR
THINGS THEY CAN'T THEY RISK BECOMING

CONTROL. REQUIREMENTS
ENGINEERS, BUSINESS
ANALYSTS, OR PROJECT
MANAGERS.

(C) 2009 Michae! James (). AN right's reserved. 18

https://seattlescrum.com/downloads/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf
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https://seattlescrum.com/downloads/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf

Who Is Team Output Owner (TOO)?

How Misconceptions About The
Product Owner Role Harm Your

Organization,
And What To Do About It

> &) 005/922 B & (= O

Why "Scrum” Isn't Making Your Organization Agile: Harmful Misconceptions About Product Owner Role

MJT (MICHAEL JAMES)
has written many things,
including the Serum Master Checklist at
http://ScrumMasterChecklist.org
Email him at mj@seattlescrum.com
or tweet him at @michaeldotjames

https://www.youtube.com/watch?v=cr2rjaGmuUzo
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https://www.youtube.com/watch?v=cr2rjaGmUzo

Where Does TOO Come From?

Scrum

&

..while Team wishes to have a real Serum
Master (servant-leader, promoter and
supporter of Scrum process), AND a real
Product Owner (empowered person,
responsible  for  management  and
prioritization of Product/Backlog)....

This is
What
Team
Gets

Scrum Blind Date [with Mask Show]

Product Owner

'

A

4

Scrum Master

Business

Project
Analyst

Manager

..organization assigns any historically abundant, but frequently unsuitable
candidates to fulfill these two important Scrum roles, and by doing so, adds
challenges, dysfunctions and inefficiencies to the Scrum process... Such classic
organizational mistakes, as internal contractual relationships, bureaucracy,
overhead and local optimization, find their way into Scrum and adversely
impact its dynamics...

Brought to you by www.keystepstosuccess.com
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Where Is TOO Placed?

' |
=

Avoid This:

“Pragmatic” Scrum

Technology

Sr. BA {tech side)

.
@@@@@@@@

Sr. BA (bizside)

0 Qecece

“Proxy-Proxy”

Scrum Team

Attention: This graphic is a cartoon and its purpose Is
' J to expose a dysfunction through irony. This is NOT an
e e

invitation to experiment the presented case ©

Product Owner

Brought to you by www.keystepstosuccess.com

TOO
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We Need Do Dissolve Some lllusions

ILLUSION -5

“We can build a good team, made of external
vendors-workers: initially, high-quality
people, but then quietly substituted by low-
guality single-function specialists that cannot
work, let alone, estimate independently, and
therefore, requiring vendor engagement
leads and project coordinators to provide
estimates on their behalf, in order to honor
fixed-everything SOW/SLA, with many
conflicting priorities.

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



We Need To Dissolve Some lllusions

Client Company

...managing and providing estimates ‘on behalf of’ their people - to a client company...

Vendor A Vendor A Vendor A Vendor A

22
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How Is LeSS Different?

23
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Information Flow in LeSS

only one
only one only one
;; m\m "
= LeSS FRAMEWORK ”’”"’"’Z’t,m
B SCRUMMASTER ﬁF
= 0 & FEATURE TEAM
/3833 Q
SPRINT 00@@ SPRINT REVIEW
previous| | TLANLRE | &—‘ RETROSPECTIVE L
:{:m{mo 2 g QQ’ COORPINATION Q Q PALY:SREIM OVERALL RETROSPECTIVE|
SPRINT PRODUCT
BACKLOG BACKLOG
REFINEMENT 0 n Iy
http://less.works
¢-99
S o ﬂ
00
¢ o
HIGHER \
MANAGEMENT %
‘ sckU.M MASTER Product Owner
P i o .
7 S J direct

CUSTOMERS o ____.-==""1"~

& -, as?
/USERS - e

direct

PROPUCT
OWNER

nttp://less.wor

TEAMS

oo [T

only

Users (internal)/ Teams
Customers (external)
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LeSS is NOT

cusSwger- [~}

centris
feature -~ m:m ‘ Control C
= a ealur x ;
gble and long-lived

natantialiv
Product

Backlog
custo -]

centric \ ] c C
Control V feature ature team: OntrO
. - ofS a and lnneclivaad 9

Product
Backiog customer-
centric
Control V D . feature. 8 control C

Control V Ig

Feallg team;

Product é custoul¥r- ‘

B it

oy ,eam':ce » ‘ Control C
—>

=] —>
Product
Backlog

- slable 2 long-lived

customer-

centric
Contl’Ol V 'eature

—_—

Product
Backlog - Cross- component

nntantialiv

potentially

shippable
product

increment
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LeSS Is [Same] Scrum with 2-8 Teams

LeSS is: 2-8 teams scrumming together (on same Product)

LeSS is not: Many teams doing their own Scrum

Different people with strategy, and Same person with strategy, and
vision, setting a different course vision, setting a unified course

) 0 '
SN e e
R 3’.‘ & e
s ks R

Not Like This | N | Bu Like Ti

26

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



f

f

=_|
—— [ =)o

Sprint Cadence in LeSS: One LeSS Sprint

t
i

t
i

t>l

| |
Team A Sprint> : Team A Sprint>: Team A Sprint
5B I LB | 5B
=8 I =8 , =8
52 | o | o
S§ | g §' I g &
| | _
- B\, =
Team B Sprint >, | Team B Sprint Team B Sprint
. | . | . n
28 ' =8 ' =8
3 | $f ' 3
S I 3 I S
e | - | -~ 2
Team C Sprmt 1| Team CSprint >1| Team CSprin
l - : -
2 9 : 5 S : 58
I ! §s ' £t
¢ ; 5 B i
- | - | .
Team D Sprint Team D Sprint Team D Sprint )"

Ability To:

Refine (PBR)- TOGETHER

Plan — TOGETHER

jl> Coordinate - DIRECTLY

jl> For this, sprints
must be

parallelized, not
staggered

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Opportunities For Coordination In LeSS

LeSS PROPUCT BACKLOG REFINEMENT

-
OVERALL =
PRODUCT PRODUCT OWNER

_J

\ HSI-LAOHS \

TEAM OR TEAM OR
BACKLOG REPRESENTATIVE(S) =P REPRESENTATIVE(S)
REFINEMENT —
L PRODUCT BACKLOG g
) ' ITEMS SeLecter B
f I FOR REFINEMENT l
¥ ™) s %
2
g2 =
/ b (=]
BACKLOG s g 2
SE [} ¢ =
REFIN EMENT e & STLUKElﬁ)sWEKS :gg(:ﬁvﬂlk(:x; & STAUKSEEIEJSWEKS thloxl;’TEKAOMu: ﬂg-\ g E
ZS =
/ J =2 =
PRODUCT BACKLOG

http://less.works
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Opportunities For Coordination In LeSS

Multi-team Product Backlog Refinement

* Open space (physical or virtual)

*  “Promiscuous” collaboration
4 :

* Directly, with users and customers

Multi-site estimation with Planning Poker

By “doers” (team members) P

* Everyone is involved ¢

 The main goal: CCC (Card, Conversation,
Confirmation)

* No need to be too conservative (pad) or
aggressive, while estimating

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)



Opportunities For Coordination In LeSS

LeSS SPRINT PLANNING

\

4 &
Vo j o=
\ 2/ g
<o
SPRINT p OVUOWNE 2 = g
i
PLANNING 1 K . nS =
TEAM OR TEAM OR Z > o
REPRESENTATIVE(S) = REPRESENTATIVE(S) g g
L PROPUCT BACKLOG N ‘3_"_
| /
SELECTED ITEMS | SELECTED ITEMS |
T e a— &~
& i | @ R <! =
2 | gg I ® .:':';
SPRINT 6 . JEl &
PLANNING 2 3 u enl o<
= m l ™
| =z, =2
| <> @
L ) 1 L k 7 L] | =
J L ————————— ) ————— t —————————— J
SPRINT BACKLOG SPRINT BACKLOG SPRINT BACKLOG

http://less.works
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Opportunities For Coordination In LeSS

Sprint Planning

http://less.works _I@

* No teams’ ‘private’ product backlogs (only sprint backlogs)

* Breaking down work - together

* Looking for/planning opportunities to work together

» Willing to help each other inside a team and across teams (see additional

communication channels in LeSS)
31
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Opportunities For Coordination In LeSS

LeSS SPRINT REVIEW & RETROSPECTIVE

e @@ 92 3

TEAM PROPUCT OWNER TEAM USERS

& STAKEHOLPERS
)
= )
w22 (22
RETROSPECTIVE
TEAM TEAM

OVERALL @
RETROSPECTIVE &

MANAGER ~ SCRUMMASTER  PROPUCT OWNER SCRUMMASTER  TEAM REP.

nttp:/ /less.works [ () RRCEER
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Informal Communication In LeSS

="'
i,
OPEN SPACE
~

-

COMPONENT MENTOR
http://less.works

COMMUNITIES
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Get Your Priorities Straight

IF

Estimation

AND
Forecasting/Planning

AND

Budgeting
....are important enough to you and your organization

THEN

Consider improving an overall organizational design
& team structure

END-IF
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Assets To Consider

e gg nyc@yahoo.com (underscore)

 https://www.linkedin.com/in/ggnyc/

 http://www.keystepstosuccess.com/contact-us/

o https://www.meetup.com/Large-Scale-Scrum-LeSS-in-NYC/

 https://join.slack.com/t/kstsconsulting/shared invite/zt-eqge93ww?2-
h IAPArcR8CyuiNi2ZumIKw (Gene’s free Slack channel — ask questions about
LeSS)

« 6/10-12 (12:00 EST) Certified LeSS Basics
« 6/17-19 (12:00 EST) Certified LeSS Basics
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https://less.works/
https://www.linkedin.com/in/ggnyc/
http://www.keystepstosuccess.com/contact-us/
https://www.meetup.com/Large-Scale-Scrum-LeSS-in-NYC/
https://join.slack.com/t/kstsconsulting/shared_invite/zt-ege93ww2-h_IAPArcR8CyujNi2umlKw
https://less.works/course-details/less-basics-online-new-york-1852
https://less.works/course-details/less-basics-online-new-york-1859

APPENDIX
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Scaling Organizational Adaptiveness (a.k.a. “Agility”) with Large Scale

Less Is More

Scrum (LeSS)

LeS5
Simplified (flatter) and inverted (senior leadership is in supportive function)
organizational design. System Optimization. Reduction of: silos, hand-overs. Scrum is
implemented by coordinated, feature-centric teams (2-8), building the same, widely
defined Product/serving the same Product Owner. Scrum is the main building block of
IT org. structure. Teams are collocated. Teams strive to ‘own’ their decisions, not
#h ‘rent’ from others. Adoption of LeSS is “deep & narrow”, not “broad and shallow™; no
Big Bang transformation attempts.
Multi-site development - used for multiple locations. Reliance of technical Mentoring |-
= . i Id ‘ and Communities. No subsystem code ownership. Reduction of ‘undone” work. Focus g
5|  Organizational de- b iproved 1R poticies on Customer value. Support of Senior Leadership. Involvement of HR, supporting the g
g scaling (flattening) | concept of job security, not role security. t £
— takes months and I Management > Leadetship Transition from indepe Iassie Serum, par by multiple teams fo 935, is o desirable ]
L yer:.'rs to camp;'ete aﬂﬂ. End to faked “Projects/Portfollos” opproach, when a product is widely defined and real Produet Owner is identified v
n
™ from a high I Scrum - =
£ . , I Theory X = Theory ¥ Copy-paste scaling (no conscious scaling strategy) of Scrum throughout an =
= erspective, looks like i‘- -
= persp U I " organization: many teams doing their ‘own’ Scrum. Frequently manifested, when % i
o agra dual process. g e e there is an internal competition between departments or company areas, on e.g. "who
4 Laloux Coloring: Orange = Green is going to hove more scrum teams by e.g. end-of-yeor”. True product definition is
=l However throughout weak. Cases of using Scrum for component-centric development are frequent (often,
— ] ’ g ** David Logan's Tribal Stage: 3 4 the result of trying to meet goals of agile transformation (% annually), set at enterprise
E this fﬂ."'.lg Process, level. This results in massive integration problems that need to be resolved by adding
g there are many Training, Coaching & Mentoring "integmt:;:-n/stahiﬁzaﬁnn" sprints. Irnpc:I rtance of Scrur:; hdrnami:s an: roles is \riemlzd
Y : as secondary, to existing organizational structures and blueprints. Too many single-
ﬁ phases (bursts) of: *ﬂ‘**ﬂ‘*ﬁ* Communities of Proctice specialty experts and very few T-shaped workers. No meaningful HR changes.
=l comprehensive
= Promotions & Career Paths
| End of Contract Game
‘ollowed by a Waterfall
S Va e ieiettetette o Weel |
organizatio nal FFFTITIF T Frr e Systems Thinking Complex organizational design. Domains of single-function expertise, ownership and
w” teteaee control.  Numerous silos, hand-offs and translational layers between component 9
ﬂ-‘PPI’”Q *****?************ Lean Thinking teams, single-function specialty groups, and technology and business, overall. Internal 1
aedddgpatdphatnd fid it contracts and blame-shifting strongly prevail. Long cycle “from concept to cash”. —
stitid e ritpeteRRR AR R Go See (Gembal) Local optimization by single-specialty workers/departments. Theory X management — L} -
is the primary way to manage/treat individuals. HR — putting a lot of emphasis on 3
* ﬁ* g: g;‘ g g :ﬂT : ; g‘:g ; g ;g;:;;g%‘* performance appraisals and individual ownership; manipulating workers with 3
e by ;“_;;‘;****** subjective bonuses; fostering an environment of internal competition and I am the g
bl L0 best and you are not” attitude. Weak definition of product value, from a stand-paint
/ﬂ**“ ? ***‘** i‘***ﬂ************** of a paying customer. Manifestation of Larman’s Laws of Organizational Behavior.
Diagram created by Gene Gendel Graphics are courtesy of https://less.works
Source: htt www.keystepstosuccess.com/wp-content/uploads/2018/02/scrum_scalin descaling-1.pdf
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Relationships in LeSS

Each APO Sub-Team consists of Area Product Owner and customers/fusers that

-

exist. It is not recommended
to have reporting lines within
teoms, between teams and
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Requirement Area Requirement Area Requirement Area Requirement Area Requirement Area Support “Undong” Competence
“Green” “Purple” “Brown” “Blue” “Gray” Department & Coaching

By Gene Gendel. 2020

Guide: TRY.... Keeping LeSS Huge Organizational Reporting Structure As Flat and Simple As Possible

Product Owner Team— Product Owner plus all Area Product Owners. Head of Product Group - most likely, a traditional “head of product group”. Whereas the whole group supports teams

Conceptually, the same as in a LeSs structure. In huge LeSs Huge, there are also by Go See and help them remaove obstacles and improve, Head of Product Group plays the role of the line manager of

APO Sub-Teams that are, essentially, what is Product Owner team is in LeS5. Head all the teams, whatever that is called in your organization. Product Owner Team members (including APO Sub-Teams)
ea

and all developers from teams in requirement areas, as well as people in other supportive organizational structures

can help AP0 with clarification and other daily work (NOT departments of of Preduct (e.g. support, ‘'undone’ department, competence & coaching) all report to Head of Product Group. Note: Since Less
analysts, specification writers, UI/UX designers, or architects). - v, organizations don't have matrix structures, there are no dotted-line managers.

2 :\ :‘\ﬁ‘:‘“ - Undone department - eg. test, QA,

T, T , . WPOH_TMI ) architecture, or business analysts -

/ErOduct Owner Team M i 1 AN h"'"--.. “Business” There is no project/program they should not exist in the smaller

3 --tﬂl‘"--‘a‘.____fé_hr‘ e m;de organization (or PMO). In Less framework groups; rather, they

_ i ] Y Scrum and eSS adoptions, should be integrated into the teams.

" IR AN these departments ceose to Undone department is still frequently

seen, in some Less adoptions, as they
often cross organizational boundaries.
A goal in every Le55 adoption should
be to remowve an undone department.

Support - In a Le55 Huge organization,
it typically centralizes some support
because of the massive volume of
work. 5till, this department should be
as small as possible with the attitude
“How can we help?” rather than “Take
it this way!" This department is less
likely to exist in smaller LeSS
organizations, where teams support
each other without the need for a
separate, centralized group.

Competence and Coaching (technical,
organizational) - group consists of
skillful practitioner-experts who
actively Go See and observe how
people work. They pair up and work
with people to discover their training
and coaching needs.
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