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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

\
The Green Boo
Inceépendent ESSe

Agile
Coaching

BEST AGILEA_R‘I'ICI.ES BEST ‘Gnlr'.gnw ICLES

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.
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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-f5p50jgm-
Ul5zVoASyfoNkoRBn 3C3A (Gene’s free Slack channel)

« This event will be recorded here:
http:/ /www.keystepstosuccess.com/2020/07/07-07-less-talks-
mix-match-communication-in-large-scale-lean-aqgile-product-

development/
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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-f5p50jgm-Ul5zVoASyfoNkoRBn_3C3A
http://www.keystepstosuccess.com/2020/07/07-07-less-talks-mix-match-communication-in-large-scale-lean-agile-product-development/

Virtual Classroom Learning Available

BOPRACTI /7 A sade

09/08-17 (11:00 EST) 07/08-10 (12:00 EST)
07/15-17 (12:00 EST)
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https://www.eventbrite.com/e/certified-large-scale-scrum-basics-clb-july-8-10-tickets-111191942092
https://www.eventbrite.com/e/certified-large-scale-scrum-basics-clb-july-15-17-tickets-112357444140
https://www.eventbrite.com/e/provisional-certified-less-practitioner-0908-0917-8-x-3-h-tickets-112272277404
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Figure 3-14. Effectiveness of different modes of communication.

http://athena.ecs.csus.edu/~buckley/CSc231 files/ACockburn Agile SW Development Ch3.pdf
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What We’re Not Explicitly Covering Today...
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What We Are Going To Cover...

il

\_

JUST TALK

TRAVELER COMMUNITIES COMPONENT MENTOR

http://less.works

https://less.works/resources/graphics/index.html
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https://less.works/resources/graphics/index.html

Where Should Agile Teams NOT Be Placed?
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Version 348.54

» Where is customer — centricity?
» How loooooong is a feedback loop between customers and developers?

» How adaptive (agile, fast-reacting) can teams really be, to Customer’s requests?
» What has changed from what you saw prior to “installation”?
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Avoiding Gated/Filtered Communication

Scrum Master Product Owner

- A 4
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Pr_sect Business

Scrum . lanager Analyst

Vi

..while Team wishes to havi This is ..organization assigns any historicallyggundant, but frequently unsuitable
Master (servant-leadergfb candidates to fulfill these two important 3 roles, and by doing so, adds
supporter of Scrum gffcess), AND a real What hall dysfunctions and inefficiencil rum process... Such classic

Product Ownergflempowered person, Team organizational mistakes, as internal contractual ationships, bureaucracy,
ibls B and overhead and local optimization, find their way in rum and adversely
prioritizatigghbf Product/Backlog).... Gets impact its dynamics...

Brought to you by www. keystegsuccess.com
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Attention: This graphic is a ca! n and its purpose is
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Just Talk (Or Scream)
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Please, Do Not Confuse These...
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“Big Room Planning” (full of managers)
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\ Typical Problems to Avoid:
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Attention: This graphic is a cartoon and its purpose Is
Iy & to expose a dysfunction through irony. This is NOT an
i (] 1 invitation to experiment the presented case ©.
D
RvadTha:

Avoid “Power Towers”

COMPONENT MENTOR

A common problem with Scrum adoption occurs

when managers do not give up these responsibilities,
thereby causing an organizational conflict between the

Team, Product Owner, Scrum Master, and managers.

Job & Salary Safety

but not

Role Safety
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Sharing Is Caring

https://www.illustrationsource.com/
stock/image/124284/businessman-
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etail=TRUE&page=77
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https://less.works/resources/graphics/index.html
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Avoid Putting Lipstick On ...
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‘existing organizational
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Taking an eKisting “Qrganizational
vertical, flipping it on its side, and then

calling it a ‘chapter’, while pregerving all COMMUNITIES
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Mixing Up Communication Types
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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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