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Assets To Consider
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• gg_nyc@yahoo.com (underscore)

• https://www.linkedin.com/in/ggnyc/

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

• https://join.slack.com/t/kstsconsulting/shared_invite/zt-fykyy2wz-

qrJkOgVYHAopwT2dq4ogCw (Free Slack channel – any Q&A )

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

• http://www.keystepstosuccess.com/virtual-learning-training-coaching/

https://less.works/
https://www.linkedin.com/in/ggnyc/
http://www.keystepstosuccess.com/contact-us/
https://join.slack.com/t/kstsconsulting/shared_invite/zt-fykyy2wz-qrJkOgVYHAopwT2dq4ogCw
https://www.meetup.com/Large-Scale-Scrum-LeSS-in-NYC/
http://www.keystepstosuccess.com/virtual-learning-training-coaching/


Organizational [eco] System

Customer Proximity
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Product Focus Team Design

https://www.pinterest.com/pin/422001427567687025/

https://www.pinterest.com/pin/422001427567687025/


Customer Proximity
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Gap…

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

6

Between Value Creation 

(Teams/GEMBA)

and

Value Consumption 

(Customers/Users)



Wide Gap = Low Proximity

“Agile” Portfolios

“Agile” Programs

“Agile” Projects

“Agile” 
Managers, 

Conductors,
Coordinators, 
Orchestrators

“Agile” Oceans, Seas, Rivers and Streams

“Agile” Cars, Planes, Ships and Trains

Siloed teams of:
Architects

DevOps
System Engs

Agile Teams

KPIs
RAGs

Metrics

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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Narrow Gap= High Proximity
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Story Sketching

Open Space

Relationships



Product Focus
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Who Is Focused On What?
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Which Product “Dimension” Holds Value?
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How Do you Define Your Product?
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Team 1  Team 2  Team 3  Team 4  Team 5  Team 6

Team  1/2/3/4/5/6

Team  1/2/3/4/5/6

Team  1/2/3/4/5/6
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Component  Teams

Feature Teams



Just Because It “Fits in the Tool”
There is still a chance that this is NOT are real portfolio
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Now… unrelated ‘Body 
of Work’ becomes a 

product 

Need to coordinate 
and  manage Fake 

Portfolios

Need to coordinate 
and  manage Fake 

Programs

Need to coordinate 
and  manage Fake 

Projects

Now… component 
teams align with Fake 

Products

Now… component 
teams end up with 

teams’ private backlogs

LOCAL OPTIMIZATION
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Fake Product Portfolio



Moment of Self-Assessment

 Browser/client-side, or front-end/GUI layer
 Server-side/back-end
 Component or componentization module
 Library
 Common platform  (not directly sold)
 Service or API (not directly sold)

Are these REAL 
PRODUCTS?

How do you 
manage them?

What do your 
clients say about 
this?

What does this 
effort cost you?
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Fake Products (really, just Components)

…this led to Faux Scrum….

https://less.works/case-studies/very-big-bank

https://less.works/case-studies/very-big-bank
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From Components – To Cross-Components

https://less.works/case-studies/very-big-bank

https://less.works/case-studies/very-big-bank


Expanding Product Definition

PRODUCT

 Organizing by Business Value and Customer Centricity

 Expanding Product as wide as possible

 Constraining Product to keep it reasonably manageable

 Maintaining single Product Backlog (not multiple, private 

team backlogs)
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Team Design
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Faux (Fake) Scrum
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1)

2)

Does It Matter What We Call Them?

• Single skill-set “Scrum Team”  

• Component “Scrum team” 

• Pod?  Squad? Crew? Band? 
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Geographically 

dispersed, 

single-function, 

component 

group

‘squad’

* N

‘tribe’

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 SOWs) into a ‘squad’- is a

masquerade

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

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

‘squad’

Relabeling Game: Traditional to ‘Agile’
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Fractal Team Design & Communication
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Each team: private backlog, dedicated TOO, SM – estimating in a silo 
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https://www.youtube.com/watch?v=cr2rjaGmUzo

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


[eco]System Modelling
With Causal Loop Diagram (CLD)

o

Customer Proximity
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(Likelihood that 
development teams 
will be given good 
strategic guidance 
and have a good)

Product Focus

Team Design 
(supportive of 

Product/Customer-
centric, Adaptive/ 

Agile work)

Degree of 
appreciation for 

flatness/simplicity of 
organizational design

Likelihood that IT will 
be working directly 
with key biz players 

(Product Owner, 
users)

Effectiveness of 
feedback loops from 

Customer. Timely 
course correction

Traditional/Legacy/ 
Matrixed org structure, 

silos (Arch dept., QA 
dept., Dev dept., BA 

dept.)

Likelihood that 
development teams 

will deliver 
incrementally, 

according to priorities

Long-term
Customer satisfaction

o

Effectiveness of 
organizational 

and agile 
coaching

o



Q & A 
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