Word Play, Masquerades
and Omissions with Scaling.
Any Alternatives?
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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

Agile
Coaching

f- e e N
BEST AGILE ARTICLES
BEST AG;%)E‘A‘!I'"CLES 2019

Wisdom ¥rom Practitonsry

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
gg_nyc@yahoo.com (underscore)@

https://www.linkedin.com/in/ggnyc/ m
http://www.keystepstosuccess.com/contact-us KS_—

https://join.slack.com/t/kstsconsulting/shared invite/zt-fykyy2wz- oS8e

grJkOgVYHAopwT2dg4ogCw (Free Slack channel — any Q&A ©)

{eSS

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

ONLINE

https://less.works/trainers/33/courses
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Abused Terminology

Top-3 Abused Words

1)Agile
2) Scaling 5

PN

3) Enterprise

When put together, in the same phrase, they become “Enterprise Agile Scaling”
— what seems to be the most popular and frequently used phrase, nowadays.

Instead of using this phrase obsessively (titles, job descriptions, etc.), please
consider the following:

< If “Agile” I= “Adaptive”, the word is probably misused

< In order to SCALE goodness, you may need to DE-SCALE (remove)
badness. Therefore, by obsessively focusing on scaling, you might be
increasing (scaling up) levels of badness in the system (organization) &

< “Enterprise” — does not always mean “huge”. A 50-person company (HR,
Finance, Legal, VVendor Management, Business, Operations, IT) — is an
enterprise. A 500-person IT Department alone — is NOT an enterprise.

- Brought to you by www.keystepstosuccess.com
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Good-0Old Scrum
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Feature team:
- stable and long-lived

Product 9 - cross-functional ';?]:E;gillg
/ - -
Backlog : . cross-component oroduct
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|/Team has the necessary knowledge and skills to complete
| an end-to-end customer-centric feature. If not, the team iIs

\
|
|

'\expected to learn or acquire the needed knowledge and skill.

www.craiglarman.com
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Copy & Paste Is NOT Scaling
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Mini-Waterfall & Component-centric “Scrum”

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 optimizmtion by single-skill specialists

(e.z.. PM, BA, QA, Architect, Developer)
-hand-overs, toll-gates, “intemal contracts” 1 )

-long pericds of down-time by specialists, When Waterfall / Sequential Project Phase Team(s) “sprint”, it looks like this:
when it is not “their phase” to work

-“water-scrum” [ “scrum-fall’ ( Analysis | ‘ | Design | ‘ [ Cevelopment..... | ‘ [ Development ... ] . ( Development ... | » ( Testing
-Very weak Definition of Ready & Done | |
1

-PSPI —takes many sprints to produce

59

- D
) > S . y
| When Component Team(s) “sprint”, it looks like this:
YT | | ComponentA I’ ( ComponentA I‘ [ ComponentA | ’ | ComponentA |
Py ) Integration
0[}. s
“» | | ComponentB I’ | ComponentB I. [ ComponentB | ‘ ( ComponentB | " & Bug Fixing
[_ComponentA ]
-separate, component-specific backlogs or [_ComponentB |
single backlog withcomponent-specificitems | | ComponentB I’ [ ComponentB I‘ | ComponentB | * | ComponentB | I" [_ComponentC |
-local optimization by componentspecialists [ ComooneriD 1
(e.g. UI/UX, middle-tier, back-end, web —P°——|
service, architecture) ’ . ‘ |__ComponentE
-hand-overs, toll-gates, “intemal contracts” | l ComponentD J [ ComponentD J [ ComponentD | ( ComponentD ) - —
sprint 26

-multiple non-development sprints needed to
integrate allcomponents and fixbugs

-Weak Definition of Ready & Done [ ComponentE | ‘ ( ComponentE | ‘ ( ComponentE | ’ ( ComponentE ]
-PSPI —takes many sprints to produce

» Product definition is weak. Applications and components that don’t have strong customer alignment are treated as
products

“Doing Scrum” efforts are often a result of trying to meet goals of agile transformation (some annual % goals must be
met), set at enterprise level

“Territorial” code ownership

Top-down, “command & control” governance, with little autonomy and self-management at team level

Importance of Scrum dynamics and its roles are viewed as secondary to existing organizational structure blueprints
Too many single-specialty experts and very few T-shaped workers

No meaningful HR changes to support Scrum team design

Y

YVVVVYVYY
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Merciless Plagiary of The “S-Model”

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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Born To Scale

DBinth, Cort;

This Certifies That

(Name)

(Mother)

(Father)

(Weight)

(Length)

(Location)

(City)

(State)

(Signed)

(Signed)

(#@&e Certification Number) (#@&e Version)
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Copy & Pasting Someone Else’s Experiment

...Once upon a time, there

Heavily Over-Engineered, Internal “Agile” Framework

R ey _(l\snt reallyanybettertEa

- nan expensnve commemally availa le @#8&e framework?) was a great experiment,

) . S

i e performed by small, lean
TN Chapters — used-to-be vertical company, to improve E
Avold This:

organizational structures, flipped 80
degrees, ontheir side, to createan
iliusion of iearning communities They
primarily protect historical spheres of
organizational influence and control.

OWN internal dynamics...

AND IT WORKED!!!

...But then, the
“blueprint” became
a commodity and
everyone started

Tribes of Tribes -
something broader
than a singletribe. Its
existence isjustified by

the need of “wider copying it, blindly...
strategic alignment”. ...Andsomething
went wrong for
copy cats...

~ Guilds —structures, whose
purposeisnotclear.
Considered as important,

Tribes — historically, complex
congregations of people, supportive
of existing organizational spheres of

control and ways of classifying
Jgroupingwork, mostly, for
reporting convenience (e.g.
projects. programs, portfolios).

sincetheywere introduced
inthe initial “S" modei,
where theyhada very
specific (and different)

meaning.

S,
N

Armies of off-shore vendors-
workersthat are excluded from
“squads”, becausethey are not
a part of aclient-organization
(they are not “core people”)

Over-crgivded “squads” of single-function
specighists, reporting to thesame 1-st line
man#éger—they arenot ableto work onwhole
fegtures Thismostly leadsto fake Scrum.

Power Tower of “agile evangelsts”, responsible for re-creating
organizational complexity inthe new spirit of “agile”.
Evangelists are now deployed into various, loclly optimized,
organizational structures, to support adoption of a framework.

Understaffed “squads” of “core people” (hands-off
leads and managers only) —they arenot ableto
work on wholefeatures. Mostly, responsible for
giving guidanceto otherson how to work.

Brought to you by www.keystepstosuccess.com
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Many Layers b/w Customer & Gemba

CUSTOMER “mguertfolios

CENTRIC

A 21

ngic T |OgramS

Dmgue v, aCts
“Agile” Oceans, Se~.s, Rivers and Streams

“Agile” Cars, Planes, Shine 212 Trains

“Agile” KPIs
Managers, RAGs
Conductors,
Coordinators,
Orchestrato.s

Siloed :eams of:
Architects
[evOps
System Engs

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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Big problem - Exposed

05/05 - LESS TALKS: DAVE
SNOWDEN: ANSWERING
TOUGH QUESTIONS (Q&A)

O MAY 5 2020 & GEME W LEAVE ACOMMENT & EDIT

A great talk today (this is round 2}, with
Dave Snowden (round 1 was on 04/20),
who took on some provocative and
pretty powerful questions. All points
that Dave made were strong.

Here is one that resonated really strong
(the quote in blue below is semi-

transcribed/paraphrased, starting from

about 4 min 20 sec in the video recording below):

“nBAFe is perfect for big consultancy firms...

With big consultancies, when the ratic between a principal and a doer
(partner and consultant] is up to about from 1:5 to 1:10 - apprentice
model.

With ratio of above 1:15 - it becomes an industrial model (vou have to
“feed” a lot of people), when vou get more structured processes and
recipes.

This is why big consultancies want high utilization and long-term
projects, [using] Six Sigma, BPR, 5AR..etc.

What thev like is a massive roll out, with lots of peaple, over a long period
of time.

What they DONT like, are small improvements in the present.

w50 you [if vou are a client company] are better off working with small

0

consultancies, not big consultancies....”.
http://www.keystepstosuccess.com/2020/05/05-05-less-talks-dave-snowden-answering-tough-questions-qga/
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Fractal Scaling (TOO '=PO ©)

I’LL CALL THIS COMMON DEVIATION FROM SCRUM A TEAM :HU%SEEN:;R&‘:&A:E;:I;&;&;;;E

OUTPUT OWNER, BECAUSE THAT'S WHAT THE ORGANIZATIONS Tea m Tea m DECISIONS.

I'VE SEEN ARE ACTUALLY EXPECTING FROM THEM. @ @

THEY ARE

SACCOUNTABLE" FOR

THINGS THEY CAN'T THEY RISK BECOMING

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

)

<> <«<»
Team
<< <>

¥V 100 -
T DUIPVT OWHER

2

WITH RESPECT, WHEN I SAY TEAM OUTPUT OWNER,

PLEASE CONSIDER THAT IT MAY APPLY TO YOU OR |
OTHERS YOU CURRENTLY CALL "PRODUCT OWNER."

W N

(€3 2019 Michoe! dames to). Al rights reserve.

> |.lul///,/,////

Team

e 2
eam
(o0 ) C 00 )

«»
Team
(100 )

el T »
eam
R o

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

Each team: private backlog, dedicated TOO, SM — estimating in a sillg
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https://www.youtube.com/watch?v=cr2rjaGmUzo

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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“Scaling” Legal Contracts

Client Company

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

Vendor B Vendor C Vendor D Vendor E

15
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Reading References

*05/05 — LESS TALKS: Dave Snowden: Answering Tough Questions

*Ken Scwaber: unSAFe at any speed

*Mike Cohn: L.A.F.A.B.L.E (Large Agile Framework Appropriate for Big, Lumbering Enterprises), by Mike Cohn
*S_Fe is not Agile. S_Fe is not even Scrum, by Mike Beedle

Issues with SAFe, by Ron Jeffries

*“SAFe = shitty Agile for Enterprises”, by Martin Fowler

*SAFe: Market Share Increase. Rapid Growth. What Is The Recipe?, by Gene Gendel

*Dan Snowden: SAFe: the infantilism of management

*Does SAFe agree with the Agile Manifesto?, by Peter Merel

*SAFE # AGILE, by Tom Mellor

*Dependencies, Scrum of Scrums, and SAFe,by Ron Jeffries

*https://ronjeffries.com/categories/safe/, by Ron Jeffries

*GOTO 2015: Adgile is Dead, by Dave Thomas

*Why do so many companies seem to jump straight to SAFe when starting Agile?, by Mark Levison

*U.S. Air Force Questions about Agile /SAFe Memo? -highly discouraging from using rigid, prescriptive frameworks
such as SAFe | (Slide 12 screenshot)

*CSO Memo on Agile — and SAFe, by Nicolas M. Chaillan (US Air Force Chief Software Officer)

*“It's just a toolbox” — essentials and accidents in scaling agile, by Dr. Agilefant

*Scaling Adgility or Bureaucracy, by Ari Tikka and Ran Nyman

*LeSS SAFe comparison, by Ari Tikka and Ran Nyman

*The Horror Of The Scaled Agile Framework, by Neil Killick

*You Don’t Need a Complicated Story Hierarchy, by Mike Cohn

*Let’'s Acknowledge SAFe for What It Is....And Move On, by Mike Cottmeyer

*Revenge of the PMO, by Marty Cagan

*Why SAFe Is Not The Scaled Agile Approach You Need, by Renee Thoughton

*Remove References To Scrum From SAFe!, by Den Sunny

*Beware SAFe (the Scaled Agile Framework for Enterprise), an Unholy Incarnation of Darkness, by Sean Dexter
*10 Common Mistakes when Implementing SAFe, by Michael Kiisters

+Steal “Agile”: Despicable Mission, Jacques Morali, Victor Willis, Henri Belolo

*How is SAFe different from Scrum/Adgile project management?, by Peter Stevens

Spotify "Model”:

*Failed #SquadGoals, by Jeremiah Lee

*Case Study : When emulating Scaling Agile at Spotify went awry at Refinery29, by Andy Park
*The Spotify “Model”: Don’t Simply Copy-Paste, by Evan Campbell

*Spotify didn’t implement the Spotify model by copying Spotify...by Kent Beck

*“Spotify Model” — 10 lessons in transplantology, by Kate Hobler (Terlecka)

*Scaling Agile @ Spotify, with Tribes, Squads, Chapters & Guilds, by Henrik Kniberg & Anders
lvarsson

*Don’t Copy the Spotify Model, by Ben Linders

*Over-engineered “Agile Operating Model” by Gene Gendel

*Accelerated career path by “l@#$%” Coach”, by Gene Gendel

https://www.keystepstosuccess.com/2016/05/safe-market-share-increase-rapid-growth-what-is-the-recipe/
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https://kenschwaber.wordpress.com/2013/08/06/unsafe-at-any-speed/
https://www.lafable.com/
https://www.braintrustgroup.com/2015/safe-%E2%89%A0-agile/
https://ronjeffries.com/xprog/articles/issues-with-safe/?lipi=urn:li:page:d_flagship3_pulse_read;x5bJkmlYTD609ClpFPJ%2BNg%3D%3D
https://plus.google.com/+IvanPierreKilroySoft/posts/7EisAMuEMky
https://www.keystepstosuccess.com/2016/05/safe-market-share-increase-rapid-growth-what-is-the-recipe/
https://cognitive-edge.com/blog/safe-the-infantilism-of-management/
https://www.linkedin.com/pulse/does-safe-comply-agile-manifesto-peter-merel/
https://www.braintrustgroup.com/2015/safe-%E2%89%A0-agile/
https://ronjeffries.com/articles/2015-02-08-dependencies/
https://ronjeffries.com/categories/safe/
https://www.youtube.com/watch?v=a-BOSpxYJ9M&lipi=urn:li:page:d_flagship3_pulse_read;x5bJkmlYTD609ClpFPJ%2BNg%3D%3D
https://www.quora.com/Why-do-so-many-companies-seem-to-jump-straight-to-SAFe-when-starting-Agile/answer/Mark-Levison
https://software.af.mil/wp-content/uploads/2019/12/DSOP-AMA-v1.0.pptx
https://www.keystepstosuccess.com/wp-content/uploads/2019/12/usairforce_opinion_on_safe.jpg
https://software.af.mil/wp-content/uploads/2019/12/CSO-MFR-on-Agile-Frameworks-12282019.pdf
https://dragilefant.com/2019/04/09/its-just-a-toolbox-essentials-and-accidents-in-scaling-agile/
https://gosei.fi/blog/scaling-agility-or-bureaucracy/
https://gosei.fi/blog/less-safe-comparison/
https://neilkillick.wordpress.com/2012/03/21/the-horror-of-the-scaled-agile-framework/
https://www.mountaingoatsoftware.com/blog/you-dont-need-a-complicated-story-hierarchy
https://www.leadingagile.com/2015/03/lets-acknowledge-safe-for-what-it-is-and-move-on/
https://svpg.com/revenge-of-the-pmo/
https://agileforest.com/2018/06/24/why-safe-is-not-the-scaled-agile-approach-you-need/
https://remove-scrum-from-safe.tilda.ws/Objection
https://medium.com/@seandexter1/beware-safe-the-scaled-agile-framework-for-enterprise-an-unholy-incarnation-of-darkness-bf6819f6943f
https://www.youtube.com/watch?v=443BrsKaLdo&t=5s
https://www.youtube.com/watch?v=LBQwwBI5rhE
https://www.quora.com/How-is-SAFe-different-from-Scrum-Agile-project-management/answer/Peter-Stevens-105
https://medium.com/@andy.park/when-emulating-scaling-agile-at-spotify-goes-awry-d297dc006763
https://www.solutionsiq.com/resource/blog-post/the-spotify-model-dont-simply-copy-paste/?utm_source=newsletter&utm_medium=email&utm_campaign=ba&utm_content=blog
https://twitter.com/kentbeck/status/1000011818197188610?lang=en
https://www.linkedin.com/pulse/spotify-model-10-lessons-transplantology-kate-terlecka/
https://blog.crisp.se/wp-content/uploads/2012/11/SpotifyScaling.pdf
https://www.infoq.com/news/2016/10/no-spotify-model
https://www.keystepstosuccess.com/wp-content/uploads/2020/02/donotcopy-s-model.jpg
https://www.keystepstosuccess.com/wp-content/uploads/2020/02/agile_coach_fast_track-1.jpg
https://www.keystepstosuccess.com/2016/05/safe-market-share-increase-rapid-growth-what-is-the-recipe/

Market Reality: Lowered Tolerance To...

Tired of *Scaling*? =3

(...you are so not alone...)

Maybe, it is time to
DE-Scale?

https://www.linkedin.com/feed/update/urn:li:activity:6691900420555608064/

What is COVID-19 impact?
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Costs of Fake Agile Are High

1

PN

Avoid This:

“Triple Taxation” on Client Companies

Big Consultancies
(supported by
recruiting agencies),
advising of “Tool +
Framework” Big-Bang
Agile Transformations

Large,
Commercially
Successful “Big-

“Agile” Tools,
supportive of
Big Bang “Agile

. Bang Agile”
Frameworks Frameworks”
@ Brought to you by www.keystepstosuccess.com
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Costs of Fake Agile Are High

Brought to you by

Avoid
(Deck — Driven Transformations)

DD

Knowledge retention and quality of learning are inversely
proportional to thickness of a power point 'agile
transformation’ deck and directly proportional to font
size used in a deck ;)

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



ALTERNATIVES???
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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 ®
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UNDERSTAND

It is vital to appreciate that organizational agility cannot be achieved by a development team
in isolation -- it is a system challenge for organizational redesign. Especially when you are
interested in LeSS within an R&D department of thousands, where each product group may
have 200 or 700 people distributed in two or five sites around the world. If an engineering
team has the technical capacity to adapt or change quickly, but requirements management,
_legal practices, product management, HR policies, site strategies, and deployment
processes all emphasize rigidity, conformance to original plaRs, conformance to the status
quo, and slow practices, then how can there be real agility?

Source: https://www.scrumalliance.org/community/spotlight/craig-larman/june-2015/less-agile-or-less-agile

http:/ /www.keystepstosuccess.com/2017/08/agile-organization-as-a-sushi-roll
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Remember Good-Old Scrum?

. customer-

@ centric
\ feature
>

Feature team:
- stable and long-lived

Product 9 - cross-functional Zﬁ:ﬁ;gﬁ:g
/ - -
Backlog : . cross-component oroduct
~ increment

|/Team has the necessary knowledge and skills to complete
| an end-to-end customer-centric feature. If not, the team iIs

\
|
|

'\expected to learn or acquire the needed knowledge and skill.

www.craiglarman.com
www.odd-e.com

Copyright © 2010
C.Larman & B. Vodde

_ P All rights reserved.
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Scrum with 2-8 Teams

NOT scaling Scrum: Many teams doing their own Scrum

Scaling Scrum: 2-8 teams scrumming together (on same Product)

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

3 L

-

Fi— — ——1 3

N el e
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One Sprint: 2 -8 Teams

Team A Sprint>

Team A Sprint
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Team D Sprint

Team D Sprint

\/

N4

Team D Sprint>'

Ability To:

Refine (PBR)- TOGETHER

Plan — TOGETHER

jl> Coordinate - DIRECTLY

jl> For this, sprints
must be

parallelized, not
staggered
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One Sprint: 2 —

8 Teams

One Product-level sprint

Whole Product focus

Shared Definition of Done (DoD) by all teams

Teams working together/communicating by: “just talk” or “just scream”

Ms: lets g
together after the

Team 3: we
are scouting
about your
technigques!

LeSS - 5 NOT many teams, doing their own Saum, sprinting ad-hoc,
working from sepgrite tegm h;ck/ajs, servicing different Product Owners,
dealing lots of dependencdies 3nd coordingtion.

LeSS - IS Sarum, done by mulfllble (2-8) teams sprinting t‘o_gc*f/;er,
working from the same hack/o_q, servicing the same Product Owner, having
no requirernents dependencies and 3 ,D/enfyofd/rea‘ coordingtion.

sprint and discuss the
wind and current
factors. Lets invite
PO, Team Reps &
Managers

1 can helplil!

I need helpll!

All Teams: our
community is

great!
Teams 2,3 and
4, shall we talk
about rowing é
techniques? = ——
please sync
Product up with us!
Owner: | have
some tips for Everyone: who
you. needs drinking ~
water? =

watch out
‘or rocks!

By Gene Gendel. 2020

eams, thank

you for Does anyone
focusing on need any
my Priorities! clarification?

Product

To drag along a cargo (product) smoothly and steadily. all
tug baats must synchronize their efforts: start together, pull
in the ssme direction, do not try to outrun each other. Bigger
bogts have dedicated captains (SMs). Smaller bogts (up to 3)
may share the same SM.
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The Big Picture & History

i . A
Practices for ™
Scaling Lean & Agile

Development

and Offsh 1

Scaling Lean & Agile
Development

FIRST READ THEN READ THEN READ

Practices for
& Agile

LARGE-SCALE
ScruM

Large Scale Scrum: Scaling Lean & Agile Practices for Scaling

More With LeSS, Development, Lean & Agile
Larman/Vodde Larman/Vodde Development,
(2016) (2008) Larman/Vodde
(2010)

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

» LeSS adoptions require months of preparation and then a ‘FLIP’.

» LeSS is no more than 70+/- a few, people: don’t try to bite more than
you can swallow

» 2-8 Teams
» One Product. One Product Owner. One Backlog

only one
only one 5 only one

’0!:7,, i
LeSS FRAMEWORK et

B SCRUMMASTER
e G| & FEATURE TEAM
o —

7 / Q@Q % "\l Q

P 1| /) 0@@Q y @7 VQ SPRINT REVIEW
PSRN 0 —= RETROSPECTIVE NEXT
AP ETT AN QY 3 Q S OOy seeum SPRINT
PLANNING 2 COORPINATION 5 OVERALL RETROSPECTIVE|
SPRINT PROPUCT
BACKLOG BACKLOG
REFINEMENT

http://less.works [ (c) TN
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Product Owner In LeSS

909

°e
¢ o
HICHER N
MANAGEMENT ‘

SCRUM MASTER

PROPUCT
OWNER

CUSTOMERS o _  ___.==""" "*e... )
/Us‘zs "Danwanm & TEAMS
Ntp:/ less.works [ XTI

direct

only

o«

o @f\”ﬁ%

B

Product Owner

only

Users (internal)/ Teams
Customers (external)
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Scrum Master In LeSS

‘® D
i d
PN
L (in HR Database)

It is amazing if your company, creates the following important titles (marked
in red) in its HR database, to support agile roles and careers. However, it is a
sign of a deep systemic dysfunction and ‘agile masquerade’, if the following
SQL queries are ran, as a batch job, overnight... &.

UPDATE table_employee
SET table_employee.title= ‘Senior Agile Coach’
WHERE table_employee.title = ‘Senior Project Manager’

UPDATE table_employee
SET table_employee.title = ‘Scrum Master’
WHERE table_employee.title = Junior Project Manager’

UPDATE table_employee
SET table_employee.title= ‘Product Owner’
WHERE table_employee.title = ‘Business Analyst’

Brought to you by www.keystepstosuccess.com

NO

YES

Dedicated full-time role

In LeSS, the
usuall
Scrumiv
time r

depending on any number ¢

P

FOCUS
/1

ScrumMaster role is vital. \

ssible for one full-time ScrumMa

er fill the role for up to three teams,

@ TIME

—>

ORGANIZATION ¢

PROPUCT
OWNER

S
0

A o

httn:/ /less.uorks [0 TR

30

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



Scrum Master In LeSS

Misunderstood

The ScrumMaster role is a new one and often not understood by teams and organizations who are adopting

ScrumjA frequent response is to make the “leftover people” the ScrumMasters. [They might be nice people but
often lack the right skills, motivation, and Scrum knowledge to be effective ScrumMasters. They morph the role
into something else which then becomes accepted within the organization as the way a ScrumMaster should be.
After all, the ScrumMaster should know if they re doing things correctly, right? Sometimes well-meaning
ScrumMasters who are new to Scrum or not a good fit for the ScrumMaster role cause things to happen that are
actually counter to Scrum and detrimental to Scrum adoption, thereby transforming them into anti-

Scrumvasters.

Is there Career Path for F/T Scrum Master?

Dedicated full-time role

In LeSS, the ScrumMaster role is vital. We ' ve seen many organizations try part-time ScrumMasters, which
suallleadstong Scoumbiacters 2L Sl _This then affects the LeSS adoption enormously. In LeSS the
ScrumMaster is 2 dedicated, full-time role if the same way that being a Scrum Team member is a dedicated, full-

time role. Having said that, it is possible for one full-time ScrumMaster fill the role for up to three teams,
depending on any number of factors.

Sourced from less.works
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Team In LeSS

Types of teams

Setting overall direction

Designing the team and
its organizational context

Monitoring and managing
work process and progress

Executing the team task

Manag
Respor

ement
1sibility

Manager-
led
teams

Self-
Managing
teams

Figure 1. Types of Teams.

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

Self-
Designing
teams

Self-
Governing
teams
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Team In LeSS

COMPONENT TEAMS
VYo

w SYSTEM
g m—
PROPUCT | comPONENT| [ !
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/ T4 A |
MM 1 ¢ ’} D= :
ITEM 2 <\ } |
| |
IfEM 9@ @Q ' | coMPONENT] [
| |
{ TEAM = :
| |
I [
g |~ [comPoNeNT [ [ |
21 G !
COMP ¢ T o= |
TEAM Wil H

7%

\ 9

Po

PROPUCT
OWNER

FEATURE TEAMS

du

TEAM WEI

TEAM WV

SYSTEM
[ttt I
| |
I |
: COMPONENT :

94 f
/I [ Qi :

| |

| |

I I

\: COMPONENT :
-3 B ||
A =) !
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I [l e | I
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http://less.works
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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) R

* Everyone is involved ¢

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

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

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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Why Is LeSS More Real?

http://less.works [(c0) RTINN

Real Community
(for functional learning)
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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

\ N - -
é‘ ﬂ N oy ~a._ APOoOrPOand APOs.
A e s
b AN

" APO Sub-Team

¥i

-

B i Ay i
/" APOlsub-Team s [
i \

P

2-3Teams

mmﬁ‘ ii [lxi ||z

B
s
l%‘ ii ii ii
|
Bid

Bt 1i| ii ii

MM ii ii ii

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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