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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/trainers/33/courses

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



Good-Old Scrum
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Copy & Paste Is NOT Scaling
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Mini-Waterfall & Component-centric “Scrum”
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1)

2)

 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
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‘squad’

‘tribe’

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) -

is a masquerade

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
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Merciless  Plagiary  of The “S-Model”

Re-labeling
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Born To Scale

Birth Certificate
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



Many Layers b/w Customer & Gemba

“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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Big problem - Exposed

http://www.keystepstosuccess.com/2020/05/05-05-less-talks-dave-snowden-answering-tough-questions-qa/

http://www.keystepstosuccess.com/2020/05/05-05-less-talks-dave-snowden-answering-tough-questions-qa/
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Fractal Scaling (TOO !=PO )

SM

TOO

SM

TOO

SM

TOO

SM

TOO

SM

TOO

SM

TOO

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

Team

Team

Team

Team

Team

Team

SM

TOO

SM

TOO

SM

TOO

SM

TOO

SM

TOO

SM

TOO

Team

Team

Team

Team

Team

Team

SM

TOO

SM

TOO

SM

TOO

SM

TOO

SM

TOO

SM

TOO

Team

Team

Team

Team

Team

Team

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

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

Who is Team Output Owner (TOO)?

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


“Scaling” Legal Contracts
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Vendor A Vendor B Vendor C Vendor D Vendor E

Client Company

Engagement Lead Engagement Lead Engagement Lead Engagement Lead Engagement Lead

…somewhere in a cloud, doing mandate laborious work…

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

“team” “team” “team” “team”



Reading References

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

16

SAFe
•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: Agile 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 Agility 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 Küsters

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

•How is SAFe different from Scrum/Agile 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 

Ivarsson

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

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

•Accelerated career path by “!@#$%^ Coach”, by Gene Gendel

https://www.keystepstosuccess.com/2016/05/safe-market-share-increase-rapid-growth-what-is-the-recipe/

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

What is COVID-19 impact?

https://www.linkedin.com/feed/update/urn:li:activity:6691900420555608064/
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Costs of Fake Agile Are High
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Costs of Fake Agile Are High



ALTERNATIVES???
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Important

Organizational STRUCTURE –

is the 1st 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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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This is what some less experienced agile coaches do 
not stress, when they coach senior management 



UNDERSTAND

http://www.keystepstosuccess.com/2017/08/agile-organization-as-a-sushi-roll/

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

22

http://www.keystepstosuccess.com/2017/08/agile-organization-as-a-sushi-roll/


Remember Good-Old Scrum?
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NOT scaling Scrum:  Many teams doing their own Scrum

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

YESNO

Scrum with 2-8 Teams

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Different people with strategy, and 
vision, setting a different course

Same person with strategy, and 
vision, setting a unified course



One Sprint: 2 – 8 Teams
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Team A Sprint Team A Sprint

Team B Sprint Team B Sprint

Team C Sprint Team C Sprint

Team D Sprint Team D Sprint

Team A Sprint …

Team B Sprint …

Team C Sprint …

Team D Sprint …

Ability To:

Refine (PBR)- TOGETHER

Plan – TOGETHER 

Coordinate - DIRECTLY

C
o

o
rd

in
atio

n
In

te
gratio

n

C
o

o
rd

in
atio

n
In

te
gratio

n

C
o

o
rd

in
atio

n
In

te
gratio

n

C
o

o
rd

in
atio

n
In

te
gratio

n

C
o

o
rd

in
atio

n
In

te
gratio

n

C
o

o
rd

in
atio

n
In

te
gratio

n

C
o

o
rd

in
atio

n
In

te
gratio

n

C
o

o
rd

in
atio

n
In

te
gratio

n

C
o

o
rd

in
atio

n
In

te
gratio

n
For this, sprints 

must be 
parallelized, not 

staggered



One Sprint: 2 – 8 Teams
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The Big Picture & History

2008

2010

2016
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https://seattlescrum.com/downloads/Why-Scrum-Isnt-Making-
Your-Company-Very-Agile-v2.pdf

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


 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

Size of LeSS Adoption
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only one

only one only one
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Product Owner in LeSS

direct

direct

only

only
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YES

NO

Scrum Master in LeSS



Sourced from less.works 

Is there Career Path for F/T Scrum Master?

Scrum Master in LeSS
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Team In LeSS

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


Team In LeSS
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Opportunities For Coordination In LeSS
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Multi-site estimation with Planning Poker

Opportunities For Coordination In LeSS
Multi-team Product Backlog Refinement

• Open space (physical or virtual)
• “Promiscuous” collaboration
• Directly, with users and customers

• By “doers” (team members)
• 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
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Opportunities For Coordination In LeSS
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Why Is LeSS More Real?

by Real Community

Real Team (Feature)

Real Product Group

(for functional learning) 



Q & A 
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APPENDIX 

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

40



Source: http://www.keystepstosuccess.com/wp-content/uploads/2018/02/scrum_scaling_org_descaling-1.pdf
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http://www.keystepstosuccess.com/wp-content/uploads/2018/02/scrum_scaling_org_descaling-1.pdf


Relationships in LeSS
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