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What is LeSS

“ Scaling Scrum starts with understanding standard one-team Scrum. From that point, your organization must

be able to understand and adopt Le5S, which requires examining the purpose of one-team Scrum elements
and figuring out how to reach the same purpose while staying within the constraints of the standard Scrum

rules.

Agile development with Scrum requires a deep organizational change to become agile. Therefore, neither

Scrum nor LeSS should be considered as merely a practice. Rather, they form an organizational design
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What is LeSS

LeSS is not: LeSS is:

* Many teams doing their own so-called “Scrum”, and = 20 te.ams, working togther i realSemng, and:
* Working on different so-called “products” ’ Wo.rkln.g on the.same, Widely'defined product

* Delivering components that need further integration ’ De""‘?”“g hillyintegtaled; cnt-loend featdtes
» Working for many so-called “Product Owners” (“TOO”) ) Wo.rklnfg for only one REAL Product Owner

* Maintaining private, silo-ed and dependent backlogs * Mamtamingonly one, shared backlog

Many people with different strategy, vision, Only one person with shared strategy,
mission. Competing with each other. vision, mission. No internal competition.
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Classic Omissions With Product Owner Role
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Attention: This graphic is a cartoon and its purpose s

5 9 to expose a dysfunction through irony. This is NOT an
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invitation to experiment the presented case ©

Product Owner
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Classic Omissions With Product Owner Role

Bad SQL

7N

ol s (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
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Classic Omissions With Product Owner Role

Scrum Blind Date [with Mask Show]
@ D /
' l Scrum Master Product Owner
N '
Avold This:
Project 0 | Business
Scrum Manager S St
Team ‘
..while Team wishes to have a real Serum This is ..organization assigns any historically abundant, but frequently unsuitable
Master (servant-leader, promoter and candidates to fulfill these two important Scrum roles, and by doing so, adds
supporter of Scrum process), AND a real What challenges, dysfunctions and inefficiencies to the Scrum process... Such classic
Product Owner (empowered person, Team organizational mistakes, as internal contractual relationships, bureaucracy,
responsible  for  management  and overhead and local optimization, find their way into Scrum and adversely
prioritization of Product/Backlog).... Gets impact its dynamics...
Brought to you by www.keystepstosuccess.com
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Classic Omissions With Product Owner Role
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AvoidThis:

Manager

“Agile” Portfolio

Manager

“Agile” Program “Agile” Program

“Agile” “Agile”
Project Project
Manager Manager

“Agile”
Project
Manager

“Agile” Project | “Agile” Project | “Agile” Project | | “Agile” Project |

TOO =Team Output Owner. Notareal Product Owner. Thisisa fictitious role —someone who lacks whole product authority and is held accountable for ateam’s output (e.g. velocity, number of items
delivered). This term was originally coined and is best described by Michael James (https://seattlescrum.com/) at https://www.youtube.com/watch ?v=cr2riaGmuzo. TOO role does not exist in Scrum.

TCM = Team Coordination Manager. Notareal Scrum Master. This isa fictitious role —someone who is responsible for coordination and resolution of dependencies on behalf of a team through mandatory
Scrum of Scrums and other excessive coordination technigques. TCM role does not existin Scrum.

https://www.keystepstosuccess.com/wp-content/uploads/2020/09/scrum_project program portfolio-1.jpg
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Classic Omissions With Product Owner Role
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I'LL CALL THIS COMMON DEVIATION FROM SCRUM A TEAM
OUTPUT OWNER, BECAUSE THAT'S WHAT THE ORGANIZATIONS
I'VE SEEN ARE ACTUALLY EXPECTING FROM THEM.

.’,\.
TOO > __
TEH ﬂﬂl?ﬂ/ oeF ~=

WITH RESPECT, WHEN I SAY TEAM OUTPUT OWNER,
PLEASE CONSIDER THAT IT MAY APPLY TO YOU OR
OTHERS YOU CURRENTLY CALL "PRODUCT OWNER." [

TR NN,

(C) 20/9 Michael James (myl. Al rights reserved.
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https://drive.google.com/viewerng/viewer?url=https://www.keystepstosuccess.com/wp-content/uploads/2019/08/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf
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Classic Omissions With Product Owner Role

THEY ARE INTERMEDIARIES WITHOUT THE
AUTHORITY TO MAKE MAJOR BUSINESS
DECISIONS.

BUSINESS
ANALYST

UIREMENTS
RE%NG\NEE“

— THEY ARE
YACCOUNTABLE* FOR
THINGS THEY CAN'T THEY RISK BECOMING
CONTROL. REQUIREMENTS

ENGINEERS, BUSINESS
ANALYSTS, OR PROJECT
MANAGERS.

(C) 2019 Michae! James (my). Al rights reserved.

https://drive.google.com/viewerng/viewer?url=https://www.keystepstosuccess.com/wp-content/uploads/2019/08/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf

9

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


https://drive.google.com/viewerng/viewer?url=https://www.keystepstosuccess.com/wp-content/uploads/2019/08/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf

Classic Omissions With Product Owner Role

THEY MIGHT COCRDINATE
THE TEAM'S WORK WITH THE
WORK OF OTHER TEAMS,
TRACK DEPENDENCIES, DO
ADMINISTRATIVE WORK,
STATUS REPORTING.

)

OR PUSH THE TEAM
FOR MORE OUTPUT.
LARIFICATION )
‘ M THE TEAM OUTPUT OWNER
‘ IS UNDER PRESSURE FROM

ELSEWHERE, NOT ABLE TO
BE AN ENTREPRENEUR.

In no way did I envision the Product Owner
becoming a business analyst that was
responsible for requirements engineering.
-Ken Schwaber

https:/Vkenschwaber. wordpress. com
201701/ 31/ product-owners-vot-proxies/

19 (C) 2019 Michael James (mp). All rights reserved.
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Proper Positioning and Alignment of Product Owner
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Proper Positioning and Alignment of Product Owner
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Proper Positioning and Alignment of Product Owner

There is one Product Owner and one Product Backlog for the
complete shippable product.

The Product Owner shouldn’t work alone on Product Backlog
refinement; it is mostly done by the multiple Teams working
directly with customers, users, and other stakeholders.

All prioritization (ordering) goes through the Product Owner,
but clarification is as much as possible directly between the
Teams and customer, users, and other stakeholders.

https://less.works/resources/learning-resources/books
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Consumption of Product Owner’s Time In LeSS

What LeSS meetings does the Product Owner attend, and what is their
average actual duration in a typical two-week Sprint?

1. Sprint Planning Part One: 1 hour
2. If doing overall Product Backlog refinement: 1 hour®
3. Sprint Review: 2 hours

4. Overall Retrospective: 1.5 hours

So the total time together in meetings is less than a new Product Owner
might imagine: realistically, perhapg six hours in a two-week Sprint

https://less.works/resources/learning-resources/books
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Consumption of Product Owner’s Time In LeSS
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Consumption of Product Owner’s Time In LeSS
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Consumption of Product Owner’s Time In LeSS
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Who The Product Owner Reports Into In LeSS
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LeSS Organization

Let's examine a LeSS organization...

: ¢ Head of the Product Group—Most Le55 organizations still have managers including a "head of product
: group.” They support the teams by Go See and help them remove obstacles and improve. LS5

: organizations don't have matrix structures and there are no “dotted-line” managers.

: “Head of Product Group” is called differently in different organization, here we mean the hierarchical

|

manager of all the teams.
* Feature teams—This is where the development work is done. Each team is cross-functional, self-
managing feature team with a Scrum Master. They are permanent units that stay together for the
— - Luration of a product (and sometimes longer). Avoid lots of hierarchical layers as much as possible. | _____
* Product Owner (Team)—Thiz i also commonly called “Product Management.” It can be one person but in
a larger LeSS organization the Product Owner might be supported by other product managers.
An important point in this organizational structure is that the Teams and the Product Owner are peers.
This important to keep the power balanced between the roles. The Teams and Product Owner should
have a cooperative peer relationship.

A common alternative structure is when the Product Owner belongs to a different organization. This is
OK though it does often require additional effort to ensure the Product Owner has a close relationship
e

¢ Undone department—This department, ideally, does not exist.
But unfortunately sometimes the teams are not yet able to create a true shippable increment every
Sprint. This is reflected by their “Definition of Done” not being equal to “Potentially Shippable” Undone
departments such as test, QA, architecture, or business analysis groups should never exist in the smaller

[m————————————

Le55 framework groups as they should be integrated into the teams from the start. On the other hand,
we unfortunately frequently still see an operations or production undone department in LeSS adoptions,
as they often cross organizational boundaries.

https://less.works/less/structure/organizational-structure
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The Product Owner (Team) In LeSS Huge
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Who The Product Owner Reports Into In LeSS Huge
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Who Is The Product Owner in Different Types of Development
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