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About Gene

Gene Gendel is an organizational design specialist, agile/lean coach
and trainer, consultant and adviser to senior leadership. Almost 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
techniques 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 aonly 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

o Adaptive’

Ecosystems
‘\»: X

The Green Book:
Incépendent ESSay:

Agile
Coaching

BEST AGILE ARTICLES i BEST AGILE ARTICLES
«U10 T OF 2017

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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About Training Content

> Created by: Gene Gendel

» Sourced from: https://less.works/resources/graphics/index.html

» Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer

» Sourced from: https://less.works/resources/learning-resources/books

» Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

» Sourced from: https://www.keystepstosuccess.com/coach-tools/
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Conditions for Learning

Temporary PAUSE on:

PMI/PMO/PMP
Six Sigma/SAFe/Spotify
Internal frameworks, methodologies,
“operating model”

type of experience
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Understanding
System Thinking
and
System Modelling




System Modelling & Thinking

Causation
VS
Correlation




System Modelling with CLD (example)

ereasri:r?hgo ability to guide and
r?umbers“ improve the system

P ) f degree of measurement j
AR value of | dysfunction (not seeing

ewards reward w | what is really happening)

Goal: higher pressure to try
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developers supply
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# defects

Sourced from: https://less.works/less/principles/systems-thinking
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System Modelling with CLD (example)

Goal: higher pressure to try

feature ——5 actions for higher
velocity feature velocity

hire rate hire rate
common very cheap

feature \
velocity O cash
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developers 'there is a significant |
o , delay in this effect /'
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code/design l e

quality S

Sourced from: https://less.works/less/principles/systems-thinking
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System Modelling with CLD (example)
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Sourced from: https://www.keystepstosuccess.com/coach-tools/
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Causal Loop Diagrams (CLDs): Annotations

Here are some elements of CLDs that | use in my graphics:

« Goals — A high, overarching/strategic goal that needs to be achieved

« Variables — System elements that have an effect or influence on other system elements (other variables)

« Causal links — Arrows that connect two related variables

« Opposite effects — “O" annotation near an arrow; suggests that the effect of one variable on another is the
opposite of what could be expected

« Delayed effect — “||” annotation that disrupts a causal link (arrow); it implies that there is a delayed effect of one
variable by another variable

« Extreme effects — One variable has an extreme (beyond normal) effect on another variable; it is represented by
a thick arrow

« Constraints — “C" annotation near arrow; implies that there is a constraint on a variable

» Quick-fix reactions — "QF" annotation near an arrow; action that brings about short-term, lower-cost effect

Ability to see
the whole
system, not
just some of

. its parts

——
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Errors & Omissions with Scaling
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Fake Scrum & Fake Scaling

Ppable Product INErement (PSPI). This is fundamental for

H In Scrum, in every Sprint, a team delivers Potentiall
SC rum Antl 'Patte rns Scrum. In order for this to happen, each teag

-separate, phase-spedificbacklogsor activities” is significantly redyggV pbvious.
single backlog with phase-specific items
-local optimiz=tion by single-skill specialists

-long periods of down-time by specialists,
when it is not “their phase” to work

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

-"water-scrum” [ “scrum-fall”
-Very weak Definition of Ready & Done

Analysis | ’ | = . s OPMENt urere ||. ( Testing |
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single backlog with component-spe items [ ComponentB
-local optimization by componentspe
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-multiple non-development sprints needed
integrate allcomponents and fixbugs
-Weszk Definition of Ready & Done
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Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

» 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

a“-r
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Instituting Fake Teams

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

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,
iIndividual performance by ‘chapter
leads’, mandatory participation) - is
a masquerade

‘existing organizational vertical’

90°

‘chapter’

https://www.keystepstosuccess.com/2020/02/02-27-less-talks-g-a-on-the-spotify-model-dont-simply-copy-paste-with-evan-campbell/

15

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


https://www.keystepstosuccess.com/2020/02/02-27-less-talks-q-a-on-the-spotify-model-dont-simply-copy-paste-with-evan-campbell/

Proximity of GEMBA to Customer

“a _1_n n

CUSTOMER ngue - ortfolios

CENTRIC fmpus -+ 10grams

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

“Agile” Cars, Planes, Shine 212 Trains

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

Siloed :eams of:
Architects
[evOps
System Engs

Version 348.54
Created by: Gene Gendel

» 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”?

https://www.keystepstosuccess.com/2020/05/05-05-less-talks-dave-snowden-answering-tough-questions-ga/
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Fractal Scaling (TOO '=PO ©)

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

THEY ARE
“ACCOUNTABLE" FOR
THINGS THEY CAN'T THEY RISK BECOMING

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

(C) 2019 Michae! Jamres (m). AN rights resarved. 8

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

«»
Team
(100 )

Team private backlogs. Coordination Overhead. Local Optimization.

Created by: Gene Gendel
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“Scaling” Contractually-Bound Vendor Groups

Client Company

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

l
|
I
|
I
|
\

“team” “team” “team”
...doing mandate work, with lots of dependencies [management]... P

C‘
U
GO':,
'S,
L — J

Vendor A Vendor B Vendor C Vendor D

Created by: Gene Gendel
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LeSS Is Scrum-based Approach

. customer-

@ centric
\ feature
>

Product @
Backlog

Feature team:
- stable and long-lived
- cross-functional

- cross-component

potentially

shippable
product

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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Sourced from: https://less.works/resources/graphics/index.html
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“Copy-Pasting” Is NOT Enterprise Scaling
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Sourced from: https://less.works/resources/graphics/index.html
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Local Optimization in Agile “Big Bangs” - Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm what could some

reasons for Big-Bang Superficial Agile
Transformations and what they may lead to.

Method/Tool: System Modeling with CLD

Instructor: review with Class

https://miro.com/welcomeonboard/zUotxFBILrQbsmN8kHCYROws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHIr09V 21
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Local Optimization in Agile “Big Bangs” - Exercise

Likelihood of ikelihood of gettm /*" Building \~\
ending up with _’best pr‘actlces’ internal Agile \
“unwrap & install” installations and Power Towers /,’
cookie cutting ‘DDT’ and ‘TDT’ S ————"

approach ransformation

Impression

Company’s

—_—————— that many y
" ~N .
g Reputation: ? coaches are bGSIFG to
i - i ecome
! trust and faith M required for ;
[ ili hi more agile
\ in agility and / this

\ .
Sao agile coaches _’

~~~_-_——’

QF

Likelihood of
seeing real,
tangible results

Turning to VMS
for ‘preferred
staffing firms’

Traditional staffing,
with very low
quality ‘coaches’
(cheer leaders)

Likelihood o
getting poor
guidance

22

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



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://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://www.jeremiahlee.com/posts/failed-squad-goals/
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/

Impact of LeSS On Org. Design/Structure

AGILE CONTRACTS PRIMER

Abolishi
GETRID OF THE 0lishing
Derived from the book...
Practices for Scaling Lean & Agile Development: :EEsIFEowR'HA"(E Q
Large, Multisite, & Offshore Product Development with Large-Scale Scrum - ol dlsa B AR
. ) ey lan daiing Ban . &TOTAL
by Tom Arbogast, Craig Larman, and Bas Vodde Sy~ ot e e
e WHAY YO DO INSTEAD
Version 5 SAMUEL A.CULBERT Tom (sens i Mary Jeskins
win LAWRESCE ROUY FRATmOEE BT SIS e
Please send us comments for future versions, at www.agilecontracts.org. -

Note: Check website for latest version; share the URL (rather than file) to keep up-to-date.

- PUNISHED
W. EDWARDS by
DEMING REWARDS
IMPLEMENTING
1 Introduction 1 | BEYOND BUDGETING
Practices for i 2 Large-Scale Scrum 9 &
Scaling Lean & Agile b ,
Development 3 Test 23 OUuT OF ALFiE KOHN
Large, M..xnm‘:ﬂ,:ul:;v:;;:;:::: Developement 4 Product Management 99 THE CR]S]S e\ e i
5  Planning 155 =
& Coordination 188 T 'I'RI B Al- NS B4 IS
7 Requirements & PBIs 215 Daniel H. Pink PERFORMANCE IN
8  Design & Architecture 281 Homer s l[ M][HSH'P ORGANIZATIONS
9 Legacy Code 333 R i V E Leversing Nateral Groupa
10 Continuous Integration 351 v I =
11 Inspect & Adapt 373 D ngﬂ?’oﬁ?

12 Multisite 413
13 Offshore 445
14 Contracts 499 —--——

- Book Summaries
+ _http://www.keystepstosuccess.com/2016/08/implementing-beyond-budgeting/
+ http://www.keystepstosuccess.com/2016/02/quotes-from-get-rid-of-the-performance-review-how-companies-can-stop-
intimidating-start-managing-and-focus-on-what-really-matters-by-culbert-samuel-a-laurence-rout/
» http://www.keystepstosuccess.com/2016/02/quotes-from-punished-by-rewards-the-trouble-with-gold-stars-incentive-plans-as-
praise-and-other-bribes-by-alfie-cohn/

« Proper Scaling of Scrum and Dynamic Financial Forecasting
« _http://www.keystepstosuccess.com/2018/02/proper-scaling-of-scrum-and-dynamic-financial-forecasting/

+ Gap Between Science and Business
+ http://www.keystepstosuccess.com/gap-between-science-and-business/
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http://www.keystepstosuccess.com/gap-between-science-and-business/

De-Scaling With LeSS

Market Reality: Lowered Tolerance To...

Tired of *Scaling*? ==

\
(...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?

Degree of
freedom from
cognitive bias and
anchorage to
what is "in trend

. & style")

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



LeSS IS Scrum

(Size, Sprint Cadence, Dynamics)
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listory of LeSS

~
LA

Practices for
Scaling Lean & Agile Scaling Lean & Agile

evelopmen
Development Development

Depth, duration,
authenticity and

quality of
. collected
historical

knowledge

T

[LARGE-SCALE
SCrRUM
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Good-0Old Scrum

‘ customer-

@ centric
N, feature
—

Feature team:
- stable and long-lived

Product o - cross-functional Z‘:‘tiz;ta'z:z’
4 - -
Backlog < cross-component s s
b increment

www.craiglarman.com

7~

| Team has the necessary knowledge and skills to complete ‘l www.odd-e.com

| an end-to-end customer-centric feature. If not, the team is | Copyright ©2010
J

| expected to learn or acquire the needed knowledge and skill. j C-Laman & B. Vodde
. - All rights reserved.

T —— —————— ——————— ——— — — —

Sourced from: https://less.works/resources/graphics/index.html
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Boundaries of LeSS

» 2-8 Teams

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

» One Product. One Product Owner. One Backlog

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

Sourced from: https://less.works/resources/graphics/index.html
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The Horses Analogy

LeSS is not:

* Many teams doing their own so-called “Scrum”, and

* Working on different so-called “products”

* Delivering components that need further integration

* Working for many so-called “Product Owners” (“TOO")
* Maintaining private, silo-ed and dependent backlogs

Many people with different strategy, vision,

mission. Competing with each other.

LeSS is:

2-8 teams, working together in real Scrum, and:

Working on the same, widely defined product
Delivering fully integrated, end-to-end features
Working for only one REAL Product Owner
Maintaining only one, shared backlog

Only one person with shared strategy,
vision, mission. No internal competition.
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One LeSS 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 Scturm, spinting ad-hoc
working from sepgrite tegm h;ck/ajs, servicing different Product Owners,
dealing lots of dependencdies 3nd coordingtion.

LeSS - IS Sarum, done by /7711/1‘/[}7/6 (2-8) teams sprinting t‘o_gc’{‘ber,
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 help!i!

All Teams: our
community is

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

watch out
‘or rocks!

By Gene Gendel. 2020

eams, thank
you for

focusing on

my Priorities!

Does anyone
need any
clarification?

Product

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

Sourced from: https://less.works/trainer-graphical-representations/gene-gendel/less-adoptions.jpg
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=_|
==ije =)o

=)
= ==ije
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: | :
Team A Sprmt>I Team A Sprint :
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=8 I 5§ I
@ 2 | ® S |

23 S 8
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. I - I
, I . I
Team B Sprint Team B Sprint I
n_a l . 5 |
=€ =8 :
® 2 ® s I
g 3 g 3 I
g g. g. §|,. I

One LeSS Sprint: 2 -8 Teams

Ability To:

Refine (PBR)- TOGETHER

.. » Plan — TOGETHER

Coordinate - DIRECTLY

|
|
|
- |
. T = = ),
§ o Cencem> ) (omcm > —
w - I : understanding
i3 zs | H § I LeSS, as
. 3 23 ' H ! ORGANIZATIONAL
>3 >3 | 5 3 |
lnl . 5 o N DESIGN
|i| ° TeamD Sprint>' Team D Sprint )’ | Team D Sprint>' . ) FRAMEWORK
Created by: Gene Gendel . . . »
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Three LeSS Principles

» Deep and narrow over broad and shallow

» Top-down and bottom-up

r— DERAMLZATION —

» Use volunteering

Sourced from: https://less.works/resources/graphics/index.html
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Three LeSS Principles

Compliant
,’,;""’""P workers
something This is enough
hord... ‘/\ for mynext

* Best Practices & Cook Books

* ‘“Agile” Processes, Tools, Operating Models
* Metrics, Reporting, RAGs, KPIs

* Maturity Metrics & Levels

* Focus on Velocity & Output

* Renting Ideas & Solutions From Others

ls‘ly

Broad & Shallow

LeSS Adoption

&
Deep & Narrow ___————
can. We shall do lots of
GEMBA to sites™

» Organizational Structure
* HR Policies

Site Strategies

* Vendor Management

* Finance & Budgeting

Lean & System Thinking

* Teams' Health and Longevity

* Focus on Outcome

Owning Ideas & Solutions
Technical Excellence
Communities & Self-Organization

Volunteers

and they are complimentary.

When it comes to LeSS adoptions (right side: deep & narrow), what companies are focused on - matters
3 lot. Although focus may change over time, in LeSS adoptions, efforts are top-down and bottom-up -

By Gene Gendel. 2020

Sourced from: https://less.works/trainer-graphical-representations/gene-gendel/one-sprint.jpg
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Organizational Design
&
Local Optimization




Local Optimization

Organizational STRUCTURE —

is the 15t Order Factor (Variable) that has impact on
everything else inside ECOSYSTEM.

Everything else just follows: culture, mindset,
behaviors, norms, values, processes, policies

This is what some less experienced agile “enthusiasts”
do not stress, when they coach senior management ®
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Local Optimization

Larman's Laws of Organizational Behavior

(Spanish translation)(Russian translation) (Japanese translation){Persian/Farsi translation)(Polish translation)(Portuguese translation)

After decades of observation and organizational consulting, here are Larman's Laws of Qrganizational Behavior. These are observations rather than laws to follow ;)

1. Organizations are implicitly optimized to avoid changing the status quo middle- and first-level manager and
“specialist” positions & power structures.

2. As a corollary to (1), any change initiative will be reduced to redefining or overloading the new terminology to
mean basically the same as status quo.

3. As a corollary to (1), any change initiative will be derided as “purist”, “theoretical’, “revolutionary”, "religion”, and
“needing pragmatic customization for local concerns” — which deflects from addressing weaknesses and
manager/specialist status quo.

4. As a corollary to (1), if after changing the change some managers and single-specialists are still displaced, they
become “coaches/trainers” for the change, frequently reinforcing (2) and (3).

5. (in large established orgs) Culture follows structure. And in tiny young orgs, structure follows culture.

Elaboration:

Sourced from: https://www.craiglarman.com/wiki/index.php?title=Larman%?27s Laws of Organizational Behavior
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Local Optimization
(“This Is Not My Job”)

= - fg

PES 2014 RELEASE DATE - DEMO DOWNLOAD UPDATES

Sourced from: http://www.tsmplug.com/games/pes-2014-download/
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Local Optimization

...whereas, Global optimization refers to finding
the optimal value of a given function among all
possible solution...

Local optimization finds the optimal value
within the neighboring set of candidate solution...

https://www.igi-global.com/dictionary/from-optimization-to-clustering/45858

Jv

Pentagon Wars — Bradley Fighting VVehicle Evolution =
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https://www.youtube.com/watch?v=aXQ2lO3ieBA

Local Optimization

"Everyone is busy
and working so
hard. Yet, the
system is delivering
slow and Users are
not happy"

How could that be?

> Pl o) 0:17/034

Sourced from: https://www.youtube.com/watch?v=5unMIXg6WL4
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Local Optimization

Frequently Heard Justifications:

> Efficient

»Productive .

> Best

»Good / \& %
»Optimized &=/

> Ideal

> Cost-Effective
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Local Optimization In Roles: “Agile Architect”

Typical Problems to Avoid:

g@ “The Cloud”

e Reliance on Chiefs-Sheriffs Power Point (PP) Architects / \

e Squads of PP Architects-Orbiters, surveilling Teams
PP Architect PP Architect
- Orbiter - Orbiter

e Separate reporting structures, just for architects /

e Building architecture ‘towers’/silos

PP Architect
— Orbiter 0

e Architects, not doing any development work}
e Local Optimization in architecture S ‘mmm

— Orbiter

e Architecture “away” from Business Sy

PP Architect A e S
— Orbiter

e “One-size-fits-all” architecture solutions

Team Team
e Architecture work streams, backlogs, stories
e Reliance on expensive vendors - architects Team b b
PP Architect
— Orbiter
o 8
‘ I Attention: This graphic is a cartoon and its purpose is Team PP Architect
to expose a dysfunction through irony. This is NOT an - Orbiter
/\ invitation to experiment with this approach @.
Avoid This: Brought to you by www.ke ystepstosuc cess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Local Optimization In UI/UX Design

-

Design Sprint NYG,
OFFICIAL GOOGLE
¢ Design Sprints
Global Chapter .

Sourced from: https://www.meetup.com/Design-Sprint-NYC/
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Local Optimization In Roles: “Agile BA”

Departments with Different ( Competing) Priorities

Attention: This graphic is a cartoon and its purpose is
@ > to expose a dysfunction through irony. This is NOT an

v A 8a Gséaa BA :% invitation to experiment the presented case ©.
P e BA
Awoid This: & & &

_ $
s8888 g\
XA XA g

ZOXONOXOXOXOXOXOXOXO) Nl a4y
BRD “Assembly Line” \Ll\k\&

- @ |

Company’s Time . :
Energy -Money BRD “Disassembly Unit”
Resource -Inteilectual Assets

s

Delivery Team (IT)

> “Agile Requirements”

As one part of a company (usually IT) relentlessly tries to become
more agile, contractual relationships with other parts of a company
still prevail. Scope of business requirements remains fixed, along
with fixed budget and timelines. While trying to translate waterfall
requirements into ‘agile’ requirements, to make the process appear
more agile, a company wastes even more energy and resources.

Brought to you by www.keystepstosuccess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

44

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


https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

Seeing (Hearing) Local Optimization In...

[ Team Structures ] [ Org. Structures ]

[ Documentation ] [ Definition of Done ]

[ Backlogs ] [ Role Definitions ]

[ Product Design ] [ Goals & Metrics ]

Also at: https://less.works/less/principles/systems-thinking.html#Seeing(andHearing)LocalOptimization
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Local Optimization

| have people Skills Office Space

YouTube

Sourced from: https://www.youtube.com/watch?v=hNuu9Cpdjlo
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Local Optimization in Agile Leadership Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm some of the most
common examples of Local Optimization in
Agile Leadership in your respective
organizations. Work with provided system
variables to create a model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

https://miro.com/welcomeonboard/zUotxFBILrQbsmN8kHCYR9ws4mD6g9pR1fGXxstWsffclIKKhTGQmipwnyHHIr09V 47
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Local Optimization in Agile Leadership - Exercise

Organizational
enablement, to grow
internal quality, agile
expertize as per
highest standards

Title switchers (‘agile
managers’ and
Laman’s Law # 4-type-

of people)

—"_---_-‘s

-~ Building internal
Agile “Power

\\ Towers” that are %

4
4

S alvlall_from GE_I\ﬂliA / on
Numberofex- N
managers, \

\ looking for ways
~ to stay busy P

~———’

Increasing the very same
silos, redundancy and
overhead that the rest of

—-——
- o

a company is being Re Reputation: N
advised to reduce / trust and faith \‘
\ in agility and /

N ’
Seo agile coaches _-’

~~~_-_——’
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Local Optimization - HR

Gap Between Science and Business
W. EDWARDS

D)3V el | he idea of a merit rating is alluring. The sound of the
words captivates the imagination: pay for what you
% get; get what you pay for; motivate people to do their
ai best, for their own good. The effect is exactly the
QNN opposite of what the words promise.”
THE CRISIS

L EIEIEI
Abolishing | erri o ue PUNISHED Ko
@ ) PERFORMANCE RE \\ ARDS T
alsals | REVIEW! o ,,E“A . .VE
v | & TOTAL NONSENSE R |
== D
el B Jefiey Prefier | ALFIE KOHN
Overall tolerance
[degree of] to HR
Local . | t
Optimization Invoivemen
(entire system) & su pport
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LeSS Product
VS
Project/Program/Portfolio




?

” Holds Real Value

imension

Which Product “D
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Created by: Gene Gendel
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ich Product “Dimension” Holds Real Value?

What is the product?

A "I see a Get Insurance System” What is our product and
' T o how many do we have?
Insured
Insurance Insurance Finalise & : Claims : -
Sales system Underwriting payment : system : -]
solution System 1 E Head of Claims
i ' department
Policy Loading Premium : Claim : "No, this is
provider system system E checker ! a Product’
) Quoting —>  Ruesd — "m"""""' —>
Project engine reguiations system ; |
manager/' checmgy 020 T . . S - R :L.
;No, this is E Pay back i i %
payment . engine no (oS
system : i1 Awchitect
E v:\’Na. this is
:_"_"""""_“E a Product"

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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How Do you Define Your Product?

Exercise: Bricks and Snakes

product A

comy onent '

product C
Team 1 Product A -
(. Team 2 Team 1/2/3/4/5/6 =
(. ™ A Team 1/2/3/4/5/6 —
- - Team 1/2/3/4/5/6 =
Component-centric Feature -centric
Team 4 Development, Development, Team 1/2/3/4/5/6 =——>
C' with handovers without handovers Team 1/2/3/4/5/6 =
Team 5 _Team 11213141516 =—>
Team 6 .

Created by: Gene Gendel
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How Do you Define Your Product?

Mobile
Payment

Product
Backlog

Organized by Technolo;gy Organized by Customer

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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Local Optimization in Analysis & Design- Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm some of the most
common examples of Local Optimization in
Analysis and Design in your respective
organizations. Work with provided system
variables to create a model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

https://miro.com/welcomeonboard/zUotxFBILrQbsmN8kHCYR9ws4mD6g9pR1fGXxstWsffclIKKhTGQmipwnyHHIr09V 56
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Local Optimization in Analysis & Design- Exercise

Likelihood that so-
called “Product
Owners” are doing lots
of analysis and talking
to users or other so-
called “POs”

# so-called
Product
Owners

Likelihood that so-
called “Product
Owners” create
intermediate
artifacts
/documentation

Degree of so-

’(y"' —t ~~ - called “Product
© waste ”
4 (overproduction Owners” are a
( hand-off. inf ’ bottleneck and
and-off, info
) ate-keepers
\ scatter, waiting, 7 - =~ & P
S _  other) - , Likelihood that
— — -
- / developers are \
I doing analysis \
=" T T4 1 and talking |
- )
s % of total (product) \\ \\ directly to /
-
( items each team P S Lustomers/users ’
knows well (req & / Degree that T Ability of
\ ; / d | \
~ design) s’ evelopers developers to
S =~ \ understand p communicate
\busmess domain - effectively with
~y -

= e

customers/users

Degree that Degree that
(_:Ievelopers can developers have
independently empathy and
make informed

awareness of

decisions customers
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Feature Teams
VS.
Component Teams




Component Team

————————————————————— — —

” With component teams, a project or feature manager is \| e N aenila e S
l used to coordinate and see to completion a feature that =) Copyright ©2010
' spans component teams and functional teams. ) . ity
_______ i = Manager | ;------ccemmmaaaaad )
/ N\ \ A
ANith component teams, there ‘\ ) :
,’ is a tendency to select goals | ltem 1 Component
| familiar or ‘fast’ for teams, not | tem 2 N\ A :
| for maximizing customer [
| value. For example, | tema
' Component B Team does part | ltem 5 :
| of Item 3 because it mostly | ltem 6 < Component | |
| involves Component B work. | B
| [ :
| This is the “watching the | E
yrunner rather than following | :
\the baton” local optimization. /l Component
S ————————— - C :

— i ——————— —— ————— —— ————— ——————— —— —— — — — —

¢+ “With component teams, there is increased delay, as one customer feature is split across multiple |
: component teams for programming, and eventually transferred to a separate testing team for [
; Verification. There is handoff waste, and multitasking waste—as one component team may work on |

l

\ several features in parallel, in addition to handling defects related to ‘their’ component.

T ——— ——— —— — ——— —— —_—— —_—— ———————— ———_—_—_—_————

N

Sourced from: https://less.works/resources/graphics/index.html
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Component Team

|’ With component teams, there is a tendency to select
| goals familiar for people, not for maximizing customer

| value. For example, Component A Team does Backlog

'\Item 3 because it mostly involves Component A work.

ltem 8

temi2 — 1 [ CompC

Team

Team

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

Copyright © 2009
C.Larman & B. Vodde
All rights reserved.

Sourced from: https://less.works/resources/graphics/index.html
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delivering value, and coordination issues shift toward the shared code rather than coordination

Feature Team

Modern open-source tools and practices such as

(
[
I through upfront planning, delayed work, and handoff. In the 1960s and 70s this code coordination
|
|

was awkward due to weak tools and practices.

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

Copyright @ 2010
C.Larman & B. Vodde
All rights reserved.

TDD and continuous integration make this coordination relatively simple.
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Component & FeatureTeams: Side by Side

www.craiglarman.com
@ www_odd-e.com
[ v feme ) [ Erctirs foacrme ! .
, Component teams } , Feature teams } e ot
___________________ All rights reserved.
J system o system
passssamnans r, Foocoooooooa ',
Product + | Product "
Owner | comp [[::] Owner __| comp |]::
l A | ] A A |
' ’ 1l ltem 1 V/’f ' :
: ] tem 2 g N J
5 || tem 3 WA o
—:f comp I item 4 \ vq— -1 comp ]
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' ‘. rF 4 ' : :
: ' > M
ALY E ~ '¢| : ¢
~Ieea || - comp [f::
L= I e U
s T T T - TTTTTTT = s LT T T T TN T T T T T e
;  Work from multiple teams is required \
I tofinish a customer-centric feature. N[ |
I  These dependencies cause waste Il between teams are related to s !
I such as additional planning and 'l  code. This simplifies planning but
I coordination work, hand-offs : I causes a need for frequent :
I between teams, and delivery of ' integration, modern engineering \
| . I . . : !
 low-value items. i |, Ppractices, and additional learning. ] Coordination
v Work scope is narrow. / | « Work scope is broad. / 45
~ _ r w L P

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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No Team ‘Tsars’

Component Teams

SySem Component Single-specialty Component Manager
Workers

UI/UX 4 people
Business Layer Qeople
Component A 7 peoplg
Component B / people
Web Servicg 3 people
N Classic Example of
DBA 6 people Wi Local Optimization
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Beware of Mini-Waterfall in Scrum Clothes

Iteration 1 Iteration 2

I
Backlog ltem 1 | |
Backlog liem 2 |
I not available
until the analyst
ftem 1 I | is finished
I
I
Analyst System
I Engineer
v
. I
E
: | =
requirement —
details I =
for Item 1 | =
| ‘backlog’ by
| component
1

Iterations 3 5

Implementation

not all teams start lfem

1 at the same iteration;

they are multitasking
on multiple features

" Component teams lead to a sequential life cycle with handoff, queues, and i
I smgle specialist groups and not true cross-functional teams without handoﬁ

system lesters
cannot start
immediately on
ltem 1; they are
multitasking on
muiltiple features

Copyright & 2010
g oo e 46
Al rightts ressrved.

Fake Scrum
“Wagile”
Mini-waterfall

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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Coordination

Coordination with functional teams Coordination with cross-functional
feature teams

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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Coordination

Sprinting without fearing Rege)rcussions

(...or just using Scrum, as it is meant to

(=} s =]
oy T
| =
1 . ‘
Sprint 0/00/000 : [ Sprimt 1 " Sprimt 2 I e I SprintN “ Sprintde1 I :
M::::;m ‘ "_we ore not reody o
— s
e ==
i B
of sprint_. " Sprint
(<O
£
SN
Avold This: Brought to you by www.keystepstosuccess.com
Degree of
Local Degree of
Optimization Local
in teams' Optimization

in a backlog

‘ structure

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Fake Product Portfolio
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Fake Product Portfolio

= "}:{-']lm Dashboards ~ Projects ~ |Issues ~ Boards ~ Capture ~ Portfolio ~ Create

Travel Booking Plan

Epics Initiatives + |~ &, L Releases: Al *  Teams: All ¥  Themes: All ¥ | Contains text %

T LY p— T ——
Copmrmert oo [[Soee sgtom prot o corco P Tecen e —
I htagraﬁm points for travel attract... Integrate accomodation providers Q-

Progress L]
® ® — ] Edit ~
- . ——— Edit ~
19/0ctM5 - Start : 29/Nov/15 - Milestona 1 (M1) 27/Dec/15 - Milestona 2 (M2) S — Edit -
 — Edit ¥
Basics - i0S Group booking e nce Edit -

P g experie
.  — Edit ~
— Edit ~

Trip management

'
A
s -
19/0ct/15 - Start ; 3/Dec/15 - Milestone 1 (M1) | 2?fDec;f15 (Milestone 1 (M1)) | X~
e ] ' - —. -._.st Theme =
m Medium 2.00 Release 1.0 Order Management Edit -
dar meidiptt ! .
;  High 2.00 Release 1.0 Order Management Edit -
w Y e EETERFREPFE RN rararar "!edium 1-00 Release 1-0 Edll -
;  High 5.00 Release 1.0 Order Management Edit «
f TDdE.}"IS date - - T Medium 5.00 release 1.0 Reporting Edit
Llﬂk 1:-'0 '!.hE T T e Fm High 2.00 Release 1.0 Edit
pDrlfGIIG |tEm CH"D th di5p|ﬂ.}' Medium 2.00 Release 1.0 Edit ~
Sourced from: https://www.atlassian.com/blog/jira-software/portfolio-for-jira-project-managers-edition
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Fake Product Portfolio

‘lAgi l e” F ra m e Wo r k Brought to you by www.keystepstosuccess.com

@ (<

I |
=N

Avoid This:

“Agile” Portfolio

Manager

“Agile” Program “Agile” Program

“Agile” “Agile” “Agile™ “Agile”
Project Project Project Project
Manager Manager Manager Manager
| “Agile” Project | I “Agile” Project | | “Agile” Project | | “Agile” Project |

Y N Y N Y . Y .Y

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 existin Scrum.

TCM = Team Coordination Manager. Notareal Scrum Master. This is a 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 techniques. TCM role does not existin Scrum.

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Fake Product Portfolio

Y

Now... unrelated ‘Body
of Work’ becomes a
product ©

Now... component
teams align with Fake
Products

Now... component
teams end up with
teams’ private backlogs

Created by: Gene Gendel

A

Need to coordinate
— and manage Fake
Portfolios

A

Need to coordinate
and manage Fake
Programs

A

Need to coordinate
and manage Fake
Projects
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. Self-Inflicted Wound: Local Optimization

Requires complex
management and reporting
structure with multiple
translation layers of
management bureaucracy

fake portfolio

\

fake program

fake program

A

\

fake project fake project fake project fake project fake project

fake project

fake project

Created by: Gene Gendel
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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)

Q: Do you consider these as
your '‘products’ or 'projects‘?

Created by: Gene Gendel
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Product Definition in LeSS

» 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)

—

PRODUCT

. Degree . S
Lora Ability to
Optimization identify
nBon PRODUCT

Management
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Local Optimization in Roles & WBS - Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm some of the most

common pitfalls in defining a product and problems
with complex WBS (projects, programs and
portfolios) and redundant roles. Work with provided
system variables to create a model.

Method/Tool: System Modeling with CLD
Instructor: review with Class

https://miro.com/welcomeonboard/zUotxFBILrQbsmN8kHCYR9ws4mD6g9pR1fGXxstWsffclKKhTGQmipwnyHHIr09V 74
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Local Optimization in Roles & WBS - Exercise

, _ Likelihood of
Reliance on ‘technical seeing technical
BAs'/proxies backlogs, full of
o) “technical stories”
component xistence of a
=TT REAL product
'/ Likelihood that 7 H definition
/ real Product \(—
! Owner can —
\ prioritize and / ikelihood that locally Amount of UnDone o)
* ’ imi rk at the end of
\\ control $ ’/ optimized component work at the end o
~ -

“--————

teams will be
“sprinting” with
component “stories”

each sprint. Need for
‘integration’ sprints,
coordination...

Likelihood of
creating fake
projects

Excessive volume of
people looking for
means to stay busy
(PMO/“left-over
people”)

ikelihood o
rolling up fake
projects into a

programs &
portfolios

False sense of ‘we
got it all under
control’ from CEO
perspective

Likelihood of having
obsession with
‘strategic alignments’,
metrics and reports
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LeSS Roles
LeSS Responsibilities
LeSS Relationships




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

hitp://less.works _I@
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. Team Maturation

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.

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

Self-
Designing
teams

Self-
Governing
teams
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Feature Team Specialization

Local =

R =

Optimization "
COMPONENT

SPECIALIZATION IN TECHNOLOGY PIME

|

FEATURE
TEAMS

Local
Optimization

ANALYST
TEAMS

|~

SPECIALIZATION IN CUSTOMER PIMENSION

Sourced from: https://less.works/resources/graphics/index.html
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Real Team vs. Fake Team

Stable teams that stay together and Temporary groups, created on a
work on features for a long time feature or project

PUN}SHED
i

Share all responsibility, as a team Individual responsibility only for
‘their’ part based on specialty

5
REWARDS

Self-management and self-direction PM-controlled work AL ROHN

Simple, flattened organizations. No  Matrix organizational with resource
matrix pools

Full dedication a team Resource sharing and part time
“membership”

Degree ® Likelinood
of team that Scrum
. Master role
maturlty has impact

80

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



Real Team vs. Fake Team

Want MORE of Want LESS of

Responsible Teams Single-Function Roles
Focus on Customer Documentation and “Contracts”
Teams that understand Dedicated Analysts
Requirements
Team ownership, inspection and “Best practices” and
adaptation prescriptive manuals
“Owning” “Renting”

Well understood existing/simple  Additional, vaguely defined roles
roles and processes and processes
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ScrumMaster

0,0

*
SM

SCRUMMASTER

Sourced from: https://less.works/resources/graphics/index.html
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Scrum Master: “Bad HR SQL”
Bad SQL

N
AvoldThE: (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, itis a
sign of a deep systemic dysfunction and ‘agile masquerade’, if the following
SQLl 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

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Scrum Master: Style of Engagement

Project Manager Scrum Master

NN

LX)

WM W W

Coordination Facilitation

Created by: Gene Gendel
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Scrum Master: What 1s Misunderstood?

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-
ScrumMasters.

Q: Is there HR Support for Scrum Master role?

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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Scrum Master: Focus

p 1-3 teams

FOCUS 009

ORGANIZATION °%°

OWNER

,)

@ TIME

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

http://less.works

® Likelihood
that Scrum
Master role
has impact
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Local Optimization in Scrum Master Role - Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm typical anti-patterns
associated with misunderstanding Scrum Master
profession ; use post-it notes to capture discoveries

Method/Tool: System Modeling with CLD

Instructor: review with Class




Local Optimization in Scrum Master Role - Exercise

Chances of
seeing real,
long-lasting,

organizational

improvements

Allowing to

develop!!!
Scrum Master Company’s
Community desire to have
more Scrum
9) Masters
ikelihood tha C
experienced, self- 0
driven Scrum
Masters will have QF
freedom and
safet LT &
y O . - o ~ o
/ Building N
internal Agile ,l

Risks of having
agile “Theater”,
Broad & Shallow
adoptions

\
Seo Power Towers __¢

-
~~--—————

Note: This is a Exercise. Not one-and-only solution.
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Product Owner

PROPUCT
OWNER

©

Sourced from: https://less.works/resources/graphics/index.html
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Product Owner: 5 Relationships

¢949
°90
¢ o
HIGHER
MANAGEMENT %
| SCRUM MASTER
J

z[ ¢—"""- 3 2

PKOVUCT
OWNER

Z &N
\
Q’@ ! \1-«2&2}

CUSTOMERS o, ___.==""5 "*e.., ;
/USERS eeree s
hitp://less.works Q

Sourced from: https://less.works/resources/graphics/index.html
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Product Owner: Prioritization vs. Clarification

Product Owner

Users (internal)/
Customers (external)

\ Clarification

Created by: Gene Gendel
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Product Owner: Avoid This Dysfunction

3

P,
Avoid This:

“Pragmatic” Scrum

Technology

Sr. BA {tech side)

Business Seeeeeee

Sr. BA (bizside)
: ”Proxy-Proxf o
Attention: This graphic is a cartoon and its purpose s
to expose a dysfunction through irony. Thisis NOT an

invitation to experiment the presented case ©

Proxy

@

Product Owner

Brought to you by www.keystepstosuccess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

92

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


https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

No Team Output Owner (“TOO”)

Product Owner Role Harm Your

. . ;
How Misconceptions About The

Organization,
And What To Do About It

> » o) 0:05/9:42 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

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

Sourced from: https://seattlescrum.com/downloads/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf
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Team Output Owner (TOO): “Accountability”

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

THEY ARE

SACCOUNTABLE" FOR
THINGS THEY CAN'T THEY RISK BECOMING

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

(C) 2009 Michae! James (). AN right's reserved. 18

Sourced from: https://seattlescrum.com/downloads/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf
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THEY MIGHT TRY TO
WRITE PERFECT
“WUSER STORIES" AS
DETAILED
REQUIREMENTS,
THEN CLARIFY THEM
WHEN THEY AREN'T
PERFECT.

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

OR PUSH THE TEAM
FOR MORE QUTPUT.

)

THE TEAM OUTPUT OWNER

IS UNDER PRESSURE FROM
ELSEWHERE, NOT ABLE TO

BE AN ENTREPRENEUR.

-

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

™
VAL —
) AT Wy

Fttps./ kenschwaber. wordprass. com

2004701/ 3N product-owners-not-proxcies”

W RV
AR

L) T A
\y “\\.. B ey AT

19 (02 2009 Michae! James (myd. AV right's reserved.

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

Team Output Owner (TOO) Local Optimization

Likelihood
that Product
Owner role
has impact
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Local Optimization in PO-ship Structure- Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm some of the most
common examples of Local Optimization in PO-
ship Structure, In your respective organizations.
Work with provided system variables to create a
model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

https://miro.com/welcomeonboard/zUotxFBILrQbsmN8kHCYR9ws4mD6g9pR1fGXxstWsffclIKKhTGQmipwnyHHIr09V 96
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Local Optimization in PO-ship Structure- Exercise

Complexity
(layering) of
Product Ownership
structure

Separation of duties
& responsibilities
b/w different layers,
with respect to
Strategy, Mission,
Vision, OKRs

Dependency on
traditional
organizational
structure

Likelihood that real
Product Owner will
be able provide

— Ty

quality guidance to Pie RN
teams / Degree that
developers
\ understand
. business domain _ 7/
~ 7’
~y -

Lo
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LeSS Events
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LeSS Events

LeSS PROPUCT BACKLOG REFINEMENT

(
(@ R
LY @
OVERALL PROPUCT OWNER S
PRODUCT =
0 TEAM OR — TEAM OR 5
BACKLOG REPRESENTATIVE(S) =P REPRESENTATIVELS) [ &3
REFINEMENT —
L PROPUCT BACKLOG |
] J ireMs seLecrep
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LeSS Events

Product Backlog Refinement (Multi-Team)
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LeSS Events
LeSS SPRINT PLANNING
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Sprint Planning 1

Selection and final clarification of items
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LeSS Events

sprint.Planning 2 (Multi -~ Team

Initial Design & Plan

Created by: Gene Gendel
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LeSS Events

LeSS SPRINT REVIEW & RETROSPECTIVE
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Management In LeSS

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Management

John Kotter - Resistance to Change
YouTube

Sourced from: https://www.youtube.com/watch?v=Wdroj6F3VIQ
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LeSS Management
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Sourced from: https://less.works/resources/graphics/index.html

107

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


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

LeSS Management

Frederick W. Taylor Henry Fayol

Frederick Taylor is known

today as the father of Pioneered the study of
scientific management principles and functions of

of s many management. Developed
contributions to modem _management functions.
management IS the « Planning
common practice of giving »  Coordinating
employees rest breaks »  Organizing -Controlling
throughout the day .

‘Theory X’

Management

/IN L
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LeSS Management

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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LeSS Management

o ’ r

Who is going to strive for continuous improvement when the likely out-
come is losing a job? Nobody. In a LeSS adoption, it is vitally important to
establish the policy that nobody is going to lose employment. At least
not due to position or role eliminations from the structural changes
caused by the LeSS adoption. Communicate this clearly and repeatedly.

Sourced from: 2009 - Scaling Lean and Agile Development - Craig Larman, Bas Vodde
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LeSS Management

It is difficult to get a man to understand
something when his salary depends upon his
not understanding it.

(Upton Sinclair)

izquotes.com

Sourced from: https://www.reddit.com/r/anticapitalism/comments/eivy6c/it is difficult to get a man to understand/
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LeSS Management

Larman's Laws of Organizational Behavior

(Spanish translation)(Russian translation) (Japanese translation){Persian/Farsi translation)(Polish translation)(Portuguese translation)

After decades of observation and organizational consulting, here are Larman's Laws of Qrganizational Behavior. These are observations rather than laws to follow ;)

1. Organizations are implicitly optimized to avoid changing the status quo middle- and first-level manager and
“specialist” positions & power structures.

2. As a corollary to (1), any change initiative will be reduced to redefining or overloading the new terminology to
mean basically the same as status quo.

3. As a corollary to (1), any change initiative will be derided as “purist”, “theoretical’, “revolutionary”, "religion”, and
“needing pragmatic customization for local concerns” — which deflects from addressing weaknesses and
manager/specialist status quo.

4. As a corollary to (1), if after changing the change some managers and single-specialists are still displaced, they
become “coaches/trainers” for the change, frequently reinforcing (2) and (3).

5. (in large established orgs) Culture follows structure. And in tiny young orgs, structure follows culture.

Elaboration:

Sourced from: https://www.craiglarman.com/wiki/index.php?title=Larman%?27s Laws of Organizational Behavior
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Sourced from: https://en.wikipedia.org/wiki/Informed consent
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LeSS Management
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Informed consent

From Wikipedia, the free encyclopedia

This article is about consent to medical or research procedures. For consent in other contexts, see Consent. For the House ¢,

Informed consent is a process for getting permission before conducting a healthcare intervention on a person, for conducting
some form of research on a person, or for disclosing a person's infarmation. A health care provider may ask a patient to consent
to receive therapy before providing it, a clinical researcher may ask a research participant before enrolling that person into a
clinical trial, and a researcher may ask a research participant before starting some form of controlled experiment. Informed

consent is collected according to guidelines from the fields of medical ethics and research ethics.

An informed consent can be said to have been given based upon a clear appreciation and understanding of the facts,
implications, and consequences of an action. Adequate informed consent is rooted in respecting a person's dignity.[1l To give
informed consent, the individual concerned must have adequate reasoning faculties and be in possession of all relevant facts.
Impairments to reasoning and judgment that may prevent informed consent include basic intellectual or emotional immaturity,
high levels of stress such as posttraumatic stress disorder (PTSD) or a severe intellectual disability, severe mental disorder,
intoxication, severe sleep deprivation, Alzheimer's disease, or being in a coma.

Degree of sr.
management
support (rea
gemba, not "in

spirit only™)
. P Y
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Coordination Iin LeSS
(Outside of LeSS events)




Knowledge Flow in LeSS

&

JUST TALK
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Quality of
Sourced from: https://less.works/resources/graphics/index.html vertical and
horizontal
learning in
LeSS
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The Contract Game
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The Milestone point
is arbitrary

A
» ( \
@ O - : P O
Product start content freeze end R&D
Management (release contract agreed) (release)
k/_\A www.craiglarman.com
www.odd-e.com
B The contraCt Copyright © 2010
C.Larman & B. Viodde

All rights reserved.

The “Contract Game” (22-44min), by Craig Larman

Sourced from: https://less.works/resources/graphics/book-images
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Local Optimization in Internal Contracts - Instructions

Exercise

Class: In-groups, think of how (legal) contracts, if
‘translated’ into an internal contracts, could lead to
local optimization. Work with provided system

variables to create a model.

Instructor: Give short feedback. Offer a recommended
solution.

Duration: 10 min

https://miro.com/welcomeonboard/zUotxFBILrQbsmN8kHCYR9ws4mD6g9pR1fGXxstWsffclKKhTGQmipwnyHHIr09V
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Technical Excellence LeSS
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Technical Excellence
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Sourced from: https://less.works/resources/graphics/index.html

...This is not specific to
LeSS......This is just good-
old simple Scrum...
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Technical Excellence

Unfinished Work != Undone Work

Usually, Team’s issue Usually, Organizational issue
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Technical Excellence

v

Everything required to deliver PSPI
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Created by: Gene Gendel

Gradual Maturit
Expanding Done and Shrinking Un-Done
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Technical Excellence

REMOVE
UNDONE
“DEPARTMENT”
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Technical Excellence

Dealing with Un-Done Work
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‘ Release Sprints ‘

Sourced from https://less.works/resources/graphics/less-graphics.html
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Technical Excellence

Dealing with Un-Done Work
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‘ Pipelining to Undone Department ‘

Sourced from https://less.works/resources/graphics/less-graphics.html
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Technical Excellence

Dealing with Un-Done Work

PROPUCT

UNPONE
‘ > UNPONE —_—
PEPARTMENT | pELEASE @

http:/ /less.works [{cc) AT

|

Undone Department Finalizes ‘

Sourced from https://less.works/resources/graphics/less-graphics.html
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Technical Excellence

REMOVE
UNDONE
“DEPARTMENT”
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Sourced from: 2009 - Scaling Lean and Agile Development - Craig Larman, Bas Vodde
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. Local Optimization in Releasing- Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm some of the most
common examples of Local Optimization in
Releasing in your respective organizations. Work
with provided system variables to create a model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

https://miro.com/welcomeonboard/zUotxFBILrQbsmN8kHCYR9ws4mD6g9pR1fGXxstWsffclIKKhTGQmipwnyHHIr09V 130
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Local Optimization in Releasing - Exercise
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Multi-Site /Time Zone

132

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



Team Location in LeSS

Distribution inside team Team colocation within site
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Site 1 Site 2 Site 1 Site 2

Created by: Gene Gendel
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LeSS Huge
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LeSS Huge

Birth—There are two ways in which new Requirement Areas are born:
4 > A Requirement Area grows “too big" and is best split into two
’
A smaller Requirement Areas by grouping items inside the Area
’ \ Backlog to discover a natural split. This is the preferred way of cre-
’ \
,’ \ ating new areas and is equal to how smaller LeSS adoptions grow
’ 1 to LeSS Huge.
I, \ > A (probably big) new product opportunity arises’ that is signifi-
,, “ cantly different from earlier features. When that happens, we can
,’ \ create a totally new Requirement Area, move one team into it and
,/ \ gradually grow into at least four teams.
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Sourced from https://less.works/resources/graphics/less-graphics.html
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» Avoid having multiple Requirement Areas for as long as possible
» Any product backlog item belongs to one Product Area only
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Where To Start?

Getting Started

The three adoption principles include that it's best to start with one product adoption. How can you Increase
the likelihood of its success?

. educate everyone

define ‘product’

define 'done’

nave appropriately-structured teams

only the Product Owner gives work to the teams
xeep project managers away from the teams

ok LN

https://less.works/less/adoption/getting-started
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What Is Next?
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What is Next?

BASICS
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