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The Class



About Gene
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About Training Content
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 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/

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



Understanding 

System Thinking

and

System Modelling
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System Modelling & Thinking
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Causation

vs 

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

https://less.works/less/principles/systems-thinking


System Modelling with CLD (example)

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

10

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
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Errors & Omissions with Scaling
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Fake Scrum & Fake Scaling
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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

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

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


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

15

90⁰
‘chapter’

‘e
x
is

ti
n
g
 o

rg
a
n
iz

a
ti
o
n
a
l 
v
e
rt

ic
a
l’Geographically 

dispersed, 

single-function, 

component 

group

‘squad’

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

Instituting Fake Teams

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

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

“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”?

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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https://www.keystepstosuccess.com/2020/05/05-05-less-talks-dave-snowden-answering-tough-questions-qa/

Created by: Gene Gendel 

https://www.keystepstosuccess.com/2020/05/05-05-less-talks-dave-snowden-answering-tough-questions-qa/
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Fractal Scaling (TOO !=PO )
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https://seattlescrum.com/Why-Scrum-Isnt-
Making-Your-Company-Very-Agile/

Team private backlogs. Coordination Overhead.  Local Optimization.
Created by: Gene Gendel 

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


“Scaling” Contractually-Bound Vendor Groups
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Vendor A Vendor B Vendor C Vendor D

Client Company

Engagement Lead Engagement Lead Engagement Lead Engagement Lead

…doing mandate work, with lots of dependencies [management]…

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

“team” “team” “team”

Created by: Gene Gendel 



LeSS is Scrum-based Approach
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Sourced from: https://less.works/resources/graphics/index.html

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


“Copy-Pasting” Is NOT Enterprise Scaling
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Control C

Control V Control C

Control C

Control C

Control V

Control V

Control V

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

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


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/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V 21

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V


Local Optimization in Agile “Big Bangs” - Exercise 

Likelihood of 
getting poor 

guidance

Impression 
that many

coaches are 
required for 

this

Turning to VMS 
for ‘preferred 
staffing firms’

Building 
internal Agile  
Power Towers

Traditional staffing, 
with very low 

quality ‘coaches’ 
(cheer leaders)

Likelihood of getting 
‘best practices’ 

installations and 
‘DDT’ and ‘TDT’ 
transformations

Likelihood of 
seeing real, 

tangible results

Likelihood of 
ending up with 

“unwrap & install” 
cookie cutting 

approach

o

Reputation: 
trust and faith 
in agility and 
agile coaches

?

o
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22

QF

Company’s 
desire to 
become 

more agile 

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

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/
http://www.keystepstosuccess.com/2018/02/proper-scaling-of-scrum-and-dynamic-financial-forecasting/
http://www.keystepstosuccess.com/gap-between-science-and-business/
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De-Scaling With LeSS



LeSS IS Scrum 
(Size, Sprint Cadence, Dynamics)

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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History of LeSS
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Good-Old Scrum

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

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

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

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



One LeSS Sprint: 2 – 8 Teams
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Sourced from: https://less.works/trainer-graphical-representations/gene-gendel/less-adoptions.jpg

https://less.works/trainer-graphical-representations/gene-gendel/less-adoptions.jpg


One LeSS 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
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Created by: Gene Gendel 
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Three LeSS Principles

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

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

Sourced from: https://less.works/trainer-graphical-representations/gene-gendel/one-sprint.jpg

https://less.works/trainer-graphical-representations/gene-gendel/one-sprint.jpg


Organizational Design

&

Local Optimization

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

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

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

Sourced from: https://www.craiglarman.com/wiki/index.php?title=Larman%27s_Laws_of_Organizational_Behavior

https://www.craiglarman.com/wiki/index.php?title=Larman's_Laws_of_Organizational_Behavior


Local Optimization
(“This Is Not My Job”)
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Sourced from: http://www.tsmplug.com/games/pes-2014-download/

http://www.tsmplug.com/games/pes-2014-download/
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…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

Pentagon Wars – Bradley Fighting Vehicle Evolution

Local Optimization

https://www.igi-global.com/dictionary/from-optimization-to-clustering/45858
https://www.youtube.com/watch?v=aXQ2lO3ieBA


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

How could that be?

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

Sourced from: https://www.youtube.com/watch?v=5unMlXg6WL4

https://www.youtube.com/watch?v=5unMlXg6WL4


Frequently Heard Justifications:

Efficient
Productive
Best
Good
Optimized
Ideal
Cost-Effective

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



Local Optimization In Roles: “Agile Architect”
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Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

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

Sourced from: https://www.meetup.com/Design-Sprint-NYC/

https://www.meetup.com/Design-Sprint-NYC/


Local Optimization In Roles: “Agile BA”
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Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

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


Seeing (Hearing) Local Optimization in…

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

Backlogs Role Definitions

Team Structures Org. Structures

Definition of DoneDocumentation

Product Design Goals & Metrics

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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https://less.works/less/principles/systems-thinking.htmlSeeing(andHearing)LocalOptimization


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

Sourced from: https://www.youtube.com/watch?v=hNuu9CpdjIo

https://www.youtube.com/watch?v=hNuu9CpdjIo


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

Local Optimization in Agile Leadership Instructions

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Local Optimization in Agile Leadership - Exercise 

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Title switchers (‘agile 
managers’ and

Laman’s Law # 4-type-
of people)

Increasing the very same
silos, redundancy and 

overhead that the rest of 
a company is being 
`advised to reduce

Number of ex-
managers, 

looking for ways 
to stay busy

Organizational 
enablement, to grow 
internal quality, agile 

expertize as per 
highest standards

Building internal 
Agile  “Power 

Towers” that are 
away from GEMBA

Reputation: 
trust and faith 
in agility and 
agile coaches

C

O
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Local Optimization - HR



LeSS Product 

vs 

Project/Program/Portfolio

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Which Product “Dimension” Holds Real Value?
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Created by: Gene Gendel 



Which Product “Dimension” Holds Real Value?

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

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

https://less.works/courses/become-less-trainer


How Do you Define Your Product?

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



How Do you Define Your Product?

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer

https://less.works/courses/become-less-trainer
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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

Local Optimization in Analysis & Design- Instructions

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

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V 56
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Local Optimization in Analysis & Design- Exercise 

# so-called 
Product 
Owners

o

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Likelihood that so-
called “Product 

Owners” are doing lots 
of analysis and talking 
to users or other so-

called “POs”

Likelihood that so-
called “Product 
Owners” create 

intermediate 
artifacts 

/documentation

Likelihood that 
developers are 
doing analysis 

and talking 
directly to  

customers/users

Ability of 
developers to 
communicate 

effectively with 
customers/users

Degree that 
developers have 

empathy and 
awareness of 

customers

Degree that 
developers 
understand 

business domain

Degree that 
developers can 
independently 
make informed 

decisions

Degree of so-
called “Product 
Owners” are a 
bottleneck and 
gate-keepers

% of total (product) 
items each team 

knows well (req & 
design)

% waste 
(overproduction, 

hand-off, info 
scatter, waiting, 

other)



Feature Teams 

vs. 

Component Teams

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html

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


Component Team

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html

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


Feature Team

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html

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


Component & FeatureTeams: Side by Side

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer

https://less.works/courses/become-less-trainer


Component Teams

Classic Example of 
Local Optimization

Business Layer

UI/UX

DBA

Web Service

Component A

Component B

4 people

5 people

7 people

4 people

3 people

6 people

Single-specialty

Workers

System Component Component Manager

No Team ‘Tsars’

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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• Fake Scrum
• “Wagile”
• Mini-waterfall

Beware of Mini-Waterfall in Scrum Clothes

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer

https://less.works/courses/become-less-trainer
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65

Coordination

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

https://less.works/courses/become-less-trainer


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

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

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


Fake Product Portfolio

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://www.atlassian.com/blog/jira-software/portfolio-for-jira-project-managers-edition

https://www.atlassian.com/blog/jira-software/portfolio-for-jira-project-managers-edition


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

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

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


Now… unrelated ‘Body 
of Work’ becomes a 

product 

Need to coordinate 
and  manage Fake 

Portfolios

Need to coordinate 
and  manage Fake 

Programs

Need to coordinate 
and  manage Fake 

Projects

Now… component 
teams align with Fake 

Products

Now… component 
teams end up with 

teams’ private backlogs

LOCAL OPTIMIZATION

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

Created by: Gene Gendel 



Self-Inflicted Wound: Local Optimization

fake project

fake program

fake portfolio

Requires complex 
management and reporting 

structure with multiple 
translation layers of 

management bureaucracy 

fake program

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

Created by: Gene Gendel 



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‘?

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



Product Definition in LeSS

PRODUCT

 Organizing by Business Value and Customer Centricity

 Expanding Product as wide as possible

 Constraining Product to keep it reasonably manageable

 Maintaining single Product Backlog (not multiple, private 

team backlogs)

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

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

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V
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Local Optimization in Roles & WBS - Exercise 

Existence of a 
REAL product 

definition

o

Reliance on ‘technical 
BAs’/proxies

Likelihood of 
seeing technical 
backlogs, full of 

“technical stories” 
component

o

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

Likelihood that locally 
optimized component

teams will be 
“sprinting” with 

component “stories”

Amount of UnDone
work at the end of 

each sprint. Need for 
‘integration’ sprints, 

coordination…

75

Likelihood of 
creating fake 

projects

Likelihood of 
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

Excessive volume of 
people looking for 
means to stay busy 

(PMO/“left-over 
people”)

o

||Likelihood that 
real Product 
Owner can 

prioritize and 
control $



LeSS Roles 

LeSS Responsibilities

LeSS Relationships

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html

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


Team Maturation

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

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

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


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

Feature Team Specialization

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

Optimization

Local 

Optimization

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


Real Team vs. Fake Team

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

Stable teams that stay together and 
work on features for a long time

Temporary groups, created on a 
feature or project

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

Self-management and self-direction PM-controlled work

Simple, flattened organizations. No 
matrix

Matrix organizational with resource 
pools

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



Want MORE of Want LESS of

Responsible Teams Single-Function Roles

Focus on Customer Documentation and “Contracts”

Teams that understand 
Requirements 

Dedicated Analysts

Team ownership, inspection and 
adaptation

“Best practices” and 
prescriptive manuals 

“Owning” “Renting”

Well understood existing/simple  
roles and processes

Additional, vaguely defined roles 
and processes

Real Team vs. Fake Team

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html
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Scrum Master: “Bad HR SQL”

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/

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


Scrum Master: Style of Engagement

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

Coordination Facilitation  

=/

Created by: Gene Gendel 



Sourced from less.works 

Q: Is there HR Support for Scrum Master role?

Scrum Master: What is Misunderstood?

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html

1-3 teams

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


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 - Instructions

87



Local Optimization in Scrum Master Role - Exercise 

Chances of 
seeing real, 
long-lasting, 

organizational 
improvements

Risks of having 
agile “Theater”, 
Broad & Shallow 

adoptions

Likelihood that 
experienced, self-

driven Scrum 
Masters will have 

freedom and 
safety

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

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

Allowing to 
develop!!! 

Scrum Master 
Community

c

o

88

QF

Company’s 
desire to have 
more Scrum 

Masters

o
Building 

internal Agile  
Power Towers

o



Product Owner

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html
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Product Owner: 5 Relationships

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

2

1

34

5
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Sourced from: https://less.works/resources/graphics/index.html
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Product Owner: Prioritization vs. Clarification

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

Users (internal)/

Customers (external)
Teams

Clarification
Created by: Gene Gendel 



Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Product Owner: Avoid This Dysfunction

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

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


Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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No Team Output Owner (“TOO”)

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

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

https://www.youtube.com/watch?v=cr2rjaGmUzo
https://seattlescrum.com/downloads/Why-Scrum-Isnt-Making-Your-Company-Very-Agile-v2.pdf


Team Output Owner (TOO): “Accountability”

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


Team Output Owner (TOO) Local Optimization

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


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

Local Optimization in PO-ship Structure- Instructions

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Local Optimization in PO-ship Structure- Exercise 

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

teams

o

Degree that 
developers 
understand 

business domain



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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from https://less.works/resources/graphics/less-graphics.html

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

LeSS Events 

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


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

LeSS Events 
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Feedback Loop Feedback Loop

LeSS Events 

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

https://less.works/resources/graphics/less-graphics.html
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Created by: Gene Gendel 

LeSS Events 



LeSS Events 

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from https://less.works/resources/graphics/less-graphics.html
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Management In LeSS

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html
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LeSS Management

Sourced from: https://www.youtube.com/watch?v=Wdroj6F3VlQ

https://www.youtube.com/watch?v=Wdroj6F3VlQ
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LeSS Management

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

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



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

109

LeSS Management



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

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

http://www.amazon.com/Scaling-Lean-Agile-Development-Organizational/dp/0321480961


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

Sourced from: https://www.reddit.com/r/anticapitalism/comments/eivy6c/it_is_difficult_to_get_a_man_to_understand/

https://www.reddit.com/r/anticapitalism/comments/eivy6c/it_is_difficult_to_get_a_man_to_understand/


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

Sourced from: https://www.craiglarman.com/wiki/index.php?title=Larman%27s_Laws_of_Organizational_Behavior

https://www.craiglarman.com/wiki/index.php?title=Larman's_Laws_of_Organizational_Behavior
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LeSS Management

Sourced from: https://en.wikipedia.org/wiki/Informed_consent

https://en.wikipedia.org/wiki/Informed_consent


Coordination in LeSS

(Outside of LeSS events)

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

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

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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The “Contract Game” (22-44min), by Craig Larman

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/book-images

https://www.youtube.com/watch?v=Gw1lLt18KzE
https://less.works/resources/graphics/book-images


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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Local Optimization in Internal Contracts - Instructions

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V


Local Optimization in Internal Contracts - Exercise 

Penny-wise fixed-
everything SOW 

micro-
management 

(PMO)
o

Healthy Scrum 
dynamics

Likelihood that vendor 
workers will be 

‘managed’ by “senior” 
engagement leads

Likelihood that ‘us 
vs. them’ mindset 

will prevail in a 
relationship b/w a 
vendor and client

Chances that properly 
structured Scrum 
team can be built 
from internal and 
external people

Likelihood of 
getting low 

quality experts 
from vendors 

Quality of direct
interaction b/w client 
workers and vendor 

workers (actual 
doers)

o
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o

Flexibility/ 
agility of an 

external 
(legal) 

contract

o

o

Likelihood that 
developers are 
doing analysis 

and talking 
directly to  

customers/users

Likelihood that 
real Product 
Owner can 

prioritize and 
control $



Technical Excellence LeSS

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

120



…This is not specific to 
LeSS……This is just good-

old simple Scrum…

Technical Excellence

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: https://less.works/resources/graphics/index.html

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


Technical Excellence
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Unfinished Work != Undone Work

Usually, Team’s issue Usually, Organizational issue



Technical Excellence
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“Done” “Un-Done”

Unit testing UAT Performance Production

Current DoD
End-of-Year goal for DoD

Two-year goal for DoD
In 5 sprints goal for DoD

Everything required to deliver PSPI

Expanding Done and Shrinking Un-Done
Created by: Gene Gendel 



Technical Excellence
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REMOVE 

UNDONE 

“DEPARTMENT”



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

Technical Excellence

Dealing with Un-Done Work

Release Sprints
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https://less.works/resources/graphics/less-graphics.html


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

Technical Excellence

Dealing with Un-Done Work

Pipelining to Undone Department
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https://less.works/resources/graphics/less-graphics.html


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

Technical Excellence

Dealing with Un-Done Work

Undone Department Finalizes
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https://less.works/resources/graphics/less-graphics.html


Technical Excellence
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REMOVE 

UNDONE 

“DEPARTMENT”
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Sourced from: 2009 - Scaling Lean and Agile Development - Craig Larman, Bas Vodde

http://www.amazon.com/Scaling-Lean-Agile-Development-Organizational/dp/0321480961


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

Local Optimization in Releasing- Instructions

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Local Optimization in Releasing - Exercise 

Planning 
horizon o
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Frequency of 
market or bank 

supervision 
changes

# work in 
progress 

items (WIP)

# Releases 
(release 

frequency)

Transaction 
costs (total)

Actions to reduce 
transaction costs 
(e.g. automation 

of CI/CD)

Agility of 
teams to shift 

direction at 
company level

o

o

c

# work in 
progress 

items (WIP)



Multi-Site /Time Zone
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“All good Java 
developers are in 
Boston”…“The best  
SQL experts are in 
Bangalore”

Really? 

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























Site 1

























Site 2























Site 1

























Site 2

PO

Distribution inside team Team colocation within site

AVOID TRY
Created by: Gene Gendel 
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LeSS Huge
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LeSS Huge

 Avoid having multiple Requirement Areas for as long as possible

 Any product backlog item belongs to one Product Area only

1

2

3

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

https://less.works/resources/graphics/less-graphics.html
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Where To Start?

https://less.works/less/adoption/getting-started

https://less.works/less/adoption/getting-started


Q & A
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What Is Next?

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

138



What is Next?
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