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Taking Care of Key Logistics
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Taking Care of Key Logistics
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Taking Care of Key Logistics

This film has NOT been modified
from its original (public) version.
It has NOT been modified to fit

this screen.
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Taking Care of Key Logistics

» Structured Learning (Zoom or PPT)
» Class Activities (Exercises)
» Q&A

» Frequent Breaks and Lunch Time
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Training Agenda

Introduction, Logistics, Stage Setting
Commonly known omissions with scaling
LeSS, as Organizational Design/De-Scaling Framework
Informed Consent in LeSS
What is System Thinking (& Modelling)?
LeSS Rules
+ Structure
* Product
+ Sprint
+ LeSS Guides:
+ Three LeSS Adoption Principles
+ Organizational Design - 1st Order Factor
+ Local Optimization
+ Internal Contracts (& HR)
+ LeSS Guides: Organizing by Customer Value
+ Management
*+ Scrum Master
* Product
+ Product Owner
+ Product Backlog
+ Definition of Done
+ Product Backlog Refinement
+ Sprint Planning
+ Coordination & Integration
+ Review & Retrospective
+ LeSS (Huge) Rules
+ Structure
* Product
+ Sprint
+ LeSS (Huge) Guides:
+ Organizing by Customer Value
* Product Owner
+ Product Backlog
+ Extras:
+ Product Definition & Exploration Activities in LeSS
+ LeSS Case Studies
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About Instructor

Gene Gendel is an organizational design specialist, agile/lean coach
and trainer, consultant and adviser to senior leadership. Almaost 15
of 20+ years of his professional experience - Gene dedicated to
working with companies of various sizes and lines of business, trying
to help them improve internal dynamics, organizational structure
and and becoming a better place to work. Gene engages at all
organizational levels: senior- and mid-level management, teams and
individuals. In his work, Gene uses various methods, tools and
technigques to amplify learning by others and to ensure that people

gain autonomy after Gene “coaches himself out of the job”

Gene is Certified Agile Coach (CAC), by Scrum Alliance - small elite
community of Scrum Alliance Certified Enterprise Coaches (CEC).

Today, he is the only CEC who resides in NY State. Gene is also one
of the co-creators of Team Level Coaching_Certifications (CTC)
program for Scrum Alliance.

Gene is also one of very few Certified LeSS Trainers (CLT) that are
based in the United States.

He is also well-recognized blogger and publisher. He is the author
of Adaptive Ecosystems: Collection of Independent Essays About

Agility and co-author of:

» Agile Coaching; Wisdom from Practitioners (free pdf).
+ Best Agile Articles of 2017 and 2018

The Green Book:
Independent Essay

S Geg@ éend& |

B

Agile
Coaching

Wisdor trom Practitoners

_BEST AGILE ARTICLES
BEST. Mi;l'l\,)E!:lﬂCLES 2019

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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My Journey

+ living and coaching
it for a few years

Larman'’s 4 Laws of Organizational Behavior

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

. Asacorollary to (1), any chal

3. Asacorollaryto (1), anyc
derided as “purist’, “theor
pragmatic customization for I
deflects from addressing weaknesse
specialist status quo.

4. Culture follows structure (or culture follows

Created by: Gene Gendel
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Our Class
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Gaining Access & Collaborating

https://miro.com/welcome/FwXv9enWQ08308iCjH2g5
7ZAxYcw526U6haaxDsDtWkfapZxLUDyNJarnxYglOcoS

https://drive.google.com/drive/folders/l1uaXepW
WVMIQLIWDHboL1Rwip 4rmGM_8?usp=sharing
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Stage Setting

* |n this course, we shall be mainly modelling the system
and getting deep into the system, going after systemic root
causes.

* Solutions and “pragmatic steps” - will come later ©

* “How does it relate to what we do today?” — later

* The most important pre-requisites:

* Understanding SCRUM
« Open (very) mind Temporary PAUSE on:

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

type of experience
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Stage Setting

All Questions are Good

When we say....

“This is B.S. Question” ©

we mean

“This is Basic Scrum (1-team) Question”
and therefore,

It is addressed in the SCRUM GUIDE...
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Recognizing Most Common Problems

Top-3 Abused Words

1)Agile
2) Scaling oy

i

3) Enterprise

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

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

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

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

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

Brought to you by www.keystepstosuccess.com

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

e

“We considered a bunch of
names, and agreed eventually
on ‘agile’ as we felt that
captured the adaptiveness
and response to change
which we felt was so
iImportant to our approach.”

Martin Fowler

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

“The ability to move with quick easy
grace, to be nimble and adaptable.
To embrace change and become
masters of change - to compete
through adaptability by being able
to change faster and cheaper than
your competition can. ”

Craig Larman

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

How about the proximity between real
— GEMBA and real Customer?... &

“4a _21_ )

CUSTOMER nguertfolios

CENTRIC “mgus +r0grams

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

“Agile” Cars, Planes, Shinc 212 Trains

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

Siloed eams of:
Architects
[evOps
System Engs

Metrics

Created by: Gene Gendel 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™?

https://www.keystepstosuccess.com/2020/05/05-05-less-talks-dave-snowden-answering-tough-questions-ga/
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Recognizing Most Common Problems

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, ‘Squad’
component

group

/ \

Traditional, A fancy name that
organizational creates an illusion of
design unit a real team

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°

ichapter® |

Created by: Gene Gendel

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

Beware of Fragmented Agility

The below should be viewed as complimentary
dimensions of one, inclusive, eco-systemic

(organizational) agility. NOT as independent, —
asynchronous, departmental, siloed and L - AR
locally optimized initiatives. 2 ‘
“Agile for non-IT”
(“no prior Scrum in IT knowledge required”)

Agile in
Legal

Agile in
Vendor
Management

i

Agile
In Biz

w Brought to you by www.keystepstosuccess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/ 22

Agile in
Procurement
& Purchasing

Agile In

Hardware
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Recognizing Most Common Problems

Avoid these common anti-patterns...

Brought to you by Brought to you by

Avoid Avoid
(Deck — Driven Transformations) (Tool — Driven Transformations)

DDT TDT

Knowledge retention and quality of learning are inversely Success of agile transformations is inversely proportional
proportional to thickness of a power point 'agile to reliance on “agile” tooling solutions (in partnership
transformation’ deck and directly proportional to font with heavy “scaling” frameworks) and directly
size used in a deck ;) proportional willingness to de-scale and simplify;)

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

...that are not to be confused with...

My Sdsbtson Hesty . Szwatocns

Mastering
s React Test-Driven
NTIDIDL. 7= Development
BY EXAMPLE

A Prac 0 Ac
T

Test-Driven
Development
ith Python

Test-Driven Development

TEST-DRIVEN for Embedded C

DEVELOPMENT

1 V. Grenning
By ExamrLg

Android Test-Dri
Development
by Tutorials

Kext'Brck i

Markus ¢

Test-Driven Development
with Django

Learn Android TDD by Buildi eal-World Apps.

PACKT

Fovewords by Kot Beck and Dule Emery
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Recognizing Most Common Problems

Avoid these common anti-patterns...

Centralized Coaching Decentralized Coaching "::3:» =)
&)
: e e e fe ] & & =
//\ Ty This:
wiki-wiki-wiki-wiki-wiki
Maturity Metrics
Coaching & Consulting of Gemba/Go-See,
individuals that are in charge Impediments Removal -
. BoK of organizational design and to support coaching
P - Best Practices ORs  Progress Reports making executive decisions efforts at team level
RAG y
/
!
! Coach Coach Coach Coach
\
\
\ “Power Tower”/ Community of
\ Country Club coaches, deeply
\ of imbedded with teams
Centralized Coaches
-
~
-~ 5
i B
~B &8
& A & @
o Q8 [
ga I “a
R
&8 48,
Team
: : ok : ...But you his....
% Attention: This graphic is a cartoon and its purpose is tyoucantryt ©
Fokad to expose a dysfunction through irony. This is NOT an
1 30 § invitation to experiment the presented case ©.
LS
i Brought to you by www. keystepstosuccess.com
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Recognizing Most Common Problems

Avoid these common anti-patterns...

“Triple Taxation” on Client Companies

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

“Agile” Tools Large,_
; Commercially
supportive of Successful “Big-
Big Bang “Agile Bang Agile”
pl® Frameworks” Frameworks”
'
N @ Brought to you by www.keystepstosuccess.com

Avoid This:

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

*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 Aqgile Framework Appropriate for Big, Lumbering Enterprises), by Mike Cohn
*S_Fe is not Agile. S_Fe is not even Scrum, by Mike Beedle

eIssues 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: Aqile is Dead, by Dave Thomas

*Why do so many companies seem to jump straight to SAFe when starting Aqgile?, 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/Agile project management?, by Peter Stevens

*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 Adgile @ 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://svpg.com/revenge-of-the-pmo/
https://agileforest.com/2018/06/24/why-safe-is-not-the-scaled-agile-approach-you-need/
https://remove-scrum-from-safe.tilda.ws/Objection
https://medium.com/@seandexter1/beware-safe-the-scaled-agile-framework-for-enterprise-an-unholy-incarnation-of-darkness-bf6819f6943f
https://www.youtube.com/watch?v=443BrsKaLdo&t=5s
https://www.youtube.com/watch?v=LBQwwBI5rhE
https://www.quora.com/How-is-SAFe-different-from-Scrum-Agile-project-management/answer/Peter-Stevens-105
https://medium.com/@andy.park/when-emulating-scaling-agile-at-spotify-goes-awry-d297dc006763
https://www.solutionsiq.com/resource/blog-post/the-spotify-model-dont-simply-copy-paste/?utm_source=newsletter&utm_medium=email&utm_campaign=ba&utm_content=blog
https://twitter.com/kentbeck/status/1000011818197188610?lang=en
https://www.linkedin.com/pulse/spotify-model-10-lessons-transplantology-kate-terlecka/
https://blog.crisp.se/wp-content/uploads/2012/11/SpotifyScaling.pdf
https://www.infoq.com/news/2016/10/no-spotify-model
https://www.keystepstosuccess.com/wp-content/uploads/2020/02/donotcopy-s-model.jpg
https://www.keystepstosuccess.com/wp-content/uploads/2020/02/agile_coach_fast_track-1.jpg
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Class Activity

Class:

« Whole Class: Split up into teams. Discuss most
commonly seen scaling pitfalls and omissions.

« For top-3 (vote) and suggest a few root causes per

each.
« Capture in Class Log.
Instructor: Catalyze. Reflect.

Duration: 10 min

g

oz
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Introduction

Less is More: De-Scaling with LeSS

LeSS is was actually “mis-labeled” ©.... And this requires
some explanation...LeSS is about Scaling Scrum ...............
by means of Organizational De-scaling...

Tired of *Scaling*? <=3

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

Maybe, it is time to
DE-Scale? <«

Created by: Gene Gendel
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Introduction

SCALING, organizational design framework for
large-scale, multi-site agile product development.
LeSS is based on close to 20 years of extensive
research and deep learning. In LeSS, a team is an
organizational building block. Understanding LeSS

requires learning the whole system, not just some
of its parts. LeSS adoptions are|[DEEP & NARROW.

" Practices for
Scaling Lean & Agile Scaling Lean & Agile
Development Development

LARGE-SCALE
SCRUM

Large Scale Scrum (LeSS) - is Scrum. It is a DE-
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Introduction
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Introduction

Attention: This graphic is a cartoon and its purpose is
xpose a dysfunction through irony. This is NOT an
invin to experiment with this approach ©.

AvoidThis:

Agile
“Semi-Finals”
Race /)

EoY Agility: 45.373%

Agile Maturity Lgfel: 12.3455

Rewards:

QgEanizational Agility Meter: E@

3]7]319][o]la] %

Brought to you by www.keystepstosuccess.com

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

LeSS is not: 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

* 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, Only one person with shared strategy,
mission. Competing with each other. vision, mission. No internal competition.

- 4

- - N
e <2

e
&

= &

.

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

¢ OneProduct-levelsprint
¢ Whole Product focus
¢ Shared Definition of Done (DoD) by all teams

Ms: lets g
together after the
sprint and discuss the
wind and current
factors. Lets invite
PO, Team Reps &
Managers

I need helpll!

Teams 2,3 and
4, shall we talk
about rowing
techniques?

=9

Everyone: who
needs drinking
water?

Product
Owner: | have
some tips for
you.

By Gene Gendel. 2020

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

Team 3: we
are scouting
about your
technigques!

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

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

1 can helplil!

All Teams: our
community is
great!

Team 3 -
please sync
up with us!

Eom 2=
watch out
‘or rocks!

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

Product

To drag along a cargo (product) smoothly and steadily. all
tug baats must synchronize their efforts: start together, pull
in the 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/resources/graphics/index.html
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Ability To:

Refine (PBR)- TOGETHER
Plan - TOGETHER

Coordinate - DIRECTLY

Sprints are
Parallel,
not Staggered

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



Introduction

LeSS Adoption, as a Sushi Roll

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

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

http://www.keystepstosuccess.com/2017/08/
agile-organization-as-a-sushi-roll/
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Sourced from: https://en.wikipedia.org/wiki/Informed consent

Article  Talk

LeSS Management

& Not logged

Read Edit View history

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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Class Activity

Class:

« Split up into teams. Each team — discuss the biggest
‘aha’ moments about LeSS and the most prevalent
‘this is gonna be tough for us to do’ reasons.

 Teams converge and share findings.

« Capture in Class Log

Instructor: Catalyze. Reflect.

Duration: 10 min

g

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

Causation
VS
Correlation




System Modelling & Thinking

“In the most basic sense,
a system is any group of
interacting, interrelated,
or interdependent parts

that form a complex or
unified whole that has a
specific purpose. ”

Daniel Kim thesystemsthinker.com

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

M Goal: higher pI:eSSUI'e tq try
Bogs feature —— actions for hlgher
' velocity feature velocity
feature
velocity 4\ #of o C cash
developers supply
(@)

# defects

https://less.works/less/principles/systems-thinking
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Seeing, Thinking & Modelling The System

pressure to ability to guide and

r?fnrj:;et:;f —\‘ improve the system
Goal ) degree of measurement \—y‘
Mine: oal: %et = value of dysfunction (not seeing
ewares rewardw what is really happening)
My  |Goal: higher pressure to try
Boss: feature ——y actions for higher
velocity feature velocity
feature
' ? cash
velocity \ #of 4 C |
o developers Supply
# defects

https://less.works/less/principles/systems-thinking
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Seeing, Thinking & Modelling The System

My Goal: higher pressure to try
Boss: feature —4—— actions for higher 5 0
velocity feature velocity
hire rate hire rate
common very cheap
feature “‘
velocity Q cash
supply
# defects foliowaldll  soecooancw 1
developers I/there is a significant |
o o | delay in this effect /'
code/design | _ . - E—
quality i o < - i A

https://less.works/less/principles/systems-thinking
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- Seeing, Thinking & Modelling The System

| Brooks's Law: Adding manpower to a late software

project makes it later.

(Fred Brooks)

"Any organization
that designs a
system will
inevitably produce a
design whose
structure is a copy of
the organization's
communication
structure.”

Melvin E. Conway

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



Seeing, Thinking & Modelling The System

Infiidual i Goal: distribute
performz?nce - discretionary incentives
evaluation
seeing opportunity Existence of

to earn more <¢———— End-of-year

)
0
money bc(; [\us \

“environmental Difficulty to identify # N
P safety” and desire— . GREAT Product Owner ab"'f‘/ toidentify '
AT RO 0 to experiment & remove
outperform ——————> peer to p (engagedandempowered)

: organizational
peers/colleagues peer waste
support d
(complex process)
&) Innovatlon &
intrinsic motivation : improvements M e
to work & willingness internal
et th competition Delegation of PO Effectiveness of
O'Siay with.cormpany and rivalry role to PO- proxy Product Backlog
/ (BAs, BSA, etc) management
f ability to
employee de-scale
79’“'0“ organization
team

organizational agili
11 healthy ity ts it > ~h§ppy custome%s v
Syneley 1l »  scrum scale scrum nl
& stability dynamics -happy employees
(overall)
NB: variables that
Sourced from: https://www.keystepstosuccess.com/coach-tools/

strongly relate to system

optimizing goals can be
highlighted
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Seeing, Thinking & Modelling The System

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

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



Seeing, Thinking & Modelling The System

Linear Thinking Does Not
Really Help Much...

In Complex
Organizational Settings
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LeSS

Organizational Design Framework

LeSS 'Onion’
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LeSS Principles

Sourced from: https://less.works/resources/graphics/index.html
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Understand how systems with
queues behave in the R&D domain,
and apply those insights to
managing queue sizes, work-in-
progress limits, multitasking, work
packages, and variability.

Inspection and adaptation of
the product, processes,
organizational design, and
practices to craft a situational
appropriate organization
based on Scrum, rather than
following a detailed formula.
And empirical process control
requires and creates
transparency.

See, understand, and optimize the
whole system (not parts), and explore
system dynamics. Avoid the local and
sub-optimizations of focusing on the
‘efficiency’ or ‘productivity’ of
individuals and indmadual teams.
Customers care about the overall
concept-to-cash cycle time and flow,
not individual steps.

Create an organizational
system whose foundation is
managers-as-teachers who
apply and teach systems
thinking and lean thinking,
manage to improve, and who
practice Go See at gemba. Add
the two pillars of respect for
people and continuous
improvement. All towards the
goal of perfection,

LeSS Principles

It is not “new and improved
Scrum.” Less is about applying
the principles, elements, and
purpose of Scrum in a large-scale
context. Multiple-team Scrum,
not multiple Scrum teams,

Based on tangible ‘done’ items,
short cycles, working together,
common definitions, and driving
out fear in the workplace.

-l

LARGE-SCALE TRANSPARENCY
SCRUM IS SCRUM 2
”
QUEVEING THEORY & — | - rmL,v
~ S~ — — 3
_ MORE
EMPIRICAL i N WITH LESS
PROCESS CONTROL <~ % . \5:
\ WHOLE
\  PRODUCT =
SYSTEMS  + — . Foeus S360° <)
THINKING : . AT,
”
N
7 VA
' CONTINUOUS IMPROVEMENT CUSTOMER
LEAN TOWARDS PERFECTION CENTRIC
THINKING <

Py iy
(Cusroied

http://less.works [(c) ERCIEN

Create and deliver a product all
the time, without defects, that
utterly delights customers,
improves the environment, and
makes lives better. Do humble
and radical improvement
experiments each Sprint
towards that.

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

(1) In empirical process controk:
more learning with less defined
processes. (2) In lean thinking:
more value with less waste and
overhead. (3) In scaling, more
ownership, purpose, and joy with
less roles, artifacts, and special
groups

One Product Backlog, one
Product Owner, one potentially
shippable product increment, one
Sprint—regardless if there are 3
or 33 teams. Customers want the
product, not a part.

Identify value and waste in the
eyes of the paying customer.
Reduce the cycle time from their

perspective. Increase feedback
loops with real customers.
Everyone understands how their
work today directly relates to
paying customers.

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

Class:

 Whole Class: discuss which mentioned principles are
currently followed in your organization. Which ones
are not? How to do you see/know this?

« Capture in Class Log

Instructor: Catalyze. Reflect.

Duration: 10 min

g
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LeSS Rules

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

http://less.works
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[ LeSS Rules: LeSS Structure

Structure the organization using real teams as the basic organizational building
block.

Each team is (1) self-managing, (2) cross-functional, (3) co-located, and (4)
long-lived.

The majority of the teams are customer-focused feature teams.

Scrum Masters are responsible for a well-working LeSS adoption. Their focus is
towards the Teams, Product Owner, organization, and development practices. A
Scrum Master does not focus on just one team but on the overall organizational
system.

A Scrum Master is a dedicated full-time role.

One Scrum Master can serve 1-3 teams.

In LeSS, managers are optional, but if managers do exist their role is likely to
change. Their focus shifts from managing the day-to-day product work to improving
the value-delivering capability of the product development system.

Managers’ role is to improve the product development system by practicing Go See,
encouraging Stop & Fix, and “experiments over conformance”.

For the product group, establish the complete LeSS structure “at the start”; this
is vital for a LeSS adoption.

For the larger organization beyond the product group, adopt LeSS evolutionarily
using Go and See to create an organization where experimentation and
improvement is the norm.

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



LeSS Rules: LeSS Product

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

The Product Owner shouldn’t work alone on Product Backlog refinement; he is
supported by the multiple Teams working directly with customers/users and other
stakeholders.

All prioritization goes through the Product Owner, but clarification is as much as
possible directly between the Teams and customer/users and other stakeholders.
The definition of product should be as broad and end-user/customer centric as
is practical. Over time, the definition of product might expand. Broader definitions
are preferred.

One Definition of Done for the whole product common for all teams.

Each team can have their own stronger Definition of Done by expanding the
common one.

The perfection goal is to improve the Definition of Done so that it results in a
shippable product each Sprint (or even more frequently).

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



. LeSS Rules: LeSS Sprint

> There is one product-level Sprint, not a different Sprint for each Team. Each Team starts and
ends the Sprint at the same time. Each Sprint results in an integrated whole product.

» Sprint Planning consists of two parts: Sprint Planning One is common for all teams while
Sprint Planning Two is usually done separately for each team. Do multi-team Sprint Planning
Two in a shared space for closely related items.

» Sprint Planning One is attended by the Product Owner and Teams or Team representatives.
They together tentatively select the items that each team will work on that Sprint. The Teams
identify opportunities to work together and final questions are clarified.

» Each Team has their own Sprint Backlog.

» Sprint Planning Two is for Teams to decide how they will do the selected items. This usually
involves design and the creation of their Sprint Backlogs.

» Each Team has their own Daily Scrum.

» Cross-team coordination is decided by the teams. Prefer decentralized and informal
coordination over centralized coordination. Emphasize Just Talk and informal networks
via communicate in code, cross-team meetings, component mentors, travelers, scouts, and
open spaces.

» Product Backlog Refinement (PBR) is preferably done with multiple teams to increase
shared learning and to exploit coordination opportunities.

» There is one product Sprint Review; it is common for all teams. Ensure that suitable
stakeholders join to contribute the information needed for effective inspection and adaptation.

» Each Team has their own Sprint Retrospective.

> An Overall Retrospective is held after the Team Retrospectives to discuss cross-team and
system-wide issues, and create improvement experiments. This is attended by Product Owner,
Scrum Masters, Team representatives, and managers (if any).

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



Class Activity

Class:

« |dentify and capture some (all?) LeSS rules that seem
to be impossible to meet under given organizational
conditions.

« Capture in Class Log

Instructor: Catalyze. Reflect.

Duration: 15 min

g
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3 (Three)
LeSS Adoption
Principles
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LeSS Guides: Adoption

Three Adoption Principles

»deep and narrow over broad and shallow

»top-down and bottom-up

>use volunteer‘ing\

MANAGERS

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

r— ORGANIZATION——
\

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

LeSS Adoption

ISV

Broad & Shallow

Y‘

Deep & Narrow

Compliant > m’”&’:’:’;ﬁym‘zﬁ
Iam stoppirfg, workers can. We shall do lots of
I hit something This ise ; Are you all GEMBA to sites”
hard... /\ for my next on-target???
promotion...
N\ YH\ /_ ’° Organizational Structure
* HR Policies

* Site Strategies
* Vendor Management
* Finance & Budgeting

g Lean & System Thinking

* Best Practices & Cook Books

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

*  Maturity Metrics & Levels

* Focus on Velocity & Output

Teams:
“Thanks for
your efforts.
We shail
meet you
half-way
with ours”

* Renting Ideas & Solutions From Others m * Teams' Health and Longevity
Workers- X~ * Focus on Outcome
Volunteers™ I/H\ § * Owning ldeas & Solutions
s * Technical Excellence

* Communities & Self-Organization

When it comes to LeSS adoptions (tight side: deep & narrow), what companies are focused on - matters

3 lot. Although focus ma v change over time, in LeSS adoptions, etforts gre top-down and bottom-up —
and they are complimentary.

By Gene Gendel. 2020
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Class Activity

Class:

« Reflect on LeSS adoption principles.

* Reflect on current agile transformation principles of
your organization (goals, targets, focal points)

« Capture in Class Log

Instructor: Catalyze. Reflect.

Duration: 10 min

g
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The First Order Factor

(for organizational agility)




Organizational Design

...this requires some clarification...

Organizational STRUCTURE —
is the 1%t Order Factor (Variable) that
has impact on everything else in an
ECOSYSTEM: behaviors, norms,
values, principles, policies

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



Organizational Design

...and therefore, it would be reasonable to expect...

Each system is perfectly designed to
give you exactly what you are
getting today.

Source from: https://www.azquotes.com/quote/1411417

Organlzatlonal Design elements
should be consistent with the
System Optimizing goals
(...passing “consistency test”...)

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

Traditional large groups are
complicated — not because they
must, but because their
organizational designs create
an illusion of ‘necessary’

complexity

Craig Larman

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

Class:

 Whole Class. Discuss, what is being emphasized
mostly in your organizational settings? What
areas/domains get a lion’s share of attention in your
organizational transformation? What is not given
enough attention?

« Capture in Class Log

Instructor: Catalyze. Reflect.

Duration: 10 min

g
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Local Optimization
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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...

- Marwrw igi-al | Troum- i 4

(o

Pentagon Wars — Bradley Fighting Vehicle Evolution ( - ;

76

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



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 é;%
»Good / \&
»Optimized &=/
> Ideal

» Cost-Effective
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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

Typical Problems to Avoid:

b “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 /4

e Building architecture ‘towers’/silos

PP Architect
— Orbiter 0

e Architects, not doing any development work}
e Local Optimization in architecture St ‘wmmnm

— Orbiter

e Architecture “away” from Business Srntich

PP Architect 2 e e
—Orbiter

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

Team Team
e Architecture work streams, backlogs, stories
e Reliance on expensive vendors - architects Team fon bl
PP Architect
— Orbiter
o> 8
‘ ‘ Attention: This graphic is a cartoon and its purpose is Team = 3 g PP Architect
to expose a dysfunction through irony. This is NOT an — Orbiter
7’ N invitation to experiment with this approach @. 2
AvoidThis: Brought to you by www.ke ystepstosuccess.com

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

Departments with Different ( Competing) Priorities X N X 7
Attention: This graphic is a cartoon and its purpose is
@ > to expose a dysfunction through irony. This is NOT an
U 4 - BA | ga | BA invitation to experiment the presented case ©.
¥ BA

=

n?n& & 2
cB8le g\

0

Company’s Time
Energy -Money

Resource “Inteilectual Assets

> “Agile Requirements”

Delivery Team (IT)

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/
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Class Activity

Class: Review instructions of a system modelling
exercise on the next slide. Split up into teams.

Instructor: Provide instructions.

Duration: next page
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Local Optimization in Tool-Driven WBS Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm some of the most
common examples of Local Optimization in
Tool-Driven WBS 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 83
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Local Optimization in Tool-Driven WBS - Exercise

Likelihood that WBS
will mimic a
hierarchy of issue
type schema,
codified in a tool

Dependency on heavy,
commercially
successful frameworks
(e.g. S@#%)

Degree of emphasis
an organization
makes on metrics
and reporting

Reliance on
workflow
management tools,
as means of ‘agile
project
management’

— gy,
- al S

Degree of
freedom teams
have, when
refining and
splitting work

Saga of terms and
acronyms: “is this
is a story or
feature or epic or
theme, or...etc”?

—

- -~
-’ % waste ~

(overproduction,
( hand-off, info
\ scatter, waiting,

~ other 7’
~ [ - _)— -

/

Likelihood teams
having flexibility to
split work as-
needed, to deliver
PSPI every sprint

P d ~
+7 Numberofex- s

managers, \
looking for ways ,’
to stay busy . R4

~
~~—————’
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Local Optimization in Tool-Driven WBS - Exercise

Likelihood that WBS
will mimic a
hierarchy of issue
type schema,
codified in a tool

Saga of terms and
acronyms: “is this
is a story or
feature or epic or

theme, or...etc”?
/

|
\
N\

freedom teams

(overproduction,
hand-off, info
scatter, waiting,

Dependency on heavy,
commercially
successful frameworks
(e.g. S@#%)

Reliance on
workflow
management tools,
as means of ‘agile
project
management’

Degree of

have, when
refining and
splitting work

—

\
% waste ~

7/
other) _

o = =

Likelihood teams
having flexibility to
split work as-
needed, to deliver
PSPI every sprint

Degree of emphasis
an organization
makes on metrics
and reporting

/ Number of ex- N
( managers,

\
i /
\ looking for ways

S ’
~_ tostay busy e

~
~-—-———’
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Local Optimization

| have people Skills Office Space
YouTube
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Local Optimization

@ lteration 1 Iteration 2 lterations 3-5 At least

ltem 1 ¢

| (probably later) (probably later iteration 6
and more) (probably later)

| Not
Backlog tem 1 | | Recommended
Backlog Item 2 | 7

| not available 1mol tati N\

| until the analyst mplementation /

I

I

I
I
I
1
|
I
I
is finished : not all teams start ltem
I :
| on multiple features system testers
|
I

I
|
I
I
I
|
|
1 at the same iteration; |
they are multitasking |
I
|
I
I
I

Analyst System cannot start
| Engineer immediately on
¢ | ltem 1; they are
| ¢ multitasking on
- N multiple features
Bl &
requirement l Y | T\‘
details | = |
for Item 1 | = | Comp |
| ‘backlog'by | C | System
| component | Team | Testers
1 1 1

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

3 Cnmp[}nen‘[ teams lead to a sequential life cycle with handoff, queues, and | Copyight 2010

| single-specialist groups and not true cross-functional teams without handoff. _f§ Glomen&.B. ki 46
e Al rights ressred.

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

Seeing (and Hearing) Local Optimization

“Everyone is doing their best yet overall systems throughput is degrading. How can that be?” This is the paradox
of local optimization —when a person or departmental decision maker optimizes for the local view or self-
interest. The party making the decision frequently believes they are making the best decision, but because hest’
is & local optimization, infact it sub-optimizes overall system throughput. This is a result of “silo mentality,
misunderstanding, fear, limited information, delayed feedback, ignorance, careerism, avarice, and other common
organizational learning disorders.

[ Team Structures Org. Structures

[ Documentation ] [Definition of Done
[ Backlogs ] [

]
]
Role Definitions ]
J

[ Product Design ] [ Goals & Metrics
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Local Optimization

...by DE-scaling with LeSS, we...

In narrow definition (due to narrow Broader product definition
products, programs, portfolios, value
streams and their org. design elements)

Private backlogs (due to team-specific One product backlog
backlogs and their org. design elements

Fixed-everything Planning (due to Contract  Adaptive planning by a business-side
Game) Product Owner

Component development (single-specialty Feature teams that code cross-components
groups) with shared code

Analysis & design (due to separate analysts, Multi-skillset feature teams, clarifying
designers, team-"P0O” and “proxies”) directly with users
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Class Activity

Class: Review instructions of a system modelling
exercise on the next slide.

Instructor: Provide instructions. Split up into teams.

Duration: next page
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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 93

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


https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V

Local Optimization in Analysis & Design- Exercise

ikelihood that so-called
“Product Owners” (BAs,
Ul designers) are doing
lots of analysis and
talking to users or other
so-called “POs”

ikelihood that so-
called “Product
Owners” (BAs, Ul
designers) create
intermediate
artifacts
documentatio

# so-called
“Product
Owners”

Degree of so-called

—

-, ~ o “Product Owners”
/ s % wzste ) (BAs, Ul designers)
( (o;:erzroffus:t:con, are a bottleneck
and-off, info
’ and gate-keepers
\ scatter, waiting, 7 - -y ~ 8 P
S o other) _ 7/ “Likelihood that N
S_—— /  developersare \
( doing analysis \
=" e and talking 1
s % of total (product) \\ \\ directly to /
— W oy
( items each team I -, - > S \customers/user} s
knows well (req & y / Degree that S S _—— Ability of
N ~ design) - [ developers developers to
SN = \ understand p communicate
\ _business domain P effectively with
S o -

— o -

customers/users

Degree that
developers can
independently
make informed
decisions

Degree that
developers have
empathy and
awareness of
customers
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Local Optimization in Analysis & Design- Exercise

ikelihood that so-
called “Product
Owners” (BAs, Ul
designers) create
intermediate
artifacts
documentatio

—

-y

% waste ~
(overproduction,
(0) ( hand-off, info
\ scatter, waiting,

7/
- other) _

e

/
[
P -~ o - ‘\
s % of total (product) -
( items each team | > = - ~ o
knows well (req & y / Degree that S
N N design) P | developers
S —--" \ understand

business domain
~

~—y -

— o =

Degree that
developers can
independently
make informed
decisions
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ikelihood that so-called
“Product Owners” (BAs,
Ul designers) are doing
lots of analysis and
talking to users or other
so-called “POs”

, Likelihood that "

Degree that
developers have
empathy and
awareness of
customers

# so-called
“Product
Owners”

Degree of so-called
“Product Owners”
(BAs, Ul designers)
are a bottleneck

9) and gate-keepers
- T =~

developers are

\
doing analysis \
and talking |
directly to /
7
\cuitomers/user}

-_— =

Ability of
developers to
communicate

effectively with
customers/users
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Internal Contracts

The Milestone point
IS arbitrary

A

o ( \

O o —eo— o O
Product start content freeze end R&D

Management (release Contract agreed) (release)
\’/_\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/index.html
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Interna

AGILE CONTRACTS PRIMER

Derived from the book...

Practices for Scaling Lean & Agile Development:
Large, Multisite, & Offshore Product Development with Large-Scale Scrum

by Tom Arbogast, Craig Larman, and Bas Vodde

Version §

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

Practices for
Scaling Lean & Agile
Development

v

Large, Multisite and Offshore Product Developement

with Large Scale Scrum

Craig Larman
Bas Vodde

Introduction 1
Large-Scale Scrum 9

Product Management 99
Planning 155
Coordination 189
Requirements & PBis 215
Design & Architecture 281
Legacy Code 333
Continuous Integration 351
Inspect & Adapt 373
Multisite 413

Offshore 445

Contracts 40 -—

| Contracts

Survival Sheet to Vendor Selection on Agile Projects

How to choose Vendor?
Vendor Management System (VMS) — The easiest thing to do, would be to refer to and pick from VYMS, as long as a vendor
card-rate is in a ballpark of what you wish to pay. Buf please, don't do that Do not let costs become the most important
determining factor in your selection. There is a chance that a vendor you are about o choose ended up in WMS, based on old
selection criterion, very different from what you might be looking for, for agile work. Do not automatically assume that old
relationships will seamlassly work under new conditions, while operating in new ways.
Case Studies ! Use Cases | References — They could ba great ways to understand if a wendor is really capable to do what
they say they can do. As a dient, be always skeptical about heavy, well-formatted power point decks, with lots of fine-print,
when they are used by a vendor during initial presentations. Ask for practical demonstrations, working solutions and engage a
vendor in extansive O&A — and please make sure that real hands-on doars present/answer, NOT engagementisales managers
that are specifically treined to make a great first impression. Whenever possible, ask for references from other dlients of the
sama vendor, o provide feedback about similar work that was performed for tham.
Interviewing Vendor workers - Make sure that you interview every person from the vendor-side, who will be involved in
performing wark. Be on a lookout for workers that were just hired by & vendor or swapped (for other workers) last minute, just
before work commenced, or were baing asked to split their time with other projects/dients.

How to structure your ongoing relationship with Vendor?
S50W - Regarding SOW types (e.g. Design/Detail, T&M. Performance Based), try avoiding ‘ficed everything' (time. scope,
budget) agreements. When all three comers of & 'management triangle’ are locked, work becomes wery non-adaptive/non-
apilefgid. It will increase risk aversion and decease interest to experiment and innovate. Try building in some contingencies
and flaxibility into one of the three above vanables. Don't fix-plan work by using waterfall toaling (project plans, Ganit charts,
atc.)
Location of Vendor people — Ideally, bring wendor workers on-site (client) and fully integrate them (physical space, daily
interaction) with your intermal workers. Once engaging wendor peopla, don't treat them as ‘second-class citizens'. Engage them
in team-bonding and other social activities o minimize polarzation and other sdverse behaviors that are typical in confractual
relationships. If geographic distribution is inevitable, at least, try to engage with a vendor in the same time zone.
Strong Partnership at Senior Leadership level — It is imperative to establish close working ties between senior leadership of a
client company and senior leadership of a vendor company, not just at the time of SOW creation but beyond it. A relationship
must be genuine, multi-dimensional and long-asting. Client leadership must keep vendor leadership well informed of long-term
company sirateqgy, vision and expected future service needs. Vendor leadership must keep client leadership well informed of its
internal dynamics, such as staffing limitations, plans for expansion to another geographic area, etc. If client-vendor relationships
at senior leadership level are superficial and contractual only, it will likely lead to disjuncture and miss-alignment at team
(warkers) level down the mad. Periodic refrospectives between leaderships of both sides, facilitated by a third, impartial party -
are strongly recommended.
Communication with Vendor Workers - Communicate directly with doers, not with their linelengagement managers or alike
prodies/conduits. Make sure that intra-team (2.g. Scrum, Kanban) relationships between wvendor people and client people prevail
owver reporting relationships on a vendor side.
Investing in Vendor learning — Invest in education and training of vendor people i you think fhis will sfrangfhen your
refafionship and there will be a nofable ROV, while they work for you (client). Be also wise about wha you invest into and to what
extent. Make sure you don't (over)invest in what a vendar was expected to know from start.
Multiple Viendor Involvement — Be on a look out for any signs of potential rivalry or competition between multiple, concurrently
angaged, wandars - this will jeopardize a healthy working environment. Awvoid assigning activiies to different vendors in ways
that increase hand-owers and lead to additional contractual relationships end sequential work (e.g. wendor A —
design/development, vendar B - architecture, vendor C — testing).

How to track progress of your relationship with Vendor?
Progress Tracking & Communication media — Select a single “source of truth” to capture, track and visualize work by agile
teams. |f a physical board is not sufficient, leverage an electronic tool but make sure that there are no mulfiple versions
information (metrics, reporting, statuses, RAGs etc). Try basing all communications to senior leadership and stakeholders on
raw matrics and empirical data that comes directly from teams, without passing through multiple layers of massaging, refinement
and interpretation. Avoid having a vendor using one set of work management tools and you (client) - another sat.

How to position Product Ownership in fully outsourced (Vendor) solutions?
Client-Vendor interaction — Make sure that product ownership represents you (client), cdleardy and wnambiguously. A product
owner should be positioned organizationally in 8 way that haishe faces externally, and communicates with/sets priorities to
doers/team members (vendor) directly (not through engagement managers, BAs or other translation layers), a5 well as infernally
- by closely interacting with SMEs, stakeholders and other internal customers, with the latter providing clarifications but not
satting pricrities.
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Internal Contracts

HR Involvement is Huge

RSA ANIMATE: Drive: The surprising truth about what motivates us (Daniel Pink)

Gap Between Science and Business
W. EDWARDS

1D)aViNel 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
best, for their own good. The effect is exactly the

QNN opposite of what the words promise.”
THE CRISIS

&l

PUN}SHEI)
)/\'

REWARDS

[ il

How Companies Can " DANGEROUS HALF-TRUTHS
Stop Intimidating, Start = & To‘l’Al NDNSENSE

Managing—and Focus on
What Really Matters ﬂ °

WHAT TO DO INSTEAD n

nd Mary Jenkins SAMUEL A.CULBERT
Tm:l.&):ﬁ: s e wits LAWRENCE ROUT ;:;L’:f;ﬁgﬁ;

'ALFIE KoOHN

Created by: Gene Gendel
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Internal Contracts

HR Involvement is Huge

structural change:

formally in HR titles: Big Ideas
only one broad job title FOI‘ R&D 1

ﬁ Book-1 Experiments

e.g. Product Developer

e Avoid...Job titles 276

Big Ideas
For Biz!!!

® Try...Create only one job title 277

e Try...Generic title with levels 277

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

HR Involvement is Huge

How HR Can Save or Destroy Agile, by Frank Leong

What HR Doesn’t Know about Scrum, by Michael James

Hitting the target but missing the point — myths about target setting, by Bjarte
Bogsnes

The “Sandwich Approach” Undermines Your Feedback, by Roger Schwarz
Workers feel trapped by “rigid” workplaces, ILM finds, by Jo Faragher

Agile Contracts, by Tom Arbogast, Craig Larman, and Bas Vodde

Agile HR with SAFE, by Fabiola Eyholzer with Dean Leffingwell

The impact of human resource and operational management practices on company
productivity: A longitudinal study, on https://www.researchgate.net

A big Dutch bank is replacing 5,800 people with machines, at a cost of $2 billion, by
Eshe Nelson

The Truth about Performance Reviews and Other Corporate Bullsh*t by Liz Ryan
Why Your Best Employees Are Leaving For Your Competition, by Chad Halvorson
You Could Lose Your Best Employees Because of These 7 HR Blunders, by Sujan
Patel

Performance Management for Agile People, by TechWell Contributor

Rethinking the Review, by Julie Cook Ramirez

Unjust Deserts?, by Mary Poppendieck

Performance without Appraisal, by Esther Derby

Unjust Deserts, by Mary Poppendieck
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Word Of Caution About External Contracts

Middleman Problem: Low (very) Value Proposition

By: In the form of:
Sr. Managing Directors of Staffing i Misunderstanding clients needs
Sr. Professional Recruiters Misrepresenting client needs to candidates
Sr. Technical Recruiters Misrepresenting candidate abilities to clients
Sr. Head-Hunters Inflating a mark-up
Sr. Talent Acquisition Specialists
Sr. Resource Managers
Sr. Job Placement Experts
Sr. Sourcing Specialists

VVVY
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Avold This:

Brought to you by www.keystepstosuccess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Word Of Caution About External Contracts

“Resource-Processing Food Chain”
A huge pool of workers, with the word “agile”,

MAMMAMAR AR AR AR AR AR AR MIIIIIIAR o ihci rcblc ofile. Majoriy of these people

are atrisk of being displaced from their

MMM DA AR ool bemsdiplcesrom
M A AR/ oo oerlamari v,

experienced coaches that are very hard to find
in this huge mix.

Remote site-based, “boiler room”-"sweat-shop”
}\ style companies, full of VOIP cold-callers that

call, text and email every person, whose public
profile contains the word “agile’ - this is an
) “agile leads” generation factory.

People work for an extremely low pay.

}’/ Staffing firms, aggressively trying to hunt for
resources, while using primitive (border-line
unethical) screening techniques, to submit a
heavy volume of profiles to Big Consultancies.
People work for a very small mark-up fee.

Big Consultancies, desperately fighting for an opportunity to become an
“exclusive service provider” to Client. While not having their own internal
expertize (usually, their consultants are not coaches), to meet Client’s
needs, they now have to hunt for additional resources to fill a gap.

Big Consultancies charge Client Companies a lot of money.

Client Companies that have a shortage of their own internal agile expertize to meet
@ (O cr ‘ \ demand for quality training, coaching and organizational design advisory. They naively
lient rely on “best practices” and thick power point decks, presented by Large Consultancies —

' ‘ long time preferred vendors that are great at traditional staffing and cookie-cutting

Sy Company
| ' “installations” of heavy frameworks.
A et Brought to you by www.keystepstosuccess.com

Avoid This:

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Word Of Caution About External Contracts

“I know what | wouldn't have
done, and that is outsourcing
the problem to McKinsey...
and have them find a
solution. The research results
are clear. The solutions must
come from within the
organization.”

Dr. J. Kotter

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

Class: Review instructions of a system modelling
exercise on the next slide.

Instructor: Provide instructions. Split up into teams.

Duration: next page
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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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Local Optimization in Internal Contracts - Exercise

—
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hances that properly
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getting low
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Local Optimization in Internal Contracts - Exercise

AT T TN
o Likelihood that  ~
/ developers are \
( doing analysis \
and talking ]
\ directly to /

> Lustomers/users ¢
-~
-~y -

Likelihood that ‘us
vs. them’ mindset
will prevail in a
relationship b/w a
vendor and client

Healthy Scrum
dynamics

hances that properly
structured Scrum
team can be built
from internal and

external people

Quality of direct
interaction b/w client
workers and vendor
workers (actual
doers)

Penny-wise fixed-
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_-~likelihood that'~.
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/. real Product \
| Owner can 1
\ N !
\ prioritize and ’
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~~_gcontrol S _ .~
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vendor engagement
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LeSS Guides

(Organize by Customer Value)

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


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

LeSS Guides: Organize by Customer Value

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Organize by Customer Value

FEATURE TEAM
CROSS-FUNTIONAL
CROSS-COMPONENT
STABLE AND LONG-LIVEP
CUSTOMER
CENTRIC

FEATURE

gl

TEAM HAS THE NECESSARY KNOWLEPGE ANP SKILLS TO COMPLETE AN ENP-TO-ENP CUSTOMER-CENTRIC
FEATURE. IF NOT, THE TEAM IS EXPECTEP TO LEARN OR ACQUIRE THE NEEPED KNOWLEPSE ANP SKILL.

--e3

POTENTIALLY SHIPPABLE
PROPUCT INCREMENT

L

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Organize by Customer Value

————————————————————— — —

-~

i~ With component teams, a project or feature manager is \| _-"e N aenila e S
I used to coordinate and see to completion a feature that Z Copyright ©2010
| . C.Larman & B. Vodde
5 spans component teams and functional teams. o . ety

Feature r' System £

_______ — e | IS Manager | i------ccceeeaaaaad )

/ N\ \ . : -
ANith component teams, there ‘\ :
lisa tendency to select goals Component :
I e | Item 1 :
| familiar or ‘fast’ for teams, not | tem 2 N\ A :
| for maximizing customer : tem 3
: value. For example, ' em 4
, Component B Team does part | ltem 5 :
| of ltem 3 becauseitmostly | | ems < Component | |
| involves Component B work. | B
| I :
_— . | ‘
: This is the “watching the | ’
(runner rather than following | :
\the baton” local opt:mlzatlon; ,l Com%onent '

——————————— —— —— ——— —— ————— —— ————— —— —— — — — —

—

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

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

N

I
-

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Organize by Customer Value

— —————————————————— — —— —

I’ 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.

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

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

|
/
Comp A
Item 1 2 Toaim
ltem 2
ltem 3
Comp B
ltem 8 il Team
Item 12 . e Comp C
Team

Sourced from: https://less.works/resources/graphics/index.html
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System
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r
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LeSS Guides: Organize by Customer Value

Synonyms for “Component Team”

front-end (or back-
DB team
module team
framework team
DDD% . ag¥leam

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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LeSS Guides: Organize by Customer Value

>

|

Test team

. ——— - ———

Integration team

Coordination with cross-functional
feature teams

Team members
(no roles)

Team members
(no roles)

— Team members
(no roles)

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

Dependencies
& hand-overs
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LeSS Guides: Organize by Customer Value

——— —— — —— — —— — ——— ——— ————— — ——— ——— ——— ——— — —
7= —

-

~ With feature teams, teams can always work on the highest-value features, there is less delay for \1
delivering value, and coordination issues shift toward the shared code rather than coordination ,
through upfront planning, delayed work, and handoff. In the 1960s and 70s this code coordination |

I

J

was awkward due to weak tools and practices. Modern open-source tools and practices such as

——— — —

S TDD and continuous integration make this coordination relatively simple. g
D s
~
¥ system
N gemssssssssssssscs {
\\ L £
. .
temi_—F ™ — — — — ] Component
ltem 2 4 /,: A
ltem 3 N gt ,/ :

\ \ ></
/

v : :

\ ’\\ : :
N ’

Y -y Component ;

A ' ;

ltem 8 ¥ N 7 B .
s Yy '

/ \>’ - :

sse 5 ~ \ : :

. X
Item 12 N
www._craiglarman.com i st e O Component
www.odd-e.com : C
Copyright & 2010
C.Larman & B. Vodde b
All rights reserved. : -

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

Product
Owner

sffessssnssnsssssnnnssssnanssnnns

/

Ly

| tofinish a customer-centric feature.
I  These dependencies cause waste
I such as additional planning and

I coordination work, hand-offs

: between teams, and delivery of

\ low-value items.

;’ Work from multiple teams is required

v Work scope is narrow. /

www.craiglarman.com
www.odd-e.com
__________ : _
! Feature teams } cumm &";@uf)g;g
__________ Al rights reserved.
7 system !
[(EE R R EEERE X r :
Product "
Owner {)_ _ | comp []::
A A ‘o
ttem 1/ S »
Item 2 13 N J
ltem 3 N i
v M comp ||
Item 4 \ - - j !
- Y B '
Y ¥
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— =94 comp ik
| C 'l

between teams are related to S
code. This simplifies planning but
causes a need for frequent :
integration, modern engineering |
practices, and additional learning. ]

I
|
|
|
|
|
1\ Work scope is broad. /

S~

Coordination

Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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“"Back story” of Component Teams

System Component Single-specialty Component Manager
Workers

Uiy 4 people
Classic
Business Layer people
Example of

Component A 7 peopiy Local
comporem® | _Hpeople Optimization
Web Servicg 3 peop|e iﬁﬁ:m

DBA 6 people Wi

Created by: Gene Gendel
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Avoiding False Dichotomies

Primary Skill
Secondary Skill

Tertiary Skill

Created by: Gene Gendel

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



LeSS Guides: Organize by Customer Value

Prefer Specialization in Customer Domain/Dimension

Local
Optimization
N o
< | ™ COMPONENT
s TEAMS
=
=
5 |
o
= FEATURE H
= TEAMS
[
-
=
-
=
=
22
= ANALYST | (oca
\;._.’ TEAMS‘] Optimization
<
SPECIALIZATION IN CUSTOMER PIMENSION
Sourced from: https://less.works/resources/graphics/index.html po e e [T [N
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Feature-Team Adoption Maps

PROBLEM
IDEAL STATE!
% HARD TO ACHIEVE,
2 FUNCTIONAL 600D TO WORK TOWARDS
= OVERSPECIALIZATION
= WHOLE SYSTEM
=
Z
= FEATURE
S TEAMS
& WHOLE PROPUCT
o
o
=
2
2 SUBSYSTEM
==
=)
-
= EXTENDED COMPONENT TEAMS
& CONFLICT IN SCOPE IN THE TEAM
5 FOMPONENT COMPONENT LEAPING TO PUPLICATION OR
TEAMS APPITIONAL COORPINATION WORK

NOTHING  COPE  +PESIGN ANP  +SUBSYSTEM  +ANALYSIS ANP  +CO-CREATION
UNIT TEST ARCHITECTURE  SYSTEM TEST
AND TEST

ACTIVITY (FUNCTION) INSIPE THE TEAM. PEGREE OF CROSS-FUNCTIONALITY

https://less.works/resources/graphics/index.html nttp:/ /less.works [0 AN
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Feature-Team Adoption Maps (Cont.)

Types of teams

Setting overall direction

Designing the team and
its organizational context

Management © , )
Responsibility A M S

GREAT

PERFORMANCES

Monitoring and managing
work process and progress

Executing the team task

Manager- Self- Self- Self-
led Managing Designing Governing
teams teams teams \ teams

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

Figure 1. Types of Teams.
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Want MORE of Want LESS of

Stable teams that stay together and Temporary groups, created on a
work on features for a long time 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 organizational with resource
matrix pools

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

PUNISHED
))’
REWARDS

ALFIE KOHN
— 125
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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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Class Activity

Class:

 Whole Class. Give a few examples of team design
that is not optimized for delivering maximum
customer value.

« Explain your POV from as stand-point of local
optimization and sub-optimal organizational design.

« Capture in Class Log

Instructor: Catalyze. Reflect.

Duration: 10 min

g
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Team Location in LeSS

Distribution inside team

———————

_______

———————

“All good Java
developers are in
Boston”...“The best
SQL experts are in
Bangalore”

Really? ©

Created by: Gene Gendel

Team colocation within site

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



LeSS Guides: Organize by Customer Value

LeSS Organizational Structure

HEAD OF PROPUCT GROUP

TEAM »1 TEAM »2 TEAM »N PROPUCT UNPONE
PEPARTMENT

@222 a% '"fé

Reminder: LeSS is Organizational Design Framework

Sourced from: https://less.works/resources/graphics/index.html
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LeSS (Huge) Organizational Structure

o0

HEAD OF PRODUCT
SITE SITE UNPONE SUPPORT PROPUCT OWNER COMPETENCE

PEPARTMENT

TEAM & COACHING
r ) o
v || [« @@@ 920 | &

TEAM =1 TEAM =2 TEAM =N

«g 22 W

Reminder: LeSS is Organizational Design Framework

http://less.works

Sourced from: https://less.works/resources/graphics/index.html
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LeSS (Huge) Organizational Structure

Guide: TRY.... Keeping LeSS Huge Organizational Reporting Structure As Flat and Simple As Possible

Head of Product Group - most likely, a traditional “head of product group”. Whereas the whole group supports teams
by Go See and help them remove obstacles and improve, Head of Product Group plays the role of the line manager of
all the teams, whatever that is called in your organization. Product Owner Team members (including APO Sub-Teams)
and all developers from teams in requirement areas, as well as people in other supportive organizational structures
{e.g. support, 'undone' department, competence & coaching) -all report to Head of Product Group. Note: Since LeS5

Product Owner Team— Product Owner plus all Area Product Owners.
Conceptually, the same as in a Le55 structure. In huge LeSS Huge, there are also
APO Sub-Teams that are, essentially, what is Product Owner team is in Le5S5.
Each APO Sub-Team consists of Area Product Owner and customers/users that
can help APO with clarification and other daily work (NOT departments of

Head
of Product

analysts, specification writers, Ul/UX designers, or architects).

organizations don't have matrix structures, there are no dotted-line managers.

#

s
. J}HsSub—Team ,;'\'

7

i it .
/" APOlsub-Team v
[ \,

exist. It is not recommended
to hawve reporting lines within
teams, between teoms and
APO or PO and APOs.

é " -
T
7

ii
ii

Requirement Area
“Purple”

Requirement Area
“Brown”

Requirement Area
“Green”

Requirement Area
“Blue”

Requirement Area

“Undone”
Department

Competence
& Coaching

By Gene Gendel. 2020

Undone department - eg. test, QA,

e AT NN e .
d e pe e 75 =t e ::‘:‘ ~ IMPORTANT: architecture, or business analysts -
- e i fi
/F-'rn uct Owner Team et ”/ ! A \\ o, There is no project/program | they should not exist in the smaller
- ’ i i)
"..#" e //' ’;' _..|I—l‘r---ac._.__'_”o organization (or PM3). In Less framework groups; rather, they
, Sy ;
‘,J' S / ] 1 A Scrum and LeSS adoptions, should be integrated into the teams.
- s 7 ! ‘\‘ these departments ceose to Undone department is still frequently

seen, in some LeSS adoptions, as they
often cross organizational boundaries.
A goal in every LeSS adoption should
be to remove anundone department.

Support - In a Le55 Huge organization,
it typically centralizes some support
because of the massive volume of
work. 5till, this department should be
as small as possible with the attitude
“How can we helg?"” rather than “Take
it this way!” This department is less
likely to exist in smaller Le5%
organizations, where teams support
each other without the need for a
separate, centralized group.

Competence and Coaching (technical,
organizational) - group consists of
skillful practitioner-experts who
actively Go See and ohserve how
people work. They pair up and work
with people to discover their training
and coaching needs.

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

(Management)

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

TEACHING PROBLEM
SOLVING

Konosuke Matsushita (1) MANAGEMENT
" A : MANAGER
We will win and you will lose. You cannot - AS SCRUMMASTER? IMPROVEMENT SELF-MANAGEMENT
do anything about it because your failure is SERVICE

an internal disease. Your companies are
based on Taylor's principles. Worse, your
heads are Taylorized, too. You firmly

believe that sound management means
executives on one side and workers on the

other, on one side men who think and on
the other side men who can only work. For -

you, management is the art of smoothly PanasomeFoumder=—"

transferring the executives' ideas to the

workers' hands.”

http://less.works | (<)

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

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

“More software projects have gone awry
from management’s taking action based

on incorrect system models than for all
other causes combined. *

Weinberg-Brooks Law

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

In LeSS, managers are optional, but if managers do exist, their

role is likely to change. Their focus shifts from managing the
day-to-day product work to improving the value-delivering
capability of the product development system.

Managers’ role is to improve the product development sys-
tem by practicing Go See, encouraging Stop & Fix, and “exper-
iments over conformance.”

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

“1 BESTSELLER

An A-Mazing Way to Deal with Change
m Your Work and in Your Life

Who
Ve

Spen( er Johnson, M.D.
Foreword by Kenneth Blanc hard Ph.D.
Co-Authors of The @ne Minute Manager

The World's Most Popular Management Method



https://less.works/resources/learning-resources/books

Class Activity

Class: Whole class, identify all possible activities that a
single Scrum team needs to accomplish. Discuss, what
activities stay with a team, what goes to Product Owner
and what to Scrum Master?
What remains unassigned?

Instructor: Catalyze. Reflect.

Duration: 10 min

g
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Class Activity

All possible activities that a single Scrum team needs to accomplish
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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.

Source d from: https://less.works/resources/learning-resources/books

Job & Salary Safety
@ but not
Role Safety
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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 Guides: Management

,» When | first began learning about the Toyota

Production System, | was enamoured by the power

of [one-piece flow, kanban, and other lean tools].

But along the way, experienced leaders within e il
Toyota kept telling me that these tools and — e
techniques were not the key. Rather the power

behind TPS is a company’'s management

commitment to continuously invest in its

people and promote a culture of continuous

improvement. After studying for almost 20

years....this is finally sinking in.”

Jeffrey Liker

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

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


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

LeSS Guides: Management

Managers Are Optional (Cont.)

John Kotter <

Professor

Dr. John Paul Kotter is the Konosuke Matsushita
Professor of Leadership, Emeritus, at the Harvard
Business School, a New York Times best-selling author,
the founder of Kotter International, and a ... Wikipedia

Born: February 25, 1947 (age 69 years), San Diego, CA
Nationality: American

Education: Harvard University, Harvard Business School,
Massachusetts Institute of Technology

Dr. Kotter...

a sense of urgency or
existential crisis

needs to be felt by the
senior management, to

ot S introduce meaningful
LUI'gency change, else it unlikely
e to succeed

468

John Kotter - Resistance to Change

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

NOT to be
confused with
Larman's Laws of Organizational Behavior executive
(Spanish translation)(Russian translation) (Japanese translation)(Persian/Farsi translation)(Polish translation){Portuguese translation} man ag em ent

After decades of observation and organizational consulting, here are Larman's Laws of Organizational Behavior. These are observains 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.

T & t i

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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LeSS Guides: Management

Long “stairway” of Professional Coach

Low-speed “escalator”, High-speed “escalator”, to get
to a promised promotion a promotion in “agile field”

A long path that every professional coach must take, to When an expected promotion does not come quickly
achieve a high degree of maturity and proficiency. This enough, andf/or when an organizational demand for
Jjourney takes years of hard work and requires a lot of certain roles diminishes, people look for short-cuts to
dedication, peer support, structured learning, and self- accelerate and jump onto a fast-moving track, to get
study, while servicing various companies and communities. promoted quickly as “agile coaches™ (Larman’s Law # 4).

Brought to you by www.keystepstosuccess.com

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

NOT a
good
solution
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LeSS Guides: Management

The LeSS Oraanization

g @
}0.
E MANAGERS PROPUCT OWNER @
PROPUCT

ORGANIZATIONAL
FOCUS SCRUM MASTER TEAMS FOCUS
Yak3
AT GEMBA OF‘l,'i\E.UKEsBONSUMPTlON
NE-E‘E’P___._ Q @ <_F_v}m:
i ' T
[
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Go See (Gemba)

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

Management vs. Leadership

A

‘FDIGD WORKLOAD
o

e ] WORKLOAD

Try This:

Brought to you by www.keystepstosuccess.com
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Class Activity

Class: Review instructions of a system modelling
exercise on the next slide. Split up into teams.

Instructor: Provide instructions

Duration: next page
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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 148

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


https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V

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)
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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)
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LeSS Guides

(Scrum Master)

/58

©
SM

SCRUMMASTER

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Scrum Masters

Bad SQL

7N
AvoHTHE: (in HR Database)

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

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

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

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

Brought to you by www.keystepstosuccess.com

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

Coordination vs. Facilitation

Project Manager Scrum Master

NN

LX)

WM W W

Coordination Facilitation

Created by: Gene Gendel
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LeSS Guides: Scrum Masters

Misunderstood

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

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

Scrumvasters.

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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LeSS Guides: Scrum Masters

Scrum Master Focus

444 5
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Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Scrum Masters

Focus Change Over Time

Scrum Masters are responsible for a well-working LeSS adop-
tion. Their focus is on the Teams, Product Owner, organiza-

tion, and development practices. A Scrum Master doesn’'t only
focus on a team but also on the overall organizational system.

A Scrum Master is a dedicated full-time role.

p One Scrum Master can serve 1-3 teams.
FOCUS 09
o0

ORGANIZATION ¢

PROPUCT A0
OWNER [re Yoo
Sourced from: https://less.works/resources/graphics/index.html
—> TEA
@ TIME
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LeSS Guides: Scrum Masters

Overlap of Responsibilities

. A \ 1 <
Vo 233
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&

- SUPPORT ORGANIZATIONAL
STRATEGIC PIRECTION

Five Scrum Master Tools |
. QueStlon SCRUM MASTER g
- COACH ORGANIZATION &2l
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LeSS Guides: Scrum Masters

Large-Group Facilitation

http://less .works
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LeSS Guides: Scrum Masters

Promote Learning. Coaching. Mentoring.

COMMUNITIES

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Scrum Masters

Especially, Pay Attention To...

Scrum Blind Date [with Mask Show]

p D /
\ ‘ Scrum Master / Product Owner

A ( A

PN

Avold This:

s
I\

Business

Project
Analyst

Manager

..while Team wishes to have a real Serum This is ..organization assigns any historically abundant, but frequently unsuitable
Master (servant-leader, promoter and candidates to fulfill these two important Scrum roles, and by doing so, adds
supporter of Scrum process), AND a real What challenges, dysfunctions and inefficiencies to the Scrum process... Such classic
Product Owner (empowered person, Team organizational mistakes, as internal contractual relationships, bureaucracy,
responsible  for  management  and overhead and local optimization, find their way into Scrum and adversely
prioritization of Product/Backlog).... Gets impact its dynamics...

Brought to you by www.keystepstosuccess.com
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LeSS Guides: Scrum Masters

Beware of Dysfunctions

« Dysfunctional Product Owner — Teams Relationship
« Dysfunctional Teams - Product Owner relationship
« Us vs. them

« Adopting Scrum without change

« Scrum Master as team assistant or anti-Scrum

« Remote Scrum Master

« Scrum Master as project manager
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LeSS Guides: Scrum Masters

Especially Pay Attention To...

) CERTIFICATE

OF AWARD

This is to certify that

Joknny 7 Walker

* Has successfully completed a deeply discounted 60 — minute on-line course, followed by 20 impossible-to-fail, multiple

ghokasexmmig qéestonsane, Waighe has;g0lea {ub proficieicysin tising overigdert- ag e Jaigions AeCERs LT

seamlessly fit and efficiently navigate complex organizational terrain

* Has gained deep knowledge of all agile methodologies and the most popular agile framework (version: 495.33-ABF-309)

*  Isable to spearhead multiple agile projects, programs, portfolios, while using various agile processes and electronic tools

. Isgrpable of guiding teams qrisenior leadership on hql to ‘do agile’in a very safelqd nonﬂ(uptive > way

Certificate ID: 123423-9343-94235324-2-45437

Certificate granted by :Experienced Instructor who completed the above training program just one week before this certificate was issued @ ®)
Certificate backed by: Recently Formed, Unknown Company with aggressive marketing strategy and questionable industry reputation ) ,l\
“Avold iz

Brought to you by www.keystepstosuccess.com
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LeSS Guides: Scrum Masters

Especially Pay Attention To...

“Identity (Agile) Transformation Center”

Get a copy of Agile
Buzz words Dictionary.

Add “Agile” prefix to
YOur current corporate

Attention: This graphic is a cartoon and its purpose is ®
to expose a dysfunction through irony. This is NOT an
invitation to experiment the presented case ©.

Brought to you by www.keystepstosuccess.com
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LeSS Guides: Scrum Masters

Big Ideas For Scrum Master...

Tips:

e e Temod
> vy S Moste oot coch ngng o et

LeSS
Huge

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

Class: Review instructions of a system modelling
exercise on the next slide. Split up into teams.

Instructor: Provide instructions

Duration: next page
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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
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Local Optimization in Scrum Master Role - Exercise

Chances of
seeing real,
long-lasting,

organizational

improvements

Allowing to
develop!!!

Scrum Master
Community

Company’s
desire to have
more Scrum
Masters

ikelihood tha
experienced, self-
driven Scrum
Masters will have
freedom and
safety

‘—_———---~~
L d . .
Re Building SN
( internal Agile )
\

oo Power Towers _,7

-~ -
-

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

Note: This is a Exercise. Not one-and-only solution.
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Local Optimization in Scrum Master Role - Exercise

Chances of
seeing real,
long-lasting,

organizational

improvements

Allowing to
develop!!!
Scrum Master
Community

Company’s
desire to have
more Scrum
Masters

ikelihood tha C
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freedom and Q

o safety P i .
e Building S
internal Agile ,l
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\
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Note: This is a Exercise. Not one-and-only solution.
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(Product)
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LeSS Guides: Product

What Is Your Product?

The definition of product should be as broad and end-user/
customer centric as is practical. Over time, the definition of
product might increase. Broader definitions are preferred.

LeSS de-scales organizational complexity by broader product
definitions, dissolving unnecessary complex organizational
solutions and solving them in simpler ways.

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Product

What Is Your Product?

From whose perspective
............. should we organize?

Mobile
Payment

Product
Backlog

N4
Organized by 1’%@_

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

A “Broad” Product & “Implicit Backlogs”

r\

Faux “Scrum”?

®

e |
Tealg Wroid jems -
Team-Bckend = BackeMitems” ‘10 Channels” & Product Definition
| Google Maps?

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

Synonyms for “Component Team”

front-end (or back-
DB team
module team
framework team
DDD% _ ag¥leam

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

178

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


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

LeSS Guides: Product

What Is Your Product?

Narrow vs Broad Product Definitions
T

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

What Is Your Product?

What is the product?

%

“I see a Get Insurance System” What is our product and
AR IR S Sy how many do we have?

-

|

.’"’r‘" T w00 |

e » e

- ———— - o = o o

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

Exercise: Bricks and Snakes

PO

product A

component

comj onent / ~omponent

/ component
compon

ent

component

- -y
#” componen:

component

componen.

|

[

| component
|

\

EORCHERE R - E

product C

Product A —
s
Team 1/2/3/4/5/6——>

Team 1/2/3/4/5/6 =

Component-centric Feature -centric
Development, Development, Team 1/2/3/4/5/6 =——»

with handovers without handovers Team 1/2/3/4/5/6 =
Tea [6 —

N

Created by: Gene Gendel
181

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



LeSS Guides: Product
)R> » L0
T

» 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
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LeSS Guides: Product  —
L/

Inftial "Product” Definition

/ Team CAP | = [ Team COM | Y/ Team CAR
“Product” y “Product” | “Product”
CAP | COM CAR

\/ V N

Created by: Gene Gendel
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LeSS Guides: Product

Expanded Product Definition

- “Product" “Product” “Product”

CAP COM CAR

-
”R CapCoMCar Team 1

CapCoMCar Team 2

AN P

Eapﬂw

Created by: Gene Gendel
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LeSS Guides: Product

> 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
Created by: Gene Gendel your 'products' or 'projects‘?
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Class Activity

Class: Review instructions of a system modelling
exercise on the next slide. Split up into teams.

Instructor: Provide instructions.

Duration: next page
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Local Optimization in Product Definition - Instructions

Exercise

Duration: 10 min

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

Method/Tool: System Modeling with CLD

Instructor: review with Class
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Local Optimization in Product Definition - Exercise

Breadth of
product
definition

Product
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Local Optimization in Product Definition - Exercise
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LeSS Guides: Product

Product over Project or Program
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Don’t manage products using projects or programs!

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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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
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Requires complex management and reporting
structure with multiple translation layers of
management bureaucracy
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Class Activity

Class: Review instructions of a system modelling
exercise on the next slide. Split up into teams.

Instructor: Provide wstructions.

Duration: next pag
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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
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LeSS Guides: Product Owner
O |

THIS IS REGULATORY,
PAOLO. IT'S NEVER
FINISHED OR CLEAR.

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Product Owner

Why So Many Scrum Implementations Fail?

Bad SQL

7~
AvolaThE: (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,\i&he following

SQL queries are ran, as a batch job, overnight... &.

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

UPDATE table_employee /
SET table_employee.title= ‘Scrum Master’

WHERE table_employee.title = ‘Junior Project Manager’

UPDATE table_employee
@ SET table_employee.title= ‘Product Owner’

WHERE table_employee.title = ‘Business Analyst’
—_——

Brought to yeerBy www.keystepstosuccess.com

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

199

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


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

LeSS Guides: Product Owner

“Sir! Yes, Sir! — 1
am happy to do
all of this for you
+ watch a team’s
velocity”

Why So Many Scrum Implementations Fail?

p@

o A B
~~ | -
Avoid This: {4 [ /]
Pragmatic” Scrum &) e
Technology i ﬁ ﬁ & ﬁ

Sr. BA {techside)

“I am too
busy to write
stories,
provide all
details and
manage Jira”

SO S D¢
‘ Sr. BA (bi2gide

Sge e

Attention: This graphic is a cartoon and its purpose is

5 J to expose a dysfunction through irony. This is NOT an

invitation to experiment the presented case ©

“Proxy-Proxy”

Product Owner,

Brought to you by www.keystepstosuccess.com

https://www.keystepstosuccess.com/2020/11/less-review/
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LeSS Guides: Product Owner

“Oh yeah... cause my
developers could not
speak directly to
customers and users.
Now, | am their
Scrum Master...”

“Do you recognize me?
| used to collect
business requirements
from users and giving
to YOUR developers”

Why So Many Scrum Implementations Fail?

Scrum Master

—
I Project
Scrum Manager

Vi

Business
l Analyst

..while Team wishes to have a real Serum This is ..organization assigns any historically abundant, but frequently unsuitable
Master (servant-leader, promoter and candidates to fulfill these two important Scrum roles, and by doing so, adds
supporter of Scrum process), AND a real What challenges, dysfunctions and inefficiencies to the Scrum process... Such classic

oduct Owner (empowered perse Team organizational mistakes, as internal contractual relationships, bureaucracy,
responsiel far SeTTTEn and overhead and local optimization, find their way into Scrum and adversely
prioritization of Product/Backlog).... Gets impact its dynamics...

Brought to you by www.keystepstosuccess.com

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Why So Many Scrum Implementations Fail?

B SN N Y Y L. 1l [ | L !

I'LL CALL THIS COMMON DEVIATION FROM SCRUM A TEAM
OUTPUT OWNER, BECAUSE THAT'S WHAT THE ORGANIZATIONS
I'VE SEEN ARE ACTUALLY EXPECTING FROM THEM.

/\

T ﬂﬂl?ﬂ/ ﬂl/lil

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

AW\ AN

(C) 2019 Mickael James (my). All right's reserved.

q

[

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

Why So Many Scrum Implementations Fail?

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

A\

BUSINESS
ANALYST

REQUIREMENTS

ENGINEER

THEY ARE

“ACCOUNTABLE” FOR
THINGS THEY CAN'T THEY RISK BECOMING
REQUIREMENTS

CONTROL.

ENGINEERS, BUSINESS
ANALYSTS, OR PROJECT
MANAGERS.

(C) 2019 Michael James (my). All rights reserved.

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

Why So Many Scrum Implementations Fail?

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 OUTPUT.
LARIFICATION Y

THE TEAM OUTPUT OWNER
IS UNDER PRESSURE FROM

ELSEWHERE, NOT ABLE TO
BE AN ENTREPRENEUR.

~

in no way did | envision the &rodgc: owner
becoming a business analyst-that was
responsible for requirements engineering.

-Ken Schwaber

#ttps://kenschwaber. wordpress. com
2011/04/ 31/ product-owners-not-proxiess |\

19 (C) 2019 Michael James (mf). ANl rights reserved.

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

204

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


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

LeSS Guides: Product Owner

Fractal '
(TOO =PO

Team private backlogs. Coordination Overheas-
Created by: Gene Gendel
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LeSS Guides: Product Owner

Why So Many Scrum Implementations Fail?

llAgi I e" F ra m ewo r k Brought to you by www.keystepstosuccess.com

XS
I |
~—

AvoidThis:

Manager

“Agile” Portfolio

Manager

“Agile” Program “Agile” Program

“Agile” “agile”
Project Project
Manager] Manager
“Agile” Project | | “Agile” Project | | “Agile” Project | | “Agile” Project |
i 3= =
—

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

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

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Proper Positioning and Alignment of Product Owner
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LeSS Guides: Product Owner

Proper Positioning and Alignment of PToductQOwner

( Product Owner

Users (internal)/
Customers (external)

Clarification
Created by: Gene Gendel 5 I
|
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LeSS Guides: Product Owner

Prioritization over Clarification

There are two key information flows in Scrum related to the Product
Owner: (1) Adaptively deciding the direction to evolve the product and
reflecting that decision in Product Backlog prioritization, and (2) Dis-
covering and clarifying the details of user needs and items. In the first
flow (direction and prioritization), information is sought and analyzed
related to profit drivers, strategic customers, business risks, etc. In the
second flow (details and clarification), the objective is to discover the
fine-grained behavior and qualities of items, the user experience, etc.

As Product Owner, you focus on thinking hard about direction and pri-
oritization, but delegate to the teams as much of the detailed discovery
as possible. You encourage and help teams enter in a direct conversa-
tion with users, acting as a connector, not an intermediary. In short, you
are mostly focusing on prioritization rather than detailed clarification,
which is delegated to the teams. Sourced from: hitbe Jlecs workeresourcee leamina recoucealbooks
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LeSS Guides: Product Owner

Proper Positioning and Alignment of Product Owner

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

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

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

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

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

1. Sprint Planning Part One:\1 hour

2. If doing overall t Backlogrefinementf 1 hour

6

3. Sprint Review\Z hours

4. Overall Retrospectivel 1.5 hours
So the total time together in meetings is less than a new Product Owner
might imagine: realistically, perhapsl six hours In a two-week Spi’fﬂa

Sourced from: https://less.works/resources/learning-resources/books |/\
— 2
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LeSS Guides: Product Owner

Who Are Those Users/Customers?

Who validates &
Sub-type Whoiis the source of requirements?® i/ ¢oedhack?

Product Innovation-centric, | No real users or even proxies provide Pseudo-users: candi-
development |and/or strongly influ-§ requirements. Rather, requirements come | | date users, internal

enced by new tech- finternally from product managers (includ- | volunteers, and

nologies and/or ing the Product Owner), team members, users of prior

standards-driven. etc. related products.
Product Driven by customer | User proxies such as product managers, source
development | requirements, and marketers, team members, and other cus-

it's a mass market. tomer- or market-facing experts. Use focus

groups of candidate or existing users.

Product Driven by customer | Hands-on users at multiple customers. source
development | requirements, and “

there are only, say,

50 customers.
Internal Regular. Internal hands-on users. source
development
Internal Special change initia- | The source of the special change, such as aff | source
development | tive, e.g. regulatory. | policy maker or regulator.
Project devel- Hands-on users at the one paying cus- source
opment tomer.

a. Thisis anillustrative introduction; not meant to be thorough or in-depth.

Sourced from: https://less.works/resources/learning-resources/books
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Who Should be Product Owner?
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—

FEATURE
PRIORITY

BUSINESS
N7/

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

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


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

LeSS Guides: Product Owner

Who Should be Product Owner?

PROJECT PEVELOPMENT

REQUESTS FEATURE
PROPUCT PRIORITY
UAOKLOO
\! —
\\ \;L

Sourced from: https://less.works/resources/graphics/index.html
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Local Optimization in Roles & WBS - Exercise

e ——

Likelihood of
seeing technical
backlogs, full of

“technical stories”

component

Reliance on ‘technical
BAs’/proxies

xistence of a
REAL product

-
- “w

AT So
e Likelihood that N

/ definition
/ real Product A
! Owner can I
\ orioritize and ] ikelihood that locally Amount of UnDone
AN R4 optimized component work at the end of
s, control$ ., : i
S’ teams will be each sprint. Need for

‘integration’ sprints,
coordination...

“scrumming” with
component “stories”

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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Local Optimization in Roles & WBS - Exercise

. _ Likelihoo /“_\
Reliance on ‘technical seeing technical J
BAs’/proxies backlogs, full of \ ( \
o) “technical stories”
m xistence of a
=TI REAL product
,/ Likelihood that N 7 H definition
/ real Product N
d Owner can — —
\ e ! ikelihood that locally Amount of UnDone o)
\ prioritize and 4 o
\ R4 optimized component work at the end of
~. control$ . : i
Seae =" teams will be each sprint. Need for
“scrumming” with ‘integration’ sprints,

_coordination...

component “stories”

Likelihood of
creating fake
projects

—> '
ikelihood o 4

rolling up fake \
= \ Likelihood of having projects intq a
//

obsession with programs487

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

)

4

False sense of ‘we
got it all under
N ontrol’ from CEO ,

X strategic alignments’, vortfolios
\" e DO - .
> T = metrics and reports
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LeSS Guides: Product Owner

Consumption of Product Owner’s Time In LeSS
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LeSS Guides: Product Owner

Consumption of Product Owner’s Time In LeSS

> i

Team Rep

} ?/I

Team Rep

(>

Spri i assssssassssssssnss serint Planning 2 (Multi-Team).........ccocuues

.............

carorenzeans

Created by: Gene Gendel
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Consumption of Product Owner’s Time In LeSS
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LeSS Guides: Product Owner

Consumption of Product Owner’s Time In LeSS

Overall

Product Backlog
Refinement Product Backlog Refinement (Multi-Team)

{ ) Selection and final clarification of items Initial Design & Plan

Better prioritized

Backlog

Product Owner

Created by: Gene Gendel
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LeSS Guides: Product Owner

Consumption of Product Owner’s Time In LeSS
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LeSS Guides: Product Owner

Don’t Be Nice...but sometimes... Let Go

As Product Owner you play a key role in setting expectations for teams.
It will happen that the teams come to you and mention that a set of items
are only half done. A skillful Product Owner might empathize... but
doesn't "accept” it. Don't be nice. Instead make very clear that the items
are not done and that you expect the teams to improve how they work
so they deliver done items.

=BertbeT ean micromanaging. In an effective LeSS adop-
tion there are self-managing, co-located feature teams that do all the

work and coordinate with other teams. There is high transparency that
comes from delivering (or failing to deliver) a complete product in a
short cycle. So the habits of trying to control development during the
Sprint can be let go.

Sourced from: https://less.works/resources/learning-resources/books
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Start Early or Messy with a Temporary Fake PO

It's terribly important that everyone understand that the temporary
fake Product Owner is... a fake_And is replaced as soon as possible. It
helps to literally use the namEiFake Product Owner. )

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

Class: Review instructions of a system modelling
exercise on the next slide.

Instructor: Provide instructions

Duration: next page
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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 227
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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

Likelihood that real
Product Owner will
be able provide
quality guidance to
teams

Dependency on
traditional
organizational
structure

———N

- ~

e
¢ Degreeofhow S

well developers
understand
N business domain//

~
\———’
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Local Optimization in PO-ship Structure- Exercise

Separation of duties
& responsibilities
b/w different layers,
with respect to
Strategy, Missiop

Dependency on
traditional
organizational
structure

Likelihood that real
Product Owner will
be able provide
quality guidance to
teams
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LeSS Guides: Product Backlog

Don’t “Manage Dependencies” but Minimize Constraints

In product development we distinguish between internal dependencies
and external dependencies. Internal dependencies are between the
teams within a product group, whereas external dependencies are
either outside the product group or to nonfeature teams within the
product group, such as in the undone department.

There are rehternal-dependencies-and no dependency

management with feature teams that use shared code.

Teams can benefit by working together on shared work
but wouldn't depend on the output of the other team.

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Product Backlog

Dealing with Parents

e Removi ng Ancestors Removing the ancestor from the Product Backlog
is like cell division (cytokinesis): the ancestor is

. replaced by the new items. Advantages? The first
o Keeplng Ancestors is simplicity: The backlog structure remains sim-
ple and no extra effort is required to link a parent

with children. A second and subtler advantage:

The new items are naturally or obviously prioritized
independently from each other and from their ancestor.

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

Order Item noteworthy direct/indirect ancestor?

1 settle abuy |settle atrade
2 X
3 Y
il settle asell |settleatrade
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LeSS Guides: Product Backlog

Take a Bite
TRAPITIONAL SPLITTING LeSS SPLITTING
OF BIG FEATURE OF BIG FEATURE
TAKE A BITE
T0 START

\

ALL-AT-ONCE IN EQUAL PARTIAL SPLITTING
PIECES AT THE BEGINNING ANP TAKING A BITE

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Product Backlog

Handling “Special” Items

Beware!—Don't create a "special people” group given the charter to go
off and figure out that big problem. Youd be better off taking a big pile of
money and lighting it on fire. At least youd get some heat.

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Product Backlog

Handling “Special” Items

 Big bug list - keep using the defect-tracking tool until
the defect count is small enough to use just the Product
Backlog

« Getting to zero - lean thinking “stop and fix”

 Urgent new defects - identify a regular feature team
as the fast-response team, rotating this responsibility
each Sprint.

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Tools for Large Product Backlogs

Tools aren't agile. Agility is an organizational behavior.

What Product Backlog tool at scale?
Use nothing more complicated than a spreadsheet and wiki.

Don’t use same tool for Product Backlog and Sprint Backlogs

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Definition of Done

» customer-

@ centric
\ feature
>

Product y
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 is

\
|
l
'\expected to learn or acquire the needed knowledge and skKill.

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

Copyright © 2010
C.Larman & B. Vodde

o 2 All rights reserved.

T — S — L —— — — — S

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Definition of Done

Creating the Definition of Done

One Definition of Done for the whole product
common for all teams

Each team can have its own stronger Definition of Done by
expanding the common one.

The perfection goal is to improve the Definition of Done so
that it results in a shippable product each Sprint
(or even more frequently).

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Definition of Done

Creating the Definition of Done

POTENTIALLY SHIPPABLE
+ TEST ___é UNIT )
+ STATIC ANALYSIS INTEGRATION
+ INTEGRATION USER ACCEPTANCE
+ PACKAGING ACCEPTANCE
+ STAGING SYSTEM
*+ CUSTOMER POCUMENTATION PERFORMANCE
+ RISK EVALUATION STABILITY
+ CODE USABILITY
+ APPROVAL STRESS
+ UPPATE MARKETING MATERIAL MONKEY
+ REGULATION @OKE
+ PREPARE FOR CUSTOMER FEEPBACK J

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

UNPERLINEP ONES ARE THE PEFINITION OF PONE

Mathematics of Done
Potentially Shippable = Definition of Done + Undone Work

Work in Sprint = Product Backlog Items x Definition of Done
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LeSS Guides: Definition of Done

Mathematics of Done

Unfinished Work != Undone Work

Usually, Team’s issue Usually, Organizational issue

244

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



LeSS Guides: Definition of Done

v

a

Everything required to deliver PSPI

1 L) 1 L)
Done Un-Done
——_-_-------~~~~-
-y
—__———-—__--~ \\
~ N
U4
Unit testing

L

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

End-of-Year goal for DoD
Current DoD

Gradual Maturit
Expanding Done and Shrinking Un-Done

Created by: Gene Gendel
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Dealing with Un-Done Work

PROPUCT
OWNER

/

e RISK ANP LACK OF TRANSPARENCY
o PELAY ANP LACK OF FLEXIBILITY

it e wervs TN

‘ Release Sprints ‘

Sourced from https://less.works/resources/graphics/less-graphics.html
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LeSS Guides: Definition of Done

Dealing with Un-Done Work
OING!

L) UNDONE L) UNPONE l_) uNoONE [ ——)

http:/ /less.works |(cc) Faaay

PROPUCT
OWNER

‘ Pipelining to Undone Department ‘

Sourced from https://less.works/resources/graphics/less-graphics.html
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LeSS Guides: Definition of Done

Dealing with Un-Done Work

$ N N

‘ > UNPONE —_—
PEPARTMENT | pELEASE @

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

|

Big-Batch Delivery to Undone Department ‘

Sourced from https://less.works/resources/graphics/less-graphics.html
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LeSS Guides: Definition of Done

“There's No Such Thing as a "Devops
Team"

Nor should there be "devops
specialists" on development teams
doing this work: this is core developer
work, the same as writing code, and
developers need to own it.

...the Devops movement addresses the
dysfunction that results from
organizations composed of functional
silos. Thus, creating another functional
silo that sits between dev and ops is
clearly a poor (and ironic) way to try
and solve these problems.”

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

REMOVE
UNDONE
DEPARTMENT
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Evolve the Definition of Done (Cont.)

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

Class: Review instructions of a system modelling
exercise on the next slide.

Instructor: Provide instructions

Duration: next page
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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 253
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Local Optimization in Releasing - Exercise

# work in
progress
items (WIP)

———~

- ~ <
. - ;7 Agility of N
Actions t'o reduce eleases teams to shift \
transaction costs (release 4 _
(e.g. automation frequency) irection at 1
of CI/CD) « company level 7
~ Ve
~ -

-_— -

Level of
Transaction
costs (total)

Planning
horizon

xternal factor:
frequency of
market or bank
supervision
changes
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Local Optimization in Releasing - Exercise

# work in
progress
items (WIP)

- oy

- ~ .
. ™ ;7 Agility of \
Actions t'o reduce eleases teams to shift \
transaction costs (release ( 4 _
(e.g. automation frequency) irection at )
of C1/CD) « company level 7
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-_— -

Level of

Transaction
costs (total)

Planning
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xternal factor:
frequency of
market or bank
supervision
changes
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LeSS Guides: Product Backlog Refinement

Product Backlog Refinement Types

[PBR] is an ongoing process in which the Product Owner and the Develop-
ment Team collaborate on the details of Product Backlog items. ... Scrum
recognizes no sub-teams in the Development Team, regardless of particu-
lar domains that need to be addressed like testing or business analysis;
there are no exceptions to this rule.

Product Backlog refinement is done per team for the items
they are likely going to implement in the future. Do multi-
_team PBR to increase shared understanding and exploit coor-

_dination opportunities when having closely related items or a
need for broader input/learning.

The Product Owner shouldn’t work alone on Product Backlog
refinement; she is supported by the multiple Teams working
directly with customers/users and other stakeholders.

All prioritization goes through the Product Owner, but clarifi-
cation is as much as possible directly between the Teams and
customer/users and other stakeholders.

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Product Backlog Refinement

LeSS PROPUCT BACKLOG REFINEMENT

|
(7]
SERRa @ ? PROVICT OWNER Q ;é:
PRODUCT =
BACKLOG SEPESSMATIVEIR) % SEPYRSENTATIVELE] =
REFINEMENT e
PROPUCT BACKLOG Y]
) ' irems seieerep )
Feedback Loop | l FOR REFINEMENT | Feedback Loop
[ T 5 1\ N
= [020) g eyl
BACKLOG | & 2 o
REFINEMENT 1 MM sraxemones mumm summann | 8 g
J ) 28 =
PROPUCT BACKLO®

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Product Backlog Refinement

Product Backlog Refinement: Duration For Each PBR ‘Type’

v

—

members from all teams 2+ teams 1 team all teams
includes Product Owner? definitely depends rarely definitely
includes customers/users? |rarely probably probably definitely
select which teams yes (prefer set|no done already | no
work on which items? of items with

group of teams)
level of clarification lightweight in-depth in-depth in-depth
length shortish 0.5-1 day 0.5-1 day at least 2 days
typical frequency every Sprint most Sprints [ most Sprints | once

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Product Backlog Refinement

Logical Splitting of Work

Use cases | #iorercon | | Configuration | rrasorrsen
Scenario | amestesavence ot | | o channal | et inarce s
Data part SUbszfe:et:fsdata Data format XML...
Type Varyingo:);f‘ei::g?f Kinds Role or persona [e.g novice or power user
Risk | 2pereieumdesooda | | Non uncrional | ©# medeate e et
cRup | omerenew | | operagion [em gpeston
Integration (nicr::;g;')a(it;;:gbzlt;vr:::ts Stub working with a fake first

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

Split into thin end-to-end “vertical” requirements.

DO NOT SPLIT ITEMS INTO INTERNAL DESIGN STEPS!
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LeSS Guides: Product Backlog Refinement

Scaling — Multi Site Estimation

Estimates don't need to be “accurate” or “precise”;
they need to be useful, and usefulness depends on purpose.

Choose the simplest technique that matches the
purpose and that fosters discussion and learning.

* Physical cards
« Instant Messenger

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Product Backlog Refinement

Scaling — Multi Site Estimation

“library of done items”

Calibrate against done items—One simple mor teams to

calibrate or compare against a set of already done items in the Product

Backlog. For this to work well, there should be many such items, to
increase the chance that some or many will be familiar to people.

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

normalizing & scale
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LeSS Guides: Product Backlog Refinement

Answering a BIG question....

What is so special

about estimation
in LeSS?
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Class Activity

Class: Review instructions of a system modelling
exercise on the next slide.

Instructor: Provide instructions

Duration: next page
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Local Optimization in Product Backlog - Instructions

Exercise

Duration: 10 min

Class: in-groups, brainstorm some of the most
common examples of Local Optimization in
Product Backlogs 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 266
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Local Optimization in Product Backlog - Exercise
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Teams, view by a real

highest in value from
a company’s view

PO, at a whole
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any BL item,
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single team will see
value in their work,
from a system’s
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LeSS Guides: Sprint Planning
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Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Sprint Planning

Physical and Light Digital Visual Management over Heavy Tooling

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

nttps/ /less.works [{oc) IR

Don't use any software tool for Sprint Backlogs;
just use physical visual management, probably cards on a wall.
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- LeSS Guides: Sprint Planning

Physical and Light Digital Visual Management over Heavy Tooling

“Lets train our PMO and BAs
to use
JIRA/Rally/Version1/VSTS
and manage our projects in
there”

“The business plan is now a 1200 page epic novel.”

W B® < VERSIONONE

‘‘‘‘‘‘‘ Agile Made Easier

j I RA Go Agile. Go Rally. VSTS

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

Physical and Light Digital Visual Management over Heavy Tooling

Vision

|

.o, Atlassian

m— Y(JIIRA

AMBER

To achieve success the project teams
should take immediate action.

Caution. Risks exist which may prevent
the projects success.

GREEN

The project is on target to success.

“Now we are
super agile”

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

Just Talk in Coordination-Friendly Environment

JUST TALK

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

Promote bottom-up emergent behaviors for
coordination. Decentralized techniques support this.
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LeSS Guides: Coordination & Integration

Communicate in Code

COMMUNICATE IN COPE

) -

Sourced from: https://less.works/resources/graphics/index.html
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LeSS Guides: Coordination & Integration

Communicate in Code

Traditionally coordination supported integration,
but we can also have integration support coordination.

When you branch, not only are you delaying integration, you
are impeding coordination and cooperation between teams.

Continuous integration is...
a developer behavior to keep a working system by small

changes growing the system by integrating very frequently on
a “mainline” supported by a Cl system with automated tests.

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Coordination & Integration

Communities

COMMUNITIES

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

Communities cannot make decisions for the teams, but they
can produce something that the teams decide to adopt.
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LeSS Guides: Coordination & Integration

Communities

Have a community coordinator with passion for the concern and
desire to cultivate a strong community that cares; preferably
someone who is an active hands-on practitioner

Actively try to recruit participation from most teams

are visible and easily discoverable so that everyone knows the
current communities and knows how to join

Preferably focus on concrete problem-solving goals— they
make learning practical and concrete

Have agreed how they work and make decisions

Might have a Scrum Master who helps them work and improve,
and who facilitates community meetings or workshops

Use wiki, discussion groups, group chat meet regularly

Are strongly encouraged within the organization; everyone knows
that it is OK and indeed expected for them to join communities and
spend effort in community activities

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

« Forgo a community coordinator or the coordinator doesn’t care
(this often happens if the person was assigned)

« Hold frequent meetings just for the sake of meeting

« Have mostly members that are not in feature teams

 Regard the community as secondary so that participation is
downgraded because “we’re too busy to participate.”

Fake communities—Iraditional large groups are structured as single
function teams, such as architecture, test, and so forth. Most organiza-
tions are implicitly optimized to avoid changing the status quo manager
and specialist positions and power structures. Consequently, we've see
fake communities that are just the old single—function teams relabeled

‘existing organizational vertical

90°

‘chapter’

Created by: Gene Gendel
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Avoid Fake Communities

Chapters, Chapters of Chapters, Guilds
...etc... etc... etc...

Try thinking of them as COMMUNITIES that are used for functional
learning and “spreading knowledge laterally”. Without hierarchy. Based
on volunteering. And then, try simplifying your naming convention and

just calling these structures, what they really are: Communities ©.

Otherwise, you may end up with “used-to-be a vertical reporting
structure, flipped on its side and re-branded with fancy Spotify
terminology”, without changing much.

Read more about Communities at: https://less.works/less/structure/communities and study in depth
how they can be Requirement Area (RA)-specific or span across multiple RAs.

Brought to you by: www.keystepstosuccess.com

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

http://less.works |[(c) XTI
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Current-Architecture Workshop

tess works [ TN

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

COMPONENT MENTOR

Sourced from: https://less.works/resources/graphics/index.html
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Open Space, Travelers, Scouts

OPEN SPACE

TRAVELER

Sourced from: https://less.works/resources/graphics/index.html
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Mix and Match Techniques

TRAVELER COMMUNITIES COMPONENT MENTOR

Sourced from: https://less.works/resources/graphics/index.html
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Maybe, Don’t Do Scrum Of Scrums

A Scrum of Scrums meeting is a Daily-Scrum-like meeting between
team representatives—not Scrum Masters or managers—that's com-
monly held three times per week.

Scrum of Scrums is a formal centralized meeting and thus not preferred.

b AGILE POETRY IN MOTION

® SEPTEMBER 3,2020 & GENE #™2COMMENTS &EDIT

BAs - "PO Proxies” - Team Outpu‘t Owners, Lyrics written by: Gene Gendel | Musical/voice performance by: Erin Perry

Borrowed resources - capacity donors.
Scrum, Scrum of Scrums and Scrum's fractal design,
Oh God!, someone get me a bottle of wine!

https://www.keystepstosuccess.com/2020/09/agile-poetry-in-motion/

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

Adapt the Product Early and Often

There is one product Sprint Review:; it's common for all teams.

AnQvera

Ensure that suitable stakeholders join to contribute the infor-
mation needed for effective inspection and adaptation.

Each Team has its own Sprint Retrospective.

Retrospective is held after Team Retrospectives to

discuss cross-team and systemwide issues and to create

improvement experiments. Attended by Product Owner,
Scrum Masters, Team representatives, and nmanagers (if any).

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Review & Retrospective

Review Bazaar

A Sprint Review bazaar is analogous to a science fair: A large room has
multiple areas, each staffed by team representatives, where the items
developed are explored and discussed together with users, teams, etc.

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

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

Understand & improve the system by focusing on the system.

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

pressure to
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developers supply
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# defects

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

Legend for Causal Loop Diagrams

¢+ Goals — 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 related variables

*»* Opposite effects — “0” annotation near an arrow; suggests that the effect of one variable on another is
negative (“-” feedback loop)

+» Delayed effect — “| |” annotation that disrupts a causal link (arrow); it implies that there is a delayed effect of
one variable on 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 short-term, lower-cost effect into a
relationship between two related variables

In System Modelling, we mostly care about Causations

Correlation - relationship between two system variables (event or action), where there is no direct dependency. A relationship can be positive or negative.
Causation - a.k.a. “cause and effect”, is relationship between two system variables (event or action), where change in one leads to change in another.

Sourced from: https://www.keystepstosuccess.com/coach-tools/

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

System Modeling for Product Owner Role

System Goal: to support Making efforts to Improving Well-defined m—
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Improve the System

System Modeling for ScrumMaster Role

System Goal: to support Efforts to identify Organizational
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Sourced from: https://www.keystepstosuccess.com/coach-tools/
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Improve the System

System Modeling for Scrum Team Developer Role
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Improve the System

System Modeling for Command & Control Behavior
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Multi-Area Reviews & Retrospective

There are no LeSS Huge rules for reviews and retrospectives. The
catch-all statement “All Sprint LeSS rules apply for each Requirement Area”
implies a Sprint Review and Overall Retrospective for each separate

Requirement Area. But there's no requirement for meetings that span
the entire product.

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

Do them only on-demand, if you feel they can improve your system
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LeSS Huge Rules

Sourced from: https://less.works/resources/learning-resources/books
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LeSS (Huge) Rules

“Stacks” of LeSS
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LeSS (Huge) Rules

Who The Product Owner Reports Into In LeSS Huge

Guide: TRY.... Keeping LeSS Huge Organizational Reporting Structure As Flat and Simple As Possible

Head of Product Group - most likely, a traditional “head of product group”. Whereas the whole group supports teams

Product Owner Team— Product Owner plus all Area Product Owners.
Conceptually, the same as in a LeSS structure. In huge LeSS Huge, there are also

APD Sub-Teams that are, essentially, what is Product Owner team is in LeSs.

Each APO Sub-Team consists of Area Product Owner and customersjusers that

can help APO with clarification and other daily work (NOT departments of

analysts, specification writers, UIfUX designers, or architects).

>
¢"'a$ il O3 s

by Go See and help them remove obstacles and improve, Head of Product Group plays the role of the line manager of
all the teams, whatever that is called in your organization. Product Owner Team members (including APO Sub-Teams)
and all developers from teams in requirement areas, as well as people in other supportive organizational structures
(e.g. support, 'undone' department, competence & coaching) -all report to Head of Product Group. Note: Since Less

organizations don't have matrix structures, there are no dotted-line managers.

'

APO Sub-Team
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IMPORTANT:
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Scrum and LeSS adoptions,
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Requirement Area
“Blue”
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“Gray"”

“Undoneg” Competence
Department & Coaching

By Gene Gendel. 2020

Undone department - eg. test, QA,
architecture, or business analysts -
they should not exist in the smaller
Less framewaork groups; rather, they
should be integrated into the teams.
Undone department is =till frequently
seen, in some Le55 adoptions, as they
often cross organizational boundaries.
A goal in every LeS5s adoption should
be to remove anundone department.

Support - In a Le55 Huge organization,
it typically centralizes some support
because of the massive volume of
work. 5till, this department should be
as small as possible with the attitude
“How can we help?” rather than “Take
it this way!” This department is less
likely to exist in smaller Less
organizations, where teams support
each other without the need for a
separate, centralized group.

Competence and Coaching (technical,
organizational) - group consists of
skillful practitioner-experts who
actively Go See and observe how
people work. They pair up and work
with people to discover their training
and coaching needs.

Sourced from: https://less.works/resources/graphics/index.html
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LeSS (Huge) Rules: LeSS Huge Structure

» Customer requirements that are strongly related from a customer perspective
are grouped in Requirement Areas.

» Each Team specializes in one Requirement Area. Teams stay in one area for a
long time. When there is more value in other areas, teams might change
Requirement Area

» Each Requirement Area has one Area Product Owner.

» Each Requirement Area has between “4-8" teams. Avoid violating this range.

» LeSS Huge adoptions, including the structural changes, are done with an
evolutionary, incremental approach.

» Remember each day: LeSS Huge adoptions take months or years, infinite patience,
and sense of humor.

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



LeSS (Huge) Rules: LeSS Huge Product

> One (overall) Product Owner is responsible for product-wide prioritization and
deciding which teams work in which Area. He works closely with Area Product
Owners.

> Area Product Owners act as Product Owners towards their teams.

» There is one Product Backlog; every item in it belongs to exactly one
Requirement Area.

» There is one Area Product Backlog per Requirement Area. This backlog is
conceptually a more granular view onto the one Product Backlog.

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



LeSS (Huge) Rules: LeSS Huge Sprint

> There is one product-level Sprint, not a different Sprint for each Requirement
Area. It ends in one integrated whole product.

» The Product Owner and Area Product Owners synchronize frequently. Before Sprint
Planning they ensure the Teams work on the most valuable items. After the Sprint
Review, they further enable product-level adaptations

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



Class Activity

Class:
* Discuss how/why LeSS Huge rules are an extension

of LeSS rules.
« Capture in Class Log
Instructor: Catalyze. Reflect.

Duration: 10 min

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



. —

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



LeSS Huge Guides

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

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


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

. -

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



o

-

f”
”
,/
/ \J
/ 3
Po ,

LeSS Guides: Product Owner

Area Product Owners and Requirement Areas
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Customer requirements that are strongly related from a cus-
tomer perspective are grouped in Requirement Areas.

Each Team specializes in one Requirement Area. Teams stay
inone area for a long time. When there is more value in other
areas, teams might change Requirement Area.

Each Requirement Area has one Area Product Owner.

Each Requirement Area has between "4-8" teams. Avoid vio-
lating this range.
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LeSS Guides: Product Owner

LeSS Organization

Let's examine a Le55 organization. ..
I'--------------------------------------------------------------l
¢ Head of the Product Group—Most Le55 organizations still have managers including a "head of product
group.” They support the teams by Go See and help them remove obstacles and improve. LeS5
organizations don't have matrix structures and there are no “dotted-line” managers.
"Head of Product Group” is called differently in different organization, here we mean the hierarchica
manager of all the teams.

* Feature teams—This is where the development work is done. Each team is cross-functional, self-

managing feature team with a Scrum Master. They are permanent units that stay together for the
— - Luration of a product (and sometimes longer). Avoid lots of hierarchical layers as much as possible. | _____
e Product Owner (Team)—Thiz is also commonly called “Product Management.” It can be one person but in
a larger LeSS organization the Product Owner might be supported by other product managers.
An important point in this organizational structure is that the Teams and the Product Owner are peers.

This important to keep the power balanced between the roles. The Teams and Product Owner should
have a cooperative peer relationship.

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

¢ Undone department—This department, ideally, does not exist.

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

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

https://less.works/less/structure/organizational-structure 313
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Who The Product Owner Reports Into In LeSS
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Who The Product Owner Reports Into In LeSS Huge
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LeSS Huge Product Owner
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LeSS (Huge) Guides: Product Owner

Area Product Owners

« Tiny areas leading to “wrong” Area Product Owners
« Consider: Temporary Fake Area Product Owner

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

NEW-MARKET ONBOARDING FEATURE TEAMS

TRAPE PROCESSING FEATURE TEAMS

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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LeSS (Huge) Guides: Org. by Customer Value

Dynamics of Requirement Areas

* Birth
« Requirement Area grows too big
 New, big requirement arrives

« Midlife - requires adjustment

« Retirement- if falls below 4 teams

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



LeSS (Huge): Product Backlog

1 “overall” Product

T mTrAR- - I6OTMMmMOO® >

Owner

Item Requirement Area

On-Line Trading
On-Line Trading
Market Data
Customer Profile
Customer Profile
On-Line Trading
On-Line Trading
Market Data
Market Data
Market Data
On-Line Trading
Customer Profile
Customer Profile

Created by: Gene Gendel

GO M w >

Area Backlogs

Area Product Owner

Item

Requirement Area
On-Line Trading
On-Line Trading
On-Line Trading
On-Line Trading

Product Areas (“views”)

G M m O

Area Product Owner

Item

Requirement Area
Customer Profile
Customer Profile
Customer Profile
Customer Profile

Area Product Owner

= - I 0

Item

Requirement Area
Market Data
Market Data
Market Data
Market Data

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



LeSS (Huge) Guides: Product Backlog

Product Backlog with Filtered View

Item Requirement Area
first in area

B market onboarding A""'/
F market onboarding

C trade processing

M trade processing

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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LeSS (Huge) Guides: Product Backlog

Splitting Within Product Backlog Area

Market Onboard-
ing Area Backlog

Overall
PB

B NERG
; onboarding B-2 B

C \ trade N

ocessing

F mark
onboar

Market Onboard-

ing Area Backlog

E

F

B-3 B
B-4 B

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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LeSS (Huge) Guides: Product Backlog

Used to
be B and
was at
the top

Splitting Within Product Backlog Area

Overall

PB

BX (general- | market

ization  of | onboarding

B1,B2)

C trade
processing

D market
onboarding

E market
onboarding

F market
onboarding

BY (general- | market

ization  of | onboarding

B3, B4)

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

B > BX &BY - BX-1 & BX-2 + BY-1 & BY-2

AN

Market Onboard-

ing Area Backlog

BX-1 (old B-1) BX
BX-2 (old B-2) BX
D

E

F

BY-1 (old B-3) BY
BY-1 (old B4) BY

X & Y are created
to remember

Ancestry

to map back to

Overall PB
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LeSS (Huge) Guides: Product Backlog

Area Backlogs

Pros and Cons of Filtered Views versus Separate Artifacts

Filtered Views—Advantages: (1) simple, (2) no synchronization issues,
(3) easy to keep overview. Drawbacks: (1) filters make prioritization
harder, (2) Product Owner sees all details of all areas, which at first
might seem an advantage but drowns her in details and can lead to the
temptation of “micromanaging” priorities in an area, creating conflict in
responsibility between the PO and APOs.

Separate Artifacts—Advantages: (1) Overall Backlog stays at higher
level and then the PO doesn't drown in details, (2) APO can easily prior-
itize his backlog, (3) Supports clear separation of responsibilities
between PO and APOs. Drawbacks: (1) Synchronization between dif-

ferent backlogs, (2) Priority differences not visible in overall Product
Backlog, (3) Increased chance of silo mentality in each area rather than

APQOs caring about whole-product focus.

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

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

Levels of Splitting

trade processing

XB X trade processing

L-3
XA-1 XA

XA-2 XA

Sourced from: https://less.works/resources/learning-resources/books
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LeSS (Huge) Guides: Product Backlog

New Area for Giant Requirement

ﬂ!
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Sourced from: https://less.works/resources/graphics/index.html
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LeSS (Huge) Guides: Product Backlog

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

AREA BACKLOG

ITEMS

BITE =1
BITE #2
BITE #3
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SPRINTS

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

LeSS (Huge) Guides: Product Backlog

UPPATED AREA BACKLOG
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START NEW TEAM
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LeSS (Huge) Guides: Product Backlog

Handling Gigantic Requirements

TEAM #1 BECOMES

/ LEAPING TEAM

SPRINTS

'\ r» TEaOy (Ll
START NEW {
TEAM IN AREA :
TEAM #2 JOINS

BACKLOG REFINEMENT ~ TEAM #2
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Sourced from: https://less.works/resources/graphics/index.html
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LeSS (Huge) Guides: Product Backlog

Handling Gigantic Requirements

 Create new Requirement Area for huge requirement

 Not all teams are equal: start with more experienced

« Partial splitting; Take a Bite

« Spend up to 50% of Sprint on refinement, while
building the bite

 Gradually grow a new Requirement Area

« Use multi-team PBR for learning

« Initial team becomes leading team with additional
mentoring and overview responsibilities.

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

« Understand a ‘big picture’ (Strategy, Mission, Vision, OKRs).

 Select & discuss a product.

 Define & explore a product with Product Canvas, applying
expanding & constraining forces.

 Run exercises (e.g. Item mapping, value stream mapping,
customer journey, etc, personas.)

- Create an initial Product Backlog.

« Create Definition of Done (DoD). Agree on what is "UNDONE".

- Identify functional expertize & technical skillset required (each
Team; LeSS Product Group)

 Prototype a team ‘blueprint’ (Do NOT create teams, on behalf of
teams)

 Prototype a product group ‘blueprint’ (beyond Teams; entire LeSS
Product Group)

/&ertified LeSS Trainer (CLT)

- Gih°é|"ﬁ to exeéitives ™
« Run team self-design exercise
« Start sprinting


http://www.keystepstosuccess.com/

Product Definition & Exploration Workshop

Notes:

Discuss what each ‘onion’ layer below means in the context of your organization
Modify the ‘onion’, based on organizational specifics (add/remove layers)

In respective areas on the right side, provide some examples and details for each
layer

Discuss and agree where to keep information (e.g. tool, directory, other repository)

Discuss and agree how ‘onion’ layers will be maintained and updated over time

Company Purpose & Mission

Company Long-Team Vision

Company Strategy

Product Vision & Strategy

Product Backlog

Product Increment

Note: Since customers buy and users use Products, in agile development, we focus on ProDUCTSs,

not ProJECTs, not ProGRAMs. We also challenge the term Portfolio, unless it is a portfolio or real
Products. Please, be mindful of this, as you add layers to the ‘onion’.

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

WWW. keystepslosuccess .com
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Product Definition & Exploration Workshop

To help yourself with PRODUCT BACKLOG creation, run various exercises and discovery activities:

Persona
Identification

Value Stream
Mapping

Customer
Journey
Mapping

S

o

Product Backlog

O NOM R WNR

|

™

Product
Canvasing

[User] Story
Mapping

Use Case
Decomposition

Note: Remember that the goal of all supplementing exercises and activities is to produce a single Product Backlog, to be prioritized by Product Owner and shared by all teams that will be working

on aproduct.

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

WWW. keystepslosuccess .com
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Product Definition & Exploration Workshop

Persona Identification Template

Attribute Description

Picture

Name

Age/Gender

Personality

Interests
Title/Organizational Position
Career Path/Journey
Technical Skills

Business Expertize

Personal Goals

What is today’s solution?
Reasons to buy/use a product

Comments

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

Use Case Template

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

Customer Journey Map Template

of Journey
1.  Activity 1.  Activity 1.  Activity 1. Activity 1.  Activity 1.  Activity 1.  Activity 1.  Activity
2. activity 2.  activity 2. activity 2. activity 2. activity 2. activity 2.  activity 2.  activity
Specific 3.  activity 3.  activity 3.  activity 3.  activity 3.  activity 3.  activity 3. activity 3.  activity
Activities/Steps 4.  activity 4. activity 4.  activity 4.  activity 4.  activity 4.  activity 4.  activity 4.  activity
5.  activity 5.  activity 5.  activity 5. activity 5.  activity 5.  activity 5. activity 5.  activity
6. activity 6. activity 6. activity 6.  activity 6. activity 6. activity 6. activity 6. activity
Sentiments,
Perceptions,
Feelings,
Emotions
Comments,
Ideas,
Improvements

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

[User] Story Mapping Template

Item- L2 Item- L2 Item- L2 Item- L2 Item— L2 Item— L2 Item- L2 Item— L2 Item— L2
iy
Hi g h z Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item—
A Q L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3
2 Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item—
m L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3
q’ Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item—
> m L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3
b o
L (]
(=] ~
': q, Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item—
m m L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3
1
z Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item—
L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3
Q) Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item— Item—
v E L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3 L3

Low

Note: Try not to exceed three |evels of business-centric decomposition

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

Define & Explore Product (using Product Canvas): use expanding & constraining forces

PRODUCT CANVAS (1/2)

Product

Daie Version

Organization

Vision

What do we sirive to be? What do we do that
changes the world? What differentiates us? Tagline?

Visual image?

Product Partner:
Business

Who are the people in the

business (ours, others) who legitimize.
authorize, pay for, or help us promote the
product? Who has domain experience
we need to draw upon?

- Value

i What outcomes do

i business partners want (e.g.
i increased revenue, cost reduction,

<

A

tion,

risk reduction, brand proj

i customer satisfaction, etc.)?

value

Revenue Streams
How do we fund our product?
Where does our revenue come from?

Product Partner:
Customer

Whao needs or uses our product?
Whao are our target customers?

[m_'rD\ :

What market or market segment da

we serve?

Channels

How do we keep our customers coming
back? How do we obtain, retain, and grow
customer awareness of our product?

Cost Factors

What cost factors are there fo discover, defiver,
market, sell, and service our product? What activities
and assets are most expensive? Most risky?

ix)

Value value Product Partner: Value value

What cutcomes do (o What cutcomes do

customer pariners want (e.g., save time TBChrFOIDQY technology partners want (e.g.,
reduce effort, simplify access, appeal to Who designs, builds, tests, increase architectural readiness,
aesthatic: i deploys, services, trains, supports improve refiability, reduce future

oduct? i i
the product cost to service, develop technical

expertise, el

Competi

e/Leader Landscape

Who competes with us? What are their strengths? Weaknesses? Who is the leader? What is their superior capability?

Competition:

Capability Threat:

Leader:

Superior Capability:

24

Innovation Waves (technology | platforms | standards)
What changes are happening now o possibly in future to hardware, software, platforms, or standards? What trends
might impact the design, development, acquisition, deployment or servicing of the product?

([

BY: Ellen

EBG

This work is icensed under the Crealive Cammons Atibiutk 40
Downiload the Product Canvas al: Mips:iwwa.ebgennsulling comProduciCanvas pdf

| version 20.02

License

ey

ebgconsulting.com

Source:

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

.keystepstosuccess.com
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Product Definition & Exploration Workshop

Define & Explore Product (using Product Canvas): use expanding & constraining forces

People, systems_ and devices that
interact with the product

BY: Ellen i EBH

PRODUCT CANVAS (2/2)

Product Organization Date Viargion
=% | & )
“ | N
Interface Action Data Control Environment Quality
Attribute

Connections to and from users,
systems, and devices.

Capabilities provided for users

Data and useful i

e

platforms (software and

the
product stores and uses

ints, policies, r lons, and
business rules enforced by the
product

hardware components, standards, and
physical properties) the praduct
conforms with

Measurable properties that qualify
the product’s operation and
development

40

License

| This wark ig icansed under the Crealive Commans Abtibut

| version 20.02

Downiload the Product Canvas al: hips:iwwa.ebgennsulling comProduciCanvas pdf

Source: https:

ey

www.ebgconsulting.com/ProductCanvas.pdf ebgconsuiting.com

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT)
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Product Definition & Exploration Workshop

Define & Explore Product (using Product Canvas): use expanding & constraining forces

Additional dimensions for product definition

Value-adding steps, activities - What do you need to do, to achieve desirable
results?

« Assets/Resources - What will you need to adequately support/sponsor your
product?

* Business Relationships — What relationships with business and strategic
partners/sponsors to consider?

 Customer Base — Who are your key customers? Target audience? Key
Personas?

« Costs —What do you charge your customers and how do you justify your cost

:
m&?ream Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

Done “Undone”
1. 1.
2. 2.
3. 3.
4. 4.
5. 5.
6. 6.
7. 7.
8. 8.
9. 9.
10. 10.
11. 11.
12. 12.
13. 13.
14. 14.
15. 15.
Note: A check list of items that must be done, by the end of each sprint, in order Note: A check list of items that are explicitly known, as ‘undoable’, due to
deliver a product increment (PI), as per agreement, by all teams, and with technical and/or organizational limitations. The goal should be to reduce
Product Owner. In LeSS, all teams share the same Definition of Done. The goal ‘Undone’ over time.

should be to expand Done, over time.

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com


http://www.keystepstosuccess.com/

Product Definition & Exploration Workshop

Technical Skill Set (per Team) Functional Domain Expertize (per Team)

CONOUDWNR
WO N _WNRE

(Y
o
[
i

(Y
[RY
[
Y

12, 12

13. 13

14. 14.

15. 15.

16. 16

17. 17.

18. 18.

19. 19.

20 20.

Note: What technical skill set (e.g. technology, language) a team needs to have, Note: What domain expertise (e.g. line of business) each team needs to have, in
in order to perform work in a backlog, to meet Definition of Done? order to perform work in a backlog, to meet Definition of Done?

:
Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

Prototype Team ‘Blueprint’ Prototype Product Group ‘Blueprint’ (beyond Teams)

CEONOUAWNER
CEONOUAWNER

[y
e

[y
=

Note: Team ‘blueprint’ is a template of what a team may look like, given
technical skillset and domain expertise required, in order to perform work in a
backlog? Do not assign individuals to teams: teams will be created during a
self-design workshop.

[y
N

=
w

[y
»

[y
b

Note: Product Group ‘blueprint’ is a template of what the whole group may look
like, including teams, Product Owner and users/customers, in order to function
effectively and independently?

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

[Initial] Product Backlog

High Priority

CONOUAWNER

[y
i

[y
=

[y
N

[y
w

[y
s

[y
b

[y
o

[y
N

[y
L

[y
©

N
e

Low Priority

Note: Initial product backlog should provide enough work (“feed” work) for teams during the first few sprints of LeSS adoption. This takes place during Initial Product
Backlog Refinement event. Participation of an entire product group is required.

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

Organizational Impediment Backlog

High Priority

©CONOUAWNER

[y
o

[y
=

[y
N

[y
w

[y
P

[y
b

[y
o

[y
N

[y
L

[y
©

N
e

Low Priority

Note: What organizational impediments (e.g. HR policies, reporting structure, career path, location strategies, budgeting, etc.) may potentially hinder healthy
dynamics of a product group in LeSS adoption? Who will self-assign this responsibility (e.g. sr. manager, executive)? How do you plan on measuring progress of
impediment resolution?

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop

Run Team Self-Design Exercise

Team Team Team Team
1 1. 1 1
2 2. 2 2
3 3. 3 3
4 4. 4 4
5 5. 5 5
6 6. 6 6
7 7. 7 7
8 8. 8 8
9 9. 9 9
Team Team Team Team
1 1. 1 1
2 2. 2 2
3 3. 3 3
4 4, 4 4
5 5. 5 5
6 6. 6 6
7 7. 7 7
8 8. 8 8
9 9. 9 9

Note: Use this sheet to capture names of team members (each team) during Team Self-Formation Workshop. Managers do NOT create teams on behalf of teams.

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC)/ Certified LeSS Trainer (CLT) www.keystepstosuccess.com
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Product Definition & Exploration Workshop (example)
Product Organization Date Version
PRODU CT CANVAS (1/2) SoLueekg) Kleen Exam‘:le TIne. 2019-0\ v1.06
Vision <> Revenue Streams % Cost Factors Q Channels
é TReal Estate Ratarral

Your clear view Agent Liability Equipment Real Estate el

to your world Customer Raferrals Home- Tnsurance Costs hapncy

TReferrals owners [Eiecs Local
Builder Web
Group Francise Local Tax Promotion searches
Contracts Leagl Fees Changes Groupon _l Emails
—— Ceu.Pens
Product Partner: [\ Value __value  Product Partner: / '"“>\ Value __value Product Partner:
Business ; Customer Technology
Conven-
emr«wl -
Competitive/Leader Landscape o Innovation Waves (technology | platforms | standards)
Competition Capability/Threat Leader Superior Capability /y\ i
RUs EEpcnes Home ; Storage stimating Standard 5
S -y = Fel=ty 7 Hondneld !dedulho‘ —J :

e Patented fome poyrnant; —_—

‘ Window : Lowest Wobile App Repair Add- P S
i : Soap
40 License 6‘
ebgconsulting.com
keystepstosuccess.com

@ This work is licensed under the Creative Commons
Daownload the Product Canvas at: hitps./iwww.ebgeonsulting.comProductCanvas. pdf

DO

DESIGNED BY: Ellen

EBG Consulting | | version 19.01

https://www.ebgconsulting.com/wp/wp-
content/uploads/2019/01/SK-Ex-ProductCanvas-1EBG.png
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Product Definition & Exploration Workshop (example)

PRODUCT CANVAS (2/2)

Product

Squeeky Kleen

Organization
Example. Tne.

Date Version
20149-01\ v\1.06
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User Role Map = : gﬁ ::::_::-— i =
Estimator Prototype ﬁ EE;E:: i
Story Map Decision Table -
0 This work s licensed under the Creative Commons N i 40 License
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Product Definition & Exploration Workshop

Notes:

:
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Simulation: Product, Definition, DoD, Team

https:/ /www.kevstepstosucces

s.com/2020/11/less-trainers-
class-experience-report-

product-definition-dod-team-
blueprint-exercise/
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What i1s Next?

7-eRTIFIg,

PRACTITIONER PRACTHM /7, '/
e ( 'Y
. It depends
Site: P
https://less.works/

Discussion Group:
https://groups.google.com/forum/#!forum/largescalescrum

Twitter:
@less_works

Facebook https://www.facebook.com/less.works

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Scaling Organizational Adaptiveness (a.k.a. “Agility”) with Large Scale
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Appendix

Scrum (LeSS)

LeSS

Simplified (flatter) and inverted (senior leadership is in supportive function)
organizational design. System Optimization. Reduction of: silos, hand-overs. Scrum is
implemented by coordinated, feature-centric teams (2-8), building the same, widely
defined Product/serving the same Product Owner. Scrum is the main building block of
IT org. structure. Teams are collocated. Teams strive to ‘own’ their decisions, not
‘rent’ from others. Adoption of LesS is “deep & narrow”, not “broad and shallow”; no
Big Bang transformation attempts.

Multi-site development - used for multiple locations. Reliance of technical Mentoring
and Communities. Mo subsystem code ownership. Reduction of ‘undone” work. Focus
on Customer value. Support of Senior Leadership. Involvement of HR, supporting the
concept of job security, not role security.

;"19951“]

T -

TRALE
48 bk

= OERHIEATIN ——

Trowsition fram independent basie Serurm, perfarmed by multiple leams o 1255, i3 & desirable
opproach, when o product is widely defined and real Progduct Owner is identified

Scrum

Copy-paste scaling (no conscious scaling strategy] of Scrum throughout an
organization: many teams doing their ‘own’ Scrum. Frequently manifested, when
there is an internal competition between departments or company areas, on e.g. “who
is going to have more scrum teams by e.g. end-of-year”. True product definition is
weak. Cases of using Scrum for component-centric development are frequent (often,
the result of trying to meet goals of agile transformation (% annually), set at enterprise
level. This results in massive integration problems that need to be resolved by adding
“integration/stabilization” sprints. Importance of Scrum dynamics and roles is viewed
as secondary, to existing organizational structures and blueprints. Too many single-
specialty experts and very few T-shaped workers. No meaningful HR changes.

'1“:.... " T

. ea [y
il
=na

Waterfall

Complex organizational design. Domains of single-function expertise, ownership and
control.  Mumerous silos, hand-offs and translational layers between component
teams, single-function specialty groups, and technology and business, overall. Internal
contracts and blame-shifting strongly prevail. Long cycle “from concept to cash”.
Local optimization by single-specialty workers/departments. Theory X management —
is the primary way to manage/treat individuals. HR - putting a lot of emphasis on
performance appraisals and individual ownership; manipulating workers with
subjective bonuses; fostering an environment of internal competition and “I am the
best and you are not” attitude. Weak definition of product value, from a stand-point
of a paying customer. Manifestation of Larman's Laws of Organizational Behavior.

(CRequirements ) %y
(_Design )
(CDesign 19

(TDevelopment ]9
(TestingJny

Graphics are courtesy of https://less.works
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Senior Leadership — educated and
intimately engaged

R=2

Senior Leadership gives an “informed
consent”

L

Proper messages sent:
from top to bottom of Organization

Appendix

How to ensure effective Coaching?
Senior Leadership needs to understand what organizational adaptiveness (agility) really means. What systemic implications of “going agile” really are?
Leadership needs to be ready and comfortable to take a close look at an existing organizational design, norms, values, principles. There should be willingness not
only to “bless others, in spirit” and delegate an entire effort to organizational layers beneath but get really invoived, do real Gemba (“Go See”) — go, where real
action is.

Once senior leadership is properly informed and has all necessary information to make a conscious and responsibie decision — they give an “informed consent” (of
course, it is a figure of speech) to one another, their respective organizational verticals and organizational design consultants that were hired to assist an
organization in its journey. There must be an explicit agreement that everyone agrees .

Properly crafted and consi: ges are ¢ icated directly from the top of an organization, all throughout organizational layers and domains of control.
Messages must include reasons, purpose/goals and desirable outcomes. Not just ‘what’ but ‘why’. People throughout an entire organization need to clear
understonding what up ing changes mean to them, career-wise and personally. Inappropriote messages may cause confusion and li t

8-

Organization understands reasons, goals,
implications of changes

¥

Entire Body of Work (BoW) by Organization
is assessed

people, as well as introduce an element of unsafety.

All organizational functions (ideally, whole departments) should be involved, without exception. For ple, agile develop t is best to be done, based on
flexible budgeting and rolling wave forecasts. Therefore, Finance needs to get involved. Org tional re-design, team-based performance, abolishing some
old/outdated evaluation methods of individuals may require involvement of HR.

Everything that an org tion (or org ional unit) works on has to be assessed: products, services, applications, platforms. This has to be done from a
standpoint of a ‘buying customer’ and along the lines of business value flow. This means that existing, projects, programs and portfolios should be looked at from
a stand-point of “what would a customer want to carve out for herself, if she was given a scalpel”. Frequently, it means that existing components, sub-

o

Teams —built from existing pool of people,
to effectively support BOW

8-

Impactful, structured, “not compromised”
training — delivered to real Teams

8-

Continuous coaching — delivered to real
Teams

=

Gradual disengagement of Coaches and
giving autonomy back to Teams

p ts or sub-product centric containers of work are challenged.

Corollary to the above, Teams should be structured (or re- structured) in ways that best supports customer-centric work. It means that existing groups, ‘teams’
and organizational spheres of control (e.g. by line manager or team lead) are r d and possibly changed

Once teams are properly structured, they are put through comprehensive, structured training that best supports their future needs. Ideally, Teams should be
trained alongside with their business counterparts. If multiple Teams ore to be working closely together (e.g. scaled scrum, for the same product owner, on the
same widely defined product), they should be also trained together. Training is typically superseded by mandatory self-study (reading) and other preparatory
work. “Not compromised training — means that training content is not ‘weakened’ to fit organizational “uniqueness’

This is a prolonged phase that consists of on-going support by a coach who uses various coaching tools, techniques and methods to enable Team(s) become
efficient and independent. This includes Team coaching, individual coaching and role playing (especially, at the beginning), etc. In more complex environments, if
access to senior leadership is granted, it also includes organizational coaching.

A Py

Gradually, a coach will strive to ‘coach himself out of a job’ and give autonomy and control back to Team(s). C ing ity ly chang
lowered, as time goes by and team(s) become more nature).

over time (is

Sourced from: https://www.keystepstosuccess.com/coach-tools/
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Appendix

Agile Self-Assessment Worksheet (ASAW) - 1

Organizational Credo, Values, Strategy and System-Optimizing Goals

Guideline: List some most commonly heard messages, slhogans and motivational statements, syndicated throughout your organization by senior management.

...and then decide if state/status of each of the below domains further supports the above....

Organizational
Structure/Design

<&

Tip: Is your organization
flat/simple or multi-
tiered/complex? How much
emphasis does your
organization put on
centralized, top-down
control, subordination and
compliance?

hitp://www. keystepstosucc
ess.com/arcticles-
organizational-design/

Organizational
Culture

<O

Tip: What types of
relationships and behaviors
prevail among employees
in your organization?

hitp:, w keystepstosucc
ess.comy/articles-corporate-
psychology/

Budgeting &
Finance

O

Tip: Does your organization
do budget planning, based
on adaptive business cycles
or fixed cycles (fiscal year-
end)?

http-/ /www keystepstosucc
ess.com/2016/08//impleme
nting-beyond-budgeting/

HR Policies

O

Tip: What does your
organization valug mare:
individual performance or
team performance? Are
individual performance
appraisals still in effect?
hitp:/ fwww keystepstosucc
ess.com/gap-between-
science-and-business/

Sales & Marketing

-

Tip: Doas your organization
create sales plans and
conduct marketing
campaigns? |s internal
competition encouraged?
http:/f'www keystepstosucc
BS5.COMm/wWp-
content/uploads/2019/03 /s
way 2019 framework.pdf

Globalization/Site
Strategies

&S

Tip: How much emphasis
does your organization put
on cheap human
resources'? What factars
define your site strategy?
hitp://www. keystepstosuc
cess.com/2019/01 fsurvival-

KPIs & Metrics

Tip: How much emphasis
does your organization put
on metrics and KPIs'? How
many organizational layers
do metrics have to pass, on
their way from a source
(e.g- teams) to destination
(e.g- senior leadership)?
hittp:/ fwww keystepstosuc

list-to-vendor-selection-on-

cess.comy/2017/10/addressi

agile-projects/

ng-problems-caused-by-
amms,

Relationships
with
Vendors/Partners

<O

Tip: Does your organization
do proper vetting and
assessment of
vendors/third parties,
before engaging with them
on agile initiatives?

http/ ferww keystepstosuc
cess.com/wp-
content/uploads/2019/04/
Survival Sheet Vendor Sel
ection_Agile_Projects pdf

Agile Guidance & Leadership

GO

Tip: Do you have coaches, trainers and guide-level experts available, to assist you in your journey? hitps:

w.infog.com/farticles /agile-coaching-lessons | http://www.keystepstosuccess.com/2017/07 fyou-get-what-you-ask-for-agile-coaches-centaurs/

Once you thoroughly study and fully understand the below fundamentals, please assess various domains of your Organizational Ecosystem in the above blocks...

4 Agile Manifesto Postulates & System Thinking Lean Thinking
12 Supporting Principles
hitps: ilemanifesto.ar, https://en.wikipedia.orgfwiki/Systems_theory https://en.wikipedia.org/wikifLean_thinking

Design Thinking

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

Sourced from: https://www.keystepstosuccess.com/coach-tools/
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Appendix

Agile Self-Assessment Worksheet (ASAW) - 2

Additional Notes:

POOOOOO0O0O0

Sourced from: https://www.keystepstosuccess.com/coach-tools/
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Appendix

Product Definition Expansion Worksheet

What to do:

« Discuss what each ‘onion’ layer below means in the context of your organization _
= Modify the ‘onion’, based on organizational specifics (add/remove layers) P

* Inrespective areas on the right side, provide some examples and details for each layer -

* Discuss and agree where to keep information (e.g. tool, directory, other repository) —
= Discuss and agree how ‘onion’ layers will be maintained and updated over ti/me//

- i

Company Purpose & Mission

Company Strategy

Sourced from: https://www.keystepstosuccess.com/coach-tools/
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m Crossword “Legacy Ecosystem”
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Brought to you by www.keystepstosuccess.com

http: / /www.keystepstosuccess.com/wp-content/uploads/2020/02/crossword legacy ecosystem.pdf
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Appendix

Middleman Problem: Low (very) Value Proposition

By: In the form of:
Sr. Managing Directors of Staffing i Misunderstanding clients needs
Sr. Professional Recruiters Misrepresenting client needs to candidates
Sr. Technical Recruiters Misrepresenting candidate abilities to clients
Sr. Head-Hunters Inflating a mark-up
Sr. Talent Acquisition Specialists
Sr. Resource Managers
Sr. Job Placement Experts
Sr. Sourcing Specialists

VVVY

VVYNNYVYNYNYY

F§> (<>
' |
= N
Avold This:

Brought to you by www. keystepstosuccess.com
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Appendix

SMEs & Stakeholders

. “.. provides clarifications _.
scaled environments, as *

Responsibilities of Team, St 2

Scrum Master and Product

Owner are illustrated based on

the definitions in The Scrum : CIERIIIEREN o oo S

G .d d t d dt f't “ decides on strategy ‘: Clearly expresses Product backlog items
uiae ana exienaed 1o 1l 3 <" optimizes value of work Team performs

.n®® defines what Team will work on next ‘/

Product Owner

.
-~

recommended by Large Scale ensures Team understands items in Product Backlog ‘-' .
Scrum (LESS) framework ensures that Product Backlog is visible, transparent, and clear to all ! decides product-wide prioritization .:
prioritizes Product Backlog items to best achieve goals and missions 3 aligns product area priorities S
.
specializes on a customer-centric features & in area (LeSS) N s
e Cee Other Area Product Owners
20 Sprint Planning 1 ..'“'\._
Other Team(s) Fy ™ shields Team from distractions
2 < . s
H Sprint Planning 2 ovetall pradiict Seo protects Team from competing priorities Scru m MaSter
‘\
Backlog
g Refinement
) \\\ understands and practices agility
estimates work™~~. understands product planning in an empirical environment

e

owns Sprint backlog
sets it’s own DoR and DoD
self-organizes & self-manages
acquires cross-functional expertise -
maintains is proper size (3-9)

daily Scrum

Team

m i r .
communicates on progress ;2% seesthe whole N
2 3 i
manages its own capacity ,* helps subordinates in problem solving \\
’ - )
breaks down work )/ getsinvolved with strategic decisions .

negotiates with Product Owner '.' does Gemba to look for improvement opportunities %
builds organizational capability to build products

helps Team and ScrumMaster with removing obstacles

commits/forecasts to sprint scope

Retrospective

promotes development practices
facilitates Scrum events, as requested or needed
finds techniques for effective Product Backlog management
educates Team & Product Owner

helps Product Owner arrange Product Backlog to maximize value
coaches/teaches Team in self-organization and cross-functionality
helps Team understand the need for clear and concise Product Backlog items

helps Team create high-value products
causes changes that increases productivity Team
removes impediments to Team
helps others understand and enact Scrum

- o ' -
- teaches & mentors component(s) \,‘ :. teaches subordinates how to teach other people s plans Scrum implementations within the organization
Component . ensures component health \ & : leads/coaches organization in Scrum adoption
Iy . F .
Communities ! supports COTPONG"F community s "‘ "' increases effectiveness of Scrum organization-wide
. organizes design workshops Y - helps organization reflect and improve over time
p reviews code, #
O A >3 r L - -
~ - ,* organizes Community of Practice N
- - - . Mg .- ! Impl ts S dopti ization-wide
e -delineation that is needed to describe meeeed e e e T e L
! . N Management " shares knowledge/experience
key roles/functions in simple Scrum -

-====== -delineation that is needed to describe

Sourced from: https://www.keystepstosuccess.com/coach-tools/
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team : sketch a system model, considering this puzzle:

> “We don’t have time to create clean code, because we are too busy
going slow because of dirty code.”

> start with these variables: write the bold words verbatim and put them
in a big circle on the wall, in their “clock position”

1.% clean code (place this at 1 o'clock in the circle)

2. effort required to craft clean code (2 o'clock)

3.effort applied to craft clean code (applied vs required: not same)
4 effort required to create a new feature

5.velocity (...of delivering new features)

6.# technical defects (vs. requirement defects)

/.effort required to handle defects (technical & requirement)
8.effort applied to handle defects (technical & requirement)
9. pressure to deliver and “go faster”

10. dev fear

93
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team: sketch a system model, bearing in mind this puzzle:

> 1 product, many teams, each team has a Team “Product Backlog”
prioritized by a Team “Product Owner”

> start with these variables verbatim

1. # backlogs/lists (e.g. 1 backlog per team (e.g. 5 if 5 teams), 1 backlog for
2 teams, 1 backlog for all teams)

e put this variable physically dead center of a star pattern
2. % of total (product) items a team knows well (requirements & design)
e put this variable at “12 o'clock”

3. adaptiveness (i.c. agility) of teams to change direction at global level
(i.e. txn cost & switching cost (AKA cost of change)) ... at “3 o'clock™

4. % of items worked on each Sprint that are highest value at global
level ... at “6 o’clock”

5.likelihood that a single team will see they may be working on low-
value items at global level ... at “8 o'clock”

6.local team identity ... at “10 o'clock”

134

134
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team

> sketch a systems model, bearing in mind this puzzle:

> “| wonder about the impact of narrow versus broad product
definitions on the system optimizing goal?”

> start with these variables verbatim:
1.size (breadth) of product definition (right, middle level)

2. # products (right, below)

3. product complexity (re. tech & requirements) (right,
above)

4. # backlogs/lists

5.% of items worked on each Sprint that are highest value at
global level

6. adaptiveness of teams to change direction at global level

212

222
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Coach & group (or per Team)
> **first, synch with the last debrief model ***
> sketch a systems model, bearing in mind this puzzle:

> “I wonder about impact of size of product definition on
end2end customer-feature cycle time?”

> start with these variables verbatim: (lower right quadrant)

1.# of inter-group/team task dependencies (i.e. a group
probably has to wait for another group to do “their part”)

2.strength of “private code” policies

3.average complete end2end customer feature cycle
time

124

224




team
> ***first, synch with the last debrief model ***
> start with these variables, and given this puzzle:

> “What happens to people’s heads as product gets broader?”

1. cognitive “fullness” of one Product Owner to re-

prioritize and have whole-product overview (e.g. my head
hurts! it’s full!) (far right, top)

2.cognitive “fullness” of people in teams to know N items
(i.e. PB items) (far right, lower)

3. heterogeneity in an item (tech & domain) (far right, lower)
4. average size of item a team implements (far right, lower)

5.size (breadth) of product definition

241

241
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coach

> other variables of relevance to last
exercise?

1. # items to re-prioritize each Sprint
(at least enough for Sprint Planning)

2. # teams

142

242
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COACH & group (or per team)
> *** first, synch with the last debrief model ***

> start with these variables, and given this puzzle:

> “How big should RAs be? What are the sub-
optimizations from adding RAs?”

> (lower left quadrant of wall)
1.size (breadth) of a RA definition
2.#RAs
3.#teamsinaRA

4. # backlogs/lists
5.size (breadth) of product definition

265
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COACH & group

> which is more consistent with the system
goal of adaptiveness?

> Requirement Area Bond Trading: 4
teams, AND ... Requirement Area Stock
Trading: 4 teams

N O]

> Requirement Area Bond & Stock
Trading: 8 teams

168

268
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COACH & group, or per TEAM
> sketch a systems model, considering this puzzle:

> “We are ‘scaling agile’. So, somebody told us we need ‘agile’
portfolio management.”

> start with these variables (left area of wall):
1. need for and activities of “portfolio management”

2. # people involved in “portfolio management”
3. ease of first making & executing large-direction decisions

4. ease of changing & executing large-direction decisions
5.# programs/projects

6. size (breadth) of product definition

/. # of products

295
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coach

> 1f LeSS and if there is a broad

oroduct definition, who makes
arge direction decisions in the

oroduct?

296
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team

> sketch a systems model, considering this scenario puzzle:
> 1 product, 1 Product Backlog, many teams

> 1real Product Owner re-prioritizes the 1 Product
Backlog (no team-level “product backlogs”)

> each Team has a so-called (team) “Product Owner”,
who is not doing hands-on development, AND/OR
there are many separate “Product Owner helpers/
proxies” “Technical Product Owners” or “analysts” or
“Product Managers” who are not doing development

305

396
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team

]

(5]

N

= startwith these variables

1.

# so-called "Product Owners” (and PC "helpers/oraxies™ or “Product Managers™ or “analysts”)

+ lay out the cards in a circle pattern, with this at the center, in some empty region of the wall

. likelihood so-called “Product Owners” are doing lots of analysis & talking to users or other "POs”

“2 o'clock”

. likelihood so-called “Product Owners” create intermediate artifacts "3 o'clock”
- wastes (e g overproduction, inventory/\WIP handoff, information scatter, waiting, ) “4 o'clock”
. likelihood developers are doing lots of analysis & talking to customers/users “5 o'clock”

&. skill of developers to communicate effectively with C/Us “6 o'clock”™
7.
8
?

degree developers have empathy and awareness of C/Us *7 o'clock”

. degree developers understand the business domain “8 o'clock”

. degree developers can independently make informed fine-grained decisions “9 o'clock”
10. degree features "hit the mark” of what C/Us really need "10 o'clock”

11. degree so-called “Product Owners" are a bottleneck 11 o'clock”

12. degree developers are prevented from talking to C/Us “12 o'clock”

13. % of total (product) items a team knows well [reguirements & design)

14 sverage complets endZend customer feature oycle time

15, % of items worked on each Sprint that are highest valus from a global view

1. {if vou have this variable) effort required to learn new items
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TEAM

> sketch a systems model, considering this puzzle:

> large, detailed (roles, processes, artifacts, ...) framework with many claimed “best practices”
is pushed onto group by managers or consultants

> startwith these variables (somewhere on wall):
1.amount of detail, roles, processes, artifacts, prescription & “best practices”

2.degree that new FW conveys feeling of “control” and “familiarity” similar to traditional
model

3.degree of feeling of ownership and engagement by hands-on people in their processes &
structures, and in improving them

4.degree of learning organization
5.degree of copying organization

&.degree of acceptance of specious arguments (=.g. "best practices”, "gurus”. "sacred texts”,
“they doit”,...)

7.degree of fear if dissent
&.degree of unnecessary or inappropriate processes & practices
2.adaptiveness at global level (nevw variable summarizing the existing ones)

10.% of items worked on each Sprint that are highest value at global level

11.average complete endZend customer feature cycle time
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TEAM

> sketch a systems model, considering this puzzle:
> large, detailed (roles, processes, artifacts, ...) scaling framework

with many claimed “best practices” is pushed onto group by
managers or consultants, then group is asked to tailor it down

> start with these variables:
1.degree of explicit/implicit goal to remain similar to status
quo
2.expectation to “get our money’s worth” by installing many
FW elements

3.expertise by group to customize the FW

4.degree of desire to shift blame “to the FW” when problems
5.size of FW adoption and ability to shift blame to it
6.amount of actual simplification (tailoring down) of FW
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