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This film has NOT been modified 

from its original (public) version. 

It has NOT been modified to fit 

this screen.



Taking Care of Key Logistics

Created by: Gene Gendel 



Structured Learning (Zoom or PPT)

Class Activities (Exercises)

Q&A

Frequent Breaks and Lunch Time
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Taking Care of Key Logistics
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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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+ living and coaching 

it for a few years

My Journey
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Gaining Access & Collaborating
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https://miro.com/welcome/FwXv9enWQ083O8iCjH2g5
7AxYcw526U6haaxDsDtWkfapZxLUDyNJarnxYgJOcoS

https://drive.google.com/drive/folders/1uaXepW
WVmIQLlwDHboL1Rwip_4rmGM_8?usp=sharing
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Stage Setting

• In 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

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

Temporary PAUSE on:

PMI/PMO/PMP

Six Sigma/SAFe/Spotify

Internal frameworks, methodologies, 

“operating model” 

type of experience



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…

All Questions are Good

Stage Setting

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

“Agile” Programs

“Agile” Projects

“Agile” 
Managers, 

Conductors,
Coordinators, 
Orchestrators

“Agile” Oceans, Seas, Rivers and Streams

“Agile” Cars, Planes, Ships and Trains

Siloed teams of:
Architects

DevOps
System Engs

Agile Teams

KPIs
RAGs

Metrics

Version 348.54

 Where is customer – centricity?

 How loooooong is a feedback loop between customers and developers?

 How adaptive (agile, fast-reacting) can teams really be, to Customer’s requests?

 What has changed from what you saw prior to “installation”?

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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How about the proximity between real 

GEMBA and real Customer?... 

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

Recognizing Most Common Problems

Created by: Gene Gendel 
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Geographically 

dispersed, 

single-function, 

component 

group

‘squad’

Taking an existing organizational

vertical, flipping it on its side, and

then calling it a ‘chapter’, while

preserving all elements of the

original structure (reporting lines,

management relationships,

individual performance by ‘chapter

leads’, mandatory participation) - is

a masquerade

Relabeling large, geographically

dispersed, single–function

specialist/component group,

managed by engagement

managers and technical leads

(with groups, frequently coming

from external vendors, bound by

fixed-everything SOWs) into a

‘squad’- is a masquerade

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

Recognizing Most Common Problems

Traditional, 

organizational 

design unit

A fancy name that 

creates an illusion of 

a real team
Created by: Gene Gendel 

https://www.keystepstosuccess.com/2020/02/02-27-less-talks-q-a-on-the-spotify-model-dont-simply-copy-paste-with-evan-campbell/
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…that are not to be confused with…

Avoid these common anti-patterns…
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Avoid these common anti-patterns…
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Recognizing Most Common Problems

Avoid these common anti-patterns…
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•05/05 – LESS TALKS: Dave Snowden: Answering Tough Questions

•Ken Scwaber: unSAFe at any speed

•Mike Cohn: L.A.F.A.B.L.E (Large Agile Framework Appropriate for Big, Lumbering Enterprises), by Mike Cohn

•S_Fe is not Agile. S_Fe is not even Scrum, by Mike Beedle

•Issues with SAFe, by Ron Jeffries

•“SAFe = shitty Agile for Enterprises”, by Martin Fowler

•SAFe: Market Share Increase. Rapid Growth. What Is The Recipe?, by Gene Gendel

•Dan Snowden: SAFe: the infantilism of management

•Does SAFe agree with the Agile Manifesto?, by Peter Merel

•SAFE ≠ AGILE, by Tom Mellor

•Dependencies, Scrum of Scrums, and SAFe,by Ron Jeffries

•https://ronjeffries.com/categories/safe/, by Ron Jeffries

•GOTO 2015: Agile is Dead, by Dave Thomas

•Why do so many companies seem to jump straight to SAFe when starting Agile?, by Mark Levison

•U.S. Air Force Questions about Agile /SAFe Memo? -highly discouraging from using rigid, prescriptive frameworks 

such as SAFe | (Slide 12 screenshot)

•CSO Memo on Agile – and SAFe, by Nicolas M. Chaillan (US Air Force Chief Software Officer)

•“It’s just a toolbox” – essentials and accidents in scaling agile, by Dr. Agilefant

•Scaling Agility or Bureaucracy, by Ari Tikka and Ran Nyman

•LeSS SAFe comparison, by Ari Tikka and Ran Nyman

•The Horror Of The Scaled Agile Framework, by Neil Killick

•You Don’t Need a Complicated Story Hierarchy, by Mike Cohn

•Let’s Acknowledge SAFe for What It Is….And Move On, by Mike Cottmeyer

•Revenge of the PMO, by Marty Cagan

•Why SAFe Is Not The Scaled Agile Approach You Need, by Renee Thoughton

•Remove References To Scrum From SAFe!, by Den Sunny

•Beware SAFe (the Scaled Agile Framework for Enterprise), an Unholy Incarnation of Darkness, by Sean Dexter

•10 Common Mistakes when Implementing SAFe, by Michael Küsters

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

•How is SAFe different from Scrum/Agile project management?, by Peter Stevens

•Failed #SquadGoals, by Jeremiah Lee

•Case Study : When emulating Scaling Agile at Spotify went awry at Refinery29, by Andy Park

•The Spotify “Model”: Don’t Simply Copy-Paste, by Evan Campbell

•Spotify didn’t implement the Spotify model by copying Spotify…by Kent Beck

•“Spotify Model” – 10 lessons in transplantology, by Kate Hobler (Terlecka)

•Scaling Agile @ Spotify, with Tribes, Squads, Chapters & Guilds, by Henrik Kniberg & Anders 

Ivarsson

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

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

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

https://www.keystepstosuccess.com/2016/05/safe-market-share-increase-rapid-growth-what-is-the-recipe/
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https://gosei.fi/blog/scaling-agility-or-bureaucracy/
https://gosei.fi/blog/less-safe-comparison/
https://neilkillick.wordpress.com/2012/03/21/the-horror-of-the-scaled-agile-framework/
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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
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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
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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
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LeSS is was actually “mis-labeled” …. And this requires 
some explanation…LeSS is about Scaling Scrum …………... 
by means of Organizational De-scaling…

Less is More: De-Scaling with LeSS

Introduction

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

Created by: Gene Gendel 
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Team A Sprint Team A Sprint

Team B Sprint Team B Sprint

Team C Sprint Team C Sprint

Team D Sprint Team D Sprint

Team A Sprint …

Team B Sprint …

Team C Sprint …

Team D Sprint …

Ability To:

Refine (PBR)- TOGETHER

Plan – TOGETHER 

Coordinate - DIRECTLY
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LeSS Adoption, as a Sushi Roll

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

Introduction

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), LeSS Friendly Scrum Trainer (LSFT)

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

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

https://en.wikipedia.org/wiki/Informed_consent
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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
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System Modelling & Thinking

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

Causation

vs 

Correlation

40



Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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Seeing, Thinking & Modelling The System

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

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

My 

Boss:

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


Seeing, Thinking & Modelling The System

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

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



Seeing, Thinking & Modelling The System

NB: variables that

strongly relate to system

optimizing goals can be

highlighted

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



LeSS Rules

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

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

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


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

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

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


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
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Class: 

• Identify 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



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

Principles

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



LeSS Guides: Adoption

Three Adoption Principles

deep and narrow over broad and shallow

top-down and bottom-up

use volunteering

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

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

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


LeSS Guides: Adoption

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

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

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


Class Activity
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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



Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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8 x 3 - 2



The First Order Factor
(for organizational agility)

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



…this requires some clarification…

Organizational STRUCTURE –
is the 1st Order Factor (Variable) that 
has impact on everything else in an 

ECOSYSTEM: behaviors, norms, 
values, principles, policies

Organizational Design

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



…and therefore, it would be reasonable to expect…

Organizational Design elements 
should be consistent with the 

System Optimizing goals 
(…passing “consistency test”…)

Organizational Design

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

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

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


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)

Organizational Design

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

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

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


Class Activity
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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



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

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



Local Optimization
(“This Is Not My Job”)

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Sourced from: http://www.tsmplug.com/games/pes-2014-download/

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



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

How could that be?

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

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

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


Frequently Heard Justifications:

Efficient
Productive
Best
Good
Optimized
Ideal
Cost-Effective

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



Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Local Optimization In UI/UX Design

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

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


Local Optimization

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

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

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

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


Class Activity

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Class: Review instructions of a system modelling 

exercise on the next slide. Split up into teams. 

Instructor: Provide instructions.

Duration: next page



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

Local Optimization in Tool-Driven WBS Instructions

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

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V 83

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V


Local Optimization in Tool-Driven WBS - Exercise 

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

management tools, 
as means of ‘agile 

project 
management’

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 
freedom teams 

have, when 
refining and 

splitting work

Degree of emphasis 
an organization 

makes on metrics 
and reporting

Likelihood teams 
having flexibility to 

split work as-
needed, to deliver 
PSPI every sprint

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)

Number of ex-
managers, 

looking for ways 
to stay busy



Local Optimization in Tool-Driven WBS - Exercise 

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

management tools, 
as means of ‘agile 

project 
management’

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 
freedom teams 

have, when 
refining and 

splitting work

o

Degree of emphasis 
an organization 

makes on metrics 
and reporting

Likelihood teams 
having flexibility to 

split work as-
needed, to deliver 
PSPI every sprint

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)

Number of ex-
managers, 

looking for ways 
to stay busy
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Local Optimization

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

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


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

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

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


Local Optimization

Backlogs Role Definitions

Team Structures Org. Structures

Definition of DoneDocumentation

Product Design Goals & Metrics

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



Reduce Local Optimization in In favor of

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

Broader product definition

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

One product backlog

Fixed-everything Planning (due to Contract 
Game)

Adaptive planning by a business-side 
Product Owner

Component development (single-specialty 
groups)

Feature teams that code cross-components 
with shared code

Analysis & design (due to separate analysts, 
designers, team-”PO” and “proxies”)

Multi-skillset feature teams, clarifying 
directly with users

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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…by DE-scaling with LeSS, we…

Local Optimization



Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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5 x 5 - 2



Class Activity

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Class: Review instructions of a system modelling 

exercise on the next slide.

Instructor: Provide instructions. Split up into teams. 

Duration: next page



Exercise

Duration:  10 min

Class: in-groups, brainstorm some of the most 

common examples of Local Optimization in 

Analysis and Design in your respective 

organizations. Work with provided system 

variables to create a model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

Local Optimization in Analysis & Design- Instructions

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

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V 93

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V


Local Optimization in Analysis & Design- Exercise 

# so-called 
“Product 
Owners”

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Likelihood that so-called 
“Product Owners” (BAs, 
UI designers) are doing 

lots of analysis and 
talking to users or other 

so-called “POs”

Likelihood that so-
called “Product 

Owners” (BAs, UI 
designers) create 

intermediate 
artifacts 

/documentation

Likelihood that 
developers are 
doing analysis 

and talking 
directly to  

customers/users

Ability of 
developers to 
communicate 

effectively with 
customers/users

Degree that 
developers have 

empathy and 
awareness of 

customers

Degree that 
developers 
understand 

business domain

Degree that 
developers can 
independently 
make informed 

decisions

Degree of so-called 
“Product Owners” 
(BAs, UI designers) 

are a bottleneck 
and gate-keepers

% of total (product) 
items each team 

knows well (req & 
design)

% waste 
(overproduction, 

hand-off, info 
scatter, waiting, 

other)



Local Optimization in Analysis & Design- Exercise 

# so-called 
“Product 
Owners”

o
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Likelihood that so-called 
“Product Owners” (BAs, 
UI designers) are doing 

lots of analysis and 
talking to users or other 

so-called “POs”

Likelihood that so-
called “Product 

Owners” (BAs, UI 
designers) create 

intermediate 
artifacts 

/documentation

Likelihood that 
developers are 
doing analysis 

and talking 
directly to  

customers/users

Ability of 
developers to 
communicate 

effectively with 
customers/users

Degree that 
developers have 

empathy and 
awareness of 

customers

Degree that 
developers 
understand 

business domain

Degree that 
developers can 
independently 
make informed 

decisions

Degree of so-called 
“Product Owners” 
(BAs, UI designers) 

are a bottleneck 
and gate-keepers

% of total (product) 
items each team 

knows well (req & 
design)

% waste 
(overproduction, 

hand-off, info 
scatter, waiting, 

other)

o



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

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

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

https://www.youtube.com/watch?v=Gw1lLt18KzE
https://less.works/resources/graphics/index.html
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Internal Contracts

https://www.keystepstosuccess.com/2019/10/about-contracts-that-support-agile-ways-of-working/

https://www.keystepstosuccess.com/2019/10/about-contracts-that-support-agile-ways-of-working/


HR Involvement is Huge

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

Internal Contracts

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

Created by: Gene Gendel 

https://www.youtube.com/watch?v=u6XAPnuFjJc&t=2s


Big Ideas 
For R&D !!!

Big Ideas 
For Biz!!!

HR Involvement is Huge

Internal Contracts

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

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

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


 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

HR Involvement is Huge

Internal Contracts

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

http://www.agileadvice.com/2017/02/09/agilemanagement/hr-can-save-destroy-agile/
http://scrumreferencecard.com/WhatHRDoesntKnowAboutScrum_BetterSoftwareMagazine.pdf
https://www.linkedin.com/pulse/hitting-target-missing-point-myths-setting-bjarte-bogsnes?published=t
https://hbr.org/2013/04/the-sandwich-approach-undermin
http://www.personneltoday.com/hr/workers-feel-trapped-rigid-workplaces-ilm-finds/
http://www.agilecontracts.com/
http://www.scaledagileframework.com/agile-hr-with-safe/
https://www.researchgate.net/publication/211382721_The_impact_of_human_resource_and_operational_management_practices_on_company_productivity_A_longitudinal_study
http://qz.com/799816/dutch-bank-ing-is-replacing-5800-people-with-machines-at-a-cost-of-2-billion/
https://www.linkedin.com/pulse/truth-performance-reviews-other-corporate-bullsht-liz-ryan
http://wheniwork.com/blog/why-your-best-employees-are-leaving-for-your-competition/
https://www.linkedin.com/pulse/you-could-lose-your-best-employees-because-7-hr-blunders-sujan-patel
https://www.agileconnection.com/article/performance-management-agile-people
http://www.hreonline.com/HRE/view/story.jhtml?id=534355695&
http://www.poppendieck.com/pdfs/Compensation.pdf
https://www.scrumalliance.org/community/articles/2007/june/performance-without-appraisal
http://www.poppendieck.com/pdfs/Compensation.pdf


Word Of Caution About External Contracts

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

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

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


Word Of Caution About External Contracts

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

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

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


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)

Word Of Caution About External Contracts

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


Class Activity
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Class: Review instructions of a system modelling 

exercise on the next slide.

Instructor: Provide instructions. Split up into teams. 

Duration: next page



Exercise

Class: In-groups, think of how (legal) contracts, if 

‘translated’ into an internal contracts, could lead to 

local optimization. Work with provided system 

variables to create a model.

Instructor: Give short feedback.  Offer a recommended 

solution.

Duration: 10 min

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

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V
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Local Optimization in Internal Contracts - Instructions

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V


Local Optimization in Internal Contracts - Exercise 

Penny-wise fixed-
everything SOW 

micro-
management 

(PMO)

Healthy Scrum 
dynamics

Likelihood that vendor 
workers will be 

managed by “senior” 
vendor engagement 

leads

Likelihood that ‘us 
vs. them’ mindset 

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

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

Likelihood of 
getting low 

quality experts 
from big vendors 

Quality of direct
interaction b/w client 
workers and vendor 

workers (actual 
doers)

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

external 
(legal) 

contract

Likelihood that 
developers are 
doing analysis 

and talking 
directly to  

customers/users

Likelihood that 
real Product 
Owner can 

prioritize and 
control $



Local Optimization in Internal Contracts - Exercise 

Penny-wise fixed-
everything SOW 

micro-
management 

(PMO)o

Healthy Scrum 
dynamics

Likelihood that vendor 
workers will be 

managed by “senior” 
vendor engagement 

leads

Likelihood that ‘us 
vs. them’ mindset 

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

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

Likelihood of 
getting low 

quality experts 
from big vendors 

Quality of direct
interaction b/w client 
workers and vendor 

workers (actual 
doers)

o
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o

Flexibility/ 
agility of an 

external 
(legal) 

contract

o

o

Likelihood that 
developers are 
doing analysis 

and talking 
directly to  

customers/users

Likelihood that 
real Product 
Owner can 

prioritize and 
control $
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8 x 3 - 3



LeSS Guides
(Organize by Customer Value)

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

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

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

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

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


LeSS Guides: Organize by Customer Value

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

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

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

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

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

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

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

Synonyms for “Component Team”

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

Classic 
Example of 

Local 
Optimization

Business Layer

UI/UX

DBA

Web Service

Component A

Component B

4 people

5 people

7 people

4 people

3 people

6 people

Single-specialty

Workers

System Component Component Manager
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Avoiding False Dichotomies 

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

Primary Skill

Secondary Skill

Tertiary Skill

…..

Generalist 

Vs

Single-

Specialist

Created by: Gene Gendel 
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Prefer Specialization in Customer Domain/Dimension

Local 

Optimization

Local 

Optimization

Sourced from: https://less.works/resources/graphics/index.html
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Feature-Team Adoption Maps
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Feature-Team Adoption Maps (Cont.)

https://less.works/resources/graphics/index.html
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Want MORE of Want LESS of

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

Temporary groups, created on a 
feature or project

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

Self-management and self-direction PM-controlled work

Simple, flattened organizations. No 
matrix

Matrix organizational with resource 
pools

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

LeSS Guides: Organize by Customer Value



Want MORE of Want LESS of

Responsible Teams Single-Function Roles

Focus on Customer Documentation and “Contracts”

Teams that understand 
Requirements 

Dedicated Analysts

Team ownership, inspection and 
adaptation

“Best practices” and 
prescriptive manuals 

“Owning” “Renting”

Well understood existing/simple  
roles and processes

Additional, vaguely defined roles 
and processes

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



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

Really? 

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Site 2

PO

Distribution inside team Team colocation within site

AVOID TRY
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LeSS Organizational Structure

Reminder: LeSS is Organizational Design Framework

Sourced from: https://less.works/resources/graphics/index.html
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Reminder: LeSS is Organizational Design Framework

LeSS (Huge) Organizational Structure

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

Sourced from: https://less.works/resources/graphics/index.html
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Panasonic Founder
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Managers Are Optional 

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

All possible activities that a single Scrum team needs to accomplish

Team Product Owner Scrum Master other 



Job & Salary Safety
but not 

Role Safety

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

https://less.works/resources/learning-resources/books
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LeSS Guides: Management

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

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


Sourced from creative commons repository of Certified LeSS Trainers: https://less.works/courses/become-less-trainer
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John Kotter - Resistance to Change 

LeSS Guides: Management

Managers Are Optional (Cont.) 

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

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

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

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

NOT to be 

confused with 

executive 

management

https://www.craiglarman.com/wiki/index.php?title=Larman%27s_Laws_of_Organizational_Behavior
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NOT a 

good 

solution

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

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

Go See (Gemba)

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Class: Review instructions of a system modelling 

exercise on the next slide. Split up into teams. 

Instructor: Provide instructions

Duration: next page



Exercise

Duration:  10 min

Class: in-groups, brainstorm some of the most 

common examples of Local Optimization in 

Agile Leadership in your respective 

organizations. Work with provided system 

variables to create a model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

Local Optimization in Agile Leadership Instructions

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Local Optimization in Agile Leadership - Exercise 
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Title switchers (‘agile 
managers’ and

Laman’s Law # 4-type-
of people)

Increasing the very same
silos, redundancy and 

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

Number of ex-
managers, 

looking for ways 
to stay busy

Organizational 
enablement, to grow 
internal quality, agile 

expertize as per 
highest standards

Building internal 
Agile  “Power 

Towers” that are 
away from GEMBA

Reputation: 
trust and faith 
in agility and 
agile coaches



Local Optimization in Agile Leadership - Exercise 
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Title switchers (‘agile 
managers’ and

Laman’s Law # 4-type-
of people)

Increasing the very same
silos, redundancy and 

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

Number of ex-
managers, 

looking for ways 
to stay busy

Organizational 
enablement, to grow 
internal quality, agile 

expertize as per 
highest standards

Building internal 
Agile  “Power 

Towers” that are 
away from GEMBA

Reputation: 
trust and faith 
in agility and 
agile coaches

C

O
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LeSS Guides
(Scrum Master)
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LeSS Guides: Scrum Masters

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

https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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Project Manager Scrum Master

Coordination Facilitation  

=/

LeSS Guides: Scrum Masters

Coordination vs. Facilitation

Created by: Gene Gendel 



Sourced from less.works 

Q: Is there HR Support for Scrum Master role?
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Scrum Master Focus
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Sourced from: https://less.works/resources/graphics/index.html
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Five Scrum Master Tools
• Question
• Educate
• Facilitate
• Actively Do Noting
• Interrupt

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

Overlap of Responsibilities

Sourced from: https://less.works/resources/graphics/index.html
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Large-Group Facilitation
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Promote Learning.  Coaching. Mentoring.

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Especially, Pay Attention To…
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• 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

Beware of Dysfunctions

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Especially Pay Attention To…
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Especially Pay Attention To…
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Big Ideas For Scrum Master…

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

LeSS

Huge

Sourced from: https://less.works/resources/learning-resources/books
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Class: Review instructions of a system modelling 

exercise on the next slide. Split up into teams. 

Instructor: Provide instructions

Duration: next page



Exercise

Duration:  10 min

Class: in-groups, brainstorm typical anti-patterns 

associated with misunderstanding Scrum Master 

profession ; use post-it notes to capture discoveries

Method/Tool: System Modeling with CLD

Instructor: review with Class

Local Optimization in Scrum Master Role - Instructions

167
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Local Optimization in Scrum Master Role - Exercise 

Chances of 
seeing real, 
long-lasting, 

organizational 
improvements

Risks of having 
agile “Theater”, 
Broad & Shallow 

adoptions

Likelihood that 
experienced, self-

driven Scrum 
Masters will have 

freedom and 
safety

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

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Company’s 
desire to have 
more Scrum 

Masters

Building 
internal Agile  
Power Towers



Local Optimization in Scrum Master Role - Exercise 

Chances of 
seeing real, 
long-lasting, 

organizational 
improvements

Risks of having 
agile “Theater”, 
Broad & Shallow 

adoptions

Likelihood that 
experienced, self-

driven Scrum 
Masters will have 

freedom and 
safety

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

Company’s 
desire to have 
more Scrum 

Masters

o

Building 
internal Agile  
Power Towers
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5 x 5 - 3



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

172

8 x 3 - 4
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LeSS Guides: Product

What Is Your Product?

Created by: Gene Gendel 
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What Is Your Product?

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

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

should we organize?

What Is Your Product?

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

https://less.works/courses/become-less-trainer
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Faux “Scrum”?


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

https://less.works/courses/become-less-trainer
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LeSS Guides: Product

Synonyms for “Component Team”

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

https://less.works/courses/become-less-trainer
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What Is Your Product?

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

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

https://less.works/courses/become-less-trainer
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Exercise: Bricks and Snakes
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product C
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1

2

3

4

5

6

Product A

LeSS Guides: Product

Team 1 

Team 2 

Team 3 

Team 4

Team 5

Team 6

Component-centric

Development, 

with handovers

Feature -centric

Development,

without handovers

Created by: Gene Gendel 



PRODUCT

 Organizing by Business Value and Customer Centricity

 Expanding Product as wide as possible

 Constraining Product to keep it reasonably manageable

 Maintaining single Product Backlog (not multiple, private 

team backlogs)

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Initial “Product” Definition

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Expanded Product Definition
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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 
your 'products' or 'projects‘?

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



Class Activity
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Class: Review instructions of a system modelling 

exercise on the next slide. Split up into teams. 

Instructor: Provide instructions. 

Duration: next page



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

Local Optimization in Product Definition - Instructions

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

Breadth of 
product 

definition
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# “products”

Product 
complexity 

(technology & 
requirements)

% total product (real) 
items each team knows 

well (req. & design) # “product” 
backlogs

% items worked on 
in each sprint that 

are highest in value 
from business and 
company ‘s view

Agility of teams 
to change 

direction at 
company level



Local Optimization in Product Definition - Exercise 

Breadth of 
product 

definition

o
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# “products”

Product 
complexity 

(technology & 
requirements)

% total product (real) 
items each team knows 

well (req. & design) # “product” 
backlogs

% items worked on 
in each sprint that 

are highest in value 
from business and 
company ‘s view

Agility of teams 
to change 

direction at 
company level

o

o

o

?
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Product over Project or Program 
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Now… unrelated ‘Body 
of Work’ becomes a 

product 

Need to coordinate 
and  manage Fake 

Portfolios

Need to coordinate 
and  manage Fake 

Programs

Need to coordinate 
and  manage Fake 

Projects

Now… component 
teams align with Fake 

Products

Now… component 
teams end up with 

teams’ private backlogs

LOCAL OPTIMIZATION
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fake project

fake program

fake portfolio

Requires complex management and reporting 
structure with multiple translation layers of 

management bureaucracy 

fake program
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Class: Review instructions of a system modelling 

exercise on the next slide. Split up into teams. 

Instructor: Provide instructions.

Duration: next page



Local Optimization in Roles & WBS - Instructions

Exercise

Duration:  10 min

Class: in-groups, brainstorm some of the most 

common pitfalls in defining a product and problems 

with complex WBS (projects, programs and 

portfolios) and redundant roles. Work with provided 

system variables to create a model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

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

Sourced from: https://less.works/resources/graphics/index.html
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Why So Many Scrum Implementations Fail?

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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https://www.keystepstosuccess.com/2020/11/less-review/

LeSS Guides: Product Owner

Why So Many Scrum Implementations Fail?

“I am too 
busy to write 

stories, 
provide all 
details and 

manage Jira”

“Sir! Yes, Sir! – I 
am happy to do 
all of this for you 
+ watch a team’s 

velocity”

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

Why So Many Scrum Implementations Fail?
“Do you recognize me? 

I used to collect 
business requirements 
from users and giving 
to YOUR developers”

“Oh yeah… cause my 
developers could not 

speak directly to 
customers and users.  

Now, I am their 
Scrum Master…”

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

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

Team private backlogs. Coordination Overhead.  Local Optimization.
Created by: Gene Gendel 
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Why So Many Scrum Implementations Fail?

Sourced from: https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/
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5!

Proper Positioning and Alignment of Product Owner

https://less.works/resources/graphics/book-images

LeSS Guides: Product Owner
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5!

Proper Positioning and Alignment of Product Owner

LeSS Guides: Product Owner

Created by: Gene Gendel 
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Prioritization over Clarification
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Proper Positioning and Alignment of Product Owner

LeSS Guides: Product Owner

Sourced from: https://less.works/resources/learning-resources/books
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Who Are Those Users/Customers? 
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Who Should be Product Owner? 
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Who Should be Product Owner? 
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Who Should be Product Owner? 
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Existence of a 
REAL product 

definition

Reliance on ‘technical 
BAs’/proxies

Likelihood of 
seeing technical 
backlogs, full of 

“technical stories” 
component

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Likelihood of having 
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Excessive volume of 
people looking for 
means to stay busy 

(PMO/“left-over 
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Owner can 

prioritize and 
control $



Local Optimization in Roles & WBS - Exercise 

Existence of a 
REAL product 

definition

o

Reliance on ‘technical 
BAs’/proxies

Likelihood of 
seeing technical 
backlogs, full of 

“technical stories” 
component

o
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Likelihood of 
creating fake 

projects

Likelihood of 
rolling up fake 
projects into a 

programs & 
portfolios

False sense of ‘we 
got it all under 

control’ from CEO 
perspective

Likelihood of having 
obsession with 

‘strategic alignments’, 
metrics and reports

Excessive volume of 
people looking for 
means to stay busy 

(PMO/“left-over 
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o
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~1h
Consumption of Product Owner’s Time In LeSS

LeSS Guides: Product Owner

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

Consumption of Product Owner’s Time In LeSS

Created by: Gene Gendel 
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~1h

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

LeSS Guides: Product Owner

Created by: Gene Gendel 
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~1.5h

~2h

Consumption of Product Owner’s Time In LeSS

LeSS Guides: Product Owner

Sourced from: https://less.works/resources/graphics/index.html
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Don’t Be Nice…but sometimes… Let Go 
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Start Early or Messy with a Temporary Fake PO
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Class: Review instructions of a system modelling 

exercise on the next slide.

Instructor: Provide instructions

Duration: next page



Exercise

Duration:  10 min

Class: in-groups, brainstorm some of the most 

common examples of Local Optimization in PO-

ship Structure, in your respective organizations. 

Work with provided system variables to create a 

model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

Local Optimization in PO-ship Structure- Instructions

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

be able provide 
quality guidance to 

teams Degree of how 
well developers 

understand 
business domain
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Complexity 
(layering) of 

Product Ownership 
structure Separation of duties 

& responsibilities 
b/w different layers, 

with respect to 
Strategy, Mission, 

Vision, OKRs
Dependency on 

traditional 
organizational 

structure 

Likelihood that real 
Product Owner will 

be able provide 
quality guidance to 

teams

o

Degree of how 
well developers 

understand 
business domain
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LeSS Guides: Product Backlog

Don’t “Manage Dependencies” but Minimize Constraints 

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

• Removing Ancestors

• Keeping Ancestors

Dealing with Parents
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LeSS Guides: Product Backlog

Take a Bite
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https://less.works/resources/graphics/index.html


LeSS Guides: Product Backlog

Handling “Special” Items

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

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

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


LeSS Guides: Product Backlog

• 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. 

Handling “Special” Items

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



LeSS Guides: Product Backlog

Tools for Large Product Backlogs

Sourced from: https://less.works/resources/learning-resources/books
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LeSS Guides: Definition of Done
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Creating the Definition of Done 
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Creating the Definition of Done 
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Unfinished Work != Undone Work

Usually, Team’s issue Usually, Organizational issue

Mathematics of Done

LeSS Guides: Definition of Done
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“Done” “Un-Done”

Unit testing UAT Performance Production

Current DoD
End-of-Year goal for DoD

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

Everything required to deliver PSPI

Expanding Done and Shrinking Un-Done

LeSS Guides: Definition of Done

Created by: Gene Gendel 
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Dealing with Un-Done Work

Release Sprints
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LeSS Guides: Definition of Done

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


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

Dealing with Un-Done Work

Pipelining to Undone Department
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Dealing with Un-Done Work

Big-Batch Delivery to Undone Department 
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LeSS Guides: Definition of Done

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


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

UNDONE 

DEPARTMENT

LeSS Guides: Definition of Done



LeSS Guides: Definition of Done

Evolve the Definition of Done (Cont.)

Sourced from: https://less.works/resources/learning-resources/books
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Class: Review instructions of a system modelling 

exercise on the next slide.

Instructor: Provide instructions

Duration: next page



Exercise

Duration:  10 min

Class: in-groups, brainstorm some of the most 

common examples of Local Optimization in 

Releasing in your respective organizations. Work 

with provided system variables to create a model.

Method/Tool: System Modeling with CLD

Instructor: review with Class

Local Optimization in Releasing- Instructions

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Planning 
horizon o
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External factor: 
frequency of 

market or bank 
supervision 

changes

# work in 
progress 

items (WIP)

# Releases 
(release 

frequency)

Level of 
Transaction 
costs (total)

Actions to reduce 
transaction costs 
(e.g. automation 

of CI/CD)

Agility of 
teams to shift 

direction at 
company level

o

o

c
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LeSS Guides: Product Backlog Refinement

Product Backlog Refinement Types

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Product Backlog Refinement: Duration For Each PBR ‘Type’

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Logical Splitting of Work 
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• Physical cards 
• Instant Messenger

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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“library of done items”

normalizing a scale
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Answering a BIG question….

What is so special 
about estimation 

in LeSS?



Class Activity

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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Class: Review instructions of a system modelling 

exercise on the next slide.

Instructor: Provide instructions

Duration: next page



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

Local Optimization in Product Backlog - Instructions

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

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V 266

https://miro.com/welcomeonboard/zUotxFBlLrQbsmN8kHCYR9ws4mD6q9pR1fGXxstWsffclKKhTGQmipwnyHHJr09V


Local Optimization in Product Backlog - Exercise 

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)
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# “product” 
backlogs

Quality of overall 
view by a real 
PO, at a whole 
product level

Quality of 
communication 

from PO to 
Teams, 

regarding 
requirements & 

design

Agility of any 
team to change 

direction at 
company level

% items worked on  
by each team, in 

each sprint, that are 
highest in value from 

a company‘s view

Likelihood that a 
single team will see 
value in their work, 

from a system’s 
perspective

Team’s 
sense of 
identity

Ability of any 
team to 

execute on 
any BL item, 
on demand

Team’s pride 
in work it 
performs
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LeSS Guides
(Sprint Planning)



LeSS Guides: Sprint Planning

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

~1h

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

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


LeSS Guides: Sprint Planning

Physical and Light Digital Visual Management over Heavy Tooling

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

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

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


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

VSTS

LeSS Guides: Sprint Planning

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

Physical and Light Digital Visual Management over Heavy Tooling

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

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


BRD

FSD

Vision

.ppt Arch 

Design

Project Plan

“Now we are 
super agile”

LeSS Guides: Sprint Planning

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

Physical and Light Digital Visual Management over Heavy Tooling

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

https://less.works/courses/become-less-trainer
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LeSS Guides
(Coordination & Integration)

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



LeSS Guides: Coordination & Integration

Just Talk in Coordination-Friendly Environment

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

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

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


LeSS Guides: Coordination & Integration

Communicate in Code

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

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

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


LeSS Guides: Coordination & Integration

Communicate in Code

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

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

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


LeSS Guides: Coordination & Integration

Communities 

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

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

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


LeSS Guides: Coordination & Integration

• 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)

Communities 



LeSS Guides: Coordination & Integration

• 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.”

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

Created by: Gene Gendel 



LeSS Guides: Coordination & Integration

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

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

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

https://less.works/less/structure/communities
http://www.keystepstosuccess.com/
https://www.keystepstosuccess.com/agile-anti-patterns-with-irony-and-satire/


LeSS Guides: Coordination & Integration

Multi-Team Design Workshop

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

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

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


LeSS Guides: Coordination & Integration

Current-Architecture Workshop

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

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

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


LeSS Guides: Coordination & Integration

Component Mentors

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

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

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


LeSS Guides: Coordination & Integration

Open Space, Travelers, Scouts

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

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

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


LeSS Guides: Coordination & Integration

Mix and Match Techniques

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

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

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


LeSS Guides: Coordination & Integration

Maybe, Don’t Do Scrum Of Scrums

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

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

https://www.keystepstosuccess.com/2020/09/agile-poetry-in-motion/
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LeSS Guides
(Review & Retrospective)

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



LeSS Guides: Review & Retrospective

Adapt the Product Early and Often 

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

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

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


292

~1.5h

~2h

Adapt the Product Early and Often 

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

LeSS Guides: Review & Retrospective

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

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


LeSS Guides: Review & Retrospective

Review Bazaar

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

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

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


LeSS Guides: Review & Retrospective

Improve the System

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

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

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

https://less.works/resources/learning-resources/books
https://less.works/resources/graphics/index.html


LeSS Guides: Review & Retrospective

Improve the System

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

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

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


LeSS Guides: Review & Retrospective

Improve the System

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

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

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


LeSS Guides: Review & Retrospective

Improve the System

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

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

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


LeSS Guides: Review & Retrospective

Improve the System

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

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

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


LeSS Guides: Review & Retrospective

Improve the System

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

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

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


LeSS Guides: Review & Retrospective

Multi-Area Reviews & Retrospective

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

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

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

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 Rules

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

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

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


“Stacks” of LeSS

LeSS (Huge) Rules

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

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

https://less.works/resources/graphics/index.html
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Who The Product Owner Reports Into In LeSS Huge

LeSS (Huge) Rules

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

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


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

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

308

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)
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LeSS Huge Guides

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

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

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


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

311



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

312

Area Product Owners and Requirement Areas
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LeSS Guides: Product Owner

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

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

LeSS Guides: Product Owner

https://less.works/less/structure/organizational-structure
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Who The Product Owner Reports Into In LeSS

LeSS Guides: Product Owner

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

https://less.works/resources/graphics/index.html
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Who The Product Owner Reports Into In LeSS Huge

LeSS Guides: Product Owner

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

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


LeSS (Huge) Guides: Product Owner

LeSS Huge Product Owner 

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

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

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


LeSS (Huge) Guides: Product Owner

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

Area Product Owners

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

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

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


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

Area Backlogs 

1 “overall” Product 

Owner
Area Product Owner Area Product Owner Area Product Owner

Item Requirement Area

A On-Line Trading

B On-Line Trading

C Market Data

D Customer Profile

E Customer Profile

F On-Line Trading

G On-Line Trading

H Market Data

I Market Data

J Market Data

K On-Line Trading

L Customer Profile

M Customer Profile

Item Requirement Area

A On-Line Trading

B On-Line Trading

F On-Line Trading

G On-Line Trading

Item Requirement Area

D Customer Profile

E Customer Profile

F Customer Profile

G Customer Profile

Item Requirement Area

C Market Data

H Market Data

I Market Data

J Market Data

Product Areas (“views”)

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

Created by: Gene Gendel 



LeSS (Huge) Guides: Product Backlog

Product Backlog with Filtered View

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

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

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


LeSS (Huge) Guides: Product Backlog

Splitting Within Product Backlog Area

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

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

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


LeSS (Huge) Guides: Product Backlog

Used to 
be B and 
was at 
the top

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

X & Y are created 
to remember 

Ancestry
to map back to 

Overall PB

Splitting Within Product Backlog Area

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

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

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


LeSS (Huge) Guides: Product Backlog

Area Backlogs

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

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

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


LeSS Guides: Product Backlog

Levels of Splitting

L-1L-2

L-3

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

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

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


LeSS (Huge) Guides: Product Backlog

New Area for Giant Requirement

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

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

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


LeSS (Huge) Guides: Product Backlog

Handling Gigantic Requirements

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

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

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


LeSS (Huge) Guides: Product Backlog

Handling Gigantic Requirements

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


LeSS (Huge) Guides: Product Backlog

Handling Gigantic Requirements

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

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

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


LeSS (Huge) Guides: Product Backlog

• 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.

Handling Gigantic Requirements

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

Workshop in LeSS

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



• 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)
• Identify (all known) organizational design impediments and assign 

them to executives
• Run team self-design exercise
• Start sprinting

Product Definition & Exploration Workshop

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

http://www.keystepstosuccess.com/


Company Purpose & Mission

Company Long-Team Vision

Company Strategy

Product Vision & Strategy

Product Backlog

Product Increment

Product Definition & Exploration Workshop

• 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

Notes:

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

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

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’.

http://www.keystepstosuccess.com/


Product Definition & Exploration Workshop

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

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

1. ____________
2. ____________
3. ____________
4. ____________
5. ____________
6. ____________
7. ____________
8. ____________
9. ____________
10. ____________
11. ____________
12. ____________
13. ____________
14. ____________
15. ____________
16. ____________
17. ____________
18. ____________
19. ____________
20. ____________

Product Backlog

Persona 

Identification

Value Stream 

Mapping

Customer 

Journey 

Mapping

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 a product. 

http://www.keystepstosuccess.com/


Product Definition & Exploration Workshop

Persona Identification Template

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

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

http://www.keystepstosuccess.com/


Product Definition & Exploration Workshop

Use Case Template

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

Attribute Description

Name

ID

Description

Actors

Assumptions

Benefits

Pre-Conditions

Post-Conditions

Main Path
(Steps)

1. ------step-------
2. ------step-------
3. ------step-------
4. ------step-------
5. ------step-------
6. ------step-------
7. ------step-------

Alternative Path
(Steps)

1. ------step-------
2. ------step-------
3. ------step-------
4. ------step-------

Exceptions

Comments

Related Use Cases e.g. <<extend>>, <<include>>

http://www.keystepstosuccess.com/


Product Definition & Exploration Workshop

Customer Journey Map Template

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

Sentiments, 
Perceptions, 

Feelings, 
Emotions

Specific 
Activities/Steps

1. Activity
2. activity
3. activity
4. activity
5. activity
6. activity

1. Activity
2. activity
3. activity
4. activity
5. activity
6. activity

1. Activity
2. activity
3. activity
4. activity
5. activity
6. activity

1. Activity
2. activity
3. activity
4. activity
5. activity
6. activity

1. Activity
2. activity
3. activity
4. activity
5. activity
6. activity

1. Activity
2. activity
3. activity
4. activity
5. activity
6. activity

Comments, 
Ideas, 

Improvements

Phase 1Phase/Stage 
of Journey

Phase 2 Phase 3

1. Activity
2. activity
3. activity
4. activity
5. activity
6. activity

1. Activity
2. activity
3. activity
4. activity
5. activity
6. activity

Phase 4

http://www.keystepstosuccess.com/
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[User] Story Mapping Template
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Item – L1 

Item– L2

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

Item–
L3

Item–
L3

Item–
L3

Item–
L3

Item–
L3

Item–
L3

Item–
L3

Item–
L3

Item–
L3

Item–
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Item–
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Item– L2

Item–
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Item–
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Item–
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Item–
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Item–
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Item–
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Item–
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Item–
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Source: 
https://www.ebgconsulting.com/ProductC

anvas.pdf

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

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

Source: https://www.ebgconsulting.com/ProductCanvas.pdf

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

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

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 

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

Define & Explore Product (using Product Canvas): use expanding & constraining forces
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1. ___________________________________________
2. ___________________________________________
3. ___________________________________________
4. ___________________________________________
5. ___________________________________________
6. ___________________________________________
7. ___________________________________________
8. ___________________________________________
9. ___________________________________________
10. ___________________________________________
11. ___________________________________________
12. ___________________________________________
13. ___________________________________________
14. ___________________________________________
15. ___________________________________________

Done

Note:  A check list of items that must be done, by the end of each sprint, in order 

deliver a product increment (PI), as per agreement, by all teams, and with 

Product Owner.  In LeSS, all teams share the same Definition of Done. The goal 

should be to expand Done, over time.

1. ___________________________________________
2. ___________________________________________
3. ___________________________________________
4. ___________________________________________
5. ___________________________________________
6. ___________________________________________
7. ___________________________________________
8. ___________________________________________
9. ___________________________________________
10. ___________________________________________
11. ___________________________________________
12. ___________________________________________
13. ___________________________________________
14. ___________________________________________
15. ___________________________________________

“Undone”

Note:  A check list of items that are explicitly known, as ‘undoable’, due to 

technical and/or organizational limitations.  The goal should be to reduce 

‘Undone’ over time.

http://www.keystepstosuccess.com/


Product Definition & Exploration Workshop

1. ___________________________________________
2. ___________________________________________
3. ___________________________________________
4. ___________________________________________
5. ___________________________________________
6. ___________________________________________
7. ___________________________________________
8. ___________________________________________
9. ___________________________________________
10. ___________________________________________
11. ___________________________________________
12. ___________________________________________
13. ___________________________________________
14. ___________________________________________
15. ___________________________________________
16. ___________________________________________
17. ___________________________________________
18. ___________________________________________
19. ___________________________________________
20. __________________________________________

Technical Skill Set (per Team)

1. ___________________________________________
2. ___________________________________________
3. ___________________________________________
4. ___________________________________________
5. ___________________________________________
6. ___________________________________________
7. ___________________________________________
8. ___________________________________________
9. ___________________________________________
10. ___________________________________________
11. ___________________________________________
12. ___________________________________________
13. ___________________________________________
14. ___________________________________________
15. ___________________________________________
16. ___________________________________________
17. ___________________________________________
18. ___________________________________________
19. ___________________________________________
20. __________________________________________

Functional Domain Expertize (per Team)

Note:  What technical skill set (e.g. technology, language) a team needs to have, 

in order to perform work in a backlog, to meet Definition of Done?

Note:  What domain expertise (e.g. line of business) each team needs to have, in 

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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1. ___________________________________________
2. ___________________________________________
3. ___________________________________________
4. ___________________________________________
5. ___________________________________________
6. ___________________________________________
7. ___________________________________________
8. ___________________________________________
9. ___________________________________________

Prototype Team ‘Blueprint’

1. ___________________________________________
2. ___________________________________________
3. ___________________________________________
4. ___________________________________________
5. ___________________________________________
6. ___________________________________________
7. ___________________________________________
8. ___________________________________________
9. ___________________________________________
10. ___________________________________________
11. ___________________________________________
12. ___________________________________________
13. ___________________________________________
14. ___________________________________________
15. ___________________________________________

Prototype Product Group ‘Blueprint’ (beyond Teams)

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.

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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1. _____________________________________________________________________________________________
2. _____________________________________________________________________________________________
3. _____________________________________________________________________________________________
4. _____________________________________________________________________________________________
5. _____________________________________________________________________________________________
6. _____________________________________________________________________________________________
7. _____________________________________________________________________________________________
8. _____________________________________________________________________________________________
9. _____________________________________________________________________________________________
10. _____________________________________________________________________________________________
11. _____________________________________________________________________________________________
12. _____________________________________________________________________________________________
13. _____________________________________________________________________________________________
14. _____________________________________________________________________________________________
15. _____________________________________________________________________________________________
16. _____________________________________________________________________________________________
17. _____________________________________________________________________________________________
18. _____________________________________________________________________________________________
19. _____________________________________________________________________________________________
20. _____________________________________________________________________________________________

[Initial] Product Backlog

High Priority

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

1. _____________________________________________________________________________________________
2. _____________________________________________________________________________________________
3. _____________________________________________________________________________________________
4. _____________________________________________________________________________________________
5. _____________________________________________________________________________________________
6. _____________________________________________________________________________________________
7. _____________________________________________________________________________________________
8. _____________________________________________________________________________________________
9. _____________________________________________________________________________________________
10. _____________________________________________________________________________________________
11. _____________________________________________________________________________________________
12. _____________________________________________________________________________________________
13. _____________________________________________________________________________________________
14. _____________________________________________________________________________________________
15. _____________________________________________________________________________________________
16. _____________________________________________________________________________________________
17. _____________________________________________________________________________________________
18. _____________________________________________________________________________________________
19. _____________________________________________________________________________________________
20. _____________________________________________________________________________________________

Organizational Impediment Backlog

High Priority

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? 

http://www.keystepstosuccess.com/
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Run Team Self-Design Exercise

1. ______________
2. ______________
3. ______________
4. ______________
5. ______________
6. ______________
7. ______________
8. ______________
9. ______________

Team

1. ______________
2. ______________
3. ______________
4. ______________
5. ______________
6. ______________
7. ______________
8. ______________
9. ______________

Team

1. ______________
2. ______________
3. ______________
4. ______________
5. ______________
6. ______________
7. ______________
8. ______________
9. ______________

Team

1. ______________
2. ______________
3. ______________
4. ______________
5. ______________
6. ______________
7. ______________
8. ______________
9. ______________

Team

1. ______________
2. ______________
3. ______________
4. ______________
5. ______________
6. ______________
7. ______________
8. ______________
9. ______________

Team

1. ______________
2. ______________
3. ______________
4. ______________
5. ______________
6. ______________
7. ______________
8. ______________
9. ______________

Team

1. ______________
2. ______________
3. ______________
4. ______________
5. ______________
6. ______________
7. ______________
8. ______________
9. ______________

Team

1. ______________
2. ______________
3. ______________
4. ______________
5. ______________
6. ______________
7. ______________
8. ______________
9. ______________

Team

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

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.
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Product Definition & Exploration Workshop (example)

https://www.ebgconsulting.com/wp/wp-
content/uploads/2019/01/SK-Ex-ProductCanvas-1EBG.png

http://www.keystepstosuccess.com/
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Product Definition & Exploration Workshop (example)

https://www.ebgconsulting.com/wp/wp-content/uploads/2019/01/SK-Ex-
ProductCanvas-2EBG.png

http://www.keystepstosuccess.com/
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Notes:
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Simulation: Product, Definition, DoD, Team 

https://www.keystepstosucces
s.com/2020/11/less-trainers-
class-experience-report-
product-definition-dod-team-
blueprint-exercise/

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

Site:
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)

or

It depends

https://less.works/
https://groups.google.com/forum/#!forum/largescalescrum
https://www.facebook.com/less.works
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