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Gene Gendel

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

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

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

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

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

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

Agility and co-author of:

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

The Green Book:
Independent Essay

S Geg@ éend& |
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Agile
Coaching

Wisdor trom Practitoners

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

Gene significantly contributes to global and local agile communities,
where he influences people by running workshops, webinars,
seminars, panel discussions, lunch & learn, coaching retreats,
professional gatherings and other events. While teaching and
coaching Large Scale Scrum (LeSS) to organizations, Gene has built

the biggest in world (today) LeSS meetup community that is used as

a free educational hub about LeSS available to many people.
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listory of LeSS

Large Scale Scrum (LeSS) - is Scrum. It is a DE-
SCALING, organizational design framework for
large-scale, multi-site agile product development.
LeSS is based on close to|20 years|of extensive
research and deep learning. In LeSS, a team is an
organizational building block. Understanding LeSS
requires learning the whole system, not just some
of its parts. LeSS adoptions are|DEEP & NARROW.

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

LARGE-SCALE
SCRUM
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Your Question:

** “When | tell people | am an
Agile coach, no one really
understands.”

*** “What is the job description
you would give for an Agile
Coach?”

Coach (CEC-CTC), Certified LeSS Trainer (CLT)



My Answer:

Most of ‘Agile Coach’ job descriptions, posted
on job portals, are weakly defined.

Agencies hunt

for weak
candidates
(“centaurs”)

Companies Companies are
create weak flooded with
coaching role resumes of

descriptions for weak candidates
new hires “centaurs”

3

Companies are
complacent with
having a low
coaching bar

Positive (+)
Feedback Loop
(Reinforcing Cycle)

“Centaurs”
settle in and
drive low a
coaching bar

A

Many “centaurs”
get lucky and
get hired

https://www.keystepstosuccess.com/2017/07/you-get-what-you-ask-for-agile-coaches-centaurs
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My Answer:

Bad SQL

N
AvoHITHE: (in HR Database)

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

UPDATE table_employee
SET table_employee.title= ‘Senior Agile Coach’

WHERE table_employee.title = ‘Senior Project Manager’

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

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

Brought to you by www.keystepstosuccess.com
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My Answer:

Larman's Laws of Organizational Behavior

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

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

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

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

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

4. As a corollary to (1), if after changing the change some managers and single-specialists are still displaced, they
become “coaches/trainers” for the change, frequently reinforcing (2) and (3), and creating the false impression ‘the
change has been done’, deluding senior management and future change attempts, after which they become
industry consultants.

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

Elaboration:
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My Answer:

We Are: “Framework Agnostic” Enterprise

We are under a lot of fire.
We can no longer be forcing S--e upon
our people. Negative sentiments are
growing. There is a risk of uprising
against 5--e, inthe name of real
agility. We need to avoid this.
Any thoughts?

Let’s coin our own
*OPERATING MODEL*,
by substituting S--e
terminology with our
own. Nobody will

notice...

I gotan idea!!!
We should add tribes, squads
and chaptersto S--e. This will
make our *OPERATING MODEL*
really unique and tailored to our
special needs!!!

AvoldThis:

Shall we control
saboteurs, by
challenging their
individual
performance?

o When is the next
organizational

(o) announcement?
A,
@
Tribe-Level
Agile Coach
Projlect Q e/ . ?.

Do we get
to decide

What is our

future % ®
= R
00308 030 Yo s ipeie
Ned O oae N At e
e RS R 0 N g ip

AL ﬂ) ’
itk i :m"l\'fu'n"n "n.'*i‘l "n g ot

@ BY SA b our people' e Brought to you by www.keystepstosuccess.com

Extensive reference: https://www.keystepstosuccess.com/?s=agile+coach

(o)
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My Answer:

please, read

Centralized vs. Decentralized Coaching

ofy LIKE (7] piscuss - ]

MAY 20,2018 » 14 MIN READ E Key Takeaways

by ® There is a frequently seen confusion with respect te the definition of agile

Gene Gendel coaching: coaching focus (e.g. enterprise vs. team) is confused with coaching

reviewed b alignment (centralized vs. decentralized) within an crganization
¥ 'y‘il "\‘.

, Shane Hastie * Centralized coaching departments run the risk of turning into a single-specialty

organizational silos that are locally optimized for their own expansion and personal

ce..pazut-lcj e e success; they are also removed from real action. The reasoning behind:
standardization - has its weaknesses.

Write for InfoQ * Centralized cloaching Iis often Iimitedl to tlneing “responsib.le for introdeing Kl?ls,
documentation of script-style-one-size-fits-all best practices and cookie-cutting

Join a community of experts. approaches”. This leads to system gaming by other departments and organizational

Increase your visibility. silos that must “meet numbers goals”

Grow your career. . . i . L
® Centralized Agile coaching makes sense only when it takes place within an

Learmn more organization that is small enough to be effectively managed front-to-back
(including its all organizaticnal layers) and is genuinely supportive of its own
coaches, by providing them with "organizational immunity” and operational safety -
to enable them perform their challenging duties

® The main advantage of decentralized coaching approach is that coaches are close
to real action: deeply engaged with products/services, and are intimately engaged

https://www.infog.com/articles/centralized-decentralized-coaching/
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My Answer:

Right Content — Does your "coaching
envelope” include right information, geared
towards improving organizational dynamics,

Can Your “Coaching Envelope” Make Enough Impact?

Right Amount of “Postage” — Are you

properly positioned organizationally, so
that the "coaching envelope” you sent,

has a chance to reach its intended
recipients without delays?

norms and existing mental models?

FROM: Agile Coach

/ TO: 2222222222222222?2?

Right Recipient— Is your "coaching envelope“ addressedto right people -
empoweredindividuals that are able and willing to take action?

Brought to you by www.keystepstosuccess.com

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




Your Question:

** “What are some of the
biggest/most common pit falls you
see organizations make when
trying to apply a scaling operating
model?

*¢* And How do you avoid such
pitfalls?”

11
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My Answer:

Cosmetic (Broad & Shallow) Agile Transformation () OO

N -
e

Avoid This: ol Agile Epic Agile
Faﬂiv OWGN]ER Cﬂo]E R RN A+ " AR P[M[ﬁ) OWR CCO]I]E
Agile
Portfolio Level renamedto Portfolio Level
IIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIII’
Agile
Program Level renamedto Program Level
| IllIIIIlllllIIIllllllllllllllllllllll’ I ]
| | |
Agile
ProJeCtLeveI IIIIIIIIIIIIIIIIrgfzerlrllegEOIIIIIIIIIIIIII’I ProjeCtLeveI
Agile
Team Level renamedto Team Level
E H H} E E Illllllllllllllllllllllllllllllllllll’ E E E E EH
Agile
G Tra|nStatlon g IIIIIIIIIIIIIlIIrIeC’eTIeIdIOIIIIIIIIIIIIII’ Q TraInStatlon !
Brought to you by www.keystepstosuccess.com
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My Answer:

“Agile” Framework

Brought to you by www.keystepstosuccess.com

@ ()

' |
o

Avoid This:

“Agile” Portfolio

Manager

“Agile” Program

“Agile” Program

“Agile”
Project
Manager,

“Agile”
Project
Manager

“Agile™
Project
Manager

“Agile” Project

“Agile” Project

“Agile” Project

“Agile” Project

,!\ A

AAAh A AE

TOO =Team Output Owner. Notareal Product Owner. Thisisa fictitious role —someone who lacks whole product authority and is held accountable for ateam’s output (e.g. velocity, number of items
delivered). This term was originally coined and is best described by Michael James (https://seattlescrum.com/) at https://www.youtube.com/watch ?v=cr2riaGmUzo. TOO role does not existin Scrum.

Scrum of Scrums and other excessive coordination technigques. TCM role does not existin Scrum.

TCM = Team Coordination Manager. Notareal Scrum Master. This isa fictitious role —someone who is responsible for coordination and resolution of dependencies on behalf of a team through mandatory

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

TRUE? or FALSE?
for any company
Return Investment
From m in
“Agile — “Agile
Transformation® Transformation®
should be
>1
[@ 0J0) ' ( otherwise, why bother?...)
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My Answer:

*Economics* Of Agile Transformation

Agile Transformation

Agile Scaling| |Metrics (
LChamp Guru Expert

Agile Transformation

Brought to you by www.keystepstosuccess.com RO I M ete r

] : is on track but we Agile tooling is 99%
How is Agile nged more budget_ to complete. All
Transformation Agile best practices filrg more 77" forpiise delivery teams are in
going? Do you need, are followed. e an agile registry!
more funding? Enterprise scaling
methodology is in Agile maturity metrics
place. are defined. We are at
Maturity Level 27!
g
® -
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My Answer:

o |
N

Avoid This:

“Triple Taxation” on Client Companies

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

R Large,
Agile TOOlS, Commercially
§upportlve o_f Successful “Big-
Big Bang “Agile Bang Agile”
Frameworks” Frameworks”
Brought to you by www.keystepstosuccess.com
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My Answer:

*Economics$* Of Agile Transformation

» Traditional layered organization.
o » Managerial "support in spirit”.
COE » Broad & Shallow. Superficial Big-Bangs.
@1 Top: Lip service. Bottom: False, broken hopes.
Agle . . . . .
Poctfolio Level » No experimentation, before applying widely.
il I i » Participation by mandate and enforcement.
» Thousands of component developers.

Agile A .
Program Level » Thousands of business people. $
» Hundreds of "left over people”.
» High, unpredictable investments.

Agile
PMO

Epic
OWNER

.
—-

Agile

ProjectLevel
05 B5 B 6 =
Teaf:{{l;vel ~ l /
EH B B] B B Try This:

Agile

Train Station !

» Parallel organization. Flatter structure.

» Informed Consent by true leadership.

» Deep & Narrow: Systemic improvements.

» Meaningful efforts: Top-Bottom/Bottom-Up.
» Experimentation, before applying widely.

» Participation by volunteering/commitment.

» 50-60 cross-functional developers.

D » Small group of customers/users/SMEs.
I | » One Product Owner. A few Scrum Masters.
Y e N » Limited, more predictable investments.

Avoid This:

Brought to you by www.keystepstosuccess.com
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My Answer:

LeSS Adoption

lsy Y‘

Broad & Shallow Deep & Narrow .
Compliant Sr. Management: “We will
support you in any way we
workers can. We shall do lots of
1 hit something This is e Are you all GEMBA to sites”
hard... /\ gt on-target???
promotion...
\ 1(“\ /_ ’- Organizational Structure
S— * HR Policies

* Site Strategies
* Vendor Management
* Finance & Budgeting

* Best Practices & Cook Books

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

* Maturity Metrics & Levels

* Focus on Velocity & Output

* Renting Ideas & Solutions From Others

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

Lean & System Thinking

* Teams' Health and Longevity

* Focus on Outcome

* Owning Ideas & Solutions

* Technical Excellence

* Communities & Self-Organization

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

3 lot. Although focus may change over time, in LeSS adoptions, efforts are top-down and bottom-up —
and they are complimentary.

By Gene Gendel. 2020

Volunteers

Bottom -Up
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My Answer:

=1

Avoid This:

Agile
Maturity =
(“Level”)

Brought to you by www.keystepstosuccess.com

“Agile Maturity” Calculator

(# teams per SM) * (# backlogs per team)

# people using agile tool )

(# team coaches + # enterprise coaches)

(# best practives) * (# teams in agile registry)

-]
0
3]

(# products levels ) * (# sub-products)

(# people per team) * (story points per developer)

Agile Maturity Calculator

3.45345974540

[\.’-][ le[ ( ][ )]
(1og J[ sin J[ cos | (5]

EA|ERERY |

OMEEE
()@
OO ®=E

(over)

\/(average team velocity)2—2(# sprints per release)
% (used team capacity)

Enterprise Agile
Center of Excellence

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

*** “What have you learned over your
lifetime that you would like to share
with the next generation of
Agilists?”

20
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My Answer:

Brought to you by

Avoid
(Deck — Driven Transformations)

DDT

Knowledge retention and quality of learning are inversely
proportional to thickness of a power point 'agile
transformation’ deck and directly proportional to font
size used in a deck ;)

Brought to you by

Avoid
(Tool — Driven Transformations)

DT

Success of agile transformations is inversely proportional
to reliance on “agile” tooling solutions (in partnership
with heavy “scaling” frameworks) and directly
proportional willingness to de-scale and simplify;)

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



My Answer:

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

Agile
“Semi-Finals”
Race

EoY Agility: 45.373% 67.924% 37.184%
Agile Maturity Level: 12.3455 16.9729 7.1223

(=)
HuEARE

Brought to you by www.keystepstosuccess.com

Rewards:

Organizational Agility Meter: @@
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My Answer:

Long “stairway” of Professional Coach

Low-speed “escalator”,
to a promised promotion

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

A long path that every professional coach must take, to
achieve a high degree of maturity and proficiency. This
Jjourney takes years of hard work and requires a lot of
dedication, peer support, structured learning, and self-
study, while servicing various companies and communities.

3 y 3 X
v 4

@ (<>
. |

RSERARRE S pe e Avoid This:

N i T\
2 4 Ry RN
PR 4 5 :\- ol N

o7

R

s,
L,

2

. ST T 2o
S T e
m 'm"'-“‘ -

.Old role— Level 1

When an expected promotion does not come quickly
enough, and/or when an organizational demand for
certain roles diminishes, people look for short-cuts to
accelerate and jump onto a fast-moving track, to get
promoted quickly as “agile coaches™ (Larman’s Law # 4).

Brought to you by www.keystepstosuccess.com
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https://www.keystepstosuccess.com/2017/07/you-get-what-you-ask-for-agile-coaches-centaurs/

Your Question:

The “Iron Triangle” of Agile Transformation
(a.k.a. Triple Constraint)

-+

Reliance on
populistic, complex,
multi-layered
frameworksand
“operating models”

Dependency on
multi-layered
+ structures and
convoluted +
configurations of
“agile” tools
+
Protection of
AL ThIs: traditional, sacred
I I (“untouchable”),
+ + multi-layered
organizational
structures
Brought to you by www. keystepstosuccess.com
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Your Question:

** “Is it possible to for a place like ours
—as large and as complex as we are
— to follow a framework like a
checklist or Bible?”

* Is this true that a framework does
not answer how to do everything
and there’s room/flexibility to mold
its work in our environment?”

*

25
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My Answer:

Agile Anecdote

...350 |b. patient comes to Obesity Clinic, with the following chief complaints: heart J
palpitations, shortness of breath, excessive perspiration, sleeplessness and dizziness, also
accompanied by a wide array of secondary complains.

Initial medical examination (triage) reveals hypertension, high cholesterol, low HDL,
increased WBC count, decreased RBC count, low hematocrit level and other
abnormalities in standard blood work.

Patient: “Doctor, | need your help. | would like to lose weight, improve my overall health condition
and start feeling better. What can you do to help me?”

Doctor: “Great, | admire your aspirations. You should start with watching your diet, quit smoking,
significantly cut down on alcohol intake, start exercising reqularly and change your overall life style.”

Patient: “Well Doctor, you are not being flexible. Your recommendations are two rigid, unrealistic and
not pragmatic enough. They sound more like a theory and purism, than a practical advice. You
should be more sensitive to my long-time habits and appreciate uniqueness of my case. Can you
please recommend less radical methods?”

< | ..the above, is an excerpt from a diary of unknown Agile Coach, whose

i
*,,_!.,\ preferred way of describing work experience was through medical analogy...

A This:
AueldT Brought to you by www.keystepstosuccess.com
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My Answer:

Your Unique Organization

Unfortunately,
you are NOT
helping your

organization
by doing this!
How will your
organization
improve, if
your model is
so “forgiving”?

\H,’ﬁ'\
|

Brought to you by www.keystepstosuccess.com

Customized “AGILE OPERATING MODEL”

Agile Center of Excellence

“We are going to create a
customized “AGILE OPERATING
MODEL” that seamlessly fits
your unique organization, so
that you don’t need to change,
in order to adopt this model.”,

Enterprise
Agile

Coach

Coach of
Agile

Coaches

https://www.keystepstosuccess.com/agile-humor/
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My Answer:

How many basic Scrum check boxes can you check off, as ‘YES’?

'_ The Scrum Master Checklist

Welcome! This site is dedicated to Michael James' Example Scrum Master
Checklist, an example list of things a Scrum Master should pay attentiontoina
typical organization.

You can find the checklist at:

+ Scrum Master Checklist in English (8 Feb 2022 version)
¢ Scrum Master Checklist in Spanish

Scrum Master Checklist in Japanese

Scrum Master Checklist in Chinese (fE{EH30R)

Scrum Master Checklist in Chinese (EE2th 3 AR)
Scrum Master Checklist in German

Scrum Master Checklist in Dutch (8 Feb 2022 versie)
Scrum Master Checklist in Polish

Scrum Master Checklist in French

Scrum Master Checklist in Russian

Scrum Master Checklist in Hebrew

Scrum Master Checklist in Portuguese

Scrum Master Checklist in Vietnamese

Scrum Master Checklist in Turkish

Scrum Master Checklist in Latvian

Scrum Master Checklist in Korean

Scrum Master Checklist in Thai

Scrum Master Checklist in Bosnian Croation Serbian
Fill it out online using Google Docs (English)

L]

L]

® & & & & & & * * & B * & & B

https://scrummasterchecklist.org/
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My Answer:

How many minimalistic LeSS Rules can you check off, as ‘YES’?

Member Directory | Search

<e s S More with LeSS [IETGIRSIECRSe Tl Courses & Events Coaching Case Studies Resources

Some of your lost students that is bouncing and was followed up requires more follow-up JIMEYRAY 2]

LeSS Framework v

Overview > LeS5 Rules (December 2020)
Principles v
suctue v LeSS Rules (December 2020)

Management v
Technical Excellence v _ ) ) o
(what changed since previous version)
Adoption e The LeSS Rules are the definition of the LeSS Framework. They are things we consider a must. Why? This is
LeSS Huge v explained in the Why LeS5? section.

LeSS Rules (December 2020)

One Team Scrum v

LeSS Framework Rules

LeSS Assessments v

The LeSS framework applies to products with 2-"8" teams.
LeSS Rules (December 2020)

LeSS Structure

https://less.works/less/rules
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My Answer:

It is not about right or

Each system is perfectly designed to

Wrong... . _ give you exactly what you are
P e getting today.

It is about being
consistent or
inconsistent with...

— (). Edwards [em ing —

AZQUOTES

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

Traditional large groups are

complicated — not because they 7. Y Organizational DESign
must, but because their elements should be
organizational ¢ f:f::s:r:;te Ll consistent with the System
complexity — Optimizing goals
A7/ (...passing “consistency
test”...)

Craig Larman

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

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

(Upton Sinclair)

izquotes.com

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

QII

Can you describe the
role of Area Product
Owner who sets
priorities for “Area
Product”?” &




My Answer:

A PRODUCT OWNER WHO CANNOT MAKE A PRODUCT
DECISION WITH OUT A COMMITTEE AGREEMENT ....

P
e/ g

mematic & Tenor .

1S NOT A PRODUGT OWNER !!

Sourced from: https://www.linkedin.com/posts/activity-6775692099992997888-tDW3
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My Answer:

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

>

OR PUSH THE TEAM
FOR MORE OUTPUT.

N

THE TEAM OUTPUT OWNER

IS UNDER PRESSURE FROM
ELSEWHERE, NOT ABLE TO

BE AN ENTREPRENEUR.

-Ken Schwaber

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

https://kenschwaber.wordpress.com
72011701731/ product-owners-not-proxies/

” (C) 2019 Michae! James (mj). All rights reserved.
https://www.youtube.com/watch?v=cr2rjiaGmUzo&t=41s
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My Answer:

Owner

Area Area Area
Product Product Product
Owner (APO) OwniAPO) Owner (APO)
[ ] [ ] [ ]
Requirement Requirement Requirement
Area Area Area

Scrum Large Scale Scrum (LeSS) Huge Large Scale Scrum (LeSS Huge)
3-9 developers ~50 developers Hundreds and hundreds of developers
1 team 2-8 teams Beyond 8 teams

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



My Answer:

https://less.works/less/less-huge/requirement-areas

Requirement areas are scaled-up featurs teams. Scaling up by structuring teams according to the product’'s
architecture 1 called development areas. The table below summarizes the differences.

Requirement Area Development Area

organized around customer-centric reguirements organized around product’s architecture

/ \ collective subsystem code ownership code ownership per subsystem
/ =Nporary in nature: should change over the lifetime of the tends to be more fixed over the lifetime

product, but not at every iteration of the product
focus on the architecture, using
ocus on the customer, using customer language
technology language

DevilopmeNt areas are not recommended and are only shown to show the contrast with Requirement Areas.

POTENTIALLY
SHIPPABLE
PROPUCT
INCREMENT

COORPINATION

;m;:aa.: 2@ T COORPINATION / Q

£ CQ vAny scRuM
PROPUCT
?KINT
BACKLOG K BACKLOG
SCRUM MASTER  REFINEMENT

& FEATURE TEAM

http://less.works | ()3
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My Answer:

Avoid tiny (fake) Requirement Areas, with less then 4 Teams
(a.k.a. Feature, a.k.a. Product, a.k.a. Scrum) working in each.

Try collapsing tiny (fake) RAs, by expanding your product
definition (from a user’s / customer’s perspective)

rea Product
Owner”

“Area Product
Owner”

“Area Product
Owner”

I

1 component 3 component
teams team

“Area Product
Owner”

“Area Product “Area Product

1 component
team

2 compone
teams

3 component 2 component
teams

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



My Answer:

'l »”
Are UCt — there is NO such term in LeSS

city (“requirement”) area area city

city (“product”)

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



Your Question:

QII

Can you outline the
difference between a
feature team, a
component team, a
delivery team etc.”




My Answer:

Component teams

a.k.a.
Application teams 2 or shared services te
k icro-service team
d.K.d. pplication team
Delivery teams

These teams are all optimized for
super-sonic speed of delivery/rate
of OUTPUT (jargon — “velocity”).

front-end (or back-
DB team
module team
framework team
nded-conts

They are not optimized for product
focus or customer centricity, or

OUTCOME (business impact). DD

eam
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My Answer:

In LeSS and LeSS Huge,

as we define products wider
and make them more inclusive,
we build teams that can work on a broad variety of
features, servicing a much wider/broader product
definition.

As such, a feature team and product team

— are pretty synonymous terms and mean the same
thing. As such, creating a distinction and false
dichotomy and reminds of Upton Sinclair’s quote....

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



My Answer:

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

(Upton Sinclair)

izquotes.com

Sourced from: https://www.reddit.com/r/anticapitalism/comments/eivy6c/it is difficult to get a man to understand
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Your Question:
/please, read

On "Product Teams" and "Feature Teams"
J X by Bas Vodde © 5 September 2019

(by Bas Vodde and Craig Larman)

On “Product Teams” and “Feature Teams”

This post has its origins in a post by Marty Cagan at https:/svpg.com/product-vs-
feature-teams/ in which he compares what he calls “product teams” with what he
calls “feature teams.” We're not quite sure where Marty’s definition of “feature
team” originates from, as what he calls “product team” seems to be more like a
feature team to us than his definition.

That said, the article is strong even when some of the reasoning is weak.

https://less.works/blog/2019/09/05/on-product-team-and-feature-team.html
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My Answer:

please, read

/

logic weakness - Notice how the article’s argument is framed: either (1) you have
“product teams’ that are empowered and focus on outcomes, or (2) you have
“feature teams” that aren't. This is an example of the “false dichotomy’
logic/argument fallacy, so widespread that we highlighted seeing this as a major
thinking tool in the first LeSS book. And of course our suggestion Is to consider
more options beyond the false binary. For example, here’s a radical idea: How
about a team In a large product group that can either be empowered to focus on

an outcome with their own innovative discoveries, or that can take on a presented

feature request and implement it? Mind... blown!

https://less.works/blog/2019/09/05/on-product-team-and-feature-team.html
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My Answer:

Such false dichotomy thinking, will lead to:

= Trivializing Scrum and Feature Teams
» Trivializing Product Owner Role

» Relabeling All Ex-"P” Managers Into Product
Managers

a5
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My Answer:

S

-~ | __ Coaching, Consulting, Training Home v Services v

——
— T 0 F R

please, read

Feature Teams vs. Product Teams? /
Organizational Implications of False

Dichotomy.

April 27, 2022 by Gene

This post is an extension of an older discussion and therefore, briefly, about the history:

Back in 2019, the Founder and Partner of SVPG (Silicon Valley Product Group), Marty Kagan wrote
the post “Product vs. Feature Teams", where he defined two types of teams: product and feature,
and then compared-contrasted them. He also contrasted them with the third type of teams:
delivery teams. His writing had a lot of great content. Later, the same year, the co-creators of
Large Scale Scrum (LeSS), Craig Larman and Bas Vodde wrote the post “On 'Product Teams' and
‘Feature Teams' “, in response to Marty's original post, giving their own perspective (also, shared
by many LeSS coaches and trainers) on the subject and pointed out some weaknesses in reasoning
(logical and terminology) in Marty's original post (pointing out false dichotomy/binary), while still
acknowledging that it was a strong post.

https://www.keystepstosuccess.com/2022/04/feature-teams-vs-product-teams-organizational-implications-of-false-dichotomy/
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L eSS
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My Answer:

LeSS is not:

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

* Working on different so-called “products”

* Delivering components that need further integration

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

Many people with different strategy, vision,
mission. Compet/ng with each other.

< . ‘;Q

’
N

LeSS is:

2-8 teams, working together in real Scrum, and:
Working on the same, widely defined product
Delivering fully integrated, end-to-end features
Working for only one REAL Product Owner
Maintaining only one, shared backlog

Only one person with shared strategy,
vision, mission. No internal competition.

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




My Answer:

¢  OneProduct-levelsprint

*  Whole Product focus

* Shared Definition of Done (DoD) by all teams
* Teams working together/communicating by: “just talk” or “just scream”

Ms: lets g&
together after the

Team 3: we
are scouting
about your
technigques!

LeSS - 5 NOT many teams, doing their own Sarum, sprinting ad-hog
working from sepgite team hacklags, servicing different Product Owners,
dezling lots of dependencies 3nd coordingtion.

LeSS - IS Saum, done By multiple (2-8) teams sprinting together,
working from the same hacklog, servicing the sgme Product Owner, having
neo requirements dependencies 3nd 3 plenty of direct coordination.

sprint and discuss the
wind and current
factors. Lets invite

eams, thank

i can helplil!

I need helpli!

All Teams: our

community is
great!

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

techniques? Team 3 —

please sync

Product g

Owner: | have

some tips for Everyone: who

Does anyone

PO, Team Reps & o e
Henoger focusing on ’ne_e_d oTyg,'
my Priorities! clarification?

you.

By Gene Gendel. 2020

needs drinking
water?

gom
watch out
‘or rocks!

Product

To drag along a crgo (product) smoothly and steadily, all
tug hogts must g/nc/)ronizc their etforts: tart t‘cget‘/;d; pu//
in the ssme direction, do not try to outrun each other. Bigger
boats have dedicated captains (SMs). Smaller boats (up to 3)
may share the same SM.
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My Answer:

—————————————————————— —

~ With component teams, a project or feature manager is ‘ .- e N a0 o
I used to coordinate and see to completion a feature that r = Copyright ©2010
L spans component teams and functional teams. o ‘ iy
Feature | . gystem g
_______ i BRI IS Manager | 7------ccceeccacaad |
/ N \ ‘ 'y
ANith component teams, there ‘\ » o —
,’is a tendency to select goals | ltem 1 Component g
| familiar or ‘fast’ for teams, not | om 2 X A | —
| for maximizing customer l ltem 3 ,
' value. For example, : PRI :
' Component B Teamdoes part { | jtem 5 i
| of ltem 3 because it mostly | ltem 6 < Component B
: involves Component B work. : B =
| This i the “watching the : :
(runner rather than following | -
\the baton” local optimization. ,l Com%onent g
N v —————— - ' -_—

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

/ W|th component teams, there is increased delay, as one customer feature is split across multlple |
: component teams for programming, and eventually transferred to a separate testing team for |
; Verification. There is handoff waste, and multitasking waste—as one component team may work on |

l

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

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

N

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

Component Teams

1~ With component teams, a project or feature manager is \I .7 "e N adts
| used to coordinate and see to completion a feature that ¢ 2 Copyrignt ©2010
| : C.Larman & B. Vodde
~ spans component teams and functional teams. ) . st
Feature system 4
....... M-~ W Manager eeee-e-eeeecceand
/ AN \ - § N
With component teams, there “ \
l'is atendency to select goals - _,l_ —— Component
| familiar or ‘fast’ for teams, not ! ’ A
| for maximizing customer | I .
I value. For example, :
| Component B Team does part |
| of Item 3 because it mostly | _|____ .| Component
I involves Component B work. : . B
|
: This is the “watching the :
\runner rather than following | $ L V
o seoriocntoptmeaen | f 4 (o Yoo ;i >

~

+ “With component teams, there is increased delay, as one customer feature is split across multiple \I

component teams for programming, and eventually transferred to a separate testing team for |
, verification. There is handoff waste, and multitasking waste—as one component team may work on |
e several features in parallel, in addition to handling defects related to ‘their’ component.

I
-

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

Big Mistake # 1

> ©

Big Mistake # 2

V>V>V=ég/ V"‘V"‘v

v

Can these velocities be used to reliably estimate volume and complexity of delivered features?
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My Answer:

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

T W|th feature teams, teams can always work on the highest-value features, there is less delay for

delivering value, and coordination issues shift toward the shared code rather than coordination

Modern open-source tools and practices such as

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

was awkward due to weak tools and practices.

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

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

TDD and continuous integration make this coordination relatively simple.

T S ————————————————— —

~ S A K XS YN
~ A 'l
¥ . system i
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g ! r- :
@ ' :
/"_\» : :
ltem1 _—] _———— Component '
Item 2 “4 A -
ltem 3 oy
\ < :
. -

ltem 8

ltem 12

> /
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/
\, s
A
\y/
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S Component

: B
NN\ -
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— — — - Component
C :

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

~

|
|
I
|
/
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My Answer:

Coordination with functional teams {
% i

> or shared services te
micro-service team
oplication team

front-end (or back-
DB team
module team
framework team

eam

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

Cross-functional/Self-Managed/Long-lived Feature Team
Cross-functional/Self-Managed/Long-lived Feature Team
Cross-functional/Self-Managed/Long-lived Feature Team
Cross-functional/Self-Managed/Long-lived Feature Team

Cross-functional/Self-Managed/Long-lived Feature Team

Cross-functional/Self-Managed/Long-lived Feature Team

Cross-functional/Self-Managed/Long-lived Feature Team

Cross-functional/Self-Managed/Long-lived Feature Team

Coordination with cross-functional
feature teams

Team members
(no roles)

Team members
(no roles)

— Team members
(no roles)

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

-t
Decision making
& coordination

Dependencies
& hand-overs

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


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

Your Question:

* “What suggestions do you have for
early collaboration on annual
roadmap planning when numerous
lines of business have dependencies
on the same enterprise Product
team with limited development
resources /capacity?”
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My Answer:

Organizational STRUCTURE —
is the 15t Order Factor (Variable) that

has impact on everything else in an
ECOSYSTEM: behaviors, norms,
values, principles, policies

56
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Your Question:

*** “Any advice you have for Product
teams who customize internal
enterprise tools which are owned
by another Products and their
scrum teams?”

57
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My Answer:

I “Agile Tooling” Solution for Annual Budgeting

Itis all about METRICS!!!

Throughadvanced “agile tools”
(configured, to swiftly align with
super-heavy “agile frameworks”),
terabytes of unreliable data roll
up to executives, to give a false
sense of comfortandillusion of
estimation accuracy/precision,
based on which, annual budgets
cascade down throughmany
organizational layers.

“Enterprise
Velocity”

Enterprise
Budget

“Portfolio
Velocities”

[ 4509506 ]
-

(3453234 ] | 3453234 |
- =

[ 645646 ] [ 546458 ] | 876546

- A

(3453 |( 9786 |[ 3454 ][ 1128 ][ 8789 ][ 7866 |( 4640 |

“Program
Velocities”

| |

“Projects’ Velocities”, produced by silo-ed component teams Projects’ budgets, used to fund silo-ed component teams

Brought to you by www. keystepstosuccess.com
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Your Question:

QII

Please share some
information about
LeSS trainings”




My Answer:

Large Scale Scrum Learning (Training,
Workshops & Webinars)

Training
;&;‘I;f.pa
s ¥ dess |
.. ____mcn-nnnztl_..-'

If you are self-funding your education, please inquire about a personal discount. You may also
request a private class for your company, instead of attending a public class. Please submit an
inquiries through the form at the bottom of this page.

If you are willing to make a 100 USD donation for Ukraine, please request a special desp (30%)
discount code (Gene Gendel’s classes), prior to registering.

You are 2 clicks away from the registration page - please forgive extra navigation steps.

Upcoming course:Certified LeS5 for Execufives: Principles, Organization, and Change@MNew York@Movember %

15, 2022
Course Date Length Location Instructor’s
Certified LeSS for 2022- 3 days MNew York, New Craig
Executives: Principles, 11-15 ork, United States Larman

Organization, and Change

Provisional Cerlified LeSS 2022- VIRTUAL: 11/28 - 12/02 (05 {Online) Rockville Geneg
Practitioner: Principles to 11-28 sessions) | 10:00 - 3:00 PM Centre, New York, Gendel
Practices EST | Max Class Size: 12 United States

people

Copyright @ 2014 ~ 2022 The LeSS Company B.V. All Rights Reserved

About Us | Privacy | Support | Contact Us

O 0B O o
https://www.keystepstosuccess.com/large-scale-scrum-training/
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