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LeSS Values (verb ©)

Manifesto for Agile Software Development

We are uncovering better ways of developing
software by doing it and helping others do it.
Through this work we have come to value:
Individuals and interactions over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation
Responding to change over following a plan

That is, while there is value in the items on
the right, we value the items on the left more.

Kent Beck James Grenning  Robert C. Martin
Mike Beedle Jim Highsmith Steve Mellor
Arie van Bennekum Andrew Hunt Ken Schwaber
Alistair Cockburn Ron Jeffries Jeff Sutherland
Ward Cunningham Jon Kern Dave Thomas
Martin Fowler Brian Marick

this declaratio
t only i

Source: http://agilemanifesto.org/
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LeSS Respects & Builds Upon

The Scrum Guide™

The Definitive Guide to Scrum:
The Rules of the Game

et

Source: https://blog.scrum.org/updates-scrum-
guide-5-scrum-values-take-center-stage/

Source: http://www.scrumguides.org/docs/scrumguide/v2016/2016-Scrum-Guide-US.pdf

_ Gene Gendel, Certified Enterprise Coach www.kevstepstosuccess.com
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LeSS Complete Picture

Image source: https://less.works/resources/book-images.html
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LeSS Framework
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Up to eight teams
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LeSS Huge Framework
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B

@-Many teams doing their own Scrum

1

@-Means of creating complex structures that render Scrum trivial

LeSS is NOT!

@-“Safe Heaven” for existing organizational dysfunctions

@- Attempt to “SCALE” Scrum to match organizational complexity

Gene Gendel, Certified Enterprise Coach www.kevstepstosuccess.com
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LeSS is About!

@-Scrum (product development) — done by many teams
@-Preserving and strengthening core values of Scrum (as per SG)
@-Ensuring Scrum dynamics remain effective and not undermined

@-Exposing/revealing existing organizational/system dysfunctions

I WANT
16 KNOW HAVE YOU

THE MEANING
OF LIFE

@- Organizational De-Scaling

Source: https://www.exposingtruth.com/what-is-the-meaning-of-life/

_ Gene Gendel, Certified Enterprise Coach www.keystepstosuccess.com
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LeSS prefers

over this
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Resistance to Embracing LeSS

Larman’'s Laws of Organizational Behavior

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. Culture follows structure.

Or, Culture/behavior/mindset follows system & organizational design_ i.e_ If you want to really change culture, you have to start with
changing structure, because culture does not really change otherwise.

And that's why deep systems of thought such as organizational learning are not very sticky or impactful by themselves, and why systems
such as Scrum (that have a strong focus on structural change at the start) tend to more quickly impact culture — if the structural change
implications of Scrum are actually realized.

| discovered that the well-known systems-thinker/advocate John Seddon also observed this: "Attempting to change an organization's

culture is a folly, it always fails. Peoples’ behavior (the culture) is a product of the system; when you change the system peoples’ behavior
changes."

Source: http://www.craiglarman.com/wiki/index.php?title=Larman%?27s Laws of Organizational Behavior

_ Gene Gendel, Certified Enterprise Coach www.kevstepstosuccess.com
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LeSS Huge Requirement Areas
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Communication in LeSS: Clarification vs. Prioritization
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Scrum Distribution (BAD case)

Odd-e

Distribution inside team

o O QO
© o0 ® 0

<
P S % ooo

Site #1 | Site #2

¢ Problems:
- Trust and shared responsibility very difficult
- Leads to ineffective ways of working - e.g. use of electronic tools
- Exacerbates problems related to customer understanding

164

ource: B. Vodde Certified LeSS Practitioner (CLP) training deck
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Scrum Distribution (BETTER case)

Ddd-e

Teams on sites (LeSS)
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* Preferred when having multiple sites
* Problems:

- Team - Team communication still a problem, especially when not
adopting feature teams

1685

Source: B. Vodde Certified LeSS Practitioner (CLP) training deck
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Component vs. Feature Teams
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Local Optimization

Seeing (and Hearing) Local Optimization

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

Source: https://less.works/less/principles/systems _thinking.html#Seeing(andHearing)LocalOptimization

@-Seen in some other large solutions

@-Local Optimization provides Role Safety (not to be confused
with Job Safety)

_ Gene Gendel, Certified Enterprise Coach www.kevstepstosuccess.com
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LeSS Definition of Done (DoD)
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Source: B. Vodde Certified LeSS Practitioner (CLP) training deck
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Agile Scaling

The “Contract Game”

The Milestone point
is arbitrary
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Copyright © 2010
C.Larman & B. Vodde
All rights reserved.
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@®-Dedicated SM
@- Full-time Job
@-1-3 Teams focus

@ System change-agent
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Management in LeSS

“my manager can do my
job better than me"

Toyota (Lean) saying

manager-teacher

“One of the real problems
with American Business is
this notion that you can be
trained in management, in
some kind of peneric form
of management, and that

then you can manage any
operation.

But that absolutely
doesn't work in a
technical situation.”

Robert Moyce -
Founder of Intel _,

2899

Source: C. Larman’s LeSS Course training deck

_ Gene Gendel, Certified Enterprise Coach www.kevstepstosuccess.com
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Powerful Tooling: Causal Loop Diagrams
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Powerful Tooling: Causal Loop Diagrams
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Source: https://www.scrumalliance.org/community/articles/2016/july/from-the-less-toolbox-causal-loop-diagrams-to-visu
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LeSS in NYC
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Q&A

Questions later?

gg hyc@yahoo.com

(or receive Agile Flyer)
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I am Agile Coach, Trainer
and Organizational Design
Agent. | am a proud member of
a very small group, of about 20
people) of Scrum _Alliance
Certified Enterprise Coaches
(SA-CEC). | am proud to be the
only coach (as of this moment)
in NY State that owns this top-
level SA credential.

y | am also

Certified Large Scale Scrum
Practitioner (LeSS), something

&

My focus is on helping organizations and teams with improving
system design and organizational structure and overall efficiency. |
engage at all organizational levels: senior leadership, mid-level

-

that signifies my deep views on
organizational / system design.

management, teams and individuals. To be effective as a coach, | use
various coaching tools and techniques, based on circumstances,
while also leveraging elements of training and mentoring, to
supplement my coaching.
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Gene Gendel, Certified Enterprise Coach www.kevstepstosuccess.com

| have successfully served small, mid-size and large companies. |
have traveled to various parts of the world, while delivering agile
training and coaching for my clients and employers.

| am an active member of local agile community (NYC), where | am
known as a big proponent of community-wide, cost effective agile
education. | deliver such education “to crowds” via personal
presentations, organizing open-space agile collaboration workshops
and retreats, group meetings and other community activities. |
strongly emphasize the importance and abide to ‘ethics of agile
coaching.

| strongly support Scrum Alliance (SA) in its efforts of “transforming
the world of work”. | am an active member of SA working group of
coaches and trainers that have been involved in improving SA
certification programs, by aligning them with natural career paths of
agile professionals: Team Level Coaching Certifications (CTC) (I am
one of co-creators of the program) and Enterprise Level Coaching

Certifications (CEC)

Here is the list of my main focus areas:

* QOrganizational/System design

* Enterprise-wide, scaling agile solutions and frameworks
e Promoting System over Local Optimization

* Moving companies away from Skinnerian Behaviorism

* Converting Tylorian Corporate Culture to Kaizen

e Educating about Motivation/Rewards/Incentives

* Agile Product Ownership and Management

Coaching Sr.Leadership, ScrumMasters, Product Owners, Teams

Implementing Agile frameworks: Scrum, Kanban



http://www.keystepstosuccess.com/

