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Deborah Hartmann Preuss

| provide Effectiveness Coaching for individuals
and teams — to help eliminate obstacles, and
to define their values, priorities, and direction
so they can move ahead with confidence.

| train and coach teams adopting Scrum and
other Agile methods, and | help other teams
tweak their existing Agile processes.

| have been a team lead, business analyst,
programmer, lifeguard & watercolour painter.

| created and managed the InfoQ/Agile

Amazing things community until recently.
begin If you like what you hear today, please visit
at the edge InfoQ.com for.a wealth of news, e){perience
of Chaos. reports, and videos on related subjects.
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Egoless Team
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Oxymoron: a paradox reduced to two words
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Leader as ...

* Meaning Maker
 Catalyst for Growth
* Model of Integrity
 Cultural Change Agent

* Facilitator
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Troubled Teams
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High Performing Human Systems
are:

Productive
Amazingly fast
Sustainable

Peaceful

Ref: The Behavioural Characteristics of High Performing Systems, Peter Vaill.
Quoted in Wave Rider, Harrison Owen.
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Management
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Self-Management
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Anti-patterns
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Anti-patterns
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Anti-patterns
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Anti-patterns
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Anti-patterns

“‘|---....

L
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“The problems we have "

cannot be solved at
the same level of thinking
that created them.”

Albert Einstein
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Team

Required elements for a team:

Individuals
who commit to work together
to reach
a common goal

If elements are missing, it's simply a “work group”
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Hero / S***head
Rollercoaster

(after Kent Beck)

Re: “Ease at Work” video by Kent Beck
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The Visionary

/

need sowme
workers !
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Visionary Product Dev
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Visionary Product Dev
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Horizon of Unpredictability

Predictable 53  Uncertain Totally upredictable
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Multi — Expert Teams
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Leadership
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Feedback Loops
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(The Edge of ) Chaos

-------
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( how is this model helpful? )
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the
Wave Rider
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Open Space

It shouldn’t work,
but it does

14
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Open Space

It shouldn’t work,
but it does
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Concept:
“Opening Space”

making room for, and inviting,
self-organization,
to generate what’s needed
here, now
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Sub title:
"Authentic Leadership: The
End of the Illusion of
Control

Wave Riders are ... possessed of
an innate capacity to go with
the flow, constantly seizing
upon opportunity when others
see no possibility. Their level of
performance is consistently
high..., with a degree of
excellence that may seem
unbelievable. Together with
their fellows, Wave Riders
create the critical community
bonds, essential for productive
activity. And they bring a
special gift - Leadership.

An application for business of the
principles underlying Open
Space Technology, by its
originator. A leadership
paradigm shift.
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Metaphor

jdddddddddélllr .

Presentation © Deborah Hartmann Preuss, 2009 - deborahpreuss.com

38

17



Metaphor
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The Change Agent

Presentation © Deborah Hartmann Preuss, 2009 - deborahpreuss.com

40

18



4

Double-Loop Learning

Reflection : —f Techniques,
Mental models vs Tactics, Tools
Values and Goals

Product

How can we make our
work more
efficient?

. Is this way of working the most
Single L66p Learning: ef fect/ve
Doing things right Vy_v_ayftd reach our goals?

Double Loob —Learning:

Doing the right things

Source: Chris Argyris, see http://www.infed.org/thinkers/argyris.htm
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Retrospectives

DO THEM
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Indispensable Resources for
“Learning” Software Organizations

Conventional Agile
Project .
Retrospectives lt?OSpectives
A HANDBOOK FOR TEAM REVIEWS Making Good Teams Great

NORMAN L. KERTH

Jorcword by GERALD M. WEINBERG

il

Esther Derby
Diana Larsen
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Organisation-Wide Change

Fearless Change:
Patterns for
Introducing New ldeas

— FEARLESS

and Linda RISIng PATTERNS FOR INTRODUGCIKG NEW IDEAS

=
| recommend that everyone read c HA N &

L
this book who has a vast
interest in keeping his or her L‘

organization flexible and open
for cultural change.
--Jutta Eckstein

—Mm“%mﬁ%&mm—
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The Facilitator

Presentation © Deborah Hartmann Preuss, 2009 - deborahpreuss.com

45

Dialogue [dahy-uh-lawg], noun

a form of discussion
that takes place
when different contributions are considered
in terms of the validity of the arguments,
rather than assessing them
according to the power positions
of those who advocate them.

Dialogue aims to increase the team’s
pool of knowledge,
so they can self-organise better.
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Learn to Facilitate

A Classic:

The Skilled Facilitator:

A Comprehensive
Resource for

Consultants, Facilitators,
Managers, Trainers, and

Coaches

by Roger Schwarz
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THE (77 . 6
=Ykilleo
FACILITATOR

A Comprehensive Resource for Consultants, Facilitators,

Managers, Trainers, and Coaches

ROGER SCHWARZ
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Collaboration Explained:

Facilitation skills for

software project leaders

By: Jean E Tabaka
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“a wonderful insight into:

* what it takes to be
collaborative,

* the techniques used by
good facilitators to assist
groups in being more
productive, and

* some templates to
assure their first efforts
are well planned.

-- David Spann
(reviewer)
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Patterns for Teams

FOR YOU honed over many years, to
increase engagement and
collaboration on software teams.

“The Core Protocols" portion of the
book is available for free download
at http://www.mccarthyshow.com
and Jim talks about them in an
InfoQ.com video from Agile2008

Also look for the McCarthy's
"Team IQ test".

Presentation © Deborah Hartmann Preuss, 2009 - deborahpreuss.com

50

The Core Protocols

to increase team engagement and collaboration

1. Pass (Unpass) 7. Decider
2. Check In

3. Check Out

4. Ask for Help

5. Protocol Check
6. Intention Check

8. Resolution
9. The Perfection Game
10. Personal Alignment

11. Investigate

http://www.mccarthyshow.com/Default.aspx?tabid=1324
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The Core Protocols

The Check-in Protocol

“| feel sad that I'm missing my son’s first day
of school today.

Also, | feel mad that our Product Owner
skipped our demo yesterday.

And I'min.”

See the protocol online at http://www.informit.com/articles/article.aspx?p=26358
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Modeling Integrity
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Modeling Responsibility

This poster from

THE RESPONSIBILITY PROCESS

Christopher Avery
RESPONSIBILITY literally draws a line
between true
OBLIGATION responsibility and
other behaviours we
SHAME commonly,
JusTiFy unconsciously use to
avoid taking
Lay Biame responsibility for
ourselves.
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Modeling Responsibility

A

Teamwork is an Individual Skill

TEAMWURK Avery explains steps each
_ bh team member can take to
ke “NMDI}]M become more responsible
fnm S for their own behaviour (self
Gettiaig Your Work Done management), thereby
Responsititt modeling new possibilities
for their teammates and
colleagues, with the net
effect of enhancing overall
B ol team performance and
i M peacefulness.
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Meaning Making
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The Meaning Maker

FTSOW

For the sake of what?
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Stated Values

This document
MUST be created
by the team in
order to allow
movement toward
a more complete
list of values.

: : = I
)\ ﬂo,({( Qac g
A 8
D Custorr Foxes
i %> 7(\,((; ({m,"u\w";mé,ﬂ
L(/\ (—\ / |

Gpracity Aaetermimes oMny Tmen

U
&
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‘S,/ @Mf‘f,in.m [rustiy Gy

Ol Qorla \‘(' 5

; é) (On“{f‘if\ucui :.‘nryo‘m:r,,mr:,.;;er M,f g VGE;K:Zi tshaeyfam ts
1 C(ncomme,‘gm Qi DON'T THINK !
R DON'T ASK !
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Behaviour - The Core Commitments

Commit to engage
when present.

Seek to perceive more than I seek
to be perceived.

Use teams, especially when
undertaking difficult tasks.

Speak always and only when I
believe it will improve the
general results/effort ratio.

Offer and accept only rational,
results-oriented behavior
and communication.

Do now what must be done
eventually and can effectively
be done now.

Disengage from less productive
situations
- When I cannot keep these
commitments,

- When it is more important
that I engage elsewhere.

Seek to move forward toward a
particular goal, by biasing my
behavior toward action.

Use the Core Protocols (or better)
when applicable.

Neither harm—nor tolerate the
harming of—anyone for his
or her fidelity to these
commitments.

Never do anything dumb on
purpose

Excerpt from http://www.mccarthyshow.com/Default.aspx?tabid=341
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Managing Team Promises

Are you aware of your
“Discourses of Overcommitment” ?

Blindness
Heroic
Hopeful
Fantasy
Resigned
Cynical
Criminal

Presentation © Deborah Hartmann Preuss, 2009 - deborahpreuss.com

60

Managing Team Promises

CAPACITY:

We have a good grasp on our team’s

key customer and state what they c | B y for action and apply it well
about, what their primary concer 3 : o

PROMI :
We keep a clearly written and u -3 et i W
st of desired outcomes for the next -~ .~ . ) our awn & ability to deliver, & we
18 months, with target dates e ) " know when we will next do this together

| LEARNING:
[ReRt 8 B : ent intervals we assess what
what our key customer’s - we are Accom g vs. what we care
highest priority requests are, for our, - - o about and adjust either our action plan
current work period '\ : L R . or ouf definition of Care

y CO-ORDINATION:
have good practices for collaborating
“together to fulfill promises too large for
one person alone

COMMITMENT:

We make promises we know
keep, and when this proves
promptly and clearly reneg
our key customer

Diagnostic Tool — Team Care and Promise Management © Deborah Hartmann Preuss
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Coach:
The Catalyst
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Coaching

The International Coaches Federation
defines coaching as

partnering with clients in a
thought-provoking & creative process
that inspires them to maximize
their personal and professional
potential.
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Coaching Activities

Listening, listening, listening
Asking “Powerful Questions”
Helping the team build vision, values
Reminding the team of their own goals

Helping the team learn
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“Powerful
. (1)
Ruestrons 7
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More Power ful

Less Powerful
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THE ART OF POWERFUL QUESTIONS:
Catalyzing Insight, Innovation, and Action
by Eric E. Vogt, Juanita Brown, & David Isaacs

http://theworldcafe.com/articles/aopq.pdf
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Powerful Questions

Why did we do it that way?
- tendency to dig in, defend

What would make this work better?

- moves forward into action
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Powerful Questions

Can | help?
- Yes/No. Easy (safe) to say No.

What can | do to help?

- assumes help is wanted, “Yes” is easier
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Leader as ...

* Meaning Maker
» Catalyst for Growth
* Model of Integrity
 Cultural Change Agent

* Facilitator
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Intelligence
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The Leaderful
Teams Model
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CONVENTIONAL LEADERFUL
R D Leaderful Organization
i | (I
\ - model
S from Joseph A. Raelin
B B A series of four continua
Indwidu.i Col!f'nve
18 B *
‘ omnng Collaborative
G\ “You can’t change what
§ |
L — you can'’t see!”
BOO6N
Dispassionate Compassionate

FIGURE 1-2. The Canfiflia of Leadership
Source: Creating Leaderful Organizations, p 14.
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Followership - Leadership

Relobionckiy | SELLING  PARTICIPATING

e /‘ K

TELLING | DELEGATING

Ieler .
éﬁh‘m e Task Oriented
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Subtitle:
How to Bring out

Leadership in Everyone

Aimed at the Knowledge
Workforce, which includes
software developers.

Outlines a leaderful approach
shown to enhance
effectiveness, creativity and
workforce satisfaction.

' OW TO BRING OUT
LEADERSHIP IN EVERYONE

It draws from more

' ! L ' traditional leadership
r T discourses to provide sources
I of growth for managers and
, -r"" - L all team members.
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What does your team really care about?

What could you do (notdo) differently to
open the space for more team success?
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A Thought Experiment:

You’'ve decided you want to try this:

What is your first step?

Discuss!
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Thank-you

www.deborahpreuss.com
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