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Foreword

	I have been a consultant and coach since 1994 and began investigating Agile in the early 2000s. In organization after organization that I dealt with, I found individuals in fear-based cultures struggling to recover from failure or to implement the changes that they needed to make in order to improve. Occasionally I was able to encourage a more learning-based approach in the area in which I was working, but more often there was little interest in anything more than a short-term fix.
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	It's rare enough to find a book on coaching that incorporates systems thinking, or an understanding of how people learn, or how someone might perceive things differently based on past experience. In Being an Effective Value Coach, Al Shalloway and Paula Stewart have done that and more. It's the best book I've seen on coaching people involved in knowledge work in an organizational context. I wish it had been available when I started consulting and coaching.

	—Susan Thompson, Agile Business Analysis Consulting and Coaching
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Preface by Al Shalloway

	By training I am a theoretical mathematician and pragmatic engineer with an eye on the human aspect of knowledge work. I have graduate degrees from MIT and Emory University in EE & computer science and mathematics and a Magna Cum Laude in Psychology.  I have been a consultant for over forty years and a coach for two–thirds of that time. I have never been tied to one approach - so much so that I’ve been called a “serial adopter.” I took that as a compliment since I always look for a better way. I’ve spent most of the last two decades creating my approach that builds on the shoulders of giants. 

	The book is not just about improving people’s listening and speaking skills, their patience, and their personalities. While a certain level of abilities and character are required, getting to that level if you don’t have them can be a lengthy process. It’s not that it can’t be done, but the intention of this book is to show how you can quickly improve your abilities to communicate without having to change your personality or listening skills.

	The need for this book grew out of the first offering of my Amplio Development Master Class. During that workshop, participants loved the new concepts I was conveying and continually asked me how to convey this to others, especially executives and managers. Their frustration stemmed from a lack of confidence in their ability to engage these people with the useful concepts they were learning. This wasn’t just with my concepts but was a general concern about explaining new ideas to others.

	It occurred to me that it does little good to learn concepts if you can’t convey them effectively. I started writing chapters about how to do this in the sister book Amplio Development: The Path to Effective Lean-Agile Teams, on which that workshop was based. It soon became apparent that these chapters would make a great book in itself.

	After starting the writing of this book, I came to know my co-author, Paula Stewart. In addition to our shared commitment to help people, and being life-long learners, we had a common connection via Landmark. This gave us a shared knowledge about the human condition and how to both help ourselves and others. 

	This resulted in a shift in what this book is intended to be. Our joint work here has extended what was originally a book on coaching in knowledge work to include how people assimilate and reject learning. In other words, it expanded to include how people are as human beings.

	I had long known this aspect of the book having taken Est in 1983 and continuing my involvement as it transformed into Landmark and The Forum. I helped promote and produce workshops for Landmark and Logonet,  a related organization. Working with these groups has let me know of the impact proper coaching can have on people and how people that are entrenched in their way of being can be helped along their life journey.

	I had originally left this aspect out of this book. But working with Paula had me realize that even though this book is not a purely coaching book, much of learning in business is related to leadership, communications, and individual coaching in that how receptive we are to learning and how we communicate makes a huge difference in how effective we will be in our careers.

	The need for a book that encompasses how to convey new ideas to people while understanding how people “operate” so to speak became apparent. This includes team and organizational approaches in setting up people to be successful. 

	It also must include what we call “active speaking.” Active speaking is when you attend to how people will listen to what you say.  You consider their own way of looking at the world. You use practices to overcome your filters or triggers while understanding their filters, triggers, values, and commitments. This gives you insights into how they will react to what you are saying. This enables you to meet them where they are. To be empathetic to their views and to avoid triggering a resistance reaction. Paula and I are well entrenched in this method and have found it to be invaluable for coaches, consultants, and leaders. Both of us have had our own journey of uncovering and addressing our own patterns while writing this book.

	This is that book. It can be used with any approach. However, it will be much more effective if you take an attitude that there are certain rules underneath the knowledge work that we should attend to. I’ll lay these out at the appropriate time. Relying solely on empiricism for understanding, according to the philosopher Immanuel Kant, leaves one 'blind' to deeper insights that require rational thought as well.

	Another difference in our approach is that we do not believe coaches should sit back and watch their teams flounder, using only light interactions to get their attention. This doesn’t mean coaches can jump in and tell people what to do. We’ll discuss this in more detail as we go along.

	Coaches use many approaches to guide improvements. Sometimes, they simply point out a problem. Sometimes, they can suggest a simple fix to a mechanical or procedural issue. More often, they help people learn to look at a situation in different ways, developing new habits of thinking. Coaches always take an active role in helping others see what is needed to improve. In any event, the coach must take an active role in helping others see what is needed.

	This more proactive perspective has often been ignored in the Agile space. Many people believe looking for cause and effect is not effective in the complex space of knowledge work. This attitude makes it impossible to do the type of coaching we are talking about. This book includes some chapters on mental models from my Amplio Development book to clarify how this can be done. This does not limit this book to those using Amplio. These concepts apply to any approach; all coaches will find this book useful.

	The Agile coach must tread a fine line between seeing what is needed and telling people what to do. It doesn’t work well for coaches to tell people what to do. Not because they may resist but, more importantly, because they will not understand the path.  If people are told what to do whenever they run into challenges, they won’t have worked out the details necessary to overcome the missteps that may follow.

	An effective coach is more like a guide - shining a light on the way forward so others can discover for themselves what is useful. 

	This book attempts to quickly and dramatically enhance your ability to influence others to solve their challenges. It is a part of a family of Amplio offerings to help us all learn together.

	As we will describe in the introduction, this book is a culmination of what we’ve seen working, but is mostly ignored, over the last 2+ decades. How people learn, systems thinking, and the causes and effects of knowledge work have been mostly ignored in the Agile space for any number of reasons.

	This book is timely. Many companies are laying off Agile coaches. And budgets for Scrum Masters in particular, seem to be slashed. We believe there is an opportunity to create a new kind of Agile coach - one that focuses on how to create value, not how to follow a framework. And one who understands both people, systems, and science required to be effective. While we have no doubt that many individuals already do this, we have not seen a defined approach for doing so and we hope this work encourages others to do so. 

	
Preface by Paula Stewart 

	During a recent hike, I reflected on my introduction to systems thinking, which began during my college years. In 2000, with a catalyst leader, Chris Noel, I had my first experience working with agility. We used a pragmatic approach influenced by XP principles and practices. Chris identified me as a systems thinker and appreciated my ability to focus on both the customer and technology. The iterative value delivery and feedback from our customers and users was inspiring. I wanted to recreate this experience for knowledge workers.

	As much as working side-by-side with business users allowed me to gain a deep understanding of a domain quickly, it was also about being connected to our users and being invested in their work. My goal is to recreate that experience for teams. With a runway, I have made significant contributions where leaders, teams, customers, and users won. The many long walks and conversations with my oldest son who is leading the architecture, design, and development of sustainable solutions or with my husband allows me the opportunity to contribute and learn.

	Throughout my career, I have been at the heart of transformative programs, starting with the Outcome Evaluation Program, where our small yet impactful team delved deep into systemic issues affecting children and families. My experiences have spanned technological and organizational transformations, from the early days of the Stradis Methodology to contemporary Agile Transformations. The lessons from these diverse initiatives, such as XP, Lean Six Sigma, Rational Unified Process, and Business Intelligence, have been profound in practice and the philosophical shift they demand. True transformation is about people.

	This realization has been a guiding light in coaching groups, teams, couples, families, and individuals. It has been part of a loving relationship with my husband, raising our wonderful sons, and the care of our parents. I've learned that foundational elements, often overlooked, are critical for sustainable progress. My reflections on these experiences are not just musings; they are distilled into actionable insights shared on Sevawise.com, our programs, and captured in many the pages of our book. 

	As we wrote the book, I added several concepts, including some of the attitudes, the inclusion of context, how to treat people doing the work, team dynamics, and keys to organizational change. I saw that this book could be used by leaders, knowledge workers in various roles, and coaches. Al was generous in allowing the scope of the book to grow. It was crucial to examine everything related to coaching from the Ways of Being through reframing, being strategic about communication, creating empowering contexts, helping people understand the Runway, understanding team distinctions, and organizational barriers that can be overcome. Al and I had previous experience teaching using experiential, just-in-time micro courses in multiple modalities. I came up with this approach when my husband found himself one coach serving multiple global teams due to an acquisition. I included how to bake in learning and psychological safety from talent acquisition, onboarding, and team distinctions to the timing of an improvement initiative or transformation. We must start with well-being and mental fitness with leaders and teams. This makes everything else impactful, focused, and effective. I am grateful for being able to present at conferences the combination of Lean, Agile, and the Theory of Constraints starting in 2020. These were part of my work with organizational transformation over many decades. We can more easily address wrong incentives, lack of strategic goals, a focus on teams when we do not have the foundation, product management maturity, financials, and digital capabilities. We can start with the partnership between business and technology. Finally, in large organizations, using an Integrated Technology Portfolio Manager, as most organizations underestimate the scope and costs of a successful digital modernization initiative, is a cost-effective, dynamic root cause and impact map.

	I added Artificial Intelligence as I see it as a strategic win for many coaches. I started looking at Artificial Intelligence over a year ago. I had many conversations with my son where we compared how we could or did use generative AI. I provided business owners, university professors, and a mother who provides her children with home-schooling ways to use artificial intelligence and encouraged my husband to dive in. Consider how Artificial Intelligence can contribute to every part of the product life cycle, customer journey, and operational efficiency. 

	I gained compassion, empathy, and a deep understanding of how past conversations impacted people when I coached under Sandy Robbins for almost hundreds of hours over many weekends and weekends with small groups and one-on-one coaching over several years. I was part of many peoples’ relationships in every area of their lives, transforming, not just improving. This led to me coach an Executive Director for a non-profit that serves disadvantaged youth. This also had me look for and find and develop programs that impact mental fitness. I have multiple coaching teams running: 1-A women’s coaching group to guide amazing and high-achieving women in replacing self-limiting beliefs, eliminating imposter syndrome, and spending more time on what is most important to them, 2-A couple interested in adopting, 3-A couple transitioning into product management and team leadership roles, 4-A POD of and small business owners, and a psychologist. As a Positive Intelligence Coach in Shizard Chamine’s Positive Intelligence PQ® and other modalities I have practiced, they will live with greater well-being, empathy, connection, resilience, and creativity. They will also impact their children, friends, team members, and family members.

	Ultimately, I am writing this for my sons, nieces, nephews, and leaders who are balancing a lot in their lives. I see a world where work is rewarding, challenging, and empowering. Creating opportunities where everyone wins is possible!

	 

	 

	 

	 

	 

	
Introduction

	This book is an essential read for leaders, coaches, and consultants at all levels involved in helping themselves and others to be more effective. At the heart of this lies the art of creating value and inspiring others to do the same. Imagine organizations creating value and empowering every stakeholder in the process. This book doesn't just skim the surface with micro-level practices; it dives deeper, uncovering impactful patterns that shape our ways of being, communicating, thinking, and learning.

	This book is a collaboration of two practitioners/consultants with diverse yet complementary backgrounds. Our most significant common ground lies in the understanding that while individual roles, people, and teams are critical in any work environment, the influence of systems and culture is equally pivotal. This shared perspective allows us, the authors, to weave a narrative that melds our individual experiences and insights as both practitioners and consultants, each with decades of expertise with both.

	Most of this book is a truly collaborative effort, with both of us integrating our perspectives into the collective wisdom, regardless of who initially contributed the idea. Consequently, we primarily use “we” throughout our narrative. In some instances, however, personalization is valuable. In cases where we wish to share insights derived from specific experiences and we wish to provide our learnings as well as illustrate the concept with a personal story, we will identify the author and use "I" to be clearer.

	Our intention is to present a unified yet multifaceted narrative. By clarifying the source of our insights and experiences, we aim to provide you, the reader, with a deeper understanding of the context and richness behind our shared knowledge.  

	We address common challenges head-on, showing you how to convert what often becomes a vicious cycle of continuous coaching waves, talent turnover, and missed strategic targets into a virtuous cycle of sustained success and growth.

	We venture beyond the minutiae of everyday practices, offering you a collection of impactful patterns that reshape the very essence of being, communicating, thinking, and learning in an organizational context. These patterns are your toolkit for adapting to diverse environments, providing a clear lens to view how ecosystems intricately influence people on a broader scale. By “ecosystem,” we mean how work is done in an organization, the way people are organized, and even includes partners, vendors, and other external entities to the organization. In other words, the ecosystem is the context in which people work. 

	We’ll use the word “system” instead of ecosystem because it implies a deeper reach. Ecosystems may be more visible, but they are connected to all of the other parts of the system. 

	It would have been possible to just use the word “system” throughout this book. We use the word “ecosystem” when we want to emphasize that how the system relates to the people in it is important.

	This approach empowers you, as a coach or leader, to foster positive feedback loops, an essential mechanism for maintaining momentum and effectiveness during periods of change.

	Think of these patterns as keys that unlock the potential to adapt to any context, offering a holistic view of how the systems people are in intricately weave into the fabric of people's lives. 

	As a coach or leader, you're not just a bystander but a catalyst for change. This book equips you with the tools to create and sustain positive feedback loops.

	Although it contains theory, this is not a book of theory. It is filled with practical, pragmatic lessons that can improve your ability to assist others. Many people know useful things, but if you can’t convey them well, they have little value.

	This book goes beyond the normal standards of Agile coaching. It discusses three domains often ignored in knowledge work:

	How people learn, resist change, filter information, and more. Communication is not just about how to talk and listen better. One must attend to how others talk and listen. This book will provide insights into human behavior and how leaders and coaches can effectively address human behavior. 

	Throughout this book, we talk about ways of being. This comes from, among others, the philosopher Martin Heidegger and psychologists such as Carl Rogers and Virginia Satir. Ways of Being refer to the enduring characteristics, attitudes, and inner dispositions that shape how a person interacts with the world, rather than just isolated actions or reactions at a particular moment. It encompasses an individual's consistent manner of conduct, thought, and emotional response, integrating their values, beliefs, and identity over time. We have both witnessed over decades how people can transform their Way of Being.

	There is a knowable set of causes and effects in the Agile space that have been espoused by several thought leaders such as Dr. Eli Goldratt, Tom Gilb, and Don Reinertsen. We will present a model of understanding that can make an Agile coach often seem pre-cognizant. However, they are just attending to what is, in fact, visible if people know what to look for.

	Systems thinking. Systems thinking tells us to look at our organizations as systems embedded in the larger world and composed of subsystems. We cannot look at any one piece in isolation. In addition, the systems we’re in cause most of our challenges. All too often, we look to see who we can blame. We need to focus on what the system is doing to cause challenges, including human behavior. All too often Agile methods are espoused without consideration of how they will impact the people expected to adopt them. 

	These three concepts interact, and all must be used to be effective. There are many other concepts we cover that are mostly ignored in the Agile space. We’ll discuss these in the chapter Concepts not sufficiently dealt with. These alone would be worth your time. But you will find the three concepts mentioned above greatly magnify their usefulness.

	We take it one step further. Many coaching books discuss what to do as if we live in an ideal world. We don’t. Particularly coaches. They don’t get to choose who to coach most of the time. There are, therefore, two significant constraints on them. The first is how to interact with people of all types. This is based on the common human condition. The second is that there is often too little time to get the job done. This book recognizes these challenges and provides insights and techniques to be more effective with both. As you progress through this book, you will gain insights that allow you to see things more clearly and solve problems from a different perspective. Changing how you think, see, and communicate allows you to contribute to people, teams, and organizations powerfully. 

	This book, along with the support available from the authors’ websites, will provide you with the means to accelerate your road to mastery.

	A word of caution

	In the writing of this book, even with our knowledge of these practices and theories, we sometimes fell short of the mark we espouse herein. This is a warning that you never escape the human condition. We can now sit back and laugh at the gift this was for both of our lives with expanded love, gratitude, and respect for each other. 

	


This book is organized into three guidebooks

	All three guidebooks emphasize the significance of experiential learning with real-world application and a model for understanding knowledge work. These together enable people to take advantage of their own experience. We encourage readers to actively engage with the material and integrate the principles into their coaching and consulting practices. Our goal is to empower coaches with the knowledge and skills to make a genuine impact in their roles, helping teams and individuals unlock their true potential and achieve sustainable success.

	The first guidebook establishes the foundational understanding of "being" an effective coach. The second guidebook identifies and creates strategic opportunities to contribute in ever-changing contexts. It equips coaches with the tools and insights to excel in their coaching endeavors by increasing their impact on systems, teams, and organizations. The third guidebook provides some consulting insights. The fourth guidebook provides case studies, special situations, and tips. Together, our goal was for these books to elevate the practice of coaching and contribute to the professional and personal lives of those who incorporate this book into their coaching role.

	Guidebook I is called “Coaching craftsmanship.”  Guidebook I covers mental models, self-limiting beliefs, cognitive biases, and ways of being. Coaches are encouraged to impact individuals, teams, and the system by learning patterns and actions for creating an empowering context, impactful communications, and learning.

	It introduces the concept of “active speaking.” That is, speaking while attending to how people react to what you are saying. 

	Guidebook I demonstrates taking advantage of “active speaking” in how people learn and how to coach. We discuss how experts and those with less competence perceive and pay attention to different things. We share the distinctions an expert focuses on and how they think, considering contexts, systems, and patterns.

	Furthermore, we discuss the types of communication that promote acceptance of new ideas. You might not realize how much science is involved in this. Our intention is not to be prescriptive. It is the opposite. We wish to inspire you to think about pattern-based solutions that can be applied to many contexts as they are inherently non-prescriptive.

	Guidebook II is called “Coaching at Multiple Levels.” It focuses on "being" an effective coach, drawing insights from diverse experiences, studies, and involvement in various coaching communities. This section imparts coaching and leadership qualities, core knowledge, ways of being, and principles of authentic communication that enable coaches and leaders to be truly effective. We focus more deeply on models related to human behavior, relationships, context, communications, systems, and teams. This chapter is critical to impacting culture, so it starts with the quote: “Culture eats strategy for breakfast,” by Peter Drucker.

	This guidebook discusses how the system people are in affects leaders, individuals, and teams, along with proactive steps you can take. Paying attention to frequently ignored common models of human behavior, team distinctions, and organizational patterns can provide a solid foundation for your teams. We expand from how coaches continue to engage in personal development to working with individuals to working with teams and organizations.  In addition, we identify what is often missing in organizational transformations.

	Guidebook III is called “Coaches need to consult at times.  While this book is primarily about coaching and is intended to be applicable to all approaches, there is a thin line between coaching and consulting. Consulting involves changing how people work and advice on it necessarily includes something about the approach being espoused. In this guidebook, we’ll talk about a variety of issues that are perhaps more for consultants than coaches but which coaches should be aware of. We will discuss both some standard issues to work with as well as some of the concepts in Amplio.

	


A Companion Book Is Coming

	A companion book that contains supplemental information, and will be available at no cost is coming. It will have a guidebook “Case studies and special situations.” It discusses specifics by presenting case studies, common situations, and tips. We provide these stories for those who are dealing with some of the same issues. These stories inspired journeys that led to writing many parts of this book. 

	It will also contain more tips and tricks.

	


Who this book is for

	This book is designed for anyone who wants to improve their ability to lead and/or coach people. However, it has a few people specifically in mind and we will add discussions about how to use this book for specific roles.

	Leaders, managers, coaches, and consultants invested in creating resilient learning organizations

	For organizations to succeed in the volatile, uncertain, complex, and ambiguous world (VUCA), it only makes sense that leaders possess the same qualities, mental models, principles, and ways of being successful coaches. This book will benefit leaders involved in any organization-wide change.

	This book will help you communicate and work with people more effectively, regardless of your approach.

	Scrum masters who want to become effective coaches

	We believe that being an effective Scrum Master requires more than what’s provided by Scrum itself. Without a mental model that represents what makes knowledge work effective, Scrum Masters are limited to an "inspect and adapt" approach, having to run experiments without assurance that they will be an improvement. A new world of possibilities opens to them with the addition of the theories of Flow, Lean, and the Theory of Constraints. This book will help Scrum Masters become better Scrum Masters and more effective leaders. They are encouraged to think and communicate about the systems they are in using their dormant knowledge and experience. 

	People who want to take advantage of what’s been learned in the theories of Flow, Lean, and the Theory of Constraints. 

	Shared understanding accelerates overall understanding. In the years since the Manifesto for Agile Software Development, the theories of Flow, Lean, and the Theory of Constraints have been deepened and become readily available. This book takes advantage of them by using them as steppingstones to convey essential concepts. 

	Knowledge workers who want to be empowered

	This book is also for knowledge workers to have a holistic understanding of the context, the system, and organizational barriers and patterns that impact them in their work and who would like to learn how to coach up.

	Being a great coach parallels the idea of mental models in Amplio - it's not just mindset. Hence, this book is designed especially for those learning Amplio.

	Podcasts for many chapters are available

	Many of the chapters have podcasts about them. Others are being added over time.

	You can find these podcasts here.

	Themes

	Throughout the process of writing this book, several themes became apparent:

	
		Everyone benefits when coaches empower organizations to see how critical it is to fully invest in understanding and acting on what their customers value while eliminating everything that pulls the organization away from that focus.

		There is an intractable challenge often due to cognitive bias, mental models, limiting beliefs, assumptions, and simply fear of change: People only sometimes see 'what's in it for me,' the (WIIFM) factor. Reframing is a core competency for effective organizational transformation.

		Coaches have the potential to generate significant value by recognizing that transformation is a journey comprising numerous transitions. They create an architecture of the transformation while focusing and acting on improvements. Having this holistic, longer-term perspective and a short-term focus is critical.

		Coaches become more effective through learning and applying mental models, distinctions, patterns, understanding contexts and ways of being, thinking, communicating, and learning. They can partner with other coaches with different strengths and gain mastery more quickly.

		We emphasize context, systems, and patterns at a higher level than frameworks, methodologies, and practices. By quickly recognizing patterns, we can positively impact any organizational transformation.

		In transitions, all stakeholders must be brought along. People often consider those lagging to be impediments. However, when we respect these people, we often discover insights that will help everyone move forward.

		Coaches are more successful when they incorporate a model of understanding based on validated experience into their coaching.

		Partnerships between business and technology, product management maturity, and digital capabilities are foundational. While starting with teams is popular, it doesn’t directly address these and often leads to problems later.

		Every transition should include a systematic approach to finding and addressing organizational barriers.

		All aspects of an organization must be included, not merely business and development. Value to customers can be delivered more quickly when Sales, Marketing, Customer Service, and ops are included from the very beginning. All departments that support the organization must also be attended to (e.g., People/HR, Finance) even if they are not directly involved in development.

		Alignment around strategic goals and metrics involving people, financial services, and business and technology partnership provides workability. Without it, coaches find themselves in organizations where priorities and decisions work directly against the transformation.

		When you recognize organizational barriers as patterns, there are often simple ways to address challenges.

		The potential impact of coaches is more significant than many people realize, even coaches themselves.

		Everything begins and ends in communication. Investing in communication across an organization is foundational.

		Psychological safety must be built into the system people are in. 



	Concepts not sufficiently dealt with in knowledge work

	There are many concepts we’ve found useful, even essential, that are not commonly discussed. We’ve listed a few of these here:

	
	● Effective “attitudes” for coaches and the fact that it is a lifelong practice: Attitudes of an effective coach, Coaching is a lifelong practice.

	● System Thinking creates empathy and workability: Common cause and special cause errors, The importance of systems thinking, Understand the system.

	● Using systems thinking and known patterns based on theories and models accelerates the emergence of effective practices, First principles allow us to quickly address common challenges, Inspect and adapt versus efficiencies using models.

	● Understanding patterns gives people an edge by enabling them to have a holistic view of how things work together.: Thinking in patterns.

	● Respect the context you are in. Context is decisive: Capabilities of a coach, Coaches and leaders create empowering contexts.

	● Combining value streams, systems thinking, context, Lean, the Theory of Constraints, creates deep insights providing what actions to take. 

	● Recognizing that different aspects of knowledge work have different degrees of complexity.

	● The biggest challenge with knowledge work is small errors or misunderstandings causing big problems, not complexity: Complexity Is not our enemy, nonlinearity is.

	● Effective coaching requires conveying essential distinctions that many don’t even notice. What’s the difference between experts and those with less competence.

	● Recognizing that although companies are organized vertically, the work flows across the organization horizontally. Vertical organizational structures create silos with attention on local optimization and not on quick value delivery.  This can be illustrated in a graphic that makes waste in a hierarchical organization painfully clear: Managing within a hierarchical organization.

	● How to communicate effectively with leaders: Getting executives to understand quick flow

	● We need a way to continuously address organizational challenges and barriers. More waste is caused by not addressing these barriers efficiently than by not knowing what to do: We know what causes waste.  

	● Any change initiative is more successful when communications are strategic and coached including: 1-Listening fully to hear what people don’t say, including their commitments, 2-Acknowledging people authentically and the way they want to be acknowledge: Communications are foundational, Communicating for commitment.

	● Talking about Challenges versus Problems: Talk about challenges, not problems.

	● The foundation for great coaches and leaders is personal integrity. The foundation for personal integrity is well-being which must include mental fitness practices.

	● It is critical to understand the roots of human behavior to support people through change.

	● Being attentive to how people learn and think: Ways of being.

	● How to start an engagement by being respectful and making clear the path to be taken will be decided on as a partnership. Starting an engagement.

	● How starting teams with preset, not fit for purpose methods, can adversely affect team Agile adoptions. Working with organizations. 

	● By creating partnerships between business and technology at the start of a transformation, every phase becomes significantly more effective. Start with the business.

	● How to coach managers.

	● Agile coaching teams often model hierarchies with silos, the very structure they are trying to dissolve in their organization. How about modeling a learning organization?

	● Coaches are in a great position to drive change around artificial intelligence.

	● Everything begins and ends in communication. Investing in communication across an organization is foundational.

	● There are a million ways to build psychological safety and being a systems thinker makes it easier for you to find the opportunities.



	
What is an effective coach?  

	Numerous perspectives exist regarding the ideal qualities of Agile coaches. We focus on the essential attitudes and capabilities of proficient coaches, emphasizing the need for leadership grounded in a systems-based approach. The attitude of a coach is rooted in their values and how they believe they should work with people. These are not learned as much as they are where people come from. The capabilities of coaches are learned skills that enable them to be more effective.

	Through effective communication, applying theories such as Flow, Lean, and the Theory of Constraints, and understanding the fundamentals of human behavior and learning, coaches assist teams and organizations in improving their ability to provide value to their customers. At times, coaches are also consultants. They are responsible for helping teams improve. The balance between these two roles provides efficient ways to reach a goal.

	This doesn’t mean telling people what to do, which is ineffective. Telling people what to do often increases resistance if they don’t want to be told what to do. It also denies them the opportunity and practice of working through the details of what is involved. When they encounter a challenge with you not being there, they may not know what to do, and this lack of understanding may have them abandon a solution pattern even when it could have worked. People often already have good solutions. In this case, it is up to us as coaches to empower them to access their dormant knowledge and help them frame it by mapping it to the underlying pattern or theory it relates to. This makes it easier for people to access, apply, and communicate knowledge across contexts and situations. 

	That is why we focus on asking questions first. 

	Here are some benefits of asking questions. We’ll cover the following in this book:

	
	● generates stronger decision making

	● empowers individuals and teams

	● fosters critical thinking

	● generates ownership and accountability

	● builds trust and alignment 

	● enhances communication skills

	● facilitates learning and growth

	● promotes collaboration and engagement

	● increases innovative solutions and opportunities

	● promotes self-discovery



	You can learn to quiet your mind and ask more impactful questions as a leader and coach. In an organization, all of these generate psychological safety and cultivate a culture of continuous improvement. Ultimately, these drive organizational agility. It also results in significantly reducing turnover, quiet quitting, and disengagement. It provides focus and alignment across the organization. 

	Listen to an audio summary of this here.

	Attitudes of an effective coach 

	Attitude is an essential aspect of successful coaching. Some attitudes are related to your personality, but we mean something different here. We mean how you approach things. And this is something you can shift to. You might slip at times and not act consistently with your stated attitude. There are specific practices that go beyond the scope of this book which significantly impact your ability to consistently come from these attitudes. 

	The right attitude goes a long way with the people you work with. You want to partner with the people you work with. The best coaches are not just passive facilitators, they are guides and leaders. They have sought out what works, courageously tested their hypothesis, successfully implemented repeatable patterns and models, and learned how to communicate to inspire others effectively.  They know when to wear the hat of coach, consultant, facilitator, trainer, mentor, or a combination to serve both the organization and their teams best. This chapter presents the attitude you need to have to solve problems for your team(s) while not forcing things on them. 

	While it’s great to have these attitudes, we acknowledge that almost no one has them all of the time. Sometimes the world gets the better of us. They are more of a promise to yourself that this is how you will be. When you find you’ve fallen short of your intentions, recommit to them. Don’t judge yourself as having fallen short. It’s natural to not always come from these. The key is to have these be how you live more and more often. The key is also to find the inner work that promotes these attitudes through holistic wellness, an underlying driver to consistency.

	It’s worth noticing the time it takes from when you fall short to when you recommit.  If you can shorten this gap over time, then you are well on your way to manifesting your intentions.

	Being effective and respectful always makes a difference to your career and how you feel about yourself and your work. 
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	Being a visionary

	A visionary believes that there is a better way. They think they can take people from where they are to something better. A visionary sees this future even when others don’t. A visionary inspires others to see it as well.

	Many people are too busy working to stop momentarily and see where they are headed. Others think that if “the going gets tough, the tough get going.” A visionary looks for a better way. One that can be achieved more easily and with better results. The unshakable belief that we can improve ourselves and others can be contagious.

	Being a visionary is often uncomfortable and requires believing there is a way when others don’t. In such cases, you may pull others forward to become visionaries themselves.

	But being a visionary does not mean being a dreamer without rational optimism. We are rationally optimistic about finding a path forward. In determining what is rational, it is incredibly important to consider your position in the context or what we write about, the runway. You may have the experience, a workable vision, and the ability to communicate and implement your vision; however, if you are not in the right place in the organization, you may be done before you start. 

	Taking responsibility

	Taking responsibility means acting as if you are responsible in the matter. Responsibility is not blaming yourself or others. It is your way of being when there are miscommunications, or something does not go according to plan. When what a coach has said is not understood, they take responsibility for the lack of communication. They are committed to achieving a better understanding. Instead of blaming others for the miscommunication, they look to see how to be more precise in what they are trying to say. A visionary must take responsibility to avoid getting sidetracked quickly. A visionary with responsibility will keep looking for better ways despite a lack of agreement. Taking responsibility and being a visionary sometimes means going somewhere else.

	Humility 

	Humility is an acknowledgment that everyone has value. We may be experts in one area, but no one is the best at everything. People with humility can still have self-confidence and know they are good at accomplishing things. Humility is not a putting down of oneself but more of an uplifting of others. People with humility realize they do not have all the answers and must work with others to achieve them. People with humility can put their egos aside. This is particularly important in recognizing that unless the coach is already an expert in a particular domain, they will have to accept the judgment of those with more expertise in that domain. It also means that if you are leading an Agile Transformation, regardless of your experience, you remain open to other coaches, product owners, managers, and leaders, and are willing to acknowledge when their idea is better or at least should be considered. Having humility enables a coach to continue to learn and embrace the value of others.

	One of the most significant signs of humility is to let go of your own ego for the greater good. It is not always easy to do especially when people around you are triggered or reacting. However, taking a step back and recognizing that another person, idea, or overall contribution is more important shows respect, gratitude, generosity, and even love. 

	Another way to show humility is to see everyone as a contribution and to be willing to learn and hear from many voices. Finally, humility is not thinking less of yourself, it’s thinking of yourself less.

	 

	Good leaders promote subject matter experts and provide opportunities for contributors to demonstrate and utilize their knowledge.

	 

	Promote your subject matter experts, SMEs

	One aspect of humility is to promote others. We have seen coaches and consultants insert themselves between the team and leadership frequently. It is often the way people think that is how the role should be played. We suspect this is more a holdover from traditional project management and a lack of understanding of the value of empowered teams and subject matter experts (SMEs), versus about their ego. In other cases, it is about pushing their own agenda or creating visibility for themselves. 

	It’s always about them. 

	A personal story by Paula Stewart

	I was working in a large, legacy organization where this was the pattern. There was a very talented technical leader supporting a couple of the teams. He was not always comfortable communicating with leadership. Knowing how talented he was, I was committed to promoting him for both his sake and the sake of the organization. Did this mean that perhaps I was giving up some leverage with leadership? Yes. However, I knew that I did not have the technical chops that he did; if I got out of the way, there would be full communication, a chance to ask questions, and eliminate playing operator. By the way, given the various roles I have played as an engineer in organizations, playing operator is very common. I can tell you this is extremely costly to the organization. 

	I took the time to coach him on communicating to the Vice President and I set up the meeting. I wanted to ensure everything went smoothly in this first meeting. I felt joy when it went smoothly, and I had taken myself out of the middle. Given a systems perspective, I knew this was better for the organization, for the team(s), and better for the career development of that very talented lead developer. I did make sure that there was follow-up just by asking questions afterward and I helped in putting things into place. At the end of the day, in that organization, was this in my personal interest? No, and yet, I would do it all over again. 

	Because it is always about them.

	* * *

	 

	One way that coaches and consultants can make a profound difference to teams is to promote the expertise of subject matter experts and make them more visible to leadership.

	Empathy and compassion. 

	Empathy is walking in someone else’s shoes and seeing the world from their perspective. It means understanding their emotional sense of being.  It is critical for all roles. Empathy facilitates excellent communication. Compassion goes beyond empathy. It takes someone’s concern for the suffering or well-being of others, hearing everything they need to say, and/or taking committed action to alleviate the suffering or promote the well-being of the person in need. This requires authentic kindness and a desire to make a positive difference without disempowering the person you support.

	Part of empathy and compassion is also recognizing the situation people are in. Very often people act in a way that’s not consistent with who they really are because of the burdens the situation is putting on them. When a coach looks for this, they can often help a person become much more effective by either seeing how they can improve their situation or helping them communicate effectively the reality of the situation to others and accepting it themselves. 

	Congruence, integrity, and authenticity.  

	Good leaders must “walk their talk.” This means that your words and actions are consistent with each other. Coaches can influence people by modeling behavior. This goes beyond how to do things. It includes your way of being when things get tricky.  This requires integrity - focusing on helping your clients more than easing your ego. 

	It often takes courage. Being authentic means being honest about how things are. Admitting when you don’t know something or are dealing with something unfamiliar. People tend to try to please others - usually without even realizing they are doing this. Authentic people tend to be more candid and open about what they really think.

	Trust is essential in any leadership or coaching relationship. It allows people to share with you what they may not be sharing with their leadership, be mentored by you, and be coached which provides multiple opportunities to impact the system people work in and the individual positively. Congruence means your energy, body language, tone of voice, words, and actions line up consistently and over time in various scenarios. 

	Sometimes, being authentic is not comfortable. You may know something that you’d rather ignore. Perhaps you’ve been asked to do something, but it’s beyond your capabilities. We’re not talking about when you have imposter syndrome. You may be a competent coach. It’s when what’s needed is outside of your abilities. Being authentic means ensuring your team or clients get the best coaching they can, this may include bringing in other coaches with different specialties. 

	You may also be talking to a prospective client. If you notice that they are going down a path that a prior client did, one that wasn’t successful, you need to mention it. But this will likely not be comfortable.

	Congruence - A consistent focus on the well-being and transformation of each group or team member while demonstrating attentiveness and continuity in interactions by recalling details from previous conversations is a sign of congruent behavior in coaching. It shows that the coach is fully present and engaged with the clients, aligning their actions and communication with the goals and values of the client. This type of attentiveness is valuable in teams and organizations.

	Integrity - In coaching, integrity shows up by being mindful of individual boundaries and referring people to others when it makes sense. This careful balance between facilitating growth and respecting personal limits is a key aspect of ethical coaching in any setting. 

	Authenticity - Being genuinely happy and excited about someone else’s growth shows deep authenticity in interactions. It reflects a sincere investment in the client's success and progress, conveying that the coach's interest and encouragement are heartfelt and not merely a professional obligation.

	Congruence, integrity, and authenticity work together 

	A personal story by Paula Stewart

	I had started a coaching group with the message that they were all there for each other as a team and that one person’s transformation was the team’s transformation. This came from my years of working with and leading teams. There was a man who had gone through a very difficult incident. By setting up the team dynamics this way, listening fully with empathy and no judgment, he was able to process this incident. With integrity, I asked him if he was sure that he was comfortable processing something with the team. Not everyone wants to process difficult events with a team. He absolutely wanted to use this coaching approach, and we put boundaries in place while the team rallied around him. He continued to contact me from time to time in his different roles and every time with congruence and authenticity I completely remember his journey and what is critical to him even when he reaches out with months or years in between our last coaching session. In addition, as I continue to grow in my own practices, I share my journey if I know it could make a difference to him. 

	Integrity is not always comfortable 

	A personal story by Al Shalloway

	Walking your talk is not always easy. I remember my early days as a consultant. Things were going well with the client. After working with them for a few days, I laid out a plan of action, and they seemed positive about it. But then things started taking a bad turn. I can’t remember exactly what the conversation was, but I remember that it sounded like something that had happened about a year before that hadn’t gone well.

	Management understood what I was saying about using a combination of Lean and Kanban, and we had made plans to implement it. They had even contracted us to provide coaching. But throughout the process, they never backed what we said.

	This was a major lesson for me. Funding does not mean agreement or even support. I realized later that they were just going through the motions because it looked good to their leadership but that they considered the change risky to them personally and would mostly benefit their employees. After this, I looked deeper into what management’s true motives were.

	So as this new client was talking, I remember thinking, “Uh oh, this conversation sounds like what happened last year with XXX. I’ve got to point this out.” But the next thought was, “I can only point this out if I mention the failed endeavor with them. That won’t look good. My clients are supposed to succeed.” This “conversation” took only about half a second. At this point, I was in the dilemma of knowing I needed to say something and knowing that put the contract at risk. Fortunately, I had enough experience to know I would eventually tell them everything, so I told myself, “You’re going to tell them this eventually, so stop debating it and tell them now.”

	I had every expectation of them throwing me out on the spot - “We don’t want a consultant who fails.”

	Instead, they appreciated the honesty. They ended up being one of our better clients. 

	It’s not always easy, but if you can’t be true to yourself, you can’t be true to others. 

	And although you may not see it then, people respect your integrity more than anything else. You won’t succeed with those who want something else.

	* * *

	 

	We have found that being honest in difficult situations becomes easier. But regardless of how difficult it is, being honest is essential.

	These attitudes work together 

	When people have a vision, remain committed to it regardless of what they encounter, are responsible in how they achieve it, believe it can be accomplished, have confidence in themselves, are congruent, and know they must include others, great things are possible. Regardless of the circumstances, people who are committed to their vision don’t give up. Finally, congruent people powerfully influence others. This is required to make a positive difference.

	These attitudes work together over a lifetime. Systems thinking is related to all these attitudes. Staying humble and authentic allows you to grow. If you are empathic and compassionate, you will continue to consider your impact on yourself and others and strive to make a positive impact in all areas of your life. Understanding the impact of a situation and having empathy for yourself and others makes it easier for you to accept responsibility and come up with more holistic solutions. Being authentic is the only way to be congruent and have integrity. Having empathy and compassion means you will freely contribute to others and know that when you do this with humility, you see your own blind spots and triggers by successfully having them work through theirs. Ultimately, this means you stop blaming and judging others and yourself. Instead, you recognize what would make a difference and use practices to grow.

	These attitudes in action when someone says they do not want to learn

	These attitudes work together to help you work in difficult situations:

	
	● Being a Visionary tells us there is a solution to the issue, even if it’s not apparent.

	● Responsibility lets us know it’s up to us to find it.

	● A belief in understanding gives us the confidence to find it.

	● Humility reminds us that we’re not superior to anyone else and that everyone can contribute.

	● Empathy and compassion remind us that when a person causes pain for others, they are likely in pain themselves. We must remember that the system, or situation, then are in is causing the issues we are seeing.

	● Having our actions and communications congruent, integral, and authentic keeps us on the path that looks for alignment and collaboration while creating possibilities for those around us.



	 

	Lifelong practice

	The best coaches and leaders will tell you that they take a stand to ‘be” these qualities. In other words, they intentionally practice showing up this way in their actions and communications. They also take a stand for their customers and clients. They know that living consciously as a stand for demonstrating these attitudes is never “done,”; it is an ongoing, intentional practice. There is no magic pill. Understanding these qualities without consciously practicing them does not make you an effective coach or leader. It is only in the very intentional practice of these qualities that you see where you get stopped, get to give that up, and recommit to practice the attitudes again. The more you do this, the more you come from these attitudes and the more they are who you are. Approaching this with empathy for yourself and others is foundational. Ultimately, you will find yourself being someone who creates their life. When you find you’ve fallen short of your intentions, recommit to them. Don’t judge yourself as having fallen short. This is natural.

	It’s worth noticing the time it takes from when you fall short to when you recommit.  If you can shorten this gap over time, then you are well on your way to manifesting your intentions.

	 

	



	



	The capabilities of an effective coach  
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	Besides having the right attitude, coaches need to have a certain set of capabilities.

	1. Know how to get clarity on what success means. We define an improvement initiative's success by the increased speed of cost-effective value delivery to stakeholders. An organization's success requires understanding who the stakeholders are, their influence, the impact of an improvement on them, their values, their underlying commitments, and what is valuable to them. We also say that stakeholders include employees. If you do not consider them in the picture, it will show up in turnover, not being able to recruit talent, and eventually impact your value delivery. 

	2. A deep understanding of what makes workflows effective and how to adjust for the context the team is in. When a coach understands why things work, they can provide that understanding to the people and those accountable for the work. The use of theory helps get everyone on the same page. They can also adjust the practices required for the context they are in.

	Part of this capability is systems thinking. We will discuss systems thinking in depth throughout this book. Good coaches know that most challenges occur due to the system people are in. The system itself can cause interpersonal and communication issues. A good coach looks at the system first. This perspective gives them empathy. This also has them look for patterns both where they are working and in organizations similar to where they are working. Edwards Deming said that 94% of errors are due to the system. Many have said, “A bad system will beat a good person every time.” It is essential to know that most of the time, the problem is not with the people being coached but with the system they are in. 

	Systems thinking shifts our focus to the bigger picture instead of taking the easy way out of blaming people. 

	Understand the system and ask questions. 

	A personal story by Paula Stewart

	While working in an organization, I saw that there were many barriers to work-life balance. Estimates excluded technical enablers, no integrated portfolio existed, and the lack of product management considering sustainability was impactful. As a result, the development teams' work was not clearly measured or understood. They were often blamed. I wanted to ensure work was visible and prioritized according to goals and an integrated portfolio. In the same organization, there had been mass firings of manual testers and little automated testing. The result was that multiple front-end developers spent an average of six to eight hours each night resolving coding problems while deploying to production. From experience leading deployments into production, I knew that testing was happening in production as they didn’t have a staging environment or automated tests. Not surprisingly, developers were exhausted as a result of all of this. It is easy to have authentic empathy when you have experienced similar things.

	Picture this: one day, the Human Resource Manager pressed send on an email that promised to provide a solution. The subject line talked about the company's stellar performance. The email offered a life-changing hyperlink, an article about the elusive realm of time management. As if clicking on a mere link, developers would suddenly uncover the mystical powers of bending time to their will regardless of constraints. Can you imagine how employees feel working at an unsustainable pace due to the system they are in? They were being blamed for poor time management.

	I promised myself to create a relationship early on with Human Resources and this caused me to research and understand PeopleOps and leadership coaching that gets to a root cause. By prioritizing employees and taking a system’s approach, root cause would have been understood, and compassion would have eliminated the barriers to work while generating empathic communication.

	* * *

	 

	The importance of this capability cannot be overstated. While coaches don’t need to be programmers, even in digital products, they must understand the universal principles of the specific knowledge work they are serving. This enables them to be proactive and anticipate what may happen. You don’t have to play “whack-a-mole” with impediments coming and hitting you. It also allows you to make more compelling arguments with leadership.

	3. Understanding how people learn and what impacts their thinking. People are complex beings. They have limitations on how they can learn and how much they can know at any time. Understanding these limitations can avoid a lot of wasted effort. Understanding how people learn can avoid creating resistance and empower them to implement new knowledge. People often operate from cognitive biases or incorrect mental models. Understanding what these are allows you to address them proactively.

	Part of this is recognizing where people are, which helps you lead them to where they want to go.

	4. Be able to convey necessary concepts to different roles such that new actions and behaviors arise. This includes having great communication skills, knowing how to ask questions, how to explain things from more than one perspective, and helping people interpret their ideas and communicate them.  You also need to come from their perspective. For example, using Agile technical words with some leaders or the business does not work. You will get further by understanding the domain of the people you are talking to and speaking to them using their language. 

	5. Effectively interact with learners to enhance their effectiveness.  Impactful coaches are respectful, effective communicators, have high integrity, and are committed to whom they are coaching. In other words, they demonstrate high emotional intelligence. They recognize that there are different types of learners and that talking less, asking questions, and listening more will always be more impactful. This includes conflict management, facilitation skills, and how to find common ground when there are competing opinions or interpretations.

	6. Have appropriate tools and methods to help people work together effectively. Teams who are not collocated often need to work together. Various technologies and approaches are essential. Technologies include virtual boards, chat rooms, tools for making work visible, tools that simplify remote planning, including virtual conference rooms, collaborative whiteboards, anonymous and real-time surveys, and actionable insights through metrics.

	Coaching versus mentoring versus consulting versus training versus facilitating

	There are five competencies of a coach, and these rarely occur in isolation. We specially address the need to be a consultant at times. You will understand the nuances in communication for each competency. As it is common for coaches to switch hats, we have worn distinct and physical hats depending on what role we were playing to avoid role confusion. 

	Coaching is subtly different from mentoring. In both cases, you focus on creating the environment for people to become more effective. In mentoring, by its very nature, you generate credibility as a subject matter expert in a particular domain. 

	While coaches may not be hired as mentors, it’s helpful if they have the skills to do so. Often, an individual will ask for more guidance than what is made available to the team. Based on a coach’s background, they may be unable to mentor or consult. Mentoring will include direct and straight communication about how to do things. While a good mentor will also ask questions to validate that knowledge transfer occurred, mentoring is more about providing evolving or best practices. Some excellent coaches bring people together and empower subject matter experts to play those roles. Later on, we discuss what a coaching team can provide. 

	The distinction between coaching and consulting is that coaching draws from a person’s current knowledge and context while asking questions that may cause someone to switch their current path based on their inner wisdom and intuition, while consulting is often more about recommending one path over another. These lines blur, of course. Understanding current ways of working, being curious, and building relationships is critical. 

	The difference between coaching and training is sometimes subtle. It is useful if a coach has some skill in training. Coaches combine coaching, training, mentoring, and facilitation to introduce and empower teams to implement new concepts. Coaching is typically more about guiding someone to improve their performance in many areas. Training involves introducing new concepts that are useful to enable a particular ability. Both Paula and I have successfully created programs that successfully combine micro-training with coaching and find this much more impactful than days or week-long training.

	The time you invest in learning how to create impactful training is well worth it! It is possible to move your teams through change more quickly and even make that change enjoyable if you know how to develop experiential training, how to deliver different modes of training, how to reinforce and check on the impact of training, how to use tools to provide training, and how to bake training into how teams work.  This allows coaches the ability to provide a deeper level of understanding.

	Facilitators guide groups through divergent and convergent thinking phases. Facilitation differs from all the above. During any facilitation, it is crucial to maintain psychological trust. People's experiences change depending on their worldview, role, experience, skills, personality, and psychological trust within the organization. A great facilitator can be neutral and comfortable handling conflict, which is critical to go from divergent (brainstorming) to convergent (alignment on solution) thinking. Coaches who don't know how to facilitate conversations effectively can negatively impact psychological trust. A group conversation can alter psychological safety positively or negatively. 

	 

	We highly recommend knowing the personalities of stakeholders and preparing them based on those personalities in advance. This one step can make all the difference in psychological safety.

	In a coaches' world, all five competencies blend over time to different degrees.

	This book concentrates more on the coaching role. However, the information in this book will allow coaches to be more effective in all these competencies.

	


Guidebook I: Coaching craftsmanship 

	Craftsmanship is the skill that someone uses when they create something. We refer to coaching craftsmanship as the skills useful in coaching people. 

	This guidebook presents mental models for approaching challenges in knowledge work. It explains how to look at problems from the perspective of these critical but often ignored mental models. Using models to address challenges can provide immediate returns and improve the flow of value across the organization. 

	You become an effective coach by coupling these mental models with attending to people’s ways of being, communicating, thinking, and learning.  Effective coaches attend to how people learn and react to information, the barriers people face, and how people can overcome limiting beliefs.  This guidebook presents a mental model of approaching challenges in knowledge work. It continues by discussing how people communicate and learn. This, of course, gives insights into how we should present concepts. Understanding human beings provides insights that help us communicate with and teach others. 

	By understanding how things work you can see the path required to enroll others in it as well.

	 

	 

	 


Introduction 

	The purpose of Guidebook I is to present mental models and approaches that encourage a holistic approach coupled with an understanding of how to identify root cause issues in knowledge work quickly by using patterns. We take patterns we know from various contexts and apply them optimally. We introduce theories and models that many in the Agile world are unfamiliar with: Systems Thinking, Lean, the Theory of Constraints, including Inherent Simplicity, and simple ways to identify barriers in the various types of Value Streams. 

	We then begin our discussion of the science of human behavior. A person's experience of the world influences how they react to change, how they think, communicate, hear, and what they learn. As a result of this knowledge and associated intentional practices, coaches can become more effective with communication, coaching, and teaching. They learn to hear when someone is coming from a past conversation and what their underlying commitment or “why” is. We take this to the system level by discussing approaches to create a solid foundation for communication and training as part of any improvement initiative. This is key to ensuring a successful outcome that positively impacts all stakeholders while minimizing everyone’s time and effort. 

	The benefit of this guidebook is that you will be able to apply new theories and models to various contexts to quickly identify and address issues in the flow and quality of work. You learn how to determine what lies beneath resistance to change, interpersonal conflict, and self-imposed limitations to performance. Our approaches are based on our own experiences and those of thousands of people coached in personal development. Organizational change, no matter how good it is or how valuable the impact will be, often triggers people. That is what makes an understanding of human behavior critical for coaches.

	The benefit of this benefit is that as a coach, you can assist/help teams recognize and solve their business problems, reduce costs, increase revenue, and attend to all stakeholders. This is where you find a way for everyone to win. You can deal with what gets in the way and recognize the impact of change. 

	


Section 1. Core concepts of flow, lean, and the theory of constraints 

	This section discusses the concepts underneath knowledge work. We pull from the theories of Flow, Lean, and the Theory of Constraints. These concepts are essential for coaches. This section details a minimal set for understanding. Most of the challenges people face in attempting to improve their abilities to create value lie in their need to understand the science that provides a foundation for knowledge work. 

	It also lists some myths that we’ll go into greater depth in the book.

	Learning outcome: You will gain a basic understanding of:

	
	● Systems thinking.

	● Generating quick feedback even in complex environments.

	● How value streams provide us with critical insights as well as being a guide for improvements.

	● A set of essential first principles for knowledge work.

	● Factors for effective value streams that drive decisions on which practices to use in your organization.



	The benefit of this section is that when you understand the underlying causes and effects of knowledge work, you can better decide what options to choose. While you may still have to run experiments, most of the time, you’ll know what to do. Selecting the more appropriate practices will waste less time and effort in your work.

	The benefit of this benefit is that you will be able to select more appropriate practices in less time improving flow, quality, and value delivery increasing your confidence and the confidence of those around you.

	Amplio foundations - Standing on the shoulders of giants 

	“A good tool improves the way you work. A great tool improves the way you think.” Jeff Duntemann

	“Amplio Foundations” is a distillation of mental models from iconic thought leaders that can be used by practitioners of all roles, coaches, and consultants to understand many concepts in knowledge work and how to improve them. Many people have created and used an equivalent set.

	Amplio Foundations is mostly derived from the work of Dr. Russell Ackoff, Dr. Christopher Alexander, Dr. W. Edwards Deming, Don Reinertsen, Dr. Eli Goldratt, and Tom Gilb. 

	While each focuses on a different domain of knowledge, they are all consistent with each other. While each has a huge body of knowledge, we combine a foundational concept from each of them into a well-defined path to success in the complex world of creating value.

	The more we explore knowledge work and how to coach people, the deeper these theories go. They often undergo some changes along the way. We have found the best way for people to learn from them is to challenge them. That is, don’t just accept them because they come from iconic thought leaders. See if they make sense to you and discuss them when they don't. Amplio Foundations can be used with any other approach, so the reader should be clear that using them does not mean a value coach needs to use Amplio as an approach.
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	In the following discussion we only focus on one aspect that each of these brings. Their philosophies are not disparate systems but work well together. By focusing on one aspect of each we hope to bring a holistic view together quickly.

	Dr. Ackoff tells us that systems are not defined by their components but rather by the relationships between their components.

	Dr. Alexander (“Timeless Way of Building”) extends this by saying we don’t create quality systems by combining pre-formed parts. Instead, we must look at the whole and see how the parts interact with each other. These interactions, which he calls “forces”, are essentially the relationships Dr. Ackoff talks about.

	Dr. Deming takes this a step further by recognizing that systems create the behavior we see. While we may intend the behavior of a system to be one way, the behavior we see is what it is really designed for. This is the true acceptance of empiricism – we have what our system is designed for, not what we want our system to be. Dr. Deming tells us that most of the challenges we face are due to the system – including people misusing it. 

	Don Reinertsen gives us 175 principles that lay out how to make our value-creation systems work. This number is, of course, overwhelming. Some people use this to claim we can’t understand what’s happening because of the complexity involved.

	Fortunately, Dr. Goldratt provides us with the concept of Inherent Simplicity. This tells us that “reality, any part of reality, is governed by very few elements, and that any existing conflict can be eliminated. If we take that as a given, as absolutely correct in every situation, we'll find ourselves thinking clearly.” We have taken this attitude to create what Success Engineering calls Amplio Foundations – a set of first principles of knowledge work, guidance, and a set of factors for effective value streams. This enables us to see the complex world of knowledge work with clarity so that we can navigate it with fast feedback to eliminate most of the work we would otherwise create.

	Finally, is Tom Gilb’s Evo system, which begins with the requirement to identify our key values and success criteria. Not just for a team but for the entire organization.

	These pillars of systems thinking (Ackoff, Alexander, Deming), understanding how they work (Reinertsen, Goldratt), and how to decide on value (Gilb) provide for a cohesive approach to understanding what is under the covers, so to speak, in knowledge work. 

	The mindset that we need to be adaptive requires more than empiricism, which will only take us far. To truly be effective, we need to add systems thinking and understanding of our system of knowledge work.

	Using Amplio Foundations can free us from having to use predetermined practices since, as we learn, we can use them to determine which practices will work best for a given situation.

	Systems Thinking 

	“Systems thinking is a discipline for seeing wholes. It is a framework for seeing interrelationships rather than things, for seeing ‘patterns of change’ rather than ‘static snapshots.”

	– Peter Senge

	“A bad system will beat a good person every time.”

	– W. Edwards Deming

	

	In this section, we discuss the importance of systems thinking. Understanding the ecosystem in which organizational transformation occurs allows you to anticipate the effects of change. It helps you determine where best to start in a particular context. It also provides a more holistic approach where you consider the entire ecosystem, not just one part.

	There are several salient aspects of systems and, therefore of systems thinking that must be attended to:

	
		Systems are more about the relationships between their components than the components themselves.

		Systems must be looked at from a holistic perspective.

		Changes in one part of a system may affect other seemingly unrelated, parts. This implies that optimizing the parts may lead to adversely affecting the performance of the overall system.

		Systems contain sub-systems and are themselves in larger systems.

		Systems are designed (intentionally or not) to create the behavior you see.

		Systems are responsible for most of the challenges in them. This includes the effect a culture has on an individual’s actions. 

		If you want consistent behavior, have the system help create it, don’t expect people to do it.



	Systems thinking is the foundation of Flow, Lean, and the Theory of Constraints. 

	Systems thinking begins with the idea that a system is not merely the sum of its components, but rather, the system reflects the relationship between them. Russ Ackoff talks about systems as being defined by the relationships between their components. Focusing on improving parts does not get you a good system.

	For example, if you simply take the best parts of the best cars and put them together, you get a pile of junk. “Carness” is from how the parts work together, not the sum of the quality of the parts. We cannot take the best parts of the best cars and put them together. Quality of the parts does not mean anything if they don’t function together as a car. This is why local optimization in systems is often not useful.

	When we view systems this way, we focus on the relationships between the components. We can create theories that explain behavior. We can see cause and effect. For example, delays in feedback enable mistakes we make that create waste. Working on too many things leads to multitasking context switching and causes delays in the workflow—all these delay feedback. Lack of alignment requires more coordination, which wastes time and causes delays. This results in a lack of focus on what is most valuable.

	Systems thinking tells us that changing one part of a system can affect other parts. Small changes in one part of the system can significantly affect another.  Sometimes, the interactions between parts of the system are clear and predictable. Sometimes, they are not. When these interactions are too intricate to understand, we call them “complex interactions.” Systems with a significant number of complex interactions are called “complex systems.” Knowledge work by its nature is complex. And although it is not often possible to predict how changes to one aspect of a system will impact the system as a whole there are patterns that enable us to understand how changes will affect the whole.

	The interactions of the sub-components of a system is one reason why local optimizations often result in adverse global effects. We must be careful when making local changes as they may result in global problems.

	We will discuss how complex systems demand quick feedback if we are to be able to make changes effectively and efficiently.

	Common and special cause - how systems thinking tells us where to look when a problem occurs

	It is natural to look for someone to blame when something goes wrong. Parents, friends, and society train us to do this. A lamp gets knocked down, and the first question is who is responsible. Mud gets tracked into the house, and “Who did this!” inevitably ensues. We learn that someone or something is to blame when something goes wrong.

	We’ve seen this in the pre-agile space where significant time was taken to create and maintain detailed plans months and sometimes longer in advance, not kept, and executives and managers both suggested that “if they (the project team) only did what we asked, this would all be working out. Shades of today when a team doesn’t work well and proponents of an approach state that “if they’d only follow what we told them it’d all work out.”

	But it’s not that simple. 

	One of the biggest insights Deming gives us with this systems thinking approach is that most errors are due to the system people work in rather than the people themselves.

	“94% of the reasons for failure are deficiencies in the systems and process rather than the employee.” W. Edwards Deming.

	Systems thinking also tells us if we have similar systems, we’ll get similar behaviors. 

	Deming talked about two types of errors:

	
	● Common cause errors

	● Special cause errors



	In essence, common cause errors, also called “natural patterns,” are the inevitable result of the ecosystem people are in. No amount of cajoling or trying to motivate people will overcome these. Special causes, on the other hand, are one-offs that may be due to people, equipment, unique situations, or other issues.

	Trying to improve people when a common cause error occurs is pointless. One must attend to the ecosystem. When different teams have the same challenge with an approach, you can be pretty sure it’s the approach, not the people. 

	We must ask, “Why are they having problems?” and adjust the ecosystem. 

	A lot of time and money is spent attempting to change people when the source of the problem is the ecosystem people are working in.

	Coaches should look for these errors and similar errors on other teams. You can learn from other teams’ challenges and your own. You need to take advantage of being able to observe other teams in the same organization. Coaches who take the time to discover these errors and their impact on multiple teams are looking in the right place. With leaders encouraging them, global changes in the system can be made, there is a significant positive impact, and an organization creates high-performing teams efficiently. 

	Systems thinking tells us to look for “common cause” errors. That is, errors the ecosystem is generating. Telling people to do better or be more motivated when they are not the source of the problem reduces psychological safety and may increase resistance.

	Eliminating assumptions and starting with observation and questions will provide the most workable practices in any context.  If a methodology works well with one team but not another, look for differences. There are many possible reasons, some of which are legitimate, including the level of team maturity, organizational barriers, the type of work being done, the maturity of product management, and digital capabilities. One hallmark of an effective coach is their ability to discover and identify root cause.

	 

	When everybody has the problem, the problem isn’t with everybody.

	Systems thinking in knowledge work

	Systems thinking suggests we look at all aspects of knowledge work. This means we look at the people doing the work, the customers, the other stakeholders, management, workflow, everything. All aspects of a system are interconnected. None is totally unimportant, and none is the only one of importance. When we see people and teams as the source of problems, we often miss the actual cause. People are, of course, critical. However, the ecosystem within which people work affects their behavior. In Amplio, it may appear that we are over-emphasizing the process. But Amplio believes a balance between all these factors must be achieved. Any failure in one factor will likely lower the effectiveness of the system.

	The importance of systems thinking

	Since most errors are due to the system, not the individual people in the system:

	
		We must consider how people will react to our approach. This is particularly true if people consistently misunderstand the approach, misuse it, or can’t get it to work regularly.

		Common challenges should be considered a direct result of the approach's design. We modified the approach to minimize common challenges. 

		Changes must be made considering the whole system's context.

		If we optimize a part of the system without considering how it will affect the entire system, a sub-optimization that harms the overall system will likely result. 

		Leaders can make a significant impact by ensuring their coaches have full information and can see the entire system. 



	 

	Case study: Using systems thinking to see what’s happening quickly by Al Shalloway

	You need to learn what’s going on before making recommendations.

	And there’s also no question that you need to check your thoughts about what’s going on before acting.

	But there are ways to take shortcuts if you apply systems thinking. One of the things systems thinking tells us is that the structure of systems informs behavior. This means if two companies are organized the same way, there is a very good chance that the behavior in the companies will be similar.

	I had learned systems thinking back in the 80s when I studied Deming and Toyota. I remember talking to a small client (about 100 people in the development group) about Agile and talking to about 15 managers (pretty much all of them). They were telling me how they were organized and their troubles. I worked with them for a few days and did a short gig for another client the following week.

	This client was about the same size. As they started talking, it was clear that they were organized the same way. It occurred to me that maybe they had the same challenges. So, I asked some leading questions to see the situation. Sure enough, about the same thing was happening. This time, however, it only took me about 30 minutes to understand their issue. 

	BTW - understanding their issue didn’t mean I knew what to do about it yet. )

	Anyway, next week, I went into yet another client. The conversation had barely started, but how they were organized was clear. On a hunch (and fully willing to be wrong), I asked them - “are you having trouble with xxx?” They were stunned. They asked me how I knew.  I simply related what had happened the two weeks before and used this as an opportunity to teach them about how systems inform behavior, and that’s what you have to look at.

	This is an example of a pattern. You should always look for these. Even if the structures aren’t the same, if you see behavior patterns, you might see what worked in one place and consider if it’ll work here based on the context. 

	* * *

	 

	Recognizing that systems are the cause of most errors and that we’ll look to the system before looking to blame people creates safety.

	 

	Additional Resource: What if Russ Ackoff Gave a Ted Talk

	Dealing with complexity in knowledge work 

	Quotes from The Choice by Dr. Eli Goldratt and Efrat Goldratt-Ashlag

	“The first and most profound obstacle is that people believe that reality is complex, and therefore they are looking for sophisticated explanations for complicated solutions. Do you understand how devastating this is?”

	“Inherent Simplicity. In a nutshell, it is at the foundation of all modern science as put by Newton: ‘Nature is exceedingly simple and harmonious with itself.’”

	* * *-

	“The most incomprehensible thing about the Universe is that it is comprehensible.”

	— Albert Einstein

	“Complexity is the most insidious enemy of execution. If the environment is complex, the temptation is to mirror the complexity internally. If it is fast changing, the temptation is to match it with the pace of internal change. In fact, if an organization is to cope it needs to create as much internal predictability as it can and to make things simple.” Stephen Bungay, The Art of Action: How Leaders Close the Gaps between Plans, Actions, and Results (2022)

	There are many views of complexity. Or rather, what to do about it. In this book, we are only concerned with knowledge work. There are many different degrees of complexity in knowledge work, of course. Some aspects we have control over, and some we must respond to.

	For example, consider the following. As we go down this list, our control goes down, and the complexity of the situation goes up. Our lesson from this is not to concern ourselves with whether we are in a complex situation or not - we are. The concern is what actions we can take about it.

	
		How we should do our work

		Determining the value critical stakeholders need for success

		How people in an organization make decisions and react to proposed changes

		Discovering the product to build

		The market our product is in

		What happens outside our company

		The world in general



	Towards the top of the list, we should look at what we can do to be more effective. We have a degree of control we can use in complex situations.

	Towards the bottom of the list, we need to see how well we can respond to unexpected events over which we have no control. 

	The overall goal is what Nassim Taleb calls “anti-fragility.” Anti-fragility goes beyond robustness. That is, it is not merely withstanding a shock but improving because of it. In the case of organizations creating products and services, it means becoming stronger after an unforeseen event has occurred.

	This requires quick feedback and the ability to pivot cost-effectively. This enables us to take advantage of a changing world faster than our competitors.

	Understanding how we do our work helps all the areas listed above. The more we understand the quicker we can pivot with low cost. It also means we can respond to external surprises quickly. 

	Complexity is not our enemy, nonlinearity is

	“Successful problem solving requires finding the right solution to the right problem. We fail more often because we solve the wrong problem than because we get the wrong solution to the right problem.” Russ Ackoff

	Nonlinear events are when a small event triggers a significant change. There are different types of nonlinear events. Sometimes a repeated small event suddenly has a surprisingly large impact. For example, the “straw that broke the camel’s back” is iconic. In this metaphor, adding straws to the camel’s back has no discernable effect on the camel until the last one that causes its back to break. 

	The classic example of a single event setting off a cascade of other events that lead to a big outcome is the “Butterfly Effect.” The term "Butterfly Effect" comes from the title of a 1972 talk by American mathematician and meteorologist, Edward Lorenz, titled "Predictability: Does the Flap of a Butterfly’s Wings in Brazil Set Off a Tornado in Texas?"

	The Butterfly Effect is when a small, seemingly trivial event ultimately results in something with much larger consequences – in other words, they have nonlinear impacts on very complex systems. 

	Some historical examples that are commonly referred to include:

	
	● The Assassination of Archduke Franz Ferdinand in 1914 that set off a chain events leading to World War I

	● The invention of the printing press which was a relatively small technological advancement leading to widespread changes in literacy, religion, science, and society



	 In knowledge work, this could be:

	
	● A slightly misunderstood or missing requirement

	● A one-off coding error

	● A minor misalignment of business rules

	● A key person not being available at a vital decision point

	● Technical debt accumulation - where small tradeoffs in architecture or accepting bugs can exponentially increase the cost of enhancements or maintenance

	● A cascade of failures in a tightly coupled codebase

	● A small change in the user interface that dramatically changes user behavior and causes a significant change to the load on the system and leads to performance issues

	● Delays in resolving bugs, defects, or missed requirements

	● A small change in priorities



	Most of the waste caused in knowledge work is caused by a small error, change, or misunderstanding.

	Any environment - even a simple, clear one - can be affected by them.

	We use feedback to avoid having a small error become a big problem. We must see our errors quickly before they create significant waste. This makes us efficient in our work and helps us focus on what needs to be built.

	As a result, pivoting quickly with minimal waste is essential.

	As a result of our ability to eliminate waste and pivot as needed, we can be efficient in what we have control over and antifragile in what we don't.

	Use VUCA to bring up the issue of complexity

	The issue of complexity must be brought up since otherwise people may believe that a deterministic approach is possible. We believe the most effective way to do this is to include it in a discussion of VUCA – volatility, uncertainty, complexity, and ambiguity. The U.S. Army War College introduced the concept of VUCA in 1987 to describe a more complex multilateral world perceived as resulting from the end of the Cold War.

	The immediate response to these terms is clear enough for people to understand the issue. We can deal with VUCA by creating visibility, unity, clarity and agility. These will be underlying themes going forward. 

	Use what we know to discover what we don’t

	A key point to remember is that Dr. Goldratt doesn't mean all the system's causes and effects can be seen. He is just noting that they are there. Some of them we can see - for example, overloading people with work causes delays in workflow, which leads to multi-tasking and waste. Others we must discover.

	It's still necessary to experiment from time to time. But these shouldn’t be uninformed experiments very often. Instead, these experiments should be more about improving or better understanding of our workflows. 

	We create models of understanding by attending to patterns of behavior we’ve seen or creating an understanding of what’s happening by discerning first principles. This model enables us to take actions that provide us with improvement or a deeper understanding of what is happening. Furthermore, this “model” allows us to create consistent new practices we can expect to be helpful. Instead of running experiments, we come from established theory and improve our workflow based on it. Of course, we must validate that improvement has occurred. When it doesn’t, not only have we learned something new, but we can also adjust the theory and model.

	 

	More waste arises due to NOT considering, prioritizing, and taking committed action to address known factors than due to factors obscured by complexity.

	 

	Our real problem is waste that originates from small errors but grows out of hand. Complexity adds to the fog of what’s happening, but we can use what we know to discover what we don’t see at the moment.

	The path to understanding is the same as the path to agility

	We must accept that the outside world will provide surprises, even black swan events. A black swan event is an extremely adverse event or occurrence that is impossibly difficult to predict.

	Our job, however, is not to predict market changes as much as to be able to respond to them. Unless, of course, we are creating them.

	While discovering what will create value for customers is a somewhat emergent process, we can build products in a way that reduces the cost of pivoting needed.

	There are many insights into how to build products or create new services. We have ways to test, validate, and get clarity on what customers will want. 

	We can mostly predict what will happen when we change our methods of working, and when we don’t, we learn something that was once hidden.

	The key is to get quick feedback while not creating waste so that we can pivot quickly.

	Feedback, feedback, feedback.

	Feedback on how we’re working.

	Feedback on what we’re building.

	Feedback on what we’ve built.

	By shortening feedback loops across the board, we accomplish several things:

	
	● We cut out the waste that would be created without it.

	● We improve our workflow.

	● We keep the work in process to a practical level, letting us pivot when needed.



	This enables us to control what we can (our work) while responding to what we can’t (what the customer wants, the market needs, and our changing world).

	We must distinguish the need for emergence from a lack of predictability. We can predictably take small, impactful steps based on patterns and/or theory. Even though the overall functionality of a system must emerge, small enough steps can make it so the emergence creates little waste.

	This is not unlike driving in dense fog. Although we may only be able to see a few feet ahead, we can avoid running into things when we pay attention.

	We know what causes wasted effort and rework

	While we may not see all the relationships and causes and effects in our system, we do see many of them. And we know many of the ones we see will cause waste. These include:

	
	● overloading teams with work

	● working on bigger items than necessary

	● planning too far in advance

	● forcing people to work a certain way

	● having people who aren't familiar with the work tell people who are familiar with the work how to do it

	● disrespecting people

	● centralizing decision-making versus allowing decisions to be made at the appropriate level

	● interrupting teams without attending to the cost of doing so

	● delaying receiving or using feedback



	
	● outsourcing when it increases delays in the workflow 



	We can predictably improve our way of working by avoiding these actions. The challenge, however, is sometimes not appreciated because more than one thing may be causing a problem. When this happens, it’s like having several holes in a boat. Fixing one doesn’t immediately stop the leak, but it is necessary and brings you closer to fixing the leak.

	 

	While knowledge work is complex and we can’t always see what we should do, there is still much we know that will cause problems, yet we still do it.

	A key component to eliminating waste - decoupling events

	“ When we break down problems via a logical, scientific cause-and-effect approach, we uncover Inherent Simplicity in root causes and associated solutions.” - Eli Goldratt

	Components can also be tightly coupled to each other (changing one affects others) and potentially nonlinear (a slight change in one can cause a significant change to the system). While we often hear of disasters due to complexity, we have more control over what happens in knowledge work. This enables us to decouple the effects of complex events and avoid disaster or wasted effort.

	 

	Eliminate waste by creating visibility with feedback, pivoting quickly, and decoupling events. Most teams create considerably more waste than should be.

	The bottom line

	We must shift our attention to what we know and not have our actions be impeded because we don’t know everything. In the process, we can create a model of understanding and continue building on it. By using feedback to eliminate waste, we can respond quickly. 

	 

	The goal is to lead the market not by going faster but by responding faster.

	Attend to value streams 

	What are value streams?

	Value streams refer to the steps required from start to finish to accomplish something. Value streams shift the focus from the people doing the work to the work being done, both its sequence and timing. There are many different types of value streams. For our purposes, we’ll classify them as:

	
		customer value streams

		operational value streams

		business-enabling value streams 

		development value streams



	Customer value streams are the value streams of the customer, that is, the actions they and others associated with them take to get value. Innovation is primarily about improving these value streams. These include setting up to use the product/service, using the product/service, and receiving support for the product/service.  

	Operational value streams are those workflows for marketing, selling, deploying the product/service, and supporting customers. 

	Business-enabling value streams are the workflows for the company’s internal processes. These activities include buying and maintaining a server network, stocking shelves, HR, purchasing, finance, and Legal.

	Development value streams are the value streams creating or improving the products and services of the ones just mentioned. 

	The benefits of attending to value streams

	 “Attending to value streams” means:

	
	● Being aware of them

	● Noticing how they interact with each other

	● When making a change, seeing how it will affect the overall productivity in the value stream



	Value streams create a holistic view of the work being done. When we consider how multiple value streams affect each other, we get an even bigger-picture perspective. For example, the development value streams can improve and be improved by the value streams they’ll be creating. The interactions of how these value streams work provide valuable clues as to what to do. More on this in the following chapter - Attend to the Customer Journey.

	In most organizations, people are busy, but the work often moves at a snail’s pace because it continually stops and starts. We can efficiently see where there are delays and waste in the value stream to quickly improve the delivery of value. This also highlights system constraints that cause delays or waste across all the value streams mentioned.

	Attending to value streams guides us in improving our development work while lowering its costs.

	People may be busy, and it may appear that work is being done. However, work in the value stream is starting and stopping.

	This book focuses more on the network of development value streams where development teams are embedded. We will learn to work on smaller items, focus on removing delays, avoid overloading people in the value streams, and get people to be in one value stream to avoid multitasking. Flow, Lean, and the Theory of Constraints all attend to the value stream for several reasons. Mapping value stream networks:

	
	● Provides visibility on what is being worked on and how.

	● Illuminates the delays in value add. These delays also create waste in the process.

	● Identifies the constraints in the system.

	● Let’s see how the different value streams interact with each other.



	The benefits of value stream mapping

	Mapping value streams is getting to be in vogue. But there are many ways to do it. These include

	
	● A high-level view to get a general sense of what’s going on and to teach what flow is. This does not involve breaking the workflow down into small steps as much as it shows who the workflow is to.

	● Detailed mapping with steps and times. This can be done but may take days or even weeks to do so. It has two purposes. One purpose is to learn where our challenges are and what’s causing them. The other is to have people collaborate and see the cause of their challenges.



	Attend to the customer journey

	Customer Journey is the name given to the set of customer value streams that customers use to get value. This includes processes and systems required to set up customer accounts and get support for an account.  

	The customer journey is what the customer is doing to get value. Attending to how the customer gets value should be our focus. We look to see how to improve it and then have our system manifest that.

	There are three great advantages to doing this:

	
	● significantly better User Experience (UX)

	● greater innovation

	● less waste created because we can see what the customer needs to do more clearly



	Using the Customer Journey to get a better UX

	When you attend to the customer journey you focus on the customer and how they interact with the system. This starts getting you into the mind of the customer. Too many developers focus on the system they are creating and not on how the customer will be using it. This is one reason so many UXs are bad.  For example, a customer would expect “9a” to come before “10”. But focusing on the system and doing a digit-by-digit comparison would have 9 come after 1 and therefore “9a” comes after “10”. A customer would expect “92248” entered a date field to be interpreted as 09/22/48 and not get a message saying bad format. User stories - “As a <user> I want <function> so that I can <get this value>” - attempt to get around this bias but it isn't enough. The big picture is lost. The stories are translated into what the system will do instead of how the customer wants to work.

	 

	The customer journey puts our focus on the customer - where it should be.

	 

	Greater innovation

	The customer journey includes both those steps the customer takes interacting with the system and those outside of the system. For example, consider ordering a pizza for pick up. You get on the phone to order the pizza, you drive to the pizza place, you walk in and tell people what you want to pick up, you get your pizza and pay for it. The question is how can you improve this?

	Starbucks saw this and realized they could have your order waiting for you. That’s improving the customer journey. 

	But it can go much deeper than this. Consider how Apple changed how many of us listen to music. The iPod and its supporting music services changed how people listened to music. It greatly simplified the user experience by replacing multiple devices with one device. By creating products and the systems people used, customer value streams changed. Breakthrough innovation usually comes from providing value to the customer by considering the ecosystem in which they function and designing our systems to provide them mastery, ease, and flow. 

	 

	Improving the customer journey outside of the customer’s interaction often leads to great product innovation.

	 

	Less waste is created when we can see what the customer needs to do more clearly

	There is no question that products must emerge. But many people take this as an excuse to create parts of a product and then redo it. Emergence does not need to create waste. When you attend to the customer's journey you are clear about what needs to happen - you just may not be clear about exactly how it needs to happen. 

	To avoid waste, start with building functionality you are fairly confident you will need. This may not be very far down the road. But as you move forward, you will see more to do. It’s like driving in fog: you only see a little way ahead, but there’s no waste in the movement, and after you’ve moved a little ahead, you can see the next step more clearly than before. 

	 

	The need for product capabilities to emerge does not mean waste has to be created.

	A coach should be prepared to show how considering the customer journey can make life easier for the team since doing so will reduce the amount of rework that may be needed.

	Attend to the customer’s context as well

	It’s important to also recognize the context the customer is in. This includes:

	
	● Industry-Specific Knowledge. Stay updated on industry-specific terminology, best practices, emerging methodologies, and evolving customer needs. This knowledge will enable you to communicate effectively with business and product leaders, speaking their language and understanding how they approach their work. In addition, industries have patterns regarding leadership and management, including, at times, leadership style. 

	● Regulatory Awareness. Understand the regulatory environment relevant to your clients' businesses. By staying informed about regulatory changes and requirements, you can help your clients navigate compliance issues and ensure their products and services meet the necessary standards. It is common for organizations to need help balancing compliance with technology. While they must address regulations effectively in their product strategy and how they set up tools for their knowledge workers, they often create unnecessary constraints by putting too many controls in place.

	● Emerging Technologies. Keep yourself informed about emerging technologies that can impact your clients' industries, such as artificial intelligence, machine learning, the Internet of Things (IoT), cloud computing, and cybersecurity. This knowledge will enable you to identify opportunities for innovation, operational efficiency, and strategic partnerships.

	● Economic Factors. Develop an understanding of macroeconomics and its impact on businesses. Monitor factors like inflation, interest, currency exchange rates, and global economic conditions. This knowledge will allow you to anticipate potential business, technology, market, and talent strategy changes.

	● Product and Industry Advancements. Stay updated on new product launches, innovations, and advancements in your clients' industries. This awareness will enable you to anticipate changes in their product strategies, market positioning, and customer value propositions, allowing you to provide timely and relevant guidance.



	An inherent challenge - managing within hierarchies 

	Most organizations are structured in hierarchies to manage the work. But the workflows across the organization from one department to another. Management is rewarded for attending to the efficiency of these hierarchies instead of attending to the delivery of value. This has adverse effects.

	Managing within a hierarchy

	Hierarchies tend to have those responsible for the hierarchy see if the people under them are:

	
	● Working on the right things for that hierarchy

	● Working efficiently

	● Fully occupied with something to do



	This seems so natural that we don't even consider it. However, it also means that the focus is on the silo, not on the value that is created across the workflow. This results in delays in decisions and a loss of information when handoffs are made between the silos. It is common for silos to prioritize work within the silos over cooperation between them. In fact, along with the hierarchical structure are reward and compensation systems that set these silos up to compete instead of cooperating.

	 

	It is common for silos to prioritize work within the silos over cooperation between them. The savings achieved by making a silo more efficient create significantly more work across the value stream.

	Reflect for a moment on projects you’ve seen in the past. Let’s look at the people doing the work and the work itself (when it is being worked on and waiting to be worked on). See if what you notice matches the following table. Feel free to add to it. 

	 

	
		
				What’s happening with the people

				What’s happening with the workflow

		

		
				
	● people are busy

	● they are multitasking mostly because they are both interrupted and must wait for others

	● they lose focus on their work, context switch, and become frustrated

	● people are measured on how well they are doing on their tasks, not on how much value is being delivered



				
	● the work starts and stops

	● work items spend time in queues

	● work often goes forward and then is handed back from where it came from

	● delays in the workflow tend to cause extra work



		

	

	[image: Image]

	When we make these observations, we often see that no one is managing the work itself but that managers are managing the people. Work is seen when it is active, but work that is waiting is rarely seen.

	We call this “the inherent problem” because it happens almost any time there is a hierarchical focus.

	When we look at the people doing the work, we focus on local steps in the workflow. This is the most significant difference between waterfall and Lean. In waterfall, we try to maximize the efficiency of the work at each step. The presupposition is that we can do this and that that is the most efficient approach. Lean has us look at how long it takes to go from concept to consumption. A project that would take one month if all the people working on it worked on it alone can take six months to accomplish when they are busy working on many things.

	The actual cost of multitasking

	Many people point to multitasking as a significant source of waste. It is a significant one, but not the key one. A substantial cause of multitasking is people working in multiple value streams. People are being interrupted and are interrupting others.  The work waits in queues. While multitasking may cause a 10-20% drop in efficiency, work waiting in queues can create unplanned work in the form of bugs; working on the wrong things, rework, etc. This creates a lot of unnecessary work all of which is waste.

	These delays in waiting for others also cause delays in feedback. This means errors occur, but we don’t know that right away. And this means people are working on misinformation. People also often get tired of waiting. They often move forward when someone is unavailable and work without understanding what’s happening. People are also having to context-switch. They can be working on something, must stop to work on something else, experience significant delays, and need to look at it again after weeks or months. This is like having to relearn something repeatedly. It is very wasteful and draining.

	 

	The phrase “hurry up and wait” is what you may hear when these delays are occurring.

	The cost of working across value streams and not managing work in process

	Interruptions cause multitasking. These can be because work in process is not managed within a value stream, or interruptions occur across value streams. A significant cause of multitasking is people working in multiple value streams and not postponing commitments. Multitasking causes a 20-40% drop in efficiency due to:

	
	● Increased context switching – losing focus and forgetting details

	● Memory overload and forgotten details

	● High Work In Process (WIP) levels – rushed work and technical debt

	● Delays in feedback - delays in seeing errors or missed requirements

	● Overwhelm, demoralized teams, decreased ownership

	● Confusion about priorities – urgent over important goals are often traded

	● Stale knowledge – increased bugs and missed or wrong requirements



	But it's worse than that. All of the points above and their impact on workflow result in an even greater rate of inefficiency that is often over 20 and 40%.

	Why we  use “work in process” and not “work in progress”

	We should always use intention-revealing names, phrases, or names of things that describe what they are referring to. There are currently two phrases for WIP. One is “work in progress,” whereas the more accurate is “work in process.” This difference is not academic; the usage of ‘progress’ can lead to bad practices.
 

	There are currently two phrases for WIP. “Work in progress” and “work in process.” Work in progress obscures work started but not making any progress. Therefore “work in process” is a better term and is what we use.

	Progress means “forward or onward movement toward a destination.” But WIP refers to work that has started but hasn’t been completed. Work may be blocked, that is, not progressing at all. Work in progress (in English) does not include blocked work. But it is WIP. This has led many teams new to Kanban not to include items that are blocked (not progressing) toward their WIP limits. This is not effective.

	“In process” means “of, relating to, or being goods in manufacture as distinguished from raw materials or finished products,” English tells us that something blocked is not in progress but is in process.

	It’s important to have our words mean what is inferred by their standard definitions.

	It is interesting to note that Scrumban (the first book on Kanban) uses process as does Don Reinertsen’s work.

	Focus on reducing delays – not eliminating waste

	A common Lean mantra is “eliminate waste.” The problem is that the mantra comes from looking at manufacturing. In manufacturing, you can see waste. A car is being built, and errors are visible. Planning can be considered a waste because you already know what to do. In knowledge work, the situation is different. First, you cannot see everything. You often don’t know when you have an error or not. Also, overdesign and planning are wasteful. Design and planning to ensure we are working on the right things are not. On the other hand, re-doing requirements, working from old requirements, building unneeded features, fixing bugs, overbuilding frameworks, duplicating components, and delaying integration testing are wasteful. 

	These wasteful activities delay receiving and using actionable information or detecting and resolving errors. This is yet another reason for quick feedback and reduced delays. The mantra needs to change from “eliminate waste” to “eliminate delays in the workflow.”

	It’s not bottom-up or top-down. It’s attending to the value streams.

	Many people recognize that hierarchies can be problematic. Many Agile proponents suggest starting with the team. Most are now recognizing that getting executives to buy into Agile adoptions and suggest that a top-down, bottom-up approach is required.

	While top-down bottom-up is better than just bottom-up, this is still a focus on hierarchies. It often is a “starting at the team with the guidance of management approach” – not a true value-oriented perspective. 

	A direct focus on value streams is essential. Otherwise, we’ll be working on improving local optimizations.

	We must recognize, however, that managers are often compensated in a manner that will be detrimental to them by focusing on value streams. A bigger picture is often needed. 

	Shifting from local efficiency to flow       

	Here’s a way to get executives to understand the value of focusing on the most critical work to shorten delivery time and consider the cost of delay. Let’s say we have an enhancement to a critical product for your company that took six months to build but would have taken only two months if the people working on it had always been available to work on it. Since this is a critical product, there is likely a significant cost to delaying the release by four months. This could be actual revenue created or opportunity cost. 

	Imagine asking one of your top executives: “Would it have been worth paying 20% more to get this enhancement out the door in two months instead of six?” She’d almost certainly say “sure” if there is a clear cost of delay. 

	But now ask yourself, how would you get to do it in two months instead of six?

	Doing the work faster wouldn’t make this difference. There’s only two months of work to begin with. Instead, you’d have to cut down the delays between the steps. Making people available to avoid waiting might require adding a little slack to the system, but that would likely not be a significant addition. Consider what removing the delays between the steps would result in. By minimizing delays, you maintain a steady workflow, enabling team members to stay focused and productive. This efficiency can lead to completing tasks correctly the first time, reducing the need for unplanned work due to errors or rework. It also shortens feedback loops meaning that issues can be found quickly. Finally, it allows for the predictable flow of work avoiding the temptation of moving people around between teams.

	The net result would be less waste being created. This means it would probably take less time and less capacity to get it done faster.  This is the essential mantra of Lean.

	 

	This shows another shift that’s needed: stop focusing on the utilization of people and focus on removing delays in the workflow.

	What analyzing the inherent problem teaches us

	
	● We must shift our focus from people doing the work to the work being done.

	● Encourage managers and team members to think about how their work contributes to the overall value delivered to customers, rather than just their departmental objectives.

	● We shouldn’t try to go faster; we should focus on eliminating delays by having fewer and smaller queues.

	● We should focus on aligning people around the value to be realized.

	● We should shift our focus from people's utilization to removing workflow delays.

	● We should stop striving for local optimizations and attend to the throughput of the value stream instead.



	Why this shift is necessary

	The shifts above will enable us to focus directly on creating value for our customers. This is more effective and empowers people doing the work. This serves ALL stakeholders simultaneously.

	Consultant’s corner

	Value streams are not business processes.

There is a difference between value streams and business processes. While there are some similarities, the differences are significant. Especially when going into an organization that thinks they understand their value streams because they have documented their business processes. 

	Business processes are a statement of actions we’re supposed to be taking, either now or in the future. But what’s happening may be different. Business processes are often limited to one aspect of the business. Business processes often disagree with what is actually happening, to deliver value to the customers. Value streams are what is happening. The difference between a business process and a value stream can provide insights on what to improve to deliver more value. Also, value streams are end-to-end while business processes often only cover what’s happening in one part of the business. 

	There is an opportunity for improvement lost by conflating these two concepts. This section points out some of the differences. One difference is focus—a shift from process to flow of creating value. Value streams are based on Lean Thinking – business processes stand alone. The context of Lean Thinking creates a focus on time and value. This reflects the importance of attending to Edgar Schein’s observation: “We don’t think and talk about what we see. We see what we are able to think and talk about.”

Here are some specific differences:

	
	● Value stream analysis can be used to provide insights in untangling value streams. We use the maps to stop them from crossing each other. 

	● Value stream analysis can be used to improve the value-creation structure (how people are organized) of an organization.

	● Value stream analysis pays particular attention to the delays in workflow and feedback.

	● Value stream analysis shows us what is. You can also create a future value stream map to create guidance for improvement.

	● Value stream analysis can help identify the constraint in the workflow quickly.

	● Value stream analysis can help identify if a change will improve the workflow.



	All of these issues will be discussed later in this book.

	It may be that business processes can be modified to include this, but an approach that inherently does it is more valuable. We have seen too much of what results from being “purposefully incomplete” – not many people fill in what should be present.

	Additional Resource: Why leaders should focus on Value Streams

	First principles and mental models

	“He who loves practice without theory is like the sailor who boards a ship without a rudder and compass and never knows where he may be cast.” – Leonardo da Vinci

	Much of Agile has become very expensive. It is harder to guide ourselves and learn. Immutable methods work against this.

	Having problems and then solving them is not as good as taking a perspective that avoids the problem in the first place.

	Approaches that require you to hit problems and then solve them may provide an inexpensive start but have a high total cost of ownership.

	It reflects Kant’s precursor to Deming’s comment – “Experience without theory is blind, but theory without experience is mere intellectual play.”

	It’s also hard to get management’s support for something they don’t understand and intuitively know that its supporters don’t either.

	Goldratt said, “A comfort zone has less to do with control and more to do with knowledge.”

	Throughout the Agile space, Theory is underrated. However, validated theory is a path to quicker effectiveness.

	First Principles (Flow, Lean, Theory of Constraints)

	Experience [alone] teaches nothing. There is no experience to record without theory… Without theory, there is no learning… And that is their downfall. People copy examples, and then they wonder what is the trouble? They look at examples, and without theory, they learn nothing. 

	
	- W. Edwards Deming



	First principles refer to the fundamental concepts or basic assumptions from which all other knowledge or understanding is derived. They are the foundational building blocks upon which a system of knowledge or a particular field of study is constructed. 

	First principles are principles that cannot be decomposed into other principles but stand on their own.

	How we can move forward or at least learn as we change how we work

	Embracing first principles has us move forward. . Here are a few:

	
		Delays in workflow cause waste due to multi-tasking.

		Delays in getting feedback and in taking advantage of lessons learned cause waste by not taking corrective action quickly.

		Most of our challenges are caused by the system.

		People working beyond capacity cause delays that create additional work to be done (waste).

		Working on things of lesser value to critical stakeholders is waste.

		We can complete a subset of a large item faster than the full item. Smaller is typically faster.

		We only see what we think and talk about.

		We can’t manage what we don’t see.

		Local improvements don’t necessarily result in global improvements.

		Handoffs risk a loss of knowledge and information



	For the reader who wants to learn more about first principles, read First Principles: The Building Blocks of True Knowledge. 

	 

	Delays in workflow, delays in getting feedback, delays in decisions, and delays in taking advantage of lessons learned cause waste.

	Elaborating on the first principles

	First principles are used to provide a basic understanding of what is happening and why. Thinking from a first-principle standpoint means understanding the most fundamental truths in a particular situation and applying reason from there. You test your conclusion on what you think are fundamental truths. In knowledge work, these would validate to see if you’re creating delays in your workflow or in getting feedback (amongst other things). 

	We will not try to prove these based on my evidence but on yours. 

	First principles do not emanate from anyone but instead are out there. The ones listed here are not the first principles. They are the ones I’ve noticed and put in Amplio.

	 

	1. Delays in workflow cause waste due to multitasking.

	Consider when you were working on something and needed someone's help and had to wait for it. You likely stopped working on what you needed help with and picked up something else while waiting. This is an example of multitasking. Multitasking and delays in workflow go together.

	But let's just consider the cost of this work. Say you come back to it two days later. What you were doing is now out of your short-term memory. If this involves programming, it can be a significant cost. This delay caused extra work (waste).

	But let's consider another case. You write up requirements on a product backlog. You finally get to review the product backlog. You likely don't remember exactly what you wrote. I remember when I returned to a product backlog, had no idea what something meant, asked myself, "What person wrote this?" and then remembered, “it was me! “The extra research or rewriting causes waste.”

	2. Delays in getting feedback and in taking advantage of lessons learned cause waste by not taking corrective action quickly.

	When you've made a mistake and you don't realize it until later, waste results. The cost of fixing it increases as the time to get and use the feedback increases.

	Not taking advantage of what we've learned means we're not working as effectively as possible.

	 

	3. Most of our challenges are caused by the system.

	The environment people are in has a huge impact on them. This includes almost every area of work. The company's culture, the level of fear, and how people are physically located and organized into teams have an impact. Most errors are what are called “common cause” errors. That is, they are due to the system. Consider the impact of how teams not being located together affects them. The more they are separated the more time it takes for feedback which causes more waste.

	Edwards Deming sums this up: "A bad system will beat a good person every time.”

	4. People working beyond their capacity cause delays that create additional, otherwise unnecessary, work to be done (waste).

	Working beyond capacity causes waste in many ways. It typically causes multitasking, which lowers our efficiency. It also delays getting feedback, which causes waste. It eventually leads to burnout of team members. All of this leads to delays in the delivery of value.

	5. Working on things of lesser value to critical stakeholders is waste.

	The difference in value between what people are working on and what they could be working on is a clear loss of value. But it also tends to lead to overloading people to work on the most important items. This overload will cause delays and waste (see #6 and #7). 

	6. We can complete a subset of a large item faster than the full item. Smaller is typically faster. 

	Working on smaller items of value enables us to manage work in process more easily. It also provides us with quicker feedback. Both in what and how we’re building them. 

	“Often reducing batch size is all it takes to bring a system back into control” - Eli Goldratt

	7. We only see what we think and talk about. 

	Our mind filters out most of what is around us. We won’t notice things unless they are in our consciousness. This happens when we think and talk about them. It underscores the importance of Edgar Schein’s mantra: “We do not think and talk about what we see; we see what we are able to think and talk about.”

	8. We can’t manage what we don’t see.

	This should be self-evident.  It underscores the importance of not setting up boundaries about what’s possible. This is one of the damages that the immutability of a framework causes - people tend not to talk about things they aren’t supposed to do and therefore don’t see them.

	9. Local improvements don’t necessarily result in global improvements.

	Russ Ackoff explains this with a car metaphor - if you take the best parts of the best cars and put them together, you have a pile of junk. “Carness” results from how the parts of a car work together.

	A challenge we often see is teams attempting to improve how they work without considering the impact on the whole value stream. It works better when teams are aligned and don’t go for their own optimization.

	This was very self-evident in the case study Coordinating teams with backlog management.

	When individual teams focus on themselves, they may improve. However, it may be that it would be better if they helped the teams that were slowing down the creation of value.

	Sometimes by aligning teams less waste is created because teams work in a more self-coordinating manner. But this requires a higher view.

	Aligning teams helps eliminate local improvements that lower overall value.

	10. Handoffs risk a loss of knowledge and information.

	There is a risk that not all knowledge will be transferred when one person has been working directly on something, especially if there has been limited communication.  It’s a risk, not a certainty, as the person they are handing it off to may have other insights. There is also the chance of miscommunication. But ironically, sometimes miscommunications create insights that might otherwise not have happened. The point here is to attend to the risks of handoffs.

	If people have been doing knowledge work prior to adopting a new approach, they will learn the new approach faster if it is related to what they already know. This may, of course, be what doesn’t work.

	 

	Making first principles less abstract

	Although first principles are powerful, they are also abstract to many people. For this reason, we want to take these first principles and build guidance on how to use them more deeply.

	While some of these insights are universal, many apply only to specific contexts. Therefore, understanding your context when applying first principles is essential. 

	Underlying mental models and values

	Our mental models and values filter what we notice. This is often called ‘cognitive bias.’ We must continue questioning our mental models and ensure they are helping us.

	General Guidance

	
	● Have all levels of critical stakeholders be motivated to cooperate in delivering successful and sustainable system value and costs.

	● Use systems thinking. Manage the ecosystem, not the people. Don’t blame people when things go wrong.

	● Focus on delivering the greatest value soonest.

	● Attend to the quality of the product.

	● Innovate by attending to the customer journey.

	● Have a focus on cost-effective improvements to the ecosystem, process, and product.

	● Assume you are working in a complex system. Strive for quick feedback and decouple actions.

	● Continuously improve your mental models by learning how to improve your practices and challenging your assumptions.

	● Have a positive attitude towards management. If they are not cooperating, ask yourself what they do not see and provide that to them. Notice how this requires improving their understanding.

	● Respect people.

	● Listen to those closest to the work, they usually have the best understanding of what needs to be done.

	● Have those close to the work make decisions, but provide them with the information they need to make good decisions 

	● Attend to and mitigate risk.

	● Use metrics to see if you are progressing in the right direction.

	● Use metrics to identify the impact of organizational barriers.

	● Recognize that work is incomplete until the customer receives value from it.

	● Make learning a habit.



	Success and Value

	
	● Get clarity on what success means for the key stakeholders of the organization

	● Focus on the delivery of value to the customer.

	● Focus on value creation for your clients, staff, organization, and society

	● Focus on delivering high value quickly that is readily consumable

	● Attend to the quality of the product

	● Work on small items of consumable value



	Leadership and Management

	
	● Make sure leaders understand the advantages of letting people close to the work make decisions and how to create suitable decision-making structures



	Creating the Product

	
	● Understand the customers’ value streams

	● Attend to the customer journey to improve it. The customer journey is the set of actions the customer takes to get something done.



	Attend to the effectiveness and efficiency of your workflow

	Improve your development value stream

	
	● Use pull methods, manage queues, and focus on finishing

	● Have short feedback cycles at all levels of the work

	● Organize people into teams to reduce handoffs and delays within a team and between teams

	● Begin with a fit for purpose starting point

	● Have an explicit workflow

	● Recognize that those parts of an item to be released that are not finished representing incomplete work. The more incomplete work that is present, the more risk is present.

	● You should consider handbacks as a sign that a previous step has been performed incorrectly or misunderstanding has occurred and address root cause

	● Prioritize improvements within the context based on impact

	● Focus on global improvement and be aware that local improvements may actually make overall value worse

	● Take steps to avoid multitasking

	● Keep workload within capacity



	 

	Peter Drucker defined knowledge workers as high-level workers who apply theoretical and analytical knowledge, acquired through formal training, to develop products and services.

	Drucker states, “Once beyond the apprentice stage, knowledge workers must know more about their job than their boss does--or else they are no good at all.”

	He further states that “Knowledge workers have to manage themselves. They have to have autonomy.” 

	The Difference Between Running Experiments and Validating Expectations

	When it comes to improving your workflows you should not be running experiments to see what will happen. Instead, you should be basing your decisions on what you expect to happen, and then use feedback to validate that it did.

	There is a big difference between running experiments to see what will happen and creating a model of understanding based on experience and then predicting what will happen.

	Theory seems to be discounted in the Agile space.

	There are many theories that explain the causes and effects of actions taken during knowledge work based on your experience. This is what empiricism is for – using it to create a model of understanding. This gives you the ability to look ahead and see what will happen. The focus should not be on only inspecting and adapting when bad things happen like in a whack-a-mole game.

	Having just experience is problematic:

	Kant “Experience without theory is blind, but theory without experience is mere intellectual play.”

	Edwards Deming. “Experience teaches nothing. In fact, there is no experience to record without theory... Without theory, there is no learning... And that is their downfall. People copy examples and then wonder what is the trouble. They look at examples and without theory, they learn nothing.”

	Leonardo da Vinci “He who loves practice without theory is like the sailor who boards a ship without a rudder and compass and never knows where he may cast.”

	This leads to Will Rogers’ quip "There are three kinds of men. The one that learns by reading. The few who learn by observation. The rest of them have to pee on the electric fence for themselves."

	People confuse predictions with theories. The plan of a waterfall process is not a validated theory – it’s a prediction.

	Good theories explain what is or is not going to happen.

	The attitude that you can successfully follow Scrum almost anywhere complex problems are being solved is a prediction, not a validated theory. It does not explain anything.

	Of course, many people don’t believe it is possible to do this in a complex adaptive system. But many others do. Among them are Eli Goldratt, Don Reinertsen, and Tom Gilb. 

	People who haven’t figured things out are often loath to challenge their assumptions. Don’t get trapped into limitations by them.

	You don’t need to follow people’s assumptions. You should be looking to understand what’s happening. This is a skill that will separate you from the AI bots in a few years.

	Focus on workflow and systems, trust people

	Theories of Flow and Lean suggest that we must attend to the workflow across the organization, not just the people creating the product or service. This provides a holistic perspective that can shorten the time to market.  The Theory of Constraints is also consistent with attending to the workflow. Edwards Deming provided evidence that 96% of errors were due to the systems people used – not so much the people themselves. While this evidence was for manufacturing systems, it also holds in knowledge work.

	The focus on workflow instead of people is not a degradation of the importance of people. It is just the opposite. It is based on our trust in people, so we don’t need to manage them. Instead, we want to give them an effective, efficient, sustainable environment.

	Factors for effective value streams 

	“If we dive deep enough, we’ll find that there are very few elements at the base - the root causes— which through cause-and-effect connections are governing the whole system.” Dr. Eli Goldratt from The Choice

	Factors for effective value streams list the primary aspects of what makes value streams effective. While theoretically just knowing first principles could guide people, using them directly is a bit abstract for many people. The factors for effective value streams provide a concrete way to see if the workflows in value streams are effective. They take the theory of first principles and make them more actionable.

	They provide us with a way of looking at complex situations, allowing us to make decisions based on a few factors. Making decisions about how to do our work is complicated. We need a guide to help us see which of two or more options is better. Factors for effective value streams indicate how well we are doing and whether a new way of working will improve.

	While there are hundreds of factors that can affect our value streams, Amplio Foundations has identified the ten it considers most useful in making decisions on workflows. These factors' origins go back to Al Shalloway’s analysis of hundreds of Agile improvement endeavors, looking to see what worked and what didn’t. To keep things manageable, the 10 most significant factors were identified.

	 

	In a nutshell, the factors for effective value streams

	codify how first principles show up in practice.

	The factors for effective value streams are used to both identify challenges in workflows and to help select which practice would be best for the teams involved. 

	 

	Time for reflection

	At first glance, the interactions of forces in value streams appear chaotic without a clear pattern. However, it is possible to discover the “very few elements at the base—the root causes— which through cause-and-effect connections are governing the whole system” that Goldratt refers to in his theory of inherent simplicity.

	Consider when you were introduced to an organization where your immediate reaction was, “Wow, this place is cool. I can see why they get so much done!”

	Now, consider when you were introduced to an organization where your immediate reaction was, “Wow, this place is horrible. How do they get anything done?”

	You are likely reacting to your tacit knowledge –what you know but are not always consciously aware of. Consider what factors you are looking at. For example, are people talking to each other? How busy are they? These factors are likely present in both situations, but they are being done well in one direction, and in the other, they are not. Consider how consistent these tacit judgments are in different places. 

	The factors for effective value streams are intended to focus on understanding value, ensuring quality, and eliminating delays and waste in the flow of work.  They are highly correlated with an organization’s ability to create and deliver value that leads to success. By attending to these, better decisions can be made on how to work than when they are not attended to.

	These factors are stated as scalars. That is, they just point in the direction we want to achieve. There are four ways to use them by converting them into questions. These are:

	
	● How well are we implementing these?

	● How can we improve these?

	● Will a proposed change improve or hurt these factors?

	● What challenges occur when we don’t implement these well?



	We’ll show how to use these in the next section.

	1. Getting actionable feedback quickly on your product and on how you are working.

	Knowledge work is complex. Complexity, in and of itself, is not the problem. It is that it obscures what’s going on. Feedback provides us with this visibility, and we can avoid large mistakes by seeing and addressing small mistakes. Most of the factors for effective value streams are about supporting this key factor.

	 

	2. Using pull to keep workload within capacity.

	When people are overworked, several things happen. First, a lot of multi-tasking typically takes place. This lowers their efficiency by 20-40%. But worse things happen. When more than one person is working on something, overworking them injects delays into other people’s workflows since they must wait for the overworked person to be available. Delaying feedback causes people to waste their effort. So overloading people not only makes them less efficient but also gives them even more work to do and often makes one or more teams less efficient.

	 

	3. Working on the most valuable items to achieve success for your stakeholders.

	Even if you don’t improve your efficiency, working on the most valuable items will increase your overall value delivery. This is also a great way to manage work in process.

	 

	4. Working in small increments.

	Eli Goldratt (creator of The Theory of Constraints) once observed that “Often reducing batch size is all it takes to bring a system back into control.” One reason is this gets actionable feedback quickly so that you can pivot with less cost. It also helps keep work below the capacity of the people doing the work.

	 

	5. Managing work in process at all levels to reduce delays and handoffs in your workflow.

	This works with “keep workload within capacity.” Regardless of how much you’ve been given, at a minimum, manage your WIP. This can be accomplished by gating what comes in as well as having a focus on finishing at the story, feature, and release level. This means when you look for something new first look to see if you can help finish something that your team is working on. If you can’t, look to see if you can find a story that’s part of an already open feature before opening a new feature. 

	 

	6. Organizing people to avoid multi-tasking and delays in people being available.

	How people are organized has a significant impact on handoffs and delays. Handoffs and delays cause waste. Cross-functional teams, when applicable, are the best way to handle this. But there are other ways to organize people. Many of these are covered in the companion book Amplio Development: The Path To Effective Lean-Agile Teams. 

	 

	7. Understanding the acceptance criteria before writing any code.

	This is part of what is called the Definition of Done. Before creating something you need to know what it’s expected to look like. The acceptance criteria can be in the form of objectives to meet. They may also change as you learn. And, they will help avoid writing code that isn’t necessary. Perhaps most importantly, the conversation about the acceptance criteria leads to greater alignment. 

	 

	8. Making all work visible.

	Having work be visible is critical so people can see what is coming their way. It also enables management to see the progress of work and not require continual status reports.

	 

	9. Focusing on the quality of the product.

	Product quality is important not just to make stakeholders happy but because poor product quality usually takes more work to modify. It also tends to take more work to support. High product quality is important both for increasing value to the customer and to avoid creating waste.

	 

	10. Having clarity on how people work together .

	Having an explicit workflow is very important. This enables people to understand the agreed upon best ways of working. It’s just a clear understanding of what we have agreed to as the best way of working at any point in time. It is fine to “do what you think is right” at any step.

	 

	The factors work together

	It is essential to notice how the factors work together. As you improve one, it either improves the others or makes it easier to improve them. For example, notice how working on small items will help us achieve quicker feedback. This is consistent with Dr. Eli Goldratt’s view that work principles are harmonious. He called this “Inherent Simplicity” in his and his daughter’s seminal book “The Choice” and contends that complex problems are more straightforward than they look if one knows where to look. 

	Let’s look at a few of the interactions between these factors:

	
	● Small work items are easier to get feedback on

	● Pull methods are the best way to keep workload within capacity

	● Having work and workflow be visible enables collaboration

	● Working in one value stream makes it easier to keep workloads within capacity



	There are of course, many, many others. The critical point is that they usually enhance and virtually never work against each other. They are in harmony.

	The factors for effective value streams provide a holistic view by attending to different aspects of a system. This makes them very useful.
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	Many ways to use the factors for effective value streams

	How we use the factors for effective value streams

	These factors can be used in several ways. They provide us with a base of what to look at to understand our workflows. Converting them into questions often helps in this. For example, if we wanted to assess whether we are manifesting them, we could use the following questions:

	
		Are we getting actionable feedback quickly on our product and on how we are working?

		Is our workload within capacity?

		Are we working on the most valuable items to achieve success for our stakeholders?           

		Are we working in small increments?

		Are we managing work in process at all levels to reduce delays in our workflow?

		Have we organized our people to avoid multi-tasking and delays in people being available?

		Do we understand the acceptance criteria before we write any code?

		Is all work visible?

		Are we focusing on the quality of the product?

		Do we have clarity on how people are working together?



	 

	By asking them as questions, we can see how well we are manifesting them.

	We can also use these to brainstorm. Consider:

	
		How can we improve getting actionable feedback quickly on our product and on how we are working?

		How can we lower workload to within capacity?

		How can we work on the most valuable items to achieve success for our stakeholders?           

		How can we work in small increments?

		How can we manage work in process at all levels to reduce delays in our workflow?

		How can we organize our people to avoid multi-tasking and delays in people being available?

		How can we understand the acceptance criteria before we write any code?

		How can we make all work visible?

		How can we focus on the quality of the product?

		How can we have clarity on how people are working together?



	 

	We can also look to see what happens when we don’t do these well. This can give us a way to go from our challenges to creating an action plan for improvement.

	1. If we aren’t getting actionable feedback quickly on our product and on how we are working then expect small errors to become big problems because we won’t find them quickly.

	2. If our workload is beyond capacity then expect to have people multi-task and for there to be delays in the workflow which will create waste.

	3. If we are not working on the most valuable items to achieve success for our stakeholders then we won’t be producing as much value as possible because we’re spending time on less important items. This will likely cause us to work beyond our capacity. 

	4. If we are not working in small increments then expect to have higher levels of work in process than necessary and a delay in getting feedback on what value we are producing.

	5. If we are not managing work in process at all levels to reduce delays and handoffs in our workflow then we will not only delay feedback (see #1) but we will create waste in the process.

	6. If we haven’t organized our people to avoid multi-tasking and delays in people being available  then we will require having people from multiple teams to get the work done.  This causes a considerable number of handoffs and delays in our workflow. This will significantly slow down getting feedback.

	7. If we don’t understand the acceptance criteria before we write any code then expect a considerable amount of rework to be required.

	8. If all work isn’t visible then expect delays in the availability of people required to get the job done. Also, expect management to be misinformed about what’s happening.

	9. If we’re not focusing on the quality of the product you can expect to do more work than necessary. This is due to the need to revise what we've done and address quality issues, which will require more effort.

	10. If how we are working together is not clear then people will often be working at odds with each other. It will lower alignment.

	We can also use them to see if a change to a practice will be an improvement. We will discuss this specifically in the chapter How to Improve or Change a Practice.

	How We’ve Manifested the Purpose

	We started this chapter by stating, “We need a guide to help us see which of two or more options are better.” The Factors for effective value streams ask us questions about how well we are doing. Each question points out whether we follow the first principles of knowledge work. 

	Why an underlying model is essential to learning quickly 

	Experience teaches nothing. In fact, there is no experience to record without theory... Without theory there is no learning... And that is their downfall. People copy examples and then wonder what is the trouble. They look at examples and without theory they learn nothing. W. Edwards Deming.

	Will Rogers remarked:

	"There are three kinds of men. The one that learns by reading. The few who learn by observation. The rest of them have to pee on the electric fence for themselves."

	We should not need to rely on individual experience alone to move forward.

	Coaches can access people's dormant knowledge by providing them with a theory that elaborates on one of their experiences and helps them relate the theory to their own experiences.

	It is also possible to use systems thinking to identify the source of problems. By observing our challenges and interacting with other people facing similar challenges, we can identify what is impeding our effectiveness. 

	Learning can be accelerated, therefore, by looking at systems with contexts like ours and observing what’s happening. It can also be accelerated by being part of a learning ecosystem where you can share experiences, theory, methods, and practices with other experienced coaches.

	The lack of systems thinking and awareness of inherent simplicity in is very costly. People don't look for common cause errors, which are what most people face. Instead, they must learn what others have learned before them. This is a huge waste and should be eliminated.

	Inspect and adapt versus systems thinking with an underlying model 

	An important distinction: creating new products is an emergent process. It requires adaptation, and we must acknowledge the lack of predictability. But this does not mean that our work methods can't be well-defined. 

	Many in the Agile space believe it is impossible to have a well-defined approach to effectively solve complex problems. Underneath this is the idea that cause and effect cannot be seen in complex situations except in hindsight. It results in an approach where we look for impediments and then use “inspect and adapt” to remove them. We try experiments and see what happens. 

	Systems thinking provides an alternative view. It first tells us that most of our challenges are due to the system. When we look across organizations adopting Agile, we see patterns of challenge. Examples include opening too many stories, having difficulty involving management, perceiving outsourcing as a universal remedy without understanding underlying issues, risks, and costs, and not being able to decompose requirements. We can look at other companies that have hit and overcome challenges similar to ours to get an understanding of what’s happening.

	By looking to see patterns of behavior that we have experienced or learned about in other similar contexts, we can understand a lot about improving the ecosystem we are currently in. We can take advantage of the mantra “if you keep doing what you’ve been doing, you’ll keep getting what you’ve been getting” by modifying it to “if you keep doing what others are doing that is giving unsuccessful behavior, expect to keep getting the unsuccessful behavior that others are getting.”

	Patterns of behavior 

	Systems thinking tells us that the system is the source of much of the behavior we see. This means that we can identify patterns of behavior. This involves recognizing and utilizing recurring themes or patterns. It's about understanding the abstract structures that repeat across different contexts or systems, allowing for the application of known solutions to similar problems.

	Understanding, at a high level, how system thinking relates to identifying patterns and how this allows us to build models that can be quickly applied to different contexts is important for any coach or leader who wants to create improvement initiatives that are fit for purpose.

	If you have distinguished anti-patterns, you are already loosely using patterns. It allows you the ability to recognize patterns across contexts based on similarities. You can think beyond practices to themes. If you are a researcher by nature, you will start to research why that pattern or anti-pattern exists and where to apply it. You will read case studies to understand the impacts more clearly. 

	It is important to understand the relationship between systems thinking and pattern thinking. Systems thinking is about understanding the interrelationships of things. While patterns themselves enable finding appropriate solutions in specific contexts, there is a higher use for them as well. Patterns clarify the relationships between the components of a system. Together, systems thinking and thinking in patterns offer a powerful approach to dealing with complex issues.

	Communications are foundational

	“What is tolerated becomes a standard; what is accepted becomes a norm; and what is condoned becomes a culture." - Anonymous 

	This chapter explains why communications can and should be planned upfront from a systems and strategic perspective. In addition, we discuss how the words we use to describe change impact how change occurs to people. 

	It’s interesting how many transformations do not explicitly include thinking about the design, flow, or training in communications. Yet, there are many organizations where communication causes a loss of trust. This relates not only to the timing of communications, who is communicating what, or the cadence and types of communications (e.g., visual versus audio), but it also wholly relates to the specific language used. 

	We recommend starting by identifying the types of communications in an organization. This can be done in simple, collaborative workshops. You want to determine how current communications impact collaboration, learning, and flow. We have found that sometimes, people who have been part of the system must be made aware of the impact of communication patterns in the organization. We also recommend taking these communication patterns and training people to use communication distinctions that provide workability and collaboration. In addition, communication occurs at multiple levels. It is not simply the language used, it is tone, facial expressions, body position, style and energy. Trying to improve an organization without addressing communications first causes challenges. Hybrid and remote environments make communication even more critical. That is always the case whether we discuss alignment at the leadership level, relationships between leaders and knowledge workers, or team dynamics. 

	Language can create commitment or cause resistance; therefore, it should not be left up to chance. From language comes the way people think about things, which impacts behavior. While we may think organizing around value and the correct value creation structure will address communications alone, it does not. We have walked into organizations where communication worked against psychological safety, which is critical for any change. We go in-depth with communications in Guidebook II.

	 

	From language comes the way people think about things, which impacts behavior. Communications should be planned upfront.

	An essential, but little-used concept – the Minimum Valuable Increment (MVI)

	Deeper insights are available on the online Amplio Concepts sheet.

	Most people are familiar with Eric Reis’ concept of the Minimum Viable Product used to discover whether we have a product. 

	Most work done by established organizations is enhancing new products. This is quite different from discovering if you have a product. The Minimum Marketable Feature put forth by Denne and Cleland-Huang in Software by Numbers: Low-Risk, High-Return Development was about enhancing existing products. SAFe uses the term MMFs and references this book as well but the definition they use is not what Denne and Cleland-Huang propose. 

	The concept of the Minimum Valuable Increment is foundational to Agile. It represents the smallest piece of value that can be created and manifested for value. Unfortunately, few people have given it a name. And therefore, its focus is lost. While the word “increment” is often used in Scrum, it is ambiguous in that it might just mean a chunk of value. MVI has a distinctive meaning.

	Around 2005 Net Objectives enhanced the notion of the MMF to be called the Minimum Business Increment (MBI). This renaming was done for IT departments that created software but didn’t market it. Over time, the MBI was enhanced to include not just what was to be built, but who was to build it as well as any acceptance criteria. We later changed it to Minimum Valuable Increment so that it would relate to government IT departments as well.

	An MVI is a clear description of the minimum amount of value that can be realized from the people using it. It also details all the steps required for its release and realization.

	
		Minimum. It should be the smallest amount of value that is realizable because this speeds value realization and makes work easier to manage while keeping in mind transaction costs.

		Valuable. The focus is on delivering value from a business perspective. While it’s directed at the customer, it needs to be aligned with the strategy that initiated the product or project. 

		Increment. It represents an increment of value.



	It can be used in many different contexts: business, not-for-profit, government, services, and products. It helps them realize the business value quickly. It is important to be clear that the MVI is not a reason to deliver less; it helps deliver value sooner. 

	MVIs come in two flavors – doing risk analysis and creating enhancements.

	MVIs can be used both when we are investigating the viability of a product or when we’re enhancing one.

	There is not a solid line between these. Most of the time there is a combination of both – risk analysis and a focus on value. 

	An MVI focused on testing the viability of a new product is often called an MVP (minimum viable product). The MVP of Eric Ries is a very valuable concept. It is a small increment of value delivered to determine whether a new product is viable. It focuses on challenging our assumptions not just about the product itself but the target market, how the product will be marketed, and how it will be received. Unfortunately, the MVP definition has been bastardized so much in the Agile community (particularly by SAFe) that we just use MVI and give it a well-defined range of meanings. This is useful in any event as the reality is an MVI is a combination of both risk analysis and creating value.

	MVIs can also focus on getting a return by enhancing an existing product or service.

	In this situation, more work needs to be done in preparing the MVI because it is likely that more parts of an organization will need to be involved.

	MVIs for new products tend to focus more on the viability of the product while MVIs for existing products tend to focus on how much of  a return will be received. Exiting products often require more development groups to be involved and possibly more support groups.

	Here are some characteristics of an MVI. Remember these change as the blend of validating assumptions and focusing on a return changes.

	
		Adds value for the customers of the organization.

		Provides valuable feedback that the proper functionality is being built.

		Provides valuable feedback that the functionality is being built in the right way.

		Provides functionality that can be delivered, and which can also be validated as useful.

		Enhances the ability of the organization to deliver value in the future

		Contains all the pieces that are required for value realization. This includes any work required by documentation, ops, and marketing.



	Both product management and developers typically work together to create a description of an MVI.

	 

	MVIs are not about delivering less. They are about delivering the most important value sooner.

	MVIs must be fully kitted, but depending upon the MVI the degree of full-kitting will change. 

	The full-kit is a checklist that contains all of the elements that are necessary to complete a task or project. The concept comes from the Theory of Constraints. 

	Before starting a paint job, you would ensure you had all of what you needed - paint, drop clothes, brushes, tape, etc. Before you start a project, you should make sure you have the full-kit. That is, what you’ll need to get it out the door. 

	Too many projects are started too soon and end up waiting for other people in the organization to do what’s needed to get value consumed.

	You don’t start working until you verify that all the boxes in the full-kit are checked.

	This should be part of the Definition of Ready.

	
		It is not a phase gate.

		It is a way of avoiding starting something too early where it has to wait to get finished later.



	It is not enough to build functionality to deliver. We must include all of the functionality and support information required for deployment. This would include marketing, sales, support, ops, etc. 

	Line of Sight

	It is important to see the successive decomposition described in Figure 1 as providing a “line of sight” for every artifact involved. For example, whatever level we’re at we can identify the next level up that it came from – all the way to the top. 

	MVIs create alignment

	MVIs create alignment because they can be compared more effectively. Comparing epics is ineffective because epics are a blend of what could be the next release and lesser value. features often can’t be released on their own.

	MVIs are critical because, as we have seen, if we don’t think and talk about a concept, we won’t see it. Being explicit about them provides a common understanding across the team and the organization.

	For a full description of MVIs go here.

	


Section 2. Mental models that help coaching

	This section discusses mental models that provide guidance to coaching and teaching people in effective ways. It’s not just about speaking and listening. Understanding how people learn is important and can accelerate people's learning. It also includes how some concepts can impact the learning of others.

	Learning outcome: How to take people from where they are to where they need to be. This includes how people learn and how you can elicit people’s dormant knowledge using theory. 

	The benefit of this section is to be able to coach with a solid understanding of how people learn.

	This section, along with the other sections titled: The way of being, What limits our thinking, Ways we learn, Improving yourself as a coach will provide you with models to coach people more effectively. This will increase your confidence as a coach and the confidence the people you coach have in you. 

	 

	We can only see some of the world and understand only some of that. The greatest fallacy is
to think that we see it all and that what we don’t understand can’t be understood by others.


	What’s the difference between experts and those with less competence? 

	Related chapter: Learning rate Is by feedback cycles, not time

	Listen to an audio summary of this chapter here.

	This is the first of four chapters that make up a learning strategy for talking to people:

	What’s the difference between experts and those with less competence?

	Don’t conflate ideas

	The pick-up sticks model of teaching concepts

	How to talk to someone who just doesn’t get it

	Understand the difference between what experts and others being coached attend to. This enables you to discern what concepts are necessary for the people or teams you coach.

	Combined with The pick-up sticks model of teaching concepts, it can provide a path to improvement. You will learn faster, improve people’s engagement, and gain trust as an effective coach.

	A note about being an expert. People are only experts in particular domains. No one is an expert at everything. Emotional intelligence is a mere starting point. We need to look at the many domains people have intelligence in. It also includes what could be called localized intelligence.  That is, team members know more about what’s going on inside their teams than those outside of it. People are good at some things and not so good at others.

	One often hears about years of experience to measure how much someone knows. But experience is only part of the answer even though it sounds like it is giving us more. That’s like when someone asks, “Why do birds fly south for the winter?” and someone answers, “instinct.” While it sounds like they’ve answered you, the answer doesn’t provide any insights.

	I have found that the most significant difference between experts and those with less competence is what they attend to. Experts pay attention to certain things and ignore others. Less competent people are often unaware of what an expert considers significant and pays attention to what an expert ignores.

	But it’s not just what an expert attends to. They also see differences between things, whereas a novice sees just one thing. These differences are called “distinctions.” A distinction is a difference in the state of things that are useful.

	
	● An expert carpenter knows the difference between cutting wood with or across the grain.

	● An expert snow skier uses differences in the snow to see types of snow – powder, wet, etc., Whereas others will just see white snow.

	● An expert small boat sailor – will notice the difference between when waves have ripples and when they don’t. She’ll attend to the relationship of the wind to the sail.

	● A good bicyclist will understand the difference between using the front or rear brake. And the rear and front derailleur.

	● A good composer will understand the difference between a major chord and a minor chord – as will someone playing something by ear.

	● A good Agilist will understand the differences and advantages between flow and timeboxing.

	● A good Agilist will understand the difference between an artifact that is releasable and one that isn’t.

	● A good Agilist will understand the implications of working on small batches instead of larger ones.

	● A good Agilist will see when it is better to start with values before taking action or when to take action first and then clarify values.

	● A good Agilist will understand the context and the impact of that context on the Agile transformation.



	 

	How I learned the truth of this 

	A personal story by Al Shalloway 

	In 1996, I became an internal coach for a large organization. I was there to help people familiar with FORTRAN on IBM Mainframe to move to C++ on Windows. For about a month, I was happy. Then I started thinking about how I was to help 300 people manage this migration. I realized this was beyond me. When faced with situations like this, I do three things:

	 

	
		Eliminate the fear.

		Scale the task back to what I can do.

		Scale it up to what I need to do.



	 

	Note: That, although I use these when I have problems for myself, this is a great approach for working with others as well. You don’t work well when you are afraid. If you can’t see a solution to a big problem, you might see one to a smaller problem. 

	I realized that if I couldn’t do this, I could get another coaching gig. So, I just decided to do my best without worrying about it. (Step 1 accomplished)

	Instead of worrying about helping 300 people, I thought “how would I help one person.” So I starting thinking about the difference between me and the people I was going to help.

	 

	My first thought was that maybe I was smarter than the people I was coaching (I was a bit more arrogant back in the day). But I immediately realized that wasn’t true. One of the people I was coaching was clearly as smart or even smarter than me. Then I thought, maybe I had more experience. But I realized that wasn’t true either. It wasn’t going to take my friend as long as it took me if I was there to help him. Finally, I realized that it was what I looked at that he didn’t. And what he looked at that I didn’t.

	 

	Experience in doing this helps, of course. But it was getting an understanding of the distinctions present that was making the difference.

	* * *

	Distinctions as a way of thinking

	“The way we see the problem is the problem.” - Steven Covey

	How you solve challenges is related to how you see the issues. You see your challenges through distinctions that you’ve learned are essential to pay attention to. You also learn to ignore a set that are distracting or not useful. In other words, you improve your ability to solve problems by becoming aware of distinctions that you must attend to and those you should ignore.

	You can help people learn by attending to what they aren’t seeing. Notice the distinctions they apparently are not attending to. It is a good practice to ask if they see differences that you see but that they don’t appear to. Don’t assume that they do not see the differences.

	This perspective is consistent with Edgar Schein’s observation that “We do not think and talk about what we see; we see what we are able to think and talk about.” It may be the people you are coaching are acting the way they are because they can’t see something that is there that is not being talked about. A coach can often make a difference by merely talking about what’s not seen.

	A corollary to Schein’s observation is. That if it’s not in our speaking we won’t see it.

	[image: Image]

	There is a LinkedIn article where you can discuss this here. 

	Don’t conflate ideas

	This is the second of four chapters that make up a learning strategy for talking to people:

	What’s the difference between experts and those with less competence?

	Don’t conflate ideas

	The pick-up sticks model of teaching concepts

	How to talk to someone who just doesn’t get it

	As we just saw in What’s the difference between experts and those with less competence? experts see more distinctions than those with less expertise do. It’s important not to ignore differences between related concepts. Doing this slows the ability to learn about the two different cases because details in each will be different but not noticed. 

	As we discussed in the chapter that explained how experts have more useful distinctions than those with less expertise, having a commitment to see differences is often a great way to learn. If someone suggests there is a difference between two different things and you don’t see it, don’t immediately disregard what they are saying. Recognize that you don’t see the difference as yet. 

	But that doesn’t mean there isn’t one. Instead of saying “There’s no difference between these two things,” you can ask, “I don’t see the difference between these. Can you explain what you see?” The first sets up a competition between the two of you, while the second gets around cognitive bias (which impedes learning) to some extent. Of course, maybe the difference is not useful, but there’s more to learn if you consider the possibility and it provides the space for everyone in the conversation to consider new possibilities.

	Ask for more information about how they are different and how that could be useful. Ask for an explanation of how one relates to the other - as they often do. If you see these differences, you will have a little more expertise than you had before.

	There are three areas we see often conflated. Each of these has a cost.

	
		The idea that you have to follow an approach for it to be effective with the immutability of the core of the approach.

		The predictability of improving your workflow with that of predicting what the product you are creating will be

		The design being simple with what is designed being simple to useDont Con



	The great concern in creating products should be to not create waste along the way 

	There are several myths around the belief that we can’t tell whether a product will be fit for a market. This is sometimes true for new products when there is no baseline. When the customer journey is attended to, however, we can often be confident that a new product that improves the customer journey will be of value.

	There are several issues here that get conflated that as a coach, you need to keep clear. The first is how clear are you about the market. Do not assume you can’t tell because of the high error rate of pre-defined approaches. Most people don’t attend to what is essential. Instead, they look at extending their existing product instead of attending to the challenges their customers are having.

	The second is that since you can’t know what the final product will look like, a lot of waste will ensue. This is also not true. The trick is to first get clear about the success criteria of what you’re trying to do. Then, build what you know, get feedback, and then look for the next step. It’s like driving in fog. As you move forward you see the next bit to do.

	 

	Taking advantage of what you know is essential. Don’t throw it away by listening to people who take a “fail fast” attitude.

	It’s interesting to ask yourself - “when do customers know what they want?” In asking this question, the best answer we’ve gotten is “when you show them what they don’t want.”

	This leads to another question - “when do you want to show them what they don’t want?”

	The answer - “as soon as possible.” 

	This is why you want to get feedback as quickly as you can from customers.

	Avoid conflating simple design with simple use

	“It can scarcely be denied that the supreme goal of all theory is to make the irreducible basic elements as simple and as few as possible without having to surrender the adequate representation of a single datum of experience.” Albert Einstein

	“For every complex human problem, there is a solution that is neat, simple and wrong” H.L. Mencken

	Simple is a cornerstone of Agile. Its original intention was to not look too far ahead in design, planning, or development.

	 However, it has become an almost universal mantra that is not only devoid of useful meaning but does harm because it takes our eyes away from our real goal. We don’t want a simple design; we want something simple to use. But simple to use for one team may be difficult for another.

	 “Simplicity only makes sense in a given context,” XP Explained 2nd Ed.

	 

	We must strive to achieve fit for purpose in as simple a way as possible. But one that is not too simple.

	



	



	 

	The pick-up sticks model of teaching concepts   

	Listen to an audio summary of this chapter here.

	This is the third of four chapters that make up a learning strategy for talking to people:

	What’s the difference between experts and those with less competence?

	Don’t conflate ideas

	The pick-up sticks model of teaching concepts

	How to talk to someone who just doesn’t get it
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	“You can’t teach someone something unless they already almost know it.” – unknown

	 

	In a nutshell,

	When you want to teach someone something complicated,

	
	● Be clear about what you want to teach them

	● What are the distinctions needed for them to understand?

	● Which of these are they missing? Find enough so there’s a path from what they already almost know to what you want them to know.

	● Teach these distinctions in this order



	 

	What do you do when you want to teach some concept that seems beyond the grasp of someone’s current understanding? They can’t see this new truth in terms of their existing knowledge. While realizing this may be frustrating, it provides valuable insights into creating a teaching strategy.

	How the pick-up sticks model was created

	A personal story by Al Shalloway

	Years ago, I was in a situation where I had to teach advanced concepts to people. I had no idea how to do this. What I wanted to teach felt buried under several concepts they needed to know first. While reflecting on this, a flash of insight from the game of pick-up sticks occurred to me.

	When I was a kid, my older brothers always beat me at the game of pick-up sticks. I always went after the high-scoring sticks at the bottom of the pile because I could get more points. These high-scoring sticks were like the concept I was really trying to teach. It occurred to me that I needed to teach foundational knowledge before I taught the concept based on that foundation. 

	I realized that when you remove the top stick from the pile of pick-up sticks, which is easy to do, another stick becomes the new top one. Removing this one is also easy. It occurred to me that these “easy to remove sticks” were like the concepts people already almost knew. Therefore, an effective strategy to teach a difficult concept would be to walk through those things people already knew until I got to the concept I was trying to teach them.

	I call this “the pick-up sticks model of teaching concepts.”

	* * *

	 

	Consider a concept you want to teach to someone. Consider the ideas needed to understand this new concept you want them to learn. Instead of discussing this concept, consider the steps required to go from where they are to what you’d like them to understand.  Formulate a step-by-step path from what they know to the concept you want to teach by presenting these distinctions.

	Take this approach when teaching complex concepts. If there is disagreement about any idea, it is much easier to discuss one by itself than the entire set. This approach can make a daunting task manageable.

	The question, of course, is, “What do they already, almost know?” To discover this requires understanding what makes one person more competent than another. We often talk about one person having more experience, but that’s akin to saying, “birds migrate because of instinct.” Notice that that doesn’t really tell you anything, however. Although it does sound like it does, “instinct” is still a black box.

	The options are not just letting your teams figure it out or telling them what to do

	If you read discussions about what it is to be a coach you’d think your choices would be between telling people what to do or having them figure it out on their own. 

	With the pick-up sticks model, we’re talking about telling them, but in a series of steps that’s easy for them to grasp. But there is a third way – guiding them to discover things. This can be done presenting enough information to figure things out – either by presenting things they already know or by asking questions. 

	An example of using the “pick-up sticks model” by asking questions.

	When considering what the pick-up sticks are for Agile, consider the two endpoints - “What do we want them to know?” and “What do they already almost know.” Here’s an example:

	
	● end goal (bottom stick): overloading people causes delays

	● what they already almost know (top stick): interruptions in workflow cause waste



	Most people already know that delays in workflow cause waste. Just ask them, “What happens when work is interrupted?” They’ll likely answer “multitasking,” which everyone knows is wrong.  Ask them if something else happens. They may see that this causes them to delay giving things to others, which may cause them to multitask. Ask “what other side effects may happen.” Point out that slowing down the completion of work means we will detect errors late. This is especially bad for software developers, who now will take more time to find errors when they are caught.

	Now, we can move on to what causes these delays. What has made us put work down? It’s clear that the multitasking we can see is being caused by working on too many things.  While multitasking is the first thing noticed, it is a symptom of working on too many things. Working on too many things correlates with too much work waiting to be done (e.g., long work queues). Therefore, the root cause is that long work queues cause waste.

	People will experience this as having discovered what they needed to learn on their own. They may or may not recognize they wouldn’t have gotten there had you not led them.

	Attend to the rate of change, not just the path

	We must also attend to how large a concept jump people can and want to make. In your mind you should have a sequence of small steps ready at hand. But if someone seems impatient, you might want to go faster, backtracking when needed.

	How to talk to someone who just doesn’t get it

	Listen to an audio summary of this chapter here.

	This is the fourth of four chapters that make up a learning strategy for talking to people:

	What’s the difference between experts and those with less competence?

	Don’t conflate ideas

	The pick-up sticks model of teaching concepts

	How to talk to someone who just doesn’t get it

	We have all had the experience of someone being hard to convince when the evidence is clear. It could be a co-worker, a manager, or someone who reports to you. A negative attitude often accompanies this, making you think this person is a jerk. But the moment you throw up your hands and label the person a jerk, you lose all hope of them changing their mind.

	An approach of not judging can often help. A question we have often used as a coach and trainer is “What would an intelligent, motivated person be looking at (or not be looking at) that would have him/her take this position?” In other words, presume the best of the person, not the worst

	You have more power when you believe you are talking to a motivated, intelligent person, even if they are acting in a disruptive, or less than effective manner. Have empathy for the situation they are in. That will often provide you insights and enable you to make a difference.

	 

	We must ask, “How do I reach this person? Instead of believing they are unreachable.

	 

	This attitude can give you insights into what to do. You can discover what thoughts they are having that are holding them back. By thinking of them as smart and capable, how you speak and listen to them significantly changes. Even your energy changes. People respond to how you are being with them.

	 

	Don’t tell the person they are wrong in their thinking. Instead, ask them why they are thinking this way. Engage with them; don’t judge them. They will often tell you what they are looking at.

	 

	It is very often the case that talking about differences of opinion is difficult, but talking about the reasons for what we believe is not as difficult. Such a discussion often leads to great insights for you and the person you are talking to. Be prepared that it could be you looking at the wrong things. Your willingness to learn creates better energy and helps the person improve their attitude. Instead of believing it is the other person’s attitude that is causing a problem, ask yourself, “How can I come up with empathy instead of the attitude that’s holding me back.” Admit that it may be you who needs to learn something even though you may be the expert in this area. Great coaches give up the story they are creating about someone else and check how they can take responsibility for the communication and for the disagreement.

	Maybe something is missing

	We must remember that our ability to connect the dots may be because we’ve got more experience or have been down this road before. Good coaches will see if they can bridge the thoughts needed to reach a reasonable conclusion. Again, judging the person being talked to as unable to get there is not helpful.

	Taking a learning attitude opens lots of possibilities.

	Of course, sometimes you will encounter people more interested in arguing than learning. I suggest this occurs less frequently than you might think. I have seen this just a few times in my years of consulting. Just remember, you cannot control anyone’s thoughts.

	The bottom line is you have more power when you accept that people are good and want to learn. True power is not achieved by controlling others. It is in helping others see what is in their best interest and how to achieve it. 

	Evidence without understanding is often ignored

	This is the first of three chapters that make up a learning strategy on why theory is important to get ideas to spread.

	Evidence without understanding is often ignored

	Why you need theory as well as evidence to enroll management better methods 

	Teaching with theory

	Those who cannot remember the past are condemned to repeat it. George Santayana

	The time was 1847. The place was the Vienna General Hospital. New mothers in the doctors’ wards had been dying of puerperal fever with an extremely high mortality rate – three times that in the midwives’ ward. It was a mystery. It could not be explained. But Ignaz Semmelweis had been observing this for years. Had studied the situation and made some interesting connections.

	The situation was very puzzling. There were two clinics in the hospital Semmelweis oversaw. Clinic one was the teaching service for medical students; clinic two was where only midwives worked. Why was the presence of doctors apparently killing new mothers? Women were coming to the hospital’s maternity ward for the benefits of the childcare they would receive. But the high mortality rates had them try to avoid coming on a day when they would be admitted to the first clinic. In fact, many preferred to have their births in the street, than come to the clinic for the benefits. Surprisingly, the mortality rate for those giving birth in the street was significantly lower than for those giving birth in the doctors’ clinic. It was a mystery, and nothing could explain it.

	Until Semmelweis figured out the connection. And proved it – lowering the mortality rate from the 10-35% it had been to 2%. The connection was doctors working on cadavers (it was a teaching hospital) and then going to do their rounds with patients. The solution was Semmelweis instituting the practice of hand disinfection with a chlorinated lime solution he created. The results were dramatic. But his theory was incomplete. He could not explain why it worked. The existence of germs had not been postulated yet, let alone detected.

	His theories were scorned. Administrators of hospitals thought the suggested disinfection process would take too much time. Doctors were not eager to admit that they had caused so many deaths. It was not until years after Semmelweis’ death that his theories were accepted – after Pasteur could demonstrate the existence of germs. For more on Semmelweis, see Wikipedia.

	How does this relate to us? We suggest the knowledge of germs to doctors is like the knowledge of flow to software developers. It is not all there is (other things cause disease than germs), but it is important to know. Things that often appear complex and unknowable are, in fact, complicated but unknown.

	Excerpt from Wikipedia the maternal mortality rate dropped from 18% to less than 2%, and he published a book of his findings, Etiology, Concept and Prophylaxis of Childbed Fever, in 1861.

	Despite his research, Semmelweis's observations conflicted with the established scientific and medical opinions of the time and his ideas were rejected by the medical community. He could offer no theoretical explanation for his findings of reduced mortality due to hand-washing, and some doctors were offended at the suggestion that they should wash their hands and mocked him for it.

	People don’t accept new practices with just evidence. They need a model to explain it as well. Understanding lowers the resistance to new ideas.

	 

	Why you need theory as well as evidence to enroll management in better methods

	This is the second of three chapters that make up a learning strategy on why theory is important to get ideas spread.

	Evidence without understanding is often ignored

	Why you need theory as well as evidence to enroll management better methods 

	Teaching with theory

	We think that much of the challenge with enrolling stakeholders and management in Agile is that many Agilists don't present a model explaining why Agile works. It’s actually missing from much of Agile. 

	The problem is that leaders and managers have often risen to where they are by being competent and fixing problems.  They like to understand what it is they are being asked to do. Don’t expect them to do anything without understanding. Trust is a two-way street and must be earned.

	What do we need to convince managers to follow the rules, so to speak, of what actually works? That is, how can a team convince their manager that interrupting them is a bad thing? What rationale can they use? The answer "it's against the rules of <put the name of your framework here>" will not go very far. Managers don’t care about rote answers without explanation.

	What managers need to know is why the interruption would be a bad thing. Not from the team's perspective, but from the organization's perspective. This is where Flow and Lean thinking are quite useful. They present a scientific hypothesis on why injecting delays add waste, slow development down and increase the chance of errors. Now, we’re not saying managers will necessarily listen to this either. But a good one would - at least if the cost of the interruption were higher than the cost of not doing the interruption.

	It also provides a basis for conversation and collaboration between the manager and the team. Empiricism alone won't enable this conversation - at best it would only create an agreement to try things. But managers have certainly experienced problems with imposed delays. If the situations are quite different, the abstractions (theory) that Flow and Lean provide may bridge the gap between manager and team. But without that, the manager may feel compelled just to impose his thoughts on the team instead of just trusting them.   

	Teaching with theory

	This is the third of three chapters that make up a learning strategy on why theory is important to get ideas spread.

	Evidence without understanding is often ignored

	Why you need theory as well as evidence to enroll management better methods 

	Teaching with theory

	You truly learn something when you experience it. But that doesn’t mean you have to start from scratch when given a new concept. People have a lot of past experience related to new concepts. They just need to connect the dots between a new concept and their own experience.

	Theory can create this bridge.

	For example, a first principle discussed earlier is “Delays in workflow, delays in obtaining feedback, and delays in taking advantage of lessons learned cause waste.” If one states this as something we believe, it enables an interesting conversation. Instead of providing evidence, ask the person being taught/coached to provide the evidence. If they have some, they will believe this based on their own experience. If they don’t, or if they have a counterexample, the ensuing conversation provides a learning opportunity for all. Possibly a refinement of the first principle itself. 

	Teaching this way is much better than telling people to “follow until they understand.”  First of all, it’s a lot faster. By pulling from their experience, they don’t have to wait until they get new experiences. Second, it’s respectful you are acknowledging they know things. The learner appreciates building on their experience, which also speeds up future learning. Third, they trust the results more by learning from their own experience. Fourth, this leaves them with more confidence in themselves. Fifth, this has them start or continue building a model of understanding, an important skill.

	It is better to talk about challenges instead of problems

	Challenges and problems often seem to be the same thing. But they are not. Recognizing this difference is more than semantics. 

	A problem is something you must overcome. Typically, it feels like it exists as a thing – “It is a problem!” But problems only exist in our heads. The flashing blue light in our rearview mirror seems like a problem at first – we could get a ticket, this could cost money, etc.  But that’s not truly the case. What if you were driving in a snowstorm to take your wife to  the hospital because she’s in labor? Then the same event is a godsend. The blue light is a problem when it represents an impediment to a desire of ours - in this case keeping our money and not wasting our time.

	Problems aren’t things, but when we look at them that way, they limit how we can solve them. What we label as problems tends to have us focus on the problem and not what we are striving for. There may be many ways to achieve our objectives - that is, what we want to happen. This enables us to see other possible solutions. This often lets us avoid the problem entirely – by coming up with an easier, more effective approach to achieving the result than our current approach was causing a “problem.” A challenge is something to overcome on our path to a better way - an outcome we want to achieve. Challenges present the solution we are heading for. But it doesn’t limit us to the path we take there. 

	Consider the “problem” of not having any nails to hang up pictures. This immediately frames our activity to get some nails.  But when we look at the “challenge” of putting up pictures, we can see that nails could do it, but perhaps using an adhesive hook would be better. 

	Much of human-centered design is to shift our focus from problems to what we’re trying to accomplish. Thinking about the challenges we’re having gets us a step closer. Thinking of what’s in our way as a challenge clarifies our objective. We can be looking for alternative solutions to achieve the objective more easily this way.

	As we’ll see in later chapters, “problems” are also a trigger for us. That is, people immediately react to it in a negative manner. Whereas a challenge can be stimulating - something to overcome. 

	Communicating for commitment

	This chapter presents the concept from Fernando Flores that we can communicate requests, promises, declarations, and assertions in a way that provides clarity and commitment. It defines these types of Speech Acts and provides examples. This chapter demonstrates how using this language can eliminate ambiguity between people upfront. This ends up moving any work forward efficiently while considering human behavior. 

	Fernando Flores is a Chilean philosopher, politician, and management theorist known for his communication, language, and leadership work. He demonstrated how communication can create commitment and effective collaboration within organizations. Many personal development programs are based on his work. His work is often associated with the concept of "speech acts" and the development of the "conversation for action" framework.

	In communicating for commitment, Fernando Flores emphasizes the importance of clear and effective communication in building trust, commitment, and cooperation among individuals and teams. Here are seven key principles and concepts related to communicating for commitment based on Flores's ideas:

	 

	Speech acts are utterances or statements that not only convey information, but they also shape reality and lead to specific actions.

	 

	Speech Acts: Flores's work centers around the idea of "speech acts," which are utterances or statements that not only convey information but also have the power to shape reality and lead to specific actions. For example, when a manager promises to deliver a project by a certain deadline, that promise is a speech act that creates an obligation and commitment. Other speech acts include:

	
		Declarations. There are two types of Declarations. 



	
		One is declaring something into existence as a judgment.  A declaration is valid only if the person making it has the authority. For example, when a judge declares someone guilty, they are guilty according to the law. People other than a judge in a case cannot make such a declaration. People can’t declare what is true for others.

		Declarations can also be stated to declare a new possibility that people will now work towards. For example, when John Kennedy spoke the words, “The US will put a man on the moon and bring him back before the end of the decade” he was declaring a new possibility. This created the space for people to align around. Notice that this can also be done by a person with the authority to have this happen. 



	
		Assertions identify an observation for which you also have evidence to demonstrate that it is true. Assertions may, of course, be true or false. Let us say you are coaching a team, and you notice a pattern. That pattern may be that there is a bottleneck.  Everyone can see that there are more stories than one person can complete within a time interval on the Kanban board in the queue: “Waiting to Test.” This is a known bottleneck. The coach could observe the behavior of the team. After noticing that no one except the quality assurance engineer is focused on the queue, the coach could assert that the team is not aware of how swarming can be used to improve the flow of work and that each team member does not own the total flow of work, just their part. The coach would then say, “I am going to assert,” and describe the pattern, explaining the evidence you have for stating the assertion. The coach could then ask the team if their evidence matches the assertion. The value of an assertion is to state what people may or may not see clearly, along with the evidence to support it. This enables people to discuss the assertion and why they believe it is true or false. This provides a common understanding for the group.



	 

	The value of an assertion is to create a common understanding of what is happening by explicitly stating what they believe is happening along with the evidence of why that is true.

	 

	
	● Promises are when someone commits to taking action by a certain date and with specific measures of success. Promises without dates are not promises. It’s like the t-shirt that says “I said I would do it and I will. You don’t need to ask me every six months about it.” 

	● Requests have four components: what is being requested (this must provide acceptance criteria for the request), by when the request needs to be done. A “request” without a date is not a request. 



	Conversation for action: Flores introduced the concept of the "conversation for action," which is a structured way of communicating to ensure that commitments are clear and mutually understood. This conversation involves making explicit requests, promises, declarations, and assertions to drive action and facilitate accountability. The specific contents of a request is crucial. It includes success criteria (e.g., how do I know I did this successfully) and a completion date. This content makes it clear whether the request was kept or not.

	 

	Flores introduced “conversation for action,” a structured way of communicating to ensure commitments are clear and mutually understood.

	 

	Clear Requests and Promises. Effective communication for commitment involves making clear and specific requests and promises. Requests should be actionable, and promises should be sincere and realistic. This clarity helps avoid misunderstandings and contributes to a culture of accountability.

	Listening and Acknowledgment. Flores emphasizes active listening and acknowledgment as crucial components of effective communication. Acknowledging others' contributions and concerns helps build trust and rapport, creating a foundation for commitment. In another section, we define how to listen and how to provide acknowledgment effectively. Most people do not know how to hear or acknowledge others. 

	 

	Most people do not know how to really hear and acknowledge others.

	 

	Integrity and Authenticity. Authentic communication is a cornerstone of commitment. Flores encourages individuals to communicate with integrity, ensuring their words align with their intentions and actions. We include these “attitudes” as core to coaching and leadership. 

	Accountability and Follow-Through. Commitment involves both making promises and fulfilling them. When individuals and teams uphold their promises and take responsibility for their actions, it reinforces a culture of commitment. While we say the attitude of responsibility, is critical for coaches, it is critical for leaders and everyone. 

	Flores's ideas highlight the role of leaders in modeling effective communication for commitment. Leaders who communicate clearly, hold themselves accountable and value others' contributions set a positive example for the entire organization.

	 

	Leaders who value others’ contributions genuinely set a positive example for their entire organization.

	Creating Shared Meaning. Effective communication goes beyond exchanging information; it involves creating shared meaning and understanding. Flores's work emphasizes the importance of using language to align people's interpretations of reality.

	Overall, Flores's insights into communication and commitment emphasize the power of language in shaping relationships, actions, and outcomes within organizations. By adopting the principles of explicit requests, promises, active listening, authenticity, and accountability, leaders, individuals, and teams can enhance their ability to communicate effectively and create a culture of commitment. Notice that communicating this way means everyone in the organization is making promises, being authentic, being accountable, and proactively addressing any breakdowns in meeting those promises. Imagine the impact on your organization if that were the case. The journey to get to this point is different from flipping a switch. It will take intentionally committed action itself.

	Interestingly, the changes are palatable if we use the value, flow, and quality of these communications versus the kind of communications in some organizations. The feeling is relief. Communications move quickly. The result is actions are communicated clearly and taken immediately with small feedback loops, which results in iterative value delivery. We have noticed that without this, communications very quickly become miscommunications. Even time is a factor in this.

	Making pragmatic promises

	As a coach, we want to keep in mind that many people have a fear of making a promise. They worry they'll look bad if they don’t keep their promise. They also know that things out of their control may come up and stop them from doing what they promised. They say things like “I’ll try” or nod when someone tells them they need something. This avoids any real commitment. But there is no real collaboration without commitment to working together with accountability. As coaches, we want to coach the team to:

	Rethink what many of us hold a promise to be. If we agree that a promise to do “x” is:

	
	● An agreement that I will do ‘x’ unless something beyond my control happens.

	● If something beyond my control does happen, I will do everything within my control to counteract it.

	● I also agree to let you know at the earliest sign that something beyond my control might happen.



	This enables us to work together and do our best without guilt. Note that agreements like fidelity are always within your control. So there is no ‘out’ here for that.

	Agreements with each other are promises about how we are going to act. How are we going to collaborate and work together? 

	An example of using promises correctly

	We have seen planning events where different teams make promises to other teams about getting something done. But they aren’t real promises. They are more like team “A” tells team “B” something like “we need you to do these stories for us, can you get them done?” Team “B” says “sure.” But one of two (or both) things happen. First a clear date is not specified.  This actually means that a real promise has not occurred.

	When planning events are run we not only explain what we discussed in “Making Pragmatic Promises” above, but we don’t le ta mapping of dependencies with promises made unless 1) a date is given and 2) the party making the promise agrees to tell the team they promised to if the date is eve in doubt.”

	A person’s listening and active speaking

	Flores’ speech acts are based on the idea that we create our reality in our languaging – that is, how we listen and speak. He elaborates on this by discussing people’s “listening.” That is, how people attend to the voice in their head. This is something we all do. People don’t listen to what you are saying as much as they listen to the conversation in their head about what you are saying. For example, you might now be thinking, “What is he talking about?” The “what is he talking about?” is your listening.

	Being a great communicator requires more than active listening, it requires speaking in a way that attends to the listening the person you are talking to about what you are saying. We call this “active speaking.” We will go more into this when we talk about what affects how people listen to others.

	People learn and communicate in different ways

	You are more effective as a coach, mentor, and facilitator by respecting that people process information differently and at different speeds. A commitment to master and coach communications is critical. We wish that higher education included communications as part of every educational experience, but they do not. Commit to focusing on what works for the different ways people communicate to increase diversity and inclusion. As a coach, you will eliminate barriers to individual communication by considering how people process communications.

	Different rates of processing information - You may have team members who process information slowly and thoroughly. They look at new information from all angles before communicating questions, concerns, or ideas. As a team coach, look for ways to communicate with your team beforehand. A simple example is to provide process flows, persona maps, and any mockups or visuals you have before a collaborative workshop or event. Just being aware of this will enable you to pick up clues and make you more responsive to people’s needs. 

	Precision of words - Different people also understand different forms of communication better than others:

	Visual, audio, kinesthetic

	Visual means images, drawings, pictures

	Audio means based on someone’s hearing and includes sounds

	Kinesthetic means based on one’s emotions and it means a preference for experiential learning

	To ensure effective communications with all stakeholders, recognize and accommodate different learning and processing styles. In your presentations, utilize visuals, audio, and provide opportunities for experiential learning.

	Examples, then concepts? Concepts, then examples? 

	Most people like to be provided with examples of new ideas or concepts. Many don’t go beyond this. A few prefer being provided with a concept and examples of how to use the concept. It’s essential to know your audience. If you start with theory, when they want examples, they will complain that you are just giving them theory and will lose their interest. You will lose their confidence if you don’t provide concepts for those who wish to know them. Simply be ready to share the concept if asked.

	There are ways to communicate that create more connection: 

	Recognize that people generally prefer visual, auditory, or kinesthetic communications. 

	How can you tell if someone is more visual, auditory, or kinesthetic? 

	
	● Watch where someone’s eyes move when they talk to you. If they look up to the right or left, they are likely more visual. If their eyes go from side to side, they are likely more audio; if their eyes go down, they are likely more kinesthetic. 

	● Listen to the predicates someone uses. If they describe things using more visual predicates such as “looks,” “appears,” “colors,” “enlighten,” “illustrate,” “perspective,” “vague,” “sketchy,” or “image,” they are more visual. If they use words and phrases like sound, “rings a bell,” "sound judgment,” discord,” and echo, they are more audio. If they use phrases like “rubs me the wrong way,” “get in touch,” “vibes,” “touch,” or “dig in,” those are feeling words, and they are more kinesthetic.

	● Many people process information in more than one of these ways.



	Consider the people you are communicating with when you present, teach, mentor, coach, or facilitate, and what will make it easier for them to process information. Combining different communication styles is very effective when speaking to a large group.

	Get your message across

	What has worked for us in communicating to all levels of an organization and with all types of people to ensure we provided clear communication:

	
	● Model and demonstrate. Modeling, demonstrating either using what people are working on as an experiment or through role playing, experiential training, and gamification is usually the best way to communicate a new concept.  

	● Respect communication differences. We recommend teams define their communication norms to simplify communication. Communication norms become part of the Team Charter and include the preferred medium, timing, technology, and approach to communication. In addition, it ensures inclusion for different ways people communicate and focus. 

	● Share that it often takes communicating more than once and in different ways. It often takes saying something more than once and using different communication mediums for everyone to get the message across. Talk about patterns that work with your teams and remain flexible to input from the team: 



	
	● Say it as you work together, and it is the most relevant

	● When there is a point where you talk about how you are working - retrospective

	● Voice memos are replacing both text and e-mail and convey tone which eliminates how e-mail and text may be misinterpreted

	● Text on a specific channel

	● Email



	Be sensitive to when it is ideal to have a one-on-one conversation. If you think that someone may be uncomfortable with your communication, with empathy have a one-on-one communication.

	
	● Only communicate what is most impactful. Think through what is most critical for the team to know; if it is not timely, relevant, concise, and clear, do not communicate it. This way, the team will know you as someone who only communicates what is critical, and they will pay attention to your communications. 



	Why you should never say “follow until you understand”

	People are not machines.

	They are not cogs in a wheel or pieces in a puzzle.

	You can’t just tell them to do something and expect them to do it. 

	Unfortunately, we hear many coaches tell people to “follow until you understand.”

	This treats people as if they were cogs that could just be put in place.

	We think it’s both unneeded, counter-productive, and disrespectful in many ways.

	First, let us dispel the validity of a common metaphor used to justify it: “You have to follow chess when you start.”  This is true. The reason is that you have no experience with chess.  Chess is new, so you must read the rules and follow them. You never stop following them. The reason you play Chess is for the challenge, for the fun. Chess is also designed to be difficult to master. 

	While we’d like product management to be fun, that’s not why we’re doing it. And we don’t want it to be difficult to master. 

	Our intention is not to follow a framework. It’s to create value for our stakeholders. Ignoring that people have a lot of experience in creating value limits us and ignores opportunities for better learning.

	Second, it’s somewhat condescending and disrespectful. It unilaterally sets the coach up as the authority. People don’t like being told what to do. They may resist it. People don’t resist being shown a better way. However, they often resist being told something is a better way. This then requires you to be gentler than you’d have to be if you came to the team as a peer.

	Third. Talking to people this way is self-serving. It sets the coach up as the expert but doesn’t get the point across to the person being coached.

	How to get them to understand without telling 

	The question is, “How do you get people new to something to get started in it?” They are new to the practices. But to presume they are new to the problem and can’t use their experience is presumptuous. They may not have been doing things to the letter, or they may not know the jargon, but they are not new to their workplace or addressing the challenges. 

	You should not deny the value of what people know. This dormant knowledge is a great way to get buy-in in better practices while accelerating learning. You can relate examples of what worked elsewhere so they can relate their experience to your stories. A valuable technique for this is to state something you believe is true but ask them to validate it or invalidate it based on their experience. They either know what you said is valid, or you will have a great conversation, and both learn.

	You must also give the “why” for the actions. Even if they don’t understand the “how,” they can understand the “why.” This gives them direction. And it will help elicit their dormant knowledge.

	Come from understanding

	You must find something in common with what they are doing and what you want them to do. That may not be the practices, but the first principles on which the practices are based can be used. Experience in following and not following first principles can be used to demonstrate why practices should follow them. We want to bring dormant knowledge to the surface so they can understand from the beginning.

	Dormant knowledge means something someone already almost knows but which hasn’t hit their consciousness. Often, it merely needs to be mentioned, and they become aware of it. Sometimes, it’s not a particular thing but a relationship between known things.

	First principles and practices:

	Let’s look at an example of a first principle and how it relates to a Scrum practice. 

	Often, reducing batch size is all it takes to bring a system back into control. Eli Goldratt

	Small batch sizes are a powerful tool to increase urgency, motivation, and accountability. Don Reinertsen

	The principle here is to use small batch sizes. The waterfall uses large batch sizes. In Agile, it’s small increments. A trainer/coach can now talk about the practice of small batches not as something to follow but to avoid the bad experiences the person has had with large batches.

	Talking to managers

	This is particularly important with managers. Most managers got to their positions by being able to solve problems and get things done. Many, as do most people, identify their values and their identity with their position. To expect managers to ignore what they know because something is unsound.  

	Paraphrasing Margaret Wheatly - we say that people innately resist change. But the resistance we often experience from others is not to change itself. It is when change is imposed. 

	When we tell managers how to “go Agile” without the first principles that underlie it, we put them in an uncomfortable position. Many won’t want to admit that they don’t know something. Instead, they’ll just say that it won’t work. When we include first principles in the conversation, we can engage with managers in solving their challenges. We can circumvent the lack of management buy-in by talking to them in a respectful manner – showing them how the principles they can see, when pointed out, apply to the practices that now need to be followed. 

	This approach is reflected in Eli Goldratt’s comment, “A comfort zone has less to do with control and more to do with knowledge.”  It is the basis for Amplio Foundations method of dealing with complex systems by taking advantage of what you know while learning about something you didn’t know when you get surprised. You move forward and increase understanding while being ready to pivot due to black swan events. Using first principles engages managers by enabling them to help create better environments within which teams can work.

	Very often managers will focus on the value they see in doing something you believe is, overall, not effective. A good approach in these cases is often to acknowledge the savings they see but point out the cost it causes elsewhere is higher than what they are saving.

	 

	 

	“Follow until you understand” is a kind of imposition. It says “do this even though you don’t understand it.” Agile is supposed to be about self-organization, not outside imposition.

	Help them change their own mind

	When people are thinking in the wrong way, telling them the right way to do it is often not effective. Instead, you must put things in terms of what they want to accomplish. This can often be accomplished by talking to them so that they see how their approach is going to work. Often you can lead them to where their approach will take them. And jointly discover a better way.

	A personal story by Al Shalloway

	I was talking to a developer about the importance of strong cohesion. Cohesion is a well-accepted principle that dramatically increases the understandability of code and makes maintenance easier. There is no question about its value.

	However, this developer told me he liked weak cohesion so he could see everything going on in one place. While this may be true, it ignores how others will see the code.

	I would not have been able to convince him his approach was weak if I tried to argue with him.

	Instead, I asked him, "Why do you like that?" He said, "Because it's faster to create the code." 

	So, I asked him what would happen when he tried to change something in 2-3 months.

	He realized that it'd be harder at that point.

	On reflection, he realized taking a little extra time to write the code in a better way would save more time later. 

	* * * 

	You can’t beat theory into people. You have to provide them with a path to see it themselves.

	Do this by taking advantage of the experience they already have to understand the theory you want them to understand.

	Learning is unpleasant for many

	Consider how you feel when you’re doing something wrong but believe you’re doing the right things. It typically feels good. Now, consider when someone else points out the right way to do it in a way where you see that they are correct. That is, you now know how to do it correctly. 

	Switching from doing it wrong but thinking you’re doing it right to doing it correctly but now realizing you’ve just made this switch feels bad to many people. This is why learning is so difficult for many. And, if they’ve been told this, their ego has now been damaged and they feel less about themselves.

	If they come to this realization themselves, they may still wonder how they could have been so stupid! But at least they have some remnant of respect in that they discovered it themselves, albeit, probably too slowly for their own tastes.

	Trim tabs – what they are and how to use them

	Buckminster Fuller, author of the ground-breaking book “Critical Path,” inspired many people. He was the person who created the term “Spaceship Earth” and invented the geodesic dome, among many other things. One of his most potent concepts was when he reflected on trim tabs. Airplanes and ships use trim tabs to help move their control surfaces (flaps and rudders). They are attached to a large control surface, which would otherwise be difficult to move. They look like flaps on the flaps of airplanes.

	Bucky once said:

	“Something hit me very hard once, thinking about what one little man could do. Think of the Queen Mary. The whole ship goes by, and then comes the rudder. And there’s a tiny thing at the edge of the rudder called a trim tab.:

	“It’s a miniature rudder. Moving the little trim tab builds a low pressure that pulls the rudder around. It takes almost no effort at all. So I said that the little individual can be a trim tab. Society thinks it’s going right by you, leaving you altogether. But if you’re doing dynamic things mentally, the fact is that you can just put your foot out like that, and the whole big ship of state is going to go.”

	So I said, “Call me Trim Tab.”

	[image: Image]

	 

	It is interesting to observe that what was our impediment (water pushing back against the rudder) is now being used to help us move the rudder.

	 

	Bucky suggests that trim tabs are not just highly leverageable things. Instead, they work by changing the environment where a highly leverage-able thing works. This change to the environment is why trim tabs are so important. In the rudder example, the trim tab enables the rudder to work much better by changing the rudder’s environment.

	[image: Image]

	Buckminster Fuller’s Gravesite

	Trim tabs and coaching

	Coaching is not simply going after low-hanging fruit, improving what is evident and easy; you must attend to how one thing sets up another. As people learn some practices, it sets them up to understand others. Paying attention to a practice's impact on the environment is also essential. A simple technique can massively improve how people work. In software development, Acceptance Test-Driven Development is a simple example that dramatically impacts how people work.

	Coaching simple things that set up more lessons, teaching them “what they almost already know,” and focusing on practices that can improve the environment – can significantly improve how you coach a transition.

	Some trim tabs in knowledge work

	
	● Minimum valuable increments (MVIs) (the smallest releasable chunk of value) are trim tabs since they provide alignment across the teams working on the MVI.

	● Creating visibility of work and workflow is a trim tab since everyone can align around the work and better collaborate.

	● Managing work in process is a trim tab since it improves the environment by not overloading people.

	● Prioritizing testability during code development effectively resolves various issues and enhances collaboration among team members.

	● Having a development intake process lets everyone see what’s in the queue ready for work.

	● Asking, “How will I know I’ve done that?” with new requirements at intake creates collaboration between developers and Product Owners.

	● Leaders co-creating and continuing to communicate a shared vision is core to performance.

	● Having an improvement backlog to prioritize and make visible organizational barriers and leadership’s commitment to addressing them creates a systematic approach to eliminating barriers  (The Constraint) for high-performing teams.

	● Creating opportunities for development teams to work directly with customers and users generates better solutions faster while increasing engagement and loyalty.

	● Creating a focus on finishing also creates a means for collaborating.

	● Using systems thinking to acknowledge that most of our challenges come from the system helps create a safe environment, enabling people to work better together.



	The source of our challenges is not always where they show up 

	Many Agilists work on symptoms, not the source of the errors. There are several ways to avoid this. When one understands Core concepts of flow, Lean, and the Theory of Constraints one can see the causes of problems directly. 

	You must also find the source of the challenge. It may be that the source of the challenge is not where it is showing up. See Using the value stream to get to root cause with ‘Five-Whys’ 

	It is also useful to mentally run through a checklist of common root causes. Here are a few of those:

	
	● violating universal principles such as overloading people with work

	● small events that create significant waste but could have been caught with quick feedback

	● coupling of events that cascade

	● forcing people to figure things out themselves instead of teaching well-known practices/principles

	● the attitude that complexity means we can’t figure out what’s happening



	Common challenges

	There are several common challenges. It’s worth considering these to see how often we focus on the wrong thing. Here are a few to consider:

	
	● The challenge is not that our stories are not done at the end of the sprint. The challenge is that we’re putting too many stories into the sprint or working on them during the sprint in the wrong way.

	● The challenge is not that we need longer sprints so we can finish the stories in the sprint. The challenge is that we need shorter sprints to more accurately tell how many stories will fit into the sprint.

	● The challenge is not that we close too many stories out at the end of the sprint. The challenge is that we open too many stories at the start of the sprint.

	● The challenge is not that we have siloes. The challenge is that siloes aren’t working together.

	● The challenge is not that people aren’t following useful values. The challenge is designing an approach that won’t work if people need to change their values before it will work.

	● The challenge isn’t that people “weren’t following the prescribed approach.” The challenge is expecting people to follow anything without understanding why

	● The challenge isn’t that you don’t have time to write tests. The challenge is that if you don’t write the tests before you write the code, you won’t know what the code is supposed to do until after you’ve written it.

	● The challenge isn’t that product development is complex. The challenge is that people think they have to understand the complexity

	● The challenge isn’t that too many principles are confusing. The challenge is fearing that too many rules are confusing and result in presenting too few.



	How to Improve or Change a Practice

	“Today’s problems come from yesterday’s ‘solutions.’” Peter Senge, The Fifth Discipline (2006)

	We can make better choices about what to do when we have a mental model about what is helping or hurting us. We do not need to live within the constraints of frameworks that do not take advantage of first principles. With these, we can focus on identifying challenges and seeing how to eliminate them. It provides the objective of each practice and a way to tell if a change will be beneficial.  When a particular practice doesn’t seem appropriate or is too hard to implement, you don’t abandon the objective of the practice; instead, you find another one that can meet the objective and is more appropriate and likely easier to implement. There is a reason (objective) for the roles, events, artifacts, and rules. While it may be advisable to change one, the new practice must achieve the original intended objective.

	It is widely accepted that there are no universal practices. We’ve used this to help decide which practice to use for a particular situation. This starting attitude can also be used to adjust the current set of practices we have if later we see we’re having challenges with one of them.

	The idea is not to merely change practices when there are challenges, but rather to improve the practices we use as our understanding improves.

	Why this is important

	Using practices that are not well-suited to our situation has many disadvantages. First, we’re not working as well as we can. But just as importantly the team will get frustrated and stop trying to improve. The idea of “do this until you understand and then you can change” is disrespectful as well. Understanding should be with doing.

	How to improve your practices

	Here’s a process to use when you are having a challenge with a practice:

	Step 1: Ask if you are having challenges with the practice because it is being done poorly? If yes, then consider how you can do it better. If not, continue.

	Step 2: Is there something outside of the team that is causing us this problem? If yes, then see how to fix that or at least influence the fixing of it. If not, then continue.

	Step 3: Is the team in an ecosystem that is causing problems? That is, are people not collocated when they need to be or are required skills missing? Can you improve on this? If yes, do so. If not, continue to see if another practice that works within this ecosystem will work better (see next step).

	Step 4: What else can we do that meets the same objective of the practice? If there is something else you can do, then try that. If not, stick with the practice until you learn more.

	 

	Implementation methods

	Making changes to practices can be done at any time. Whether you are doing timeboxing or flow does not matter. In both cases, you should have scheduled times to reflect on what you are doing. When using iterations there is a tendency to only reflect at the end of the iteration – this often creates a lost opportunity for improvement. 

	 

	When you have the “why” and you have principles, you can pick from a set of practices, the one that best suits your situation.

	How to tell if a change is better - choosing a better practice

	There is a set of underlying principles that can indicate if a change will improve things. We must validate changes of course, because even if a change will improve things, there are often side effects caused by people not adopting the change that work against it. Therefore, we must always be diligent and validate any change we make.

	We can use factors for effective value streams to see if a change will be an improvement. In a nutshell, the factors for effective value streams indicate how well our value streams are working. The focus is on manifesting improvements in the total value. Lowering this resistance usually results in more value manifested.

	We have taken the factors for effective value streams and turned them into questions we can use to see if a change will be an improvement.

	1. Will this improve getting actionable feedback quickly on our product and on how we are working?

	2. Will this lower our workload to within capacity?

	3. Will this have us work more on the most valuable items to achieve success for our stakeholders?

	4. Will this have us work on smaller increments?

	5. Will this improve the way we manage work in process at all levels to reduce delays in our workflow?

	6. Will this better organize our people to avoid multi-tasking and delays in people being available?

	7. Will this improve our understanding of the acceptance criteria before we write any code?

	8. Will this make our work more visible?

	9. Will this increase our focus on the quality of the product?

	10. Will this make how we are working together clearer?

	 

	After asking these questions we can usually tell if the change will be an improvement or not.

	 

	What if you are not sure

	The factors for effective value streams will almost always give you insights on improving a practice. But if it doesn’t, you can always run a safe-to-fail experiment. In this case, you will try something that may or may not work, but if it doesn’t, it won’t cause many problems and can be undone easily.

	However, these experiments do not need to be chosen at random. Improvements will likely occur by improving some factors for effective value streams. So first, look at what you can do for any of these factors, try it, and see what happens. 

	A Reflection on What to Expect

	We once reflected on how often we were successful in gauging what changes to a system would be useful. We made a collection of times we made predictions about what would work. We did this to validate the quality of the predictability we were espousing. 

	As expected, we were not 100% successful with new practices. In analyzing the past situations, we found something that, at first, didn’t make sense to us. While our predictions on what would work were mostly successful, they were 100% successful when the practices were used for the first time.

	This seemed incorrect - why would we be more successful trying something new than something we tried before? On further analysis, we realized that in situations where we tried something new, people realized they were stuck and had to make a change. Also, management was involved. This has made us realize that the biggest unknown is not what to do but rather, how likely are people to actually do what they need to do. This means that our real issue is how can we be more effective with people so that they willingly adopt a new practice, even as an experiment.

	Think you have no control? Try making it worse

	This post is a thought experiment – please don’t do anything it says.

	Many people feel as if they have no control over their situation. Let’s look and see if this is true. Consider something that makes you feel victimized. Something you can’t improve. Now, consider what you could do to make it worse. Anything? I’d suggest that if you can make it worse by doing something, you can look to see to what extent you’re already doing that and go in the opposite direction.

	Maybe you’re a developer, and your customers always change their minds. You feel out of control. It seems that no matter what you do, you can’t improve things. Ah, but can you make them worse? Well, you could stop asking questions and just do the first thing that crosses your mind or finish the entire project before getting any feedback. 

	If you’re a manager and your people don’t listen to you, try yelling at them. Stop listening to them. Don’t look to understand what they are trying to do. Are you getting the idea?

	If you have no control, clearly, there’s nothing you can do to make it better. But being out of control also means you can make it worse. When you realize you can make things worse, you’ve identified the dimension of what makes it better.

	Humans tend to see the worst-case scenario first. It is a matter of evolution. Seeing the worst case means they could inadvertently make things worse, thinking they are doing the opposite.  Use that skill in reverse.

	Using the thought experiment 

	This technique can work well when coaching Agile teams if they haven’t bought into the idea that theory can be useful.

	Sometimes, it feels like we have no idea what to do, and we have no control. We inspect and adapt continuously, but that leaves us tired from removing impediments while we know we're causing some of them.

	A focus on empiricism often causes people to neglect looking for a theory of cause and effect.

	Here's a thought experiment to try (the keyword is thought experiment) don't do this. Well, maybe do it if you think it won't hurt so you can find out and then learn something.

	Thought Experiment - Phase I: Do the opposite of what we know works.

	
		Devs - open up as many stories as possible.

		Dev - When you finish a story, find another one to open; don't worry about helping someone with another one.

		PO - Don't get feedback from the customer until the end of sprint.

		PO - When you take things off the product backlog, don't deliver them until the whole thing is done. Don't look for something that could be delivered sooner.

		Team - don't have a definition of ready (argue it's a phase gate). Start when you're ready without looking to see if other teams, shared services, ops, marketing, ... will be available to help release it

		Devs – when you see something is wrong or you are blocked, wait until the Daily Scrum to discuss it

		Team – wait until the end of the sprint to suggest how to work because that’s what the retrospective is for.



	You probably already know that these are bad. 

	Phase II: In this phase do what we intuitively know works. In other words, even if you do not understand first principles, you can try what makes sense.

	
		Instead of steps 1 and 2 above which is all about overloading people causing them to multitask and slowing down feedback while creating waste, we would:



	
		Create work in process limits of no more than 2 or 3 items at a time.

		Focus on getting stories to Done by swarming on items that are still open instead of starting a new story.



	
		Instead of steps 3, 6, and 7 above which makes feedback loops longer, we would:



	
		Make sure to include critical stakeholders and get feedback at the end of the sprint in the sprint demo.

		Talk with the team as soon as you see something blocked to find a resolution.

		Talk to your team immediately about improving how you work if it is critical and would make a difference to the work currently being done, bring it up in the daily sprint in the extra fifteen minutes, or at the very last, put it on a shared board so it is not forgotten before the retrospective.



	
		Instead of step 4 above, deliver small items of high value as soon as you can and that meet the criteria of INVEST (e.g., independent, negotiable, valuable, estimable, small, and testable).

		Instead of just focusing on your work within a team, or even your entire team as described in step 5 above, look to optimize the whole to ensure you do not have to start work and then wait due to a dependency with any other group or team.

		When you see you’ve created waste, ask yourself why. Increase your understanding of why.



	See if the cause is due to an individual's understanding of the system they are in.

	This, by the way, is a useful technique when you think there is no cause and effect. If you can make things worse, then that exposes a cause and effect. Just know that just because you can't see all the causes and effects, you shouldn't take advantage of the ones you can see.

	 

	 

	


Section 3. The way of being

	“Culture eats strategy for breakfast.” - Peter Drucker

	Learning Outcome: Coaches and leaders realize that any lasting organizational change, even improvements, often involve a fundamental reorientation of identity and mindset. In “Positive Intelligence”, Dr. Chamine postulates that change itself often causes people’s Judges and Saboteurs to be triggered. As a coach, you become more effective if you can consider and start with interrupting these default ways of being and thinking. Ways of being, thinking, and communicating shape an organization’s culture and as Peter Drucker stated, “Culture eats strategy for breakfast.” Yet, this is often ignored. 

	The benefit of this section is learning that people communicate and behave based on past conversations that they have had to “survive.” Once you know that, you already become more effective through empathy. Seeing this in real-time allows you and the people you coach to enjoy greater freedom, empathy, generosity, and peace of mind. During transitions, you learn how to create the space for people to communicate with each other and gain confidence by observing people's behavior in different situations. 

	The benefit of the benefit is you powerfully guide people towards understanding why they hold onto ways of communicating and being that no longer serve them. You provide them with simple tools that give them freedom through an approach they can apply anywhere. These tools allow them to connect and fully empathize with the people around them. Rather than just talking to people about a fixed mindset, you can help them notice and see when they are pulled into old mental models. You know that they can embrace change as an opportunity once they have these tools. You create clarity and space for people to become more effective, which leads to greater collaboration and high-performance teams. More importantly, it positively alters an individual’s life trajectory, which impacts everyone around them. 

	Runways and relationships

	It is critical to build relationships first. As part of building relationships, it matters where and how you come into an organization. You can consider this a runway. Much like a successful take-off and landing, the runway is critical to who you can talk to, the kind of conversations you will have, the impact you can make, the partnerships you can create, and how long it will take for you to make an impact. It is critical to be clear about the sponsorship you, your company, and your team have for the improvements they are making before you start, which allows you to see the scope and impact you can make proactively. Ultimately, you will know the scope of influence you will likely have and if this is the work to engage in.

	For more, see this Sevawise.blog.

	The Runway

	In the same way a pilot relies on a well-built runway for takeoff and landing, your journey within an organization as a change agent relies on a critical runway. It's a runway that shapes your ability to connect with others, the type of communications you engage in, the influence you'll exert, and the speed at which you can contribute to your organization reaching its goals.

	 

	All coaches and leaders have a runway. It shapes your ability to connect with others, the conversations you will be part of the influence you exert, and the speed at which you can contribute.

	Sometimes, the organizational landscape resembles a crowded airport runway where many consultants or different groups race against each other to achieve their transformation goals. The runway itself may have cracks because there is no clarity on what transformation means. There may be an adherence to a particular air traffic control system that is not a good fit, along with the fact that this air control system is built on top of faulty and inconsistent radar systems, faulty communication systems, and inadequate navigation aids. You notice this creates a lot of work and little actual results, leaving many pilots exhausted, disengaged, and ready to leave their routes. This is an example of where systems thinking, including Lean and the Theory of Constraints, is an asset. You can quickly see where the impactful delays and waste come from.

	You must consider whether you are consulting or coming into an organization via a staffing firm or as a permanent employee. In all cases, it's essential to know who hired you, their goals for bringing in another resource, and their influence within the organization. Let’s talk about some of the common patterns:

	How you come into the organization

	
		If you are consulting with your own company, you at least know the sponsor who creates bridges and communication opportunities for you. Expectations about stakeholders and stakeholder time, as well as communications, can be written into contracts and tied to the change initiative's success.

		To create change, the higher up in the organization the sponsor is, the more runway you have. The runway you have gives you an idea of the context in which you are stepping. 

		If you work for a consulting company, they can help you achieve success. This depends on the influence of that consulting firm. 

		Staffing firms may not have real sponsors and often see you as a “resource.” You may be considered a journeyman. A journeyman has completed an apprenticeship and is fully educated in a trade or craft but not yet recognized as a master craftsman. This could be how you are treated regardless of your mastery.

		There are specific differences between an employee and a consultant with their own company. Unlike a consultant with your own company, you often do not have the opportunity to talk with decision-makers or write a contract that not only goes over your deliverables and outcomes but also includes time from stakeholders in the organization to be successful. Unlike owning your own consulting company, you do not have the opportunity to do an upfront feasibility analysis or readiness assessment to determine the scope of your work. Also, a consultant’s contract often stipulates the scope upfront and the date of completion. That date causes internal leaders to commit resources. It motivates the internal leaders, not just the consulting company.

		There is almost always a difference between full-time employees and consultants. 



	
	○ As an employee, you need to consider long-term relationships and power dynamics of you making any change and how this positions you in the future or how others perceive your future position. 

	○ Some leaders “listen” to consultants more than their employees. 

	○ Other organizations may treat their consultants as temporary and exclude them from critical conversations. 

	○ Finally, consider that some organizations have multiple Agile consulting teams or teams leading the organization in a slightly different direction. Where that is occurring, your ability to influence becomes even narrower. 



	 

	The consultant mystique exists. Some leaders “listen” to consultants even when consultants are repeating what the employees have been saying.

	Your sponsor and their influence

	Before engaging, check out LinkedIn profiles about your sponsor. Consider the following:

	
	● Where has your sponsor worked? What types of organizations? Where else have they experienced Agile? What kind of Agile might they have experienced? 

	● Have they hosted webinars, written articles, published books, taught, provided content?

	● Where are they in the organization? Are they high enough in the hierarchy? How much influence do they have?

	● Does this person have hands-on engineering or development experience? There are advantages:



	
	○ They can be proactive. They have critical domain experience. They are not coming just from methodology and process. 

	○ Their relationships with key technical stakeholders will generally be stronger if they are known for delivering solutions. 

	○ Have they been in one organization or many? Do they know more than one flavor of Agile?

	○ Have they worked on the business side or very directly with the business?



	
	■ This is critical in including the business proactively.

	■ They can create partnerships upfront with the business.



	The organization and its readiness

	
	● How many consulting groups are engaged in organizational transformation?



	
	○ Which consulting group is responsible for what part of the transformation?

	○ How are differences in opinion dealt with?

	○ Is there a North Star, strategic goals, and a common roadmap for the transformation itself?

	○ Who sponsors which consulting group, and where is the sponsor in the organizational structure? 

	○ Are you working against established mindsets and mental models due to people who have always worked a certain way or has coaching and practices addressed those?

	○ If there are multiple sponsors, how much influence and decision-making authority does each have? What is their background, approach, and commitment?



	If you know the answers to these questions prior to your engagement or opportunity, you can make a decision to engage or not. You can also talk about the impact and share case studies with your business sponsor. You can more accurately define upfront what you can deliver and manage expectations. If you are already in an organization today with challenges, expand your stakeholder analysis to include other players. Building relationships knowing who all of your stakeholders are with this upfront analysis sets you up for success.

	Consider motivations 

	 

	We would love to think that everyone is motivated for the right reasons. Sometimes that is not true. Keep key roles such as a Solution Architect in-house, if you can. Always start with empathy and consider “The Constraint” people are working with. Some people will avoid requests or communications when they are overwhelmed and not sure what to do. When an executive is saying they are supporting a leader, gently be curious and ask questions both of that leader and other members of the team. It is not uncommon for leaders to think they are providing support that will make the difference when they are not. 

	A personal story by Paula Stewart

	I assisted an enterprise Agile Coach who was frustrated that all the application development teams were missing integration environments. As much as he tried, he could not get the Vice President of infrastructure and platform to talk to him. He thought it was her personality. I asked him to look a little deeper. Was the Vice President feeling pressure because “The Constraint” was in infrastructure and platform? I recommended that he be empathetic and curious and talk to leaders in Infrastructure and Platform. I recommended that he ask if they were moving to the cloud. From my experience working in various organizations and with a system integrator, most organizations underestimate these initiatives.

	 

	In our next coaching session, I asked him a series of questions and coached him on putting together information that would identify cost and benefit, plus focus on the impact on the flow of work, churn, quality, and delivery of value with small feedback loops. 

	 

	When he went to the Solution Architect to provide his solution directing resources to relieve the constraint and eliminate significant waste, the Solution Architect acknowledged him and then did nothing about it. He was frustrated. This is where I walked the Enterprise Agile Coach through understanding the Solution Architect’s world.

	 

	Coach: “Tell me about the Solution Architect. How experienced is he? Is he good at communicating with product management? Does he understand the impact? Has he been involved in Agile Transformations as a Solution Architect before?”

	 

	These questions would clarify if the issue came from a lack of experience, understanding of theory and impact, and even his ability to influence Product Management. 

	 

	Enterprise Coach: “He is very experienced. He has a great relationship with the Product Manager, and I have seen him influence the Product Manager.”

	 

	Coach: “Who does he report to? Perhaps it is his leadership?”

	 

	Enterprise Coach: “He works for Consultant Company B.”

	 

	Coach: “Wait. Previously you said that all the Scrum Masters for the Application Development teams worked for Consultant Company B. Is that right? How are the infrastructure and platform teams staffed?

	 

	Enterprise Coach: “Yes. That is right. The infrastructure and platform teams are from another consulting firm, or they are internal.”

	 

	Coach: “Objectively, your Solution Architect may be motivated to keep the application development teams as they are and not to move resources to focus on infrastructure and platform. It could be six months before they get feedback due to the inability to integrate code and a lack of environments. How much influence does this Solution Architect and Consultant Company B have? Are there other plans to build integration environments by decoupling the move to the cloud?”

	 

	Enterprise Coach: “He has a great deal of influence as does Consultant Company B. I have not heard them talk about building the integration environments until they move to the cloud.”

	 

	Coach: “You have already laid out all of the costs of this. Can you meet with leadership in infrastructure and platform and share your analysis with them? Is there a way to come up with another solution for the integration environment at least?”

	 

	Enterprise Coach: “I have already asked. It is as if everyone is at a stalemate.”

	 

	Coach: “Can you bring the leader in infrastructure and platform, the Solution Architect, the Product Manager together, and your technical lead together and facilitate a brainstorming conversation after you get them all on the same page as to the costs?”

	 

	Enterprise Coach: “It’s worth a try.” 

	 

	This did move things forward. However, after not feeling supported, the Vice President resigned. 

	* * *

	 

	Building relationships first

	Focus on building strong relationships in all cases. In an Agile Transformation, consider everyone in the organization as your customer. Some coaches do this without even thinking about it. Coaches can learn this if it does not come naturally to them. 

	Before an engagement or interview, please take a moment to dig a little deeper and get to know the other person(s) you will be meeting in the same way we described above. When you start creating relationships with others, take time to get to know them. Be interested in who they are, their goals, values, and commitments. Look for common ground and shared interests that you can genuinely connect on by being authentically curious about their world and challenges rather than focusing solely on your solutions. Ask them about their ideal engagement and what they value the most. 

	After your conversation, express your gratitude for their time and follow up with a personalized proposal or e-mail that addresses their specific needs and includes relevant case studies demonstrating how you have tackled similar challenges. Above all, keep their business and technical goals front and center for crafting an approach aligned with their desired outcomes and context. 

	As you talk to people, listen for their commitment, not just the principles or values they have. With open questions, you can find out what people are committed to. Commitment is essential for you to know. Alignment is when they can see the connection between the outcome they want to create and their commitment.

	Be prepared for identities to surface

	It is essential for organizational coaches to recognize that change often causes people’s identities to surface. They revert, in many cases, to a survival mechanism. That survival mechanism is about self-preservation. Many people have a default way of reacting to change. You will learn the origins of people's identity and understand how identity can impact people's acceptance of new ideas. This provides you with tools to support leaders, other coaches, and team members through transitions and coach them to have more collaborative relationships.

	Core to people’s identities

	Notice that someone’s identity is not only connected to their family of origin, friendships, partnerships, jobs, roles, industries, and organizations but also to their sense of purpose, recognition, and accomplishment associated with a particular profession or position. 

	People often select a particular profession because of their upbringing and past experiences. Telling people to embrace a “growth mindset” will not work. People get triggered or have blind spots and often do not know why. In the moment, it is easier to revert to ways of being that allowed someone to be successful in the past, even if the world has changed, and anything you have said, such as “have this mindset,” doesn’t work. Let’s take someone who is used to competing and achieving. They can show up having a scarcity mindset. Over the years, they have relied too much on achieving and competing to the point where they regularly step over other people. They may not see it.

	Make sure there are not competing motivations

	Look around at the system and consider that what you may be labeling as a personal identity issue may be competing motivations and influences from leadership or the organization. Until those are dealt with, don’t expect to address the related behaviors. Also, the people impacted may not notice that they have competing influences and motivations. Don’t assume that they do. This is part of your discovery.

	If you are a coach who cares about what’s under the covers, you will have noticed that people may jump to conclusions and solutions. These result in actions that are in direct opposition to the transformation. This comes from oversimplifying what will resolve an issue and picking a worse solution than the original issue. We call these anti-patterns. 

	Consider using a manual of me

	Early in the transformation, you can request anyone you will be talking to and is either a significant part of the transformation, a sponsor, or a decision-maker to provide a “Manual of Me”. which is a personal manual created by an individual to outline how they work best, including their strengths, weaknesses, communication preferences, and needs. This should also include the Agile Transformation team. 

	The first thing we focus on is creating relationships. As we meet people, we can provide a template, a complete example, the location where these are stored for everyone to share, and request that they complete a  "Manual of Me."1 You want to be clear about the why which is to facilitate communications and relationships. How and when you meet different stakeholders has a lot to do with the context and your runway. To the extent possible, you meet with groups of people. We strongly recommend an individual picture, a picture of your family, including with your pet(s), and perhaps a picture of the person enjoying their hobby. We recommend one page or an easy-to-use e-brochure. 

	Here's an example of what to include in a Manual of Me:

	Title Page:                                    

	Photo of Jane Doe

	Name: Jane Doe      

	Position: Agile Coach

	Date: January 7, 2024

	Contact: doe.jane@xyzcompany.com

	Introduction: Why this Manual

	My Role

	A description of your current role, responsibilities, and what you're passionate about in your job.

	Communication Preferences

	Best way to contact me: Email for non-urgent matters, phone for urgent ones.

	Feedback: I prefer direct and constructive feedback given in private.

	Meetings: I value concise, scheduled meetings with a clear agenda.

	My Strengths and Weaknesses

	Strengths: Strategic thinking, problem-solving, coaching.

	Weaknesses: Tendency to overlook details, discomfort with confrontation.

	How I Like to Work

	Environment: Quiet space for deep work, collaborative space for team activities.

	Work Hours: Prefer a flexible schedule but usually available 9-5.

	Decision Making: I like to gather all necessary information and consult with key stakeholders before making a decision.

	What I Value

	Professionalism: Honesty, integrity, and respect in all interactions.

	Work-Life Balance: Being able to disconnect after work hours and on weekends.

	Continual Learning: Regularly updating my skills and knowledge.

	How to Help Me

	Support: Clear expectations and timely responses.

	Challenges: Let me know about potential challenges early on.

	Motivation: Recognition of achievements and constructive feedback.

	Miscellaneous

	Family and Pets: Picture, family role, first name

	Hobbies and Interests: Hiking, reading, and community volunteer work. - Add a few pictures

	Dislikes: Being late, unstructured meetings.

	Closing

	Please provide your Manual of Me or send me comments about mine

	Contact Information

	Email: jane.doe@email.com

	Phone: 123-456-7890

	We thank Andrew Sanyal for suggesting this approach with leadership.

	 

	More critical than talking about mental models

	People will only change once they can see, feel, and experience exactly what they win.

	Asking open-ended questions, mirroring what people are saying, and using clean language (that is, keeping questions free from the coach's assumptions, interpretations, or bias, thus creating a neutral and non-judgmental space for the client). can support people in seeing the real impact. Once someone is clear about the impact, they are much more open to change. You can support people through transition and coach them to move towards collaboration. 

	Identities invariably create separation between people, leading to transactional relationships instead of ones based on shared vision, commitment, and collaboration. Notice what people focus on. Are they focusing on shared interests for everyone or their own? Do they look for win-wins? 

	In transitioning from traditional leadership roles to Product Management, Scrum Master, or Agile Coaching roles, it is not uncommon for individuals to occasionally return to their comfort level. Asking them questions so that they see that developing competencies and behaviors for their new roles gives them new ways to deal with changing organizational and socio-economic environments. We can respect their journey while encouraging them to approach new experiences with the curiosity and openness of a beginner.

	This approach allows for continuous learning and adaptation, shedding limitations imposed by past knowledge and embracing fresh perspectives. As Leaders and Coaches, cultivating a "beginner's mind" is a powerful tool for personal and professional growth, leading to more significant insights and transformative change. You also model a mindset that makes change easier.

	Zen Buddhism's "beginner's mind" philosophy, known as shoshin, encourages approaching every conversation and situation with eagerness and open-mindedness, even in familiar scenarios. Having a “beginner’s mind” might seem counterintuitive to some, but it can be immensely valuable. While you may know a lot about what goes on in general, you must always remember that you often don’t know what’s going on with the person in front of you. This is important to remember as a coach; sometimes, sharing this with the people you coach is important. The critical point is that approaching anything with a beginner’s mind allows you to eliminate biases, blind spots, and limiting beliefs of all kinds. Regardless of whether you are an expert or not, it is a good idea. You learn different perspectives on the same concepts which often are very valuable.

	Coaching a beginner’s mind 

	A personal story by Paula Stewart

	I was working in an organization that decided to move project managers into the Product Manager role. I took the opportunity to use what I independently identified as just-in-time targeted training. I started with an assessment tool I used to look at strengths and opportunities in core competencies, and from there, I created an individual roadmap emphasizing core training on a personal roadmap. I noticed that a new Product Manager demonstrated behaviors over and over again that she was much more comfortable with and that she was very defensive about when the team questioned her. The behaviors included:

	 

	
		Tasking the team versus sharing context.

		Directing the quality assurance engineer or business analyst instead of understanding the why and what and prioritizing the work.

		Directing other team members to do the work that was core to her role, such as identifying stakeholders and creating a roadmap.



	 

	I could empathize that she has been highly successful in her old role. I saw what I had seen with others. People who have successfully worked a certain way see this as part of their identity. It is not just about asking someone to do something different. It is asking them to do something different from what they were very successful at.  Everyone comes from survival to some extent, and we learn to lean on certain aspects of our mental models and thinking.

	 

	Her insistence on maintaining what was comfortable created tension between her and other team members. We discussed how her past success meant so much to her and her experience of changing how she worked, developing new skills, and working with the team. I acknowledged what she had accomplished in the past and asked her to try an experiment. What was in it for her was the team having come up with a better solution, feeling included in the solution, and creating alignment between her and other team members.

	 

	At this point, I led a story workshop, and she saw the impact on the team. She started to see her blind spot and the cost. So, we created an image of how she wanted to be. We labeled that “curiously engaged”. She began to use this phrase every time she began to go back to her previous role. This phrase, “curious engagement,” allowed her to interrupt her default way of being. She enjoyed the events much more and started to feel confident in her abilities.

	* * *

	 

	In the beginner’s mind, there are many possibilities. In the expert’s mind, there are few. – Zen Master Shunryu Suzuki

	An observation about psychological safety

	One hears a lot about the need for psychological safety for people.

	And it is vital. In many situations, people are not in a safe environment. The changing state of Agile is another cause for fear. Organizations continue to focus on cutting costs and often look first at eliminating positions. In addition, artificial intelligence is already making certain roles obsolete and reducing the number of employees required for a specific role. There are clear reasons why leaders do not have psychological safety themselves. For example, in organizations where they have been operating with their own budgets and are asked to move to a Lean Budget model. Those leaders report feeling less in control and having less psychological safety.  In one organization where we were recently coaching leadership, a group provided a half-day course on psychological safety while not looking first at what was impacting the psychological safety of leaders When a leader’s words of reassurance are not congruent with their energy or actions, trust is lost. 

	But it’s also important to realize that people are often their worst critics and can get hurt more by what they say to themselves than others. 

	Creating psychological safety in the environment for leaders and employees is necessary. Coaches need to be aware of how people associate their value with how well they are working. Some fears are more significant than others.  

	If someone identifies their inherent worth with their value on the job, this can be devastating. They may recover from losing their job, but it is hard to recover from the feeling of failure.

	People experience disruption in their lives and losing a job in a tight job market usually causes additional stress. 

	Then there are those employees who are left behind and ask themselves questions like: “I am now doing the job of three people. Am I going to be able to carry this load to my employer’s satisfaction? If I don’t, will the company fire me as well?” “Has this employer invested as much in me as I have invested in them, or are they not clearly seeing my contribution?” “Do they have empathy for me or am I simply another resource for them?” 

	 

	This means that at a time when it is most critical for leaders to provide psychological safety, they are most likely not able to do so.  Individuals can find creative ways to bolster their own sense of security. However, many people do not know where to begin, especially if they are already overwhelmed. At the end of the day, it is even more important to have empathy and compassion for ourselves and others.

	Remember that psychological safety comes from inside and outside. Our internal fears are often greater than the real ones outside of us. Right now, is the time to have greater empathy and compassion for ourselves and others.

	You are walking into past conversations 

	A coach must recognize that people communicate through past conversations and not react from their own triggers or in response to someone else.

	If someone is upset or stressed during conversations, focus on empathy. Their reaction is often a mix of current and past events. You can learn to recognize when people are listening and speaking to you from an old conversation. You’ll also learn practices to manage your energy in these conversations.

	When you notice someone is coming from a past conversation, pause and don’t react. Think about where this past conversation came from and how you might communicate more effectively based on the filter they have. Show people in your organization how to do this in the moment. Coaches can ask questions, listen to what's said, and support clients in clarifying their thoughts. They can also watch their energy. People pick up on energy and each other’s emotions more than we realize. They can also coach other people to listen to exactly what’s said without adding anything to it.

	Many people say, “Consider your audience.” However, they are talking about bias or a role. We are talking about something much deeper. You’re walking into past conversations. People often react not to what was just said but to things they’ve heard and said in the past that seem similar. It’s important to realize that they don’t consciously think about this - the reptilian brain does this for them automatically. The past filters what they hear and say today. Unless someone has an ongoing practice dealing with their own “listening,” they are not listening from nothing.

	Dealing with past conversations happens to coaches regularly. For example, suppose you are coming into a situation after multiple Agile Coaches have already come and left. In that case, people will not hear what you say but will hear without an internal conversation, such as: “Oh, we’ve seen this before. This time won’t be any different.” This internal conversation is called “one’s listening.”

	People’s filters

	We have each had the opportunity to be mentored by and coached with world class coaches that focus on transformational communications, team building, relationships, goal achievement, and organizational transformation. Imagine coaching and communication distinctions related to how people do and do not communicate to two hundred people weekend after weekend with a world class coach like Sandy Robbins of Vanto Group. Not only do you witness people of all ages, different socioeconomic classes, different talents and experiences, different races, genders, ethnicities, and sexual orientations, but even religious and government leaders have these filters. You are the coach responsible for many of them moving past these filters in follow-up coaching groups of four and one-on-one coaching calls. You even see people who have all the insights and yet continue to struggle with a certain listening and speaking that comes from a past conversation. 

	Most of the time the past conversation came from something in childhood, that a person felt they had to survive. For many, it was the loss of love. As you coach people, it is common to hear, “Wait, that isn’t what happened, that is what I interpreted at five years old.” Then people begin to see that some or all of their major life decisions came from an interpretation made by their five-year-old self. Of course, some were more serious and traumatic.

	Every single person has some past conversation. Until they can see the impact on them currently, have different practices, and take different actions, it is too easy to ignore. 

	What were the lessons this experience taught us:

	
	● People are often triggered by their past conversations, regardless of whom they are talking to in the moment

	● People’s connections to the people in their life could become deeper giving up filters

	● The root of people’s blind spots are often these past conversations

	● All human beings, until they distinguish the impact on themselves and take different actions, are surviving past conversations most of the time

	● Insights alone do nothing, practice and committed actions are what transforms

	● True transformation is messy. People often have to grieve how they have lived their lives

	● If multiple people have past conversations going, then no one is really hearing the other person

	● Knowing how impactful this is provides you with greater empathy and compassion

	● You realize that whole families and organizations are impacted by this so it’s worth addressing your own past conversations

	● Past conversations and related filters are why communication is so fraught with misunderstanding



	 

	“The single biggest problem in communication is the illusion that it has taken place.” George Bernard Shaw

	 

	If people have different understandings when one person says something, another person may hear something else (not in their ears but in their head). In fact, as a coach and leader, it is essential to check our listening by asking questions. 

	Coaches also attend to other people’s listening. Asking the audience what they are hearing is foundational. We often co-create training materials and ensure we receive feedback frequently throughout training. The more interactive those communications, the better. 

	Coaches can also make clear when they are in a past conversation. 

	People don’t listen to you, they listen to their listening

	Fernando Flores introduced the notion of people’s listening (as a noun, not a verb). By “people’s listening,” he means the conversation they are having in their heads. If you’re wondering what conversation we are talking about, it’s the “what do they mean?” you may have in your head while reading this.

	When you speak to someone, they mostly listen to the conversation they are having in their head more than the words you are saying. This listening is full of judgment and happens without conscious creation - it just happens. The judgment immediately stops the possibility of having a quality communication. It robs the person who is judging, and the person being judged. People do this to themselves all of the time. It is the human condition. 

	It’s essential to understand this because their “listening” has more impact on them most of the time than the words you are saying. We’ll learn more about this throughout the book. One way to become more adept at attending to other people’s listening is to start attending to your listening. Notice that it is full of judgment much of the time. Start identifying when you are judging and interrupt those judgments. In his book, “Positive Intelligence”, Dr. Chamine has people label their Judge, name it, and say things like: “Darth Vader thinks Bill is doing this wrong.” versus “I think Bill is doing this wrong.” Starting to create space and disassociating with your internal Judge is very powerful.

	Active speaking is a great help here. It means attending to the person’s listening of what you are saying. While you can’t stop their filtering, by being attentive to it you can often weaken its impact.

	Listening without filters

	Listening without filters goes beyond active listening. It is the practice of hearing what people say and what they don’t say. When you do this, you can often infer what their commitment is but you must be aware that you are inferring it. When you are communicating back the commitment you hear, you can say,” What I hear is your commitment to your team being successful. Is that correct, or do you have a different commitment?” This often connects someone to their why. Another approach that works best one-on-one is Future Pacing where they see their True North and then based on that, they start making decisions and taking actions consistent with that True North. It means adding nothing, absolutely nothing, to what someone is telling you. Pure coaching practice is a great way to become proficient with this. 

	One must let go of one's knowledge, judgments, and desire to control, fix something, or reach a specific outcome. This is an incredibly effective way for someone to see what is in their way, get in touch with their commitment, and develop new behaviors and ways of being. They see for themselves what their blind spots are. 

	To hear people this way requires having a beginner’s mind. This is even more valuable for coaches with a background in their coaching roles or those with a lot of experience and knowledge. To be effective as a coach or consultant, you must dispel the belief that you have the answers. You start with your coachees’ inner knowledge. This is where organic change happens. 

	Weigh the pros and cons. If people are experiencing something that they have dealt with for years, being open like this can be very impactful, and you can guide them to a solution quickly. When you notice that you are coaching someone in the organization who is not hearing their teammates, leadership, or employees and stakeholders, they may have a blind spot. Sometimes, you will discover that there is something in the way of them being able to truly “listen.” Signs you someone is dealing with a blind spot: 1-They are sure the other person is wrong. 2-They say they know this and always have. 3-This is old news. This is a blind spot. They are not fully listening to their team. Blind spots often take more than one conversation.

	Listening at a whole new level

	You have probably done this yourself at times. People may react by saying “I don’t think I have ever been heard like that.” You were really there and people get it. 

	We often think that this is just a freak, uncontrollable event - but it isn’t. When you listen without judgment people will feel as if you are in their world. They notice it.

	This is what coaches mean when they talk about “creating space.” 

	Parents have experiences of moments like this with their children when they put aside their fears and identities and simply listen to their children.

	It allows people to quiet their identity and change their position. They are able to grow in empathy and compassion and take on different perspectives. They became less focused on their position. This was almost always the case when changing their position would make their life, business partnerships, familial, and romantic relationships more dynamic and generative. 

	It seems like magic, but it is not. When you intentionally practice this, you can often hear what people are “not saying.”

	One of the keys to doing this is to not be manipulating the people you are listening to. Your intentions must include focusing on the benefit for the individual and who they work with.

	Blind spots

	Blind spots are things we don’t see about ourselves. They relate to how we behave and how we think. Coaches must learn to work on their blind spots. They can also learn to see other people’s blind spots.

	Coaches can learn to recognize blind spots and how they impact how people listen, speak, and behave. You learn why it is beneficial to coach people through blind spots and an approach to do so. You learn to recognize your own blind spots. Empowering people to work through their blind spots changes someone’s life trajectory. It impacts teams and organizational culture.

	Blind spots are universal

	Everyone has blind spots. Blind spots are ways we behave that other people can see and we cannot. They come from how we “listen” to something. Blind spots also occur between two people. This causes people to talk past each other. Identifying the blind spots between people can allow a coach to resolve interpersonal conflict effectively. It is important to recognize when two people are dealing with conflict due to blind spots. You’ll learn how to recognize your own, become open to people who authentically identify your blind spots, and will recognize blind spots in others. When people identify and address their blind spots, their sense of freedom, peace of mind, self-efficacy, and connection to others increases. As a coach, you can create a safe environment where your team members can discover and address their blind spots. You can profoundly impact the lives of the people you coach by empowering them to uncover and resolve their blind spots authentically and compassionately. This significantly impacts team dynamics.

	Since people are dealing with past conversations, it is understandable that blind spots surface when people are triggered. When people are dealing with blind spots, they are not fully aware of what they are doing or how they act. Instead, they are seeing the world through a lens, and this is when a compassionate, authentic coach is most valuable.  

	There may be an ongoing dialogue where someone we are coaching sounds completely disempowered and blames that on others. They may sound judgmental and focused on being right and making others wrong. When they come to us for coaching, we may ask them to authentically check in with different types of people in the organization. They may hear about a blind spot. When the people we coach identify their blind spots and address the underlying cause, this can change the trajectory of their lives. 

	 

	Blind spots: How do you know if you have them? (first be sure you do)

	
	● Do you see a repeating pattern that makes you feel like a victim?

	● Is there a type of person or conversation you think frequently "causes" you to react?

	● Are you judging anyone in your life for being a certain way? What was your role in what happened?

	● Is there an area in your life where you say: “Been there, bought the T-shirt”?

	● Are there places where you are sure you are right, and the other person is wrong?

	● Are you in an echo chamber and unwilling to venture out of that echo chamber?



	 

	You can say this to a team member dealing with a blind spot:

	
	● Identify when it surfaces. It could look like you are no longer connecting with a group. Ask people around you.

	● When you experience negative emotional responses or repeating patterns, think about what caused you to have that negative emotional response. Consider someone who did not share the same negative emotional response receiving the same communication simultaneously. Why did they perceive it differently?

	● Does this blind spot impact any other relationship in your life? How is that showing up?

	● Consider being curious, compassionate, empathetic, or innovative in this conversation. What do you think the outcome could be?



	Advise the team member you are coaching to be compassionate and authentic with themselves about the impact on each area of their life.  The team member you are coaching may experience grief as they consider the impact on their life. Encourage them to allow themselves to grieve about the effect on their life and not to sit in that grief too long. Encourage them to have empathy for themselves. Have them consider the future and everything possible now that they know the blind spot exists. Assure them that identifying blind spots is critical to no longer being reactive. It provides them with freedom and power in their future.

	Blind spots and interpersonal conflict

	“When you understand every opinion is a vision loaded with personal history, you will start to understand that all judgment is a confession.”  - Nikola Tesla

	Imagine an ongoing conflict between two team members. Both team members will likely have blind spots and only see a part of reality. First, you ask them what's holding them back from working together to obtain what is often their common goal. Acknowledge what they say without judgment. Secondly, ask them If they were to work with that person in an ideal world how would they do it? What would be the impact on the team? Ask about the shared vision and commitment. As Positive Intelligence instructs, ask them to envision themselves as that other person as a beautiful child who only wants to serve and to use “I” statements to express what the other person is experiencing. This allows the people involved in the conflict to empathetically interpret the other’s intentions. After that, you ask them how they might establish a brand-new relationship. Have them brainstorm how they can improve how they work together to create better relationships and communications. Once you have talked to both of them, you request that they have a conversation with each other and ask if they would like you to be there or if they are ready to have a conversation on their own. I suggest that they have this conversation over lunch, if possible. It is best when it is at another location, not the office. People often find it easier to get to know each other when they are not in the office. 

	 

	[image: Image]

	Picture Inspired by Andres Segarra

	Well-being is core for seeing triggers, and blind spots

	If you are a coach who has been paying attention to people, you have noticed that when people’s well-being is compromised in any way, they are more likely to be in survival mode. They are more likely to be triggered and to have a zero-sum mentality. Well-being includes physical, mental, emotional, and financial well-being. You learn to clean up all areas of your well-being and to be able to recognize when a leader is making decisions based more on their personal well-being, than what is workable for the organization. In fact, people who prioritize mental fitness and have daily practices to support that mental fitness will have 

	You might have noticed leaders who made a decision and were heavily leveraged financially. You might have noticed how their behavior changed when they were heavily leveraged. Most people do not realize this. It is a source of blind spots. Knowing this allows you to anticipate communicating in a way that can shift a knee-jerk reaction to constructive and collaborative communication. It can also help to make you a better coach by being responsible for your own well-being.

	A person’s triggers and blind spots are challenging to manage if they are “surviving” in multiple areas of their life. “Surviving” shows up when people have been dealing with chronic stress that has impacted their well-being or when psychological safety is not present in their culture, as discussed above. We recommend coaching people to create a support team with family, friends, or teammates to support them.

	Changing the trajectory of two lives and a family

	A personal story by Paula Stewart

	I was coaching a business owner who was so stressed out by how her business partner acted that it negatively impacted her family. She wasn’t present with them and was about to give up a business she had loved and was very successful. She started explaining how unreasonable her partner was and that she couldn’t even converse with her. The communication breakdown was clear. Indeed, she was the owner and seemed utterly justified. Still, giving up her business would have been a waste. After all, “everything can be resolved in communication.” I had her reenact the latest communication she had had with her partner. Then I proposed having a different communication:

	Coach: “Could you be empathetic and really listen to your partner, putting aside your judgments? 

	Jill: “You heard what I said. Don’t you agree she was out of line?”

	Coach: “Does my agreement make a difference to either of you?”

	Jill: “Okay, I guess it doesn’t.”

	Coach: “How does being right make a difference in the communications?”

	Jill: “I guess it is making things worse.”

	Coach: “What is at stake here?”

	Jill: “I am ready to give up my business. I have lost a good friend, my partner. My family is stressed out from this.”

	Coach: “What if you could take responsibility for the communications to give yourself more power and freedom?” “How about calling your partner and letting her communicate everything that she is experiencing while you give her the space to say everything she needs to say, and you don’t react, have it in your mind that you are right, or judge her? What do you think may be possible?”

	Jill: “Hmmm. She might be less reactive and defensive once she realizes I am listening to her to understand.”

	Jill had the conversation and came back.

	Jill: “I swear! She is completely wrong about what happened!”

	Coach: “I would like to share an observation. I may not be correct. However, it sounds like you started to react instead of listening to her with nothing going on. Is that possible?”

	Jill: “Yes, I guess I did react. It is just hard to hear what sounds like lies to me!”

	Coach: “People can have vastly different “occurrences” of the same communication. We can only be one hundred percent responsible for our reaction at the end of the day, no matter how fair or “true” it may be.”

	Jill: “You are right. I get it.”

	Coach: “Go back. Authentically apologize and give her a chance to say everything without reacting. In fact, say thank you and ask her if there is anything more she needs to say. Also, listen to her commitment to you and the business. Then, when she is finished with nothing left to say, repeat everything she said, everything you know she wanted to say and didn’t, and her commitment to your partnership.”

	Jill left and had a brand-new conversation.

	Jill: “Wow, she saw my actions as trying to replace her as my partner. I could completely see where she came to that conclusion. I never shared with her what my intention was. I also saw that I had made it up that she wanted to take over the business. She doesn’t want responsibility. She is about to have a baby. Plus, she just didn’t want to be replaced. Once I listened, we could clear the air and discuss what we wanted to do with this business. We even set up some goals.”

	This demonstrated to me that past conversations and filters can cause two people to have vastly different understandings of the same events. They can then create stories that do not serve either one of them.

	People can easily create stories about each other, even with a solid past relationship. These stories cause more complete breakdowns in relationships than anything else. It’s easier to judge than to really listen and be present to someone else’s experience of a situation.

	However, doing that shuts down all kinds of opportunities. In the story above, it impacted both partners, a business, and a family. This demonstrates how many people have filters in how they listen to each other.

	* * *

	Insights alone are only the first step

	Insights provide us with alerts, but they are not enough. What makes them valuable are the committed actions we take once we have an insight. 

	World-class coaches will tell you insights are valuable. They encourage people to see their world in new ways. They will also make clear that insights without new ways of talking, listening, and acting are worthless. Just think about one area in your life where you have been blocked. Think back to your various insights in that area of your life.  Did having the insight alone with no other change in committed actions make a difference?

	 

	This consensus among these world-class coaches highlights a critical truth: insights, while enlightening, are merely the first step. Committed action and practice are required.

	 

	Insights are undoubtedly valuable in coaching. They represent new ways of thinking, shedding light on previously unexamined patterns and habitual survival responses. These moments of clarity, these 'aha' moments, are like rays of sunshine piercing through clouds, offering new perspectives. However, they are not the endpoint. Transformation truly occurs when these insights generate brainstorming and innovation. Translating these new ideas into committed, consistent actions and practices marks the journey of meaningful change and development.

	While insights are foundational, they must catalyze proactive and sustained action to achieve genuine transformation. As coaches, we must constantly ask ourselves how to facilitate and coach so that insights end up in refined goals, product strategies, priorities, practices, and backlogs.

	Leader’s committed action 

	A personal story by Paula Stewart

	As an Agile coach for a few months in one organization, I organized my teams and identified constraints while observing and talking with them. I had already been told that they were planning on eliminating the Agile team. Yet, I saw the human impact on the development team and the business impact. I shared those constraints and did not see anything changing which relates directly to the Runway. I was prepared for the PI Planning event, the SAFe event where alignment between business and technology is created to deliver product features on a cadence. I knew the team would be asked to commit to three months and that, with these constraints, they authentically could not. I knew this created a lose-lose situation.

	I put yellow stickies on available boards during ROAM, Resolved, Owned, Accepted, and Mitigated. When this was complete, the facilitator requested that I stand up. He asked me, "Isn’t this negative?” My answer was: “Why? What if we put these items on a roadmap or backlog and prioritized them like we prioritize product features?” I knew this would improve flow and predictability across multiple teams. I knew it would impact turnover.

	I asked if we could look across the system, identify constraints, prioritize them, and put them into an improvement backlog. LeSS does a great job explaining how all of that is done and the management role. I also requested that leadership make transparent how these items were being worked on, as I knew it would positively impact the relationship between leadership and impacted teams. 

	This roadmap did end up being created and tracked. It was a step in the right direction. I did not delay creating a business case when I worked at the next organization. I provided ROI, opportunity costs, and a roadmap that eliminated impactful constraints as soon as I heard about them. Understanding organizational barriers, prioritizing them as constraints, and resolving them is where leaders directly impact continuous improvement and incremental value delivery. These actions are more powerful than any words spoken. They show leaders’ commitment and build psychological safety.

	* * *

	Patterns of human behavior 

	An effective leader or coach needs to understand human behavior. They need to understand patterns as they relate to human behavior. We all have experience with these behaviors since we are all people. It is usually easier to see them in others than in ourselves. Sometimes, being aware of the common human condition can go a long way to being more effective because we know what affects how people listen and hear each other. In fact, telling someone you are coaching that this is a common behavior that most humanity shares allows them to see it more objectively and to look at their behaviors. 

	 

	We all have a worldview based on past conversations and our decisions about those conversations. At some point, we start to survive the programming and experiences and move towards survival. The survival mechanisms show up in behaviors and communication in several ways:2

	 

	
	● Well-being, stress, and uncertainty impact how well people speak and listen. It triggers the judge. 

	● What I hear someone say is due primarily to my worldview rather than what they want to communicate.

	● Gossip about a person diminishes other people’s “listening” of them. Gossip is generally to look good. It is to serve the person gossiping 99.9% of the time. It negatively impacts teams and organizations. It is a type of bullying.

	● What I hear someone saying is due to my judgment about them, often based on little information.

	● The words I say are based on my worldview.

	● The words I say are based on my judgment about the person I am talking to.

	● If my “listening” of someone suddenly changes, I can see whether this is my ego or identity.

	● How I listen and speak to people creates an empowering or disempowering context for them.

	● I am listening from past conversations, and so is everyone else.

	● We are talking and hearing each other from “surviving” instead of “generating” to some extent until we are both aware and take one hundred percent responsibility.

	● Those mechanisms that are for survival are tied to natural talents and abilities. 

	● People build up an identity, which comes from surviving in the world. Coaches and leaders need to do ongoing work to ensure their identity and survival mechanisms are not getting in the way of their coaching or leadership. It is more like climbing a mountain than running a sprint.



	 

	We can significantly improve communication by starting with empathy and compassion for ourselves and others. We will then hear someone fully, be open, and speak to others differently. When we do this, we start creating generative contexts for people around us. 

	Preparing for change and avoiding the J curve when possible 

	Here is an excerpt from The Satir Change Model by Steve Smith (used with permission):

	Improvement is always possible. This conviction is the heart of the transformation system developed by family therapist Virginia Satir. Her system helps people improve their lives by transforming how they see and express themselves.

	An element of the Satir System is a five-stage change model (see Figure 1-1) that describes each stage's effects on feelings, thinking, performance, and physiology. Using the principles embodied in this model, you can improve how you process change and how you help others process change.

	
		Late Status Quo - This is the initial stage where things are familiar and comfortable. The system is stable, and people are operating within known patterns and behaviors.

		Resistance: In this stage, a foreign element or change is introduced that disrupts the status quo. People often resist this change because it brings uncertainty and discomfort, challenging the existing ways of doing things.

		Chaos: As the old system begins to break down and the new system is not yet in place, there is a period of confusion and chaos. Old patterns no longer work, and new ones have not yet been established. This is a time of high stress but also of great creativity and innovation, as people search for new solutions.

		Integration (or Transformation): Gradually, new ways of operating begin to emerge. People start integrating these new ideas and practices into their daily lives. This stage is characterized by experimentation, learning, and the development of new skills and attitudes.

		New Status Quo: Eventually, the changes are fully integrated into the system, leading to a new status quo. This new state is more stable and becomes the new normal, until the next change occurs.



	A somewhat ubiquitous belief in Agile is that performance will always go down when implementing new ideas. Many people accept this as fact and don’t do much about it. There are two approaches to the J curve, however.

	This is illustrated in figure 1-1:
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	Figure 1-1. The Virginia Satir Change Model

	Try to minimize the J curve

	It is not inherently true that people must undergo a J curve. Accepting one as inevitable limits a coach’s options. Knowledge work is different because you can use people’s dormant knowledge to understand something right from the beginning. This creates the possibility of immediate improvement since no new skills are required, just a different understanding.

	J curves can be minimized in several ways. One is to provide understanding. While in sports and martial arts, understanding what to do may not be that useful - we still have to train our body to do it, in knowledge work understanding often accelerates, or even instantly achieves, learning. We can often get our coachees to see some past experience they have that avoids the J curve.

	Understanding can also help avoid falling back on habits.  Eli Goldratt remarked, “A comfort zone has less to do with control and more to do with knowledge.”

	Another way to minimize the impact of the J curve is to break things down into smaller curves. Do a sequence of smaller changes instead of trying to do all of the changes at once. It is essential to know how to order those changes. It is critical to understand the context in which these changes occur. Doing this enables small changes and learning curves. This results in an upward ripple curve, as shown in the picture.  
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	Try to avoid the J curve altogether

	It’s always good to look for practices you can use that avoid the J curve altogether. While there may not be universal practices, sometimes there are practices that have no learning curve when applied. However, creating a habit of using them may take a little time. 

	For example, there is no curve to help manage WIP by coaching teams to begin finishing something they have already started before starting something new. This concept is relatively straightforward and doesn't require a complex curve-based approach. However, breaking old habits can be challenging. Nevertheless, by adhering to the practice of completing tasks before moving on to new ones or supporting others in finishing their work first, you can ensure that teams get more work completed, thus improving flow.

	Another example of creating impactful change without significant changes in practices is coaching your teams to ask valuable questions before they commit to work, such as: “How will I know I’ve done that?” or “What does success look like?” or “what is the customer challenge we are solving?” 

	Triggers and filters often cause J Curves

	We should acknowledge that people’s triggers and filters often cause J curves. The triggers often create resistance, while the filters don’t enable people to see the opportunities the change presents. Be aware of these when you are exploring changes.

	Accept that the J curve is going to happen

	When you can’t minimize or eliminate the J curve, then accept it’s going to happen. You can prepare for it. You can prepare your team for it. That way, when they hit it, they won’t be as uncomfortable as they otherwise might be.  

	


Section 4: What limits our thinking 

	The Learning Outcome is for coaches and leaders to understand what gets in the way of critical thinking and the common barriers to thinking through something logically. 

	The benefit is that once you understand these barriers, you can proactively address them in several ways and enable people to think more logically during transitions. It also impacts how people think through challenges. 

	The benefit of this benefit is being able to address barriers to critical thinking proactively, and by addressing those barriers proactively, you will impact the organizational culture. You will begin to create a learning organization able to pivot and adapt to the changing demands of our VUCA world. You will generate an environment that fosters innovation, resourcefulness, and curiosity in the people you coach, which is one of the most exciting and rewarding parts of being a coach.

	Self-limiting beliefs

	“Whether you think you can or you think you can’t, you’re right” - Henry Ford

	People can have a negative conversation about themselves and others from a past conversation. Oddly enough, these past conversations could have been with ourselves and created limiting beliefs. These limit what is possible for us and anyone involved in a conversation with us. Some people refer to this as having self-limiting beliefs. Through their actions and communications, coaches and leaders can coach others to overcome their self-limiting beliefs. Here is an approach to do that:

	Private Conversation. Find a suitable setting and time for a confidential conversation without distractions. Timing is essential, so select a moment when the person is receptive and not already feeling upset or vulnerable.

	Start by getting related. Ask questions about things you know you have in common or interests that the person you are talking to has. You do this so the person you are coaching knows your good intentions. In addition, are you matching tone, body position, speed of conversation, and type of speech (e.g., visual, audio, or kinesthetic)? You do this to add understanding and communication. 

	Ask permission. Listen for an opening where you hear them say something about themselves that is less than positive and ask permission to share positive observations or better yet, ask them questions such as: “What if the opposite was the case?” 

	Encourage self-reflection. Help the person gain awareness of their self-fulfilling prophecies by gently guiding them to reflect on how their thoughts lead to actions. Ask open-ended questions that encourage introspection, such as "Have you considered how your beliefs might be influencing your actions?” and “Are there times when you think that you are acting out of self-limiting beliefs and that is negatively impacting your performance?”, “Can you share any examples? “Can you share any examples?”, and finally, “How can you have empathy for yourself in regard to these beliefs?”

	Provide evidence to challenge beliefs. Ask questions that present objective evidence or alternative perspectives that challenge their self-fulfilling prophecies. Acknowledge them authentically for all the contributions they make and their importance to the team. Look beyond the surface level to what makes them a unique contribution. Ask them what they would like to be acknowledged for and by whom.

	Offer support and encouragement. Talk about self-limiting beliefs and their impact. Tell stories about people you have coached who have had breakthroughs in their self-limiting beliefs. Acknowledge them for being open and authentic in this conversation.

	Offer ongoing support. Let the person know that you're available to talk and provide support whenever they need it. Offer to be a sounding board or support whenever they get stuck with self-limiting beliefs. Let them know that it is a journey. However, practice makes a difference.

	Remember, it's essential to approach this conversation with empathy and respect. People are different, so tailor your approach to their personality and receptiveness to feedback.

	When people have self-efficacy and positive self-fulfilling prophecies, they can accomplish a lot. There is a positive impact on how they communicate and relate with others. This creates even more self-efficacy as they become valuable team members. You have changed a vicious cycle into a virtuous cycle. 

	Cognitive tendencies and irrationalities in judgement

	People do not always think and behave rationally. However, a coach or leader can understand irrationalities and limitations to make more of an impact. These concepts aren't ways of being, they describe cognitive tendencies and constraints that affect how individuals process information and make decisions. They provide insights into the complexities of human thinking and offer explanations for why people might only sometimes make purely logical or optimal choices.

	You can identify when people are dealing with cognitive biases, not making logical choices, and understand why.

	Knowing the biases people are dealing with allows you to proactively consider how you can communicate and empower people to work through biases that are holding them back. We also provide some concrete ways that you can be free from your own self-limiting beliefs and cognitive biases. 

	Be wary - people like complexity

	A few quotes from Dr. Eli Goldratt’s “The Choice” should give us fair warning.

	“When I left physics and started to deal with organizations, I was astonished to see that the attitude of most people is that the more sophisticated something is, the more respectable it is. This ridiculous fascination with sophistication also causes people to avoid using their brain power. You see, since complicated solutions never work, people tell themselves that they don’t know enough. That a lot of detailed knowledge is needed before one can even attempt to understand an environment.”

	“The key to thinking like a true scientist is accepting any real-life situation, no matter how complex it initially looks. Moreover, if the situation is based on human interactions, you probably already have enough knowledge.”

	“The first and most profound obstacle is that people believe that reality is complex, and therefore, they are looking for sophisticated explanations for complicated solutions. Do you understand how devastating this is?”

	We must be aware of this tendency.  We always have the opportunity to look for more straightforward solutions that are evident at first. Eli Goldratt’s Theory of Inherent Simplicity emphasizes the value of simplicity as a virtue, highlighting that many challenges can be addressed effectively and efficiently through straightforward and uncomplicated approaches. It encourages avoiding unnecessary complexity, often leading to confusion, inefficiency, and difficulty understanding or managing various aspects of life, work, or design.
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	Barriers to Achieving Transformational Outcomes from The Choice

	The fundamental attribution error and thought projection

	The fundamental attribution error occurs when a person attributes another person’s actions to that person’s character. But when they do the same action, they defend themselves by explaining it was due to factors beyond their control.

	For example, when a car cuts you off in traffic, the person is a jerk, but if you did, you were justified because you have to get to the office quickly.

	This error exists because we know ourselves and think of ourselves as good. But when someone does an action that’s bad, we just assume the other person is bad. 

	The fundamental attribution error is an automatic response by our thinking system. We are thrown to it - without absolute control over the thought occurring. But we should be aware of it and catch ourselves when we make it.

	People project their thoughts onto others. We often think other people are having thoughts that are in our heads. For example, you may feel that they are thinking you’re not doing a good enough job when you have those thoughts. If you have a good enough relationship with them, it’s often worth asking them what they think. If you cannot ask them that, don’t look for more evidence; you will likely find it. Instead, stay focused on what has been objectively defined as success in a particular role and the core competencies of that role, and talk to other people in that role without sharing what you think, being completely neutral and objective, and being curious about what they are experiencing. If you are a coach, request a 360-degree review.

	Hanlon’s razor

	Hanlon's razor, coined by Robert J. Hanlon, states, "Never attribute to malice that which is adequately explained by stupidity." A modified version is this: "Never attribute to bad intentions that which is adequately explained by ignorance, incompetence, negligence, misunderstanding, laziness or other probable causes." 

	Learn more:  Hanlon’s Razor: How To Be Less Judgmental And Build Better Relationships and Hanlon’s Razor: Not Everyone Is Out To Get You.

	Dispel disbelief to learn

	Everything you hear goes through your filters – that is how you view the world.

	When you hear something new, you will often think it’s wrong – simply because it doesn’t match your past views. This is a sense-making action, and it is useful. It is helpful to be able to make sense of things quickly. 

	But when new ideas are presented, it’s essential to consider that there may be some truth that doesn’t match your current thinking.  To get the new ideal past your filter, it’s important to dispel beliefs – which may stop you from considering what’s been said.

	With Positive Intelligence, we learn “to listen that” everything said is at least ten percent true. Communications become generative when you respond this way.

	Echo chambers and dogmas

	"People don’t think and talk about what they see. They see what they are able to think and talk about.”  Edgar Schein’s comment, 

	Echo chambers and dogma are often created when people with ideas talk about the same things. When views outside the conversations are never discussed they are also not seen. 

	What to do 

	It is important to make it safe to talk about any topic. Nothing should be off-limits. 

	People tend to relate their value to what they know, so you can be on risky ground if you damage the perceived value of what they know. One mechanism is to extend their logic and see where it leads. When it is not valuable, this often leads to a poor state. They often shift their thinking when they can see this through subtle guidance.

	Cognitive biases, cognitive inertia, bounded rationality, and more 

	As a coach approaching any change initiative, recognizing cognitive biases will allow you to create objectivity for yourself and approaches to address the biases. One way to address difficult conversations is knowing how these biases manifest. 

	Cognitive inertia. How people think is not unlike Newton’s law of inertia that an object at rest remains at rest, and an object in motion remains at a constant speed and in a straight line unless acted on by an unbalanced force. Cognitive inertia is the tendency for a particular orientation in how an individual thinks about an issue, belief, or strategy to resist change. Changing behavior takes patience - you have to guide people in overcoming the inertia in thinking. The resistance to altering one's cognitive framework can perpetuate outdated or suboptimal strategies. In continuing to invest in sunk costs, cognitive inertia could come into play when individuals have a strong attachment to the resources or efforts already invested. Even though rational decision-making would suggest cutting losses and moving on, cognitive inertia might lead them to persist in their investments due to emotional attachment, fear of admitting a mistake, or a desire to justify past decisions.

	Cognitive Dissonance. Cognitive dissonance is a psychological concept that refers to the uncomfortable mental state that arises when an individual holds contradictory beliefs, attitudes, or values or their behavior contradicts their beliefs. This state of cognitive dissonance generates psychological tension, which individuals are motivated to resolve to restore internal consistency and reduce discomfort. Cognitive dissonance theory, introduced by psychologist Leon Festinger in 1957, suggests that people have an inherent drive to maintain harmony and consistency in their thoughts, beliefs, and actions. When they encounter conflicting information or engage in behaviors that contradict their established beliefs, they experience cognitive dissonance.

	To resolve cognitive dissonance, individuals typically take one of the following approaches:

	Change Beliefs. People might adjust their beliefs or attitudes to align with their behavior. This can involve rationalizing or justifying their actions to bring them in line with their existing beliefs.

	Change Behavior. Individuals might modify their behavior to match their beliefs. This might involve avoiding situations that create cognitive dissonance or changing their actions to better align with their beliefs.

	Add New Information. Individuals may seek new information or reinterpret existing information to reduce perceived contradiction. This can involve finding reasons why the conflict is less significant than it initially appeared.

	 

	Bounded Rationality. Bounded rationality is the idea that due to limitations in cognitive abilities, time, and information, humans make rational decisions within certain bounds but not necessarily entirely rational. This concept recognizes that individuals make decisions based on simplified models, incomplete information, and heuristics (mental shortcuts). Bounded rationality contrasts with the traditional concept of "perfect rationality," where individuals make decisions with complete information and in a wholly logical manner.

	The research program of bounded rationality is built on three premises: (a) humans are cognitively constrained; (b) these constraints impact decision-making; and (c) complex problems reveal the constraints and highlight their significance.

	The Dunning-Kruger Effect. is a cognitive bias whereby people with low ability, expertise, or experience regarding a task or area of knowledge tend to overestimate their ability or expertise.

	 

	Daniel Kahneman and Amos Tversky - biases and human behavior

	Through their groundbreaking collaboration and research, psychologists Daniel Kahneman and Amos Tversky changed our understanding of human behavior, particularly regarding cognitive biases and their impact on decision-making. Their collaboration led to significant advancements in understanding how people make decisions and judgments. Here are their theories and how this could inform your coaching:

	 

	Prospect Theory. This theory challenged classical economics, which assumed that people make rational decisions to maximize utility. Instead, Prospect Theory proposes that individuals make decisions based on perceived gains and losses relative to a reference point (usually the status quo). It introduced the concept of "loss aversion," suggesting that people fear losses more than they desire equivalent gains. This aversion to losses leads to risk-averse behavior in many situations.

	Heuristics and Biases. Kahneman and Tversky identified numerous cognitive biases and heuristics (mental shortcuts) influencing decision-making. Some well-known biases include.

	
	● Confirmation Bias. The tendency to search for, interpret, and remember information confirms preconceptions.

	● Availability Heuristic: The tendency to rely on readily available information or examples when making judgments.

	● Anchoring and Adjustment: The tendency to anchor decisions or judgments on initial information and insufficiently adjust from that anchor. Another approach to anchoring is to give people something positive to anchor that can be a mantra, an image, or even something physical. People use this whenever they are triggered. This is a different type of anchoring.

	● Representativeness Heuristic: The tendency to judge the probability of an event based on how similar it is to a prototype.

	● Overconfidence Bias: The tendency to overestimate one's abilities or the accuracy of one's beliefs and predictions.



	 

	Framing Effects:

	
	● Framing information can significantly impact decision-making. The same information presented in different ways can lead to different choices.



	
	○ For example, people tend to be risk-averse when options are framed in terms of gains but risk-seeking when framed in terms of losses, even if the underlying probabilities are the same.



	 

	Their work highlighted that these cognitive biases could lead to systematic errors in decision-making, causing individuals to deviate from rational and normative decision theory models. Due to these biases, people often make predictably inconsistent or suboptimal decisions. The bottom line is that people, especially in groups, often do not challenge assumptions and do not make decisions rationally.

	 

	Know what impacts the coaching relationship

	Make sure you clearly understand what is impacting the coaching relationship

	A personal story by Paula Stewart

	I was in a coaching community when someone wrote: 

	“I noticed a pattern when I was coaching as part of a business program. Many people I coach as part of this program say they do not have any challenges or issues they want to discuss. I think I am doing something wrong. What should I do?”

	I read all the comments, and there were some excellent questions. However, one line of questioning was missing, so I commented with some questions: 

	
	● Is this in an organization, and has a leader brought you into this organization? 

	● Was there psychological safety between this leader and this group before you were brought in? 

	● Are these people being told to take advantage of the coaching? If so, they may feel like leadership is telling them they must be “fixed.”  Even if you ask permission to coach them, it may not work. 

	● Have you had a chance to coach the organization's leader, and has that leader communicated how this coaching has benefited them? 

	● More importantly, can they speak to changes in their actions due to the coaching that aligns with creating trust and empowering their employees such that ongoing coaching is seen as part of a positive shift? 

	● Has there been or is there planning to be something happening within the organization, like layoffs, where getting an external coach to talk to people will be experienced differently than coaching for continued growth?

	● Is the culture transparent? Do leaders act on their employees’ concerns? 

	● Is it possible that group coaching and facilitation may be a better option?”

	● The next day, the poster responded: “How did you know?! What do I do next?”



	I suggested she talk to her consulting company and bring up her concerns and then ask some questions so that they could explore different options. I suggest that starting with the leader of the organization first would make the biggest difference, and everyone would get more out of the coaching. Finally, I suggested an Open Space as it would allow open communication across the organization.

	* * *

	Teams and leaders can impact self-limiting beliefs 

	“The bad leader is he who the people despise; the good leader is he who the people praise; the great leader is he who the people say, "We did it ourselves” ― Peter M. Senge, The Fifth Discipline: The Art & Practice of The Learning Organization

	As a coach, you can see if what we describe here is happening between team members, team members and leaders, leaders and team members, and leaders to leaders. Leaders can have self-fulfilling prophecies about teams and team members which can significantly impact team dynamics and individual performance. This is called the Pygmalion effect. Positive expectations and support from supervisors or colleagues can improve performance and raise morale, while negative beliefs can lead to reduced productivity and job satisfaction. It's essential to be aware of self-fulfilling prophecies in work relationships. They show up in how people “listen for” and speak to each other. Do team members and leaders create an empowering context? Can people be objective, take a step back, and describe what the other person is feeling and thinking? Coaching managers to provide fair opportunities and constructive feedback can help mitigate the adverse effects of self-fulfilling prophecies and promote a more positive and inclusive workplace culture.

	Below, we demonstrate how to coach leaders to see their self-fulfilling prophecies about an employee. For example, suppose a leader believes an employee is lazy and unproductive. In that case, they may unconsciously treat the employee differently by giving them less responsibility, not providing opportunities for growth and development, micro-managing them, and not investing in the employee’s long-term growth. Any of these things sends a powerful message. Then managers complain about the employee when the employee pushes back or stops bringing one hundred percent of themselves to work. As a result, the employee might feel demotivated and less productive, confirming the manager's initial belief. Team members pick this up further, backing a team member into a corner. Sometimes, gossip can lead to this employee experiencing this issue from one organization to the next. It takes intentional practice to experience judgment from others and rise above it. 

	Conflict intervention and past conversations

	A personal story by Paula Stewart

	You can coach team members and leaders to consider how self-fulfilling prophecies work. This is something I learned to do in both understanding and practicing coaching in many settings. There are times where a team member may be singled out. There may be gossip and withheld communication involved. Often this relates to diversity of some type. These are just some questions you might ask, and certainly no more than you need to for team members to show empathy. 

	When you see there is conflict directed at an individual and it is interpersonal:

	You want to stop gossip about a team member or leader:

	Coach: “If they are someone whom you have heard gossip about, or you have gossiped about, are you more or less likely to make assumptions about them or to ask them open questions? Are you likely to have empathy for them?”

	Coach: “What if you considered that the gossip was not about that person at all and told you much more about the person gossiping? What if the gossip was not true or only half true? What if the purpose of the gossip was to diminish that person in the eyes of others? How would you speak or listen to them if you did not know that gossip?”

	Coach: “Have you considered being authentically curious and simply getting to know the person or asking them open questions?”

	Coach: “What if you have already formed a negative fixed opinion about someone? How would you behave with them? Is it possible that every word they say is filtered through that lens?”

	Coach: “What if you are wrong and the opposite of what you think about that person is true? How would you listen to them then? How would you behave with them?”

	You want to stop withheld communications between team members:

	Coach: “Is there anyone on the team where you are withholding communication? What if by communicating with that other person authentically, you have a stronger relationship”? What would you say?” At this point you can role play so that the communication is empathetic and authentic.

	When you notice multiple members of a team are singling someone out:

	Coach: “What if you see them with empathy, as a human being, just like you, how could you communicate with them and treat them?”

	Of course, you listen to what your coachee is saying. As a coach, I have noticed that assumptions lead to a breakdown in communication. This then justifies not bothering to understand someone. In most cases, this causes the expected behaviors to manifest as the person was unknowingly set up for failure. A coach can ask:

	Coach: “Does this person remind you of anyone else?” 

	If you hear yes, you can ask, “Could your decisions about this person be rooted in your past experiences?, What can you objectively say about this other person with empathy?” 

	Coach: “Can you see you may not be able to see them for who they truly are, and instead, you are interacting with them based on your perceptions of someone else?”

	Another aspect of self-fulfilling prophecies is that it becomes easy to find agreement and validation for your judgments and decisions about others. In the end, people metaphorically "kill off" other people in an organization or team this way.

	The other person senses something is wrong, although they may not understand what's happening, making it incredibly difficult to address the situation. These self-fulfilling prophecies manifest wherever there are groups. For instance, someone who has experienced a toxic relationship tends to recreate similar dynamics in future relationships until they see that is what they are doing. 

	As a coach or leader, you can then demonstrate that it is possible to reevaluate the judgments and decisions about another person. This empowers everyone and brings peace of mind to everyone involved. As a practice, this provides everyone with a way to make better choices in their interactions with others and to be fully present.

	* * * 

	Coaches and leaders create empowering contexts

	Leadership is Decisive! Leaders and Coaches can create the environments for positive, self-fulfilling prophecies across teams and organizations. They can bring positive energy. Leaders and coaches who know how to provide an empowering context for people at the individual, organizational, and community level create leaders. They create teams that can be self-managing. They only hear and thus inspire the best in others. We discuss the origins of empowerment theory and how it was a significant and positive shift in the field of psychology.

	One of the notable social psychologists known for writing about empowerment theory is Julian Rappaport. In the 1980s, Rappaport introduced the concept of empowerment into the lexicon of psychology. 

	Rappaport's work emphasized the importance of giving people control over their lives and the conditions that affect them. He discussed empowerment in terms of psychological empowerment, which includes increasing individuals' belief in their ability to effect change (self-efficacy) and their actual ability to do so. He advocated for a shift from a focus on pathology and what is wrong with people to a focus on strength, resilience, and what people can do to effect change in their lives and communities.

	 

	Rappaport shifted the script in psychology from an emphasis on pathology to a focus on strength, resilience, self-efficacy, and contribution.

	 

	By seeing people's power and talent, we create the space for them to connect with it. Often, people are disempowered because of the system they are in, by doubts from others that come from past conversations, by simply being different (e.g., race, gender, age, neurodiversity), or by their doubts that come from past conversations. Our expectations, decisions, and judgments about them can heavily influence the success or failure of people. By recognizing others as powerful, contributing, and talented, we see these qualities in them. We speak and listen to them as if they are that kind of person. We treat them accordingly. However, if we have negative preconceived notions about their behavior, often based on gossip, misunderstandings, or our own fears, we can set them up for failure. 

	By challenging their own and other people's assumptions about other people, coaches can impact relationships within teams, between teams, and between leadership and teams. Creating empathy, understanding, and collaboration can be achieved by exploring the roots of these judgments. In environments where psychological safety is gone and there is toxic communication, this becomes more challenging. 

	When you communicate with people from a belief that they are strong and capable, they will, often, experience themselves that way and behave that way. Let’s say you have a team member who lacks confidence. They may have more talent than their colleagues, but they don't see themselves that way. When you listen to them as talented, no matter what, they start talking more, feel empowered, and gain more self-confidence. How you listen and speak to people can leave them with an empowering or disempowering context. Intentional and authentic listening is not only beneficial to them as individuals but also to the team and the organization in which they work.

	The mother who chose to listen to her daughter differently

	A personal story by Paula Stewart

	This is a complete example showing how to coach to alter life trajectories, and using communication distinctions positively impacts ALL relationships. I have coached leaders, team members, business owners, partners, Product Managers, executives, coaches, and managers. 

	It is interesting how much “story and interpretation” occurs between people in all types of relationships. The source of this is people’s egos and identities more than anything else. 

	A mother of a young adult came to me concerned that her daughter did not contribute to the household. She had decided that her daughter was ungrateful and part of a new generation that did not respect their parents. That was her listening to her daughter; with that listening, there was no way they could create love and affinity between them. However, after asking questions, it was clear that the pain and loss of a relationship and connection between mother and daughter went far beyond the daughter contributing to the household. 

	I started asking questions about how the mother felt regarding her relationship with her daughter. Was she missing anything in that relationship, and could it be possible that underneath the concern about contribution was hurt or sadness about how close they were? It turned out that the mother, let’s say Sara, was lonely as she and her daughter did not communicate very much. I started to ask questions: 

	Coach: “You talk about your daughter being a certain way. How long has your daughter been this way?” 

	Sara said: “In the last year,” 

	Coach: “Is there any chance that you noticed your daughter “being this way” further back?” 

	At this point, the mother realized it went back to when she and her ex-husband were divorced, and then she started telling me all that happened. In our conversation, the mother started out blaming her ex-husband for many things. 

	Coach: “This doesn’t have anything to do with your daughter’s relationship with her father. This is entirely about your relationship with your daughter. What do you really want from your relationship in the future?

	Sara: “I want us to be able to talk to each other about anything. I want us to enjoy living together as roommates. I want her to talk to me about things that are happening in her life and I want to share what is happening in my life.”

	Coach: “What would that be like for you? How would it make you feel?”

	Sara: “I wouldn’t feel lonely. I would feel connected to my daughter.”

	Coach: “Then, what can you take full responsibility for in your daughter’s life without including her father? Would it be worth it to you to take on responsibility for everything? Would you be able to hear everything she had to say and not be defensive or justify anything?”

	Sara: “Yes”

	It was essential for Sara to take responsibility so that she had a chance to alter the relationship.

	At this point, I coached the mother to have the conversation she never had with her daughter about the impact of those changes and to listen to her daughter, ask questions, and ask “what else” until her daughter had nothing more to say. I asked the mother to prepare herself to listen to things that could be very uncomfortable and not to get defensive. 

	The mother called me right before the conversation to let go of any judgments and to be the space for her daughter. I asked the mother not to beat herself up. I spoke to the mother’s commitment about the impact on her daughter, the future she wanted to create with her daughter, and what was at stake. I asked her to call me afterward. 

	I heard from Sara the next day and she was ecstatic. “I am sorry I didn’t call. I listened to my daughter. She was crying and it was really hard to do. However, the reason I didn’t call you is that we fell asleep holding hands.”

	It has been six months, and mother and daughter share their day, the significant decisions in life, and spend time together just hanging out. She told me that her daughter went through something very difficult and she immediately talked to her mother who walked through this journey with her. 

	Imagine how this changes the trajectory and the patterns her daughter has in her life. 

	Imagine the ripple effect.

	* * *

	 

	Misunderstandings, unfulfilled expectations, judgments, and withheld communications can quickly build up between people at work, family relationships, or communities. There are ways to interrupt how people listen and speak to each other. There are ways to turn around decisions people have made about each other even years later. It takes a small level of willingness on each person’s part for one person to let the other express everything they need to. A coach can use these methods in the workplace regardless of the roles involved if one person is willing to listen, ask questions, and let the other person say everything they need. This is a practice; with it, all leaders can create more alignment and mastery in their organization.

	What are the specific approaches to coach leaders so that they create a winning context?

	Expectations and Behavior. Leaders often set expectations for their teams or employees. These expectations can be explicit or implicit. When leaders express positive beliefs in their team's capabilities and potential for success, team members are more likely to be motivated to meet those expectations through their behavior and efforts.

	Feedback and Recognition. Leaders' feedback and recognition of their team members' contributions and performance can shape individuals' self-perceptions and confidence. When leaders consistently acknowledge and appreciate their employees' efforts, in the way they want to be acknowledged, it can boost morale and motivation, leading to improved performance and outcomes.

	Resource Allocation. Leaders control allocating people and resources, including budgets, technology, and support. When leaders do not fully fund an initiative, this is an ongoing constraint that disempowers employees. There are several ways that leaders can reduce psychological safety and confidence by not fully supporting their employees.

	Leadership Style and Culture. The leadership style and organizational culture set by leaders can impact how employees perceive their work environment and potential for success. A positive and empowering culture fosters self-confidence and a belief in one's abilities, contributing to individual self-fulfilling prophecies of success.

	Communication and Vision. Leaders who communicate a compelling vision and a sense of purpose can inspire their teams to work toward shared goals. When leaders convey a strong belief in the attainability of that vision, it can motivate employees to take actions that align with achieving that vision.

	Self-Efficacy and Goal Setting. Leaders can influence employees' self-efficacy, which is their belief in their ability to accomplish tasks and achieve goals. By setting realistic but challenging goals and providing support and resources, leaders can empower individuals to exceed their expectations.

	Behavioral Expectations. Leaders' behavior and actions serve as models for their teams. Team members will likely follow suit and demonstrate similar behaviors when leaders exhibit behaviors aligned with their positive beliefs and expectations.

	Leaders need to be mindful of the impact their beliefs and actions can have on their teams. By fostering a positive environment, leaders can help generate success, where individuals are motivated and empowered to meet and exceed expectations. Conversely, leaders who impose negative beliefs or expectations can inadvertently undermine their teams' confidence and performance. Therefore, effective leadership involves recognizing the power of self-fulfilling prophecies and using them to create a culture of success and growth. This is especially important to understand whenever an organization faces threats and impacts. Leaders must put aside their concerns and focus on the people they lead. This starts with a lifelong commitment to well-being, starting with mental fitness.

	Leaders controlling the narrative 

	Leaders can control the narrative, stifle innovation, and create a toxic environment. This leads to a lack of psychological safety.

	Another way in which people’s mental models and thoughts can be controlled is when leaders control the narrative. Controlling the narrative, in a nutshell, means shaping and influencing the way information is presented and perceived in order to guide people's understanding, reactions, and decisions about a specific topic, situation, group, or person. It involves managing the flow and interpretation of information to align with a certain perspective or agenda. One can be sure that leaders sometimes do this for all the wrong reasons. They come from survival, control, and fear. They think that if they divide and conquer, they will create loyalty and “be safe.” From the perspective of the whole and everyone involved, this creates a lack of psychological safety, and greatly reduces growth.

	Leaders control the narrative by emphasizing specific points, omitting certain details, framing information in a particular way, using persuasive language, and gossiping without it seeming like gossip. In organizational contexts, it often refers to how leaders communicate to shape employees' perceptions. Some leaders use it to solidify their role as a leader by figuratively “killing off” anyone that challenges them. Leaders do this to divide and conquer. Ultimately, this is toxic. Over time, it creates significant issues for the individuals and groups involved simply by closing off many opportunities. Here are impacts of leaders controlling the narrative:

	Confirmation Bias. When leaders control the narrative, they may unintentionally encourage confirmation bias and conflict among their team members. If a leader consistently presents information that aligns with a particular perspective or agenda, team members are more likely to seek out and agree with information that supports this narrative, potentially overlooking contradictory evidence. Consider how impactful this is at a product, organization, and societal level.

	Groupthink. Leaders who strongly control the narrative can foster an environment where dissenting opinions are discouraged, leading to groupthink. In such environments, the desire for harmony or conformity in the group results in irrational or dysfunctional decision-making.

	Authority Bias. If leaders tightly control the narrative, team members may accept their viewpoints uncritically due to their authority, rather than evaluating the information based on its merits. 

	Overconfidence Bias. Leaders controlling the narrative might fall prey to overconfidence bias, where they become excessively confident in their own views and decisions. This can lead to a situation where alternative perspectives or critical feedback are not adequately considered or valued. You have heard of “yes” men, right?

	Anchoring Effect. If a leader presents a strong initial narrative or perspective, it can serve as an anchor for team members' thoughts and judgments. Subsequent information and decisions might be unduly influenced by this initial anchor, even if new information warrants a change in perspective. That is why it is critically important to create positive anchors for learning and guidance.

	Status Quo Bias. Leaders who control the narrative might reinforce a preference for maintaining the current situation (the status quo). This can hinder innovation and adaptability, as team members may become biased towards familiar routines and resistant to change. This creates a fixed mindset culture, the opposite of a learning culture. People who dare to question the status quo are managed out or worse. Have you ever heard, “We have always done it this way.”

	It is not always possible for a coach or consultant to change this. And it can be risky to your job in trying to do so. But it is worth attending to when this happens so you can make adjustments and/or corrections when possible. Specifically, having an enrolling conversation with the leader about their true North Star, their why, what they want to be known for at the end of their life, may create the space in which you can start coaching conversations to align current actions to their desired future state.

	 

	Leaders who control the narrative reinforce the status quo. This creates a fixed mindset culture - “We have always done it this way.” The opposite of a learning culture. 

	The Importance of working memory 

	Understanding how the ways we work reduces cognitive load and the need for working memory is essential. You may be coaching people who are very analytical and if they can understand precisely why it’s critical not to multi-task or context-switch, they may be perfectly fine changing how they are working. From the perspective of leader’s What’s in It for Me, it creates significantly better quality and reduced time to market. It also creates the ability to innovate and that often means eliminating redundant, tedious, and manual work. It provides operational efficiency.

	 

	Human Resource Personnel and leadership can understand this concept. It provides root cause as to why we want to work in Lean and Agile ways.

	 

	Working memory is pivotal in cognitive processes, profoundly influencing logical thinking and intricate tasks. It temporarily stores and manipulates information for problem-solving, reasoning, and decision-making. Some studies show that people who have had COVID-19 may have had their working memory negatively impacted. Stress also affects working memory. This is another reason why establishing psychological safety is critical. As a coach, it is helpful to know about working memory and how to support your team member’s use of working memory. Here's how it impacts logical thinking:

	Information Processing. Holds and processes data concurrently. Managing multiple pieces of information, like premises and conclusions, is crucial for logical thinking. It facilitates the comparison and connection of ideas.

	Reasoning. Facilitates deductions, inferences, and evaluating the relationships between ideas. This is where working memory holds pertinent information for analysis, pattern recognition, and logical conclusions.

	Problem-Solving. Supports considering factors, alternatives, and outcomes in complex problems. Working memory helps hold various aspects of an issue, enabling the exploration of solutions, option evaluation, and outcome assessment.

	Planning and Organization. Aids in planning, sequencing actions, and consistent idea organization. It tracks necessary steps, goal achievement, and logical task order.

	Cognitive Flexibility. Enables shifting between perspectives and considering differing viewpoints. Working memory supports cognitive flexibility by holding diverse information pieces simultaneously. This makes transitions easier.

	Coping with Cognitive Load. With demanding tasks, working memory handles cognitive load by holding and manipulating disparate data. Capacity affects how effectively we manage this load; an overload can hinder logical thinking.

	Learning and Integration. Assists in absorbing new concepts, linking them to existing knowledge, and applying logical reasoning to comprehend how ideas interconnect.

	Mathematical and Analytical Thinking. Crucial for mathematical and analytical reasoning. It aids in manipulating numbers, symbols, and relationships during mathematical problem-solving and data analysis.

	In summary, working memory serves as a cognitive workspace for logical thinking. It's essential for holding, processing, and manipulating information, making it a cornerstone of rational thought, problem-solving, and informed decision-making.

	Remember That Not Everyone Is the Same

	How people work and deal with the above issues vary considerably. This has nothing to do with intelligence, but rather just how they like (and are able) to work.  

	“In The One Thing You need to Know: … About Great Managing, Great Leading, and Sustained Individual Success,” Marcus Buckingham points out that people are not interchangeable like checkers. Instead, they are more like chess pieces, each has different abilities. A good manager will attend to this in how they delegate work. The same is true for a good coach interacting with people. 

	A personal reflection by Al Shalloway. 

	I remember a time I had a technical coach / trainer in TDD at a time there were few around. He was smart, personable, everything you wanted. I remember giving him assignments (maybe a mistake right there) and I quickly noticed if I gave him one, he’d do it really well. If I gave him more than one he bordered on being incompetent. He was just the type of person who could only do one thing at a time. Even when he self-managed. It just seemed that having two things on his mind was one too many.

	This was early on before I understood the value of self-management and pull. I quickly discovered that having a backlog bothered him as well. It was a distraction.

	I eventually learned to just tell him “do this how you like, come back when you want something else to do.”

	* * *

	It is important for coaches and consultants to notice if how people can work is being violated by management. When it does, have a respectful conversation and see if you can improve things. Minimize the need for working memory

	We recommend actively reducing the need for working memory so people can be more innovative, creative, and focused. The qualities of a high-performing team. Here is how that works:

	When we use tools like Kanban boards, online whiteboards, and dashboards, we can offload some of the cognitive load from our teams’ working memory. With external reminders of tasks and information, there is less reliance on memory to keep track of everything.

	Break down complex information and work into smaller, more manageable chunks. This technique makes it easier for your teams’ working memory to process and remember information. Refining Epics into Features and Stories is valuable to your team. Going from Stories to tasks is also valuable to your team.

	Visualizing information can make it more memorable. Value stream maps, feature and story maps, storyboards, wireframes, and prototypes leverage the brain's visual processing abilities. This is not just for visual learners; this is true of all learners.

	Yes, context switches are expensive. It increases cognitive load and the need for working memory. The more we do this, the less effective and efficient team members become. The result is reduced quality and flow. Eventually, this leads to burnout. Consider this even when deciding on your value creation structure based on what each team will be responsible for.

	Multitasking can strain working memory by dividing your attention among multiple tasks. Focus on one task at a time to allow your working memory to operate more efficiently. Most of the major universities have conducted studies proving this.

	When we assign Spikes for research, we ask the team member assigned to the Spike to summarize the materials and teach back. Sharing knowledge engages the team members to make better connections. Deeper understanding and memory retention are promoted.

	As you can see, many of the practices we follow in Agile and Lean ways of working support how people think. Agile and Lean practices can reduce cognitive load and the reliance on working memory.

	This is also important because there is scientific research that shows Covid could have had an impact on peoples’ working memory. Therefore, anything we can do to support people making the best use of their cognitive capabilities makes more of a difference than before. 

	 

	


Section 5: Ways we learn 

	Learning Outcome: As a coach you learn more effective ways of teaching. This includes emphasizing learning through actionable behavior, “learning by doing”, establishing trust before you teach, and leveraging dormant knowledge. You also learned the difference between single, double, and triple loop learning. 

	Benefit of this section is that you become significantly more effective as a training creator and deliverer. You ensure that your teams are engaging in all of the types of learning that create continuous learning. 

	Benefit of this benefit is your teams and organizations become more resilient and capable of synthesizing learnings and sharing learnings.

	“It's easier to act your way into a new way of thinking, than think your way into a new way of acting.” Jerry Sternin. 

	The title of this chapter comes from Jerry Sternin’s The Power of Positive Deviance: How Unlikely Innovators Solve the World’s Toughest Problems. All too often, Agilists are so passionate that they ignore reality. You can’t will people into trust and respect. This has been going on since the beginning of the Agile movement.

	It’d be great if people had great values to start with. But very often they don’t.  Trust, respect, and courage are great values. But what if you don’t have them? 

	 

	Your approach should not presume people have the right values. It should help them get the work done with what they have

	 

	A personal story by Al Shalloway

	At the first Scrum Gathering, there was hope, passion, and distress. I remember Dianna Larsen closing the event out. About 30-40 of us sat in a circle and talked about what they got from the gathering and what they would do.

	Most people were expressing dismay at not having clients trust them about how Agile worked. Several said they wished their clients would work with them. I had long known that people don’t just give their trust and respect. The fact that it would benefit the consultants here doesn’t change that. In addition to Jerry Sternin’s comment above, I remembered Steve Covey’s “You can’t talk your way out of what you acted your way into.”

	While you can give trust and respect to others, the reality is that you have to earn it from others. This may not be fair, but it’s the way it is. 

	While people talking in the circle were moving my way, I was reflecting on this. Back then, I didn’t have the courage to speak against the tide and decided not to call out the nonsense of wishing for unrealistic things like, “I wish clients would trust and respect me.”

	But I remember that’s what I was thinking, and I believe it’s useful to be aware of this. It’s not a useful approach to hope for trust and respect. Nor is it useful to expect Scrum’s values of Commitment, Focus, Openness, Respect, and Courage to appear magically. You have to lead your team(s) to manifest these. You have to have the courage to take responsibility to help manifest it - even in the face of not having these values.

	* * * 

	Why talking about concepts leads to improvement naturally
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	A familiar mantra is “There’s what you know, there’s what you don’t know, and there’s what you don’t know, but you don’t know.” We like to add that “there’s what you know, but don’t know that you know it.”

	Everyone has experienced insights about something that just a moment before was unknown to them. This happens when something we know intuitively comes to our awareness.  We call this “dormant knowledge” (thanks to Tom Gilb for the idea). Others call it intuition. Whatever it is, it’s buried knowledge that can be surfaced.

	Edgar Schein’s observation that "We don’t think and talk about what we see, we see what we are able to think and talk about” is significant.

	It tells us that when we don’t talk about things, we don’t even see them. We can’t learn about them because we don’t know if we should. 

	Mentioning them is sometimes all it takes for people to access their intuitive knowledge. They now see what’s been said and “see” their experience, making them realize concepts they weren’t aware of before. What also starts to happen is that they see events around them that they hadn’t seen before, improving their understanding. 

	The bottom line is by merely mentioning things “unseen,” dormant knowledge rises to consciousness and gets understood.

	Say what you want to focus on. Suggest people “learn fast,” not “fail fast”

	It’s a well-known adage that you get what you focus on.

	If you focus on failure, expect to get it.

	Henry Ford famously once said, “Whether you think you can or think you can’t, you are right.”

	If you’re going to fail, fast is better than slow.

	Safe is better than risky.

	But don’t go for failure.

	Go for learning.

	Learn fast, and if you fail, fail safely.

	Many will tell you that you must adjust what “failure” means.

	That may be possible after years of therapy and spiritual work. 

	But how easy is it to erase the childhood trauma imprinted on you?

	It is no simple task to get past this.

	If you “fail,” you will feel bad. You may also feel shame, unworthy, and worthless.

	Even if you are in a safe place in your job, you are likely not in a safe place in your head. (See An observation about psychological safety).

	It’s an automatic human response.

	Focus on learning, not failing

	Succeed by declaring obstacles quickly

	As a coach, you want to quickly enroll your team members in declaring obstacles. Doing this creates continuous learning for the whole team, turning obstacles into opportunities. 

	Team members sometimes consider declaring obstacles, as failures, a reflection of who they are. If you are a coach or leader, you must create an environment where declaring obstacles is encouraged and considered a win for the team. Since this is so important, try making a game of declaring obstacles with the team.

	Teams that identify obstacles sooner create more value in less time, improve predictability, have more authentic team dynamics, onboard new team members better, are more likely to share knowledge, create psychological trust, and communicate with leadership sooner allowing them to be part of the solution. By exposing organizational barriers, they help organizations become more effective. 

	Coaching by declaring obstacles

	An illustrative example by Paula Stewart

	A young woman and developer on one of my teams would go silent instead of declaring obstacles. She would become reticent. There was no doubt it made her uncomfortable, and it was getting in the way of her career and her life. In our systems, parents, teachers, and leaders often tell people they cannot communicate challenges even constructively.  I invited her to turn this into a game. “It’s a win every time you say you are stuck.” The goal was to empower her to declare obstacles before they became an issue. 

	Coach: “Good morning. I'm excited to hear what happened when you talked to your team.”

	Sheila: "I finally felt comfortable discussing an issue with the team. Then, I realized that I had been judging myself. The team is asking questions and brainstorming instead of judging each other since you discussed obstacles and discovery."

	Coach:” What have you been learning about declaring obstacles sooner?”

	Sheila: "I used to hide an issue for days. Then, I might ask someone on the team. Whenever I needed help, I went to the same person. I could tell it was interfering with their work. So, I declared it to the entire team as you coached me. As a result of declaring obstacles, I know a lot more than I would have otherwise. In addition, my team doesn't seem to be frustrated with me. The entire team is learning together. It doesn’t even seem like an obstacle anymore. It seems like just part of doing work. The rest of the team is declaring obstacles sooner as well. It’s bringing us together."

	Coach” Have you noticed that when you declare an obstacle sooner, there are more options to resolve the obstacle and that you may not even have to miss your commitments at all?”

	By brainstorming with the team, the team discovered more straightforward solutions than they thought, which took less time. It even led to questioning a requirement's value and eliminating it to work on something more valuable. Additionally, people enjoyed contributing their ideas. They felt good about contributing to someone. Consider that holding back may be stingy. You are not giving other people the opportunity to learn.

	Coach:” How does this apply to the rest of your life.”

	Sheila: Laughs. “Everywhere, my husband, my family, it opened up all possibilities that otherwise would never have come up.”

	Coach:” How do you feel about your team now that you are doing this.”

	Sheila:” Much closer to my team. Grateful. I feel like they have my back, and I have theirs, like we are all learning together faster than before.”

	Rather than being carbon copies of each other, this is a cornerstone of teams working together. Declaring obstacles is one of the ways teams produce value more quickly while learning continuously. These obstacles are not failures. What turns them into failures is the delay in not communicating with them quickly. The sooner they are declared, the more options there are to resolve the challenge. People who have mostly worked alone also struggle with this. Please share this story with them. They may be able to see something for themselves as a result.

	* * *

	Learn from success 

	“Men occasionally stumble over the truth, but most of them pick themselves up and hurry off as if nothing had happened.” Winston Churchill

	People often say we learn more from failure.

	We would say we should also learn from success.

	Failure often makes us stop to see what's going on. But just failing and failing and failing doesn’t get us anywhere. It doesn't teach us anything if we don't learn from it. 

	Failure gives you the opportunity to stop and to look and ask, “Why am I failing?” And then try something new. 

	Sometimes the new thing you try will provide unexpected success. This means your understanding about what would and wouldn’t work was not complete. 

	When you get unexpected success, don’t “pick yourself up and hurry off as if nothing had happened.” Instead, take the time to learn what you didn’t know before the success. Ask “Why did I get this unexpected result?” 

	A personal story from Al Shalloway

	Some of my biggest insights came from when I was failing, and I said, “Hey, what you're doing is not working. Stop, stop. Try something else.”

	And then I tried something else.

	I’d try to remember what someone else said about how to solve the problem I was stuck on.

	I remember once I was trying to solve a design problem. I remembered Robert Martin saying that I shouldn’t design frameworks. Something I’d had success with in the past - so I ignored it at first.

	I was working on a simple framework, I had designed many, but I was having troubles. So eventually I decided to try it since what I was doing wasn’t working.

	To be candid, I did it only because I knew it would fail. But then he'd be wrong as much as me, so that would make it okay. But it didn't fail. It worked.

	And then I wondered how that happened. What he had suggested didn’t make any sense.

	It may not have made sense. But that really meant it didn’t make sense to me. It demonstrated that my understanding was wrong. There was now an opportunity to change my "theory" of how the world worked.

	I had to think about this for about an hour, but I did figure it out. 

	We may stop because of failure, but we must also stop to think about why success happened.

	A weakness of “inspect and adapt” is that we often “adjust” but don’t deepen our understanding of our thinking. Success provides an opportunity to adjust our models of understanding.

	* * *

	Degrees of competency

	Shu Ha Ri is a popular way of discussing how people progress from beginner to expert. However, it can be very misleading and even problematic.

	Shu Ha Ri comes from martial arts. Shu means to follow. Ha, move away. And Ri to transcend.  These often mean that, in the beginning, people should follow, then start deciding on their own which practices to use, and finally, to transcend.

	In martial arts, it is important to disengage the mind while learning new body movements. But in knowledge work, even when we follow the teachings of a coach or trainer, we want our minds to be active.  We want to learn why what we are following is useful. 

	I’ve heard many talk about Shu Ha Ri as a model of learning. Dispel understanding at first and just follow. Follow the rules of Agile. To us, this is disrespectful to people. Even people new to Agile can use their experience. If their experience doesn’t match what they’ve been told, they can still follow but think about what’s happening while following.

	We don’t like telling people to follow. It is useful, of course, to have a way of talking about different stages of learning.

	A better model to use is the Dreyfus model. It has five stages of knowledge:

	
		Novice. At this point, the student is just starting and has no expertise. They operate by using context-free features and rules. They don’t understand that rules are contextually based and occasionally need to be violated. They do assume responsibility for the consequences of their ideas and feel little responsibility for the outcome of their actions

		Advanced beginner. At this point, they have gained some experience. They are using more sophisticated rules. They ask questions. They still need guidance.

		Competent. Now, they can work on their own without guidance. But they are still using known methods. They are just seeing which ones to use in their context. They accept responsibility for their choices. They can solve challenges and make decisions. 

		Proficient. They can use intuition and detached decision-making. 

		Expert. They can create new methods. They function unconsciously without having to think about everything. It’s natural to them.



	The point is Shu Ha Ri should never mean to dispel thinking. If you want to follow, follow while thinking about why you are doing what you are doing. Use the Dreyfus model if you want to talk about what stage of learning people are in.

	If you want to think of it in terms of Shu Ha Ri, consider this:

	The beginner plays within the boundaries. 
The competent explores the boundaries. 
The master knows when to ignore them.

But this doesn't mean that the beginner doesn't need to understand why they are doing what they are doing.
Playing with understanding is better than playing by following.
It means that they are in the process of learning the what, why, and how of what they are doing.
You might follow the rules but only while they make sense for you.

Once they understand that, they can see where the boundaries are. How far they can go.
At this point, a new set of boundaries can be given to them.
This enables a competent person look like an expert.
Any approach that doesn't provide this essentially limits people to just being competent (at best). 

An expert doesn't need a system. Except one perhaps which enables him to continue going beyond boundaries. Systems that have boundaries will always end of being limiting. 

This is one of the philosophies of the value coach.

	Learn by teaching others

	In “Seeing What Others Don’t: The Remarkable Ways We Create Insights.” Gary Klein presents a variety of approaches people use to create better models of understanding. It presents ways to help people become more insightful. The article demonstrates that understanding how one becomes insightful allows you to help others “connect the dots.” This goes both ways. You see more connections as you help others connect the dots than you had before. 

	It is well known that a great way of learning something is to teach it to someone else. Doing so forces you to notice your thinking more clearly and helps you discover any errors. While reading guides or trusting others’ insights are useful, if you follow them, you’re not learning why they are right. It is this deeper knowledge that is more important. And it may be that they are not as right as they think.
 
It is important to reflect on what you believe and how it can connect the dots for others. This brings in another’s perspective and highlights any assumptions you will need to convey. This often uncovers assumptions you were not aware of.  Once you notice these, ask yourself, or better yet, other people, if they are correct. This helps break any echo chambers you have set up. Additionally, having a dialog with people helps focus on what's being said and loosens any presumptions you may have. 

	The “curse of knowledge” is that we stop questioning our understanding, which leads to not exploring new ways. We jump to conclusions without investigating the path we formerly took to get there. We tend to think that others who disagree with us are wrong. This is natural – it’s called being a human being. But just knowing this does little good. One must take action. Seeing how others can understand by reflecting on our thoughts is good. Both they and you will learn something.

	When we expose our thinking as possibly being wrong, it can often take courage to accept that it could be wrong. Instead of identifying ourselves with our thinking, we should identify ourselves as learners.

	Telling others to follow us is a lazy path. When you dig deep and explain why things work, you both learn more. And it’s more respectful besides. That speeds learning for them and provides a degree of openness that speeds learning for you.

	Why comparisons are useful 

	Comparisons between concepts are useful for several reasons:

	
	● People learn new concepts more easily when contrasted with something they already know. It's also easier to describe new things this way. Try explaining what an electric car is without using a gasoline-powered car in the discussion.

	● Making comparisons is a great way to create distinctions that lead to expertise, as discussed in a prior chapter. Experts are experts to a large extent because they see things other people don't and ignore things other people attend to that they shouldn’t. It is important to balance that with having what Zen calls a beginner’s mind. At the beginning of an engagement, as you are observing, there is something to be said about having a beginner’s mind and not “knowing.” Facilitating collaborative workshops with the right mix of stakeholders can be open-ended and allow you to get input without leading or anchoring. Then, you can check patterns and distinctions with other experts if you see them. When completing your assessment, you can apply your distinctions and the patterns you recognize and ask your sponsor: “Is this what’s so or a bias?”

	● These distinctions also create possibilities for creating something new.

	● Comparisons can be used to decide which choice is better for a particular situation.

	● Comparisons create options.

	● A comparison may demonstrate that something isn't working well related to another approach.



	When someone suggests there is a difference between two concepts, it is important to see what they are referring to. Too many people say, “There’s no difference,” when it’s more accurate to say, “I don’t see a difference.” The first sets up an argument. The second sets up a conversation for learning. It opens up questions such as “Can you tell me more about the difference, I don’t see it?”, “Why is this important? “ 

	Of course, this takes a little courage. It maybe you don’t want to acknowledge there’s a difference because you are afraid of admitting you don’t know something. This can also be true for those you are talking to who say there is no difference. Consider this the next time someone seems to be stubborn. Maybe there’s a way to make a safer environment for them. Ask yourself if you are more interested in proving your knowledge or connecting with that person.

	In science, comparisons are used to see which hypothesis better explains a set of data. For example, we compare the Ptolemaic theory versus the Copernican theory versus Kepler’s theory of what was at the center of the solar system and the shape of their revolutions via comparisons. There was no Ptolemaic or Copernican bashing. However, Galileo was jailed by the church because his beliefs disagreed with dogma. The church called him a heretic. In the Agile church, we call these "bashers."

	“The difference between science and religion is religion can’t abide being wrong, science seeks to be wrong.”  - Neil deGrasse Tyson

	The issue is - are you taking a scientific approach to what's being presented? It’s useful to view every approach as a hypothesis on how to improve performance. That is, consider Disciplined Agile, Flow, LeSS, Kanban, Lean, SAFe, Scrum, Theory of Constraints, … as hypotheses.

	When you take this attitude, you do not blindly apply any framework or methodology. One of the things we have to overcome as individuals and consultants is our cognitive biases. This is very hard to do. It's often easiest to talk with people of different mindsets and compare our ideas. 

	When you surround yourself with people who have the same cognitive biases, you are in an echo chamber that is hard to break out of. The scientific approach can help here. Compare the data resulting from your beliefs with the data at hand. This can be frightening but is required for consistent learning.

	Upton Sinclair's maxim applies to everyone, including you - "It's hard to get a man to understand something when his salary depends upon his not understanding it."

	Learning rate is by feedback cycles, not time 

	Related chapter: What’s the difference between experts and those with less competence?

	How long someone has been doing something is a poor predictor of their level of competency. In any event, it’s not the time it takes to “get it” that’s the limiting factor. It’s the time taken in “not getting it.”

	The number of learning events one has encountered is a much more significant predictor of learning rate than mere time. These learning events occur when feedback has been received, and the person is looking to learn from it - and hopefully take action. In other words, a team learning each day will become more effective than one whose primary learning is mostly every other week. 

	Getting feedback is just a third of the solution. Using it is another third. But using what you’ve learned to improve your understanding of how things work is equally essential and represents the last third. If you are not doing all this, you are selling yourself out. There may be some changes. There won’t be an authentic transformation.

	A personal story by Al Shalloway

	Let’s take an example. I remember sitting in on a conversation with an insightful consultant who worked for me, talking to a potential client regarding Scrum training about 15 years ago. The prospective client asked, “How long does it take for a Scrum team to become effective?” While I was thinking about it, the consultant immediately responded, “Usually three sprints.” I immediately realized two things. First, the question was about time, but the answer was about learning cycles. The second was that I agreed with the answer. The inference also was that two-week sprints (which we used) would result in learning in half the time than if the teams were doing four-week sprints (which were common back then).

	* * *

	Learning cycles are a more effective measure of how long it will take to become competent. Shorter cycles allow for more frequent ones.

	Double-Loop Learning was formulated by Chris Argyris after a series of action workshops where he tracked the impact of individual beliefs on organizational learning and behavior. Argyris first wrote about the model in this 1977 HBR article and in his 2008 book, Teaching Smart People How to Learn

	Single and double loop learning

	Consider two types of learning. One way has you learn how to do what you do better. The other has you challenge the assumptions on which your way of working is built. These are called single and double loop learning.

	In "Double Loop Learning in Organizations (HBR, 1977)" Chris Argyris clarified that there are two levels to learning, which he described as single loop learning and double loop learning﻿. Here are his definitions:

	
	● Single-loop learning: Learning that changes strategies of action (i.e., the how) without questioning the assumptions on which they are based.

	● Double loop learning: This is learning derived from questioning the assumptions we are using.



	In other words, single-loop learning focuses on how you are trying to solve a problem, but that doesn’t change the theory on which you are solving it. double loop learning has you change the theory (the why) and any assumptions underneath it.

	Everything should be up for questioning. We must remember George Box’s maxim: “All models are wrong, but some are useful.” While we use Amplio Foundations theories and those of Flow, Lean, and the Theory of Constraints on which it is based, we must remember that these are just theories that can be improved.
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	Figure: Comparing single and double loop learning graphically.

	Triple loop learning

	We can take this one step further and learn how to do double loop learning. This is called triple loop learning.
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	Figure: Single, Double, and triple loop learning compared graphically.

	Continuous error detection is a quick path to prevention 

	Detecting errors and impediments is important. But what’s better is preventing them. Early detection of errors with quick action to fix them leads to preventing these errors in the future. When one considers that the system causes most errors, we can prevent a significant number of errors when we focus on early detection and correction.

	However, this requires having a solid model of how things work. Fortunately, Flow, Lean, and the Theory of Constraints provide that.

	It is tempting to be very specific at the beginning and leave the rest to the adopters. But we can’t be.

	We need to prepare for the journey. A good start must be simple, fit for purpose, and provide how to improve it.

	The quicker you put in a correction, the quicker you prevent defects. Early detection is the same as defect prevention. If you move detection and correction up a certain amount of time, you prevent the errors over that time. 
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	Figure: Error detection, with quick correction, turns into prevention. 

	Ongoing learning

	Two popular learning methods are Deming’s Plan-Do-Study-Act (PDSA) and John Boyd’s Observe-Orient-Decide-Act (OODA). Neither one is inherently better than the other. It is worth understanding both since each highlights different ways of learning.

	A key to both is this observation from Deming:
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	The essence of this is that when we learn, we must not only improve our practices but also our understanding of why and how we use those practices as well as the theoretical foundation for those practices.

	Plan-Do-Study-Act

	Plan-do-study-act means to:

	
	● Plan what you will do based on your understanding of what’s happening

	● Then do it. 

	● Study the results. This includes questioning whether your understanding of what’s happening is accurate.

	● Act/adjust.  We adjust our model of understanding and our strategy if needed and act on it.



	This is shown in the following figure.

	The key in PDSA is that we’re using our understanding of the situation to guide us while using the experience we get to improve our understanding. It’s a classic example of using double loop learning.
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	Plan-Do-Study-Act

	 

	Plan-Do-Study-Act versus Inspect and Adapt

	PDSA is an example of double loop learning. Each cycle includes questioning if we can improve our approach. Inspect and adapt has us look to see how we must respond to what happened. But it doesn’t have us question our approach. 

	This is a big difference. In other words, Lean has many suppositions about what to look at and how to work with the insights it gives you. But none of these are sacrosanct. They should all be questioned. Inspect and adapt, based on empiricism alone, does not have an underlying model to question. This is reinforced in Scrum by saying it is “immutable.” This will have us not challenge it’s assumptions as deeply as we might have.

	While Scrum will have us look to see what we did that caused poor results, it doesn’t look to improve the underlying model Amplio has since it is based only on empiricism and not an integration of evidence and theory.

	Lean takes a scientific approach. It believes you can understand the effects that your actions have. Lean suggests that one should consider how they are working to be the best way they know how. In this regard, their method of working is a hypothesis – "this is the best way to do our work." We improve how we work by suggesting a new hypothesis and seeing what happens. That is, we see how our actions affect our results. In Kanban, we focus on managing work in process levels. Our process hypothesis typically includes a set of limits for different types of work plus service level agreements. We adjust these to maximize the value delivered to the customer.

	This is a significant difference between Lean and Scrum. While Scrum suggests single-loop learning, its lack of first principles requires you to stick with single-loop learning. From the Scrum Guide: “Scrum is free and offered in this Guide. The Scrum framework outlined herein is immutable. While implementing only parts of Scrum is possible, the result is not Scrum. Scrum exists only in its entirety and functions well as a container for other techniques, methodologies, and practices.” 

	In the Agile space, you can think of “Inspect and Adapt” as single-loop learning to improve the process you are doing. For example, a sprint retrospective would have you look at how you could improve what you did in the last sprint. double loop learning would have you look at whether you should even be doing sprints. In other words, single-loop learning questions how to improve your process, while double loop learning questions the assumptions on which your process is based.
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	Observe-Orient-Decide-Act.
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	The OODA Loop

	Colonel John Boyd created the OODA loop. Some people mistakenly believe it is focused on how to engage in fighter combat. It is much more sophisticated than that. But this is one of its advantages. It can be used with any cadence or cycle length. This includes the second-by-second cadence of air combat and the month-by-month cadence of organizational strategy. The steps are similar even as the time frame varies.

	Observe. We must observe both what’s happening outside of us and observe our own biases and understanding. 

	Orient. We ask ourselves how our situation relates to our understanding. In particular, we’re recognizing that our biases affect our observations.

	Decide. Now that we’ve observed where we are and contrasted with where we’d like to be, we can decide what actions to take.

	Act. The actions are now taken. 

	Loop. We repeat the process by seeing what effect our actions have had. We use this to see if our model needs to be updated.

	References: Revisiting John Boyd and the OODA Loop in Our Time of Transformation. 

	PDSA versus OODA

	If you are already familiar with PDSA, there is no immediate need to switch to OODA. However, there is a lesson in OODA that is worth considering when doing PDSA. PDSA has the sense of a particular planning cadence. This, of course, can vary. But PDSA was not originally designed to be a continuous process – although it can be. OODA can be thought of as a variable interval control. OODA can be used at different cycle speeds. 

	Reflection in knowledge work needs to be both continuous and iterative. 

	Using double loop, triple loop, PDSA, and/or OODA

	The most salient aspect of Lean is that it is about learning. While it’s known for eliminating waste and building quality in just in time, amongst other things, its total focus is on learning. Therefore, this section's question is answered with “as much as possible.” This doesn’t mean it’s always possible. We’d likely not get any work done if we constantly challenged our assumptions. 

	So when do we do all of this?

	Two timings are useful. 

	It’s important to set up a regular frequency for a retrospective and see what’s happening. It’s suggested not to be less often than weekly.

	That said, anytime you seem to be struggling, or things aren’t working like you think they should, you should have a special meeting to discuss what’s happening.

	The power of fit for purpose practices

	We hear many consultants of other methods explain away their approach's failures with the statement, “Well, they just weren’t motivated enough.” This, of course, is just circular logic. Why did they fail?” They weren’t motivated enough. “You mean they failed because they weren’t motivated enough?” “Yes.” 

	There is no evidence that this is the real reason. It’s just the opinion of the speaker and explaining away the behavior that led to failure. Worse, this justifies not improving the failed approach since it’s not its fault. It’s the fault of the people using it.

	As mentioned in the section on The attitude of an effective coach, we take a “Sense of responsibility and commitment.” This means that when an approach we’re taking is misused, we look to see why and are committed to improving it.

	Knowing the relationship between motivation, difficulty, and effectiveness is important. While the target is effectiveness, we should look for the lowest amount of energy required for the highest amount of effectiveness. Fit for purpose approaches often take less energy to achieve effectiveness than approaches mandated by a particular framework. Not being fit for purpose correlates with requiring more energy and motivation. While people may be up for it, this often results in a less effective approach. Even when people put in the extra effort to achieve a reasonable result, this extra energy and motivation has been used when it might have been better served elsewhere.

	Increasing flexibility can lower the amount of motivation required to achieve outstanding results by enabling it to be fit for purpose.

	Trusting your intuition

	Sometimes it’s worth attending to your instincts that something is wrong. You may not quite know what’s wrong, but recognizing something is wrong is a good first step.

	Helping others recognize the value of their intuition 

	A personal story by Al Shalloway

	There’s something I do in my design patterns training that illustrates this. In the workshop, I first used normal methods to create a bad design that people usually accept as good enough. Then, we learn the lessons of patterns and redo the design significantly better. Each design is represented in a visual language called the Unified Modeling Language.

	People can see the difference logically, but there’s also an intuitive sense available. I tell the students to take a deep breath and listen to me as I read what the diagrams mean. I ask them to attend to how their stomach feels as I read. After I’d read both, I asked them if they could tell the difference between the readings of the first diagram compared to the second.

	Virtually every student in every class can tell the difference. I then point out that they can often intuitively tell when something is wrong and that they can use their feelings. People often have a chuckle about it, but they get the point.

	I then point out to them that they can use their feelings to see that there’s a challenge and to look for a way to explain it. I also add that even if their intuition is useful, they can’t say something is wrong because their stomach hurts. :)

	* * *

	


Guidebook II: Coaching at multiple levels

	In organizations, coaching occurs at many levels. To be effective at all of those levels, a coach needs to have a lifelong commitment and intentional practice. If you have humility, are grateful, and are a lifelong learner, you already know that just when you thought you mastered something, there is more to learn, or even sometimes, something to unlearn. We start with you as coach. What are the things that will allow you to contribute to any improvement initiative or transformation? It comes down to consistent practice, lifelong learning, and challenging yourself on how you see the world. From there, we expand to coaching people in different roles, then the nuances of coaching teams, and finally, what it means to be a coach at the organizational level. 

	 

	Coaches who consistently practice, are lifelong learners, and challenge themselves on how they see the world effectively coach teams and leaders.

	 

	 

	 

	 

	
Introduction 

	Learning Outcome: The hallmark of exceptional coaches is their commitment to continuous growth, not just learning, often exemplified by their own engagement with other coaches. In fact, many of the best coaches don't just have one coach; they seek guidance from multiple sources. Through our extensive interactions with various coaches, a common thread emerges: a genuine passion for contributing and serving others. These coaches are primarily focused on empowering individuals, teams, and organizations to discover their own solutions. They prefer to facilitate self-discovery rather than simply providing answers, unless direct guidance is pivotal for significant progress. This approach requires a nuanced understanding of when to step in as a trusted advisor and when to remain a guiding presence, delicately balancing these roles to effectively support growth and development.

	The benefit is as an aspiring master of your craft, you develop consistent practices for mental fitness and wellness, recognize the necessity of learning how to mentor fellow coaches, guide leaders, navigate various roles in transformation, and cultivate high-performance teams while addressing foundational organizational challenges.

	The benefit of the benefit is knowing that this layered approach includes your ability to identify root cause and implement solution patterns that significantly impact individuals, teams, and the entire organizational at all levels. This chapter will unveil some underrecognized yet crucial patterns in transformations, providing insights on their importance and how to sidestep common pitfalls. You’ll learn not just to recognize these patterns but to leverage them for substantial, positive change.

	


Section 1: Improving yourself as a coach

	“I've missed more than 9,000 shots in my career. I've lost almost 300 games. 26 times, I've been trusted to take the game-winning shot and missed. I've failed over and over and over again in my life. And that is why I succeed." - Michael Jordan

	Learning Outcome: This section is special because it's all about you, the coach. It's a chance to dive deeper into enhancing and nurturing the attitudes and capabilities we discussed initially and throughout the book. If you already know some of the things we're about to discuss, and you're diligently practicing them in your coaching journey, fantastic!

	Alternatively, if some of these ideas are new to you, and you've never considered them. That's perfectly fine, too. 

	The benefit is proactively identifying your personal roadmap and journey, considering why, what, and how you can master your practice. Ultimately, what are the practices that coaches follow that contribute to their organizations, teams, the individuals they serve, and their own life? 

	The benefit of the benefit is both in being able to contribute to everyone around you at a new level. Perhaps you knew more could be done for your teams and felt frustrated. You sensed that you were stopped somehow. This section is how you can get out of your own way or mentor and coach other people to do the same. 

	The obstacle is the way

	Marcus Aurelius, the great Roman Emperor, wrote, “Actions may be impeded but there can be no impeding our intentions or dispositions because we can accommodate and adapt. The mind adapts and converts to its purpose the obstacle to our acting. The impediment to action advances action. What stands in the way becomes the way.” Ryan Holiday writes about this in “The Obstacle is the Way,” a book we highly recommend.

	Understanding his meaning can provide great insights into how to deal with situations that seem all but hopeless. We often look to overcome obstacles by seeing how to get around them. Marcus is telling us to go through them. This is not Pollyanna thinking that there is an opportunity in every challenge. This is a way of looking at problems head-on.

	Instead of saying we must resolve to overcome our obstacles, or that we must avoid them, Marcus is suggesting we look at what’s impeding us and use it to guide us to our action. That is, he suggests, that what’s impeding us is what, when properly investigated, provides us with the insights to overcome what may seem insurmountable. For example, when someone offers objections for making a change, those objections give us clues to their thinking. These clues, these objections, can often provide us with insights into what is needed to overcome whatever obstacles are in the way. 

	Game plan for improving coaching skills

	“A goal without a plan is just a wish,” renowned French writer Antoine de Saint-Exupéry. 

	You can find communities to practice coaching. It is highly recommended that you do! It is a practice based on models.  Focusing on this core competency makes it easier to know when to coach and how to switch into or out of a coaching stance. With intentional practice, you learn to:

	
	● Never advise unless someone specifically asks and even then, to turn it into an assertion or observation to be validated

	● Ask if people want coaching, advice, or just to vent

	● When they say they want to vent, find ways to turn the venting into positive actions 

	● Coach up on feedback

	● Coach teams on communications with peers

	● Coach teams on coaching up

	● Coach individuals and leaders on mental fitness

	● Coach people to focus on empathy first



	If your primary role has been developer, architect, technical leader, manager, solution architect, Product Manager, or other roles, you may be much more comfortable consulting. However, in many cases, people don’t want the solution. They want to work it out themselves. This is why it is even more critical for you to practice this core competency.

	 

	The point is that practicing core competencies is worthwhile and allows you to be more fluid when you coach versus consult, teach, mentor, or facilitate.

	Reframing: A core competency for coaches

	Reframing means identifying and changing how situations, experiences, events, ideas, and/or emotions are viewed. Reframing doesn’t change the situation; it is just how the situation is perceived. Reframing could be considered a core competency for any coach involved in any initiative.

	The story of a person talking to different bricklayers illustrates this. When asked what they are doing, the first says, “I am laying bricks.” The second says, “I am building a wall.” The third says, “I am building a church.” The fourth says, “I am creating a place where people can connect with God.” It is clear which of these bricklayers is most motivated in their work. Visions are important.

	Yes, we just said that every coach needs to master reframing, which requires practice. This chapter discusses how we can impact “what’s in it for me” through reframing. In the sections about Ways of Being and Ways of Thinking, we identified how people may not see “what’s in it for me,” even when someone has something to gain. Here, we summarize why people do not see “what’s in it for me” and demonstrate how reframing can make a difference.

	As a coach involved in organizational transformation, it is essential to make ‘what’s in it for me’ available to people. Throughout this book, we discuss why people do not always see possibilities and opportunities clearly. In summary, they are

	
	● Cognitive Bias. These are systematic patterns of deviation from the norm or rationality in judgment. Cognitive biases can cloud judgment and decision-making, often leading individuals to make irrational or less optimal choices.

	● Mental Models. These ingrained assumptions, generalizations, or even pictures or images influence how we understand the world and act. Mental models shape our perceptions and behaviors.

	● Limiting Beliefs. These are beliefs that constrain us in some way. By believing them, we constrain our thinking, communications, and actions. And in doing so, we squeeze the happiness, impact, and love out of our lives and the lives of others. Limiting beliefs are related to mental models. Yet, sometimes, it is easier to see that someone has a limiting belief and address that. An example of a limiting belief having organizational consequences is when someone or some group turns soft constraints into hard constraints, and by doing that, they significantly impact flow throughout an organization.

	● Assumptions. Are beliefs accepted as true or as certain to happen without proof. They can often be unstated and underlie many of our beliefs and behaviors. While assumptions relate to cognitive bias, mental models, and limiting beliefs, it is sometimes easier to ask people directly about the assumptions they have made when you are helping them reframe.

	● Fear of Change. This is a natural human tendency to resist new challenges. It is evolutionary. Change triggers fear even when the change has a positive outcome. The questions below can provide a way to enable people to overcome their fear.



	 

	Sometimes, people make soft constraints into hard constraints, creating significant delays and waste that impact value streams.

	 

	Modern organizational psychology and transformation point to reframing as a core competency. Reframing is not something people naturally know how to do. It can be learned. Reframing comes from Cognitive Behavioral Therapy. However, from a coaching perspective, Neuro-Linguistic Programming (NLP) offers many approaches to reframing. It is a highly recommended approach as it is non-confrontational and has people challenge their thinking. Neuro-linguistic programming tends to be organic and intrinsic. 

	Modern organizational psychology and transformation point to reframing as a core competency.

	 

	 

	 

	Here are some examples of asking questions to help someone discover “what’s in it for me,” challenge their limiting beliefs, and overcome their fear of change:

	
	● Contrast Questions. "What would it look like if the opposite were true in this situation?"

	● Perspective-Shift Questions. "How might someone with a completely different viewpoint see this issue?"



	
	● Future Pacing. "Imagine a scenario where your current belief wasn't true. How would that change your approach to this problem?" “Imagine a scenario where your courage and authenticity were rewarded. How would that change your approach to this problem? Can you see yourself talking to the person you are hesitant to talk to? How can you provide empathy and compassion to them and yourself?”

	● Hypothetical Situations. "If we assume for a moment that the current assumption is not valid, what new possibilities or solutions might emerge?"

	● Challenging the Basis of the Belief. "What evidence supports this belief? Is it possible that this evidence could be interpreted differently?"

	● Exploring Consequences. "What are the potential outcomes if we continue to hold this belief? Conversely, what could happen if we altered this belief?"

	● Alternative Reality. "Can we think of a time or place where this problem doesn't exist or is less significant? What's different in that context?"

	● Positivity Focus. "Instead of focusing on this belief's limitations, what positive outcomes could arise if we adjusted our perspective?"

	● Visualization. You say you want predictability. What would that look like? What would you be able to see that proved you had predictability? How would you feel talking to the Board if you could effectively predict new releases and functionality?



	These questions are designed to gently challenge entrenched beliefs and assumptions, encouraging individuals to explore different perspectives and potentially reframe their understanding of the problem. The key is to be non-confrontational and open-ended, allowing for self-exploration and insight rather than imposing an external viewpoint. It is worth finding a community where you can practice different kinds of coaching. 

	Clean language for coaches and facilitators

	In coaching practice, we focus on not adding anything. That includes our own experiences, our judgments, advice, or solutions. As facilitators, we practice staying neutral and respecting the group’s wisdom. This chapter introduces the concept of clean language, which takes listening and facilitating to connect more deeply with the person you are coaching through using their language patterns. 

	There are definite advantages to creating this space for people to think through something and develop their solutions. We absolutely can and should do this during organizational transformation. If we take this a step further, we use clean language. 

	We talked about “listening” and how people listen from past conversations. One practice in coaching is to use clean language. Clean language uses metaphors, expressions, and images that whomever we are coaching uses. Clean Language comes from David Grove, a New Zealand counselor, psychotherapist, and organizational consultant. Clean Language coaching and facilitation provide effective communication and understanding between a coach and client because it uses carefully crafted questions and metaphors. 

	The term "clean" in Clean Language refers to keeping the questions free from the coach's assumptions, interpretations, or bias, thus creating a neutral and non-judgmental space for the client. Coaches use this approach with individuals, couples, families, and organizations, and so do facilitators. It is especially effective with leaders. Anyone can learn this with intentional practice. The fundamental principles include:

	Minimal Influence. The coach aims to ask questions that have minimal influence on the client's thinking. Great coaches avoid leading questions or imposing the coach's ideas on the client.

	Use of Client's Words and Images. Clean Language questions often use the client's words, phrases, or metaphors to explore their thoughts and feelings, which helps the coach stay closely aligned with the client's perspective. We use this approach in the practice of neuro-linguistic programming. We consider if someone uses more visual, audio, or kinesthetic adjectives. Speaking to them using their preferred representational system allows them to learn and process information more easily.

	Metaphor Exploration. Metaphors play a significant role in Clean Language. Coaches use questions to delve into the metaphors clients use to describe their experiences. Metaphors can reveal deep insights and perspectives.

	Respect for the Client's Model of the World. Clean Language respects the client's world model and doesn't attempt to change or challenge it. Instead, it seeks to understand and work with the client's existing beliefs and perceptions.

	Symbolic Understanding. Clean Language often involves understanding a client's language's symbolic or abstract elements. For example, if a client says, "I feel stuck," a Clean Language coach might ask, "What kind of stuck is that stuck?" “What does that feel like?” “Can you describe the image of being stuck in your head?”

	Non-Judgmental Approach. Clean Language creates a non-judgmental space where clients can explore their thoughts and feelings without fear of criticism or evaluation.

	Listening Intently. Clean Language coaches are skilled listeners who pay close attention to the content and the nuances of a client's language.

	Clean Language can be beneficial in coaching contexts where deep exploration of a client's thoughts and emotions is needed, such as in personal development, leadership coaching, or when facing change. It helps clients gain clarity, uncover insights, and find their solutions to challenges by facilitating a deep exploration of their language and metaphors.

	Fear can drive behavior

	Consider that when people face change, when they face something new, you are impacting their identity, and that triggers survival. When you impact identity, it very often causes someone to be afraid. Fear can show up in several ways. For some, it manifests as anger; for others, it manifests as sadness. For others, it manifests as avoidance. That is especially true when someone is shut down whenever they experience anger. Knowing when people are triggered this way or when you feel anger or sadness is helpful.  Look for the fear that is present. To be clear, we are not suggesting you ask people if they are afraid of something. People may not be aware they are showing strong emotions, they may not have identified the underlying fear, and asking them this personal question may only worsen the situation. But listen for fear - you can often find it, and when you do, you can proceed with empathy and compassion, starting with yourself.

	Understanding anger 

	It is well-known that underneath anger is fear. This is useful both for when you are angry (you can ask yourself what you are afraid of) and when someone you’re talking to is angry you can consider (or ask) what they are afraid of.

	A personal story by Al Shalloway

	Some people are natural coaches. They have a great temperament for it and never get rattled. I am not one of these people. 

	When I started coaching in the mid-90s, I’d sometimes get angry. I knew this was not a good thing. But it’s not like I chose anger. I just got angry.

	It wasn’t like I was always angry. I led some study groups, and was calm. But when there was a person I was coaching one-on-one, and she took a long time to understand a concept, I’d sometimes put a lot of tone into my voice. It was not good. I was fortunate she never complained to my boss.

	After this happened a few times, I stopped and looked at what was happening. I asked myself why I was getting angry at her. I knew that fear was always underneath the anger.  I realized that I was thinking that if she didn’t understand, it meant I wasn’t doing a good job and would lose my contract. It's kind of warped logic, but it's how I was built.

	People tend to think we control our thoughts or should be able to. I had done some work on personal development years ago and knew that wasn’t true. You can see this for yourself. Next time a person cuts in front of you while driving, just notice how your upset comes up. You don’t think about it – it just happens. That’s what was happening to me. I just got angry.

	I realized I was kind of in a dilemma. I couldn’t take responsibility for her getting what I was trying to convey. It could have been beyond her abilities. But in this case, I knew that that was not the case. She was a very smart person. I just wasn’t doing the job. 

	I came up with these conclusions on reflection:

	
		I can’t be responsible for a person I’m coaching to get it.

		I also can’t be responsible for the pace at which they learn.

		But I can be patient. 

		I can also be responsible for looking for different ways to convey thoughts to people.

		I can always assume that the person I’m coaching is doing their best.



	I wish I could say that I just got better immediately when I got these insights. But that’s not what happened. Although there was some immediate improvement, and I did catch my anger more quickly, it took a while to improve. Each year I’d get better - often needing to be provoked into anger, and not just doing it out of my own misjudgment.   

	 It took a few years, but I did improve regularly. My bouts of anger happened less often and were less vehement. It took a while (euphemism for years), but I eventually got to the point where I rarely had any angry tone in my conversation, even when provoked.

	I admit to a “relapse” a few years later that’s worth mentioning. I was teaching back-to-back design patterns workshops to a long-standing client. On the third day of the first workshop, a person was being particularly obnoxious in trying to make political statements about banking. Anytime I used banking as an example, he’d ask why a bank wanted to do what I suggested. He sometimes talked about how banks cared only about making money. It was irrelevant to the conversation. Somehow, I got past that day, but barely. I was so glad to be rid of him.

	The next morning, I got to the classroom for the second course. It was an advanced design patterns workshop intended to be taken by people who had taken the first workshop but applied what they had learned for a few weeks. I was unhappy to see him there. After a little time, I asked how we might solve the problem of an audit report or something like that. Something a bank would want. Sure enough, he started in on me right away asking why would a bank want an audit report. I got so frustrated I lost it.

	Fortunately, an associate of mine was in the audience. He was not just one of the best trainers and coaches I knew; he was always amazingly even-tempered – a natural coach in my book. I asked him what I should have done – because I was hopeless with this guy. His answer was amazingly simple. He said I could have just said, “Well, let’s assume a bank wanted to do this.” By postulating it, I could have sidestepped any generalities he would bring up. 

	* * *

	How understanding can give us patience

	Sometimes having a sense of what is going to happen can give us patience. We know we’re not going to get an immediate result, so instead of hoping and waiting for it - and getting frustrated when it doesn’t happen - we stay calm while the result naturally unfolds.

	A personal story by Al Shalloway

	Years ago, I read "The Garden" from Arnold Lobel's lovable children's book – “Frog and Toad Together.”

	I always liked the lesson I took from that - that things are not always as hard as they appear.

	I remember reading it at the beginning of my talk at Agile Denver's Lean-Agile Transformation - Integrating Systems Thinking into Enterprise Agile With the Lessons of Lean in 2012.

	Before going on, please read the tale yourself:

	* * *

	Frog was in his garden.  Toad came walking by.

	“What a fine garden you have, Frog,” he said.

	“Yes,” said Frog. “It is very nice, but it was hard work.”

	“I wish I had a garden,” said Toad.

	“Here are some flower seeds. Plant them in the ground,” said Frog, “and soon you will have a garden.”

	“How soon?” asked Toad.

	“Quite soon,” said Frog.

	Toad ran home. He planted the flower seeds.

	“Now seeds,” said Toad, “start growing.”

	Toad walked up and down a few times.

	The seeds did not start to grow.

	Toad put his head close to the ground and said loudly,

	“Now seeds, start growing!”

	Toad looked at the ground again.

	The seeds did not start to grow.

	Toad put his head very close to the ground and shouted,

	“NOW SEEDS, START GROWING!”

	Frog came running up the path.

	“What is all this noise?” he asked.

	“My seeds will not grow,” said Toad.

	“You are shouting too much,” said Frog. “These poor seeds are afraid to grow.”

	“My seeds are afraid to grow?” asked Toad.

	“Of course,” said Frog. “Leave them alone for a few days.

	Let the sun shine on them, let the rain fall on them.

	Soon your seeds will start to grow.”

	That night Toad looked out of his window.

	“Drat!” said Toad. “My seeds have not started to grow. They must be afraid of the dark.”

	Toad went out to his garden with some candles.

	“I will read the seeds a story,” said Toad. “Then they will not be afraid.”

	Toad read a long story to his seeds.

	All the next day Toad sang songs to his seeds.

	And all the next day Toad read poems to his seeds.

	And all the next day Toad played music for his seeds.

	Toad looked at the ground.  The seeds still did not start to grow.

	“What shall I do?” cried Toad.

	“These must be the most frightened seeds in the whole world!”

	Then Toad felt very tired, and he fell asleep.

	“Toad, Toad, wake up,” said Frog.  “Look at your garden!”

	Toad looked at his garden.

	Little green plants were coming up out of the ground.

	“At last,” shouted Toad, “my seeds have stopped being afraid to grow!”

	“And now you will have a nice garden too,” said Frog.

	“Yes,” said Toad, “but you were right, Frog. It was very hard work.”

	* * *

	Many people take away the lesson that we need more patience. Or that we get angry when we don't get the result we want. 

	I read this at the start of my talk because, to me, the lesson is that understanding what is going on can give patience.  We hear so much about management not being patient, but at the same time, many folks insist we have "black-box" processes that can't be understood because they are complex. Or, we shower disdain on management. Either way, we should not expect patience when we don't give it ourselves.

	I think this is a story we all should take to heart - it also teaches us that without understanding, we will spend a lot of effort on things that don't make sense.

	Perhaps much of "software development being hard" is because we don't understand what is happening. 

	My own opinion is that we know enough about why things work. The problem is no longer what to do, the problem is getting people to do it.

	The above story is a delightful children's tale, but I don't think it's only for children.

	* * *

	 

	How to coach managers

	While this is about managers as coaches, we have experienced more managers who demonstrated the behaviors below than not. Two patterns are commonly repeated:

	
	● Many managers do not get the training and coaching they need in communications and human behavior. This is where a coach can support their transition. 

	● Some managers are fantastic individual contributors and were promoted for that reason. Smart organizations provide them with mentoring, coaching, and training or a career path for individual contributors. 

	● Many managers know what their people need. However, the system is putting them in an untenable position. They are building relationships with leadership, knowing that is the only way they can make a difference to people doing the work. Their leaders require a lot of time for this for whatever reason, often because competing priorities are not communicated throughout the entire organization. There is a lack of transparency at the top. They cannot get what they need, and decision-making is not delegated appropriately. Then their people think the manager doesn’t care or is not doing everything they can to get the needed resources. Finally, these people are called the “frozen middle.” They are frozen, stuck between a rock and a hard place.



	Effective management

	There is no doubt that all managers can become leaders. Once again, it requires a commitment on leadership’s part and a system that supports them and empowers them in their role.

	Start with trust and treat your direct reports as subject matter experts. It is understandably easier to meet trust with trust. Yet, all managers will occasionally need to find a way to address people who do not have trust. If you can have an authentic conversation with them where you let go of any judgment, you can often create a partnership with them. If you do that, and they cannot relinquish their position, it will be difficult. There are practices that managers can do that create empathy, even over and over again. These can be very impactful.

	Stay ahead of organizational and external impacts on your team. Understanding the context, they are dealing with and any coming changes that will impact them will allow you to proactively address challenges that derail their progress.

	Learn the art of asking questions. One of a coach's most important skills is asking good questions. When you ask questions, you help your employees think critically and develop solutions. You're also showing them that you're interested in their development and value their input.

	Go beyond active listening. There is a way to listen with no judgements, defensiveness, filters, or stories. This goes beyond active listening. You hear not only what people are saying. You hear what is not being said. You show the people you are listening to that you value their perspective, their commitment, and that you're interested in what they say.

	Build relationships and bridges. A sign of a great manager is their ability to create relationships with other groups and leaders throughout an organization. They know that this will allow them to create bridges for their teams when it is time to negotiate for support, resources, and priority.

	Proactively eliminate impediments. Great managers are looking to see where and how their teams are dealing with barriers to their work that the team cannot address themselves. They are working to eliminate those barriers so their teams can do innovative, value-add work.

	Prioritization. Great technical managers will ensure that they partner with business leaders so that their teams are working on what is truly valuable. They are going to work with portfolio managers to make sure that prioritizations are established. 

	Tailor your approach to each individual. Not all employees learn and grow in the same way. Some employees need more structure and guidance, while others prefer more freedom and autonomy. As a coach, it's important to tailor your approach to each employee's needs.

	Be supportive and encouraging. Employees need to feel supported and encouraged to grow and develop. As a coach, it's your job to provide that support and encouragement. Let your employees know you believe in them and are there to help them succeed.

	Give and receive feedback. Feedback is essential for growth and development. As a manager/coach, it's important to give your employees feedback on their performance, both positive and constructive. You should also be open to receiving feedback from your employees as well. This will help you to improve your coaching skills and create a more positive and productive work environment. There is an art to giving feedback. You are straight and authentic in your communication. You partner with and guide your employees in their personal development. Feedback works best at the moment, the more delays there are, the more disconnects there will be. Remember, people do not see the same situation from the same lens to begin with. Adding days, weeks, months, and years between communication and feedback is worse than ineffective. 

	Be a role model. Employees learn by watching their managers. If you want your employees to be good coaches, you must model the behavior you want to see. Be a listener, ask good questions, and be supportive and encouraging. Get coaching and training. The best coaches have coaches. 

	Learn to appreciate different ways of thinking. Learn to be comfortable with people who think differently and have different talents. In addition, learn how to maximize individual strengths and shine a light such that the rest of the team can also appreciate those strengths and work together more effectively.

	Using imposter syndrome to move things forward

	Imposter syndrome is when you feel you are an imposter. It happens to the best coaches.

	We don’t get imposter syndrome as much as we used to, but we can remember when we did. And sometimes, it was traumatic. Over the years, we’ve learned a few techniques that take the negative feeling of being an imposter and turn it into a positive technique.

	Imposter syndrome is doubting your abilities and feeling like a fraud. When this happens, it’s essential to quickly retrospect what’s happening. Usually, imposter syndrome accompanies an internal conversation: “There’s something I need to know how to do, but I don’t know how and don’t want anyone to know this.”

	Consider these possibilities of what you don’t know. Is it something:

	
		You can discover by asking the client.

		The client and you can discover together.

		No one could know at this point, and we have to investigate.

		Is it something you should know now? (i.e., this is something you need to learn)



	When considering the first three possibilities, it’s often clear you’re not an imposter. You just need help. Remember that we are experts only in domains. You’re not an expert in the company you’re assisting. They are. We suggest letting clients know that while you have experience and knowledge in improving organizations, they know their organization better than you ever will, and you need to work together to find the best solution

	When you start with these agreements, imposter syndrome mostly tells you what you need to learn from the client or what you and the client need to learn together.

	Managing possibility #3 above, which is very common, is more tenable when you do this. It also makes it OK that you don’t have all the answers. You provide safety for them as well for not knowing the answer.

	Having someone to confide in is always good, especially when #4 seems true. Don’t look to see if you know it all; look to see if you’re capable of helping. Let them know that. It takes courage but builds trust. Focus on them, not you. Move forward together. If they expect you to know it all, you are doomed anyway. 🙂

	Imposter syndrome: An illustrative example

	A personal story by Al Shalloway

	A friend once called me and asked for help with a client. He didn’t know what to do and was experiencing imposter syndrome. He felt he was lacking the skills needed. He was faced with not knowing what to do with a client and telling them this did not seem like a good idea.

	Something was lacking, but I knew it wasn’t his skills. He was in a situation where no one would know what to do, but he was making this personal.

	So, I asked him, “What would be needed to know what to do?” Once I asked this question, it was clear what the path forward was. Instead of “we don’t know what to do,” he focused on “what we need to do is to discover this and then decide on next steps.” In other words, the next step was learning, not action.

	Most clients, of course, welcome this information.

	* * *

	Feel good about learning, especially when you thought you were right 

	Have you noticed that sometimes your emotions get in the way of your learning? What if you could quickly accept that you are doing something wrong and that that is okay? You then would be able to learn faster and empathize with those who struggle with learning. Actually, maybe take it a step further. Be delighted you were wrong, because now you are more capable. 

	We are raised not to be wrong. We are often admonished for being wrong. We also tend to identify ourselves with what we know. This makes us feel bad when we discover we’ve been wrong. 

	But consider that learning something new often means you’ve discovered that something you knew was wrong.

	Think about the last time you did something wrong but thought it was right.

	How’d you feel? Probably good. You thought you were doing something well and felt good about it.

	Then, you discovered you were doing it incorrectly. Now, how’d you feel?

	Probably, for at least a moment (and maybe a lot longer), you felt bad because you discovered you were wrong.

	This is an odd human experience.

	When we’re doing something wrong but don’t know that it’s wrong, it feels good. And when we discover we were doing something wrong and learn a better way to do it, we often feel bad. 

	Before long, of course, most of us feel good about having learned something new.

	If this doesn’t happen to you, consider yourself lucky - it happens to most people. So be aware of their experience, even if this is not yours. 

	The trick is not to try not to feel wrong. That’s an automatic response you have no control over - although you can lessen its effect.

	The trick is to shorten the time from feeling bad about doing something wrong to feeling good about learning something.

	Don’t beat yourself up for the automatic reaction - that will just keep it in place.

	As you shorten this time, you’ll feel your automatic reaction lessening and even going away.

	Visionaries and change agents

	Sometimes, visionaries and change agents trigger people by communicating their ideas at the time they have them, especially where identity is involved. As a coach, you can share this with people in your organization who are visionaries and agents of change. 

	If you are a visionary and start working ahead, you may automatically trigger people even if you share the vision with others as you go along. First, they may see you negatively working ahead with these new ideas regardless of how you do it. Secondly, they may not see the value of what you are doing until much later. Third, they may see it as a loss of control. They may be very competitive even if you are not. This is your opportunity to be humble and authentic and take one hundred percent responsibility for communications. 

	Then there is the absolute fact that people do not accept new ideas, buy products, or make decisions based on the best solution. It is always ultimately based on emotion. So, your first question as a visionary would be: “Have I made it possible for this leader, team, or group to connect emotionally with this product, idea, or solution?” In marketing, they call this the irresistible offer. As change agents, we need to think about our irresistible offer. What challenge does someone have that we are absolutely addressing? 

	The best way to handle this situation that can occur includes:

	
	● Request regular communications when work is frequently changed. The cadence should match the amount and degree of changes. Work includes new requirements, designs, code, or content. The benefit is heading off misunderstandings or unilateral changes in direction.

	● If that doesn’t happen and you have someone triggered to communicate with you by e-mail or text, let it go!! Do not respond! Use a mantra to clear any energy and have empathy and compassion. Consider the other person’s world. 

	● No matter how positive, sending an e-mail or text in response can be misinterpreted! Use the mantra: “E-mail and text is notification, not communication.” Instead, write down talking points as factual and objective as possible and simply ask to communicate with the person face-to-face.

	● When you talk to the person, hold space for them. They may be triggered and upset. Recognize this often has nothing to do with you. Consider it part of the journey. 

	● When you are triggered by something someone says or does, say to yourself, “I do not know what they meant. They may have meant something entirely different than what I thought. I should remain curious and ask.”



	If you are someone who thinks that interactions should be fair, give that up right now today. That expectation will cause you to be triggered when someone else is triggered. Recognize that is not how human beings are and replace expectations with grace, compassion, and empathy. 

	Growth versus fixed mindset in a picture

	One must be careful when talking about growth and fixed mindsets. This picture is meant for you to reflect on how you are about being open to learning. It’s not intended to be used to talk to people about this, as they may think that you’re saying they don’t have a growth mindset while you do. Most people believe they are open to new ideas, but everyone has limits. Do what you can to be open. Attend to your own cognitive bias, cognitive inertia, and bounded rationality. 

	[image: Image]

	 

	Shifting from closed to open

	One way to create a more open mindset is to observe your reactions. Is it defensive? Inquisitive? Opening up a debate or a conversation?  Then, before responding, consider how to shift to a more open mindset consciously.

	When someone provides you with a way they say works better than your method, shift from “my way can work” (which is defensive), to “tell me more about your way?” which is inquisitive.

	When you don’t think something, someone said is correct, shift from “That’s wrong” to “I don’t understand. Please tell me why you think that.” This opens up a conversation.

	When you hear someone say they can do something you don’t think can be done, shift from “that can’t be done” to “I’ve never seen that done before. Tell me how you did it?”

	The general guideline is if you disagree, don't talk about them. State it from your perspective, e.g., “I don’t see how that follows.” You may have misunderstood. So, ask a question.

	Related chapter: It’s not a debate.

	 

	Control versus commitment 

	If we focus on our commitment to an outcome and not our attachment to having everything go a certain way, we are more adaptable and can make more of a contribution. We can objectively look at what will make the most difference at any point in time. We can be patient with the process. We give our teams more of a say in how they do their work which creates accountability and ownership. 

	When coaches have limited experience in software engineering and technology, they need to understand core principles and see the theories and patterns that determine practices. Without this, they tend to focus on following practices “by the book” and do not understand distinctions or nuances that are important to different contexts. The way the frameworks and methodologies are taught, the certifications themselves, and recruiters focusing on certifications versus experience have, in many ways, caused this issue. Understanding core principles, theories, and human behavior is critical. These things become even more important:

	
	● Coaches need to let go of their attachment to "how things should be" and focus on positive achievements and meeting the commitment.

	● Leaders can have the courage to trust their subject matter experts. This requires providing information needed for them to make decisions aligned with the success criteria being used.

	● Coaches should not do things “by the book,” but should consider why and if this works in this context. 

	● Scrum Masters can challenge themselves whenever they see themselves as "savior," "hero," or "parent" so that they do not lose critical objectivity in serving their teams.

	● Being committed to the outcome and not attached to having every little thing a certain way, allows for empathy and compassion. When you are too attached to doing something in a certain way, you are prone to making people wrong for how they are. This only causes them to fight for their way of seeing the world.



	Understanding why there is an issue requires asking questions. Asking about what someone is passionate about, using their language and communication style and what they think is essential, and then asking questions to identify the root cause. Generally, people love to share what matters to them. Most of the time, they have yet to take the time to think about why or what influenced their opinion. In addition, let them know you understand their commitment when you hear it authentically. 

	Communicating someone's underlying commitment empowers people to recognize it for themselves. They sometimes do not fully experience how much of a commitment they have until they have someone communicate it back in an inspiring way. People's commitments are inspiring, and sometimes, even people on different sides of an issue agree on the commitment, the value, or the reason for the commitment. They may be splitting hairs over the approach. It’s important to realize many are acting out of fear. It’s equally important not to psychoanalyze them. You don’t have permission, and most people aren’t very qualified in any event. 

	The key is recognizing that most people know more than they give themselves credit for. It’s possible to get to this by starting a brainstorming discussion by reminding people of their commitment and securing just one creative solution. Then, you can encourage the individuals or groups to contribute their ideas. There is a lot of excitement in this because instead of "same old, same old," everyone can innovate. Where consensus was previously impossible, you can build consensus out of commitment and brainstorming. 

	There is a difference between persistence and dogma:

	Dogma – Persistently working towards a goal without questioning the methods used.

	Persistence – Dogmatically working towards a goal without being committed to the methods used.

	 

	One could say that dogma is being committed to an approach, while persistence is being committed to an outcome.

	Abundance (expansive) versus scarcity (zero-sum) mindset

	Abundance (Expansive) and Scarcity (Zero-Sum) mental models are psychological frameworks individuals use to perceive and approach the world around them. As a coach, you need to recognize these mental models and understand their interrelationships with organizational structure. These models shape peoples’ attitudes, beliefs, and behaviors in various contexts. They are both the cause of siloed organizational structures and arise from organizational structures. 

	People who have been successful in siloed organizations or working as lone wolves may favor siloes and operate from a zero-sum mental model. Understanding these mental models can allow you to see how different people frame their world. Asking questions can show them how having a more expansive mental model provides them with many more opportunities. In a later section, we explore organizational structures and how they impact these mindsets. It is a vicious cycle.

	Zero-sum versus expansive mindsets

	
		
				Zero-Sum

				Expansive

		

		
				Resources and opportunities are limited and fixed

				With a little creativity, everyone can win

		

		
				There is always a winner and a loser, win-lose

				Everyone can win, it just requires a little creativity

		

		
				Mine, mine, mine, I own it

				Contribution and community, we all own this, especially if our contribution was significant.

		

		
				Everything is a competition

				Co-creation, collaboration, and shared learnings.

		

		
				Reduces visibility and trades it for gossip

				Open, generates creativity, innovative, transparent

		

		
				Rewrites history in one’s favor

				Willing to see things from different sides

		

	

	 

	 

	 

	


Section 2: Effective communication 

	  “Everything begins and ends with communication” - many

	Effective communication and coaching go hand in hand. When a coach can apply strategies to identify and counter self-critical thoughts, fostering self-compassion and resilience in themselves and others, their value dramatically increases. 

	Listen for what’s in it for me 

	“Why not make the work easier and more interesting so people do not sweat? The Toyota style is not to create results by working hard. It is a system that says there is no limit to people’s creativity. People don’t go to Toyota to ‘work’ they go there to ‘think’” - Eli Goldratt

	 

	Coaches and consultants can think of everyone who is part of an improvement initiative as a persona with their own needs, desires, and pain points having their own customer journey. 

	Think about every organizational stakeholder as a customer of the transformation. When talking to each stakeholder, consider their role and your past conversations, and remember what interests them and what would make the most difference. For each stakeholder group and key individuals, consider ‘What’s In It For Me,’ WIIFM. Talk about their challenges, not yours. Transformations are constant enrollment at multiple levels. Start by creating the roadmap tying it to achieving business goals, which creates alignment and allows coaching teams to measure and demonstrate how the Agile Transformation is authentically impacting the organization’s success.

	 

	Any improvement initiative or organizational transformation means ongoing enrollment at multiple levels.

	 

	Dealing with resistance to change

	People often resist change. Especially when change feels threatening. For some people, almost any kind of change appears threatening. But for most people, change, where it’s understood that it solves problems or creates opportunities, won’t resist it. For example, if you’re digging a trench with your hands and someone offers you a shovel, they will embrace the change.

	It's important to remember that resistance is not always a bad thing. It may give us insights in how to proceed. Or the proposed change may not work for everyone.

	We must remember Eli Goldratt’s brilliant insight: “A comfort zone has less to do with control and more to do with knowledge.” Very often, resistance appears to be more of a lack of understanding. 

	Here’s another brilliant insight from A Simpler Way by M. M. Wheatley and M. Kellner-Rogers:

	“In practice, all systems do insist on exercising their creativity. They never accept imposed solutions, predetermined designs, or well-articulated plans that have been generated somewhere else. Too often, we interpret their refusal as resistance. We say that people innately resist change. But the resistance we experience from others is not to change itself. It is to the particular process of change that believes in imposition rather than creation. It is the resistance of a living system to being treated as a non-living thing. It is an assertion of the system’s right to create. It is like insisting on its primary responsibility to create itself.”[image: Image]

	We should also remember that we want people to resist change to bad ideas. 

	We shouldn’t presume resistance is both inevitable and undesirable.

	People often will love a change if they see the benefit.

	What people (subconsciously) resist is uncertainty. They can bear the uncertainty for a short period of time, but the longer it takes to resolve, the more the chance for successful improvement fades.

	People also resist change when they don’t see what’s in it for them. If a change is desired, help them see what’s in it for them. First, consider if the organization’s culture, rewards, policies, processes, and leadership’s way of working is aligned with the change. If it is not, people know this, and they will not trust the change. See if there is someone you can let know about this - someone who can change the organization’s current way of working, get alignment with them first. Secondly, really listen to people and explore with them how their personal goals or values do align with the organization’s goals and values. Be authentic. Ask questions. Is it possible that they don’t for a good reason, and that it is possible that the change itself could be revised and made more holistic or implemented differently? Finally, coach such that the person can see how their personal goals and values do authentically align with the change. 

	Resistance is neither inherently bad nor unavoidable. It happens most often when change is imposed, the change appears threatening, or when people don’t know what’s in it for them.  Stress often adds to resistance. Effective coaches will position change so that people can see how their values and goals align with the change. 

	“Disagreements are unavoidable, but how you handle them can make all the difference.” 

	―Pooja Agnihotri

	“This is one of the marks of a truly safe person: they are confrontable.” ― Henry Cloud,

	As a coach, you have to stay on top of your game by learning from others at every opportunity. But learning something new usually means that it will tell you something you believe you know may not be as true as you think.

	It is important to notice how you react to someone saying something you disagree with. Do you:

	
		immediately think they are wrong.

		figure they are wrong but consider that maybe you didn’t understand them.

		figure they are wrong but consider that maybe you are wrong.

		dispel judgment and acknowledge that there might be something to learn.

		recognize that they may be right, and you are likely wrong.

		realize they are right.



	You may not be able to control the reaction. But you can take a breath and shift it to something more useful.

	As a coach, you must come from being a peer, not an authority. You can practice learning to talk to someone as a peer by noticing how to react to people’s ideas that don’t match your own. The idea is not to believe everything that’s said but to consider the possibility that there is truth there.

	Another technique for this is to suspend disbelief. Don’t believe what they told you - but don’t disbelieve it either.

	A useful technique is to have a query based on what they suggest. That is, pretend it’s true. See what that implies. Keep taking the implication further. This line of inquiry will often tend to go one way or the other. The key is to be committed to the inquiry - not the belief.

	Understand what customers mean, not what you hear them say

	We’ve all heard customers say things that they didn’t really mean. We must be aware of this and question our understanding of what was said. Putting ourselves in their position can help this.

	A personal story by Al Shalloway

	I remember a few times customers had told me that something “was always needed” or that something “was never needed.”

	Of course, this wasn’t true. After some time, the “always needed” was unnecessary, and removing where it was being used took a little work. And, of course, the “never needed” often became needed.

	I remember things changing on me so I started asking “are you sure” and always got “yes” as an answer.

	I remember talking to one of my trainers at Net Objectives about this within earshot of his then-teenage son. His son had a very interesting insight. He said when a customer says “they always need something,” what they really mean is “they have always needed it.” They are not saying they will never need it in the future.  And when they say “they never need something,” they mean they have never needed it. Again, they are not saying that they won’t need it in the future. They are not even thinking about this. 

	* * *

	We must be aware that we often misunderstand our customers. That when something sounds wrong, it may be on our end - our misunderstanding. We need to recognize that what they intended may not be what we think they said.

	What to do when they say they need it all (but you know they don’t) 

	All too often, Product Managers and executives believe that they need everything being planned. They usually don’t. In this case, focusing on building the most important items first is useful. Even if they need everything to be fully successful, there is often a subset that is necessary to avoid failure. 

	This is important even when there is only going to be one release. We’ve talked about how using minimum valuable increments can help release value sooner, but they can be useful in building a product in stages.

	This enables a two-step process that speeds up the overall creation of value. The first step is to create clarity on what’s necessary. Then we can build that first, while building the “nice to have” features second.  Creating the first chunk quickly this way provides feedback in how well our product is being built. This gives us an opportunity to make design changes if necessary, sooner. It also informs us about the rest of what’s needed. We may discover new things more important than what we thought we needed to do. Building two smaller systems often takes less time than building one system equal to the size of the sum of the two. So there’s some advantage there as well. 

	Doing this requires the ability to build in stages. It also requires the people involved realizing the difference between what is ”nice to have” and” what we must have.”

	People missing distinctions like this are challenges to consultants. They will insist “we must have it all.” When you believe that’s not true here is a technique you can try. 

	Step 1: Presume they are correct, that what they are saying is true. In his example, it’d be “we must have it all or we don’t have a product.”

	Step 2: Consider what you think is true. In this case it’s likely to believe “they want it all, but they don’t need it all.”

	Step 3: Consider a situation where you’d get different actions based on these different beliefs. In this case it’d be what you would do if, as you were getting close to  the end of the project, you realized you weren’t going to get it al. If you believe “you need it all” then you’d tell people you were going to miss the deadline. But, if you believed there was nice to have things and had to meet the deadline, you could descope.

	Step 4: Talk to the people and ask them what they would do in such a situation. This will let them discover the truth without you having to make them wrong.

	Step 5: Build the essential part.

	Step 6; Build the second part using what you’ve learned in building the first part.

	This chapter will provide a case study on how to do this. In either case, we want to see what we can deliver as soon as possible.

	 

	There is a difference between what you want to be in a release and what you must have in order to have a release.

	 

	We call this approach “Pareto versus Parkinson’s” because it looks to provide the most critical part of the product in a shorter amount of time and does this by attending to Parkinson’s Law.

	A case study focusing on what needs to be built by Al Shalloway

	Several years ago I was working with a development group building a product of about 300 people that were part of a larger group of about 1000 people. This larger group was part of a 3000-person development group for the company. They did annual updates to their product for various reasons but were learning Agile so that they could build in stages, get more done, and lower risk. 

	I delivered a Lean-Agile Enterprise Release Planning workshop to a cross-section of people from the development group. They mainly consisted of Product Managers, Product Owners, architects, managers, analysts, and technical leads.

	The workshop started by writing down all of the features that they expected were needed. We wrote these on 4” by 6” stickies and placed them in four rows, with the more important ones tending to be to the left of the less important ones.

	We ended up with about 15’ of stickers. There were four rows because the product had to support four different platforms - Windows, Solaris, AIX, and HPUX. We hadn’t decided whether to build the product for one platform and then another or build features for all the products. We wanted to be driven by an approach that would help us discover the best architecture to use.

	[image: Image]

	Starting point with the features on the wall.

	I remember trying to get them to tell me what part of the application was most important. But to no avail. They said they needed every part of it. I seriously doubted this, but I had to figure out a way to let them see this. 

	So I asked them, “How many of you have no doubt that you will get every feature on this wall done in time.” As expected, no one raised their hand.

	Now, if their statement about needing everything was (which I doubted), this would mean that it was likely they wouldn’t have a product. So I asked them, “So what do you do if this is about to happen?” Someone said, “Well, we’ll descope it.”

	So I responded, “So then you don’t need it all. You just want it all.” They agreed.

	Then I asked, “Is this accurate - that some of those features are needed to have a product and the rest are needed for you to have a good product and to have management not be upset with you?” They agreed again. 

	I asked about how many of the features were needed, and they said about 70%. So, I drew a line about two-thirds of the way from the left. 

	I then asked them to put the features we need to the left of the ones we just want.

	They started marking which features were required and moving them around, and within about 15 minutes, we had the board looking something like this:

	[image: Image]

	The shift from what we wanted to release to “what we need to release” enabled them to get to the smallest valuable release. We weren’t going to release this, of course. Remember, we had only one release to go. But we were going to build it first and then build the rest.  I also made it clear that this initial part of the product was now a seventh-month project. That we wanted to get it done first to ensure we had a release. But if we planned to build it in 10 months, it’d take the entire time (Parkinson’s law - work will fill the time allotted).

	Epilogue

	I checked back with the company a little after the projected end date of the product release. They had been successful in the build and delivery. There was another dynamic at play here as well. One that I had mentioned to them, and they confirmed.

	Let’s consider we have a project that will take 7 months. Now what would happen if someone added about 50 new stories functionality to the project? Would it take 7 + 50% of 7 months (3.5 months), which equals a little over 10 months to complete? Or would it take more? Most people would guess more because the time to do a project increases exponentially the bigger the project is if you do it in one pass.

	But the reverse is also true. If you have a 10-month project and take out about a third of the work, it will take less than 2/3rd of the time to complete. Breaking the project up had a lot to do with its success because it shortened the time for feedback and created less waste as it was being built.

	* * *

	The coach’s tip embedded in this

	Embedded in this story is a powerful coaching tip. 

	When you hear something people are telling you but you are fairly certain is not correct you must get them to see the faulty logic. If you just say they are wrong you will likely get denial, resistance, and may even be shown the door. 

	In the case study above they could not see that not everything was needed. When you are in situations like this you need to get them to discover this by asking them questions where they expose their own faulty logic.

	It’s rarely a good idea to challenge the people you are coaching directly. That may get them defensive and hurt your relationship with them. In the prior chapter Help Them Change Their Mind we showed how to demonstrate their approach to be less effective from their perspective.

	In the case study just given, it is clear that there had to be at least a little descoping possible. It was also clear that they didn’t have 100% certainty they were going to get it all (no one does). Once the ice is broken - that is, what is some feature that could be dropped - they will see they were exaggerating the situation.

	There is a funny parallel to this in My Cousin Vinny’s grits scene. Seriously. Where he takes what the witness says as truth and demonstrates that it can’t be by drawing conclusions from that. Of course, do this with respect - ask questions from a position of wanting to learn.

	Dealing with unruly people - caution it may not be what it appears to be

	People often show up unruly in training and team coaching sessions. As a coach, you must always remember that the system people are in has a strong effect on their behavior. They may be showing up in an unruly fashion because they have been triggered by something. They may look like they are committed to disruption when, in fact, they are frustrated and are acting out.

	Unfortunately, since the coach is attempting to get something done, when people are like this it is easy for the coach to get triggered themselves. The sense that they cannot get their job done can trigger fear in them and then have them forget what they are really trying to do.

	The key is not jump to conclusions about what’s going on. Instead, one must ask the person questions in a non-threatening manner to discover, both for you and them, what is actually happening. Remember it is important to hear their own “listening.” This is the basis for active speaking which, in this case, means asking questions.

	One must be careful not to do this with judgment or the person will likely get more unruly. 

	A personal story by Al Shalloway

	Note – this is here to give an example of what is possible with exemplary coaching. An unskilled coach may have this backfire on them if they unintentionally inject judgment and assume what people are thinking. 

	I’ve been in personal development workshops quite a lot. I’ve seen amazing coaches do amazing things with people. We don’t have permission to coach people personally in our work. To be clear, I am not suggesting that you do that. However, there is a technique I’ve seen these coaches use that works quite well. However, to do it, you must dispel the judgment of the person you’re talking to and accept what they say as the absolute truth for them.

	For several years, Net Objectives had a public CSM class scheduled. I had CSTs at the time, but they got last-minute contracts to teach onsite CSM classes. So, I brought in a very capable CST I had known for a while. 

	We had a student who started being disruptive about an hour in class. And it only got worse. We were getting ready for our lunch break, three hours into the class, when the instructor approached me and said, “Ralph (not his real name) is being disruptive. If this were my class, I would have already thrown him out, but I’m talking to you about it since it's your class. I think he needs to go.”

	I totally understood why the instructor felt this way. But I’ve been around enough people who act a certain way because they feel trapped. I, of course, didn’t know what was happening, and I agreed with the instructor that this couldn’t continue. But I figured I should find out before telling him to go home and that we’d refund his money. So I told the instructor I wanted to talk to him first, saying he needed to let me handle it.

	I called over the person and the instructor and started the conversation, which went something like this (note that my tone was very even throughout this process- conveying a tone of interest with no judgment):

	Me: It looks like you’re not very happy here.

	Him: No, I’m not.

	Me: Can you tell me why?

	Him: Sure. You’re not telling us what to do.

	Me: So you came here expecting us to tell you what to do?

	Side note here: The instructor was teaching Scrum with a Scrum game. It was very interactive but required the students to figure out what to do. 

	Him: Of course. (his tone was like - “Why else would I be here?”)

	Side note here: My thinking was that since he had this expectation about being told what to do, I was guessing that he didn’t like being told. This was uncomfortable for him. But we all get into these situations. To be clear, if I asked him this directly, he may have gotten defensive. You’ve got to let him tell his story. All you can do is ask questions and take his answers as truth.

	Me: Do you ever find yourself in a situation where you don’t know what to do?

	Him: Of course.

	Me: Would it be helpful if we helped you learn how to figure things out when you didn’t know what to do?

	He paused. He had never considered that this was what was going on. 

	Him: Sure.

	Me: Well, what we’re trying to do here is to help you figure out what to do when you don’t know what to do. Would that be helpful?

	Another pause.

	Him. Yes, it would be.

	Me: OK, so that’s what we’re doing. We’re not expecting you to know what to do. In Scrum, one of the things you need to do is figure out what to do. So that’s what we’re trying to help you figure out what to do when you don’t know how. Would you be OK with that?

	Him: (with a smile) Yes.

	It was clear to me that he was not OK with not knowing what to do in a work environment. He was smart, and part of his identity was knowing what to do. I at least made this and the next day be OK with him not knowing what to do.

	He returned after lunch and was happier, participated positively, and stopped all disruption. The next day, he was literally jumping on the tables excitedly. It was cool. 

	The point is, don’t rush to judgment about why people do what they are doing.

	But you can’t tell them. You can’t even ask them if they are doing what you are thinking. You can only ask them to describe what’s going on for them.

	* * *

	Finding the middle ground

	“Listening to both sides of a story will convince you that there is more to a story than both sides.”

	- Frank Tyger

	F. Scott Fitzgerald once said: “The test of first-rate intelligence is the ability to hold two opposing ideas in your mind at the same time and still retain the ability to function.”

	When all you see being discussed are extreme points of view, know that there is either a middle ground that is likely more effective or that something on an entirely different dimension is not being observed. When you do this, you can see more options and communicate new ideas, receiving less resistance. The result is faster learning, more engagement, and people being more effective. You will also gain trust as a coach.

	A personal story by Al Shalloway

	Years ago, Don Reinertsen and I were at a conference, watching from the back of the room. We'd sometimes make private comments about the presentations. At one point, it was clear that there was a pattern of “this or that” – mostly relating to flow or iterations - in the presentations. Don made a funny observation: “These folks w 1s and 0s too long.” I chuckled at this since I had had the same feeling.

	* * *

	This attitude is very pervasive everywhere. Notice how often someone says something and a person hearing it will respond as if the only alternative is going to the extreme of what was mentioned. For example, if someone says, “There is a degree of predictability” in development, someone else may say, “You can’t predict everything.”

	We have choices between the extremes. A well-known bit of life coaching advice is never make a decision when you only have two alternatives. “Decide” means to “kill off” options. But what you want to do is to take the two points and understand the dimension in which you are looking at things. Always have a third alternative, even if it seems worse than either of your first two. This third option can be between the two options you see or on a different dimension altogether. 

	In the Agile space, most people seem to be making binary decisions.  We look at Scrum as a thing and Kanban as another thing. Scrum has the cross-functional team be sacrosanct, and David Anderson says, “Visualization, not reorganization.” There is value in both. Both are proxies for what we need to do. And there is always something in the middle. 

	Don’t immediately go to extremes.  Consider the issues being dealt with. Create options. Go a step deeper than most people do.

	If someone suggests something, pause a moment before responding.  Consider if there is a middle ground between what was said and what you will say. A small amount of thinking before responding can save a lot of time in debating. Focus on exploring, discovery, and learning.

	How to take advantage of knowing people do this

	Knowing that people go to extremes provides you insights in how to speak to people about new concepts that don’t fit into their normal thinking. Expect when you say something new, if people don’t immediately agree to it they will hear an extreme case of what you said – not necessarily what you meant. For example, if you say “we want to focus on creating a safe environment so that you don’t need so much courage” many will hear you say “we want to make it so people don’t need courage.” Knowing this, you might say “while we always need courage, it’s good to make an environment safer so you need less.”

	Don’t use this as a formula, of course. Just be aware that when you mean shades of gray, many will listen to you in absolutes.

	 

	Look for a second dimension

	There is also another possibility. Sometimes there is another dimension to attend to - not merely a middle ground between two options. For example there has been a fair amount of discussion as to whether it’s ok to push a process onto people. But it’s not yes or no or even just a certain amount. There is another dimension to attend to - are you talking about team level or across the organization. Having agreements that all teams must follow to work together makes sense. But requiring teams to work in a particular way doesn’t. This “third dimension” provides for a better solution.

	One way we’ve found to be effective in finding this middle ground is to step back and attend to what you are trying to accomplish. It is likely that the two approaches being defended are different attempts to accomplish the same thing. Speculate if there are other ways to accomplish this. Even consider bad ones. Doing this will help you and the person you are talking to see that it isn’t an either or conversation.

	It's not a debate

	“I once believed, as most do, that if arguments are to be won, the opponent must be pummeled into submission and silenced. You can imagine how that idea played at home. If, in accordance with such a definition, I won an argument, I began to lose the relationship.” — Gerry Spence

	Listen to an audio summary of this chapter here.

	Not much learning occurs when people are attached to their positions. Although it feels good to win points, you don’t learn much while doing so. It is important to have discussions that relate to learning, not winning. While there is often no objective truth, taking a position to defend rarely leads to learning.

	When people know a useful concept, trying to convince others of it is normal. Even if this is done with good intentions, people feel uncomfortable. It reactivates times they have been talked down to by arrogant people.  Trying to convince people of something is not an effective way of creating new possibilities for people. 

	Instead of debating, we need to focus on  discovery. The reality is that none of us are right all the time. As a coach, you may

	
	1) be wrong,

	2) say something incorrectly, or

	3) be misunderstood



	It is much more effective to have a conversation with someone to discover what is more effective. Even when you’ve been down the road before, acting as if you are on a road of discovery with whomever you are talking to will make you more effective.  The intention is to have a dialog of discovery with the attitude that you and the people you are talking to will learn. Very often, you will learn more than they will. This is a good thing. This is the heart of the Socratic method.

	[1] Socrates taught by asking questions and drawing out answers from his pupils to challenge the completeness and accuracy of their thinking. Here are the six types of questions Socrates posed:

	Clarifying concepts. These questions get students to think more about what they are asking or thinking about, prove the concepts behind their argument, and get them to go deeper.

	
	● What exactly does this mean?

	● How does this relate to what we have been discussing?

	● Can you give me an example? 



	Probing assumptions. These questions make students think about the presuppositions and unquestioned beliefs on which they are founding their argument.

	
	● What would happen if…? 

	● What are we assuming?



	Probing rationale, reasons, and evidence. When students give a rationale for their arguments, dig into that reasoning rather than assuming it is a given.

	
	● Why is that happening?

	● What evidence is there to support what you are saying?

	● Can we test that this key assumption is correct?



	Questioning viewpoints and perspectives. Most arguments come from a particular position. So attack the position. Show that there are other, equally valid viewpoints.

	
	● Who benefits from this?

	● Why is it better than or different from…?



	Probing implications and consequences. The argument a student gives may have logical implications that can be seen.

	
	● Does this data make sense?

	● Are they desirable?

	● How do [these assertions] fit with…?

	● What are the consequences of that assumption?



	Questioning the question. You can also reflect on the whole thing, turning the question on itself. Bounce the ball back into their court.

	
	● Why do you think I asked this question?

	● What does that mean?



	In an argument, the winner doesn’t learn anything.

	The interesting thing about winning in an argument is that you don’t learn anything.

	When you have an inquiry and realize you were wrong, you are the real winner because you learned something.

	Guiding With Questions

	It is possible to get people to conclude what you know is true by asking questions so that they get insights that lead them to the insight you want them to have. 

	A personal story by Al Shalloway

	This is not something everyone does naturally. Years ago, when I was coaching FORTRAN programmers in object orientation, I knew how to do it and would talk with people about it. I asked some questions as guidance, but I was leading them in a direction I knew to be right. Then, I sat in on a University of Kansas professor visiting and teaching some basic object orientation. He was gracious enough to let me sit in on his classes. I just listened and observed.

	What struck me was that he asked questions based on where they were. He didn’t seem to be trying to lead them anywhere; he just went with the students’ knowledge. I was amazed at his patience. After a couple of hours, one of the students had a shift in her thinking and said something to the effect, “If that’s true, objects would have to be responsible for themselves.” This was the key insight needed. And after she said it, you could discern that every other student got it. It was almost comical, the jaws dropping around the circle. 

	I was impressed and amazed. When things like this happen, I like to ask what did happen. 

	In thinking about it, I realized the professor had confidence in his work. He had faith that his line of questioning would lead to what he believed. If it didn’t, he would learn something.

	The key is knowing the answer but disposing of it as the answer and just engaging with the people you’re talking to.

	* * *

	[1]  From the University of Nebraska-Lincoln

	 

	People don’t always say what’s so. They say what sells.

	It’s important to know that people like to look good. This means that while they may not outright lie, they will often say things that present them in a different light. As an Agile leader, you have to be aware that people often say things that aren’t true that make them look better.

	We learn this early in life. 

	For example, if your teenage daughter says she wants an iPad to do her homework, it’s more likely she wants one to get on Facebook so she can chat with her friends.

	Conversations like this happen all the time.

	While you might get away with challenging your kids, you shouldn’t challenge a co-worker or boss.

	For example, when a manager doesn’t understand why something might work, don’t expect him to say he doesn’t understand. People often don’t want to admit they don’t understand. And the higher up the food chain, the more pressure there is to put up the pretense of knowing what’s going on. So, instead of admitting they don’t understand, he will likely just say it won’t work.

	It’s important to notice when these types of conversations happen.

	It provides the opportunity for you to realize if you can get them to understand, things may improve.  

	 You’ve got to listen between the lines, so to speak. And use that to see if there’s another way to make your point.

	[image: Image]

	You can learn in any conversation, but an inquiry is often a better place for learning than debating.

	Related chapter: Growth versus fixed mindset in a picture.

	 

	 

	


Section 3: Coaching coaches, other leaders, & roles

	Equal partnerships are not made in heaven-they are made on earth, one choice at a time, one conversation at a time, one threshold crossing at a time. – Bruce C. Hafen

	 Learning Outcome:  You learn how a coach can coach other coaches and leaders in different roles. In a transformation, it is essential to consider that there are many leaders, and that coaching is a partnership and an invitation. Humility, authenticity, empathy, and compassion make coaches more effective. Consider you may be very effective with certain types of people or with specific roles, styles, and shared experiences. With practice and commitment, you can connect with anyone. In the meantime, coaching teams serve organizations better than the one coach and coaching multiple people in different roles, different levels of the organization, with different personalities is why coaching teams as learning organizations works.

	The benefit of this section is knowing how to create partnerships and make coaching an invitation has you become a trusted advisor and contribute where you have the most impact. Empathy, compassion, experience, and the models and patterns you use in these roles can provide others with mastery.

	The benefit of the benefit is people become more effective and successful in their roles, which serves their teams, their organization, and their future.

	How to listen and speak to management

	“Whether you think management is good or you think management is bad, you’re right” - inspired by Henry Ford's quote, “Whether you think you can or think you can’t, you are right.”

	Listen to an audio summary of this chapter here.

	Many Agile coaches complain about management’s inability to understand Agile. This topic is about how to talk with management in a way they will be interested in learning about the value of Agile. We shouldn’t expect them to want to talk about methodologies. People often become managers because they are good at solving problems and often in a specific domain. Instead of talking to them about Agile, let’s talk to them about removing organizational barriers. The trick is to talk with them from their perspective and to take advantage of what they know and care about.

	Getting management to understand Agile requires:

	
		The first step is to respect management and be open to dialog. The Agile space has long ignored or held management in contempt. Not only is this unfair, it’s counterproductive. Like all roles, some managers are masters at management, and others are not. In addition, various styles often relate to how that person in a particular industry or organization became a manager. The fact that they don’t understand some things does not make them evil. It just puts the burden on you to explain things.

		Understand the business perspective. Speak to management from management’s business perspective. Know management’s strategies, customers, products, and services, and look for anything in the system that may impact the manager in their role. Speak from their point of view and with their language. Please don’t say we have to work on fewer things; tell them we want faster delivery, less wasted effort, and predictability.

		Don’t expect them to buy into Agile. Agile means different things to different people. Reading the Agile Manifesto to them may seem pedantic.

		Keep management in the loop on how things are going. When people don’t see what’s going on, they tend to make things up - often worse than it is. 

		Never believe people are coming with ill intentions. Their behavior may be due to a lack of understanding.

		Don’t assume management is trying to keep a command-and-control attitude. Eli Goldratt once observed, “A comfort zone has less to do with control and more to do with knowledge.”

		Be able and prepared to explain why Agile works. This usually requires knowing some first principles that managers can relate to.

		Understand basic value stream management to explain how local optimizations rarely lead to global improvements.

		Don’t provide them with too much information or how to solve many problems with a transformation all at once. You do not want leadership to feel like they have to drink through a firehose. They will start being concerned about the cost of change, the disruption, the impact on productivity, and whether or not employees may leave. Instead, either start with what is the most impactful across the organization or from all the information you have, categorize the issues, use five whys or other root cause analysis techniques. Consider that several issues very often have one root cause. Then, pick the most impactful and build a case based on current costs, lack of predictability, reduced quality, and reduced flow. Measure the impact of this change. Creating another win will be easier once you create leadership’s first win. 



	Many Agilists blame managers for not fully participating in an Agile adoption – or even resisting it. But consider the impact of consultants ignoring them, not respecting them, talking down to them, calling them chickens, and barring them from important meetings, all in the name of Agile/Scrum. What would your opinion be of it if you were in their place? Acknowledge this poor behavior and do something different.

	Some thoughts from Eli Goldratt from The Choice (with comments)

	“The difficulty is that if I’m not sure, really sure that a 2nd effect does exist, I might stay inside the box; it is always safer to stay within the comfortable boundaries of a box than to jump out into the unknown. Since the other effect is not within that box, I will not find it. I’ll give up searching and remain stuck with a tautology (circular logic).”

	Comment by authors: Many blame managers for being in a command-and-control mode. It’s a self-fulfilling prophecy when you claim this and don’t provide managers with fundamental insights that would enable them to give up control.

	“… it is obvious that we should expect resistance when the person is seeing a different cause-and-effect relationship than we are employing. How much resistance? Well, it depends on what led our clients to believe in their existing cause-and-effect connection. I now believe that we had better distinguish between two different types of situations—one where people have experience and the other where people do not.”

	Comment by Authors: When the people who are pushed outside their comfort zone don’t have the experience to judge whether or not the causes and effects underlying our suggestion have merit—causes, and effects that are in direct contradiction to the one they assumed—is an explanation enough to cause them to invest the considerable time and effort needed to launch, monitor and analyze a test?

	Creating understanding for executives by talking about value streams

	Listen to an audio summary of this chapter here.

	Many in the Agile community criticize a company’s leadership for not understanding Agile.  However, much of this lack of understanding is due to many Agile coaches / consultants not talking to them in a manner that executives are interested in. Executives often don’t want to learn Flow, Lean, or the Theory of Constraints. We suggest a better way of communicating the value of Agile is by talking to them about value streams and value stream networks in a way that makes sense for them. Here’s an example.

	Consultant: Hi. You’ve heard a lot about companies adopting Lean and Agile methods. But instead of talking about methods, I’d like to talk about what we, as an organization, want to accomplish. So, let me start by asking you what you’re interested in.

	Executive:  Well, I’d say the top things I’m concerned about are:

	
		Innovating for our customers

		Avoiding the waste of developing products that are not useful

		Being able to quickly deliver value at a reasonable cost

		Providing a great customer experience with the products and the supporting service

		Having an effective sales organization

		Creating an excellent environment for our employees to work in,



	We would expand customer service to customer experience. And would also include something about time to market or responding to change. Creating value at a reasonable cost isn’t good enough if it’s two years late.

	Consultant: Great. Let’s look at these and see how we can help. First, what does innovation for your customers mean regarding your services and products?

	Executive: Well, regarding our products, I’d like them to add value to our customers beyond what they might expect.

	Consultant: What would that look like?

	Executive: Well, they would find themselves using our products in better ways – making their lives easier.

	Consultant: You mean that they’d find themselves working in a different way? In a way that they’d find is better and more effective?

	Executive: Exactly.

	Consultant: To introduce a term, this workflow you’re describing is called the customer value stream. It describes a customer’s path from starting to get value until achieving it. I’m hearing you say that you’d like to improve how they do this.

	Executive: Yes, but how can we do that?

	Consultant: Well, first of all, we need to clarify that that’s what we want to do, and you just did that. We use the term “customer value stream” to share a common language and know what we mean by that.

	Executive: OK, that makes sense, but I can’t control what our customers do, so how do I improve their value stream?

	Consultant: This is a two-step process. First, as you’ve just stated, we must recognize that we’re trying to improve how our customers do their work. A great way to do this is to have our products and services interact with them in a way that improves how they get their job done. This “interaction” is called the customer journey.

	Executive: OK, that makes sense. So, we have our development teams focus on improving our customers’ value streams, and we design our systems to improve customer journeys. Sounds good, but it also sounds expensive.

	Consultant: Yes. At first, it sounds like we’re doing more work. But there are lessons to be learned in improving our customers’ value streams and how we improve our own. Let’s consider things customers like and don’t like. First, what do customers think about waiting between the steps they must take?

	Executive: They don’t like it.

	Consultant: Exactly. Eliminating delays in a customer’s workflow is a good idea. Now, consider what happens when your developers work and things get delayed. Say, one person needs to talk with another, but that person isn’t available.

	Executive: That will not only cause frustration, but it’ll likely cause extra work because of multitasking.

	Consultant: It will also cause delays in getting feedback about whether we’re working on creating the right innovation. The more delays, the greater the time to get value. And if we make a mistake, we won’t detect it longer than if we didn’t have these delays.

	Executive: Can’t we tell our people to work faster?

	Consultant: Sure, but consider this. Are they not likely to work as fast as they can? Pushing them harder will likely just create errors.

	Executive: I don’t know; a little pressure is often good.

	Consultant: And I’m not saying it isn’t. But consider the time from starting an improvement until it’s completed. I’ve been watching your people and can see they are busy. But I suspect that precisely because they are busy, the work is waiting around.

	Executive: What do you mean?

	Consultant: Well, consider this. Someone starts working on something and needs help from someone else working on several things. Is this other person likely to be available?

	Executive: Probably not. The more they work on getting more done, the more likely the person needing their help will have to wait longer until they have time to get to them.

	Consultant: Exactly, and while they are waiting, they start something else, so the piece of work they made the request for …

	Executive: just sits there for a while. Hmm, I see. So, what do we do about this?

	Consultant: The trick is not to get people to work faster but to eliminate the delays, as much as possible, between the steps in the workflow – that is, in the development value stream.

	Executive: But the work in the development area isn’t a stream. Things go back and forth across teams all over the place.

	Consultant: Yes, very perceptive. That’s why we also call it the development value stream network.

	Executive: OK, let me get this straight. To innovate, we need to improve how our customers work. We call that their value stream or the customer value stream. To influence this, we attend to how they interact with our systems, which we call the customer journey. We need to improve our development value stream networks by removing delays in them. This speeds up feedback and value delivery. Have I got it right?

	Consultant: Yes. Now, we’ll leave how to do this for another day. But there are still other types of value streams.

	Executive: This is beginning to sound a little complicated.

	Consultant: Well, there is a fair amount to learn. But all of these value streams have a lot in common. And there are straightforward ways to start.

	Executive: So, what other value streams are involved?

	Consultant: Consider what internal work you do. You have groups to market, sell, deploy, support, etc., the products. Each group has its value streams. We call these operational value streams.  You also have value streams for legal, HR, etc. All your value streams should be about creating value for your customers and/or employees.

	Executive: All should work to provide value quickly, without delay or wasted effort.

	Consultant: Let’s look at that list you gave me at the start:

	
		Innovating for our customers

		Avoiding the waste of developing products that are not useful

		Being able to quickly deliver value at a reasonable cost

		Providing a great customer experience with the products and the supporting service

		Having an effective sales organization

		Creating an excellent environment for our employees to work in



	Notice how value streams help the first five of these directly. We get innovation by attending to customers. We can lower the waste of developing products that are not useful by getting quick feedback. Reducing delays reduces waste in building new products, customer service, and sales.

	What would it feel like to work in an environment where you weren’t wasting time waiting for others?

	Executive: It’d be great.

	Consultant: Then we’ve covered them all.

	Executive: Is there more to this value stream stuff?

	Consultant: Yes, quite a bit. Consider how people can align when they all understand we’re interested in value add. This is a holistic view. Everyone can recognize their role in the bigger picture. We can also use what we know about value streams to see where and how to improve them.

	Executive: How do we do that?

	Consultant: There are a couple of ways. The most common way is what is called value stream mapping. In value stream mapping, we draw out all of the steps of the value streams.

	Executive: Sounds like that takes a lot of time.

	Consultant: It can be. But a high level analysis doesn’t take very long. We’ve discovered, after looking at hundreds of companies, that the core way they should be working is similar. This core doesn’t include certain things that may be particular to certain companies, such as FDA regulation or working with hardware groups. But even in these cases, the core work is the same, and regulation and hardware are just additional requirements on what to do. Knowing this enables us to look at what we should be doing and contrast it with what we are doing. Then, we can see where we need to improve.

	Executive: Everyone can get on board because we’re all united around adding value, supporting it, and being efficient.

	Consultant: Yes. And there’s another advantage this gives us. Even though many people in the organization may need to accomplish the same thing, how they do it must be adjusted to their situation. This enables people to self-organize while fitting into the bigger picture. This enables people to work in a way that suits them while coordinating with other groups in the organization.

	Executive:  Very cool. You’ll have to teach me more later.

	 

	Extra Reading: Cutter Consortium Article Why Leaders Should Focus on Value Streams. 

	Managers who are coaches are critical

	When managers learn to coach it is not about simply acquiring a new skill; it transforms how organizations and teams operate. It has been demonstrated through various studies that the performance of employees and teams significantly improves with managers who can coach. When managers take on the role of a coach, they are no longer just directing and supervising; they empower their team members to grow, develop, and excel. This contributes to the well-being of managers and employees. Employees become more productive, there is less turnover, and psychological safety, critical to creating high-performing organizations, is fostered.

	In today's workplace, where change is constant and employees are constantly learning, growing, and dealing with disruption, it's more important than ever for managers to be able to coach their teams. Consider all of the disruption that employees have and are still dealing with. 

	A manager who coaches helps employees develop skills and reach their full potential. They do this by providing guidance, feedback, and support. They also help their employees set goals as a team member and personal development goals. They empower their employees to learn to track their progress. Forbes published an article in June 2023, “A Company Replaced All Its Managers with Coaches. Employees became 20% More Productive and Happier.” 

	There are many benefits to having a coaching manager. For one, it can lead to increased employee engagement and satisfaction. To engage your employees, show authentic investment in their personal development. 

	Coaching managers can also help to improve employee performance. Coaching managers can help employees identify and correct their weaknesses by providing guidance and feedback. They can also help employees develop new skills and knowledge. Finally, coaching managers can help to create a more positive and productive work environment. When employees feel supported and encouraged, they're more likely to be effective and creative.

	Overall, the best managers are coaches. They can help their employees develop skills, reach their full potential, and create a more positive and productive work environment. It is important to state that the organization and all of leadership needs to have this coaching stance. If they do not, the individual manager/coach will not be able to follow through on being just a coach. They will have too many competing pressures on them. The system will not support them.

	We must make a distinction between managers trusting their people’s motivation and attitude and trusting their skills or in knowing what to do. While managers should always trust their people’s attitude and skills, they must also ensure the people working with them understand what is needed to get their job done.

	Benefits of being a coaching manager

	
	● Increased employee engagement and satisfaction

	● Improved employee performance

	● A more positive and productive work environment

	● Reduced turnover

	● Increased innovation

	● Ability to ensure your employees have opportunities based on their skills, interests, and natural abilities

	● Being a champion for your employees’ continued personal development

	● Better team dynamics as individual strengths and diverse thinking are appreciated



	If you're a manager, we encourage you to learn more about coaching and how to become a better team and organizational coach. It's one of the best things you can do to improve your team's performance and create a more positive work environment. It also allows you to have more fun in your role.

	Helping managers help team members

	It is important to understand the role of management in Agile. A role rarely described effectively in the Agile space. In fact, managers have often been vilified or neutral at best. But they have a key role – creating an effective environment for people to work within. In other words, they don’t manage people; they need to manage the environment. As W. Edwards Deming said “A system must be managed. It will not manage itself. Left to themselves, components become selfish, independent profit centers and thus destroy the system. The secret is cooperation between components toward the aim of the organization. We cannot afford the destructive effect of competition.”

	A coach’s attitude towards management must be one of providing this new opportunity to management. We must recognize that their world has changed considerably. This fosters fear and resistance and control.  The overwhelming number of managers are good people caught in bad situations. We must treat them accordingly.

	When they show up otherwise, we must remember to help them see these new opportunities by providing an understanding of what we’re trying to do. Understanding the “physics of flow” is also useful.

	Do not buy into the negative view many agilists have about management. Nor believe that the situation is too complex for them to understand. Virtually all the actions I hear many Agilists complain about management taking have predictable outcomes. As a coach your job is to get them to see this cause and effect.

	Neither micromanagement nor hands off management work in managing teams. Managers often go to these different extremes. They may micromanage or have heard they are not supposed to, so they don’t give enough information. While it is important not to micromanage, managers must give enough information to people to get their job done. Managers should provide: 

	
		The purpose of the request. What success, what done or complete looks like, and what decision guidelines are available. Don’t assume team members know the parameters for making good decisions (e.g., guardrails). 

		The conversation about guardrails works best when there is some conversation about it. Instead of assuming that people doing the work do not have a sense of what these agreements are, it is important to ask. This has the advantage of increasing ownership and ensuring people are connected to the why, not just to a series of rules to follow.



	There is a balance between too much and too little guidance. Ask your teammates at times how happy they are with management interaction. If they are unhappy, see what you can do and talk with the manager. 

	We highly recommend a Team Happiness Survey, a leading indicator of engagement, turnover, and thus predictability, quality, and flow. In fact, by having this anonymous and on a cadence, you can get feedback on the relationship between the team and their manager and their relationship with you as a coach. You get feedback on organizational barriers and valuable data on how transitions are impacting teams, allowing the course to be corrected. Consider if you have to make it anonymous - that is, have the manager not know who gave you the feedback. If you are a coach, and someone tells you something that then comes back to bite them, they have no reason to talk to you about any issues in the future.

	If a team member talks directly to you, the manager needs that feedback. The manager may ask you to reveal which team member provided the feedback. The best thing to say is, “If I tell you that, then you will have lost the ability to get useful feedback in the future. It will impact trust.” At the same time, you can continue to facilitate retrospectives where information can be provided to the manager and prepare the manager never to use any of the information except to understand what the team needs regarding obstacles removed or resources required. In other words, you coach the team and the manager and gradually create opportunities to facilitate open and authentic discussion.  

	A Value Coach can do the following to make a difference in situations where leaders do not understand the work:

	
	● If these roles exist, coaches, Scrum Masters, and Product Owners must align on supporting team members and teams.

	● Bridge the gap in knowledge between the team and leadership, if the coach has the background.

	● Mentor and coach development leads to having impactful conversations with their leadership

	● Promote the team as solution providers, not code monkeys 

	● Look to chunk and prioritize the work, making it more manageable, predictable, and something that can be prioritized

	● Ensure that leaders understand the value the team is bringing. Focus on painting a picture of the impact on talent and how each person impacted the product



	 

	Seek to understand

	“Seek first to understand, then to be understood.” Stephen Covey

	People often have a compulsion to tell others what they think. As we’ve discussed, conveying ideas to people is much more effective when you understand where the other person is coming from. This is why it is important to first understand people. By having the patience to listen to them and understand them at least three things happen. First, they will have said what they feel they need to have said. This will enable them to listen to you better. Second, you will have a better understanding of the issues involved. And third, you will have a better sense of how to speak to them because you now know their concerns better 

	A personal story by Paula Stewart 

	I experienced this scenario earlier in my career as a data architect. This makes me more aware of the issue and I have seen many teams experience this. When people who direct and lead development teams do not understand the basic foundations of software development, they do not understand the scope of work. Proactive engineers or developers will know what provides long-term feasibility and viability of a product and will often wear multiple hats to address gaps. At the same time, they are the only person in some cases to be able to educate management on what they are doing and why. They are constantly juggling multiple roles and communicating the importance and priority of work to be completed. 

	One day, I got a call, and it was a very familiar pattern. A pattern that I have championed and resolved successfully in different organizations:

	Talented Engineer: “They do not fully understand what I am doing, which means I have to put more time in to do the work that is never understood or part of the estimate. I am working for someone without a software background. What I am doing is simply not part of their experience.”

	“I am wearing many hats because they thought they needed a BI analyst when they needed a BI Architect, Data Engineer, BI Developer, and Product Owner.”

	“They recently hired a Project Manager. However, now I am creating a detailed project schedule and it is just more work.”

	“They are expanding the product to another domain as our initiative is doing so well. It is just, I am tired.”

	My concern for this talented engineer is their well-being. If leadership does not understand the scope of work, they will not know the commitment and extra time a talented engineer or developer needs to add. In this scenario, the talented engineer has become a trusted advisor. However, their runway is limited. I was hoping that this engineer would work with a Product Manager who could provide vision and strategic goals, understand the value of sustainability, including technical enablers and architectures, work with him to create a comprehensive roadmap, protect his time, and define the work in chunks while leading the organization to prioritize the work, allowing the talented engineer to work at a sustainable pace and to be appreciated for their efforts. 

	That is something I have frequently done for my teams. It is hard to watch talented people having to take on so much. In addition, there are times when these same people are blamed by their leadership when things go wrong.

	* * *

	Empower team leaders

	In this chapter, we’ll be discussing Scrum teams because the roles of the product owner, Scrum Master, and team lead are well known. But consider these to be examples of the roles of any team.

	There are multiple leaders on Scrum teams. They are often referred to as the three amigos because if they have a solid relationship, the team benefits and so does the organization. The roles and collaboration of the Product Lead, the Scrum Master, and the lead developer within Agile frameworks is critical. Focusing on conflict resolution, role empowerment, and the importance of understanding and improving team dynamics, quality, flow, and value with them is crucial. A good coach will think of strategies to foster collaboration and appreciate the impact of these relationships on team performance and product delivery.

	Conversations with coaches show that value delivery is more predictable when dedicated product owners are adequately trained and empowered in their roles. 

	The Product Owner, Scrum Master, and lead developer should be working together 

	When leaders on the same team are in conflict, the conflict is a symptom of a deeper problem. - both authors

	We see occasional posts from people looking for guidance. They often experience conflict between the PO and SM roles in Scrum. The PO wants more done, and the SM wants to protect the team. This conflict, however, points to a deeper problem - a lack of alignment that can be created by seeing the bigger picture of creating value. In addition, there often is a lead developer who is leading the technical practices of the team. What works best is when these three leaders are all empowered based on their subject matter expertise which may or may not always align with the roles they are in. In other words, if these three positions are on a team, they can lead the team in the right direction only if coaches and leaders know how to empower them.

	 It is not uncommon to see one person wearing both hats in startups. Toyota has a role called the “Chief Engineer,” which is essentially these two roles blended. We have both been a “Delivery Lead” for multiple products wearing the hats of both Scrum Master and Product Owner for internal startups.

	The conflict arises when we look at these roles as separate local responsibilities. Product Owners, Scrum Masters, and Technical Leads should have the same goal - maximizing consumed value by the customers. While they all have different responsibilities, this common goal can be used to resolve the conflict. At the heart of this conflict is often the fact that leadership does not know the value of these roles or the value of the transformation which shows up in position descriptions, compensation, and inclusion or exclusion in crucial conversations. 

	That is why we recommend early on providing a collaborative workshop and review of position descriptions and compensation with Human Resources and leadership. Of course, this is after the transformation goals and roadmap are decided. 

	Scrum Masters can significantly affect the success of organizational transformation at the individual team level. System thinkers who are Scrum Masters quickly see patterns and solutions to global issues. They can also affect culture to some extent

	They also often fill the gap of not having dedicated Product Owners or people who are trained and who have mastered the role's core competencies. While it sounds simple to take the role's responsibilities and assign them to team members, say the three amigos, it is not that easy. Often, the three amigos do not have experience with the critical responsibilities of the role. This is where the Scrum Master must often coach, facilitate, and mentor so that what is most impactful is not missed. 

	It’s all about the interrelationship between flow, quality, and value. As a Coach, you can discuss their roles holistically and build a valuable bridge between these critical leaders. Treat any conflict as a symptom of a lack of understanding or undue influences outside the team.

	How the roles relate to flow

	Flow refers to the smooth and uninterrupted movement of work through a process. It involves minimizing delays, bottlenecks, and handoffs, enabling work to progress efficiently. Scrum Masters, Product Owners, and the Lead Developer have a vested interest in ensuring a smooth flow of work.

	Lead Developer: They play a pivotal role in technical decision-making and ensuring that the team's technical capabilities align with product strategies and roadmaps.  They must ensure that the work does not stall waiting for one developer to pick up the work from another. Their deep understanding of the technical landscape and the team's strengths and weaknesses enables them to make informed decisions that promote flow. Their role in identifying technical enablers is crucial for minimizing disruptions and delays.

	Scrum Masters: They are responsible for facilitating the Scrum framework and working with the team and leadership to remove any impediments that hinder the team's progress. By understanding the importance of flow, they can ensure too much work in the process does not slow people down or cause multi-tasking. They also work towards eliminating obstacles and improving the team's productivity and efficiency. In particular

	Product Owners: They prioritize and manage the product backlog to maximize value. They understand the rules of Flow and recognize that pushing work onto teams will cause less value to be created.  By considering flow, they can ensure that the backlog items are properly sequenced and structured to enable a smooth flow of work for the development team.

	When both Scrum Masters and Product Owners appreciate the significance of flow, they can collaborate effectively to identify and resolve flow-related issues, leading to better alignment. One way of doing this is a Story Workshop.

	Quality

	Quality is a critical aspect of any product or service. It encompasses meeting customer expectations, satisfying requirements, and delivering value.

	Lead Developers: Lead developers often ensure that the team has the right environments, they set standards for unit testing, test driven development, peer reviews, and even testing frameworks and tools especially if they are the most experienced developer on the team.

	Scrum Masters: They support the team in maintaining high standards of quality by fostering a culture of continuous improvement, encouraging proper testing and quality assurance practices, and facilitating the removal of any impediments that hinder quality.

	Product Owners: They play a vital role in defining and communicating product requirements, ensuring that the team understands the expected level of quality. They collaborate with the team to define acceptance criteria and prioritize work based on value and quality considerations.

	When Scrum Masters and Product Owners recognize the importance of quality and work together to uphold it, they are more likely to be aligned in their approach and decision-making.

	Value 

	Value refers to the benefits and outcomes a product or service provides its users and stakeholders. Both Scrum Masters and Product Owners must understand and prioritize value.

	Lead Developers: They ensure that technical debt is minimized and the codebase is maintainable. They often lead the move towards DevOps. All of those things impact how quickly new value can be delivered to users and customers. They may provide a prototype and even demonstrate the product with stakeholders. Some of us coaches specifically encourage them to be in contact with customers and users, if possible. Finally, they often build in code to track usage and dynamic feedback from users providing insights on what features and functionality are considered the most valuable.

	Scrum Masters: They facilitate the team's focus on delivering value by removing obstacles, promoting collaboration, and fostering a culture of continuous delivery. They ensure the team understands the importance of incrementally and iteratively delivering value.

	Product Owners: They are primarily responsible for maximizing the value delivered by the product. By understanding flow and quality, they can make informed decisions about prioritization, sequencing, and refinement of backlog items to optimize value delivery.

	When Lead Developers, Scrum Masters, and Product Owners share a common understanding of value and work together to maximize it, their alignment is enhanced, and they can collaboratively drive the product toward success.

	 

	Coaching Scrum masters and product owners

	Context matters

	Who can fill the role. First, find out if there is a PO, a business SME, a BA, or a Product Manager. Who is best for the Product Owner role can vary between teams in one organization. Sometimes, you can have the three amigos: Lead Developer, Quality Assurance, and Business Subject Matter Expert take on some of the responsibilities of this role. There are also times when you will have a Product Manager who is more outward-facing, working with the customers, sales, marketing, and customer support. In contrast, the Product Owner works with the development team responsible for the backlog, writing acceptance criteria and user stories, answering questions during daily standups, and conducting user acceptance testing. 

	Knowledge of the Subject Domain. Find out how much knowledge exists on the team for this domain. Find out how experienced their QA person is in this domain. If your Quality Assurance person is not experienced in this domain, you need to find someone who can help write test cases. “Brick&Mortar” fired all of their manual testers, thinking that would force the organization to move quickly to automated testing. We do not recommend doing that, as you will create a significant bottleneck when writing test cases or when acceptance criteria slow down.

	Community of Practice. Find out if a Community of Practice exists, if it does not create one. Encourage your Product Manager and Product Owner to attend the Community of Practice. Consider what your Product Owner is struggling with and encourage those topics to come up. If you have experienced product team members, they can mentor each other. 

	Assess Product Management Maturity. Assess the level of product management maturity on your team. There are templates and self-assessments for this. In fact, by having someone complete a self-assessment, you can also create a roadmap for continued training in their competencies.

	What Type of Product Is This? The product type of this team impacts the PO role. Is this BAU, infrastructure, data, mobile, or component team? 

	Questions About the Product Team. This is just a sample of questions as you find out about the product team itself:

	
	● How long has the product team existed?

	● What is the background of product team members? 

	● Are there UX Designers on the team, or shared across teams? 

	● Is there a CPO, where are they in the organizational structure, and what is their background? 

	● Have product team members been in software shops, have they received formal training for product management (e.g., the CSPO is inadequate)

	● Does your product team have e-commerce and mobile backgrounds, if needed? 

	● Is the product team empowered? 

	● Do you have experienced Product Managers who can develop new products or features?



	 

	Product Data and Metrics: What kind of product metrics are available? Does your organization have AI and Big Data to see changes in the competition, market, and customer sentiment quickly through NLP? Does your organization analyze Pirate Metrics (e.g., Acquisition, Activation, Retention, Referral, and Returns)? How about customer telemetry?

	Product owner role in different types of teams

	Product Managers communicate with internal and external stakeholders, create the product strategy, create roadmaps, maintain the portfolio items, and create product goals based on human-centered design, analytics, legal, compliance, non-functional requirements, and business goals. Product Owners generally partner with the Product Manager and the team to manage product priorities. One of the most critical competencies of both roles is providing context to development teams so that better solutions are created. The actual responsibilities may vary depending on the organization, team dynamics, and specific context. To some extent, the  Product Owner role should be adapted and tailored to meet the unique needs of the organization, team, and the nature of the product or service being developed or maintained. A coach can make a significant difference to this role by encouraging them to create bridges.

	Create Bridges. Product Owners succeed when they create bridges with roles such as the Product Manager, Development Manager, the Lead Engineer, the UI/UX Designer, the Quality Assurance engineer, and the Business Analyst. In cases where the Product Owner has yet to be trained and gain experience, a coach may need to provide more mentoring than coaching. In the beginning, the coach might be wearing the hat of the Product Owner as you mentor someone else. Before meetings, ask them questions and debrief with them afterward to reinforce what they learned. In this way, you can avoid putting them on the spot.

	What if the Product Owner Was Never Responsible for Requirements? A coach may find themselves creating or facilitating the first stakeholder mapping, Product Strategy, Product Roadmap, Story Mapping, and backlog refinement depending on the experience of your Product Owner and if they are dedicated to the role. Your goal is not to take over. It is to fill a critical gap if it adversely impacts the team or any upcoming events that cannot wait. Since this happens so frequently, here are some ways to balance this challenge:

	 

	
	● If you do not have a dedicated PO position and support multiple teams, can team members work together to cover the gap without negatively impacting their roles? This may be a compromise where you need to consider solving the immediate issue while you partner with leadership to create a dedicated role.

	● How can you empower the new PO to make decisions and take ownership of their role? Building their confidence is critical. Recognize and celebrate their small wins and progress.

	● Have you considered setting a structured learning path for the new PO? This could include essential readings, workshops, and shadowing opportunities with experienced POs. It helps to have a clear roadmap for their development. Some of us create a roadmap with our POs.

	● Do you have Business Analysts, and what is their role with requirements, product definition, and story refinement in this organization? If you have both roles, how do you ensure that the Business Analyst does not have to play both roles or a Quality Assurance Analyst does not have to pay both roles? This can be difficult for Business Analysts and QA Analysts, especially if their roles are at a lower level of the hierarchy and they were not in critical conversations with stakeholders. It can also conflict between the UX Designer and the Business Analyst until the Business Analyst can be mentored to provide just-in-time requirements.

	● How frequently do you plan feedback sessions with the new PO? Ensure that these sessions are constructive, focusing on strengths and improvement areas.

	● While filling in the gaps is important initially, how will you ensure they take on their responsibilities? Setting clear boundaries and gradually transferring responsibilities is crucial as they become more capable.

	● How can you utilize the strengths of other team members, like the Development Manager, Lead Engineer, and UI/UX Designer, to support the new PO? Encouraging a collaborative environment where everyone contributes to the PO's growth can be very effective.

	● What metrics or indicators will you use to assess the progress of the new PO? It's important to have some measurable way to track their development over time.

	● Have you considered how and when you will scale back your support? It's essential to have a transition plan for when the PO is ready to take on more responsibilities independently.

	● How can you scale learning, mentoring, and growth across the organization? Do you have a Community of Practice and Learning and Development solution with micro-courses, multimodal learning, and mentoring?



	Remember, your role as a coach is to facilitate growth and self-sufficiency. It's a delicate balance between covering the gap for you, the Scrum Master, or with other team members and allowing the new PO to experience and learn from their challenges.

	 

	Goals and roadmaps

	
	● Assist them in creating roadmaps and understanding  MVPs versus MVIs

	● Mentor them in establishing product goals.

	● If they are new to the role and the company, create three amigos, including a lead developer and quality analyst (QA). Shifting QA left is easy as they are motivated to write good acceptance criteria.

	● Business Analysts often make good Product Owners. In many cases, they practice at least some core competencies.

	● Have a session on writing BDD and emphasize how this leads to developers moving to TDD or, at the very least, writing better test cases.

	● Is there a UX Designer or a way for a UI Developer to show your PO design before too much development? Encourage this! Shift design left. 

	● Get together with other Agilists and ask them to create a Community of Practice for Product Managers and Owners if it does not exist.  Have some ideas for topics. You can start with Lean Coffee and encourage the Product Managers and Owners to find and share the answers.

	● Train them on the Riskiest Assumption Tests, product management maturity, and prioritization methodologies.



	
	○ Riskiest Assumption Tests: This approach tests ideas and hypotheses. Some think the main goal is to quickly gather customers’ and users' feedback and check the idea’s feasibility as soon as possible. I apply this to any key stakeholder, for example, technical stakeholders, for feasibility. I also recommend doing this as soon as possible during the ideation and design of the product. Sometimes, we think that customers and users want a specific product, and we are incorrect.



	
	● Create an area in your Learning and Development system for this role and all other Agile roles, including mentoring, micro-courses, and multi-modal learning.

	● Ensure they understand that technical enablers that provide sustainability are part of the criteria by which products and product teams are measured.

	● Encourage them to bring context to the team through regularly sharing the product strategy and changes, product roadmap, and story mapping.

	● Ensure they are at daily standups or at least every other daily standup and all planning, refinement, and retrospectives.

	● See if they have tools and technologies that support their role.



	 

	Empower core competencies:

	
	● Have them take a self-assessment on core competencies and guide them in creating a personal roadmap 

	● If they are not familiar with Human-Centered Design, create experiential training



	
	○ This training should include why understanding the persona and customer journey is critical and how the entire development team benefits from this information. 

	○ Have them brainstorm on the various personas their product will have and have them consider the customer journey for different personas. This makes creating features and stories simpler. 



	For example, people who watch Netflix movies are personas

	People who make money from those movies are personas, and 

	People who rate the movies are personas. 

	
	○ Have them compare and contrast in a brainstorming session the difference between the customer and user. For example, how the needs, stages, steps, and desires of the person buying the subscription or product differs from the person watching the movies. 



	
	● Encourage the PO to run refinement

	● Coach the PO to enroll stakeholders to come to sprint reviews by asking developers with them how important it is. Ask them to consider and authentically answer:



	
	○ What will their experience of the product be?

	○ What kind of things could they learn first-hand?

	○ How does this shorten the feedback loop?



	The result is that they will build a more impactful backlog. Share a case study where this led to much better solutions as user stories and features were removed or replaced based on this very precious feedback.

	
	● Using the various ways to deliver training and making it part of your organization’s DNA, start with an assessment of where your product management team is today. Have a self-assessment, observations, and metrics based on the phase a Product Manager or Owner is at and what training, mentoring, or coaching they need. 



	Consider creating a roadmap with your Scrum Master, Product Owner, and team leader for the team, which forwards their practice exponentially.

	 

	


Section 4: Coaching teams 

	The Learning Outcome is to scale up what we have learned about coaching individuals to include those things that significantly impact teams, from talent acquisition and onboarding to ongoing team dynamics. 

	The benefit of this section:  Mastering coaching teams is seeing your teams excited to work together in various contexts. When you are the catalyst for different personalities with different ways of thinking, talents, and skills working together effortlessly, supporting each other every step to achieve common goals, you will want to do this everywhere you go.

	The benefit of the benefit: Proper coaching can have a profound impact on people, their confidence, their ability to deliver, having a say in their work, working fluidly together, and breaking down barriers between talented knowledge workers and decision-makers. 

	Shalloway’s corollary to Conway’s law

	We have seen many teams reorganize into cross-functional teams and suddenly need help with multiple teams working on the same files simultaneously. They often complain about this and handle it with branches- that is, making duplicate development environments to keep out of each other’s way. This is not a particularly good idea except as a temporary fix.

	The naturally has them feel that having to do things this different, and it being a step back, is a bad thing. However, it’s a normal phenomenon.

	Conway’s Law is “Any organization that designs a system (defined broadly) will produce a design whose structure is a copy of the organization's communication structure.” 

	This happens because when you take a few component teams and reorganize them into cross-functional teams, each of the new teams now has someone on it who is working on each of the old component teams’ code. Before, each component was accessed by only one team, but now, each is accessing it.  

	This is to be expected.

	Al postulated a corollary to Conway's law - when the organizational structure of an organization changes, its application architectures will work against it.

	By this, before each group controlled a part of the application, they likely would now share it with people.

	We've seen many development groups go from silos to more networked and cross-functional. It is almost inherent that how branching and integration are done will change - at first causing problems.

	We tell people this so they don't think they've done something wrong.

	Why we listen to people closest to the work 

	To become a resilient and adaptable organization, leaders and coaches understand the importance of listening to those closest to the work, recognizing and addressing the systemic issues that hinder productivity and well-being, and empowering teams through context, communication, and facilitation of meaningful work.

	
		Knowledge workers often know more about what is happening in areas where they are domain experts and because they are closest to the issue. She remembered leaders saying things were great when she knew that was their perspective at a fifty thousand-foot level. 

		When a team member or manager says they communicated this to leadership, believe them. Then, ask how the request was communicated and leadership’s response.

		Create a business case or presentation with elements of a business case if that makes it easier for leadership to understand the impacts, such as risk, cost-benefit, and/or ROI.

		Hand over the business case and ownership to the leader with the most influence. That almost always works. Ask yourself: “Is it more important that I get credit or that people’s lives are positively impacted?”

		As a coach, find opportunities to bring together decision-makers and people doing the work. Prepare them for success and get out of the way! Sadly, knowledge workers are still largely not listened to. Coaches can shift this dynamic.

		Consider facilitating an Open Space Workshop. If set up correctly, you can shift the culture so that knowledge workers are listened to and leaders commit to implementing at least some of their recommendations. The output of that Open Space Workshop would ideally be global agreements related to security with identification of what would be local implementations. 



	 

	A challenge knowledge workers often have is that management does not see the problems they have in getting their jobs done. When knowledge workers have to deal with barriers to their work, such as a lack of environments, waiting on other teams due to unnecessary dependencies, a lack of focus on managing work in process, changes in priority after work has been committed to, large work queues (e.g., much more work than they can reasonably accomplish within a period), or attending meetings that do not have clear outcomes or value, they are very aware that there is a better way of working. These barriers invariably cause multi-tasking and context switching, leading to increased cognitive load. Increased cognitive load causes burnout.

	Multi-tasking is when someone switches back and forth between tasks, which divides their cognitive resources. As a result, each task may be executed with reduced efficiency, and the overall cognitive load can become overwhelming, potentially leading to errors and decreased performance.

	Context switching, often seen in software development, involves switching between tasks or contexts, such as changing from one software project to another or transitioning from one mental task to another. Each time you switch contexts, you must reload the relevant information into your working memory, which consumes cognitive resources. Frequent context switching makes it harder to maintain focus and perform efficiently.

	If you ask, you will see that knowledge workers have often communicated the barriers to leadership and provided viable solutions. Every time they are impacted by work with no value or need to multi-task and context switch, they are reminded that they could work sustainably, focus more on quality, and have time for innovation. Now, imagine when developers or other knowledge workers are asked to demonstrate their commitment to three months of work with these barriers needing to be adequately addressed. When nothing changes while more is demanded, your most talented people leave first.

	That is why it is evident that addressing “The Constraint” is a well-being issue. It can reduce or eliminate monotonous and tedious work, which is often the cause of a lack of work-life balance. It also reduces the need for cognitive load and working memory, reducing stress and increasing efficiency. 

	A leader may ask: "What’s in it for me?" By addressing well-being this way, you will improve flow and increase quality. Teams have better dynamics and communications, improving quality and predictability and simplifying coordination with sales, marketing, and customer support. You will be able to increase engagement, retention of talented staff, and attract talent. The frequency, disruption, and overall costs of onboarding are reduced. Onboarding can take months, causing teams to begin their storming cycle again and moving the focus away from identifying, creating, and delivering value to your customers.

	To be clear, this impacts more than just developers. It applies to all knowledge workers.

	A story of the platform leader who asked for an audit

	A personal story by Paula Stewart

	I was a platform leader whose team was responsible for the database environment's performance, security, and sustainability. This environment was shared by many consulting teams before I arrived, all using the same credentials in production. I requested and created: unique credentials, audit of who was accessing which objects, the first staging environment, and change management from her favorite CIO.

	The CIO left for a promotion, and the active CIO asked me what would make a difference. I said, “Let’s bring someone in to audit all the platforms proactively. What happens if we are audited? I know there are security issues, and I cannot access all the platforms. We would have time to address issues systematically, and we can prioritize the issues found."

	Soon after, I was recruited by my favorite CIO and she left.

	Six months to a year after I left, a newspaper broke out with front-page news. For over a year, someone was skimming money from that organization. It was one of the other platforms I did not have access to. Unfortunately, leaders on both the technical and business side were fired. She knew that performing the audit and systematically improving security and the audit would have provided a much more positive outcome. 

	When I left, several team members asked if I could bring them with me when I announced I was leaving. Listening endears trust. Not listening makes people want to leave. 

	* * *

	 

	 

	As Coaches, we have seen the pattern above many times, which has been one of the inspirations for this book. Listen to the people doing the work, ask clarifying questions, and follow up on their requests, especially if they discuss barriers that take them away from the time they have to do valuable work. If people are multi-tasking, context-switching, and not working sustainably because of addressable organizational barriers, this impacts their well-being significantly. 

	Just taking surveys and reporting on them without investigating the underlying requests that relate to complaints and communicating the actions leadership is taking is far worse than not surveying employees at all!  It shows a lack of respect: “Actions Speak Louder Than Words.”

	 

	The communication underneath all complaints is an unstated request. Learn to listen for the request.

	 

	Some theories connect meaningful work to well-being:

	Self-Determination Theory (SDT). SDT states that individuals are motivated when they feel a sense of autonomy, competence, and relatedness in their activities, including their work. When people perceive their work as valuable and aligned with their values and interests, they are more likely to experience greater well-being.

	Eudaimonic Well-Being. Eudaimonic well-being emphasizes living by one's true self and values. Meaningful work is often associated with eudaimonic well-being.

	Work is not meaningful if there is significant  "busy" work and "workarounds." Knowledge workers are motivated to solve problems. That is part of the meaning they get from their work. 

	You can coach team members to make requests directly to decision-makers. Build a bridge between decision-makers and talented employees, coach them in their communications, set up the meetings, and facilitate so knowledge workers can make their case and build a strong relationship with your organization's decision-makers directly. Empowering your team members this way is one of the most fulfilling things you can do as a coach. If you are a leader, why not consider collaborative workshops (e.g., Open Space Workspaces or Innovation Sprints) that empower your employees to innovate and build a more robust culture?

	 

	See How Coaches and Leaders Can Impact Well-Being and Why They Should, Part I by Paula Stewart for more.

	 

	Intentional psychological safety 

	The Four Quadrants of Psychological Safety defined in “The 4 Stages of Psychological Safety” are presented in this chapter. Coaches can better understand how to increase psychological safety during onboarding. This allows you to partner with other leaders to take advantage of this valuable opportunity that sets the employee's experience up from the start. 
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	● According to the author Timothy R. Clark, when a manager or team grants a person respect but no permission, the person falls into the “gutter” of paternalism, which is the area of micro-management. 

	● When the manager or team allows a person some permissions but no respect, this is exploitation. Value is extracted from this person while not valuing the person who provided the value. The author calls this the field of despotism.



	A team member goes through the first stage, Inclusion. In this first stage, it is crucial to start with respect for the new team members and to give them the benefit of the doubt. Inclusion and the benefit of the doubt allow them to move to the next stage, the Learner Stage, where they can ask questions, discover, and learn. The next stage is the Contributor Stage; everyone wants to be accountable and empowered. Most people naturally want to contribute. They can only if they are accountable and empowered. In the last stage, employees receive autonomy as they have proved that they contribute. As a coach, you can use this to empower your team members as they join the team, and you can show them how to move through these stages efficiently and successfully wherever they go. 

	Inclusion Safety Stage: It is critical to provide safe inclusion. How is this done?

	Learner Safety Stage. The next stage is learning, and at this point, you can create goals, include them in collaborative and experiential learning that you provide for the team, and support their ongoing growth by providing access to relevant training, workshops, conferences, or certifications. Encourage them to expand their knowledge and skills in their field or area of interest. Encourage them to teach their team what they have learned as a teach-back.

	Contributor Safety Stage. There comes a time when you can ask team leaders if a team member is ready to have more ownership, responsibility, and autonomy. Make sure that those go together. If you give people projects and more responsibility and not more autonomy, you will set the stage for them not to be empowered or successful.

	Challenger Safety Stage. This is when employees will start challenging the status quo. If people are more experienced, expect them to get here sooner. You can independently assess their knowledge. You also want to encourage them to create relationships by giving themselves enough time to go through the three other states, even if they have significant experience. Building relationships upfront fosters an appreciation of them as a contribution versus being seen as a challenger or disruptor. Also, coach them to give up their ideas to others if that means the contribution is made. That will support them in being more successful, especially if they are a disruptor. 

	Empower New Team Leaders To Engage Teams

	Coach new leaders on what to look for regarding overall team communications and dynamics. As we stated, many new leaders have yet to have this training.

	Shadowing and Observation. Have your new team lead shadow you or someone else during team events, then ask them questions such as: 

	
	● Why did I bring that <concept or idea> up at that point?

	● Where do you see the team struggling, and what is the struggle?

	● If this team was a high-performance team, what would that look like? How might they work differently?

	● What questions do you want to ask the team, and is it better to observe or ask those questions? 

	● Which team member would be the best to answer questions related to flow, value, quality, team dynamics, or organizational barriers and why?

	● Is the team working as a team, or are they working as a group of individuals? 

	● What would improve this team’s dynamics, if anything?

	● Does the team communicate well with each other? If not, what is impacting that?

	● Is the team being blocked by anything? What is it? How impactful is it? and 

	● Do you think the team has psychological safety where they are open and vulnerable? What is happening within the team and outside of the time that is impacting psychological safety? How could you find out more?



	Provide Role Playing. Create scenarios, especially with team members, and have a role-playing exercise. Give your new team lead an opportunity to plan a facilitation workshop given a scenario and with various personas involved. There are typical personas that derail communications, and common patterns when facilitating stops working. There are approaches to address all of these patterns successfully. Enlist other coaches to play those roles. Consider recording the facilitation training and have your new team leader facilitate the conversation. Go over the recording with your new team lead and let them identify what they saw work and what did not work. Be careful to make this a safe place for a conversation. Focus not just on techniques. Focus on how the new team member was or was not engaging the team. Ask them what they would do differently to engage the team. 

	As a value coach, you can create a coach-the-coach workshop. A coach-the-coach workshop is also easy to do over Zoom. You would start in a central room where coaches see a coaching demonstration. You then put coaches into a trio in breakout rooms where they bring up real issues, and there is at least one senior coach. They start with person A and person B. Person A raises an issue, and person B coaches them. They are observed by person C. After they are done, person C provides observations and constructive feedback for person B. They run through the same scenario with the new practice if there is time, or they continue to have this practice weekly. 

	 

	Team distinctions 

	We earlier brought up distinctions. There are distinctions that apply to technical work. There are distinctions that apply to communications. At the team level, there are additional distinctions. These are specific ways of working that really are beneficial and demonstrated great team dynamics. You learn those distinctions and recognize the importance of alignment, collaborative cohesion, clear communication, adaptive flexibility, and constructive conflict in fostering a productive team environment. This chapter aims to empower you as a coach or leader to cultivate environments where teams can thrive, innovate, and deliver exceptional results.

	Teams function through various team distinctions that collectively create high-performing teams. At the team level, these team distinctions of "being" encompass the ways team members interact, collaborate, and operate. Let's explore these team distinctions and how to ensure you attend to them:

	Alignment Trumps Coordination. You create alignment whenever you can organize single or multiple teams around value, such as releasing an MVP or MVI that encompasses product or service goals, business outcomes, and technical enablers. That is why most coaches want to start with organizing around value streams and understanding the value of the work.

	Co-Creation or Collaborative Cohesion. Teams thrive when members seamlessly collaborate, leveraging their diverse expertise to achieve common goals. This distinction emphasizes mutual support, open communication, shared ownership, and the shared commitment to achieving team objectives. It entails actively contributing to discussions, valuing others' perspectives, and collaborating on innovative solutions. It requires direct and authentic communication. What destroys cohesion? Hiding out, not being willing to be vulnerable, withholding communication, making unilateral decisions, not keeping your word, and gossiping destroys cohesion quickly.

	How to Foster:

	
	● With remote teams, online whiteboards often provide more contribution from all team members versus the loudest voice in the room. That is because everyone can simultaneously share their ideas. Otherwise, one person can anchor the opinions of others. This is called Group Think. 

	● Use Spikes for research with acceptance criteria to share learnings with the entire team.

	● Leaders demonstrate authentic vulnerability by owning what they can own.

	● Before team or group discussions, icebreakers can make the conversation less heavy and significant.

	● Team Charters that focus on authenticity, direct communication, and keeping one’s word that the team agrees to can make a significant difference. Please create these living documents where the team periodically gets together and collectively adjusts the charter.

	● Use experiential training and gamification to demonstrate the impact of behavioral and communication patterns. You can avoid calling people out entirely.

	● An experienced facilitator can ask different team members their thoughts.

	● An experienced facilitator can practice conflict intervention by focusing on positive and constructive direct communication.

	● Provide opportunities for the teams to make decisions at the appropriate level.

	● Provide opportunities for teams to work directly with customers and users. It is a powerful way to build in the “Why” to the team’s work.



	Clear Communication. Effective communication is the foundation for team dynamics. Teams that excel in this team distinction prioritize clarity, transparency, and active listening. Sharing information, giving and receiving feedback, and ensuring everyone is on the same page are integral. Misunderstandings are minimized, leading to better decision-making and smoother execution. Onboarding like this requires transparency, vulnerability, and the willingness to be open. Face-to-face, including over Zoom, and regular communication touchpoints minimize misunderstandings. The longer it is between communications and the lack of face-to-face communications, the more misunderstandings take on a life of their own. Leaders can become adept at conflict intervention and mediation through coaching.

	 

	How to Foster:

	
	● Teams can use experiential training to practice active listening and clear communication. Experiential training can demonstrate what happens with clear communication and active listening and what happens when that is not present.

	● Team coaches encourage keeping the video on when teams are using Zoom and minimizing any meetings that are not productive by designing meetings including Why (Purpose), Who, What, Outcomes, and Inputs (e.g., Objective Analysis, Survey results). They also communicate the “Why” in terms of keeping videos on. 

	● An experienced facilitator can demonstrate conflict intervention and effective feedback (both giving and receiving). 

	● Team members can be encouraged to declare a breakdown in communication (e.g., misunderstandings) as soon as possible. 

	● Collaborative workshops using virtual collaboration boards (e.g., Lucid Spark), anonymous surveys showing results as part of the conversation include Zoom, remote voting, and tools like Mentimeter.

	● Leverage asynchronous communications:



	
	○ Chat tools such as Slack, MS Teams, and Discord can allow you to organize your conversations into channels, and these tools lend themselves to asynchronous communication

	○ Miro and Mural boards can be set up to encourage asynchronous communications



	Adaptive Flexibility. Teams must possess the capacity to adapt swiftly to changing circumstances. This team distinction involves embracing change and responding to unforeseen challenges with resilience. Team members open to flexibility can pivot their approach to stay aligned with evolving goals. 

	How to Foster:

	
	● You can use gamification, scenarios, and role-playing to simulate dealing with changing circumstances. 

	● Coach teams to use Team Charters and include how they will react to change to build adaptation into their practices. 

	● The Learning Organizations section provides several ways to support teams.



	Constructive Conflict. Conflict can lead to innovative breakthroughs. In this mode, team members engage in respectful discussions, challenging ideas and assumptions to refine solutions. Constructive conflict encourages diverse viewpoints and prevents groupthink. Leadership at every level can become adept at conflict intervention and operate from the goal that (a) they do not become part of the conflict by taking sides (e.g., they stay neutral), and (b) the highest goal is to keep bringing team members together to see each other’s perspective with compassion and empathy for both parties.

	How to Foster:

	
	● Ensure your facilitators stay neutral during conversations.

	● Train facilitators to excel at conflict assessment and intervention. 

	● Ensure facilitators identify stakeholders, their worldviews, and potential before an event. They can frequently address conflicts by creating relationships with stakeholders and ensuring that stakeholders come into an event ready to collaborate with the correct mental model.

	● You can create scenarios and role-playing opportunities for facilitators to practice conflict.

	● A good facilitator can ensure passionate people have a say without being frustrated by preparing them to play a role and present their ideas constructively as part of an event. 

	● Consider when you need to intervene due to interpersonal conflict. When resolving interpersonal conflict, do not take sides!! Listen to each side and talk to each individual to see their commitment. Most of the time, you will hear that they are committed to the same thing and attached to different ways of doing it. Have them consider that the other person’s approach may be perfectly correct. Then, once they see the compromise, have them meet to develop their joint strategy.



	Coach Valuable Feedback. Coach development managers to provide feedback that is constructive and empowers the person hearing the feedback. Coach them to ask questions instead of making assumptions and include their employees in developing solutions.

	Shared Accountability.  Successful teams operate under a collective sense of responsibility. Each member takes ownership of their tasks and the team's outcomes. This team distinction involves completing individual assignments and supporting others when needed. True shared accountability nurtures a sense of unity and mutual reliance. 

	How to Foster:

	
	● Product Managers or Owners regularly share the persona mapping, customer journey, user journey, product strategies, and roadmaps with their teams. As part of creating the roadmap, teams can use a collaborative approach to prioritize the work, including business, product, and at the least a leader engineer. A conversation, not just a prioritization spreadsheet, is better for balancing the business value with the effort required for technical enablers and Cost of Delay. The Cost of Delay is the opportunity missed by postponing a release valued by the customer and providing business value. This upfront communication and collaboration are necessary to include technical feasibility and enablers in estimations. When technological enablers are missed, there is an increase in technical debt, which, over time, increases delays in delivering incremental value. 

	● As a team, feature and story workshops result in maps. In walking through the customer journey and flows, developers often provide ways to eliminate steps and improve the solution.

	● During daily standups, facilitators focus on the flow of work and getting work “Done” as a team. They bring up swarming (e.g., everyone jumps in to get work completed).

	● Mob programming and mob testing are fantastic ways to have the team share accountability.

	● Having the team as a team demos their product iteration to stakeholders promotes a sense of shared accountability.



	Empowered Autonomy. Empowering team members to make decisions within their areas of expertise fosters a sense of ownership and motivation. Ownership motivates individuals to take the initiative and contribute proactively.

	How to Foster:

	
	● Facilitate leadership workshops to determine what decisions are appropriate for teams to make. A great source of decision workshops comes from Management 4.0. Empower developers with decision-making authority. They will take ownership of their work and become more invested in the product.

	● Create guardrails for decision-making. They are respected. Teams continue to make decisions that make sense at their level of work and with the complete information they have available. 

	● Development teams that can deploy, manage, and monitor their code in production have built-in incentives to ensure their applications are coded to be maintainable, easy to troubleshoot and enhance, and their automated tests are effective. They also will create development lifecycle, infrastructure, and platform builds that are automated and set up useful monitoring and telemetry. “You build it, you maintain it” means that any issues in the development or deployment lifecycle can quickly be addressed. This eliminates unnecessary hand-offs and delays. This creates those small feedback loops we discuss and is preferred by development teams. 



	Continuous Learning. Teams prioritizing growth are in a perpetual learning mode. They seek opportunities to enhance skills, explore new ideas, and stay updated with industry trends. Continuous learning involves being in action, sharing knowledge, encouraging skill development, and embracing a culture of curiosity where learning is a part of growth. 

	How to Foster:

	
	● By continuing to remove organizational barriers through the improvement backlog, leadership provides the time needed for continuous learning and innovation.

	● They can ensure Spikes have acceptance criteria that state people will share their knowledge with the team.

	● Reflection with single, double, and triple loop learning 

	● Open Space Workshops can be held in person or remotely using technology such as Welo. An Open Space is an excellent approach to collaboration, focused and continuous learning, and innovation.



	 

	Inclusive Diversity. Diversity in perspectives, backgrounds, and experiences enriches teams. This team distinction promotes inclusivity, ensuring every team member's voice is heard and valued. Teams operating within this team distinction actively seek diverse viewpoints and recognize that differences contribute to comprehensive problem-solving.

	Achievement Focus. Ultimately, teams exist to achieve outcomes. This team distinction centers on setting clear objectives, aligning efforts towards those goals, and measuring progress. It involves tracking milestones, celebrating successes, and adapting strategies to drive tangible results.

	How to Foster:

	
	● They can encourage peer and mob programming as an experiment during the retrospective.

	● As part of the kick-off, a Coach can ensure the Team Charter includes coding practices, “Definitions of Ready” and “Done.” They can encourage the team to discuss each state's exit criteria on the Kanban board. As seasoned facilitators, they ensure alignment across the team. 

	● Have the Product Owner work with the key stakeholders, including the team, to create a well-defined MVP or MVI and product goals.



	Positive Team Dynamics. Team interactions are based on encouraging positive relationships and a supportive atmosphere. This team distinction emphasizes respect, camaraderie, and fostering a sense of belonging. Team members genuinely care about each other's well-being and celebrate personal and collective achievements. For this to happen, it means that team members share both successes and breakdowns regularly. 

	How to Foster:

	
	● When a coach starts with a new team, they can review or create a team charter, including the teams’ generated values and ways of working.

	● A Coach can use gamification in retrospectives to demonstrate the value of team dynamics.

	● When a Coach hears that a team member is stuck, they can ask the team to step up and help.

	● Often, developers are pulled into unnecessary meetings or have to work around organizational barriers. Due to that, they need more time for collaboration and communication regarding their development lifecycle. Pretty soon, they feel disconnected from their team. Cut down on all unnecessary meetings or have team members pulled onto more than one team. The exception here is often the architect or team member with specialized skills or a UX designer not involved in the team’s daily work.



	Leadership Skills: Leaders look to bring team members together versus dividing team members. In other words, the emphasis is on team relationships, not team members' relationship to the leader. Instead of interjecting themselves in team conflict, leaders find ways to continue to create opportunities for empathy and compassion in all directions. They actively work to get themselves out of the middle. There is a difference between a lack of proactive communication for organizational change and dealing with unforeseen changes in the marketplace. Direct and proactive communication is a commitment to include in an Organizational Charter. 

	 

	
		
				Great leaders look to improve team dynamics. They stay objective and create opportunities for empathy and compassion in all directions, not just between employees and themselves.

		

	

	 

	In essence, "being" at the team level encompasses a multidimensional approach to collaboration and effectiveness. When teams consider the distinctions above and the impact, they can harness their collective intelligence, nurture innovation, and achieve remarkable success. 

	 Check for yourself. Which team distinctions exist on your team(s)? Which ones do not? What difference would it make to have them?

	 

	Listening to teams 

	There is a profound impact of listening and leadership on team performance and organizational culture. We wrote about leaders and creating an empowering context for individuals. Powerful listening impacts Teams as well. Leaders and coaches can foster high-performing teams by creating a respectful, empowering context in how they are with their teams. Teams can tell what their leaders think of them. It shows up in their communications with the team. A leader's interactions and feedback are impactful. Leaders who have confidence in team members cause their team members to have confidence in themselves, leading to their team members being highly motivated. 

	
	● Have you been on a team where the leader had influence and where that leader spoke well of the entire team?

	● How easy was it to get resources? 

	● How willing were other teams to work with your team to remove any dependencies? 

	● How motivated was the team itself? 

	● Did the team find it easier or more difficult when working with shared services? 



	Let’s take an experience you might have had where you worked for someone with little influence over their management and peers or a leader who would complain about the team to other leaders. How would you answer the questions above in those scenarios?

	One can see that leaders and coaches can cause teams to be high-performing, even in how they relate to them. Starting with respect for each individual and their unique talents and abilities while having compassion and patience for their behavior causes leaders to be catalysts. They inspire their teams.

	 

	Checklist: How do great leaders create leaders?

	Once you can have a conversation with leadership about why creating leaders is the way to have a resilient and scalable organization, let’s talk about the ways you can model and encourage leadership to develop leaders:

	
	● In the Section on Ways of Being, we talked about empowering people by “listening” to them, encompassing how we speak and listen to them. It comes down to creating an empowering context for someone, even when they do not see themselves as powerful or a leader. 

	● Another thing you can do is provide them regular feedback when they are showing up as a leader. For example, when they cause the team to stay focused, develop innovative ways to solve issues, mentor others, or resolve differences between team members. Look for those people who regularly find solutions to challenges and foster team dynamics. Acknowledge the behavior and the person that is genuine and specific. Generic, inauthentic, or half-hearted praise will undermine this leader.

	● Push decisions down to the lowest level possible. Decision matrices and leadership workshops can standardize what type of decisions each level of the organization can make. As a coach, facilitate that workshop, have leadership communicate their decisions to the organization, and consistently act on those decisions.

	● Create performance measures that reward teamwork and leadership. Create performance measures in collaboration with each employee. You will see which employees are committed to leadership, and you will be able to provide leadership training for them. 

	● Provide mentorship and coaching for those employees interested in leadership. Keep an open door so that your employees can come and ask questions. Ensure you provide a safe space.

	● Provide people the ability to lead by rotating the team leadership role, at least in facilitation, coaching, and mentoring.

	● Model leadership behavior consistently.

	● Pay attention to who on your team is a natural leader and has influence, even when that influence may sometimes counter your direction. For leaders, this takes authenticity and vulnerability; at the same time, influential people can be great leaders. They may need to learn how to coach up. Creating relationships with them and being authentically open to their feedback while taking new actions can create influential leaders. If the person with influence constantly undermines leadership every step of the way, that may be their ego and identity. That is not leadership, either. 



	 

	While there may be other approaches to creating leadership, starting with why it is essential, and the actions above provides a powerful beginning. It starts to create a resilient learning organization. 

	A team’s focus: in particular, local or global optimization

	it’s important to know what motivates teams. Are they working for their benefit or the benefit of the organization? When working within an organization, it is not uncommon to find some teams working in a way that appears counterproductive to overall performance. It’s useful to discover why they are working this way. When you come across this, it’s useful to discover why they work this way. If it’s there for their benefit instead of the organization's benefit, it’s useful to know this. In this way, we can present them with the opportunity of doing the right thing.

	An example can make this clear.

	We have often gone into organizations where most teams work with two-week sprints, but a few do three-week sprints. This causes integration challenges across teams when sprints complete at different times. 

	While there may be valid reasons for using three-week instead of two-week sprints, this is rarely the case. It is always a good idea to ask the team why they are out of sync with everyone else. Listen for the motivation. Usually, they say, "We (meaning the team) can’t finish the sprints in two weeks.” 

	At this point, it is a good idea to use the 5-whys or some type of root cause analysis. When people do not address root cause, and come up with a solution skipping root cause analysis, it almost always means this is an anti-pattern. The problem with anti-patterns is they make things worse. “The cure is worse than the disease” comes to mind. It’s important to notice when teams work towards local optimization at the cost of overall value.

	 

	Taking care of your valuable team members

	Coaches can partner with leadership to create motivations and incentives for team members Here are some growth opportunities that build loyalty and engagement.

	Provide growth opportunities

	Note that although the coach may not have any authority in these issues, they can often influence these decisions toward more positive ones.

	
	● Celebrate innovation and encourage experimentation: Include them in design sprints, hackathons, and schedule innovation time. This empowers developers to think outside the box and explore new ideas by fostering a culture that values innovation and supports calculated risk-taking. Recognizing and celebrating successful innovations in safe-to-learn environments creates an environment of learning and continuous improvement.



	
	● Provide developers with opportunities to grow: Provide them the ability to work with new technologies, attend conferences and workshops, and engage in professional development activities. This commitment to growth enhances their skills and knowledge and creates a dynamic, forward-thinking atmosphere where innovation flourishes. Make these opportunities part of their performance plans.



	
	● Don’t outsource the good stuff: Many companies use outsourcing. We have often seen this lead to behind-the-scenes developers being moved around. This results in them having little domain knowledge. Product quality is negatively impacted. In addition, development teams who are employees would like to be involved in new development, and not just in BAU. They often feel like their employer does not care about their career growth, and they may be outsourced next. They may experience not being respected for their expertise and may be less than enthusiastic when the finished product comes back to them for maintenance. 

	● Only engage with outsourcing companies willing to provide complete visibility and transparency into the work.

	● Ensure internal and outsourced employees work together to transfer knowledge or consider if what you assign to an outsourced team is strategic. Ask yourself, is this our core differentiator? Is this core to our business? You might think twice about outsourcing anything core to your business.

	● Recognize that remote teams are not as effective as co-located teams – or at least teams in the same time zone.



	The power of acknowledgment

	Authentic and genuine acknowledgment is not the norm. When leaders acknowledge people, they often do it from their perspective, not from what people really want to be acknowledged for. As a coach, you can model, coach, and mentor other leaders in providing acknowledgment that matters to people. 

	As coaches, encourage leaders to provide intentional acknowledgment to employees. If you want that acknowledgment to matter to someone, consider the following:

	
	● Acknowledgment means even more when you are in a hybrid or remote environment. That is because other clues regarding how an employee and their work is appreciated will be missing. 

	● Ask your employees or teammates what they wish to be recognized for. Otherwise, you may miss something. 

	● Coach people to focus on genuine and specific recognition and advise them to relate it to the employee’s commitment and what is most important to them about their work. 

	● You can also coach other leaders and your team on the fact that some employees like public recognition and some employees do not. Make sure to acknowledge people based on how best they can receive it. 

	● Coach your team leaders to put in kudos at the beginning of each retrospective and encourage team members to provide kudos to each other. 

	● Recognize that kudos from peers are often more meaningful. 

	● Use tools integrated with chat tools or a simple process so team members can give each other kudos on the fly. When engineers reward other engineers for completely taking on something significant for the team, assisting another team member, completing research, and sharing a better approach, it creates momentum. 

	● Gamification can be used as a type of acknowledgement.

	● Encourage team members to acknowledge team members. The goal is creating the best team dynamics, not solidifying your position as a leader to be pleased. That is why we encourage kudos between team members.



	If you are a leader acknowledging people while ignoring the organizational barriers that impede their work, do not create a shared vision, do not provide credit where credit is due, and do not provide context, your acknowledgment will become hollow.

	Avoid generalizations and singling people out

	It is tempting for leaders to categorize and generalize team members, the team itself, or groups of people. Generalizations and characterizations often oversimplify complex realities, leading to unfair judgments or stereotypes. It disregards everyone’s unique qualities, experiences, and capabilities, promoting bias and discrimination and even leading to a toxic environment. 

	Both positively singling out people as star performers or calling attention to someone not showing up as expected can cause issues. Talk to the team about behaviors from the context of behaviors that provide workability. Providing feedback about behaviors and interpersonal relationship issues works best in one-on-one conversations. The exceptions include retrospectives, where the team provides kudos to team members. When leaders single people out it can result in:

	Undermining Trust: When a leader generalizes and/or characterizes people, it can create a lack of trust within the team. Team members may feel undervalued and not seen for their contributions, leading to disengagement and decreased morale.

	Limiting Potential: Generalizations can restrict individuals from reaching their full potential. When a leader assumes that certain groups possess specific traits or abilities, they might overlook the talents and strengths of individuals who don't fit those preconceptions.

	Hindering Innovation: A leader who relies on generalizations may overlook valuable ideas or perspectives from diverse team members. Embracing diversity of thought and perspectives fosters creativity and innovation in problem-solving and decision-making.

	Impact on Team Dynamics: Characterizations can create a divisive and toxic work environment. Team members might feel pitted against each other based on perceived differences, which can harm collaboration and cohesion.

	Encouraging Stereotyping: Leaders serve as role models, and their words and actions can influence others. A leader engaging in generalizations or characterizations can inadvertently encourage the same behavior among team members, perpetuating stereotypes.

	Limiting Inclusion: Effective leaders promote an inclusive and diverse workplace culture. Generalizations and characterizations can alienate individuals from certain backgrounds, making it challenging to create an inclusive environment.

	Hindering Personal Growth: Constructive feedback is vital for individual growth and development. When leaders generalize or characterize, they might provide feedback based on assumptions rather than addressing specific areas for improvement.

	Treating each team member individually is essential for effective leaders. You must acknowledge unique strengths and contributions. Utilizing the coaching throughout this book will lead to open communication, fair and unbiased feedback, more diversity and inclusion, and a productive work environment. Avoiding generalizations and characterizations helps build trust, enhances teamwork, and encourages the full potential of every team member.

	 

	 

	Individual contributors who become team members

	We have often seen that people who have been exceptional individual contributors, are not comfortable as part of a team. Part of this is fear of losing recognition, part of this can stem from fear about trusting others, and part is fear of losing control. You can both support the team and the individual contributor in transitioning to being a team member.

	Coaches can realize that people who have been independent contributors may have chosen that route on purpose. They may have been someone who, early in their life, either were introverted or learned to figure things out independently. They may even have blind spots, triggers, and a past conversation that makes them uncomfortable working as part of a team. They may have a winning formula that is dominating and competitive and a blind spot around it. Without the coaching and ability to recognize their blind spots, they may have never processed what is getting in their way. In addition, over time, they may have become highly efficient in their work and have a great deal of tribal knowledge that allows them to work at a sustainable pace very comfortably. 

	One mistake we have seen is making these individuals the team leaders, especially when they resist working on a team. To be a good leader, you need to be a good follower. You can tell when an individual contributor is negatively impacting a team:

	
	● They anchor the team by expressing their opinion quickly and often.

	● They hold onto tribal knowledge in several ways resulting in creating dependencies.

	● They do not easily share knowledge.

	● They do not focus on creating independence, everything has to go back to them.

	● They resist collaborative workshops and group discussions unless they are leading them.

	● They tend to direct instead of collaborate.

	● There is no even playing field, or they create the appearance of being the “technical hero.”



	The impact is that you do not have the entire team growing together, self-managing, or becoming high-powered. The team, as a team, does not have the best dynamics, nor do they learn and grow together. In addition, the team may be lost for a while if that one person leaves.

	How do you include these very talented individuals while at the same time ensuring the team grows as a team?

	
	● Include a lead team member who has had success being part of an Agile team and has technical expertise, if you can. The team will follow them in other practices of simplifying the work by providing patterns and practices that quickly upskill the entire team.

	● Prepare this team member and the individual contributors before forming the team. Prepare them for working with each other. With the new team member, you can share approaches in this book. Coach them to coach and communicate as a coach.

	● Carefully plan your Agile events considering the different personalities. Go to the talented team members with tribal knowledge and work with them on models, diagrams, and any other inputs that would be beneficial for the team to understand the current state and challenges. Demonstrate authentic respect for their knowledge and contribution while encouraging thinking about the process from the teams’ perspective.

	● Acknowledge the impacts on their old way of working up front. Ask open questions, not leading questions. They may be excited about the opportunity to work as a team. If not, don’t try to convince them of anything. Simply listen and acknowledge their concerns.



	Attend to the fear in the room

	When people are together, they won’t tell you they are afraid. 

	But you learn to sense it.

	Typically, the room is quiet. There’s a kind of tension present. People respond to questions with shorter answers than they usually do.

	Body language changes with more people taking a closed stance – arms crossed in front of them. 

	You can often learn how to sense this by remembering how you acted when you were afraid.

	Knowing if people are afraid is important because people don’t learn when they are afraid. The brain literally shuts down. As if that’s not enough, people become defensive as well. Resistance increases. A fight or flight response is likely to happen.

	You can’t just step over this when it’s present. You have to do something about it. You can ask if people have any fear but it’s often a good idea to just ask open ended questions since people often don’t want to admit they have fear. Sometimes it’s enough to just ask something like “I sense something is going on but I can’t quite tell what it is. Would someone mind telling me?”

	An example of dealing with fear in the room 

	A personal story by Al Shalloway

	I was brought into a 2-day engagement with about 100 developers to do design pattern training. I had worked with the manager of this group at another company, and he wanted me to help his team become more agile in their programming. I was given 2 days to work with 100 people. This was much less than I thought was needed, but I knew the manager and wanted to help him however I could, so I decided to do what I could within his budget. 

	We did the workshop in a small auditorium that could hold maybe 200 people. This was not an easy situation but I’ve learned that instilling even a few ideas on how to write emergent code can make a big difference. And I’m pretty good in situations like this.

	The group had created an application for the US market and was now converting it to Canada. They, of course, had used whatever localization software was available. But, about two weeks of work were still required for some special parts of the code.

	I started the morning of the first day by telling them I planned to spend the first day talking about concepts of design patterns. Then, on the second day, we’d use what we learned and see how we’d make the changes. I asked if they were okay with that, and they all indicated they were. I planned to learn more about the code during the first day, study it that night, and have a real plan for the second day.

	The first day went as planned, providing insights into what makes good design. A lot of people study individual patterns, but, as I describe in my book with Jim Trott - Design Patterns Explained: A New Perspective on Object-Oriented Software, there is a mental model behind what makes the patterns good designs. Teaching this mindset is not hard if you know how :).

	That night, I studied the code to get an idea of what was needed. It didn’t seem that hard to apply what’s known as the Template pattern to make the shift.

	I came in the morning of the second day and could sense the room was unhappy. The energy shift from the first day was palpable. People weren’t talking, the room was tense, and no one was looking at me in a friendly way. My presence was no longer welcome.

	I asked a person in the front row about this. Saying something like - “You all seem a bit nervous, what’s up?”

	He told me that it was all fun and games yesterday because they weren’t expected to do anything then. But now, they were supposed to use these new methods to finish their project, and they felt it would slow things down. Their manager was in the room the day before, and now he’s sitting up near the back and hearing all this.

	Now that I know they are afraid, I realize I can’t work with them as planned. It will fail. No doubt. People don’t work well in fear. They won’t be open to it working and will come up with reasons why it won’t. I knew there was no way to succeed with the original plan. Sometimes, you just have to accept reality. 

	To be candid, I wasn’t sure what to do, but I knew I had to eliminate the fear. So I said to the group, “Tell you what. I know we can do this, but I understand your concerns. How about we spend the next two hours where we work out a plan? If after that time, you don’t see we can do it faster with this new way than what you were planning to do, you can just do what you had planned. I’ll talk to your manager (remember he’s in the back of the room) and tell him it was my fault and I couldn’t pull it off. Is that ok?”

	I glanced up at the manager just after I said this, and he gave me a little nod, indicating his trust in me. 

	There was a palpable sigh of relief. They knew there was no way I could succeed, and they’d be off the hook.

	So, I went to the board and sketched out one of the things that needed to change. I teach them the pattern and the rationale behind it. We discussed a few issues. Everyone is in a learning mode because they know we can talk all we want, but there is no way they will have to use this.

	After an hour (half the time I had), it was clear there was much less work doing it this way. Instead of dozens (hundreds?) of separate case statements, they’d have to create only a dozen classes, mostly in a copy-and-paste manner,  and then just write in the new code. No new case statements or “if”s except in the code that was going to create the objects being used - which wasn’t a hard thing to do.

	I turned to a somewhat amazed audience. They were even happier now than before. I just offloaded their workload. Good design and good thinking can do this. 

	We spent the next couple of hours doing a few of the cases and then going over some details for the rest of the day. Everyone in the room knew they now had less work than before.

	While I was pretty sure I could pull it off, I was 100% sure that taking away the fear had to happen.

	The point of this story is that you must know that people won’t learn when they are afraid. When fear is in the room you must address it.

	* * *

	Fueling Team Passion: Recognizing and Overcoming Demoralizing Patterns 

	In our experience, any time teams are told to stop working on a solution after working on it for a while, and they are told to switch priorities suddenly to something else without a say, you can expect to see an exodus. The root cause is not understanding the value upfront, which often starts when organizations do not have a shared vision, strategic goals, and consistent prioritization across the portfolio. 

	Mature product management includes understanding the market segment, having clear customer insights, and competitive analysis. With AI augmentation, you can get a clear picture of what delights your customers, what sets your product apart, and what the core differentiator is. 

	We have found that what causes users to be delighted by your product is giving them mastery in something that matters. In the book, “Badass, Making Users Awesome,” Kathy Sierra makes it very clear that if your users like themselves better when they use what you make, they’ll recommend it with passion. Your net promoter score will go through the roof! What makes them better at what they are doing while saving time and providing novel and streamlined ways of doing their work that they cannot find anywhere else are delighters. When the iPhone was introduced, it combined revolutionary technology with an ecosystem of apps to extend functionality, and it provided functionality that once required using multiple devices. It certainly allowed people to be more efficient, it saved them time, and it allowed them to be more mobile. 

	We have used the approach of defining the core differentiator to refocus teams and organizations that were drifting into mature product markets and to align sales, marketing, and development teams. You know when an organization is drifting when it diversifies into unrelated areas, loses focus, or dilutes the brand's unique value proposition. One common sign is trying to be all things to every type of user and customer. In other words, they need to define their niche clearly. There is a difference when companies expand into new markets where there will be significant demand for their product or find another use for their unique value proposition. Taking advantage of emergent markets or technologies often exponentially increases the market for an organization.

	The most demotivating impact on teams 

	A personal story by Paula Stewart

	One of the most demotivating decisions that can impact a team is to take something they worked hard to develop and are about to release and have them switch gears without having the satisfaction of experiencing customers using their product. This is because time was not taken to identify the core differentiator or to prioritize the work upfront.

	Developers are drawn to providing solutions for people. I was in an organization where the discussion of core differentiators and prioritization did not happen. Unfortunately, in this very hierarchical organization, transparency and visibility did not allow for diving into the root cause. I knew how a particular team felt when told to switch to a different product. My teams communicate everything to me. It was not surprising, then, when talented developers left. 

	As a contrast, I was a product manager for a SaaS product where we focused on core differentiators and where I was able to steer sales and marketing toward the actual personas, and the customer journey. At the same time, I was steering project managers away from trying to recreate functionality that was not part of our unique value proposition at, was part of a very mature market. I will say that many of the developers understood the core differentiator more than others did. This group of developers were indeed solution providers. 

	When Product Managers understand core differentiators, unique value propositions, riskiest assumption tests (e.g., low-cost ways to test a hypothesis, including prototypes and MVPs), the importance of consistently following prioritization methodologies, technical feasibility, sustainability, and economics, teams do not experience significant disruptions. Teams are engaged. The impact on teams is why I will always advocate for a baseline level of product management maturity before creating teams. 

	* * *

	 

	Using collaboration tools - one step beyond templates

	There are several ways to expose concepts to people. 

	The first is merely mentioning it. As simple as this is, it can often have a big impact. People often don’t know what they don’t know. We tend to look at the familiar.  Even a weak mention enables us to see it. It moves something from what we don’t know and don’t know we don’t know it” to “what we don’t know.” Doing this is underscored by Edgar Schein’s maxim “we don’t think and talk about what we see, we see what we can think and talk about.” A simple example is “Create a focus on finishing.”  You may not know what that means, but if you have a lot of unfinished work, it may be something you’ll want to learn more about.  Note that you can also tag these to find them quickly.

	The second is to have a description of what you want to achieve. For example, “Creating a focus on finishing can lead to having a more manageable amount of work.”

	The third is describing it in more detail.  For example, “focusing on finishing means always trying to finish something before starting something new. It helps create value more quickly by not having a lot of unfinished work.”

	A fourth level is to provide one or more strategies to achieve this.

	Going deeper, we can list costs, side effects, usability, and how to improve it.

	Finally, you can provide a support method like templates, virtual collaboration boards (e.g., Miro or Mural), or tools (e.g., Impact Estimation Tables).

	These are summarized here:

	
		Mention

		Ambition level or summary

		Description

		Strategy

		Cost, side effects, usability (secondary issues)

		Support method (e.g., virtual collaboration board)



	The power of checklists and templates

	Checklists and templates are not common in Agile.

	People need to understand their purpose. This may be true when they think checklists are to be used to repeat a process with no variation. But checklists can also provide us with what aspects of our challenges we should ensure we’re looking at. In The Checklist Manifesto: How to Get Things Right, Atul Gawande and John Bedford Lloyd show how checklists can be invaluable by raising awareness and avoiding many mistakes that would otherwise occur.[image: Image]

	An example from the Checklist Manifesto discusses how hospitals that had checklists for what to do when things go wrong outperformed in those situations than those hospitals that didn’t. Even when their staff was not as highly rated as the other hospitals.

	 

	Templates originated with the failure of a test flight of the B17 during a competition to see which company would supply bombers to the Air Force before World War II.  Here’s the story's beginning from What the B17 Taught us about checklists.

	We all know the famed B-17 used during WWII, which helped win the war. However, you probably didn’t know that the B-17 was the first aircraft to get a checklist!

	This came about when, on the first B-17 flight, three men were seriously injured, and a few later died when the aircraft stalled shortly after takeoff. After further investigation, it was found that the Captain had left the elevator lock on, and the aircraft was unresponsive to pitch control.[image: Image]

	At the time, in 1935, the aircraft was challenging a few other companies for large government contracts that could mean either Boeing's demise or success. Therefore, Boeing set out to find out what they could do.

	During a major think-tank session, it was determined that the pilots needed a checklist. It wasn’t a knock to the pilots or that the aircraft was too hard to fly, rather, the aircraft was just too complex for a pilot's memory.

	A key thing to recognize here is that this was one of Boeing's best test pilots. Checklists aren’t for beginners. Checklists are used by very experienced people, especially in stressful situations where something might be forgotten. They are not to be followed but act as a list of items to consider when making decisions.

	How I started with checklists

	A personal story by Al Shalloway

	I started consulting to help organizations do Agile at scale around 2006. I would often be on my own in the process. Initially, some of it was figuring things out as I went. But after a few engagements, it was evident that there were patterns to look for. A quicker person than me would have gotten the idea of applying checklists after the 3rd or 4th engagement. But I admit I didn’t do that. 

	I remember, however, that several times I’d make some point, and someone would say, “What about this? Shouldn’t we consider this?” My first thought was, “Oh crap, I forgot that.” But I would recover quickly and say, “Good thinking, I was just about to get to that.” I could pull this off pretty well.

	After this happened a couple of times, I told myself, “I should make a checklist to remember what I should consider talking about.” The idea wasn’t to go through the checklist to tell me what to do but to use the checklist as a guide. I eventually (not the next time I went out to an account) did this.

	* * *

	Taking it a step further, use a virtual collaboration board

	The advantage of using a collaboration board for checklists is that people can see what’s being used. People can add comments and modify the checklist easily enough. Checklists on collaboration boards also allow for asynchronous learning. 

	Use templates to help you think, not to tell you what to do.

	Templates are to provide a basis for helping solve a problem. They are not to be used to just checking off the boxes.

	"A good tool improves the way you work. A great tool improves the way you think." Jeff Duntemann

	Impacting communications within and between teams

	How to talk to people when they break from agreed-upon ways of working

	A central tenet of Lean is an explicit workflow. This simply means that you talk about how you’re working together. This is part of the difference between information radiators, which display the state of work, and a display that also integrates the rules for how the data is being worked on. This agreement on the work is what the team thinks is the best way of doing the work. So, if people don’t follow it, the question is why.

	When this happens, it’s important to remember that the people doing the work are the closest to it. They may have had a good reason for not following your standard practices. So, don’t be quick to judge. Ask them why they aren’t following the agreements. Did they see a better way? Did the agreement not apply in this situation? The intention is to blamelessly coach them into doing the right thing or discovering a better way to do the work.

	 

	Remote and hybrid work opportunities

	Coaches know why remote and hybrid work contributes to many people’s well-being which fosters a psychologically safe culture. By having strategies for remote and hybrid work, any limitations to these approaches can be overcome.

	When employees have long commutes, remote work can improve work-life balance, reduce commute stress, and increase job satisfaction. In addition to reducing commute time, the employee or a family member may have underlying health issues or additional obligations, where remote work could make a difference in their performance. The ability to work remotely could change how people "are being" by significantly reducing stress and providing them with time for their individual and family well-being.  There is even more of a positive impact on how someone “is being” when they have an underlying health issue. Instead of blaming employees and team members, leaders can show empathy and compassion and allow their employees to be more productive and less stressed, leading to better communication.

	Leaders may ask, “What’s in it for me?” Here are some recent statistics:

	
	● A study conducted by Stanford University in the summer of 2020 discovered that remote workers were 5 percent more productive than those working in a physical office

	● The National Bureau of Economic Research (NBER) found that businesses relying on remote work, such as IT and finance, saw productivity growth increase from 1.1 percent between 2010 and 2019 to 3.3 percent

	● A survey of 3,000 workers at top companies such as Google, Amazon, and Microsoft found that 64 percent would prefer permanent work from home over a $30,000 pay raise

	● A dating app called Grindr lost nearly half of its staff by forcing a return to the office in September of 2023

	● Productivity increases because there are fewer distractions and interruptions for some employees

	● For some employees, productivity may be less because they need more structure and a more collaborative environment

	● The talent pool is significantly larger



	Remote communication advantages

	The Manifesto for Agile Software Development says, “The most efficient and effective method of conveying information to and within a development team is face-to-face conversation.”

	That was more than two decades ago. Time and technology changes.

	While for many things, being co-located and able to talk to each other face to face is great, especially when working together, in this remote world, there can be advantages to not being co-located. 

	Spontaneous remote meetings can be very effective. If you spot a challenge, you don’t need to wait until the daily standup, or whenever you touch base with your team, you can ping someone right then.

	Some teams agree that they don't need to meet if they can solve any challenge before the daily stand-up. Another advantage is if someone needs immediate feedback, she can invite a few people and see if anyone can meet quickly. 

	If you have key folks that many people need, remote meetings may be necessary as the person may be needed in multiple locations.

	 

	Hybrid environments

	Use an anonymous team happiness survey to see the impact of hybrid environments. One thing that comes to mind immediately as someone who has worked with a recruiting company is that you significantly narrow down the talent pool available, even going from remote to hybrid environments. In planning hybrid environments, focus on simultaneously having teams and decision-makers in the office. Nothing is worse than someone going into the office to fulfill an arbitrary request to work as a hybrid employee having no one there that they closely work with. Notice that some people prefer being in the office. Younger employees sometimes may be missing networking opportunities. Coaches can ensure that younger employees get opportunities for in-person mentoring both remotely and in the office. 

	Hybrid environments can work well depending on your employees. You need planning for either approach and regular check-ins with your employees about how things work.

	There are excellent books in the bibliography if you are looking for ways to talk to leadership about remote work, leading teams, or working as part of a remote team. 

	Value creation structures 

	Even if a coach does not have the authority to make decisions about how their teams are organization, they can influence leaders in understanding the impact of poorly formed teams and make suggestions for improving things.

	Team design

	The team design process involves critical decisions shaping the essence of team dynamics. These decisions encompass various aspects, each contributing to creating a high-performing team.

	 

	Defining Team Type: The foundation of successful team design rests on clearly distinguishing the purpose and function of the team. Different objectives call for distinct team types. Problem-solving teams assemble temporarily to tackle specific issues. In contrast, self-managed teams may operate without a designated leader, with each member participating in decision-making, including defining the work to the task level. Agile teams often have three core leaders: Product leader, Process Leader (Agile Coach or Scrum Master), and Technical Leader. Careful selection of the appropriate team type is the first stride toward effective team design.

	 

	Crafting Team Composition: The dimensions of team size are critical in the orchestration of team design. Very large teams can become unwieldy and impede efficient coordination. Complex projects or sizable teams might necessitate the creation of sub-teams to ensure effective functioning. No pun intended, the art lies in aligning team size with product or service management strategy, facilitating a balanced workload distribution while significantly removing dependencies.

	 

	Embracing Diversity: The magic of diverse team members lies in their varied expertise, skills, experiences, and ways of thinking. While some scenarios call for members of a similar background, others demand a symphony of skill sets. Cross-functional teams merge talents from diverse functional roles to foster collaborative achievement. Moreover, cognitive diversity, a mix of behavioral traits, is pivotal. Homogeneity can impede holistic thinking and well-rounded decision-making. Thus, crafting a blend of behaviors, skills, and experiences maximizes collective potential while preemptively reducing risks and obstacles. Leadership understanding how to create diverse teams, bring them together, and maximize individual strengths is critical to creating high-performing teams.

	 

	The Power of Leadership: Effective leadership constitutes a cornerstone in fostering high-performance teams. Steeped in skills such as communication, coaching, setting standards, promoting tactical problem-solving, and inspiring through mentorship, leadership lends structure to collaborative endeavors. Open communication, empathy, and recognition of achievements and challenges form a robust foundation. Trust, integrity, and awareness, the lifeblood of high-performing teams, flow from a shared vision and understanding of roles and responsibilities.

	Ultimately, team design combines thoughtful choices and orchestrates skills, behaviors, and experiences. From the type of team to its composition and leadership, every distinction of team design leads to high-performing teams. If any of these items are missed generally through a lack of support from all leadership and strategic design levels, you will not achieve teams that perform together.

	Different value creation structures to be aware of

	Here we focus on the purpose of attending to the value creation structure which is to simplify the interaction and communication within and between teams to both reduce cognitive load and to remove delays in communication. It explores how teams interact, collaborate, and share information to achieve common goals. Improving an organization’s value creation structure improves its overall efficiency by eliminating delays, hand-offs, and dependencies in the flow of work. It also is used to ensure the cognitive load of the team is sustainable. Different value creation structures can be used to address specific communication and collaboration challenges.

	 

	What to Consider:

	
	● What are the patterns of interaction and communication between teams?

	● How do teams collaborate, share information, and coordinate efforts?

	● How is the flow of work and information optimized?

	● How can we reduce unnecessary dependencies and create team autonomy?  - Consider how code pipelines and environments are set up. 

	● How do we reduce the need for inter-team communication while making it efficient when necessary?

	● How can we build flexibility and adaptability in team structures when necessary?



	  

	In summary, how teams are organized shapes the way they work. It also shapes the communications and interactions between those teams. Both concepts are integral in determining the final team composition, ensuring an optimum workflow.

	Common value creation structures and where to learn more

	While the details of these concepts go beyond the scope of this book we list some common value creation structures and where one can learn more about them. These include:

	
		Cross functional team. This is the iconic Agile team structure where the people on the team have all of the skills and capacity to get their job done. 

		Core team. This is a team that is almost a cross-functional team but misses a few key roles – most notably people with special skills, such as architects and data analysts, who are needed throughout the organization.

		Feature team. This is a team capable of creating a feature.

		Component team. This is a team that creates modules to be used by other development teams. 

		Shared team member. This is a practice where team members of shared services are split between more than one team. 

		Borrowed team member. There are times a team member of one team should be borrowed by another team so that they can work daily with the team that needs them.

		Focused solution team. This is a team of  12-40 people. It typically is comprised of feature teams, core teams and key skilled members. They all work on one product and nothing else except perhaps for support issues for other teams when needed.



	 

	More information on all of these structures can be found on Success Engineering’s Value Creation Structures and Practices page. 

	Ironically agile can cause duplication issues 

	Many Agilists, in their attempt to get cross-functional teams across the organization, have eschewed having component teams. However, component teams can often be very useful. While a full discussion of value creation structures is beyond the scope of this book, its companion book Amplio Development: The Path to Effective Lean-Agile Teams has a considerable number of insights here.

	As a coach who can see across teams, however, you should look for, or ask about, what looks like duplicate construction. This often happens with mobile apps where the business logic is the same even if the UXs and access to the underlying operating systems are different. 

	More information on all these structures and mechanisms can be found in the bibliography.

	Team charter

	At the start of a new team kick-off, one of the most impactful steps a coach can take is to create a Team Charter with the team members collaboratively. Considering Tuckman's Model of Forming, Storming, Norming, and Performing, Team Charters offer a way to expedite the transition from storming to norming. How is this achieved? The team gets together and openly discusses what matters to them. They can start by discussing the best team they have ever been part of. As you go through a template like the one below, you time each section to move the team quickly from divergent (e.g., brainstorming) to convergent (alignment) thinking. Remind the team that the charter will evolve. Review the Team Charter with the team if you are a new team leader working with an existing team, even if they already have a charter.

	 

	What makes this conversation so valuable?

	
	● It encourages open collaboration.

	● It creates alignment and guides the team’s Way of Being.

	● It provides a time for straight communication about accountabilities, collective goals, and behavioral norms, fostering team autonomy and self-management.

	● It reduces the time that teams spend storming and being frustrated. Instead, they move quickly to a joint decision that at least they are willing to experiment and live with for a while. It saves a lot of time and frustration for team members.



	 

	Critical components of a charter:

	Shared core values and principles: Core values and principles serve as guardrails that shape the team's approach to achieving their goals. Brainstorm and discuss these values and principles to direct the team's work and collaboration. Deciding these upfront makes it easier for the team to agree on behavioral and communication norms by eliminating norms that do not align with those values and principles. If you have a framework with its values and principles, engage your team in a conversation. The team should have the final say on what specific value they want in their charter. Here are some examples to get them started: 

	 

	
	● Team Collaboration: Highlight the importance of teamwork, cooperation, and a collective approach to problem-solving. Encourage open communication and idea sharing to nurture a collaborative work environment. – Generative and Creative.

	● Accountability: Stress individual and collective accountability. Encourage ownership of responsibilities, meeting deadlines, and fulfilling agreements.

	● Adaptability: Acknowledge the need to be flexible and adaptable in a hybrid work environment. Embrace change, resilience, and adaptation to new circumstances.

	● Innovation: Foster a culture of creativity and innovation. Encourage thinking outside the box, exploring new ideas, and embracing innovation.

	● Trust: Cultivate trust within the team. Promote transparent communication, creating a safe space for sharing opinions and concerns.



	 

	 Team Norms - Communication and Expected Behaviors: Establish working methods and the behavior you expect from each other in daily interactions. This becomes even more critical with remote and hybrid teams. Clearly define communication norms and expectations, which can significantly impact team dynamics. You can outline sharing context with the team (e.g., product strategy, roadmaps, Feature and Story Workshops, product backlogs, events), how the team makes progress visible, and what cadence the team has for team events. Here are some questions:

	
	● What communication mode will be used for what type of communication? For example, will the team use chat and a specific channel for high-priority communications? What communications can be asynchronous, and what needs to be real-time?

	● If you eliminate unnecessary meetings, asking people to keep their videos on becomes easier. It matters when people are on camera when working remotely. It creates more of a connection. It allows people to relate to each other quickly. It also keeps people from multi-tasking while pretending to listen fully. Therefore, it can avoid disconnects and conflicts. 

	● Text messages and e-mails are okay for invitations, sharing information, and technical conversations. 

	● It is human nature to say we do not have time and rely on mediums where communication is one-way. If overused, this becomes a way for leaders or the loudest voice in the room to dominate communications, even subconsciously. Think about it: If a team leader declares he doesn’t have time and relies on text and email for every communication, the impact on others is not having a voice. As a value coach, watch to see if this is happening. Look for core communication touchpoints to at least be audio-visual. This is why there are standups and retrospectives in person. Otherwise, disconnects will occur more frequently, and communication will take longer. Why? Everyone interprets the written word in their way, depending on their worldview. 

	● How specifically are requests made versus just sharing information?

	● Once a request is made, what is the expected response time? 

	● How do remote team members communicate when they are available or not? For example, they can show out-of-office using Microsoft Teams or Slack.

	● When does the team use e-mail versus a portal versus chat?

	● When is audio-visual communications used?

	● Will the team use visual whiteboards (e.g., Miro or Mural)?



	Team Roles: Define key responsibilities and roles within the team. Given the unique nature of each team, roles such as Product Owner might be dedicated or shared among roles like quality assurance, lead developer, and Scrum Master. Highlight core competencies and responsibilities, specifying who will handle the responsibilities if you do not have people for specific roles. 

	Measurement of Success: Track essential metrics such as flow and quality (e.g., escaped bugs) to gauge success. Scorecards can provide a holistic view of the team's work. 

	Quality Clarity: Clearly outline expectations for high-quality work and outcomes. Consider achievable quality standards that maintain team morale. To ensure quality, incorporate practices like peer reviews, paired programming, ATDD, BDD, and TDD. 

	Definition of Ready and Done: Ensure the Definition of Ready includes INVEST, INVEST is an acronym used in creating user stories. It stands for Independent, Negotiable, Valuable, Estimable, Small, and Testable. These are criteria to ensure high-quality user stories and effective product backlog management.

	Involving the team in crafting this charter fosters a sense of ownership and alignment that drives team dynamics.

	You can create the team charter template in Miro or Mural for online collaboration with remote and hybrid teams.

	How do you continue to get value from a Team Charter?

	
	● Iteratively refine the Charter with feedback.

	● Continue reinforcing that the charter’s role is to create alignment and guide the team’s efforts. It is NOT policing.

	● Review the charter during a transition, such as when new team members join. Reviewing the Team Charter is an opportunity to evaluate the team's progress, identify gaps or areas to increase workability and performance, and make necessary adjustments to the charter.



	Manage work in process to remove delays in workflow and lower risk. 

	The active coach can make everyone’s life better by encouraging people on a team to work together to focus on finishing work. This creates collaboration, creates comradery, eliminates wasted work and increases value being created.

	Focus on getting feedback while lowering WIP and reducing accumulated risk. 

	Accumulated risk is the risk inherent in work you are doing for which you haven’t gotten feedback on yet. This is caused by incomplete work at all levels. 

	Accelerating feedback and lowering work in process are two actions that improve flow. 

	Consider being in the following situation. You have an MVI with two features, each having three stories. Which of the stories (in green) do you pick to do?
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	How you pick will result in one of the following situations on the right.

	On both sides we have the same number of stories completed. But on the left, we've focused on finishing a feature. The situation on the left provides more feedback and lowers the WIP (number of features).

	There is another factor to consider, however. After you finish the second story of the MVI being worked on you should check to see if you still need to finish that feature. Don’t get trapped by sunk costs. 

	A symptom of not focusing on finishing when using incremental development

	When a team is using incremental development (e.g., Sprints) they often focus on being completed by the end of the increment and don’t always worry about keeping work in process in a manageable state throughout the sprint. When this happens you often see many stories that have been opened but not completed at the end of the increment. If you are using a burn-up or burn-down chart the graph will look a bit like a hockey stick. That is, the burn-up or down will be mostly horizontal with it accelerating towards the end of the increment when there is a mad dash to complete things.

	Create a focus on finishing

	WIP limits are a common way to manage work in process. They require significant discipline and are only one  of many methods available. An easier way to start and still be effective is to create a focus on finishing. Completion exists at many levels: tasks, stories, features, and MVIs (or whatever artifact is being used to represent the next releasable chunk of value).

	
		When done with a task, look to finish another task in the same story.

		When done with a story, look to finish another story within the same feature.

		When done with a feature, look to finish a feature within the same MVI. This focus quickens the rate of feedback, which increases both quality and efficiency.



	Objective

	Work in process (WIP) is not just the amount of work waiting in a queue. It is not even the number of stories or features that have been started yet not completed. WIP is the total of all the MVPs and MVIs that have been started yet not completed. While a story or feature may be complete, it is still a work in process if it hasn’t been released. Managing WIP is not done merely by having WIP limits in queues to manage the waiting time in queues.

	Managing WIP is a continual process. Once you have sequenced your work in the proper order, you can allocate your capacity to the items that are truly most important. Do not start projects that adversely affect more important ones merely to “utilize” your people.

	"In product development, our greatest waste is not unproductive engineers, but work products sitting idle in process queues." Don Reinertsen

	Managing work in process does not mean just limiting it. It means managing both what and where work is taking place. This includes workload levels as well as where the work is taking place.

	Work that isn’t completed represents work in process. It is not just those stories that have been started and not completed. It includes all levels of artifacts that have been started but not completed, for example, features and MVIs. These unfinished artifacts represent risk. We may have feedback at the story level, but the feature or MVI has not been validated. We may find that we didn’t do everything right when we get the feedback. Therefore, until we get the feedback, we have this risk. 

	It is also helpful to have work be interruptible. This way, the adverse effects of interruptions can be minimized.

	Why this is important

	Here are some symptoms that WIP is out of control.

	
		People have to wait on other people.

		People are being continuously interrupted by other people.

		There are delays in the workflow and in getting feedback.

		There is a high multitasking cost.



	A team working on two things simultaneously when they could be focusing on just one will delay the delivery of both. But what is not so clear is that doing this injects delays into both workflows. These delays in workflow and feedback induce more additional work. This creation of new work is why an interruption delays what people are working on by more than the time of the interruption itself.

	All of these create waste. In many cases, much more waste than the actual valuable work. This extra work is, of course, unplanned, so cooperation is much more difficult and costly.

	While people are busy, if we watch the work being done, we’ll see that it is waiting in queues.  Teams are more efficient when they are not overloaded. This enables them to get quicker feedback on what they are building, eliminating waste. 

	Artifacts representing the proper chunk of work to be completed before others are started are critical to avoid having many things in play. Too much work in process (WIP) causes feedback delays and adds unplanned, unnecessary work. It is essential to understand the concept of accumulated risk. This is the risk represented by incomplete work. That is, work started that has not been completed and verified to be what is needed.

	We get feedback on whether we are building the right or wrong thing sooner by completing small items. Common artifacts in the Agile space are epics, features, and stories. However, these are not usually deliverable items. Not all of an epic will be delivered since not all of it is needed. Features and stories are often too small to be delivered by themselves.

	NOTE: We are not suggesting the “one-piece flow” that Lean Manufacturing emphasizes; rather, we are trying to avoid working on too many things at one time.

	Overloading people is the real problem.

	While many in the Agile space talk about multitasking as a serious problem, overloading people with work is usually a bigger one. Multi-tasking is a symptom of having people overloaded with work.  This will cause extra work to be created - not just a degradation in the effectiveness of people due to multitasking.  This "extra work" (waste) can be several times the amount of actual work to be done.  Not merely 75% of it. 

	Symptoms of not doing this well

	Too much work waits between the different work steps.

	Too many things are open at once, with items being completed at the end of the iteration. The graphic will look like a hockey stick if you use burn-up or burn-down charts. That is, few things will be completed until the very end.

	When planning and coordination of work are not done well, teams tend to get interrupted a lot. 

	It is helpful to have work be interruptible. This way, the adverse effect of interruptions can be minimized.

	Implementation methods

	For years timeboxing was synonymous with Agile. Find a duration, see how much you can do within that time frame, and then plan that work. This approach can limit the total work in process to no more than what the iteration can hold. The weakness, however, is that there is often little guidance on how to keep work in process low within the iteration.

	When using timeboxing, managing the amount of work done during the iteration is vital. 

	There are several ways to manage work in process:

	
		manage queues to lower the time between work ending at one step and starting at another. 

		don’t pull more work than what you have the capacity for

		looking to finish something after you’ve just completed something instead of starting something new

		don’t analyze it until just before it’s needed



	Queues can also be managed. Larger queues mean more WIP and delays.  One of the biggest queues is the iteration backlog. This is one reason that shorter iterations are good. Starting only the necessary amount of work is another way to manage queues.  Having a well-defined input queue is essential for this. Without this, work is just given to teams, and the work queue in front of them grows without control.

	The team should be focusing on finishing the next increment to be released. When timeboxing, an increment may be ready to be released before the end of the iteration. Focus on finishing that even if it’s not released.

	The team is not doing a plan for the iteration (or time of the cadence) when doing flow. The planning is done in real-time. An item is pulled off the product backlog, it’s completed, and the next one is pulled off and done. Focusing on finishing stories, features, and MVIs, before starting others will shorten the feedback time for each.

	The best way to minimize incomplete work and accumulated risk is to focus on finishing. Managing queues can assist here. An easy way is to have team members see what they can finish next after finishing something. It’s all too easy to start something new. But helping someone finish something that has been started will lower the amount of unfinished work.

	Note: You can use methods for flow within the timebox to improve work in process levels.

	Scorecard for “Manage work in process to remove delays in workflow and lower risk”

	There are four factors that improve this. They are:

	
		Are MVPs and MVIs being used?

		Is there a focus on not starting work on too many items?

		Is there a focus on finishing in general?

		Is there a focus on finishing MVIs?



	The score is 1 plus the number of these being attended to.

	Symptoms of not doing this well

	Besides the obvious “starting too many things,” these also are common root causes:

	
		Running mini-waterfalls in an iteration.

		Having stories (at the team) or epics (at the program) that are too big.

		When something gets completed, people start something new instead of helping others finish their work.

		Having developers and testers not collaborating

		Having development teams and shared services not collaborating



	Risks of not doing this well

	
		Feedback is delayed resulting in poor quality and rework.

		Too much work in process causes multi-tasking which lowers general efficiency.

		There is a tendency to interrupt teams because it takes too long to get anything done.



	Make work interruptible

	Synopsis: It’d be great if teams were never interrupted, but reality intervenes. While many interruptions may not make good business sense and it’d be better if they didn’t happen, many times something comes up beyond the control of the team and interruptions do make sense. A two-part defense against interruptions should be maintained. First, people outside of the team should understand the cost of interruptions and agree to do so only when it makes good business sense to not wait for the next planning event. The second is that the team should manage their work so that the cost of interruptions is minimized. And if interruptions are a way of life, adopting a flow system should be considered.

	A case study by Al Shalloway

	All things considered, being equal, it’s best not to interrupt work. But all things aren’t equal.

	I remember a company I was brought into by the CTO with the intention of me talking their Founder-CEO into not interrupting the team so often. They were doing Scrum ok, and I spent some of my time tuning them up. I went into the CEO’s office and had a one-hour conversation with him. He was not just the Founder-CEO. He was the creator of the product and knew it better than anyone else.

	I talked to him about the cost of the interruptions. As a former tech guy, he was well aware of the impact. We discussed the business need for the interruptions and their technical cost. He agreed that when he could wait until the end of the sprint he would. On average it’d be only a couple of weeks. But if the business value to be gained by securing a new client was big enough, he’d interrupt the team from their normal work.

	From a business perspective, this made sense - but it wasn’t what the CTO or the team wanted me to do. They were not happy with me.

	I was satisfied, however, because it meant decisions that looked at the entire picture were going to be made.

	I then had a conversation with the CTO and explained to him that he needed to make the work of his teams be interruptible. That is, instead of relying on not being interrupted for weeks at a time. Instead, he should have people focus on finishing and keeping little in play at any one time.

	Not only would this accept the reality of the situation it would speed up feedback and reduce accumulated risk.

	*  *. *

	Miscellaneous useful practices

	Usefulness of spikes

	A spike is a type of work done by a team to investigate an issue. The term “spike” originated with eXtreme Programming (XP) and was used to do investigations when the team was not ready to actually work on a story purporting to create value.

	A spike can be an analysis task, an investigation of a design issue or other task that is not directly related to creating value.

	Spikes should be kept short and should be timeboxed – that is a preset amount of time should be allocated to do it. When that time is reached it can be decided if another spike is needed.

	In research environments, this can be very useful to set time aside to investigate ideas that need to be pursued in pursuit of actually adding value.

	We have been involved in various engagements which were primarily of a research nature. Team members would ask us how they could allocate time in their sprint backlogs for needed investigations. We suggested that they could write spies as a stories and include in the backlog. 

	Deciding on sprints, daily timeboxing, flow and cadence

	When teams use Scrum, they use sprints. If they are using Kanban, they use daily timeboxing – that is, planning for a day, every day. Considering which is more appropriate for the team should be considered. A method to do this can be found at Sprints, Daily Timeboxing, Flow, and Cadence.

	How to tell if you have a good team board

	A team board should show both the work being done and how it is being done. In particular, it should make clear any explicit workflow agreements members of the team have made. A team board should enable someone not familiar with the team to understand how the team is working by first looking at the board for no more than 15 minutes and then asking questions about it for no more than another 15 minutes. If, after this time, they do not know how the team is working, the work and/or workflow agreements should be expanded on.

	The importance of a quality team board is to ensure people know how they are working. It provides the basis for documenting the agreements the teams have. While the board is explicit, it’s important to note that the board is not to be followed, rather it is the documentation of what the team’s agreements are.

	 

	 

	 

	 

	 

	


Section 5: Working with organizations 

	This section delves into the journey of Agile transformations, and particularly any organizational transformation involving technology, a critical shift that transcends mere methodology to redefine business culture. We begin by exploring the driving forces behind this shift—market dynamics, the need for rapid innovation, and the self-serve, mobile, application economy (the world of mobile applications)—setting the stage for a comprehensive understanding of Agile's importance. Once again, we focus on people, leadership commitment, widespread employee engagement, and the holistic adoption of Agile principles. We address key reasons why Agile coaching teams are being eliminated, offering practical strategies and insights from real-world case studies. The chapter also focuses on measuring the impact of Agile transformations through key metrics and discussing the sustainability of agility in a constantly evolving business landscape. 

	The Learning Outcome is for Agile Coaching leaders and coaches to know the organizational-level components of successful organizational transformations, including a deeper understanding of what makes any organizational transformation involving technology successful.

	The benefit of this section is once you understand these organizational challenges, you can lead the Agile transformation successfully or coach up to those that are.

	The benefit of this benefit is being able to address the system and foundational items in organizations that work for and against successful transformations. This section also provides a way for you to determine the viability and scope of the transformation. It provides practical approaches to address some of the most common barriers. We start with what is currently impacting Agile coaching teams the most.

	Why organizations need to have business agility 

	What is business agility?

	By “business agility” we mean the ability of an organization to pivot quickly, and at low cost to meet the needs presented by uncovering new information about the products and markets of the organization. These changes may be due to internal forces learning about what is needed or from outside market pressures that are having an impact on the organization’s sales, brand, or any other aspect that affects the viability of the organization.

	The rate at which organizations can pivot is often the difference between life and death as the rate of acceleration increases.

	The need for business agility

	At the same time as organizations are dealing with rapid technological and market changes, some organizations are also dealing with a complex landscape of old technology and organizational inertia. We provide practical insights for guiding legacy and modern organizations through improvement initiatives. This will prepare you to effectively support and drive organizational agility and resilience in an increasingly complex business world.

	Throughout history, small, nimble organizations leapfrogged larger organizations. In most cases, this was tied to advances in technology. The advances in technology caused users’ and customers’ expectations to change. If you consider the Kano model, functionality that is a delighter quickly becomes standard. It is expected functionality. We are now seeing change at a rate we have not experienced before with Artificial Intelligence. Those organizations that have mastered the organizational competencies of business agility will be able to take advantage of reducing operational costs, significantly improving the product lifecycle from understanding the market and enjoying more complete customer insights to reducing the time to market. The time for business agility is now. Those organizations that can take advantage of Artificial Intelligence will experience tremendous gains, those that do not risk being left out. Startups have a very definite advantage.

	Many experienced when the term “application economy” became the norm, and cloud computing provided the ability to scale up and down quickly. The idea that people wanted to use mobile phones and online applications to serve themselves instead of talking to someone on the phone put additional emphasis on the user experience. Now we have AI-powered chatbots providing customer service and real-time information about customer experiences and preferences to companies. Additional examples include:

	
	● Amazon providing groceries and acquiring Whole Foods

	● Netflix and other streaming services eliminating traditional video retailers like Blockbuster

	● Digital photography leaders like Canon overtaking Kodak



	The speed at which this is happening has greatly accelerated, especially with Artificial Intelligence and we live in a VUCA world where we regularly deal with climate issues and their impact on economies, migration of human beings, pandemics, and the unknown impact they make.  In addition to technical advances, business models and people's work continue to change to keep up with the market. There is an emphasis on being nimble, dynamic, and able to scale quickly. Companies that have considered themselves technology companies are more able to keep up with the market. 

	Large, legacy companies that started late are struggling to catch up. They struggle with organizational inertia, sunk cost fallacies, and organizational transformation complexities. That is why Big Tech is moving into a wider array of business domains, for example, Fintech. Companies like Microsoft are offering more financial services.

	Whether we call the way in which we work Agile or XYZ, it is imperative to change how we work, live, relate to each other, and do business in organizations. The whole concept of organizations is changing as we see more partnerships, affiliates, communities, the gig economy, and platform economies being created.

	This section provides insights into what is happening and how coaches can get in front of this or decide how they best fit into this new landscape.

	Agile frameworks are solutions looking for a problem 

	“If I had only one hour to save the world, I would spend fifty-five minutes defining the problem, and only five minutes finding the solution.” - Albert Einstein

	Decades ago, we used to do everything we could to avoid solutions looking for a problem. Yet, some of us coaches have seen the methodologies and frameworks, and how they have been implemented to often be exactly that. 

	We would like to start with organizational readiness and understanding the context in facilitating successful improvement initiatives of any kind. We encourage you to consider both external factors such as market dynamics, financial pressures, technological advancements, and internal elements like culture, leadership, and strategic alignment.

	What are some of the things we have seen missing?

	
	● An assessment of organizational readiness.

	● Ignoring transformational fatigue and psychological safety issues.

	● A lack of alignment across business and technology regarding strategic objectives.

	● A mapping of improvement initiatives to strategic goals.

	● Financial decisions and initiatives in direct opposition to creating resilient, adaptable organizations.

	● Not including necessary roles with people adequately trained in core competencies.

	● Short-term incentives favored over long-term throughput and gains

	● Not taking into account all of the ecosystem, external factors, including technological. advances that need to be aligned with improvement initiatives.

	● Not recognizing that any organizational transformation must focus on psychological safety, how organizations value and listen to their people.

	● Creating teams and scaling before we understand what we are building, the value of our product, and who our stakeholders are.

	● Creating teams and scaling without having any foundational digital capabilities required to create small feedback loops or iterative value delivery.

	● Utilizing budget processes and financial practices that are barriers to creating products and delivery iterative value. They create delays and waste in the value stream.

	● Communications and ways of being focus on older ways of working causing delays in decision making and the work itself.

	● Leaders not being told what the commitment truly is.

	● Not including all of the critical stakeholders upfront: business, HR, Finance, technical leaders, customers, and users.

	● Requesting that teams commit without addressing barriers to their work.

	● Teams being asked to your tools that should be allowing them to work more efficiently and instead cause more work.



	The risk of starting Agile at the team level

	While it's popular to start Agile at the team level, it runs the risk of making it harder to get Agile to work across the organization. Inter-team dynamics are quite different from intra-team dynamics. Learning to focus on teams often sets up sub-optimizations that are hard to overcome.

	It is seductive to think about scaling Agile up from teams to the enterprise. It seems like the correct path to take because you can almost always find a team or two where Agile methods lead to great improvements over Waterfall methods. But what works for a few teams at the local level often obscures the bigger picture: creating enterprise agility. Enterprise agility is the ability for an organization to deliver value quickly when needed. Sadly, I have seen many organizations achieve many successes locally – Team Agility – and move even further away from enterprise agility.

	A common problem facing many organizations is having too many projects going on for individual team members. This happens for several reasons:

	Some people have certain special skills, domain knowledge, or familiarity with legacy code and so need to be shared across several teams.

	When staff is organized by role – with business analysts reporting to one manager and developers to another –teams get formed and reformed as needed. Of course, people are not always available exactly when they are needed. To solve this problem, people are often given two or more projects to work on so they will always have something to do.

	When both happen, it is especially bad. The most highly skilled, in-demand people end up being sucked into many teams and many projects, and so suffer the most from multitasking. And everything becomes inefficient because people depend upon them.

	Suppose you have 100 people working on an average of five projects each. If the average number of people on each project is 10, then you have 50 projects going on at any one time. Now, you decide to “go Agile” and start a pilot project. You can pull together a cross-functional, self-organizing team that can have those highly specialized people dedicated to the pilot because you want to demonstrate success. You collocate them and give them a dedicated team room. Even if they don’t change anything, our experience would suggest they’d be three times faster and build better code to boot – clearly a successful pilot project. This happens because the team can now focus on one project, and this results in fewer delays which both speeds up the work and raises the quality of the product. 

	Early success without a path to scale

	That is great for the pilot project. And it is great for specialized people because they don't have to multitask. However, it is not so great for the rest of the organization because these critical people are no longer available. This sets things up for early success without a path to scale. Ironically, you’ve not really demonstrated that you’ve improved the business. In fact, you may have made it worse… only you may not have noticed it.

	What will have happened? While the Agile team has had great success, the rest of the organization now has slightly more than five projects to work on and they no longer have access to those key people they had previously relied on but who have now been dedicated to the pilot. Of course, you may not notice this slight degradation because getting things out of those other teams was difficult already. Everyone is working even harder now – but it seems like even less value is coming out.

	So, what do you do? Since the Agile pilot project was a success, it seems that Agile is clearly better than the current process. The obvious solution is to create another Agile team. And keep doing this until the entire organization has transitioned to Agile. For a while, you are pleased because each new Agile project is achieving great success. All the while, however, the rest of the organization is slowly getting worse.

	Eventually, the Agile teams will start running into the wider organizational impediments that you were trying to overcome in the first place. Your Agile approach may not be making these impediments clear because your focus on the team's success has blinded you to the bigger picture. Even if it does, team-Agile methods do little to help you solve enterprise issues. At some point, you come to realize that merely trying to scale Agile just isn’t going to work.

	Agile at scale Is an enterprise-wide issue

	You conclude that scaling Agile is difficult! Or, you lament that the organization will not solve the real problems they are facing. This last one is true because it is so difficult. Unfortunately, team-centric Agile methods give little insight into what the problems are or how to solve them.

	Achieving enterprise agility is an enterprise-wide problem. And it requires an enterprise-wide view. That is what Lean-Agile does. Even if you can only start at a team level, you must look to see how your local changes affect other parts of the organization. This, by the way, is one reason why Kanban can often be a more effective manner to start an Agile transition when you have challenges in creating teams. It enables you to start where you are and directly see the effects of your changes.

	Starting with teams teaches local optimization

	When organizations start with Agile at the team, they focus on optimizing their own work. As Agile spreads across the organizations, teams need to attend to how they can cooperate with other teams to create overall success. 

	This requires teams to slow down in their work to help the overall effort. Teams, however, often don’t like to do this for two reasons. First, members of a team often like to think of themselves as very successful. Performing as well as they can feels good. The second is that members of teams are often compensated for how well the team does. However, these measures often don’t take into account how the team contributes to the overall success of the organization.

	When teams are successful in improving their own methods, they often are reluctant to deoptimize their own success for the overall success of the organization.

	Waves of organizational transformation

	If you are the second or third wave of Agile coaches at an organization, you already have something working against your success: transformational fatigue and possibly a lack of psychological safety. There are ways to address that that we cover in multiple chapters of this book. Engaging with leadership upfront to discuss transformation fatigue, communications, and common patterns allows coaches to address these issues when and if they are observed after the transformation starts.

	At an organizational level, it's best to call out signs of transformational fatigue or issues regarding psychological safety and address them with executive leadership up front.

	 

	These patterns are not associated with Agile transformations; they are true of any organizational transformation. Period. The song lyrics: "I've seen it before it happens all the time." comes to mind. 

	 

	Impact of financial pressures and merger and acquisition activities: Financial pressures and major corporate activities like acquisitions, mergers, IPOs, or receiving venture capital and private equity can shift the focus toward short-term financial goals, undermining the long-term, value-driven approach central to Agile methodologies. This even impacts leaders’ behavior. As part of the Positive Intelligence coaching community, one of Dr. Chamine’s favorite stories is about the CEO who focused on command control and micro-management only after his company’s IPO when he reported to the board. His sudden shift to command-control leadership was because he feared failing the board.

	 

	Financial pressures and major corporate activities like acquisitions, mergers, IPOs, or receiving venture capital and private equity can shift the focus toward short-term financial goals, undermining the long-term, value-driven approach central to Agile methodologies.

	 

	This is not just impacting employees. It is impacting customers. It is affecting socioeconomics. How many of you pay for grocery bags that are much weaker than the ones you used to get for free? How many have you noticed that people at the middle and lower rungs of our socio-economy increasingly have their incomes go to essential items like food, rent, and education? The challenge is much more significant than frameworks and methodologies, and the impact on human beings is much more than many see. It is impacting our socio-economic systems.

	 

	The challenge is much more significant than frameworks and methodologies, and the impact on human beings is much more than many see. It is impacting our socio-economic systems.

	 

	Since there is an impact on human beings, aligning any organizational transformation with the organization's broader economic and strategic objectives upfront and with executive leadership is critical. In talking to people in many organizations where the focus was on the short-term, it was clear there were more layoffs and a devaluation of human beings. Now, Artificial Intelligence is impacting the workplace. Once again, how do all these strategic initiatives align with being a resilient learning organization, or do they?

	A coach can indeed be instrumental during these times. Still, their role would need to adapt to these complex dynamics, focusing more on patterns and their impact on the organization's immediate financial and strategic goals. The coach should consider the impact of product management maturity, digital capabilities, when and how teams are formed, what teams are included, and when and how there is any scaling. Yet, through observation, this type of upfront analysis related to context is rarely done. Why?

	Organizational Readiness and Cultural Health: Let's assess operational readiness and create a roadmap for addressing product management maturity, communications, cultural health, and digital capabilities in our transformations. If you still need to do that, please do it now. 

	Agile transformation is not just about implementing processes; it's about fundamental shifts in culture and mindset. Organizations must assess and prepare their communication, cultural, and operational landscape to support knowledge workers effectively. This preparation includes fostering psychological safety, ensuring work-life balance, and establishing a conducive environment for high-value, iterative product development and delivery. 

	
	● Is there a commitment to this change initiative? 

	● Is the commitment understood? Leadership should not be blamed when an initiative's scope was undersold.

	● Can we begin with executive leadership and management's mental models and communication patterns?



	
	○ By no means are we dictating new mental models. We are stating that iterative value delivery requires new mental models, especially in large legacy organizations that have declared themselves NOT technology organizations. It’s just the what’s so.



	
	● Are business and technology leaders aligned on strategic goals, and how will this transformation benefit those goals?

	● Finally, use Open Spaces or other collaborative workshops to demonstrate that mental models have shifted and leadership is interested in investing long-term.

	● Consider assessments such as the ones available through Success Engineering which provide a way to make recommendations for improvement.



	 

	Executive leadership and stakeholder engagement. It is a common pitfall to underestimate what it takes to undergo an organizational transformation. Organizational transformations require a deep commitment from all levels of leadership. Yes, context is important! A transformation in a startup is at the opposite end of the scale from a transformation of a large, legacy organization that considers technology as an afterthought when your transformation focuses on the value and use of technology. It's not just about adopting Agile methodologies at the team level; it's about a holistic change in how the organization operates, makes decisions, and values its people. 

	Engaging executive leadership, middle management, and other key Human Resources and Financial Services stakeholders is critical. They need a clear, realistic understanding and alignment on the commitments required and the benefits received.

	 

	Strategic alignment and measurement. 

	As Agile teams or organizational transformation teams fail to align and measure their efforts with the organization's strategic goals, they cannot say, "This is how Agile impacted the strategic goals.” There is no way to achieve organizational transformations in a vacuum; they must be directly linked to the organization's strategic objectives. Although they are important, how many of us have seen them treated as something apart, i.e., not related to strategic goals, or where strategic goals have not been defined, aligned, and fully socialized throughout an organization? To achieve alignment, changes must be broken down into measurable and strategic components (such as Epics with ROI metrics). Through this approach, the organization not only changes its processes, but also changes the way it delivers value.

	Attend to the proper rate of change

	 

	When you are trying to move teams in a particular direction there are several critical aspects to attend to that are not only mostly ignored, but often violated badly:

	 

	
	● Adoption Rate - This refers to how quickly the change is embraced after its introduction. Factors like the perceived value of the change, communication effectiveness, ease of use, and the support systems in place influence speed.

	● Adoption Depth - It's about how deeply Agile is embedded into the company's culture, processes, and day-to-day operations. Depth of adoption is not just about superficially implementing Agile methodologies, but rather how profoundly these methodologies change the way the organization functions.

	● Integration - Frameworks are designed to work cohesively with their own parts. But it is important to consider how what you are transition an organization to integrates with their current practices. Integration is critical because any other new practice is not just superficially adopted but is woven into the team's work processes and mental models. We consider the thorough and holistic incorporation of methodologies into the team's daily routines, decision-making processes, and overall strategies, operations, and logistics.

	● Scope of Implementation - What is the overall amount of change, and is the scope of change itself broken up into measurable, small feedback loops?

	● Customization for Effectiveness - How simple is it to adapt the methodology and framework to align with the team's competencies, organizational structures, strategies, financing, stakeholders, and organizational culture?

	● Support Resources - What support systems are provided to facilitate onboarding newcomers to the new practices?  This includes coaching, mentoring, facilitation, Communities, communications, materials, micro-courses, and learning management systems.

	● Timing – Read When to Start a Transformation



	Not properly attending to these creates resistance, lowers effectiveness, and requires more motivation to be successful. 

	Unfortunately, most popular frameworks both have many prescribed practices and often require significant change at the start - which may or may not be a good idea. 

	Be on the lookout for these so that when they are (or going to be) violated:

	
		You can change and help adjust these issues.

		Work with the team so they know you have their interests at heart and will do your best to make amends.

		Create awareness of any adverse affects on the teams to management.



	 

	The problem with burning platforms

	 

	People change when they know their challenges and want to stop dealing with them. However, they will also change if the vision of what is possible is so clear and impactful that it is visceral. In transitions, while the urgency of issues may prompt immediate action, lasting and meaningful change requires a clear recognition of the challenges and a vivid, shared vision of the future benefits. This vision helps motivate and unite teams around common goals even without a crisis. 

	A crisis might be required to get an initiative going, but ongoing improvement, without a crisis, should be the goal. 

	Overall vision, small improvements

	What if we had an overall vision, a roadmap for organizational transitions, and then were very intentional about measuring and creating outcomes and impacts every step of the way during this transition such that people benefited from the transition and we could clearly articulate the outcome? One improvement initiative could feed to another. Treating each improvement initiative as a stepping stone within the larger vision and roadmap allows us to create momentum where each success builds upon the previous one. This approach can foster a positive attitude towards change and drive further innovation and growth.

	How do we create this?

	A collaborative and cross-functional workshop with a preliminary assessment of an organization or group can identify its challenges. We can start with predefined and common patterns as Amplio does. We could identify the largest delays and waste and then go deeper. We could discover the Undesirable Effects (UDEs) and use a Current Reality Tree to determine the root cause. We could use the latest technologies to radically speed up parts of the value stream.

	 

	Alignment versus coordination 

	Effective leaders and coaches use an effective mental model to create alignment to ensure everyone in the organization is on the same page and working towards the same overarching objectives. The goal is to align resources, people, communication, and decision-making processes to facilitate this goal. Alignment occurs when people have a common cause or viewpoint.  Throughout this book, we have provided approaches to ensure you optimize alignment and reduce the need for coordination. In our experience, avoiding coordination improves flow, consistently focuses people on outcomes, creates resilient learning organizations, creates stronger team dynamics, allows for global optimization, and keeps a focus on customer value.  Given our human-centered approach, we are interested in eliminating barriers to people communicating, collaborating, and sharing information, and that is why we will always favor alignment over coordination. Every single chapter of this book provides ways to increase alignment. Here are some highlights:

	Shared Vision and Purpose. When everyone understands the organization's mission, vision, and goals, they can independently make decisions that align with these objectives. This shared understanding reduces the need for constant communication and coordination to ensure everyone is on the same page. Establishing this shared vision across business and technology teams is incredibly important.

	Autonomous Decision-Making. Aligned teams can make decisions autonomously within the organization's defined objectives. This empowers teams to take action without waiting for constant approval or guidance, leading to more efficient processes.

	Reduced Conflicts. Alignment ensures that teams and individuals move in the same direction. When conflicts arise, they are often due to differing perspectives or objectives. Increased alignment minimizes these conflicts, reducing the need for extensive coordination.

	Streamlined Processes. Aligned teams are more likely to follow standardized processes and procedures. This consistency reduces the need for extensive coordination to ensure tasks are completed correctly and efficiently.

	Focused Efforts. When everyone is clear about their roles and responsibilities, they can focus on specific tasks without constant supervision or oversight. This clarity reduces the need for coordination to monitor progress.

	Improved Communication. Increased alignment encourages open and transparent communication. Teams share information proactively, reducing the need for coordination to keep everyone informed.

	Strategic Alignment.  Alignment also involves strategic decision-making that considers the bigger picture. This reduces the chances of pursuing conflicting strategies, minimizing the need to coordinate different approaches.

	Enhanced Accountability. When individuals are aligned, or better yet, collaborate to develop organizational goals as we detailed earlier in this section,  are provided context, and can define how they will get the work done, they take greater ownership of their tasks and outcomes. This accountability reduces the need for continuous oversight and coordination.

	Focus on Creating Value.  When teams organize around value streams, they are already aligned. This reduces the significant coordination issues in matrixed organizations that are “waste.”

	Team Design, Team Charter, and Value Creation Structures.  How we design teams affects both the teams and how they work with other teams. Properly done this can reduce dependencies between teams and provide increased alignment. It can also make onboarding new team members easier.

	Learning Organizations. There are several ways that learning organizations increase alignment and reduce the need for coordination. 

	
	● Information is shared freely, so the need for coordination is greatly decreased. Teams can learn from each other's experiences and avoid duplicating efforts. 



	
	● Employees are encouraged to understand the work of other teams and departments. This cross-functional understanding enhances alignment and reduces the need for coordination when teams know each other's goals and activities.

	● Leadership provides transparency and visibility. When people can see organizational barriers being eliminated and are part of goal setting, trust is created, and surprises that create wasted efforts are eliminated.

	● Learning organizations empower employees to make decisions and take ownership of their work. When employees have a deeper understanding of the organization's objectives and are trusted to act autonomously, they require less coordination to carry out their tasks. 

	● Learning organizations are adaptable and responsive to change. This adaptability means that teams can adjust their strategies and approaches as needed without extensive coordination to get approval. A learning organization encourages innovative thinking and problem-solving. When employees are empowered to find solutions independently, it reduces the need for coordination to resolve issues. 

	● Learning organizations foster a culture of collaboration and shared responsibility. Coordination becomes more organic and less formalized when employees collaborate naturally and align their efforts.



	Coaches can promote a learning organization

	“In business management, a learning organization is a company that facilitates the learning of its members and continuously transforms itself.” - Peter Senge

	BCG, a global company, surveyed 11,500 employees in more than 40 companies across 15 industries regarding how enabled they were as part of an Agile Transformation. The survey showed that in learning organizations, 93% of employees were enabled to do their work. It is impossible to succeed with any organizational transformation if employees are omitted as part of it. This means we include our knowledge workers early in the design and product planning phases and provide them with data we collect to include them in the context. When we do, we end up with better solutions. 

	A coach can enroll organizations and leaders in becoming learning organizations and leverage what is available with AI to provide even greater learning opportunities and make the best use of data and metrics. They can also build rich data, such as stories from key stakeholders, not just objective analytics. This level of communication allows organizations to adapt and take advantage of changing market conditions. 

	Communicating a focus on the customer

	Coaches can often work with an organization on talent acquisition and creating an effective value creation structure, ensuring that UX Designers are available to teams. They can organize workshops, ensuring the representation of different roles in a value stream and providing collaborative working sessions. They focus on the organization using AI and predictive analytics to serve the customer, as we discussed above, they ensure the design is shifted left to get earlier feedback from the customer, and they coach product management in running workshops to map personas and customer journeys, ensuring they share this context with the development team early in the process. They make sure the digital capabilities are present so that development teams can work with customers directly. They have teams focus on the core differentiator, delighters, and the customer's ecosystem.

	Communicate continuous learning 

	As a coach, ensure that double and triple loop learning is built into how teams work and the cadence of work. You can also support development managers or technical leads in ensuring they have the environments and technical training they need for their teams to experiment. You can encourage the integration of UX Designers on any team along with human-centered design and shifting design left. You can bring in hack-a-thons and provide regular time for innovation for each team.

	Many organizations, unfortunately, overlook the importance of 'Inspect and Adapt' events, which are even more important where multiple teams are involved in developing the same product. These events are crucial, often serving as the pivotal moment for teams to engage in intentional continuous improvement. This reflection is not just about incremental changes but can lead to deeper organizational learning, including double and triple loop learning. The best way to encourage these events to happen is to make them as impactful as possible. As a facilitator, it's essential to prepare for these events meticulously to maximize everyone's time and contribution. Consider:

	
	● Clearly define the purpose to all stakeholders.

	● Clearly define the outcome to achieve.

	● Make sure you invite only stakeholders that are actively involved in the work.

	● Timebox your agenda.

	● Request that the business or technical sponsor start out the first few iterations of this event with a call to action.

	● Identify any next steps or actions and use a well-organized information radiator to ensure follow-through. Where it makes sense and you can, anything next steps should be reflected in goals, backlogs, and improvement backlogs, as appropriate.

	● Utilize well-organized information radiators to ensure other stakeholders can review the materials asynchronously that are dynamically updated from work in process and goal execution systems.

	● Ensure follow-through happens.



	 

	Encourage knowledge sharing and collaboration

	As a coach, you can ensure that Communities of Practice, Guilds, and Leadership Workshops exist to provide knowledge sharing and collaboration across functional areas of the organization. In addition, as a coach, you can ensure peer reviews, and demos with customers and the business. Finally, you can advocate for UX Designers to work directly with end-users and include team members, if not the entire team, for knowledge sharing and collaboration.  

	There is a critical need for knowledge sharing and collaboration with the business; strangely, it is a regularly missed opportunity. A coach can organize Gemba walks within business units and technology, including key members of business and technology teams, to create alignment. In addition, a coach can support technology leaders in providing a portfolio demonstrating how every part of technology positively impacts business capabilities while providing data to proactively see the impacts of consolidating or migrating systems and application rationalization.  It is critical and frequently missed that knowledge sharing MUST include from business to technology and technology to the business. Too often, there is resignation about how transformations start:  “We need to start only in technology and then expand to the business.” 

	 

	Champion innovation 

	As a coach, you can support fostering a culture of experimentation and innovation. You start with a leadership workshop providing various case studies where organizations have created new markets and products that exponentially impact their business through employee innovation. At this point, you can recommend the use of an Open Space. If set up well, this moves an organization towards innovation and shifts the culture to a learning organization. Leadership promises to back some of the initiatives generated in that Open Space. Given the recent economic contractions impacting employees, providing time for innovation could create substantial goodwill if approached positively. Then, you can partner with leaders to provide employees with the necessary resources, support, and autonomy to explore new ideas, take calculated risks, and learn from committed actions and experiments.

	Enroll leaders into a coaching stance 

	A value coach recognizes the paramount importance of leaders adopting a coaching approach. In today's rapidly changing environment, leaders as coaches have become increasingly critical for organizations to thrive. Younger employees opt out of working for organizations and create startups. There are numerous articles about “quiet quitting,” where employees feel their contributions and goals are undervalued and fail to invest in their organizations. Moreover, hybrid and remote work environments can amplify feelings of disengagement and disconnection among employees.

	Micromanagement exacerbates this issue by creating cultures devoid of trust. Leaders dictate specifics about how work is done to the subject matter experts they have hired into a specific role, or sometimes they purposefully hire people without the necessary skills into roles, all to keep a false sense of control. This breeds mistrust in leadership. It is a vicious cycle. 

	Leaders who are coaches generate psychological safety as they create an authentic culture of learning from failure, sharing ideas, openness, and authenticity. Those kinds of leaders know how to create mastery by asking open questions and providing growth opportunities, effective feedback, pushing their teams in an empowering way, modeling the behavior they want to see, and, most importantly, listening attentively to their employees. This results in a higher level of engagement necessary for sustained performance. 

	One of the key contributions of excellent coaches is their ability to guide Product Management in facilitating workshops that bring together sales, marketing, customer service, and engineering teams. This collaborative approach fosters alignment across the value stream and ensures all stakeholders work towards a common goal. By integrating diverse perspectives, an organization can create products that lead to customers achieving mastery in a critical area. 

	Promote patterns 

	A coach understands that patterns do not dictate. It promotes a decision support framework so that organizations can maximize the value they get from any level of an agile transformation based on the context and patterns they experience. In addition, a coach understands how burning-in training to how people work will always be more effective than sending people off to a course. 

	Communicate learning culture

	A coach understands what a learning culture means and how it is a hallmark of a learning organization. Daily standups, retrospectives, and virtual water cooler conversations can all be learning opportunities. Creating that culture requires:

	
	● Leadership demonstrates they are lifelong learners by embracing ideas and asking questions when their employees bring up ideas

	● Once again, we mention psychological safety. Leaders foster environments where employees can share ideas, ask questions without fear of judgment, and make mistakes

	● Learning opportunities can occur in a variety of ways, such as innovation sprints, e-learning platforms with multi-modal learning opportunities, making learning part of everyday work through coaching and mentoring programs, platforms where ideas can be easily shared, functional Guilds or Communities of Practice which are not an afterthought, and creating personal goals that include learning and teaching



	Provide learning at all levels, from individual contributors to senior executives. Learning is no longer focused just on teams! Learning is also expanded to the business and between business and technology. A culture of learning is much easier to communicate to everyone involved than talking about what kind of mindset people have, which quickly starts to sound like people have something missing in how they think. In addition, it focuses on all the ways learning can be part of a culture, from the way meetings are held to how decisions are made, to various types of assessments, to how metrics are used as indicators for further research, to using the Theory of Constraints in finding the Constraint across an entire value stream, not just with the development value stream. It includes having Team Happiness Surveys, which are fantastic indicators of how we are setting our teams up for success or not as leadership learning. For business teams, it includes the opportunity to adopt Agile working methods.

	Learning often requires failing. But the mantra “fail fast” should be avoided. Instead, we want to make things safe to fail with an intention on learning fast. We get what we focus on. Accepting that we must fail a considerable number of times is different from intending to fail. Failing fast may be a vehicle to learn fast but it shouldn’t be the intention.

	 

	Coaching teams are models

	As a coach, you want consistent communication at every level of a transformation, and ideally, you want a coaching team where information flows in every direction. Unfortunately, coaching teams, even small teams, are often unnecessarily hierarchical and siloed. Instead of demonstrating how to be Lean or Agile, they become a model of the existing organizational structures that are not organized around flow. Here are the advantages of Organizational Transformation Teams that are organized as learning organizations versus hierarchies and silos:

	
	● Ensures that everyone on the team hears critical news at the same time and can brainstorm on how to address it effectively

	● Results in all coaches at every level of learning so that you are building mastery quickly within the coaching team on all of the competencies of Agile Coaches

	● Encourages information to flow up from the teams quickly so you do not miss something critical 

	● Creates alignment that is crucial for autonomy and global optimization

	● Demonstrates to the rest of the organization the advantages of a learning organization

	● Enables communications at every level of the Agile Transformation to be consistent and congruent, which is critical to organizational change

	● Creates relatedness and psychological trust on the team that impacts all other teams and teams of teams



	When Organizational Transformation teams are set up as hierarchies and silos, you do not have any of the benefits above.

	You are demonstrating and working like the coaching team is made up of silos. This is more impactful than most Organizational Transformation Leaders understand. One can predict how the transformation will go. For Agile, it is like starting the transformation as an anti-pattern.

	Starting an engagement

	Listen to an audio summary of this chapter here.

	Providing a complete approach to starting an engagement is beyond the scope of this book. Look for how to do this in the Amplio System at Success Engineering. This section discusses the coaching aspect of starting an engagement.

	Be prepared

	It is essential to be prepared before working fully with a company. Otherwise, everyone's time will be wasted.

	One way to do this is to identify one or two people behind the improvement initiative. Talk with them before any meeting with the rest of the people. This enables you to focus on the message and not spend as much time learning about the organization. Being prepared like this demonstrates respect.

	An example way to prepare:

	We are often asked:

	You (an Agile coach) are asked to coach a new engagement (client) and their teams. You have not been briefed on the problem statement before.

	You are meeting the client (presumably a top honcho) tomorrow.

	What are the first five steps you will take in approaching the coaching engagement?

	Our response:

	Take the following steps to prepare

	
		Get as much information on the person as possible. LinkedIn, anything on their website.

		Check out their website to learn as much as possible about them, and check out their competitors to see where they are in the market

		Make a checklist of the questions you intend to ask. (We can't tell you what those are, but you can probably figure that out).

		Talk to your boss and confirm that you’re supposed to do what's in the clients' and your firm's best interest.

		Remind yourself to be honest and look for a win-win. And that if you can't provide value to them, you should walk away - or have them walk away. Remind yourself of Chet Holmes's comment, "Never try to sell a meteor to a dinosaur. It wastes your time and irritates the dinosaur.



	Don’t add people at the start unless they remove an impediment immediately

	Managers often have a temptation to add people to fix things. While adding people late to a project is well known to be an anti-pattern from ”The Mythical Man Month”, there are other reasons to avoid jumping to adding people. When a system is not working well, adding people to it will just make it harder to correct. You will now have a bigger mass to deal with.

	Note, however, that there are some exceptions. If a person has been identified as a bottleneck and someone can be hired as their assistant to take a load of them with little effort, this is often a good exception to the rule.

	The transformation emotional roller coaster

	The core to starting any transformation is psychological safety. When people in the organization have experienced layoffs, firings, or fear due to an economic downturn, they are going to process this for the most part according to the Kubler-Ross Model described below: 
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	Let’s consider the stages and, with empathy, consider if it makes sense to have a transformation when there is shock, denial, frustration, and depression. When you engage people in an organizational transformation, you ask them to trust that changing what they knew before and their way of working will put them in a better place. Even if you have objective statistics and allow them to “try before they buy,” timing is everything. In addition, a lot of Agile Transformations do not include leadership transformation. 

	There are two types of Agile Coaches: one where they act like a family therapist telling the parents of a teen who is being challenged that it is all the teenager and one where they recognize that the parents and overall family dynamics need to change. Which one is going to be more successful ultimately? Well, the first type will cause more stress, lack of trust, and people leaving during all of the phases, and the second kind could make a positive difference.

	
	● Shock  - initial shock right after an event

	● Denial - not wanting to see what is happening, cognitive dissonance

	● Frustration - wanting to blame someone

	● Depression - sadness as people look at the impacts

	● Experiment  - beginning to re-engage, testing the waters

	● Decision - deciding to accept the change or not, leave or stay positively

	● Integration - fully accepting the event without blame or sadness



	 

	There are conversations that a coach can have with leadership, to empower the employees, leaders, and the organization:

	
	● Individuals process grief at a different pace - coach leaders to accept this

	● Provide genuine recognition beyond mere words - tangible presents, days off, more flexibility

	● Leaders transparently tackle organizational bottlenecks. Trust can be rebuilt by reducing meetings, providing environments, providing tools, restructuring to create better communication where needed, providing opportunities for innovation, and allowing employees to make local decisions. 

	● Create advocates within Human Resources to support every employee through the phases

	● Discuss compensation and support in finding work before layoffs 

	● Emphasize transparency and straight communications

	● Reduce demands on remaining employees

	● Be patient with productivity

	● Create an opportunity to authentically and respectfully answer questions

	● Acknowledge and appreciate team members who choose to stay and contribute during stressful times

	● Provide additional mental health services 



	As a coach, you guide leaders, teams, and individuals through these difficult times. If you have been coaching them before the layoffs, encourage transparency, open communication, and objective planning to address the layoffs. Coach leaders first on how and when they share financial issues and ask them to consider using the organization's collective intelligence to at least reduce the need for layoffs. Coach them to avoid actions that show a lack of empathy and compassion: 

	1) Firing employees in a Zoom meeting, 

	2) Laying people off, saying there will be no more layoffs, and then laying off more people in a month or two, 

	3) Mass layoffs while expecting that there will be no change in the flow of work, or 

	4) Inviting employees to come to the office for one thing and then laying them off. 

	You can also provide objective analysis and case studies showing the human impact. You can share Eli Goldratt’s video, where he talks about the lack of cause and effect, and you can read about the impact on socioeconomics. The costs include: 

	
	● According to the Society for Human Resource Management (SHRM), replacing talent costs $7,500–$28,000 in hard costs to find and onboard a new employee, including job board fees, background checks, and the new hire’s training. Soft costs—such as lost productivity—can add up to as much as 60% of the total cost to hire 

	● Employees who were not laid off may leave, especially the more talented ones

	● New employees may not trust the organization either 

	● A lack of psychological safety impacts everything, and is hard to regain

	● Socioeconomic impacts 

	● Tribal knowledge may walk out the door. It is an asset, and it can be very impactful



	If you haven't had the opportunity to coach leaders before such situations arise, there is still a chance to make a difference. 

	How successful pilots can hurt an organization

	When companies with a few hundred people in the development group decide to adopt Agile, many believe that the first thing to do is to do an Agile pilot project. So, they select an upcoming project and find people across the organization to learn Agile by doing it. Oddly enough, the challenge is that the project will succeed. Anytime you put people together who have been in separate silos, you’ll see a three times improvement just from doing that. This is due to the people being able to focus on the project.

	If you have them do incremental and iterative development, they will likely get another three times improvement. This makes many believe in the power of Agile. 

	But the challenge here is that the real problem is how individuals across silos work. Unless you can rearrange everyone into cross-functional teams AND align them with product management, you haven’t proven anything.  

	But there’s been a subtle shift in people already. Often, the people selected for the pilot are the best folks in the organization. They are likely needed elsewhere. Removing them from general availability tends to slow the rest of the organization. But this is rarely noticed. If another pilot is done, they will likely be successful, but the adverse effect on the organization continues.  At some point, Agile will be rejected. And this type of Agile should be rejected. 

	The risk here is that people may think doing another pilot would be a good idea. At some point, what happens is that a lot of the critical skills required for products are consolidated into teams focusing on their work and are not available to other teams. The rest of the organization suffers, but many people do not notice. Once again, we have chosen local over global optimization.

	This is a challenge because the project does not test the supposition of whether or not Agile will improve the organization. The real challenge organizations of over 50 developers typically have is the full value stream involved - not merely the team aspect. What Agile can do for an organization is lost by focusing on the wrong issue.

	Explaining the resistance to Agile that occurs sometimes in companies

	In the early days of Agile we saw an interesting phenomenon. Some companies would start an Agile transformation at the team level and be very successful with the team involved. So then they would do another one and another one.

	At some point, however, the transformation would stagnate. And when we talked to people not in the transitions they seemed irritated by the Agile initiative. To be candid, we didn’t pay too much attention to this at first.

	When we realized that Agile teams were successful but taking key people away from the rest of the organization, this made sense. While the Agile teams were successful, the other teams were being made less successful because they didn’t have access now to a few key people. 

	Not surprising that they were upset. Their jobs were being made more difficult by the very people who were getting praise heaped on them.

	Effective communications with a new engagement

	When you start an engagement, you must recognize that you’re walking into an ongoing conversation about past engagements people have had.

	Be respectful

	Generally, people don’t like to be told what to do. In the Agile space, many folks are even more sensitized to it for several reasons:

	
		People doing product development are used to having a great deal of leeway in how they work.

		Many Agilists are heavy-handed. Those that are usually using the popular frameworks. Stories of people telling people “they must do this” or “they must do that” are rampant.

		You’ll walk into this presupposition when entering an organization.

		Product developers are thinkers; they often know more than they are given credit for and like to think they know what’s happening.

		They may be doing some form of Agile or think they are.

		You may be coming in after multiple failed attempts, which has only increased resistance.

		You may be coming in after someone came with training, spun up some teams, and told leadership that Agile is complete. 



	Here are two ways to lower the resistance you might face because of this. Both have to do with letting the people know you respect what they know and letting them tell you what didn’t work before.

	Be aware that they may be having an internal conversation with themselves that you are telling them what to do. Most people don’t like this. So, however you do it, you must let them know that’s not your intention.

	Story 1. It’s not about you, it’s about them.

	Open up an engagement with something like this.

	“Hi, I’m <name>. As you know, I’m here to help you and your organization improve. But I want you to know this is not “me” leading this. Yes, I have a lot of experience doing this. I’m in a lucky position where I get to talk with many different companies, so I’ve seen many different things and can often spot challenges and potential improvements because I’ve talked to many people. But I’ll never know as much about your company as the least experienced of you. We want to blend our experience and work as a team to solve our challenges. Me with what works in different places and you, in what will work here.

	Story 2. I’ll be making hypotheses, but you’ll be presenting the evidence.

	I will tell this story at the start of any session where I’ll be introducing new ideas, and I have said this before.

	“Hi. I’ll be presenting a lot of assertions. An assertion is a statement where there is a claim for evidence. Except I won’t be providing the evidence. I want you to provide the evidence from your experience. We often talk about running experiments to prove or disprove theories. The experiments will take place in the future. But most of the time, we can use our past to validate or invalidate our experience.

	In our case, however, I’ll discuss how to create value. You all have been doing this for a while. You may not be using the methods I’ll discuss, but you have experience with what works and what doesn’t. That should give you insights to see if what I’m saying makes sense.  So, if something doesn’t make sense, please challenge me on it. Several things could have happened:

	
		I may be wrong

		I may have misstated something

		You may have misunderstood me



	But I assure you that real learning takes place when you challenge my statements because you believe your experience does not validate what I’m saying.

	If we agree, that will be based on your own experience, not my saying it’s so.

	There is a LinkedIn article where you can discuss this  here.

	See the Resources from Success Engineering and The Sage Systems chapter for games that help when starting an engagement.   

	 

	 

	Creating a safe space with the clean slate game

	You can use the “Clean Slate Game” to clear the air in places without a safe environment. This is especially helpful when you’re trying to see what’s going on in an organization, but people won’t talk to each other. The Clean Slate game can often be a good way to get people to discuss what’s happening. This enables the coach/consultant to see what’s possible. When people start discussing their problems, they can work together to solve them.

	Purpose of the "Clean Slate"

	The purpose of the Clean Slate Game is to:

	
	● identify how the environment/system is causing challenges for people 

	● create opportunities for those impacted by this to see how they can improve things. Even though it may look like they are totally at the effect of things, there is almost always the opportunity to improve things.

	● create the opportunity for a dialog between management and those doing the work



	The intention is to create an opportunity for change, not a mechanism for blame.

	This exercise can be done anonymously if there is a lack of safety in talking about things.

	A Case study – running the Clean Slate

	A personal story by Al Shalloway

	At Net Objectives, we first ran the Clean Slate Game at a client where the culture was not that great. But effective communication in a particular group, we found ourselves doing product management training, and there was incredible acrimony. The group comprised Product Managers, Product Owners, and the development team. We couldn't get any agreement on what was going wrong. People on all sides were pointing fingers.

	One of our consultants was familiar with the Clean Slate Game. He called me at a break and filled me in on the situation. He said he thought it'd be a good idea to run. While he was very knowledgeable, and I had complete confidence in him, I knew his approach was much softer than mine. He was nervous about taking the initiative, unsure how I'd react if it failed.

	Since he was there and I wasn't, I told him to go for it since I knew he was capable. To create a safe space for him, I also told him that if it worked, he could take credit for it, and if it failed, I would take the blame.

	He ran it, and it cleared the air. While people couldn't discuss some of these issues directly, they could hear what the other side thought by doing the exercise together.

	This is sometimes called the “50/50” exercise since it illustrates how the people and the system own 50% of the responsibility for what’s happening.

	How to do the "Clean Slate"

	Have the participants put stickies on the left side of the board, answering the question "How is the system failing me." In other words, what are they working against? Have them also put stickies on the right that describe how they are failing the system. That is, what could they be doing to improve the system that they are not doing?

	A reflection mid-game.

	Give participants about 10 minutes, and then have them pause while you have a brief discussion with them.

	You can read this or put it in your own words:

	"You will often see that the items on the right flow back to items on the left. This reflects Deming’s assertion that the system causes most of our problems. This does not negate our responsibility, though, regardless of the system. The intent is to see our part in the system’s dysfunction.

	One way to see how you might fail at helping the system is to know how to make it worse (don't do this - just a thought experiment). If we don't have any impact, we can't make it worse; if we can make it worse, maybe we can see how to improve it. Maybe what we're doing or not doing to make it worse can be slightly reversed.

	Systems thinking and the fact that systems play a massive role in our people’s dysfunction should be discussed here. Experience has shown that culture and the working environment one is in can significantly impact how people work. We often blame personalities, but much happens due to factors beyond individuals. This exercise is to help discover how our working environment is affecting us, what we could be doing but not doing, and what we think would be useful to do.

	One thing you might point out is to ask what it is management is not understanding. Are you helping them understand it?

	An option to try.

	You could tell people that they could put up stickies on the right if they see what people could do but aren't.

	After the board is complete.

	After about 20 minutes, you can ask people what actions the group can take. Put these in the third column.

	Wrap up

	The intention is not just to show what we can do but to demonstrate that we're not victims.
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	A screen capture of the Clean Slate board used in the game.

	See the Amplio Virtual Collaboration Board page from Success Engineering and The Sage Systems chapter for games that help when starting an engagement. 

	 

	A note about starting points

	One of the requirements of a coach is to give their teams simple starting points that are fit for purpose for the team. By “fit for purpose” we mean that it’s the most effective set of practices for the team to use in their situation.

	Taking a “quick start” approach by having a subset of a deeper approach should not limit what can be done at any point later on. 

	 

	We must make a distinction between using a simple system that constrains us and using a fuller system that we can start with simply and learn more as we need it.

	Coaching during the transformation

	We often hear that coaches should never tell people what to do. The rationale is that people will resist being told what to do. However, this is only sometimes the case. Many times, they want to be told. That’s why they hired a coach in the first place.

	Two other reasons are far more important than the fear of resistance. The first is that it implies the coach knows more than they do. This, of course, is not true. While the coach may know more about Flow, Lean, Theory of Constraints, and organizational development, the people being coached know much more about the actual work being done. If the coach is external, the team knows more about the organization and its workings. This knowledge may be critical in deciding future actions. Ignoring this may also damage the relationship between the coach and the team.

	For external coaches, the biggest reason not to tell teams what to do is that they need to work through the details themselves. Not having them work through it shortcuts the thought process they need to go through to understand the details of what to do. People will often follow the advice in many situations. But if they don’t understand the first principles underneath it, they may not figure out how to get beyond it when they try to implement it and hit a difficult situation. They’d stall and then blame the coach, thinking the coach was wrong with the suggested approach. And s/he would deserve the blame even if the approach were correct because s/he didn’t prepare them for it.

	Coaches can avoid telling people what to do by providing the “why” of the contemplated advice. Understanding the theories of flow, Lean, and the theory of constraints, along with the factors for effective value streams, usually provides accurate predictions of whether or not a change in the team’s way of working will be an improvement. For example, changes that remove delays in a constraining part of the workflow will likely result in an improvement.

	The more you violate first principles, the more likely you will worsen the situation. Lessening the violations of first principles doesn’t always lead to improvement (the violation may not be in the system's constraint, and/or other actions may be needed). Still, it usually opens the possibility for improvement.

	The coach should focus their conversations on these concepts, having people confirm theories of Flow and Lean based on their experience.

	Guide people with questions that give them a sense of what will happen if they make certain decisions.

	It’s like telling someone, “If you stand in the middle of the road without looking, you may get hit by a car.” They’ll know to get out of the road. You don’t have to tell them to do so.

	Don’t look for low-hanging fruit, look for what will set up the next win. 

	You often hear people talk about taking the low-hanging fruit.  This is often a mistake, as demonstrated in the How successful pilots can hurt an organization. Local optimization is not just local physically but also over time. 

	When considering making a change, it is important to attend to several factors:

	
	- What is the effort to make the change?

	- Does it set up the next thing to be done, or does it make it harder?

	- Are people ready to do it?

	- Are you violating company standards?

	- Is this something people want to be doing?



	These are often self-evident if you look for them. 

	 

	You don’t take the easy, individual thing. You take the next thing that moves you forward within the big picture.
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	A few things coaches can often do at the start

	We don’t buy into the belief that you always have to wait a while to make any changes.

	While we don’t believe you can just barge in either, there are often things you can do quickly.

	Always attend to where people are. And don’t just spout these out as laws.

	If developers are having trouble understanding requirements – have them ask, “How will I know I’ve done that?” when they are given. This short question will surprise you at its effectiveness. The person making the request should have this in mind. If not, we have a problem right there. If they tell you to figure it out yourself, know that there is some uncertainty here and people need to get feedback quickly while knowing they don’t have a good requirement.

	Do as much full-kitting as you can. While it is best to know all of the players that need to be involved in getting value to a stakeholder, at least take advantage of what you do know. This avoids the problem of creating potential value only not being able to get it consumed. For example, the first stage of DevOps is merely letting Ops know what’s coming their way.

	See if you can get the concept of the MVI implemented. This is often not hard at all. Even if you can’t get product managers or product owners to buy into this, have the development team see if they can build functionality that is useful quickly.

	Create a focus of finishing to keep work in process at good levels. Doing this is within the control of the team and can reap immediate benefits.

	When there is a problem, ignore your instincts to look at who is to blame and instead look at how did the system within which people are working cause the problem. People will quickly learn that you are there to help them and not to allay blame.

	 

	 

	 


Guidebook III: Coaches should be able to consult at times 

	While this is a book on coaching, very often a coach must help their charges understand what direction they need to take.

	This section ventures into consulting to some degree. We have done our best to keep it approach free and offer mostly generic advice. However, if the reader wants more advanced concepts, they would do well to check out Success Engineering’s Amplio System.

	The core of performance is a shared vision 

	"If you don't know where you are going, you might wind up someplace else."  Yogi Berra

	A shared vision is critical in guiding and aligning organizational efforts. We have observed the impact of organizations without a shared vision that key stakeholders are committed to. From a systems perspective, you cannot create strategic goals leadership aligns on or prioritize consistently. Everything downstream is impacted sooner or later. There is nothing worse than creating a talented and inspired team or teams and see their priorities being shifted because leadership had not committed to a shared vision upfront. As a coach, you can effectively facilitate leadership workshops to support leaders in developing and committing to this vision. This leads to ownership, accountability, resilience, and adaptability.

	The nature of conversations is that when we share a vision and people see it for themselves, it is gone. Consider how quickly people promise themselves they will exercise or meditate every day. They begin the practice, and it goes well, but how long does it take for the routine of life to pull them away from it? Coaches know that the more visceral a vision is, the more likely their clients will be consistent with that vision. This is true in coaching an individual who wants to reach a goal or a group of leaders.

	In many organizations, leaders define goals and visions of the future and then communicate them to the organization. This traditional approach is increasingly being reconsidered in today's fast-paced and complex business environment. Relying solely on top leaders to define goals and vision limits the organization's ability to respond quickly to changes and stifles employee innovation and engagement. 

	In more modern, agile, and flatter organizations, the shared vision can be a collaborative effort. It can begin with envisioning a long-term, guiding principle that provides direction and purpose, a North Star. The North Star is what the organization aspires to achieve in the broader sense and sets the context for the strategic vision. This collaborative approach involves input from various levels of the organization, including middle management, team leaders, and sometimes other team members. This approach can foster greater buy-in and alignment across the organization. Having a North Star ensures that every strategic initiative or change remains consistent with the ultimate purpose. A shared vision encompasses the collective aspirations and goals of the organization, reflecting a broader and more comprehensive picture of the future that everyone is working towards. It includes values, mission, and desired outcomes.

	The strategic goals set the destination for the organization. Strategic goals are specific, high-level objectives that an organization sets to move towards its North Star. They are concrete targets that are meant to be achieved over a mid to long-term horizon and are essential steps in realizing the organization's vision. Strategic goals operationalize the North Star, translating it into actionable plans.

	The value streams are the paths the organization takes to reach that destination. 

	Using metrics 

	“Tell me how you will measure me, and I will tell you how I’ll behave. If you measure me in an illogical way, don’t complain about illogical behavior.” - Eli Goldratt

	The quote above is demonstrated every time developers are measured by lines of code or by code coverage, or teams' metrics are compared against each other’s. We repeatedly hear stories of talented developers leaving organizations, developers creating technical debt by writing code that is not modular and is impossible to maintain or enhance, developers writing “tests” that do not test anything, and worse. Metrics misused do become weaponized and impact psychological safety. They wrong metrics motivate local over global optimization. They give leaders the wrong information and then leaders are blamed for the decisions they make. For example, by focusing on just vanity metrics that focus more on output versus outcomes and impacts or by focusing on flow while not looking also at value and quality at the same time, leaders are set up to fail. Below is a Case Study that demonstrates how harmful statistics can be to the psychological safety of an organization, how to get to know key organizational stakeholders, and how you can have conversations with leadership that will have them commit to making a difference. 

	The organization that broke psychological safety with metrics

	A personal story  by Paula Stewart

	Imagine this: As I stepped into an organization, eager to contribute, I set about getting to know the people, their experiences, and their personal goals. I conducted collaborative and interactive workshops with departing employees, Scrum Masters, Development Managers, Product Managers, and Product Owners. I observed the Guilds, groups of team members with similar roles who gather to learn and master their craft. Together with the coaches and Scrum Masters, I was mentoring. I delved into the Agile Lifecycle Management (ALM) system.

	During this discovery process, I noticed a team that regularly carried stories from one sprint to another, not fully utilizing their valuable Kanban board, which visualized their progress. I began asking questions and uncovered a significant lack of trust among the team and the organization's leadership. To my surprise, individual performance statistics had been weaponized during conversations between managers and developers, ultimately leading to the dismissal of a Vice President. Unfortunately, this triggered a damaging ripple effect, causing the team dynamics to crumble. The focus shifted from collaboration on workflow to a survival-of-the-fittest mindset driven by personal statistics.

	The enduring impact of this "tracking" mindset was evident in the fact that any discussion about metrics became triggering. Employee surveys and turnover history further revealed that employees were dissatisfied. It felt like I had inadvertently stumbled into a conversation rooted in the past. However, a glimmer of hope appeared when I was in a leadership meeting with the CIO, who graciously made time for a discussion. Armed with a presentation, I kicked off our conversation with a quote, setting the stage for a series of probing questions: “Tell me how you will measure me, and I will tell you how I will behave.” - Eli Goldratt

	Me: "Can you confidently say that you have a comprehensive understanding of the organization's flow of work, predictability, quality, and value delivery?"

	CIO: "I cannot, and considering your mention of teams not utilizing the system that is the source of some of this data, my confidence is not great."

	Me: "Before we jump into metrics, what have you heard about how the previous Vice President utilized them?"

	CIO: "I've heard they were misused, leading to employee problems."

	This sparked a discussion about the impact on employees, survey results, and turnover, which I had thoroughly examined during my initial discovery.

	Me: "Would you be willing to take the necessary steps to enhance psychological safety?"

	CIO: "Of course."

	With this newfound agreement, I presented a vision where leadership focused on removing work barriers and fostering team dynamics. I shared trend graphs and a comprehensive scorecard that displayed flow, value, and quality across the organization. Through drilldowns, one could explore underlying metrics at multiple levels, gaining insights into team happiness and progress toward product and sprint goals. Moreover, I emphasized the importance of collaboration between the Scrum Master, Product Manager, and Lead Developer in interpreting and reporting the statistics. I designed the system to show their interpretations along with the statistics.

	To avoid inadvertently improving one metric at the expense of others, I stressed the significance of collectively considering flow, quality, and value. Merely focusing on flow could lead to decisions that negatively impact other aspects, such as increased escaped bugs or creating features that nobody wants and have no value, just faster. 

	Next, we discussed the critical role of leadership in removing bottlenecks, recognizing that these obstacles invariably affect multiple teams. By addressing them proactively, we could simultaneously unlock exponential flow, predictability, and quality improvements across multiple teams. It became evident to the CIO that concluding solely from numbers was inadequate. Metrics were instead indicators, signaling that something was happening within the organization. They catalyzed meaningful conversations with the teams, ensuring their support and empowerment.

	I brought up psychological safety. We discussed the importance of cultivating an environment where individuals felt secure expressing themselves, knowing their voices were heard and respected. The CIO requested a presentation to the entire organization, showcasing leadership's commitment to every team's success by addressing underlying bottlenecks and obstacles. He committed to improving psychological safety as an ongoing conversation with the leadership team. During the presentation, he committed to the new way of using metrics with the development teams. 

	* * *

	 

	How do we address metrics and make them an indicator and a tool for the teams and organization? Teach everyone to treat metrics as indicators and not to use metrics for blame, judgments, or comparisons. Address the misuse of statistics. Metrics should be designed to provide solutions for teams and uncover common organizational barriers. By eliminating foundational bottlenecks, multiple teams will experience flow, quality, and value improvements. It will be exponential. You can encourage your team subject matter experts to provide context for the metrics (i.e., rich data). In other words, when we provide leadership with balanced scorecards and rich data, they ask better questions and make better decisions.

	 

	 


Glossary

	 

	Accumulated risk is the risk inherent in work you are doing for which you haven’t gotten feedback on yet. This is caused by incomplete work at all levels. 

	Active Listening: Active listening is a way of listening and responding to another person that improves mutual understanding. It is an important first step to defuse the situation and seek solutions to problems.

	Active speaking: Active speaking is when you attend to how people will listen to what you say.  You consider their own way of looking at the world. Their filters, so to speak. Their values. Even, potentially, their triggers – that is, how they will react to what you are saying. This enables you to meet them where they are. To be empathetic to their views and to avoid triggering a resistance reaction. We have found this method to be invaluable for coaches, consultants, and leaders.

	Anti-fragility: The term "antifragile" comes from Nassim Nicholas Taleb's book "Antifragile: Things That Gain from Disorder." It describes systems that improve or benefit from shocks, volatility, and stressors, as opposed to being merely resilient (withstanding shocks) or fragile (breaking under stress). Essentially, it's about benefiting and growing from chaos and uncertainty. Specially, during chaos and uncertainty, we can gain more through innovation.

	BAU: Business as usual identifies systems, solutions, and activities that do not include new development, they are existing systems and solutions that often will be sunset or replaced. This type of work may also be referred to KLO, Keeping the Lights On.

	Black Swan Event: A Black Swan event is a term used to describe an occurrence that is extremely rare, unpredictable, and has severe and widespread consequences. The concept was popularized by Nassim Nicholas Taleb, a finance professor, writer, and former trader, in his 2007 book "The Black Swan." These events are characterized by their extreme rarity, their impact severe, and the widespread insistence that they were obvious in hindsight. Examples include major natural disasters, economic crises, or the sudden rise of a powerful new technology (e.g. Artificial Intelligence). They are distinct because they are beyond the realm of normal expectations and are nearly impossible to predict, yet they have a massive impact on the world.

	Blind Spots: Areas where individuals lack awareness or understanding, impacting how they listen, speak, and behave.

	Bounded Rationality: Bounded rationality is a concept proposed by Herbert Simon, a Nobel Prize-winning economist and pioneer in cognitive psychology. This concept recognizes that individuals make decisions based on simplified models, incomplete information, and heuristics (mental shortcuts). Bounded rationality contrasts with the traditional concept of "perfect rationality," where individuals make decisions with complete information and in a wholly logical manner. This concept has three premises: (a) humans are cognitively constrained; (b) these constraints impact decision-making; and (c) complex problems reveal the constraints and highlight their significance.

	According to this concept, individuals are only partly rational and are limited in their decision-making capabilities by the information they have, the cognitive limitations of their minds, and the finite amount of time they have to make decisions. In practical terms, this means that people tend to make choices that are satisfactory or acceptable given the constraints they face, rather than investing excessive time and effort in seeking the optimal solution. While these choices may not always lead to the best possible outcomes, they are deemed adequate within the context of the decision-maker's knowledge, preferences, and circumstances.

	Cognitive Biases: Cognitive biases are systematic patterns of deviation from norm or rationality in judgment. They arise from various psychological processes, such as heuristics (mental shortcuts), memory, attention, and social influence. Cognitive biases often result in perceptual distortion, inaccurate judgment, illogical interpretation, or what is broadly called irrationality. Examples include confirmation bias, where people favor information that confirms their existing beliefs, and anchoring bias, where individuals rely too heavily on an initial piece of information (the "anchor") when making decisions.

	Cognitive Inertia: Cognitive inertia refers to the tendency of individuals' beliefs or sets of beliefs to endure once formed. In particular, it describes the human inclination to rely on familiar assumptions and exhibit a reluctance and/or inability to revise those assumptions, even when the evidence supporting them has been discredited. Cognitive inertia is the mental equivalent of physical inertia, where objects resist changes in their state of motion. It often impedes innovation and adaptation when circumstances change because individuals are unable to update their thinking or beliefs easily.

	Cohesion: A principle in software development that increases the understandability of code and makes maintenance easier.

	Context: Context refers to the specific circumstances, conditions, and environment in which a system operates. It encompasses the unique set of factors and influences that shape a situation. Understanding the context is crucial for making informed decisions, as it provides the necessary background and constraints.

	Context helps us navigate the complexities of a particular situation by considering factors such as culture, history, regulations, size and age of an organization, leadership styles, market dynamics, and stakeholder expectations. From an individual level, people can have a context based on how they see the world and how they see themselves.  It ensures that our actions and solutions are relevant, appropriate, and aligned with the specific context in which they will be implemented. It is where we stop the one-size-fits-all solutions by appreciating the context.

	System thinking and context are not mutually exclusive; rather, they are mutually reinforcing. The interplay between the two is vital for achieving optimal outcomes.

	Double Loop Learning: This is learning derived from questioning the assumptions we are using.

	The Dunning-Kruger Effect is a cognitive bias whereby people with low ability, expertise, or experience regarding a task or area of knowledge tend to overestimate their ability or expertise.

	Empathy and Compassion: Understanding and sharing the feelings of others (empathy) and a deeper concern for the well-being of others, leading to committed action (compassion).

	Factors for Effective Value Streams: Factors for effective value streams provides list the primary aspects of what makes value streams effective. While theoretically just knowing first principles could guide people, using them is a bit abstract for many people. The factors for effective value streams provide a concrete way to see  if the workflows in value streams are effective. 

	Filters:  How we view the world. These both limit what we see based on what we think is important and change what we believe we are seeing based on our past judgements.

	First principles: The first principles of knowledge work are like the laws of what makes knowledge work efficient. First principles stand on their own. They are not defined but are discovered through observation and relentless evaluation. Violating them has consequences, typically creating waste and lost opportunities. They can be used to provide guidance as to what individuals, teams, and organizations should do or avoid. Those listed are Amplio’s best discernment of the most useful first principles. Suggestions requested.

	Flow: Principles that promote the smooth, uninterrupted progression of work for process efficiency and effectiveness in value delivery.

	Fundamental Attribution Error: The fundamental attribution error describes the tendency to over-value character-based explanations for the observed behaviors of others while under-valuing situational explanations for those behaviors. The fundamental attribution error is most visible when people explain the behavior of others. It does not explain interpretations of one’s own behavior—where situational factors are often taken into consideration. This discrepancy is called the actor–observer bias.

	Humility: Recognizing the value in everyone and the importance of learning from others. It involves putting aside ego, acknowledging limitations, and being open to others' expertise.

	Insights and Committed Actions: The idea that insights alone are not enough for change but must be followed by committed actions.

	Lean: Lean focuses on creating value for a customer quickly by eliminating waste in the process of discovering what would be valuable for the customer and in the process of creating it. It is based on Deming’s work of attending to the system and adds several new concepts. These include “just-in-time” the attention to value streams, and continuous learning. While originating in manufacturing if always incorporated the discovery of value and improving the people’s capabilities in the organization.

	“Listening”: The concept introduced by Fernando Flores, emphasizing how people listen to the internal conversations in their heads more than the actual words being said.

	Manual of Me: A personal manual created by an individual outlining their working preferences, strengths, weaknesses, communication styles, and needs.

	MVP (Minimum Viable Product): MVPs are the next piece of value to validate assumptions made in creating a new product.

	Minimum valuable increments (MVIs). An MVI is a clear description of the minimum amount of business value that can be realized from a business perspective. It also details all the steps and people required for its release and realization.

	Perception Management: The idea that people often say things that present them in a favorable light, rather than stating the absolute truth. This concept is important for leaders and coaches to understand, as it influences how they communicate and perceive the statements of others.

	Pull is a management workload technique where the people doing the work pull the items they are to work on when they have the capacity to do so. The intention is that they don’t take on more work than what they have the capacity for. This prevents them from multi-tasking while also injecting delays in the workflow as they must switch from one task to another.

	Psychological Safety: The importance of creating a safe environment internally and externally, recognizing the impact of internal fears and self-criticism.

	Pygmalion Effect, also known as the Rosenthal Effect: refers to the phenomenon in which higher expectations lead to an increase in performance. The concept is based on the idea that if a leader, teacher, coach, or parent believes that a certain person or group can achieve high performance, their expectations can positively influence the actual performance of those individuals. It is often cited in the context of education and organizational leadership to emphasize the power of belief and expectation in influencing the behavior and achievements of others.

	Rational Optimism: The attitude of being confident about finding a path forward in complex situations, combining optimism with a rational approach.

	Reframing means to identify and then change the way situations, experiences, events, ideas, and/or emotions are viewed. Reframing doesn’t change the situation, just the way the situation is being performed. The story of a person talking to different bricklayers illustrates this. When asked what they are doing the first says “I am laying bricks.” The second say “I am building a wall.” The third says “I am building a church.” The fourth says “I am creating a place where people can connect with God”

	Responsibility: It is owning the communication and commitment to achieving better understanding, rather than blaming others for miscommunication.

	Satir Change Model: A five-stage model developed by Virginia Satir that describes the effects of each stage of change on feelings, thinking, performance, and physiology. There are five stages: 1-Late Status Quo - This is the initial stage where things are familiar and comfortable. The system is stable, and people are operating within known patterns and behaviors, 2-Resistance: In this stage, a foreign element or change is introduced that disrupts the status quo. People often resist this change because it brings uncertainty and discomfort, challenging the existing ways of doing things, 3-Chaos: As the old system begins to break down and the new system is not yet in place, there is a period of confusion and chaos. Old patterns no longer work, and new ones have not yet been established. This is a time of high stress but also of great creativity and innovation, as people search for new solutions, 4-Integration (or Transformation): Gradually, new ways of operating begin to emerge. People start integrating these new ideas and practices into their daily lives. This stage is characterized by experimentation, learning, and the development of new skills and attitudes, 5-New Status Quo - Eventually, the changes are fully integrated into the system, leading to a new status quo. This new state is more stable and becomes the new normal, until the next change occurs.

	Shift left: In software development, it refers to the practice of integrating and focusing on testing, user feedback, and quality assurance early in the development process. We have extended it to including HR, Finance, and the business earlier in organizational transformations including those that are “considered” more technical in nature.

	Single-loop learning: Learning that changes strategies of action (i.e., the how) without questioning the assumptions on which they are based.)

	Socratic Method: A technique of teaching and exploring complex ideas by asking probing questions to stimulate critical thinking and illuminate ideas. This method is based on Socrates' practice of guiding students through a series of questions to challenge their assumptions and thinking.

	System: refers to the system / environment that people find themselves in. This is sometimes called the ecosystem the people are in. It includes partners, vendors, and other external entities to the organization. 

	Systems Thinking: Systems thinking is a way of making sense of the complexity of the world by looking at it in terms of wholes and relationships rather than by splitting it down into its parts. It has been used as a way of exploring and developing effective action in complex contexts, enabling systems change. 

	Theory of Constraints: Generally known as a methodology for identifying the most significant limiting factor (constraint) in achieving a goal and systematically improving that constraint.

	Trigger: When some seemingly unrelated event “triggers” an inappropriate action - often saying something or making an unfounded judgment. These are an automatic response by the lower brain which has interpreted something to be similar to some past event.

	Trim Tabs: A concept by Buckminster Fuller describing small adjustments that can lead to significant changes in direction or behavior by changing the environment people work in, metaphorically used in coaching.

	Value Coach: A coach focused on leading individuals and teams to create value for themselves and others, typically in the context of an organization or professional setting. They understand first principles from Lean and Theory of Constraints. They have specific attitudes, competencies, and capabilities. They are system and pattern thinkers. They base their practice on mental models, models of human behavior,  and understand distinctions. 

	Value Stream Management: Refers to the process of managing the flow of value through an organization.

	Value Stream Mapping: Used to visualize and understand the flow of materials and information as a product or service moves through the value stream.

	Visionary: Someone who sees a better way of doing things, inspiring others to see and pursue this future vision.

	Ways of Being: This comes from the philosopher, Martin Heidegger, and psychologists such as Carl Rogers originally. Ways of being refer to the enduring characteristics, attitudes, and inner dispositions that shape how a person interacts with the world, rather than just isolated actions or reactions at a particular moment. It encompasses an individual's consistent manner of conduct, thought, and emotional response, integrating their values, beliefs, and identity over time.

	Zen Buddhism's "Beginner's Mind": A philosophy of approaching every situation with eagerness and open-mindedness, even in familiar scenarios.

	
Appendix

	An Overview of Flow, Lean, and the Theory of Constraints on the Success Engineering Website

	Amplio concepts and practices you’ll find useful anywhere

	Amplio is based on the theories of Flow, Lean, and the Theory of Constraints. These apply in all situations. This enables its practices to be useful regardless of the approach you’re using. A section on the Amplio Development: The Path to Effective Lean-Agile Teams lists these practices. You are encouraged to review them. 

	Amplio Development has identified many capabilities that teams need to have to be effective. You will see that term in several of the links. It is important to think of being able to accomplish something instead of having to do it a particular way.

	Improving Your Scrum Retrospectives. Although it seems natural to have retrospectives at the end of a sprint, doing so delays feedback and can be wasteful. This practice presents other options.

	Manage work in process to remove delays in workflow and lower risk. Agile’s two most popular frameworks, Scrum and SAFe indirectly manage work in process. This chapter will provide you several methods to manage it directly.

	Christopher Alexander’s design philosophy as described in timeless way of building.

	Although it’s not necessary to understand Christopher Alexander’s philosophy of design, it’s a very useful insights and presented here as an invitation for future learning.

	Some excerpts from his Timeless Way of Building (Al’s #1 recommended book):

	Christopher Alexander is known for having defined patterns as solutions to recurring problems in a context. However, this is not his main contribution.

	In fact, on four pages from the end of The Timeless Way of Building he says that “at this final stage, the patterns are no longer important: the patterns have taught you to be receptive to what is real.”

	This is no surprise to the reader at this point – what is real are the issues involved – the relationships, so to speak between the parts of the patterns

	Alexander suggests a different design paradigm from what is normally used.

	“Design is often thought of as a process of synthesis, a process of putting together things, a process of combination.

	According to this view, a whole is created by putting together parts. The parts come first: and the form of the whole comes second.

	But it is impossible to form anything which has the character of nature by adding preformed parts.

	When parts are modular and made before the whole, by definition then... it is impossible for every part to be unique, according to its position in the whole.

	It is only possible to make a place which is alive by a process in which each part is modified by its position in the whole.

	In short, each part is given its specific form by its existence in the context of the larger whole.

	This is a differentiating process.

	It views design as a sequence of acts of complexification; structure is injected into the whole by operating on the whole and crinkling it, not by adding little parts to one another. In the process of differentiation, the whole gives birth to its parts: the parts appear as folds in a cloth of three-dimensional space which is gradually crinkled. The form of the whole, and the parts, come into being simultaneously.”

	Notice how this is consistent with earlier conversations about what systems are.

	Essentially what Alexander is suggesting is that we design from the whole and design its components within the context the component is in.

	For example, if one is going to build a house with a porch on it, they won’t decide where the porch will be without considering things like: what is the house facing, where is the driveway, what entrance to the house the porch should be on, …

	Additional Resources

	Google’s design sprints are an effective way to increase innovation in a short time. You can learn more about them here.

	 

	 

	
Bibliography

	List of books mentioned in the book

	Critical Path, R. Buckminster Fuller and Kiyoshi Kuromiya, St. Martins Press, 1981

	This is a partial list of books either directly referenced or considered to be the source of much of this information.

	Top books for a coach in knowledge work to read:

	There are four books we consider to be read for a person coaching knowledge workers. They are listed below with * Top 4* after the title.

	 

	Books on how to think. These are in order of importance. We consider all of these essential reading.

	
	● The Timeless Way of Building, * Top 4 * Christopher Alexander. This book presents a method of designing from the whole, not creating a system from its pieces. This is essential to enable local formation within the context of the whole.  Here's a pdf. The way to read this is to read the italicized parts first (about 20%) then go through the book at a leisurely pace taking time to digest it.

	● The Choice, * Top 4 * Dr. Eli Goldratt. Dr. Goldratt discusses critical thinking and how to work in complex systems without becoming overwhelmed or sidetracked by complexity. Here are two pages of quotes from the book: Page 1, Page 2
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	Flow.  Principles of Product Development Flow: 2nd Generation Lean Product Development, * Top 4 * Don Reinertsen. The iconic book that describes what is going on from a principles point of view and what you can do about it.  We suggest reading the introduction to each of the other sections up to the first principle for all the sections in the book first. Then going back and reading the rest of it.

	Lean. 

	
	● Lean Thinking: Banish Waste and Create Wealth in Your Corporation 2nd Ed, by James P. Womack, Daniel T. Jones



	
	● The Lean Strategy: Using Lean to Create Competitive Advantage, Unleash Innovation and Deliver Sustainable Growth, Michael Balle
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	Metrics.
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	● Principles of Product Development Flow by Donald G. Reinertsen



	Other great books.
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	● Team Topologies: Organizing Business and Technology Teams for Fast Flow by Matthew Skelton and Manuel Pais



	 

	The Sage Systems Games, Tools, and Conversations:

	https://Sevawise.com/gamesandtools - We are always expanding this. The games are completely configurable anticipating that values can be different for different teams and that these games could be played for family values. We also wanted people to be able to create their own cards and situations for all of the games recognizing that different contexts matter. 

	Rich Stewart has created forecasting tools that come from years of working on forecasting as a doctoral student and post-doc. These are extremely valuable. They have helped many leaders and teams see how they were overcommitted. This is invaluable when having conversations about potential impacts such as multi-tasking and context-switching with both leaders and teams.

	Paula’s Additional Favorites:

	Positive Psychology

	 

	
	● Raising Self-Reliant Children In A Self-Indulgent World by H. Stephen Glenn, Ph.D. and Jane Nelsen, Ed. D. I know. This does not sound like a book you could apply to business. However, I first read this when my youngest child was in kindergarten and attended Stephen Glenn’s talk. It defined me as a parent. As a result, when my elderly father came to live with us and my oldest son was asked if he could give up his room, he did without hesitation. Both sons are frequently identified as compassionate people and certainly critical thinkers! 



	Metrics:

	
	● Dave McClure’s Incredibly Funny YouTube Introducing Pirate Metrics



	Human Behavior and Communications

	
	● Positive Intelligence - Dr. Shizard Chamine

	● The Coaching Habit by Michael Stanier Bungay

	● Influence: The Psychology of Persuasion by Robert B. Cialdini

	● Landmark Worldwide Education 

	● 50 Cognitive Distortions

	● Common Cognitive Distortions, Psychology Today

	● The Catalyst, How to Change Anyone's Mind by Jonah Berger

	● Crucial Conversations: Tools for Talking When Stakes Are High by Al Switzler, Joseph Grenny, and Ron McMillan:

	● Drive by Daniel Pink

	● Accelerate by Nicole Forsgren PhD, Jez Humble, and Gene Kim

	● Motivational Interviewing, Helping People Change by William R. Miller and Stephen Rollnick

	● Nonviolent Communication, A Language of Life by Marshall B. Rosenberg, Ph. D.

	● The Power of Now by Eckhart Tolle

	● A Way of Being by Carl Rogers (1980)

	● The Power of Now by Eckhart Tolle (2004)

	● The Five Dysfunctions of a Team. A Leadership Fable. Patrick Lencioni.



	Facilitation:

	
	● Facilitator’s Guide to Participatory Decision-Making by Sam Kaner. This is an excellent resource for any facilitator. It is a book full of checklists and scenarios.

	● The Art and Science of Facilitation by Marsha Acker

	● Designing and Leading Life Changing Workshops by Ken Nelson, David Ronka, Lesli Lang, Liz Korabek-Emerson, Jim White

	● Humor Seriously. Why Humor is a Secret Weapon in Business and in Life. by Jennifer Aaker and Naomi Bagdonas 



	 

	
Notes

		[←1]
	 We thank Andrew Sanjal for the concept.




	[←2]
	 We thank Landmark Worldwide Education for the concept of worldview, aka point-of-view.
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Mental Models, First Principles, and Guidance of Amplio

This is a collection of insights drawn from Flow, Lean, and the Theory of
Constraints that Amplio uses. They are useful for any approach.

Mental Models
« The goal is to achieve success by creating value

for the critical stakeholders of the company.

We can understand what’s going on in the

complex system of knowledge work.

« We must attend to the value streams.

« Systems thinking is essential and is more about

the relationships between the components

than the components themselves.

We must continuously question our methods.

First principles
First principles of knowledge work are like the laws
of what makes knowledge work efficient. First
principles stand on their own. They are not defined
but are discovered through observation and
relentless evaluation. Violating them has
consequences, typically creating waste and lost
opportunities. They can be used to provide guidance
as to what individuals, teams, and organizations
should do or avoid. Those listed are Amplio’s best
discernment of the most useful first principles.
Suggestions requested.

They are based on Eli Goldratt’s theory of inherent
simplicity, which suggests, "If we dive deep enough,
we'll find that there are very few elements at the
base—the root causes—which, through cause-and-
effect connections are governing the whole system.”

Deming- “Experience without theory is expensive.”

Go to successengineering.works/acop to join the
free Amplio Community of practice.

£ uccess Engineering

Selected First Principles

1. Delays in workflow cause waste due to multi-tasking.

2. Delays in getting feedback and in taking advantage of

lessons learned cause waste by not taking corrective

action quickly.

Most of our challenges are caused by the system.

People working beyond capacity cause delays that

create additional work to be done (waste).

. Working on things of lesser value to critical

stakeholders is waste.

We can complete a subset of a large item faster than

the full item. Smaller is typically faster.

We only see what we think and talk about.

We can’t manage what we don't see.

. Local improvements don't necessarily result in global
improvements.

10. Handoffs risk a loss of knowledge and information.

Guidance

1. Use systems thinking. Manage the ecosystem, not the

people. Don't blame people when things go wrong.

Strive for quick feedback to eliminate waste.

Keep workload within capacity by using pull and having

afocus on finishing.

. Focus on delivering the greatest value soonest.

. Identify your critical stakeholders' success criteria and
any constraints they are imposing.

. Attend to the quality of the product.

. Innovate by attending to the customer journey.

. Have an explicit workflow to improve collaboration.

. Remember that alignment is more effective than
coordination.

10.On a regular bass, reflect on what you are building,

how you are building it and your assumptions.

®
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Factors for Effective Value Streams
Factors for effective value streams are derived from the first principles and guidance above. They enable us

to discern how effective value streams are and can be
benefit us. They are stated as actions to achieve.

1. Getting actionable feedback quickly on your product
and on how you are working.

2. Using pull to keep workload within capacity.

3. Working on the most valuable items to achieve
success for your stakeholders.

4. Working in small increments.

5. Managing work in process at all levels to reduce
delays in your workflow.

used to see if a proposed change to our work will

6. Organizing people to avoid multi-tasking and
delays in people being available.

7. Understanding the acceptance criteria before
writing any code.

8. Making all work visible.

9. Focusing on the quality of the product

10. Having clarity on how people work together.

This publication s offered fo liense under the Attribution Share-Allke icense

of Creative Commons, accessible at
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