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    Early praise for Liftoff: Start and Sustain Successful Agile Teams 


        High-performing teams are born in an environment where they are supported from inception. Liftoff: Start and Sustain Successful Agile Teams provides excellent techniques complemented by insightful stories that illustrate how you can help your teams execute with purpose throughout the project. This is an essential guide for coaches, project managers, and facilitators.
      

	→ 	Jorgen Hesselberg
	
	Director, Intel Corporation




        This book is very hands-on, providing practical advice that motivates a team to start lifting off right away! A must read for everyone starting a project or product—no matter if the approach will be agile or not.
      

	→ 	Jutta Eckstein
	
	Author of Retrospectives for Organizational Change: An Agile Approach




        You may think that by now we know the importance of setting up new teams for success, but not everyone knows exactly how to go about it, and even fewer know how to do it in the incredible ways described in this book. We have all seen this done badly, rushed, or missed completely, but this book removes any excuses by giving the reader absolutely everything they will need. If you are starting a new team or you want to kick-start an existing team, this is the place to start your liftoff.
      

	→ 	David Mole
	
	Agile coach and coauthor of Creating Great Teams: How Self-Selection Lets People Excel







Foreword


My first introduction to the importance of liftoffs was in 2010. Diana Larsen and I were designing a training course on cross-functional agile, and she wanted to include a segment on team formation. As always, we had more material than time, so including her fluffy team-formation stuff meant cutting out some of my—far more important—continuous-integration material.

But I agreed, and I’m glad I did. Diana used a simple and fast technique for starting team formation that I’ve shamelessly stolen and used ever since. The technique was to share one thing about yourself that people don’t learn until they’ve known you for a while.

More important, Diana sprinkled aspects of her and Ainsley’s liftoff expertise throughout the course. Her lectures and activities about purpose, alignment, context, and the dynamics of team formation helped set the stage for real teamwork and success in those workshops. One attendee commented, “I ended up on a development team that, in some ways, is more functional than my development team at work. Seriously, I could take this team back and start solving some real problems very, very soon.”

When Ainsley and Diana came out with their first edition of Liftoff in 2012, I eagerly snagged a copy and started using the material with my teams. I’ve seen it work over and over again. Now, with this revised and updated edition, Diana and Ainsley have set the standard for a second time. I’ve already been fortunate to use the new edition to help launch over forty teams. It’s concise, chock-full of useful examples, and most important, it works.

So much of team success is based on how well team members understand their context, their work, and one  another. Every team needs a liftoff. This book shows the way.


James Shore

Coauthor of The Art of Agile Development
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Introduction: Defying Gravity




For ages, humans have watched birds soaring and have wanted to fly. We stayed earthbound until we learned about the effects of gravity and how to overcome them. Now we can defy gravity with a rocket launch, or liftoff. Rockets generate energy at the start of flight, giving humans the force to overcome gravitational pull and boost themselves skyward.

At the beginning of a team-based effort, often there’s a void, an inertia. Teams need an initial boost—a liftoff—to generate a force that overrides the inertia resulting from a lack of common purpose, unclear communication channels, undefined working relationships, and other areas of ambiguity.

To add to the confusion, every project has many parts: a visionary with a Big Idea; people who are directly and indirectly involved in the work; a particular physical space and psychological climate; process tools and techniques; and more. The first time all of these parts come together sets the tone for the work and lays the foundation for everything to come later.


What Is a Liftoff?

 

Maybe it is rocket science! A liftoff creates the positive force that moves a team toward successful delivery, time after time. It’s the time when everyone associated with the product vision comes together. They collaborate to define the initial intentions, approach, and plans. They begin team building. The sponsor supports the time to build and aligns understanding among all parties involved.






While we use the term liftoff, your organization might prefer other names for this event. You may have heard it called a kickoff, boot camp, project launch, and so on. We like the motion and momentum implied by liftoff.


 
An effective liftoff achieves alignment—a shared understanding about the work and why it exists. It brings key stakeholders and core team members together. It clarifies roles by developing working relationships among stakeholders, product development, core team members, and business sponsors. It outlines the context for the work and why it matters to the organization as a whole. An effective liftoff positions your team on the trajectory to success.



Why We Wrote This Book





As agile coaches and consultants, we’ve led hundreds of retrospectives, and we’ve noticed a pattern. When teams don’t have clarity and alignment at the start of working together on a new deliverable, challenges appear later. Miscommunication, unexamined assumptions, and misperceptions cause teams to make poor decisions. Team members take actions that unintentionally work at cross-purposes and undermine progress. Such dynamics prevent people from seeing the whole system and can cause rifts, resentment, and distrust among stakeholders. Taken together, these dynamics breed failure.

While how you start isn’t the whole answer for a successful end, we’ve never experienced a work effort that started in disarray that was able to end well—at least not without a reset to clarify the core intention. Have you? To achieve their mission, those teams still had to start, even if they skipped this step at the beginning.


We wrote this book to build a wider awareness of the many ways to launch agile teams toward success. We want to show you how to launch a team with attention and intention, and that when sponsors and managers take the time to focus on a liftoff, they see an accelerated leap into the work. In short, we want to help you give your agile work effort a great beginning.



What’s Inside?

 
You’ll explore ways to organize and conduct liftoff meetings. You’ll learn to appreciate the vital step of agile chartering for teams. You’ll find real-life In Practice stories of how others have helped teams start (or restart). You’ll discover a variety of team activities to fuel your liftoff. You’ll see how to lead liftoffs step by step. You can imagine the payoff you can gain from intentional team liftoff activities. You can adopt a framework for effective, just-enough agile team chartering. 



We organized the book so that you can choose an approach to reading it that fits best for you. If you read it cover to cover, you’ll find a thorough exploration of why liftoffs matter and read stories that show how liftoff activities have fared in practice. You’ll learn how to lead a liftoff, and you’ll discover how agile chartering fits into starting teams well.




The book also has its own page on The Pragmatic Programmers website,[1] where you can find an interactive discussion forum as well as a place to submit errata.



Who’ll Benefit from Reading This Book?


This book is written for anyone who has a stake in product development, delivery, and deployment. Based on the reception of the first incarnation of this book, Liftoff: Launching Agile Teams and Projects (published by Onyx Neon in 2011), if you are an agile coach, Scrum master for multiple teams, agile project manager, or other person who facilitates teamwork and meetings, this book is clearly for you.



However, happy readers also include executives, executive sponsors, CIOs, CTOs, product development managers, product and traditional project managers, product owners, engineering leads, development team members, business analysts, QA managers, QA leads, test leads, and more.

Whatever your role, we’ve written this book for you—if you want to lead or belong to a successful team.

Let’s get started!


Diana Larsen and Ainsley Nies
April, 2016



Footnotes


	[1]
	
http://www.pragprog.com/book/liftoff
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            Chapter
            1
Plan for a Successful Liftoff



A business sponsor recognizes a new product need or direction. Finance authorizes the investment in people and resources. Managers identify a team to meet the need. Now what? A liftoff!




A liftoff is a meeting (or series of meetings) when everyone associated with a new product or effort comes together to define the initial intentions, approach, and plans, and to begin team building. Sometimes called a kickoff, boot camp, or a launch, a liftoff occurs as early as possible. Ideally, it happens before the team even starts work on a new effort—at the beginning is best. Problems inevitably arise later when a team starts without a clear purpose, alignment for teamwork, or understanding of context. In those cases, a retroactive liftoff can help a team regroup and get back on track.



In this chapter, you’ll discover the important facets of planning an effective liftoff, including how to determine if you’re ready to plan a liftoff and who does the planning. You’ll also learn about the considerations for agenda planning, whom to invite, and where to hold the liftoff.



Are You Ready to Plan a Liftoff?


The Japanese (and others) have a saying: go slow to go fast. Savvy leaders recognize the benefit of taking time at the start to begin a project well. They make sure that team members learn as much as possible about the purpose and nature of the work. Liftoff activities offer helpful information and collaborative experiences. A liftoff helps everyone learn, think, and make decisions about the work together. In a liftoff, agile chartering provides a critical link to support, perspectives, and resources.










Before you start planning a liftoff, confirm that you’re ready to start the work effort. We expect you’ll have already received approval to build the product and that you’ll have assigned or assembled a team. Premature liftoffs drain energy from the team. Well-timed liftoffs add energy. (For insights on putting a team together, read Agile Retrospectives: Making Good Teams Great [DS06] by Esther Derby and Diana Larsen and Creating Great Teams: How Self-Selection Lets People Excel [MM15] by Sandy Mamoli and David Mole.)




The next step is to answer the following questions:

	

Does the product have a committed sponsor and identified product manager?


	

Can you articulate the business case?


	

Has someone allocated the funding and budgeted to start the effort?


	

Do you have a clear intention for what you want the team(s) to accomplish?





When you answer yes to these questions, you’re ready to plan liftoff activities that will give your team the best start.



Who Plans the Liftoff?



The sponsor, program manager, and/or product manager collaborate with the appropriate stakeholders to plan the liftoff. Look for a small group—three to five people—rather than a single individual. Groups plan the most effective liftoffs for agile team efforts. For the best result, the small group will include a variety of perspectives. The members think through the planning questions together, then collaborate to develop the plan.

The best people to plan the liftoff have the following three characteristics:

	Relationship
	
They have an obvious connection with the team or teams, and an ongoing investment in the success of the product or service. They know the product context and technology.


	Skills
	
They bring the needed skills in communication, coordination, meeting facilitation, and possibly training.


	Knowledge
	
They know the organizational values, the culture, and the political climate. Ideally, they’re familiar with group dynamics, change management, and agile methods and practices.





Plan the liftoff with an open mind. Developers, testers, and user-experience professionals view the work through different lenses. You’ll want all team members to contribute their unique points of view as well. These differences reveal gaps, contradictions, and new possibilities. The more ways that team members take part in the liftoff, the more they’ll feel invested in the outcome. In your plans, make sure you allow for the diverse perspectives represented in your team.




During the planning phase, stay alert! Participants’ contributions can lead to discoveries. You might choose to end an ill-advised product before it even starts, saving money and effort. Participants’ insights can also bring out ideas that lead to a new product that provides higher business or customer value.



Planning the Liftoff




Once you’re ready to begin planning a project liftoff, ask yourself, your planning group, the team, or the business, these questions:

	

What did you learn from the retrospectives on previous liftoffs?


	

What will create the best starting point for everyone involved?


	

Is this a single-team product or service, a single-team project, or a multiteam program or initiative?


	

What will the team (or teams) need to start well?


	

Whose support is essential to the success of our effort? Which key stakeholders should we invite?


	

How much of the liftoff will the executives and sponsors attend?


	

Will the team need new skills?


	

Will the team need new knowledge?


	

Where do we anticipate challenges in communication and information flow? How can we begin to address those during the liftoff?


	

Have we identified all the right team members for cross-functional work?


	

What are the known issues or constraints?


	

What are the known unknowns?


	

What tone do we want to set?


	

Is it likely that new information or ideas will emerge during the liftoff? If so, how open should we be to adapting our plan for the liftoff?


	

How will we continue to improve our liftoffs?






This isn’t an exhaustive list. Your work is unique. Use these questions as a guide to develop your own set of locally specific questions to ask. Your answers will help you frame the format and scope of liftoff that you need.




Liftoffs follow a variety of formats, depending on need. It could be a one-day work session or a week-long boot camp. It could include discussions, training, and preparational sessions spread over a few weeks. Consider the complexity and uncertainty associated with your effort and base the liftoff format and duration on the degrees of difficulty.



Many factors influence the duration and content:

	

Team members’ familiarity with one another


	

Team members’ background in the domain


	

The technical learning curve


	

The degree of agreement about the approach


	

The degree of certainty about the technology




Liftoffs start by clarifying the broad outlines and intentions for the work. They can also include other planning, team-building, or skill-development activities. Agendas can include agile team chartering sessions or practice boot camps.

Agenda




After answering the planning questions, use your answers to sketch a rough overview of the liftoff. At its basic level, the liftoff is a meeting. You’ll need to make the usual decisions about the agenda, timing, and other meeting-planning factors.



Why will you bring everyone together? What are the main points you want to communicate to the team? Limit these to only a few.



What information do you want to gather from the team and others? How will you elicit useful ideas and diverse perspectives?



Will the team need skills training or team building? If so, coordinate with the coaches and trainers who’ll provide it. How will you schedule training into the liftoff?



What other content areas do you want to include in your liftoff? In the initial planning stage of the liftoff, include just the rough ideas you want to cover. In Chapter 3, Design a Great Liftoff for Your Team we’ll discuss the specifics of putting together a final agenda.

Duration




Next, think about the length of your liftoff. We’ve held half-day liftoffs, day-long liftoffs, and liftoffs that played out over a week or more. Liftoffs can occur in one continuous session or in a series of segments over many days. Liftoffs that include agile chartering always take at least a full day.



Look at the number of areas of content you need to cover plus the number of teams involved. Consider how familiar people are with the type of work. Forecast the amount of conflict or controversy you expect. As any of these factors increases (or familiarity decreases), increase your time estimate. Duration is both a planning and a design decision. Negotiate a balance and refine the duration based on your design.




A liftoff concludes when the following conditions are met:

	

The sponsor, product manager, and core team have committed to a common purpose.


	

The sponsor, product manager, and core team have shared an initial understanding of success.


	

The core team agrees on an initial approach to work, including agreements on work behaviors.


	

The core team has discussed its members’ interdependence, skills, and potential.


	

The core team has enough initial understanding of business needs to begin the work.


	
The sponsor recommits to invest in the work.





Following an agile chartering model provides an efficient and effective way for teams to accomplish these outcomes. In Chapter 4, Smooth the Path to Performance with Agile Chartering you’ll look at how to incorporate agile chartering into your liftoff.

Participants




The liftoff should include anyone who has a primary stake in any part of the work—execution, deliverables, outcomes, or impacts. Each adds value to the liftoff. Sponsors, core team members, product managers, customers, and people who will act as resources for the team all add valuable perspective and information. They might participate for the whole session or only for the parts where they can add the most value. For example, the executive admin who coordinates the meetings and sign-offs on executive discussions and funding can affect the core team’s performance and provide helpful feedback.



This isn’t the place for people who are simply curious about the work. They can learn later about what happened. Think broadly about all individuals and parties who will have an impact. Who might be essential to success?




For the purposes of this book, we use the following terms to refer to certain team members. The sponsor is the person who decided to spend the budget, assign people, and commit resources. The sponsor says, “Let’s do this!” and gives permission to continue throughout the project. A sponsor might continue to serve the project as the product manager. Other times, the sponsor might turn over that responsibility to someone else.






The product manager holds ultimate responsibility for delivering both business value and customer value. Unless your sponsor chooses to kill the project, the product manager is the person who’ll say, “We’ve come to the end. Let’s stop!”  Other titles for product manager are product owner and on-site customer.





The core team takes responsibility for building the product, and stakeholders contribute time, resources, and information, as needed. Stakeholders might receive handoffs, information, and deliverables from the team in return. Teams and stakeholders might share dependencies, though it’s discouraged. Team leads, team coaches, and Scrum masters support the core team on a daily basis. In some organizations, project managers join the supporting group.



Table 1 lists roles and activities of team members in a typical liftoff meeting.


Table 1. Liftoff Roles and Activities
	
Role
	
Activities

	
Liftoff facilitator
	


Coordinates with planning group, product manager, and sponsor to prepare for the liftoff

Keeps the meeting on track

Attends to any interpersonal dynamics that arise

Facilitates group activities


	
Product manager
	


Works with the sponsor, visionaries, and other business decision makers to thoroughly explore and understand the business case

Recruits or assigns core team members for the work (following the practices of the organization for assembling teams)

Coordinates with planning group to identify stakeholders

Coordinates with planning group to prepare for the session, including arranging logistics and identifying and distributing any prework

Invites the participants: sponsor, core team, primary stakeholders

Convenes the session


	
Sponsor
	


Works with the product manager to thoroughly explore and understand the business case

Attends and introduces the liftoff, welcomes participants

Publicly confers day-to-day work-related decision-making authority to the product manager

Attends the closing to hear and appreciate the liftoff results


	
Agile coach/Scrum master/project manager
	



Models the collaborative, focused behaviors desired from team members

Might coordinate the liftoff


	
Core team
	


Completes prework

Attends the liftoff and contributes


	
Key stakeholders
	


Complete prework

Attend the liftoff and contribute


	
Trainer/technical coach (optional)
	





Leads skills-training sessions as needed on new technologies, agile practices, domain information, and so on





Logistics




People very often underestimate the importance of logistical decisions. These important decisions include choosing meeting rooms and location, scheduling dates and timing, securing supplies and equipment, selecting food and beverages, travel arrangements for participants, distance communication support, and any other noncontent factors. Your choices create the environment for the liftoff. They support or detract from the tone you hope to establish.



Take special care when planning a liftoff for a distributed team. Not only will you need the usual logistical support, but you might also need lodging, travel budgets, and, in some cases, translators. While it’s possible to lead a liftoff with remote participants, it increases the degree of difficulty manyfold. Bring everyone together whenever possible.



Every organization has its own scheme for logistics planning. Ensure that your planning group participates in the logistical decisions. Involve a facilities person in your planning; it’ll help you get the environment you want.

	Recruit an Outside Facilitator

	
               [image: images/aside-icons/tip.png]
             	


Give your liftoff the greatest chance at success. Recruit a facilitator who’s perceived as neutral by participants. Someone with strong facilitation skills will attend to the process, not the content. The facilitator will give valuable help to plan the flow; keep meetings on track and attend to any interpersonal dynamics that arise; and lead group activities such as chartering, retrospectives, and open space. Having an outside facilitator allows the planners and team to focus on participating. Find someone with facilitation experience to match the complexity of the work. The more complex the work, the more you’ll want an experienced facilitator.






It’s Never Too Late




It’s not too late. Holding a liftoff at the start of the team’s work confers the longest-term benefit. Still, many teams get partway into their work before confronting important unknown issues. They discover that team members hold different expectations for collaboration or communication. Conversations show that team members have different understandings of the mission. Team member skills and the work of the team aren’t a good match. You learn that important contributors aren’t in the loop.



Consider holding a liftoff if you find that your team struggles with issues like those. Liftoff activities can also benefit the team whenever it starts—or restarts. Many of the real-life scenarios in this book describe teams that used a liftoff for a restart. Don’t hesitate to hold a liftoff whenever it’s needed or useful.




What’s Next?


In this chapter, you’ve read about the many facets of liftoff planning to consider. They include readiness for liftoff, getting started, people to involve and differing roles, and logistical aspects. Remember that a liftoff event can energize or reenergize a team whenever you hold it.



Coming up is a story that describes how two colleagues used a liftoff session to reconfigure the team makeup in their organization. In the following chapter, you’ll gain guidance for developing a liftoff design to meet your specific needs.

	 • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •



In Practice: Team Restart




We first met Chris Sterling and Brent Barton when they worked as senior consultant and CTO, respectively, at a company in Seattle. Together they formed and sold a startup. Both have gone on to perform exceptional work for other organizations. In this story, Chris and Brent describe a liftoff with an unusual purpose that took place after the work began. The pair planned a liftoff to restructure several teams that contributed to the same product line. As you read the story, watch for the critical role the facilitators played in attending to human dynamics as the event unfolded.





Their experience illustrates several outcomes of an effective liftoff. Everyone heard others’ perspectives and concerns. Team members understood that managers valued their input. Their suggestions were part of the final solution. In the long run, the team’s involvement resulted in improved delivery.


Rearranging the Teams





While working with a software development organization to support their adoption of agile methods across ten teams and three separate products, we came into a situation where management wanted to rearrange the team configurations for one of the products.



The teams had already run through their first sprint with the initial team configuration. During the first sprint retrospective, the teams identified the need to reconfigure team membership and skill sets to deliver more effectively, as one team was too small and another was too large. Also, some people felt as if they were on the wrong team, considering their interactions with other team members.



The senior manager asked if we could run a kickoff exercise to help with the reconfiguration efforts, and we agreed. Unfortunately, this plan was not communicated to the other managers.



When we got to the next day’s planning meeting, we opened with an exercise to have the teams reconfigure themselves. We asked team members to form new teams based on their sense of the best way to deliver work. We told them that this configuration would be a suggestion to management, but management would have the final call.



As the teams started, the other managers were obviously unhappy with how things were unfolding. They had stayed until 9:00 p.m. after the previous day’s retrospective to reconfigure the teams, and they were not happy that the teams were remaking management decisions.



As the exercise was already under way, we felt it would be wise to continue to allow the teams to reconfigure themselves from an empowerment perspective, and we reminded the managers that they’d have the final call anyhow. We asked the managers to observe the conversations and issues that the teams considered. Many did not like the choices that were being made, which were different from what they had come up with the previous evening. We continued to encourage them not to halt the exercise, which would lead to confusion and disempowerment of the teams.

Feedback from the Team


The team members formed four groups that were all too small given the cross-functional work. We thanked the teams and told them that the managers would use their work as input to the final team configurations.



We went into a breakout room with the managers, who proceeded to rip into us about the entire exercise. After considerable thrashing, the managers started to calm down and move toward what to do from this point forward.



After looking at what the teams had come up with, we observed that the teams were largely the same as the management team’s original recommendations. Not only that, the managers’ plan actually solved the problem of having four teams that were all too small. Once the entire group of managers realized this, we decided to present the managers’ plan to the teams.



The feedback from the team members was about 80 percent the same as the managers’ thinking. They provided additional insights as well. Team members suggested moving several people to form three teams that were appropriately sized to work cross-functionally. The entire group was asked if they thought this was a good solution and if they could commit to it moving forward. Everyone agreed.



We then went into multiteam sprint planning from a single product backlog for all three teams. The second sprint planning session with the new team configurations was significantly more effective and shorter than the first session. The teams worked as though they had been together for a long time and moved through differences in opinion quickly. Over the next few months, these teams took more and more responsibility and accountability for their work and delivered effectively sprint over sprint.
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            Chapter
            2
Navigate Learning Environments





Most of the teams we work with in our liftoffs have knowledge workers as team members, and you may find that most of yours will, too. Knowledge workers understand systems. They solve nonroutine problems in creative ways. They have jobs like software programming and testing, user experience investigating, and designing and building new civic and virtual infrastructure, to name a few. They may hold medical, legal, executive, or academic positions. Knowledge workers must continually learn and access what they’ve learned, applying their learning in novel situations.



In this chapter, you’ll discover new mental models for facilitating and supporting knowledge workers and knowledge-work teams. You’ll explore how liftoffs and teams exhibit characteristics of complex adaptive systems, and why you’ll benefit from this perspective. We also introduce a new set of rules for learning you can apply in liftoffs and elsewhere as individuals and as a group.



Setting Conditions for Optimal Team Learning






Human Systems Dynamics (HSD)[2] blends ideas from hard-science complexity theories and behavioral sciences. You can use HSD as a lens for understanding teams and planning liftoffs. The HSD perspective helps you see and understand complex adaptive human systems. Organizations, agile teams, meetings, and product-delivery efforts are examples of these systems.







Like any complex adaptive system (CAS), teams exhibit a set of conditions, which in HSD parlance are called containers, differences, and exchanges (CDEs). Identifying the particular nature of the conditions in your team, organization, or liftoff will give you insight into how to take action in diverse situations. When you have a common set of definitions for these conditions, you can plan, design, implement, lead, and execute more effectively.

Containers



Containers establish the boundaries, framework, tensions, and identities of the team. They can be psychological, as well as physical or organizational. A purpose or shared interest can create the container that draws people together. Containers contribute to group identity and trust. Belonging to a team or sitting together in a workspace holds the system in place while patterns of behavior form.



The size of the container also influences the system. You don’t want a container for a team of seven to be the same as the container for a team of twenty or an entire engineering department. Your liftoff design establishes a temporary container and needs to match the participants (parts) at hand.

Differences






Differences among the parts of a CAS create patterns of behavior and action. Patterns of team behavior are also known as the team’s culture. Team culture holds existing patterns in place until something happens to shift them, such as a disruption in team composition or receiving new work assignments. Differences contribute the conditions that bring creative tension, which can result in innovation or conflict. Differences facilitate changes in the container and in its parts.



 Differences can show up as the familiar forms of diversity in the team. They can also come from more subtle sources. For instance, it might make a status difference which universities team members attended (public versus private, research versus practical, Stanford versus Cal), or tension might come from differences in perspective or approach associated with a primary role on a team (builder, tester, or business liaison). Your liftoff planning, design, and facilitation choices might amplify or dampen differences. Both can be useful.

Exchanges




A system connects to itself or its environment through exchanges. Exchanges include interactions, connections, or transactions, whether short or long. Exchanges create connections between and among team members, product managers, and customers. Exchanges can also cross team boundaries to the rest of the organization. Exchanges can look like reports, presentations, or conversations. They can look like meetings, settlements, or agreements. Each exchange results in some kind of shift or transformation for the sender or receiver or both.






You’ll find it useful to remember that every system, every liftoff, and every team is a whole—a container. The container holds the parts that express differences and make patterns of behavior through exchanges. Those patterns create team culture. Every container fits within a greater whole. Containers have a fractal nature as well, with each part, whole, and greater whole reflecting self-similar attributes.



Keep these conditions in mind as you begin your liftoff planning, designing, and facilitating with a system-wide perspective. The language of HSD enables you to understand, name, and influence patterns. You must be able to see patterns before looking for ways to strengthen or mitigate them. For your core team, the CDE model is especially useful in understanding the work context. After the liftoff, continue to think about the team’s work through the lens of the CDE model.





Liftoffs as Complex Adaptive Systems



Your liftoff forms its own CAS. The location, agenda, and time box of the liftoff serve as containers for the work of the group. The group shows up to the meeting with inherent differences in skills, background, and perspectives. These differences bring creative tensions to generate patterns of behavior. The liftoff conversations and activities will generate exchanges that develop forward momentum or keep a team stuck. As in any CAS, the outcomes emerge. As we say in Open Space events, prepare to be surprised! Look for the unexpected and take advantage of it.





Focus on Learning








In addition to better understanding your team as a CAS when planning a liftoff, another way to help strengthen your liftoff design is to follow the Five Rules of Learning.[3] In their book, The Five Rules of Accelerated Learning [LL15], Willem Larsen and Diana Larsen develop the Five Rules of Learning to enhance and recognize learning wherever it takes place.

The Five Rules of Learning


Apply these Five Rules of Learning in every liftoff to maximize learning:

	

Keep it alive.


	

Do it for real.


	

Start obvious, stay obvious.


	

Focus on flow.


	

Put setting first.



Keep It Alive




Ask yourself, How can I foster more aliveness in the session I’m planning, designing, or facilitating?



For humans, aliveness generates energy for learning. Remember a peak learning experience. Peak experiences—whether physical, mental, or emotional—feel deeply nourishing. They connect us with our common humanity. Following the keep it alive rule directs your attention to the many ways you can increase the learning potential in a space or event.



Many things can enhance aliveness, including:

	

A sense of urgency or intense need


	

Relationships, friendships, or a sense of an intimate connection across generations.


	

Silliness, play, humor, and anything cute (there’s a reason the Internet loves kittens; they embody all four)


	

Feeling successful or the pride of mastering a new skill


	

Physical comfort, rest, hydration, snacks


	

A sense of risk and danger (real or perceived), physical and psychological safety, and consent


	

Intense colors, smells, textures, tastes, light in the right amount, any appeal to our five senses


	

Any aspect of our sense of being alive





For example, we bring plenty of sticky notes to our liftoffs. But we don’t bring just one color or shape or size. We use the sticky notes to help us generate a lively, game-like atmosphere. When team members use the notes to share their ideas or build a diagram on the whiteboard, they participate in adding color to the discussion.




In addition, we have long discussions with caterers  about what snacks and beverages will best help the participants’ learning. We discovered that salty snacks can reenergize more than sugary ones.



Keeping it alive can result from simple, yet conscious and aware, choices in the kinds of activities, in the location, in the supplies, and in the way we speak to one another.

Do It for Real







Ask yourself, How can I better engage the group in doing real, relevant work? Luckily, a liftoff already carries much of this focus.



In a liftoff, you have the ideal opportunity to do it for real. The trap lies in the temptation to bring in non--work-related activities in your liftoff design. Learning about the product, the purpose, team members, and so on engages most people enough. Focusing on the real work to come compels attention.



A colleague once planned a liftoff that included a half-day ropes course team-building event before the team had a chance to learn about what was in store for them. The team felt it was a big waste of time and discounted all of the activities that came after. Stick to the real work wherever possible. If you must include an icebreaker, make it a relevant one. Pay attention to what’ll make your liftoff more relevant, including:

	

Solving a real-world problem


	

Building or making something together (such as chartering artifacts)


	

Navigating social interactions with new team members and/or stakeholders


	

Using professional tools and supplies in your liftoff


	

Achieving observable milestones


	

Tangible practice, practice, practice with useful behaviors, such as working agreements



Start Obvious, Stay Obvious





Ask yourself, How can I make the work of this liftoff more obvious? How can I strengthen the signal during the event?



Find ways to remove hesitation, awkwardness, and confusion. In a liftoff, when we ask team members to step into new, different work, reducing concerns about what we don’t know yet becomes even more important. Take the opportunity to clarify what’s been decided, what hasn’t, and what decisions the team will participate in.



As a facilitator:
	

Speak slowly and clearly.


	

Avoid jargon. Use commonly understood language.


	

Provide plenty of light, air, and quiet time for thinking.


	

Acknowledge and support the diverse abilities and disabilities of all the participants.


	

Heighten emotions when it’ll help.


	

Use familiar, iconic illustrations, materials, and tools. Employ colors, shapes, icons, and sounds to reinforce concepts.


	

When in doubt, be as clear and as obvious as you can be.



Focus on Flow




Ask yourself,  How can I focus on the flow of content so that it arrives in bite-sized, easily consumable pieces?



Help the group stay in the flow. Too much information or too many instructions provided too quickly can tip participants into a feeling of panic or of being overwhelmed. Too little challenge can lead to boredom and questions about abstract edge cases. Design your liftoff to introduce small chunks of new activities and information—bite-sized pieces—so that team members can consume them easily.
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Keep in mind that new information and interactions will emerge during the session, even after your plans and liftoff design are complete. Stay alert and open to adapting your design to incorporate what you learn in the moment.

Put Setting First






Ask yourself, How can we improve and intensify the way the setting drives the other four rules?



With our choices of setting, including location, the room, furnishings, and decor, we amplify or dampen aliveness. Attention to setting might simply involve adjusting the thermostat, or you might have the opportunity to connect participants with the grandeur of nature. You can adjust the setting to strengthen learning in many ways, including the following:

	

Support learning with a context that matches the environment where participants will use it. (It often makes sense to hold retrospectives in front of the team’s task board.)


	


Remove all superfluous noise and distraction from the environment so participants can stay connected to the liftoff work. Look for visual, auditory, kinesthetic, and other distractions. (Note: pipe cleaners and other so-called fidget toys can help maintain focus for some participants. Don’t automatically assume these tools will distract; know your audience.)


	

Make it comfortable, secure, friendly, familiar, and humanized.


	

Whenever possible, employ natural light and views of nature.


	

Apply any of the qualities listed in Keep It Alive in the space.







What’s Next?


In the first chapter, you explored the various aspects to consider in planning a liftoff. This chapter added ideas about complex adaptive systems and how understanding them affects your planning and design. You discovered rules to follow to support learning and create a good flow of activities in a liftoff.



Next is an In Practice story in which awareness of CAS and rules of learning assisted a planning and facilitation team in creating a great environment for a tricky liftoff. In the next chapter, you’ll find information about designing liftoffs and outlining a flow of activities that lead the team into its new work.

	 • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •



In Practice: Applying the Rules








Agile coaches and authors of this book Diana Larsen and Ainsley Nies, share a story about a liftoff designed and facilitated for an IT team. Two company systems were being integrated, and the team was charged with finding, fixing, and testing all of the places where data could be corrupted and cause failures in numerous programs running infrastructure systems, such as payroll. Diana and Ainsley describe how the Five Rules of Learning and an awareness of complex adaptive systems made a big difference in the successful liftoff.

Happy New Year?


Pulling together thirty people, four newly assigned teams, the head of IT, a project manager, a facilitator, and a program manager on short notice doesn’t happen often. But in this case, the company’s critical need and relatively short timeline compelled decisions to make it happen. Thirty people’s salaries times two days of workshops plus travel and location expenses added up to a significant investment.



The company had become laser-focused on the potential repercussions of a otherwise welcomed buyout. On January 1, the two companies’ payroll and HR-related systems would merge. Executives knew the change held huge risk for infrastructures and employees. With both of the merging company cultures placing a high value on employee well-being, the possible impact on payroll, retirement, health care, and other HR systems got everyone’s attention.

Design with the Five Rules in Mind


A facilitator and a project manager teamed up to lift off the four teams whose missions would ultimately avert the disaster. Daisy and Gloria knew the success or failure of the effort depended in part on their design of the liftoff. With such a complex, interconnected set of dependencies, if it didn’t go well, too much precious productive time would be lost. Participants could leave more confused than when they came.



Instead, Gloria and Daisy created a design flow that worked. They understood the essentials of how people (and groups) learn, and they set about creating the best environment for a quick start.



First, they considered the human needs. Certainly the critical nature of the work would engage everyone. They had encouraged the head of IT to join the workshop and welcome everyone on the first morning. All the participants knew that their own families and their coworkers could be impacted. The work was compelling, and emotions were high. Still, hearing from Sue (the CTO) and having her present underscored the need and exemplified her support for their work.



The two planners chose a beautiful location in a natural setting where everyone had to travel at least an hour—some, more—to get everyone away from their usual workplaces. The beautiful setting would help to minimize stress and give everyone a break from their usual work environments.

“When you want people to think big,” Gloria said, “You provide them with big views!”

They also planned a unique decor for a business meeting. With January as a focus deadline of the work, they found shiny New Year’s Eve streamers and colorful fringed blowouts to add to their usual pipe cleaners and sticky notes.



 In her opening remarks, Sue commented, “We aren’t talking about an elephant in the room. We have to describe a mammoth!” Gloria and Daisy knew they had to keep focus for themselves as well as the team members. They didn’t have time for discussions to wander into tangents.
 
Chartering the Teams


 
 During the liftoff, Gloria and Daisy cofacilitated and took turns leading activities and watching the overall process. They broke the work into small process steps. After the welcome and a brief slide show about the merger, they transitioned into team chartering for the four teams. They planned for each team to have a corner of the room for its chartering work and wall space to display its artifacts.
 


Each team had a unique mission—a specific contribution to the system changes that would make the vision real—but the teams’ purpose statements included the same product vision: every employee moves smoothly into the new organizational structure on January 2.



After each process step, Daisy and Gloria led the teams on a “gallery walk” to visit the other teams’ artifacts and learn what was going on around the room. It had the advantage of getting everyone up and moving every hour or so, as well as transferring knowledge effectively.



The teams committed to their purposes and moved into the alignment parts of the agenda. After establishing initial working agreements, they turned to learning about the new work context. For their team boundary discussion, all of the teams came together to create two huge, wall-sized diagrams: one showed the organizational systems (as is and to be), and the other showed the infrastructure systems. Both included interactions and exchanges that would clarify and enable communication to make these transactions as obvious as possible.



The second day of the liftoff, the team had time to begin working together and surface questions while the CTO and managers were available to answer. At the end of the second day, one of the developers commented, “It’s strange. I feel really tired but also energized and eager to get back to our team room and continue working on our first stories.”



Gloria and Daisy looked at each other and smiled. Months later, it was a happy new year for everyone.








Footnotes


	[2]
	
http://www.hsdinstitute.com


	[3]
	
https://leanpub.com/fiverules
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            Chapter
            3
Design a Great Liftoff for Your Team





As each development effort is unique, every liftoff is unique. As a planning-group member, design your liftoff for the combination of attributes at hand. Consider the nature of the product, the nature of the work, and the people. Take into account the knowns and unknowns. Think about the work environment and the circumstances driving delivery.



Here’s where it gets tricky and you’ll get agile when you’re working on a liftoff design. There’s no cookie-cutter approach, standard recipe, or best-practice template. Your team characteristics will drive many of the design decisions.

In this chapter, you’ll find effective (not best) practices. We’ve included practices based on our experiences of what’s worked for many teams, including the five most important design principles that any planning committee should follow to design a great liftoff:

	

Every liftoff needs a sponsor or executive introduction.


	

Only include activities in liftoffs that have real work purpose.


	

The best liftoffs create a sense of ownership of the outcomes.


	

Every work group and project team needs agile chartering.


	

Take time to include participants in design decisions.




Initial Design Considerations





In Chapter 1, Plan for a Successful Liftoff, you spent time planning your liftoff. You considered what you want to achieve. When you design a liftoff, your planning outcomes guide format choices. Planning influences how you develop the flow. You design how to start and end, and make other format choices that fit in between.
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Deciding on a Format




Keeping the The Five Rules of Learning in mind, select a format for your liftoff. An effective format depends on the combination of attributes you’ll need to manage. The number of teams and size of the stakeholder group have a primary influence. Commonly used liftoff formats include:

	

A single meeting lasting from a half day to two days


	

A series of events spread over a week or more, usually including training or coaching sessions, as well as initial project information and chartering


	

A meeting focused solely on building a draft charter, which can occur in a single day-long session or be broken into several parts over a few days



	Design Principle
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The best liftoffs create a sense of ownership of the outcomes. Create a liftoff design in which all participants engage as owners in the process. Their sense of ownership helps sustain commitment to outcomes. It influences the work until final delivery.




Developing the Agenda




 Your agenda should include a good mix of informational topics, activities, and social events. Create a smooth sequence of events. Each agenda item should build on the information and understandings that emerge from the previous one. Understanding the relationship among liftoff agenda items helps ensure that the agenda sequence works. It establishes tone, creates good information flow, and prepares everyone to begin work.



Select design elements to establish a rich atmosphere for effective communication. Base your selections on your planning group’s intention for the liftoff. Review your answers to the planning questions in Planning the Liftoff before beginning a detailed design of your liftoff activities. Your answers to those questions will provide direction for your design. They’ll give you ideas for how to handle aspects of your agenda.





Table 2 maps the planning questions to each aspect of your liftoff agenda. You’ll include content topics and activities to start and end the liftoff. Add activities for team chartering, training, and work planning. Also include team building and social events, as needed.


Table 2. Design Decisions
	
These Planning Questions Affect...
	
These Liftoff Design Decisions

	
Is this a single-team product or service, single team project, or a multiteam program or initiative?
	
Starting

Ending

Logistics


	
What will create the best starting point for everyone involved?
	
Setting intention

Design flow

Content topics


	
To start well, what will the team (or teams) need?
	
Content topics

Participants

Logistics


	
Whose support is essential to the success of our effort? Which key stakeholders should we invite?
	
Participants

	
How much of the liftoff will the executives and sponsors attend?
	
Starting

Ending


	
How will I bring all the team members together for the liftoff? If I can’t, how will I come as close as possible to meeting face-to-face?
	
Participants

Logistics

Technical support


	
Will the team need new skills?
	
Training

	
Will the team need new knowledge?
	
Content Topics

	
Where do we anticipate challenges in communication and information flow? How can we begin to address those during the liftoff?
	
Activities

	
Have we identified all the right team members for cross-functional work?
	
Participants

Activities


	
What are the known issues or constraints? What are the known unknowns?
	
Activities

	
What tone do we want to set?
	
Facilities

Social time

Behaviors to model


	
Is it likely that new information or ideas will emerge during the liftoff? If so, how open should we be to adapting our plan for the liftoff?
	
Activities



	Design Principle
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Only include activities in the liftoff that have a real work purpose. Liftoff participants engage best when they focus on relevant activities. Choose agenda items related to achieving the liftoff intentions and outcomes.







Designing the Start




Begin your liftoff with an introduction. Welcome participants and reiterate the reason everyone is present. Review the meeting agenda. Describe meeting norms for the event. Show support with statements from executives and sponsors.




Establish the tone with activities that reinforce your intention right from the start, and maintain a consistent tone throughout the event. For a mission-critical effort, you might want to start with a serious, no-nonsense approach. Alternatively, a product or service that relies on innovation or disruptive technologies needs people to think in new ways. For these liftoffs, use a playful, creative tone.



You affect tone in several ways. The way you frame the invitation, the way you introduce the various topics and activities, and the activities you choose all affect the tone. The following sections describe various activities that set the tone from the start.

Introductions




The people attending your liftoff need to get to know one another to work together. If everyone is well acquainted, you won’t need introductions. When people don’t know one another, small groups or pairs can exchange names and job titles. Find an introduction activity that fits the tone you want to set. Relevant icebreakers that relate to the matter at hand can work well here. You don’t need to do a deep dive, because people will get to know one another more through the other liftoff activities.

Sponsor Statement of Support



Ask your executive and business sponsors to say a few words. They can describe their support for the liftoff and why it’s time to do this work. They can also emphasize why it’s important to the business and its internal functioning or customers. Their presence underscores the importance of the work. Executives’ expressions of appreciation for those who will do the work can have a powerful impact.

	Design Principle
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Every liftoff needs a sponsor or executive introduction. Every team needs to hear directly and unambiguously from the top. Team members need to know they have organizational support and commitment for their effort. If your sponsor can’t make time to show up, maybe the product launch isn’t a top priority, after all. Their presence or absence sends a message.




One Word Check-In





Ask each person to say a word or short phrase that summarizes that participant’s state of mind or attitude at the beginning of the liftoff. For example, you might hear them say things like “concerned,” “excited,” “still tired from the last project,” “waiting to hear more,” or “enthusiastic!” This works best with groups of fewer than twenty people.

Speaker Q&A



Bring in a domain expert or a customer expert to give a short briefing. That briefing tells the team how this work fits within the business direction or customer use. Plan to follow it with a few minutes of clarifying questions and answers.

Graphic Check-In





Use a graphic check-in to gauge team members’ assumptions at the start. Here’s a sample activity: cover each table with white or light-colored paper (nonsticky flip chart pages will work). Provide a set of colored markers or crayons, stickers, and other drawing supplies for each table group.  As people enter, ask them to create a graphic image of what they currently know (or think they know) about the product and how they’ll approach the work. Generally, people have a difficult time recognizing their assumptions. Asking about what they know—instead of assumptions—makes it easier to have a discussions about the lists in their heads, even if their understanding is based on rumors or hearsay. Allow a short time for table groups to work together. After other introductory activities, ask each group to show its drawings and explain them. You can also organize a 3D check-in, using modeling clay, pipe cleaners, building toys, or other supplies to create three-dimensional models.

Retrospective



One way to start the liftoff is by looking back. Retrospectives can provide an effective way to start a new effort. Often, we enrich the liftoff agenda with an initial retrospective. We gather the wisdom from past efforts with the focus of making this team the best so far.



Retrospective activities work for newly formed teams, too. Members draw from a considerable body of collaborative experience. These team members can compare experiences and choose the new team culture they’d like to cultivate. When most team members don’t know one another (or haven’t worked together), they can still share past experiences. They can still learn from one another’s history. It can help strangers become better acquainted and begin team forming. If all the team members are new to the organization or the area of practice, they may have fewer relevant work experiences to share.

What Is a Retrospective?



An agile retrospective is a group process in which participants review their past through the lens of their present understanding to influence their future behavior. Agile teams rely on retrospectives as a primary continuous learning and improvement technique. Retrospective leaders guide a team through a series of group processes or activities. They gather data about the past, generate insights to make meaning of the data, and then make decisions about the team’s actions going forward. For more on leading retrospectives with agile teams, see Agile Retrospectives: Making Good Teams Great [DS06] by Esther Derby and Diana Larsen.



Futurespective




Another way to start a liftoff is to look forward—far forward. In futurespective activities, participants imagine a desired future in detail. Then they work backward to identify behaviors and actions in the near term that would get them there. A futurespective activity is described in
The Retrospective Handbook: A Guide for Agile Teams [KL13].





The Heart of Your Liftoff




You’ve laid the foundation for a successful liftoff by beginning well. The next phase of work begins: choosing the right group processes for your liftoff to promote teamwork.

Agile Chartering



We could’ve written an entire book about agile chartering; it’s that important. In brief, agile chartering is a lightweight documentation approach to creating initial understandings and agreements about the product and the work. It includes how the team intends to reach desired outcomes. Include agile chartering as one of the topics in your design flow. You’ll find more detail about this in Chapter 4, Smooth the Path to Performance with Agile Chartering.

	Design Principle
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Every work group and team needs agile chartering. It accelerates common understandings. Sooner or later,  team members and the business wrestle with defining the work in the same way. Including chartering in the liftoff gains understanding early and precludes time wasted later on.




Skills Training



Liftoff designers typically include training in a boot camp--style liftoff that stretches over days or weeks. The liftoff offers an ideal time for skills training; the decision about whether to include it depends on what the team needs. Consider what skills it’ll need in a knowledge-work setting. If the members need technical skills, do they have them? Do they know how to learn and collaborate as a team? Training together builds shared focus and practices.



Different groups might need different types of training. As part of designing the liftoff, request suggestions for training topics. Ask managers, Scrum masters, agile coaches, and team members. Ask people who’ve worked on similar or related efforts. Remember to focus on flow (see Focus on Flow) and plan for easily consumable, bite-sized pieces. Don’t go overboard with training in a liftoff. Include just enough to get the team started, and plan for more later on, as needed.



If your team or business people are unfamiliar with agile methods, you can include an Agile 101 training session. Then introduce everyone to the practices and common language of agile. You’ll find these trainings more relevant during an agile adoption, for example.



You might want to focus training on single practices that you want to include or improve. Practice skills might include user stories—writing, sizing, and estimating (or not)—or test-driven development. You might also have training sessions on new development languages, new technologies, or tools. Other common training topics include leading effective retrospectives or decision-making for teams. Your team’s history and the work will guide your choices.



If you plan to include training as part of the liftoff, include the trainers in planning. Arrangements for training will have an impact on facilities requirements, duration, and scheduling activities.

	Design Principle
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Take the time to include participants in design decisions. You’ll get a better liftoff outcome if you ask for and include their opinions. Seek ideas about training topics, planning needs, and other uses of their time.




Real-Time Planning




Sometimes planners choose to include real-time planning as an element of their liftoffs. Real-time planning might include team assignments, backlog development, release planning, or first-iteration planning. Other times they might handle these in a step just before or right after the liftoff.





A liftoff offers an attractive occasion to address all kinds of planning issues. All the stakeholders are together, and it’s tempting to take advantage of that. Including planning as an element of the liftoff makes the whole event longer. Yet, holding planning sessions together can inspire creativity. Product managers and teams can work together to identify minimum marketable features (MMFs) for the backlog, or the timing of production releases. You’ll determine whether the trade-offs are worthwhile.




Three books can help provide more product-clarification activities:

	




Ellen Gottesdiener and Mary Gorman’s Discover to Deliver: Agile Product Planning and Analysis [GG14] offers seven product dimensions and other useful techniques for understanding product planning.


	



Jeff Patton wrote User Story Mapping: Discover the Whole Story, Build the Right Product [PE14], which outlines a group activity for creating changeable story maps to improve product conversations and visions.


	



Gojko Adzic offers Impact Mapping: Making a Big Impact with Software Products and Projects [Adz12], which outlines a technique for collaborative, strategic exploration and planning.






Your liftoff might involve more than one team. Set aside time for each team to meet separately for its planning. Schedule time for teams to exchange planning details and discuss their pieces of the bigger picture. Everyone can look at the parts and the whole to see how they all fit together, or if they need adjusting.

Team Building





You gain team development just by holding a liftoff. You’ll want to strike a balance between team-building activities and more task-focused liftoff topics. Review the answers you gathered in response to the planning questions in Planning the Liftoff. Decide the right amount (and what kinds) of team building to include.




Team-building activities can range from simple getting-acquainted exercises to elaborate simulations to team self-selection. You can find many books, websites, and other resources devoted to team-building activities. Everyone has their favorites. Ask your colleagues about what’s worked well for them. We’ve used many books for ideas, including the following:

	




Sandy Mamoli and David Mole’s Creating Great Teams: How Self-Selection Lets People Excel [MM15] offers tips on how to facilitate teams self-selecting their work.


	



Ron Jeffries discusses teamwork in The Nature of Software Development [Jef15].


	



Portia Tung’s The Dream Team Nightmare [Tun13] shows how teams develop.


	




Rachel Davies and Liz Sedley advise ways to coach teams for performance and satisfaction in Agile Coaching [DS09].


	



Peter Scholtes’s classic The Team Handbook, Third Edition [SJS03] focuses on ways teamwork improves quality.


	



Charles Pellerin’s How NASA Builds Teams: Mission Critical Soft Skills for Scientists, Engineers, and Project Teams [Pel09] describes how NASA has built effective teams.


	



For strength-based approaches to team building and great questions for teams to ponder, see Diana Whitney’s Appreciative Team Building: Positive Questions to Bring Out the Best of Your Team [Whi04].





Before choosing team-building activities, think carefully about the liftoff participants. What’s unique about their cultures, their needs, and what they’ll tolerate? You want the participants to stretch themselves, but not to the point of panicking or feeling overwhelmed.



Teams tell us their agile chartering discussions acted as a powerful team-building experience. A Scrum master once reported, “We were just a group of individuals with different skills when we came to the liftoff. After chartering, we’re a team!”




Lean Coffee





It’s not a lean thing, nor do you have to drink coffee. Lean Coffee[4] is another activity that can serve as the whole meeting or as a part of a longer meeting.







To begin a Lean Coffee, participants think of topics relevant to the meeting theme and write each on a sticky note. They briefly describe their topics to the whole group. Then, everyone uses dots to show interest in a few topics. Someone arranges the sticky notes according to the number of dots, and the group begins discussing the highest-priority topic. The facilitator, or a volunteer, keeps time. Each topic gets five to ten minutes initially. When time is up, the group uses thumb voting. Thumbs up means continue with the topic for a few minutes longer. Thumbs down means move on to a new topic. Thumbs sideways means I’ll do whatever the rest of the group wants.

Open Space Technology





Harrison Owen first described Open Space Technology (OST)[5] in 1985. OST is a way to organize meetings. With OST, groups of all sizes (from 2 to 2000+) self-organize, create an agenda, and solve complex problems in a relatively short time. Launching a new product and starting a new team are exactly the sorts of complex puzzles it’s designed for.




Open Space meetings provide a format for your liftoff group to work together, or swarm, on an issue. Individuals propose topics. Small subgroups get together to discuss the topics and plan actions. Open Space mimics the self-organizing nature of agile teamwork. It gets the team started on the work and strengthens collaboration.





An experienced Open Space facilitator helps set the tone for your meeting. The facilitator can also coach a newer facilitator in the method.  The Agile Alliance[6] sponsors the Agile Open Program as a resource. The program supports local and regional conferences that use an Open Space format. People organize such conferences around the world and throughout the year. Attend an Agile Open conference to experience it for yourself.

Social Events




Socializing provides a welcome counterpoint for your participants. It balances the intense content work of liftoff. Offer a meal together. Arrange a non--work-related group activity. Time away from the main focus gives individuals time to process topics and content. They’ll return fresher to the work. Socializing also offers another way to do team building. People get to know one another better through social engagement.






Mary Lynn Manns and Linda Rising describe an influencing pattern in their book, More Fearless Change: Strategies for Making Your Ideas Happen. [MR15] They suggest, “Make an ordinary gathering a special event by including food.”





Ending Your Liftoff





End your liftoff in a memorable way. It’s important to choose activities that keep participants connected to the work, even after they leave the meeting. With a good ending, you seal the deal. Here are the most popular activities for ending a liftoff.

Brief Reports


Summarize the outcomes and relevant outputs of the activities. In a larger liftoff, groups of participants have had different experiences. You can include brief reports from each group to inform one another of progress. For example, in a liftoff for more than one team, you might display all the teams’ draft charters for the whole group to view.

Next Steps


Provide participants with information about what to expect next. You can point to other resources that’ll help teams get started. Teams will create artifacts. Remind everyone to take photos. Save flip charts, whiteboards, physical models, or other supporting materials. Teams can use some of their materials as information radiators in their team work spaces. Using a Lean Coffee format, the group can discuss the implications of various next steps.

Appreciation


End your liftoff with gratitude for everyone’s attention and effort. The person who welcomed the group returns to hear about the team’s outputs and also to express gratitude for participation. Make time for team members to offer appreciation to one another. They’ve done work together to get a good start.

Provide Feedback



Choose ending activities that gather initial feedback on participants’ experiences in the liftoff. Ask for an evaluation of the liftoff as a whole or request feedback on each agenda topic. Give participants a way to offer ideas to improve future liftoffs. For more on how to get feedback and make future liftoffs more effective, see Chapter 8, Soar from Liftoff to Flight.

Evaluate the Design



Remember to pause to evaluate the design for your liftoff. If you can, pull together a small group to review it. Review your answers to the planning questions from Planning the Liftoff and the design principles throughout this chapter. What did you hope to accomplish? How did you do? Make adjustments as needed.



Rest assured, the liftoff won’t go exactly according to your design plan. Still, it’s better to have a design and improvise than not to have one at all.



What’s Next?



In this chapter, you read about the many facets of liftoff design. We covered design principles, design considerations, and group-process activities. We included pointers to resources. You’re now ready to read about how a liftoff held at a large manufacturing company contributed to project success. While author Frowin Fajtak doesn’t specifically refer to the five design principles discussed in this chapter, they’re present in his liftoff design. Where did each of the design principles show up? Make a game of finding them.



In the next chapter, you’ll find a more in-depth description of agile chartering. It’s a main event in any liftoff.
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In Practice: A Kickoff Workshop Gem




Frowin Fajtak, an experienced facilitator and the senior quality manager for an IT business, shares his story about a successful liftoff. He describes how establishing a common sense of purpose contributed to team commitment and product success. By implementing this best practice, the liftoff prepared team members for the work to come. He also highlights the involvement of executive sponsors in making the liftoff a success.

Welcome the Participants


“Welcome to our department headquarters! Welcome to our workshop!”



With these words, product sponsor Bernhard welcomed the fourteen members of his new team, whom he chose during the three weeks prior to the event.



“The two days that we are going to spend together will give us the chance to get to know one another in person, bring everybody to the same knowledge level, clarify open issues, and make our team ready for work in a very short time.”



“To make sure that we will be able to focus on the work ahead of us in the best possible way, I have invited Frowin to facilitate this workshop for us. In his capacity as senior quality manager, he is familiar with our processes and our everyday business. As a long-term facilitator with international experience, he always is the first choice for me when it comes to designing our workshops.”



Two weeks before, Bernhard had asked me to support him during the preparation and conduct of this kickoff workshop. He himself was a renowned customer consultant for the software platform. It was a prestige project for the most important customer of Bernhard’s department. They were to perform an extensive upgrade of the platform and meet a stringent deadline for the migration.

Pull the Team Together


Clemens, Bernhard’s manager, had moved heaven and earth to win this work for our division. Now that he had succeeded, the biggest problem was to get together a suitable team. Experts from four different departments who worked throughout Europe participated in this kickoff workshop. While participants from the same departments had at least a nodding acquaintance with one another, participants from across borders met for the first time.



Given these conditions and the fact that the team would be constantly working at the customer’s site in Germany during the next six months, I had easily persuaded Clemens and Bernhard to set aside two days for this kickoff workshop. Bernhard and I spent a few hours planning the agenda and coordinating the contents of presentations and speeches.



Then the day of the actual workshop arrived. While I felt quite comfortable in my usual role as facilitator, for Bernhard it was a first. He had to present himself as product sponsor to a team of fourteen equally accomplished experts. So I made a point of letting him speak the words of welcome and only then have him introduce me as facilitator. In this way it was clear right from the start that it was Bernard who was the leader in terms of the subject matter, while it was my task to create the setting for a successful workshop.



My introduction was concise and focused on the necessary facts: my name, experience, and role as facilitator. Before we started out, I asked the participants to stick to a few basic rules, which in my experience are a must for the success of these workshops.



“All mobile phones will be switched off. Messages can be listened to during breaks. I recommend that you answer only calls that are really important and absolutely urgent. Laptops may be used only during presentations. You can check and answer your email during the hour before dinner that is set aside for this purpose.”



I uncovered a flip chart where I had listed the goals of this kickoff workshop:

	

Briefing team members about project history and current planning status


	

Coordination of role assignment, work packages, and interfaces


	

Information on processes, tools, and reporting structures


	

Clarification of codes of conduct for customer contact


	

Collecting of input for risk management purposes


	

Getting to know one another and taking steps toward becoming a team





I explained the meaning of these goals for the team. When no one asked a question, I uncovered a flip chart showing a rough outline of the agenda. Only the start and end times of the two days of the workshop were stated as exact times—the rest of the time was roughly divided between presentations and work sessions, as well as coffee breaks, lunch, and dinner. It’s important to keep the timetable flexible. If the schedule was too rigid, important and necessary discussions might have been restricted. So following each speech, I reserved quite a large amount of time for questions and clarification.



Now, the most important framework conditions had been specified. The flip charts stating the goals and the agenda—as well as all the other workshop results—remained fixed to the wall during the entire workshop, visible to everybody.



The time had come to get everybody actively involved. All the important speeches had to wait until the essential had been achieved: we wanted everybody to get a feeling about who the other participants were and where every single member of this group of experts saw themselves in this group.



I started by asking the participants to gather in the rear of the room. In front we placed a table for the presenter, a projector, and three rows of seats with desks and a good view of the screen. The rear part of the room was for the interactive parts of the workshop: no tables, a few chairs near the wall, and flip charts and pin boards for group work.



“Please seek out someone whom you don’t know, or don’t know well, and introduce yourselves: name, role, education, and experience. Then answer two questions: what has been my biggest success in my job so far? What do you need to know about me so that we can work together successfully?”



Immediately after my starting signal, the participants approached each other and searched for suitable partners. The rising volume of voices signaled that everybody was interested in finding out more about yet unknown colleagues.



After several minutes I called the participants back and gave them a task they had to solve together: “Please form a circle organized in such a way that the person who has been working here the longest is positioned to the right of me, while the one who has been working here for the shortest amount of time is positioned to the left of me. All the others should be in ascending order from left to right.”



The team solved this task within a short time. Then I gave them the same task as in the beginning: introducing oneself to someone still unknown. This alternation between pairs getting to know each other and simple tasks for the entire team took place three times. The other group tasks were:

	

Position yourself in the room corresponding your home location. (This was to make it clear who comes from which location.)


	

Form groups of people who are interested in the same sport as you are. (This task made it possible for participants to find a first personal way to establish a relationship with other participants.)



Make the Business Case


Once everybody was seated again, the first presentation of slides began with management’s mandate to the team. Clemens, the responsible manager, had been present since the start of the workshop. While he was preparing for his presentation, I distributed a handout with the slides of all presentations with enough space for personal notes.



I asked the participants to ask any questions immediately. If prolonged discussions should develop from these questions, I would interrupt and note down open issues on a flip chart. This helped ensure that presentations did not end up in endless discussions. It also helped me monitor the time planned for the individual presenter and, if necessary, to remind them to stick to it.



Clemens needed only four slides and fifteen minutes. His speech focused on:

	

The history of the relationship between our company and the customer


	

The meaning of the product for our strategy in this technology and customer segment


	

Concrete follow-up orders and potential sales that could be won if our product turned out to be successful





Clemens’ presentation had the intended effect: the faces of the participants clearly showed that everyone was aware of the superior importance of the task ahead. After answering a few questions, Clemens left, announcing that he would come again at the end of the workshop. He ended with the words, “And now I entrust you, Bernhard, with the responsibility for this project. I wish you and everyone on the team much success!”



Everybody now was curious about the next presentation, in which Bernhard outlined the organization, the plan, and how the pieces of the puzzle would finally fit together to form the overall picture:

	

Who contributes what kind of know-how?


	

Who takes over which tasks, and where are the most important interfaces within the team?


	

Who are our contact persons on the customer side?


	

What are the constraints derived from the plan and the schedule?





Participants asked a lot of questions during this presentation, but we added only three open issues.



For lunch, we had booked a large private table at the company. During lunch, it became obvious how important breaks spent together are to give participants the chance for discussions outside the fixed agenda and workshop structure.



The getting-to-know-each-other session in the beginning had already provided team members with points of reference which were followed up. Some positive tension and pleasant anticipation could be sensed, which Clemens and Bernhard had triggered with their presentations.

Get Down to Work


We started the afternoon with an interactive work session, where the participants split up in small groups based on their work specialty, such as analysis or implementation. Each group had to describe its interfaces with other groups: what do we need from you to be able to work efficiently? What do we supply to you so that you can fulfill your task?



In the following discussions, it became clear that each subteam would only be successful if supported by the other subteams. Therefore the conclusion wasn’t too surprising: it is not the outstanding performance of individual experts that counts, but the joint success of the entire team!



After an extended coffee break, we arrived at the last focus point of the first day. When preparing the workshop, Bernhard and I had chosen the topic of customer interface for this time in the workshop. Potential problems that might arise working in a large team at the customer site were a critical topic. We thought it was important to make the team members aware of the risk involved. Because I have given presentations and seminars on this subject repeatedly at our company, I slipped out of the role of facilitator at this point and gave a short speech on the basic principles of claim management.



Bernhard followed by presenting the customer’s organization chart, which he used to explain who would be the customer contact persons and who had what decision-making authority. As some of the participants already had worked for this customer in the past, my next question was rather obvious: “Who knows some of the people involved and what are your experiences with them?” A lively sharing of experiences followed, and in the end everybody seemed to know who could be expected to act cooperatively and who had to be handled with care.



We spent the evening together in a nice traditional restaurant. On choosing the restaurant, Bernhard and I had made sure that all participants would be seated at one table, where we would have some privacy. This made it possible for the participants to swap stories about their experiences as engineers and consultants, to discuss the work at hand, or just to enjoy the local culinary treats and the culture of the location that had won this exciting commission.

Focus on Quality


The morning of the second day started again with a presentation. Kurt, who was responsible for the quality management, outlined important issues of quality assurance: rules for controlling and reporting; tools and configuration management; filing structure for documents; and templates and guidelines.



These topics gave rise to a lot of questions, but Kurt and Bernhard handled most of them.



After a short coffee break, we dedicated ourselves to the topic of risk management. The bottom line was to make all team members aware of the risks involved. First, we thought of potential risks that might arise in a member’s activities. After identifying these risks, we jointly completed the list with general risks that might endanger our success.



In the next step we set priorities. We marked particularly critical points with early identifiers, and defined prevention and emergency measures. In his function as the quality manager, Kurt used the result from this work session as a first input for the risk list, which had to be dealt with as a fixed item on the agenda in the jour fixe (a recurring reporting meeting, which was to take place at regular intervals).



The responsible management team joined us for our lunch in the company restaurant. Department manager Clemens and the responsible financial manager soon were drawn into discussions.



The afternoon started with a short statement by the financial manager, who once again drew our attention to the economic importance of this product. Afterward, we dealt with the list of open items. Clemens was able to answer some of the questions. For the items that could not be clarified on the spot, we identified a responsible party to follow up on the problem afterwards.

SAPHIR Is Born


Clemens wanted to end the workshop with a special highlight: finding a name for the work effort. While there was an official name supplied by the customer, it is quite common at our company to give internal names for our team work. I thought it was a splendid idea to end this kickoff workshop with a baptism. A lot of clever suggestions came up. After several rounds of voting, we adopted the name SAPHIR (German for sapphire).



It was up to Bernhard to speak the closing words. He praised the high motivation of the team and stressed the fact that he had a good feeling taking over the project leadership.



The project actually turned out very successful, and it absolutely lived up to its name SAPHIR. Only the team members know the actual background of the name, and this is how it is meant to be. However, the product and our collaboration developed into an undisputed jewel in the relationship between our company and the customer.



It was my pleasure to once again accompany the entire team as facilitator six months later, this time for an extensive final delivery retrospective. When we analyzed the success factors of our team work, many participants specially mentioned the kickoff workshop. Even the handout with all the slides from the kickoff workshop had been found very useful for quick reference.



For me, SAPHIR was yet another confirmation of what I had already experienced working with a lot of teams: a well-planned and professionally facilitated kickoff workshop can efficiently and effectively prepare a team for its common tasks and help elicit its total commitment.





Footnotes


	[4]
	
http://www.leancoffee.org


	[5]
	
http://www.openspaceworld.org/wp2


	[6]
	
http://www.agilealliance.org
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            Chapter
            4
Smooth the Path to Performance with Agile Chartering





Agile chartering can provide a powerful core for a liftoff, or it can stand on its own as your liftoff. It can fuel the rest of the liftoff work and supply the momentum to carry your team forward. When agile chartering is incorporated into liftoff activities, team members are given the opportunity to focus on clarifying the work with one another and the product manager. The team can make immediate progress and avoid the confusion of conflicting assumptions, unclear roles, and miscommunication.



In this chapter, you’ll explore why chartering matters in agile environments. You’ll discover why we often include agile chartering in a liftoff agenda, and explore why you may want to include a chartering workshop as part of yours. You’ll learn about the three critical elements of an agile charter—purpose, alignment, and context—and how each adds a different benefit to the whole. You’ll also learn how chartering happens in two rounds. In the first round, the product manager, sponsor, and key stakeholders take a first pass at defining the work of the team. In the second round, the team has a chance to influence the work and decide on its approach. And finally, you’ll discover the five simple rules of agile chartering and learn why you’ll want to focus on creating a living document.



What Is Agile Chartering?


Agile chartering is a lightweight, minimum-documentation approach to creating initial understandings, agreements, and alignment about the work and how it’ll be accomplished. The nature of agile chartering fosters collaboration between stakeholders and the development team and helps align everyone involved from the start.




Our colleague, III, says: “Chartering is a discovery and negotiating activity. It transforms bright ideas into valid and manageable work efforts. The charter balances the interests of gold-owners with the capabilities of the development team. It also ensures that the outcomes we expect are in line with the resources available to achieve them. It serves as a contract that guides and supports the work. It provides a reference point for renegotiations when conditions change.”




An agile chartering event provides a container, as talked about in Setting Conditions for Optimal Team Learning, in which the team shapes itself and the work. Chartering focuses on high-bandwidth communication and collaboration, and completing a charter is less important than the conversations that develop it. In chartering conversations, team members create collective understanding. They pull expertise from many perspectives. They begin to shape the deliverable, framing their approach to moving forward.

Three Elements of an Agile Charter



Agile chartering builds team unity. Unity comes from the combination of three primary elements: purpose, alignment, and context.




Purpose provides inspiration and conveys the meaning of the work. Purpose includes the product vision (the inspiration), the team mission (the description of your team’s unique work), and mission tests (sometimes called objectives or progress indicators).




Alignment helps the team create an alliance to achieve the mission. Alignment includes establishing simple rules (to sustain coherence), forming the core team (to accelerate collaboration), and creating working agreements (to ease daily work).




When you’re aware of context, your core team knows how it fits into the larger organization. Awareness of context helps the team see the system it works in and how its stakeholders fit into the system, too. It reinforces and extends the alignment agreements. Being aware of context involves three parts: looking at the team’s boundaries and interactions; identifying the nonhuman resources committed to the work; and forecasting with a prospective analysis (looking ahead and checking assumptions).
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Through the lens of these three elements, you’ll see many kinds of team dynamics and opportunities for developing your team. Each represents a different view, yet all three have similarities with the whole model. Purpose is the most stable element, in that it’s the least likely to undergo a dramatic or frequent change. Alignment holds the middle ground and is stable to the extent that the team stays intact and working together.  Context is the least stable and most dynamic of these elements, in that context is being created and re-created every day.


The Power of Creating a Vision






David Endicott is the chief technology officer of Providence Health Services. He wrote this story about an experience he had at a previous employer. It illustrates the way a charter can benefit a team—and includes the elements of chartering we recommend.



I’ve always said that software development is a team, not an individual, pursuit. Given this maxim, a key component of building a team or organization is creating a vision. A vision binds the members of the team together and immeasurably aids in their alignment and commitment around the objectives required in achieving the realization of the vision.



We formed a team a few years ago to produce a rewrite of a piece of airline decision-support software. The previous effort had failed. Our launch customer had also attempted to create the software in-house and failed twice. So we formed a dream team of developers who were highly agile proficient, and the effort got under way. Six months later, the team had nothing to show for their efforts. Members of the team described themselves as paralyzed.



We held a retrospective and found that the only element that bound the team together was their fear of failure. Furthermore, the development team and their business sponsors didn’t appear to be aligned in terms of the outcome of the project.



To get the team on track, we brought everyone in (business and technical) during a weekend to create a vision of the outcome of the project that everyone could support. Components of the vision not only included the vision statement, but also covered the rules of how the team members would engage with each other and a clear understanding of the role and responsibility of each team member.



A year later the project delivered on time, and the launch customer was delighted with the software. In a retrospective held at the end of the project, the team members pointed out that the turning point of the project occurred when we brought everyone together to align around a common vision and establish the ways the team members would interact with each other.





Leading the Two Parts of Chartering


Agile chartering involves a two-step process, and each step includes different players. As in the liftoff, participants include those who build the product and those who direct, guide, support, and evaluate the work:

	


Step 1 is an important preparation and clarification session. Invite the product manager, sponsor, and strategic decision makers. This group generates a preliminary purpose statement. It develops a product vision, team mission, and mission tests, understanding that it’ll all go through further refinement in the second round.
 

	


Step 2 is the whole-team workshop. Invite your team and stakeholders to give feedback and revise the preliminary purpose statement. They’ll turn it into the first working iteration of your product vision, team mission, and mission tests. This group goes on to work together to develop the rest of the first iteration charter, including alignment and context elements.






Refer to Chapter 1, Plan for a Successful Liftoff and Chapter 3, Design a Great Liftoff for Your Team as you prepare for the two rounds of chartering. Agile chartering happens in group working sessions. You’ll need extra preparation to lead agile chartering activities, whether they’re part of a stand-alone chartering or part of a longer flow of liftoff activities. Review the separate descriptions of the three agile chartering elements in the three chapters that follow, where we provide sample activities for chartering each element. You’ll also find guidance for leading the two chartering sessions.




To implement an agile chartering session in your liftoff, you’ll need a room where people can work comfortably in table groups; access to whiteboards or wall space to hang completed flip charts; and plenty of supplies like sticky notes, markers, tape, and pens to support the activities you plan. Refer to The Five Rules of Learning to create space that inspires collaboration and learning.



People collaborate more effectively on their charter in environments with certain characteristics:

	
A room with natural light and views of nature outside the windows

	
Ceilings taller than nine feet (three meters) high, for airiness

	
Snacks (high-protein, low-carbohydrate salty snacks promote brain functioning)

	
Drinking water and other beverages

	
Meals and breaks as needed and customary in your organization


Prework Session



In the prework session, a small group of strategic decision makers convenes to draft a team purpose. The host, who’s usually the product manager, should invite any stakeholders who influence or are influenced by the business need or opportunity. The group can also include marketing or business line managers, CIOs, CTOs, and so on. Find more details and activities for conducting this session in Chapter 5, Charter a Clear Team Purpose.



Plan to iterate on the product vision, mission, and mission tests as the group clarifies each of these three parts of purpose. Discussing and writing each of these parts can trigger new ideas about the other parts. You don’t have to complete one before moving to another. Let the energy of the group take the lead. Post all your work and keep everything visible.





Refine and iterate until you achieve Good Enough for Now (GEFN). Remember, you’re composing a rough draft. There’s no need to agonize over perfect wording, as you’ll take the rough draft to the core team for further discussion. Perfection isn’t the objective.

Whole-Team Workshop



You get the best possible result from bringing the whole team and key stakeholders together in the same location at the same time. Schedule a day when the product manager and core team members can attend the whole event. Attract as many of the right stakeholders as you can. And if chartering is your only liftoff activity, look for a time when your executives can attend. You’ll want them to welcome the group and give a business context to the work. Invite them to return at the end to hear a brief review of the results.



Are you leading the agile chartering session? You’ll conduct this meeting in much the same order as any work-related meeting. Your agenda includes an opening, focused work, and a closing. Think of the most effective meetings you’ve attended. Adopt meeting practices you’ve seen work well. You don’t need to reinvent the meeting wheel, although the agile chartering focus of this meeting will influence the nature of the work. Bring examples of team charters to the session. Prepare to discuss the relevant parts as you work through developing the first draft charter.




To determine if your first draft charter is sufficient to help your team move forward, ask several questions:

	

Can everyone (sponsors, stakeholders, core development team members) articulate the business case? For example, if asked, could a team member give a fifteen-second elevator pitch on the spot?


	
Are mission tests mutually reinforcing and helpful for team learning?

	
Can everyone say what their working relationship is with others attending the session?

	
Has everyone publicly indicated agreement with the simple rules and working agreements as they apply?

	
Can everyone commit to accomplishing the purpose?

	
Have the sponsors committed people with the right skills as well as the nonhuman resources sufficient to accomplish the mission?



	Chartering Distributed Teams
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For many teams, colocation represents the unattainable ideal. Make adjustments if you have a distributed group. Our foremost suggestion is: use the best electronic collaboration tools you can afford. Include live streaming video with clear audio support in every location (or whatever is the latest virtual collaboration technology when you read this book). When your chartering group isn’t colocated, The Five Rules of Learning gain importance.




Agile Chartering Participants




The same group of people participate in agile chartering as in the rest of the liftoff. The product manager and sponsors have additional responsibilities to prepare a rough-draft purpose statement.  Refer to Table 3 for a description of whom to invite.


Table 3. Chartering Participants and Roles
	Participant Role	Participation Responsibilities
	


Facilitator/meeting leader

	
Coordinates with the product manager and sponsor to prepare for the session

Leads group activities

Attends to any interpersonal dynamics that arise


	


Product manager

	
Convenes the prework session

Coordinates with the facilitator to identify strategic decision makers and key stakeholders to invite

 Coordinates with the facilitator to prepare for the sessions, including arranging logistics and distributing any prework

Invites the participants

Works with the sponsor, visionaries, and other business decision makers to develop a draft of the vision of the product or service, and thoroughly explores and understands the business case

Creates a draft purpose statement (product vision, team mission, mission tests) to reflect the current view of the work

Recruits or assigns core team members (following the practices of the organization for assembling teams)

Convenes the whole-team chartering workshop

Coordinates with the facilitator to invite team members and stakeholders to the workshop


	


Sponsor and strategic decision makers

	
Attends the prework session

Works with the product manager to develop a draft of the product or service vision, and thoroughly explores and understands the business case

Collaborates in rough-drafting the purpose statement to reflect the current view of the work

Attends the whole-team chartering workshop to welcome, set the tone, and return at the end


	




Agile coach/Scrum master/project manager

	
Might attend the prework session

Attends the whole-team chartering workshop

Models the collaborative, focused behaviors he or she wants from team members


	


Core team

	
Completes prework as distributed

Attends the team chartering workshop and contributes to the first draft


	


Stakeholders

	

Complete prework as distributed

Attend the team chartering workshop and contribute to the first draft

Publicly declare support of the first draft charter




The Changing Role of Product Managers and Sponsors




As the work moves toward delivery, sponsor and product-manager involvement changes with regard to chartering. If you’re a sponsor or product manager, expect your activities to shift.



First, develop a rough draft of the purpose in the chartering prework session. Define and clarify the purpose for yourselves, so you can articulate it clearly to others.



Second, present the draft purpose in the team chartering workshop. Bring your draft purpose to a chartering session that includes the core team and key stakeholders. Present, review, and revise the purpose so that everyone understands.



Third, focus on customer and business value. Product managers build the product backlog and release plans. As the work unfolds, the core team learns about the work. As the team members learn, they understand the purpose more fully. Product managers build on this learning. They communicate refinements, reprioritize the backlog, and update the relevant stakeholders.



Fourth, champion the product. Once the core team and business adopt and commit to an initial purpose, your role will shift to championing the product and team. Sponsors emphasize advocating for, protecting, and removing impediments for the core team and its work.



Fifth, recognize and celebrate successes. Notice when the team meets its objectives and acknowledge its effort. You can do anything from casually dropping by to offer your appreciation to distributing coffee cards to holding a party. Let the rest of the organization know. Look for meaningful ways to recognize and celebrate the team.



Simple Rules for Agile Chartering




When we make chartering decisions, setting core values and following a few simple rules to take action based on those values can provide direction and keep the team aligned with an agile approach. Values for working together should reflect core beliefs about what it takes to create a great set of initial agreements. Table 4 outlines how to take action based on those values. Together, they provide transparency about decision-making as you draft your initial charter and during all the revisions that will come later.

Table 4. Simple Rules for Agile Chartering
	Values	Simple Rule
	Whole system	Focus on the interrelationships of the whole, the parts, and the greater whole.
	Collaborative work	Work together to learn from one another and set the stage for discovery.
	GEFN 	Do just enough; resist perfecting.
	(Good Enough for Now)
	Start well	Begin each endeavor in a context of possibility.
	Continuous learning	Learn more as the work unfolds.




Amending the Living Charter



After completing your first draft, create a big visible poster that states the product vision, team mission, and mission tests. Keep it posted in the team workspace. Make it easy to see and use. When the current charter no longer matches what the team needs, change it.



The team convenes a meeting to revise the charter whenever anyone (in or out of the team) notices that it’s out of date or when it no longer reflects reality. Revisions happen when everyone can be involved and agree on the new terms. Iteration, Kanban, and release retrospectives provide opportunities to bring the group together. Teams can also schedule specially convened rechartering meetings. Remember the simple rules outlined in Table 4, Simple Rules for Agile Chartering and apply them here.



What’s Next?


Agile chartering catalyzes the interactions needed to do the work and facilitates a quick start on delivering the product. In this chapter, you read how agile chartering can accelerate collaboration within the team and across the organization. It sets the context for replanning when new information becomes available.



We’ll describe a design for agile chartering in three elements in the next three chapters. We’ll start with how-tos and group-process activities for forming and refining purpose.



But first, here’s a story about how completing a team charter is less important than the conversations about the charter itself.


 
	 • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • •



In Practice: The System Tracking Project




In her career as a senior project manager, Ainsley Nies encountered many challenging projects. In a consumer electronics company, an IT team had the task of supporting customer services and support systems. Here Ainsley describes how a project manager used agile chartering to facilitate a smooth adoption when asked to develop a new tracking system that would require a significant coordinated effort among many teams.

A New Challenge


 Product manager Tom accepted a new challenge. He would guide the development of a new system for tracking support calls. The challenge? It required a complicated, coordinated effort between the software developers and the support reps. They would collaborate to build, install, and bring the system online.



 The software development team for this project included three developers, a business analyst, and two testers on-site, as well as two remote developers. The support reps interacted with a global customer base and worked from three sites to cover international time zones: one in the U.S. West Coast home office, a site in India, and another in Spain.



Tom thought that having an agile charter led to the success of his previous project, and he wanted to repeat that experience. He discussed the business value of the project with the director of IT, the customer service manager, and the help desk manager, then spent a few hours drafting an initial purpose. He thought about the technical difficulty and the political issues surrounding the project.



When he felt his draft was good enough for discussion, Tom asked the software development team, the customer service and support manager, a few support reps, and two IT ops staff to come to a meeting to review and amend the draft. He knew a manager who had great facilitation skills, so he asked her for help in keeping the meeting focused and on track. With good group-process support, Tom knew the group would get more from their conversations about the project purpose than they would from the words he had written. Furthermore, those conversations would help the group gel into a project community focused on achieving that purpose. They would have the chance to explore the political issues and technical difficulties and would almost certainly add information that he lacked.



During the meeting, Tom noticed that the support reps weren’t saying much. He asked for their perspective, and one of them replied, “I don’t understand why we’re changing the tracking system we have. It’s hard to use, but we know how to work with it, and learning a new one will slow us down. And we’re evaluated on how many calls we can complete. This will set us up for bad reviews.”






One of the developers said, “Maybe that should be a mission test. The new system should be easy for the support reps to learn and use. It shouldn’t slow them down.”



Tom said, “That’s not phrased right for a mission test. And you’re right: we need this to come online with as little difficulty as possible. How can we make it better?”

It’s the Charter-ing


The whole group began a lively discussion and created a mission test that they all agreed would suit. The support reps became more engaged in all the subsequent conversations after they saw how the rest of the group respected their concerns.



Later, over lunch, Tom remarked, “It’s just as I remembered. It’s the chartering process that’s important, more than the charter itself.”
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            Chapter
            5
Charter a Clear Team Purpose












When you have a sense of purpose for your work, your commitment deepens, your momentum increases, and your performance elevates. In his book, Drive: The Surprising Truth About What Motivates Us [Pin09], Daniel Pink calls out autonomy, mastery, and purpose as the three primary human motivators. In their book, Wisdom of Teams: Creating the High-Performance Organization [KS99], Jeffrey Katzenbach and Douglas Smith list common purpose as the top characteristic of effective teams. And in Extraordinary Groups: How Ordinary Teams Achieve Amazing Results [BR09], Geoffrey Bellman and Kathleen Ryan support this view in their model of what extraordinary groups need. They write that shared purpose is “the reason we come together...where collective energy and capacity combine to achieve something that could or would never be done by individuals alone.”



As described in Setting Conditions for Optimal Team Learning, a team comprises a complex adaptive system that exhibits a set of conditions: containers, differences, and exchanges. Purpose provides the container for the work. It reinforces group identity. A clear understanding of purpose is critical when you work with others to achieve a common goal. In this chapter we look at purpose, the first of the three critical elements of an agile team charter.



Understanding Purpose




Purpose is composed of three elements: a product vision, a team mission, and a set of mission tests. The product vision describes the desired future your product will help to create. The team mission describes how your work contributes to creating that future. Mission tests help assess the team’s progress toward that future. Taken together, these components provide inspiration and meaning for the work.
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Product Vision





Your organization and your team need a reason to do the work. The product vision provides a shared picture of the desired future when your customer is using your product or service. It serves as the focal point for making a new reality. An inspiring product vision amplifies the significance of the work and engages the team. In contrast to an organizational vision that sets business direction, a product vision applies only to a single product and describes an external view of the product’s impact, including:

	

How the product will change the user’s world: customer service representatives will experience their work as highly productive and no longer engage in wasteful, tedious work.


	

What problem the product solves or what benefit the product delivers and to what people: customer service interactions will continuously gain customer loyalty and market share.


	

The reason for the team and its work effort to exist and the overarching impact you want to manifest: our highly productive customer support representatives create customer loyalty and repeat business through the quality and speed of their interactions.





A product vision illustrates the ultimate expression of customer value. It’s why you support this work.







The product manager creates and owns the product vision, and sponsors, funders, and strategic decision makers support the product manager in this work. This group might develop the product vision by following the next steps on the product roadmap. It might envision something new to disrupt the marketplace. In any case, the product manager drives the effort.

Team Mission





The team mission describes your team’s unique contribution toward achieving the product vision. If the product vision clarifies why, the team mission clarifies what the work is. It follows the agile maxim of just enough documentation by providing just enough information to achieve focus.



A useful mission establishes five critical pieces of information:

	

The product’s customers: for XYZ Company’s customer service reps.


	

The team’s actions and outcomes: the CSR project will develop and deploy.


	

What the product or service the team will deliver: a software system for tracking customer interactions and concerns.


	

The differentiating attributes of the product or service: the product will increase the speed of satisfying service to customers.


	

The value of the product to the customer: this new system will enable customer service representatives to focus on customer interactions and gain greater ability to connect customers with the solutions they need.





Each team mission is unique. It describes how this team will turn the product vision into reality. It clarifies boundaries for the work the team will perform. It does the same for everyone associated with the effort. It clarifies the most important nonfunctional requirements. It both directs and limits tactical choices. The mission evolves over time as the team and others learn more about customer and business needs. The team commits to accomplishing the mission.



A group of key product decision makers develops a rough draft of the team mission. The group bases the draft on its understanding of what it’ll take to please customers and help the business thrive. The team knows the most about the effort and skill it’ll take to do the work. The product manager and team share ownership of the team mission. In collaboration, they define the first draft and all later versions as they evolve.



Occasionally, many teams contribute to a common product vision. The unique missions of these teams combine to achieve the vision.

Mission Tests





Mission tests specify the indicators of progress toward successful mission achievement and identify the critical few indicators of progress. Mission tests itemize the qualitative and quantitative intentions that help define progress toward being done.



The team and product manager execute mission tests on predetermined dates. Through the tests, everyone examines assumptions and hypotheses about the work of the mission. For example, mission tests can measure:

	

Productivity improvement


	

Strengthened capacity or capabilities


	

Reduced turnover costs


	

Other cost-reduction measures


	

Other contributions to the bottom line






Mission tests can assess internal or external progress. Internal tests describe what the team will gain or learn as a result of the work. For example, internal tests might measure:
	

Downward trends for defect rates released into production


	

Increases in team members’ reports of overall job satisfaction


	

Higher satisfaction with iteration and release product demos, reported by the product manager and stakeholders






External tests focus beyond the boundaries of team authority and responsibility. For example, eternal tests might measure:
	

Instances of the product in use


	

Customer satisfaction rates


	

Market penetration


	

Public perception of the brand


	

Revenue goals


	

Other top-line improvements


	

Cost savings




Examples of specific external test markers include:
	

20 percent reduction in support calls for the product by FYE


	

10 percent increase in customer satisfaction ratings by Q3


	

$25K savings over the first quarter by eliminating wait-time waste while CSRs look up information for customers





Like the product vision and team mission, mission tests clarify understandings about desired outcomes. Core teams use mission tests to inform decisions about their work. When teams check their mission test results, they take the time to learn and plan. They can plan for continuing on the same path, or choose to adapt based on the new information.




In the team chartering workshop, the product manager proposes rough-draft mission tests. Product managers, the core team, and stakeholders share ideas and refine the tests. Team members consider their collaborative capacity and capability. The team decides if it can commit to the mission tests as ongoing metrics. The team and the product manager jointly own the mission tests.



How to Facilitate Agile Chartering for Purpose



Developing a first draft of the team’s purpose requires two meetings: a prework session and a team chartering workshop. The first meeting is a prework session. In this meeting, product managers, sponsors, and key stakeholders develop a preliminary purpose for the team to review, clarify, and refine. In the second meeting, the product manager takes the preliminary document to a team chartering workshop where the whole group agrees on a first-draft purpose it can embrace.
 


 Here we offer facilitation outlines and sample activities for both of these meetings. We include suggested activities only for the portion of the team meeting that refines purpose. You’ll find expanded activities for facilitating the alignment and context elements of the team charter in Chapter 6, Create Coherence by Chartering Alignment and Chapter 7, Charter Context to Influence Work.

Conducting the Prework Session





The work sponsor and strategic decision makers start the agile team chartering process by preparing a preliminary document with all three elements of purpose: the product vision, the team mission, and the mission tests. The first draft serves as a starting point for the team and others in the team workshop. Review Table 3, Chartering Participants and Roles to create an invitation list for the prework session.



Following is a sample agenda for the prework meeting and suggested activities.



Sample Agenda (Prework Meeting)

	

Welcome and introductions


	

Review the agenda


	

Discuss participant perspectives


	

Develop preliminary product vision


	

Develop preliminary team mission


	

Develop preliminary mission tests


	

Review for consistency


	

Clarify the next steps and wrap up



Activity 1: Introduce the Product and Elicit Stakeholder Perspectives




Welcome the participants and make introductions. Introduce the product and ask each participant to clarify his or her views on why the business will support the product. Discuss similarities and differences in perspectives.



Lead the group to seek answers to questions such as:

	

How will this product affect the overall business strategy? What impacts can you imagine, both positive and negative?


	

Which parts of our market will the product affect and how?


	

Will the product require internal and/or external changes in people, development processes, or technology, or all of the above?


	

Will team success require changes in organizational structure, staffing, business processes, funding, and so on?


	

Which parts of the organization will be affected, if any?


	

How will the product owner and team recognize those effects?






Develop your own list of questions. Choose a few that fit from the samples. Add questions specific to your business aspirations and challenges. To avoid overanalyzing, limit your list of questions to no more than ten.

What Does Your Product Do?









Esther Derby, coauthor of Behind Closed Doors [RD05] and Agile Retrospectives: Making Good Teams Great [DS06], and principal at Esther Derby Associates, developed this useful analogy for thinking about product visions. In this sidebar from her blog,[7] she illustrates the difference between vision and mission by focusing vision on the customer’s/user’s experience.


When it gets dark, I turn on a light.



I can work, cook, read—long after sundown. I can see where I’m going, avoid the dog toys on the floor, and not run into furniture. If I need something in the house, I can find it. The flip of a switch makes many things possible and solves many problems.



When I ask developers and engineering managers what their software product does, often, they don’t tell me. They regale me details equivalent to explaining the production of electricity, starting from mining coal until the switch closes a circuit. It’s all about the technical how.



Your customers may be interested in the technical how. They certainly want to know the what—what is possible on their side of the metaphorical light switch when they use your product.



It’s useful for the team to know, too. A short statement that answers three questions clarifies purpose and focuses attention:

	

What benefit does our product create?


	

What problem does our product solve?


	

For which group of people?





This clarity informs priorities, and helps people defer non-essential features. It helps keep focus on who will use the software, and how it will help them. When every member of the team can articulate the answer to these questions, they can make better decisions—and that almost always results in a product that is a better fit for function.



Activity 2: Develop a Preliminary Product Vision





Lead a discussion to define, compare, and contrast a product vision and team mission. Explain them at the same time. Use the descriptions from Product Vision and Team Mission earlier in this chapter and examples from Appendix 1, Sample Charters. Clarify the difference between a strategic organizational vision and a product vision.



Hand out examples of product visions. Remember, a product vision focuses on customer value, which is the reason for the team to exist. It describes the big picture of the impact you want to create. For sample visions, see Appendix 1, Sample Charters.





Discuss the question, How will the customers’ world change for the better as a result of this product? Share Esther Derby’s product vision light-switch analogy from What Does Your Product Do?. Pass around plenty of sticky notes and invite silent brainstorming:
	

Ask individual participants to think of all the answers to this question they can, writing one on each sticky note.


	

Remind writers to seek quantity over quality for now and withhold judgment until later.


	

Encourage everyone to write as many ideas as they can in five to seven minutes.








(For variations on brainstorming techniques, see Thinkertoys: A Handbook of Business Creativity for the 90s [Mic91] by Michael Michalko.)



When the brainstorming time is up, collect all the sticky notes and post them on a whiteboard or flip chart. Ask participants to sort the product-vision sticky notes into groups of similar ideas. Then ask them to give a name to each group.



Use the items and names of clusters to develop a rough-draft vision statement. Post it on a flip chart or whiteboard so that everyone can see it throughout the rest of the session.



Next, create a tangible representation of your vision to bring to the whole-group work session. Pick an activity that’ll appeal to your group.

For example, you could use building toys, such as little plastic bricks, to construct the vision. You could craft a product box that lists the features. Or draw a wall-sized picture of the world according to your vision. Cut out magazine photos to assemble a poster-sized collage. Create a vision brochure. Or find another hands-on construction activity.



The conversations that occur while the group members build their representations is the most important aspect. The discussion will clarify everyone’s perspective, establish common understanding, and make the product vision tangible.

Activity 3: Develop a Preliminary Team Mission





Review the difference between the product vision and the team mission once again, and reiterate the relationship between the two. Remember, the team mission describes your team’s unique contribution toward achieving the product vision. It includes five critical pieces of information as outlined in Team Mission.



Offer examples of team missions from Appendix 1, Sample Charters and discuss the question, What is our intention for this team’s unique contribution to realizing the vision?


Use a similar process to the one followed in Activity 2 for developing the product vision. Pass around plenty of sticky notes and do four rounds of brainstorming in pairs. Ask participants to think of everything they can about the work to develop the product. For each round, write one idea on each sticky note. Tell participants to write as many as they can in four five-minute rounds. Remind the pairs to seek quantity over quality for now and withhold judgment until later.



In the first round, identify all of the customers you want this product or service to reach.



In the second round, identify what value the customer will gain from using the product or service.



In the third round, identify where else value will be created by this work. Who else will benefit?



In the fourth round, identify any known qualities or characteristics of the product or service.



When the time is up, collect all of the sticky notes and post them on a whiteboard or flip chart, organized into four areas. As a group, affinity-sort the notes in each area. Name each grouping and identify associated action verbs. Use the names of groupings and action verbs to develop a rough-draft mission statement and write it on the flip chart or whiteboard. Post it where everyone can see it throughout the rest of the session.



Activity 4: Develop Preliminary Mission Tests





Review the definition of Mission Tests with the group. Remember, mission tests define the indicators you’ll use to recognize project success.



Offer examples of mission tests from Appendix 1, Sample Charters. Discuss what’ll be different when the team accomplishes its mission. How can we measure those differences? How will we know the team is making progress along the way? What does the team need to learn to make the most incremental progress? What would we like our customers to say about us at each release?



Once again, distribute sticky notes and lead a paired brainstorming activity. Ask the participants to pair with a new person and work to identify the effects to look for to let the team know the mission is on track. Effects include: results, consequences, impacts, repercussions, forces, or influences. Effects can impact the world, your business, the team, or your customers. Each pair should think of all the effects of success they can imagine and write one on each sticky note. Remind them to seek quantity over quality for now and withhold judgment until later. Tell the participants to write as many as they can in five to seven minutes.



When the time is up, collect all of the sticky notes and post them on a whiteboard or flip chart. As a group, affinity-sort the notes describing similar effects. Name each affinity group of effects (for example, customer satisfaction).



Lead a group discussion to determine if you’ve gained the results you wanted. Find a measurable test to which you can answer, “Yes, we achieved this” or “No, we didn’t achieve this.”




Next, ask participants to pair with another new person and choose a cluster of notes to work on. Each pair writes a proposal for a mission test or tests for its cluster. Remind the pairs that mission tests have time limits and other success measures included. Use the SMART acronym as a guide: specific, measurable, achievable, relevant, and time-bound. Have pairs report their proposed mission tests. Help the group refine each mission test to get a draft.





Challenge the group to imagine unintended consequences and discuss them. Ensure that you’re still measuring progress toward results or effects or outcomes, not activities. (For more on unintended consequences, see Measuring and Managing Performance in Organizations [Aus96], by Robert D. Austin.)





Choose five or fewer mission tests you’ll include to complete the preliminary purpose. (Remember the concept of GEFN—Good Enough For Now.) Seek consensus or use another group decision process to narrow the list. For more on group decision-making, refer to Agile Retrospectives: Making Good Teams Great [DS06] or The Facilitator’s Guide to Participatory Decision-Making [KLTF96].

Activity 5: Wrap Up




To conclude the prework session, conduct a final review of all the parts of your preliminary purpose. Do the mission tests reflect the intention of the mission? Is the mission critical to achieving the product vision? Does the product vision provide guideposts for the mission and mission tests? Thank everyone for their effort.
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Conducting the Team Chartering Workshop for Purpose




In the team chartering workshop, participants will collaborate to refine the preliminary purpose. Then they’ll continue to develop the whole charter in a first draft. Start by distributing the preliminary purpose to the participants and review the agenda. Participants in this workshop include the product owner, development team members, and stakeholders (or stakeholder group representatives who will work closely on a regular basis with the team).



Following is a sample agenda for a one-day team chartering workshop focusing on purpose (steps 1--3).



Sample Agenda (Purpose)

	

Welcome and introductions


	

Review the agenda


	

Review and revise the preliminary purpose

	

Introduce and clarify the product vision


	

Discuss and refine the team mission


	

Discuss and refine the mission tests


	

Compare the purpose to the Goodness Checklist for Purpose


	

Commit to the initial purpose




	

Facilitate alignment


	

Facilitate context


	

Clarify the next steps and wrap up



Activity 1: Welcome and Introduce the Participants




Participants will want to know they have full support and funding for their work. Begin your workshop with a welcome from the senior product sponsor. If you can’t get a senior product sponsor, get the next-highest-level person you can. The sponsor who’s present accomplishes four tasks:

	

Welcomes everyone to the workshop


	

Thanks participants for attending


	

Describes the business’ interests in the work and declares the sponsor’s support for the ongoing effort


	

Answers brief clarifying questions





Allow a brief time for participant introductions if participants don’t know one another already. If the team’s product is part of a larger program, you might have many teams chartering at the same time. When working with several teams, make sure team members sit together to make the work easier.

Activity 2: Explain the Agenda


After introductions, walk through the agenda for the day, making sure to go over any logistics about the facility (where are the restrooms?) and how you’ll handle lunches and breaks.

Activity 3: Review Preliminary Purpose


Come prepared to describe each part of the charter and answer questions. Your session will go more smoothly if you can explain each part and why the charter is written as it is. Tell the team what you thought about as you developed it. Help the team understand why you made the choices you made. They might offer even better ideas for achieving your product goals if they understand your intentions.

Activity 4: Discuss and Clarify the Product Vision




Introduce and clarify your product vision. Display the tangible vision artwork created in the prework session. The product vision is “owned” by the sponsor and product owner. It’s the most stable part of your draft and the least likely part to undergo extensive change. Make sure you’ve explained the thinking behind the product manager’s vision. Check that everyone shares a common understanding that meets GEFN.

Activity 5: Discuss and Refine the Team Mission





Discuss and refine your rough-draft team mission. Encourage core team members to ask questions. They have to accept ownership of the mission. They will hold themselves accountable to achieve it, so they must believe they can achieve the results.



Your first draft of the team mission is apt to resemble the rough draft you present. Consider suggestions for alternative phrasing to gain greater clarity, guidance, and buy-in. The team mission is stronger when built with input from those who propose it and from those who have to execute it.



Time-box a free-form discussion about the team mission. Encourage groups of three to write new phrases. Each new phrase should amplify and extend their understanding of the work. Ask the groups to report their phrases to the whole and invite participants to offer feedback. Include comments from the product manager. Ask if the product manager thinks the new phrases will lead the team to deliver the product vision. Then, have the small groups revise what they’ve written based on the feedback. Continue until you develop a GEFN draft everyone can live with. As time goes by, the team will revise further as everyone learns more.

Activity 6: Discuss and Refine the Mission Tests






Mission tests come next. For each mission test in your rough draft, assign one pair or trio with mixed perspectives on the work. First, ask them to take a few minutes to review the mission test. Second, determine if it still measures progress toward success. Third, if needed, recommend how to improve or clarify it. Fourth, have the small groups present their new versions to the whole group with two choices: ratify the mission test or discuss it further. Use Roman voting to test for agreement on each one. That is, thumbs up = agreement, thumbs sideway = acquiescence or abstention, thumbs down = disagreement. Continue to revise any tests that don’t get a majority of thumbs up with no thumbs down.

Activity 7: Compare Purpose to the Goodness Checklist





Before committing to an initial purpose, take a few minutes to compare your work so far to the questions in the following Goodness Checklist for Purpose:

	

Is your product vision clear, compelling, concise, cohesive, and understandable to anyone in the organization?


	

Does the outcome of the vision sustain and advance the organization and larger community?


	

Does the team mission clarify how this team and its deliverables will contribute to achieving the product vision?


	

Does the team mission clarify why the team’s work is necessary, avoid “how” or prescriptive processes, and focus on qualities and outcomes?


	

Do your mission tests contribute to team (or business) learning; specify what, how, and when to measure; and include internal and external tests, as needed? Are the mission tests objective and unambiguous?


	

Are the tests within the control of the team or the team and its closest collaborators; and are they useful indicators to test progress toward achieving the team mission?


	

Can you tell how the mission tests are intended to “age out” to be replaced with newer, more relevant tests?  Can they be used to check true or false? (Did we pass the test or not?)





Ensure that you and the team can answer Yes! to these questions. If you’re unsure, keep working on them. Don’t go on to the next activity until you feel satisfied that this purpose will serve the team well enough to get started on (or continue) its work.

Activity 8: Commit to an Initial Purpose


Continue working on the product vision, team mission, and the mission tests until you reach your GEFN standard. It’s common for work on the team mission to cause a rethinking of the product vision. Or the mission tests might lead to a slightly different concept of the team mission. Iterate until you reach GEFN.



Finally, confirm the core team and project community’s commitment to the purpose. Ask each person in attendance to sign the flip charts (or whiteboard) that display the new first drafts.




What’s Next?


A sense of purpose inspires the team and its supporters to do their best work. In this chapter, we looked at the three elements of purpose: the product vision, the team mission, and the mission tests. We described the two meetings that comprise team chartering: a prework session that inclues activities to develop and refine a preliminary purpose with stakeholders; and a team chartering workshop to refine the preliminary purpose with the team until a first draft is obtained.



In the two chapters that follow, we’ll focus on the next steps in the agile chartering agenda: creating coherence by facilitating alignment, and establishing an awareness of context for the benefit of the whole. But first, here’s a story about how clarifying team purpose led to increased team morale and higher performance.
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In Practice: How a Team Found the Power of Purpose



In this story, Diana Larsen illustrates how a small group of information systems employees was transformed through an understanding of its true purpose. The group maintained the operations, hardware, and systems support for the primary website and delivery system of a nonprofit organization.



Diana worked with the engineering department of Bright Future (not its real name), a nonprofit organization that supports and encourages the work of other nonprofits and activists around the world. The department had invested in agile team chartering for its five development teams and its help/support desk group. The operations group had patiently waited its turn for the same attention.



Today was the day! Sven, the director of technology (DT) and leader of the engineering eepartment, had crafted a preliminary purpose statement for the team. The team would see his work for the first time in its chartering meeting. The participants could only spare a half day, so Diana had planned to facilitate a purpose chartering session, along with some alignment activities. They would finish the rest of their first charter at a later time.

Let’s Go!


Diana, the group, and Sven gathered in a conference room. She laid out pipe cleaners, sticky notes, and other meeting supplies, and briefly described their agenda. Next, the DT presented his preliminary purpose in a wiki document on the large display screen used for video conferencing.



First, the group discussed the product vision with Sven. Diana reminded them of the light-switch analogy from What Does Your Product Do?. In the group’s view, Sven’s preliminary vision seemed more like a description of the work of the team, rather than an inspiring picture of the world they were helping to create. Diana offered examples of other teams’ purpose statements. As they read through the other charters, Jim said, “Reliability stands out to me in this one. It’s important to us too.” Li chimed in, “It’s probably the most important thing we do. Wouldn’t it be good to highlight our intentions for website accessibility?” Juan added, “I read about an IS group that changed their job titles to site reliability engineers. Isn’t that just what we do? Make sure our site is reliably available? That would be cool.”

New Titles, a New Team, and a New Purpose


Sven jumped in, “You could have that as your job titles if you like. What if you became the Site Reliability Engineering Team?” The three team members looked at each other and grinned. They liked that idea.



Diana turned their attention back to describing their product vision. They quickly shifted to talking about their product as an always available website and tools. In short order, they rewrote their vision to say, “Bright Future’s website and online services are constantly available for anyone in the world who wants to do good work for others.” Diana felt goosebumps. Team members smiled even more broadly. They sat up a little taller in their chairs.



“What’s next?” they wondered out loud.  Diana asked Sven if he could support changing his product vision to the one the team liked. He agreed readily.



Next up was working on the team mission. Looking at what Sven had written and what they wanted to incorporate from the former vision, the team used sticky notes to write phrases that fit and assembled them like puzzle pieces into a mission statement that described all aspects of their work. They massaged the mission until everyone could say it was good enough to begin working with. The mission they described included work like “We guarantee availability of our online products now and into the future by proactively surfacing and resolving security issues, infrastructural bottlenecks and inefficiencies.” and “We provide the development infrastructure that allows engineers to develop, QA, demonstrate and validate their productionbound work, as well as support, tools and guidance for automated, continuous regression testing.”



Their work on team mission flowed into a discussion of mission tests. After describing the features of mission tests, Diana asked them to work in two pairs to propose tests. They wrote eight tests on sticky notes, then dot-voted on the three to five tests they wanted to adopt. In the end, they accepted four tests, including “By Pi Day we have defined a clear technical path to cloudify a bucket of stuff to achieve a clear external outcome.” The team had a lot of fun with choosing dates for their tests.



At this point, Diana asked the team and Sven, “Is this your initial draft purpose?” She showed them how to test their agreement with the proposal. Li said she still had questions and wasn’t ready to agree yet. Everyone else was enthusiastic, including Sven. Diana asked Li about her questions. “How rigid is this?” Li asked, “What if we find out it’s not right? Do we have to stick with it anyway?”



Diana explained the process that other Bright Future teams had used for revising their purpose statements. She emphasized the importance of the purpose reflecting new information whenever things changed. Li changed her vote to enthusiatic support!

Working Agreements



A half hour remained for creating a set of initial working agreements. Again, Diana described what working agreements would do for the team and how to use the sticky notes for proposing them. Each sticky-note proposal would finish the phrase: “We work together best when…”



The team had five minutes for individual thinking and writing, then posted the notes on the whiteboard. Two ideas were very similar, and the writers agreed to put them together. The team proposed six working agreements in all. Once again, they dot-voted for their favorites. Only four working agreements received votes. Another round of voting and the whole team accepted all four agreements.



During the discussion and voting, Sven was adding their new purpose and working agreements to the wiki document on display. Everyone could see it growing.

Wrapping Up and Moving Forward


Time was up. Diana asked the team members to take a sticky note or two and give written feedback on the session. She posted a flip chart page with Do Again and Stop Doing at the top. On their way out of the room team members stuck their feedback notes to the chart. One note said, “This was fun and so helpful. When do we get to do it again?”



A year later, the team had lost and gained members. Along the way it had updated working agreements, passed and failed mission tests, and taken on new ones. The original remaining member advocated with Sven for another round of chartering: “It’s the best way to bring new team members up to speed. We need to incorporate their new thinking.”





Footnotes


	[7]
	
http://www.estherderby.com/2015/11/what-does-your-product-do.html
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            Chapter
            6
Create Coherence by Chartering Alignment




An effective project liftoff helps a team achieve alignment—a shared understanding about the work and how it will be accomplished. Along with purpose, which we looked at in the previous chapter, and context, which will be explored in the next chapter, alignment helps the team create an alliance to achieve its mission.


In this chapter, you’ll find a detailed explanation of the three components of alignment—shared simple rules, core team membership, and working agreements—as well as a sample outline that illustrates how to include alignment in your chartering efforts. You’ll also find suggested activities to help your team move into alignment.



Understanding Alignment



Effective team alignment develops a coherent core team. Alignment, the second of the three critical elements of your team’s charter, also includes three parts. Shared simple rules guide individual team members’ decisions to align with the whole. Exploring core team membership helps the group form an approach to the work. Working agreements get the core team started on the project. In these ways, alignment helps the team create an alliance to achieve its mission.
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Simple Rules




In agile chartering, values represent your team’s beliefs and ideals about what matters in regard to the work at hand. Each team member joined the team holding his or her own beliefs about the way the team should do the work. Every new member brings new beliefs. A whole team’s values represent a synthesis of all of the team members’ definitions of authenticity and integrity. Its values determine the way the team approaches its work. A shared explicit understanding of the team’s values clarifies what’s most important and deepens the team’s connection to the purpose.




Single-word values (such as honesty) can be too abstract or open to interpretation. Simple rules provide concrete descriptions of how behavior shows commitment to values. Simple rules inform each team member’s choices and actions, as well as those of the whole team. They guide individual and group decision-making. They create alignment among the company, the team, and individual values. Simple rules create and sustain your team culture.




Your simple rules represent what matters most to your core team. Simple rules reflect the shared ethical and moral boundaries that affect the team’s work. When team members discuss simple rules, they expose different perspectives about what’s important. In these conversations, the team defines the work environment you’ll create. When team members must make difficult decisions, they’ll use the simple rules as guides.




As described in Setting Conditions for Optimal Team Learning, all complex adaptive systems—even human systems—abide by a short set of simple rules, whether the team makes them explicit or not. Left unexamined, individual simple rules can morph to form implicit team simple rules, often driven by the team member with the most powerful influence. Implicit, unexamined simple rules may not be in your team’s best interest. In agile chartering, every team takes the time to make explicit simple rules to support effective work. (For more about simple rules, see Influencing Patterns for Change: A Human Systems Dynamics Primer for Leaders [HQ08].)



For example, the Artform team (not its real name) chose a value of quality as the foundation of one of its simple rules. Every team member wanted two things from the rest of the organization: recognition for delivering the product with no defects, and recognition for consistently delivering the product with no defects. Team members felt proud that they spent most of their time building new functionality rather than bug-fixing. Like other teams, they felt pressure from the rest of the organization. Product managers wanted them to get things done fast. Yet, they knew that sacrificing their standards of quality would increase defects and technical debt. It would reduce predictable delivery and ultimately slow their work down. As a reminder, they adopted the simple rule: quality trumps expediency. They brought up this simple rule in every work-planning session.




Use the following questions to help teams identify simple rules that will work well for them:

	

What do we do that serves us well for building team coherence?


	

What do we do to create a postive work environment for our team?


	

If Martians landed in our workspace, what would they notice about our behavior toward one another and others outside the team?

	

What would the IT admin (or anyone who interacts regularly with the team but isn’t part of the team) say our rules are?

	

How do we want to operate with one another around here that we don’t already do?


	

How do we want to treat our coworkers, our community, our customers, our vendors?





Then recommend guidelines for writing simple rules, including:
	

Establish rules that describe the simplest things we could do to keep, or create, the team culture we want.


	

Make rules generalizable and scalable.


	

Keep the list short (five, plus or minus two).


	

Start each rule with an action verb.


	

State each rule in the positive.


	





Ensure that we craft a rule for each of: the team’s identity as a group (containers), our diversities and the differences among us (differences), and how team members interact with one another (exchanges).





You can use the newly defined simple rules right away. They serve as a filter as your group iterates through the rest of the chartering work. As you continue, ask, Does this part of the charter align with our simple rules? Will it help us to demonstrate the behavior we want? As the team works on other portions of the charter, new simple rules might emerge. Early simple rules might undergo revision or replacement.




It’s also important to consider the alignment between your organizational simple rules and your team’s. If team and corporate simple rules conflict, it’s an indicator of trouble ahead. For example, you might have a highly innovative team (try new things, experiment to innovate) that operates within an IT department that’s risk averse (choose no tool without a rule).



Here are examples of values with associated simple rules developed and used by real teams:

	

Openness: Speak up on topics that concern you or the team.


	

Courage: Communicate openly and keep everything on the table.


	

Outcome-focus: Evaluate work products, not the author.


	

Feedback: Seek effective feedback on work products and working relationships.


	

Innovation: Try new ideas, experiment to innovate.


	

Trust: Assume positive intent and seek clarity.






Everyone benefits when you include all relevant perspectives in the discussion. Encourage key stakeholders to attend this part of chartering.



Netflix Values and Culture




Reed Hastings, cofounder and former CEO of Netflix, says, “The actual company values, as opposed to the nice-sounding values, are shown by who gets rewarded, promoted or let go.”[8] The same is true for team simple rules; they’re demonstrated by their visibility in use.



Hastings defines values as “the behaviors and skills we particularly value in fellow employees.” He highlights nine values: judgment, communication, impact, curiosity, innovation, courage, passion, honesty, and selflessness. For each value, he includes a set of statements that we would call simple rules, and behaviors are associated with each value. For example, Hastings defines the value of courage as “You question actions inconsistent with our values.” Netflix reinforces its values in hiring, in 360 reviews, at comp reviews, in exits, and in promotions.



Core Team






Core team members align with the purpose as a team to effectively and efficiently begin their work. Chartering acts as an initial team-building activity. Each team member gets to know the strengths, capabilities, and commitments of the others. They discuss what each member wants to contribute and wants to gain from working on the purpose.









In agile teamwork practices, a whole team includes a cross-functional mix of people. Team members represent every skill set they need to deliver an increment of a working product. Teams might include members who have skills in writing, designing, and testing software. They might have expertise in representing the customers’ needs and points of view. The core team owns responsibility for building the deliverable and meeting the mission tests. The core team gives undivided attention to the work and achieves its mission. Depending on the company, core teams might have people who have a role in supporting the ongoing work (for example, Scrum masters, coaches, business analysts, project managers).






According to James Shore and Shane Warden in their book, The Art of Agile Development [SW07]:




Team software development is different. The same information is spread out among many members of the team. Different people know:

	

How to design and program the software (programmers, designers, and architects)


	

Why the software is important (product manager)


	

The rules the software should follow (domain experts)


	

How the software should behave (interaction designers)


	

How the user interface should look (graphic designers)


	

Where defects are likely to hide (testers)


	

How to interact with the rest of the company (project manager)


	

Where to improve work habits (coach)





All of this knowledge is necessary for success. [Extreme Programming] acknowledges this reality by creating cross-functional teams composed of diverse people who can fulfill all of the team’s roles.





You selected and assigned core team members for their professional and teamwork skills. Their diverse knowledge and perspectives enrich the chartering discussion. They contribute different views of experience in the domain, the agile approach, or the organization. Technical team members might bring information about new technologies and techniques.




As the people tasked with achieving the mission, it’s critical that the core team buys into the purpose. If core team members don’t feel inspired and energized, the work won’t go as well. One energized individual (or even two) can’t carry the project. It takes a united effort with a common understanding and commitment to the purpose. When asked, every team member needs to provide a consistent description of the deliverable. Each person needs to understand and commit to the team’s common purpose.

Working Agreements






As part of alignment, it’s important that your team develops working agreements to identify a set of operational guidelines to help it achieve the project mission. Through the act of defining working agreements, your team members forge a pact about how they’ll interact and produce.


Working agreements form a powerful social contract. This set of statements enables your team to clarify mutual expectations, and it reinforces team members’ commitment and joint accountability to a common outcome. Different organizations have differing ways of referring to these teamwork guidelines. You may hear them referred to simply as guidelines, or as operating agreements, team ground rules, group norms, or something else.



Phrase working agreements as ways to complete the sentence, We work together best when.... A set of five (plus or minus two) critical working agreements is a good number. These agreements will define how we want to do things around here on a daily basis. You get the best follow-through when every team member has input into the agreements. They need an understanding of what they can expect from one another and what is expected from them.



Working agreements have a standard-setting or aspirational quality. They’re the ways you wish you could act all the time but that haven’t yet become part of the team routine. You don’t need to spend time creating working agreements for practices you regularly exhibit.



Working agreements can address a variety of daily concerns, such as practices that need special attention, how communication happens, or how the team makes decisions. Many teams have working agreements about how to deal with conflicts, handle design decisions and coding standards, and definitions of done for iteration, story, and tasks. Team concerns about meetings—such as times, frequency, attendance, agendas, and how to handle distractions and interruptions—may need working agreements. Other topics of agreements can include how facilitation and other team maintenance roles are handled and how the team will share new development and production support tasks.



When your team members think through how they’ll approach their work, they get a jump start on doing the work. Agile teams that explicitly create working agreements early reach higher levels of productivity. They perform better than those that leave things to chance. This remains true for both colocated and distributed teams. Establish a clear understanding of expected behaviors to gain more-effective teamwork.



Working agreements bolster team effectiveness for many reasons:

	

An explicit set of agreements about how a team functions provides clarity that prevents confusion and conflict later.


	

Teams function together in many ways, and every team does it somewhat differently. You can only assume that everyone shares the same understandings if you’ve discussed and documented them.


	

Working agreements help new team members learn how to participate constructively. They serve as the basic list of key dos and don’ts.


	

In meetings, explicit working agreements help team members stay accountable, because if they violate an agreement, any other team member can point out that they agreed to it.


	

When recruiting new team members, you can use the working agreements for behavioral interviewing questions. For example, Our team values timely and clear feedback. Tell us about a time when you received difficult feedback and how you responded.





Following are examples of teamwork-related working agreements from a variety of teams:

	Moving forward
	
Any member may ask for a test for agreement at any time. The requesting member states the question for the team. Others may clarify. Each person then indicates his or her level of agreement. A call for test for agreement preempts other team action.

	Wise use of meeting time
	
We stick to one conversation at a time in meetings.


	Decisions
	
We will make team decisions according to type. We will decide how to decide first. In some cases we will abide by decisions made by the most qualified member of the team. In other cases, we will vote. In rare cases, when everyone’s support for the decision is critical, we will decide through consensus.


	Feedback
	
We seek and offer feedback on the impact of our actions, inactions, and interactions.

	
Time
	
When team meetings are set, we make every effort to attend, be on time, come prepared to discuss the issues, and help the team stay on task. If extraordinary conditions cause us to have to miss a meeting, we inform the coach or other team members as soon as possible.


	Learning
	
We fail fast, fail often, and identify our mistakes early.


	Follow-through
	
We keep our agreements or, if we can’t, we advise teammates of problems as soon as possible.


	Collective ownership
	
We ask for help when we are stuck on a task for more than one hour. We work in pairs for at least four hours a day. We rotate pairs at least every thirty minutes. The person who has been working on the task longest swaps out.


	Knowledge transfer
	
We pair with any other team member only once per day.


	Continuous improvement
	
We hold regular retrospectives and look for additional opportunities to reflect on our work, identify potential improvements, and take action wherever possible.


	Estimating
	
We use planning poker to speed up estimating for story points and task hours.






	Working Agreements or Simple Rules?

	
               [image: images/aside-icons/tip.png]
             	





What’s the difference between working agreements and simple rules? Simple rules have their roots in values. They guide the toughest decisions for everyone involved in the project. Working agreements guide the daily work of the core team and focus on operations. The distinction between working agreements and simple rules matters less than actually having guidelines for your work that the team has developed and commits to using every day.






How to Facilitate Agile Chartering for Alignment



By this time in your agile chartering journey, you’ve rough drafted the purpose and reviewed it with your team to begin agile chartering. Now you that have a first draft purpose, alignment comes next.



You’ll develop the first draft of alignment from scratch together with the team. There’s no rough draft this time. You’ll lead the team through defining simple rules, establishing the core team, and creating working agreements.
Conducting the Team Chartering Workshop for Alignment



Following is a sample agenda for a one-day team chartering work session focusing on alignment (step 4).



Sample Agenda (Alignment)

	

Welcome and introductions


	

Review the agenda


	

Review and revise the draft purpose


	

Facilitate alignment

	

 Define simple rules
 

	

 Form the core team
 

	

 Create the core team working agreements
 

	

 Compare the alignment with the Goodness Checklist for Alignment
 



	

Facilitate context


	

Clarify the next steps and wrap up



Activity 1: Define Simple Rules





Start the alignment work with defining simple rules to guide the team. Offer a handful of examples of simple rules from other teams or groups as listed in Appendix 1, Sample Charters.



For five to ten minutes, brainstorm a list of potential team values that have meaning to people in the group for this product. (You can choose to brainstorm out loud with one person writing on a flip chart or whiteboard, calling out values round-robin style, or by giving people a few minutes to write the values on sticky notes first. Select the style that best fits your group.) Remind everyone to state values in one to three words. Encourage group members to go beyond their first thoughts and also bring to mind less obvious values.



Clarify each value someone mentions (for example, how is telling the truth different from honesty?) and eliminate redundancies. Use your prioritizing process to reduce the list to the four to six values the group believes will have the greatest impact on its work. Remind the group that the list should represent the values of the whole team as well as stay in alignment with what the organization finds worthy.



Generate simple rules from the values. It’s not necessary to establish a one-to-one match between the values and simple rules. A given simple rule can refer to more one value, and a value can contribute a foundation for more than one simple rule. Show the group examples of simple rules from other projects as listed in Appendix 1, Sample Charters.
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Look for opportunities to combine ideas from various team members to create a set of no more than five simple rules that everyone owns. Check for usefulness by asking, How will this simple rule help to guide our decision making? For example, values such as high-quality work, meeting customer needs, or trust could lead to a simple rule such as: customer value always comes first. Values such as honesty or simplicity could lead to a simple rule such as give effective, honest feedback.






Use your decision-making process to determine highest-priority simple rules.

Activity 2: Establish the Core Team







To help the core team members gel as a team, provide the team with a printout of these questions:

	
Who am I? What skills, knowledge, permissions, and personal qualities will I contribute to the work?

	
Why do I believe that this group is well suited to the work of the project?

	
Where are our gaps? What additional skills, knowledge, permissions, and personal qualities do we need to be effective?

	
What’s the most important thing that others need to know about working with me effectively?

	
What’s in it for me (WIIFM)? What do I want to accomplish for myself—my project within the project?




Answer the questions round-robin fashion with one round per question. Give team members the option to pass, and come back to them before starting the next round. As an alternative, provide the questions and ask participants to create a personal poster with the answers.



Next, draw three columns on a flip chart or whiteboard. Label the first two columns Same and Different. Using the answers to the previous questions, ask team members to brainstorm answers to two new questions:

	

In what ways are we the same?


	

In what ways are we different?





Remember, go for quantity, not quality, and a bias toward including, rather than excluding, ideas. Include even simple or obvious differences (eye color, pets, neighborhoods, place of birth, number of children). Then go on to elicit more subtle differences (hobbies and interests, technical language proficiencies, work preferences, educational background). Get a long list.



Label the third column on the flip chart DTMD (differences that make a difference) and discuss, Which of our differences will make the most difference on this project? Which ones really matter? Write the top five to ten significant differences in the third column and prioritize them.



After everyone has answered all the questions and discussed similarities and differences, hold a short discussion about the implications for them as a working team. Remember that differences are one of the conditions for self-organizing, complex adaptive systems as discussed in Setting Conditions for Optimal Team Learning.













For another activity to help individuals get started as a team, see Jonathan Rasmussen’s The Agile Samurai [Ras10] and his “The Drucker Exercise” post at his Agile Warrior blog.[9]

Activity 3: Create Working Agreements





In this activity, your team will establish a short list of operational guidelines and will develop two types of agreements: descriptions of team aspirations for teamwork and professional standards; and agreements on new definitions, such as the definition of done for the project. The list shouldn’t include routine behaviors that don’t need reinforcement. Revise working agreements over time as your team’s needs and habits change.



Begin by inviting a list of areas of agreement that will help your team. Experiences with previous teams are great sources of frustration and sometimes amusement. Expect to hear wry laughter at this point.



If your intact team is continuing, ask for existing working agreements to start the list. If team members haven’t worked together before, ask them about areas of concern from previous teams. Ask about behaviors or standards they want to use to guide their new team. Add everything to the list. Ask them to complete the sentence, We work together best when.... If your team is new to working agreements, show samples from other projects as listed in Appendix 1, Sample Charters.



Explain that both explicit and implicit agreements influence how people work together. Draw out implicit agreements from experiences on previous teams and continue to add to the list. Avoid prematurely editing and refining each agreement topic. You’ll do that work after prioritizing the list. Refining an agreement you won’t use is a wasted (and time-consuming) effort.



When you have a list of ten to twenty potential areas for agreement, prioritize the list and pare it down to the top five or fewer that will offer the greatest benefit for your team for now.



Write every working agreement from a positive, action-oriented point of view. It’s not don’t require team members to show up at the same time. It’s team members can start work any time between 7 a.m. and 10 a.m. or our core work hours are 10 a.m. to 3 p.m.; and we all show up for at least seven hours every day (barring illness or other reasonable absence).






Set a recurring schedule for reviewing, and possibly revising, your team working agreements. As some working agreements become second nature to your team, they can drop away and be replaced with agreements more relevant to the current situation. As the team applies your agreements, members will discover ways they would like to revise and improve them for use.

Activity 4: Compare Alignment with the Goodness Checklist






Before committing to your simple rules, working agreements, and other core team artifacts, take a few minutes to compare your work so far to the questions in the Goodness Checklist for Alignment:

	

Are your simple rules short, simple (but not simplistic), and easy to remember? Do they reflect your team’s ideals about working together?


	

Are your simple rules stated in the positive (no don’ts), scalable and generalizable to many decision-making situations, and few in number (five, plus or minus two)?


	

Do you have at least one simple rule that applies to group identity, at least one for diversity, and at least one for how team members interact?


	


Does the core team exhibit the conditions for high performance to emerge (adapted from The Wisdom of Teams: Creating the High-Performance Organization [KS99])? Does it have a shared purpose, cross-functional skills for interdependent work, joint accountability, a shared approach to work (agile), a small team size, and a mutual history? Attending a liftoff and team chartering will begin to create a shared history for a new team.


	

Do your team’s working agreements finish the sentence, We work together best when....? Do they help the team members in their aspirations for best working conditions?


	

Are your working agreements few (five, plus or minus two) and focused on daily operations? Are they positive, action-oriented, and stated in the present tense?





Ensure that you and the team can answer Yes! to these questions. If you’re unsure, keep working on them. Don’t go on to the next activity until you feel satisfied that your team’s alignment will serve the team well enough to get started on (or continue) their work.



What’s Next?


In this chapter, you explored ways to design and facilitate the alignment part of an agile team chartering workshop. You learned about developing simple rules, forming a core team, and creating initial working agreements. You’re one step closer to your team’s first draft charter. Next up you’ll read a story about using a liftoff to align a team transitioning from a phased development life-cycle process to an agile process.



In the following chapter, you’ll discover the importance of context to a newly chartered team. Context is the part of a liftoff that’s most often skipped or ignored. Yet, context is the most obvious way to express systems thinking with your team. Context is important, and you’ll learn why.
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In Practice: Team Building in Transition







Agile coach Nicole Belilos describes how a one-day liftoff that functioned as a team-building and alignment activity got a team up and running with a common vision. It helped team members align on an understanding of the work that needed to be done. You can adapt the alignment activities Nicole describes to team chartering as well.

A Late Start


I was working as an agile coach in a large company that had just started the transition from waterfall to agile. The project was about to start, and I had invited the entire team, the product owner, and some key stakeholders to attend a one-day liftoff.



When people gathered at 9 a.m., the atmosphere was a bit dull. The team members did not seem excited by the idea of having to spend a long, boring day together. In the past, liftoffs had consisted of lengthy PowerPoint presentations of work to come, and a talk from the project manager that amounted to saying “I am going to motivate you by putting you under pressure.” Expecting more of the same, they clustered around the coffee machine in the corridor and talked about last night’s football game.



The stakeholders were already sitting in a corner of the room, busy checking their email and answering phone calls. They were annoyed that they had to spend a day of their precious time with this team. Wasn’t one hour enough?



Well, this was their first liftoff. Although I had sent out a detailed program, they obviously were not aware that it was going to be a day of active involvement, learning, and games. My goals were to create a stronger team, to build relationships with the product owner and stakeholders, and to get a common understanding and goal. By the end of the day, I wanted everyone all set up to start work and feeling happy about the project.



When everyone had finally entered the room, finished their calls, and reluctantly taken their eyes off their screens, we were starting twenty minutes late.

Aligning As a Team


While most people knew each other slightly, there were new faces too, and few had worked together as a team. So I decided to spend quite some time on the introductions. Instead of going around the room to have everyone tell their name and their technical experience, I asked people to get up and find a person they did not know well. I gave everyone a flip chart and markers. I then gave them each five minutes to interview the other person. During the interview, they also were to make a drawing of the person and illustrate the details. The idea was to get to know the professional side of the person as well as some personal details, like hobbies or number of children.



When the drawings were done, we sat down in a semicircle, and each pair of people came up and introduced the other person to the group. Few people were good artists and time was limited, so the drawings looked like cartoons and were good for some laughs. We decorated the walls with the drawings. From that point on, the ice was broken.



After the introductions, we went on to determine the team’s simple rules. As it can be hard to come up with values and simple rules off the top of your head, I gave each person a sheet containing fifty values, such as helpfulness, curiosity, skill, integrity, and vision. In silence, each team member had to select their own top four values. We then went around the room, asking them to read out their values (without giving any reactions!) as I tallied them. We then reviewed and discussed them, grouped some (“Can we consider cooperation to be the same as helpfulness?”), and the final list of values emerged. This team’s core values were helpfulness, reliability, fun, and enthusiasm. The simple rules they chose were: promote collaboration. Honor our commitments. Look for the fun. Show you care.



Then we moved on to the working agreements. I made columns on the whiteboard with their newly selected values: helpfulness, reliability, fun, and enthusiasm. “What agreements are we going to make to achieve these values? How would we finish the sentence, we work together best when....?” Everyone took a few minutes to write their ideas on sticky notes and put them in the columns. We organized them, discussed them, and came up with agreements such as We offer help, even when not asked and We go out for lunch after every demo.



During the whole day, I made sure we had plenty of coffee, tea, and snacks. Caffeine, salty snacks, and sugar turn out to be crucial ingredients for a successful liftoff! We also had lots of breaks. This was the time for people to listen to their voice mail, make phone calls, and answer their email. By giving them enough time to communicate with the outside world, they were able to focus during the sessions, and they agreed to turn off all laptops and phones.



Going out for lunch in this company was not common, especially when management paid for it. So, we went out for lunch and felt special.



Afterward we felt drowsy, so I proposed to do a quiz to revive the energy. Everyone in the room sat down in a large circle. We then went around the room and had to answer simple questions like, How many children does the person next to you have? and What is his favorite TV program? Every correct answer was rewarded with a chocolate. This game was good for lots of surprises and laughs. “You think I watch Sports Channel? Oh no, I hate sports!” and “You have four kids? I always thought you were single!”



Did we do anything useful that day, besides play games and eat food? Sure! The product manager (one of the stakeholders) presented his product vision and talked about customers, the product, and the product line. There were technical workshops on the architectural vision, the hardware setup, and the database. The product owner was well prepared and presented the initial product backlog. Everyone in the room was involved. There were plenty of questions, discussions, and much sharing of information and insights.

Came As Individuals, Left As a Team


By the end of the day, there was a commonly understood product vision and an understanding of what we needed to make and why. Everyone was ready for the first sprint planning meeting.



During the closure of the day, I asked everyone to describe the day with the first word that came up to his or her mind. I heard “team,” “fun,” “useful,” “interesting,” and “learned a lot about other people, oops that’s more than one word.”



When the set of individuals with different assumptions and perspectives that had gathered in the morning left in the afternoon, they left as an team aligned around a common purpose. They were happy and excited to start working on this project together. I went home satisfied.








Footnotes


	[8]
	
http://www.slideshare.net/reed2001/culture-1798664


	[9]
	
https://agilewarrior.wordpress.com/2009/11/27/the-drucker-exercise/
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            Chapter
            7
Charter Context to Influence Work





In the previous two chapters, you facilitated the first two elements of agile team chartering: purpose and alignment. The team understands its purpose and the nature of the work. The team members have aligned on the approach they’ll use and their agreements about working together. They’ve begun culture-building. The team is ready to see itself as a complex adaptive system, as described in Setting Conditions for Optimal Team Learning.



Like other complex adaptive systems, a team is composed of parts (team members, information flows, work resources), a whole (the team), and a greater whole (the program, department, organization). How members think about how their work fits into the greater whole depends on the scale of the work.

In this chapter, you’ll read about the benefits a team gains from understanding the context of its work. You’ll learn how to facilitate an awareness of context by looking at the team’s boundaries and interactions, identifying the nonhuman resources committed to the work, and looking ahead with a prospective analysis.



Understanding Context






Gaining an understanding of context helps the core team members see how the team’s mission fits into the larger organization. Like purpose and alignment, an awareness of context enables the team to better make decisions by taking the whole system into account when needed. Understanding context also reinforces and extends the alignment agreements.



Facilitating an awareness of context includes three kinds of work:
	

You’ll help the team visualize team boundaries and interactions with stakeholders (greater whole system).


	
You’ll examine the organizational commitment to provide resources (nonhuman tangible and intangible parts of the team) for the ongoing work.


	


You’ll support the team in anticipating opportunities for risk and benefits and lead them through a prospective analysis (the system through time).
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Boundaries and Interactions






Boundaries mark the limits of an area and provide a dividing line between inside and out. Consider the Welcome To and Now Leaving signs at city limits. Like cities, teams have boundaries that define what’s included as part of the team’s work and what’s not.



The team’s boundaries define the relative responsibilities of the core team and others in the project community. They also define the limits of authority, including who makes what decisions. For example, the product owner, as part of the core team, might decide backlog priorities. Technical core team members might decide how to take on the work. Others might be responsible for providing information, help, and other resources for the project. And other stakeholder groups might market the product or provide customer support.



In agile teams, boundaries are permeable to varying degrees. Information and exchanges flow back and forth within and across boundaries. Where boundaries meet, you can expect turbulence. The purpose of defining team and work boundaries in chartering is to enable smooth flow. Without a clear understanding and alignment of boundaries, that flow can become agitated, dammed, or sluggish.



In establishing boundaries, your team and stakeholders should use the purpose as a guide. Participants should explore their common understanding of boundaries and consider the containers, differences, and exchanges of the work. The team’s exchanges can include expectations, communications, and flow of information.








Often, agile chartering is the first interaction between the core team and stakeholder groups. During chartering, everyone who attends takes a first pass at defining boundaries and future interactions. Participants discuss the information, resources, and support each group will need from the others. You’ll help them develop collaboration agreements that lead to successful product development.

	Interactions Matter

	
               [image: images/aside-icons/tip.png]
             	

Defining interactions gives time for everyone to ask for the exchanges they need to do their work and realize the impact of certain exchanges.


For example, in the boundary and interactions discussion for a program that involved several teams, the HR representative brought up the annual performance-assessment process as a crucial interaction. The HR rep wanted coaches to complete a forty-two--page performance-assessment document as well as complete an annual assessment for each of the fifty team members across the program.


During the discussion, the HR rep finally realized the impact of the request. HR’s request would consume all the attention of one of the three coaches for a month at critical year end and create a unacceptable slowdown in production. The teams and the HR rep negotiated and created a new interaction agreement. Together they found a way to collect the performance data they wanted with much less impact on productivity.











The context diagram that follows illustrates a helpful way to capture both organizational boundaries and the interactions among the parts of the system. For information on how to facilitate the discussion of boundaries and interactions, see Activity 1: Establish Boundaries and Interactions.




[image: images/boundary_diagram.png]
Committed Resources




Every team needs nonhuman resources to do its work. These resources can include intangibles such as time, permissions, and access to people or information. Resources can also include familiar tangibles such as budget and funding, work space, supplies, equipment (hardware), and tools (software). To do its best work, every team needs to trust that it’ll have the resources it needs to move forward.



Your team benefits when team members understand the organizational commitment to their work. Team members want to know if early plans for providing resources match what the team expects to need. They want to know whom to go to in the future to secure resources needed but don’t yet have.



Commitment to providing resources comes from the project sponsors—the people who hold organizational authority to pledge the resources to achieve the mission. When sponsors participate in chartering, they benefit by hearing directly from the core team about the team’s needs, and the rest of the team learns the levels and nature of the sponsors’ and organizational commitment.


Examples of committed resources to consider include the following:

	Time
	


Establish a definition of sustainable pace and use of slack. Determine the percentage of time each team member will be assigned to the team. (We recommend full-time team membership! In their books, Waltzing with Bears: Managing Risk on Software Projects [DL03], Slack: Getting Past Burnout, Busywork, and the Myth of Total Efficiency [DeM01], and Peopleware: Productive Projects and Teams [DL99], Tom Demarco and Tim Lister repeatedly come back to the same theme: spreading an individual’s effort across teams reduces, rather than increases, productivity.)

	Access
	


Determine the availability of team members and stakeholders for collaborative discussions, as well as attendance at product demonstrations, planning meetings, and retrospectives. Determine the level of access to stakeholders who have information or skills needed on an intermittent or ad hoc basis, access to administrative assistance, and access to timely decision-making.


	Funding/budget
	


Maintain and clarify mutual understandings about revenue, cash flow, expenses, and contingencies. Any or all committed resources can have implications for budgeting.


	Workspace
	


Determine the configuration of the work environment—ideally, sitting together in an open workspace—and the arrangements for virtual workspaces, when needed (for example, web, video, and other mobile collaboration tools; travel budgets; and so on).


	Supplies/equipment
	



Ensure that the team has all of the tools and equipment it needs to do its work: sticky notes, index cards, and other meeting-facilitation aids; continuous-integration machines; automated build servers; test environments; pairing stations; kitchen items (for example, coffee pots, microwave, refrigerator).


	Tools
	


Determine what security and domain-specific software are needed.


	Team training
	


Determine the technical skills, agile process skills, collaboration skills, and/or product training team members may need.





Prospective Analysis







Prospective analysis in chartering is the first time a team looks ahead together. It’s a time to identify team members’ hidden and overt assumptions and consider the potential threats and hazards, and the opportunities and benefits, that may lie ahead. As Demarco and Lister tell us in Waltzing with Bears [DL03], “Risks and benefits always go hand in hand.” However, don’t expect that the team can identify every threat and opportunity before the project starts. Agile methods build in ways of highlighting and managing risks throughout development and delivery.



The product manager, core team, and stakeholders take a first look at the risks from their many perspectives. Depending on what the chartering group discovers during a prospective analysis, this activity can add to the team’s understanding of the work boundaries. The team might learn more about what resources are needed and discover new stakeholders and what interactions to expect with them. The team might also learn if the mission is viable as stated.



When working on a prospective analysis, help your core team look for materializing opportunities. Help it stay alert for changing assumptions. Help it scan for homegrown game-changers. You might encourage your team members each to think ahead all the time. However, an informal prospective analysis activity involves everyone peering into the future together. Raise the whole team’s awareness of assumptions about risks and risk indicators. What do the team members anticipate over the next two to three months? You’ll learn more as the work continues. Repeat the prospective analysis, always looking a few months ahead.



How to Facilitate Agile Chartering for Context



Now that you have a rough-draft purpose and have facilitated alignment within the team, you’ll next develop the first draft of context. Bring key stakeholders into the conversation about boundaries and interactions if you can, as they have important perspectives to share. Bring the sponsor back for the discussion of committed resources. As with alignment, there’s no rough draft. You’ll lead the team through boundaries and interactions, committed resources, and prospective analysis.
Conducting the Team Chartering Workshop for Context


Following is a sample agenda for a one-day team chartering work session focusing on context (step 5).



Sample Agenda (Context)

	

Welcome and introductions


	

Review the agenda


	

Review and revise the draft purpose


	

Facilitate alignment


	

Facilitate context

	

Map boundaries and interactions


	

Validate committed resources


	

Conduct a prospective analysis


	

Compare the context with the Goodness Checklist for Context




	

Clarify the next steps and wrap up



Activity 1: Establish Boundaries and Interactions






To discover the boundaries of your team and its work, dig deep. Explore the lines of decision-making authority. Consider time limits. Discuss relationships among lines of business, departments, and functional areas. Examine communication needs and system interfaces. Focus on creating the fullest description of the team’s boundary and the greater whole. Represent all the ways and places that team members will define what’s in and what’s out of the team’s scope of work.



Collaborate to develop a visible, tangible context diagram for the core team. Make it big. Use a whole whiteboard or a whole wall! Context diagrams depict your understanding of system boundaries. They show working relationships. You’ll illustrate the chartering group’s expectations for interactions.



To create the diagram, start with a large area of a clean whiteboard. If you don’t have access to a whiteboard, use several flip chart pages taped together, or cover a wall in paper if necessary. Draw a circle (or use a sticky note) in the middle to represent your core team. Within this boundary lies the core team’s authority and responsibility. Write the team’s name on the circle.



Next, use sticky-note brainstorming (that is, one idea per sticky note). Invite everyone to think broadly about all of the other parties the team will connect with over the course of development. Some parties will give inputs to the team, some will receive outputs, and some will do both.



When you think you’ve identified all the parties, post the sticky notes around the core team circle. Place parties with similar interactions together. Draw arrows between the inner circle and the various parties to show the direction of the interaction or exchange. (You can also use sticky notes as arrows if you’re working on flip chart pages instead of a whiteboard.) Label each arrow with the name of whatever moves between the two. It might be information, supplies, forms of assistance, and so on.





Resist perfecting the diagram. Remember GEFN (Good Enough for Now)—one of the simple rules of agile team chartering as described in Simple Rules for Agile Chartering. Make it useful, not comprehensive. Focus primarily on parties’ relationships and interactions with the core team. Include relationships and interactions among other parties only as time allows.



While viewing the context diagram, ask these questions:

	

Are all the parties represented in the diagram aware of their roles regarding this work?


	

If they’re aware, do we share a common understanding about the nature and timing of our transactions (such as a product review meetings schedule)?


	

If they aren’t aware, how will we contact them and what communication do we need?


	

Which of these parties have primary roles? Which are more secondary?


	

Given these parties, what authority does our team need to meet our accountabilities and responsibilities?


	

What needs to happen for our team to gain any missing authority it needs to create business value?





Look for areas of the diagram where the parties or interactions aren’t yet clear to everyone in the room. Include areas you aren’t sure about, haven’t thought about yet, need to rethink assumptions about, or all of these. Identify and clarify time boundaries that will affect the core team. Include due dates, initial release plans, and iteration lengths.



Develop initial ideas for how you’ll give and receive information. Discuss how you’ll ensure follow-through where needed. Communication can take many forms. Your team might use visible information radiators, instant messages, emails, phone calls, meetings, formal sign-offs, reports, presentations, or many other transaction modes.



Start by asking what people need, how they’d like to get it, and how frequently they need it. For example, a product owner might say, “My sales reps need updated information about features to discuss with prospective buyers. They’d like monthly emailed reports on what’s included in the next release plans.” The team might respond, “Okay, we’ll make sure we include feature updates in our sprint reviews, so you can include those in your reports. We’ll invite you and the sales reps to all the product demos, so you can both have hands-on knowledge about the product as it’s developed.”





Activity 2: Identify Committed Resources




The chartering group works together on committed resources. You’ll help the team identify the material and intangible resources (not people) needed to achieve the team mission and then clarify the business’s current level of commitment to providing them. Everyone comes to the chartering session with ideas about resource needs, including the sponsor.



Start the session by having the sponsor present her ideas about resources she intends to commit. Facilitate an exchange of ideas between the sponsor and the rest of the team.



Next, the core team and stakeholders should present their own lists of resource needs. Clarify various types of resources and how each will help the core team create value. Look for similarities and differences across the lists. Prioritize the resources into must-have, desirable, nice-to-have, and can-live-without. Agree on the initial what we know now about what we’ll need and when list.



Discuss when and how details of resource acquisition will occur. For missing resources, help the group uncover the source and process to get them. Agree on how to handle the situation if needs change. For example, whom does the core team approach to discuss additional or unexpected resource needs?






Finally, your sponsor then needs to commit to providing resources or decide to abandon or postpone the project. If the sponsor isn’t present, the product manager and team coach should work with the team on a plan to ensure the flow of resources in the order needed.

Activity 3: Conduct a Prospective Analysis



This activity gives your chartering group its first opportunity to look ahead together. You help it explore the future landscape. Agile chartering facilitators use many different techniques for this exploration of opportunities and threats. Many teams take time to review their purpose early in their work. Some teams spend time on team-building and alignment. Few teams invest in looking forward, so few receive the benefits of this context.



An effective way to conduct prospective analysis is by creating a prospective chart, which visually outlines the teams’ assumptions about future risks and benefits. To create this chart, first divide the team up into pairs. Then ask each pair to make assumptions about the future and write down all possible events they can imagine that might roll out over the next two to three months. Use sticky notes, writing one event per note. Include events with both positive and negative effects on the team’s work.



Many groups have difficulty thinking of positive possibilities. It’s easy for people to think of potential threats and risks. Make sure the group also envisions emerging opportunities such as: we deliver two months before expected; everyone gets a bonus; or something we discover has potential for broader use.



Next, use the following four brainstorming guidelines to create as many sticky notes as possible:

	
Focus on quantity of ideas over quality of ideas.

	
Build on others’ ideas.

	
Withhold judgment until you have the whole list.

	
Explore wild ideas.




Ask each pair to contribute at least four events in five to seven minutes.



While pairs work to generate possible events, create a large grid on a whiteboard or flip chart. Create the impact scale along the y-axis and the likelihood scale on the x-axis, as shown in the following diagram.

[image: images/impact_probability.png]



Next, have each group individually assess each event on two dimensions:

	

What is the impact (beneficial or detrimental) to the project on a scale of +3, +2, +1, 0, -1, -2, -3?


	

What is the likelihood of each occurring on a continuum scale of (left to right) won’t happen, 50/50 chance, or will happen?





Plot all sticky notes on the grid. Where pairs may have identified the same idea and plotted it in a different spot on the grid, discuss the discrepancy.



Finally, review the completed grid. Focus first on high-probability/-3 events. Discuss mitigation or elimination strategies. Focus second on high-probability/+3 events. Discuss how you will take advantage of them. Third, focus on possible/+3 events. Discuss how the team can put energy into making those more likely to occur.



Prioritize the events you want to track. Decide which other areas of the grid deserve the team’s attention. Ask, “Is it a good use of team time to discuss a low probability/low negative impact event?” Work your way across the grid until you’ve dealt with all the high-priority events. Agree on how you’ll identify triggers and how you’ll monitor each event you want to track.


Activity 4: Compare Context to the Goodness Checklist





Before committing to your boundaries and interactions, committed resources, and prospective analysis, take a few minutes to compare your work on clarifying context to the questions in the Goodness Checklist for Context:

	

Does your diagram, or other description, of the team’s boundaries provide an adequate picture of the greater whole system for the team? Does it make the team’s organizational relationships visible?


	

Has the team discussed the boundaries that expand or limit its decision-making authority and work responsibilities? Do shared understandings include differing perspectives on the system?


	

Has the team clarified the key and critical ways it will interact with the larger system and the nature of those interactions?


	

Has everyone discovered something surprising in this activity?


	

Have team members listed their critical resource (nonhuman) needs, both tangible and intangible? Have they acknowledged what they have on hand?


	

Has the sponsor committed to getting the team everything it needs to do its work? Has the team identified the path for sourcing missing resources?


	

Did your team consider everyone’s perspective in looking ahead? Did it remember and imagine a three-month rolling view of obstacles, opportunities, and other things that might affect the team?


	

Did team members highlight where they can make a difference in their future? Did they focus on how they can proactively encourage or mitigate events?





Ensure that you and the team can answer Yes! to these questions. If you’re unsure, keep working on them. Don’t go on to the next activity until you feel satisfied that your team’s sense of its context will serve the team well enough to get started on (or continue) its work.



What’s Next?



In this chapter, you’ve seen the benefits a team gains from an understanding of the context of its work. Your team examined the boundaries and interactions associated with its work. You identified and reviewed the material and intangible resources the team will need. You helped the team gain the context of time by forecasting coming events with a probability chart. Coming up next, Jim York, an agile coach and project management consultant, tells a story of clarifying purpose and its impact on shifting the context.



In the chapter that follows, you’ll discover how the benefits of a liftoff and agile chartering continue long after the initial event. You’ll also learn how to improve lifting off for future teams.
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In Practice: A Tale of Two Projects



Jim York, an agile coach and project management consultant, shows how clarifying the purposes and contexts of two projects led to recognizing the redundancy of one—thereby releasing one team for more valuable work.

In the Beginning



For years I have used a simple framework to help teams lift off and quickly engage in productive work. The first part focuses on pulling together a team and securing their commitment. Often, people have been committed by others to be part of the project team. The goal of aligning on purpose is to shift this coerced commitment to an informed and consensual commitment. I like to make sure people know what they are getting into before setting off.





Another important part of the framework focuses on creating a shared understanding of the journey ahead. To encourage an open-minded approach, I call this phase discovery. Discovery consists of three parts: product discovery (purpose), process discovery (context), and team discovery (alignment). (Diana and Ainsley call this team chartering.)



This story begins with product discovery—and takes a quick unexpected turn into the value of understanding a broader context.

Quick Start


A client had asked me to lift off four of their teams simultaneously in an intensive two-day workshop. There we were: one workshop, one facilitator, and four teams.



In the beginning, each team concluded that some key people were missing. For example, the business sponsor was present for only one of the four teams. Three of the teams were about to begin without a critical voice in the discovery process. Although there were thoroughly documented business cases, no one was present to clear up any unanticipated questions related to the team missions that might arise. No one had the authority to revise or refine the missions should new information surface.



The teams considered their quandary. Should they postpone chartering until the product managers became available, or continue in the workshop? After some deliberation, the group decided to press forward.



For product discovery, each team tackled its purpose to develop a shared understanding of their products. They used a varity of group-process thinking tools to assist their work.

The Intersection of Purpose and Context



As the facilitator for all four teams, I had a unique perspective from which to watch the proceedings. Each team busily plastered their closest wall with their ideas for product vision, team mission, mission tests, and so forth. I wandered back and forth between teams, helping them understand how to use various process tools, getting them back on track if they drifted off on a tangent, and nudging them along if they became bogged down in the details.



Soon it became apparent that there were some similarities in the artifacts being created by two of the four teams. The names of the projects were different, but it seemed that they might be working the same problem from different angles. Team 1 had been sponsored by the internal infrastructure group. Their problem statement was based on a historical trend showing a growing number of products supported by the organization each year. The equipment and facilities cost to support this trend was deemed unsustainable. The proposed solution was to investigate and implement virtual server-farm technology to accommodate an ever-increasing number of products.



Team 2 was sponsored by the SVP of products. She was our only business sponsor participant in the workshop. Team 2’s problem statement was based on the senior VP’s concern that the organization’s product mix had become too complex, unnecessarily redundant, and in the case of some products, obsolete. She had set a personal mission to reduce this level of complexity.



Interestingly, neither team seemed aware of the other team’s intended outcomes. The context of each project became clearer as the teams worked their way through exploring their boundaries, interactions, resources at hand, and near-term assumptions.



As the teams became more absorbed in the discussions around their projects, the excitement in the room grew. Each team was beginning to see the way forward, and it was full steam ahead. After the midafternoon break, in their prospective analysis, I asked Team 1 whether they had considered which applications they might migrate first and the associated risks. One team member suggested that they should check with the SVP of products to see if she could help with prioritizing the applications to be migrated. Team 2 agreed to let Team 1 borrow their sponsor for a few minutes to help with this task.




Team 1 quickly ran through the information about purpose and context they had captured thus far in the workshop to get the SVP up to speed on their project. She nodded her head as they showed her a chart that illustrated the upward trend in the number of applications supported year by year. She readily agreed with the intent to reduce cost and the facilities footprint, but when they came to accommodate an increasing number of applications, she was puzzled. “Where are those applications coming from?” she inquired. “Why, from your group!” they returned. At this she burst out laughing. Puzzled, the team asked her why this was so funny. Still chuckling, she said, “You’ve told me your tale. Now come over and I’ll have my team tell you ours.”

Two Projects into One


As Team 2 walked Team 1 through their purpose and context artifacts, it rapidly became clear that Team 2 was going to eliminate Team 1’s problem. Debriefing this discussion, we reflected on the role of inquiry in surfacing information, and how it is the information and not the inquiry tool that is most important. Someone also pointed out the impact of having the right people on board for critical discussions and someone with the power to make decisions should the need arise.



By the end of the day, as a result of sharing their purpose and context, Team 1’s project was abandoned and their efforts redirected to help Team 2 accomplish its purpose.

Team 2 set a future date for completing the team discovery/alignment portion of their chartering. After their experience in this workshop, they looked ahead eagerly.
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            Chapter
            8
Soar from Liftoff to Flight



In previous chapters, you learned how to help your team achieve a successful start by planning, designing, and conducting a project liftoff. You read stories from some great coaches that illustrate a variety of ways to accomplish good beginnings. The team is now ready to work on achieving its mission.


Are you done? Not quite. It’s time to start planning to improve your next liftoff, even if you aren’t starting your next effort for weeks or months. In this chapter, you’ll find guideposts for evaluating and improving your liftoffs by holding a liftoff retrospective. You’ll also learn about ways to build on liftoff concepts to sustain teamwork and productivity throughout the project.



Preparing for a Liftoff Retrospective





Throughout your liftoff and as part of the wrap-up, capture feedback from the participants. You can send out a survey after the liftoff and ask for anecdotes and comments about team members’ experiences. The responses you receive provide data and clues about how to improve on future liftoffs.



Ask the chartering group for help in evaluating the event. If you’d like explicit feedback on specific sections, ask for that, too. If you have multiple liftoff activities over several days, you might want feedback after each activity. Or you can wait until the end to gather all the feedback at once. Each choice has advantages and disadvantages. You get fresher impressions from feedback gathered after each section. On the other hand, people won’t have the benefit of the whole picture. If you wait to request all evaluation at the end, people will understand how all the parts fit, but they may have forgotten details about specific activities. It’s up to you to choose the right evaluation cadence.






As a liftoff wrap-up activity, a modified Return on Time Invested (ROTI) exercise is an easy way for participants to give both qualitative (sticky-note comments) and quantitative (voting with dots) responses. The simple format helps mitigate resistance to collecting data from multiple sessions. If your liftoff involves a single team, prepare a single ROTI chart. If your liftoff includes multiple teams, prepare one ROTI chart for every dozen or so participants so that responding on the chart can go quickly. By this time, everyone is most likely ready to leave.



To start the ROTI exercise, find a large space on a white board, flip chart, or multiple flip charts, as needed. Draw the diagram shown in the ROTI figure that follows, leaving out the dots and squares (sticky notes) for now.

[image: images/return_on_time_invested.png]


Show the blank ROTI diagram to the group and describe the scale:

	

0 = It was a waste and we received no benefit from the time invested.


	

2 = We broke even and received benefit equal to the time.


	

4 = We received a highly beneficial return that greatly exceeded our expectations for what was possible in the time we invested.






Call the group’s attention to the three areas across the bottom of the diagram: Drop, Add, and Keep. Explain that you would like more-detailed feedback placed there.



Give one sticky dot (or marker) to each participant. Ask them to place their dots on the chart next to the number that reflects their experiences. Review the dots with the group. Ask those who rated the liftoff a 2 or higher to tell what benefits they received. Then ask those who rated the liftoff a 0 to 1 what they wanted and didn’t receive.



Next, hand out four to six sticky notes to each person and ask them to write feedback comments and place them on the Drop, Add, and Keep portions of the chart.






If your ROTI is on a whiteboard, take a photo of the completed chart to take to the liftoff retrospective and to use for planning future liftoffs. Otherwise, bring the chart(s).



Conducting a Liftoff Retrospective


Within a couple of weeks after the project liftoff—the sooner the better—invite the planning group to a liftoff retrospective meeting. It’s at this meeting that your planning group reflects on the liftoff and gains insight into how to improve the next one. Following is a sample agenda for the retrospective meeting along with suggested activities.



Sample Agenda (Retrospective)

	

Welcome and introductions


	

Review the agenda and set the stage


	

Gather data


	

Generate insights


	

Decide what to do


	

Thank participants and wrap up



Activity 1: Set the Stage



At the start of the meeting, review the agenda. Answer any questions participants might have about it. Explain that the focus of the retrospective is on improving future liftoffs. Ask everyone present to say one word that captures their liftoff experience. Write the words on a flip chart to come back to at the end of the meeting. One-word check-ins give everyone practice with speaking up in the session; once you’ve said one thing, it’s easier to keep participating. This activity establishes the tone you want for the rest of the meeting. Starting with open sharing and clarity of purpose makes it easier to continue.

Activity 2: Gather Data


Next, post a time line that displays the dates when the group was involved in the planning, design, and execution of the liftoff. Add a vertical dimension to the time line to indicate positive (+), neutral (0), and negative (-) responses. Post the five rules of learning discussed in The Five Rules of Learning, and the five design principles discussed in Chapter 3, Design a Great Liftoff for Your Team as reminders for time-line events.
[image: images/example_liftoff_timeline.png]


Ask the planning group members to write down all the liftoff-related events, activities, and other things they observed during the liftoff planning, during the liftoff, and afterward, up until the time of the retrospective (similar to when participants provide feedback on the ROTI chart in the wrap-up event). Write each item one per sticky note. Place each note on the time line horizontally to according when each event happened. Place it vertically according to its impact on liftoff execution and planning and on the individual group members.



After you complete the time line, bring in any photos or physical ROTI charts you collected during the liftoff wrap-up session. Display them for the group. Discuss the similarities, differences, and patterns you see among the time line and the ROTI charts. Write the patterns on sticky notes. Group similar items and name the groupings.

Activity 3: Generate Insights


The next step is to build on the Drop, Add, and Keep ideas from the ROTI chart. Ask planning-group members to add their own observations based on the previous discussions.



Form pairs to consider the effects of patterns, actions, or events. Ask each pair to include its insights about beneficial and detrimental decisions, implications about alternatives and options, factors that influenced planning, and new questions that arise. Ask pairs to write all their comments, observations, and insights on sticky notes—one comment per sticky note. Next, tell the pairs to report their three most significant findings. To reduce redundancies, report in three rounds. Ask pairs to report one finding each round.

Activity 4: Decide What to Do


Next, form triads and have each group generate three to five ideas for improving future liftoffs based on the insights generated from the previous session. Post all of the improvement ideas on a flip chart, putting similar ideas together. Clarify questions about any of the groupings. Use dot voting to determine which ideas you want to carry forward into planning your next liftoff. Write up the idea groups to carry forward, along with the names of the contributors. This way, future planning groups will know whom to contact for questions. Liftoff facilitators will use the ideas when planning the next liftoff. Add the ideas and names to your liftoff history file.

Activity 5: Close the Retrospective


Review the actions you’ve taken and plan to take, and take photos of the relevant flip charts. Ask for feedback on the retrospective so you can keep making them better, too!






Keeping the Team Charter Alive









During the liftoff and team chartering, you’ll develop a first draft of documents that’ll support the team. The documents—the team’s first draft charter—will need to grow and evolve along with the team and its understanding of the work. For example, in each element of agile chartering, one part will change most frequently. In purpose, that’s the mission tests. As each test reaches its due date, you’ll evaluate the test and decide whether to put a new one in its place. In alignment, the team is more likely to change working agreements as each beneficial behavior becomes routine. In context, time marches on and the team will need to perform new prospective analyses to stay abreast of risks. Remember to review and update the living documents as new information and conditions arise.



In addition, by demonstrating the importance of learning and continuously improving from the beginning, you reinforce expectations that everyone will continue to develop new skills, knowledge, and understanding of teamwork, customer value, and business value as they develop the product. The liftoff creates a rich environment to focus on collaboration and team development and to emphasize the role of continuous learning and improvement on agile projects.



Remember, liftoffs support the larger effort of the project. Always work to improve your liftoffs to find ways to capture the most business value. As you plan and design new liftoffs, remember to review the outcomes of your retrospectives and include what you discovered in your planning.



Following are two ways to help keep the team charter alive and the momentum established by the liftoff going throughout and beyond project completion.

Build on a Team Metaphor



A metaphor often emerges during a liftoff event—just as the rocket-launch metaphor did in this book. Team metaphors can provide powerful connections and a shorthand for the team and stakeholders.



For example, a service-delivery team worked with customers in a rapidly changing industry. It identified flexibility as a key quality it needed for customer interaction. During the liftoff, one developer said, “Things are changing so fast. We’ll need to be as flexible as Gumby to deliver what they’ll need six months from now.” (Gumby is the name of a poseable bendy figure toy, and cultural icon, familiar in North America. It’s made of rubber wrapped around a flexible wire frame and holds its position however the user changes it.)



 Afterward, throughout the project, what would Gumby do? became code words for meeting customers’ changing needs. Gumby toys large and small appeared around the workspace.



During the liftoff, watch for metaphors to emerge. When they do, elaborate and build on them.

Apply Your Chartering Components





Purpose, alignment, and context fit many situations and applications beyond the charter and liftoff. You can use them as decision filters, course correctors, and discussion topics. When you recruit new team members, they provide a rich source of interview topics. They can help to clarify team dynamics throughout the work. Apply your purpose, alignment, and context to questions such as:

	

Will doing X help us accomplish our purpose, or is it a distraction?


	

Does this decision fit with our simple rules and create the culture we agreed we want?


	

Has this working agreement become common practice? Do we need a different one?


	

Why are we sending reports to Y? Did we identify Y as a stakeholder? If not, why not? Should we add Y to our context map or stop sending the reports?


	

Is it time for a new prospective analysis? What do we know or think we know about what the next few months will bring? What happened that we didn’t anticipate in our last analysis? What does that tell us about what we don’t know that we don’t know? What could we seek to learn?






Have a Great Flight!


In the introduction to this book, we introduced the metaphor of a rocket launch. We noted that liftoff is the first stage of the rocket’s journey into space. It’s also the first step in your team’s journey to product success and customer value.



We also asked who’ll benefit from reading this book. Only you can answer that question. The real benefit of this book won’t come solely through reading it. It comes through applying what you’ve read to planning, designing, conducting, and continuously improving liftoffs.






We want to help. We hope you’ll contact us with questions, comments, and your stories about liftoff experiences. Find us on the book’s home page[10] and on Twitter at @DianaOfPortland (Diana) and @ainszo (Ainsley).




We end the book with one last in-depth In Practice story, from Steve Holyer. He tells about “stealth” chartering a team in the guise of release planning.



After the story, don’t put the book on your shelf. Keep it nearby. You’ll find useful examples and resources in the appendixes. You’ll find three sample charters to use as examples in your liftoffs, sample agendas for the two chartering meetings, biographies of the authors who contributed In Practice stories, and an extensive bibliography where we’ve pulled together all the books mentioned throughout the chapters.
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In Practice: The Yardbirds



Steve Holyer, agile coach and product management consultant, shares a story about a team that couldn’t achieve success until its members discovered and examined their purpose and context (including the system they worked in), and aligned themselves to do the work. Notice that he starts with alignment activities before moving to purpose and context. The order of chartering the elements isn’t as important as the fit for your particular team situation.
The Yardbirds Were in Trouble




Steve looked around the table and saw a group of competent, experienced women and men. Many were old enough to have successfully raised their children and seen them off to college and into their own homes and careers. Others still had children at home. Most of the team members had been with the company ten to fifteen years. They could give you an impressive list of past project accomplishments on other teams. They were the Yardbirds team.


But now, the Yardbirds were in trouble.  Their Scrum master had asked Steve to come to the planning meeting to observe and perhaps interject some coaching help.

As the planning meeting ground on, Steve realized that Tammy was getting more and more agitated.  Finally, when the Scrum master and product owner started talking about commitment, Tammy lost it.

“We have no idea what it is we’re supposed to build. Those math library user stories—they just came out of nowhere.  Do they even add value?”

Tammy barely took time to breathe as she continued, spluttering, “How can I make a commitment when I don’t understand the user stories?  Our backlog grooming is worthless, and what about our dependencies on the comms team?” Her face was getting redder and redder, and now angry, frustrated tears were streaming down her face.

“And, you all are so disrespectful. If this is how things are going to be on this team, I’m really ready to quit. I’m not going to work like this anymore!” Tammy’s rapid-fire stream of words came to an abrupt stop as she sat there, glaring angrily around while tears ran down her cheeks.

Tammy had been with Westenwalder’s main software development center for twelve years.  She loved it there. She could walk to work, and her mother lived nearby to care for Tammy’s two children when they weren’t in school. And now she was ready to quit and look for a new job in the city, which would come with an hour commute, both ways.

Steve opened his mouth to intervene with some observations about conflict and stress when Justin, the product owner, stood up and said with cold, calm defiance, “No one appreciates the work I put into creating this backlog. Everyone just whines and complains, We don’t know what we are building. I’ve thought this over, and I hereby resign my job as product owner, effective immediately.”

Tears were also running down Justin’s face.

Before anyone else could say anything, Paul—the newest member of the team—shouted, “I am done with meetings that go nowhere. I’m not coming to another one of these !#$*ing planning meetings until the rest of you get your acts together.”

Before another team member could melt down, Travis, the brash manager, said, “Obviously this meeting can’t go on. We’re stopping for today.”

The team sure got out of that room quickly. No one spoke to each other.

Steve stayed behind with Travis.

Travis was fuming. “This team is worthless,” he railed. “I’m going to have to fire every one of them and replace them with external folks who can deliver.”

“You told me at lunch that Tammy saved the last project she was on. And Justin has apparently delivered some of the company’s best projects, from what Jamarkus tells me. All the developers seem to have really strong skills. What’s going on now? What’s keeping the team from producing results on this project?” Steve asked.

“They’ve been a Scrum team for nine months now, and they haven’t delivered anything that I want. They haven’t delivered anything! Obviously, they don’t have the skills or knowledge to do their jobs. I’m going to have to take some drastic actions to fix this. My bonus is tied to the next release. If they don’t deliver the next product release by the end of next quarter, I’m out of a bonus.  And yeah, I’m probably fired. Yeah, I’ve got to fix this before it ends my career.”

Yes, the Yardbirds were in trouble.



What’s the Product Vision?




“How well does the Yardbird team understand your vision for the product?” Steve asked. He was eating lunch with Travis the next day.

“Well, I’ve presented my vision so many times. They’re just not capable of understanding it. They’re not remotely visionary,” Travis griped.

Steve was always telling people, “It’s never too late to lift off your team!”

“You know,” he said to Travis, “if you want to get this team off the ground in time to deliver something by the end of next quarter, I would suggest a liftoff. And with the things I heard, I think it would be useful to spend a lot of time on context.”

“No,” Travis answered. “The team just had their company-mandated offsite. They’ve played their team-building games, taken a personality test, and role-played how to talk to each based on their color/shape scores.  They created a charter of team values that’s framed and hanging on the wall. We’ve done all that touchy-feely suff, and besides, it’s much too late to have a liftoff now,”  Travis answered. “The team needs to just get busy!”

“Okay. Let’s just do the release planning.”  Steve started working on a facilitation plan for a release-planning session that included just enough of a liftoff.
Release Planning and Liftoff

Team Yardbirds were gathered, tensely, for two days of release planning.

Steve surprised the team when he said, “We’re going to spend forty-five minutes lifting off this meeting!”

Jamarkus groaned, “Oh no, more touchy-feely stuff.”

Steve didn’t show any signs he’d heard Jamarkus.

Travis looked restless, but he had agreed, as an experiment, to go along with Steve’s facilitation plan—for now.

Picturing the last meeting, Steve asked the group, “How do you want to be with each other today?” And he asked, “How will you handle conflicts?” He asked them to write their answers on sticky notes. Then he asked the team to create a poster of working agreements that started, “We will work best together today when....” The team also wrote simple rules together. One of its simple rules was respect each other.

After forty-five minutes, the team had created just enough alignment that they felt ready to begin an all-day release-planning meeting with some confidence that it wouldn’t literally end in tears like last time. Steve laughed, “So that might have been the most immediate planning horizon ever! A six-hour horizon.” He gestured to a drawing of a telescope he’d taped to the wall. “Now let’s widen our view out to what my friend Ellen calls the big planning horizon.”
Let’s Talk About Your Product Vision




Steve had been working all week with Travis to help him crystalize his product vision as well as the team’s mission. He thought Travis had finally honed vision into something that the team could grasp.

Now, for the first time, the team worked with Travis to refine his vision.  And everyone seemed to be enjoying working to create a clear purpose.

After lunch, Steve asked the team to refocus the planning horizon again.

“Now we are looking at the intermediate horizon. The preview of the next release,” he explained. Then he asked Travis to present the team’s mission that it had prepared for this release.

It didn’t take long for the team to refine the mission and begin to write mission tests for the release. The team grumbled a bit about having to write down the mission tests.  But the members began to see the value when they ended up further refining the mission as they struggled to find mission tests!

Finally, the team understood its mission clearly enough that it could start examining the larger context of its product delivery. And, it was still working together—like a team—after nearly a day in the same room. That was something that seemed unlikely last week.
Explore the Context






“Now comes the fun part,” Steve told the group. “This is what I’ve been really looking forward to. Let’s explore the context you’re working in.

“Who do you have to interact with in order to succeed at your mission?” he asked.

“You know, all the usual stakeholders,” Jamarkus answered for the rest of the team, who nodded in agreement. They all started to look bored with this turn of events.

“Okay, humor me. Who are the stakeholders?”

“You know,” Tammy sighed. “The ops team. Master Hack. We’re going to have to coordinate with all the other core development teams.”

“Okay, okay. I’m not going to be able to hold all these new names in my head. Let’s make a poster.”

Steve went to a set of flip chart pages he’d taped to the wall and drew a circle in the middle. “That’s you. That’s your team. Now I’d like you to take sticky notes and start noting the names of the people you will have to interact with.”

To give the team an example, he took a block of sticky notes and wrote Master Hack on the first one. He peeled it away and stuck it to the wall near the circle for the team.

“By the way, who—or what—is Master Hack?” he asked.

“Oh, that’s Robert on the ops team,” Jamarkus answered. “He’s the only one who can run the build/release script for us.”

Interesting. Steve made a note for later, when it came to explore project risks.

As the team started creating new sticky notes of names of stakeholders and departments to put on the poster, Steve asked them to place the notes on the poster to physically indicate how they were related to the team. The stakeholders with whom close interaction would be required—or whose interaction would have a huge impact on the mission—were stuck closer to the team circle. Those who had less interaction or impact, were placed further out.

Tammy saw the pattern emerging, and she wrote all the names of the Yardbirds on separate stickies and placed them in the center circle. And as the larger picture began to take shape, Steve asked the Yardbirds to start drawing lines and arrows labeled to show what the Yardbirds needed from their partners outside their circle—and also to show what the stakeholders needed from the Yardbirds.

After about fifteen minutes of activity, things were starting to slow down, and Steve said, “Okay. I think that is probably good enough for now.”

Bill, who usually didn’t say much when the team was together, said, “We need to put Grace up there.”

“Oh, this project will need some help from regulatory, then,” Steve realized as Bill added the sticky note. Grace was the attorney who sat on the third floor. “We’ll keep this poster here, so you can add to it as things come up.”
It Won’t Be Easy



“I don’t think it’s going to be easy to deliver your release mission. Do you?” Steve asked the Yardbirds after they had taken a break to stretch their legs.

“What skills and experience do you need to deliver the mission this release?” he continued. “What do you need to know how to do?”

Slowly, the team members began to call out a list of of things they needed to know. Steve pointed to a new blank poster and the ever-present pile of sticky notes and nontoxic markers, and said, “Write it down.”

As some kind of poster started to take shape, Tammy started to look concerned and unhappy.

“This is impossible. We’re great developers, but we don’t have all these skills,”  she blurted. “You can’t expect me to know all of this.” Tammy waved at the blob of stickies.

This was a moment Travis had predicted, and a few other people who worked with the product had said something similar to Steve. It seemed like the Yardbirds didn’t have the know-how to pull this off. But Steve also had other ideas about the strength of teams.

“Okay. Tammy, can you and the team start making a grid on this poster? Put the stickies with the skills and know-how you need along the top and list your names down the side,” he said.

Tammy held back, her arms folded across her chest, while Bill, Paul, and Jamarkus made a creation of the blue tape and stickies grid Steve asked for.

Steve handed some race car stickers to Tammy. “Now, everyone take stickers and put them on the grid we just made. For each skill, stick one race car if you know enough about this to ask questions. Stick two race cars if you kinda have this skill or if you’ve been to a class on it. Stick three race cars if you are an expert in this. And draw an explosion around the race cars if you would enjoy teaching others how to do this.”

“What if we don’t have that skill?” Tammy asked.

“Then leave that square empty.”

Tammy and the team crowded around the wide poster on the wall and started placing stickers. Soon Tammy was looking unhappy again. “We’re missing vital know-how,” she said. “We’re never going to be able to do this.”

Some of the other team members were more optimistic and started to talk to Tammy about ways to fill in the missing skills. Steve pointed to the poster with stakeholder interactions. He asked the team to start identifying how it could ask about or acquire the know-how it didn’t have. Soon the team had listed more people and more interactions on that poster. And Tammy was starting to look happy again.


Achieving Liftoff

The clock on the wall read 5:25, and Steve saw through the window that the sun was beginning to set. The team had also completed a prospective analysis and identified the resources (not the people) it would need to fulfill its mission.

Everyone was tired. But everyone looked happy.

Steve reminded the Yardbirds that tomorrow they’d look at story mapping for the release and create the release plan. When he asked for immediate feedback, the team agreed that the day would give good return on investment.

Steve remarked that the mood was noticeably improved compared to the last meeting.

Tammy sighed, “Well, it’s really good that we finally understand what we’re supposed to be building. And things don’t feel hopeless now we understand all this context! Why didn’t we do this before?”

“I think context often gets overlooked,” Steve joked, “because we taught Scrum masters and coaches something about team alignment. And we taught product owners something about product purpose. Then we got rid of all the project managers who already understood a lot about making context visible. So of course we have a hole there.”

Tammy, who had listed project management as one of the skills she was ready to teach, started to redden.  “I’m joking!” Steve reassured her.

“I really am joking,” he continued when she didn’t look completely satisfied. “We didn’t get rid of any project managers. But many project managers are looking for a way to contribute value to an agile team. Some of you can add lots of value by facilitating conversations about context. Plus, this is agile product work. So you’ll get lots of chances. I’m sure you’ll continue to revisit and refine our work today at each new planning horizon, like next week when you start sprint planning for the first sprint of the release.”

Tammy didn’t answer, but everyone could see she was thinking about that.

Travis was smiling as people left the room to go home for the day. The Yardbirds were smiling, too.

“Houston,” Travis said, “I think we finally achieved liftoff!”
The Yardbirds Will Be Fine

The next day and onward, the team continued to work with the elements of purpose, alignment, and especially context on all its planning horizons. Justin continued to serve the team as product owner until he was lured away to be a product owner for a sexy music-streaming startup. Tammy also continued working on the Yardbirds team. She continued walking to work and raising her family nearby. She moved into the product owner role when Justin entered the music business.

Steve moved on, as independent coaches and consultants do, to work with other teams and other companies.

Through adaptive planning and a good understanding of their context, the Yardbirds delivered enough value in their first release after their liftoff that Travis earned his bonus. And the team earned its, too.

The road isn’t always smooth. But the Yardbirds are going to be just fine.





Footnotes


	[10]
	
https://pragprog.com/titles/liftoff
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            Appendix
            1
Sample Charters



Following are three sample charters from three very different teams: the Mobile App Team, Team Kurtulmak, and Team Lightning. All three charters belong to real teams. We have altered and omitted specific details to maintain confidentiality.



You will see that each charter includes all three elements from the agile chartering model explained in Chapter 4, Smooth the Path to Performance with Agile Chartering including: a full purpose (product vision, team mission, and mission tests), alignment (simple rules, core team, and working agreements), and context (boundaries and interactions diagrams, committed resources, and prospective analysis). Notice that the three teams’ draft charters look different. Each team developed its charter to fit its needs.



Mobile App Team
Purpose
Product Vision






Our customers love working with us because our mobile app enables them to work safely and securely wherever they go.

Team Mission




We deliver trustworthy, secure mobile apps for our customers using cutting edge technologies, practices, and features. We use efficient architectural and development techniques to build compact, reliable applications. We design to provide an experience that combines beauty and ease of use through thoughtful simplicity. We strive to sustain a collaborative team environment and seek creative ideas that challenge us to be courageous. We feel proud about delivering the highest value features in a timely manner.

Mission Tests
	


By 11/13, we have redesigned our workspace to foster collaboration (for exapmle, pairing and mobbing stations).


	

By 1/15, we will establish crash logging, tie the crashes to a user, and create reports that help to prioritize our response.


	

By 1/31, we have observed customers using the app and incorporated their feedback.



Alignment
Simple Rules
	



Find the trend-setting and innovative, and act on it.


	

Exceed customer, company, and team member expectations.


	

Build high-quality work relationships for the long term.


	

Optimize business and customer security.


	

Commit to learning for personal growth.



Core Team



Every team member shared their personal and professional development goals for technical work, domain knowledge, and/or teamwork. All team members committed to supporting each other’s goals.

Working Agreements



We work together best when:

	

We minimize outside distractions, interruptions, and pressure from indirect management.


	

As often as possible, we listen to everyone’s ideas before making a decision.


	

We plan better and strategize better every sprint.


	

We have a clear goal for every sprint, feature, and task.


	

We work on exciting features and focus on working software.



Context
Boundaries and Interactions






[image: images/MobileAppB_IChart.png]
Committed Resources



The team used a table similar to this to list what they needed and had.

[image: images/CRtable.png]
Prospective Analysis
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Team Kurtulmak
Purpose




Product Vision






All new employees have work stations and logins that are ready to go on the first day of work. (Sponsor/Vision Keeper: Dir HR and PO/HR Business Partner)

Team Mission




We build a solid enterprise solution for identity management, including: standardized access controls; centralized security of accounts; and a centralized, flexible reporting and certification process. We work with our HR business partners to identify consistent ID-M processes across all divisions. We provide automated account provisioning, which integrates smoothly with critical organizational systems.

Mission Tests
	


By end of this fiscal year, self-service ID management access expands to usage by 25% more employees and contractors.


	

By end of FY Q3, we have surveyed new employees about their experience related to parts of system deployed (for example, access to screens they need to do their work).


	

By end of FYQ2, we have gained working proficiency in the access control system we selected.



Alignment




Simple Rules
	


Hold to our quality standards—in every step of the process.


	

Advocate exploration—of tools, technologies, and processes—around identity management.


	

Identify and promote collaborative efforts within the team and elsewhere.


	

Honor our commitments and expectations.



Core Team



This development and production support mission brings together members of three former teams to create a centralized identity management team. (+ roles and expectations chart). We take time to understand how each of us will contribute and what each of us needs to do his/her best work.

	Expectations	Product Owner	DevTeam Member	Scrum master	Business Analyst
	Define business needs	X			
	Long-term strategic planning	X	O		O
	Accept work as “done” at end of sprint	X			
	Attends daily standup and contributes	O	X	O	X
	Provides feedback on impacts to schedule	O	X	X	X
	Helps teammates as needed	X	X	X	X

Working Agreements



We work together best when:

	

We define done for our stories as: code complete, unit tested, code deployed to stage, and functional testing complete.


	

All team members are available for meetings and communication during the core team hours of 9 a.m. to 4 p.m.


	

We hold daily standup meetings from 9:00 to 9:15 a.m.


	

We cast no silent vetoes; we speak up if we disagree.


	

We acknowledge and accept if we are an impediment for the team.


	

Product owner, business analyst, scrum master, and development team members all advocate for the team.



Context




Boundaries and Interactions





[image: images/Xtrab_iAN–Version2.png]
Committed Resources



Team K worked with their product manager to identify resources they needed. Primarily, they discovered that in order to practice continuous integration, they needed a build server that no one had ordered yet. The product owner took on the influencing assignment to make sure they would get one fast.

Prospective Analysis
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Team Lightning
Purpose





Chartered 11 Nov 20xx

Product Vision




People worldwide create and uphold a free and dignified world through open and engaging communication and experiences.

Team Mission




We respond quickly and effectively to the changing needs of the organization’s communication strategy by delivering web features and enhancements that support our vision and facilitate marketing campaigns. We directly shape the visual brand and identity of the organization through releasing highly visible changes to our technological presence. We provide support and direction to other teams to implement consistency in our style and interactions. We broadcast our findings from our experiments with the development team and organization for everyone’s benefit. We define and develop valuable tools and enhancements to enable ourselves to work more effectively. We seek to understand our users so that we better enable them to turn their intentions into actions.



In support of the above:

	

We provide communications and engagement tools to structure and enable interactions that connect people with opportunities for action.


	

We improve and evaluate user engagement by running experiments each project cycle to test our hypotheses.


	

We define clear measures of success for each project release, then we evaluate and analyze their success with concrete metrics and data.



Mission Tests



OVERARCHING GOAL: Team growth

	

By Jan 15, we’ve established working processes with product manager without sacrificing throughput or quality.


	

By Jan 15, Mitch can work for a full day productively on solo tasks.


	

By Jan 15, we can say that Cathy has been “onboarded” and we schedule a retro on that process.



Alignment




Simple Rules
	


Embrace ambiguity.


	

Raise the bar.


	

Communicate honestly and humbly.


	

Seek clarity.


	

Roll with it.



Core Team



This team has six members: 1 local designer, 1 remote designer, 3 local developers, 1 product owner. We have skills spanning from design, UX, and style to database queries and server-side business logic, with plenty of JavaScript between. We have discussed our personal professional goals and agreed to support each other’s development. We listed what skills and expertise we need for our team to be effective.

Working Agreements



We work together best when:

	

We keep project tracking software up to date and relevant to our process.


	

We take time to validate each other’s contributions and value in the organization and on the team.


	

We communicate team blockers quickly and concisely to the appropriate people.


	

We surface obstacles and support each other in resolving them as quickly and effectively as possible.


	

We joke. This is one.



Context




Boundaries and Interactions
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Committed Resources
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Prospective Analysis
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            Appendix
            2
Sample Chartering Agendas



Following are two sample agendas for the two meetings required to accomplish team chartering. The agenda for Meeting 1 outlines the prework session. At this meeting product management, sponsors, and other key stakeholders will clarify and develop the preliminary purpose statement. The agenda for Meeting 2 describes the flow for a one-day team chartering event.



Prework Session Agenda




As a reminder: participants in this meeting include product managers, product owners, sponsors, and other key stakeholders. Key stakeholders might include functional managers (engineering or quality/test), partner customers, or others. The intended deliverable is a preliminary purpose statement that includes a product vision, team mission, and a few mission tests. We expect the document will change when it’s reviewed in Meeting 2.



Later, in the team chartering activities held during Meeting 2, this document will provide a focus to generate questions for clarification, exploration of product intent, refinement, and a better understanding of the work.



For more detail about facilitating the activities in the meeting, see Conducting the Prework Session.

Meeting 1: Sample Prework Session
	

Welcome and introductions


	

Review the meeting agenda


	

Discuss participant perspectives


	

Develop preliminary product vision


	

Develop preliminary team mission


	

Develop preliminary mission tests


	

Review for consistency


	

Clarify the next steps and wrap up





Agile Team Chartering Agenda



In the team chartering workshop, participants will collaborate to refine the preliminary purpose drafted in Meeting 1. Then the team will continue to develop its first draft of the entire charter.



Participants in this workshop include the product owner, development team members, and stakeholders (or stakeholder group representatives) who will work closely on a regular basis with the team.



Following is a sample agenda for a one-day team chartering workshop. Start by distributing the preliminary purpose to the participants and review the agenda.

Meeting 2: Sample Team Chartering Session
	

Welcome and introductions


	

Review the meeting agenda


	

Review the preliminary purpose (for activities for facilitating the next four agenda items, see Conducting the Team Chartering Workshop for Purpose)


	

Introduce and clarify the product vision


	

Discuss and refine the team mission


	

Discuss and refine the mission tests


	

Compare the proposed first draft purpose to the Goodness Checklist for Purpose


	

Make adjustments (as needed) and commit to the initial purpose


	

Facilitate alignment (for activities for facilitating the next four agenda items, see How to Facilitate Agile Chartering for Alignment)


	

 Define simple rules
 

	

 Form the core team
 

	

 Create the core team working agreements
 

	

Compare the proposed first draft alignment with the Goodness Checklist for Alignment


	

 Make adjustments and accept alignment parts


	

Facilitate context (for activities for the next four agenda items, see How to Facilitate Agile Chartering for Context)


	

Map boundaries and interactions


	

Validate committed resources


	

Conduct a prospective analysis


	

Compare the context with the Goodness Checklist for Context and make adjustments as needed for clarity


	

Clarify the next steps and wrap up
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            3
Contributor Biographies



Liftoff Coauthors


Diana Larsen discovers solutions and possibilities where others find only barriers and obstacles. As a partner in FutureWorks Consulting, she consults with leaders and their teams to create work environments where the people flourish and push businesses to succeed. In addition to Liftoff: Start and Sustain Successful Agile Teams, Diana coauthored Agile Retrospectives: Making Good Teams Great and The Five Rules of Accelerated Learning. With James Shore, she developed the Agile Fluency Model.[11] She is a past chair and board member (2007--2013) of the Agile Alliance Board of Directors and a board member of the Organization Design Forum. Diana speaks and presents keynotes at conferences around the world. She can be reached on Twitter at @DianaOfPortland.



Ainsley Nies’s consulting work is focused on the development of sustainable environments for learning and continuous improvement. She enables clients to capitalize on the insights they have and discover the knowledge they need. Ainsley is coauthor of Liftoff: Start and Sustain Successful Agile Teams and teaches a variety of agile management courses at local universities. She speaks at conferences and facilitates Personal Retrospectives workshops. Ainsley also volunteers with several professional organizations. She is director of the Agile Alliance Agile Open Program and founder and organizer the Agile Open California conferences, and she serves in leadership positions with the American Association of University Women. She may be reached on Twitter at @ainszo.



In Practice Authors


Brent Barton, founder of River Rock Enterprises, is an instructor at the University of Washington and principal consultant at SolutionsIQ. Brent was a product line director at Rally Software after it acquired Agile Advantage, Inc.—where Brent was CEO—in 2012. Also in 2012, Brent’s company received a Cool Vendor award from Gartner for its portfolio management product.



Nicole Belilos helps organizations, individuals, and teams become truly agile, whether they’re just starting their agile journey or have been doing agile for several years. Her focus is on creating happy and productive teams that thrive on trust, communication, and cooperation. Nicole is an experienced agile coach, a Certified Scrum Trainer, an active community member, and an appreciated conference speaker. She is based in the Netherlands.



Esther Derby is an expert in organizational dynamics and a leading thinker in bringing agility to organizations, management, and teams. She has spent the last twenty-five years helping companies design their environments and human dynamics for optimum success. In addition to this work, she’s written over 100 articles and coauthored two books: Agile Retrospectives: Making Good Teams Great and Behind Closed Doors: Secrets of Great Management.



David Endicott is the chief technology officer of Providence Health Services. He leads IT technical strategy, architecture, engineering, operations, and infrastructure. Prior to Providence, he was vice president of infrastructure, operations, and engineering at United Airlines. David also served as vice president of IT infrastructure at American Airlines. Prior to that, he was a senior vice president at Sabre Holdings, leading application and web development teams. Previously he was at Electronic Data Systems.



Frowin Fajtak is senior quality manager in an international IT company. Frowin offers his facilitation skills mainly in the context of organization development, as well as for project teams. He is also known as a trainer for workshop facilitation and workshop design. In 2006, he was granted the designation of IAF-Certified Professional Facilitator. His regular international contacts ensure an intercultural knowledge exchange in the field of facilitation, and he was a speaker at several conferences held on four continents.


Steve Holyer is a leading agile practitioner and advocate of better ways of working using agile practices. He learned his craft serving as a Scrum master with multiple teams and organizations and knows how to change an organization from the inside. From international Swiss businesses to emerging markets in South Africa, Steve helps organizations master agile product development in specific cultural contexts. Based in Zurich, he travels the world to coach, train, and consult.



Chris Sterling has an extensive technology, process, and consulting background and brings his real-world experience and deep passion for software development to his daily work. He has supported the adoptions of agile, lean, Kanban, and DevOps methods. Chris published Managing Software Debt: Building for Inevitable Change in 2010. Chris speaks at many conferences and user groups on topics such as effective software development methods, DevOps, cloud-native platforms, software debt, and managing complexity.



Jim York leads, coaches, and trains individuals, teams, and organizations in the implementation of lean and agile ideas. His coaching and workshops blend more than twenty-five years of practical experience in Scrum, lean software development, extreme programming, and product and project management. He is a Certified Enterprise Coach and Certified Scrum Trainer and a frequent presenter at conferences and users groups. In 2007, he cofounded FoxHedge Ltd with his wife, Melissa York.



Illustrator


Elizabeth McClellan is an artist, teacher, illustrator, and dog lover. Elizabeth’s paintings, portraits, and murals adorn private homes, coffee shops, and boardrooms across the United States. Her distinctive style of Visual Notes is used in conferences and workshops held by Carnegie Mellon, the City of San Jose, Telecare Corporation, and the Agile Alliance. In 2005 Elizabeth illustrated Stop This Birthday, published by Chronicle Books, and has a lifelong career of teaching art to preschool, elementary, and middle-school students.




Footnotes


	[11]
	
http://www.agilefluency.org
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