10 Vicious Circles 3t Work

Detecting and Breaking Them Up

Artur Margonari
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VICIOUS CIRCLE

“A sequence of reciprocal cause and effect
in which two or more elements intensify
and aggravate each other, leading
inexorably to a worsening of the situation.”

- Oxford Reference
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Abbreviations and
acronyms
Consider:

o “What does it mean?” (evenif you knowit)
o Awareness: Psychological Safety
o Not USing it gourself (be clear, not clever)

o Creating a glossary




Scrum Master superhero
VARIATIONS: S

dvh
- Team member The Scrum Master superhem solves
- Boss anh impediment by him/herself
0 2
Everyone looks at the Scrum The team doesn’t

Master superhero to solve it learn how to solve it

The same (or similar)
impediment happens adain



Superheros
(SM, team member, boss)

Consider:

o Finding the root causes
o Creating a Skills Matrix

o Creating a Wiki

o Try not to be the superhero
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A3 problem solving

| Skills Matrix

Action plan

Future | Today | Future | Today | Future | Today | Future | Today | Future Future
== Analysis 3 4 2 4 3 4 B 4 4 4 4 4 2.6 [Coding Dojo: same as Lambda but for Orc!
. Lambda 4 4 1 2 1 2 1 2 2 2 2 2 15
E E Nodels 4 4 3 4 2 3 3 4 2 2 2 2 2.3
= X React 4 4 4 5 3 4 3 4 1 1 2 2 2.5
:‘ p Database 3 3 2 2 2 3 2 3 4 4 5 5 2.5
E Branching/merging 4 4 4 4 4 4 4 4 1 3 5 5 3.0
5 PR request 4 4 3 4 3 3 4 4 2 3 5 5 2.9
IR E Testing 1 1 1 1 2 2 3 3 4 4 5 5 2.8
w T Testing automation 1 1 2 4 1 1 1 1 2 2 4 5 1.7  |schedule a session with small group to exg
é ! Deployment 1 1 2 2 1 1 1 1 2 3 5 5 17
) $ Demo to stakeholders 1 1 1 1 1 1 1 1 5 5 4 4 2.2
E Workflow automation 2 3 2 3 1 1 1 1 2 2 3 4 1.5
Facilitation 1 1 1 =) 1 1 1 1 3 = 3 3 1.9
Agile 1 1 3 4 2 2 2 2 3 = 4 4 2.6
Finance 5 5 2 4 3 4 1 2 5 5 =) 4 2.6
Time tracking 3 4 2 4 3 4 3 4 5 5 3 4 2.5
Action Spreadsheet 2 3 2 4 2 3 2 3 3 5 3 4 2.6
Review System 1 1 1 3 1 2 1 2 ) 5 3 4 2.4
N EEmEEwEEAEREREW
AREA -
Skills mgmt 3 3 1 3 1 1 1 2 5 5 3 4 2.4
Leave mgmt 2 3 1 3 1 1 4 4 5 5 3 4 2.6
Scheduli 1 7‘2‘ 1 3 4 4 1 2 3 3 3 4 2.2
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Taskboard x meetings

Task board is messy

ahd outdated
L 4 18
Events are less valuable People don’t keep it
and board is not updated updated

The board is hot used
in events



X
meetings

Consider:

o Finding the root causes

o Keeping it simple / easy to use
o Agreeing on constraints

o Experimenting

o It’s their board, not yours!
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High team turnover

A A

“Let’s hire 2 more analysts
sO we cah do Faster”

"Theéare hot movinhg

st enough” Onboardfng Is heeded

s

Productivity slows down
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EFFECTIVENESS

High team turnover

Consider:
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Finding the root causes (yep!)

Working on team engagement/NPS
Visualizing the impact of high turn over
Creating and using skills matrix

Forgetting about the “1 month handover”
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Technical debt

&
Technical debt is created

o

“Let’s move faster!” Increase of complexity
(speed vs quah’cy) (Spag}‘)e‘ctf code)

+’ +
Harder to refactor,
predict/ forecast



Predictability of results

Cost of Change
With Debt

Optimal Cost
of Change

Technical debt

Consider:

o Finding the root causes :)

Time available for new
feature development

o Visualizing the impact of technical debt
o Dedicating X% of the Sprint for refactoring

o Creating coding conventions

Time struggling with
complexity and debt

o Automating tests and processes

Scouts rule
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| Conflict-resolution debt '
4,

A conflict happens
in the team
Less energy to spent on Too busy/don’t know
solving them how to solve conflicts
44

The unsolved conflicts
denherate more conflicts



NEW YORK TIMES BESTSELLER
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“ADICAL CANDIR

wice HEL You INSPIRE
TeAms T Do THE BEST
WORK OF THEIR LIVES."

OBSERVE

—SHERYL
SANDBERG

aplcAL

FEELINGS

“what e | 2 makes wme
wottee...” feel. .7
L
NONVIOLENT
COMMUNICATION
STRUCTURE
@innerc hildhealth
REQUEST NEEDS
“Are you “Because my
| willing to...” needs...”

The Responsibility Process®

Conflict-resolution debt

RESPONSIBILITY
OBLIGATION Consider: (pay you a beer if you guess the 1 step)
SHAME o Finding the root causes! :D
JUSTIFY .
o Introducing:
LAY BLAME

Radical Candor (Kim Scott)

The Responsibility Process (Chris Avery)
Non-Violent Communication (Marshal B.)
Impact feedback (fact + how you felt)

o Starting small

o Creating/updating team agreements

~ Situation | Behavior Impact

What | felt/
thought/

experienced

Observable
action

Anchor time
and place



No WIP limit
Work In Progress

Work is pushed top-down onto
the team “It's high priority”

S i
"They are not doing Fas’c Team tries to get 50+ things
enough...” done at the same time

N
Context switching, ho
focus and waste



TaskA finishes  Task B finishes  Task C finishes
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Task A finishes

No WIP limit

Task B finishes  Task C finishes

Consider:

o Finding root causes (surprise!)

o Visualizing the impact of high WIP e 'i:‘.:_::g,li HlE= * s e
o Aligning with PO / leadership / stakeholders % e |  Boorm

i f /;';”z’r’z'fW
o New motto: “Finish more, Start less” \\\\\\\\\\”“” S = U] B T ,

Or “Stop starting, Start finishing” B | s | | U S| e x \|



No time for improvement

“A 1-day training? Too long.
Can you do it in T hour?”

e f’*f'

“We have too many meetings. Lots of uhnhecessary conflicts
We are too busy!” due to misalighment
Many other meetings take

place to fix these conflicts
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Occasional improvement

Doing the same

,

>

|
Years

Value, impacts and returns

No time for
iImprovement

Consider:

o Finding the root causes (surprise

o Visualizing: with and without improvement

o Getting leadership support (dedicated time)

o Trying small + success cases (numbers!)

o Don’t let the risk of bankruptcy to be the

reason to improve/innovate.




Toxic behaviours

Compan sn’t deal
1.&.;'1"5[;J %ox?cﬁavi ours
“But he/she gets things done, you know?”

L >~

These new leaders hire peop|e

T e Great emp|oyees start Ieaving...

f

Employees w/ toxic behaviours
reach leadership roles



Toxic behaviours

Consider:

Separating the behavior from the person
Rooooooooot causes! Listen to understand
Possible reasons:

Personal issues
* WHY of Agile not clear
* HR not involved (bonus/career path)
Adjusting Team Agreements (Big NO GO)

Having hard conversations
Moving a person? Make reasons very clear!




Not really what
the customer
wants/needs

ot
T . “But it's we
Team finishes = — e, fromthe PO &

the Feature
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“But | got it from the small grnup?

Now, be Agﬂi: and- deliver
it to us in 2 weeks.”




P - 5 Fake Agile

Consider:

o Find the root causes

o Involving business/leadership/HR
o Translating it into “pocket-pain”

| o= % o Value Stream Mapping

I il ¥ o User Story Mapping

o Creating success cases



VICIOUVS CIRCLES

Abbreviations/acronyms
Superhero o
Taskboard x meetings
High team turnover
Technical debt
Conflict-resolution debt
No WIP limit
No time for improvement
Toxic behaviours

Fake Agile







Now, enjoy a positive self-reinforcing loop! :)

Have a good time and
learn new things

O,

Meet more great / A\ rl:lﬁt 2:,91;
new people Peop
-  ©®-@
R j\ Ogﬂ' /

Recommend each other
to new conferences & endeavours
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