Leading Self-Organizing Teams

If you want to build a ship, don't drum up the people to
gather wood, divide the work, and give orders.

Instead, teach them to yearn for the vast and endless sea.
- Antoine DeSaint-Exupery

Robbie Mac Iver, Agile Consultant & Coach
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Build a Tower

Form Small Groups

Build a Tower
Using only supplies provided
Free standing structure
As TALL as you can

In 10 minutes or less




What Kind of Team Were You?

Self-Organizing

Manager sets goals

Team determines how
to achieve them

Manager provides
whatever the team
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Manager knows best 4 _ Team sets goals
Directs all the work B Team determines how
A 5 '- to achieve them

Manager provides
whatever the team
needs

Team follows
instructions




What Did it Mean to be Self-Organizing?




Self-Organizing Team Members

Make Accountability Clear and Public
Trust in Each Others’ Competency
Work Toward Shared Outcomes

Make Decisions as a Team
Give and Take — Help Each Other
Are Open and Transparent

Learn from Failures — Open to
Failure

Share the Glory

Believe They Can Accomplish
Anything




Why Do Self-Organizing Teams Work?

Cognitive Diversity “Wins”




Why Do Self-Organizing Teams Matter?




Continuous Innovation

Custgmer Continuous
Delight Innovation

Requires

Best Supported =

Self-Organizing
Teams




Focus Beyor,
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* Strategic vs.
tactical balance

« Business need
discovery

+ Solution
validation




Why Talk About Leadership?

Self-organizing teams
without a compatible
leadership model...

And, so do the associated
continuous improvement
Initiatives...
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What Do | Mean By “Leadership”?




Leadership is NOT...
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Leadership IS...
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Leadership Defined

Leadership is action taken with a
proactive attitude and the intention to
change something for the better.




What is Your Leadership Intent?
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As A Team Leader |...

Set the Scope of the Work Stream
Set All Milestone Dates

Approve the Work Plan

Confirm Who Does What

Request Daily Status Updates
Determine How the Team Should Improve

Is This Control or Influence?
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As A Team Leader |...

Set the Scope of the Work Stream

Define the Key Delivery Goals

Ask About the Team’s Work Plan
Observe Who Does What

Ensure the Team Coordinates Frequently
Ask About Improvement Opportunities

Is This Control or Influence?
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My Team...

s New to the Business Domain

-Has Limited Understanding of Procedures
Has Command & Control History

Are Really A Group of Individuals

Take Little Initiative On Their Own

Which Team Leader Should | Be?
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My Team...

Is Well Versed in the Business Domain
Had a Good Understanding of Operations
Works Well Together As A Team

Takes the Initiative to Improve

Readily Identifies Issues

Which Team Leader Should | Be?
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Control versus Influence

Control

Assumes sole responsibility for
setting their organizations
objectives, coordinating the
activities of their subordinates and

managing their performance Influence

Retains ultimate accountability and
authority, but work to create highly
participative teams and
organizations characterized by
shared commitment and
responsibility




Leadership Opportunities

Influence
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When to Use Control versus Influence

¢ Build Engagement

** High Growth
Potential

¢ Creativity/Innovation

% Stronger
Agreements

¢ Discovery
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How Can We Influence Others?




One Approach to Influence

Listen -
Other perspectives Management

Be a mirror

Confirm outcomes I\IZ;i:;agrgr
Paint broader vision

Provide information Stakeholders
Ask questions

Raise concerns Peers

Ask about alternatives

Drive to agreements Direct Reports/

Team Members




How Does This Happen?

I\/Iy Team..
Is Well Versed in the
Business Domain
Has Good
Understanding of
Operations
Works Well Together
As A Team
Takes the Initiative to
Improve
Readily Identifies
Issues
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Dreyfus Learning Model

Progression of Learning and Growth

Level 1 Level 2 Level 3 Level 4 Level 5
Behaviors Behaviors Behaviors Behaviors Behaviors

N

Control Influence




Leadership Challenge

Read the Leadership Challenge

Contrast the 3 approaches
Overall impression?
Perspective taking?
Balance of Control vs. Influence?
Focus on growth?




Levels of Leadership

; Progression of Learning and Growth b

Tactical, problem- Strategic outcome Visionary, facilitative
solving orientation | orientation orientation

Believes that leaders are | Believes that leaders Believes that leaders
respected and followed | motivate others by articulate an innovative,
by others because of making it challenging inspiring vision and bring
their authority and and satisfying to together the right people
expertise. contribute to larger to transform the vision
objectives. into reality. Leaders
empower others and
actively facilitate their
development.

Expert (45%) Achiever (35%) Catalyst (5%)




Dreyfus Learning Model

; Progression of Learning and Growth 4
|
Level 1 Level 2 Level 3 Level 4 Level 5
Behaviors Behaviors Behaviors Behaviors Behaviors
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Set Moveable Boundaries




Levels of Leadership Agility

The abillity to lead effectively under
conditions of rapid change and
— mounting complexity

LEADERSHIP

A AL TENY

Why is it Important?

e e The pace of change will continue
. TISEREROE S to increase, and the level of
complexity and interdependence

will continue to grow
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Levels of Leadership Agility

@ As leaders grow into more advanced

stages they become:

LEADERSHIP

NGIT LY * More adept at responding to change
SR = L e More visionary & collaborative

* More proactive at learning from their
experiences
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STEPHEN JOSEPHS




VW, 2 B\ What is your level of leadership agility?

‘ How do you advance?




Leadership Agility 360™ Assessment

Based on Observed Behavior

The Mac Iver Group, LP © 2005-2014



Leadership Challenge

No Clear Guidelines
Leadership is Learned Behawor _

Assess Situation
Awareness

Attentiv’ SE
MindSEI wih

Determine Intent
Control?

Influence?
Walk Away?

Take Action

Don’t Expect to Get It Right All the Time
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Robble Mac lver

FRAGMATIC MARKETING

Consulting = Coaching = Mentoring
= Agile Adoption = Agile Leadership = Product Management
= Leadership Agility 360™ Assessment

10+ Years Agile Techniques = 10+ Years Project Leadership
= 20+ Years Information Technology

VL Past President/Advisor National Board of Directors . .
ik .robbiemaciver.com
LL dd"n;”:ﬂ Founder Houston Chapter Www. ! v

robbie@robbiemaciver.com

Stage Producer — Agile 2010, Agile 2011 robbiemaciver
Presenter — Agile 2010
Stage Producer — Agile Executive Forum 2011 @robbiemaciver
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