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The last thing one knows when composing a
work is what to put first.

Blaise Pascal
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The journey of a single step starts with ten
thousand miles.

Don Gray
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When | started ...

* Fortran IV was still in use.

* My first connection was a 300 baud modem to the
VAX11/750 four floors below me.

 We controlled 100 Acres of manufacturing with less
memory and storage than my phone.

* The internet was 5 years in the future.
* | could be reached at 7164,717
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Conversation

Participation

Don G ray 336.414.4645

don(@donaldegray.com www.donaldegray.com twitter: @donaldegray © 2018 Donald E. Gray
DELIVERING CUSTOMER VALUE



Our Time Together

Agenda:

e Software Development
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What’s So Hard!?

Find out what the
user would like to
What | Want

experience /’—\

User | Developer |

What You Get Build it
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The "problem" involves the number of domains
that impact software development

We need generalists but attract specialists.

__Self Esteem

A system is not the sum of its parts, but the product of
its interactions. Ackoff
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Essential Difficulties And Metaphors
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“Team Effectiveness Exercise
Personal History Exercise

MBTI

.. Healthy Debate

‘Thomas-Kilman Conflict Mode Instrument

Publish Gosls
Process Review
Team revards
Cascading Messaging
Deadiines

Contingency/Worst-case scenario analysis

Public Declaration of Results

Resuls based rewards

Model 1 Theory Dialog
L

Model 2 Theory

Absence of Trust

Fear of Conflict

Avoidance of Accountabilly

Lack of Commitment

5 Dysfunctions

Inattention to Results

Communication,

Kantor 4 Player Model

Mover
Supporter
Opposer
Observer

Inclusion

Control

Openness

Plant

Monitor Evaluator

Co-ordinator

Resource Investigators.

Implementer

Completer Finishers

shapers

Element B

Interactions

Belbin Team Roles

Sources Conflict
Teamworkers
Interaction Preferences
Specialist
Environment Congruence
Behavior
Capabilites / Strategies
NLP Neurological Levels
Bellefs/Values
Identiy/Mission
Spirtuality/Purpose _s Tools for changing.
Containers
Differences HSD,
Exchanges
Focus
Evaluations

Hackman

Tuckman Model Function
Forming
Storming Core Protocols?
Agree
Disagree
Norming Acceptable behavior
Cross Functonal
Forming Models |
Hear et
Ferforming Focus Real Team
Drexler-Sibbet Adjourning

why?

Types

Metaphors

Real Team Bounded

Interdependent

Stable
Compelling purpose Clear

Challenging

Right people. Task capabilities.  Consequential
Teamwork skills
Training and experience ‘Team norms
Impediments
Clear Conduct norms Performance Strategles

Supportive org context Information Cognitive reframing

Technical tools

Education support

Recognition & reinforcement
“Team-focused Coaching Individual vs team
Process vs task

Early us late

Team Charter
Team Norms
Orientation/Why am | here
Team Vision statement
MBTI Type
Element 8

Jeust/Who are you Belbin Composition

‘Goal /What are we doing

Commitment/How wil we do it?

Somplexin, Implementation/Who Does what
Size High Performance/Wow_
Hackman

social

Cholr
Emergency Response
localized problem solving & planning

complex problems

allow for emergent behavior

Self-Organizing

group ownership

workload optimization / resource allocation

Team-focused Coaching

Right people

Supportive org context

Bounded

Interdependent

Stable
Compelling purpose Clear
Challenging
Task capabilities.  Consequential
Teamwork Skills
Training and experience Team norms

Impediments
Clear Conduct norms Performance Strategies

) Cognitive reframin
Information 9 9

Technical tools

Education support

Recognition & reinforcement

Individual vs team

Process vs task

Farhs vuc lata
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Critcal Thinking

! Thinking

Cycles.

Do something

Shape of the Problem

Diagram of Effects

Behavior Oer Time

Solution Focus

nbetiveen the action is the Interaction

Make use of what's there
Possibilites - past,

resent, future

Language - simply said Well Formed Outcome

Rule of Three

Every case i different

Assess

Game Plan Process (Big Questions)

Eneray for Change. o Getem
Tired
Sared
Confused
Chaotic
saie Late Statws Quo
stages
Foreign Eement
Newtonian
Models
Chaos
Organic
Transforming ldea
Diffusion
Integration and Practice
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_Thinki
_Thinking

NT Visionar

NF Catalyst

Organizer

SP Troubleshooter

Inclusive Frames (both/and not elther/on)

Techniques

Talk to Someone

Purpose Behind New Beginr

Physiology

I%
Schneider's Corporate Cultures

Picture of Outcome

Contral
ningW Bridges) Collaboration
Cultivation
Positive Deviance
— Competence

Change Patterns

>
Methods for evaluating change Three universal questions

e e
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e iy
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Personal Mastery
Learning Organization

Mental Models
Shared Vision

Team Learning

Congruence - Systems involve

plan action

Temperature Reading Appreciations.

Concerns

Complaints with Recommendations

/How did we come to be here? New information

How do we feel about it?

Hopes & Wishes.

‘What would we like to have happen?

‘Check Communication Disconnects by Karten

self

Other

Context
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Our Time Together

Agenda:

* Learning

Don Gray
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Learning

In times of change, learners inherit the earth,
while the learned find themselves beautifully equipped to
deal with a world that no longer exists.

Eric Hoffer
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Losing Ground

Don Gray
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Individual Learning

Are you deliberately learning?

e | have a regular time and place to invest in my learning and skills (10 pts)
e | have a time and place set up, but don’t do it consistently (5 pts)

e |investin learning only when something comes up (0 pts)

e | don’t bother to learn anything new, ever (-20 pts)

Considering your actions over the last week:

e | can demonstrate progress of new things learned (5 pts)

o | feel like I've learned new things but don’t have anything concrete to show for it (2
pts)

e | don’t feel that I've learned anything new (0 pts)
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Learning Journal

https://growsmethod.com/downloads/LearninglournalHandout.pdf
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Team Learning

Individual learning, at some level, is irrelevant for
organizational learning. Individuals learn all the time
and yet there is no organizational learning. But if
teams learn, they become a microcosm for learning
throughout the organization.

Peter Senge
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Team Learning Plan

e Create participation process to support team processes
e Create specific and meaningful goals

e Align goals to team and organizational goals

e Clarify the importance of meeting these goals

e Develop a team learning plan to meet the goals

e Find resources and tools

e Decide how to track progress

e Figure out how team members can help each other

Psychological Safety is "a shared belief that the team is safe for
interpersonal risk taking”.
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Hunter Industries
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Bad News

A system is not the sum of its parts, but the product of its
interactions.

Russell Ackoff

X(5)"5 * x(4)"4 * x(3)"3 * x(2)"2 * x(1) = output
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Our Time Together

Agenda:

* Thinking and Visualization

Don Gray
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Problems are not equal

Complex Complicated

Enabling congtrainte

(Boverning congtrainte
Loosely coupled ]

probe-sense-respond Tighﬂy COUpled
Emergent Practice sense-analyse-respond
Good Practice

Chaotic Obvioug
Lacking conetraint , .
De-coupled Tightly congtrained

No degrees of freedom
sense-categorise-respond

Begt Practice

act-gense-respond
Novel Practice

The Cynefin Model was developed by Dave Snowden

Don G ray 336.414.4645

don(@donaldegray.com www.donaldegray.com twitter: @donaldegray © 2018 Donald E. Gray
DELIVERING CUSTOMER VALUE



Another View

Grow it

Web technologies
Emergent Practice

Unknown Unknowns

Probe-Sense-Respond Complicated

Enabling Constraints
Loosely Coupled

Change it

Cynefin -
Build it

Defects released to production

Novel Practice Programming a Turtle

Unknowable Unknowns Best Practice

Obvious Known knowns

Act-Sense-Respond

Lacking Constraint Sense-Categorize-Respond

De-coupled ightly constrained

Not knowing which domain you'’re No Degrees of Freedom

|
Disorder 4
In ___._-_'_'.-—‘ g

The software development items stolen from Liz Keogh lunivore.com
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COGNITIVE BIAS CODEX,

We store memories differently based
on how they were experienced

2016

We notice things already primed

We reduce events and lists € - 8 . e
S £
What S h ou Id We to their key elements g 3 g § Bizarre/funny/visually-striking/
s p R :
R b 2 ® § o g cg"‘ anthropomorphic things stick out more Too M u Ch
ememper:? s% % ‘g g § than non-bizarre/unfunny things l f t.
83 .43 28 & nrormation
742070
We discard specifics = % E! 228 3 '__;%
to form generalities % agéde3 3 H
ES Coo0es =% .
5% ‘—;.:% ?ﬁé 3;:: ® We notice when
';_e;; 4 st el :‘ something has changed
.
We edit and reinforce

some memories after the fact

We favor simple-looking options and complete
inf over ! bi options

To avoid mistakes, we're motivated to
preserve our autonomy and status in a
group, and to avoid irreversible decisions

sy Staty
Ocial comy,
ecoy effec,

Reverse psychology o

Reactance o
System justification e

Backfire effect ®
Endowment effect ®

ertainty effect ®
Pseudoc Unit bias ©

To get things done, we tend to complete
things we've invested time & energy in

i
process™d

o0
0
2\2"
€ @0
ot

To stay focused, we favor the immediate,
relatable thing in front of us

Need To
Act Fast

®eceee
To act, we must be confident we can" _.gf STEXS
make an impact and feel what we do 3 ;,i E% —
is important £5£8 g g

ErR

We project our current mindset and
assumptions onto the past and future

We are drawn to details that
@ confirm our own existing beliefs

We notice flaws in others
@ more easily than flaws in ourselves

Confabulation
Clustering illusion
Insensitivity to sample size
Neglect of probability
Anecdotal fallacy
lllusion of validity
= “f;lasked man fallacy
o gocencyillusion

ambler's o1

We find stories and patterns
even in sparse data

® We fill in ch istics from ¥
generalities, and prior histories

We imagine things and people we're
familiar with or fond of as better

Hindsight bias ®

Not Enough
Meaning

We simplify probabilities and numbers
make them easier to think about

We think we know what
other people are thinking

ALGORITHMIC LAYOUT + DESIGN BY JM3 - JOHN MANOOGIAN IIl // CONCEPT + METICULOUS CATEGORIZATION BY BUSTER BENSON // DEEP RESEARCH BY WIKIPEDIANS FAR + WIDE
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Shape of the Problem

3. People & groups
interacting with the
2nd ring

4. Non-animates,
such as projects,
releases, revenues

1. Problem
statement in data
\ > form rather than
value form 2. People &
- groups directly
p effected
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Software Usability
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Circle of Causes

Qverall

/‘ t \ Pressure to
Complete

(internal)

I R1
' Too Much

" Sope
‘4“

R5

Observing
Caoding
Standards

SME/PO
Responsive-
ness

Definition
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CLD / DoE

,r@\p

Quality ot A's B2 Activity by

Fostion B
S
0 S
Threat 10 Threat to
A B
Escalation Diagram
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Behavior Over Time

Escalation Diagram

45

40 -

35 A

30 -

29 -

20 -

15 -

10 A

— [\ el B
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Possible Dynamics

T (" overal )
Inter-team O ~ Codebase /
' Knowledge

( Communication,

Knowledge

Split project into
sub units and
assign areas to
teams

of Story
Technology Jam

Total # of

| . Up
meetings )

# of Defects
(Failure
demand
stories)

Story Cycle

# of meetin
9 Time

participants

Meeting
Length

# of Value
Demand
Stories

Developer
Participation

Anticipated Results from
Assigning Teams sections of
the project

Story
Knowledge
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Social Network Analysis
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Human Systems Dynamics

Containers established the boundaries of the system until the pattern

can emerge and take form. They may be physical, organizational, or
conceptual. Any number of containers can exist in a system at any given
time.

Differences exist within containers and between containers. Differences
may be stylistic, background or outlook. Differences manifest in the
system in two ways: by the number of differences that exist in the
system and by the degree of difference in any one element.

Exchanges are the way a system connects to itself or its environment to
share time, energy, information, and other resources. Exchanges can
be: l[anguage based, organizational culture and expectations,
movement of resources that support the organization's work
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Resource Workers
Business Pool
Intent ~

Metrics

Product
Owners

Workers “=--... /Process

Customer
Experience
and
Feasibility

Feature
Team 2

ments
Features

Business

: Component Teams
Units
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OODA Loop

Observe Orient Decide Act
mpic i
Guidance 2 Control
Unfolding & Control
Circumstances\/ +
s Sy Feed
N\ Feed Decision Action
| Observatons) > (Hypothesis) (Test)
/-\____-,- Forward Forward
Outside A
Information
Unfolding
Interaction
Unfold- J Feedback With
Interaction '
With Feedback Environment
Environment Feedback I
John Boyd's OODA Loop
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Adaptive Action

Ask Questions
Collect Data
Obomol Patterns

"
.................................................
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Desigh an Experiment

1. Fast Feedback
2. Inexpensive
3. No permission needed

4. Easy
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Our Time Together

Agenda:

* Discussion / Wrap up
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Congruence

( @})
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Curiosity
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Double Loop Learning

Mental
Models

Doing
Right Things

Difference

Feedback
experience and

results of
actions

Doing
Things Right

Decisions

Actions in
the World
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Don works with executives and managers building coherent
organizational structure, processes, policies and goals where teams
can flourish. This consulting is based on systems/complexity thinking
and humans systems dynamics.

In addition to client work, he currently co-facilitates the well-known
Coaching Beyond the Team and Problem Solving Leadership
workshops and is a GROWs Method™ core team member.
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