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“The value of
another’s experience
is to give us hope,
not to tell us how
or whether to proceed.”

Peter Block

A Rapid Introduction to

Software Teaming

All the brilliant minds working together
on the same thing...
at the same time...

in the same space...
at the same computer...
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Gather together people

with all the needed
skills and knowledge

)

Completely Different, All Together

flustraticn @ 2012 - dndrea Zull
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Or like this... Avirtual team
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e It is NOT:
= el = 5 people watching 1
= person coding.
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Driver/Navigators

Navigator

For an idea to go from someone’s head
i into the computer it must go through

someone else’s hands.
Llewellyn Falco
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Yet it’s being done all over the world.

Hunter Industries
San Marcos, CA

/ This seems
preposterous

—
<
Definition:

Contrary to reason or common sense;
utterly absurd or ridiculous.
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Goteborg
Sweden

il
#ecto t : lg
San Diego#Q.

13 14

bisescis ® _gebal.®  pars. ®  pchimix  baghimix  _bogs. w  foaieteml

classa"copyright:
ichmand, VA Ecopy Z808-{{ site.time

& headertomi
[ monshum
» i jees
« W ot
B debmtt il
1) page.tar

B e sl

Richmond VA, New York, NY

16



‘= NASA Mission =

8 Control

Why would we work this way?

+ Knowledge sharing
+ Continuous code and design review
Many perspectives on the work
Rapid feedback
We Focus on the right things
Enhance flow of the work
Eliminate queues and reduce inventory
* Better solutions
Higher quality

More fun, less stressful, more engaging...
etc.
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Why would we work this way?
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Why would we work this way?
Because the team decided to.

20



When I share
Software
Teaming this
question is
almost
always
asked:
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How can you be productive
with 5 people at one computer?

I don’t know. Does that matter?
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We were paying attention

Here is what we noticed

24



Working Separately

Work

+ Work + Work + Work + Work
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But working together

The more meaningful stuff
It was better done
And of higher quality
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“A system is not the sum of the
behavior of its parts,

it’s the product of their
interactions.”

Russel Ackoff
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How can we be productive
with 5 people at one computer?

29

| wanted
a better
question
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“A good
question isn’t
for answers...

it’s for finding a
better question”

30
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How can we be PRODUCTIVE

with 5 people at one computer?
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About Productivity

Efficiency
Productivity
Effectiveness

— S

S
s

Condensed:

Efficiency = Utilization
Productivity = Getting things done
Effectiveness = Getting right things done
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Why I’'m after
effectiveness:

Efficiency: Busywork
Productivity: Wrong things
Effectiveness: Right things
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How can we bepradugtive—

with 5 people at one computer?
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How can we be effective
with 5 people at one computer?
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| still
wanted
a better
question

Point of View
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Working Separately

Work

Work + Work + Work + Work
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I want to get 5 things
done,
NOT just one thing.
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I don’t want to pay five
people to do the work of
one

Let’s

This
Over

Jenny loves |<H"i>r
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How can we be effective if we

separ ate the people who should
be working togethex?
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This led
toa
better
question
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How can we prove the
one way is better than
the other?
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This led
toa
better
question
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What are the things
that we are currently
experiencing that
destroy effectiveness?

Exercise
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What are the things that we are currently
experiencing that destroy effectiveness?

Three minute exercise
AR SR
FATIGUEJ ‘ M 6 S 5

EarucTs
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A short list of things that
can destroy effectiveness:

I atigue

Hunger

Persanality confiicts
Personality rlashes
Missing requirements
Mizsing resources
Insufficient resources
Munalilh archilecture
Cumbersome processes
Disagreements

Poor working conditions
loo Much Naise

Tao Quiet

Context Switching
werkflow internaptions
Onboarding

Megativity

Technical Debt

Mot taking encugh time
the: first time.
Carmmunication harders
lack of knowledge
Lack of skills
Meedless meetings
Waiting on clarification
Lack of mulivation
Frar
Lack of plan
Upsetting work environment
Lack of context/understanding
Indecision
Daubt:
Listractions
Analysis paralysis
Rupgs
Snow days

Mat everyone is an the
sAME page
Mat knowing something
Fxternal dependencies
Unclear reguirements
Unclear expectations
Unrealistic cxpectations
Time sune diflerences
Wezlting on other teams
Lack vl work backlog
Interacting with others
Lependency on other teams
Wziting on dependency
lechnical blockers
Scarce materials
Mat knowing how to
dn something
Multitasking
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We noticed many
problems simply
faded away when
we started
Software Teaming!
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One of many
Communication
Problems
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Question Queue
Time

The amount of
time we must wait
to get an answer
to a question that
is blocking us

Question Queue
Time

The
Waiting is
Waste
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Question Queue Time

Value Stream Map

5 [ O R i

As an example:
One Hour, One Question
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Question Queue Time during an Eight Hour Day

Zero Queue Time - No Waste

Tweo Minute Queue Time — Wasting 16 minutes a day

| | | | | R 1

Ten Minute Queue Time — Wasting 70 minutes a day

N N Ut A

One Hour Queue Time = Wasting 4 hours a day

One Day Queue Time — Wasting the whole dayll|

l -
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How do we typically solve
this?

One task we are working on

L e L]

We increase inventory so we can stay busy

S (S (S

Inventory: Work started on, but not yet
delivering value.
Inventory IS WASTE!!!
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How do we typically solve
this?
Work on many tasks to keep us busy

T —— T T— -

But much of our work is still blocked!

Symptom?
Problem?
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Zero Queue Time

59

o
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Two Minute Queue Time

| | | 1

How did we Solve This?

“Automatic” One-Piece Flow
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Flow
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Flow vs. Flow

Ve Howl

P

Andrea Zuill ©) 2016
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low vs. Flow

Psychologlcal Fldw
et '"And Lean Flow

(@ bt

Andrea Zuill [© 2016
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Flow

A highly
effective
mental state
of a person
completely
immersed in
an activity.
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} Flow

Mihaly Csikszentmihalyi

Author and Psychology Professor
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Flow

Being “In the Zone”

* Leads to a sense of ecstasy and clarity

* You know exactly what you want to do from
one moment to the other

* Sense of time disappears.
* You forget yourself.

* You feel part of something larger.
— Csikszentmihalyi
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Do we destroy psychological
flow when we work as a team?
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| wanted
a better
question
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We Enable Individual FLOW
by giving each person the safety and
space to think in their own way.
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Is there a “team” psychological
Flow, and what is that like?
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We Enable Team FLOW
Team Flow by Working Well Together

Collective ambition
Common goal

Aligned personal goals
High skill integration
Open communication
Safety

Mutual commitment
Sense of unity

Sense of joint progress
Mutual trust

Holistic focus

Jef van den Hout

77 78

This is
L GOOD!

But...

There is another
kind of flow.

Flow, as in Lean
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Flow In Manufacturing [simplified]

+ Complete production of one piece
*+ From start to finish

* With as little inventory (work in
process) and as little queueing
(waiting between operations) as

possible
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The
Principles of
It Product
Development

ool FLOWY

Second Generation 1
Lean Product Development .

DONALD G. REINERTSEN
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Can we get Flow
with Software
Development?
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The Principle of
Queueing Waste:

Queues are the root
cause of the
majority of
economic waste in
product
development

Donald Reinertsen
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Queues create:

Longer cycle time
Increased risk
More Variability
More overhead
““ Lower quality
Less motivation

Flow with Software Development:
Each Story flows from “idea”

to delivered, working software
directly

without queueing,
inventory,
distraction,
intexruption,
context switching,
or multitasking
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The Small, Inexpensive, Attempt at Value
ONE AT ATIME

Idea - Story

Something to learn

)

Evaluate TR,
And what did we learn? <

‘\ S0

Feedback , Deployto

@ real use
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What we found when we

Achieved “flow”
Green: The Right Work Getting Done

(includes exploring, experimenting, discovery)

Red (Waste): The Wrong Things faded away

Examples: Queuing and Waiting, Inventory, Merging, Arguing, Discussing
rather than trying things, Work that doesn’t need to be done, Doing the
“Wrong Thing", Failure Demand, meetings, coordination, prioritizing...

ad nauseam
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When working as
a team, we
achieved
Lean FLOW
and were
Eliminating
Queues and
[excess] inventory

With Software Teaming
what do we want to
optimize for???
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We optimize for the
flow of the work

rather

than for the
output of the
individual

91
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We are NOT trying to
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We seek to get the best
of each of us into
everything we do.
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How can we be EFFECTIVE
with 5 people at one computer?

95
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| believe | can
now answer that
original question
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Rather than Flow vs. Flow

Andrea Zuill [© 2016
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Flow Plus Flow

Andrea Zuill [© 2016
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Flow++

99

Individual
Psychological Flow
Plus
Team Psychological Flow
Plus
Lean Flow
98
The object isn’t to make art,
it’s to be in that wonderful state which
makes art inevitable
_| : y ‘,.R:I:lert H?_nri
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SoFTwaRre TEAMING

A Maob Pragrammang, Whole-Team Approach

Second Eaition

Wondy Zuill and Kevin Meadows

Favsuord by Kant Back

Software
Teaming
Book

Available on Amazon in
Kindle and paper

Hastrntisse € 2017 - el Fuill
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Tack sa mycket!
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Thanks so much!
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Muito Obngado'
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