The Green BooK:

Collection ofIndependentEssays

by Gene Gendel

Last updatedAugust,2019

Gene Gendel, CECTC, LSFT, CAL, CLP, CS@®\Ww.keystepstosuccess.com



http://www.keystepstosuccess.com/

Table of Contents

ADOUL TNE AULNOT ... eeeeree st e e e e e s s s eeeeem e 4.

Y o T 81 V= = oo 5.

F Y o Jo 18| A @0 - Tox o 1| o NPT PP 6..
Guidelines to Hing a Professional Coach..............uvviiii i 6.....
Centralized vs. Decentralized Coaching...........ccooiiiiieeeeeee e 9.

OWho are the Judges?06 Who..Dec..des...Wh.0.18 s

You Get What You Ask For: Agile Coach€entaurs.............c.cccooviiieeceriieeeee oo 19
Agile Coaching: Lessons from the Trenches...........oooieeerci e 23.
Are there better Ways t0 tEACNZ.......eiiiiiiieee e e e e e e e e e e e e eeeeeeeees 35
o 11118 T | PP UURPPTR 38
NYC Salary History Ban: Wha0oes It MEaAN2.............uuuiiiiiiicceesaeiiee e ieee e seeeeeeeeeeeeeeens 38
Grassroots of Modern Command & Control BENaVIOL..............ccciiiiemmmee e 40
The ORO PRar.t.. .0f . HR. e 44
How to Cultivate T-Shaped DeVEIOPELS............euiiiiiiiieeeeeee et 45..
Bad Smells: Appraisals and Performance Reviews Influenced by Agile Coaches....... 49.
Motivation 3.0 Is Required to Transition from Tribe Stage 3 to Tribe Stage 4.............. 20Q.
Reviews, Appraisals and INCENTIMES ........couiiii e seeem e 52
AGIIE @ SCAIB......coi ettt e e 62
HR-Related LeSS Experimeit®eciphered...........cccoooiiiiicccemriiiiiiis e 62
Why Is LeSS Authentic? Why Should Leadership NOT Exempt Itself from Learning. L&&SS?
Mentor-Guided LeSS Case Study Writing Experience Report.............ccooeeeeeeevivvvinneee, 61.
Proper Scaling of Scrum and Financial FEET@...............evviiiiieeeeeee e 69
Applying LeSS Thinking t0 BASIC SCLUM........ccciiiiiiaeeeeciiieeee e et eemmee e e e sennee el a3,
Diagnosing Challenges iN SCIUML........ouuuiiiii i cereeee e erreeee e e e e eeeeem e 79
LeSS o0Constructi.ond... . What..l.s..l.t..Li.ke.2.82
SAFe: Market Share Increase. Rapid Growth. What Is the RecCipe2.........ccooveeeeeeeeeen. 86
From the LeSS Toolbox: Causal Loop Diagrams to Visualize System Dynamics........ 92.

Gon

Coachds Experience Report...RPut.t.iung..Lel8S Teac

SCrum and KANDAN. .......ooiiiiiii e e rree e seeeeee e e e e e e eeeean 118
Non-IT Kanban Implementation at Scale............ccooi oo 118
Tips to How Run .0.B.i.g.d..Ret.r.os.p.e.c.t.i.v.e.s..120
Sprint Length: Who Decides? HOW? WHY2.........uuiiii e 122
Product Development Types: What Challenges to Expect in Each Case?................ 125

Gene Gendel, CELCTC, LSFT, CAL, CLP, CS@®Www.keystepstosuccess.com

N

L i



http://www.keystepstosuccess.com/

Handling Interruptions in Scrum: Four Options (Parf.1)...........ccccuvvmimmmmmmeeeeeeniniiiineneas 127
Handling Interruptions in Scrurfour Options (Part 2)...........ccooiiiiiiimemmeeeeeeeiiiieeeeas 130
Scrum and Kanban at the Enterprise and Team Levels...............cccceeeeeieveveeeve e 132
EPICLEVEl ESHMALION. ... .uuviiiiiiieiiee s rrerree e e e e e e e e e e e e e e e e s s eeeeeeeeeeseeeeeeeeeeeees 135.
AQIlE ANTEPALIEINS. ...ttt ee e e e e e e e s e mmmn e e e e e e e e e e bb e e mnnnes 142
Not All Scrum AntiPatterns Are Easily Identifiable..............oooviiiimeeee e 142
Survival List to Vendor Selection on Agile Projects..........ccuvvviiemmeeee e eeeee 145
AddressingProblems Causes By AMMS........ccooiiiiiiicrrrree e eeeeeee e 147
Bad Choice of Verbs Assoc..at.ed. .. wi.t.h..oB8gil e, 6
Waterfall Requirements in Agile Product Development...........cccviviececces e viee e 152
The Fallacy of Red, Amber, Green RepPOItG .........ccuvveiiiemmmeeeeees st eesreeeee e e 159
F Yo | =T To (=] £ 1] o P PP PP PPPPRRRPTRPPI 163
What Should Agile Management Care ADOUL..............ooov i e 163
Be an EdUCAtEd CONSUME.........iiiiiiiiiiieeeeeee e e e e sttt eeee s sreesne e e s ssnenbneeeeee e s snnnnn s e enseeees 165
Extending Agile ManifeStQ.........uuuuiiiiiiiiiice i rrrrree e e e e e e e e e e e e e e e e e e eeeeeeeaeeeeeeeees 167
UNSPOKEN AGIlE TOPICS. ... eeiieeiiiitiieieeceeeree ettt seeeeee e e e e e e e s meeeeem e e e aeeas 169

Gene Gendel, CELCTC, LSFT, CAL, CLP, CS@®Www.keystepstosuccess.com

by


http://www.keystepstosuccess.com/

Aboutthe Author

Gene Gendels Agile Coach, Trainer and Organizational Desigr
Agent. Gene is a proud member of the small community of Scri
Alliance Certified Enterpris
organizations and individual teams with improving internal
dynamics, orgazational structure and overall efficiency.

Genestrives to engage at all organizational levels: senior and midlevel management,
teams and individuals. In his work, Gene uses various methods, tools and techniques to
strengthen learning of others and towgeghat teams and individuals gain autonomy
after he ficoaches himself out of the job. O
small, midsize and large companies domestically and abroad. Gene is@eogihized

member of global and local Agile conumities where he influences people via open

space Agile collaboration workshops, coaching retreats, group events and presentations.
Gene strongly supports Scrum Alliance (SA)
work0O He i s an ac warkinggraugeoidoachies amnd traiSefs that have

been involved in improving SA certification/education programs by aligning them with

natural career paths of Agile professionals: Enterprise Level Coaching Certifications
(CEC)andTeam Level Coaching Ceriifations (CTC)(Gene is also one @b-creators

of the program.)

Geneods addi t inadudeaHhe followimgygd ent i al s

Certified Team Coach (CTC)
Certified in Agile Leadership (CAL)
Certified in Large Scale Scrum (CLP)
LeSSFriendly Scrum Trainer
Certified in Scrum @ Scale (S@S)
CSM, CSPO, CSP, PMP

= =4 =4 -4 A A

Here is the | ist of Genebdbs additional f ocu

OrganizationdBystem design

Enterprisewide

Scaling Agile solutions/frameworks

Coaching Leadership, Scrum Masters, Product Owners, Teams

= =4 4 -4

Geneds wwwhkeystepsesuccess.com

Gene Gendel, CELCTC, LSFT, CAL, CLP, CS@®Www.keystepstosuccess.com



http://www.keystepstosuccess.com/
http://www.keystepstosuccess.com/

Aboutthe Book

This book is a collection of independent articles, written by Gene Gendel, over the course
of five years, from 2014 to 2019, reflecting thes t h o rlifé experiemee lof working

and consulting for various companies as an organizational design agent, trainer, coach
and mentor.

The articles cover the following areas and domains:

OrganizationaAgility
Organizational Design
Corporate Psychogy

HR & Finance

Agile @ Scale

Agile ToolsandTechniques
Agile BudgetingandFinance
Agile Metrics

Agile Teams Dynamics
AWagil edo Patterns
Agile for NonIT

Product Ownership

Other Miscellaneous

=2 =4 =4 -4 -8 -4 -9 -9 -9 -9 -9 -9

=a

To provide some continuity of reading independent artitihes;, are logically grouped,
based on subject, irrespective of original publication dates.

The articles appear in exactly the same format and with the same content as they were
originally written and published on the wilvith some minoediting andgraphic
modifications to filayout and publishingequirements.

Each article is accompani@dth web reference (URL)ndicating wherehe original
publication appeared.
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About Coaching

Guidelines tdHring aProfessional Coach

Originally published on July 10, 2019 | Locatidiip://www.keystepstosuccess.com/2019/07/guidelindsring-a-professional
coach/

Let 06 s.Tdodaycfiading an experienced and credidgle coach, is not easif.you
disagree with this statement, you are either very lucky and have special access to some
great talent (e.greferrals or networking) OR your perception of the role may need to
changp.

There is no need to be ashamed of not being able to find a good coach. You are not alone
Many companies face the same challenge.

Truth be toldunfortunately the industry has changed significardlyerthe last few
years and bexne the source of marproblems (Some very classic problems are
describecher§. Today, the term fASenior Agile Coach

But fortunatelythere arestill great standards and guidelines you can follow when looking
for anAgile coach, irrespective of industry trenBease consider the dimensions below
when looking for a professionAlgile coach for your organizatioithe original sources

of these regirements are listed at the bottom of this pagel you are encouraged to
explore them for additional details.

Pleasedo not reduce,simplify or trivialize someof the key expectationsof a
professionalAgile coach becausadf you do, the following two problemswill follow:

1 Industy coaching quality (average) will be further decreaé®@de n i f you dono
about this fact as muckiou will care about the next fact

1 Quality of service to your own organization will be also low
With thae

A Mu-ldvesd f or Professional Agile Coach

Quantitative assets:

1 Hassignificant hand®n experience in at least one of the roles on a Scrum.Team

1 Has coached multiple organizations, departments or programs

1 Hasat least1,000 hours of experience coaching at theegarise/organizational level
or a combination of enterprise and mutam level coaching

1 Has diversity of coaching experiences that can be demonstrated using different client
engagement examples and which include experience at the organizational level

Demonstration of deep knowledge:
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1 Hasformal and informal education about coaching and strong mentor relatianships

Has good working knowledge of Agile and Lean values, principles and practices.

1 Has helped individuals, teams and leadership to underatahdpply Agile and Lean
values, principles and practices effectively

f Understands the dynamics, patterns and development ofleudtiteams and how
they interact at the organizational level

1 Knows the difference between consulting and coaching and krbess to apply
each

=

Ability to clearly articulate and substant|i

1 Coachingcareeroverview (coachingAgile history and how a person gotwhere
he/she is todgyncludng key milestone years)

1 Coachingfo c us ( s u mma r profegsionabselfgoelay,sncludidiga coaching
approach and/or philosophy to coaching)

1 Coachinggoals (personal development goals in coaching)

1 Formalcoachingeducation (formal education activitiisathave contributed
significantly too n ecéashing jomey. This includes a wide range of courses on
topics including facilitation, leadership, consulting, coaching, process, tools,
techniques, frameworks and other related activities which have influancede r s on 6 s
coaching practice)

1 Formalmentorshipeducaation (coach mentorship and significant collaboration
activities where a person has DEVELOPED a skill or technique or RECEIVED
guidance to his/her coaching approach and mindset)

1 Informal coachinglearning (significant topica coacheas studied outside ahe
Scrum literature which has impacted his/her coaching approach or coaching
philosophy)

1 Agile communityparticipation Agile community events, such as user groups,
gatherings, retreats, camps, conferences,ietehich a coach has participated)

1 Agile communityleadership (leadership contributions to Agle community (e.g.
writing, publishing, presenting, facilitating, organizing, training and other activities)
through events, publications, courses, blogs and forums)

1 Agile communitycollaborativementoringandadvisory (significant collaborative
Agile mentoring, advisory activities, where a person was mentoring, advising other
individuals to increase their competency or in development of a specific goal)

1  Coachingools,techniques oframeworks known (coaching tools, techniques or
frameworks whiclonehas implemented, customized, -c®veloped or developed in
one or more client engagements)

Skills, toolsand techniques:

f Hascontributed to significant improvements in organizationdepartments through
coaching techniques

1 Has helped organizations and teams beyond the basics of Scrum theory and practice

1 Has enabled organizations to find their own solutions to business problems through
the application of Agile principles

1 Is familiar with, promotes and embodies the mindset of Servant Leadership
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f Uses arich set of facilitation, training and coaching tools and models

Personal Qualities:

1 Coachingmindsetcoaching skills/practices and framewarks

1 Evidence that the coach has taken both #hgierience antiearning and synthesized
these into definitive practices, frameworks, approaches and strategies)

1 Self-awarenessable to reflect on their own contribution to the coaching by virtue of
their ownfibeingo

1 Constantearning:has and continues to acqua@achingoriented learning through
multiple dimensions

1 Diversity ofexperience with different typeandsizes of organizations

§ Participation in the Agile community

Note: Your company needs to hawgernal expertise to validate aperéoss abi | i t vy
coach based on the above.

Resources:

1 SCRUMALLIANCE® CERTIFIEDENTERPRISEC O A C HREADINESS
CHECKLIST

SCRUMALLIANCE® CERTIFIEDTEAM C O A C HREADINESSCHECKLIST
Certified EnterpriseCoach(CEC) Applicationi SAMPLE

ScrumAlliance Certified TeamCoachSM(CTC) Applicationd SAMPLE
Summaryof (CTC & CECQC)

= =4 —a -
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Centralized vs. Decentralized Coaching

Originally published on May 22018 | Locationhttps://www.infog.com/articles/centralizetbcentralizeetoaching

Key Takeaways

1 There is a frequently seen confusion with respect to the definitidgite coaching: coaching
focus (e.g.enterprise vs. team) is confused with coaching alignment (centralized vs.
decentralized) within an organization

1 Centralizeccoaching departments run the risk of turning into sksglecialty organizational silos
that are locally optimized for their own expansion and personal success; they are also removed
from real actiod the reasoning behirttlis: standardization has its weagses

T Centralized coaching is often |Iimited to being

of fscriptstyle-onesizefits-all best practices and cookietting approachesThis leads to

system gaming by other departments and organizationalsibhat must fAmeet numhb

1 Centralized Agile coaching makes sense only when it takes place within an organization that is
small enough to be effectively managed frtmback (including allts organizational layers) and
is genuinely supportive ofst own coaches by providing them wi
operational safetyenabing themto perform their challenging duties

1 The main advantage of decentralized coaching approach is that coaches are close to real action:
deeply engaged with pdacts/services, arttieyare intimately engaged with senior leadership.
Decentralized coaching is deapdnarrow (as opposed to being broad and shallow) and takes
time to cause meaningful and sustainable organizational changes

"Theold rulesnolongerapply...

fiWhenGeneralStanleyMcChrystaltook commandf the Joint SpecialOperationsTaskForcein 2004,hequicklyrealizedthat conventional
military tacticswerefailing. Al Qaedain Iraq wasa decentralizedhetworkthat couldmovequickly, strike ruthlessly,thenseeminglyanish

into thelocal population.Theallied forceshada hugeadvantagen numbersequipmentandtrainingd butnoneof thatseemedoma t t er é .
AA newapproachfor a newworld...

fiMcChrystaland his colleaguesliscardeda centuryof conventionalvisdomand remadethe TaskForce,in the midstof a gruelingwar, into
somethinghew: a networkthat combinedextremelytransparentcommunicatiorwith decentralizedlecisionmakingauthority. Thewalls
betweersilosweretorn down.Leaderdookedat the bestpracticesof the smallestunitsand foundwaysto exendthemto thousand®f people
onthreecontinentsusingtechnologyto establisha onenesshat would havebeenimpossiblesvena decadesarlier. The TaskForcebecamea

fi t edfteam®0 faster,flatter, moreflexibled andbeatbackAl Qaeda.”

Original source Amazonsummaryof thebookfi T e af freamsd by GeneralStanleyMcChrystal(Author), TantumCollins (Author), David

Silverman(Author), Chris Fussell(Author)

Note: This writing was inspired by the discussion among LeSS trainers @ldandidates, LeSS
Friendly Scrum Trainers (LFST), Certified Enterprise Coaches (CEC) and Certified Scrum Trainers
(CST). The main influencers of this writing d&kewanBunning JosefSchererGreg

Hutchings MichaelMai, Robin Dymond Viktor Grgic, BasVoddeandGeneGendel Points of view
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are drawn on experience of individualsé consul ti
sectors: Global Telecommunications, Finance/Banking, Insurance andrbepiaof Defence.

Resolving the Confusion: Focus vs. Position

While this writing is about the differences in effectivenesseotralizedcoaching vsdecentralized
coaching in complex organizational settings, first, we need to clear up one important
misurderstanding: mistakenly, enterprlesel coaching is confused witientralized while team
level coaching is confused wittecentralized

This is a confusion of two different coaching aspdoisusandposition For example, within an
internalorganizational structure of the same CTO (could be different from other CTOs of the same
organization), there could be both levels of coaching: enterprigskteardevel coached theywould

be working concurrently while comghe nt i ng each anywagsWilasmakesthenm i n m
different is their coaching focus (enterprise dynamics vs. team dynamics). But at the same time, their
placement/sense of belonging is the same: they are decentralized from an enterprise apex and fit into a
more local area (spheo¢ influence of one CTO).

To summarize the definitions of two coaching aspects:

Coachingfocus

1 Teamcoaches are primarily focused on tools, frameworks and dynamics of multiple teams, with
less emphasis on organizational transformation.

1 Enterprise (organizational) coaches are more focused on organizational dynamics and more
abstracted elements of transformation, with emphasis on senior leadership, upper management,
organizational policies (e.,d-R) and multiple organizational domains.

Both focusareas, enterprisand teardevel, are equally important and required for transformational
success, irrespective of where a coaching discipline is placed: centrally or decentrajlynbloye
experienced coaches are able to operate equally effectitenatas well as enterpridevel, as they
fitraveb up and down an organizational vertiqal.

Note: for more detailed definitions of coaching focus areas, please refer to authentic and credible
sources describing this professi@trumAlliance andLeSS.works

Coachingposition:

1 Centralizedd a distinct organizationalnit (e.g, Agile Center of Excellence or Agile Global
Centre) that driveégile transformation across an entire organization by introducing best
practices, tools, techniques, standards, benchmarks and scorecards, against which everyone else is
measured. &h organizational unit is loosely coupled with any specific product, service or line of
businessilt is primarily supported (and sponsored) by an organizational structure that has been
selected anéiput in chargé by moresenior leadership. With this set®n, other organizational

Gene Gendel, CELCTC, LSFT, CAL, CLP, CS@®Www.keystepstosuccess.com
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structures (e.goperations or product groups) usually remain less vested in the effort, and even if
follow along, do so with noticeable complacency.

1 Decentralized a less rigidly structured team of likeinded coaches that atighemselves with
a clearly defined product, service or line of busin€ssnsformational focus here is much
narrower and requires much m@enuine support/vesting (with sponsorship!) from multiple
organizational verticals involved (e.pusiness, opetians, IT, HR, finance, etc.)n order for
decentralized coaching to have a meaningful organizational impact, an organization must be of
manageable size (no Big Bangs), as it is defined ly@mizationasushiroll that contains
elements/instances of multiple organizational structures involved.

Let's take a closer look at two distinct types of a coaching position:

Centralized Coaching

Usually, this approach is preferred by organizations thatAmgite transformation as a trend,
accompanied by inspirational slogans, PR and town hall talks with senior organizational leaders
rendering support mai nl y nfyrealdetiores.sThis infrgquentlydioné n
without real understanding of deep system implications of this important underfBirg.is no true
gemba by senior leadershifsctual transformational efforts are delegated downvearddownward,

to lower echkns of power where the original purpose is diluted and focus i\t With Agile
coaching, being a centralized organizational function that owns transformation, one of its main
deliverables becomes setting of standards and measures of successhlihevigst of an

organization is measured.

A usual justification of centralized coaching
practiceso for others by c¢claiming that A...to
measure/compare again anot her éso wd&hanustdichtiomssomethirgthatisc y . 0
very important for organizations, where indiyv
individual performance, scorecards and KRz fulfill organizational mandates for measments,
centralized coaches are tasked with introducing agile maturity metfitsi¢) that are usually

composed of a wide array of maturity indicators, bundlgdtteer in some arbitrarily created maturity
buckets/levelsThis approachvery quickly turns into a box-checkingexercisefor other

organizational units, whereaseveryonetries to claim higher maturity in order to meetgoals.Not
surprisingly, this is accanpanied by systemgaming and unsubstantiatedclaims of success.

Since with centralized coaching approgtiere is a higher volume of demand for coaches and it often
exceeds a supply, quality is frequently compromised, and it manifests itself as follows:

1 L ar maawdfOrganizationaBehaviour# 4 kicks ind it describes individuals whose past

roles have become less needed in flattened/leaner organizati, and now fA...coach

another thing these misplaced folks can do
an opportunity to stay busy and fastck their own careerg\@ile coaching for them is just a
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i h ephopo f f 0 b a) ontdiltheygsecure another comfortable position in an organizational
structure.

1 Coachesi C e n tdadescribes low quality external consultants #vathired temporarily from
outside at low/wholesale cost through thirarty vendors, conveniently listed in preferred vendor
applications of clientompanies.Note: usually, these vendors have challenges supplying high
guality intellectual assets in geat let aloneAgile transformation consultants, as the latter are
relatively specific professional niche).

Since centralized coaches are responsible for setting the tone for the rest of organization, they are also
tasked with producing large volumes apgportive documentation: standardized training materials,

audios, videos, et¢lundreds (at times, thousands) of internal wiki pages are created to host

information that, for the most padpmesin the form of copy-pastingwhat is already available

publicly onthe internet (easilyaccessibleeommodity). This consumes many mdnrours and

produces a false sense of information ownership, interr@ligh information also becomes outdated
frequently and requires lots of internal manual rework to be kefut dete.

As demand for coaching comes from various organizational areas, centralized coaches get temporarily
deployed to offer assistandgut sincefor many internal customerAgile transformation is still a
meetingnumbers game (to comply with enterprigiele organizational mandatea)yd thedemand for
coaches often exceeds its supply (it comes in spikesy.result, often coaches are spread thin across
multiple organizationlaareas and their ability to truly make long lasting, meaningful impact is

hindered. Coaching becomes broad and shallow. In a long run, as a delayed result ofspédmaynd

there is an accelerated growth of centralized coaching grasmlescribed above

€ And now, the artificially inflated group of centralized coachegakeson the form of a single-
functional specialtydepartment that is governedby filocal optimizationo: they are optimized to
maintain their own increasedsizeand the needto stay busy.

Here are some quotes about centralized coaching from the influencers of this writing:

FromViktor Grgic of Odd-e:

Organizationaltreedigi | e coaches who commonly force upon
dysfunction. If organization is very much into this, one might choose to limit scope of adoption, show
real result while others are extremely busy with programs, etc. In othds woere is not much that

can be done when KPlIs fAmile transformation are set at the very high level of organization and
everyone is busy complying with them.

FromGregHutchings of Amelior Sevices:
| would discourage those who think that the best ugegdé coaching and training budgets would be
to create ar\gile center with people primarily aligned with and focused on belonging to and spending
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time with a separate, specialist group, as ihjust about the exact opposite ofsge, working at
gemba, and inspecting and adapting with people in the main value creation part of ttetogani

Leaving your men behind

One of the most painful examples of centralized coaching dysfunction is having coaches
internalized/commoditized by an organizational structure that does not genuinely supl@ort
transformation, because it neither understands it, nor sees any peeswfaldd it. Furthermore,

there is a fear that organizational agilitylaige (at scale) might be viewed as a threat to the very
purpose and usefulness of an organizational structure itself. For example, placing a coaching function
within an existing Busess Analysis group, or an existing Governance CoE, or management
CoP/PMO or Architecture department would be a disservice Agda coaching initiative altogether,

as these organizational verticals would not provide coaches with necessary suppafelgmol s

perform challenging duties. They will leave their coaches beRkmdexample, if coaches reveal
organizational dysfunctions that may lead to an increase of political temsidnasupportive

organizational structurethenTaylorianmanager®f moderndayswill readily sacrifice their own
coaches (fithrow them under a busodo) to regain pol
landscape.

Decentralized Coaching

With adecentralized coaching approach, coaches are locally aligned/dedicated with teams, their
customersandproducts, antheyimmediately involve senior leadership.

This approach is usually preferred when a specifiawizational area (e,dT, product development)
makes aonsciousdecisionto improve its agility/adaptivened3ecentralized coaching is typically
sponsored/supported by a real @othisumer, with enough organizational power to protect autonomy
andauthenticity of original transformation goals (e@TO/CIO and respective senior business
partners)In this scenario, people that consume services and people that pay for sepibesame
peoplethat are really vestedin success.

With decentralizé coaching, fewer but more experienced and dedicated coaches are required.
Coaches are more carefully selected by an organization. Coaching seasoning/experience is being
viewed as the most important factor and becomes a natural remedy a@rmihstessal® approach:

highly qualified coaches will not work for a discounted pay, while genuinely vested clients are willing
to pay a fair price for high quality service.

Decentralized coaching is deep and narrow: it is focused on fewer people (in total) butlen a wi

gamut of organizational elements/domains (d¢Tg.business partners, HR, finance) by taking a

holistic look at the whole organization. With this approach, it is much easier to trace effectiveness of
coaching #fAfrom c onc ep supdrficial indicatdrstoutputg (e.@dherengetog not |
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Scrum events, increased velocity, stable/collocated teams) biyaselng true business outcomes
(increased ROI, improved customer satisfaction, beating external competition, team happiness).

Once egaged deeply, dedicated coaches go through a few important steps of a coaching cycle:
assessing, delivering structured training, coaching and gradually disengaging while giving autonomy
back to a clientThere is no rush to meet yeamd target numbers wittoachingDedicated (local)

coaches and organizations they support, are much less preoccupied with KPIs, metrics, scorecards and
meeting numbers. AMMs are treated solely as a barometer of local improveptease(eehow).

Throughout an entire engagement period, coaches remain deeply embedded with development teams
and respective product teams. This is all accompanied by many observations, short feegbaaidloo
frequent retrospectives. Any issues or observations that have systemic implications and require
attention of senior leadership are addressed together with senior leadership.

Given autonomy and sovereignty of an organization and its dedicated cdhehess a higher
chance of running experiments, inspectimgladapting without fear of failure or being prematurely
judged and becoming a subject to repercussions.

Why False Dichotomy?

Sometimes, we hear a concern that becauael@tentralizedoaching approach, there will be no
adequate shared learning across the whole organizBtibomhy should this be the case? Why should
decentralized coaching and shared learning be mutually excléssedichotomy)? Couldtherenot

be some other effaue ways to ensure that coaches succeed in tmthmain dedicated to their own,
distinct organizational areas, for the reasons described ;s stillbeable to collaborate,
synergize, learn from one another and create full transparency for theidiral methods and styles?

All of this could be very effectively achieved by forming swifjanized/seffjoverned coaching
communities of practice where coaches from different organizational areas of different focus (team,
enterprise) and with differéskill set (technical, career, process) consistently share their knowledge
and experience in a safe, reportinge environment.

Conclusion

If an organization is relatively small and centralized coaching does not turn into a PR showcase with a
smallgroup of privileged individuals trying to set a tone for thousands of others by enforcing KPIs,
metrics and best practicésdIf there is a way to prevent centralized coaches from rushing towards
yearend target number&ND instead engage deeply amarrowly with clients while offering

continuous support and conducting safe experim@rEN centralized coaching approach is worth a

try. Endlf
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However, if the above conditions are not possible because of historic organizational malfunctions,
then dediated coaches that are deeply embedded with vested customers is a better choice.

Here are some more quotes from this writingés infl

FromBasVodde of Odde and the cdounder of Large Scale Saon framework:

I f you have a centralized team that can *trul yf*
astheyseealotofcregpsr oduct dynami cs. I f they canét do t ha
chance of getting at least soméueaout of the coaching.

FromRowanBunning of Scrum WithStyle:

If the goal is for Agile thinking and practices to be disseminated throughout anzatigemin a way
t hat everyonewheetbethawaybdegf Awor Kdcategandt hen ¢ 0 3
deeply embedded with teams and business units they support. Furthermore, if a message from coaches
to developers is to move from single function groups to drosstional teams, then havimgaches

centralzed into a singldunction group may seem hypocritical. It may also be perceived as a pursuit

of control over how Agile coaching services are procured and dissen@inadéehtially to the benefit

of those in a centraiéd group.

Note: By way of illustration, in LeSS adoptions, a LeSS coach would foctsmto eightTeams

(about 50 people) that work on the same product for the same Product Owner out of the same product
backlog.A LeSS coach would also focus on additional orgaitimat layers that are in immediate

proximity totheIT-side ofalLeSS organizational construct, specifically, on a product/preakmple

side and their respective senior leadership. LeSS coaching engagement is meant to be deep and narrow
(asopposetobeod and shall ow) , asostiroliskcedf owd u sae dvhond ea s mal
organizationFor LeSS coaching to be successful, bigger does not mean better, anchitynatu

supports the idea of organizational descaling.
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O0Who ar e ?6 h\WeadlesWp ks &nnaCoach?

Originally published on August 7, 2017 | Locatibttp://www.keystepstosuccess.com/2017/08Aahethe judgeswho-decideson
who-is-gonnacoach/

Lets kick off this post with the quote from anothecentdiscussiorthat generated a
number of strong comments from experienced professionals:

A é alengascompaniesemaincomplacentindreliant on outlivedstaffing/heae
huntingapproachescold-calling techniquesandineffectiveHR-screeningorocesses,
performedby peoplethat poorly understandhe essencef an agile coachingprofession,
while trying to procurecheapfiAg i Iresaurcequsingii p r e fvendorleidsdr s 0 )
treat seasonegbrofessionalcoachesasii r e q u i tghefilled ® a coachingbar will
remain low, and companieswill begettingEXACTLY whattheyhavepaid

foro (coachescentaurs(p.17).

To summarize, the purpose of the above referenced discussion was to increase awareness
about implications of ineffective coaches and coaching that exiatsumdance
today.Here, le6s look at some root causes why this problem exists.

Who definesthe role of Agile coach?

For the most part, organizational understanding of a coaching meéals Definitions of

a coaching role that flow around suggest tmahpanies are still confused about what
coaches do. Definition of a coaching role is frequently lumped together with the role of a
project manager, team lead, business analyst, Jira/Rally/VersionOne administtator

While some of thesetherroles couldepresent potentially relevant past experience for a
coach, lumping all of them together in oneiatllusive role description, delimiting them

by commas or forward slashissironic, to say theleaslany of t hese face
pil ot/ submar i n eolexceepte aaconfli¢t of iHteressnbtgust for people

that step into them but for everyone else who gets affected by interaction. Very often,
inaccurate definition of a coaching role leads to inappropriate behaviors by a coach, such
as attempts to seekithority and organizational power, exhibition of command

control behavior, competition with people being coached for ownership of deliverables,
monetary incentives and other perks.

Once a poorlygefined coaching role description hits the street,tersra vicious cyck®
reinforcing feedback looftlescribed in detaliere).
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Agencies hunt
for weak
candidates
(“centaurs”)
Companies Companies are
create weak flooded with
coaching role resumes of
descriptions for weak candidates
new hires “centaurs”

Positive (+)
Feedback Loop
(Reinforcing Cycle)

Companies are 2 P>
P Many “centaurs

get lucky and
get hired

complacent with
having a low
coaching bar

“Centaurs”
settle in and
drive low a
coaching bar

Note: Theaboveillustrationexcludesothersystenmvariableshatmayhaveaneffecton
thevariablesandthev a r i aehatioeshigshownabove

This vicious cycle usually leads to one inevitable result: twer (usually months
sometimes a few years) companies realizeAlgge coaching did not bring about
enoughsustainable organizational improvements, as it was expddiedfurther leads to
two outcomes, both of which dependent of senior leadership vision and goals:

1 Companies seriously rassess their own initial actions, acknowledge mistakes made,
and therimprove coaching standards and elevate the bar in favor of real, experienced
coaches

1 Companies try to water down mistakes they have made, trivialize a coaching role for a
lack of its benefit and, and by doing so, further reinforce the loop above

Who really makesdecisionsand why?

Rarely, senior executives take an active role in a coaching hiring process; exceptions
exist but they are rare (usuaélxceptions are seen when things become very urgent
pageld). But even when thefexecutiveydo engage in the process, it is usually more

the act of a formality to ens@fr ecdthrage ,a an

ironically, oneof the key expectations from an experienced coach should be to challenge
an organizational structure (both at enterprise and team level), and since culture is
corollary to structurel( a r maaw& 5), the latter would change (would be challenged)

as well.But this is not something that too many senior executives would like to hear.

For the most part, a hiring process is delegated te &inst sometimes secoilide

management, as well as interAajile champions that oversee amginAgile
transformationswhi | e Lar mandés Law # 1, hi storical
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management towards fundamental changes that challenge agsiattise recently added

Law # 4 neatly descr i be fgiléaanpionsAndwhitei on o by
exceptions do exist, trends and statistics speak louder.

Letd6bs iIimagine the process by Agidhcoacth(asan or g a
employee or consultadtno difference):

In this process, the interviewers are individuals describédanr m aaw & and#

4. On the oher hand, an interviewee is a seasofigile coach withalong enterprise

and tearrevel track record: she is a system thinker, dysfunctions challenger, a real
organizational change agent.

Impacton a hiring processyL a r md awd4-typeinterviewers

At an interview, a coachandidate meets with firsaind/or secordine managers that

also expect that a coach will report to them when she joins a conipayg a

discussion, interviewers hear from a coach certain things that coaches usually bring up,
uninhibitedly:

1 Simplified overall organizational structure where developers receive requirements and
communicate on progress by interacting directly with end customers, not fmddle

1 Flattened team structure, where developersamghnize and selihanage. Overall
reduction of supervision and resource management in favor of increased autonomy,
mastery and purpose by individuals thatld@work

1 Harmful effects ofndividual performanceppraisal@nd subjective monetary
incentives, especially in environments where team commitments and team deliveries
are expected

Unsurprisingly, the biggest question tin@ny interviewers walk out with after

interviewing such a candidatetigs: Whatwill myrole belike if this coachis hired and

bringsaboutabovementionedrganizationalchanges@

Impacton a hiring processbyL a r md awdid -typeinterviewers:

Knowledge and experience of a coa@ndidate supersedes that of intedgile

champions angrocessowners Some of the discussions a coach elici#md answers

provided far exceedexpectationgnot to be confused with a term used ipesformance
appraisaproces} of her interviewers. Some suggestions and ideas shared by a candidate
are great food for thought for senior exec
4-type coaches are authorized to operaterviewers clearly see that a coardndidate,

if on-boarded, soon may become a more visible, influential contributor than the
interviewers themselves. A coach may also bring about some organizational turbulence
that will take out of comfort zone some individuals that are resistant to changes.

What are the odds that this experienced camaehn di dat e wi |l |l be gi ven
the odds that she will be even given a chance to speak to senior executives imvalved

hiring process, to attempt to influence them, to open their eyes, to offer a deeper system
perspective on a situation, to make them think and talk about the forbidden?

Slim-to-none
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And this is one of the ways, in which organizations that are complabentAgile
improvements, shoot themselves in a foot: they very effectdistyualify qualifiedAgile

coachesand by doing so, reinforce the feedback loop illustrated above

You Get What You Ask Kgile Coache<Centaurs

“Identity (Agile) Transformation Center”

Get a copy of Agile
Buzz words Dictionary.

add “Agile” prefix to
YOur current corporate

Attention: This graphic is a cartoon and its purpose is
to expose a dysfunction through irony. This is NOT an
invitation to experiment the presented case ©.

Brought to you by www. keystepstosuccess.com

Originally published on July 9, 2017 | Locatidritp://www.keystepstosuccess.com/2017/07/getwhatyou-askfor-agile-coaches
centaurs/

Why are tlere so manyailed Agileit r ansf or mati ons aefollding f r e qu
ans wkRerccauise compani es | acKlrus.e nAnodr |I|eetaddse rnsoht
trivialize this:Without strong and genuine support by senior leadership (beyond slogans
and Asupport in spiritodo), witpoblent sel ectin
resolution, companies can only expect localized, peripheral and, most likelyteshort
improvements.

But is there anything/anyone else that can be conveniently held accountable for failed
agile transformations?

How about ineffective agile traini ng and coaching?

Note: If you areinterestedn learningmoreaboutsomeof the mostcommonchallenges
with Agile training, pleasevisit this page This postis aboutcoaching.

There is a vicious cycle that hurts so many compaaigs thiscan be also considered as
a selfinflicted wound)
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1 Initially, companies set a low bar for coaches, based on poor understanding of a
coaching role

1 Low quality coaches are hired (most of them are not even coaches, but rather
people that have masterAgdile jargon and know how to impress HiRd
uninformed hiring managers)

T  Weak coaches (most of whom have minds of conformists, not challengers) cannot
effectivelyguide companies to fix systemic weaknesses and dysfunctions

T Teams and depart ment s thbypcredidasupedi@al |y | mpr

appearance/illusion of progress (often, to impress senior management)

Companies lose faith and stop seeing value in coaching

Companies start trivializing a coaching role

Companies decide not to spend more money on high quality coaching

Cheaper, eveless effective coaches are hired (or internal, misplaced people

arerefurbishednto coaches, overnighas pei._a r maawé 4). Initially, the

low-set coaching bar is | owered even furt

= =4 A =

As a result, what was initially meant as a strategic organizatiggrovement effort, now
takes on a form of just another systgamingchangemanagemenfad thatultimately

leads to a failure and responsibility/blastafting.

What are some of the reasons why the above happtate7are some suggested reasons:

1 Companiesl o n 6t u n deesensdf Agiledoathmaole: it is viewed as
anot hean Aigwirtnch o management functi on

1 Leadership does not feesansef urgency(p. 14) to make changes and exempts
itself from being coached: people are too busy and too senior to be coached; they find
coaching trivial

1 Certain organizational pockets are genuinely resistasttanges, afraid thahanges
can be brought about by real coaches (ag. penr m aaw$1s3).

1 Market oversaturation with unskilled recruiters thaintfor low-quality coaches and
contribute to the above cycle: this furtdH
coach

1 Thislistcanbee xt ended é.

Who is responsible for initiating this vicious cyclic dysfuncti@tgs it really matter if
we identify guiltyones? Maybe it does, but only as a lesdeaming exercisaVhat
probably matters more is how to break out of this cylkere to start: discontinue lew
quality supply (coache®y raise a bar on demand (by compaRjegsually demand
drives supply and if s@ coaching bar will remain lovor aslong ascompanieskeep
relying on body-staffing, head-hunting agenciesand untrained internal HR-
screenerdgo procure cheapfi a g irelsaeirgesor treating real professionalcoaclesas
Ar equi te befilledyorarsd companieswill be getting EXACTLY what they have
paid for: _coachescentaurs (p.17).

Big question
AWhat should companiesbe looking for whenhiring a coact? o

Gene Gendel, CECTC, LSFT, CAL, CLP, CS@®\Ww.keystepstosuccess.com

oV

he

net



http://www.keystepstosuccess.com/
http://www.craiglarman.com/wiki/index.php?title=Larman%27s_Laws_of_Organizational_Behavior
http://www.infoq.com/articles/agile-coaching-lessons
http://www.keystepstosuccess.com/wp-content/uploads/2017/06/KSTS_subset_Org_Agility_Under_Hood.pdf
http://www.craiglarman.com/wiki/index.php?title=Larman%27s_Laws_of_Organizational_Behavior
http://www.keystepstosuccess.com/wp-content/uploads/2017/06/KSTS_subset_Org_Agility_Under_Hood.pdf

21

An organization should be looking beyond of what is typically presented in a resume or a
public profile of a candidate: usually, a chronological list of an employment history.

Much moreattention should be paid to the following importgoantitative

characteristics of a coach:

Coachingfocus:What is an approach and/or philosophy to coaching does a coach have?
This will help a company understand an individual mindset of a coach.

Coachingeducation AND mentorship: What active journey through education,
mentorship and collaborative learning in coaching and related activities over significant
period has a coach taken?

Formal coachingeducation: What has contributed significantlyégo per sonds coac¢

journey, including courses on topics of facilitation, leadership, consulting, coaching,
process, and other related activities whig
Such education may not have to be deget&ted (Training and/or certification from

any recognized institution could be sufficignt

Coachingmentorship and collaboration: How hasa coach developed a skill/technique
or received guidance to a coaching approach and mindsstict and recognition of
mentorsmatters here.

Informal coachinglearning: What important topics outside of Agile/Scrum literature
have I mpacted a persond6és coaching philosop
well-rounded, beyond standardized book learning.

Agile community engaganent and leadership: Does a coach engageAwile user

groups, gatherings, retreats, camps, conferences, as well as writing, publishing,
reviewing, presenting, facilitating, training, mentoring, organizing and leaktiig

events?An active participatiorand leadership in the agile community is a good
demonstration that a coach has not developed herself within a unique organizational silo
by selfproclaiming and selpromoting, but rather has diverse digsted industry
experience.

Agile community collaborative mentoring and advisory: Does a coach mentor or
advise other individuals (not for pay) on how to increase their competency or
development®s a relationship ogoing, purposeful and {directionally educational?

Coachingtools,techniquesand frameworks: Does a coach develop awareness and
understanding of tools, techniques and frameworks while engaging with
organizationsMas she customized or developed anything that was client/engagement
specific?

In addition toquantitativecharacteristicshere aregualitative characteristics of a good
coach:
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Coachingmindset
1 How does a coach react when an outcome of coaching was different from what she
had desired? In the past, how did a coach address this situation?
1 How, based o masadoacteng misdseteedede change? In the past,
what compromises did a coach make? What was learned?
f What new techniques or skills did a coac

Coachingcompetencies

Asses8 Discoveryand drection
Balancé® Coachingand onsulting
Catalyzé Leadershipand agganizations
Facilitated Focusand dignment
Educat® Awarenessand understanding

= =4 =4 —a -8

Coaching specialties

Lean/Kanban

User Experience/Design
Scaling Agile/Enterprise Agility
Technical/Quality Practices
Organizational Structes

Lean Startup

Product/Portfolio Management
Organizational Culture
Learning Organizations
Non-Software Application
Business Value/Agility
Technical/Product Research
Multi-Team Dynamics
Organizational Leadership
Organizational Change

= =4 =4 48 -8 8 & 8 8 _a 98 _9a -2 -2 -9

Note: Theabove,s basedon guidelinesprovidedby ScrumAlliance applicationprocess
for CTCandCEC.

While running some risk of sounding se#rving (very much NOT! the intent here):
please, be mindful angsponsible when you select guidafeeel professionals in our
Agile journey.

Gene Gendel, CELCTC, LSFT, CAL, CLP, CS@®Www.keystepstosuccess.com



http://www.keystepstosuccess.com/
https://www.scrumalliance.org/scrum/media/ScrumAllianceMedia/Files%20and%20PDFs/Certifications/CTC/Scrum_Alliance_CTC_Sample_Application.pdf
https://www.scrumalliance.org/scrum/media/ScrumAllianceMedia/Files%20and%20PDFs/Certifications/CEC/SAMPLE_CEC_Application.pdf

23

Agile Coaching.essons from the Trenches

Originally posted on: Aug 14, 2015 | Locatidmtps://www.infoq.com/articles/agieoachinglessons

Note: This article was written with participation of my dear friend and colleague Erin
Perry.

High performing organizations, high performing teams and high performing people do
not often happen orgarilly. They are a return on investment.

Wedve spent time in the trenches, both giving and receiving coaching at organizations of

all sizes: from small startups to large enterprises. In this article, we will use our hard

fought experience to shed light omigile coaching. First, we will take a step back,

helping define what being an Agile Coach means and what skills are necessary to be
successful i n an organi zat i oepatternsidrieothin we 61 |
house coaches and coamnsultars. We will shine light on how to enable coaches to be
successful in your organization.

What is a coach?

Agilecoach is an overloaded term. Il tos applie
| eaders who ar en 0 tAgitworgamizatoh. dgileoachis eoyardlei t 1 n
mentioned in Scrum, Kanban, XPoranyothgri | e fr amewor k or prac
organically as larger organizations have realized the benefits of agildtheir appetite

has increased for loAgsting ctange. Coaching can reap amazing rewards if done

skillfully. What does a skillful coach look like?

Companies that rely on extermgdjile consultants want to know if they are acquiring
good coaches with a proven track record and broad industry experiengeades that
prefer raising their own coaches want to identify the people with coaching aptitude.
Individuals that pursue the career offgile coach wonder if they have what it takes to
become a coach. Individuals that have established themselves in theAgleabaches
wonder where the industry is taking the rééhat is the future of\gile coaching as it
becomes a broader role with a mdreerse definition?

Definition through comparisond coaching ortraining?

Coaching and training are not mutually exclusive. Though mMagilg trainers can also
coach and many coaches frequently train as a part of coaching, the difference between the
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two should be clear. In the comparison, the goals and role of a coach vs. trainer are
highlighted.

Training

T Primarygoal of training is to impart knowledge

1 Training is usually much shorter in duration: timex is fixed and so is, typically,
agenda

T Training relies on hierarchical relationship, with Trainer being in a position of

authority over the Trainees (holdiegpertandpositionalauthority).

Trainer is expected to be a suljew@tter expert in a given domain

Training is largely directive, providing Trainees with ready answers and solutions

Training provides shoitierm influence by Trainer on Trainee

Training can be done virtually/remotely, though it is less effective tlaasroom

training

1 Training imparts a discrete set of skills. If more skills were required, additional
training would be required

1 Comfort zone of Trainees is not frequently breached by Trainer. Training is mainly
done agnosti cal | y peodnce (barang someiriesactipee r s o n a |
training).

Coaching

1 Primary goal of coaching is to guigdeaches toward selinprovement through
observation and guidance

1 Coaching is usually much longer in duration. It is not strictly tboged. Coaching
sessions may be shorter or longer, depending on how communication bebaelken
andcoachee continues

1 Coaching agenda is rarely fixed. Instead, it is responsive to trentuneeds of the
coachee. Experienced coaches frequently use situational/opportunistic coaching to
flex their style as needed.

1 Coaching does not stress hierarchical relationship betessai andcoachee

9 Success of coaching is frequently depend

and trust withcoachee

1 Coach is not expected to be an expert in any one skill or subject area, but instead have
broad experience in coaching as a skill

T Coacho&s alisnotta providepachee with final answers and complete
solutions but rather enabteacheeso derive their own answers and solutions by
steering discussions and thinking

1 Past experiences and examples can be useddaes in a neprescriptive falion,
to helpcoachees develop their own associations and see analogies

1 Effective coaching is always done in person. Remote coaching is very ineffective as it
does not have a personal elementdoatfundamental aspect of coaching

1 Coaching must be Hirectional. In most effective coaching sessjmesches speak
less and listen more. They reflect on what they hear/learndoachees
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1 Coaching has more impact ooachees; they develop their own ways/means to find
solutions and address problems

1 Comfort Dne (personal space) ajachees is frequently entereddmaches as the
latter need to relate to experiences and sentiments of the former, to deliver more
effective coaching. Experienced coaches either know how to enter personal spaces
delicately, or exlicitly ask coachees to grant them permission. This alleviates
negative effects of unwanted intrusion.

Coachingstyles

A coach is constantly assessing where dire
required, balancing with supportive and reflectteaching. Finding the right situation

for each style and properly transitioning between them are critical skills for healthy

coaching.

Here are some of the typical conditions under whadch selects one style over another:

1 Directivecoaching
o Coacheexhibits low ability and inadequate subject matter expertise for
contextual learning; the coach has strong expertise in the subject matter
o Coachee has low motivation and morale
o Coach leads by example and expeciachee to follow
T Non-Directive coaching
o Coachee exhibits high aptitude, strong skillset and subject matter sxperti
regardlessofo achdés skillset and expertise
o Coachee has high motivation and morale
o Coach reflects on whabachee thinks and says and mat@eschee come to his
own conclusion

This approach is based @wntrolExperiencel ool (modified fromCanadiar-orces
Leadershioctrineby Alan Okros). The&€oachingStyle Dashboards another valuable
resource to balance the two styles.

It can be tempting, especially for naturally directive leaders, to fall too often into the
directive route. It is, by far, the easier form of coaching. It is also less likely to leave a
lasting impact on theoachee. Aparent tells a young child not to run into the road and
expects them to obey. So long as the parent is watching the child, they can reinforce the
rule and ensure compliance. At some point, though, we must properly coach children to
understand the impact fiad a rule and to instill inherent motivations of safety and
responsibility.

Taking a purely directive route will insure compliance, not engagement. The goal of any
coach that begins directive should to bertove as quickly as possible, tkeachee on
an axis that allows supportive, nalirective coaching.

Gene Gendel, CELCTC, LSFT, CAL, CLP, CS@®Www.keystepstosuccess.com



http://www.keystepstosuccess.com/
http://essentialimpact.files.wordpress.com/2013/02/approach-directive.jpg
http://www.defence.gov.au/adc/docs/cdle2012/CDLE_120329_OkrosA2010LeadershipintheCanadianMilitaryContext.pdf
http://www.defence.gov.au/adc/docs/cdle2012/CDLE_120329_OkrosA2010LeadershipintheCanadianMilitaryContext.pdf
https://www.dropbox.com/home/Distribution_Ready%20(Professional)/white_paper?preview=gg_coaching_consulting.pdf

26

Style behaviors

A directivecoach

1 Tells

Provides answers
Teaches

Gives examples
Offers advice

=A =4 =4 =4

eflectivecoach

Ar
T Asks

1 Provides guiding questions

1 Creates an environment for sédfarning

1 Giveslearning resources

1 Helps Coachees find their own vision and goals

Coaching specialties vs.coachingcompetencies

Coaching expertise can be measured uSperialtiesandCompetenciesTheCertified
ScrumCoach(CSC)application by Scrum Alliance serves as a guide to defining these
dimensions.

Coachingspecialties

Coachingspecialties are a core skillset, expertise and knowledge that coaches possess. To
a large extent, they are based on afocus aremafc h6s pai d and wunpaid
present). Here are some examplesoaichingspecialties:

LeanPrinciples, Lean Staup

Design, Product/Portfolio Management
Technical/Product Research

Scaling Agile/Enterprise Agility
Distributed Agile, MultiTeam Dynamics
Technical/Quality Practices
Development Operations
Development/Process Tools
Organizational Structures/Culture
Organizational Leadership

=4 =4 =4 -4 -4 -4 -4 -4 - -4

Coachingcompetencies
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Coachingcompetencies are proficiencies tioafiches are expected to demonstrate in
their interactions with individuals and their organizations. Here are some examples of
coachingcompetencies:

1 Ability to serveas an organizational mirror, by accessing and surfacing the
underlying system problems. Ability to look below the surface, expose challenging
symptoms and perform root cause analysis

T Ability to facilitate clientAgile adoption, implementation, and alignmheAbility to
engage and facilitate stakeholders in controversial conversations and alignment
building activities. Ability to maintain nebiased views and facilitate collaborative
decisionmaking

T Ability to balancecoachs ownAgile expertise wittto ac heebés (cl i ent 6
intent. Ability to understand and respect the nature of a aei@msulting relationship
whether as an employee or consultant. Ability to ask powerful questiaddyye
example and guide client salfscovery

T Ability to eduate andguideo ac heeds (clientds) agile
and discovery. Ability to focus on stabilizing principles and varying practices to
situationallyalignco acheeds (client éds) mat Aglity.t y wi

T Ability to function as a catalyst and change agentdéachee (client) organization.
Ability to engage in with the whole organizational system and the leaders who guide
them. Ability to connect interdependencies and catalyze organizational reflection,
learning and grotin.

Levels ofcoaching

Agile coaching can be administered at various leatgnizationaknterprise level and
local level

Whencoach is involverganizationally(systemically)the focus i®n the following

1 Become more agile across an entirganization, trying to influence/educate senior
leadership and executives

1 Assessing team(s) and organization(s) for effectiveness of ap@lgiteprinciples
and practices

T Advising and consulting with organizations and leadership on vafigils
pracices, such as Scrum, Kanban, Lean, XP

T Facilitating team(s) and groups to achieve higher quality collaboration, enabling a
culture of continual learning and knowledge dissemination

1 Developing team, leadership and organizational agility through gsielédiscovery
and growth

T Advising teams on careful adoption of scakegile frameworks as mechanism for
organizational descaling (e, 4SS, SAFe, RAD)

1 Challenging the organizational and leadership status quo and enabAggen
(Kaizen) culture

1 Analyzing systemic patterns, including norms, standards and behaviors
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1 Educating senior leadership on interconnection of various organizational elements
within oneOrganizationaEcosystem(If you cannot access the document
pleasecontactGenefor accesg

Whencoach is involvedocally, the focus i®n the following

Supporting single amultiple teams in improving their dynamics and maturity
Coaching individual team members, Scrum Masf@sjuctowners

Assisting to establisAgile roles, ceremonies, dag-day interactions

Focusing on engineering practices, coding standardsjuabty.

Advising teams or\gile requirements, living documentation, metrics,
communication

Advising teams with adoption of baghgile frameworks (e.g. Kanban, Scrum, XP)
Challenging inappropriate locally manifested (in isolation) behavioral patterns

1 Balancing local optimization with team growth

=A =4 =4 =4 4

= =4

Coachingindividuals vs. coachinggroups

Individual coaching

Individual coaching is oren-one. Such coaching sessions are typically conducted in
privacy; thecoach works with a single person on a very personal level. Individual
sessions may address personal adaptation, happiness, job satisfaction, problems with
management or subordinates, embracing roles and seeing career growth opportunities,
dealing with persaal challenges, reservations or fears. Individual coaching is often used
to engage and support a Scrum Mastgroductowner as an individual.

Coaching is more conversational and personal and often takes a great deal of trust and
camaraderie.

Group coaching

In Agile settings, group coaching is typically focused on entire feature teams or Product
Owner teams, where people are expected to have shared beliefs, norms and goals. Group
coaching addresses team dynamics, rolestatdgy interactions, metricsgporting, etc.

Coach can set up a dedicated session for group coaching or leverage existing group
ceremonies (e.gretrospective).

Groupcoaching is often more structured and requires expert authority to be successful.

Both individual and group sessiorancbe prescheduled or situational/opportunistic (at
moments, whegoach finds achoc appropriate moments to administer coaching).

Rules of coaching engagement and disengagement

Everycoach (nternal orexternal) needs to define and discuss wahchee (dividual or
company client) rules of engaging and disengaging. This is done for a variety of reasons:
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ARul es of En goad antgaocheé ieid impertamt to define certain

conditions under which coaching experience will be conducted. Sometientsn topics

or points of contention can be avoided or negotiated. It is also aAgyledcoaching

practice to conduct a change readiness assessment prior to engaging. This helps identify
certain risks or hard blocks for effective coaching and disdasiem tocoachee (client).
Every coach must be willing to walk away from a client that cannot establish agreeable
rules of engagement, including readiness for transformation.

ARul es of Di s ecoaghantoathe® arene leswienportant as thelp h

with identifying appropriate time to discontinue (or lighteaqchcoachee relationship.

This is done to avoid prolonged-dependency, excessive transactional activity
(compensation) for a diminishing value. Disengaging fooachee can be either don
becaus@&oachee achieved a desired maturity or because of running into unresolvable
obstacles that make continuous coaching ineffective and impractical. In the former case,
coach may periodically conduct &gile maturity assessment to gauge progresthdn

latter casegoach may (and should) prematurely disengage fromchee but be clear

about his reasons wittbachee.

We recommend applyinggile principles to coaching engagements as well. Build an
initial vision for the product (coaching). Regularly refine the backlog, taking time to
reflect on the engagement and how it should be adjusted. Working in cosphitg)
usingScrum or through rgular delivery usindanban help enforce the values and
demonstratégility through example. It also provides regular touchpoints to determine if
a new style is required or if the engagement should be halted. XP practices such as test
driven development cealso be applied to coaching. Establishing testable criteria for
coachee readiness first will help form the engagement activities towards demonstrable
results.

The goal of any coaching engagement should be to bring the teams to a healthy state
where learmng and seHimprovement are happening organically. Thach should be
attempting to become unnecessary. Daniel Mezick, in his bbeKulture Game very
effectively desdbes a coaching profession in scope of best coaching standards and
coaching ethics.

Coach-consultants vs full-time coaches

| n hi sUnappkerAgld Tepicio ( s €laliengesnith Agile Leadership
written in 2013, Gene Gendelbne of the ceauthors of this artici® describes somef
themost commonly known challenges faced today by companies as they retyien
coaching support.
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1. Here are some challenging questions that have to be answered by companies that rely
on help of externaAgile experts:

T a. How will engaging with aAgile coaching consulting firm guarantee a-tagich
Agile coachconsultant?There isno guarantee thainy company will deploy a good
coach)
T b. How wi | | |l ensure the coaching | Oom r
and growth, not prolonging dependency to ensure further employment?
1 c¢. How will an external coach address challenges unique toutiure and establish
rapport and empathy with our teams?

2. And here are some no less challenging cases that arise when companies rely merely on
internal resources:

1 a. How will we avoid myopic views of internal coaches who may have limited

e

experiencewit ot her cultures and companies and

problems?

T b. How will we support internal coaches to truly remain independent, with the
freedom to challenge and question internal leadership without fear of jeopardizing
their employment?

T C. How wi | | we establish our i nternal C

in his own lan@ perception?

An ideal situation would be for each organization to strike a happy balance by building
out internalAgile coaching practice by mixing up external and inteAgile coaches.
While external coaches bring to the table experience of other organizations and
industries, holistic and uninhibited views, internal coaches contribute with deeper
knowledge of theipwn organizational structure and culture.

Another challenge that organizations must face with regardsitougse coaches is how

t o gi veHddndradleDisahargedd f r o m dheit sgrviog s aorlonger

needed. This is less of an issue for employees that became coaches by transitioning from
another role; once their coaching service is no longer needed, they may simply fall back
into their previous roles (developeBsrumMastes, etc). This is much more of an issue

for professionalgile coaches that were asked to join a companyifoé to help a

company go through challenging timesAgfile transformation.

When a company engages with a coach, it must have a strateggariqrldow it will
gradually progress from active coaching to-siléction and autonomy. A company must
resist the temptation of having a coach take an authoritative)dstigg position with a
department or a team and becoming a{tsrg fidoer, prodem solver, and solutions
provider. A company should also refrain
auditor, rather than an organizational change agent.
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Discontinuation of a coaching relationship must be done honorably, in a way that ensures
that a company gradually builds up its own internal excellence. A coach must continue to
be an asset throughout the entire engagement, even as coaching intensity starts to
diminish naturally.

To avoid confusion and misunderstanding about what a coachjjagement is and what

it is not, bothcoach andcoachee (company, LOB, department, ted) must

thoroughly discuss and mutually understand the essence of a coaching role before
engaging, as well as properly set each oth

Coachingsolo vs.a coachingteam

An organization may engage a singtech or a group afoaches that join as external
consultants or companyds employees. Some O
address situations that arise when a company relies on itsitasmal Agile expertise
(in-house coaches). In general, when external coaches engage with a cotigrany
they are perceived as representatives of a
some of the challenges described below.

Both soleoperatiry F/T coaches and teaptaying F/T coaches are perceived by a

company as employees first, coaches second. This means a company applies the same
values, norms and evaluation standards to
employees. This createxanflict of interestCoaches must highlight challenges and
impediments that may reflect poorly on their own employer. They are in the unique

situation of constantly jeopardizing their employment and livelihood through the very
responsibilities they have been given. How caoach or a team of coaches perform

their jobs effectively if there is an inverse relationship between quality delivery and their
own safety?

Further, this situation is even more challenging for F/T coaches that operate as a team
than for those that operagelo.

When a group of coaches operates as a team (shared goals and purposes, shared efforts,
shared strategy and vision, collective ownership) a company perceives and evaluates
each coach as an individual (g5 hcoaflittofa st ar ¢
interest. As team players, coaches are expected to peertaoh, crosgearn and cross
train each other, swarm (work togetléegffectively, practice everything that they preach
to an organization that they coach.

But there arestrong foces that pull coaches apart. Rewards and incentives systems based
on individual performance and achievements make them more preoccupied with their
own wellbeing, with their own ability to advance within an organization. At times, there
couldevenbe an iwisible competition between coaches that is caused by their
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organizational positioning and relationship to each other. This produces silos and
dysfunctions as it makes coaches turn away from each other, compete for span of
influence, be unwilling to sha@nd support each other as is expected from team players:
morale deteriorates, transparency goes down and so does produ&eéyeiiemore on
alternative ways to offer incentives and rewards, based on collective perforihgoce
cannot access the donant pleaseontacitGenefor accesg

This compounded effect of int@aching team dysfunction that sits below typically
observed challenges that organizational coaches faedky in the line of duty,
significantly lowers value that coaches bring to an organization.

In the light of what has been described so far, here are some guidelines for organizational
Agile coaches that are fitiilmne employees:

1 De-couple your organizational position and authority framaryrole of a coach.
Organizational leadership does not equate to organizational coaching

1 Do not overemphasize personal promotions: becoming a coach should not be treated
as a Afast tracko for personal career ad

1 Offer objective guidance withoyersonal or political consideratians

As a coach, act as servdaader, enabler and facilitator, reemmandandcontroller.

T As a coach, try to view an or garbiaseaetdi om
part of organization you belong to: thigl completely compromise your impartiality
and objectivity

1 Be resistant to micrksnanagement and intolerant to wasteful processes, activities and
roles

T Finally, if you coach as a part of the team of coaches, remember about values and
principles of colletive ownership that you coachAmile team$ always practice
what you preach

1 If you are working on a coach team, apply the same principles you wouldrigilan
development team. Apply Kanban or Scrum, for example, and work as a team on the
same goals. ke it clear that accomplishments and delivery belong to
thecoachingteam

]

Coac hhadane fi | s why they should be avoided

Bel ow are some of frequently observed fABad
coaching:

Bad Smell Why Doesit Smell Badly?

Continuousl y r esodl vi ninitial Aleading by exampteis OK. Part of

problems for them. Engaging adoer® for too  teaching comes through initial training.

long and continuously giving complete solutionHowever, any prolonged engagement &da@eio

Exhibiting commandandcontrol behavior. puts a client/coachee into a comfort zone anc
prevents learning, independence and autonol
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Commanding and excessive directive telling i
implies thata coach has an authoritative posit
with a client. This makes a client less
independent imis or herdecisions.

Assuming authoritative, lonlgsting position withA coach ends up generating financial benefits
client/coachee that does not translate timely inwhereas a client gains very little value
tangible results. Establishing depende.

Publicly criticize/scrutinize individuals of any This behavior creates hostility and mistrust

level, especially in presence of their superiors between a coacd individual clients/coachee
If a client/coachee feels comfortable to be op
coached in front of others, without becoming
defensive, they should explicitly invite a coac
do so before it is done in public. This is a key
sign of coaching immaturity

Using tearrbased metrics to judge individual teExcessive use of metrics is a simplistic false

members dichotomy. While certain health
checksl/indicators can be used as a way of
reflecting to individual teams, using the same
metrics to judge individua is counter
productive and misleading.

Using tearrbased metrics to compare teams toA prime example of local optimization,

each other, establishing competition between establishing croseeam competition will not

teams optimize the performance of thatee
organization and will instead encourage
information hoarding and closed communicat
patterns.

Getting involved in activities and feedback thatBeing ableto explicitly influence

influence individual performance appraisals, compensation/financial webleing of an

incentives, compensation, bonuses, promotionindividual is a violation of an individuéd safety
space. A coachégdesire to become autonom
and independent in making his/her own decis
will be significantly diminished. Individualwill
feel fobligated to follow recommendations of
coach. Recommendations will be perceived &
instructions/mandates

Quantify/numerically estimatéigtatus/checkba} Similar to the above: there is a huge human
things that cannot be quantified. Applying a  factor that is responsible for succesgfgjile
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implementation. A human factor is not
guantifiable and cannot be easily plotted on
scale. Checks and balances produce a $alsse
of completion (or lack of such). This diminishe
opportunity for continuous improvement.
Examples may include
AConverted to Agilebo

Tracking individual recommendations given to This is an indication o€ommandandControl,
clients/coachees and assessimgetommendatiormicro-management and lack of trust. Policing
are followed, reporting to senior management individuals and enforcing things to be done

when they are not.

contradictsAgile principles and prevenKaizen
adoption. This also erodes relationship betwe
coach and client/coachee. Also, if a ratio of
coaches to coachees is low (many coachees
single coach), scaling coaching efforts becon
challenging. Ideally, in cases like theséipallo
sydem must be used, insteadfiplusho: coachee
should pursue witlboach, proactively asking tc
provide feedback to their improvements, inste
of coach chasing them

Withhold views and observations about pivotalBy being a change agent and organizational
organizational dysfunctions froorganizational transformer, a coach is expected to speak op
leaders to avoid personal risks and repercussitabout organizational dysfunctions and

impediments that most of employees are not
comfortable discssing. This is paramount for i
coaching job. The job afoach is sometimes
risky. Therefore, in majority of cases, a coact
role is consultative in nature (external to an
organization), asoach must bring to light
organizational dysfunctions that mayt pucoact
in the position of scrutiny and/or criticigm
something that consultants care less about tr
full time employees.
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Are there better ways to teach?

Originally published orMay 13, 2017 | Locatiorhttp://www.keystepstosuccess.com/2017/05/284ife maineday-recap/

Whether you are a high school teacher, a college professor or professional training

instructor you prdoably always look for ways to increase value you bring to a classroom

Some of the questions you might be asking yourselfreege Hdiv do youenrich

st ud e-ddsse@iperiemcegHowdoyoue nsur e i nformation reten
fiHowdo youmakein-c | ass | earning more applicabl e 1t g
on the following three aspects of teachidgnamicteachingteachingfocus feedback

loop betweernteacherandstudents

Dynamic teaching

Every instructor must have a set of Learning Objestilkased on which training content
is built. Meeting these objectives deems succedsdining But there are different
schools of thought about educational learning:

B | o otax6n®myclassificationrmodelfor educationalearning(created by Dr. B.
Bloom in 1956) implies that human thinking goes through six evolutionary (maturity)
stageslf those stages weraapped tdhe Japanese martial art concepSHU-HA-RId
descriling the stages of learning to masi@rtheywould approximately group as
follows: SHU Remembering Understanding, Applying) = At r adi tHAonal wi
(Analyzing, Evaluating) = fAbr eaki nBl(Geeating)=t r adi ti ono
At r an s oo®ithdhésthmléng approach, to proceed to a next level of maturity, a
person must pass through preceding levidiss type of learning is

hierarchical/sequential and udimensional.

An alternative and more dynamic taxonomy ofieéag has been proposed by L. Dee
Fink, of theUniversity of Oklahoma, in hi$he Powerof CourseDesignto Increase
StudentEngagemenandLearning With this new thinking approach, instead of looking
at learning as a hierarchical and sequential journeyreaé it asa multi-dimensional
process, where each dimension is indepenaethican interact/overlap with other
dimensions in a Venthke style.The following are learning dimensions (categories)
proposed by FinkiFoundational knowledge,Application, Integration, Human
Dimension,Caring, Learning How to Learn.

All categories arendependent of one anothand within each category students can
advance to different degreef maturity. Within each of the categories, there could be a
critical minimum of learning objectives that must be met by all studethis is
something that isetided by an instructoBeyond this critical minimum, learning
remains dynamic and conditional acads i s bas
dynamics \hich may vary from audience to audience).

Teachingfocus
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Truth be told, in comprehensive musgssion courses (e.gollege or university), where
a professor has enough runway to buwifdher audience for more advanced topics, there
is a relatively low risk of shottutting/by-passing basics in favor of practical learning.

On the other hand, irhert, timeboxed professional training (e,.@.few hours or a few

days) there is a higher chance that foundatil@arning could be shortened by an

instructor in favor of topics that appear (only superficially) to have a more diredifeeal
relevanceln short training engagements, due to time constrains and a desire to jam as
much information as possible in a session, we see these sacrifices primarily made because
of thefollowing:

1 Instructorsar e pressured to del i vebrucikna xb ymutmh epirfa c
sponsors

f§ Students attend against their will, with]s:!
immediate solutions instead of learning how to find their.own

T Certain Ahoto topics that challenge current

omitted to avoid inflaming discussians

A good example of teaching focus loss would bégite training by arAgile consultant

where a class immediately focuses ontheirdey ay pr obl ems and fAbest o

(e.g, metrics, tools, techniques and wddkis), instead of learninggile values first
(e.g, human interactions, relationships, mindset, collaboration, compenssttion
[More informationhereabouttypical challengesvith Agile training]

By shortcutting to immediate practical implementations and offering réadse

Aunwandipnst al |l 6 solutions, trainers signifi
learning, devi®ping autonomy and capability of creating and owning their own decisions
(as opposed to Arentingodo from instructor).

Instead of working from outsidi@ (as per the diagram abqyestructors should strive
leading students from insigmut, by ensuringhat students understand core values first,
then build new principles upon values, and only then proceed to developing their own
practices.
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Teachingfeedbackloop

Il n 20 14Do niGue Melresdbatlo Tobi as Mayer described
direct feedback, whether positive or negative, jgdgment made by the giver on the

receiver. Being a judgment call, feedback is always subjective and is anchored to a

giver 60 s per s-centexdd views ahd ambitiohs. Here is an example from a

typical Agile training:

A positive feedback that is full of compliments, excitement and affirmation could mean

that a student learned in class how her role will become morevesngd, thanks to
overarching organizational changes. This i
positive feedback to an instructor, even though the class itself was not so great! Another
reason for a positive feedback could be that a student is toyimgjld a good

relationship with waworkoasitmtuetact ifom dwud ui €
with a hope that an instructor wil/l provid
superiors.

On the other hand, a negative feedback and critiflisis type of passive aggressiveness

is sometimes seen in anonymous feedback forms) could mean that a student learned in

class about something that will affect his personal daily work in ways that are not

desirable by a student (e.gequired additionaldarning, loss of control or authoritygo

while |l earning itself is deep and cl ear, &
consequences may lead to negative emotions and mental resastdtiugs, a negative

feedback.

According to Tobias, a much betiway to receive feedback from a classroom would be

by simpleobservation.]l nst ead of soliciting students?éo
should pay a lot of attention to-olass participation and interaction: studaminstructor
exchangestudentto-student exchange, questions and answers offered by students,
studentsod desire to |l ook for workatdl e sol u
good way to increase obijectivity of observation would be-shtdfle students during
trainingandre-create new working groups, segif in-class dynamics change,

subsequently, as well.

Another big advantage of learning by observing is that it allows for an immediate
adjustment of actions by an instructor anépplying changes made back to saene

group of students, without making it too obvious for studéfisexample, if an

instructor sees one berstudents being completely disengaged, she can ask a student to
change to another table or request teranswer a question posed by anothedsnt.

To summarize, currently, with so much information becoming a free commodity

available orthei nt er net , uni di r ecladsteachirgyis bewamihgléss cr i p
and lessffective.On the other hand, dynamic and interactive teaching, regddry

short feedback loops between a teacher and students, will be setting high standards in

future learning.
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Agility in HR
NYC Salary History B&vhat Does It Mean?

Originally published orNovember 13, 2017 | Locatiohttp://www.keystepstosuccess.com/2017/11/sglaryhistory-banwhat
doesit-mean/

OnOctober 31,2017 theMayor of NYC Bill de Blasio signedanewlaw prohibiting

companies in New York City from asking, se
history during the hiring processtom row on, violation of this law, by any NY-Based
empl oyer , wi | lunlatfal discringnateryl praatee. @@Pheasd, read more

about the\YC Salary History Ban.)

Below are some potential consequences ofléMsas it applies temployeescandidates
andanyNYC-based employing organizations:

1 If anindividual has worked for a long time at the same company and, while employed,
has acquired a lot of practicaperience/skillset, but unfortunately was not able to
secure compensation that was an objective reflection of her capabilities/expertise, she
may now seek employment at another company without worrying that prior, unfairly
low compensation will be a bendlark for her future offer.

1 If anindividual is a selbtarter/entrepreneur who has acquired a lot of
knowledge/experience in wagsherthanformal employment (e.gself-paid study or
research) and by doing so has significantly increased her profegsiatuaity, she
may confidently leverage these rightfully owned credentials when negotiating a salary
with her next employer.

g9 I'f an individual 6s goal Foa contréoutov(ahe Bved e e n
what she did, and did not want to lose hercgical skills) and never aspired to seek a
promotional/managerial positiGhsomething that usually leads to higher
compensatiod she may do so more freely without worrying that she will miss out on
a 0 comp-bangaidngd hbinp 6 at her Thiead mgaonshhati nt er v i
employees will be more experience/knowledgeking and less promotiseeking
sinceit is really an experiencandnot prior organizational position that define their
true seliselling power. Note: often, promotions are associateihwoss of hand®n
expertise in favor of managerial/administrative responsibiljties

g9 I'f an individual s full compensation congi

(the latter, often being too subjectisi@ceit is based omdividual performance
appraisalsthe efficiency of whichhasbeen proven as ineffective for many decades),
with a bonus representing a significant chunk of her full salary, shendbbave to

be concerned so much with her next employer trying to count in only her base salary
as a benchmark, while making an offénis will also, hopefully, drive companies
towards paying higher base salaries and away from subjective bonuses.

1 Recruitng agencies and staffing firms will have fewer opportunities to ask unethical
guestkHoown smu(cih wer e/ are you making at your
thatareof t en del egated to them by teomopani eso
wanting to balirectly associated with unethical behavidtarther, this may lead to
more transparency and direct interaction between hiring managers and candidates.

1 Companiesemployerswould haveto improve their vetting/interviewing/hiring
approachessignificantly by incorporating validation methodsand more
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reliable/objective assessmentsf candidatesto prevent under-qualified, low-

skilled individuals (someof whom may have strong negotiationsandii t a | tke n
t a Iskillg) from slipping through ¢ 0 mp a ddors andcausinginternal
problems. This may require conducting more practical tests,real-life simulations
and hands-on exercisesadministered directly by hiring areasand peers

coworkers. Further, this could alsoreducean amount of

subjective/administrative, error -prone and often unnecessaryscreening
processesusually handledby ¢ o0 mp a depatséntsthat are leastbenefited

from hiring highquality candidates but at the same timest benefited fromcreatingand
administering actual processes

In all theabove situations, the matempensatiometerminingfactorswill be these

1 Fromane mp | o peespedtise her professional competency, skill/mindset, ability
to produce tangible results and deliver business value

1 Fromane mp | o peespeotise:ability to properly assess a candidate for what she
is worth fiotfor whatshewaspricetaggedn herpas) AND clear understanding of
how much an employer is willing to pay for a given jola given candidate

The natural questionthat comesto mind: Doesthe new law have any relevanceto
internal hiring situations (when employeesnove around a company)?

According to theEmployer Fact Sheetthelaw doesnotapply directly to internal re
empl oyment (also, for most compani es,
managers of the same company).

Howeve, there could be some indirect implication: NYs@sed employers will probably
realize thaproperly educated (know the Law) employees will have more confidence to

ask a higher pay when they seek new employment interfalye new fic-ompensa
t hei

bargaining chipo for e mpdonfigeace that thay Willbeb e
able to get lgher compensation elsewhere, irrespective of their current compensation
(should their internal efforts not materializA% a result, to avoid losing good people to
their direct competitors, employers will probably revisit their compensation increase
stanards with regards to internalegnployments.
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Grassroots of Modern Command & Control Behavior

Originally published onJune 22, 2017 | Locatiohttp://www.keystepstosuccess.com/2017/06/grassafatsoderncommand
controkbehavior/

Examples of Command & Control behavior can be historically traced back centuries, to
the periods of dictatorship, imperialism, monarchy, feudalism and even further back to
more primitive social systemBlowever , for the sakeonlgds t hi
far back agheIndustrial Revolution of the last century. Back then, workforce
predominantly consisted of legkilled laborers that performed routine, mundane

physical work and managessipervisors that were responsible for setting goals,

assigning responsibilities, monitoring progress and praigiagalizing workers based on
individual performance (usingcarrotsandsticks approach)rhis type of management

was a classic example of what is knowmaglorianManagemen(Frederick Taylor),
according to which there had to be clear delineation between individuals that performed
work and individuals that controlled/managed work of othEnss type of human
relationship in work settings was also later describethasry X

ManagemenfDouglass McGregor), and it suggested that managers needed to use
totalitarian and neressive styleto ensure tight control over workers because the latter
would otherwise not work hard and efficiently enough.

Fast forwarding to modern daysé

Today we still have many examples of Command & Control behavior that shape
relationships among pele in modern organizationshis happens even in situations
where organizations have workers that are very highly skilled and intellectually
advancedMore frequently, this is seen in organizations that ateatl o Qranges
stateof maturity or lower.

While in part, modern Taylorian Behaviorism can be explained bylloags t i ng fc ul
i nheritance o |wehraffoventime,etfvauld beyinterestimg to look closer
at some specific root causes of modéay Taylorian behavior.

Although not exclusively, the examples below are more frequently observed between
individuals that are related to each other bydrigry (bossubordinate).

Insecurity about own job. Worries about own career growth.

A manager does not feel secure about his own positlua.could be caused by company
reorganization (e.gmerge, acquisition, flattening) and a manager feeling that his role
may be reduced or eliminatethis fear of becoming dispensable could be worsened by
realization of personal incompetence and/or lack of professional knowlEtiges
frequently seen isituations where managers, as they have progressed the hierarchical

S

t

ladder, have given up their hanaols skills and beame peop | e sCheexaanpl@a ger s .

of onebds o wn thgharusoff codeficrieti architeaywho wants to build his
own powertower of control tdiowno enterprise architecture (see graphic below).
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Typical Problems to Avoid:

E@ “The Cloud”

e Reliance on Chiefs-Sheriffs Power Point (PP) Architects / \

e Squads of PP Architects-Orbiters, surveilling Teams
PP Architect PP Architect
- Orbiter — Orbiter

e Separate reporting structures, just for architects /4

e Architects, not doing any development work} _ \
PP Architect

e Building architecture ‘towers’/silos

= Orbiter O

e Local Optimization in architecture e ‘:m..m.

~ Orbiter

e Architecture “away” from Business

PP Architect A

e “One-size-fits-all” architecture solutions W
Team Team
e Architecture work streams, backlogs, stories 7
e Reliance on expensive vendors - architects Team fe=n fee
PP Architect
6 — Orbiter
?) (<} &)
‘ l Attention: This graphic is a cartoon and its purpose is Team PP Architect
to expose a dysfunction through irony. This is NOT an — Orbiter
Y agila. invitation to experiment with this approach @

Avoid This: Brought to you by www.ke ystepstosuc cess.com

Misunderstanding roles of other people

A manager does not keep up with evolution of roles and does not understand
purpose/importance of some new roles that have emerged in a veeriida result, a
manager tries to fimapod new r cslicktsmeasureo ! d
and manage a subordinatis own lack of understanding could be frustrating to a
manager and, therefore, make him feel defensive in discussioreanl

responsibilities of his subordinates.

Compromisedself-esteemand desireto protect own status quo

While being a part of a larger organization, a manager might be getting a significant
portion of mistreatment in the form @ommand &Control behavior from his own
superiorsThis is where the desire to protect his own status quo and not to look defeated
in the eyes of his own peers and subordinates kickdhere is a growing need for self
redemption and the urde relieve builtup psyhological stress.

Note: All threeexamplesf theroot cause®f Command& Controlbehaviorabove
usuallyresultin amanagebecomingpassiveaggressivandseekingwaysto discharge
negativismontoothers.Typically,i o t hcemes theform of amana@ r @wvs
subordinatesyith thelatterbecomingdefenseleseecipientsof mistreatment.
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A lamGr e adampetitive stancefilribal Stage30o (D. Logan)

With the attitude ofo @l mamagreeatpearceiwe
someone who is smarter and greater than his subordimagperson that acquires a
managerial positiah through theskillful pursuit of a new vacancy (e,glue to

reorcanization force reduction) and/dhe experience to navigate organizational political
terraird mayfeel the need to demonstrate his superiority to otAergontinue being
perceived as a superstar dadtay in a spotlight of all events that can further multiply
his glory, as well as to be able to cl a
invention) as his owrthat type ofmanager keegphis subordinates at bay to prevent their
independent acancement and autonomy.

Individual resentmentand animosity towards other people

While not very common and rightfully speculative, there are situations when eatside
work relationships or individual perception outside of working environment define the
relationship between a manager and subordiatiken friendship, unsuccessful

romantic relationship, differences in personal values, norms or ldebdifsan impact
professional relationshgat work.A manager, who has an upper hand, may leverage his
supeiority to repress a subordinate in retaliation to unrelatedk mattersOn top of
being unprofessional, t hi s -spogsmanshiiker ¢ ou
conducto

Al_am Experto distrusting stance(distrust in competenceof others)

This could be viewed as the Comnarsbind i har m
control behaviorThis is more commonly seen in situations where a manager still has
sufficient handson expertise (e.gtechnical lead) andando work. Viewing himself as a

i s u-goerexpertd a manager usually prefers to
problems on hiswn, instead of trusting his subordinates to collaborate and come up with
shared decision& manageidoer prefers to make singh@nded decisions while

controlling actions and interactions of other peofgdajngt hat s omeoneos
perceivedas his personal failure.

Below isa System Modeling diagrarexample that illustrates relationshipmmmandand

control behavior with the reasons described apasevell asome additional system
variables that impact system dynamics.
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Incompetence / o Professional
kntlv(;:(egfge ac/j\gzrtlf_c:trf:ynt Lowered self- Being mistreated by Generally,
QF esteem and desire Command & Control unhealthy
\ = to protect own behavior of others working
Becoming passive Status Quo (past/present) environment
Job insecurity. aggressive
Worries about and seeking ways
career growth. I to discharge “Clearing air"
negativism onto and leaving
others “bad blood”
Trying to Manifestation of behind
> redefine / Command &
a[:;‘:z'ggg’gn trivialize Control Individual
and respect of other roles Behavior resentment and
other roles animosity
QF towards another
Feeling the person
o urge to
Misunderstanding Sgsgg:fy"zir ‘L am Expert’ Past “history’
roles of others oifiels d's(“;:s";‘,g, sance between people
SREPUEISM IR outside work
5 competence of settings
Orange S others) 2
Organizational | am Great
Culture competitive
stance of c o
“Tribal Stage 3" Fear that
(D. Logan) Oppressed Taking on more someone’s failure
People competing peto plle t‘rly e Lack of alternative giiLam Calalvsk a‘gm Zre;g:e;lcz‘iﬁ?e
for bonuses and IRleavs career opportunity / trusting stance B
monetary mobility
incentives

Detailed view &legend can be found hergtp://www.keystepstosuccess.comAwvp
content/uploads/2017/06/CLD_Command_Control_Behavior.pdf
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T h e Padt Bf 6IR

Originally published orMarch 10, 2017 | Locatiofttp://www.keystepstosuccess.com/2017/03ftpartof-hr/

Frequently, HR topics find their way into Agdemmunitiesand almost always become
heated discussions. Recenipd again, one such topic was raised in the global
community of Coaches and Trainers.

Truth be told, HR norms and policies are a direct reflection of organizational culture
(also,corollaryto structurgd and very much define human relationships within an
organi zation. This is why, very ofshipn, t he
A few weeks ago, d@017BusinessAdility, held in NYC, there was a strong reminder
about this by Fabiola Eyholzer.

Thereisawidelg har ed bel i ef that ,d her ihgisrnadrli y ad e fr
ARes@uricse no | onger appr dprefereothwemans@&r has it
resources implies that people are inanimate objects, machines, goods or services that are
simply actel upon by more intelligent resource managers. But resources do not think, do

not take initiatives, do not mature and do not-adifance. And humans do. So, how can

humans be just resource8Resour ceo was probably an accu
human in the early part of the last century, during the Industrial Revolution in the era

of TaylorianManagement(F. Taylor summed up his management efficiency techniques

in his 1911 booK he Principles of Scientific Managemgiack then, when most value
ofhumansd® work was in their mundane, unski/l
strong belief that decision making (done by higpaid skilled management) and

decision implementation (done by lgyaid, unskilled laborers) must be clearly
separated-dowever, in thetwentyfirst century of nanotechnology, artificial intelligence,

nuclear biology and galactic explorations, should humans still be considered as resources,

or ratherashumans?

In Agile organizations, where saifganization and sethanagement is one of the
fundamental pillars of success, referring to humans as resources becomes even more
misleading. It would be very inappropriate to consider a highly skilled,-fwostonal
Scrumteam membér who is expected to experiment, improvise, inspect and adagpt

a resource. It would be no less misleading to c8tram team or a few teams working

together on the same compl &x mMamadebgotwd BRAYG

fifteen resourceodnthisprojeco i s a nhmaget.or i an
And back to the acronym of HR: by-feabel i ng ARO i nto Relati on
of HR, as an abbreviation, so much stronger.

Indeed, how much more pleasant and comforting (psychologically, ofedomosild it be
for an average worker to know that there is an organizational area (department)
that strongly fosters importance of human relationships inside an organization?
Language and wording is powerful: it shapes behaviors.

For more references andlgications about HRelated topics, please visitis page

Gene Gendel, CELCTC, LSFT, CAL, CLP, CS@®Www.keystepstosuccess.com

s h



http://www.keystepstosuccess.com/
http://www.keystepstosuccess.com/2017/03/the-r-part-of-hr/
http://www.craiglarman.com/wiki/index.php?title=Larman%27s_Laws_of_Organizational_Behavior
http://www.keystepstosuccess.com/2017/02/2017-business-agility-conference-nyc/
http://www.keystepstosuccess.com/articles-hr-finance/

45

How to Cultivate-Shaped Developers

Originally published orNovember 13, 2016 | Locatiohttp://www.keystepstosuccess.com/2016/11Atowultivatet-shapee
developers/

Scrumteam.lt is a crossunctional group of developers that can deliver complete
business functionality (Afrom condhept to ¢
easiest way to make sure that a team is crossfunctional is to compose it of developers that
are initially multiskilled and possess both primary and secondary skillb. f®aople are

usually referred to ab-shaped wher e it he Tvrepresenttizeldepth afr o n
related skills and expertise in a single field, and the horizontal bar is the ability to

coll aborate across di sc (Wklpedmes with expert

There is a common misbelief thatshaped individuals are hard to fidere, are some
of the most frequently heard concerns that we hear from hiring managers and HR:

3t

1 M o gedple we come across do not have enough technical div@rsity

1 Al t itosfindhndividdals with certain skill set in a particular geographic area.
Best folks with a required skill set can be found only in a particularéarea

T AWe ar e h atimerroudging bur teamImembers to learn secondary
technologie®n the joho

Below are some suggestions faw to acquire or internally cultivate and retain good,
multi-skilled, T-shaped developers:

Frame job requirements clearly

Companies mustnsure that their job requirements clearly state that they are looking for
multiskilled workers.Jobs must be titled accurately, including the mentioning that people
are expected to work on Scrum teams, wear multiple hats, contridagenong of other

their teammates and activdgarnthemselvesStill, very commonly, we see job

descriptions that are titled in favor of conventional sirgglecialty roles (e.gBA, Java
backend Developer, QA or Architect)yhile commonly used buzz words, like&iled

and i &uno are still mentioned in job requirements, proper meaning of these words is
not communicated well enough and sometimes is simply misstated. Also, the importance
of having multiple skills is reduced by emphasizing titles of conventional, single

speialty roles.Therefore, it is not surprising that people that get attracted to such job
requirements rely merely on their original
appetitefor extended learning and becomingfaped.

Assesgandidatesproperly before hiring and askfor things that really matter

Today, in a typical hiring process, many companies still make too much emphasis on

things that matter littleThis is mainly due to outdated HR procurement methods and

hiring policies, but also, to some extelpecause companies rely on inadequately trained
recruiting staff(sometimes, externall hereforgob candidates get screened for wrong

things and under wrong conditior®mepregu al i fyi ng, #fAtempl atedo
fiAre you able to work under ste® Br éi you an out stCamydibaag per f
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gr eat t e aGanypddasgribe adifficufi situation and solution that you came up
wi t Ane so forth) have little to do with real job requirements and should be treated as
common sense.

The bggest downside of using such low value qualifiers in screening is that they cost
time and shift focus of both interviewaand candidates away from things that really
matter.Also, such phone screening by a single person, (¢Ryor hiring manager) are

more prone to bias and misinterpretati®mone screening could still serve some purpose

if it scope is reduced to something basic and much less time consuming. For
exampledet er mi nati on of a c apanmisdientoevorer | e g al
schedulig an inperson interview.

Note: Discussingcompensatiomangess notadvisableby phonesincesomestrongly
gualified candidatesvith slightly out-of-rangesalaryexpectationgnay getdisqualified
by screeningpeoplethatd o rhévethebestunderstandingf arelationshipbetween
A s e rvalueandcostofs e r vanddekoow wherecompensatiomangeshouldbe
tweakedfor aright candidate

It is more advisable to redutiene spent on phone screening in faveperson
interviews with inclusionopr act i cal assessment of i ndi
their crossfunctional capability and ability to operate in Scrum team settifgshat

end, it makes more sense todhxe an entire Scrum team (future team where a candidate
will work for) in multiple steps of an interviewing process, including assessment of

soci al , soft and technical skill s, whi |l e U

daily dynamics.

Pay devebperswell

G o o d ,-functional slevelopers are hard to fiad

There are no experienced Java coders
The best teeEastiCoasteftche IS acenn Boston

ot 3t 3

1
1
1
We hear these arguments a lot.

Truth be told, good developers can be foahdost anywhere; companies just need to
figure out better ways of attracting them. This includes, and often comes down to, paying
people fairly and competitively.

No single geographical place in the worl
a me kind.Certainly, some trends exist, perhaps, where workers relocate, as they follow
large companies that offer jobs. But often statistics that describe thesestretadten

out of proportion, data is misinterpreted and numbers are exaggéragedbility to find

best developers of one type, in one geographic area, most likely hints to another more

|l i kely theory: companies that claim the
for creating conditions for such disparity in the first place.
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Often, n pursuit of cheaper labor, companies consolidate all their developers of more
expensive skill sst(e.g, Java developer is more expensive than HTML developer) in the
cheapest geographic locatith at compani es donot createal i z e
the following challenges for Scrum:

1 Firstly, this goes against key principles of team collocation that are critical in Scrum:
consolidation ofll developers of the same skill set in @@®graphic location makes
it hard to celocate crosgunctional teams. Effectively, with this approach, companies
create collocatedomponenteamsattheexpense of cdocatedfeature(a.k.a.Scrum)
teams But it is the latter that is best for agile product development.

1 Secondly, being collocated with people of the same exact skillset makes it hard for

individuals to learn new skills from one anothec ondi t i on of- technol

breedingodo).

Ensurethat work environment and team dynamics support knowledgesharing
betweendevelopers

One of the most critical requiremetit&t ensure that individuals are willing to share
knowledge with their teammates while working is the existeneesafe collaborative
environment, free of internal competitiorhe willingness to crospollinate with

skillsess (and become -Bhaped) is much higher on teams and in organizations where
people perceive each other as mutually suppop@ezs, not as rival3his can be
achieved by strongly supporting ideas of collective ownership and shared responsibility,
by emphasizing the importance of team performance while discouraging individual
heroics, knowledge withholding and sil@rganizational cultures where individual
performance is overlgmpathizednd individual performance appraisals drive bonuses

andmonetaryinsensitve e mpl oyees o6 willingness to shar

and contribute to mutual-3haping, while delivering work together, is significantly
reducedMany other undesirable behaviors (elgstility, favoritism, etg are fregently
seen as well.

Thisfundamentaimprovemenin working conditionsrequiresstrongcommitmenand
supportof seniorleadership.

Provide internal career pathsfor hands-on developersto ensurelong-term

engagement

Today, a typical career path for a successful technologist regjuégrsacrificeof hands

on work in favor of managing other peodi®evelopers think that by becoming a

manager and getting in charge of more junior workeggwill increase their own chae

to be promoted, move up a hierarchical ladder and collect mor&Ipigyis commonly

seen in companies with very complex organizational structure€@ndhandand

Control environmentsuti t ldssseenin companies with less hierarchical, flattened
structures. This anxious pursuit to beconfema nanegceornt r ol 6 reduces
developers that can deliver value by performing hamwdwork.People are reluctant to
remain in the role of a developer for too long because it is perceived as stagnation of
professional growthAlso, people feel that it is more difficult to get a decent pay increase
by simply remaining in the capacity of a worker bdany good developers with already
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strong primary skillsetare reluctant to acquire additional technicallskiecause they
view this approach as a low return on investment, coasitarpursuing a management
role. To them, becoming a manger is a more certaintavgyow in ranks and in
compensation.

What can companies do to addrassndividuals reluctance afemaining in a role of a
handson developer?

Arguably, companies must decouple the process of promotion (gaining seniority,
reputation, organizational weight) and
tower o control

Individual workers must ha&vassurance that by keeping their hamagechnology,

deepening their primary technical skills and broadening secondary skills, they will not be
missing out on career advancement and ability to make a better R@ongle must also

be assured that by bmuing higher compensated, over time, while remaining in a
capacity of handsn doers, they will not becaran easy target for downsize/force
reduction in favor odyounger and cheaper workforce that will come from colleges and
universitiesHere, a stronet is being made on the assumption that senior hamds
workers with longer industry experience will have much more technical expertise that is
coupled to business domain knowledgeomething that shall make their higher pay well
justified by employers.

Again,this organizationalchangeis dependentn decisionghat comefrom senior
echelonf organizationalstructures.
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Bad Smells: Appraisals and Performance Reviews Influenced by
Agile Coaches

Originally posted on: 26 June 2014 | Locatibtips://www.scrumalliance.org/community/articles/2014/junefiaellsappraisals
ard-performanceaeviewsinfl

Agile/Scrum coaches should not position themselves in ways that will give them an
authoritative role within the organization where they coach. Otherwise,
organizations/people who get coached will not gaindasgng learningThey will view
coaches a8 @mmand andcControlo figures, and this will lower their chances of
developing their own seBustainable Agile practices and Kaizen culture.

Organizations may expect, at mostod-term improvements that are based on directives
and commands of such coacheshis bookThe Culture GameDaniel Mezick very well
describes the db and dods of an Agile coach (Chapter 17). This philosophy neatly
applies to Agile coaches who operate as consultants. How about coaches who are no
longer consultants?

The situation becomes even more challenging for Agile coaches who join organizations

as employees after operating for a while as consultants elsewhere. Here, coaches may get
drafted into activities that would conflict with the basic ridéengaging as a coach.

When such situations arise, a good, mature coach who is familiar withGharabl o 8 6 t

of his profession and who has been through various stages of coaching (teaching,
coaching, advising) should try his best to maintain his aogahtegrity and

professionalism in his actiodsresisting such drafting.

Here is an example of such a challenge: being requested to ppevidemance

appraisal feedbacto individuals who are being coached. (This is not to be confused with
constructiveone-on-one feedback that coaches are expected to give to their coachees as
part of the coaching/mentoring/counseling process). Here the reference is made to a
formal process that many organizations have in place for evaluating their employees in
ways thaimay impact those employgesompensation and career development.

Drafting a coach into such position will create a serious conflict of interest for that coach
and will ruin his ability to influence the natural growth and evolution of learning among
the pople who are coached; this is damaging to a coaabhee relationship.

Impartiality and neutrality of a coach is highly importantlyoby remaining neutral and
non-authoritative will a coach be able to help the organization and its employees to self
discover, selimprove, ando become autonomous in their journey to success. Even if a
coach becomes a part of an organization, he should strive to preserve some key
specifications of the coaching profession.
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