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Let’s find a way to

Make it Easy
L\ mism
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“The value of
another’s experience
is to give us hope,
not to tell us how
or whether to proceed.”

Peter Block

My First Job

Watering Plants in a Nursery

Two

Responsibilities 4 \'
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Responsibility One:
Water the plants.
Not only keep the
plants alive,

but provide an
environment where
they can thrive.
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Responsibility Two

Pay Attention.

Each week find something
we can do better.

@f} x Take action. i,
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Tiny Improvements, over time,
provide a compounding effect.

1% improvement per day
for a year results in 37.78
times with compounding

RESULTS

1% IMPROVEMENT

1% DECLINE

TIME

James Clear — Atomic Habits




Let’s Have a
Tiny Improvements Habit

Let’s explore
why we find it
so hard to get
those tiny
improvements
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Unfortunately, as
simple as this
seems, it is very
difficult to
achieve.
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...and why things
are hard to
manage.
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Exercise: What makes things difficult?

What gets in the way
of effectively getting
our work done?
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I’ve done this
exercise hundreds of
times with thousands

of people

iilM@s s
What getsin =~

the way of |
effectively =
getting our
work done?
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A short list of things that
can destroy effectiveness:

Fatigue

Hunger

Personality conflicts
Personality clashes
Missing requirements
Missing resources
Insufficient resources
Monolith architecture
Cumbersome processes
Disagreements

Poor working conditions
Too Much Noise

Too Quiet

Context Switching
Workflow interruptions
Onboarding

Negativity

Not taking enough time
the first time.
Communication barriers
Lack of knowledge
Lack of skills
Needless meetings
Waiting on clarification
Lack of motivation
Fear
Lack of plan
Upsetting work environment
Lack of context/understanding
Indecision
Doubt
Distractions
Analysis paralysis
Bugs
Snow days

Not everyone is on the
same page
Not knowing something
External dependencies
Unclear requirements
Unclear expectations
Unrealistic expectations
Time zone differences
Waiting on other teams
Lack of work backlog
Interacting with others
Dependency on other teams
Waiting on dependency
Technical blockers
Scarce materials
Not knowing how to
do something

What have we learned?

n

There are Many “Problems

They are Persistent

They are Everywhere
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Let’s consider:

Nth Iteration

Why so many?
Why so persistent?

Why so pervasive?

We worked Hard to get better

We worked hard to get better at
estimating.

We worked hard to better
understand the requirements
before working on them... and

‘then to control changes.

First Lessons Learned (6 week)
1- Our estimates were off.
We need to get better at estimating.
2 - The requirements weren’t clear when
we started
We need to get better at understanding
requirements
3 - The requirements kept changing.
We need to control the changes

19



The Cycle of Continuous
No-Improvement

5 ;%53 |
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I suspect
these are all
symptoms,

not problems
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Problems or Symptoms?
...and beyond
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We can’t
‘“solve”
symptoms.




g\ At best
we are
hiding
the
problem

Often today’s
solution

is tomorrow’s
problem.
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Let’s consider a much bigger
conundrum:

Can we ‘“solve”
problems?

Things are hard
to manage
because...

we focus on
solving
problems.
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The Misplaced focus of Management

Management is often
focused on “solving
problems”
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The Misplaced focus of Management

One big “problem”:

It’s hard to manage
’ things.

The Misplaced focus of Management

So we think we need to
solve for that.
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The Misplaced focus of Management

And we think the solution is:

Let’s make it easy to
manage things.
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“So much of what we call management
consists in making it difficult for people

to work.”
~ Peter Drucker

Beliefs and Biases
Go Hand-In-Hand
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Beliefs

LIMINAL
THINKING

Create the Change You
Changing the Way You Think

.‘/9

4y
DAVE GRAY

Losond Ly Fichond Suud Woanan,

Dave Gray

Liminal
Thinking
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BELIEFS

JUPEMENTS

THE
[ARDIVA

THEQRLIE S
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.

REALITY

(THE UNKNowa BLE)

Things are hard
to manage
because...

What we
believe is
based on a
thin thread.
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Biases

37
THE
N 0BVIOUS
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Beliefs are necessary.
But also limit us.
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..............

By Jm3 - Own work, CC BY-SA 4.0, https://commons.wikimedia.org/w/index.php?curid=57942404
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Here is an example
of a belief that
limits us
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Confirmation Bias

Biased search for information

Biased interpretation

Biased Memory
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. We believe we’ve
succeeded
because we are
so brilliant
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THINKING,
EAST - SLOW Kahneman
— , o
DANIEL Thinking Fast
KAHNEMAN and Slow
45
45
Kahneman

Great Success =
a little more talent
+ a lot of luck
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Kahneman

Success =
talent + luck
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Things are hard to
manage
because...

Success is more
about
randomness and
serendipity than
anything else...
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... but when we
“succeed” we
think it is
because we did
things right.
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Exercise:
What beliefs or biases have you seen that might be
interfering with our ability to make good decisions?
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© 2019- Woody Zuill

Things are hard to
manage because...

It’s human
nature to believe
what we already
(or want to)
believe
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Systems
and Domains
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“A system is an
interconnected and
interacting set of
elements that
achieve something.”

A very simple and
quick definition of
“system”
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“Systems can be nested within systems.
Therefore, there can be purposes within

Systems within ,
purposes.

Systems

Donella Meadows — Thinking in Systems
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Levels of
Systems

The Work Itself

The System
of Work
(Defined or
undefined)

We are making
a sandwich

The steps we
follow to make

the sandwich
The System

Scheduling, of Management

organizing, planning,

decision making The System

Why are we making of Purpose

sandwiches?
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A problem that
Levels of manifests itself
here
Systems
Must be
Symploms addressed
here

Symptoms?
Or maybe out

57

Things are hard to
manage because...

We rarely
understand at
what level the
problem is
located
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h
Symptoms?? -
Or maybe
even way
Symptoms??? out here.
58
and at which
level it can be
addressed
60
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and things
aren’t as
isolated as we
think they
are.

It would be
nice if things
were this
simple
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A bit more about
the nature of
systems

64

1G:



7/18/2020

A working complex
system has invariably

evolved

from a working
simple system.

John Gall — The Systems Bible

“An important function of
almost every system is to
ensure its own ¢

perpetuation” -

Donella Meadows — Thinking in Systems

Andrea Zuill © 2013
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“The idea of making a
complex system do just
what we want it to do
can be achieved only

temporarily,

at best.”

Donella Meadows — Thinking in Systems
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Things are hard
to manage
because...

The system is
good at
perpetuating
itself.

68
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It does this by evolving.

Not intervention.
Let’s consider Cynefine

Domains

Not transformation.

It won’t change as
we would like!
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Complicated
Cynefin@ Compl ex sense-analyse-respond Clear
Domains Srobesatie-sespand Governing constraints

Good

Enabling constraints

Exaptive

Clear

sense-categorise-respond

Chaotic

act-sense-respond Fixed constraints
Dave no effective constraint Best

Snowden Novel

71 72
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The tactics and
techniques we use
will vary from
domain to
domain.

E——

7 _E;.}Chaotlc
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Things are hard
to manage
because...

We often don’t
understand the
domain of the
problem

Review:
Let’s have a tiny improvements habit
So many things get in our way
Problems vs Symptoms
Wrong focus of Management
Beliefs and Biases
Luck vs. Talent
Systems and Domains
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Tiny Improvements, over time,
provide a compounding effect.

80

"N



7/18/2020

1% Per day for a year
resultsin 37.78 times
with compounding

RESULTS

1% IMPROVEMENT

1% DECLINE

TIME

James Clear — Atomic Habits

Working Harder
versus
Working Smarter
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Nobody Ever Gets Credit
for Fixing Problems that

Never Happened:
CREATING AND SUSTAINING PROCESS

IMPROVEMENT

Nelson P. Repenning
John D. Sterman
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Working harder, or smarter?
e -
84
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Working Harder

Effort Capability

Time Spent Improving

e X

Time Spent Working

— Time — Time

Actual
Performance
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Working Smarter

Effort

Time Spent Improving

N X

Time Spent Working

Capability

85
Spend more time increasing capability
than in “doing the work”
'
Andrea Zuil, copyright 2017
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Actual
= Performance

86

Let’s make it as

easy as possible

for everyone to do

the best they can

possibly do.

o
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What is one thingIcan
do today that would make
something we
need to do tomorrow
easier or unnecessary.

Gary Keller - The ONE Thing
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Still...
The system resists
change.

So is it hopeless?
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The Bubble
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CUIture bubble ABLETO
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NEW ORG.
CULTURE
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Introduce the
chance for small
working systems

to evolve.
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A Rapid Introduction to e g

Mob Programming

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

in the same space...
at the same computer...
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Gather together people
with all the needed
skills and knowledge
§ i » A &)
- Y
Completely Different, All Together
100
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It is NOT:
5 people watching 1
person coding.

101

... And what it looks like from the back. m everyone~ [ Webcams v @ Zoom: 9%+ [B] Sereenshot  [=] (L] Use two screens
Or like this

SR P - -] oebg - Aycry - bsanc| s it

using ApprovalTests.Reporters;

using ApprovalTests.Winforms;

|using ChartSmart;

| using Microsoft.VisualStudie.TestTools.UnitTesting;

“namespace ChartsmartTest

{TestClass)
[UseReporter (typeof(ChipboardReporter), typeof(DiffReporter))]

references
public class ChartSmartTests

[TestMethod]

© 0 reterences. 3
R et im0 Newport Beach, CA - Belo Horizonte, Brazil

Assert.AreEqual(l, 1);

o

103 104

o ¥y



How it Started.
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How we “discovered”
Mob Programming
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The object isn’t to make art,
it’s to be in that wonderful state which
makes art inevitable
Robert Henri
107
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Big, Nasty Problems
ig, Nasty Projects
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Andrea Zulll © 2013
108

37



They
wanted
a hero

Illustration © 2015 - Andrea 2l
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“So much of what we call management
consists in making it difficult for people
to work.”

~ Peter Drucker
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No Interference

I can cancel or postpone
any work

No Estimates
No Projects
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Let’s figure out how to
work well together

mobprogramming.org — lllustrations © 2012-2016 Andrea Zuill
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The people doing the work can best
determine how to manage that work

lllustration © 2014 - Andrea Zuill
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We must
learn to [
recognize
“bad code”
and what to
do about it.
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113
Weekly Team Practice Session
3 hours every Friday
@ _
115

Using a Coding Dojo style
of deliberate practice

Andrea Zuill © 2015
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We focused on
getting good
results from our
retrospectives
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Turn Up
The Good
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Let’s stop trying
to solve probems

118

Pay attention to
what is going well
and find ways to
turn that up.

119
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Then one day...
It was time to resurrect

one of those
Big, Nasty Projects

Lots of

unknowns &
lurking
under the Yo
surface.

We gathered everyone together

For a meeting to decide who should
be working on this software.

lllustration © 2014 - Andrea Zuill
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Working on it together

124

21



At the end
of the day...

Ilustration © 2013 - Andrea Zuill
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This combination of little ideas...

Let’s figure out how to
work well together

The people doing the work can best
determine how to manage that work

The object isn’t to make art,

it’s to be in that wonderful state which
makes art inevitable

Robert Henri

lllustration © 2012 - Andrea Zuill
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The End
T gl

@woodyzuill

lllustration © 2012 - Andrea Zuill

© 2013/2014- Woody Zuill
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Let’s find a way to

Make it Easy
_J i _wmRo_
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