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Praise for The Agile Culture

“This is the Agile book I've been waiting for. Enough with the rituals of process. Let’s get into
what really matters—creating the culture that teams need to thrive.”

—Marty Cagan, founding partner, The Silicon Valley Product Group

“A book full of practical tools and real-life stories—a great resource for every leader involved
in a serious Agile transformation.”

—Hendrik Esser, director of portfolio and technology management, Ericsson

«c

What is culture? How do we create a culture? What are our cultural problems?” These
questions can have lofty, philosophical, theoretical answers that sound profound. Unfortu-
nately, profundity rarely gets the job done. The authors have once again broken an important
topic into easily understood parts. Not only do they make the questions understandable, they
provide specific, actionable techniques for answering the questions and addressing the chal-
lenges. This book is as much a how-to as it is a what-is-it and a why-do-I-care book. Every-
body who is in a leadership role, or deals with people in leadership roles (that'd be just about
everyone, right?) should read this.”

—Steven “Doc” List, vice president of learning, Santeon Group

“The content is phenomenal! Just an incredible distillation of years of experience.”

—Christine DelPrete, senior director of technology, Amirsys, Inc.
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FOREWORD

“It’s all about the people . . .”

Change, or any transformation activity, is daunting. As experts tell us,
“You don’t change people, you can only change the process.” So how do
we, as leaders, motivate and inspire our employees and organizations to
change?

Command and control leadership limits creativity, broad thinking,
and the ability for us, as leaders, to get the most out of the talent in the
organization. The Millennials that we hire today are very social, and they
interact and learn through social means in a very virtual and boundaryless
hierarchy. Large organizations, by their very own weight, are not nimble.
But in today’s social/cloud/mobile world, organizations need to experi-
ment and pivot more rapidly. To compound this dilemma, process tends
to govern too tightly, with every exception or edge case being overman-
aged. Process becomes a controlling means to an end and not a guideline.
Organizational outcomes tend to be measured in vanity metrics. Trust is
completely eroded, and creativity is muffled.

Dealing with this requires a shift in our leadership model: a move from
command and control to a collaborative model that builds trust and pushes
ownership and decision making deeper into the organization, while retain-
ing a good balance of process and policy. The outcomes demonstrate an
organization with energy and creativity, surfacing the talent and resilience
to innovate and pivot as the business dictates.

I like this book, and the authors, because these ideas have been applied
successfully with groups within IBM and within elements of Pitney Bowes.
With the help of many employees who piloted the initial workshops, the
authors polished many of the early models and refined them to the point
where they were able to publish them for this book. Additionally, the
authors provide metrics that can help you know whether you are on the
right path to building a high-performing, collaborative team and creating
a culture of trust.

Xv
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FOREWORD

Now, what do I have to say about the authors and why I admire them
for writing this book? Paul Gibson and I worked together from 2007 to
2010 at IBM. He is truly a proper British gentleman. He helped me with
the Agile adoption initiative—during which we trained, in 18 months,
more than 8,000 employees on Agile approaches—resulting in over 60 per-
cent of projects using Agile. The success of the Agile adoption is directly
correlated to his passion and commitment to the IBMers and their wanting
to get off the dreaded six-month project death marches. As we rolled out
Agile at IBM, it highlighted the need for better communication and col-
laboration. This is how I met Pollyanna Pixton and Niel Nickolaisen.

The mold was broken when Pollyanna Pixton was born. For a person
of short stature, she packs a mean bark but no bite, and a sense of having
fun all the time. Her passion is improving leaders and giving them tools
to succeed. I met her at an Agile conference and sat through her “Collab-
orative Leadership” lecture, in which she spoke about moving away from
command and control to collaborative leadership. I thought this would
dovetail nicely with the work Paul and I were doing at IBM. Pollyanna
had cofounded Accelinnova with Niel, so they came as a package deal.
Niel, another proper gentleman, but from Utah, created a model to help
teams set priorities and backlogs, and that ensured that teams were build-
ing value, not just building stuff. When an opportunity presents itself, I
fondly goad Pollyanna as she and Niel teach collaborative leadership. I tell
the participants that Niel's content is “hard but straightforward” and Pol-
lyanna’s is the soft, fluffy stuff. If you want to see a short woman, dressed
in black, go ballistic, just tell her that she teaches only “soft” stuff.

These three folks are dear friends who have helped me through my own
transformation, and I thank them for that. The models illustrated in this
book show how leaders can overcome obstacles (people or process) they
face to build a culture of trust and high-performing collaborative teams.

I hope you enjoy the book and have the opportunity to apply the con-
cepts. I certainly make every effort to apply them at each company I'm at
or to each client I'm working with.

—Sue McKinney, vice president, engineering backup and recov-
ery at Symantec, and former Pitney Bowes and IBM vice president of
development



PREFACE

Given today’s rapidly changing business cycles, it is essential that leaders
transform their organizations to be value-driven, responsive, and incred-
ibly agile. The largest barrier to Agile adoption is not knowing how to
change the culture to one focused on learning how to delight customers.
This book provides and explains tools and models that leaders can use to
create the vision for and implement this culture transformation.

It is not easy to go from a date-driven, internally focused culture with
its false certainties to a value-driven, customer-focused, agile culture.
Given the choice, most people choose the status quo. Many people go
kicking and screaming through the transformation. Some people or orga-
nizations won't make the transition at all. Through our experiences in
technology companies (IBM, Pitney Bowes, and others) adopting Agile, we
have developed a set of proven tools to help organizational members at any
level create a culture that embraces and fosters Agile methodologies and
delivers products customers love. These tools lead to a culture of continu-
ous innovation, transparency, trust, living with uncertainty, proactive risk
management, and improved decision making.

Value Proposition

This book is a handbook on how to create, move to, and maintain a culture
of energy and innovation. We cover

Creating a culture of trust.

Helping teams take ownership and not taking it away from them.
Aligning the goals of the teams with the business goals of the
organization.

Dealing honestly with ambiguity and uncertainty.



PREFACE

We start by setting the stage in Chapter 1, Unleashing Talent, by dis-
cussing why we need to unleash the talent of everyone in the organization
and why the combination of a culture of trust and everyone knowing and
owning results is the foundation for innovation and motivation.

Then we turn to an in-depth discussion of the Trust-Ownership Model
in Chapter 2, Trust and Ownership. In Chapter 3, Building Trust and
Ownership, we look at how to create, maintain, and move to a culture of
high trust/high ownership. This includes the need for business alignment
and for dealing honestly with ambiguity and uncertainty. The tools you
will need for trust and ownership are found in Chapter 4, Trust Tools, and
Chapter 5, Ownership Tools. In Chapter 6, Business Alignment Tools,
we cover tools to help you ensure your goals and the goals of the team
are aligned with the goals of the business. Chapter 7, Dealing Honestly
with Ambiguity, presents the tools to deal honestly with ambiguity and
uncertainty.

It is not an easy transition. Many people don’t want to change. Many
believe that if things are working effectively enough as they are, why
should they do something differently? When this happens, we call it “hit-
ting the wall”—a term we use to describe any obstacles and resistance you
find to changing the culture. Where the walls might appear and what to do
about them are covered in Chapter 8, Tools to Deal with Walls.

Metrics are important in assessing and driving progress, but metrics
can be a wall if they work for the old culture but do not work for the new
state. We dedicate Chapter 9, Metrics, to developing metrics for the opti-
mal culture and discuss why they are important.

Finally, we provide an extensive case study in Chapter 10, Case Study,
that covers all the principles in this book, helping you to see how you can
use them in your organization.

Because many of the tools have multiple uses in getting you to Energy
and Innovation, Appendix A, Quick Reference Guide, is a quick reference
highlighting which point (trust, ownership, alignment, or ambiguity) the
tool applies to and in which chapter its use and description can be found.
Appendixes B through E provide worksheets, processes, and metrics for
helping you move in the right direction.
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UNLEASHING TALENT

The Big Ideas

m In today’s rapidly changing world, we need to unleash the talent of
everyone in the organization.

m The combination of a culture of trust and everyone knowing and
owning results is the foundation for innovation and motivation.

Who Moved My World?

Perhaps it has always been this way: Some organizations rise and then fall;
others do well, plateau, and then somehow hang around; still others bring
it together and then stay for a long time as leaders. However, today these
cycles move so much faster. We often joke that the title of the next great
business book should be “Good to Great to Gone.”

In our quiet moments we ponder the reasons for this acceleration in
hopes of finding ways leaders can help their company succeed.

Certainly the ubiquity of technology drives part of the change. Every
aspect of life is now digital: the books and newspapers that some of us still
read; the games we play; the way we communicate with each other and
our customers—it has been years since we wrote a letter. The work tools
are now all digital. We review and approve expense reports from the tiny
screens of smartphones—usually while pretending to listen to coworkers
during a meeting! A common theme among technology analysts is that the
technology part of the marketing budget will soon outgrow the budget of
the IT department.

Consider also the ways in which we are incredibly connected. We can
collaborate with almost anybody in almost any way at any time. We now



2 CHAPTER 1 UNLEASHING TALENT

pull off major projects with people we never meet in person. The ease and
fluidity of collaboration mean that ideas flow much faster and get imple-
mented much faster. All of this has us hurtling onward.

We also think the instant availability of any and all services contributes
to the constant dynamic nature of this new normal. There is no need to
wait for the things that used to take some time—and thought. If you need
anew business application, one exists for you from someone. If you need to
create a new application, the development, test, and production environ-
ments are just a website and a credit card away.

The net result is constant change at an increasing pace in an environ-
ment of incredible uncertainty.

Just a few years ago, a major consumer technology company was
declared to be the most innovative company on the face of the earth.
Today, the same people who made that claim are saying that the company
has lost its way. What happened? A competitor developed a new product
that is taking market share away. We suspect this cycle will continue and
include other companies that come up with something new and amazing.

With technology everywhere and changing all the time, our jobs, cus-
tomers, and competitors can change in an instant. In this world of rapid
change and ambiguity, what hope do we have of keeping up? What can we
possibly do?

We propose that in the midst of this accelerating change, some things
become very important.

The Power of Trust and Ownership

Now more than ever, we need to unleash the talent of individuals, teams,
and organizations. This might be the only hope we have to not just survive
but thrive. But, too often, we put a wet blanket over the fire of innova-
tion and motivation. In the midst of uncertainty, we attempt to control
outcomes by controlling actions. In a state of fear, we insist on obedience
to what has worked in the past—even if it no longer works. We somehow
believe that rigidity results in predictability. Worried about the future, we
become opaque rather than transparent with our teams. And when push
comes to shove, we doggedly trust just ourselves and our instincts.

We have always believed that no one person can know everything and
needs to rely on the talents of others to be successful in a role, on a project,
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or in the marketplace. With the increasing pace of change, trusting each
other is critical. It is impossible for a person to know it all and do it all when
it is all different.

We maintain that highly motivated individuals and teams who are pas-
sionate about delivering results will figure out what to do and make sure
the right things get done. If such people understand what needs to be done
and why it needs to be done and have the tools to succeed, miracles seem
to happen. And, given the ambiguity that accompanies the decisions we
make, we need such miracles.

We wrote this book for two reasons. First, we want to share with you
the power of leading with Trust and Ownership. Second, we would like
to provide you with specific, pragmatic tools we have used—and believe
you can also use—to create a culture of Trust and Ownership. The com-
bination of Trust and Ownership unleashes individuals, teams, and orga-
nizations to do amazing things—even and particularly in the face of rapid
change and uncertainty.

Let’s start with an example of how one rather unremarkable e-commerce
team used Trust and Ownership to do something that had never been done
before.

The company was deeply worried about customer retention. In paral-
lel, the e-commerce product team had low credibility. After all, thought
company management, customer retention is low because the web team is
just not that good. When we say that the e-commerce team was unremark-
able, we mean that the team was stocked with good, solid, hard-working,
capable people. Not a single member of the team would have initially been
considered some king of e-commerce or a customer retention superstar.
The team had been through its share of turmoil. The company had tried
different leaders and structures. They had moved the team into and out
of different parts of the company. But not much changed. Some members
of the team found other jobs and quit but most stuck around. Like we
said, rather unremarkable. Finally, because nothing else had worked, the
company became desperate and moved the team to be part of the informa-
tion technology (IT) department. After all, e-commerce used technology;
therefore, IT seemed the natural place for the team. This was not a con-
scious move but it started the team and the company on the path to doing
what had never been done before.

The head of the IT department, the chief information officer (CIO),
was not sure what to do with the team and so put the entire lot into the
application development team. Steve, the newly announced manager of
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the application development team, took the change in stride and, not
knowing any better, treated the e-commerce team like everyone else in
his group. Let’s pause for just a moment. He treated them like everyone
else in his group. What did that mean? Steve was a leader who believed
in the power of Trust and Ownership. He did not pretend he knew much
about e-commerce (although he did). He did not believe the word on the
street that the e-commerce team was ineffective or rudderless. He treated
them the same way he treated everyone else. Steve figured that all the
team needed to thrive was to own the results (but what results?) and to
be trusted.

Steve met with each member of the team individually and then met
with them as a group. In every encounter with them, he affirmed that he
knew they were talented and knew what to do. He spent time with them
explaining the company’s goals and how both the IT department and the
application development team directly supported those goals. He encour-
aged them to think big—really big. He asked them to link their work to the
company goals. He shared his concerns about customer retention. He did
not offer solutions but asked questions like “When it is too late to recover a
lost customer?”, “When do you think a customer first starts to think about
leaving us?”, “What are the indicators that a customer is trending away
from us?”, and “How soon could we pick up those indicators?”

Steve posed such questions at what seemed to be random times. Dur-
ing a project review, Steve might gaze out the window and ask, “I wonder
if there is a way to detect customer dissatisfaction before customers even
make their dissatisfaction known to us?” He would then return to whatever
he had been doing. But the team got the message; Steve was somewhat
consumed with customer retention.

Steve showed the team he trusted them. This did not mean he was soft
or a pushover. If the team told Steve that they would get something done
by Friday, Steve expected it would be done by Friday. If it was not done by
Friday, he wanted to know why. Steve did not accept excuses. If the team
did not deliver, Steve wanted to know what the team would do differently
the next time to make sure that they would keep their commitments. But
if the team told Steve what they would get done, he left them alone to do
their work.

Steve pushed ownership to the team. If the team had a problem,
Steve would help them diagnose the issues without telling them what to
do. He would say things like “This one is going to be a real challenge. I am
really interested in what you come up with the solve it.” At first, the team
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was not comfortable with this approach—after all, the team had been
kicked around enough that their confidence was low. But as time went
on and they resolved issues, their confidence grew. As confidence grew,
the team started to think about customer retention. After all, they were
the e-commerce team. Customers used their products to search, review,
reject, and purchase the company’s products. If they did not have insight
into the mind of the customer, who did?

As the team worked on various projects, they thought about how those
projects might be used to somehow, someway improve customer reten-
tion. The only data available to the team were traditional web analytics
and click stream data. This helped them understand the navigation and
friction points with customers. Could they leverage this to improve cus-
tomer retention? In their product and project planning, they started to
brainstorm about customer retention. They started by asking some “what
must be true” questions. In their case, what must be true in order to detect
which customers are thinking of leaving us? They jotted down things like

m We need to know their previous buying patterns.

m We need to know their previous website navigation patterns.

m We need to know their full customer service history.

m We need to know what products they returned.

m We need to be able to match the patterns of similar customers.
m We need to profile customers into behavior patterns.

In reviewing their list, they realized there was a whole bunch of infor-
mation that they needed but did not have—yet.

Their next what must be true question was “What must be true in
order to get this information?”

This list included

m We need to rope people into the project who can get us the
information.

m If we don’t have the information, we might need to develop ways to
get the information.

Their final what must be true question was “Even if we have the infor-
mation, what must be true in order to use it?”

They had only one answer to this question: We need analytical tools that
we can use to profile and then predict the behavior of individual customers.
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At this point it was time to talk with Steve. The team met with Steve
and walked him through their approach and logic. Steve offered a sugges-
tion here or there and then asked, “What do you need me to do in order to
move this forward?” The team needed someone on the project who could
get the team the information. They would also need Steve to allocate bud-
get for any analytical tools. Steve told the team that a member of the data
team had expressed interest in doing some type of customer analytics and
told them to see if they could convince this person to join. As you might
expect, this person came immediately on board.

Having assembled the team, the group now needed to figure out how
to operationalize their approach. They were dealing with an incredible
amount of uncertainty. First, would the approach even work? Second,
could they get the data they lacked? Third, would the data be meaningful
enough to provide insight? Fourth, would the analytical tools work? Fifth,
would the analytics yield answers that would increase customer retention?
How could they best deal with this massive uncertainty? It was time to
spend more time with Steve.

The team presented these challenges and asked for advice. “Hmmm,”
answered Steve, “when I am confronted with a lot of uncertainty, I think of
how I can break things into phases. During each phase, I eliminate at least
one element of uncertainty. So you might want to think of what small steps
you can take now—no need to invest a great deal of resource until you
have more confidence that this will work—to find out what will and will
not work. You can then increase your investment as uncertainty declines.”

The team got back to work and laid out what they thought was a logi-
cal, phased project plan that moved the project toward the end goal while
also reducing the uncertainty of the future phases. They returned to Steve
and showed him the plan. Steve asked some questions that helped the
team refine the phases and they started work.

In the first phase, the team assembled the data they thought they
needed. Most of the data was available but not in a consumable form. So
the team took a slight detour and added a phase that incorporated data
conditioning to the project. The first phase also identified a significant gap
in the data. In order to group customers into similar patterns and profiles,
the team wanted to get demographic and psychographic data that the com-
pany simply did not have. How could they get this? How much of this data
did they need? And could they get by without it?
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They identified their options:

m They could, at a pretty high cost, buy the data. But it might be fool-
ish to incur the costs on an analysis that might not even work.

m They could buy the data for a subset of customers and use this as a
test to validate the approach.

They had agreed to purchase the subset of the data when a member of
the team asked, “How many of our employees are also customers? If there
are enough of us, could we collect the data from employees and use that
as our data subset?”

The data team ran a query that showed enough employees were also
customers. But how would they get the employees to offer up their per-
sonal data?

The team went back to Steve and explained what they wanted. Steve
thought, “Interesting idea but how do we get the employees to participate?
We are pretty early in a very uncertain project. If we tell employees what
we are doing, are we setting an expectation we might not meet? Or is this a
way to get everyone invested in thinking about customer retention?” Steve
offered to run the idea up the management chain. In selling the project,
Steve kept things at a very high level and repeated, over and over, the
experimental nature of what they were attempting. He assured everyone
that their personal information would be secure (and it would).

Enough employees participated that the project moved forward. The
team now had the data but needed to do the analysis. The company had
some analytical tools but not anything that would do the type of profiling
and predicting the project needed. What to do now? Someone suggested
another meeting with Steve. Someone else said, “No, we can figure this
one out ourselves.” Several team members volunteered to do the research
to see what was available—at a very low cost—to do such analyses.

When the team got back together, they had identified a couple of open
source options they could use to test their approach.

The results were encouraging. Several clear patterns emerged. Other
patterns were mixed or confused. But the clear patterns were compelling
enough to ramp up the investment and try data with non-employee cus-
tomers. The company agreed to start by purchasing the external data for a
subset of customers. The company also agreed to acquire advanced, non-
open-source technology—on a trial basis—to do improved analytics on
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customer retention. Over the next several months, the pilots and tests con-
tinued and expanded with improving results. Throughout all of this, Steve
remained tightly connected to the project team, not to tell them what to do
but to guide and focus them on the desired outcome—improved customer
retention. Steve also removed any barriers and championed not just the
project but the project team.

This happened more than two years ago. The company and team have
continued to refine the approach and the results. The company’s customer
analytics are so good that the company can tell during the first customer
interaction with their website, with high confidence, which profile matches
the customer. This profile defines the customer’s buying motivation and
purchasing triggers. The company appeals to this specific motivation in
everything they do with that customer. The profile also tells the company
the customer behaviors that indicate if the customer is trending away
from the company. If the customer is trending away, the company invokes
an intervention strategy specific to that customer type. Across all customer
profiles, customer retention has increased an average of 12 percent, which
has added millions of dollars to the bottom line. Along the way, the rather
unremarkable e-commerce team—composed of the same people who
were foisted on Steve more than two years ago—are considered geniuses
in the company. Others seek them out for their opinions on a wide range
of topics.

How did such a team and company transformation happen? Through
the power of trust and ownership. Steve trusted the team to perform and
built a very strong sense of ownership for company, departmental, and
team results. This unleashed the team to become more than they had ever
been. The team was motivated and innovative. The wet blanket of micro-
management was lifted off the team and life for everyone got better.

Please keep in mind that trust alone is not enough, nor is ownership.
What matters is the combination of a culture of trust and a passion for
delivering the right results.

Getting Started with Trust and Ownership

In today’s incredibly fast-paced and competitive markets, how do we
deliver products and services that delight? By unleashing the talent of
every person in the organization and focusing them on shared ideas that
generate meaningful business value and by trusting them. This creates a
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place where they want to be, not have to be. As leaders we can then step
aside and let them do their work.

This sounds nice and possibly easy but many organizations fall short.
We have seen them fail many times—too many times. The key to success
is to create a culture open to the possibilities of change and innovation, one
that can respond quickly to customer needs and wants, one that is agile.

What does this type of culture look like?

m Continuous definition of what is of value to customers and what will
delight them, involving the customers and the entire organization.

m Delivering the right stuff when it is ready, when customers want to

take it.

Learning, learning, learning. Mistakes are accepted, not punished.

Innovation is the accepted norm, not the exception.

Everyone has what they need to succeed.

Shared vision with all goals aligned with the business goals of the

organization.

This works when the team has ownership of the solution (the “how”
not the “what”) and when leaders trust the team and support processes that
demonstrate that trust. That's where we begin.

One look at the Trust-Ownership Model (Figure 1.1) makes it is clear
where everyone wants to be: Energy and Innovation. But are you there? If
so, you may not need to read further.

Trust

Failure Energy &
Innovation

Conflict

Leadership
& Business Process

Control

Low Team/Individual Ownership High

FIGURe 1.1 Trust-Ownership Model
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But most of our teams and organizations sit in the Command and Con-
trol state, because living in Failure or Conflict cannot last for long. If the
team is in Conflict, they will eventually get tired of the fight and start doing
what they are told, moving to Command and Control. In Failure, leaders
are afraid the teams will not deliver, so they increase control, again moving
to the Command and Control quadrant.

Energy and Innovation is severely hampered in the high-control envi-
ronment/culture. Such a culture can limit productivity and revenues [1, 2].

Because we find most cultures in Command and Control, if we tra-
verse the diagonal in Figure 1.2 from high control/low ownership to the
high trust/high ownership state, we create a culture that maximizes deliv-
ery and innovation. The further along the diagonal your organization can
move, the more successful the business is in delighting customers, deliver-
ing value early and often, and increasing revenue.

Integrity is the foundation. Where is the integrity in telling the team
they “must have all this done by this date” when you haven't asked the
team if it is even possible? Or saying, “I want it done this way” without
discussion and without considering there may be another, perhaps better,
way? Setting unrealistic goals is dishonest and lacks integrity. Teams are
very aware when this happens, and it leads to distrust and demotivation.
Without integrity, you cannot create a high trust/high ownership culture.

However, the goals and purpose of all teams must align with the busi-
ness goals of the organization. And to be a healthy organization, you must

Trust

Failure Energy &
Innovation

Conflict

Leadership
& Business Process

Control

Low Team/Individual Ownership High

FIGURe 1.2 Moving to the green
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deal honestly with ambiguity and uncertainty. With these things in place
we have a high-performing organization, working together to provide value
and delight customers.

Book Conventions

Before we move on to the next chapter, we’'d like to describe our use of
we and I in the stories and examples we use. The three of us (Pollyanna,
Paul, and Niel) have worked together so much that we sometimes finish
each other’s sentences. We also sometimes work independently from each
other. Writing this book created a bit of a challenge in how we relate our
stories and experiences because sometimes we had the experience together
and, at other times, the story belongs to only one of us. In an attempt to
minimize the confusion but also be accurate in telling the stories, we devel-
oped what we hope is a simple rule of thumb. If two or all three of us were
involved, we use we; if only one of us had the experience, we use I.
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Radar (spider) diagrams, 120-121

Reichheld, Fred, 170

Results-based metrics, 167-168

Ries, Eric, 176

Risks. See also Proactive Risk

Management.

collaboration, 150-151
mitigation actions, 124-127

S

Sarbanes-Oxley (SOX) audits, 50-51

Scheduling, excessive focus on dates,
138-141

Semco, 47

Semler, Ricardo, 47, 61

The Seven-Day Weekend (Semler), 61

Sharing information, 154

Software for the healthcare industry,
case study, 97-100

Solutions, not problems, 154

SOX (Sarbanes-Oxley) audits, 50-51

Spider (radar) diagrams, 120-121

Stand Back and Deliver (Pixton,
Nickolaisen, Little, McDonald),
88, 95, 215

Statistical noise, 166

Status reports, 131-133
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Sticky note exercise, 195-196

Sticky-note sessions, measuring cultural
change, 170

Storyboarding, 109

T
Teams. See also Collaboration; Non-
collaborators.
case study, 13-15
connecting with customers, 79-80
desired behavior in leaders, 14-15
dismissing a member of, 67, 68-69
individual importance, testing, 63
response to command and control
leadership, 19-22
Trust-Ownership Model, 16
vacation test, 63
Team-to-team collaboration, 160—161
Technical debt, 177
3P (Progress, Plans, and Problems)
reports, 133
Three—party communication system,
154-155
Timing of communication, 155
Tracking weather forecasts, 34-35
Transparency
in communication, 154
leadership role, 67-68
Trust
assessing, 60-61, 209-213
cost of not having, 59-60
importance of, 59-60
lack of vs. broken, 6264
leadership roles, 67-68. See also
specific roles.
metric for cultural change, 172-173
vs. ownership and commitment, 16

Trust, creating a culture of
authenticity, 64
dealing with unprofessional behavior,
67, 68-69
expect success, accept mistakes, 66-67
Fail early, fail fast., 66-67
gaming the system, 67
micromanagement, 64
overview, 64-65
removing fear, 65-66
small deliverables in short
iterations, 66
team-based measurements, 66
Trust and ownership
case studies, 3-8, 187-205
command and control leadership,
19-22
cultural description, 9
leader as bottleneck, 21-22
micromanagement, 24-25
team response to command and
control leadership, 19-22
Trust Index, 60
Trust-Ownership Model
assessment, 4246, 209-213
dealing with non-collaborators,
158-159
description, 8-11
desirable movement, 48
Leaders, 16
Learning Spiral, 13
micromanagement, 158
passive non-collaborators, 158
passive-aggressive non-collaborators,
158-159
successful companies, 48
Teams, 16
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trust vs. ownership and
commitment, 16
Trust-Ownership Model, Command
and Control quadrant
dealing with non-collaborators, 158
moving out of, 48, 54-56
sustainability, 47
visual representation, 19-25
Trust-Ownership Model, Conflict
quadrant
dealing with non-collaborators,
156-157
missing team elements, 52-54
moving from Failure quadrant, 47
moving out of, 51-54
sustainability, 47
visual representation, 25-26
Trust-Ownership Model, Energy and
Innovation quadrant
moving into, 48
visual representation, 26—-29
Trust-Ownership Model, Failure
quadrant
dealing with non-collaborators, 158
moving to Conflict quadrant, 48-51

sustainability, 47

visual representation, 18
Trustworthiness

encouraging ownership in teams, 78

leadership role, 68

U

Uncertainty. See Ambiguity.

Uncertainty risks, 119

Unprofessional behavior, dealing with,
67, 68—69

A%

Vacation test, 63, 80

Value, defining. See BVM (Business
Value Model).

Vanity metrics, 176

W
Walls
examples, 57
metrics, 174-175
Weather forecasts, tracking, 34-35
Wireframe models, 108
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