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Yes, all those retros we experienced were a success!!

1. The outcome was a surprise – different from the original expectations.
2. The outcome included: better alignment, improved understanding, and the ability to move forward.
3. We had fun!
4. The outcome was greater empowerment for the team – yes, we can do that!
5. I had all the supplies I needed.
6. The terrible secret wasn’t a secret. Everybody knew it 
7. We had a cross-functional team.
8. The outcome was significant. We changed the process.
9. We changed our focus from negative to positive.
10. We experienced real catharsis.
11. We experienced an honest expression of our feelings.
12. We produced a legacy of insights that were important to contribute.
13. We enabled ownership for the team and for individuals.
14. We produced several levels of commitment.
15. We increased our understanding of other points of view. This does not mean that we reached consensus.
16. We provided a mechanism for experimentation, adaptation, improvement, and agility.
17. The power of small retros adds up over time.
18. Individuals became more self-aware—especially over short iterations.
19. Interim retros allow simpler processes, e.g. there are no/fewer safety issues, no need to spend time on guidelines.
20. The benefits of interim retros accumulate over the project lifetime.
21. The interim retro makes it easier to bring on new people.
22. We did retros on the interim retros.
23. In the interim retro, we started by looking at the last retro.
24. It allows multiple teams to come together- a cross-project retro.
25. Everyone can see that they learned something.
26. If results are highly visible it provides a forum for issues.
27. Introspection alone can be depressing but expressing ideas in a group is a more positive experience and can enhance relationships.
28. People feel free to talk about feelings and don’t go home feeling that they should have said something.
29. People feel appreciated.
30. Martine’s story about the Wall of Thank-you’s that brought developers and testers together.
31. Allows people to feel not so alone, to ask for help, and that’s it’s OK not to know everything.
32. Safety in small bites – from Bill Wake.
What should have been done differently in all those retros we experienced?

1. Been more of a teacher or coach in addition to being a facilitator. When do you step over the line? What is the context?

2. Managed expectations before starting.

3. Not push toward solution too fast without understanding the problem better. It’s easy to confuse the symptom with the disease. Don’t focus on the easy, fun stuff.
4. Lost control of output and value of the retro.

5. Don’t display negative comments when it can violate others.

6. Team should make the report.

7. Managers should subscribe to the Prime Directive. People don’t have to believe it, just “stand in the space” for the duration of the retro. Retros are not a performance review.

8. Make it clear that most problems are system problems, not individual’s problems. 

9. Get the right people in the room.

10. Don’t be too serious or it won’t be fun. Learn about games and toys.

11. Don’t compromise on time.

12. Don’t squeeze in between other things. People can’t let go of other tasks. But if you move the retro around too much it won’t be seen as a high priority task.

13. Don’t be too negative. Be cautious of a large “needs improvement” list. Couple this with a positive spin – what can we do.

14. Avoid “you” statements. Avoid blaming. Use “I” statements.

15. Consider cutting back on the “five flipcharts.” People get confused.

16. Make sure there is follow-up or people won’t want to have the next retro. How can you make sure things won’t slip to the bottom?

17. How can managers and others not in the room get ownership of the output and action lists?

18. Have the right materials.

19. Build on each facilitator’s strengths. Let each one do what he does best.

20. Do a retro on the retro.

21. Be conscious of time and breaks.

22. Could have done more prep, talking with people ahead of time. Do your homework, but you can only do/know so much.

23. Enable credibility for the retro.

24. Simulation games can be used to uncover issues.

25. Avoid “them” and “they.” Avoid “I am the victim.”

26. Make sure everyone has the opportunity to speak up. There may be people who talk too much. Silence is OK. Try written exercises.

27. Should have been less cluttered.

28. Two facilitators- drivers and thinkers or drivers and recorders.

29. Nominate the concept. Have the group summarize the concept.
