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Team should make the report. No takers.

· Probably a subset will be charged with generating the report, but engage others both in determining key points and messages and in reviewing a draft of the report.

· Divide the report into pieces and let many of the team members have a part in the writing.

· Try to write the report during the session. Use flip chart pages, one per topic.

· Yes, but will they? Reports are not fun to write and no one wants to write them.

· Not sure if a report is necessary. It may be enough if teams write actions for themselves and follow up at the next retro.

· This is related to who owns the output of the retro.

Don’t compromise on the time. Steve Berczuk

· If the retro gets “rescheduled” a lot, then it will appear to be an optional team process, deemed less important than other things. Make sure the team values the retro.

· But, you want to find The Right Time (one of the introducing patterns) to get the right people and have enough time for an effective retro.

· Retro may have a minimum duration to be useful and to get done what needs to be done.

· If everyone can’t make it, that’s OK.

· Build the time into the development schedule.

· If the team doesn’t have the time then the retro should be calling attention to that and propose some solutions.

Manage expectations. Mary Lynn Manns

· This includes time and follow through.

· This should be done at the beginning and throughout.

· This should certainly be done before the retro.

· When should you refuse to do a retro?

· This is important in the classroom.

How to get managers to subscribe to the prime directive. Rachel Davies

· In blood!

· Make it an axiom for the session.

· Why wouldn’t they?

· Act as if you believe it for the duration of the retro.

· Focus on capturing knowledge.

Build on your strengths. Martine Devos (remind me of Carol Ross)

· And develop the areas where you are weaker by seeking guidance and mentoring.

· How do you evaluate what your strengths are? Take Time for Reflection (another introducing pattern).

· Ask someone for feedback on your facilitation.

· Hopefully, a team can be encouraged by some focus on their strengths.

· Objective feedback can help. Ask for comments from the retro participants.

Don’t be too serious. Rachel Davies, Mary Lynn Manns

· Are there techniques that can be used?

· Humor creates a better environment for sharing.

· Humor is disarming.

· Use metaphors (vehicles, animals).

· Use games.

· Do icebreakers.

· If the retro feels stiff, people won’t open up.

· Norm guards against too much humor.

· Use “pen pelting.”

· There must be guidelines or rules to make sure everyone is comfortable with humor.

· Some people don’t like playing games. There should be a balance.

“You” vs. “I” statements. No takers.

· Don’t blame (Prime Directive)

· You only really know your own motivation.

· Sometimes other people really are responsible.

· Do we know that?

· Something happens. We want to solve that problem, not get the culprit (even if we think we know who it is).

· Can help de-emotionalize things!

· Emotions are OK.

“Them” vs. “us” and I am the victim. Bill Wake, Martine Devos

· Never let “them” use “them.” Do not accept “they” or “them” statements. Help reformulate as “I.”

· If there are safety issues, use comments like: “I would like to know what other people think about” or “I have a puzzle about.”

· This violates security.

· Someone is responsible.

· Ask for examples and the part the speaker plays in this system.

· Help people rephrase the statement or help dig into the underlying concerns.

· Realize that this is hardwired – to divide the world up into “use” and “them.”

Have the right materials. Rachel Davies, Mary Lynn Manns

· Make a list and check it twice.

· Problem. Skeleton of retro/facilitation shows through and distracts people from the reason behind the retro.

· What are the right materials?

· High-tech or low-tech?

· Don’t forget the outputs of the previous retro.

· Have more than you need to allow choosing appropriately for the temperature of the group.

Simulation games to uncover issues. Bill Wake, Martine Devos, Jennitta Andrea

· Maybe a first step to act or an icebreaker and let people get into thinking mood.

· Debrief is very important.

· NASAGA has a great website and there are others.

· There are some good books (Martine).

· The AYE conference uses simulations.

When should you be a teacher? Jennitta Andrea, Martine Devos, Steve Berczuk

· Facilitate their learning and effectiveness; don’t focus on impressing them.

· Possibly set up a separate session outside the retro.

· Guide them through the learning process, but don’t change their direction dramatically, i.e. get them past obstacles but don’t direct them.

· You may have some things that would be helpful for the team to learn or do. This fits better with the Heartbeat interim retros (where the facilitators make be less independent of the team).

· This has come up on occasions where a team wanted to introduce an agile methodology. They first wanted to gauge where they were, to determine which practices to introduce first. A retro was conducted to gain this big picture understanding. The team felt the retro was valuable and provided useful insights. However, they felt the facilitator (who had experience with XP) was “holding back” by not teaching and guiding them enough during the action-planning phase of the retro.

· We need to manage the team’s expectations before the retro.

· Perhaps having a training session before the retro to provide the team with some working knowledge.

· A mirror may be better than teaching. A good book on this by Galloway (a series), check with Martine.

Ownership of the output. No takers.

· Follow-up: what did you do? With executives – what do you think, what will you do to help?

· Counterexample: the scribe writes a report but it doesn’t reflect the team’s retro work.

· Yep, but you have to consider who will actually do something with the output.

· Each action should have: (1) an owner – responsible for implementation; (2) a tracker – to make sure it happens; (3) a reward (since this is extra work) – usually provided by the tracker.

You’re losing control of the retro value. Martine Devos

· Be clear who owns what results.

· And who will reward people for follow-up or action.

· Ask people why they think they are there.

· Look back at achievements of previous retros.

· Look for high-level sponsor who can provide support and encouragement.

Do a retro on the retro. Rachel Davies

· Process improvement is a good idea, but avoid “going meta at the drop of a hat.”

· If the same issues come up in every retro than maybe you need to focus on resolving these issues in a different way outside the retro.

· Keep a list of good ideas.

· Add something new every time and also remove something.

· Meta in moderation is good. There’s a lot that we can learn from the retro.

· Always encourage feedback on the process—anonymously and from all levels. Otherwise, you get stale.

· Stay in touch with others who facilitate. Join discussion groups. Attend conferences and workshops. Hang out with others who are interested in retros. Read widely.

· Distinguish between the team’s looking back on previous retros vs. facilitators looking back on the retro process.

The group should summarize the concept. No takers.

· The group should write the report.

· Use different approaches. There is no one right approach.

· Beware—some team members may drive the process of generating the summary to suit their personal agendas.

· Make sure all concerns are heard.

· If the group doesn’t summarize, they should at least have the opportunity to override or modify a preliminary summary. This results in feedback to management.

Build credibility for the retro. No takers.

· Understand your audience and your customer and their goals for the retro.

· Invite a high-level manager to give an opening talk and say why the retro is important and what will be done with the results.

· Have the manager act upon it – there should be no empty statements.

Be conscious of time and needs. Steve Berczuk, Mary Lynn Manns.

· People’s time is valuable.

· Don’t focus on the clock and lose focus or distract from the insights being generated.

· Not setting expectations for time, breaks, etc. will be distracting.

· Keeping within limits will make people more willing to participate.

· Take the group “temperature” at critical times.

· Good techniques for a small group can let some discussions take place in parallel.

Make sure there is follow-up or people won’t want to do follow-on retros. Don’t let things slip between the cracks. Jennitta Andrea

· This is related to credibility. Who owns the follow-up? Do people sign up or is the work assigned?

· Not following up on the items the team prioritized can seriously reduce the team’s morale.

· If nothing changes or improves as a result of the retro, the team will not want to perform follow-on retros.

· Regular Heartbeat retros let you work on accomplishing small things and get frequent feedback to show whether things are done.

· Sometimes you’re hamstrung if you don’t prepare in advance, so anticipate this problem.

Should have been less cluttered. Mary Lynn Manns

· Do a retro on your own retro techniques.

· Use a scribe.

· Cut back on process elements that are generating artifacts but not insights.

· Make a running list of items you need for each technique.

· Participants determine the priority for topics to discuss.

· Simply, simplify, simplify.

· Ensure the techniques used during a retro follow a funnel shape: (1) brainstorm, big picture, capture everything, this may be cluttered; (2) categorize and converge, what worked, what needs improvement; (3) prioritize, action plans, focus attention and energy for the next phase. To manage the clutter, retire the previous retro artifacts when you move to the next phase. Move it to a back wall instead of keeping it in a prominent place.

Get the right people in the room. Rachel Davies.

· This is very important; otherwise the meeting will lack the true information.

· Having the right people in the room makes it clear that the organization values the process.

· Sometimes you may want to have sessions for specialists, e.g. developers, to avoid boring non-technical people.

· Who do you ask to find out who the right people are?

· Someone could be the right person but could still be a person that will intimidate others.

· Do we have a general list of the kind of people who should be in a retro?

· Sometimes you have to do the best you can with the people you have.

· It’s not always possible to know in advance who the right people are. Issues may come up that dictate that some people may not be available.

Two facilitators. Jennitta Andrea

· Have a scribe.

· Pairing is a key practice in XP. Benefits are: improved quality, better decisions, and more courage. One person can do the tactical facilitating (guiding the discussion, summarizing), while the other can do strategic thinking (what points should be addressed, how is the team really doing, what technique should we do next).

· Facilitating is very tiring. Being able to trade off with a partner will help keep energy levels up.

· Some people are strong at some things and weak at others. It is difficult to find a perfect facilitator.

· The partner can address people and issues on the side so the primary facilitator can stick to the main line.

· This can help in mentoring new facilitators.

· Duplication serves well in any endeavor if quality is the goal.

· Alternate coaches facilitate each other’s teams’ retros.

Don’t squeeze retros in between other things. Steve Berczuk

· Allowing time means the contribution will be more effective.

· Making time means the contribution will be considered more important.

· Communicate the benefits of retros. They are valuable but not if the time is compromised.

· Lack of time is demoralizing for those in interim retros.

· It takes time for people to disengage from other tasks. Don’t rush things.

· Have the retro at a set time, so everyone knows to put it on his or her calendar. Everyone must set it at a high priority.

· Sometimes you have to do the best you can with what you have.

· Try to include breakfast or lunch or a snack to increase the social aspect.

Problems are system problems. Martine Devos, Mary Lynn Manns

· Use this as an explanation for why we follow the Prime Directive

· We must continually keep this in front of the group as a reminder of the heart of the retro process.

· Assume project members are hard working. Identifying and resolving system problems could make them more effective.

· Pointing out individual problems is easy and doesn’t need a retro. Retros are good for pointing out problems on a larger scale.

They want to push toward a solution too fast. Bill Opdyke, Mary Lynn Manns

· Maybe tell a story about the danger of jumping to premature solutioning before undertaking the problem.

· Split into small groups to write or brainstorm solutions.

· Dig deeper for underlying causes. Keep asking why.

· Ladder of inference. Start with facts and work up to interpretation.

· Ask the Five Whys (a la the Toyota Production System) or lean development to get to root causes.

Display of comments – what if they are negative? Bill Wake, Mary Lynn Manns

· Why don’t you want negatives displayed?

· Ask for a round of positives.

· Look for the positive side of the negatives.

· Sometimes there are negatives and they need a chance to be heard.

· Sometimes just saying the negative is enough, so give it space in the retro.

· Negatives should not be ad hominum. They are a symptom of lacking in the process. There is a commonly held perception that engineers love to complain.

· The team may need to express negatives. But what leaves the room should be what the team chooses.

· Negatives are OK. Not being able to talk about negatives kills us. See Argyris corporate or organizational defenses.

Cutting back on 5 flipcharts. Rachel Davies

· Some shorter frameworks: Works well, Needs improvement; Works well, Do Differently; SAMOLE (Same/More/Less). It gets distracting if one answer goes in two categories.

· I agree for the interim retros although for project retros five is OK

· Works for me!

Everyone has the opportunity to speak. Bill Wake

· Monitor whether some people are being left out. Find ways to include them.

· If some are dominant, politely curtail them as needed.

· Use written techniques.

· Give people time to collect their thoughts.

· Use a talking stick.

· Combine multiple techniques for collecting info.

· Use a fuzzy animal.

· Will this really get people that aren’t speaking to speak? Will this really make them feel like they have the opportunity to speak?

· Incorporate ways for people to contribute non-verbally.

