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Principles of Elastic Leadership

About Roy

 Author of Art of Unit Testing, Elastic
Leadership and upcoming Pipeline-Driven

» 20+ years in the software industry
+ Most kinds of technical roles

+ Consulting & Training to some of the worlds
biggest companies

@royosherove
5whys.com
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* Roles and goals of a leader
» Growing a team

* Learning Learning

* Survival Mode

» Elastic Leadership

This talk will probably
not make any
difference
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2 Areyoua
Leader?

f you are a
Bottleneck, you are
(potentially)

a Leader
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What is your

Role as 3
| eader?

Your role is to make
yourself unneeded.

To remove yourself as
a bottleneck.

ololo e D ®
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Grow the team around you
to solve their own problems
without you.

v+.. By growing others

Q you will always
have a job




Why grow
people?

11
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Remove the risk — the Bus
Factor

More time to do the things

you want & need

The team is more effective
(project is more effective)

‘It only I had a better team”

- Every Tech Lead, Ever




9/17/20

Great Teams are Grown, not Hired

5whys.com @royosherove @ @ @

m A Team of Team Leaders

Swhys.com @royosherove @ @ @
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* “That's why you get paid more...”
“I' eadershi D, - " Many leaders like to take the money, but

done right, is

: 1
a to U g h J O b -- Gerald M. Weinberg, ‘Managing Teams Congruently”

not do all the hard parts”

5whys.com @royosherove @ @ @

How Do You

’qu‘ Grow Your

Team?

Swhys.com @royosherove @ @ @
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How do we grow
ourselves?

Swhys.com @royosherove (£ ) (iin) (W)

Learning
Learning

Steady Growth (plateau)

Gerald M. Weinberg -
“Becoming a technical leader”

P
r
o
d
u
c
t
i
v
i
t
Y




Fast Growth

REVIRES
before Fast
Growth
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Randomness adds noise
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To grow the
team, we must
first realize we

can do this
ourselves.
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Growing the team is
our ravine. Our risk.

Our challenge.
Our growth.
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Survival

Elastic Leadership Learning
Problem Solving Ability Phases

Self
Organizing

5whys.com @royosherove @ @ @

Problem Solving Ability Phases

No time to learn and

. practice
SUVIVE]

There is time to learn and
practice - and it is utilized

for learning Learning

Sel,f‘ The team can solve its
Organizing 3 1,y problems

Swhys.com @royosherove @ @ @




Leadership Strategy

Survival

Learning
Challenge and teach people

to solve their own problems

Self
Organizing

Leadership Tactics

Survival

Learning

Coach / Dictator
Self
Organizing
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Create time for learning!

Facilitate goals and watch out
for phase changes

5whys.com @royosherove @ @ @

Command & Control

Facilitator

Swhys.com @royosherove @ @ @




We believe

. Learning
Mode
Are we in it?

*No Time to learn & slowly
practice

* Reacting to fires instead of new
work

* Over committed

Are we in it?

Goal: Move
to Learning
Mode

Goal:
Things to do ncreasel
Skills
* 30 Days re-estimation deadline
* Include mgmt
* Decide which work realistically
fits in before line
* Move other work after that line
* During deadiine: Re-Estimate to
include Learning

Things to do

* Challenge people out of
their comfort zones

* 1 skill per person at a time
* Monitor skill growth

Leadership Style:
Dictator/Protector Leadership Style:
Coach/Dictator

Elasticleadership.com

Self
Organizing
Mode

Are we in it?

* Team can solve its own
problems

* Team knows how to handle
unknown situations

Goal: Stay

Things to do

* Facilitate self organization
* Set goals, not actions.

* Monitor for mode changes
that might happen

Leadership Style:
Facilitator

5whys.com/manifesto

Great Teams Are Grown, Not Hired.

The goal of a team leader is to continuously grow the skills
of the people in their team to the point of self-organization.

Happier teams make happier customers and employers.

To achieve this goal, we must continuously pursue:

instead of keeping everyone in their comfort zone

instead of a one-style-fits-all leadership approach

at least as much as we do with machines

9/17/20
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Non-Managing Leaders:
Ideas for getting out of your comfort zone

.q ?.
“Let’s Solve this Problem Together” Have a meeting that scares you

| will not code Later: “Join that meeting without me”
| will not present possible solutions

I WILL teach you how | think about this
problem

5whys.com @royosherove @ @ @

Non-Managing Leaders:
ldeas for getting out of your comfort zone (2)

!

Work on something/some way Have a meeting that scares you
different that scares you
Not just a new framework Could be 1-1

A new paradigm (Frontend, backend, DB, UI, About something that bothers you

Functional) About something that should bother others

Different team structure/Roles About something youd like to do

Must have real consequences About something that isn't under your job

You could even switch roles/jobs description

Swhys.com @royosherove @ @ @
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Managing Leaders:
Ideas for getting out of your comfort zone

Getting out of A team member Team structure,
survival mode! to do something roles or process
+ Re estimation that temporarily

- Re-commitment scares/annoys

+ Management them
pushback might
happen

5whys.com @royosherove @ @ @

You can change more than you
realize

Growing the team can be a great
moral compass for decision making

Change your style of coaching based
on the current state of the team

Be uncomfortable.

Ssummary

@ @ @ 5whys.com @royosherove @ @ @




Resources

OO

Roy@osherove.com
@RoyOsherove
5whys.com
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ElasticLeadership.com

5whys.com

@RoyOsherove

roy@osherove.com

5whys.com @royosherove @ @ @

Do we have SLACK

T
T

ME? (probably not)

nank You!

Swhys.com @royosherove @ @ @




