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Shopify, like any other for-profit company, is not a family. The 

very idea is preposterous. You are born into a family. You 

never choose it, and they can't un-family you....The dangers of 

"family thinking" are that it becomes incredibly hard to let poor 

performers go. Shopify is a team, not a family.

Tobias Lütke

Shopify CEO, Co-founder

https://ca.linkedin.com/in/tobiaslutke
https://ca.linkedin.com/in/tobiaslutke


FROM PEOPLE MANAGEMENT TO PEOPLE DEVELOPMENT 

➢ People as the Catalyst for Agility

➢ Cultivating a Culture of Learning Leading to Elevate 

Organizational Capability

➢ Creating the Container for Generative Learning

DEVELOPING INDIVIDULAS

➢ Considerations for Individual Development

➢ Co-creation of Growth and Development Plans For Others

➢ Developing Leadership in Others

High Level Agenda 

DEVELOPING TEAMS

➢ Key Factors that Promote Team Development

➢ Setting Teams Up for Success

➢ Honoring Diverse Experiences, Knowledge, and 

Backgrounds

CONCLUSION



9:00 AM Welcome and Introduction 

FROM PEOPLE MANAGEMENT TO PEOPLE DEVELOPMENT 

➢ Recognizing People Development as Fundamental to Enabling Business Agility 

➢ Developing Yourself as it Relates to Developing Others 

1:00 PM – 2pm  Lunch

➢  Leading to Elevate Organizational Capability

➢ Considerations for Individual Development 

04:45 PM Q&A

Day One Agenda



9:00 AM Welcome

➢ Co-creation of Growth and Development Plans For Others

➢ Developing Leadership in Others 

➢ Key Factors that Promote Team Development 

12:00 PM – 1pm  Lunch

➢ Setting Teams Up for Success

➢ Honoring Diverse Experiences, Knowledge, and Backgrounds

04:45 PM Q&A

Day Two Agenda
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• Why Agility for Business 

• Recognizing People Development as 

Fundamental to Enabling Business Agility

• Developing Yourself as it Relates to 

Developing Others

• Leading to Elevate Organizational Capability

Session 1 Agenda



Why Agility : How Life Span and Market Stability goes hand in hand 



Why Agility : What we need to learn from our past in organization Survival



Where is our People’s Engagement



Source: M.Arauz

There is good news for leaders….



Problems in Organizational Leadership 



Competence Commitment Connection Productivityx x =

Ability to do 

the work

Willingness  to 

do the work

Finding 

meaning in 

doing the work

Productivity decline : Lack of engagement



Agile manifesto values

The four basic values of the Agile Manifesto are:

1. Customer collaboration over contract negotiation

2. Working software over comprehensive documentation

3. Responding to change over following a plan

4. Individual interactions over processes and tools



Old world vs New World

Source : www.design-thinking-playbook.com



Competence Commitment Connection Productivity

Agile mind-set shift

Source: Mckinsey article ‘The five trademarks of agile organizations
’

From To Mind-set

1 “In an environment of scarcity, we 

succeed by capturing value from 

competitors, customers, and 

suppliers for our shareholders.”

“Recognizing the abundance of opportunities 

and resources available to us, we succeed by 

co-creating value with and for all of our 

stakeholders.”

North Star 

embodied across 

the organization

2 “People need to be directed and 

managed, otherwise they won’t 

know what to do—and they’ll just 

look out for themselves. There will 

be chaos.”

“When given clear responsibility and authority, 

people will be highly engaged, will take care 

of each other, will figure out ingenious 

solutions, and will deliver exceptional results.

Network of 

empowered teams

3 “When given clear responsibility 

and authority, people will be highly 

engaged, will take care of each 

other, will figure out ingenious 

solutions, and will deliver 

exceptional results.”

“We live in a constantly evolving environment 

and cannot know exactly what the future 

holds. The best way to minimize risk and 

succeed is to embrace uncertainty and be 

the quickest and most productive in trying 

new things.”

Rapid decision 

and learning 

cycles



Competence Commitment Connection Productivity

Agile mind-set shift

Source: Mckinsey article ‘The Agile revolution’

From To Mind-set

4 “To achieve desired outcomes, 

leaders need to control and 

direct work by constantly 

specifying tasks and steering 

the work of employees.”

“Effective leaders empower 

employees to take full ownership, 

confident they will drive the 

organization toward fulfilling its 

purpose and vision.”

Dynamic people 

model that 

ignites passion

5 “Technology is a supporting 

capability that delivers specific 

services, platforms, or tools to 

the rest of the organization as 

defined by priorities, 

resourcing, and budget.”

“Technology is seamlessly integrated 

and core to every aspect of the 

organization as a means to unlock 

value and enable quick reactions to 

business and stakeholder needs.”

Next-

generation 

enabling 

technology



Competence Commitment Connection Productivity

Source: Leadership compass – Pete Behren

Agile mind-set shift : From organizations to Individuals 



From Traditional Leadership to Agile Leadership

Motivation

Explain why and what and 
leave the how to the 
people

Communication flows 
freely among everyone

Informal Leadership

Control

Communication via formal 
managers

Formal Leadership Qualities

Support

Manage 

Mindset

Micromanaging

Traditional Leadership Agile Leadership 



From Traditional Leadership to Agile Leadership (continued)

Transparent

OKRs

Allow the team to decide 

Goal Setting

Decision 
Making 

Goal

Information 
Flow

Traditional Leadership Agile Leadership 

Secret

Individual and cartelized 

Managers set goals

SMART Goals

Servant LeadershipApproachControl Based

Team & Individual Sets 
goals 



People as the Catalyst for Agility – Modern Agile*

There is an important conversation 
developers need to be having in the agile 
community, and it doesn’t involve 
scaling, according to Joshua Kerievsky, CEO of Industrial Logic



People as the Catalyst for Agility : People centricity 

1. Foster a culture where employees feel valued

2. Focus on a qualitative, not quantitative, sense of purpose

3. Prioritize solutions that help employees do meaningful work

4. Move beyond an ‘assembly line’ approach to products

5. Progress via people-centricity

Source : Forbes Technology Council on “What makes organisation people centric”



Competence Commitment Connection Productivity

People as the Catalyst for Agility : Human Centric Organizations

Human-centred organisations prevent shareholders from feeling overwhelmed by structure. They’re 

obsessed with the journeys taken by their customers, employees, partners, and those taken by “citizens”, 

and so they’re better able to create shared value for the company shareholders as well as society at 

large. Human-Centred Organisations:

1. Create products and services that are relevant to the market and society.

2. Create seamless experiences for customers, taking ergonomics into 
consideration.

3. Are obsessed with their co-workers, a harmonious working environment and the 

entire employee ecosystem.

4. Eradicate bureaucracy and work past systems and procedures.

5. Are concerned with the long-term and the future of our planet.



People as the Catalyst for Agility : Human centered organizations 



People as the Catalyst for Agility : Human centered organizations 



Cultivating a Culture of Learning  : Peter Senge

Personal Mastery 

Shared Vision

Mental Models

Team Learning

Systems thinking

5 Disciplines for Learning organization 



Cultivating a Culture of Learning : Trends in Organizational learning



Cultivating a Culture of Learning  : Double loop learning 

Chris Argyris and Donald Schon, Organizational Learning



Chris Argyris and Donald Schon, Organizational Learning

Cultivating a Culture of Learning  : Double loop learning 



Chris Argyris and Donald Schon, Organizational Learning

Cultivating a Culture of Learning  : Double loop learning 



Sources of Leadership Learning From Experiences

Source: Centre for Creative leadership



Activity name : Group assessment Activity on Organizational Learning

Source: Centre for Creative leadership

Split into group of four and share what are aspects in your 

organisation/Team/Personal in the following aspects  

1) learning opportunity 

2) learning environment

3) learning capability

Refer trainers guide for details.



Cultivating a Culture of Learning  Patterns & Questions

1. Do you continuously test your experiences?

  

2.Are you producing knowledge?  

3.Is the knowledge shared?  

4.Is the learning relevant?  

Are you a Learning organization 



Cultivating a Culture of Learning  : Anti-Patterns Learning organizations 

SOURCE: EDGAR SCHEIN, CAN LEARNING CULTURES EVOLVE?

• Myth that leaders must be control, decisive & dominant 

• Myth of “rugged individualism”

• Shared belief in managerial prerogatives – the “divine rights of managers”

• Belief that power is “ the ability not to have to learn anything”

• Achievement as a primary source of status in society

• Compartmentalization of work from family & self 

• Belief that task issues should override relationship concerns

• Myth that management is hard about “hard” things ( money, data, “the bottom line”) versus 

“soft” issues (people, groups & relationships)  

• Bias toward linear, short-term thinking versus systemic, long-term thinking



Competence Commitment Connection Productivity

Cultivating a Culture of learning  : Organizational Learning

Source: Modes of Knowledge Conversion : Alan Moran

At the heart of a learning organization is 

a shift of mind—from seeing ourselves 

as separate from the world to connected 

to the world, from seeing problems as 

caused by someone or something “out 

there” to seeing how our own actions 

create the problems we experience. 

A learning organization is a place where 

people are continually discovering how 

they create their reality. And how they 

can change it.
- Peter Senge - the founder of the Society for Organizational 

Learning



Competence Commitment Connection Productivity

Organizational Learning – Spiral learning

Source: Spiral Learning within the Agile Organisation: Alan Moran



Generative learning  – How to create a container for generative learning culture

Source: Book titled Firth Discipline by Peter Senge



The theory of generative learning is based on the assumption 

that the human brain does not simply passively observe its 

environment or the events it experiences. Rather, it constructs 

its own perceptions about problems, scenarios, and 

experiences.

Generative Learning was founded by educational psychologist Merlin C. Wittrock, 

who suggested that new ideas must be integrated with pre-existing mental schema.  

Generative learning is a theory that suggests that the learning 

process is based on the memory that is already stored in our 

brains. As new data is added to our long term memory, it 

becomes part of our knowledge base.

1.Recall  .

2.Integration 

3.Organization  

4.Elaboration  

Generative learning  – Definition & key concepts 

https://en.wikipedia.org/wiki/Merlin_Wittrock


Commitment Connection Productivity

Generative learning  – What it is and what it is not 

Source: Modes of Knowledge Conversion : Alan Moran

1. Learning works by engaging in hands-on activity, so it is 

better for you to learn by doing rather than by being told.

2. Learning works by building associations, so you should 

practice giving the right response over and over.

3. Learning works by adding information to your memory, so 

you should work hard to find and memorize new 

material.

4. Learning occurs when you try to make sense of material 

you encounter, so you should strive to relate new 

information with your prior knowledge.

5. Learning is a social activity, so it is better for you to learn 

with others in a group than to learn alone.

If statement was including learning by cognition also 

and not only by hands on activity, but it might also 

be useful

Associative learning defeats application as the 

learning are likely to be fixated with associations 

only

Storage based learning also does not guarantee 

cognition-based application, as it is only dependent 

on the function of storage capacity

An emerging vision of learning

based on the idea that generative learning occurs 

best within individual and group contexts that 

promote appropriate cognitive processing during 

learning 



Commitment Connection Productivity

Generative learning  – How to maximize learning using generative learning

Source: Book titled Learning as a generative activity by Logan & Richard 



Creating the Container for Generative Learning : Developing a culture  

1.Make changes that are symbolic of a learning culture in the organization

2. Ensure that values demonstrated in everyday actions

   

3. Assess and compare the perceived current culture

4. Develop a shared plan with board members and staff

5. Allow employees to dedicate time to formal and informal learning  



Creating the Container for Generative Learning : Developing a culture 

6. Develop learning events that are explicitly linked to the strategic goals  

7. Create ceremonies that give recognition to individual and team learning.

8. Make the artifacts of learning visible to employees,  

9. Praise individuals and groups that use learning as one of their indicators of 

success.



Competence Commitment Connection Productivity

Source: Scaled Agile – Continuous learning culture 

Creating the Container for Generative Learning : Learning culture 





Competence Commitment Connection Productivity

Creating the Container for Generative Learning

Source: Productive workplaces revisited by Marvin R Weisboard 



1. Democratize L&D

2. Encouraging SMEs to be 
multipliers

3. Reinforcing learning as a 
rewarded behaviour

4. Provide tooling that enables 
anyone to access learning

Creating the Container for Generative Learning : Shopify Case study



Experiential learning- Container for Generative learning ?

Concrete experience (or “DO”)
The first stage, concrete experience (CE), is where the 
learner actively experiences an activity such as a lab 
session or field work.
Reflective observation (or “OBSERVE”)
The second stage, reflective observation (RO), is when 
the learner consciously reflects back on that experience.
Abstract conceptualization (or “THINK”)
The third stage, abstract conceptualization (AC), is where 
the learner attempts to conceptualize a theory or model 
of what is observed.
Active experimentation (or “PLAN”)
The fourth stage, active experimentation (AE), is where 
the learner is trying to plan how to test a model or 
theory or plan for a forthcoming experience.



Experiential learning- Container for Generative learning ?

Kolb identified four learning styles which correspond to these stages. The styles highlight conditions 
under which learners learn better[3]. 
These styles are:

1. Assimilators, who learn better when presented with sound logical 
theories to consider

2. Convergers, who learn better when provided with practical 
applications of concepts and theories

3. Accommodators, who learn better when provided with “hands-
on” experiences

4. Divergers, who learn better when allowed to observe and collect 
a wide range of information



Competence Commitment Connection Productivity

Becoming a Role Model for Continuous Development : Agile mind-set

Source: Mckinsey article ‘The Agile revolution’

High emphasis  on

1)Delivery 

2)Organizational Agility 

Shift : From organizations to Individuals 



Competence Commitment Connection Productivity

Becoming a Role Model for Continuous Development :  From organizations to Individuals 

Source: Mckinsey article ‘The Agile revolution’

Need to emphasize  on

1) People  & Mindsets

2)Leadership 



Role Modelling Continuous development - Leadership Agility

Adapted from Pete Behrens, based on Leadership Agility by Stephen A. Josephs and William B. Joiner



Role Modelling Continuous development : Developing yourself

Steps for Developing yourself ..

Identifying your strengths and improvement 

areas is the first step to go through this self-

development process, which will happen 

when you have ownership and a high 

commitment to yourself

Individual’s perception of their 

competence often differs from their true 

level of competence.



Role Modelling Continuous development : Leadership Agility Journey 

Adapted from Pete Behrens, based on Leadership Agility by Stephen A. Josephs and William B. Joiner



How and What to Unlearn

"The illiterate of the future will not be those who 
cannot read and write, but those who cannot 
learn, unlearn and relearn.”
-Alvin Toffler



How and What to Unlearn



Unlearning to Learn 



How and what to UnLearn : At an Individual Level

1. Leadership conditioning 

2. Our knowledge threshold

3. Our Biases 

4. Desire to be always correct

5. Focus on reward and recognition

6. Our curiosity

7. Our environment 

8. Our ability to deal with uncertainty & risk



Three Cultures model  

by Ron Westrum,  a 

Professor of sociology 

at Easter Michigan 

University developed 

to explain how 

organizations process 

information

How and what to Unlearn : At an organization Level



Pause for moment and reflect on these three culture models

How and what to Unlearn : Approach to unlearning

1. In which culture would you position 

yourself, your team , your organization?

2. Where are you not living up to your 

expectations you and your team have 

set for yourselves as to how you wish to 

behave ?

3. Which one characteristics is holding you 

back the most ?

4. For that one characteristics, where do 

you aspire to be ? 

5. What small step could you take to get 

there and be better ?



How can apply habits to unlearn and learn new behaviors

How and what to Unlearn : Approach to unlearning



Activity : Unlearning to Learn 

1. Identify a challenge you wish to address

2. Define success as though you have dissolved or conquered 

the challenge

3. Channel courage over seeking comfort  

4. Commit to, start, and scale the cycle of unlearning

In the book, O’Reilly outlines what he sees as the four necessary conditions of unlearning:



How and What to Unlearn



Successful Agile 
Development 
begins with 
Individual – Ashely Johnson 

Self-awareness of Impacts on Others’ Development



Competence Commitment Connection Productivity

Source: Leadership compass – Pete Behren

Self-awareness of Impacts on Others’ Development

Leaders who are 

self-aware are 

able to connect 

with people, 

approach 

challenges with 

clarity, and lead 

with empathy. 



Competence Commitment Connection Productivity

Self-awareness of Impacts on Others’ Development

• Know When Strength Might Be Played Out

• Solicit Feedback

• Ask Good Questions

• Listen without Justifying

• Openly admit missteps

• Concede that you still have plenty to 

learn

• Turn mistakes are learning opportunities

• Give people permission to be 

collaborative without fear of appearing 

unqualified

Only a self-aware leader can encourage organisation learning because …



Self-awareness of Impacts on Others’ Development :  Video

Source : Harvard – IAT tests

Test your hidden 

biases using an 

online Test 

https://implicit.har

vard.edu/implicit/t

akeatest.html

https://implicit.harvard.edu/implicit/takeatest.html
https://implicit.harvard.edu/implicit/takeatest.html
https://implicit.harvard.edu/implicit/takeatest.html


Facilitation for Team level awareness for effectiveness :  Video

Source : Facilitating Your Own Team - Roger Schwarz - IAF



Culture of L&D through facilitation : 9 Steps

Source : Harvard – IAT tests

As a leader , Facilitation can be useful for all types of transformation and change and all questions entailed in them in companies 
and organizations—from the development of a corporate culture all the way to strategy you would need to facilitate the team 
using these golden rules for reckoning the need for organisations learning & development :

1. Assumptions and conclusions
What makes things difficult is we’re not aware of it or believe our assumptions are the truth. In effective groups, these assumptions 
are reviewed and tested again and again. 

2. Sharing of relevant information
Are you sharing enough about yourself or about the need for team to be self aware and provide a safe environment to be 
vulnerable

3. Use of specific examples
Use personal story to show how you are working on your self-awareness and thus promoting teams journey into the same..

4. Explanation of the intention and the conclusions
As an individual and group, what is the purpose behind self- development and eventually teams development, this needs to be 
clear. 



Culture of L&D through facilitation : 9 Steps

Source : Harvard – IAT tests

5. Focus on interests, not on positions
Interests have something to do with our needs and desires. Thus we refer to the relationship we have with a given situation, while 
positions must be seen as adamant opinions about a situation. Effective groups convey their interests in order to develop common 
interests.

6. Combination of advocacy and inclusion
In groups, contributions to the discussion often turn into a series of monologues, instead of ending in a true exchange. To advocate 
something while creating a reference to the other contributions allows for effective and common learning and understanding the 
issue on the next higher level.

7. Finding a design for the next steps and testing the differences
Groups decide by themselves which core themes should be discussed, when and how this will be done, and in which way different 
perspectives can be put next to one another without hindering the cognitive process.

8. Discussion of topics that can’t be discussed
Groups always have core themes that bedevil them and that they are apparently unable to discuss because they fear losing 
effectiveness. Groups can be empowered to confront even topics that seem completely impossible.

9. Support of decision-making processes on the basis of an adequate commitment level
We know different routes and types of decision-making processes (e.g., delegation, consensus, democracy, consultation, advisory 
process). The degree of acceptance ranges from resistance to noncompliance to compliance all the way to internal commitment.



Enable Outcomes instead of Assigning Task



Enable Outcomes instead of Assigning Task

When we delegate tasks–that is [discuss] assignments in 

terms of processes or steps to take–we run the risk of 

people doing exactly what we say, but still not getting the job 

done as we hoped. But if we delegate desired outcomes–that 

is what we want to result from the assignment–it’s more 

likely that that’s what will be accomplished. 
Executive coach Barry Zweibel

http://www.ggci.com/


Enable Outcomes instead of Assigning Task

When a customer complaint needs to be addressed, instead of “Here, go talk to this 

person,” try, “Here, go make this customer happy again.”

When a vendor order needs to be expedited, instead of “Here, go track this order,” 

try, “Here, go insure the successful – and timely – delivery of this order.”

When recent sales figures are below expectations, instead of “Here, go research this 

report,” try, “Here, go determine what needs to be done to get these numbers back 

on track.”



Activity : Tasks Vs Outcomes 

Everyone splits into groups and watches the video

Everyone splits into groups 

and watches the video. They 

discuss in groups , What 

impact can an outcome 

based approach have on 

1) Learning 

2) Team Development

3) Culture 

4) Any other ? 



Video  : Establish Guardrails : Delegation poker card 

Source : https://management30.com/practice/delegation-poker/



Establish Guardrails and Communicate Constraints for delegation

https://management30.com/empower-teams/delegation-empowerment/

There are 7 possible levels of delegation…

1. Tell: I will tell them

2. Sell: I will try and sell it to them

3. Consult: I will consult and then decide

4. Agree: We will agree together

5. Advise: I will advise but they decide

6. Inquire: I will inquire after they decide

7. Delegate: I will fully delegate



Activity  : Establish Guardrails : Delegation poker card 

Source : https://management30.com/practice/delegation-poker/



Activity  : Establish Guardrails : Delegation poker card 

Source : https://management30.com/practice/delegation-poker/

Step 1 : Participants are split into teams and are expected to self assign roles of 

1. PM

2. Architect

3. Dev lead

4. Test lead

5. Dev engr

6. Test Engineer

Step 1I :  Among your team, Please decide on various activities which would be in the process of 

hiring team that PM would need 

Step III :  Assign the delegation levels to establish the ways of working 

Scenario : Project Manager would like to hire an integration lead, identify 7 levels of delegation 

for this among team

Please go to the miro board to check for instruction and examples how to do this activity 

https://miro.com/welcomeonboard/azB6SXU3UkIxemUwZEllekdVY09QaU9QVjV6aTM2Z0d

2ckV3dnlIT1hrS1pQbU9NeWRnMGo3M3pNZ3dFMkJhTnwzMDc0NDU3MzUzMDI4NDg4NTk0

?invite_link_id=581957391125



Establish Guardrails and Communicate Constraints

Establish these guardrails and make sure your employee has this for any delegation :

1.Dates and deadlines

2.A clear, written definition of the task, and its delivery format

3.Expectations around progress reporting

4.Any and all associated resources they’ll need

5.A list of who they can ask for help (other than yourself)



Hire to Elevate or Delegate

Advantage of Hiring to Delegate Advantage of Hiring to Elevate 

• You free up your work so that you can do 

more value add

• Scale up your area of impact 

• You can take up more responsibilities that 

can help your organization’s purpose 

• You can effectively empower the team by 

delegating and preparing them to handle 

your role in future

•  Hire people so that they can bring outside in 

and teams something new 

• Hire smart people so that they can do their 

work independently 

• Hire people who can come and raise the 

bar of performance and culture in the 

organization

• Hire people who can come in and elevate 

overall talent baseline and culture 



Activity : Hire to Elevate & Not Delegate  : Empowered and Outcome based teams

Do you think delegation bring elevation 

to yourself more than your team ?

Jot down what's on your mind and why, 

share it in chat what you



Why Hire to Elevate  

"It is about finding people who truly connect with the purpose of 

your brand and are looking to develop both themselves and your 

organization throughout the whole process.” - Frank Milner, President of Tutor Doctor

A self-aware leader would do the following when hiring 

1. Refine the search process to be mission-driven.

2. Seek to complement skills and fill your gaps.

By doing so , they aspire to bring new hires who can teach others 

from an outside-in thereby  contribute to the team’s wisdom and 

elevate the team's performance

https://www.tutordoctor.com/


Recap



• Considerations for Individual Development

• Co-creation of Growth and Development 

Plans For Others

• Developing Leadership in Others

Session 2 Agenda



Competence Commitment Connection Productivity

Engaging people – Traditional HR vs Agile way 

Source: Agile People : A Radical approach for HR & Managers

Traditional Way The Human Centric/Agile Way

Develop policies, rules, and

standards

Support flexibility, speed, and

collaboration

Deliver programs and processes

to customers

Involve customers in delivery

HR specialists, OR HR

generalists, OR HR admins

T-shaped HR people who can take on

many different roles

Individual Work
Teamwork (cross-functional)

Functional HR/specialist area Value stream-based HR

Jobs and positions Playing many different roles



Competence Commitment Connection Productivity

Engaging people – Traditional HR vs Agile way 

Source: Agile People : A Radical approach for HR & Managers

Traditional Way The Agile Way

HR projects Stable, high Stable, high-performing teams

Promotions and bonus programs  Salary formulas and profit sharing (can be

performance related)

One size fits all  No size fits all   

Having the “HR recipe” Experimentation

Human View X Human View Y



Investing in Development from Day One

“The top ten reasons for employees leaving in order were as follows:

1. Poor management

2. Lack of career growth and advancement opportunity

3. Poor communications

4. Pay

5. Lack of recognition

6. Poor senior leadership

7. Lack of training

8. Excessive workload

9. Lack of tools and resources

10. Lack of teamwork”

Excerpt From: Robin Paggi. “Managing Generation Z”. Apple Books. 

“Onboarding starts with 
satisfying the most basic of 
Maslow's psychological needs: 
belonging. New hires shouldn't 
arrive to an empty cube and be 
forced to forage through 
corridors searching for a 
computer and the bare 
necessities of office life. A new 
hire isn't a surprise visitor from 
out of town. Plan for their arrival. 
“

Jay Samit - Author, former Vice Chairman at 

Deloitte Digital

Source : https://www.actimo.com/blog/employee-onboarding/



Employee onboarding : Investing in Development from Day One 

Source : https://www.actimo.com/blog/employee-onboarding/

Numbers show us that an effective 
onboarding plan can increase productivity 
by over 70% for new hires.

Research shows that by setting expectations 
from the beginning and engaging before day 1, 
employees are much more likely to perform

When employees experience great onboarding 
they are 69% more likely to stay with the 
company for more than three years



Employee onboarding : Onboarding important for retention

Source : Bamboohr.com



Employee onboarding : Onboarding important for retention

Source : Bamboohr.com



Employee onboarding : Onboarding important for retention

Source : Bamboohr.com



Alongboarding is an agile onboarding 

approach that applies agile tenets to 

onboarding new employees and makes 

the experience richer and more fulfilling.

Source : http://www.agilecandor.com/ 

Investing in Development from Day One : Employee onboarding 

Create an environment of curious mindset 

and habit of continuous learning by co-

creating a plan with the new hire for what 

they want bring inside the organisation 

1. Them learning about the organisation 

using a culture handbook 

2. On the job training 

3. Setting career/Team goals with their 

aspiration and choosing a learning plan as 

discussed with their manager 

http://www.agilecandor.com/


Investing in Development from Day One: Employee onboarding 

The onboarding canvas is derived from Spotify's adaptation of the Toyota Kata.

http://blog.crisp.se/2013/05/14/jimmyjanlen/improvement-theme-simple-and-practical-toyota-kata
http://www-personal.umich.edu/~mrother/Homepage.html


For more resources on 

creating a perfect 

onboarding flow that 

would help employees 

develop from day one, visit 

https://www.actimo.com/bl

og/onboarding-flow/

Employee onboarding : Create Your Perfect Onboarding Flow



Personal Motivation and Development 



The Fuel Of Personal Development Is Motivation

Personal Motivation and Development

Physiological Needs

Safety Needs

Belonging Needs

Esteem Needs

Growth Needs — Cognitive and Aesthetic

Growth Need — Self-Actualization



This is the worst 

situation where 

employees are not 

motivated and have 

many complaints.

Employees are motivated but 

have a lot of complaints. A 

situation where the job is 

exciting and challenging but 

salaries and work conditions 

are not up to par.

The ideal situation 

where employees are 

highly motivated and 

have few complaints.

Employees have few 

complaints but are not 

highly motivated. The 

job is viewed as a pay 

cheque.

High

Low

HighLow Motivation

Hygiene

Personal Motivation and Development Heisenberg's Two factor theory, 

Maslow's Hierarchy



Personal Motivation and Development - Herzenberg's design for 

improving motivation at work

1. Removing some of the control management has 

over employees and increasing the accountability 

and responsibility they have over their work, which 

would in return increase employee autonomy.

2. Creating complete and natural work units where it 

is possible. An example would be allowing 

employees to create a whole unit or section 

instead of only allowing them to create part of it.

3. Providing regular and continuous feedback on 

productivity and job performance directly to 

employees instead of through supervisors.

4. Encouraging employees to take on new and 

challenging tasks and becoming experts at a task.

Agile ways of work

1. Outcomes over tasks

2. Self-organizing teams

3. Retrospectives

4. Personal mastery 

https://en.wikipedia.org/wiki/Job_performance


Activity : Employee Motivation assessment & Personal 

Development

1. Go to this website url https://www.seemypersonality.com/Motivation-Test#q1

2. Take a motivation test and understand what as an individual would motivate you 

at work or for personal development



Incorporating Brain-based Ideas : Triggers & Limiting factors

1. Mental blockades are everything that prevents you 

from doing anything. It’s related to the hygiene 

factors  , but it goes beyond work. A few examples 

are insecurity, pain, lack of time, lack of energy.

2. Motivation. The mental willingness to do anything, 

your drive to do anything (unrelated to any task). If 

this is higher than your mental blockades, you will 

essentially become activated and pick up a task, a 

thought, or a belief. 

3. Sustainer. Every task/idea you have or are working 

on has a sustainer. If it is positive, your motivation 

level will increase over time while doing this, if it’s 

negative it will decrease.   

4. Triggers. A trigger will increase your motivation level 

and depending on the strength and internalization, 

it will often decrease your sustainer.



Incorporating Brain-Based Ideas : Sharon bowman’s 4C model

The 4C’s are:

Connections

“We learn best when we connect to others in a psychologically safe environment AND when we 

connect new concepts to what we already know.”

‘What does the learner already know about it?’

Concepts

“Communication of new concepts may be communicated through metaphor, games, reading, writing, 

speaking, images, and do not always have to come through an authority figure’s voice while pointing to a 

slide.”

‘What does the learner need to know about it?’

Concrete Practice

“We understand best when the new concept is reinforced by the opportunity to ‘do it’ and ‘teach it.’”

‘Can the learner do it or teach it to someone else?’

Conclusions

“Celebration and connection of the new concept/skill to our regular life, reinforces the learning and 

makes it relevant and important.”

‘How does the learner plan to use it?’



Activity name : Group assessment Activity on Organizational Learning

Source: Centre for Creative leadership



Activity name : SCARF assessment 

Source: Centre for Creative leadership

Individual Exercise

Take this assessment 
https://neuroleadership.com/research/tools/nli-scarf-assessment/

➢ Analyze individually and choose your right balance based on current skills 

and leadership competencies.

➢  Figure out which skills are missing or needs to be reflected. 

https://neuroleadership.com/research/tools/nli-scarf-assessment/


Incorporating Brain-Based Ideas : McCammon method 



Incorporating Brain-Based Ideas : McCammon method: Example  

In another programme, ‘Gandalf Scholars’ receive a grant 
of SGD 1,000 each to learn a subject of their choice and 
share their learnings with colleagues. We have more than 
350 ‘Gandalf Scholars’ who have shared their learnings 
with over 14,000 employees to date. We also actively 
encourage our employees to take charge of their personal 
learning by increasing the number of self-driven learning 
platforms such as LinkedIn Learning, Coursera and our 
own DBS Learning Hub.

“We have punched above our weight by becoming a technology-
driven company. Intensifying digital transformation across the 
organisation has resulted in ambitious innovation, increased agility 
and a strong digital mindset.”
Jimmy Ng
Chief Information Officer, DBS Bank



Encouraging Ownership of Growth and Development



Encouraging Ownership of Growth and Development : Lifelong 

learning  –  Be a serial master



Mission : Self-awareness of Impacts on Others’ Development: Lifelong learning



Encouraging Ownership of Growth and Development : Lifelong 

learning  –  Be a serial master



Encouraging Ownership of Growth and Development : Lifelong 

learning  –  Own your development

•What is one thing you are working on 

that will require that you grow to 

accomplish it?

•How are you working on it?

•Who else knows and cares about it?

•Why does this matter to you?



Encouraging Ownership of Growth and Development : Benefits of 

digital learning opportunities 

1. Personalizes learning to the employee

2. Develops talent with relevant, recommended learning resources

3. Engages learners with curated, updated content on a wide range of topics

4. Leverages proven approaches to leadership development

5. Integrates learning into busy work schedules

6. Creates a community of social learning

7. Targets common, challenging skills with Skill Builders and pathways

8. Keeps career development top of mind with goals and reminders
 



Encouraging Ownership of Growth and Development : 

Opportunity examples 

On-Demand digital learning 

•Digital learning offerings like Lynda, Pluralsight  
designed by experts in learning design and 
content curation

Peer to Peer Coaching

•Peer to Peer coaching apps such as Imperative 
which helps to buddy up employees within the 
organisation and share experiential learning 

Speaker events / workshops

•Organising speaker events to bring Outside-in

•Organising industry level workshops to showcase 
and exchange views with industry leaders

Organising should create an 

environment to make 

development easy and 

accessible , thus enabling 

learners to advance their 

personal development – when 

and how it works best for them. 

This would help employees in 

many ways , including ..



Lifelong learning  –  Do what you love



Lifelong learning  –  Do what you love



Lifelong learning  –  Do what you love



Helping to Identify Strengths, Talents – Video on Why we need to 

identify Strengths, Talents & Passion 

What Is Your Myers Briggs Personality Type

Step 1 : Please go to the url https://www.16personalities.com/

Step 2 : Please note down your personality type 

https://www.16personalities.com/


Helping to Identify Strengths, Talents – What is your personality type



Helping to Identify Strengths, Talents – What is your personality type



Helping to Identify Strengths, Talents – What is your personality type



Helping to Identify Strengths, Talents – What is your personality type



Helping to Identify Strengths, Talents – What is your personality type



Helping to Identify Strengths, Talents – What is your personality type



Create your development plan – Based on gaps in personality 
type and job type 

Current 

Aspirational 

P
e
rs

o
n
al

it
y 

tr
ai

t



Helping to Identify Strengths, Talents – Video on how Talents & 

Passion its related to one’s Purpose

Please see learner guide for information



Reflection 
– Core 
Talents

What gifts can people count on me for ?

When I am making a difference/creating value, my talents that 
“show up” are ? 

Other people consistently tell me , I make a difference by ?

When I am working with others, and we are most energized and 
engaged, I am contributing ………

I am passionate about contributing …

My Core Talents, the gifts that make a difference are 
……………………………………………………………………

https://miro.com/welcomeonboard/dzJxaHlZbXM0U1hERjZTc3dHVGdEclJ3NElVWHVDNl
YxMG9aYUR4aXlKcUlPZlZxd3RQS2h4WHlkaGwxOEZ1b3wzMDc0NDU3MzUzMDI4NDg4NTk
0?invite_link_id=757537087457

Once you have answered the questions, fill 

the ‘Talents’ in the Miro link under your name



Reflection 
– Core 
Values

What has your life taught you about what is precious and 
valuable ?

What have the trauma and losses in your life taught you about 
what is important ?

What have the privileges of life taught you about what is of value 
?

What is worth risking your life for ?

‘This’ …. Gives me greatest meaning in life for work

My Core values, the principle that I stand for are 
……………………………………………………………………

https://miro.com/welcomeonboard/dzJxaHlZbXM0U1hERjZTc3dHVGdEclJ3NElVWHVDNl
YxMG9aYUR4aXlKcUlPZlZxd3RQS2h4WHlkaGwxOEZ1b3wzMDc0NDU3MzUzMDI4NDg4NTk
0?invite_link_id=757537087457

Once you have answered the questions, fill 

the ‘Values’ in the Miro link under your name



Helping to Identify Purpose  



Behavioural 

Changing behaviours

Cognitive

Achieving results

Psychodynamic 

The inner world of change

Humanistic Psychology 

Maximising potential

Finding Purpose : four Approaches to Individual Journey



‘The clearer the goal, the greater the likelihood of 

achievement.’

‘If you keep on doing what you are doing you’ll 
keep getting what you get’ Anon

ResultsFeelings Behaviours

What are my 

core values?

What are my limiting beliefs and 

attitudes?
What is my most 

effective state?

What do I need to 

be doing?

What specific outcomes 

do I want?

Self-concept & 
values

Beliefs Attitudes

Personal Values to Results



Recap



• Key Factors that Promote Team 

Development

• Co-creation of Growth and Development 

Plans For Others

• Setting Teams Up for Success

Session 3 Agenda



How to Support bringing forth leadership behaviors 

Leadership Development Series: Develop Others



Developing others : Tips & Suggestions

Leadership Development Series: Develop Others



Leadership at Every Level : The Power of Leadership Engagement 

Manage Energy 

Rituals Rules 

Life is a Series of Sprints 

Performance

Life 

Rules 

Manage

Old Paradigm  
New Paradigm 

Manage Time

Life is a Marathon

Rewards Fuel Performance

Self-discipline Rules

The Power of 
Engagement 

Power
The Power of Positive 
Thinking 

Purpose Fuels 
Performance 



1 6

52

3 4

Coercive 
Leaders

Affiliative 
Leaders

Democratic 
Leaders

Coaching 
Leaders 

Pacesetting

Leaders

Authoritative 
Leaders

Leadership at Every Level : Six Style of Leaders

Adapted from Daniel Goleman



Personal

Proficiency

& 

Competenc

y

People 

Management
Build the next generation Together

Co-

Strategist
Shape the future together

Co-

Executor
Make things happen Together

Servant 

Leader
Engage and serve today’s talent

Individua

l

Organizatio

n

N
e

a
r-T
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Adapted from The Leadership Code: Five Rules To Lead By

The Agile Leadership Code – 5 Power Rules For Agile Leaders



Agile Leadership 

Power Dynamics

Positional Power 

(To influence and 

Guide)

Agile Leadership 5 Power Dynamics

Knowledge Power 

(To share and co-learn)

Task Power 

(To execute and co-create)

Personal Power 

(To engage and support)

Relational ship Power 

(To create psychological 

safety and empower)

1

2

3

4

5



1 2Connection power

Seven Leadership Powers

Information power

3 4Referent power Legitimate power

5 6Coercive power Expert power

7 Reward power



Leadership Agility

Adapted from Pete Behrens, based on Leadership Agility by Stephen A. Josephs and William B. Joiner



Leadership Agility Maturity Journey 

Adapted from Pete Behrens, based on Leadership Agility by Stephen A. Josephs and William B. Joiner



Adapted from Daniel Goleman

Meaning of Self-Awareness & Self-Management for Leaders



Take the quiz

▪ https://www.mindtools.com/pages/article/ei-quiz.htm

Goal - What action can you take today to improve 
your emotional intelligence?

Exercise – Emotional Quotient



Strategic

Contribution

Culture Management

Fast Change

Strategic Decision-Making

Market-driven Connectivity

Journey of Self-Awareness for Leaders

Adapted from Daniel Goleman



Brand ( Your name)

Attribute 1

1

Attribute 2

2

Attribute 3

3



Johari window - Self-Awareness for Leaders



Five Factors Model – Personality Test - Self-Awareness for Leaders

https://openpsychometrics.org/tests/IPIP-BFFM/

Goldberg, Lewis R. "The development of markers for the Big-Five factor structure." Psychological assessment 4.1 (1992): 26.

The big five personality traits are the best 

accepted and most commonly used model 

of personality in academic psychology.  

 Using a technique called factor analysis 

researchers can look at the responses of 

people to hundreds of personality items and 

ask the question "what is the best was to 

summarize an individual?".



Initiative
A readiness to seize opportunities.

Achievement orientation
The drive to meet an internal standard 
of excellence.

Adaptability
Skill at adjusting to changing situations and 
overcoming obstacles

Conscientiousness
The ability to manage yourself and your

responsibilities.

Trustworthiness
A consistent display of honesty and 

integrity.

Self-control
The ability to keep disruptive emotions 

and impulses under

control.

Journey of Self-Management for Leaders



A

B

1 3 5

2 4 6

Open Minded, Empathetic  

Positive Intent

Start with the Heart

Listen, observe body 

language

Intentions

Make It Safe

Goal Clarity, Role

Outcome

Agree on Mutual Purpose

Stay in Dialogue Don’t get hooked 
By emotion 

Separate Facts from Story

Don't shutdown Name it, Acknowledge it Allow Feelings, Stories

Engage Do not allow it to dominate But focus on facts

Providing Feedback and Having Difficult Conversations : 

Communication Steps for Agile Leaders



A Difficult Conversation Is “Anything You Find It Hard to Talk 

About”

Providing Feedback and Having Difficult Conversations : 

What is Difficult Conversation? 



One of the senior engineers at your 

company, an old friend, has become 

a liability. Management has picked 

you to fire him.

Role Play exercise : What you will do?



It Seems There Is No Good Path

The Dilemma: 

Avoid or Confront?? 



H O W  TO  C R A F T I N G  T H E  TA L K

CANDID technique 

What to do now?



Compartmentalize 

the message to 

create a neutral 

opening. 

Eye contact

Connect with individuals

Smile

It goes a long way!

Confidence

Talk in 

Be open and neutral

Describe

Ask questions 

based on the 

other person’s 

response. 

What we can do



Normalize 

the situation. 

Discuss the 

details—factually 

and neutrally. Disengage 

from the 

discussion.

Incentivize the 

outcome. 

What we can do



Recap



• Key Factors that Promote Team 

Development

• Co-creation of Growth and Development 

Plans For Others

• Setting Teams Up for Success

• Honoring Diverse Experiences, Knowledge, 

and Backgrounds

Session 4 Agenda



The Impact of Self-Organization on Team Development - Self organizing teams

1938 - Chester Barnard, had argued that: 

“Organizations are cooperative systems, not the 

products of mechanical engineering.  

In 1943 - Abraham Maslow mentions “Self-

Actualization” is the top needs of human. In 2009 the 

book: “Drive: The Surprising Truth About What 

Motivates Us” - Daniel Pink shared about Motivation 

3.0. 

In 1986 - Self-Organization was mentioned as the main 

element for the team can be a success in “New new 

product development game” - Hirotaka 

Takeuchi & Ikujiro Nonaka.



Why

To make sure to avoid the waste from the hierarchy of 

traditional management

How 

“Scrum Teams are self-organizing and cross-functional. 

Self-organizing teams choose how best to accomplish their 

work, rather than being directed by others outside the 

team”

What does it mean to organisation 

• To be able to quickly solve the internal problems that 

need to be done in the product development process.

• Increase ability to self-learn and adapt, so that we can 

determine how to deliver quickly and properly the 

product value that users expect.

The Impact of Self-Organization on Team Development - Self organizing teams

Self organizing teams



Activity - Self organizing teams

Please see learner 
guide for 
information



The Impact of Self-Organization on Team Development – Approaches to self 

organizing

Dynamic 

reteaming 
Self 

Selection

• High transparency 

• Person-centred

• Managers arrange self-selection events 

• Team members trade places , later tell 

managers

• Low transparency 

• Managers put people on teams

• Managers tap into people’s 

interests and talents
• Managers trade people and later 

tell people

Self Organising teams 



Decision-making 

authority & ownership

 

The Impact of Self-Organization on Team Development - Self organizing teams

Self organizing teams

When the team knows they have direct influence on  
the impact that is being made. This leads to 
members taking ownership and being more 
accountable.

Teamwork & 

collaboration

 

Trust & respect

 

All members will communicate freely, talk about the 
issues, and help each other in order to achieve a 
common goal , thus enhances team productivity 

Teamwork is a big part of the process, as they’re not 
going to achieve much working as individuals, self 
organisation encourages multi-directional collaboration



The Impact of Self-Organization on Team Development - Self selection teams

1.Self –selection 
A facilitated process of letting people self-organise into small, cross-functional teams. 



The Impact of Self-Organization on Team Development - Self selection teams

1.Dynamic reteaming 
A dynamic process of a team changing in some ways. 

• The one-by-one pattern

• Grow and Split

• Merging

• Isolation

• Switching
 

• To Grow/Shrink

• For Learning/Fulfilment 

• For Sustainability

• To Liberate 
 

WHY HOW



The Impact of Self-Organization on Team Development - Self selection process



The Impact of the Environment on Team Development



The Impact of the Environment on Team Development

Agile teams traditionally excel when their members are co-located. Here’s how to ensure they’re effective 
now that COVID-19 has forced them to work remotely.



The Impact of the Environment on Team Development : Approaches 



Encouraging Collective Ownership and Team Accountability

Reasons why teams do not show ownership &  accountability 

1 - We do not have trust within the team.

2 - Team members are not aware of the team's 

overall progress.

3 - Teams are not empowered.

4 - Individuals are rewarded instead of teams.

5 - Team members are split across multiple teams.



Encouraging Collective Ownership and Team Accountability

 - Ownership and Team Accountability - How

1 - We do not have trust within the team.

Help team members get to know each other's histories, behaviours, and interests.

2 - Team members are not aware of the team's overall progress.

make information transparent (Scrum board)  , Shared Accountability with 

‘we’ 

3 - Teams are not empowered.

Demo empowerment, coach the manager on how to use open questions

4 - Individuals are rewarded instead of teams.

Encourage the team to focus on team outcomes

5 - Team members are split across multiple teams

Create action plans to share knowledge and skills



Encouraging Collective Ownership and Team Accountability

How to build trust within the team.

Help team members get to know each other's histories, behaviours, and interests.

Create a team activity for people to share their personal histories.

Set the example by relying on your team members.

Demonstrate curiosity. Ask open-ended questions of the team to encourage them to share their own 

ideas.

Be vulnerable. Ask for help. Admit mistakes. Ask for feedback. You may say, "Can you take a look at 

this? I might have missed something and would appreciate your perspective." By demonstrating 

vulnerability, you are showing others that it is okay.

Make explicit that there are a lot of unknowns with complex work. We need to have everyone's 

unique perspectives, knowledge, and skills in order to succeed.

The more we learn about each other, the more comfortable we get being vulnerable. We feel safe. 

Source : www.scrum.org 

http://www.scrum.org/


Encouraging Collective Ownership and Team Accountability

Team members are not aware of the team's overall progress.

We need to make information transparent so that the team can easily discuss progress, 

identify problems, and determine solutions together.

Help the team use a visual Scrum Board to see their progress. Reference the visual Scrum 

Board whenever discussing work with other team members.

Track impediments brought up by the team over time.

Understanding WIP (work-in-progress) or how much time is spent waiting on others can help a 

team identify where they see waste and bottlenecks.

Regularly bring up the shared accountability of creating a Done Increment.

Change the language to "we." We succeed as a team, and we fail as a team.

Source : www.scrum.org 

http://www.scrum.org/


Encouraging Collective Ownership and Team Accountability

Teams are not empowered.

 
This empowerment must be demonstrated by management.  

Demonstrate trust and confidence in the team. This can be directly stated as, "This sounds like 

a difficult decision. You are the ones closest to the work, and I trust your judgment."

Be okay when outcomes are not as expected or desired. This can often require standing up 

for and protecting a team when they fail. Failure (done right) is another word for learning.

Do not commit to dates or deliverables on behalf of the team. This completely undermines 

team ownership. Do not succumb to this pressure. Let the team own their forecasts, and 

appreciate the unpredictability of their work.

Source : www.scrum.org 

http://www.scrum.org/


Encouraging Collective Ownership and Team Accountability

Individuals are rewarded instead of teams

 
Recognize individual behaviours that cultivate team ownership.

Consider creating a "kudos" tradition after the Daily Scrum or at the 

beginning of the Sprint Retrospective.

Celebrate team successes. Create a chart in your team space to 

visualize these successes. Make it fun and meaningful.

Coach managers to recognize team successes. It can be as simple as 

stopping by the team space occasionally to pass along positive 

feedback or to ask what the team needs.

Source : www.scrum.org 

http://www.scrum.org/


Encouraging Collective Ownership and Team Accountability

Team members are split across multiple teams.

 
Create action plans to share knowledge and skills with the teams that need it in 
order to create a Done Increment. Yes, this will take time and effort. This will also 

reduce the costs and effects of context switching over time.

If we must do it, limit it. Create blocks of time that allow focus. Yes, this will limit each 

team's ability to plan their own work and may create some waiting times. That is the 

reality of accepting this impediment.

Make the waste transparent. Track the number of times a shared team member has 

to switch focus during a day. This factual information can help make the case to 

management to invest in fixing this impediment.

Source : www.scrum.org 

http://www.scrum.org/


Encouraging Collective Ownership and Team Accountability

OKR Kanban view 



Objective and Key results



Objective and Key results



Objective and Key results



Measuring results using OKR’s

OKR’s is not a collection of tasks. They primarily focus on 

outcomes or results then output or activities.

As Google’s re: Work states: “One thing OKRs are not is 

a checklist. They are not intended to be a master task 

like…

Use OKRs to define the impact the team wants to see 

and let the teams produce the methods of achieving that 

impact.”



Kanban view

Kanban is another concept borrowed from 

Toyota. In Japanese, it simply means

“billboard.” It’s a manufacturing system 

focused on “the art of finalizing.” The

idea is that you can deliver a product 

according to plan, shorten the lead-time,

and communicate faster and clearer by 

focusing on one task at a time. Kanban

stems from the lean philosophy of visually 

identifying bottlenecks.



Group activity : Identify an outcome for your team and define OKR’s

OKR’s is not a collection of tasks. They primarily focus on 

outcomes or results then output or activities.

As Google’s re: Work states: “One thing OKRs are not is 

a checklist. They are not intended to be a master task 

like…

Use OKRs to define the impact the team wants to see 

and let the teams produce the methods of achieving that 

impact.”



Group activity : Identify an outcome for your team and define OKR’s



Using Different Leadership Styles at Different Stages 



Source : https://www.kenblanchard.com/



Using Different Leadership Styles – Intent based leadership style

• They set clear goals, so their people know how to do their jobs.

 

• They push control and decision making down the organization 

so people take responsibility and rise to the occasion. 

• They maintain unity of effort by ensuring the supporting pillars 

of technical competence and organizational clarity are in 

place

Intent-Based Leadership organizations create an environment for people to contribute so that they feel valued. 



Using Different Leadership Styles – Intent based leadership style - How

1. Practical Empowerment: When we give our 

people more authority, we actually create more 

effective leaders.

2. Technical Competence: When we engage our 
minds in what we are doing, we perform with 

better results.

3. Organizational Clarity: When leaders set clear 

goals and people know how to do their jobs, we 

can take deliberate action.

Empowerment

Personal mastery

Shared Vision

Intent-Based Leadership starts with rejecting the idea that leadership is for the select few at the 

top and instead embracing in highly effective organizations, there are leaders at every level.



Enable Feedback Culture in the Team



•Business outcomes over measurement and compliance

•Open and owned over anonymous and unowned

•Frequent small actions over big slow actions

•Getting feedback to where it's useful over following the 

hierarchy

•Participation and inclusion over rigid experimental-design

•Usefulness for employees above everything else

Enable Feedback Culture in the Team

The Agile Employee Feedback Manifesto

Source : HC Mag



Enable Feedback Culture in the Team: Ways to ask feedback

Source : https://joyoushq.com/agile



Enabling the Team to Interact Cohesively with the Larger System

Agile projects have job titles such as Scrum Masters  and (XP) Coaches 

instead of traditional managers.

According to the Scrum and XP guidelines, 

A Scrum Master is responsible for protecting the team from any disruptions 

to their tasks that may be caused by outside sources such as unrealistic 

demands from the customers. They ensure that the team is fully functional 

and productive and that all Scrum processes are being followed.

 A Scrum Master is seen as a facilitator and does not organize or manage 

the team.

Similarly, an XP Coach is meant to lead the team towards self-organization 

by leaving the team alone as early as possible.



Enabling the Team to Interact Cohesively with the Larger System

Leaders are required. Managers are optional.

Self-organizing teams should not be leaderless, uncontrolled teams

Leadership in self-organizing teams is meant to be light touch and 

adaptive providing feedback and subtle direction Leaders of Agile 

teams are often compared to coaches of sports teams — responsible 

for setting direction, aligning people, obtaining resources, and 

motivating the teams.  



Balancing Individual vs. Team Needs : Conflict management



Balancing Individual vs. Team Needs : Conflict management

Source : 5 Dysfunctions of a team , Patrick Lencioni



Balancing Individual vs. Team Needs : Conflict management

Source : 5 Dysfunctions of a team , Patrick Lencioni



Balancing Individual vs. Team Needs : Conflict management

Source  : https://kilmanndiagnostics.com

Thomas-Kilmann Instrument is designed to 

measure a person’s behaviour in conflict 

situations  individual’s behaviour along two 

dimensions: 

(1) assertiveness, the extent to which the person 

attempts to satisfy his own concerns, and

 (2) cooperativeness, the extent to which the 

person attempts to satisfy the other person’s 

concerns.



Balancing Individual vs. Team Needs : Conflict resolution

Source  : https://kilmanndiagnostics.com

According to Lyssa Adkins, there are certain levels of 

language being used to access the teams’ or individual’s 

communication.

•Level 1 – Team members involve conflict agreeably and 

positively.

•Level 2 - The discussion changes to make room for self-

protection.

•Level 3 - Distorted language such as overgeneralizations, 

presumptions, magnified positions, either/or emerges, the 

real issues get lost.

•Level 4 - Becomes more ideological.

•Level 5 - Features full-on combat.

"As their coach, you help teams navigate 
conflict. You show them a method. You can’t 
give them a full-color, waterproof chart that 
marks the shoals and hazards. You can give 
them something more precious, more powerful. 
You can give them a guide, a framework, so 
that they create their charts, whenever they 
need to do so.” - Lyssa Adkins 

https://www.lyssaadkins.com/coaching-agile-teams-book


Balancing Individual vs. Team Needs : Conflict Levels

Source  : PMI.org



Balancing Individual vs. Team Needs : Conflict resolution : 7 Principles

Source  : PMI.org

Using the seven principles of fierce conversations can pump up the team's interactions until they hit the “real zone.”

Principle 1: Master the courage to interrogate reality.

 

Principle 2: Come out from behind yourself into the conversation and make it real.

 

Principle 3: Be here, prepared to be nowhere else.

 

Principle 4: Tackle your toughest challenge today.

 

Principle 5: Obey your instincts.

 
Principle 6: Take responsibility for your emotional wake.

 

Principle 7: Let silence do the heavy lifting.

 





Different engagement, trust has different cultures



Modeling Organizational Structures 



Modeling Organizational Culture 

Competing values Framework 

Collaboration Informal

Cultural

Personal

Development 

Collaboration Formal 

Development 

Collaboration Managerial 

Technical

Development 

Collaboration Team 

Process

Development 



Radiating Progress and Success : Information Radiator

Origins

•1980s: the notion of “visual control” 

originating in the Toyota Production 

System is an anticipation of “information 

radiators”

•1999: the term “Big Visible Chart” is 

coined by Kent Beck in “Extreme 

Programming Explained”, though 

later attributed by Beck to Martin Fowler

•2001: the term “information radiator” is 

coined by Alistair Cockburn, part of an 

extended metaphor which equates the 

movement of information with the 

dispersion of heat and gas

http://tech.groups.yahoo.com/group/extremeprogramming/message/4115
http://www.informit.com/articles/article.aspx?p=24486


Radiating Progress and Success : Information Radiator

What makes an information 

radiator effective? 

In addition, you should also 

provide a way for the team to 

interact with the board. It makes 

the display more interactive and 

inclusive as it not only provides 

insight, but also spurs 

conversation and motivates the 

act of sharing knowledge.

It isn’t good enough to just build 

a visual display of information; 

you need to build one that has a 

goal in mind.



Pros & Cons of communicating progress across the team

Traditionally information is passed on team's progress over periodic updates that are emailed or 

summarized  in a meeting for the stakeholders . This often becomes a one-off event and lacks 

continuity or coherence of the big picture. 

Often they result in …

Little or no visibility to strategies or progress against them throughout the year

Difficult for individuals to see the link between their efforts and critical strategies

No visibility for what the rest of the teams I involved in

Difficult to “See the whole” complexity of our work



Radiating Progress and Success : Obeya



Radiating Progress and Success : Information Radiator



Radiating Progress and Success : Principles to structure Obeya  

1.We communicate a strong sense of purpose

2.Purpose is recognizably tied to our organizational strategy through meaningful objectives

3.Obeya connects strategy to execution with visible orientation on customer experience

4.Meetings have a rhythm in sync with the operational heartbeat of the organization

5.Visuals provide a logical and practical information and conversation flow

6.The Obeya reflects a good understanding of the flow of work from start to delivery

7.Obeya is an attractive and available area, in proximity to the workfloor

8.We use analytics-driven-evidence to make business decisions

9.Data owners ensure information is easy to consume, readily available, up to date, and 

visually attractive

10.People come together in the Obeya to respectfully see, learn & act on vital information

11.People are committed to engage in continuous improvement, resolving obstacles 

along the way



Radiating Progress and Success : Information Radiator : Example



Radiating Progress and Success : Information Radiator : Example



Radiating Progress and Success : Information Radiator : Example



Radiating Progress and Success : Information Radiator : Example



Benefits of Workforce 
Diversity & Inclusion

• Improved understanding of those you work for, with, and around.

• Creates a work environment that allows everyone to reach their full 
potential.

• Provides multiple perspectives on problem solving.

• Better performance outcomes.

• Increases employee productivity.

• Increased retention rates.

• Boosts employee morale.

• Improved customer relations.

• Reduces complaints and grievances.

• It’s the right thing to do!



Benefits of Diversity & Innovation 

Deloitte Insight*s : Based on a survey of 245 global 
organizations and more than 70 client interviews, the new 
four-level maturity model describes the evolution of 
diversity and inclusion and what companies should do to 
move from a compliance emphasis to a strategic focus in 
order to create a truly inclusive culture. 

The research* reveals that organizations with inclusive cultures are:

• Six times more likely to be innovative

• Six times more likely to anticipate change and respond effectively

• Twice as likely to meet or exceed financial targets

Despite the demonstrated benefits of embracing an inclusive culture, the 
research also indicates that only 12 percent of organizations around the world 
have reached full maturity.

Statistics 
from 
Deloitte



Statistics 
from 
McKinsey



Statistics from 
BCG

Benefits of Diversity & Innovation 



Diversity : 
Pros & Cons



Deloitte 
D&I 
maturity- 
model 2



Diversity Benefits Teams : Scrum values support Diversity

The Multi-Faceted Benefits of Diversity in the Workplace | BCG



A backlog can enable clarity in project direction and effectiveness in delivering value. At a group 

level, defining a Common Purpose that is both strong and highly adaptable can increase the 

group's ability to execute on the project vision or enterprise strategy.

The understanding of the process of Collaborative Interaction can help us identify the group 

dynamics that prevented a team with 100% willingness to do pair programming from doing it at all.

While the Agile practice of continuous improvement is often justified in terms of software quality, 

the relationship between the individual and Group Experimentation and Creativity can describe 

the invisible benefit to the group dynamics and success.

In cases where Agile adoption needs buy-in from groups close to the development team, a 

training in Group Coherence concepts can help BAs, QAs and other teams understand and adapt 

to the new group dynamics being implemented.

Some leadership models are more suited to Agile than others. By applying Group 

Coherence concepts, the enterprise can unleash the emergent leadership characteristics that are 

shared by the group.

Building Shared Experience : How - Group Coherence concept 



Building Shared Experience : What is Group Coherence

Group Coherence is the shared state reached by a group of people that allows them to perform 

one or more tasks in perfect rhythm and harmony with great energy to overcome obstacles.

1. Coming Up With a Common Question to Answer,

Type: Stating the group's problem or common purpose

2. Agreeing to a Common Project to address that question,

Type: Identifying a group action to learn about the problem or purpose

3. Finding and Agreeing to a Common Process was also significant,

Type: Identifying a group process for Practice (An example of this could be the self-organizing 

nature of Agile methods such as XP and Scrum) .

4. Finding an answer to the research question completed the research process.

Type: Group resolution or group learning based on the question.



Building Shared Experience : Key ingredients of Group Coherence - I

• Relationship between Individual and Shared Creativity: individual creativity contributing to 

group creativity.

• In coherent groups creativity of individuals can be freely expressed and included in the 

group's self-organization. 

• Agile methods naturally promote this key ingredient by providing a developer with the 

structured process to work with colleagues to develop features.

• Close collaboration with business users, application architects and technical specialists 

reflects the self-organization of all contributors.

• State Shift: change in energetic level (like water to steam or water to ice) Subsequent to state 

shift, a felt phenomenon, individuals in a coherent Agile group can identify each other's 

complementary skills without management, visual or auditory clues. Their level of comfort and 

trust in the group increases.

 



Building Shared Experience : Key ingredients of Group Coherence -II

• Bonded State: group members bonded but everyone had bonded when Group Coherence 

occurred.

• Feeling of safety in the group and openness of expression allowing instances of unknown to 

be accepted so the group's self-organizing energy is available to find solutions. Social events 

serve as extensions of work collaborations.

• Fugue: accelerated interaction of the group members' activity and interactions producing 

great increases in group energy.

• Interpersonal exchanges in group discussion quicken; people finish each other's sentences 

and actions; excited creative expression of individuals are part of the interaction of the group.

• Perception of Group Coherence: awareness of Group Coherence.



• Companies with 2-D diversity (i.e. 
companies whose leaders showed no less 
than three inherent and three acquired 
diversity characteristics) outperformed 
and out-innovated the competition. 
Employees from these companies 
were 45 percent more likely to report that 
their company’s market share 
increased during the preceding year 
and 70 more likely to report that their 
company captured a new market.

• When at least one member of any team 
shares common characteristics with the 
end user, the whole team better 
understands the user: a team with a 
member who shares the same ethnicity 
with a client was found to be 152 percent 
more likely, compared to other teams, to 
understand that client.

• Creating a “speak up” culture is key to 
fostering innovation, as, according to the 
research, in such a culture employees 
were “3.5 times as likely to contribute their 
full innovative potential”.

Source : https://hbr.org/2013/12/how-diversity-can-drive-innovation

Diversity Benefits Teams : Scrum values support Diversity

https://hbr.org/2013/12/how-diversity-can-drive-innovation


Diversity Benefits Teams : Scrum values support Diversity

Source : scrumalliance.org



Good Leaders : Psychological safety



Learning is directly proportional to the Engagement attributes



Safety and Trust within the Team



Safety and Trust within the Team – My personal story



Conflict as an Enabler for Creativity and Innovation

Source: Kilmann Diagnostics



Conflict resolution : 5 key principles & Team toxins 

Source: Kilmann Diagnostics



Diversity, Conflict as an Enabler for Creativity and Innovation 



CLAIMING YOUR NEW CERTIFICATION

1. Your training provider will upload the full class roster to ICAgile for certification.
2. You will receive an email containing instructions on how to access your ICAgile.com profile.
3. You will be required to complete a brief post-class survey.
4. Upon completing the survey, you will become certified and receive a copy of your certificate 

via email.

https://youtu.be/Z4BUtwMLbrk
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