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Health precautions to keep everyone
as safe as possible at Congress:

» \Wear masks at all times in indoor events.

» Complete your daily health screening on your phone and bring it
with you when you enter the center each day.

» Practice social distancing to the extent possible. Seating at plenary
sessions is structured to help with this.

 If you feel ill at any time, please leave the conference and return to
your room/consult a physician as necessary.

« Ultimately, our collective health and safety at Congress is up to all
of us. Thanks for your support!
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Problem Statement: Plus/Delta doesn’t really work

Can surface valuable
complaints

Fast, easy, familiar

A time-honored part of
lean canon

Feels like reflection and

continuous improvement ...

better than nothing!

A

Superficial. Rarely brings out deep,
impactful insights

Doesn’t align differing perspectives
Doesn’t attend to emotions
Bad at drawing-out quieter voices

As practiced, facilitator usually
abuses “the power of the pen”

“IPlus/Delta] looks and feels like the team is having good, reflective conversations. But they’re actually learning an
unsustainable, ineffective way to retrospect.” Humanizing Work: Facilitating Effective Retrospectives With Miro, 2021
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https://www.humanizingwork.com/facilitating-effective-retrospectives-with-miro/
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Introducing Focused Conversations

humanizing

A

Facilitating Effective Retrospectives ’I‘he RN
with Miro M Access Grou: Wisdom

in the Workplace

Save your team from hours of frustrating O

meetings and months (or years) of
struggling with marginal results. Focused

_ Conversation
Retrospectives got much harder over the last year.

, N \
R. Brian Stanficld ' |
Most teams are working remotely now, at least some of the time. And many ‘ ‘ I ‘ S 3 S .

teams are fully distributed with everyone working from home to a degree

we've never previously experienced. The tools that worked most of the L0 avor= wemnoo or e msmiTuTE OF CurTumaL Arvams

time far an in-nersnn retro dont alwawve tranclate well ta thic new wineld
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The ORID Pattern

0 OBSERVATIONAL

R REFLECTIVE

| INTERPRETIVE

D DECISIONAL
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The ORID Pattern

(O oBservatioNAL  {(D)}  “what?’

R REFLECTIVE >§: “qut”

| INTERPRETIVE -(3@- “so what?”
;lO

D DECISIONAL ol  “now what?”
(0]
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The ORID Pattern

P4 N\ —

(O oBservatioNAL  {(D)}  “what?’
T grow shared
= understanding of
R facts and reactions
R REFLECTIVE 23 “qut”
AN | /7 f- d .
SN« . ind meaning
?
| INTERPRETIVE @ so what? togethor
7l° develop action
[) obecisionaL ol  “now what?”
o plan together

o\ © LEAN CONSTRUCTION INSTITUTE

v



LEARN BY DOING FROM THOSE WHO DO

The ORID Pattern

P4 N\ —

(O oBservatioNAL  {(D)}  “what?’
T grow shared
— understanding of diverge
& facts and reactions
R REFLECTIVE 23 “qut”
N\ l Ve f- d u
_ . . ind meaning
2
| INTERPRETIVE @ so what? together emerge
7l° develop action
D DECISIONAL O\, “now what?” converge
o plan together
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The ORID Pattern

' N\ I

(O osservationaL  {(D)}

S--t grow shared
= understanding of

& facts and reactions
= ~ ugutu

find meaning
together

R REFLECTIVE

o ]
D DECISIONAL oc “now what?” develop action
o plan together
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Observational Level :: facts about what happened

=T

Prepare display of facts, metrics, etc. before the meeting

Ask:

What other facts are missing or unclear? What catches
your attention”? Compared to our workplan, where are we
ahead of schedule? Behind?

Facilitation:

This level is about diverging, so redirect people who offer
feelings or interpretation: “What did you observe that
makes you draw that conclusion? Let’'s save
interpretation for later, once we see all the data.”

—
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Reflective Level :: reactions, memories, feelings

Ask:

How did you feel during this work? What about now? \What
emotions did you observe in others? What did you like or dislike?

Facilitation:
Don’t skip this step (but don’t overdo it, either.)

For larger groups, it can be effective to let participants indicate
emotional states graphically, such as putting blue dots on facts
that were demotivating and red dots on the ones that were
motivating, etc.

Avoid critique, promote creativity & intuition

—
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Interpretive Level :: finding meaning

Ask:

What does this mean? What did you learn? What are the
causes and effects? What patterns do you see? Where

are we experiencing ease in our work? Where is it harder ‘
than it needs to be? What might be causing that?

Facilitation:

This level is about exploration, and it can take some time
(some call this the “groan zone”); help the team sustain
its energy.

A
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Decisional Level :. decide on next steps

Ask:

What should we do now? What
Improvements to our product or processes

can we make? What are next steps? Who
needs to do them? When?

Facilitation:

This level is about converging, so nudge the
group toward making decisions.
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Let’ it!
et's try it!

The people in the front row will do the reflecting.

We shall reflect upon ... lunch!

(...an experience most of us shared today.)
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Lunch :: Observational level

2-course plated meal, 12:50 — 1:50 PM

Everyone:
« Caesar Salad: romaine & red oak lettuce, classic Caesar dressing
« coffee (regular & decaf), tea

Omnivore entree: Vegetarian/GF/Vegan entrée: (by request)
* seared chicken breast « sweet pea + risotto corn cake

» cheddar mac & cheese  portabella, grilled asparagus, squash

* broccoli, caramelized onions « fire roasted pepper coulis

Servers to be knowledgeable about the menu and able to answer questions (e.g., ingredients)

This information was provided by conference organizers a week before the event.

—
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100% virtual example

& DRINKS ON CYNTHIA'“! ,)

*** Must show up in

Add notes with your suggestions here

[ ]

S Vaddan  pgq @ Brookline, MA for the drinks!

virtual tool how do we

used for share like A L} L acronym — sjossary
collaborations ) maybe tracks ' I|St PZSL has
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WHAT SHOULD WE

days straight...
how about 4

DO? NEXT STEPS?
prepare 3 highlights of 4 weeks? ' . * *
greatideas and dislogues
from this event and put it — This is longer
on social media
+/-
everywhere 10 engags ' et

L 4

but WAY

Access fo maore participation and
ot fure e HOW MIGHT WE MAKE
for future .

= p— . LEAN DESIGN FORUM

BETTER NEXT YEAR?
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How about an A3?

’ ‘ LCI | 2021 LEAN DESIGN FORUM
A3

\ ' REPLACING PLUS/DELTA WITH FOCUSED CONVERSATION FOR BETTER REFLECTION

. USING ORID FOR AFTER-ACTION REFLECTION . NOTES FROM TODD'S EXPERIMENTS

. BACKGROUN

The Plus/Delta process is a time-honored part of lean canon, used to surface
after-event feedback & foster continuous improvement. But does it work?
This A3 suggests that it doesn’t! It then proposes a more effective method.

. CURRENT STATE :: PLUS/DELTA

In the Plus/Delta process, a facilitator simply asks for plusses (aspects that
added value) and deltas (changes that would add value next time) about an
event or segment of work that has just completed. (source: lean glossary)

In my experience, one usually gets a trickle of responses, and, too often,
those responses are superficial: “It was nice having bagels on Tuesday —let's
have bagels more often.” For teams that make a habit of regular reflection
(lean) or retrospectives (Scrum), the few easily accessed deltas of any real
weight are surfaced and resolved early in the team’s time together. Deeper
exploration tends to elude them going forward.

“[Plus/Delta] looks and feels like the team is having good, reflective

to retrospect.”

. PROPOSAL :: USE FOCUSED CONVERSATION

A Focused Conversation is a conversation on any topic that is guided by a
facilitator so that it passes through four levels in a pattern called ORID:

Observational: questions about facts and external reality (data). This grounds
the subsequent dialog in a common shared understanding. Without this,
nobody can see the whole picture & deep insights are unlikely.

Reflective: questions to elicit reactions, emotions, associations — internal
responses to external reality. Without this, conversations may be weirdly
emotional, circling around issues without surfacing them.

Interpretive: questions to draw-out meaning, significance, implications.
Decisional: questions to elicit resolution and close the conversation.

Notice that Plus/Delta starts a group at the Interpretive or Decisional level
without first aligning about the facts, emotions, or shared meaning.

Some advantages of Focused Conversation include:'!

* Prevents the conversation from drifting along aimlessly.

* Pushes people to be creative rather than critical.

* Supports focus, honesty and vulnerability. Facilitates real listening.

© LEAN CONSTRUCTION INSTITUTE

To use this in a Lean reflection or Scrum retrospective, first collect metrics,
drawings, photos, statistics, and other relevant data beforehand.

Opening :: The facilitator makes a brief opening statement clarifying the
purpose of the meeting and the participants’ roles. Aim to have a bit more
energy than the audience so you lift people up w/o being obnoxious.

Observational :: facts, facts, and more facts

Display and briefly review the data you've assembled beforehand.

Ask: What other facts are missing or unclear? What catches your attention?
Compared to our workplan, where are we ahead of schedule? Behind?
Facilitation: This level is about diverging, so redirect people who offer
feelings or interpretation: “What did you observe that makes you draw that
conclusion? Let's save interpretation for later, once we see all the data.”

Reflective :: reactions, memories, feelings, associations

Ask: How did you feel during this work? What about now? What emotions
did you observe in others?

Facilitation: Don't skip this step, but don’t overdo it, either! For larger
groups, it can be effective to let participants indicate emotional states
graphically, such as putting blue dots on facts that were demotivating and
red dots on the ones that were motivating, etc.

Interpretive :: drawing-out meaning

Ask: What does this mean? What did you learn? What are the causes and
effects? What patterns do you see? Where are we experiencing ease in our
work? Where is it harder than it needs to be? What might be causing that?
Facilitation: This level is about exploration, and it can take some time (some
call this the “groan zone"); help the team sustain its energy.

Decisional :: decide on next steps

Ask: What should we do now? What improvements to our product or
processes can we make? What are next steps? Who needs to do them?
Facilitation: This level is about converging, so nudge the group toward
making decisions.

Closing :: Time permitting, use ROTI to get feedback on the reflection (how
metal). Then, close strong by calling an end to the reflection and thanking
the participants for their attention and effort. Maybe try this, too.

Where do the decisions go? If it's a Lean team, these become action items,
or revisions to policies or SOPs. If it's a Scrum team, these may become
items on the Sprint Backlog or an individual’s to-do list, modifications to the
team’s working agreement, or updates to their Definition of Done.

DATE 202105 16

AUTHORS  T. Henderson

I'm not an expert at facilitating Focused Conversations, but I've been amazed
nonetheless how even my first fumbling attempts to use it resulted in more
thoughtful, expressive, and meaningful reflections. I'm sure an expert
facilitator could do better, but that's no reason not to give this process a try;
it's easy, enjoyable, and effective.

The inclusion of objective data (we usually look at action items completed vs.
unfinished, our latest drawings, and the financial performance of the project)
immediately aligns the team’s understanding, helping folks bridge between
the events and aspects of the work that they were aware of toward a more
expansive picture.

Then, sharing emotions & feelings opens-up a whole new dimension of that
understanding. For example, a teammate once reported that they felt frantic
during a sprint when several other people shared how calm they had felt.
That showed an imbalance in work assignments that would have otherwise
gone unnoticed. Perhaps more importantly, it engendered empathy among
the team, who suggested steps to keep that imbalance from recurring.

How long does this take? I've done retros in this format as short as 15

week sprints with Scrum teams. This approach should easily scale to shorter
durations (e.g. reflecting on a meeting).

Facilitation tips:

In plus/delta, we often have a scribe who writes down the feedback received.
This is a poor approach, as scribes invariably reword or summarize what
people say, endowing them with “the power of the pen”, modifying the
results. Much better to use a digital whiteboard like Miro or (soon!) real

Some teams get stuck in the decisional level. This is where you'll stretch your
facilitator skills to nudge them toward a conclusion without making the
mistake of deciding for them. Dot voting is a great way to prioritize ideas. Also
check out Fist to Five for an easy way to see a team’s support for a topic.

. REFERENCES

1. The Institute of Cultural Affairs: The Art of Focused Conversation, 2000

2. Humanizing Work: Facilitating Effective Retrospectives With Miro, 2021
3. Margaret Taylor, blog post: “ORID: A simple method for reflection”, 2015




Let’s try it again!

Whole room this time to show how Focused
Conversation can adapt and scale

We’'ll debrief this presentation.

On your phone, go to www.menti.com

—
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http://www.menti.com/
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How can you apply this tomorrow?

“To learn and not to do:is really not to learn.
To know and notto use is really not to know.”

Stephen Covey *

—
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Questions?
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In the spirit of continuous improvement, we would like to remind you to
complete this session’s survey! We look forward to receiving your
= feedback.
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Contact Us

Todd Henderson
Boulder Associates

©®

BOULDER / \ Image credits (Creative Commons Attribution License):
“What” by Kidiladon from the Noun Project

“Gut” by Muhammad Ridho from the Noun Project

“Light Bulb” by Stepan Prokop from the Noun Project

“Business Decision” by David Christensen from the Noun Project

23
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Thank you for attending this presentation. Enjoy the rest of the 23" Annual
LCI Congress!
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