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	Introduction

	Scrum is a teamwork methodology for developing software and technology products. Starting in the 90s, nowadays is still the most used methodology in software development. Used by big companies such as Google, Amazon, Facebook, BBVA Compass Bank, Lockheed Martin, Microsoft, and many more, it helps in the creation of high-performance teams and group intelligence to fulfill any requested task.

	Scrum is starting to expand in other environments that nothing have to do with software: schools, town halls, remodeling companies, strategical development plans for impoverished areas, and other several fields. All existing literature is focused on obtaining a software product, therefore, for non-techies, it might be complicated to hear about software terms such as unit tests, automated regression tests, TDD (Test Driven Development), pair programming or similar terms.

	In this text I’ll explain what Scrum is in a simple way, eliminating all the computer jargon. Hence, I want you to be able to apply it in your environment, whatever it may be.

	I hope reading this book helps you improve your Business efficiency and achieve success.

	








	 

	To

	Rosa, the queen of my house, and my two princesses: Elena and Laura

	








	Chapter 1: Some basic principles to take into account

	In this chapter I am going to burn in your mindset some basics, so later on you can assimilate agile principles and Scrum reference framework better (we will talk about that later on).

	 

	1.1 Without involvement there is no commitment

	Stephen Covey holds, in its work Seven habits of Highly Effective People, that without involvement there is no commitment (Covey, 2013). Commitment does not mean to obey, but to convert work into something of our own, in order to lead the way to the goal. To really get involved with something, we must participate in the decision. I can be told to do something, or how to do it, and even deadlines can be given to me but, if I didn’t participate in the decision, my commitment level becomes null: that work will never be mine, it will not be my “baby”. I’ll fulfill it because of my professionalism and, in other cases, by other matters (getting fired, reprimanded, pay cut, etc.), but without a real commitment. If I see that something isn’t going on well or can be improved, I won’t say anything, since I’m not really committed: I’ll stay quiet and let things follow its course, without doing my bit to help.

	Therefore, as a principle to save in our mindset, we must seek the involvement of the team in all decisions to be made, so they can really commit with them. Whatever the Business, in the end you want to carry out a task through your teamwork. It’s important that each member becomes really implicated. This commitment is achieved when everybody participates in the decisions.

	In a democratic model, decisions are made by the majority. When majority decides, minority is not represented. In contrast, in an alignment model, everybody gives and adds to achieve the goal. This is an open context where everybody has the liberty and confidence to talk. The final decision does not represent a majority group, but everybody, since there has been an agreement. If everybody makes the decision, everybody is committed. Maybe a member of the team did not participate, if they had nothing to add, but they knew they had the liberty to do it, so the commitment remains firm.

	Scrum is a methodology where full involvement is the key. That is why it works so well, since you get teams where each and every one of the members are committed with the Business.

	To get some concepts ahead, I’d like to lay out how important it is to create a confidence environment in a team, so the members can feel with absolute liberty to show their ideas and participate in rising discussions and decisions. The fear to participate and the lack of confidence will cause a non-debate, and therefore, a non-commitment team.

	Commitment cannot be demanded. If employees are required to commit themselves, it doesn’t work. We must make them part of the change. As leaders it is important that we understand this. What we have to do is to create a context so that workers can commit themselves to the business.

	A leadership style that imposes decision, without taking into account the team´s opinions, cannot demand that employees overcome the project like something of their own. As Stephen Covey says in his book, underline this sentence: without involvement, there is no commitment.

	 

	1.2 Conflict is good and enriches the team

	The word “conflict” has a negative meaning that makes us avoid it. In a professional environment, conflict appears when in a team there are several people with different opinions over the same topic, therefore it’s always an open window to improvement. Being able to view conflict as something positive and as an opportunity of learning and improving is a great advance in our mindset.

	If we see conflict as an opportunity to improve, we will stop avoiding it and we will face it in a constructive way. Once more, I emphasize how important it is for the team to create a confidence climate, so that conflict can appear in a natural way.

	If we face a conflict from the classical negative perspective, we will face it with fear, in a defensive way, and possibly will get through it badly and with confrontations. If, on the contrary, we face the conflict with curiosity about how we are going to improve, we’ll be more receptive to new ideas, listen and connect better with the faced parts and it’ll be easier to reach an agreement.

	When facing conflict, we can get some not-so-good comments about our performing. Our attitude has to be open to criticism and to self-criticism. Only this way we will grow, mature and improve as persons and professionals.

	If you are the type of people that panics over conflicts and doesn’t see them as an opportunity to improve, probably you’ll settle conflict from their cause, eliminating in your team the confidence to participate in discussions. In another chapter we will see how harmful this loss of participation confidence can affect the team. Finally, if you want to embrace Scrum methodology, you should be ready to see the team to come into conflict in a sincere and natural way, and admit criticism.

	In all these years of experience with Scrum, I have always been enormously gratified to see teams come into conflict in a healthy way. Scrum suggests several types of meetings to create the context so that teams discuss and participate. I assure you that watching a team start an open, natural and full-of-confidence discussion, is one of the most gratifying pleasures in my professional life I have ever lived.

	Therefore, in our leading style, we have to be open to criticism for a permanent improvement, and to accept conflicts with open arms.

	 

	1-3 The importance of trust in a team

	Patrick Lencioni is an American writer (born in 1965) that wrote a business fable, The Five Dysfunctions of a Team (Lencioni, 2002), that describes the disastrous consequences of eliminating trust in a team.

	Lencioni shows us that everything starts with the first dysfunction, that is the absence of trust. The leader of a team has the great responsibility of being their mentor. If they cannot recognize their mistakes, their team will not do it either, since the message they receive is “do not admit your mistakes”. On the other hand, it may happen that, at any time, someone has admitted to having made a mistake and the reaction of the team has been completely negative. Instead of supporting them, rewarding the shown trust and trying to solve the problem, their mates focus on avoiding their responsibility and smashing the guilty one. If, as a consequence of the previous reaction, a team member does not dare to recognize a mistake, they won’t risk either to expose a new idea or participate in decisions. These kinds of behaviors are the perfect breeding ground to plant the absence of trust.

	When the team members cannot express themselves openly and trustfully, they tend to avoid conflict, so a false sensation of harmony appears. This is the second dysfunction mentioned by Lencioni: fear of conflict. Why am I going to express my opinion if they’re going to disrespect me, despise me, not going to listen to me, or undertake reprisals against me?

	If we are in an environment where we don’t want to come into conflict and avoid it, the third dysfunction appears: the lack of commitment. Let us remember Stephen Covey’s principle where he teaches us that without involvement there is no commitment. That is precisely what happens when avoiding coming into conflict: we do not participate in the decisions and, as a consequence, we are not engaged with our work.

	When the team members are not engaged, the fourth dysfunction appears: the avoidance of accountability. Lencioni explains it to us as the lack of responsibility over the other team members. If any team mate breaks the rules or does anything wrong, we don’t care, because we aren’t engaged with the Business. We don’t say anything, and we look away. When we don’t feel confident about coming into conflict, we don’t compromise, and we avoid accountability, we don’t care, including the results of the Business: we don’t care whether it goes well or bad, because we are thinking about quitting, or being promoted to another department, or even changing to another company. This is the fifth and last dysfunction: inattention to results. At this point, little can be done. We will have to start from scratch, creating again the trust in the team. Let us remember that all this disastrous situation started when we destroyed the trust to participate. Let’s record in our mindset that it is vital to have trust inside the team: trust to participate and to make mistakes as well. The first time that team members make a mistake, it is very important to be kind and not to smash them, as in that moment we will have destroyed their trust. As my grandmother used to say, only the one who cooks burns. In other words: it is normal to make mistakes at work. The one who doesn’t work is the one that doesn’t make them.

