Now we've given them every freedom and they still
dont do what we want ..
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— A cheat-sheet for all kinds of modern leaders, agilists or architects alike - =
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The slides are
already online by
the way

https://bit.ly/sag25-mmg




The Labyrinth - A Simulation
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Runde one of
three

Please enter the labyrinth

For now it is not allowed to leave the
marked area

Photo by Tom Fisk: https://www.pexels.com/photo/



Das Labyrinth - Eine Simulation

Photo by Tom Fisk: https://www.pexels.com/photo/aerial-shot-of-maze-1904198/



Dlslolal=ilgelVialeRolallll 'O Manypaces didyou doz
of three




Round two of
three (Part 1)

Please self-select into pairs
There are two roles: Managers and Works

The goal is to walk 60 paces (hence the old
name of this simulation)

For this simulation the working people
have to follow the orders of the managers.

Please decide who of you is managing and
who will do the work



Round two of
three (Part 2)

The managers can give one of four orders:

“Left”: 90° turn to the left (from the point of
view of the worker)

“Right”: 90° turn to the right (from the point of
view of the worker)

Start: Start walking with normal steps
Stop: ... Stop
The workers count their own steps

Once you've done 60 paces raise your hand -
apart from that, they continue to follow the
orders of the managers.



Das Labyrinth - Eine Simulation

Photo by Tom Fisk: https://www.pexels.com/photo/aerial-shot-of-maze-1904198/



e How many paces did you actually do?
. e Speed
Debrlef 'Oy nd 'tWO o How many steps per second have actually

been performed?

of three




. Leaving the markings is not permitted
Final round

There are no longer any explicit managers. Everyone has
four options for action (but decides for themselves)

“Left”: Turn 90° to the left (from the worker's
perspective)

“Right”: Turn 90° to the right (from the worker's
perspective)

Start: Start taking normal-sized steps
Stop: ... Stop
The workers count the steps themselves

When 60 steps have been reached, please raise your
hand - apart from that, do what you think makes the
most sense.




Das Labyrinth - Eine Simulation

Photo by Tom Fisk: https://www.pexels.com/photo/aerial-shot-of-maze-1904198/



Debrief final When did everybody raise their hands?

round




Debrief final Let's look at the whole thing
round




Debrief What about achieving the company goal at

: : 100% autonomy? (round zero)
Labyrinth—Simula
tion How did the middle round feel (in

comparison)?

How would you describe the last round?




The gist - so far
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Enabling Constraints




Shoutouts
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We're spending a day in hature tomorrow

Examples of
Enab“ng We're spending the day canoeing on the

Constraints

Moselle tomorrow

We're spending the day mountain biking in
the Alps tomorrow




The qi
e gist - so f
ar
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Autonomy

by



What is Laisser Faire vs. autonomous driving /
Autonomous vehicles

Autonomy?




The qi
e gist - so f
ar

Dnrec’(iovxlec se(ﬂovgawi;atiow
Aoesv»’t feel qoool for ¢ yone
2 The @rowxulw‘tg of the clirec’(io S
relevamt
A W'sthouf MQtfa!th we o(on’t koW
oot to prin to the Fw’c\q
ton0 y Rl autanOwouc cav7



On Motivation

Photo by RUN 4 FFWPU:
https://www.pexels.com/photo/boy-running-on
-pathway-2539281/




On Motivation

Currently widespread view:

Extrinsic motivation (I get something |
want when | do “X”) is seen as ‘bad’ (it just
doesn’t work)

Intrinsic motivation (I do something that
gives me pleasure in itself) is seen as
“good” (it works)



On Motivation Can that be true?

Can you think of any counter-examples to
“only intrinsic motivation (the activity itself
is fun) works"?




On Motivation

Figure 1

The Self-Determination Continuum Showing Types of Motivation With Their Regulatory Styles, Loci of Causdlity,

and Corresponding Processes

Behavior Nonself-Determined

Self-Determined

Motivation
Regulatory Non-Regulation
Styles

Perceived Impersonal
Locus of
Causality

Relevant Nonintentional,

Regulatory Nonvaluing,

Processes Incompetence,
Lack of Control

External
Regulation

External

Compliance,
External

Rewards and
Punishments

Extrinsic Motivation

Introjected
Regulation

Somewhat
External

Self-control,

Ego-Involvement,
Internal Rewards
and Punishments

Identified
Regulati

n

Somewhat
Internal

Personal
Importance,
Conscious
Valuing

Internal

Congruence,
Awareness,
Synthesis
With Self

Richard M. Ryan and Edward L. Deci
1985, 2000, 2008

Intrinsic Motivation

Intrinsic Regulation

Interest,
Enjoyment,
Inherent
Satisfaction




Figure 1
The Self-Determination Continuum Showing Types of Motivation With Their Regulatory Styles, Loci of Causality,
and Corresponding Processes

Behavior Nonself-Determined Self-Determined

Intrinsic Motivation

Extrinsic Motivation

Introjected Identified
Regulation Regulation

External
Regulation

Regulatory Non-Regulation

Integrated
Styles

Regulation

Intrinsic Regulation

i

Perceived Impersonal External Somewhat Somewhat I[nternal Internal
Locus of External Internal

Causality

Relevant Nonintentional, Compliance, Self-control, Personal Congruence, Interest,
Regulatory Nonvaluing, External Ego-Involvement, Importance, Awareness, Enjoyment,
Processes Incompetence, Rewards and Internal Rewards Conscious Synthesis Inherent

Lack of Control Punishments and Punishments Valuing With Self Satisfaction




On Motivation What does this imply for motivation in the
working environment?




The gist - so far



,/Acts of Leadership”

Photo by Phil Mitchell




Acts of leadership SIS
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Directing




Lead by Example



L ead by Inspiration
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https://en.wikipedia.org/wiki/John . F. Kennedy#/media/File:John_F. Kennedy. White House_color photo_portrait.jpg
https://en.wikipedia.org/wiki/File:Queen_Elizabeth_ |l official_portrait_for 1959 tour (retouched)_(cropped) (3-to-4 _aspect_ratio).jpg




Signalling

Example

At least four types

Directing

INnspiration

Photo by Mario Losereit on Unsplash



The gist - so far






Delegation




Continuum of Leadership Behaviour
Tannenbaum and Schmidt 1958

—

rea of freedom for subordinates




Continuum of Leadership Behaviour
Tannenbaum and Schmidt 1958

L

Area of freedom for subordinates

Manager Manager Manager
makes 'sells!

decision and decision
announces it

Manager Manager Manager Manager
presents presents presents defines permits

ideas and tentative problem, limits, asks subordinates
invites decision, gets group to to function
guestions subject to suggestions, mMake within limits
defined by
superior

change makes decision
decision




Delegation

Do not delegate anything that you have
not been delegated yourself (or that is in
your area of control by other means - for
example via hierarchy or law)

Do not delegate further than you are
prepared to accept the result






De|egation One more modern model: Delegation
Levels according to Mgt3.0




Delegation e
Do not use the numbers, but build

concrete sentences for the respective
delegation levels per question







1”7 U

When it comes to “topic”, “person or role”
will decide and communicate the decision
to “persons or roles”.

Example:

When it comes to new locations, the
management will decide and inform all
employees.

Image by Honey Kochchaphon kaensen from Pixabay
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1”7 U

When it comes to “topic”, “person or role”
will decide and discuss and explain the
decision with “persons or roles”.

Example:

from

When it comes to new locations, the

management will decide and explain to
the employees why these locations were
chosen and how the decision was made.

Image b
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Consult

17 W

When it comes to “topic”, “person or role”
will first ask those affected and involved
and then decide.

Example:

When it comes to room design, the
management will first ask the employees
and then decide.

Photo by Evangeline Shaw on Unsplash






1”7 U

When it comes to “topic”, “persons or roles”
will discuss the topic together with
“persons or roles” and find a common
(veto-free?) opinion.

Example:

When it comes to room designs, the
department management will develop and
decide together with the entire
department what should happen.

Image by Robert Owen-Wahl from Pixabay



Advise




Advise

7 U

When'iit comes to “topic”, “person or role”
will contribute their expertise andleave the
decision to “persons or roles”.

Example:

Whendit eomes to prioritizing technical
debt, the architects will.advise:the teams,
butiitis up to the teams to do the actual
prioritization.

Image by:Siggy Noewak from Pixabay
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17 U

mquire When it comes to “topic”, “person or role™
will actively inquire with “persons or roles’
what the status is if there is a need for
information.

Example:

When it co

to vacation planning, t!je
free to plan by themselves

Image by Dean Moriarty from Pixabay



Delegate



Delegate

1”7 U

When it comes to “topic”, “persons or roles”
can decide and act as they wish.

Example:

When it comes to organizing the lunch
break, individual employees can do this
completely independently.

Photo by Robert Collins on Unsplash



Final WOrdS How do we put it all together?

My pattern

Your patterns?







el About the brand

For questions just send me a mail:
mm@michaelmahlberg.com

On Mastodon you can find me as
@MMahlberg@mastodon.online
(On Twitter | used to be @MMahlberg)

| sometimes blog in english at
http://aqgile-aspects.michaelmahlberg.com

The German blog is rather out of date, though
http://shu-hao-ri.michaelmahlberg.de

My homepage can be found at
http://www.michaelmahlberg.de

And you can find the company at
https://www.consulting-quild.de https://mahlberg-and-friends.com







