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Alignment

The noun alignment refers to the correct positioning of something. If you check the alignment of your feet when running,
you're checking to make sure they're not pointing to either side, but going straight ahead. Alignment has to do with adjusting
something so it's in the right place.
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Do we align in engineering? , ~J
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Alignment is a puzzle: targets, purpose, communication,
Transparency, regular checks on those to make sure that

we stay ALIGNED!


https://wheelingeast.com/2022/01/26/shifting-into-alignment/

Autonomy == Mastery

As a leader do you want to know everything? Yes!

One way is to lead each and every team to each decision, or ask them to report
everything back to you immediately. Right? Wrong!

Autonomy is based on understanding and
trust, on transparency and commitment.

It is an integral part of everything we as
leaders do to foster accountability




Accountability

5 Dysfunctions of a Team

High Performance Team

« Outstanding and recurring team results

« Highly motivated and engaged team GEiznzy

to Results

« Poor performers are managed and held
accountable
« Same standards apply to everyone

« Buy in and alignment on common objectives
« Clear direction and priorities
« Highly engaged team members

« Confront problems and issues quickly
» Develop practical solutions
* Get input from team members, minimal politics

Fear of

Conflict

Dysfunctional Team

+ Poor performance and results
« High team turnover

* Missed deadlines and key deliverables
* Poor performance is tolerated and creates
environment of resentment

« Ambiguous direction and priorities
* Revisit discussion again and again
+ Absenteeism

« Go around problems
« Do not confront tough issues or behaviours
« Lack of transparency drives confusion

« Safe environment to speak up
+ Team members help each other
« Leverage strengths for the team

Lack of

Visitus on: https://omtglobal.com/ \
A

« Hesitate to ask for help
« Conceal weakness
+ Dread meetings and avoid team members

Copyright®Patrick Lencioni




The 3As:
Alignment, Autonomy
Accountability

H OW [do I make it happen]?




Objectives 3AsS

Usually performed through OKRs: Objectives [What], BOTTOM UP VS TOP DOWN

Key Results [how]; literally strategy and its rﬂﬂ
subsequ.ent. requ'lrements is translated to OKRs and o Exccutives Goals FEdy ook the massive rablm o smalle ]
through it digestible for all layers. e

In the bottom-up model,
individual parts of the system are
specified in detail. The parts are
linked to form larger components,

Middle Management Communication is not required in the top-down which are in turn linked until a
approach. 0 stem is for
Assign Work Pp! complete system is formed.

It is not the game of executive team!

Tasks Delegated Bottom Up VS Top Down

It is not the game of isolated teams either! Progress Reported

Solves the fundamental low-level problem and
integrates them into a larger one Employees Collaborate

It is the alignment among all that makes the puzzle
Work and the next Steps Work| In the top-down model, an overview Needs a specific amount of communication. @

of the system is formulated without
going into detail for any part of it.

Employees Input

powerslides.d

It is the mastery of the teams who through their
expertise, translate, execute and report on those.



Business Metrics, KPIs [SMART]

Engineering is not a charity!

° We do not develop just to develop

° Resolving the tech debt is not self-target that serves our
self-confidence fulfillment, if any!

° Therefore anything should not be implemented or resolved just
to make some random metrics succeed!

Do: Make sure Do: Give

your goal is yourself a 5 ) .
real deadlines trackable. deadline. Everything shall be aligned around business targets and translated to
business goals.
Don't: Say, Don't: Hide Don't: Keep
“I want more behind pushing
visitors.” buzzwords like, towards a goal
brand . e L h',t' Teams should be encouraged and empowered to commit, to report
engagement, 'some day.

o "oolal transparently and to do that they need the metrics to publish the results.
hitps//www hydrater fllketinirfiuehice e | The metrics is a way that leads your teams to express their results and
through that indicate their mastery and autonomy!




Priorities - ALIGNMENT

Let us imagine following:

You have great teams, fully aligned,
but you constantly change priorities.

Will your teams thrill in an ambiguity environment, or will they stack and lose
focus? How long can such a situation last?



The 3As:
Alignment, Autonomy
Accountability

H OW [do I make it happen -human factor]?




Organisation - how it can be fatal

You need a re-org. Perfect. You do it alone. WRONG!

What means to ignore the voices/aspirations/skills e R —
of your team? s T <
o Lack of accountability 3 NS - e |
o  Withdrawal of willingness to help Ji= : 4/
o People walk the path of their own 3 a
° They feel NOT part Of 2 gL https:/goalatlas.corrwhat-is-organisational-alignrilent/

Leads to miserable organisation, where people speak behind your back and exercise
their own ways either out or up but by avoiding you!



Alignment of personal goals

Engineering is not just an idea, a concept or something away from people. Engineering exists
through the people, as everything else!

The more we do not listen to the
needs of our people and we do not
try to satisfy their personal
aspirations also, the more we
threaten the stability of our
foundational baseline.

Skillset, aspirations,
seniority, personality:
GROWING our people is
key!

No alignment exists without satisfied employees, because the psychological safety and
personal aspirational will always stand in between a clean and clear business communication.



Mistakes happen! Embrace them!

You demand Elite state of DORA!

Your team deployed fast, they make mistake, you
punish them => this is a well known recipe for
disengagement!

Of course engineering is not a playground; people
tend to learn from mistakes though and you cannot
buy/transfer experience, which is build normally
through mistakes and self-reflection.

Validation, encouragement, well functioning lean processes, retrospectives, adaptability and adjustability
bring results!



The 3As:
Alignment, Autonomy
Accountability

Summarising...




What can be systematically wrong?

Lack of Alignment & Autonomy will lead to
lack of Accountability =>

leaders fail! g - ,
It is indicated by [not exclusively]: : ]

Constantly changing priorities
Silos

Frustration - high attrition rate - low eNPS ' : - |
Not aligned strategy/ purpose

Not well defined OKRs & metrics

https:/www.linkedin.com/pilse/impact-lack’alignment-leadership-team-5-aspects-affecting-egxtf
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