’

/

UNE
THING

One Thing Workshop
by Scott Decker




The crime which bankrupts men and states is
that of job-work: declining from your main
design to serve a turn here or there.

- RALPH WALDO EMERSON



The goal of today’s workshop is to define, document, and implement our One
Thing

= We'll start by explaining how lack of focus affects us

= We'll provide some examples of One Thing

= We'll define what One Thing is

= We'll create our own One Thing

= We'll document our One Thing

= We'll reflect on our current position given our newly adopted One Thing
= We'll summarize and document next steps




What is the purpose of our team?

= Take 2 minutes
= Write down the purpose of your team on the white board

ONE
. THING






Often a project can feel like this...

= We're going to make our Widgets API super fast

= And we need to support xml

= And we need a new Ul for the administrative component
= And we need to migrate off JBoss

= And we need to add a few new fields

= And we need to integrate with 5 new partners

= And we need to improve our unit and integration tests

= And...

ONE
' THING


















Cal Newport Grad School Example

= Cal Newport, best-selling author of Deep Work, Digital
Minimalism, and five other books

= (C.S. Professor at Georgetown University

= What purpose statement would you create for Ph.D student in
his 39 year at MIT?

Cal Newport's One Thing:

Publish five high-
quality peer-
reviewed papers in
the upcoming
academic year

What's different about his purpose statement?







One Thing is crucial to team success

The results of this research were startling: when there was a high level of clarity of purpose, the
team and the people in it overwhelmingly thrived..."Clarity equals success. "
-Essentialism by Greg McKeown

“The more you try to do, the less you actually accomplish.”

~The 4 Disciplines of Execution "If you want to win the war for attention, don't try to say ‘no’ to trivial

distractions you find on the information smorgasbord, try to say 'yes' to
the subject that arouses a terrifying longing, and let the terrifying
longing crowd out everything else.”
-The Art of Focus by David Brooks
= One Thing must...
= be inspirational (motivating, arouse a terrifying longing) and concrete (measurable)
= empower team members to evaluate the merit of a new idea or request

= Be an outcome not an output

= One Thing is one decision that eliminates an infinite number of other options
















19

Let's document our decision
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We have One Thing. What does this change for the team members?

= Members of the dev team...
= know their overall objective
= know how their success will be measured
= can feel a pride in accomplishing a defined goal
= can speak to the objective of their application
= are empowered to ask, “Does this support our One Thing?” and “If we don't do this, would it hurt our One Thing?”

“We need teams of missionaries, not teams of mercenaries.”
-John Doerr, Venture Capitalist

ONE
' THING
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What can’t we do with One Thing?

= [tisn't a means to say "“No" to work you don't feel like doing
= |t doesn't eliminate the need to support Prod environments or carry out necessary overhead tasks

= |tisn't to be changed with every shift in the wind
= (Changes to One Thing need to be agreed upon by the entire team including Product Manager

% of Capacity - Healthy Example

B Overhead
Prod Support

“Realize that there are sometimes strategic reasons for doing specific
product work, such as support a partnership. If it happens a lot, the that's
a different issue, but it's usually infrequent. If that's the case, don't stress
over it. Just give the team as much context as you can.”

-Marty Cagan, Inspired

M Essential Intent work

Unhealthy Examples









mailto:scott@mnotb.com
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Here is where we stand in the EI maturity model

Decision Hitting FY Accomplished

Making Goals El

Tracking

You have One Thing, you're tracking your KPIs and how much capacity is going towards your El, but you aren't yet making
decisions based on any of this new information. Time for the culture change! Up to this point, this was largely a theoretical
exercise, but now the rubber meets the road. Will you stay the course or be tossed by the waves? Will you learn to protect
the mission and capacity of the team or cave to every request that comes in?

Action items:

1. Verify everyone on the team (from jr developer to chief Product Manager) is getting the reports on the KPIs

2. Verify everyone on the team (from jr developer to chief Product Manager) is aware of how much capacity is going to El vs
non-El work each sprint

3. Go thru the backlog as a team and reprioritize based on El. Make this a regular part of each backlog grooming session.
4. If more than 50% of the team capacity is repeatedly going towards non-El work, escalate this risk. The team is unlikely to
hit their fiscal year goal if they are continuously pulled in other directions.

5. Everyone should get in the habit of asking "Does this story support our One Thing? If we don't do this story, will it set us
back in reaching our fiscal year goal?"

























