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Link to murmuration video (with music!)
https://www.youtube.com/watch?v=YjDYE5CUb7Q







Things that have contributed to bringing me
to this point and motivated me to question this
paradigm!




When you hear “startup culture”, what
defining characteristics do you think of?

o

You

Tube



STARTL

A startup culture values creative problem solving, open communication and a flat hierarchy.

In startup cultures, these core values tend to reflect the ethos of the people who worked for the /
business in the early days. Because new businesses must adapt quickly to internal and external

market pressures in order to survive, a startup culture also promotes business agility and

adaptability as being key virtues. We are all facing the need to adapt!!




AGENDA




UPGRADE TO AN Agile OPERATING SYSTEM

to accelerate growth while minimizing risk

McKinsey&Company have tons of articles online (free, but need to create a log in)



GUIDING PRINCIPLES OF THE AGILE MANIFESTO

Top priority: satisfy customer thru early and continuous delivery of value

Welcome changing requirements, even late in process — Agile harnesses change for competitive advantage

Deliver (working software) frequently, test and adapt

Team members with different expertise collaboratively

Build projects around motivated individuals and ensure they have the neccessary support, trust and stability

The most efficient and effective method of conveying information immediately (!) within a team is face to face conversation
Outcomes (working software) are the primary measure of progress — is your “work product” meeting intention at every stage?

Agile processes promote sustainable workflow “design” to avoid burnout — ability to maintain a constant pace indefinitely

W P N o U A~ W N R

Continuous attention to technical excellence & good design enhances agility (scrum ensures proactive problem solving)
10. Simplicity — the art of maximizing the amount of work NOT DONE is essential — by timing collaboration, feedback loops as needed.
11. The best architectures, requirements, designs emerge from self-organizing teams — design autonomy into problem solving.

12. Team reflects on how to be more effective at regular intervals, tunes and adjusts behavior accordingly.

...and applies to (enlightened) corporations outside of our industry



THERE ARE 5 TRADEMARKS OF AGILE ORGANIZATIONS

Trademark Organizational agility practices!
E Q = Shared purpose and vision
E MNorth Star Ia = Sensing and seizing opportunities
. . . embodied across = =  Flexibl allocati
Internally driven commitment for every project = ot . BTG PR A0 G
v v prol |I 9 the-organization = Actionable strategic guidance

Clear, flat structure

Clear accountable roles

Hands-on governance

Robust communities of practice
Active partnerships and eco-system
Open physical and virtual environmen
Fit-for-purpose accountable cells

Network of
empowered teams

Stable, empowered, QC and clear process role |I

STRUCTURE

Rapid iteration and experimentation
Standardized ways of working
Performance orientation
Information transparency
Continuous learning
Action-oriented decision making

Feedback Loops

PROCESS

Rapid decision and
learning cycles ﬁ)

Dynamic people

model that
ignites passion
= FEvolving technology architecture,

Next generation cﬁ{‘ﬁ? o systems, and tools
enabling technology ogj%"\b Next-generation technology
development and delivery practices

Cohesive community

Shared and servant leadership
Entrepreneurial drive

Role mobility

People first, anytime feedback, soft skills |I

PEOPLE

BIM, material research, spotty adoption

TECHNOLOGY



OLD
PARADIGM

People need to be directed and When given clear responsibility

managed, otherwise they won't
know what to do—and they'll just
look out for themselves. There will
be chaos.

To deliver the right outcome, the »

most senior and experienced
individuals must define where
we're going, the detailed plans
needed to get there, and how to
minimize risk along the way.

To achieve desired outcomes, »

leaders need to control and direct
work by constantly specifying tasks
and steering the work of
employees.

Technology is a supporting »

capability that delivers specific
services, platforms, or tools to the
rest of the organization as defined
by priorities, resourcing, and
budget.

and authority, people will be
highly engaged, will take care of
each other, will figure out
ingenious solutions, and will
deliver exceptional results.

We live in a constantly evolving
environment and cannot know
exactly what the future holds. The
best way to minimize risk and
succeed is to embrace
uncertainty and be the quickest
and most productive in trying new
things.

Effective leaders empower
employees to take full ownership,
confident they will drive the
organization toward fulfilling its
purpose and vision.

Technology is seamlessly
integrated and core to every
aspect of the organization as a
means to unlock value and enable
quick reactions to business and
stakeholder needs.

AGILE
APPROACH



BENEFITS OF AGILE

BENEFITS OF ADOPTING AGILE

We continue to see many benefits realized by companies adopting Agile. The theme of the top 5 reported benefits is

speed and adaptability. This corresponds with the top reported reasons for adopting Agile.

ABILITY TO MANAGE CHANGING PRIORITIES

PROJECT VISIBILITY 65.

BUSINESS/IT ALIGNMENT 65«
DELIVERY SPEED/” £ TO MARKET 60-

TEAM MORALE 59

INCREASED TEAM PRODUCTIVITY 58

v

PROJECT RISK REDUCTION 51

T A O -
46.

44.

41,

35.

26.

704



Agile performance units excel most often at strategy and
people-related practices, and they outperform all other

units in stability and dynamism.

% of respondents whose performance
units follow given practice’

B Agile performance units, n = 560

All other performance units, n = 1,985

Type of practice
Strategy

People

Stable practices

Dynamic practices

strategic
guidance 52

Shared vision
and purpose

Entrepreneurial
drive 50

Shared
and servant
leadershis

Standardized
ways of
working

community 50

Fit-for-purpose

accountable

cells 44
Performance
. orientation 38
Process Structure
Technology Acti_or']-oriented
decision

architecture 44

Information

transparency 44

Rapid
iteration and
experimentati

Continuous
learning

Flexible
resource
allocation 39

Open physical
and virtual
environment

Sensing
and seizing
opportunities

Technology,

systems,
and tools 26
Role mobility m
23
¢ & partnerships
A 33

and ecosvstem



Compared with their agile counterparts, bureaucratic

performance units are far behind on their dynamic practices. In bureaucratic units, respondents report room to improve

how they execute certain stable practices.

% of respondents whose performance units follow given practice’

B Bureaucratic performance units, n = 697 % U" rﬂaﬂﬂﬁdﬂ'ﬂ‘ta Whuse F!'Brfum'lanl:& units fD”‘ﬂw gw&ﬂ Echon!

Aglle parformance units, n = 560 .
B Bureaucratic performance units, n = 637
Percentage-point difference

. Agile parformance units, n = 560
Rapid iteration and —= -52
experimentation : 81
) ) Performance Employees provide each other Percentage-point drl‘fﬁrence
Technology, systems, -= -45 d orientation with continuous feedback -37 —|
and tools i a2 ] (either formally or informally) I
' ' 80 |
]

on their behavior, progress,

‘ da : and/or outcomes
Continuous learning \ !
! o Performance is measured -33 —|
; against cross-functional i
Sensing and seizing ‘ - ] business metrics and targets 83,
opportunities : 75! '
1 = Shared and Leaders encourage ” 4
Role mobility \ : servant leadership employees to work together 1“ " :
i 00} by incentivizing team- ! 90!

oriented behavior .

i
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The Agile Organization is dawning as the new paradigm.

Rather than organization as “machine”, the agile organization is a living organism.

Organizations as living organisms

Like the cells in an organism, the basic
building blocks of agile organizations are
small fit-for-purpose performance cells.
Compared with “machine models”, these
performance cells have greater autonomy
and accountability, are more
multidisciplinary, are more quickly
assembled (and dissolved), and are more
clearly focused on specific value-creating
activities and performance outcomes.

McKinsey Quarterly, Dec 2015, Mckinsey.com

... to organizations
as “organisms”

From organizations

as "machines” ...

“Boxes and lines”

Quick
changes less important,
Top-down flexible I . focus on action
hierarchy resources @ . . .

Bureaucracy

t -

Teams built
around end-to-end
accountability

Leadership shows
direction and
enables action

instruction



REFLECTS “DUAL OPERATING SYSTEM” APPROACH TO CHANGE MANAGEMENT

ADAPTIVE COMMAND & CONTROL
OPERATING SYSTEM OPERATING SYSTEM

< PURPOSE
Emergence / Innovation \/ Execution / Scale

“CBIS Framework” by L.Sharp, adapted in part from_J.Kotter, is licensed for open sharing and adapting under Creative Commons CC BY-AS 4.0




AGILITY & THE SMARTPHONE: e
AN ANALOGY “Primary ha;119" for

coaching and training

The phone’s fixed hardware platform and space for
new apps mirrors the agile organization’s stable
backbone and dynamic capability to add, abandon,
replace and update “apps”.

Together, these allow the organization to respond Dynamic “apps”
quickly to market changes. D

Jazz Improvisation!
Team changer

Set up, dissolve, and
re-form teams

Peer review
Offer quick feedback to a
colleagus

Team targets
Set and reset metrics and
targets at regular
intervals—eg, milestones

McKinsey&Company

A stable backbone

Governance:

Transparency of "“who" and
"how" in decision making,
resource allocation, and
performance oversight

Process:

Standard language and
shared perforrmance metrics
across teams

Resource allocator
Assign people and money
to project teams

Process builder

Quickly preview standard
3 setup and processes, and

stack in modular way

Decision convener
- Convene cross-functional
|leaders to debate decisions

Decision delegator
Delegate decisions in real
time to those close to the
day-to-day action




LET’S DIG IN TO THREE "BUCKETS” OF ISSUES:




PROCESS

Problem finding

Consistent goal setting
Feedback loops throughout

Use of resources
(LEED/consultants)

Roles: Scrum Master
(process leader)

Collaboration Effectiveness

Create Teams (not groups)

Innovation

Lessons Learned /
continuous improvement

Stability — all on same page

STARTUPS/ENLIGHTENED CORPS DESIGN & CONSTRUCTION FIRMS

No jumping to solutions - KNOW that the client doesn’t
“see” the whole problem so focus on really
understanding it first.

Absolutely set, revisited, tested - throughout
Constant Feedback = quality decision making

Just-in-time resources deployed when/where needed

Roadmap + Scrum Master — job is quality of process

Collaboration Effectiveness is...MEASURED

Attention is paid to quality of team
(structure/culture/building trust)

Innovation is built in as an expectation

Lessons learned captured constantly and inform next
cycle.

Teams are stable, share understanding of goals &
process

Haven’t seen it happen yet.

Larger firms #fail with consistency, many timid to push
Feedback is sporadic and value is lost

Use the wrong resources / wrong time — or underuse
critical resources (MEP)

It’s the luck of the draw — process is not qualitatively
“designed” . NO scrum master at all (process person)

We say we collaborate, but we don’t (measure it)

Trust, psychological safety or mutual accountability —
“We don’t have time to do that stuff”....don’t measure
impact

Many firms are afraid of it — few build it in to biz (S)

We keep selling our past mistakes. And get away with
it. 2030 Firms are beginning to use DDx to learn.

Larger firms lack stability — people pulled on and off —
clueless about history, goals, context — can’t provide as
much value



MANAGEMENT

Leadership (Scrum Master -
process leader)

Communication
Change Management

Metrics & KPIs

Collaboration Effectiveness

Knowledge Management

Accountability

Structure, Team stability

Organizational Excellence

No - and disconnects between leader/execution teams
“We always...” Vs.”We never...”

“Anytime feedback”, non- hierarchical overlay
Constant change is a recognized condition, embraced

Know what to measure but create alternative feedback
loops to capture what’s outside the “lens”.
Unnecessarily repeated work is not tolerated!!

Collaboration Effectiveness is...MEASURED

Attention is paid to quality of team
(structure/culture/trust)

Mutual accountability is mandatory, measured, and
built into the ‘design’ process.

Core structure exists, but adaptable and flexible —
teams are stable and not randomly pillaged.

This is an explicit focus with people tasked to watch, listen and
coordinate efforts to stay on track. “Two companies in one —
one to serve client and one to be the best org possible”.
Southwest/Starbucks — treat employees like clients and they
will serve clients better.

Not supported. Disconnects between leader/execution
teams “We always...” Vs. ”We never...”

Larger firms #fail with consistency, many timid to push
Managing change = “can’t waste time”, blindspots

Narrow focuses. Invisible losses (measuring wrong
things, not measuring some, like real hours spent).
Repeat the same work unnecessarily all.the.time. ?!

We say we collaborate, but we don’t (measure it)

Trust, psychological safety or mutual accountability —
nope

Many firms afraid of it — few build it into the business
or management models. No way to know if required
things are actually happening. S account. undermined.

Rigid, unresponsive, no “dual operating system” to
allow for proactive problem finding — silos pretend to
be cross functioning teams.

Not an explicit focus. No people dedicated to track this
(as part of their job). “If we are making enough of a
profit, all is good”. If clients are happy all is good (but
clueless that clients aren’t happy....)



CULTURE

Values driven

Staff as most valued asset

Internally driven best
practices

“Challenge the process”
and innovate

Collaboration as a value

Tangible/visible evidence of
values, priorities everywhere.

Accountability

Develop staff capabilities
with intention

Stated values manifest in concrete actions,
management and treatment of staff.

Act like it’s true (because it is!). In addition to free food,
ping pong and silly stuff — people are empowered,
asked for “anytime feedback” and no one is too junior

to have a good idea or pre-empt a problem they detect.

Not even a question. We set the standard so we can
deliver the best to our customers. NO FEAR.

Culture of constantly challenging the process with
intention of optimizing it all the time.

Collaboration internally, sharing knowledge etc. IT IS
MEASURED!!!!

Yes

People are mutually accountable to each other

People are constantly learning more, intentional
development paths, mentoring.

Disconnect between espoused values and actions.
Leaders who act counter to values are not dealt with.
Values realized only when client asks for them.

Many firms claim this, but ZERO manifest it in how they
manage the work, allocate staff and resources or
empower staff. “We can’t help it —it’s our clients, they
don’t pay enough/change minds, etc” IF YOU WANTED
IT TO HAPPEN you could make it happen. Some do...

“But our clients aren’t asking for it...” TIMID

Keep doing the same thing, expecting a different result.
Shorter schedules, less S but we don’t change...

We say we collaborate, but we don’t (measure it)

A few have EUI “walls”, title blocks, carbon counters
and other things — but very few.

It’s not just a management process — it should also be
within the firm — to each other — rarer in big firms.

No effort to develop the ‘soft’ skills that enable tech
success, not built into internal interactions (crits)



PROCESS

Feedback loops throughout

Scrum Master (process leader)
Collaboration Effectiveness

Teams (not groups)

Innovation
LessonsLearned/continuous imprv

CULTURE

Values

Staff as most valued resource
Lack intention (show what counts)
Asking the wrong questions and...
Not asking the most import. Q’s

PERSONAL DEVELOP'T

Leadership and other human skills
Life-work balance

Community building @ work
Courage

MANAGEMENT

Structure & management
Leadership
Communication

Change Management
Pivoting adapting (culture)
Metrics and KPls
Knowledge Management
ACCOUNTABILITY

STARTUPS/ENLIGHTENED CORPS DESIGN & CONSTRUCTION FIRMS

Constant Feedback = quality decision making
Roadmap + Scrum Master — job IS quality of process
Collaboration Effectiveness is...MEASURED

Attention is paid to quality of team (structure/culture/trust)

Innovation is built in as an expectation

Lessons learned captured (at closeout) and inform next (2030)

Always challenge the process — better/faster/easier
Staff ARE most valued asset and are treated that way
Find the right / best problem first

Always challenge, innovate
Not scared of the client

Invest in human skills (PM, leadership, strategic thinking)
Keep staff sane (@work, @ home)
Autonomy & Accountability — balance
Cross train, interdisciplinary

Agile Organizational Models
Leadership at all levels, different flavors
“Anytime feedback”

Change Management is a discipline
Unnecessarily repetitive work not tolerated
Cross functional teams organic
Pivot and adapt constantly (too much?)

It’s the luck of the draw — process is not qualitative “design”

Feedback is sporadic and value is lost

4

We say we collaborate, but we don’t measure it

Trust, psychological safety or mutual accountability — nope

Many firms afraid of it — few build it in to biz

We keep selling our past mistakes. And get away with it.

Values manifest in work (“collaboration”)?
Staff — burn out, chaos, leaders cry
Problem solving kills “problem finding”

Don’t challenge the process
Timid

Little investment in enabling skills (PM/leadership)
Balance?? Hahahahahaha
Cross-disciplinary training? (Wight exception)
Accountability nil

Structure/management calcified, unresponsive
Leadership — top heavy
Communication stagnant
Change management (who what now?)
Metrics/KPIs — invisible losses abound
Silos pretending to be cross functional teams
Pivot and adapt? Agile as a concrete bunker






1. PROCESS



WHAT’S THE FIRST STEP IN YOUR DESIGN PROCESS?

o

ALY

o
1
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®

Awareness & Defining
SUCCeSS

i

Desired
Future State

Priorities &
Impacts Strategies

iha”tenges Including change managemt
ssets .

Stakeholder, Baseline

SWOT Current state

© 2011 The Natural Step
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e
SCRUM zeiiorin: PROCESS

Tre4

INPUTS FROM CUSTOMERS,
TEAM, MANAGERS & EXECS.
DAILY STAND UP
l, l, MEETING

® ©®
s i
e e
PRODUCT OWNER THE TEAM

Team selects starting

e ————
T
[z liSE © >
_h az ftcan et L
. 5 uchast anpmas
what fs required: attopasm 4 ¢
g (catuires, BUESS comm

end of Sprint Sprint end date and team FINISHED WORK

s deliverable do not change
PRODUCT SPRINT SPRINT ii**

BACKLOG PLANNING BACKLOG .
MEETING SPRINT
RETROSPECTIVE

it to deliver by




Scrum master: Process Quality Focus SCR U M P ROCESS

Feedback Loops: daily/weekly/monthly

Goal DRIVEN defined
Standards drive g)

Collaboration effectiveness measured R —

TEAMS

VALUE Creation Daily Scrum

Innovation (...is an outcome)

52 5

Product Owner Team

SPRINT
1-4 WEEKS

o

Sprint
Review
+
Sprint
Retrospective

Product Sprint Planning Sprint Finished
Backlog IMeeting Backlog Work



SCRUM MASTER

PROJECT 7\




The traditional or “Waterfall” approach to product management treats each stage as separate and sequential.
Agile methods use iterative work cycles or sprints. The main difference is driven by outcomes; the Waterfall method focuses on ‘getting it
right’ from creator’s standpoint, and Agile methods wants to iterate quickly to get more input and feedback.

When dealing with ambiguity and uncertainty — waterfall is not your friend, agile is. We have IDP but have never really transitioned....

Waterfall

Deployment

:

Agile

Cumulative
outcome

Cumulative
outcome

_/ vopcy Sl vecis > “owsion N ocpioy S s 3

Cumulative
outcome




Discovery &

Design and Construction

Design Development

Bidding and
Construction

Construction Documents ‘ Bidding and
‘ Construction

Dccupancy

—_—

Occupancy, Operations,
and Performance
Feedback

Highly Collaborative

Business As Usual

Graphic credit: The Integrative Design Guide to Green Buildings 7Group, W.Reed



DOES YOUR FIRM HAVE A METHODOLOGY? DOES IT ENABLE ACHIEVING YOUR GOALS?

T e J I AR L
S |—J’%1}mr5 e
2 a‘qﬂ_ﬂ: = s ¥ ——E"?‘?LM'
T o

- - e sasgl D R shoy sTiER

B0 MRS/ g s m%1m- 3 e | s T
VRSN h&m.'mn HATE BT

THE | BEEF iy - LR g fovis, Wipewmy | | CRER . Emm

L N B ST TR, | s
TRk MR,
P D) M Mg | A
B TREITW = bk Py sranicy voers B LT
B - DA L '_';?LT'M}EJ_ Wbt | 1|m
B T [ P ) Foma
w' EPsd=tl gy :ﬁTI:I.H.RPJ.L S LTy = P B, 0

g g, T i

|
] ) por e
¥ RigaERitiny TS it < D
(aarbid s o, ce 1O S St s

B e OO 1 | BHEWEMRM!
I AREFEN BB | “‘M"é‘ﬁ RESsa




It AW

SEPTEMBER

|Cost Drivers ()

Foous Tila Task Action By Dus | AUGUST | PTE | OCTOBER
| Ao _ _ L : {LesdiSuppari) vate  [#[##]#]#|#]e]2][a[ 1] 2] 5] 6] 7] a] a#[a]a]a]alala]a]a]]a]a]a]a]a]aa] sl el 7[a]a]a]a]a]a]e]e];
Design Excellence Critical-path decision roadmap
~ Rafined System Rofined Systems Refined
| Carb Goal
H:aﬁin 59;;3 gﬁfﬂm':r;:f; Level & Components Components & Final
Water P Assessment Systems
Enargy Water Water Water Water
Py . Team bullding W Energy Energy Energy Energy
NvE |Mew vs. Existing Impacts 4 En::;ry | Fagads Fagade Fagade Fagade
L - Health s R Fagads L|95:|:L|19 Lighting o Lighting Lighting
lask Reslllence Lighting ¥ =) Sita
braakaut g . Operaﬂo:::‘llf-e eyche __.' Hew vs. Exlsting . Community . Qempmunity r . c?ﬂﬂ;ﬂ;:l;'rli' . f-'-ﬂ"“'"'"“"ﬂif .
end of seres e, ’ “l A S | Construction alll Censtruction - fe Construetion ~ Construction 5
largar taam mitg 3 (L Rating System .« . Rating System " Rating System
(aka inlegration wkshop) 5 - 2030
add QA @ sept. 5th @ sept. 27th @ oct.1zth
Phase 1 & 2 o selaa sl
FOAR, Tilta Task Action By Dus SEPTEMBER il i OCTOBER
Ares {Lual) ) Dato # EAR AR AR EAEAE AR R 4 HEARSE AT AR AR IR AR AE
Goal: (theres may be maore than 1) ¥ : E
AssumpBons provids @ mugh esfimate of inigsion mauimments forsite. | H I
provice an ssfimate of eccupancy wse, reguency and dursfion of buldng
fitures. Also ssSmats o wabernesds H H
o0 proide @ mough et dyou won't e held o fhis) of waler demand |
quanity and supply cppoinifiss (gallons per day) :
Gather the szsumpions and circulats for team inpuiieisw I : :
Wister profie taal round 1 :‘::aiimﬂ'ﬁ imii waber profile bl o da & prelim analysis of waler | a O\Nner' and \< V
Breciout MTG - dacuss preliminary findngs and systm composifion et\'\e\’ \N‘th
v ncfion, cistem sizing degres of fleion, and assumpions of reates 108 o needs
operafing costs and poterfial savings. a \',eam CO‘C terad‘ons \
refires walier profile fool B further represent supply wa. demand, cislem
Pk profis kol ounc 2 sizirg and degres of filirion, and sheps andlysis h'\e\le ‘hem'
Cost Drivers wities .
- £ acviti® ing it ol
Group Mg - ouffine waler system compazon configrsion, components ol ssible-
Cost Bundis?l for companison, parametars io bunde p-edudancu'rs_ider coat fa “y ou at_\on as ear\ edS\ an
components, methodology, and undardying assumelions. _ es 0‘ \aVS t\'\e SS-\\,\% te -
complehe analysis and dafibuis eaulis T\’\\S \S on t\\'es \S f\d dd S the 1
Fillowup Mesfing fo present results, discuss quesiions Onsu\ta\'\ts \ c\eaf ey are -“'er“'-\0 ke on 1
\da
Create ho ¢ paid ful (ear™
Goal: (there may be more than 1) - \qa'( \a be ce
B BBoundary | definiion acope 1.2.37 Other doW tua o
+ [AssumpSons lconstnuction, cperafonal, embodied) uy-in a aps
= |analysisToal TallyECHother {fying
1 [Cost Divers {#) _ Cland h ish)
- often '™
dentifyi®
Goal: (there may be more than 1) ‘den
[Boundary | definiion e
Assumpiions o uc\qaﬂ'
Analysis/T ool (no ea

Image based off of an original graphic by Bill Reed _

I T T T S T N T |




SPI’s INSIDE-OUT CHARRETTES ™ and SUPER CHARRETTES TO SOLVE OVERCONSTRAINTS
INNOVATE THE PROCESS TO INNOVATE THE OUTCOME

INSIDE OUT:

PART 1: scatter! Individual perspectives
equal voices, perspectives

PART 2: synthesize! The process of
integrating key ideas to optimize
bldg. systems. Integration

SUPER CHARRETTE:
7-day sprint — finish SD!




2. CULTURE

HOW TANGIBLE / VISIBLE IS YOUR COMMITMENT?



PERSONAL DEVELOPMENT

wi‘ﬁm

e Stability (you “own” your project)
® Cross training (Wight & Co.)

¢ Technical skills

¢ Human skills

leadership
communication
team effectiveness
project management
negotiation
giving/receiving feedback
¢ Intentional mixing of the two:

being a learning organization
(using crits to teach how to give/receive feedback)



PEOPLE ! The most (only) valuable asset of any firm

Principals and PMs of larger firms are miserable, trying to manage teams when they are
up against their staff being pulled on and off projects constantly, executives coming in
and making decisions (stepping on authority), clients being allowed to constantly
disrupt agreed-upon plans (other industries and smart firms either don’t allow this or
charge a premium for this!). This is NOT inevitable. This is a design problem. If it’s our
goal to protect our most valuable asset, how would the structure, management and

Life-work balance
Cross train in different disciplines (Wight & Co model)
Leadership and other “human” (non-technical) skills
challenge the process
invite ideas from anywhere
manage conflict g - A
communication skills, ~ 3 r '
persuasion negotiation =

)

There’s plenty of empirical data to support this strategic
direction. Gallup, the research firm, recently did a meta-
analysis across 199 studies covering 152 organizations, 44
industries, and 26 countries. It showed that high
employee engagement brings an uplift of every business
performance number. Profitability up 16%, Productivity
up 18%, customer loyalty up 12% and quality up an

incredible 60%.

Goleman, in his book Primal Leadership

The emotional “climate” can impact a company’s
profitability and business performance by 20-30%.
Eerily familiar the parallelism that orientation of a
building can impact its energy consumption up to 30%







CULTURE
Suggestions

Cultural transformations have many avenues, here are some examples of things you can do :

Interpersonal / leadership: take every opportunity to acknowledge and recognize individuals for behavior or
achievements that are consistent with the desired culture and values of your firm. Encourage input and
feedback from anyone (no matter their “level”). (and address people whose behavior is in conflict!)

Tangible evidence: such as pEUI “walls” (real or virtual) where active projects post their energy/carbon
reduction targets in high traffic areas — to stimulate critical thinking, dialogue and debate (“Why is your project
tracking pEUI of 32 and ours is still at 572?”?), or Challenge wall — where innovation challenges are posted or
articles are questioned, or “EUI” title block added to drawings, identify places people will unavoidably run into
the content every day — like Learning in the Loo or Loo Learning (see next slide for an example).

Engage people: in active problem finding/solving/ideation (see diagram below) — example, firm involves many
staff in “redesigning” project delivery process to align with internally driven corporate performance goals.

This doesn’t happen frequently, but when it does, everyone
experiences engagement, feeling like their input is valued and
heard, shared understandings develop and there’s more
“ownership” over any solution.

Internal award programs: best performing project, best solution to
a hard problem, most improved EUI for a project type....

Over-arching reachable, but challenging goals: think fundraising
thermometer — individual project goals are good, but really getting
people motivated happens when everyone is interdependent in the
firm to achieve an overarching goal (i.e. if you are a 2030 signatory,
set an interim goal and challenge all to hit).



“LOO” LEARNING!

January, 2019

Technical Guide 1: Daylighting

Optimizing dayight on a project s not
simple, but it s achievable if you think
about it early in design, Daylighting requires
an integrated design approach because it
can involve declsions about the building
form, siting, cimate, bullding compenents
[sueh as windows and skylights), interior
design, ighting controk, and Sghting design
crit o, This newsletter is broken down info
the following segments:

Kemsingion Croative +
Pertorming Arts High School
SMP Architacts + 5K Arshitacts
Photo credlt 2030 Pl e

= Why?

= What and How?

* Be Carefull

* Questions fo ask

= Collaboration

Waorking with clients

Warking with consultants

Warking ocross disciplines
= Examples + Case Studies
* Maore Resources

Topie 2: Optimizing daylight
Improving natural light and reducing electric loads

WHY#

Proper dayiighting enhances occupant comfort [visual acuity)
and reduces energy use. Electric ighting can be a tremendous
energy load so the more you can enhance natural ight, the less
electricity you need. (Lighting systerms typicaly use between
30%-40% of o bulding's total energy consumption). As you know
from working (if you have windowsl) visual comforf can be a
battle - glore, heat goin and other issues are comman

Rememiber, for more detal, look in the file on your server - these
rescurces will grow over fime:
PU\_ABA_Prajecl Suppant Dacs\Sustainabiity

(a ‘captive audience’...)

Here’s one example of a
topic we created content for,
for a CA firm

1
— P [ ; s ;
R i \
— r i e .Y
= = —
per of shading,
ustration by RAL Design

1. WHAT AND HOW?

Successful doylighting depends on the optimized integration of systems,
techneologies, archit ecture and [sometimes) occupant behavior. While not
ol of these components are required for every daylighting design, one or
mare of the following are typically involved:

* Daylght-optimized bullding footprint [orentation and massing)

¢ Climate-responsive window-towall area ratio and envelope design

s High-performance glazing

+ Dayighting-optimized fenestration design

* Siylights {passive or active)

« Tubulor doyiight devices

* Daylight redirection devices

« Solar shading devices

s Daylightresponsive electric ighting controls

* Daylight-optimized interior design [such os fumiture design, space
planning, and room surface finishes).

Mast important & buliding massing and crentation, since that is set early
on and can't be changed! Since daylighting components are ideally
infegrated with the original bulding design, it may not be passible to apply
afl the strategies in a retrofit project, Achieving good dayight design
depends on early integration of int erier design and architecture.

Ifthe project allows, consider a bulding feotprint that maximizes southern
and northern exposures. ond minimizes eostem and wesi am axpasuras. A
floor depth of no more than &8 fi. from south fo north hos been shown to
be viable for daylighting. A maximum facade facing due seuth s the
optimal crient ation. Deviation from due south should not exceed 15%in
either drection for best solar access and ease of control

Fgwe 2

gy e

CLERESTORY

Be carefull You don't wont 1o creat e problems with unintended
consequences that then need solutions! Glass curtain wal bulldings may
be sexy but Usually create more problems than they solve, especialy for
occuponts and what they need in the space. Lots of glass does NOT =
good daylighting. Windews serve fwo purpeses, to lel natural fight to
iiuminate o space in and to provide views to the outside. That transiates

glass for which should be recessed or shaded in some wary.

Working with clients: First, fry and encourage the cllent fo arficulate
whal they care about In ferms of worker heaith, wellbeing and

and moke o compeling case. Sometimes careful dayighting design can
really boost the aesthetic “design” approach and the sexy-factor con
compel clienis because they wont something unique and iconic. 1 isakso
critical te understand the building operator's capability. Y ou must design
to the appropriate level of sophistication of the operator, or else problem:
will ocour. Good solutions are not compietaly cost-depandent - you con
achieve good outcomes with highly sophisticat ed controt, or basic
mechanicol strategies - but this factor will Influence design decisions! As
with other aspects of design, It wil beimportant to understand the
ownar's threshold for return on investment . IF they invest in a more

Working with consultants: Analysis should be done [can be analog,
physical medels or computer simulation) fo see the depth and
concentration of ight in different spaces - make sure thet you understan
when and how you want o de this analyss earlyin the design process so
that decisions can reflect 1he culputs of thai analysk. |1 isimpartant af

can coardinate who does whal wheni | i also impertant to coardinate
theinputs fram lighting and daylighting censultants to the energy model

look at systems comporisens and not just Ine-tem costs.

Working across disciplines: Inferior design and architecture should be
integrated during the earliest design considerations. Dayighting i ene of
the areas that benefits fram integration of envelop and massing decsior:
with programming. space layout. Bohting fixtures, etc. and interior desgn
can't be an “affer thought. Landscaping can somet mes be anather

e frees and other eiements thal provide shade.

(ideally) to two strategles. First, using clerestary light [or use of light shebves
tohelp bounce light) for ambient kght in the space and second, views, the

productivity. If this is @ pricrity. it wil be helpful to draw eut thek interests so
that {later) you can connect your dayéanting strategies to those inferests

sophisticated controls system. and It has o 5 year peyoack -wil thal works

the outsef of the design proces, to map the critical-path-deciions 5o you

{if you ore doing one| at theright time, and fer cost-bundiing estimates ta

aspect to coordinate - from bosic siting issues te location of major elements

s

it

whaot visual tasks will occupants bie engaging in {in each major
space}? How much can electric ighting be reduced by optimizing
davlight #

How will occupancy. design decisions or other options Impact the
energy model?

How wil people operate the space |wil there be o sophificated
building operator, in which case, higher tech syst ems wil h sensors and
sophisticated controls maybe oppropriate - or keep low fech?)

« Are dayight i pRropH

s

given aperational budget and staffing? 1f o, are fhe savings from the
contral system factored into the fe cycle cost anclysis?

Techricol anual (WBDG): Whale Building Design Guids - general guida
WEOG:Sun control and shading davices

2030 Palette: Daylighting from multiple sides and Form for Daylighting and
Top Daylighting Controls {and merel]

Sustainable Facilties Tooi for dacision making

Ses Payatie's biog for: Low E Coating on Insulatad Glazing Units

Advanced Building's Daylight Pattem Guide

Racommended books: IES Design Guide. Coneapts and Practice of Achitactural
Dayfghting: Fuler Moore and Daylighting for Sustainable Design. Mary Guzowsk

HYSERDA case studies
GSA case studies
SeCalEd resaurces
The 2030 Palette is akways worth axploring!




~—> \[SIDN

gm-p_f for CULTURE ~ N
Wﬁﬁ - WRERE Wg (behavior aligns!)

B e VlﬂfJO&%ﬁm THE "WE" u.ﬁ WERR OTRER'S
THFRoVEMENT U{ : EN"JI?dlmzm ']ELK CULTUR &ﬁ-ﬁ% %%‘ Everyone’s input matters

CEDSS—F’OLLI.NATE-

C ULTURE &TRUST g [N

7 DEFINITION of ngg

Values manifest

LEFLPNNQ‘L Fosimive k

ResuLTs

Internally driven goals

Innovation is life
Tﬁf?ggg N L%QA%E_SQIP ABILITY WHAT DoES Stagnation is death
To BE \
“OLLABORAT(oN \ N MepN? WMoRE
"SIl Dysfunction is not

tolerated

“oF WORKING
IvPemenraron |

QRAFHIC EECDEDING by

PETEE DURAND
o ALPHBCHI AP com



3. ACCOUNTABILITY

HOW DO YOU KNOW...... ?



A TALE OF ACCOUNTABILITY (IN REAL LIFE)....

They focus is on teaching a new way of thinking plus a “belt and suspenders” back up. They set
a clear expectation — you have X time to get good at this and then EVERYONE is expected to do
it.... Or else.

1. A sustainability coordinator must be assigned by PM. If none assigned, it’s the PM by default.

2. First Step: You can’t bill or OPEN accounting to post time to a project UNLESS you’ve done
certain steps. #1 is a “sustainability goal plan” prior to SD. The system won’t let you go on until
you do.

3. They created a boiled down (7 things to set goals on in every project before you start
designing) with lots of support - and What Financial Story to tell.

4. Second step is during design: There are 2 design reviews: at SD and DD. Sust. Dir. attends
both. You can NOT present to a client unless you did the design review.

5. QA is done by a Central Production Director who reviews and gives A SUSTAINABILITY SCORE
(see dashboard). If the score is low, then SD gets alerted by email and can step in and find out
why and support as necessary. This is a BACKSTOP if review is not ‘perfect’. The CEO gets copied
if the score is super low. When this happened the first time, the Team leader jumped right on it
— figured out how to solve the issue by end of week! (Wash, rinse, repeat — same process in
DD).

6. Project reviews: There are monthly meetings on ALL projects (they have 100 concurrent
projects) and they do 40 meetings. Those are billed to the project.

ACCOUNTABILITY

COMMITMENT
- RESULTS




ACCOUNTABILITY & 7 id 2

1. GIVE support. = 2. PROVIDE freedom. | 3. SHARE information. | 4. PROVIDE resources. 5. BE clear.

7. Design Pin Ups: There is one for every Friday. It helps make employees BRAVE and FEARLESS (they use this to teach teams how to give and
receive feedback constructively — and other skills).

8. Celebrate successes: Every PM who succeeded was celebrated!! Big Show-n-telll “Internal top 10 design award” Best work gets recognized
and shown as an example to the rest of the firm!!!

9. HR came up with automating annual review with new app. Shows list of all your projects with docs attached. THIS YEAR includes your QA
Score and the question: How did you influence outcome? Encourage advocacy (as part of review)

10. They did a quiz to find out what everyone knows and they got a 94% success grade. 10 questions like “what is EUI?”. Then “What are the
top 10 things you can do to impact EUI?”

11. Rotations — (like Wight & Co.) Everyone rotates thru the “CORE” (sustainability) team for 2 weeks (about 20 hours or so). This is focused
time deeply on sustainability. Then survey and quiz on what they learned, then debrief to reinforce that we do this ALL the time!!! (good to
do on “down time” between projects) It’s a deep immersion experience and done for ALL levels of project staff!!!

100 out of 161 people will do it by end of this year, including business service people. 80% of 160 are project staff.

12. Double benefit: Also normal things like lunch n learn sessions — they feature YOUNGER staff intentionally — that messages to senior people
to TAKE NOTICE - create a sense of urgency (or reinforces it) “hey, these young people are eating my lunch!!!”



DO YOU KNOW HOW YOUR PROJECTS ARE DOING??

Sustainability v | New+ (Y Ask a guestion of your data.. [+] & & 2 m

T

FDE-10 Report %) [

ProjectStatus is X lastUpdated Range undefined X Project Number is X

Meast Potabl Rainw Estim: Consti Efficie Predic Meast Predic Meast Predic Meast Lightii Qualit Operal Daylig Peakh Peakh Materi Checn Embot Lifel

18
18

(=1

24! 18

] [=] (=] o o (=1 (=] o [=] (=} -~ i=J (=}

¥ (=] (=] (=] [=] (=] (=] o o (=}

KNOWI.com for data visualization (tied to Deltek Ajera system.

Birdseye monitoring and tracking:
Every Monday, the SD gets a status
on all projects. Early on, 78% of
projects that started as they should,
began to “drift”. But because they
were tracking and watching, they
were able to pop in and do a course
correction with the team.

They step in and do correction if
needed BUT then they CHARGE their
time to that project so there is an
incentive to NOT need
intervention!!!!

There are consequences!

They communicated this with total
transparency from the beginning plus
they use all of their back stops.

Within 2 weeks of the drifting — the
78% went up to 86%. The goal is to
keep variability within 5%

(they have a GOAL!)



4. COLLABORATION

EFFECTIVENESS

HOW CAN YOU MEASURE IT?



MEASURING TEAM / COLLABORATION EFFECTIVENESS: PROCESS

1. Setting norms — charter
2. Evaluating at key points, predetermined
3. Informal feedback channels as needed

Achieving collaboration effectiveness involves a few steps.

First — establishing a baseline and a shared understanding of concepts,
language, objectives and desired outcomes (norms, a group “charter”). This
will be the touch stone that you measure your team’s effectiveness against.

Second, determining when and how you will evaluate yourselves — formally
and informally. Having a few times for more formal feedback loops that are
planned is key in larger teams — with a second means defined for informal
“anytime” feedback. Midpoints to major milestones are a good time, and at
project closeout (assuming you DO a closeout!).

Also, keep in mind that groups have different stages as they evolve into a true

team (especially if the people involved include “new” people who have not
worked together before).

Lastly, it can be helpful to do a quick version of personality and/or conflict

assessments (DiSC, Thomas Kilman KPI) early on to give individuals a safe way

of revealing and discussing their personal styles and a common (non-
judgmental) language to do so especially when issues come up.

Team members understand goals
and objectives clearly. and they are
committed to tham

Everyong participates and & haard in
group discussions

The team demonstrates effective
decision making.

The team makes clear work
assigniments and team members Know
what they should do,

Communication Is open and honest.

Problems and conflicts are not swept
under the rug, The team works

through them opeanly.

There are no hidden agendas, and
people feel comfortable being honest.

Team members are accountable for thelr
results and maet deadiines

Members support each other, sven
someons makes a mistake.

Team mambars are comfortabla trying
mw things and taking risks.

Tha team atmosphara is comfortable
and enjoyatile.

Meatings are well run and productive




Bruce Tuckman’s model on group development

Forming, Storming. Norming, Performing, and Adjourning — based on group development model by Bruce Tuckman
All phases are necessary and inevitable for a team to grow, tackie problems, find solutions. plan wark. and deliver results.
Copyright © 2008-2021 Scott M, Graffius, All rights reserved, For permission regquests, contact scott@scottgraffius.com
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PHASE
= * High motivation. trust & * (Also referred to as the
aempathy Transitioning or Mourning
E = Individuals defer to team needs  phase) _ :
= + Effectively producing * Shift to process orientation
deliverables « Sadness
+ Consistent performance = Recognition of team &
* Demonstrations of individual efforts
interdependence & + Disbanding
* Taking the ‘lead’ + Requestling & encouraging * Recognizing individual & team  + 'Guiding from the side’ = Recognizing change
= Being highly visible feedback efforts (minimal intervention) = Providing an opportunity for
w -« Facilitating introductions « Identifying issues & facilitating  + Providing leaming = Celebrating successes summative team evaluations
©® * Providing the 'big picture’ their resolution opportunities & feedback * Encouraging collective (‘lessons learned’)
g = Establishing clear expectations - Normalizing matters = Maonitoring the ‘energy’ of the decision-making & = Providing an opportunity for
= . Communicating success criteria  * Building trust by honoring team problem-solving individual acknowledgments
E * Ensuring response times are commitments » Celebrating the team's
quick accomplishments (an
‘after-party’)
L Graffius. Scott M. (2021} Phases of Team Development. Digital Dl:lJE:.' identifier (DO 1013 140/RG.2 2 22040 47 706

Graffius, Scott M. (2021). Phases of Team Development.




Tuckman’s model applied to tech...

SWOOP Teams Maturity Model

Team Characteristics Over Time

Community  Self-Directed
Forum Team
Single Leader % o »
o o %y
Disconnected o % hd
° o ‘ s Single Iea(‘ier gives way to
\ 9 self-direction
® .. . e Single Leader ¢  The core is well formed and
L e  Group type agreed self-directed
o Membership and ¢  Self-directed team is the core
stakeholders identified *  Community has a ‘gallery’
. Group norms identified engaged through a self-
Etlgltal Team created Single Leader Teams and directed core
Single Leader Forums need not mature
Membership fluid beyond this stage

Team Purpose identified

Will appear
‘Disconnected’

A

Forming
e  Key Statistics
e User Activity
e  Channel Activity
¢ Team Persona
. Team Network Map

Storming

Interactive Users

Key Player Dependency
Response Rate

Most Engaging Posts
Stability

Team Persona

Team Network Map

Norming

Two-Way Relationships
Curiosity Index

Mention Index

Key Player Dependency
Stability

Team Persona

Team Network Map

Team of Teams
Hub

Team identified as a ‘Hub’
in the ‘Team of Teams’
network.

Performing

Key Player Dependency
Two-way Relationships
Stability

Team Persona

Team Network Map

Team of Teams Network Map
(Enterprise Tab)



HOW DO YOU MEASURE COLLABORATION EFFECTIVENESS?

1. QUANTITATIVE METRICS (things you can count and measure)

* Someone (with the appropriate skills and personality) is RESPONSIBLE for the quality of
the process (may wear two hats, but one is focused on process).

*  The number of times people think/share ideas or suggestions outside of their discipline
(MEP engineer suggesting siting/massing) can be “counted”.

* A project Roadmap is co-created as a deliverable of very early meeting — outlining the
sequence of interactions to achieve project goals, feedback loops.

* Project goals are articulated and documented and included in the roadmap explicitly
wherever decision making sequence is outlined.

* Every significant decision is informed by specific data and agreed upon metrics (those
should be trackable from outset, goals thru analysis and POE)

* The number of innovative suggestions about the process itself and how to optimize it to
achieve a better outcome.

* The data! What was achieved — especially super achievement above or beyond the
initially established goals!

2. QUALITATIVE INDICATORS (things you can observe and share anecdotally)

*  Group engages in adequate ‘Problem Finding’ before jumping into ‘Problem Solving’

* Team members listen deeply, closely to each other and respond (first) with empathy to any
situation, especially conflict. Seeking to understand first.

* Preconceived notions do not drive or define problem finding OR solving.

* Team establishes trust and psychological safety with each other at the earliest possible.

* Everyone has equal ability and authority to share ideas, make suggestions and challenge
the process (with the intent to continuously improve it).

* People feel empowered, autonomous and competent to contribute their knowledge and
think “beyond their silos”.

* The team has a shared understanding of the vision, goals and desired outcomes for the
project and those are consistently reiterated and/or tied into the workplan or roadmap so
no one loses sight of them.

Team members understand goals
and abjectives clearly, and they are
committed to tham,

Everyone participates and is heard in
group discussions

The team demonstrates affective
decksion making.

The team makes clear work
assignments and team membears know
what they should do,

Communication is apen and honest

Problems and conflicts are not swept
under the rug. The team works
through them openly,

There are no hidden agendas, and
pecple feel comfortabla being honest,

Team members are accountabie for thelr
results and meet deadlines

Membears support each other, even (T
someane makes a mistake.

Team membars are comfortable trying
naw things mnd taking risks.

The team atmospham is comfortabile
and anjoyable.

Meetings are well run and productive
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EXERCISE v~ ..i e S

~ 4 il B
Choose a topic that resonates most with you now — and you will self-organize into groups of 3-5 to ‘design’ solutions!
Compete to see who can come up with the most compelling ideas — we will vote after debrief!!

1. People’s Value: Imagine people were your firm’s most valuable asset — how might the structure and management of
your firm change to reflect that? How would the firm function differently if it were designed to achieve that goal?

2. Metrics & KPIs: How can you capture what you don’t see outside of what you are measuring? How can you build a
feedback loop for ‘open’ feedback?

3. Collaboration Effectiveness: How can you get the most out of collaboration? How might you measure the
effectiveness of your teams (qualitative & quantitative)?

4. Continuous Improvement: How can you systematically capture lessons learned? 2030 Signatories — how do yu
leverage DDx data? What feedback loops could your firm put in place to create processes for continuous improvement?

5. Accountability: Carbon? EUI? Health? Project Budget? How will you know? How can you know what’s going on —
especially in time to help anyone struggling?



What do you commit to focus on tomorrow?

Feid
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Every day, we make
choices. ..

There’s never been a better time to BE the
CHANGE that Margaret Meade described.

We need to be BRAVE. Failure is not an option.

Challenge the process. Always.
Help everyone around you to be their best.
DISRUPT the status quo (it sucks)

its broken

it doesn’t work

it doesn’t create (enough) value
SCRUM it.

Roadmap every project — iterate feedback loops.

Mindset — START at zero. No wusses.
SHOW CLIENT the gap between them and zero.
Don’t accept living with dysfunction.

ASK: What if... What would it take to....

Problem FINDING — don’t jump to “solutions”

Viva La Revolution!
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THANK YOU !

Screen shot this and -

|4

email for a list of resources
& bibliography

BB@SUSTAINABLE-PERFORMANCE.ORG

...and let’s connect on LinkedIn ©




