[bookmark: _heading=h.gjdgxs]Diagnosing Work Intake Problems
This worksheet is complementary to the text in Chapter 21, “The Primary Causes of Work Intake Problems.”  Instead of thinking about the primary causes, let’s try and uncover the primary causes by first looking at the problems.

	Problem
	If you see this problem, ask these questions…
	Write down the answers to these questions…
	Depending on your answers, you might be dealing with the following primary cause(s) of work intake problems:

	Failure to meet goals
	· Is work injected into a team’s plan?
· Are team members, managers, or executives focused on different time horizons?
· Are goals written down?  
· Do people agree on goals?
· When a goal conflict occurs, is there an incentive to compromise or adopt a middle ground?
	
	Goal Conflict (including different incentives)

	Frustration
	· Are disagreements and arguments about approaches common?
· When disagreements occur, who decides on the path forward? 

	
	Goal Conflict

Need Outstrips Supply

Control

	Employee turnover
	· Is employee turnover increasing?
· Why do employees leave?
· Is the team turnover higher than other organizations in the area?
· What do interactions between leaders, stakeholders, and team members say about leadership tactics?
· Are people or teams always told what to do and how to do it?
· Is there only one leader in all situations?

	
	Goal Conflict

Need Outstrips Supply

Control

	Angry stakeholders/conflicts between executives, product owners, managers, and teams
	· Are there different perspectives on what market the product is serving?
· Do different internal groups have differing significant short-term incentives? 

	
	Goal Conflict

Pay Practices

	Increased technical debt
	· Are mid or long-term technical architecture needs addressed in a timely way (or at all)?
· Is there an over-focus on short-term requirements (at the expense of long-term goals)?
· Is time allocated and used to address technical debt?
	
	Need Outstrips Supply

Pay Practices

Yes-itis

	Quality problems
	· Are the number of delivered defects increasing?
· Is the amount of time needed for fixing defects increasing?
· Are customers commenting on the quality of the product?  
	
	Need Outstrips Supply

Control

Yes-itis

	Hiding work
	· Is all work visible?
· When hidden work is discovered, are there ramifications, and for whom?
· When work is hidden, how big and/or how many are the items?
	
	Yes-itis

Pay Practices

	Infighting
	· Are team members complaining about the amount of work others on the team are doing?
· Are team members allocated to the work?
· Is there shared responsibility for the work?
· Are team members overallocated?
· Do people call all (or a majority of) work “projects?”
· Do people refer to teams as “product teams” or “project teams?”
· Do team members have roles that include the words “project” or “program” in the title?
· Do people refer to a defined scope, budget, and due date for work that is not purely routine?
· Does running a project confer special authority and responsibilities to people than when they are doing other types of work?
· Is work driven by a fixed requirements document? (Count the number of signatures or levels of approval)?
· What is funded— individual initiatives or products?
· Do projects impacting a specific product have a different product owner than the product does?

	
	Need Outstrips Supply

Project Thinking vs. Product Thinking

Annual Review Policy*

	Delays/Late work/Slow delivery
	· Does the amount of work added to the backlog more or less equal the work that is being delivered? (“More” is bad. “Equal and less” depends on where you started.)
· Do people complain about the ability to deliver value in a timely way? Are the complaints increasing?
· Does saying work will go on the backlog guarantee it will get done in a reasonable timeframe?
· Does saying work will go on the backlog guarantee that the requestor won’t ever hear about the item again?
· When was the last piece of work started and then canceled?
· Does the team or organization measure cycle time?
· Is cycle time important to the team and leadership?
· Does the team’s board or program’s board have identified classes of service?
· Is work delayed because other work is being injected into the iteration time box?
· Do team members or stakeholders ask for work to get expedited in order only to get it started?
	
	Need Outstrips Supply

Project Thinking vs. Product Thinking

Classes of Service

Control

Yes-itis

	Doing the wrong work/Doing the right work at the wrong time
	· Is there a process for prioritizing all work?
· Are there standard criteria for prioritizing work?
· Is the criteria and process for prioritizing work open and transparent?
· Are standard criteria for prioritizing work always used?
· Is there an operational definition of business value that is used?
	
	Urgency/Importance Dichotomy

	Cheating on work intake processes by jumping the queue
	· Is there pressure for work to jump the queue?
· Where does that pressure come from?
· Does the team’s board or program’s board have identified classes of service?
· Is work delayed because other work is being injected into the iteration time box?
· Do team members or stakeholders ask for work to get expedited just to get it started?
	
	Classes of Service

	Destruction of trust
	· When replying to a request to do new work, is “the team will get right on it” the only acceptable answer? (Another variation of “yes” also counts.)
· Is there trust between team members, teams, and stakeholders?

	
	Yes-itis



* “Annual Review Policy” was not one of the primary causes of work intake problems that we identified in the book. But the more we think about it, it should’ve been. Let’s expand on this addition.

	Annual Reviews are a problem. The article, More Harm Than Good: The Truth About Performance Reviews, on Gallup.com[footnoteRef:1] is just one source that makes the case. A majority of companies still use an annual or bi-annual performance review process. This process is almost always tied to compensation, although some organizations have loosened the relationship. Where linked, if you get a good performance review, then you’ll get a higher pay bump. Get a lower performance review and you might find your name on the list of people to cut the next time the company is having trouble meeting their financial numbers. [1:  https://www.gallup.com/workplace/249332/harm-good-truth-performance-reviews.aspx] 


	An annual performance review process isn’t a cause of work intake problems itself. It’s the goals and measures that factor into the performance review process that cause work intake problems. Think of a scenario where a salesperson—who is often partially compensated on commission—is incentivized to get specific features into a product for the set of customers they support. It is in their economic best interest to ensure the customer is happy. Goal conflict is the near-term problem that their behavior causes. It’s a war in the Sales Department to get features into the product by any means possible. Going around standard work intake processes is only one tactic in the arsenal of getting work done. On an annual basis, the review process acts as an accounting of behavior (a biased accounting; see the article referenced above). If the Sales Department has pushed enough of their requests into the product, they will meet their goals. Perhaps those who helped them will also share in the limelight on their reviews. Everyone else that has been pushed to the side will suffer. This scenario might seem a bit hyperbolic, but both of the authors see this behavior regularly.  

Consider another scenario—a developer works to achieve their goals diligently over the performance year. Maybe they review progress about halfway through the year with their manager. At the end of the year, the developer writes their performance review (don’t be shocked—employees are often required to give their opinion on how they did during the year before the manager weighs in). In this scenario, as they’re starting to write their review, they realize they haven’t completed one of their goals. Instead of having a conversation with their manager about the topic, they go AWOL from their team for an entire week and focus on getting everything related to that goal complete. The team suffers. But the individual meets their goals for the year. This scenario is common.

Types of problems caused: 
· Low psychological safety
· Slow delivery of functionality
· Me versus Team perspective
· Team infighting
· Frustration
· Employee turnover

Questions to use when evaluating whether the annual review policy is causing work intake problems include:
· What kinds of goals do executives talk about in fiscal year goals? Are goals measured by starting work or delivering business value?
· How flexible are goals? Do people write them at the start of the year with the expectation that they will complete the same goals they begin the year with? 
· How are annual goals adjusted to meet changes in the business environment?

