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Team Development @ LogMeIn
fire up the booster

Daniel Rödler, Klaus Krogmann

Slides: http://bit.ly/2qbUnAK
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Why team development?

industry is innovating at 
speed of light

Innovation
Cycle

Innovation CycleInnovation Cycle

technical innovation comes 
as a huge opportunity for 
those who are prepared

innovation cycles are 
constantly getting shorter

Teams are at the core of our 
ability to innovate

Teams are at the core of our 
ability to innovate

We at LogMeIn believe that...
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What is a team?

≠ group

Exists for a decent
amount of time (> 9 months)

Following the same 
goals

Solving problems 
end-to-end

Helping each other

Working on the 
same stuff

Cross functional
(i.e. complementary skills)

Generates synergies through 
coordinated effort
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Bruce Tuckman | 1965
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The team has a clear 
strategy and shared vision. It 
can operate autonomously 
and resolve issues positively.

There is a level of consensus and agreement in the team. 
There is clarity about individual roles. The role of the 
leader is important in managing this.

Conflict arises as people
begin to establish their
place in the team.

The team acts as individuals and 
there is a lack of clarity
around purpose
and individual roles.
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Forming
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Learn about the project

A lot of uncertainty

Uncomfortable with new technologies

Get to know new colleagues

“We need a lot of time to learn”

Defensive behaviour

“We will be slow”

We are here!project start
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Develop team members and their skills 
to fit their role

Hire talent with strong focus on soft 
skills (immersive interviewing)

Find new roles/tasks/teams for people 
who have a hard time integrating into a 
specific team

Brave decision making

Forming | Team Setup

dominateddominated subgroupssubgroups balancedbalanced
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Forming | Alignment

Varying levels of certainty
(short term versus long term)

Have clear short term goals
(priorities, sprint commitments)

Have mission & vision, strategy, 
roadmap

Alignment

Autonomy

high

high

low

low

Listen → Communicate → Act/ChangeListen → Communicate → Act/Change
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Forming | Dashboards

Transparency and immediate feedback

Get clarity on some goals

Tool for self-organisation
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Forming | Dashboard Example Contents

Response
Time

Time

# of Users

Time

SonarQube rating

High-level Goals

team decides on team 
Dashboard content

team decides on team 
Dashboard content
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Forming

Team Setup

Alignment

Team Dashboards
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Storming

Time

performingstormingforming norming

Now here!
Couple of weeks into the project

Te
am

 P
er

fo
rm

an
ce

Push boundaries

Fight for responsibilities

Different working styles cause conflicts

“Ugh, i have to work in a team...” :s

“I am too slow for the team”
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Storming | Set Expectations

no specialistsno specialists RACI schemaRACI schemashared codeshared code
ownershipownership
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Agile coach required

Retros with clear action 
items

Combine forces on all 
levels (people manager, 
product owner, agile coach)

Many teams fail in this 
stage

Storming | Agile Coach
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adoption
team maturation organizational 

limits
agile

organization

Time
storming

inter-team
Organization
Development Practices

in-team
Product Owner

Team



 © 2017 LogMeIn

Storming | Squad Health Check

Identify areas where attention is 
needed

Repeat every 3 months

Derive action items to either keep high 
ratings or improve lower ratings

Do NOT compare teams to each other
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Storming

Set Expectations

Agile Coach

Squad Health Check
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Norming

performingstormingforming norming

Time

People start to resolve their differences

People start ask one another for help

Constructive feedback

Stronger Commitment to the team goal Te
am
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light at the end of the tunnel! 
Start improve, focus on goals
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Norming | Definition of Done

Actively work with
Definition of Done

Include advanced stuff you 
cannot fulfill right away

Constantly work on 
fulfillment

Automate or die

Definition of Done

Not Covered

Automated

performingperformingevolvingevolvingcatch-upcatch-up
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Norming | Learning Day

In between sprints - 
after demo and before 
planning

No limitations on the 
content

Learning can happen 
within the team or 
individually

no 
thanks

We are 
too busy

Lunch & Learn

Brown Bag Sessions

Book Club

Conferences

HackWeek

Mob Programming
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Norming | Kaizen Story

Sprint Planning Acceptance Criteria

● One item to reduce technical debt
● One item to address security
● One item to improve deployments
● One thing the team never did before

One thing the team actually did before!!!

One thing the team actually did before!!!
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Norming

Definition of Done

Learning Day

Kaizen Story
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Performing

performingstormingforming norming

Time

Finally! 
Focus moves from team to 

organization

Team goals are achieved regularly

Hard work and patience pays off

Team implements more advanced dev practices

Friction comes from inter-team organization
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Performing | DevTestOps
Cross-functional team

Move responsibilities into the 
team

Reduce dependencies 
between teams as much as 
possible

Try to go end-to-end as much 
as possible

Empowered

Self Contained
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Performing | Best practices per maturity level

Team & Organisation

Security

Information & Reporting

Strategy & Roadmap

Rapid Feedback & Learning

Architecture

Test & Verification

Build & Deploy (CI/CD)

Zero touch 
continuous 
deployments

Scrum Master 
and PO role 
filled and 

acceptance 
criteria defined Customer testing 

with new features

Baseline

Common shared 
application 

architecture

Intermediate Advanced Optimized
ABCD
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Performing | Team Maturity Levels

Team & Organization

Strategy & Roadmap

Rapid Feedback & Learning

Architecture

Test & Verification

Build and Deploy

Security

Information & Reporting

Define desired target 
condition per 
project/component

Provide team feedback

Work with the team until  
target condition is reached

Average

Team 1
A

C D

A

B

B

C C
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Performing | Chapters

Shift to inter-team development

Share knowledge

Work out actionable best practices

Fosters empowerment

Team Team Team Team

Chapter AChapter A

Chapter BChapter B
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Performing

Best practices per maturity level

Team Maturity Levels

Chapters to foster inter team communication

DevTestOps >> cross-functional teams
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Takeaways
Teams are the core of innovation and productivity

Team development can be supported in all phases

Listen > Communicate > Act/Change

Provide feedback to team and foster learning

Give space for learning

Many tools are very easy to implement Start todayStart today
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