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“Teams with stable 
membership perform 
better than those that 

constantly have to deal 
with the arrival of new 

members and the 
departure of old ones.” 



KEEP TEAMS STABLE FOR PREDICTABILITY
-Scrum PLoP

Kai Schreiber, Nao robot demo, Jaume University.





DYNAMIC RETEAMING
IS TEAM CHANGE.



STAND UP IF…



TEAM CHANGE IS 
INEVITABLE. 
GET GOOD AT IT.

-Nayan Hajratwala



ADD ONE PERSON = NEW TEAM

• New ideas
• Differences
• Personality
• Wisdom

 Inspired by crrglobal

http://crrglobal.com


ONE PERSON CHANGES THE DYNAMIC



AMPLIFY TEAM 
CHANGE



MULTIPLE PEOPLE START TOGETHER







BUSINESS DECISION



LOSE ONE PERSON = NEW TEAM

• Identity change

• What else leaves?

 Inspired by crrglobal

• Rename team

http://crrglobal.com




IT HURTS



SOMETIMES WE’RE GLAD THEY’RE GONE



SOMETIMES MANY LEAVE



Teams need 
time to gel!

Forming 
Storming
Norming

Performing!

Keep 
teams the 

same!

Long running 
teams are the 

best!

Your 
velocity will 

go down!

You’ll lose 
predictability!





WHEN YOUR TEAMS 
CHANGE YOU ARE 
NOT “DOING IT 
WRONG”



FROM 15 TO 700



Acquired Expertcity - 
2003 

$225 million dollars.



Acquired Citrix 
GoToMeeting - 2017 

$1.8 Billion.



FROM 10 TO 600





FROM 800 TO 1200 to ?…



H E I D I  H E L FA N D
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LETS DIG IN



DYNAMIC 
RETEAMING IS WHEN 
YOU CHANGE YOUR 
TEAMS



UNDERSTAND 
CONTEXT 
WITH THE 
ECOCYCLE 
TOOL



\

MATURITY

RIGIDITY
TRAP

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures

ECOCYCLE TOOL



MATURITY

RIGIDITY
TRAP

CREATIVE
DESTRUCTION

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures





MATURITY

RIGIDITY
TRAP

CREATIVE
DESTRUCTION

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures



MATURITY

RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWAL

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures



MATURITY

RIGIDITY
TRAP

BIRTH

CREATIVE
DESTRUCTION

RENEWAL

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures



MATURITY

RIGIDITY
TRAP

BIRTH

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

ADOLESCENCE

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures



Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures

Forest

Tree

Leaf

MULTI-LEVEL



DYNAMIC 
RETEAMING IS MULTI 
DIMENSIONAL



team

tribe

dept

company

person



TO “DO” DYNAMIC 
RETEAMING 

APPLY PATTERNS TO 
SOLVE PROBLEMS.



PROBLEM:
Poverty trap. Pivot or die.

PATTERN:
Innovation by Isolation



MATURITY

RIGIDITY
TRAP

BIRTH

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

ADOLESCENCE

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures



2000

FROM 15 T0 800







“…People loved the screen-
sharing…no one wanted to pay 
for tech support…the $10 
million lesson? Do market 
validation!”

-Klaus Schauser, Co-Founder & CTO





INNOVATION BY ISOLATION PATTERN

• Isolate team
• Give process 

freedom

• Form team

• (Dissolve)





RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless, Henri Lipmanowicz & Fisher Qua, Liberating Structures

MATURITYBIRTH

ADOLESCENCE

INNOVATION BY ISOLATION PATTERN

Great for Crisis Management



PROBLEM:
Mandate to grow/double

PATTERN:
One by one & batch 
addition





RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWALGROWTH

MATURITYBIRTH

ADOLESCENCE

ONE BY ONE PATTERN



FROM 10 TO 600



MENTORS ARE THE FIRST PAIR



PAIRING, SWITCHING, TDD



WE GREW



MENTORS HELP!MULTIPLES ARRIVED



BATCH ADDITION PATTERN



MENTOR & NEW HIRE RETROS



PROBLEM:
Duplication of mentor effort

PATTERN:
Bootcamp pattern



BOOTCAMP PATTERN



PROBLEM:
Relationships limited to 
teams

PATTERN:
Network formation



BRING PEOPLE TO THEM



NETWORKS FORMED



PROBLEM:
Team-level rigidity traps

PATTERN:
Grow & split



RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless & Fisher Qua, Liberating Structures

MATURITYBIRTH

ADOLESCENCE

WHEN TEAMS GROW “BIG”



IT CAN FEEL UNPRODUCTIVE



WATCH FOR THE SIGNS

• It’s harder to make decisions.
• Work within team becomes  

unrelated.

• Planning takes forever.

• It just feels too big.



RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless & Fisher Qua, Liberating Structures

MATURITYBIRTH

ADOLESCENCE

GROW AND SPLIT PATTERN



TEAM IDENTITY





Why does this happen?





INEXPERIENCED FACILITATORS?



LARGE TEAMS WORK TOO



WHO DECIDES?



Managers bring up the idea

MORE FREEDOM

LESS FREEDOM
Forced splits 

HOW DO TEAM SPLITS HAPPEN?

Team members decide to split
Teams dream up liberating structures

“Best practices”



WHAT IF THE PEOPLE DECIDE?



RETRO ON TEAM COMPOSITIONS





WHEN TEAMS SPLIT

• Avoid creating dependencies.
• Don’t drag it out.
• Change desks.

• Reset the teams!

• Don’t share team members.

• Reset calendars/tools.



TEAM “RESETS”



SHARE SKILLS, INTERESTS, NEEDS

-Inspired by Lyssa Adkins



ALIGN ON THE WORK



VISUALIZE WORKFLOW TO DERIVE AGREEMENTS



DESIGN ALLIANCE/CONFLICT PROTOCOLS



RULES FOR “LIVING TOGETHER”





BUILD RELATIONSHIPS IN THE LARGE



PROBLEM:
Knowledge rigidity traps - 
Towers of knowledge

PATTERN:
Pairing, cross-team 
switching



RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless & Fisher Qua, Liberating Structures

MATURITYBIRTH

ADOLESCENCE



THE TOWER OF KNOWLEDGE PROBLEM

-Richard Sheridan



PAIRING & SWITCHING PAIRS



FLEXIBLE, ADAPTIVE TEAMS

https://www.glassdoor.com/Photos/Pivotal-Office-Photos-E687287.htm

SOME SWITCH AT REGULAR CADENCE



CROSS-TEAM SWITCHING PATTERN



PREVENT TEAM TOWERS OF KNOWLEDGE



MOB PROGRAMMING



TEAM MEMBERS NEGOTIATE TRADES



SHARE EXPERTISE BY NOMADING



GIVE YOURSELF OPTIONS FOR LATER!!!!!!!



PROBLEM:
Individual rigidity traps/
stagnation

PATTERN:
Opportunity matching



RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless & Fisher Qua, Liberating Structures

MATURITYBIRTH

ADOLESCENCE



2016 © AppFolio, Inc. Confidential.

FORMING
STORMING
NORMING
PERFORMING
(ADJOURNING)

Tuckman’s 
Model
1965

1977



STAGNATING



BE CURIOUS

@heidihelfand



I’m so sick of 
this guy







you companyx



WATCH THE ENERGY - BE CURIOUS



SURVEY PEOPLE



UNDERSTAND NEEDS



#openness

OPPORTUNITY MATCHING - VISUALIZE IT



PROBLEM:
Multi-team rigidity traps/
stagnation

PATTERN:
Self-selection events/
whiteboarding



RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless & Fisher Qua, Liberating Structures

MATURITYBIRTH

ADOLESCENCE



SHIFT THE ENERGY



RETEAM AT AN OFFSITE, ON A CADENCE



TRY IT OUT DURING A HACKATHON



RETEAM GRADUALLY



TALK ABOUT THE PLAN



OVERCOMMUNICATE THE PLAN

Say it 7 
times!



PROBLEM:
“Fast” growth. Who are 
these people?

PATTERN:
Self-selected guild 
formation



RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWALGROWTH

MATURITYBIRTH

ADOLESCENCE



RIGIDITY
TRAP

CREATIVE
DESTRUCTION

RENEWALGROWTH

MATURITYBIRTH

ADOLESCENCE

CONCERNS OF THE “FIRST TEAM”



WHO ARE ALL THESE PEOPLE?



IT FEELS DIFFERENT



CHANGE CURVES ABOUND



LISTEN FOR THE “FIRST TEAM” CLUES

I’m so 
burned out

I’m tired



Should I stay 
or should I 
go?



OUR COMPANY



Open space



Is it OK if I…What am I 
allowed to 
do?

Who owns
that?Is that her 

job?



Don’t they 
care?

Why aren’t 
people 
stepping up?

What’s his 
name again?



MATURITY

RIGIDITY
TRAP

BIRTH

CREATIVE
DESTRUCTION

RENEWAL

ADOLESCENCE

GROWTH

CUT THROUGH CONFUSION



YOU CATALYZE THE CHANGE

“SOMEONE” IMPOSES CHANGE

EVOKE THE CHANGE

THESE THINGS MIGHT  HAPPEN



OPEN SPACE ELICITS PASSION & COMMUNITY



THE PEOPLE BUILD THE SCHEDULE



THE PEOPLE FIND EACH OTHER



YOU CAN “SEE” THE RESONANT TOPICS



CROWDSOURCE WHAT’S IMPORTANT TO THE WHOLE



SELF-SELECTION RETEAMING: INVITE LEADERS



7 GUILDS

KEEP GUILDS ALIVE AFTER EVENT



SELF-SELECTED GUILD FORMATION

• 25/10 to crowdsource priorities

• People self-select to be leaders

• Open space to find improvement topics

• People self-select to join guilds

• Keep it alive after event



MATURITY

RIGIDITY
TRAP

BIRTH

CREATIVE
DESTRUCTION

RENEWAL

POVERTY
TRAP

ADOLESCENCE

GROWTH

Adapted from Gunderson and Holling, 2003
Keith McCandless & Fisher Qua, Liberating Structures

WHERE ARE YOU? YOUR TEAM? YOUR COMPANY?



W H AT  S T O RY  W I L L  Y O U  W R I T E ?



It’s all 
made up.

-Rick Tamlyn



PROBLEM PATTERN
Poverty trap, pivot or die Innovation by isolation

Mandate to grow/double One by one & batch addition

Duplication of mentor effort Bootcamp

Relationships limited to teams Network formation

Team-level rigidity traps Grow & split

Knowledge Rigidity/Towers of knowledge Pairing, mobbing, cross-team switching

Individual-level rigidity traps/stagnation Opportunity matching/whiteboarding

Multi-team rigidity traps/stagnation Self-selection events/whiteboarding

“Fast growth” - who are these people? Self-selected guild formation

D Y N A M I C  R E T E A M I N G





L E A N P U B . C O M /
D Y N A M I C R E T E A M I N G



D Y N A M I C  R E T E A M I N G
AT  FA S T- G R O W I N G  C O M PA N I E S

H E I D I  H E L FA N D  

@heidihelfandheidihelfand.com

http://heidihelfand.com

