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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 WHEN YOUR TEAMS 
CHANGE.



STAND UP IF…



TEAM CHANGE IS 
INEVITABLE.  
GET GOOD AT IT.



IT ONLY TAKES 1 PERSON



ONE PERSON CHANGES THE DYNAMIC



WE MIGHT GROW FAST



AMPLIFY TEAM 
CHANGE



MULTIPLE PEOPLE START TOGETHER



GLOBAL EXPANSION





WE CAN GET GOOD AT IT
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�1 6

PEOPLE WILL LEAVE



IT CAN BE GUT WRENCHING



SOMETIMES WE’RE GLAD THEY’RE GONE



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 ARE YOU 
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 ?…
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DYNAMIC 
RETEAMING IS TEAM 
CHANGE



What is your 
experience with team 
change? What was it 

like?

IMPROMPTU NETWORKING



\

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

Panarchy



Case Study 1:  Expertcity



2000

FROM 15 T0 800







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



“…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





Isolation Reteaming Pattern

• Isolate team
• Give process 
freedom

• Form team





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

FORM, ISOLATE, DISSOLVE

GREAT FOR EMERGENCIES!





MATURITY

RENEWAL

ADOLESCENCE

GROWTH
RIGIDITY 

TRAP
POVERTY 

TRAP

BIRTH

CREATIVE 
DESTRUCTION

Acquired by Citrix

Became CitrixOnline

2004



WHERE’S YOUR COMPANY?

MATURITY

RIGIDITY 
TRAP

BIRTH

CREATIVE 
DESTRUCTION

RENEWAL

POVERTY 
TRAP

ADOLESCENCE

GROWTH



CASE STUDY 2 - AppFolio



“We are building 
another large 
company in 

Santa Barbara.”





MATURITY

RIGIDITY 
TRAP

BIRTH

CREATIVE 
DESTRUCTION

RENEWAL

ADOLESCENCE

GROWTH

One By One Reteaming 
Pattern



FROM 10 TO 600



MENTORS - “THE FIRST PAIR”



I loved this company

\



We grew up together



We worked really hard



Others invested in us



We invested in our people



We were aligned



It wasn’t always easy



We’d help each other



We took risks



Customers started coming



We Grew



MENTORS HELP!MULTIPLES ARRIVED



MITOSIS PATTERNSPREAD OUT NEW HIRES



FORM NETWORK



FORM NETWORK



DISTRIBUTE ACROSS TEAMS



We Grew More



And More



We celebrated milestones



Later we’d celebrate in batches with oar signings

Success was commonplace



Customers celebrated us





Inspire more Scarf Knitting



We spawned another company

Innovation by Isolation Pattern





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



MATURITY

RIGIDITY 
TRAP

BIRTH

CREATIVE 
DESTRUCTION

RENEWAL

POVERTY 
TRAP

ADOLESCENCE

GROWTH

Adapted from Gunderson and Holling, 2003

Keith McCandless & Fisher Qua, Liberating Structures

TEAM LEVEL



WHEN THE TEAM FEELS “TOO BIG”



DO YOU SPLIT IT?



TEAM IDENTITY





GROW & SPLIT



why does this happen?



Because of this?



Pain of Large Meetings?



WAIT..Large Teams Work Too



Shared Purpose?



Collaboration?



Who gets to decide?





What if the people decide?



WHEN TEAMS SPLIT

• AVOID CREATING DEPENDENCIES
• DON’T DRAG OUT THE SPLIT
• CHANGE DESKS, RESET TOOLING
• CELEBRATE THE SPLIT

• DON’T SHARE TEAM MEMBERS



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”

Teams can’t fathom being “allowed” to split





MATURITY

RIGIDITY 
TRAP

BIRTH

CREATIVE 
DESTRUCTION

RENEWAL

ADOLESCENCE

GROWTH

AFTER A WHILE WE GET 
HERE



MATURITY

RIGIDITY 
TRAP

BIRTH

CREATIVE 
DESTRUCTION

RENEWAL

ADOLESCENCE

GROWTH

IT FEELS DIFFERENT FOR 
THE “FIRST TEAM”



WHO ARE ALL THESE PEOPLE?



HOW DO WE MAINTAIN OUR CULTURE?



How do you approach the 
topic, “how do we 
maintain our culture”?

1, 2, 4, All



@heidihelfand

“THE FIRST TEAM” ACTIVITY



Are there different “people” for 
different company stages?



P - Producers of results 

A - Administratives 

E - Entrepreneurs 

I -  Integrators of people, 
culture 

Which role do you relate to most?



P - producing results 
A - administrative process 
E - entrepreneurial 
I  - integrates people, culture

MATURITY

RIGIDITY 
TRAP

BIRTH

CREATIVE 
DESTRUCTION

RENEWAL

POVERTY 
TRAP

ADOLESCENCE

GROWTH

P

P

P
A

E

E

E
I

I

A A

E E

A

AP

I
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A
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E
E

I

I

I



IDENTITY SHIFT
No Job Descriptions Job Descriptions

Generalism Specialism

Less Hierarchy Hierarchy has hierarchy

Individuals Building groups

Department individualism Centralized control

Promotions & levelingFocused on work

IPO readiness behaviorBuilding to survive

Few managers Managers have managers



LISTEN FOR THE CLUES

I’m so 
burned out

I’m tired



Should I stay  
or should I 
go?



RIGIDITY & STAGNATION



STAGNATION IS REAL





BE CURIOUS

@heidihelfand



I’m so sick of  
this guy







you companyx



Your company is stickier if you let 
people reteam. 



RETEAM TO SHARE EXPERTISE



RETEAM TO AVOID TOWERS OF KNOWLEDGE

-Richard Sheridan



FLEXIBLE, ADAPTIVE TEAMS

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

SWITCH AT REGULAR CADENCE



Visualize opportunities

#openness



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?



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



LARGER-SCALE STAGNATION



COMPANY



SOMETIMES YOU 
NEED TO DISRUPT 

YOUR TEAMS, 
PEOPLE, ORG



LIBERATE THE PRISONERS



MATURITY

RIGIDITY 
TRAP

BIRTH

CREATIVE 
DESTRUCTION

RENEWAL

ADOLESCENCE

GROWTH

IT COULD BE AT ANY 
STAGE



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

Who owns 
that?

Is that her 
job?



You either catalyze the 
change

The change happens to you

You create conditions for 
change to emerge



Create conditions for change to emerge











Change teams, roles, leave, fired
person

One by one addition 
Grow and split 

Innovation by isolation

team

One by one team addition 
Seeding teams 

Grow and split tribes 
Innovation by isolation 

tribe

Company-wide reteaming 
Growth and addition  

Acquire company 
Get acquired 

Attrition and layoffs

company
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