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CEO of Virtira, a remote only company that’s been working remotely since 2007
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Published a book in February of last year about remote work best practices.
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We're here to discuss Retrospectives.

If you don't know what that is or means, you're in luck. 

First, I’ll spend some time describing what a retrospective is

I”ll talk about why they’re better than your regular team meeting

Then I’ll do a brief demonstration of Miro, the tool we use to do retrospectives remotely

After that, I’ll jump into how to prepare for one,

Followed by how to run the retrospective

And some variations you can do.

And finally, I’ll give you a chance to ask some questions.

There’s a lot to cover today, so please hold your questions until the end.
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Let's start with the obvious question.

What is a retrospective?



To reflect on how
things are going

a al events
that took place

work that was produced

or the way something was done
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A retrospective is a collaborative meeting to reflect on how things are going,  a look back at events that took place, work that was produced, or the way something was done.


Simple Retrospective

Start, Stop, & Continue - Find pain points within a team

START STOP CONTINUE
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Let's start by talking about one of the simplest types of retrospectives.

If you've never done one of these before, it's easiest to think about in the real world.

Imagine yourself in front of a large whiteboard, draw three boxes, and label them

Start,

Stop, 

and Continue


Simple Retrospective

Start, Stop, & Continue - Find pain points within a team

START STOP CONTINUE

—_—

— B2
~— ~— £
— H :

Minutes Minutes Total

©2023 virtira.com. All rights reserved. \,I RTI Rl\


Presenter Notes
Presentation Notes
The team gets 5-10 minutes to write down topics on post-it notes

one topic per note of things they would like to start doing, stop doing, and continue doing.

And then, after the time is up, they stick the post-notes to the whiteboard.


A facilitator then picks one note off the board, reads what it says aloud, and then the team discusses it.


When it’s all said and done, it should take about an hour and a half.


Why Reirospectives
are Better
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So why would you choose to run a retrospective instead of a regular team meeting?


A Typical Team
Meeting...
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Let’s look at what can happen when you want to gather feedback from the team.

You get everyone in a room and ask.



“How can
we make
things
better?”
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How can we make things better.

What follows is typically
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With a room of people not wanting the be the first person to talk


Or say something controversial


And you likely have 1 or 2 people doing all the talking while the rest sit and listen.
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You will get stuck on 1 or 2 topics for way too long and before you know it

Your time is up, without reaching any real conclusion or solution.
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And remember, this is what happens at the office.

I’m not talking about the complexities of doing this remotely!




What makes the retrospective
format different than your
typical meeting?

Qg
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So what makes a retrospective different?







&

most
important to them
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By giving everyone 5 to 10 minutes to write down their thoughts and ideas,

You give everyone a chance to reflect and contribute. 

By limiting the time they have to write down their thoughts, 

People tend to share the points that are most important to them.
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Then, once you start working through the information, you’ll start to notice common topics which you can group together and deal with all at once.
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This gives participants the feeling they were able to contribute, without the need to speak up. 

Plus, a good facilitator will be able to ask the participants questions about their feedback and draw more information out of them.




Discover common issues and outliers
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You’ll also have outliers. Information that you normally wouldn’t get from a group conversation. 

These outliers are sometimes where you’ll get your best ideas as people share creative solutions that no one else thought 

All because they had a chance to write it down beforehand.





You'll see one to
two individuals

who tend to be
dominant

VIRTIRA
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And this brings me to the next point,

Quite often, in a team of people, you’ll see one, maybe two individuals who tends to be dominant and even talk over and interrupt others
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When you give those first 5 to 10 minutes to write down ideas, it levels the playing field

And gives everyone has a chance to chime in.







It creates an agenda for
the conversation.

L
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It creates an agenda for the conversation.





START STOP CONTINUE
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Tackle the most
important topics first
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And, by organizing those topics into categories like ”Start”, “Stop”, and “Continue”, 

It allows the facilitator to tackle the most important topics first,

Leaving the fluff for last.
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When I facilitate a retrospective, I typically look at the Stop topics first, 

then Start, 

and lastly Continue 

This allows me to tackle the tough things first, and then look at new ideas, and finally getting confirmation of what's working.

It also allows me to budget my time by giving more time to discuss the things that are causing friction, and less time reviewing what's working.


Helps infroveris
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As it turns out, this process is an excellent way to draw information out of people — especially introverts.
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By giving people the opportunity to write their thoughts down, it gives them a chance to think about what their key points are

And, 
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helps break the ice on difficult topics.

It’s much easier for someone to write down a topic and have someone else read it than it is for them to say it themselves, out loud.

From the facilitators point of view, it’s very easy to read out something they didn’t write.

This simple aspect of retrospectives might be it’s most powerful as it allows teams to 
deal with topics that would otherwise not come up in the course of a conversation. 

And since it’s facilitated, people get a chance to be heard.





How do you run a
retrospective

remotely?
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OK, so hopefully you now understand the basics of a retrospective.

They’re great to do in an office, at a whiteboard, with post-it notes.

But 

How do you run a retrospective when everyone is behind a computer and spread out all over the country?


Mirowerse = Agile Warkflows

KALM Retrospective Oe) ( shore

Eroapective by VIRTIRA
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To run a remote retrospective, you need a digital whiteboard.

And the digital whiteboard I recommend is Miro.


I’m going to show you a quick example of Miro and if you want to give it a try yourself, 

I’ll post the link to join Miro in the chat.


How to Prepare
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So now you know all about Miro,

Let’s dive into making you an expert at remote retrospectives.


Be clear about
what you want
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Firstly, be clear about what you want to get out of it.

Maybe you have a process that needs to be improved  - or you need to get to the bottom of a recent issue.

Like any meeting, avoid scheduling a retrospective without knowing what you hope to get out of it.


Select an activity
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Next, select an activity that matches what you want out of the retrospective. 

I'll touch on some variations on retrospectives a bit later in the session,

But for now, all you need to know is you will get different results from different types of retrospectives.
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Make sure all the participants have an account with the tool you’re using. 

If this is someone's first time using Miro,

I recommend adding 15 minutes to the start of your meeting so they can pick up the basics

or hold a separate training session 
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Even though Miro is easy, it can still take a few minutes to learn
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Let me tell you from experience that

It can be very frustrating watching someone struggle with the technology instead of focusing on your meeting.
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Let the team
know about
the topic
before hand
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Next, let the team know what the topic is beforehand. 

It shouldn’t be a surprise. 

People need time to reflect on their perspective before the meeting
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Finally, 

Pull together a brief agenda and make sure it’s included in the invite to the retrospective.

Your agenda should tell people why you want to meet with them, the format for the activity, and any goals you're hoping to achieve with the conversation.

Avoid putting a link to your digital whiteboard in the meeting invite.

Including a link will encourage people to share their ideas before the meeting or, worse, make a mess of your board.



Schedule well enough

in advance
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This one’s probably a no brainer but try to avoid surprising people with a large meeting at the eleventh hour.

If you’re going to schedule a retrospective, make sure you plan it at least a week in advance.



Schedule enough time
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Be sure to schedule enough time.

In an office, a typical retrospective in person takes about an hour.
�That’s just enough time for people to get settled, write some ideas on sticky notes and post them on a wall, and then for the facilitator to run through all of the topics.

Virtually, we recommend scheduling 90 minutes.




Set up the digital whiteboard
before the call
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Prior to the call, set up the digital whiteboard in Miro and be prepared to share the link in the meeting, just like I did earlier.
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Add the headings and outline where people will post their sticky notes.

And add design flourishes to make the board more appealing

It won’t take long, especially if you’re using a tool like Miro, and it’ll help people orientate at the start of the meeting.

Remember, do not share the link before the meeting. Everyone should get access to the link at the same time.






Running a
Retrospective
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With your whiteboard set up and your participants ready to go, let's talk about running the meeting.


Join at least 10
minutes early &
test your meeting
platform
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Join at least 10 minutes early and test your meeting platform

Make sure your audio works, and your tools are running


v Give them a sense of the goals
you’re hoping to achieve

v" Let them know how long they’ll
have to write down their topics

v" Let them know it won’t be
anonymous and they’ll have to
owh what ever they share

v Explain how the facilitation
works, and that you'll pick a
topic, ask questions about it, and
ask others to expand on it.
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Once people join the call

Give them a sense of the goals you’re hoping to achieve

Let them know how long they’ll have to write down their topics

Let them know it won’t be anonymous and they’ll have to own what ever they share – and that you hope they’ll be honest yet generous with their feedback

Explain how the facilitation works, and that you’ll pick a topic, ask questions about it, and ask others to expand on it.

Next, set some ground rules.


v Be present

v No back-channel
communication

v" Be specific, actionable, and
kind

v If you don’t agree, speak up

v" Be concise

v" Stay on topic
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At Virtira, our ground rules are


Be present.
Avoid other work and interruptions

I like to give everyone a moment to put themselves on do not disturb

No back-channel communication – that is, don’t talk to other people in the meeting via instant message, if you have something to say, say it in front of everyone


Be specific, actionable, and kind.
Provide feedback that’s useful and can be acted upon, and deliver it in a respectful manner

If you don’t agree, speak up — don't disagree in private after-meeting.


Be concise.
Get to the point and don’t waste other people’s time.

Stay on topic


Explain the
activity
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Take a moment to explain how things will work. 

It may be the first time for some, or it may have been a while for others.
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Nothing derails a meeting faster than when someone doesn’t know what’s going on or worse, disagrees with how it’s being run.

Putting a little bit of time into setting expectations can go a long way to making your meeting successful.


? REC
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When you're ready go, hit the record button.

A lot of information will be shared. You’re going to want to have it recorded.





Ask people to
create their
topics

VIRTIRA
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Tell people they have 5 to 10 minutes to create their sticky notes.

Remind them to use one sticky note per topic.


5-10
Minutes
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And, ask them to find a space on the board where they can create their topics in private.


If you're using Miro, set a timer, so people know how much time they have. 


During this time, use this time to inspect the topics people are posting to give yourself a bit of a head start on the conversation. 

If anyone is struggling, this is also a good time offer support to anyone struggling with the tool.

Once the time is up, ask them to arrange their topics on the board.
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For some retrospectives 

you can ask people to create the topics beforehand

Miro allows you to copy and paste a list of topics from Excel�
This can get you to the discussion part of the meeting sooner, however,




Keep in mind that you'll
get if
you do this.
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Keep in mind that you’ll get many more topics if you do this and 

it might overwhelm your meeting.

When people are given the chance to create their list beforehand,

They often generate more and lower quality topics

An easy solution to this is to limit the number of topics they can submit.



“Do you want to
expand on
thate”

“Do you have
more fo
adde”
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“Does anyone
have anything
else to adde”
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Work through each topic, one at a time.

For each topic, ask the author if they want to expand on it, 

if they have more to add,

or to explain it if it’s unclear.

Then ask if anyone else has anything to add.


k&

Does anyone
have anything '
to saye”

IRTIR
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As the facilitator it’s your responsibility to encourage people to share their thoughts. 

If you have a team of shy introverts, asking a general “does anyone have anything to say” 
will be met with crickets.


“Kevin, do you
have any
thoughts on

what Mike
wrotee”

IRTIR
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A much more successful approach is to call someone by name.

You might ask for example, 
”Kevin, do you have any thoughts on what Mike wrote?”

Keep track of people who aren’t contributing and try to keep everyone engaged.

Most people have an opinion – some just need a bit of a push.




Gauge your
meeting
participants &

adjust the
meeting
accordingly
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You need to gauge your meeting participants and adjust the meeting accordingly.
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You also need to make sure to keep the contribution from the team balanced. 
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It’s not uncommon for one person to submit substantially more topics than others. 

Try to balance the conversation by jumping between authors

Be careful not to leave yourself with a whole bunch from one person.

Miro lets people choose from a variety of colours for their sticky notes.

Asking participants to choose a unique colour at the start of the meeting makes facilatation that much easier.




START STOP CONTINUE

“Is this topic is similar to one already postede
Can we combinee¢”
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If the topic is similar to one that's already on the board, ask permission to combine the topic with the one you previously discussed. 

Be careful not to dismiss anyone’s ideas. 

Even though it may be similar, the author may just want to have their opportunity to speak about how it isn’t the same to them.
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Keep an eye on the time.

If it looks like you’re not going to get through everything, you may need to schedule a follow up call. 

It’s best if you can break between major categories of topics. For example, moving all of the “Continue” topics to another meeting.




Establish next
steps and key
takeaways

IRTIR
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Once all of the topics have been discussed, it’s time to wrap up and set expectations for next steps.


Use a Dot Vote to Establish Priorities

START STOP CONTINUE
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If you need to establish priorities, 
you might perform a dot-vote 

The dot voting activity has its roots in in-person retrospectives where the facilitator provides each of the participants with 3 stickers in the shape of a small dot. 

Each participant then puts the stickers on the topics they wanted to vote for.


They could use all of their dots on one topic or distribute them across several.

Then count all dots to see which topics have then highest count. 

Prioritize those ideas first

This is an area where virtual is better than real life. 

Miro has a very robust voting system built in.


Capture and
share results
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After the meeting share the recording link, along with any actions and decisions

Often, the lessons learned in the retrospective are the real takeaways. 
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If you have a collaboration space, you can share screen shots, transcripts, decisions, and links all on one page.

When we document the results of a retrospective, we use a tool called Confluence. 
 
It provides a medium for collaboratively creating mixed media documents that are easy to share and quick to set up.


VARIATIONS
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There are a lot of different types of retrospectives.
�So lets take a minute to have a look at some.


Timeline

Reproduce a series of events, or discover a workflow

FINISH
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You can use a retrospective to collaboratively create a timeline

Start by asking participants to write a sticky note for each step of a process.

Then, as a group, work to create a single timeline from all the steps.

This not only helps you create a detailed sequence of events, it also educates people about other steps in the process.


Pre-Mortem

Excellent for determining the risks and pitfalls in a project that’s just starting

What Went Wrong
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Use a pre-mortem before you start a project.. 

Ask all the participants to picture themselves after the project wraps up.

Have them write down everything that didn't go as planned

Then pick the top causes to address

And brainstorm solutions

This activity has a surprising ability to accurately predict the future.


KALM: Keep, Add, Less of, More of

Target process improvements and inefficiencies
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Instead of a start, stop, continue, use Keep, Add, Less of, More of

We use this as part of our yearly team reviews. It’s great for generating ideas for operational improvements.


|dentify underlying risks that are being overlooked
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And then there's the three little pigs activity which will help you identify risks

Ask people to share what they think are your project’s straw house, wood house, and brick house.

In other words, what things can the slightest breeze blow down, versus which things will survive the most mightiest of winds.
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For more ideas, 

Check out retromat.org



b H mn."“. Uﬂl,\_f.,eﬂ

Check out
funretrospectives.com
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Also check out

funretrospectives.com

They even have a book if you want to read it while on vacation.


Thank You
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