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READY, SET, SPRINT!

In chapter 7 of Come Up For Air, | covered the importance of sprint planning in theory,
how to adapt its core concepts to suit different teams, and the simple formula to
calculate team members' bandwidth. In this guide, I'll show you how to apply the
concepts outlined in the book using a work management tool.

Here's how it works. At the end of each sprint, everyone takes a few minutes out of their
day to prepare for the next one. They calculate their remaining capacity for the
upcoming sprint using the system mentioned in the book (Bandwidth = Capacity -
Admin - Meetings). Once they know their bandwidth, they add whatever tasks they see
as a priority to the upcoming sprint until they've reached their capacity.

At Leverage, we do weekly sprints. On Fridays, we all go through this process to plan the
next week's sprint. That way, when people show up to the weekly team meeting on
Monday, they already have a good idea of what their focus will be for the week.

After everyone has added their work to the upcoming sprint, they can send a message
to their team that includes:

e any major wins from the previous sprint

e their top three priorities for the next sprint

e asimple breakdown of how much time they're allocating toward
precommitments, including the number of hours spent in meetings

e asimple breakdown of where they're investing the rest of their time.

If they'd like, they also have the option of sending this information with a video
recording of themselves running through each point. (This is easier than typing for
some people, me included.)

Don't forget to include a few wins from the past week's sprint in your message.
Sometimes managers don't have visibility into their team's accomplishments.

Celebrating wins ensures that team members get the recognition they deserve, and
everyone heads into the next sprint feeling energized and motivated.
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Here's what one of those messages typically looks like:

Visible to averyona in Leverage

Nicole's Warkload Plan March 21- 25

Started 1 O
.q_' Nicole Benoit 12 days age
Wins from last week

1st payroll run through Rippling was a SUCCESS
Raj's onboarding and training continues and is going well
Began end of quarter review process and have booked remaining
maetings
Began work on simplifying the performance review process

Began work on understanding workramp

Time allocation
6.5 hrs internal meatings
10 hrs Admin
2 hrs Client work
3 hrs Internal Project mgmt
12 hrs Team managementjcontinuing to train the new hire
7 hrs on dedicated to my OKRs
40 hrs TOTAL
**1 am off grid on Friday March 25

Top priorities
Work on the performance review process
Start work on Q2 OKRs
Continue to support Raj in her training
Zero in on whatever else we think can be accomplished on OKRs

Blockers
« Mona

These messages take only a few minutes to write up (or record), and they give managers
the chance to quickly review everyone's upcoming sprint.

Now, although | love how this system empowers my team to plan and own their work,
there needs to be a review process in which managers can look through everyone's
sprints to make sure they're putting their efforts in the right place. The team has created
their first draft at this point, and the weekly meeting is where we turn it into a final draft.

During the weekly meeting, everyone gives a quick overview of their focus for the week,
and managers or other team members have the opportunity to make suggestions or
requests for changes. Maybe someone is focusing on something that isn't really a
priority, or they're forgetting something. | sometimes notice that people are investing
time in activities that are below their pay grade or that someone else is better suited for.
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This whole process only takes a few minutes, and the more you and your team get used
to sprint planning, the less time it takes. In fact, most of the time my team is spot on
with their sprints, and | have no feedback.

The benefit of a system like this is that it provides immediate clarity and enables team
members to take control of designing their weekly work schedules. Managers can then
review their team's sprints before the weekly meeting, and the sprints can be finalized
in just a few minutes during that meeting. Team members have ownership over their
work, and everyone can feel comfortable heading into the week knowing that they have
a reasonable workload and they're focusing on what matters most.

To be clear, the way we do this review process—using messages and video recordings—
is unique. Traditionally, sprint planning involves a meeting where everyone decides on
the priorities for the upcoming sprint and people allocate their time accordingly, then
review with the group.

It's a valid option, and if you feel like one would be better suited to your team, | would
welcome you to try it. But what we found is that most people are well aware of what
they should be working on and can create an initial draft that is 80 percent accurate.
Planning this out beforehand makes the weekly meeting much more efficient. And this
system still provides visibility into everyone's sprints. But if someone's sprint is irrelevant
to you, you don't have to sit in a meeting listening to them talk about it for fifteen
minutes—you can just skip their message and move on.

Book a call to learn how we can help you plan and run your
sprints effectively.
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