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Raise Your Fist in the Air

At the end of each sprint planning, teams are asked to “‘commit” to
every story in the sprint, and the vote needs to be unanimous. Not
only is the vote expected to represent full agreement, it is also binary;
either the team commits or they don't. This kind of voting can be hard
for the team, as team members will have varying degrees of consensus
that depend upon many, often disparate, factors. “Fist of Five” voting is
one popular way to drive the team towards closure on this important
process.

One of the important features of the Agile methodology is how it
focuses on making very complicated operations as simple as possible.
User Stories are simpler than full requirements documents, story points
are simpler than full effort estimates, and everyone’s life is made
easier by having an empowered product owner who can make every
necessary decision with regards to prioritization or clarification. One
of the important factors in the process is getting the team to agree
to a plan, and then do everything in their power to achieve that plan.
However, the literature is silent on how to actually get that consensus.
Enter the “Fist of Five!

Agile, and in particular scrum, requires a lot of voting, and requires
everyone on the team expresses their opinions. The voting is usually
simple enough that a small deck of cards, smartphone app, or even
fingers can be used to cast a ballot. Fist of Five voting is another simple
process to figure out how the team is feeling, and how close to gaining
consensus they actually are.

HOW IT WORKS
The mechanics of how Fist of Five voting works isn't that different that
how any other Agile voting process works. Someone, often, but not
always (and not even necessarily,) the Scrum Master, will call out “Three,
Two, One, Vote!” The team then puts up a number of fingers, from 0-5,
that show how they are feeling about the question. The person doing
the calling shouldnt be checking the vot emselves, but rather
ensuring that everyone actually does place a vote. It is worthwhile
to also see pegpl’é who voted late, and fw had their decision
influenced by others. Beyond that, there arts to ensuring a
good vote.
> Be clear on what you are asking. Thi
if the people doing the votiﬁg actually un
on. Starting with, "Are we ready to vote?
get invalid response. State the question
we agree we can get all this work done

-

e process only works
nd what they are voting
, two, one.. is going to
speciﬁcally', such as “Do

sprint?” or “Do we agree
¥

&d

with the prioritization of the work we added?” or “Do we think the goals
of this sprint are well understood?” Without being specific, people will
assume different things, and the votes won't actually be meaningful.

> Gain consensus. Gaining consensus doesn't necessarily mean
that everyone winds up with the same vote. What it does mean is
that the team comes to a general agreement as to where everyone
stands along the alignment spectrum. Certainly, if everyone puts up
five fingers, you can close the voting, and be happy with the outcome
(after pressure testing that everyone does actually agree.) More likely is
that a few people will be totally bought in, a few will be more positive
than negative (with reservations) and a few will be indicating that they
need more convincing. This is also a positive outcome, as the gaps in
understanding are now on the table, and it could be that a few of the
strong supporters gain new information that they didn't have before.

> Move forward. At the conclusion of the vote, you will know what
level of alignment the team has reached. This is not a process like story
points, where the goal is to drive to a final, universally accepted number.
The goal is to drive to an understanding of where everyone falls on the
spectrum, and if necessary get people to agree to disagree, and move
forward. While yes, the ultimate goal is often to gain commitment (or
some other binary decision) the desire of a Fist of Five is to checkpoint
where the team is, and then move forward towards gaining the final
answer.

WHAT THE VALUES MEAN

It seems simple to say that the more fingers a team member holds
up, the more they agree with whatever the voting question was.
This isn't always the case, and different numbers can actually convey
different meanings.

No Fingers: "The Fist” Rather that symbolizing a strong negative vote,
this vote often shows massive misalignment. Either the team member
doesn't agree that the team is ready for a vote, or maybe doesn't even
agree that the vote should be called at all. Instead of showing "no
confidence in the goal” this more often means ‘I don't agree with the
goal” It may als n, "I don't understand enough to even vote’
These votes sho discussed, as it may short-circuit the voting
précess itself. X

One Finger. Whil
something very
agrees with the vote,
success is possible or
can discuss these no
this value means that

djacent to holding up no fingers, it means
t generally means that the team member
has major (perhaps blocking) doubts that
the direction isn't quite correct. The team
e concern for later. But
er who doesn't think the
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team or decision is being set up for success, which could be a problem
further down the road.

Two Fingers. This represents anxiety from the team member. They
agree with the direction, and the path to success is uncertain, but there
is a visible path. This value tends to mean that the team member thinks
the direction is too aggressive, risky or dangerous, which may cause
them to pull back from commitment later in the process.

Three Fingers. This is pretty much the default answer. This means
roughly that the team member agrees with the direction, sees the path
to success, and is ready to head down it. The team member knows
that problems and obstacles can and will arise, but it's no different than
any other time the team has headed down a new trail. A room full of
threes is a good outcome for the team, as it shows general positive
acceptance, coupled with cautious optimism that success is possible.

Four Fingers. A room full of four fingers would be amazing; it means
that the team is totally committed and bought in. While sure, there may
be challenges, the team is ready to overcome them however possible.
This means simply “This is a great idea, let's do it It's important that
teams don't overuse this; you can't do everything. But when a team has
a bunch of these held up, it's a very good sign for the direction.

Five Fingers. Holding up five fingers is a personal decision. It is a sign
that the person is all-in, and will take personal responsibility for making
the decision a success. This means unblocking themselves and others,
being a personal evangelist for the idea and the implementation, and
carrying the team along with them as the project moves forward. If a
team member is willing to do everything in their power to ensure a
good outcome, then the team almost certainly has a winner of an idea
on their hands.

WHY TO USE IT

This exercise will feel a little bit familiar to the team, as it is very similar
to planning poker. At the same time, it's much different, as it's not a way
to get people aligned, it's a way to find out what is on people’s minds,
and get a sensing of the room. So while the mechanics are similar,
the usage is different. Here are the reasons why you should consider
adding it to your team’s process:

> It's Simple. It's even simpler than planning poker, where team
members debate in their own minds the difference between a two and
a three, or a five and an eight. Once the numbers are chosen, there’s
no need to discuss the results (other than outliers) and try to determine
a single value. It's a simple way for people to express how they are
feeling, that can be done on just about any topic.

> Full Participation. Fist of Five requires full participation, and it
doesn't require anyone to be “right” That is, people are expressing their
feelings, and there is no right or wrong way to show you feel. Because
of that, participation is frictionless, and it's very easy to hold up your
hand (especially when everyone around you is doing the same thing.)
In other types of planning, a team member might say ‘I don't know

enough to vote;" in this process, everyone knows enough. Getting the
whole team to vote should be easy.

> Permission to disagree. It's very difficult to be the first person
to respond to: “If you disagree, raise your hand” There's an awful lot
holding you back from raising your hand first, even if the entire room
does indeed disagree. However, when everyone is forced to raise their
hand, the team members are given up-front permission to dissent, and
to make their feelings known. This is especially true for the quieter
people on the team, who are never the first to offer up their opinions.
Doing this gives them permission to speak up, without having to worry
about deciding that they are going to speak up.

> Creates alignment (and uncovers misalignment). When
going into a vote like this, every team member is wondering to
themselves if they are the only one who thinks the way they are
thinking. This comes in both flavors; they could worry that they are
the only one that totally agrees, or be concerned that they are the
only one who isn't certain. Using this mechanism to determine where
people stand is a great way to create alignment (even if negative) or
uncover misalignment by identifying outliers. This information is helpful
in guiding the further conversations around the points of disconnect, to
more efficiently use the time the team has together.

The Fist of Five voting mechanism is simple, yet deceptively powerful.
It's a mechanism that most of the team will recognize and know how
to use, and will be startled at how the analysis of the votes can shift
the thinking of an entire team. Rather than being a straight vote of
confidence, each of the six values have meaning (including the fist
itself) that can help a team member express themselves in an easy,
low-risk manner. And the team benefits from knowing how everyone is
feeling about a certain subject, so that they know where to dive into a
specific topic. If you team isn't already using this strategy for voting, it
is worth a try to see if it works for you

Source: www.projectmanagement.com

Bart Gerardi




AP, 1

Page 12 Excellentia April 2017

inoonesia cuarrex. CONGratulations and welcome to Indonesia chapter for our New Members

Our sincere gratitude for new members and renew members,
your involvement and supports for PMI Indonesia Chapter are
very valuable for us. In April 2017 we had 43 new members
and 24 members who renewed their membership. We hope
next month, with more marvellous activities provided by

New Members list per April 2017

Achmad Beyri Mochamad Nasito
Mutmainnah Adnan Lanure
Niken Zakiyati Sa’/Adiyah
Octoni Simbolon

Aditya Nugraha Rachman
Aditya Rachman
Agus Ariawan

Anjar Priyono Puput Risanto

PMI Indonesia Chapter, more members would renew their

membership.

Thank you for join and let's get involved with PMI Indonesia
Chapter because good things happen when you stay involved

with PML

Rejoin and Renew Members list per April 2017

Astri Laksita Wikaningtyas
Christien Suharyanto
Crysanthus Raharjo
Daniel Hendling

Feri Heri Susilo

Firman Arnold Amos

Jeffry Novy Joris

Jerry Marthin Samosir
Jonathan Kine
Mochammad Zuliansyah
Nico Andwika Sianipar
Nicolas Ruslim

Novanto Hadinoto
Ratio Fitra Maliki
Robustanto Bekti R
Tjioe Hui Tjai

Tomy Sudiwiyono
Vannisa A. Luthfitriaputri

Arius Wintoro Putut Ajeng Fitasari Simanjuntak

Handy Matunri
Hendri Sundadinata
Hendro Hadiwinoto
Imam Detriana
Indra Dwi Sasongko

Itsnanta Muhammad Fauzan

Bahrun Ulum Rafliansyah Ruslan

Bina Prawati Retno Kurniawati
Budi Wirastomo Reynold Silalahi
Dhiana Pratiwi Siti Nursyamsiah

Dimas Bagus Prakoso Slamet Suryanto

Dirgantara Putra Eng.D. Suci Nurul Insani

Faustina Kusnadi Suprijotomo Suprijotomo

Hari Susanto

Tantiana Maria Cahyani 1,200
Helen Desyani Santoso Tanto Winarko 1ooo
800
Herry Agus Purwanto Thea Nisaa Andi Saffanah o
Indra Jaja Parulian Vandy Putrandika 400 " =
Irma Christina Willem De Jonge 2
o 7
Istyakara Muslichah Yeremia Mendrofa PMI Member C:‘T;tgdh‘;:f::;r Total Certificants Total PMP
Laras Widiastuti Yulia Ulap Kintarti LAl 846 721 60 656
X . M Dec-16 884 760 964 683
Maria Ayu Zarhan Fajriyanto Llan-17 882 752 977 590

Merita Gidarjati
ra el The picture above shows the number of PMI members who have

domiciled in Indonesia, Indonesia Chapter members, total certificants,
and total PMP within the last 3 months. In last month on this year, total
chapter members decreased to 754 from 760. Nevertheless, must still
grow up the number of our members. In the other hand, total PMP
certificants increased by 7 persons to 690 persons. Hope we can more
increase the growth of the number of chapter members and PMP
certificants on next month.
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Membership Growth & Percentage

The graph is a statistical chart PMIC members from 2009 to January
2017. Based on the graph, it appears that the current chapter members
are lower than last year, only reached 754 members. This is not good
achievement. In subsequent years, hope we can always increase the
growth of the number of chapter members, run awesome programs

Membership growth % of Chapter Members % of PMP Members
& Thaland 20 7% 29% continuously, these also attract and raise new members.
Sindoness = - oo PMII Member Statistics
u Malaysia 46% 28% 18%
@ Philippines 2.6% 59% 20% 800 - 760 754
W Singapore 09% 36% 13%

Based on the graph above, it appears that members of Indonesia Chapter
have negative growth than the prior year numbers. This is not good
growth rate, so PMIC must to increase our membership growth. However,
Indonesia Chapter still has the highest percentage of members up to 83%
than any other country in the Regional 15 Countries. Likewise, the number
of PMP members perched on 40%, the biggest numbers in these terms.

2009

2010 2011 2012 2013 2014 2015 2016 lan-17



