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a bounded set of interrelated
components that work
together to achieve some
outcome
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BUILDING OUR OS

People

Who is our operating system for?

What are their roles?




BUILDING OUR OS

People

Who is our operating system for?

What are their roles?




BUILDING OUR OS

People

Who is our operating system for?

What are their roles?




Our People

My Super Awesome Engineering Team is led by Meg Adams. My Super Awesome Engineering Team is made up of 5 teams. Each team is
made up of an engineering manager and engineers (though it’s important to know that each team also has an assigned product manager,

designer, and data analyst that they work with in lockstep!).

e Team1

o Engineering Manager: Sally

o Engineers: Kellen, Dashawn, Kamora, Camila, and Makenna

o Product Manager: Joe, Designer: Chiara, Data Analyst: Lauren
e Teams 2, 3, 4, 5....
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What are the predictable rhythms and events that occur throughout the year? $’
b S
January Company strategy season concludes (Nov - Jan) ';' [
Performance management continues with written manager reviews (Nov - Mar) ,*
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February Performance management continues with calibration (Nov - Mar) S
Y
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March Performance management wraps with the delivery of final reviews (Nov - Mar) s
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April Organizational IRL Week ’ :
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May I \
June Mid-year strategy refresh and planning for the second half -
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October “Slush” (extra cautious changes and deployments) kicks off I’
November “Slush” continues, with a full freeze during cyber week (no deploys without approval) :‘ s
Company strategy season kicks off (Nov - Jan) -
Performance management kicks off with peer reviews (Nov - Mar) s s
\
December “Slush” concludes o
Company strategy season continues (Nov - Jan) [
Performance management continues with self reviews (Nov - Mar) = ’
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What are the quarterly rhythms | can expect? P

What happens quarterly that e All-Company Meeting
is inherited from a higher e Cross-Functional All-Hands -
level OS? e Engineering All-Hands ¥
-
-

What happens quarterly that e My Super Awesome Team All-Hands
is specific to our group’s OS? e Team OKR Report-Out [Async write up + live meeting to discuss]
e Quarterly Performance Check-Ins with your direct manager
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Setting

Setting is the environment in which our team exists and operates.

In-Office Expectations and/or Hybrid Working Guidance
Some of these may be of your own design, but are more likely inherited from the company.

The Super Awesome team is partially in Brooklyn HQ and partially remote. We have remote employees in Portland, San Francisco, Austin,
Atlanta, Mexico City, and Guadalajara.

Temporal Guidance

Our team hours are loose. People get in anywhere from 8am to 11am ET depending on locale and leave after a day’s work. Meetings
happen midday, as this is our biggest crossover of time between coasts, and should be scheduled between 10am and 3pm. If a meeting
needs to be scheduled outside of these hours, you should reach out to the attendees and check with them first — don’t assume
availability.

Meg has only one rule about attendance for full-time employees: she never wants to have a conversation about it. If there needs to be a
conversation about performance, we’ll talk about performance, but we shouldn’t have to talk about whether or not you were sitting in a
certain chair at a certain time. This applies to everything from when you start and end your day to vacation. The team expectation is that
you know your responsibilities, deadlines and obligations to your teammates and that you do what is necessary to meet them (or raise a
flag early if you aren’t on track). Aside from that: live your life in a way that works for you and use your Slack message and calendar to
communicate when you are and are not available.

Our Core Tools
e Slack
Our team runs on Slack and the bulk of our conversations happen there. It is perfect for accessing the hive mind to ask questions
and find information and it is THE PLACE for chatting informally with your team. The shared channels for our group are #one,
#two, #three.
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Setting is the environment in which our team exists and operates.
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you know your responsibilities, deadlines and obligations to your teammates and that you do what is necessary to meet them (or raise a
flag early if you aren’t on track). Aside from that: live your life in a way that works for you and use your Slack message and calendar to
communicate when you are and are not available.
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manager 1:1s weekly

Meeting: Weekly org “preview” meeting
Channel: #just-launched in Slack

Setting

Hybrid (video meets, JIRA, Slack, email)

Norms

Active team channels with lots of chatter
Broader channels quieter

Leadership shares a lot of information in
meetings and speak the most

Less collaborative discussion in meetings

| Solution synchronously (outside
of Slack)
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Current OS

Application within solution design

People

EMs and PMs are knowledge holders

Structure

Meeting: EMs and PMs share info in
manager 1:1s weekly

Meeting: Weekly org “preview” meeting
Channel: #just-launched in Slack

Setting

Hybrid (video meets, JIRA, Slack, email)

Norms

Active team channels with lots of chatter
Broader channels quieter

Leadership shares a lot of information in
meetings and speak the most

Less collaborative discussion in meetings

] Solution synchronously (outside of
Slack)

] I have an existing meeting with the
right audience

] There’s no existing forum or
channel intended for in-progress
work — it needs to be created

| Opportunity to invite more voices
into our meetings (i.e. don’t solve
with more leadership)
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What’s Cookin’?

e Modify purpose and agenda of
existing meeting

How am | communicating
laterally?

What’s the objective of the
communication?

How does information flow cross-functionally?
How does information flow from my team to teams?

7 Weekly Super Awesome
Product Alignment Meeting

This meeting is to align with My
Super Awesome Team leadership
and drive visibility and alignment
between teams. This meeting (and
the supplementary async track
updates doc) is the PRIMARY
place to get cross-track visibility

The right moment
idea is whenit's a
track leadership b
you know how you W
accomplish it, but it's
and can take feedbac
redirection.

- #super-awesome-team-product
-development

specific to see somg
to @ them. This igf
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What’s Cookin’?

e Modify purpose and agenda of
existing meeting

Rotate teams to share updates
and work in progress

My Super Awesome Engineering Team Operating System

Our People

My Super Awesome Engineering Team is led by Meg Adams. My Super Awesome Engineering Team is mad
made up of an engineering manager and engineers (though it's important to know that each team also has
designer, and data analyst that they work with in lockstep!

e Team1

o Engineering Manager: Sally

o Engineers: Kellen, Dashawn, Kamora, Camila, and Makenna

o Product Manager: Joe, Designer: Chiara, Data Analyst: Lauren
o Teams 2, 3, &4, 5....




BUILDING OUR OS | Debugging

What’s Cookin’? Norms

Here are some norms around how we work together.

Meetings
e Meetings are scheduled to start 5 minutes after (:05 and :35). This is intended to give people a break between meetings.

.
. Mod Ify pu rpose a nd a g e n d a of e In reality, meetings tend to just roll over (ending at :05 instead of :00 and :35 instead of :30), so people rush from meeting to

meeting.

existing meeting e People use the hand-raising function in Google Hangouts to wait to contribute — few people just chime in

e People often also ask questions and contribute to the conversation via the chat feature.

Contribution and Participation
Rotate tea m S to sha re u pdates In observing My Super Awesome Team meetings, | noticed...
e A lot of information sharing happens in meetings.
. e That information is often taken away for async decision making or decision making in a future meetin|
a nd work In prog ress e Group leads are often meeting facilitators and often the people sharing information. Because of this,)
talking time towards leadership voices.
Leadership often asks questions. Individual contributors ask questions less.

Rotate presenters from each
team
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