
Use Scientific Insights To Improve 
Team- And Organizational Effectiveness



Purpose and flow of the session

● Opening
● What 20+ years of Agile brought us
● The scientific research we have conducted to date
● How to use our scientific model(s)
● Why The LEGO Group jumped on board
● Recommendations to start improving
● Closing



20+ Years of Agile brought us…
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Consultancy



Coaching



Training



The result…



What has been missing?
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1-minute 
reflection



Scientific evidence!



We embarked on a mission
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● What factor(s) seems most important? 

● What factor do you consider most challenging?

● For what factor do you see a big opportunity?

● What factor needs a courageous conversation?

● What factors seem to be connected?
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Exercise



● It's a systemic view that identifies improvements for individual 
teams, visualizes patterns across multiple teams, and addresses 
broader organizational challenges.

● It's not intended as a restrictive framework. It is just a narrative 
theoretical model which has received empirical support. 

● As with all theories, they are just lenses to understand what happens 
in teams and organization
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About the model
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BETA: Teamwork Quality Model

Check this 
blog post to 
learn more

Another 
perspective to 

use is…

https://medium.com/the-liberators/how-to-diagnose-teamwork-quality-with-our-new-tool-and-contribute-to-science-9ca700ca20ed
https://medium.com/the-liberators/how-to-diagnose-teamwork-quality-with-our-new-tool-and-contribute-to-science-9ca700ca20ed
https://medium.com/the-liberators/how-to-diagnose-teamwork-quality-with-our-new-tool-and-contribute-to-science-9ca700ca20ed


“If our teams thrive, our company thrives.” - Christina Mumm, Director 
of Agile Coaches at the LEGO Group

Enable coaches to have an impact by… 

● Adopting a shared ‘language’ by using the same metrics
● Surfacing patterns for improvement across teams
● Defining a shared focus to make an organizational impact
● Bringing the Agile Coaches’ voice to the leadership table
● Supporting self-managing teams aligned toward a shared goal
● Using evidence-based feedback to show the value you deliver
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Why the LEGO Group jumped on board
Learn more 

here

https://medium.com/the-liberators/if-our-teams-thrive-our-company-thrives-a2cf25402543
https://medium.com/the-liberators/if-our-teams-thrive-our-company-thrives-a2cf25402543
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How to use 
our scientific 

model

Learn more 
here

https://medium.com/the-liberators/how-to-get-started-with-columinity-74cd5f293b39
https://medium.com/the-liberators/how-to-get-started-with-columinity-74cd5f293b39
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Study the 
research

Learn more 
here

https://medium.com/the-liberators/a-guide-to-study-the-underlying-research-of-columinity-d44dc168fce4
https://medium.com/the-liberators/a-guide-to-study-the-underlying-research-of-columinity-d44dc168fce4


18

Explore the 
principles

Learn more 
here

https://medium.com/the-liberators/the-10-principles-of-the-agile-scrum-team-survey-e3450904acce
https://medium.com/the-liberators/the-10-principles-of-the-agile-scrum-team-survey-e3450904acce
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Facilitate a 
kickoff

Learn more 
here

https://medium.com/the-liberators/a-guide-to-kickoff-columinity-with-teams-stakeholders-and-management-df1f32cac6d0
https://medium.com/the-liberators/a-guide-to-kickoff-columinity-with-teams-stakeholders-and-management-df1f32cac6d0
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Inspect the 
results and 

identify actions

Learn more 
here

https://medium.com/the-liberators/a-guide-to-inspect-the-results-and-identify-improvements-with-columinity-3b4db8bff1a0
https://medium.com/the-liberators/a-guide-to-inspect-the-results-and-identify-improvements-with-columinity-3b4db8bff1a0


21

Develop 
strategies

Learn more 
here

https://medium.com/the-liberators/a-guide-to-develop-strategies-and-increase-team-effectiveness-with-columinity-a9ba79589360
https://medium.com/the-liberators/a-guide-to-develop-strategies-and-increase-team-effectiveness-with-columinity-a9ba79589360


“Sounds great! Do you also have ideas to start 
improving, right away?”

Sure! 
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(Some) Impacted factors:

- Benefits of Agile
- Metrics usage
- Management support

Clarify the purpose of Agile

Resources:

- Retrospective: Refresh 
the purpose of 
Agile/Scrum

- Article: On Complexity

https://medium.com/the-liberators/refresh-the-purpose-of-the-scrum-framework-9e4bceb25499
https://medium.com/the-liberators/refresh-the-purpose-of-the-scrum-framework-9e4bceb25499
https://medium.com/the-liberators/refresh-the-purpose-of-the-scrum-framework-9e4bceb25499
https://medium.com/the-liberators/on-complexity-why-your-software-project-needs-scrum-13c36305c866


Don’t overthink your Agile (scaling) approach

Resources:

- Article: Is SAFe Really 
That Bad?

- Paper: Do Agile Scaling 
Approaches Make A 
Difference?

https://medium.com/the-liberators/in-depth-is-safe-really-that-bad-ed5c5c706e42
https://medium.com/the-liberators/in-depth-is-safe-really-that-bad-ed5c5c706e42
https://link.springer.com/article/10.1007/s10664-024-10481-5
https://link.springer.com/article/10.1007/s10664-024-10481-5
https://link.springer.com/article/10.1007/s10664-024-10481-5


Use a shared goal (long- and short-term)
(Some) Impacted factors:

- Shared goals
- Value focus
- Team morale
- Self-management
- Cross-functionality
- And many others!

Resources:

- Article: How goal 
commitment shapes 
teamwork

https://medium.com/the-liberators/in-depth-how-goal-commitment-shapes-teamwork-e2f8960145e0
https://medium.com/the-liberators/in-depth-how-goal-commitment-shapes-teamwork-e2f8960145e0
https://medium.com/the-liberators/in-depth-how-goal-commitment-shapes-teamwork-e2f8960145e0


Rethink your retrospectives

(Some) Impacted factors:

- Team morale
- Learning environment
- Retrospective quality

Resources:

- Article: Amplify learning 
in your team with 
double-loop learning 

https://medium.com/the-liberators/amplify-learning-in-your-team-with-more-double-loop-learning-eb5208e6414d
https://medium.com/the-liberators/amplify-learning-in-your-team-with-more-double-loop-learning-eb5208e6414d
https://medium.com/the-liberators/amplify-learning-in-your-team-with-more-double-loop-learning-eb5208e6414d


Refine improvements (into 15% Solutions)

(Some) Impacted factors:

- Retrospective quality
- Team morale
- Continuous Improvement

Resources:

- Article: How to refine 
your improvements?

- Article: The fine art of 
making your 
improvements actionable

https://medium.com/the-liberators/how-to-refine-your-improvements-into-actionable-quick-tips-d722d73e9fbf
https://medium.com/the-liberators/how-to-refine-your-improvements-into-actionable-quick-tips-d722d73e9fbf
https://medium.com/the-liberators/the-fine-art-of-making-your-improvements-actionable-e8d80c5253a1
https://medium.com/the-liberators/the-fine-art-of-making-your-improvements-actionable-e8d80c5253a1
https://medium.com/the-liberators/the-fine-art-of-making-your-improvements-actionable-e8d80c5253a1


Make team(s) cross-functional and limit dependencies

(Some) Impacted factors:

- Cross-functionality :)
- Release frequency
- Shared goals
- Team morale
- Self-management

Resources:

- Article: 10 Quick tips to 
improve 
cross-functionality

https://medium.com/the-liberators/10-quick-tips-to-improve-cross-functionality-within-your-scrum-team-6c6822f5e371
https://medium.com/the-liberators/10-quick-tips-to-improve-cross-functionality-within-your-scrum-team-6c6822f5e371
https://medium.com/the-liberators/10-quick-tips-to-improve-cross-functionality-within-your-scrum-team-6c6822f5e371


Promote shared product ownership

(Some) Impacted factors:

- Shared goals
- Value focus
- Release frequency
- Team morale
- (Stakeholder) collaboration
- And others…

Resources:

- Article: What makes a 
good Product Owner?

https://medium.com/the-liberators/what-makes-a-good-product-owner-5920dff2051
https://medium.com/the-liberators/what-makes-a-good-product-owner-5920dff2051


Give teams the tools to learn and improve by themselves

(Some) Impacted factors:

- Team autonomy
- Team morale
- Self-management
- Learning environment

Resources:

- Article: Make learning an 
ongoing activity

- Article: Self-organization 
as a surviving skill

https://medium.com/the-liberators/make-learning-an-ongoing-activity-not-a-scrum-event-70417b45870d
https://medium.com/the-liberators/make-learning-an-ongoing-activity-not-a-scrum-event-70417b45870d
https://medium.com/the-liberators/self-organization-as-a-survival-skill-a0f53058f02c
https://medium.com/the-liberators/self-organization-as-a-survival-skill-a0f53058f02c


Recommendations for coaches, 
managers, and leaders
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Gather data and insights on multiple levels

Resources:

- Article: Increase your 
impact as an Agile 
practitioner

https://medium.com/the-liberators/increase-your-impact-as-an-agile-practitioner-c5cea306658d
https://medium.com/the-liberators/increase-your-impact-as-an-agile-practitioner-c5cea306658d
https://medium.com/the-liberators/increase-your-impact-as-an-agile-practitioner-c5cea306658d


Don’t spy on the teams



Be mindful of your coaching distance



Be mindful of coaching hierarchies



Don’t become a dogmatic preacher

Resources:

- Article: The church of 
Scrum

https://medium.com/the-liberators/the-church-of-scrum-16e14244b6bc
https://medium.com/the-liberators/the-church-of-scrum-16e14244b6bc


Stay in touch with the ‘real world’

Resources:

- Article: Can 
organizations handle true 
Agility?

https://medium.com/the-liberators/can-organizations-handle-true-agility-6d078242bea3
https://medium.com/the-liberators/can-organizations-handle-true-agility-6d078242bea3
https://medium.com/the-liberators/can-organizations-handle-true-agility-6d078242bea3
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Closing
Our research roadmap
● A Theory on Agile/Scrum Team Effectiveness (PUBLISHED)

● The Double-Edged Sword of Diversity In Teams (PUBLISHED)

● Do Agile Scaling Approaches Make A Difference? (PUBLISHED)

● How Teaming Strategies Impact Team Effectiveness

● The Impact of Working from Home on Team Effectiveness

● Validation and inclusion of useful productivity metrics

● The impact of leadership styles on team effectiveness
Check our 
research 

roadmap here

https://dl.acm.org/doi/10.1145/3571849
https://ieeexplore.ieee.org/document/10350049
https://link.springer.com/article/10.1007/s10664-024-10481-5
https://columinity.com/research
https://columinity.com/research
https://columinity.com/research
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Closing
Other recommendations

● Start with Columinity

● 10 Examples to use our model without the product

● Sign up for our newsletters

● Read our in-depth, scientific articles

● Listen to our podcast episodes

● Visit our webshop for (free) materials

● Join meetups by The Liberators Network

https://columinity.com/home
https://medium.com/the-liberators/10-retrospective-formats-based-on-the-agile-team-effectiveness-model-98936622d11b
https://automatedmailings.columinity.com/subscribe
https://medium.com/the-liberators/science/home
https://www.buzzsprout.com/466339
https://shop.theliberators.com/
https://www.meetup.com/the-liberators/


Unleashing Organisational Superpowers
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