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Right Thoughts & Right Action:  
How to Make Agile Teamwork Effective 

TRUST THY TEAM 

by Torgeir Dingsøyr, Diane Strode, and Yngve Lindsjørn 

TeamworkȱisȱcriticalȱinȱmanyȱindustrialȱsectorsǯȱWhenȱ
creatingȱcomplexȱsoftwareȱsolutionsǰȱmostȱcompaniesȱ
andȱpublicȱinstitutionsȱorganizeȱworkȱwithinȱcross-
functionalȱteamsȱandȱfollowȱtheȱprinciplesȱofȱAgileȱ
developmentǯȱThisȱapproachȱtoȱknowledge-intensiveȱ
workȱseeksȱtoȱempowerȱteamȱmembersǰȱensuresȱthatȱtheȱ
mostȱcompetentȱpeopleȱmakeȱdecisionsǰȱandȱmanagesȱ
uncertaintyȱbyȱallowingȱmembersȱtoȱlearnȱandȱadaptȱ
as workȱprogressesǯ 

Agileȱmethodsȱofferȱmuchȱguidanceȱonȱteamworkǯȱ
The “PrinciplesȱBehindȱtheȱAgileȱManifesto” highlightȱ
self-organizedȱteamsȱandȱface-to-faceȱconversationsȱ
whichǰȱaccordingȱtoȱtheȱprinciplesǰȱisȱ“theȱmostȱefficientȱ
andȱeffectiveȱmethodȱofȱconveyingȱinformationǯ”ŗȱMore-
overǰȱ“aȱgreatȱdevelopmentȱteamǰ” accordingȱtoȱaȱwhiteȱ
paperȱonȱscrumȱteamsǰȱ“trustsȱeachȱother” andȱ“pursuesȱ
technicalȱexcellenceǯ”Ř 

AdviceȱisȱabundantǯȱForȱexampleǰȱGoogle’sȱreǱWorkȱ
modelȱoffersȱadviceȱtoȱdevelopmentȱteamsȱinȱtheȱformȱ
ofȱfiveȱkeyȱfactorsȱforȱsuccessfulȱteamsǰȱincludingȱ
“psychologicalȱsafetyǰ” “structureȱandȱclarityǰ” andȱ
workȱthatȱtheȱteamȱmembersȱconsiderȱmeaningfulǯřȱ
Thereȱisȱalsoȱgeneralȱadviceȱfromȱyearsȱofȱstudiesȱ
of teamworkȱandȱfromȱempiricalȱstudiesȱonȱAgileȱ
developmentȱteamsǯȱHoweverǰȱthereȱhasȱyetȱtoȱbeȱ
a modelȱthatȱdrawsȱtogetherȱtheȱknowledgeȱfromȱ
all these sourcesȱandȱspecificallyȱfocusesȱonȱtheȱ
effectivenessȱofȱAgileȱteamworkǯ 

ToȱfillȱthisȱgapǰȱweȱhaveȱdevelopedȱanȱAgileȱTeamworkȱ
EffectivenessȱModelȱǻATEMǼǯŚȱOurȱmodelȱisȱbasedȱonȱ
a reviewȱofȱempiricalȱstudiesȱonȱAgileȱdevelopmentȱ
teamsǰȱgeneralȱstudiesȱofȱeffectiveȱteamsȱandȱteamworkǰȱ
andȱpractitionerȱadviceǯȱWeȱalsoȱincorporatedȱfindingsȱ
fromȱourȱownȱtwoȱcaseȱstudiesȱandȱŘŘȱfocusȱgroupsǯȱ
ThoughȱprimarilyȱintendedȱforȱcolocatedȱAgileȱsoftwareȱ
developmentȱteamsǰȱtheȱincreasingȱadoptionȱofȱAgileȱ
methodsȱoutsideȱITȱdepartmentsȱmayȱmakeȱtheȱmodelȱ
valuableȱforȱotherȱAgileȱworkplacesǯȱ 

Why Do We Need a Team  
Effectiveness Model? 
Teamȱeffectivenessȱrefersȱtoȱhowȱteamȱmembersȱinter-
act toȱaccomplishȱtheirȱproject’sȱgoalsǰȱwhileȱdeliveringȱ
qualityȱworkȱwithinȱbudgetȱandȱonȱscheduleǯȱIneffectiveȱ
teamworkȱisȱdetrimentalȱȯ itȱcanȱreduceȱjobȱsatisfac-
tionǰȱinterfereȱwithȱteamȱlearningǰȱgenerateȱknowledgeȱ
andȱskillȱsilosǰȱandȱgenerallyȱimpedeȱprogressǯ 

Teamworkȱeffectivenessȱmodelsȱareȱbasedȱonȱaccum-
ulatedȱempiricalȱobservationsȱandȱreasonedȱargumentsǰȱ
andȱidentifyȱandȱdescribeȱkeyȱfactorsȱnecessaryȱforȱ
effectiveȱteamworkǯȱOurȱmodelǰȱtailoredȱforȱAgileȱ
practitionersǰȱoffersȱinsightsȱintoȱeffectiveȱAgileȱ
teamworkȱandȱexplainsȱhowȱcertainȱAgileȱpracticesȱ
supportȱitǯ 

TheȱATEMȱbuildsȱonȱtheȱBigȱFiveȱmodelśȱofȱteam-
work effectivenessǯȱItȱconsistsȱofȱthreeȱcoordinatingȱ
mechanismsȱthatȱfacilitateȱandȱsupportȱfiveȱteamworkȱ
componentsȱcriticalȱforȱteamȱeffectivenessȱǻseeȱFigureȱŗǼǯȱ
TheȱATEMȱincludesȱobservableȱbehaviorsȱthatȱprac-
titionersȱcanȱuseȱtoȱevaluateȱteamworkȱeffectivenessȱ
ǻseeȱTableȱŗȱȯ andȱTableȱŘǰȱlaterȱinȱthisȱarticleǼȱandǰȱifȱ
necessaryǰȱmakeȱinformedȱdecisionsȱtoȱimproveȱitǯ 

Coordinating Teamwork 
TheȱATEMȱcoordinatingȱmechanismsȱȯ sharedȱmentalȱ
modelsǰȱmutualȱtrustǰȱandȱcommunicationȱȯ facilitateȱ
andȱsupportȱeachȱotherȱandȱtheȱfiveȱcomponentsǯȱForȱ
exampleǰȱaȱteamȱneedsȱaȱsharedȱmentalȱmodelȱofȱtheȱ
workȱtoȱbeȱdoneȱbeforeȱassistingȱaȱteamȱmemberȱ
strugglingȱwithȱworkloadȱissuesȱǻredundancyǼǲȱaȱteamȱ
needsȱmutualȱtrustȱwhenȱofferingȱpeerȱfeedbackȱtoȱ
avoidȱhurtȱfeelingsǲȱandȱaȱteamȱneedsȱcommunicationȱ
to developȱtheȱsharedȱmentalȱmodelȱandȱmutualȱtrustǯȱ
Communicationȱisȱalsoȱvitalȱforȱallȱfiveȱcomponentsȱofȱ
teamworkǯ 



Sharedȱmentalȱmodelȱrefersȱtoȱtheȱcommonȱunderstandingȱ
thatȱdevelopsȱamongȱteamȱmembersȱoverȱtimeȱasȱtheyȱ
becomeȱfamiliarȱwithȱeachȱotherȱandȱtheȱsituationǯȱ
ElementsȱofȱaȱsharedȱmentalȱmodelȱmightȱbeǱȱknowl-
edgeȱofȱtheȱskillsȦexpertiseȱheldȱbyȱteamȱmembersȱ
and knowledgeȱaboutȱtheȱsituationǰȱtheȱproductǰȱtheȱ
developmentȱenvironmentǰȱtheȱprocessȱtoȱfollowǰȱandȱ
theȱwayȱtheȱteamȱprefersȱtoȱinteractǯ 

Anȱeffectiveȱsharedȱmentalȱmodelȱthusȱhelpsȱcoordinateȱ
aȱteamǰȱenablesȱaȱsmoothȱworkingȱenvironmentǰȱandȱ
ensuresȱfewerȱinterruptionsǰȱsinceȱteamȱmembersȱwillȱ
spendȱlessȱtime learningȱfromȱeachȱotherȱbyȱobservingȱ
orȱaskingȱǻandȱansweringǼȱquestionsȱandȱmoreȱtimeȱonȱ
completing tasksǯ 

Toȱevaluateȱaȱteam’sȱsharedȱmentalȱmodelǰȱit’sȱcrucialȱ
to checkȱwhetherȱteamȱmembersȱcanȱanticipateȱandȱ

predictȱeachȱother’sȱneedsȱaccuratelyǯȱDoȱallȱtheȱteamȱ
membersȱshowȱknowledgeȱofǰȱorȱhaveȱtheȱopportunityȱ
toȱfindȱoutǰȱtheȱgoalsǰȱtheȱcurrentȱtasksǰȱandȱtheȱworkȱ
processǵȱAreȱtheyȱfamiliarȱenoughȱwithȱtheȱproductȱȯ 
theȱstoriesǰȱdesignǰȱarchitectureǰȱandȱcodebaseǵȱAreȱtheyȱ
awareȱofȱeachȱother’sȱskillsȱandȱexpertiseǵȱWhenȱgapsȱ
in knowledgeȱareȱfoundǰȱfocusȱonȱpracticesȱtoȱfillȱthoseȱ
gapsǯȱTheseȱincludeȱkeepingȱteamsȱtogetherȱoverȱtimeȱ
andȱintegratingȱnewcomersȱquicklyǰȱholdingȱeffectiveȱ
dailyȱstand-upȱmeetingsȱandȱretrospectivesǰȱpromot-
ing socialȱactivitiesȱlikeȱgroupȱlunchesǰȱutilizingȱpairȱ
programmingȱandȱtaskȱboardsǰȱandȱcreatingȱanȱenvi-
ronmentȱwhereȱteamȱmembersȱcanȱreadilyȱexpressȱ
their knowledgeǰȱissuesǰȱandȱconcernsȱandȱpromoteȱaȱ
commonȱunderstandingǯ 

Mutualȱtrustȱrefersȱtoȱtheȱsharedȱbeliefȱthatȱteamȱ
membersȱwillȱperformȱtheirȱworkȱrolesȱandȱprotectȱtheȱ
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interestsȱofȱtheirȱteammatesǯŜȱThisȱisȱcriticalȱforȱaȱteam’sȱ
psychologicalȱsafetyŝȱǻasȱinȱtheȱreǱWorkȱmodelǼǰȱwhichȱ
refersȱtoȱaȱclimateȱwhereȱpeopleȱareȱcomfortableȱbeingȱ
andȱexpressingȱthemselvesǯ 

Mutualȱtrustȱisȱespeciallyȱimportantȱwhenȱteamsȱareȱ 
self-organizingȱandȱrelyȱonȱempoweredȱmembersǯȱAȱ
lackȱofȱtrustȱpromptsȱmoreȱformalȱinformationȱsharingȱ
withinȱtheȱteamǯȱToȱsupportȱmutualȱtrustǰȱtheȱteamȱ
climateȱmustȱenableȱitsȱmembersȱtoȱadmitȱmistakesȱ
and acceptȱfeedbackǯȱAnȱunsupportiveȱclimateȱcanȱ
triggerȱgreaterȱindividualȱorientationǰȱmoreȱformalȱ
communicationǰȱandȱanȱincreasedȱhierarchicalȱprojectȱ
structureǯ 

HowȱcanȱaȱlackȱofȱmutualȱtrustȱbeȱidentifiedǵȱAȱpoorȱ
socialȱclimateȱisȱoneȱwhereȱseveralȱconflictsȱareȱbrewingȱ
andȱteamȱmembersȱareȱactivelyȱavoidingȱeachȱotherǯȱ
IssuesȱremainȱunresolvedȱandȱkeepȱreappearingǯȱAȱlackȱ
ofȱmutualȱtrustȱcanȱoccurȱwhenȱinformationȱtransferȱisȱ
formalȱandȱnotȱopenȱandȱwhenȱtheȱteamȱmembersȱareȱ
unwillingȱtoȱadmitȱmistakesȱandȱacceptȱfeedbackǯ 

Communicationȱrefersȱtoȱtheȱexchangeȱofȱinformationȱ
withinȱtheȱwholeȱteamȱandȱbetweenȱindividualȱteamȱ
membersȱȯ andȱisȱessentialȱinȱanyȱtypeȱofȱteamworkǯȱ
A lackȱofȱopenȱcommunicationȱmayȱhinderȱtheȱsharingȱ
ofȱknowledgeȱalongȱwithȱtheȱexperienceȱnecessaryȱforȱ
stayingȱabreastȱofȱtaskȱprogressǰȱforȱofferingȱfeedbackȱ
andȱsupportǰȱforȱdiscussingȱissuesȱandȱidentifyingȱ
solutionsǰȱandȱforȱunderstandingȱrequirementsȦ
architecturesȱandȱtranslatingȱthemȱintoȱsoftwareǯ 

Informalȱcommunicationȱisȱtheȱmostȱeffectiveȱwayȱforȱ
Agileȱteamsȱtoȱshareȱandȱdiscussȱprogressȱofȱtasksǰȱ
so teamȱmembersȱareȱoftenȱcolocatedȱtoȱstimulateȱ
informalȱandȱopenȱcommunicationǯȱThisȱmakesȱitȱ
easier toȱvisualizeȱinformationȱusingȱprojectȱboardsǯ 

Aȱlackȱofȱcommunicationȱcanȱbeȱidentifiedȱbyȱcheckingȱ
whetherȱaȱteamȱhasȱopenȱandȱinformalȱcommunicationǯȱ
Forȱaȱcolocatedȱteamǰȱexamineǰȱforȱexampleǰȱtheȱphys-
icalȱenvironmentǱȱDoesȱtheȱentireȱteamȱworkȱinȱaȱ
shared openȱplanȱofficeǵȱAreȱthereȱteamȱroomsȱandȱ
openȱspacesȱthatȱenableȱeasyȱaccessȱtoȱeachȱteamȱ

memberǵȱDoesȱtheȱteamȱshareȱinformationȱopenlyȱusingȱ
physicalȱorȱvirtualȱboardsȱtoȱvisualizeȱtaskȱprogressǰȱ
allocationǰȱandȱdependenciesǵȱDoesȱtheȱteamȱholdȱ
regularȱandȱunscheduledȱmeetingsȱtoȱopenlyȱdiscussȱ
issuesȱandȱsolutionsǵ 

Components of Effective  
Agile Teamwork 
Afterȱestablishingȱtheȱcoordinatingȱmechanismsǰȱaȱ
team mustȱthenȱestablishȱtheȱfiveȱkeyȱcomponentsȱ
for effectiveȱteamworkǱȱsharedȱleadershipǰȱpeerȱ
feedbackǰȱredundancyǰȱadaptabilityǰȱandȱteamȱ
orientationȱǻseeȱTableȱŘǼǯȱAccordingȱtoȱourȱfocusȱ
group materialǰȱdevelopmentȱteamsȱareȱnotȱsufficientlyȱ
awareȱofȱpeerȱfeedbackȱandȱredundancyǯ 

Sharedȱleadershipȱoccursȱwhenȱaȱteamȱorganizesȱitselfȱtoȱ
achieveȱgoalsǯȱInȱAgileȱteamsǰȱsharedȱleadershipȱcanȱbeȱ
evenlyȱdistributedǰȱmakingȱeveryoneȱaȱleaderǰȱorȱ
rotatedȱamongȱteamȱmembersȱbasedȱonȱexpertiseǯȱAgileȱ
teamsȱcanȱalsoȱadoptȱaȱservantȱleadershipȱstyleǯȱInȱthisȱ
approachǰȱtheȱservantȱleaderȱinitiallyȱempowersȱtheȱ
teamǰȱthenȱstepsȱbackǯȱWhenȱtheȱteamȱhasȱtoȱinteractȱ
withȱpartiesȱoutsideȱtheȱteamǰȱsuchȱasȱstakeholdersȱorȱ
othersȱinȱtheȱorganizationǰȱtheȱservantȱleaderȱtakesȱ
responsibilityǯ 

Sharedȱleadershipȱisȱimportantȱbecauseȱitȱcreatesȱ
effectiveȱAgileȱteamsȱthatȱareȱempoweredȱandȱself-
organizingǰȱallowingȱthemȱtoȱmakeȱdecisionsȱamongȱ
themselvesȱtoȱsetȱandȱmeetȱtheȱgoalsȱofȱtheȱteamȱandȱ
organizationǯ 

Sharedȱleadershipȱisȱevidentȱwhenȱtheȱteamȱsolvesȱ
problemsȱtogetherǰȱdeterminesȱperformanceȱexpec-
tationsȱandȱacceptableȱinteractionȱpatternsǰȱandȱseeksȱ
andȱevaluatesȱtheȱinformationȱthatȱaffectsȱhowȱtheȱteamȱ
functionsǯȱUsingȱAgileȱpracticesȱandȱautomatedȱtoolsǰȱ
theȱteamȱsynchronizesȱandȱcombinesȱindividualȱteamȱ
memberȱcontributionsȱandȱmakesȱdecisionsȱtogetherȱ
regardingȱtheȱrolesȱteamȱmembersȱwillȱtakeǰȱtheȱplansȱ
forȱproductȱdevelopmentǰȱandȱtheȱpurposeȱandȱ
frequencyȱofȱmeetingsǯȱIfȱtheseȱbehaviorsȱareȱlackingǰȱ
thenȱsharedȱleadershipȱshouldȱbeȱimprovedǯ 

Peerȱfeedbackȱisȱtheȱabilityȱtoȱgiveȱaccurateȱfeedbackȱtoȱ
teamȱmembersȱbasedȱonȱaȱcommonȱunderstandingȱofȱ
theȱteamȱenvironmentǯȱThisȱcomponentȱisȱimportantȱtoȱ
correctȱanyȱerrorsȱmadeȱbyȱteamȱmembersǰȱespeciallyȱ
in stressfulȱsituationsǯȱInȱaȱdevelopmentȱteamǰȱerrorsȱ
mightȱincludeȱaȱmisunderstandingȱofȱuserȱneedsǰȱ

Shared leadership occurs when a team  
organizes itself to achieve goals.  



developingȱcodeȱthatȱisȱnotȱalignedȱwithȱtheȱteam’sȱ
designȱdecisionsǰȱorȱintroducingȱerrorsȱinȱtheȱnewȱ
code orȱtheȱexistingȱcodebaseǯȱSelf-correctionȱbasedȱonȱ
internalȱfeedbackȱisȱlikelyȱtoȱbeȱmoreȱefficientǰȱquickerǰȱ
andȱmoreȱusefulȱthanȱcorrectionȱfromȱstakeholdersȱ

outsideȱtheȱteamǯȱMoreoverǰȱreceivingȱlateȱfeedbackȱonȱ
errorsȱcanȱgenerateȱextraȱworkǲȱaȱdeveloperȱmightȱhaveȱ
alreadyȱmovedȱonȱtoȱnewȱtasksȱandȱwillȱneedȱadditionalȱ
timeȱtoȱrecallȱtheȱcontextȱofȱtheȱerrorǯ 
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Aȱteamȱcanȱuseȱpeerȱfeedbackȱtoȱidentifyȱitsȱmistakesȱ
andȱofferȱregularȱfeedbackȱtoȱitsȱmembersȱsoȱtheyȱ
can self-correctǯȱSuchȱfeedbackȱisȱtypicallyȱgivenȱinȱ
meetingsȱwhenȱdemonstratingȱtheȱproductǰȱwhenȱ
discussingȱimprovementsȱinȱaȱretrospectiveǰȱorȱwhenȱ
workingȱcloselyȱtogetherȱǻeǯgǯǰȱpairȱprogrammingǼǯȱ
Peer feedbackȱcanȱalsoȱbeȱgivenȱindirectlyȱthroughǰȱ
for exampleǰȱautomatedȱcodeȱtestingǯȱA lackȱofȱsuchȱ
arenasȱforȱfeedbackȱindicatesȱaȱneedȱtoȱimproveȱteamȱ
effectivenessǯ 

Redundancyȱmeansȱthatȱteamȱmembersȱhaveȱinsightȱintoȱ
theȱworkloadȱofȱteammatesȱandȱuseȱthatȱknowledgeȱ
to rebalanceȱandȱreallocateȱtasksȱwhenȱnecessaryǯȱ
For redundancyǰȱknowledgeȱofȱeachȱteamȱmember’sȱ
responsibilitiesȱisȱneededǯȱWhenȱteamsȱlackȱredun-
dancyǰȱtheyȱcannotȱreadilyȱreallocateȱtheirȱworkloadsǯȱ
If workloadsȱriseǰȱsomeȱmembersȱwillȱworkȱtooȱmuchǰȱ
andȱothersȱnotȱenoughǯȱOverȱtimeǰȱthisȱcanȱthreatenȱaȱ
team’sȱsustainableȱwork paceǯ 

Insufficientȱprogressȱonȱtasksȱorȱtheȱnumberȱofȱ
unfinishedȱtasksȱworkedȱonȱinȱparallelȱmayȱsignalȱaȱ
lack ofȱredundancyǯȱAȱteamȱwithȱgoodȱredundancyȱ
recognizesȱitsȱworkloadȱdistributionȱproblemsǰȱshiftsȱ
taskȱresponsibilitiesǰȱandȱrelievesȱteamȱmembersȱunderȱ
pressureȱbyȱreallocatingȱtasksȱorȱsubtasksȱtoȱotherȱ
membersǯ 

Adaptabilityȱrefersȱtoȱaȱteam’sȱabilityȱtoȱadjustȱitsȱ
behaviorȱandȱactionsȱtoȱaccommodateȱchangesȱinȱtheȱ
internalȱorȱexternalȱenvironmentȱbyȱusingȱtheȱavailableȱ
resourcesǯȱAdaptableȱteamsȱaccommodateȱchangesȱthatȱ
impactȱtheirȱeffortsǰȱandȱsidestepȱeffectsȱthatȱharmȱtheirȱ
performanceȱandȱhinderȱgoalȱcompletionǯȱForȱexampleǰȱ
aȱteamȱunableȱtoȱadaptȱtoȱchangingȱrequirementsȱcouldȱ
wasteȱtimeȱworkingȱonȱtheȱwrongȱproblemǯȱWhenȱfacedȱ
withȱaȱtechnologicalȱchangeǰȱaȱteamȱmustȱbeȱableȱtoȱ
adaptȱbyȱrapidlyȱlearningȱnewȱtechnologyȱorȱriskȱ
becomingȱlessȱeffectiveǯ 

Toȱevaluateȱteamȱadaptabilityǰȱcheckȱwhetherȱtheȱ
team takesȱanȱinterestȱinȱtheȱinternalȱorȱexternalȱfutureȱ

eventsȱthatȱcouldȱaffectȱitǯȱDoesȱtheȱteamȱknowȱtheȱ
organizationalȱstrategyȱandȱplansȱsoȱitȱcanȱidentifyȱ
potentialȱchangeǵȱWhenȱchangesȱoccurǰȱareȱthereȱarenasȱ
toȱdiscussȱthemȱandȱplanȱsuitableȱadjustmentsǵ 

Teamȱorientationȱrefersȱtoȱtheȱconsiderationȱofȱotherȱteamȱ
members’ behaviorȱwhenȱtheȱteamȱinteractsȱandȱtheȱ
beliefȱthatȱtheȱgoalsȱofȱtheȱteamȱareȱmoreȱimportantȱ
thanȱtheȱgoalsȱofȱtheȱindividualȱteamȱmembersǯȱUnlikeȱ
otherȱteamworkȱcomponentsǰȱteamȱorientationȱisȱaboutȱ
attitudesȱratherȱthanȱbehaviorsǯ 

Teamȱorientationȱisȱimportantȱbecauseȱitȱmeansȱtheȱ
teamȱisȱfocusedȱonȱworkingȱtogetherȱtoȱachieveȱaȱsingleȱ
goalǰȱratherȱthanȱtheȱindividualȱgoalsȱofȱeachȱteamȱ
memberǯȱAnȱindividualȱorientationȱputsȱtheȱbenefitsȱ
of teamworkȱatȱriskǯȱWithoutȱteamȱorientationǰȱheavilyȱ
interdependentȱtasksȱwillȱbecomeȱharderȱtoȱcompleteǰȱ
andȱchangesȱtoȱplansȱmayȱcauseȱtheȱteamȱtoȱstruggleǯȱ
Moreoverǰȱrigidȱrolesȱatȱtheȱteamȱlevelȱcanȱresultȱinȱ
teamȱmembersȱnotȱengagingȱinȱcertainȱtasksȱandȱgoalsǲȱ
forȱexampleǰȱaȱdedicatedȱtest roleȱonȱaȱdevelopmentȱ
teamȱmightȱleadȱtoȱothersȱnotȱtakingȱresponsibilityȱforȱ
theȱtasksȱassociatedȱwithȱthisȱroleǯ 

Asȱanȱattitudinalȱdimensionǰȱteamȱorientationȱmightȱbeȱ
easierȱtoȱevaluateȱbasedȱonȱfeedbackǯȱAȱlackȱofȱteamȱ
orientationȱisȱevidentȱwhenȱteamȱprioritiesȱareȱnotȱ
consideredȱwhileȱchoosingȱworkȱtasksǰȱwhenȱthereȱ
is a lackȱofȱinterestȱinȱofferingȱpeerȱfeedbackǰȱwhenȱ
assistanceȱisȱnotȱgivenȱtoȱteamȱmembersȱwithȱtooȱmuchȱ
workloadǰȱorȱwhenȱthereȱisȱaȱlackȱofȱcohesionǯ 

How ATEM Can Improve Teamwork 
TheȱATEMȱisȱusefulȱinȱthreeȱwaysǱ 

ŗǯ InȱcolocatedȱAgileȱteamsǰȱfacilitatorsǰȱAgileȱcoachesǰȱ
andȱteamȱmembersȱcanȱbetterȱunderstandȱtheirȱ
teamworkȱbyȱregularlyȱreflectingȱonȱhowȱtheyȱ
meet eachȱfactorȱinȱtheȱmodelȱǻeǯgǯǰȱduringȱ
retrospectivesǼǯȱTheyȱcanȱuseȱtheȱbehavioralȱ
markersȱtoȱevaluateȱtheirȱteamworkȱandȱhelpȱ
identifyȱchallengesȱandȱwaysȱtoȱimproveȱtheirȱ
teamworkǯ 

Řǯ Partsȱofȱtheȱmodelȱmayȱbeȱrelevantȱinȱcontextsȱ
beyondȱsingleǰȱcolocatedȱAgileȱsoftwareȱdevelop-
mentȱteamsǯȱWhatȱwouldȱdifferȱamongȱaȱveryȱsmallȱ
teamǰȱaȱdistributedȱteamǰȱaȱmulti-teamǰȱandȱteamsȱ
doingȱsafety-criticalȱdevelopmentǵȱAȱveryȱsmallȱ
teamȱwillȱfindȱitȱreasonablyȱeasyȱtoȱdevelopȱtheȱ

Team orientation is important because it 
means the team is focused on working  
together to achieve a single goal, rather  
than on their individual goals.  



coordinatingȱmechanismsǲȱaȱdistributedȱteamȱ
will needȱtoȱinvestȱmoreȱtimeȱtoȱdevelopȱanȱ
infrastructureȱthatȱenablesȱgoodȱcoordinatingȱ
mechanismsǲȱaȱteamȱinȱaȱmulti-teamȱsettingȱ
would needȱtoȱensureȱthatȱitȱdevelopsȱeffectiveȱ
coordinatingȱmechanismsȱwithȱotherȱteamsǲȱandȱ
teamsȱmakingȱsafety-criticalȱsoftwareȱwouldȱneedȱaȱ
specialȱemphasisȱonȱpeerȱfeedbackȱtoȱreduceȱerrorsǯ 

řǯ ThisȱmodelȱisȱapplicableȱevenȱifȱyouȱareȱonȱanȱAgileȱ
teamȱnotȱdoingȱsoftwareȱdevelopmentǯȱIfȱyourȱworkȱ
isȱknowledge-intensiveȱandȱsimilarȱtoȱsoftwareȱ
developmentǰȱorȱinvolvesȱmanyȱdependenciesȱ
betweenȱworkȱtasksǰȱandȱifȱyourȱtaskȱprioritiesȱ
changeȱfrequentlyȱwithȱchangesȱinȱcustomerȱneedsȱ
orȱavailableȱtechnologyǰȱthenȱATEMȱshouldȱfitǯȱ
Howeverǰȱifȱtheȱcontextȱisȱmoreȱtraditionalǰȱ
we recommendȱtheȱoriginalȱBigȱFiveȱmodelǯ 

UsingȱATEMȱwillȱdirectȱattentionȱtoȱkeyȱteamȱ
effectivenessȱfactorsȱandȱofferȱtheȱrightȱthoughtsȱ
that enableȱtheȱrightȱactionȱforȱAgileȱteamsǯ 
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