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You ga in from 
control

Calm  things down to p rom ote  
p re d ic tab ility & e quilib rium

LS solves 
problems 

a ssocia ted 
with working 
“like a  well 

oiled ma chine”



You ga in from 
distributing control

Stir things up  to p rom ote  
cre ative  adap tab ility & ne w 

d iscove rie s

LS ma kes it 
possible to  

a da pt crea tively 
like a  lively 
ecosystem



Ma chine  Me ta p hor
How To Organize

Ecosys te m  Me ta p hor
How To Organize

1. Role  d e fin ing

2. Conflic t  m a na g e m e nt

3. Tig ht  s t ruc tu ring  

4. Sim p lifying

5. Soc ia lizing

6. De c is ion  m a king  

7. Knowing

8. Contro lling  

9. Pla nning  via  fore ca s t ing

10 .Sta ying  the  course

1. Re la t ionship  b u ild ing

2. Uncove r p a ra d ox

3. Loose  coup ling

4. Com p lica t ing

5. Dive rs ifying  

6 . Se nse  m a king

7. Le a rning  

8 . St ruc tu re d  im p rovis ing

9. Co-e volving  

10 .Not ic ing  e m e rg e nt  d ire c t ion



Ma chine  Me ta p hor
How To Organize

Ecosys te m  Me ta p hor
How To Organize

1. Role  d e fin ing – spe cify job  and  task 
de scrip tions

2. Conflic t  m a na g e m e nt – re store  orde r in e ach 
part

3. Tig ht  s t ruc tu ring  – use  form al chain of 
com m and  

4. Sim p lifying – prioritize  and   lim it the  num be r 
of actions

5. Soc ia lizing – se e k hom oge ne ous value s and  
ide as

6 . De c is ion  m a king  – find  the  “be st” or op tim al 
choice

7. Knowing – de cide  and  te ll othe rs  what to  do
8. Contro lling  – tightly m anage d  e xe cution with 

m axim um  spe cs
9. Pla nning  via  fore ca s t ing – p lan and  the n roll 

out
10 . Sta ying  the  course – align and   m ainta in focus

1. Re la t ionship  b u ild ing – work with & shift 
inte raction patte rns

2. Uncove r p a ra d ox – draw out d iffe re nce  as  a  
source  of cre ativity

3. Loose  coup ling – work with inform al 
com m unitie s of p ractice

4. Com p lica t ing – add  m ore  de gre e s of fre e dom  
& m ultip le  actions

5. Dive rs ifying  – d raw out varia tion & e xp loit 
d iffe re nce

6. Se nse  m a king – se e k m any right answe rs  in 
d iffe re nt local conte xts

7. Le a rning  – act/ le arn/ p lan a t the  sam e  tim e
8. St ruc tu re d  im p rovis ing – acting  in an instant 

w/  m inim um  spe cs
9. Co-e volving  – gain from  surprise  and  

d isrup tion
10 . Not ic ing  e m e rg e nt  d ire c t ion – build  on what 

is  possib le  now



Purp ose

Exp lore  how to d istribute  control 
p roductive ly by includ ing  and  
unle ashing  e ve ryone  in shap ing  
ne xt s te ps

while re p lacing  the  unwitting  
ways pe op le  are  e xclude d , 
s tifle d , and  ove r-controlle d .  



LIBERATING STRUCTURES Me nu

A re pe rtoire  of 33+ op tions for organizing  inte rac tions that
inc lude  & unle ash e ve ryone  in shap ing  ne xt s te ps

7

Positive Gossip



Attributes of Liberating Structures

Expe rt-le ss

Re sults-focuse d

Rap id  cycling

Se riously fun

Inclusive

Multi-scale

Se lf-sp re ad ing  

Modular
Graphics by Barish Golland, UBC



I like critical thinking… 
and I don’t expect you 

to believe something so 
small can make a BIG

difference.



Impromptu Networking
Rapidly share challenges and expectations while building new connections



What is a big 
challenge in
advancing your 
SCRUM/AGILE practice?

What superpower 
do you hope to 

get from and give 
to this group today?

4 minutes sharing with a partner, then with another, then with another. 
Responding to the same questions each round.  



Microstructural Debrief

1. Wha t  wa s  
Lib e ra te d  
d uring  this  

LS?

2. Wha t  wa s  
St ruc tu re d  

a b ou t  th is  LS?

3. Whe re  e lse  m ight you use  this  Libe rating  Structure ? 



Troika  Consu lta t ions
Ge t  Pra c t ica l a nd  Im a g ina t ive  He lp  from  Colle a g ue s  Im m e d ia te ly



Select  a  cha llenge  or situa t ion tha t  you 
would  like  to ge t  ima gina tive  he lp  
a round . 

This ca n be  persona l or professiona l… 
or a bout  ma king  the  most  of this 
conference .



This will be  a  cha nce  to ta p  
into the  ima gina tions of your 
collea gues, so be  bold !



Instructions & Steps
1. Form trios (1 min)
2. First ‘client’ (whoever feels ready first)

a) Describe challenge (1 min)
b) Consultants ask clarifying questions(1 min)
c) Client turns backon consultants and listens as 

they talk to each otherabout suggestions, ideas 
or ways to reframe the challenge (3 mins)

d) Client faces consultantsand thanks them or 
follows-up on key items (1 min)

3. Repeat with each person getting a consultation        
(typically 6-9 mins per round)



Microstructural Debrief

1. Wha t  wa s  
Lib e ra te d  
d uring  this  

LS?

2. Wha t  wa s  
St ruc tu re d  

a b ou t  th is  LS?

3. Whe re  e lse  m ight you use  this  Libe rating  Structure ? 





Closing 

What, So What, Now 
What De brie f 
[20  m inute s]

25/ 10  Crowdsourcing
[20  m inute s]

Bonus Activitie s

Will use  a ll re m aining  
tim e  and  e ne rgy for one  
or both of the se  ac tivitie s: 

• Positive  Gossip (two 
rounds)

• Sile nt Milling  to say 
thanks and  goodbye

https://www.liberatingstructures.com/positive-gossip/


What³  Debrief
Together, look back on progress and 
decide what adjustments are needed  

• WHAT?  [5 minutes]

Looking back, what facts & observations stand out?
• SO WHAT? [5 minutes]

What do you conclude from those observations? 
What is important? 

• NOW WHAT? [5 minutes]

What is your first move or next step?

Looking  back on 
your e xpe rie nce  a t 

SCRUM DAY… in 
g roups of thre e



Observable data and experiences

Actions I take based on beliefs

Beliefs I adopt about the world

Conclusions I draw from assumptions

Assumptions I make based on meanings

Meanings I add (cultural & personal)

Data I select from observations1. What?

2. So 
What?

3. Now 
What?

Ladder of Inference
Emphasizes the value of a step-by-step progression in debriefing or after-action conversations. The value 
of staying LOW on the ladder is visually reinforced.  Misunderstandings and arguments can be 
avoided. 



What³  Debrief
Together, look back on progress and 
decide what adjustments are needed

WHAT?  [5 minutes]
Looking back on your 
experience today, what facts 
& observations stand out?

Help your group members stay low on the ladder



What³  Debrief

SO WHAT? [5 minutes]
So what does that mean to 
you? Why is that 
fact/observation important? 



What³  Debrief

NOW WHAT? [5 minutes]
Now, what next steps 
come to mind for you? 
What commitments do 
you wish to make?



Microstructural Debrief

What was 
Liberated? What was 

Structured?

Where else might you use this Liberating Structure? 



25/10 Crowdsourcing
Sift-and-Sort a Group’s Most Powerful Actionable Ideas 



What is a fearless and actionable idea to 
advance your work (scrum/agile practice), 
that you will commit to taking?



Instructions & Steps
1. Write  down your ide a (and  a  firs t s te p ) on post card

2. Pass cards around  while  m illing     Pa ss-a nd-Mill
3. 5 rounds

4. Rate  e ach card : 5 = Wow!... 1 = OK

5. De cide  be fore  looking  at othe r score s.  Put rating  on the  
back of the  card .



Instructions & Steps  (Continued)

6. Add all the scores after the last round 
7. Call out the score on your card (max score 25) 
8 . Post high-to-low scoring ideas 



What is a fearless and actionable ideato 
advance your work?

If you have one, include your first step to 
make it happen. 



Scoring:

5 = Wow!  I will adopt or adapt 
this for my work.  

1= OK, but I’m unlikely to spend 
time on it. 



Microstructural Debrief

1. What was 
Liberated 

during this 
LS?

2. What was 
Structured about 

this LS?

3. Where else might you use this Liberating Structure? 



Commitments!



Positive  Gossip
Start turning around a destructive pattern of negative gossip



Positive Gossip 1
Start turning around a destructive pattern of negative gossip

1. Find another person….

Share something positive about a 
person that has guided or supported 
you personally or professionally (they 
may not be present) 

• 2 minutes total  
• 1 minute each
• Wait for the ding to switch roles



Positive Gossip 2
Start turning around a destructive pattern of negative gossip

2. Find one other person and stand directly across from 
them, face to face

Share something positive about any 
other person in this conference based 
on their recent behavior or 
contributions

• 2 minutes total  
• 1 minute each
• Wait for the ding to switch roles

Can you 
believe that 

_____ [Mary]  
did that 

fabulously      
~ kind ~           

~ smart ~ 
~ generous ~ 

thing! 
Go wild



Positive Gossip 3
Start turning around a destructive pattern of negative gossip

3. Find another person…

Share something positive about the 
behavior or contribution of your
partner (the person in front of you).

• 2 minutes total  
• 1 minute each
• Wait for the ding to switch roles



book website app

Design cards



Journey to Group Power

Featuring Liberating Structures

Sept 21-22 in Madison

Journey of Facilitation & Collaboration…

A Leadership Experience

Oct 23-27 in Madison

Please join us!
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