
http://strategyzer.com/teams




High-Impact 
 Tools for 
 Teams

ffirs.indd   1ffirs.indd   1 1/28/2021   1:56:30 PM1/28/2021   1:56:30 PM



Copyright © 2021 by Stefano Mastrogiacomo and Alexander Osterwalder. All rights reserved.

Published by John Wiley & Sons, Inc., Hoboken, New Jersey.

Published simultaneously in Canada.

No part of this publication may be reproduced, stored in a retrieval system, or transmitted in any form or by any means, electronic, mechanical, photocopying,  

recording, scanning, or otherwise, except as permitted under Section 107 or 108 of the 1976 United States Copyright Act, without either the prior written permission  

of the Publisher, or authorization through payment of the appropriate per-copy fee to the Copyright Clearance Center, Inc., 222 Rosewood Drive, Danvers, MA 01923,  

(978) 750-8400, fax (978) 646-8600, or on the Web at www.copyright.com. Requests to the Publisher for permission should be addressed to the Permissions Department,  

John Wiley & Sons, Inc., 111 River Street, Hoboken, NJ 07030, (201) 748-6011, fax (201) 748-6008, or online at http://www.wiley.com/go/permissions.

Limit of Liability/Disclaimer of Warranty: While the publisher and author have used their best efforts in preparing this book, they make no representations  

or warranties with respect to the accuracy or completeness of the contents of this book and specifically disclaim any implied warranties of merchantability  

or fitness for a particular purpose. No warranty may be created or extended by sales representatives or written sales materials. The advice and strategies  

contained herein may not be suitable for your situation. You should consult with a professional where appropriate. Neither the publisher nor author shall be  

liable for any loss of profit or any other commercial damages, including but not limited to special, incidental, consequential, or other damages.

For general information on our other products and services or for technical support, please contact our Customer Care Department within the United States  

at (800) 762-2974, outside the United States at (317) 572-3993 or fax (317) 572-4002.

Wiley publishes in a variety of print and electronic formats and by print-on-demand. Some material included with standard print versions of this book  

may not be included in e-books or in print-on-demand. If this book refers to media such as a CD or DVD that is not included in the version you purchased,  

you may download this material at http://booksupport.wiley.com. For more information about Wiley products, visit www.wiley.com.

Library of Congress Cataloging-in-Publication Data:

ISBN 9781119602385 (Paperback)

ISBN 9781119602804 (ePDF)

ISBN 9781119792024 (ePDF Print Replica)

ISBN 9781119724490 (ePub Fixed format)

Cover illustration: Blexbolex

Cover design: Alan Smith

10 9 8 7 6 5 4 3 2 1

ffirs.indd   2ffirs.indd   2 1/28/2021   1:56:30 PM1/28/2021   1:56:30 PM

www.copyright.com
http://www.wiley.com/go/permissions
www.wiley.com
http://booksupport.wiley.com


You’re holding a powerful toolkit to  
create alignment, build trust, and get results fast.  
Rediscover the joy of teamwork with these five...

High-Impact 
 Tools for 
 Teams

strategyzer.com/teams
 
Written by 

Stefano Mastrogiacomo 
Alex Osterwalder 
 
Designed by 

Alan Smith 
Trish Papadakos 

ffirs.indd   3ffirs.indd   3 1/28/2021   1:56:31 PM1/28/2021   1:56:31 PM

http://strategyzer.com/teams


ffirs.indd   4ffirs.indd   4 1/28/2021   1:56:31 PM1/28/2021   1:56:31 PM



“Management is  
about human beings.  
Its task is to make  
people capable of  
joint performance.”
Peter Drucker, Management Thinker
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ix

If you are leading a team – or plan to any-
time soon – you’ll want to keep this book 
close at hand. Most leaders today recognize 
that their organizations are deeply depen-
dent on teams to accelerate innovation and 
digitalization, address changing customer 
demands, and cope with sudden disruptive 
events such as the global pandemic, social 
unrest, and recession. 

 But just putting a team together does not 
ensure its success. Teams fail on a regular 
basis. Launched with a meaningful goal, 
the right people to accomplish it, and even 
sufficient resources, time and time again, 
teams nevertheless struggle to deliver on 
their undeniable potential. They get bogged 
down by coordination lapses, ineffective 
meetings, unproductive conflicts, and 
dysfunctional group dynamics – leading to 
frustration, delays, and flawed decisions. 
Researchers call these factors “process 
losses” – in an effort to explain the gap 
between inputs (skills, goals, and resources) 
and outcomes (team performance or mem-
ber satisfaction). Even when teams seem 
to get work done, their performance may 
be suboptimal – conventional rather than 

innovative, or come at a cost of high levels 
of overwork, stress, and disengagement. 

It doesn’t have to be this way.  
Stefano Mastrogiacomo and Alex 

Osterwalder show us how teams can thrive 
by using simple practices that work. They 
offer a playbook any team can use to 
immediately put itself on a path to full par-
ticipation, productive conflict, and steady 
progress. With its engaging illustrations, 
accessible tools, and thoughtful sequences 
of activities that teams can use to avoid 
(and recover from) predictable team prob-
lems of all sorts, this book is an invaluable 
resource. I have long believed that simple 
tools can bring synergy within reach by 
nudging team behavior in the right direction. 
And this book is full of such tools – activities 
and guidelines that will serve any team well.       

Yet, what is particularly powerful about 
High Impact Tools for Teams is its empha-
sis on team process and the psychological 
climate. Most authors address one or the 
other – offering a step-by-step guide to man-
age a team project or else explaining the 
benefits of a psychologically safe climate 
that allows teams to learn and innovate.  

This book offers simple tools to do both. 
When speaking up in a team is thwarted by 
a poor climate, innovation suffers, prob-
lems fester and sometimes turn into major 
failures. But creating psychological safety 
can sound like an elusive goal, especially 
for team leaders under pressure to deliver 
results. Drawing from my research, and that 
of so many others whose work underpins this 
terrific resource, Stefano and Alex demystify 
the quest for a healthy team culture – and 
walk us through how to create it.  For this 
reason alone, I’m excited about this book. It 
injects new energy – and new tools – into the 
quest to build teams that can thrive in the 
21st century by fully engaging the energy 
and expertise of all who work in them. 

  Even if teamwork will always be  
challenging, leaders now have access to 
practical, easy-to-use tools to help teams 
work well. Leaders who adopt them with 
passionate intent will be poised to build the 
kind of teams that companies need and 
employees want. 

– Amy C. Edmondson 
 Harvard Business School, Cambridge, MA
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Amy Edmondson is pro-
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Business School. The inte-
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in particular the notion 
of psychological safety 
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research provided us with 
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ing the impact of trust in 
cross-functional teamwork 
and on innovation. 

Alan Fiske
Alan Page Fiske is professor 
of psychological anthro-
pology at the University 
of California, Los Angeles. 
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Yves Pigneur is profes-
sor of management and 
information systems at the 
University of Lausanne, 
Switzerland. His work in 
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design helped us bridge 
the difficult gap between 
theory and practice. Without 
his conceptual support and 
guidance, this book and all 
the tools it contains would 
simply not exist. 
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Steven Pinker is professor 
of psychology at Harvard. 
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the Center for Nonviolent 
Communication and worked 
worldwide as a peacemaker. 
His work on the language 
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empathetic communication 
inspired the design of the 
Nonviolent Requests Guide.
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Strategyzer  
Series
We believe that simple, visual,  
practical tools can transform the 
effectiveness of a person, a team, 
and their organization. While new 
business ideas fail, existing busi-
nesses are under constant threat 
of disruption and obsolescence. 
Unacceptable amounts of time and 
money are lost each year due to  
lack of clarity and alignment on fun-
damental business issues. Each  
of our books has a set of purpose- 
built tools and processes to tackle 
specific challenges. These challenges 
are interconnected, so we’ve metic-
ulously designed the tools to stand 
on their own and integrate with each 
other to create the world’s most 
integrated strategy and innovation 
toolkit. Get one or get them all,  
either way — you’ll get results. 
 
strategyzer.com/books

Business Model 
Generation
A handbook for visionaries, 
game changers, and chal-
lengers striving to defy out-
moded business models and 
design tomorrow’s enter-
prises. Adapt to harsh new 
realities and get out in front 
of your competitors with 
Business Model Generation.

Value Proposition 
Design
Tackle the core challenge of 
every business — creating 
compelling products and 
services customers want to 
buy. Discover a repeatable 
process and the right tools 
to create products that sell.
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Map, Innovation Metrics, the 
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High-Impact Tools  
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successfully implement new 
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with the Team Alignment 
Map, the Team Contract, 
the Fact Finder, the Respect 
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Requests Guide.
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Essentials

What makes teams 
underperform  
and how to get  
better results

c00.indd   14c00.indd   14 1/28/2021   1:55:34 PM1/28/2021   1:55:34 PM



+
c00.indd   1c00.indd   1 1/28/2021   1:55:34 PM1/28/2021   1:55:34 PM



c00.indd   2c00.indd   2 1/28/2021   1:55:34 PM1/28/2021   1:55:34 PM



“Talk is the technology 
of leadership.”
Jeanne Liedtka, Strategist
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Our people are top-notch. 
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So, how come we have all these problems?
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50%
 
of meetings are  
considered  
unproductive and  
a waste of time.

Atlassian *

75%
 
of cross-functional  
teams are 
dysfunctional. 

Behnam Tabrizi, “75% of Cross-

Functional Teams Are Dysfunctional,”

 
Harvard Business Review, 2015

$37B
 
is the salary cost in 
USD of unnecessary 
meetings for U.S. 
businesses.

Atlassian *

29%
of projects are 
successful.

Chaos Report,  

The Standish Group, 2019

When was the last time 
you enjoyed contributing  
to a team?
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10%
of team members 
agree about who is on 
their team (120 teams). 

Diane Coutu, “Why Teams Don’t Work,” 

Harvard Business Review, 2009

95%
of a company’s 
employees are 
unaware of, or  
do not understand,  
its strategy.

Robert Kaplan and David Norton, 

“The Office of Strategy Management,” 

Harvard Business Review, 2005

66%
of U.S. workers are not 
engaged or are actively 
disengaged at work.

Jim Harter, Gallup, 2018 **

1/3
 
of value-added  
collaborations come 
from only 3% to 5%  
of employees.

Rob Cross, Reb Rebele, and 

Adam Grant, “Collaborative 

Overload,” Harvard Business Review, 

2016

* “You Waste a Lot of Time at Work,” Atlassian, www.atlassian.com/time-wasting-at-work-infographic

** “Employee Engagement on the Rise in the U.S.,” Gallup, news.gallup.com/poll/241649/employee-engagement-rise.aspx
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What Makes Teams Underperform

Working around each other is an exhausting 
journey. Endless meetings and skyrocketing 
budgets for poor results usually occur in a 
poor team climate where most members 
work under high pressure and feel isolated 
and unhappy. This is the daily life of many 
team members, without caricaturing things 
as surveys illustrate.
 
We are capable of doing more than merely 
work around each other. We can work with 
each other, for real. When this happens we 
can accomplish the nearly impossible with 
passion. We may not necessarily realize it 
but in that moment, we are experiencing a 
“high-performing team.” Something people 
coin in retrospect because good results 
gradually add up.

We have experienced both types of teams, 
and this book contains what we have 
learned over the past 20 years. Our key 
learning is that joint success and failure 
largely depend on how well we manage our 
day-to-day interactions, at two levels: 

• The team activities: having an obsession 
for mutual clarity — what’s the mission, 
who is doing what, is it clear for everyone? 

• The team climate: carefully nurturing 
strong, trust-based relationships.

We believe in teams and we believe in tools. 
This is why we spent the past five years 
designing and revamping tools that do 
just that. Tools that help team members 
improve:

1.  the team activities through better team 
alignment, and 

2.  the team climate by building psychologi-
cally safer work environments.

Only teams can tackle the complexity of the 
challenges brought by an interconnected 
world. We’re going through a period of spec-
tacular changes: game-changing technol-
ogies and unprecedented lockdowns are 
disrupting entire industries. Organizations 
are forced to innovate and deliver at an 
unprecedented pace, and teams are, for 
us, the building block. The need to revisit 
the way we work together has never been 
greater.

As the visionary Peter Drucker announced 
long ago: The critical question is not “How 
can I achieve?” but “What can I contribute?” 
We couldn’t agree more. We hope the Team 
Alignment Map and the other tools pre-
sented in this book help you as much as they 
help us become better team contributors, 
every day.

Teams underperform when members work around each other and not with 
each other, something that happens when the team climate is unsafe and  
the team activities are poorly aligned.

+ Essentials
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Unsafe Team Climate
Signs of a poor team climate

• Lack of trust between colleagues  
and teams

• Internal competition
• Disengagement 
• Lack of recognition
• Fear: it’s difficult to speak up
• Over-collaboration
• Lost joy of working together

Misaligned Team Activities
Signs of poor alignment of team activities 

• It’s unclear who does what
• Invaluable time is lost in endless meetings
• Work is delivered too slowly
• Priorities keep changing and no one can figure out why
• Duplicate projects and projects overlap
• Team members work in silos
• A lot of work is done with poor results and little impact
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Activities Get Stuck  
in Misaligned Teams

Successful alignment 
Anything teams achieve, from having a party 
to building an airplane, is a by-product  
of team alignment. Alignment is the process 
of making individual contributions converge 
to achieve a shared goal for mutual benefit. 
It transforms individuals going about their 
business into successful team contributors. 
Working in a team requires more effort 
than working alone; team members must 
constantly synchronize with each other in 
addition to doing their own part of the work. 
The payoff is achieving (greater) goals that 
can’t be accomplished alone. 

In concrete terms, alignment is communicating 
to create common ground, common knowledge, 
shared or mutual understanding (all used as syn-
onyms in this book — Dive Deeper, p. 252). Common 
ground enables team members to anticipate the 
actions of others and act accordingly through 
aligned predictions. The richer a team’s common 
ground, the better the mutual predictions between 
team members and the overall execution, thanks 
to a seamless division of labor and a consistent 
integration of the individual parts. Interestingly, 
conversation — face-to-face dialogue — is still the 
most effective technology on Earth to build rele-
vant common ground.

Unsuccessful alignment
Expect only poor results from a misaligned 
team. Unsuccessful communication prevents 
the creation of relevant common ground; 
participants do not understand each other 
and mispredict each other’s actions. This 
causes team members to carry out tasks 
with important perception gaps. The division 
of work and the integration of the individual 
parts goes off track and the lack of collabo-
ration is inefficient and costly. The intended 
results are not achieved as expected.Adapted from: Herbert H. Clark, Using Language (Cambridge University Press, 

1996). Simon Garrod and Martin J. Pickering, “Joint Action, Interactive Alignment, 

and Dialogue,” Topics in Cognitive Science 1, no. 2 (2009): 292 – 304.

Cooperation  
for Mutual Outcome

How Team Alignment Works 

+ Essentials
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Successful communication
Team members openly exchange 
relevant information.

Unsuccessful communication
Team members do not 
exchange relevant information.

Relevant common ground
Mutual understanding is estab-
lished among team members; 
they are aligned on what needs to 
be achieved and how. 

Low or irrelevant common ground
Perception gaps build up while 
team members execute their 
individual parts.

Effective coordination
Team members make successful 
predictions about each other; 
coordination is harmonious and 
individual contributions integrate 
successfully.

Coordination surprises
Individual contributions are not 
integrated with one another. Bad 
surprises accumulate due to inef-
ficient coordination.

Outcome

Communication
Information team members 
share verbally and non- 
verbally, synchronously and 
asynchronously.

Common Ground
Knowledge team members 
know they have in common,  
also known as common 
knowledge or mutual 
knowledge.

Coordination
Tasks team members need 
to perform to work together 
harmoniously.

Mutual benefit

Mutual loss

c00.indd   13c00.indd   13 1/28/2021   1:55:39 PM1/28/2021   1:55:39 PM



14

+ Essentials

An Unsafe Team Climate 
Undermines Innovation

Low common ground
The team’s common ground 
(or common knowledge) is not 
updated. Perception gaps 
increase between team members 
and the team relies on outdated 
information. 
↓ 
Low team learning
Habitual or automatic behaviors 
keep being repeated, despite 
changes in context.
↓ 
Low team performance
Assumptions are not revised and 
plans are not corrected. The work 
performed is not in line with the 
actual situation and the delivered 
outcomes become inadequate.

↓ 

Status quo or worse

Psychologically unsafe environment

Team members protect themselves 
from embarrassment and other pos-
sible threats by remaining silent when 
the climate is psychologically unsafe. 
The team doesn’t engage in collective 
learning behaviors and that results in 
poor team performance.

Adapted from Amy Edmondson, 

“Psychological Safety and Learning 

Behavior in Work Teams," Administrative 

Science Quarterly 44, no. 2 (1999): 350 –383.

I feel insecure: I don’t 
want to look ignorant, 
incompetent, intrusive, 
or negative. Better to 
not take risks.

I stay silent and 
don’t share crucial 
information

+
No learning behaviors
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