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What the Data Shows 
Across 200+ Teams



Can teams shift to adopt 
high-performance behaviors 
— quickly — in real operating 

environments?



Can Team-Level Learning 
Can Change High-Performance Behaviors?

150+ teams | 40+ companies | All functions, industries, and team types

150+ teams
Intact + Cross-Functional

Exec + VP + Director
Forming + Storming + Norming

Stronger Managers + Weaker Managers

40+ companies

R E S E A R C H  Q U E S T I O N



You Ran the Same Experiment  
(In Different Conditions) with Same Metrics
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High-Performing Teams Exhibit a Distinct, 
Research-Backed Set of Behaviors

04.

Innovation 
and 
Adaptability

M E T H OD OL OG Y



This Is Paired, Team-Level 
Measurement

•Asked about others, not themselves
• 1–6 scale
•Same respondents pre and post
•Team-level averages
•Analysis set: teams with ≥3 post responses

Results are directionally consistent across alternative inclusion thresholds

M E T H OD OL OG Y



High-Performance Behaviors 
Decisively Shift with Limited Stimulus

04.

Innovation 
and 
Adaptability

PRE POST
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8%

5%

4%

5%

4%

5%

OV E R A L L   R E S U L T S

5.7 %
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The Effect Was Observed 
Across 85% of Teams

OV E R A L L   R E S U L T S

Improved

No Change

Decline



More Impact When Leaders
Lean-In to Weaknesses

04.

Innovation 
and 
Adaptability

OV E R A L L   R E S U L T S

3.2 %
OVERALL

04.
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Manager Picks 6.9 %
OVERALL

Algorithm Picks
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Elevated Impact on Technical Teams
(Scientists, Engineers)
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Innovation 
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All Others 8.1 %
OVERALL

Scientists, Engineers
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More Impact on Senior Teams
(CxO+SVP, SVP+VP)

04.

Innovation 
and 
Adaptability

OV E R A L L   R E S U L T S

4.9 %
OVERALL

04.

Innovation 
and 
Adaptability

All Others 7.8 %
OVERALL

CxO + SVP, SVP + VP
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Even Strong Teams Had 
Meaningful Headroom

Baseline Quartile
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Q1: 2.77-4.01
Q2: 4.01-4.28
Q3: 4.28-4.58
Q4: 4.58-5.39

+0.324

+0.233

+0.175
+0.156
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Senior and Executive Teams Improved 
as Much—or More—Than Others

M
ea

n 
O

ve
ra

ll 
Im

pr
ov

em
en

t
+0.248 +0.253

+0.173

OV E R A L L  R E S U L T S

7.8 %
4.9 %



The Hardest Teams to Run Often 
Improved the Most
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+0.284

OV E R A L L  R E S U L T S
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Structure Helps Distributed 
Teams Catch Up Faster
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A M P L I F I E R S

Manager Engagement 
Multiplies Impact
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Clear Program Signals Enable 
Stronger Behavior Change
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Organizational Readiness
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+0.109
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Buy-In Matters More 
Than Perfect Compliance
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Teams in Motion 
Improve the Fastest
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Newer Teams Show More 
Volatility and More Upside
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+0.176

(Variance is highest in the <1-year group.)
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Implications for 
Program Design

A M P L I F I E R S

Make Available 
Broadly and Let 

Managers Opt-In

Clear Framing 
to Managers 

and Their Teams

Vital First Step
for Newly-

Formed/Stormed 
Teams



OV E R A L L  R E S U L T S

Targeted Behaviors Improved 
More Than Untreated Ones
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One Behavior Acts as a Multiplier 
Across the System
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Innovation & Adaptability Improvement

OV E R A L L  R E S U L T S



Gary Pisano (HBS) on
“Innovation & Adaptability”

OV E R A L L  R E S U L T S

Tolerance for Failure Intolerance for Incompetencepaired with

Willingness to Experiment Rigorous Disciplinepaired with

Psychological Safety Brutal Candorpaired with

Collaboration Clear Individual Accountabilitypaired with

Flatness Decisive Leadershippaired with



Every High-Performance 
Behavior Improved

RESULTS

Accountability & Outcome Ownership

Prioritization & Simplification

Innovation & Adaptability

Cross-Functional Collaboration

Surfacing Dissent

Connection

Psychological Safety

+0.52

+0.48

+0.47

+0.35

+0.30

+0.25

+0.22



RESULTS

Accountability & Outcome Ownership

Prioritization & Simplification

Innovation & Adaptability

Cross-Functional Collaboration

Surfacing Dissent

Connection

Psychological Safety

Some Behaviors Shift Faster Than 
Others—and That’s Useful

+0.52

+0.48

+0.47

+0.35

+0.30

+0.25

+0.22



RESULTS

Some Factors Matter Less Than 
Expected

No meaningful variance in improvement based on:
• Industry
• Company size

Days between experiences affects variance, but not 
direction.



RESULTS

What Drives Impact is 
Understandable and Designable

• Clear signals and reinforcement matter

• Timing affects consistency, not success

• Some practices compound impact



The Data Points 
to an Operating 
Model Decision



Moving Forward: 
Applying What 

Works



9:25-9:50am
Why Friction Is the Enemy 
of Performance – 
and Sometimes You Need It



The Virtues of Friction

How and When Smart Leaders Make 
Things Harder, Slower, and Downright 
Impossible to Do

Robert Sutton  |  Stanford University



Proprietary & Confidential.  Not for Reproduction. 35

Leading at scale:
A stream of research

Growth  Spread    Size
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The main idea
The best leaders are trustees of others time, friction fixers 
with the will and skill to make the right things easier and the 
wrong things harder for others
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Paul Anderson takes over BHP a troubled 
massive mining and energy company in 1998

https://www.theguardian.com/business/2020/oct/25/coalition-accused-of-ideological-wishlisting-after-bhp-pulls-out-of-multi-billion-dollar-project

Everyone wants you to do something, so 
the first thing you say, very calmly, is, 
‘We’re not going to do anything today’ 

Asked each of the top 80 people write 
him a two-page memo: 

Who are you? What are your responsible 
for? What issues do you believe are 
most pressing?  What would you do if 
you were me?

He interviewed all 80, then started 
taking decisive action



Proprietary & Confidential.  Not for Reproduction. 39

Is it time to slow down, make things 
harder—or even stop?  Some red flags.   

1. You are in a “cognitive minefield” where people are confused, 
overwhelmed, or things are falling apart. 

2. The problem is so complex, that you need to slow down and figure it out 
before acting.

3. Failure is very dangerous or expensive.  AND difficult - or impossible - to 
reverse. 

4. You are doing creative work. 

5. Swift cognitive trust isn’t enough.  You need deep emotional trust and 
mutual understanding. 

6. Time pressure is causing people to do sleazy or unlawful things. 

7. It ought to be harder for people to add unnecessary friction. 



Proprietary & Confidential.  Not for Reproduction. 40

P.S. Do you want people to slow down 
and savor the good things in life? 

Slowing down to extend, enjoy, and “swish 

around” positive experiences in your mind 

linked to better relationships, mental and 

physical health, and creative problem-solving 

- Fred Bryant, co-author of Savoring



Proprietary & Confidential.  Not for Reproduction. 41

Many lonely older customers 
enjoyed interactions with 
cashiers, felt such conversations 
were too brief

Jumbo tested “Chat Checkout” 
for customers who wanted to a 
leisurely conversation with a 
cashier in one store in 2019

Scaled to 200 stores in 2022

Slow checkout
lanes at Jumbo 
supermarkets

https://scoop.upworthy.com/dutch-supermarket-introduces-a-unique-slow-checkout-lane-to-help-fight-loneliness-595693-595693
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Where would MORE friction help your organization? 

Table talk in duos: 

4 minutes: What should you make harder to do? Where might 
you gain by slowing down? 

1 minute: Pick an example to share with the group
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Learn more, teach us more

  Email: Robert.sutton@stanford.edu

  Site: www.bobsutton.net
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10:00-10:45am
Inside a Team Experience: 
“Prioritize to Accelerate”
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10:45-12:00pm
Peer Spotlight from 
Six (6) Companies
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1%0%
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6%

3% 
Overall Gain
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C OM P A N Y  # 1

Post-Experience HPC Scan
 

• 3% overall improvement with the 

largest gains seen in “Cross-

Dimensional Practices.”

• Largest Gains Overall:

• My team actively invests in the 

development of our members.

• My team celebrates milestones in 

ways that reinforce motivation.

• Members engage in active listening 

to understand differing perspectives.

• It is safe to take a risk.

• Members analyze both successes 

and failures critically for future 

learning.

• There is a shared understanding of 

goals across functions.

4%

4%
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Psychological Safety and Trust

Cross-functional Collaboration

Surfacing and Engaging on
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Innovation and Adaptability

PRE POST

9%

3%

2%

7%

3%

5% 
Overall Gain

4%

C OM P A N Y  # 2

Post-Experience HPC Scan
 

• 5% overall improvement with the 

largest gains seen in “Cross-

functional Collaboration” and 

“Connection and Cohesion”.

• Largest Gains Overall:
• There is a shared understanding of goals across 

functions.

• Cross-functional meetings result in actionable outcomes.

• Team members avoid spreading themselves too thin by 

committing to a manageable number of initiatives.

• Team members actively seek input from other 

departments.

• Teams celebrate milestones in ways that reinforce 

motivation.

• The team reflects on its purpose through shared rituals.

• Team members analyze both successes and failures 

critically for future learning.
4%
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Psychological Safety and Trust

Cross-functional Collaboration

Surfacing and Engaging on
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Cross-Dimensional Practices
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7% 
Overall Gain

8%

C OM P A N Y  # 3

Post-Experience HPC Scan
 • 7% overall improvement with the 

largest gains seen in “Cross-

functional Collaboration” and 

“Prioritization and Simplification.”

• Largest Gains Overall:

• My team regularly improves its processes 

based on feedback and results.

• Processes within my team are streamlined 

to minimize unnecessary complexity.

• Members are skilled at resolving conflicts 

while maintaining positive relationships.

• Collaborative efforts across departments 

are built on mutual respect and trust.

• Dissenting opinions are treated as 

valuable inputs for better decision-making.

• Members engage in active listening to 

understand differing perspectives.

6%

8%
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Post-Experience HPC Scan
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21%12%
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10%

14% 
Overall Gain

10%

• 14% overall improvement 

with the largest gain seen 

in “Prioritization and Simplification” 

and “Psychological Safety.”

• Largest Gains Overall:
• Members share ideas without fear of being 

judged.

• Members avoid spreading themselves too thin 

by committing to a manageable number of 

initiatives.

• Team members actively seek input from other 

departments.

• On my team, there is clarity on which goals 

take precedence over others.

• Processes within my team are streamlined to 

minimize unnecessary complexity.
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• 7% overall improvement with the 
largest gains seen in “Connection” 
and “Cross-Dimensional Practices.”

• Largest Gains Overall:
• My team celebrates milestones in 

ways that reinforce motivation.

• Members feel their contributions are 
valued by others.

• My team actively addresses instances 
where accountability falls short.

• Team members actively seek input 
from other departments.

• Members are able to discuss difficult 
issues constructively.

• There is a shared understanding of 
goals across functions.

10%

7%
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C OM P A N Y  # 5

Post-Experience HPC Scan
• 6% overall improvement with the largest 

gains seen in “Accountability and Outcome 
Ownership”, “Cross-functional 
Collaboration”, and “Prioritization and 
Simplification.”

• Largest Gains Overall:
• Members prioritize their work effectively.

• My team adapts quickly to changing priorities or 
unforeseen challenges without losing 
momentum.

• My team actively addresses instances where 
accountability falls short.

• Team members hold each other accountable for 
their responsibilities.

• Members engage in active listening to 
understand differing perspectives.

• Members avoid spreading themselves too thin by 
committing to a manageable number of 
initiatives.

7%



Team-Level AI Adoption 
Program
Research Day Event

January 15, 2026



WELCOME!



Why 
We Are Here 

Today



Collective
Change

Individual
Experimentation



Individual AI Adoption 
Is Necessary –

but No Longer Sufficient



Where Value 
Actually 

Compounds: 
Teams



Why This Matters Now:
Fragile “Middle” State

AI usage is widespread

Expectations are rising

Operating 
models 
haven’t 
moved



What the Data Shows:

Teams Build Capability 
Before They Transform

Usage, shared direction, use case 
clarity, experimentation quality, 
and learning cadence

Ability to make AI into durable, 
metric-tracked process changes 
to workflow

Dots represent the measured status 
(over time) for teams that drove the 
most successful (90th percentile) 
reinvention of their workflows, 
processes, and roles



What the Data Shows:

Teams Get Stuck 
In Predictable Places

Usage, shared direction, use case 
clarity, experimentation quality, 
and learning cadence

Ability to make AI into durable, 
metric-tracked process changes 
to workflow



What Your Teams do with Teamraderie:

55-Minute Experiences
to Help Them Move Forward

Usage, shared direction, use case 
clarity, experimentation quality, 
and learning cadence

Ability to make AI into durable, 
metric-tracked process changes 
to workflow



What We Are Measuring Together:

Our Metrics Across 
the Next Six Months

• AI Scan (Team Maturity Index):
Measures how sophisticated a team’s collective use of 

AI is—not just individual skill. It tracks progression in 

how groups integrate AI into workflows.

• Job Composition Shifts:
Tracks how team members’ time allocation changes—

what percentage of their work shifts from manual to AI-

enabled tasks—indicating behavioral transformation.

• Team-Level Business Outcomes:
Each participating team identifies 2-3 metrics they own 

(e.g., project delivery speed, client response time); 

these are tracked pre- and post. 

January

Baseline
Five (5) Teams

Enrolled teams 
baseline current practices 

and status

June

Track
Teams

Enrolled teams baseline current 
practices and status

Attitudes

Role 
Composition

Speed

Attitudes

Role 
Composition

Speed

SOPHISTICATION

TRANSFORMATION

IMPACT



The New C-Suite Executive

Chief 
Work Officer 

(CWO)



Collective
Change

Individual
Experimentation

Closing the Gap



From Individual Use to Team 
Transformation: How Teams 
Actually Get Started
Paul Leonardi, Univ of California



Designing the First 
Experiments That Actually 
Move the Needle
Anja Nabergoj, Stanford University





















Why Time Savings Fail—and 
What Real AI ROI Looks Like 
Instead
Matt Beane, Univ of California
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What 
happens 

next



What Happens Next

• [ By Fri 1/23 ] Identify teams and share with Teamraderie

• Roster and why selected

• Identify teams for a “third experience”

• [ Started ] Teams are engaged

• Step 1: Manager completes scan + receives experiences recos + schedules

• Step 2: Team completes assessment

• Step 3: Experience #1

• Step 4: Experience #2 (6 weeks after)

• Step 5: Post assessment



What Happens Next

• [ By mid-Feb ] Date for debrief event

• Mid-June

• Two Options

• 20-min conversation on team selection

• 20-min conversation on “Innovation & Adaptability” program (April)
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From 
Individual to 
Team-Level 
Use of GenAI
Paul Leonardi, Ph.D.
UC Santa Barbara
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3 Observations 
from 25 years of watching
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3 Observations 
from 25 years of watching

1. Technology changes fast; organizations 
change slowly

2. Most organizations over-invest in technology 
and under-invest in good implementation  

3. It is way too easy to confuse activity for 
meaningful improvement 
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Act 1 Act 2 Act 3

Framing the Conversation
Be careful about how 

(and how much) 
you talk about AI

3 Steps to Get Started
1. Experimenting

2. Adapting
3. Formalizing

Scale and Measure
Expand from local pilots to 

team/org standards and track 
what value you’re creating
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Act 1 Act 2 Act 3

Framing the Conversation
Be careful about how 

(and how much) 
you talk about AI

3 Steps to Get Started
1. Experimenting

2. Adapting
3. Formalizing

Scale and Measure
Expand from local pilots to 

team/org standards and track 
what value you’re creating
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Uncertain 
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?

General Purpose Technology

Applications
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Always Evolving 
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Just a Tool 
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Mindsetways of seeing and acting that allow us to perceive new digital opportunities 

Skillsetability to use digital tools and/or understand how they work 

Toolsetdigital technologies that can afford new ways of working
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Act 1 Act 2 Act 3

Framing the Conversation
Be careful about how 

(and how much) 
you talk about AI

3 Steps to Get Started
1. Experimenting

2. Adapting
3. Formalizing

Scale and Measure
Expand from local pilots to 

team/org standards and track 
what value you’re creating
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1. Experimenting
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Where do we start?

With specific, 
routine workflows 

(not jobs) and…

… an abundance of 
high-quality 
examples…

… that take advantage of 
underutilized, 

unstructured data…

…if there are opportunities 
to free people to do higher-

value work.

+ + +
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38% 
Increase in media 
placements
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2. Adapting
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2nd order effects matter! 
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21%
fewer medical exams for 
routine applications

“The work is harder now, 
but it’s a lot more 
interesting and fulfilling. 
- Kristen, Underwriter

”
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3. Formalizing
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Agree on Potential Workflows

What to encourage:
• Teams to workshop “workflow 

opportunities”

Experiment with ChatGPT and Co-Pilot

What to encourage:
• Prototype automation/augmentation
• Build custom GPTs for others to test

Find Vertical SaaS AI Tools to Implement

What to encourage:
• Seek out vertical solutions that build 

on experimentation success

Phased Maturity
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Act 1 Act 2 Act 3

Framing the Conversation
Be careful about how 

(and how much) 
you talk about AI

3 Steps to Get Started
1. Experimenting

2. Adapting
3. Formalizing

Scale and Measure
Expand from local pilots to 

team/org standards and track 
what value you’re creating
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Measurement Ideas:
• # of team workshops held
• # of ideas vetted

Training on GenAI 
& “where to start?”

Senior Leader 
Role Modeling

“AI Champions” in each Business Unit

Measurement Ideas:
• # of use cases prototyped
• # GPTs built and shared

Hackathons 
(quarterly)

“Show and Tell”
(monthly)

Measurement Ideas:
• # of vendor RFPs solicited
• # of implementations

“Score Cards” 
ROI Tracking

Cross-functional 
evaluation teams
Workforce Planning
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