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Team-X Playbook

Operational excellence begins with creating work systems
that acknowledge the differences across your team and
enable your unique collective strengths to emerge.

Using the insights and recommendations in this
you'll discover practical ways to adjust your team's
structures, communication patterns, and collaborative processes
to play to your collective strengths and set you up for success.
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Executive Summary

(fg)

The Challenge: This conscientious, innovation-leaning team of 6 is possibly stretched thin by heavy
workloads, unclear priorities, and frequent context switching. This leaves them reactive rather than
focused, and struggling to turn good ideas into sustained results.

Core Tension: Strong on ideas but inconsistent in execution, this team generates momentum through
conversation yet lacks the written follow-through to lock in decisions, track progress, and convert
creative energy into lasting, sustainable results.

To Thrive, consider: Clear priorities, protected focus time, transparent processes, and consistent
recognition of contributions.

The Opportunity: By channeling their natural enthusiasm for experimentation into disciplined
execution (with structured workflows, early problem-flagging, and stronger governance) this team can
become a high-performing engine for meaningful personal and professional growth.

The overall theme, identified by synthesizing the findings and analysis in this Team-X Playbook, is:
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1. Introduction

What is the Team-X P/agéaoé?

This is your team's operating manual, powered by data from each member's Biodex' data
combined with proprietary Al and proven performance strategies. It reveals hidden dynamics and tensions at a
point in time while providing practical actions to remove barriers to collaboration. Think of it as a navigation system
for working together, helping everyone adapt to a variety of work styles to achieve shared goals.

Core Principlec that Drive thic Playbook

. Everyone comes to work with habits, preferences, and expectations. The
way we respond to our colleagues is influenced by the good and bad experiences we've had throughout our
lives and careers. We're all at the mercy of deeply ingrained habits and working styles reinforced over years.

. While we can grow and improve ourselves, we can't change others'
core traits - especially within a typical 2-5 year job tenure. Workplace friction usually stems from expecting
others to change rather than accepting who they are. The key is redirecting that energy from trying to change
people to improving the systems they work within.

. We can adjust our work systems to close the gaps between how we
process information and make decisions. While we can't rewire someone's natural approach, we can adjust
how we work together, including our communications styles, meeting protocols, access to knowledge, and
more.

By rather than :
we create environments that naturally bring out the best across our team.

1Biodex, developed by Ultranauts Inc, is a "user manual” to help colleagues more easily adapt to each other's work styles and communication preferences.

TEAM.

5/24



1. Introduction

How thic Team-X Playbook is Organized

The Playbook has been customized for your team’s unique preferences and needs, based on Biodex data
collected from each team member, and evaluated in the context of evidence-based practices. These approaches
have been shown to remove barriers to peak performance for teams like yours by helping you remove potential
barriers to collaboration and hidden tensions. The Playbook includes:

An overview of what's in this Playbook and how to use it.

An analysis of the underlying drivers of the dynamics of your team, which are unlikely to be
changed by typical training programs or workshops.

» Adaptation Patterns: How a team's members respond to daily tensions and self-regulate responses to
stressors, along with the degree to which people will tend to hold back.

 Engagement & Voice: Not everyone feels comfortable opening up - at least not at first. Find out how this
relates to getting your issues and ideas heard and acted upon.

+ Hidden Tensions: Insights related to each aspect of your team’s underlying dynamics, including potential
tensions to watch out for and customized ways to strengthen collaboration.

An analysis of how the unspoken norms within your team might impact how people perceive and
respond to each other, plus a brief description of how to use your Al personas to close operational gaps when
introducing Al into day-to-day workflows.

A priority area to focus on as a team, and short list of practical actions to consider based on proven
practices that have benefited other teams with profiles similar to yours.

Using the insights here, your team can remove barriers to collaboration and get better results faster.

TEAM.
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1. Introduction

Conventione (Joed

Several conventions are used in this Team-X Playbook to help you quickly identify which parts of the analysis are
unique to your team, and which parts describe the more universal aspects of Team-X.

(.(é)l) The Broadcast Tower Icon appears next to custom analysis of your team's base state, hidden

tensions, unspoken norms, and the synthesis of the overall theme and direction that Team-X analysis
reveals for you.

Charts and graphs generated from your team's Biodex data and other derived metrics are contained
inside gray boxes like this.

7124



Table of Contents

1. Introduction

What is the Team-X Playbook?

Core Principles that Drive this Playbook
How this Team-X Playbook is Organized
Conventions Used

What is Your Team's Base State?
Adaptation Patterns
Engagement & Voice

|dentifying Hidden Tensions
Responding to Hidden Tensions

3. Jeam Biodex

¢ What is the Team Biodex?

« |dentifying Unspoken Norms

¢ Responding to Unspoken Norms
o Working with your Al Personas

4. Actione

e About the Focus Areas & Practices

e Focus Areas Selected for This Team

e Practices Recommended for This Team
e Synthesis

TEAM.

81/24



2. Base State

What ic Your Team'e Base State?

People don’t change easily, and change takes time. As you look to improve the way your team works together, it's
important to understand the things that won't change quickly. We call that your team’s Base State.

Trying to guess what'’s really going on under the surface or “fix” things that are beyond your control can not only
cause you unnecessary worry, but waste a lot of your time.

This section of your Team-X Playbook will help you better understand the dynamics of your team, especially the
things you can’t change quickly. This includes team members’ natural work styles, resilience to stressors, levels of
trust, and the impact of positive and negative experiences from their past.

s M

(( )) Your Team's Unique Base State: This conscientious team is stretched thin by heavy workloads,
creating stress and reactivity that undermines their ability to perform. While generally resilient and

open to collaboration, they struggle with unclear priorities and frequent context switching. Excessive
meetings will disrupt productivity. The team values clear communication and mutual accountability but
faces challenges when members don't follow through on commitments or communicate problems
early enough. They need transparent goal-setting, timely feedback, and decisions made
collaboratively with genuine consideration of perspectives. Most learn independently through online
resources and hands-on exploration, requiring uninterrupted focus time. Recognition matters too: they
want contributions acknowledged and ideas seriously discussed. Success depends on establishing
consistent processes, respecting boundaries during deep work, eliminating unproductive meetings,
and fostering open dialogue where concerns are addressed directly without delay.
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2. Base State
Adaptation Patterne

Understanding how teams adapt to challenges based on their past experiences and natural resilience levels allows
us to implement strategies that enhance team performance and well-being. By identifying where most experiences
appear on this grid, teams can learn to grow stronger through challenges rather than being diminished by them.

This chart shows the distribution of experiences team members

. . . . have had. The right half indicates generally supportive scenarios:
surviving thrivi ng kind and reasonable managers, more healthy power dynamics, and
little or no retaliation. Towards the top, team members have
effectively adapted to and self-managed stress.

10.0

Establish check-ins where people can discuss
what's not working and collaborate on solutions. Leaders should
affirm healthy boundaries around workload and availability.

Proactively strengthen the team's resilience
through mentorship pairings and small-win projects, catching
potential issues before they become real problems.

Resilience
[¢)]
o

Acknowledge and learn from past challenges
while deliberately creating new, positive team experiences, like
building better work practices together. Don't let challenges from
other work experiences define this team's future.
vulnerable

This team has had its share of ups and downs, but
your natural resilience helps get you through the tough times.
00 o5 50 75 0o  Continue mitigating external stressors and balancing individual
Past Experience needs for flexibility whenever possible.

0.0
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2. Base State

Engagement & loice

A person's willingness to raise issues is strongly linked to whether they believe their concerns will be heard. If you
know your concerns will be well received, you are more inclined to voice them. If you feel like change never
happens, you may be less likely to raise issues. This dynamic can carry over from one workplace to the next, even
when a team member has no basis to believe that their input will not matter.

r
How readily will you feel belonging? - IL
How likely will you feel heard? - }—[]—{
: o [
How likely are you to raise issues? - |_|.
0 25 50 75 100
Likelihood

This chart shows the distribution of assessments for
this team. The majority of responses fall in the white
box, and the lines extending left and right show
variability. Smaller boxes appear when teams more
naturally understand each other, while larger boxes
suggest more space for hidden tensions to develop.

The orange dot is the median value from your team,
while the blue line is the median across all
benchmarked teams. If the orange dot lies to the right
of the blue line, it may be easier for this team to
develop a culture of collaborative excellence.

Base states vary in all teams. While one or two more
extroverts will readily raise and resolve issues, one or
two others need time and space to build trust and
communicate effectively.
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2. Base State

Identifying Hidden Tensions

How do the work preferences across your team compare to other teams? The dashed vertical line shows the
median value for this indicator across our national benchmark of teams. Wide variations in preferences can
indicate hidden tensions within the team.

Negative Past/Hesitant Positive Past/Open

Safety

Less Inclined to Trust More Inclined to Trust

Trust Tendency

More Vulnerable More Resilient

Resilience

Self Reliant/Solo Work Collaborative/Group Work

Work Style
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2. Base State

Recponding to Hidden Tensions

By examining how the variation in Work Style, Resilience, Trust Tendency, and Safety vary within your team - and
comparing it to our national benchmarks - we can identify how different value systems and habit patterns cause

stress in places you might never expect.

Vs

(E)

Team members prefer talking and real-time interaction but want to receive communications in writing,
creating a mismatch between how people want to express themselves versus how they want to
consume information from others.

Five of six members prefer communicating by talking, yet five prefer receiving communications in
writing. This asymmetry means everyone wants to talk but nobody wants to listen synchronously,

causing potential communication friction and delays.

Establish a hybrid protocol: use brief synchronous discussions for collaboration and decision-making,
followed by written summaries for documentation. This honors both the desire to talk and the need for

written reference materials.
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3. Team Biodex

What ic the Team Biodex?

Your Team Biodex is a cheat sheet for understanding work styles across your team. It's based on a subset of
Biodex data from each team member, and shows stated preferences that are most useful for helping colleagues
understand each other at work. Review your Team Biodex, including the team summary and individual profiles, to
better understand your teammates preferences in terms of availability, feedback and communication. The Team
Biodex is a different artifact than the Team-X Playbook you are currently reviewing.

. By observing how people are similar and different, you
0P
Team Biodex TEAMES can identify unspoken norms that may be holding your

TeamX.03.2025 (March 2025) team back. Based on these patterns, your team can take

John D Lori N Lee R Rajesh A Ray F Joe R Nicole R

— focused actions to collaborate more easily and achieve
“::I: cl — GMT-06: Central GMT-05: Eastern CGMT-05: Eastern  GMT-05: Eastern GMT-05: Eastern GMT-05: Eastern  GMT-05: Eastern more together For example:
i Lagschicle orkng. TS Susnes outs(n Busihes ol o eguarshedule SiSSLIOU (M (SR o the ,
s .a..‘;[ 1hour J( 30 mmute‘s J( 30 minutes J( 4 hours J[ 1hour j[ 24 hours )( Dhnursl ) InteraCt|0nS between p90p|e
i Slack e o] Email me call my cell Textmycell o OMMmelon . Texmycell  Textmycel who prefer direct vs. indirect feedback can be filled with
hesitation.
® oo mwmen @ (V] (V] (]
= = o o = = 24 Quick responders may
(" Endottneday )(inthe moment )(inthe moment J( Endoftneday ) Endottheday )( Endatmeday J(Endoithewees)  feel constrained by people with longer response times,
B T PO ehont © sugestens  the feuefmpect - meusimpscr - encosana  msencanse  gnd vice versa.

X @ x @ o © ¢

- Quieter team
o (s | veeox [ won [ v | woc | e 0858 ] members may feel consistently overshadowed in teams
. Miwatwbecaledon 'Mdieinand ridheinand  Mideinand ygieinandshare  Mdveinand - rilwait o be dominated by "dive in" people.
= E‘f No preference @ No preference @ E:f
= 2 E = = = =
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3. Team Biodex

Identifying nspoken Norms

Different work habits and preferences can create invisible friction when teammates interpret these variations
through their own lens. Someone who responds quickly might see delayed responses as disengagement, while
someone who needs long periods of focus might become irritated by frequent interruptions. These mismatched
expectations often go unaddressed because each person assumes their way of working is "normal," leading to
quiet resentment and eroded trust rather than discussing valid differences in work styles.

(.(A)) This team should watch out for:

. Team splits between strict deadline adherence and flexible timing
preferences, creating potential conflict around project timelines and accountability expectations.
. Diverse preferences for meetings versus written

communication suggest unspoken tension about how information should be shared and
decisions made.

. Team members vary significantly between preferring
independent work and collaborative approaches, potentially causing friction in project structure
and interaction frequency.
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3. Team Biodex

Recponding to Unspoken Norms

Addressing unspoken norms is crucial because beliefs and invisible expectations often drive team behavior more
powerfully than formal policies. When left unexamined, these implicit rules can create misunderstandings,
resentment, and burnout as team members struggle to meet conflicting expectations they didn't explicitly decide
upon or agree to. By bringing these norms into the open, teams can consciously redesign them to support well-
being and effectiveness as a team, transforming potential friction points into shared agreements that everyone
understands and has committed to honoring.

s M
(.(é)) To consciously address these unspoken norms, consider:

. Implement core deadlines for interdependent tasks with buffer zones for
individual work, creating a hybrid system that honors both strict timeline adherents and those
needing flexibility while maintaining accountability through transparent progress tracking.

. Establish clear guidelines specifying which situations require
meetings (collaborative decisions, complex problem-solving) versus asynchronous written
updates (progress reports, individual concerns), with a "no unnecessary meetings" policy that
respects deep work time while ensuring critical information flows effectively.

. Design project workflows with defined independent work phases and
scheduled collaboration checkpoints, allowing autonomous workers uninterrupted focus time
while building in regular touchpoints for collaborative members to share ideas, provide feedback,
and make joint decisions.

. Create a simple, standardized way for team members to flag blockers,
delays, or challenges immediately through a shared channel, preventing late problem discovery
while respecting individual work styles and reducing the need for constant check-ins.

. Schedule brief, purposeful team sessions to acknowledge
contributions, discuss decisions collaboratively, and provide clear feedback, ensuring everyone
feels heard and seen without adding unnecessary meetings to the calendar.
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3. Team Biodex

Working with Your AL Personac

Each of us makes requests, defines boundaries, and provides context differently. While these are important for
working with humans, they're essential for working with Als. Natural work styles and preferences highlight where
your judgment and creativity can make the biggest impact as you integrate Al into day-to-day workflows.

Distribution of Al Personas in this Team
# of Biodex Profiles Analyzed: 6

o

a4
(66.7%)

2
(33.3%)

Count

0 0 0 0 0
(0%) (0%) (0%) (0%) (0%)

0

& e & & & & &

~ s &= N X > N

Q\Q/ C’)Q‘ %(O AN %Q\ 1 «Q/
&8 & & & ¥ 3
& < © ¥ @
&F 3
Al PERSONA

Representation Level: High Representation Moderate Representation

This team leans heavily toward innovation and collaboration, but
needs to develop the discipline to drive sustained results from their
new ideas.

Strengths:High enthusiasm and positive attitudes toward Al
adoption that can energize broader organizational buy-in; Natural
inclination toward brainstorming, prototyping, and tackling unfamiliar
problems; Likely to be early adopters who push boundaries and
discover unexpected Al use cases.

Opportunities for improvement: Ideas may proliferate without risk
awareness or process discipline, making it hard to translate
experiments into sustainable, implemented solutions.

The two Integrators should take on dual responsibility: one should
develop Steward-like competencies around ethical review and
compliance, while the other cultivates Optimizer habits to create
structure and accountability for Al initiatives. At minimum, one
Experimenter should try on an Observer mindset during project
reviews, asking "what could go wrong?" before implementations
proceed. The team should also establish external checkpoints
(whether through cross-functional reviews, advisory input, or formal
governance processes) to compensate for the missing personas
that would normally provide caution, stability, and operational rigor.
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4. Actions

About the Focus Areas & Practices

There are six categories of collaborative practices where practical actions can directly enhance team cooperation
and performance. These potential areas of focus are:

1:1 Communications - Effective exchanges between two team members or a team member and stakeholder
Meetings & Enabling Tools - Clear, productive, and regular updates & collaborative sessions

Knowledge Sharing & Artifacts - Capturing, curating, and engaging with information and artifacts
Collaborative Decision Making - Roles, processes, and protocols for determining the path forward
Effective Conflict Resolution - Raising and constructively addressing active and emerging issues
Well-Being & Work-Life Balance - Balancing work requirements with individual needs and preferences

While most teams have room for improvement in several areas, making changes requires time and effort.

The Team-X analysis process helps you narrow your focus to the categories that can benefit you the most right
now, and selects work practices that support your top focus areas. This section concludes with a synthesis of how
your team's base state, work habits and preferences, hidden tensions, unspoken norms, and automatically
recommended practices all point towards a single direction you can pursue to amplify your team's performance.
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4. Actions

Focus Areac Selected for Thic Team

To reduce friction and cognitive load, and to improve collective sensemaking, Team-X analysis reveals which
categories of improvements will have the greatest impact on your team's performance. Based on the current
needs, context, and unique membership of this team, the following categories have been highlighted:

Knowledge Sharing & Artifacts -

1:1 Communications -

Collaborative Decision Making -
Group Communications & Meetings -
Effective Conflict Resolution -

Wellness -

0 10 20 30 40
Votes

[Note: As part of Team-X analysis, each Biodex "casts votes" in a multivoting exercise. This chart shows the frequency of how your team's Biodex entries voted.]
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4. Actions

Practices Recommended for Thic Team

The following Universal Practices have been automatically selected by Team-X from our catalog based on your
team’s unique preferences, needs, and performance priorities. These practices highlight the focus area that Team-
X analysis determined was most promising for your team. They have been incorporated into evaluating your
current state and synthesizing recommendations for the highest impact action you can take now.

- N

(.(A)I) Practices

Adopt a results focused policy where team members work during hours when they feel their best, rather than being locked into a fixed timeframe
each day.

Maintain a single, searchable knowledge base of team learning (including team decisions, key discussions, lessons learned, conflicts resolved)
with clear ownership around who should be maintaining or updating each knowledge type.

Establish a shared understanding of video expectations that strikes a balance between engagement and personal flexibility, and prevents
incorrect assumptions about people or their motivations.

Use video and audio shorts to increase clarity of messaging, quickness of communication, and information retention. A quick video of a product
feature can have much greater impact than a text description or report.

Institute forward-looking project management practices to build shared understanding as early as possible, creating space for people to get
involved and contribute their expertise.

Make planning sessions open and accessible to all team members.
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4. Actions

gyn thesis

This Team-X Playbook examined patterns within and between each team member's Biodex data, combined with
proprietary Al and the connections between observed patterns and proven performance strategies. This analysis
reveals hidden dynamics and tensions, and provides practical recommendations to enhance collaborative
performance.

- N

(.(A)I) Overall Theme:

Based on the data, the highest value action this team can take is establishing a hybrid
communication protocol that transforms how ideas become results. This team has the enthusiasm,
collaborative instincts, and creative energy to innovate, but loses momentum when conversations
don't translate into documented commitments. By using brief synchronous discussions to align and
make decisions, then following up with written summaries to lock in accountability, the team can
reduce friction, protect deep work time, and build the execution discipline their ideas deserve. Clear
priorities, transparent progress tracking, and consistent recognition will further strengthen a culture
where great thinking leads to changes that stick.
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The way you work, just like the results you produce, can be
continuously improved by taking one or two targeted actions at a time.

Let this Team-X Playbook guide you to a deeper understanding of your team’s
dynamics, and in particular, to practical actions that remove hidden barriers to
collaboration and unlock your team’s full potential.

Good luck!
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