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The Team IQ Diet

Teams have an “IQ” a set of factors that are not about the team members individually but are 
about how they work together — and it makes a large difference on performance. More, 
different kinds of people get involved and contribute. 


There are a handful of research-backed approach for creating teams that perform better by 
better including more members and points of view. The list below of team management norms 
are designed to help us create them.


DOCTOR SHOT Quarterly Rhythm 
Roughly in sync with performance reviews, and we should ask on these metrics in reviews, a 
team leader should 

- SERUM identify team cohesion (and non-reciprocal friendships) and invest in a team 

cohesion activity

- HEALTH check in on individual happiness and wellness 1-1 with teams

- ORGANS evaluate team composition - sameness v diversity? “blood”? what is the 

Charismatic Connector (“Glue”) count?

- TEMPO discuss the weekly and daily rhythms with the team for review


WORKOUT SET Weekly Rhythm 
- SUSTAINED keep track of meeting compliance with teams

- EXPLORING create an exploration opportunity, and a sidebar peer like opportunity for the 

team

- THANKBACK mark a gratitude opportunity for your team


YOGA POSE Meeting Rhythm 
- PERSONALIZED meet in-person 

- ON-TIME hold the meetings regularly

- SEQUENTIAL set explicit norms on equal time (rotation?) and low interruption, moderate to 

aim for participation

- EMOTIONAL set social aims for meetings as well as content aims - e.g., equal time, 

engagement, face to face, and high energy


OFFICIAL HAND SIGNAL the hand triangle.


Official accessory: shell necklace  



Team Dynamics Learnings and Notes


Outline 
- What is this?

- What is the workplan?

- Team Dynamics summary

- Team Dynamics clippings

- Women Leaders notes

- Women Leaders clippings


What Is This 
A plan for higher performing work culture: High Output and Team IQ.


What Is The Workplan 
This is version 1 of a prescriptive “how to recruit and run your teams” tips and rules list, 
addressing teams generically and issues of diversity. (Oct 21, 2018 - Amol)


Team Dynamics Overview 

High Output / Baseline: what we already know 

Many workplaces have a team workstyle that works well for the initiated. This involves personal 
and collaborative styles around work habits (hours, task lists, timelines, standards of output, 
comfort in uncertainty) and social habits (meetings, project plan visibility, problem surfacing 
and problem solving, time horizons). 


These are often called the X Way (McKinsey...Google...Military...Intel). Not all high performing 
organizations are similar in their process and objectives so we have to choose for Knotel what 
applies. 


Some big picture aspects of our work culture are described by our Knotel Values, the way we 
work as a team, and other implicit productivity styles we have at Knotel, and some pragmatic 
advice based on Grove, Drucker, Heifetz and Code As Cards. 


Let’s call that High Output, to borrow from Andy Grove. More on them detailed below. 


But these approaches do have some problems. 


First, most high performing organizations have historically failed to consider how “initiation” 
filters out many talented people during recruiting, onboarding, and retention rather than 
developing them.


Second, many such organizations have the luxury of a “upper class” and “lower class” people 
hierarchy. Officers or Engineers or Consultants rule at the Marines or Intel or McKinsey. Can we 
say the same at Knotel? Or would we prefer a high performance culture that crosses the many 



“cultures” of HQ and Market and Frontline, from finance to brand marketing to customer 
success?


Next level: this is the new layer of work styles proposed 
below 

The research is below but the summary and proposal is summarized above: The Team IQ Diet.


To get more people involved and get the best from our teams, we can add protocols that 
achieve higher Team IQ, the quality of some teams to produce better outcomes even with the 
same members. 


The measures of high Team IQ are simply better performance. Better outcomes. 


The correlates that predict better team performance are diverse teams where everyone feels 
they can participate, they can take risks, they are connected to each other and to the outside 
world. 


How can we cultivate these patterns rather than just waiting for them? These are some ideas 
below — protocols for hiring, training, 1-1s, task assignments, meeting formats, and reviews. 


High Output, the Baseline  
Our basic outline for high performance at Knotel is roughly composed of these ideas. 


Values about how we work 
- Fly your flag

- Outcomes not processes

- Don’t look away

- Where is it engraved

- Get uncomfortable

- Share in the victory dance


Unstated, but we should state, these personal qualities 
- Smart and knowledgeable 

- Gets things done


How we think about our work, building repeatable systems: 
- Building Machines — Goal —> Machine —> Output

- Do, Plan, Automate. How a department gets built. You do the job. Figure it out. By hand. 
Then you start laying out a process scheme and tools. And finally you have a Machine phase 
when tech and tools do all the work.


Prioritization 
- Now, Soon, Later. Every task lives in one of these columns. 

- Drucker on time management, solo time, face to face time, walking around time, and other 

Effective Executive themes. This includes budgeting time for Heifetz’s “Get Up Off Of The 
Dance Floor and Onto The Balcony.”




Visible progress, a concept most emphasized in Agile: 
- Shared Task Lists create visible work and social pressure for individual progress. 


Goals and continuous improvement 
- OKRs: agree on key results/outcomes, write them down, and discuss them daily, weekly, 
monthly, quarterly. Outcomes not the how. 


Managers have four tools: Leverage, Meetings, Decisions, Planning (Grove)


Meetings, how to: written agenda, state leader role, state format, leader speaks last, take clear 
decision, ask support of all parties, write next steps, meet again. 

However, “No meetings.” In person we solve hard problems and develop Team IQ. “No 
Meetings” is how we move information one-to-many or one-to-one — we don’t move 
information in meetings primarily.


Delegation and motivation on outcomes is paramount

- Lazy General - hard work doesn’t mean good outcomes. Taichii Ohno calls that “Wasted 

Motion is Not Work”. Lazy and Smart is better than hard working and poorly thought out (von 
Moltke)


- Battles are not won at the green table - delegate! (von Moltke)

- But meanwhile, Fix the flags. Everybody takes out the trash. Grab it. (Danny Meyer) But the 

Dalio is “Taste the Soup.”

- Delegate to set yourself free. Need blocks of time dedicated to solo work/analysis, small 

group management and collaboration, and then social network-building and public facing 
identity (in the company, in the public).


Decisions.

- Be fast and clear. Post the decision.

- Be positive. Axiomatic Yes. We will find a way because that is how we get better.

- Disagree but commit. We don’t need consensus, even from the leader. But should support 

the decision drawn for real. (Bezos)


Planning. 


Cards. Disaggregate.

- Journey of a thousand miles. 

- Making lists longer vs. making lists shorter. (Pony Mode vs. Beast Mode)

- Code as Cards. If anyone tells you “it’s too abstract”, come see Amol. More below.


Code As Cards has a few key ideas. They are Amol’s remixes of other people’s ideas.

- Your time is paramount. Be selfish.

- Delegate everything. Be generous assuming their capability.

- Make work into small units (cards). Disaggregate.

- Visible Work (a tangible output) or there is no work. Show it.

- All time is measured in moving tangible work forward

- All big jobs are composed of small jobs

- Facetime is time-expensive. Use visible work, cards, coordination to create leverage

- Use Globalization and Technology to your advantage. Think of ways. Outsource. Automate. 

Write scripts. Outsource the writing of scripts. But don’t resist the future. 


Trust yourself

- Use Thin Slices or Fast/System 1 (v Slow/System 2)




Hard problems. Tackle those first. (Let the fires burn, as in Hoffman’s language.)

- Also Heifetz: Adaptive Leadership is about changing values and priorities collectively; while 

Technical Leadership is just applying the remedy. Adaptive is the hard stuff.

- 10x not 10%.

- L’audace, l’audace, toujours l’audace. (Frederick the Great via Patton). If unsure, advance!


How to assess our capabilities

- Task-relevant Maturity. From Grove. A person has a level of capability matched to the tasks 

at hand. It isn’t a universal “are they good” measure. 

- Rule of thumb: duty cycle time, e.g., 2 minutes, 2 hours, 2 days, 2 weeks…2 years.


Culture. 

- All happy families are the same. All unhappy families are miserable in their own unique way. 
(Tolstoy.) At startups it is the opposite. All happy companies are happy in their own unique way. 
Ours is #LovingKindness.


More on The Amol API knote and the Amol API writeup.


In general these are conventional ideas about productivity and efficiency. We didn’t invent them 
but we should collect, add, refine, make them our own (“shmoop”) and make them a culture.


Next Level 
Research so far: What I have learned from the sources below in this memo

1. Good Teams like Tolstoy’s Happy Families are all the same. 

• Pentland’s three key variables (empathy, equal participation, women present) from his 

MIT work

• Google Aristotle’s and Psychological Safety (Amy Edmondson, Harvard)

2. Good Teams do better than Bad Teams, even with members that have all the same 

qualities. (Pentland call center handle times drop 20%)

3. Good Teams get along well together and are socially in tune. Obvious right?

4. But “Get Along” can be exclusionary or cliquey - bros for example - as we know from our 

experience. 

5. There are more universal principles here though. Good Teams 

• Though rejecting the parliamentary Roberts Rules of Order https://en.m.wikipedia.org/

wiki/Robert%27s_Rules_of_Order

6. Markers of good teams, aka “Safe” per Aristotle

• Energy and Engagement (Pentland 2010, 2012)

• Equal time (Pentland 2010, 2012)

• Peerlike and sidebar (Pentland 2012)

• Women present (Pentland 2010)

• Explore outside (Pentland 2012) 

7. How to make it happen (Pentland 2012)

• Change the seating and space

• Encourage f2f and equal exchanges

• Add some people, new blood

• Interrupt less

• Use feedback to shape

• Charismatic Connectors


https://knote.com/p/8ydqXB/The-Amol-API
https://docs.google.com/document/d/1A6EAewxiQFr5CHAOTSUdRzuVljOhihrAi1pOzkKs7Qs/edit
https://en.m.wikipedia.org/wiki/Robert%27s_Rules_of_Order
https://en.m.wikipedia.org/wiki/Robert%27s_Rules_of_Order


Goals are a Team IQ recipe for
1. Quarterly

• Team composition

• Checkin on culture norms (what do I mean?)

• Activity to create the team uniformity on norms

• Happiness and wellness check; process


2. Weekly

• Tracker on meeting compliance/ratings

• Check “blood”

• Feedback opportunity

• Gratitude opportunity

• Happiness meter


3. Every meeting

• Ban interruptions

• Meter for equal time

• Orientation of the physical meeting

• Meet in-person

• Hold the meetings




TEAM DYNAMICS CLIPPINGS 

Collective Intelligence 
Pentland 2010







Friends and patterns 
Pentland 2009

Tldr: Friends hang out together outside work.



Self-reports of time spent together exaggerate wildly to high side. Real 
friends get it right. But non-friends overestimate. 

One-Way friends hang out a lot at the office. But real friends are after 
work or weekends. Blue line vs Green line. Red line is folks who 
mutually are not friends. 

Look how strong a predictor it is. 90%+ over those two factors. 



New Science of Building Great Teams 
Pentland HBR 2012

The data also reveal, at a higher level, that successful teams share 
several defining characteristics:



1. Everyone on the team talks and listens in roughly equal measure, 
keeping contributions short and sweet.
2. Members face one another, and their conversations and gestures 
are energetic.
3. Members connect directly with one another—not just with the team 
leader.
4. Members carry on back-channel or side conversations within the 
team.
5. Members periodically break, go exploring outside the team, and 
bring information back.

From Dream Teams by Shane Snow 

Team IQ snippets / Aug 12



High quality analytics thinking: overriding first 
impressions 
https://www.sciencedirect.com/science/article/pii/S0010027714001632

https://www.sciencedirect.com/science/article/pii/S0010027714001632


https://www.philosophytalk.org/blog/puzzle-about-conspiracy-theorists-
part-i

https://www.philosophytalk.org/blog/puzzle-about-conspiracy-theorists-part-i
https://www.philosophytalk.org/blog/puzzle-about-conspiracy-theorists-part-i




Empathy 
From Simon Baron-Cohen (famous research psychologist 
and Sascha’s cousin)


Team IQ snippets / Aug 12









Happiness in philosophy and science 
In Aspen at Ideas Festival, I learned a bunch about the science research on happiness to date. 
And here in India, I have been reading Hindu and Buddhist authors on the same: Vivekananda, 
Ramakrishna, Buddha’s followers including the contemporary Thich Naht Hahn.

There are some overlaps. A lot. Here is what the Buddhists say, roughly.










Partly based on Thich Nhat Hanh, and partly on Lyubomirsky’s How of Happiness 
compendium.




Formulas for being happy, having friends, handling 
conflict, restoring others: 
Being angry is a feeling you have. So you can calm it. Breathe. Walk. (Also validated in 
Lyubomirsky’s summary.)


Forgiveness and apologizing. Something to give without asking for reciprocity. Just “sorry”. 
Calms others. Face to face or phone or a letter or anything is better than nothing. (Also 
validated in Lyubomirsky’s summary.)


Loving Speech and Compassionate Listening. A generous act that calms others. (Also 
validated in Lyubomirsky’s summary.)


Thinking rightly is important as it will manifest. Have compassion in your thoughts. (Also 
validated in Lyubomirsky’s summary.)


You may have to calm yourself before being ready to forgive, apologize, loving speech or listen 
compassionately. (Also validated in Lyubomirsky’s summary.)


Telling the truth is important but a skillfully done job whose purpose is to help the other person 
not harm them.


Acting out or airing anger (or Freudian therapy…) doesn’t help. It reinforces negative thinking. 
(Also validated in Lyubomirsky’s summary.)


Nourishing happiness or nourishing suffering (eg cognitive behavioral therapy). (Also validated 
in Lyubomirsky’s summary.)


Savoring. I am very happy right now. (Also validated in Lyubomirsky’s summary.)


Questions it left for me: 

Can a leader who struggles in face of a great challenge be at peace? And if the leader is not at 
peace can the followers expect to be presented with great generosity? Was Churchill kind? 
Could he have been? Gandhi?


In society and personal relations, everything points to happiness. Perhaps also in politics and 
business and war? Can we make happiness and peace the core principle as we endeavour to 
do very challenging things against opponents who resist our progress? Eg Buddhism vs 
Confucianism vs Sun Tzu? Would Sun Tzu have agreed that Loving Speech is needed across 
rivals?




Happiness and Teams / Aspen 

Happiness. The most popular class at Yale ever. Professor Santos. 

Background movements in psychology 
Science of Positive Psychology
Science of Behavior Change

Plan of the class
Science - how it works - of the good life
Practice - experiences to change behavior eg gratitude, sleep, 
meditation
by Laurie.Santos@yale.edu

Outline of the argument 
1. You can change your well-being level. It isn’t innate. It isn’t mostly 

heritable, eg Lyubomersky best-seller. 50%. Control the rest. 
2. Life circumstances don’t matter that much. Eg lottery winners. And 

reverse like injuries. That’s 10%. 
3. Rest can be produced by intentional effort: daily work. Like the 

gym. Avoid the GI Joe Fallacy (“Knowing is half the battle.”) http://
thehowofhappiness.com/

4. You mind is often lying about what makes you happy. Visual 
illusions lie about reality. Etc. Mind illusions about what will make 
us happy - eg money. 75k is enough per studies. People increase 
their cash desire increasingly as they have more money. 

5. Socializing: Happy people spend more time with others, less time 
alone. By large margin, 1.5 to 2x. Epley and Schroeder - 
Connection condition, Solitary condition, Control/Be yourself.  
Connection happier;  no lower productivity. 

6. Helping Others. Dunn 2008. Give people money. Make them give 
it away. Makes them happier. 

7. Gratitude ritual. Eg instead of Whinefest do a Celebfest. Or make 
a daily gratitude list. Express it publicly - through greater social 

http://thehowofhappiness.com/
http://thehowofhappiness.com/


connection. Seligman 2005 - write a letter. The recipient of this 
message feels a huge positive effect for them. Lasts a month for 
both parties. 

8. Healthy stuff matters more than you think like sleep and exercise. 
30 min cardio = Xoloft Rx. Sleep - Dinges 1997 - 7.5 hrs vs 5 hrs 
— sleep restriction makes mood fall by half from 12 to 6 (clinical 
depression levels). 

9. Being in the present. 49.6% of the time, mind is wandering. Not 
attending to what we do. Gilbert 2010. As mind wanders it is 
typically reducing well-being. How to address: Savoring. 
Meditation (mindful or loving kindness meditation). 

10. Become wealthy in time not money. Have free time. Cancelled 
class; a surprise hour for the students. Take a walk, read a 
random book, savor a bubble tea, tell me what you did. “First hour 
off I have ever had.” “An hour they would remember for their 
whole lives”

To do list - family version vs work version
⁃ Socialize
⁃ Give money away
⁃ Gratitude daily and publicly
⁃ Exercise 30 min
⁃ Sleep 7 hours
⁃ Savor and Meditate in the present
⁃ Time affluence. An hour back. No meetings. 

Informal Survey of WellBeing. 
National College Mental Health Survey

Course:
https://www.coursera.org/learn/the-science-of-well-being
Columbia Student Well-Being Survey | Columbia University Life
How to Be Happy: A Cheat Sheet

https://www.coursera.org/learn/the-science-of-well-being
https://universitylife.columbia.edu/wellbeingsurvey
https://www.thecut.com/2018/05/how-to-be-happy.html


Teams

What about teams? What mechanics make a team work well?
⁃ Jocko and the seals
⁃ Parliamentary Rules of Order
⁃ Military, eg Field Service Manual
High-Performing Teams Need Psychological Safety. Here’s How to 
Create It
5 Research Backed Practices to Build a High Performing Team

https://hbr.org/2017/08/high-performing-teams-need-psychological-safety-heres-how-to-create-it
https://hbr.org/2017/08/high-performing-teams-need-psychological-safety-heres-how-to-create-it
https://www.drtoddhall.com/post/5-research-backed-practices-to-build-a-high-performing-team


Team Collective Intelligence Notes from Todd Hall 

https://www.drtoddhall.com/post/5-research-backed-practices-to-build-
a-high-performing-team

[1] Cited in Charles Duhigg. (2016, Feb 26) “What Google Learned 
From Its Quest to Build the Perfect Team.” [Online]. Available: http://
www.nytimes.com/2016/02/28/magazine/what-google-learned-from-
its-quest-to-build-the-perfect-team.html?_r=0
[2]. Woolley, A.W., Chabris, C.F., Pentland, A., Hashmi, N, & Malone, 
T.W. (2010). Evidence for a Collective Intelligence Factor in the 
Performance of Human Groups. Science, V 330, 686-688.
[3] Cited in Charles Duhigg. (2016, Feb 26) “What Google Learned 
From Its Quest to Build the Perfect Team.” [Online]. Available: http://
www.nytimes.com/2016/02/28/magazine/what-google-learned-from-
its-quest-to-build-the-perfect-team.html?_r=0, p. 9.
[4] Cited in Charles Duhigg. (2016, Feb 26) “What Google Learned 
From Its Quest to Build the Perfect Team.” [Online]. Available: http://
www.nytimes.com/2016/02/28/magazine/what-google-learned-from-
its-quest-to-build-the-perfect-team.html?_r=0, p. 10.
[5] Cited in Charles Duhigg. (2016, Feb 26) “What Google Learned 
From Its Quest to Build the Perfect Team.” [Online]. Available: http://
www.nytimes.com/2016/02/28/magazine/what-google-learned-from-
its-quest-to-build-the-perfect-team.html?_r=0, p. 10.
[6]. Alex Pentland. (2012, April). "The New Science of Building Great 
Teams” [Online]. Available: https://hbr.org/2012/04/the-new-science-of-
building-great-teams
[7]. See studies cited in Woolley, A.W., Aggarwal, I. & Malone, T.W. 
(2015). Collective intelligence and group performance. Current 
Directions in Psychological Science, Vol. 24(6) 420–424.
[8]. Sinek, S. (2014). Leaders Eat Last. New York: Penguin.
[9]. Awang Idris, M., Dollard, M.F., & Tuckey, M.R. (2015). 
Psychosocial safety climate as a management tool for employee 
engagement and performance: A multilevel analysis. International 
Journal of Stress Management, 22(2), 183-206.



[10]. Rousell, M. (2007). Sudden influence. Westport, CT: Praeger.
[11]. Cited in Charles Duhigg. (2016, Feb 26) “What Google Learned 
From Its Quest to Build the Perfect Team.” [Online]. Available: http://
www.nytimes.com/2016/02/28/magazine/what-google-learned-from-
its-quest-to-build-the-perfect-team.html?_r=0, p. 12.
[12]. Jim Whitehurst. 3 Ways to Encourage Smarter Teamwork. 
[Online]. Available: https://hbr.org/2015/09/3-ways-to-encourage-
smarter-teamwork



WOMEN LEADERS NOTES / Deborah Rhode 
Women’s Leadership / Aspen / Teams
Deborah Rhode of Stanford Law School

Women do seem to lead in collaborative ways. 

20% of women with professional degrees don’t work vs 5% for men

Majority of women think their husbands create more work than they 
DO in the household

RBG: what a woman needs is a man who thinks her career is more 
important than his



Companies say they want to do better... but it seems to be hard

Many leadership qualities are masculine - driving, top down, assertive

Women are criticized for being too assertive or not assertive enough 

Cartoon: Women’s porn - man pushing a vacuum cleaner

Cartoon: yeah but if a women had his head cut off she would be a 
bitch

Heidi Roizen v Harold Roizen - survey driven “Heidi is a bitch”

Cartoon: that’s a great point Ms T, let’s just wait till one of the men 
makes it

What about fear of sexual harassment — no 1-1s with women —> 
what to do? Push back. 

How can women solve work-life balance?
Gloria Steinem: Women can’t until men want to

There is no evidence that training works. Probably because training is 
very uneven. 

Mentorship and Sponsorship programs are really important. 

Unconscious bias - how to handle?
Monitor and have people give reasons. Track numbers. Hold people 
accountable for progress. 
Tech has made it easier to work at home. But also harder to not work 
all the time at home. Tethering to devices disrupts family life. 

Sexual harassment. Only 5% report it. But if others have reported it, it 
is more likely. So a system that allows a victim to file anonymously 



and wait to see if someone else files an issue then they can come 
forward - we do that at Stanford. 

What about Pay Equity? More public data. Teaching negotiating skills. 
Women Don’t Ask Book. 

Women Don't Ask: The High Cost of Avoiding Negotiation--and 
Positive Strategies for Change https://www.amazon.com/dp/
0553383876/ref=cm_sw_r_cp_api_FfKnBb1A4Q77G

Gloria Steinem: The truth will set you free but first it will piss you off

Relentlessly pleasant. Works in difficult patriarchal situations. Be 
extremely insistent...in the nicest possible way. Sugarcoating. Steel 
magnolias. A skill that works. 

On-site daycare is cost effective for recruiting

All Girls Networks
Emily’s List - 16k v 1k last year inbound
Women who run do just as well
The problem used to be 
There will be a woman president. She won the popular vote. 

We are not where we want to be. But we are not where we once were 
- MLK



WOMEN LEADERS NOTES / Notes on Rhode Book 



Often hard for women to help other women
Inequity at home exacerbates inequity in office
Great Steinem line responding to “what can women do...” “women 
cant unless men are asking the question too”
Need flexible work hours and locations, policies to protect same

HIGHLIGHTS FROM WOMEN AND LEADERSHIP



Including women leaders means including some different views, even 
if it is unclear that all women are similar to each other
Generally thought that women are higher EQ, participatory, 
empathetic, supportive, collaborative - confirmed in small scale or self-
report studies. But not confirmed in large scale work — where women 
and men appear the same. Socialization may distort the small studies. 
And societal norms are shifting toward collaborative leadership and 
men are adopting it. 
Women in power sometimes advocate for women and raise women’s 
issues. Other times they avoid this to avoid being labeled as feminist 
or abrasive. 
Avoid self-help writers. They focus only on personal strategies like find 
a mentor and maintain work-life balance. Structural change is 
essential. 
Structural change agenda

- Commitment and accountability
- Measurement and reporting
- Quality of life and Work-Family initiatives
- Mentoring and Women’s Networks
- Leadership style: ask for hard assignments, have informal networks 

and mentors, be comfortable but also have authoritative style that 
works in the particular organization, have a style that works on men 
too

- Family-Home Balance: develop leverage and delegation at home; 
stay involved with professional world when taking time off with 
children; arrange flex around work schedule to balance with home.

- Read _The Hidden Brain Drain_
-



Dahlerup: globally, quotas work. Nothing else does. Based on 
research with parliaments. 

Heifetz: Adaptive Leadership and women

Pitfalls for male supporters of change. Consequence is men avoid 
participating. (Eg at Knotel: Amit attitude or charges of tokenizing 
gender or minority roles)

Adaptive Leadership as a theory of leadership espouses traits often 
associated with women’s style: leading without a directive or high-
certainty agenda, leading without formal grants of authority/
influencing, and leading in a collaborative Let The People Do The 
Work style. 

Missing from discussions: what do men have at stake? What will they 
lose if the world changes? Will it be a period of loss without a 
substitute value? Are there competing values being betrayed 
(tradition, reward for sacrifice, meritocracy)? 

“People resist the various forms of loss that often accompany 
change.”

Pittinsky et al: Women Leader Stereotypes

Some writers espouse a “women are better leaders” narrative. It says 
first that women are naturally different and second that this is better. 
Little evidence in research to support the difference here. And risks in 
putting women in a focus light with the “they are different” label. 



Leadership Secrets of the Navy Seals 

 



High hopes here but kind of a shrill book. Bad writing I 
guess – formulaic, repetitive, uninteresting. The SEALs 
seem awesome but this isn’t quite awesome.

You can learn everything it has to say from studying the 
chapter titles and thinking. So here they are:



A couple of topics were a little more complicated. These:

Types of managers (a menu):
Screamer – Volcano
Friend – Country Club
Rule follower – Accountant
Never satisfied – Stepfather
Rule breaker – Cowboy
–> use different styles for different situations. No always 
the same.

What you need to give people:
Responsibility – a mission
Authority – resources
Accountability – feedback

Sources of leadership authority that you can tap
Moral
Technical
Knowledge 
Organizational 
Inspirational

What people need
Pay – enough
Titles – authority 
Respect – fairness
Recognition – good or bad
Loads – no B people to carry around



Trust – yours

And: It’s notable that an organization whose onboarding 
most people fail to survive is considered very great. Most 
companies are afraid to let half or 90% of their new hires 
quit.



Melville on Leadership 



Notes on Scrum by Sutherland from Jayson White 

Scrum; Key Ideas.
 

1. Reframing the Ends of Management and the Mechanics of 
Teamwork. 
 

The term comes from the Rugby scrum - team alignment, unity of 
purpose, clarity of goal come together. Sounds familiar, right?
 

However, traditional management theory aims for these ideals via 1) 
control and 2) predictability. Planning, charts and graphs are intended 
to eliminate risk and to make the future conform to present 
expectations.That never happens--and even less as the global/digital 
economy continues to unfold. 
 

So, instead, frame teamwork around: 
1) discovery of problems and 
2) bursts of inspiration.
 

 

2. What's management about; 
 

- Servant Leadership; Management's principal work is impediment 
removal for team performance. Eliminating wasted time, energy and 
ideas. 



- Inspect and Adapt; Fail fast so you can fix early. Continuous 
Improvement by reframing goal development and day-to-day work 
around team insights 
- Unlocking Greatness; Teams are mostly limited by outdated notions 
of productivity. Teams can realize categorical increases in team 
productivity (over and over)
 

 

"Planning Is Useful. Blindly Following Plans Is Stupid. It’s just so 
tempting to draw up endless charts. All the work needed to be done on 
a massive project laid out for everyone to see—but when detailed 
plans meet reality, they fall apart. Build into your working method the 
assumption of change, discovery, and new ideas."
 

3. Teams; The best teams are; 
 

- Transcendent; Focused on a sense of purpose larger than the simple 
task at hand. For us is this transformation of the commercial real 
estate industry? Innovation in the way companies use space to grow? 
Creativity in the built environment itself? Why are we here?
 

- Autonomous; Empowered and incented teams can achieve--and 
improve--goals without dependence on a pre-dictated outcome, 
timeline or budget. Teams report on completed projects, not excuses 
for why work didn't get done.
 

- Cross-Functional; Skill sets should cover the core competencies to 
complete (and rethink as needed) the objectives and the work. The 
empowered, capable, cross-functional team will escape the confines 
of hierarchy pretty quickly, it seems. 



 

4. Scrum and the Strength of Seven-man Teams; "Brook's Law" in 
software development opines that "adding manpower to a late project 
makes it later." Teams of 3-7 get the same amount of work done as 
teams of 8-25. Its just science.  
 

One reason - the human mind can really only retain info best in groups 
of 7 or less. (Phone numbers have seven digits for this reason, he 
claims.) 
 

But the management principals at play really are the wastefulness of 
onboarding new team members and our limited ability to track inputs 
and outputs from more than 7 channels. 



Creative vs Performance managers 

https://www.americamagazine.org/politics-society/2018/06/29/
montessori-schools-are-exceptionally-successful-so-why-arent-there-
more

https://www.americamagazine.org/politics-society/2018/06/29/montessori-schools-are-exceptionally-successful-so-why-arent-there-more
https://www.americamagazine.org/politics-society/2018/06/29/montessori-schools-are-exceptionally-successful-so-why-arent-there-more
https://www.americamagazine.org/politics-society/2018/06/29/montessori-schools-are-exceptionally-successful-so-why-arent-there-more


Small Group Interactions and Team IQ Literature 

Group Cohesion Markers 











Thin Slices Negotiation - What Can You Learn in Five 
Minutes 































Creative vs Performance Management typical patterns 















Burning learnings, learnings from Burning Man via Goldberg.

What Jonathan reported: 

MOOP. You can't spit. Total consumption equilibrium. (“Shmoop”, my malappropriation of this term - Amol, 
Oct 2018) 

LEDs at night.  

Wild-side of the MSFT engineer. 

City goes away. The city changes all the time. Nothing is permanent.  

Scavenging.  

Consumption equilibrium. 

Wet wipes.  

Community. Vocabulary.  

Playa Names. ThreeHundy.  

Art Cars. Dept of Mutant Vehicles.  

Construction together. Camaraderie. Hard work together. 

Map of the customer.  

Project Total Design.  

Knotel signature on finished spaces. Personalized for them but also our sign. Mosaics that mark the team 
that built it.  

How our team bonds with each other and with the customer, and then expresses that in the finished 
project. 

Techniques that create surreality, carnival of the mind. Willingness to take a chance and explore because 
disinhibited. The job of the setting in that experience.  

Undermine my own value by not participating. My own stripping away.  

Other stuff becomes normal. Portapotty. No bathing. Things you don't need strip off. A clementine -- I 
tasted it like I never tasted it before.  

Hugs. "Welcome Home." The truth and sincerity of that.  

Burning the man is a party. Saturday. 

On Sunday, they burn the temple in complete silence.  

The initiation. Journey ,drive, checkpoints, the welcome, the gong, the rolling in the dust, the 
announcement "I am a burner".  

An orchestra at the subway station.  



Hiking. Camping. Cirque de Soleil. Experiential products. Disney. Camp. Clubs and initiation. Marrakech. 
Desert Blues.  
(-- How We Gather, from Divinity School - Jones) 

BCG Ventures guy, the dutch guy from SF.  

The Playa Provides. 



“Women Don’t Ask” by Lisa Babcock

https://docs.google.com/spreadsheets/d/
1BF3bsr7gRz0LdapgmQUxCowSLuw1SWb_UMUJ_Jj_3tk/
edit#gid=1575276564



https://knote.com/k/msKjM3QKwx2x4PyyD

More snippets to come. But People is reading the book. 

https://knote.com/k/msKjM3QKwx2x4PyyD


SCRUM, Sutherland’s Agile book (hat tip: CeeCee)



More To Dos

https://rework.withgoogle.com/guides/understanding-team-
effectiveness/steps/introduction/
More on Google’s recommendations for others

People can change personality and habits through practice
https://www.thecut.com/2018/11/you-cant-change-your-personality-
just-by-wanting-to.html?
utm_medium=s1&utm_campaign=nym&utm_source=tw

Including the Big Five
http://psycnet.apa.org/record/2018-53132-001

https://rework.withgoogle.com/guides/understanding-team-effectiveness/steps/introduction/
https://rework.withgoogle.com/guides/understanding-team-effectiveness/steps/introduction/
https://www.thecut.com/2018/11/you-cant-change-your-personality-just-by-wanting-to.html?utm_medium=s1&utm_campaign=nym&utm_source=tw
https://www.thecut.com/2018/11/you-cant-change-your-personality-just-by-wanting-to.html?utm_medium=s1&utm_campaign=nym&utm_source=tw
https://www.thecut.com/2018/11/you-cant-change-your-personality-just-by-wanting-to.html?utm_medium=s1&utm_campaign=nym&utm_source=tw
http://psycnet.apa.org/record/2018-53132-001


Like replacing “sorry!” with “thank you”: 

Emily Murnane
@emily_murnane
 · Oct 19, 2018

Every work email I send: 
 
Hey! 
Sorry to bug you! 
Was just wondering  
(If it’s not too much trouble) 
Would it be possible to do thing you said you’d do?  
Totally fine if not!  
Prob my fault anyway I’m an idiot :)  
Sorry to bother you! 
Sorry I exist! 
So sorry! 
Just let me know! 
Emily

Lisa Frame
@LisaFrame

Fun trick. Say “thank you” instead of sorry.  
 
Sorry to bug you = thanks for reading this  

https://twitter.com/emily_murnane
https://twitter.com/emily_murnane
https://twitter.com/emily_murnane/status/1053300441205915653
https://twitter.com/LisaFrame
https://twitter.com/LisaFrame


 
Sorry I’m late = thank you for waiting  
 
Sorry to ask again = thanks for clarifying in advanced  
 
Dumb we are even having this convo but it’s helped me persevere 
my work email dignity
4:38 PM - Oct 19, 2018

•  
1,653  

•  
212 people are talking about this 

https://twitter.com/LisaFrame/status/1053399900069670912
https://twitter.com/intent/like?tweet_id=1053399900069670912
https://twitter.com/intent/like?tweet_id=1053399900069670912
https://twitter.com/LisaFrame/status/1053399900069670912
https://twitter.com/LisaFrame/status/1053399900069670912
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