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			This Book’s Business Model

		

		
			Altogether, 225 people from 39 nations contributed to the writing, editing, and production of Business Models for Teams. Draft chapters were uploaded to an online community, where they were reviewed, discussed, and critiqued over a period of 15 months. We estimate that collectively, this group brought to the book more than 5,000 years of full-time professional experience in business, technology, government, academics, medicine, law, design, and other disciplines. The names of all 225 contributors appear on the following two pages.

			We are grateful to our contributors, who confirmed our long-standing faith in distributed intelligence—and in a truly global perspective urgently needed in organizations of all kinds here in the United States. Our contributors live in Australia, Austria, Belgium, Brazil, Canada, Chile, China, Colombia, Cypress, Denmark, Finland, France, Germany, Hungary, India, Ireland, Israel, Italy, Japan, Jordan, Luxembourg, Malaysia, Mexico, the Netherlands, New Zealand, the Philippines, Poland, Portugal, Romania, Singapore, Spain, Sweden, Switzerland, Turkey, the United Kingdom, the United Arab Emirates, the United States, and Vietnam.

			We particularly thank the following people, who for more than a year spent hundreds of hours submitting and critiquing text, contributing graphic ideas, and helping us collectively shape the direction, tone, and style of the book: Cheryl Sykes, Bob Fariss, Reiner Walter, Marijn Mulder, Jaime Schettini, Adriano Oliveira, Elia Racamonde, Jutta Hastenrath, Dennis Daems, Birgitte Alstrom, Sophie Brown, Beatriz Gonzalez, Erin Liman, Mary Anne Shew, Daniel Weiss, Cheenu Srinivasan, Danielle Leroy, Mitch Spiegel, Luigi Centenaro, Arnulv Rudland, Frederic Caufrier, Edmund Komar, Renate Bouwman, Mercedes Hoss, Thomas Becker, Nicolas de Vicq, Jose Meijer, Neil McGregor, and Mikko Mannila. Above all, thanks to Alexander Osterwalder and Yves Pigneur for inventing the Business Model Canvas.

			If the spirit moves you, join us at BusinessModelsForTeams.com to receive all of the tools featured in this book free of charge. You will discover an online community of more than 12,000 business model enthusiasts from 80 countries, including the 225 contributors listed on the following pages.
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			Origins of the Business Model Canvas

		

		
			Few people were more surprised than I was when Business Model Generation turned into an international bestseller. According to one ranking, it is now the twenty-ninth best-selling management book of all time! The success of that book is based on the Business Model Canvas. Few people know the origins of the Canvas, so Tim and Bruce suggested I share that story here.

			I serve as a professor at the University of Lausanne. In the late 1990s teams of graduate students started asking me for advice on new venture ideas and business plans. Many of these were of the “dotcom” variety and involved things like selling craft beers online.

			
				[image: ]
			

			My approach to advising these would-be entrepreneurs was to ask them questions regarding the logic underpinning their proposed ventures. I tried to get them to explain in plain language how their businesses would work—to articulate their business models. I repeated this process with many teams, and over time the questions I posed seemed to naturally fall into nine distinct categories.

			When this happened, it occurred to me that perhaps all business models share nine core elements. I did not act on this idea immediately. But it stuck in the back of my mind—and it came roaring back when I agreed to supervise business model–related doctoral studies for a young entrepreneur named Alexander Osterwalder, now founder and CEO of Strategyzer.

			For more than a decade, Alex and I worked together to develop, test, and publish our work on business models. During this time, we created a visual, nine-block tool—the Business Model Canvas—that reflected those original nine distinct question categories, though much refined and tested.

			The Canvas became the foundation for our co-authored book Business Model Generation. In addition to a co-creator community, Alex and I were supported by three colleagues who worked directly on the manuscript: designer Alan Smith, production manager Patrick van der Pijl, and editor Tim Clark.

			Tim went on to author Business Model You, which applied the Canvas to individual career development for what he calls “personal” business models. Now, Tim and Bruce Hazen have applied the Canvas to internal organizational groups in the book you are now holding: Business Models for Teams.

			Three things strike me about Business Models for Teams.

			First, it focuses on using the Canvas to improve an organization’s internal operations. This contrasts with the traditional, market-facing use of the Canvas as a strategy-making or strategy-revising tool.

			Second, it points out a fast-track way for leaders to boost their effectiveness (rather than their efficiency). Five decades of training, research, and practice have failed to significantly improve organizational leadership, perhaps due to an excessive focus on training team leaders over team members. Business Models for Teams offers leaders a way to share operational ownership and show everyone how they fit into the workplace.
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			Third, Business Models for Teams shows how the same tool can be used to create understanding and clarity at organizational, team, and individual levels. Along the way, it introduces several useful new tools and techniques that will benefit anyone who serves others as a leader, manager, or mentor.

			Who better than Tim Clark and Bruce Hazen to write this practical and inspiring handbook on bridging the gap between me and we? Based on instructive cases and stories, Tim and Bruce propose to “move beyond words and pinpoint problems with how individuals, teams, and organizations work.”

			Dear readers, let yourselves be charmed by this practical handbook. Throughout each chapter, Tim and Bruce pass on their approach with passion and clear examples. We are convinced you will discover new tools and techniques to become me-to-we practitioners.

			Yves Pigneur

			professor of management information sciences, University of Lausanne, Switzerland; co-author (with Alexander Osterwalder) of Business Model Generation
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			A Bigger Theory of Work


		

		
			See new ways to lead and better ways to work.
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			From Me to We


		

	
		
			The Player-Coach
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			“I noticed you don’t have enough players. Can I join your team?”

			He looked hopeful. And in his international soccer jersey, he also looked knowledgeable, something the rest of us could not claim. Our motley team of graduate students took to the field each week to compete in California’s San Jose Industrial Soccer League, originally so we could enjoy the excellent post-game parties. We were tied for last place.

			“Why not?” our captain replied. “We need all the help we can get.”

			“That you do!” the visitor said. Everyone laughed.

			The visitor introduced himself as Ramy. He had been a player-coach in Egypt for years before coming to the United States for graduate school. His appearance was timely: we had recently tired of playing poorly, of spending time and energy on soccer without showing much improvement. Ramy joined us and agreed to serve as player-coach.

			Things changed. Ramy started bringing out the best in everyone by teaching what he called “a bigger theory of the game.” And over time, we slowly transformed into a real team. The differences between our old and new styles of play were dramatic:

			
					Most of us were simply chasing the ball. Ramy taught us to see and relate to each other.

					Ramy taught us to strive to be the best play-makers rather than the best players.

					We had focused excessively on playing positions. Ramy taught us to see what was happening on the entire field.

					We had been playing mainly to socialize. Ramy gave us a bigger purpose: improving our skills and becoming a winning team.

			

			One season after our new player-coach joined us, we placed second in our league. Spouses and friends turned into enthusiastic supporters. And we still loved the post-game parties, especially because we could now celebrate our wins.1

		

	
		
			From Me to We

		

		
			Ramy helped transform a group of amateur U.S. soccer players into a true team. How? By appealing to four things that motivate people:

			Purpose

			People want to be part of something greater than themselves. Ramy brought a greater purpose: becoming a winning team.

			Autonomy

			People want to direct their own lives. Ramy showed teammates how to make things happen.

			Relatedness

			People want to feel connected. Ramy taught his teammates to work together and make plays.

			Mastery

			People want to get better and better at something. Ramy showed his teammates how to build their skills.2

			Though Ramy was teaching soccer, he might just as well have been tackling a challenge faced by many organizations: coaching people to stop focusing on me and start focusing on we. In short, building better teams.

			Every leader wants better teamwork. Yet all teams are, to some extent, conflicted and dysfunctional. Teamwork consultant Patrick Lencioni says this happens for the simple reason that teams ”are made up of imperfect human beings” facing a constant, internal tug-of-war.3

			At work, people struggle to balance personal needs (What’s in it for me?) with team aims (What’s best for the group?). Personal career decisions, too, often seem like tough choices between survival and seeking meaningful work. This tension between me and we is biological, permanent, and irresolvable, says Pulitzer Prize-winning Harvard biologist Edward O. Wilson:

			Are we built to pledge our lives to a group? Or to place ourselves and our families above all else? Scientific evidence . . . suggests that we are both of these things simultaneously . . . The products of the two opposing vectors . . . are hardwired in our emotions and reasoning, and cannot be erased.4

			No wonder leading a team is so challenging; it demands tirelessly moving back and forth between personal needs and group goals.

			Leaders must somehow address both the self-serving me and the group-serving we. But the me-we conflict is inevitable, so eliminating it is impossible. Instead, a good team-builder uses this tension to everyone’s benefit. The goal is to shift people toward we behavior by artfully recognizing everyone’s me. Business Models for Teams will show you how—and like Ramy, make you a standout player-coach for your organization.
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			How Does Me-to-We Work?

		

		
			The me-to-we approach works by adopting a Bigger Theory of Work. Just as Ramy steered his teammates away from playing “positions,” the Bigger Theory defines work not in terms of jobs but in terms of roles.

			Job descriptions define duties, tasks, and expected outcomes. In contrast, role descriptions focus on relationships to other people, much as Ramy taught unskilled soccer players to work together rather than merely chase the ball. For example, on a project team, Kevin could be given the role of communications director. “Communications director” is not a job title, it is a role Kevin will play in communicating his team’s actions to the rest of the organization.
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				The Business Model Canvas

			



			The Bigger Theory of Work also sees work not in terms of organizational structure but rather in terms of business models. Organization charts describe reporting relationships within an enterprise. But they tell us little about how an organization works as a system.

			Business models, on the other hand, describe what an organizational system actually does, for whom, and how its elements are related. A business model shows a system “happening all at once”—much as Ramy showed players how to see the entire game unfolding on a soccer field. Starting in the next chapter, you will learn to use the Business Model Canvas, a powerful tool for depicting and understanding business models.

			The Business Model Canvas can be used to create a “systems view” of organizations at three levels: enterprise, team, and individual. An enterprise business model shows how an entire organization creates and delivers value to customers outside the organization. A team business model shows how a group creates and delivers value, often to “customers” inside the organization. A personal business model shows how an individual creates and delivers value.
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				Think of the three levels as a stacked tier with the enterprise model on top. Viewing an organization this way reveals workplace interdependencies and begins imparting a sense of relatedness to people who may be accustomed to thinking of work in terms of proscribed “jobs” that rarely transcend group or functional boundaries. This is where people begin discovering how an organization really works—and how they fit in.

			


		

	
		
			Who This Book is for and Why

		

		
			Business Models For Teams is for anyone who oversees other people, and who, like Ramy, want to strengthen their teams—and stay in the game! The methods described can be used in most organizations, whether non-profit or for-profit.

			Good teamwork means more than cooperation and communication. It means people are both self-directed and working on important things, not merely keeping busy. So a key goal of the book is to teach you specific ways you can help people become more self-directed, and, as Warren Buffett famously said, help you “lead more and manage less.”

			Leadership Basics

			You can benefit from the methods and techniques described regardless of your background or experience. But basic management or supervisory skills will be important if you plan to use the book to teach or train others.

			Business Models For Teams is not about leadership basics, and it does not recommend one particular style of leadership. But if you feel a need to revisit the fundamentals, one enduring model that has informed generations of front-line managers and executives is situational leadership, originally introduced by Paul Hersey and Ken Blanchard.5

			Situational leadership says that leaders cannot rely on a single behavioral mode or single lens through which to view people and their needs. Rather, they must adapt their style to fit different people and different situations. A popular adaptation of the situational leadership model is presented in the bestseller The One Minute Manager.6

			The best way for most people to grow as a leader is to improve basic management skills: things like building trust, delivering feedback, and giving recognition and acknowledgment.7 See the bibliography here for suggested readings on leadership and related topics.

		

	
		
			“Accidental” Leadership and Three Thinking Styles

		

		
			People often become leaders “by accident.” That is, they are promoted to leadership positions mainly because of strong technical or functional competence, not necessarily because they exhibited strong management or supervisory skills. As a result, many new leaders must literally learn to think differently.

			Here is why. When people begin their careers they are “testing their training”—they seek direction and depend on others to teach them new or better ways of working. This career stage is characterized by dependent thinking.

			Once people develop a specialty and a reputation for competence, they tend to trust their own experience and become more self-directed. This career stage is characterized by independent thinking.

			But when people start leading others, they must think about systems and about relationships— relationships between people and between groups of people. This requires interdependent or systems thinking. The most practical, readily-understandable way to grasp systems and interdependencies is to graphically depict them with business models.8

			Improving your facility with business models will help you tremendously as a leader. It will also help you differentiate between the three thinking styles (dependent, independent, and interdependent/systems), sharpen your ability to recognize the three styles in others, and help coworkers learn and practice the appropriate style.
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				Why Business Models for Teams?

				Business models are ordinarily used to better serve external Customers. This is strategy: the logic of creating and delivering benefits to markets. In most organizations, only executives work on strategy.

				Rather than strategy, we focus on using business models to better serve internal Customers. This is operations. Operations is where most people work.

				Business Model Generation defined a new way to describe organizational strategy. Business Model You applied the method to individuals. Now Business Models for Teams shows strategy and operations together—so people understand what to do at work each day.

			


		

	
		
			When Words Are Not Enough—or Too Much
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				An organization expressed using LEGO® bricks

			

		

		
			Newly-promoted leaders who read leadership books or take leadership training often come away with a fresh vocabulary that describes skillful leading. Yet they may still lack the capacity to demonstrate leadership or develop it in others, and instead rely on leader-like pronouncements made under two mistaken assumptions:

			
					Everyone understands my words the way I understand and intend them.

					Everyone will now take appropriate action, based on my words.

			

			There is nothing wrong with words, of course. But words alone cannot handle the task of explaining or understanding a complex, multi-dimensional system such as an organization. To understand a system, leaders need physical tools (third objects9) that allow people to see an entire system at once. Third objects such as Canvases, LEGO® bricks, sticky notes, flip charts, and drawings efficiently symbolize or model relationships too complex for words.

			Third object tools gently guide users away from the abstract world of discussion and toward the concrete world of construction.10 Active construction uncovers tacit knowledge, empowers less verbal people, and makes it easier for everyone to articulate and share thoughts with colleagues. Third objects also reduce conflict by focusing people on the work that needs to be done, and reducing the effects of personality, politics, and the tendency for groups to adopt the opinions of the most articulate speaker. What is more, they are highly engaging and inspire people to change their behavior.

			Experienced me-to-we practitioners find third object tools indispensable, so you will find plenty of examples throughout this book. These tools will help you move beyond words and pinpoint problems with how individuals, teams, and organizations work.



		

	
		
			Clarifying Your Role

			
		

		

			But what follows that—helping people fit into organizations and become productive—demands solid leadership skills. Inexperienced leaders will struggle to accomplish this crucial goal. If you use the tools in this book to uncover problems, be sure you and your team have the capacity and commitment to address them.
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			New leaders tend to over-focus on matching their behavior to the job they have just been hired to do. But they rarely explain their leadership role to those they supervise. As a result, few subordinates understand the new leader’s role. Rather, they infer it based on isolated interactions with that leader. If you want colleagues to better support you (“manage up” from their perspective), do not leave them guessing; give them a full description of your leadership role.

			Roles—especially leaders’ roles—are bound to change over time. So it is essential to openly and explicitly review peoples’ roles, including your own leadership role. Avoid lecturing, talking down to direct reports, or reviewing job descriptions. Simply describe your respective roles. If you want a team to move toward more distributed decision-making and self-directed action, for example, you might explain that your role will shift from that of an answer-giver who solves problems to that of a questioner who helps others frame problems.

		

	
		
			The Approach: A Quick Overview
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			You will start learning specific methods for boosting teamwork in the next chapter. The methods can be used in many combinations, but here is a quick overview of one typical approach:

		

		
			1. Participants draw personal business models

			Individual team members use the Personal Business Model Canvas to depict what they currently do at work—and what they would like to do in the future. This causes participants to think beyond activities and recognize who they help at work—the first step toward acknowledging the crucial workplace interdependencies that underpin good cooperation. The process of creating “as-is” and “to-be” models and sharing the resulting insights prompts participants to become more communicative and aware of gaps in their own ability to contribute. These are solid steps toward better teamwork.

			2. Participants define their team model

			Next, using the same Canvas tool, team members collectively model the work they do as a group. This is usually an eye-opener; it visually clarifies the team’s purpose and causes participants to recognize other groups they help at work, thus acknowledging enterprise-level connections. This triggers awareness of both the team and the enterprise as dynamic, feedback-dependent systems rather than static “mechanisms.” Again, the process of creating the model and sharing collective insights helps participants develop more situational awareness, a big step toward better teamwork and self-directed action.
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			3. Participants map individual contributions onto their team model

		

		
			Participants “map” their individual contributions onto the team model, pinpointing where they create or add value to what the team does. This brings inefficiencies and opportunities into sharp relief, and often reveals important work that needs doing. In turn, this creates compelling opportunities for participants to commit to new tasks or roles in front of their colleagues. Meanwhile, both the content and the process of the exercise reinforce cooperation and communication.

			People who experience this process report breakthroughs in thinking, awareness, and most important, behavior. You will meet a number of them later in the book, and learn how they used the approach to overcome tough problems and pursue intriguing opportunities. You will learn how to use the tools, and how to facilitate the process with your own team.

			In the meantime, you can be confident knowing that the Business Model Canvas has been extensively tested by both for-profit and non-profit organizations for more than a decade. It has been downloaded more than five million times and is being used by tens of thousands of top-notch enterprises worldwide.11

		

	
		
			Defining Your Team’s Why

		

		
			Many organizations use mission or purpose statements to tell the world what they do and why. At their best, these statements describe an inspiring, memorable purpose that guides the organization and its workers. At their worst, they leave readers confused.

			Most such statements fall somewhere between the two extremes. Consider the text at right (as of this writing still in use by a century-old, billion-dollar company).


			
				We are strongly committed to our customers. Our ambition is to provide meaningful benefits to all our customers. We listen closely and align our activities to their needs. Our goal is the improvement of their overall quality of life, and being a trustworthy and reliable partner in their well-being.

			


			This statement means well but is bafflingly vague. What does this company do? Is it a service provider or product manufacturer? Does it grow food? Manufacture bowling balls? Offer retirement planning services? Who are its customers? Why does it exist?

			Many organizations fail to use simple, clear language to share their why. The company in this example has been doing wonderful things for humanity for more than a century. Why not tell the world in easily understandable language, such as:


			
				Ease the suffering of the sick and injured by developing powerful, safe, pain-relieving drugs.

			


			
				You may not be in a position to rewrite an organization’s why statement (though that is a terrific exercise to try). But you are probably in a position to restate the purpose of a team you lead—preferably in collaboration with your team members. Here are some tips:

				1. Keep it Short and Memorable

				The example on the facing page is 49 words long and entirely forgettable. The revised version above is 14 words long and easy to remember. Why statements are useful only if people remember them.

				2. Communicate Both Why and What

				The first example communicates nothing about what the company does—or why. The revised version communicates precisely what the company does, and this makes the why obvious.

				3. State the Higher Purpose

				The first example lacks a purpose beyond being “committed to customers.“ In contrast, the revised version leads with the higher purpose of ”ease suffering.“

				4. Write in Third Person

				The first example is written in first person: Every sentence starts with either ”we“ or ”our.” But a why statement is not about your team—it is about what your team does for others. Write it in the third person (anything other than I, we, or you).

				To sum up: Meaningful why statements avoid jargon and ambiguous language. They concisely tell the world what a team does and why it is important. They articulate a higher purpose and are other-serving rather than self-serving. Why statements are meaningful, of course, only if organizations stay true to them.


				
					
						
							THE PRICE OF PURPOSE: $2 BILLION

							Helena Foukes faced the most important decision of her career—and the most profound question her employer had ever asked itself.

							Foukes’s employer, U.S. pharmacy giant CVS, was grappling with a dilemma: Could it continue, in good conscience, to sell cigarettes alongside health aids and medicines?

							It was no trivial decision. Tobacco-
related sales accounted for $2 billion of CVS revenues each year.

							Ultimately, though, Foukes and her team decided to affirm CVS’s purpose and remove all tobacco and tobacco-related products from store shelves.

							“That decision really became a symbol both internally and externally,” says Foukes. “We’re a healthcare company.”

						

					

					Why CVS Quit Smoking, The New York Times July 12, 2015
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