
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
The Team 
Operating System  



 

Measuring and engineering innovative, 
high-performance teams with the  
BonderScore PACE™ framework 

 
To thrive in the AI era, organizations must adapt with speed and precision. 
The BonderScore PACE™ framework combines the most rigorous, 
research-driven metrics for assessing team performance and innovation 
with tailored insights that highlight each team’s unique opportunities for 
growth. 

 
 
While organizations invest heavily in measuring 
business performance, the methods used to 
measure the teams responsible for that 
performance are often inadequate and 
disproportionately under-considered compared to 
the focus on business metrics. These methods rely 
on lagging indicators, subjective assessments, and 
disconnected metrics that tell leaders what 
happened, but not why. This gap leaves 
organizations guessing about how to fix the root 
causes of friction, slow execution, and low morale, 
often forcing a false trade-off between performance 
and innovation. 
 
BonderScore introduces the PACE™ Framework, a 
new measurement model that maps the dependent 
layers of team performance. It moves beyond 
simple "engagement" to provide a dynamic, 
architectural view of a team's capabilities, allowing 
leaders to measure and manage the crucial balance 
between efficient execution and long-term 
innovation. 
 
The PACE™ framework is built on four 
interconnected layers: Principles, Alignment, 
Controls, and the Execution Engine. Each layer's 
health is measured by specific, observable 
dimensions. This model provides a clean, roll-up 
score, and more importantly, reveals the natural 
dependency logic of team health (e.g., a breakdown 

in Principles suppresses the potential for effective 
Execution). 
 
This whitepaper details the four layers of the 
PACE™ framework, the logic behind its scoring 
model, and its application as a powerful tool for 
leaders to diagnose, predict, and improve team 
outcomes by balancing both performance and 
innovation. 
 
 

Why Measuring Teams Matters 

 
Research from Google’s Project Aristotle (Google 
re:Work, n.d.), McKinsey, and Deloitte shows that 
teams, not individuals, are the true drivers of 
performance. Project Aristotle, in particular, was a 
landmark study that proved even Google's most 
advanced analytics couldn't predict team success 
based on who was on the team. Their key finding 
was that how a team works together (its norms) 
matters more than individual brilliance. This is a 
core principle that directly inspired the PACE 
framework. Yet teams often go unmeasured with 
these perspectives. 
 
This gap is significant because teams vary widely 
in structure and context. An on-site operations 
team with years of history faces very different 
dynamics from a newly formed, remote product 



 
team. Traditional tools treat all teams the same, 
producing generic reports that fail to capture these 
nuances. 
 
Furthermore, the rise of AI as both a tool and a 
"teammate" introduces another significant variable. 
How teams adopt generative AI, integrate its 
outputs, and manage new hybrid workflows 
fundamentally alters their operating model. 
Measuring these emerging, new dynamics is 
essential for navigating this uncharted territory. 
 
BonderScore recognizes these differences. Its 
AI-driven assessments adapt questions and 
analysis to team context: whether remote or on-site, 
new or established, operational or innovative, so 
leaders can trust that the results reflect the real 
dynamics at play. 
 
To ensure this trust, BonderScore is designed 
exclusively for team-level measurement only, not 
individual performance ranking. This focus is 
protected by robust anti-gaming safeguards, a clear 
privacy and data retention policy, and strict 
reviewer access rules, ensuring data is used for 
constructive improvement, not judgment. 
 
 

The Problem: Why Old Metrics Don't 
Work 

 
For decades, leaders have tried to quantify 
teamwork. The results are often a confusing mix of: 
 
●​ Lagging Indicators: Measuring outcomes like 

"on-time delivery" or "employee retention" tells 
you about the past, not the future. 

●​ Siloed Data: Engineering metrics (cycle time) 
are separate from HR metrics (eg, eNPS), and 
neither connects to product metrics (adoption). 

●​ Vague "Culture" Scores: Annual engagement 
assessments measure sentiment but do not 
clearly diagnose root causes and offer no clear 
actionable levers for a specific team leader. 

 

This approach is like looking at a car's dashboard 
and only seeing the "check engine" light, with no 
diagnostic codes to explain the problem. 
 
 

The Solution: The BonderScore PACE™ 
Framework 

 
To build high-performance teams, we must think 
like architects. A team, like any complex system, is 
built on a "stack" of capabilities. If the foundation is 
cracked, the floors above it will be unstable, no 
matter how well-designed. 
 
BonderScore's PACE™ is a new model, but it is built 
by standing on the shoulders of giants. It 
synthesizes decades of primary research on team 
performance and innovation from thought leaders 
like Amy Edmondson (2018) on psychological 
safety, John Doerr (2018) on direction, and Gen. 
Stanley McChrystal (2015) on collaboration, whose 
work is cited throughout this document. 
 
BonderScore's PACE™ organizes these critical, 
field-tested concepts into a single, comprehensive 
four layer model that provides a complete 
architectural view. It allows leaders to measure the 
health of each layer, understand the dependencies, 
and apply interventions at the right level. 
 
 

The Four Layers of BonderScore's 
PACE™ 

 

 
 



 
 

1. Principles: Shared Truths & 
Protections 

 
This layer is the bedrock of the entire system. It 
determines the team's capacity for vulnerability 
and honesty. Without a strong foundation, all other 
efforts are compromised. 
 
Dimensions: 
 
●​ Psychological Safety (Edmondson, 2018; Clark, 

2020) 
●​ Openness & Transparency (McAfee, 2023; Dalio, 

2017; Bennis et al., 2008) 
 
Why this is important: Without safety, team 
members will not take the interpersonal risks (like 
asking questions or admitting mistakes) that are 
essential for innovation and learning. A lack of 
transparency creates information silos and 
mistrust, forcing team members to waste energy on 
politics instead of work. This layer is the bedrock; 
failures here will undermine all efforts to improve 
alignment or execution, as teams will hide 
problems until it's too late. 
 
 

2. Alignment: Coherence of Goals & 
Meaning 

 
Once a team feels safe, can they channel their 
energy in the same direction? Alignment ensures 
that effort is translated into unified motion toward 
a clear, shared objective. 
 
Dimensions: 
 
●​ Goal Clarity Clarity of Mission & Priorities 

(Doerr, 2018; McChesney et al., 2012) 
●​ Purpose & Shared Results Collective Goals vs. 

Siloed Wins, Connection to Impact (Lencioni, 
2002; Sinek, 2009; Collins, 2001; Katzenbach & 
Smith, 1993) 

●​ Role Clarity My responsibilities are clear 
(Edmondson, 2018) 

 
Why this is important: Alignment focuses the 
team's energy, preventing the costly "activity trap" 
where busy people work hard on the wrong things. 
Connecting work to a higher purpose is a primary 
driver of intrinsic motivation and long-term 
commitment. Furthermore, clear, shared goals 
empower team members to make decentralized 
decisions that are still consistent with the overall 
strategy. 
 
 

3. Controls: How Decisions & Standards 
Are Set 

 
A safe and aligned team needs a clear "ruleset" for 
interaction and decision-making. This layer 
governs how the team handles ambiguity, 
maintains quality, and manages authority. 
 
Dimensions: 
 
●​ Accountability Clear Ownership & 

Consequences (Willink & Babin, 2015; Connors 
et al., 1994) 

●​ Data-Driven Decisions (Croll & Yoskovitz, 2013; 
Knaflic, 2015) 

●​ Constructive Conflict (Patterson et al., 2002; 
Scott, 2017) 

 
Why this is important: Clear accountability turns 
intentions into outcomes; without it, good ideas are 
consistently dropped, and standards erode. 
Constructive conflict is the engine for better ideas, 
as teams that avoid it do not stress-test their plans 
and default to groupthink. Using data for decisions 
removes ego and politics from the process, leading 
to higher-quality solutions and faster, objective 
debates. 
 
 



 
4. Execution Engine: How Work 
Actually Gets Done 

 
This is the top-level output. A team with strong 
Principles, Alignment, and Controls can unlock a 
powerful execution engine, turning ideas into 
reality efficiently and adaptably. 
 
Dimensions: 
 
●​ Ownership & Autonomy (Pink, 2009; Marquet, 

2013) 
●​ Collaboration (McChrystal et al., 2015; Skelton & 

Pais, 2019) 
●​ Speed & Adaptability (Ries, 2011; Forsgren et al., 

2018) 
●​ Commitment (Grove, 1995; Gawande, 2009) 
●​ Reflect & Improve (McChrystal et al.) 
 
Why this is important: This layer is where the 
team's potential is translated into tangible value for 
the customer. Autonomy and collaboration are the 
key enablers of both speed (performance) and 
experimentation (innovation). A healthy execution 
engine is the result of a strong system; a 
breakdown here is almost always a symptom of a 
deeper problem in Principles, Alignment, or 
Controls. 
 
 

An Intuitive Org Architecture 

 
The 4-layer model reads like an organizational 
blueprint. This makes it intuitive for executives, 
managers, and individual contributors. It provides a 
shared language that can be directly mapped to a 
UI, making dashboards and reports instantly 
understandable. 
 
 

Balancing Performance and Innovation 

 
Teams face two competing pressures. On one side 
is the need to optimize performance: aligning, 

executing, and delivering efficiently. On the other 
side is the need to foster innovation: experimenting, 
adapting, and learning. 
 
Most organizations over-rotate toward one or the 
other. Teams that focus only on performance may 
hit near-term goals but stagnate. Teams that focus 
only on innovation may generate ideas but fail to 
execute. 
 
BonderScore helps leaders measure and manage 
both sides of this equation. By making the 
trade-offs visible, it ensures teams can deliver 
today while building capacity for tomorrow. This 
balance is also what defines a true learning 
organization. 
 
 

Context Specific Weighting and Gates 

 
For mission-critical or zero-defect teams, apply 
context-specific weights and gates. keep 
foundational safety and controls above fixed 
thresholds. redefine transparency as traceability 
and need-to-know access. cap speed metrics 
behind stability and recovery quality. count only 
controlled experiments. For exploratory teams, 
raise the weight of learning speed and adaptability. 
down-weight rigid control KPIs. When a dimension 
would create perverse incentives in a context, 
exclude it from the roll-up and document the 
rationale. removed dimensions are excluded from 
the denominator. team-level measurement only. 
 
 

Beyond Measurement: From Insight to 
Action 

 
BonderScore's PACE™ provides a revolutionary way 
to understand team dynamics, but the BonderScore 
platform is built to improve them. Measurement is 
the starting point, not the final destination. 
 



 
The platform is designed as a complete system for 
continuous improvement: 
 
●​ Generates Actionable Insights: BonderScore 

doesn't just show you a score. It pinpoints the 
specific, high-leverage areas for improvement, 
based on the framework's dependency logic. 

●​ Suggests Targeted Actions: Based on the 
insights, the platform provides a library of 
tailored research-backed actions and 
interventions. This moves leaders from "what's 
the problem?" to "what can we do about it 
today?" for immediate impact. 

●​ Manages Improvement Workflows: 
BonderScore includes a workflow for teams to 
commit to actions, track their progress, and, 
most importantly, measure the effectiveness of 
these actions in the next assessment cycle. 
This closes the loop, turning insight into 
measurable improvement and ensuring teams 
are always getting better. 

 
 
Conclusion 

 
The BonderScore PACE™ framework provides the 
diagnostic tool, and the BonderScore platform 
provides the complete system for improvement. It 
stops the guesswork and replaces the vague "check 
engine" light with a detailed schematic of the entire 
system. 
 
By measuring the interconnected layers and acting 
on targeted insights, we can finally move from 
reacting to team problems to engineering the 
conditions for teams to thrive. 
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