
UNBLOCK
CLEAR THE WAY FOR RESULTS AND DEVELOP

A THRIVING ORGANIZATION

JURRIAAN KAMER



CONTENTS

WHAT THIS BOOK IS ABOUT 13
Alignment + Autonomy 15
A new role for leaders 16
Unblocking six elements 17
How to get started 19
How the book is structured 20

STRATEGY

UNBLOCKING STRATEGY 25
Does your strategy help you win? 26
Does your strategy create alignment? 27

1. CREATE ALIGNMENT WITH STRATEGIC INTENT 29
The strategy offsite that felt good but didn’t deliver… 29
Avoid the ‘air sandwich’ and define a strategy that
creates focus 33
Articulate the Strategic Intent connected to your big goal 37

2. PRIORITIZE WITH EXPLICIT TRADE-OFFS 42
They wanted it all but ended up with nothing… 42
What happens if you spread your strategic initiatives
like peanut butter 45
Make tough choices explicit with Even-Over statements 46
Use Even-Overs to bring your strategy to life 50

DON’T CASCADE YOUR STRATEGY; INTEGRATE IT
INSTEAD 52
Improve strategy realization by letting people shape it 53
Let people align themselves to the strategy 54
Strategy is not a once-a-year thing 56

STEERING

UNBLOCKING STEERING 61
Four types of problems that require different methods 62
What about OKRs? 66



3. CREATE A RHYTHM OF PROGRESS WITH 90-DAY
OUTCOMES 67
The leadership team that didn’t operate like a team… 67
Shared outcomes to improve your leadership team’s
impact 70
Continuous steering by working in 90-day cycles 72
Opening up 90-day Outcomes across the organization 75

4. MEASURE PROGRESS WITH STEERING METRICS 77
How a bonus provoked irrational behavior… 77
When metrics become targets, the problems start 80
Steering Metrics: leading indicators that inform decisions 82
Form autonomous teams around the metrics that matter 86
No carrots or sticks 87

DECISIONS

UNBLOCKING DECISIONS 91
Pick the right tool for the job 92

5. REDUCE ANALYSIS PARALYSIS WITH REVERSIBLE
DECISIONS 93
How a great idea got stuck in meetings… 93
The hidden cost of ‘perfect’ decisions 96
Hats, haircuts and tattoos 97
Reducing analysis paralysis in your team 98

6. MAKE HIGH-QUALITY, COMPLEX DECISIONS WITH
CONSENT 101
How progress stalled when the CEO wanted everyone to
agree… 101
Find everyone’s range of tolerance 104
Decide how to decide 106
Step 1: The art of making proposals 107
Step 2: Ask clarifying questions before reacting 108
Step 3: Reaction round 109
Step 4: Getting to consent 111

OWNERSHIP

UNBLOCKING OWNERSHIP 117
Two factors that contribute to ownership 118
People don’t need to be empowered 119



7. FOSTER AUTONOMY WITH CLEAR DECISION RIGHTS 121
How a disempowered Formula 1 team became world
champions 121
Make boundaries explicit to set people free 123
Why RACIs are insufficient 124
Clarify roles and decision rights 125
Improve your leadership team with roles and decision
rights 129

8. LET PEOPLE CHOOSE WHAT TO CONTRIBUTE 132
The rise and fall of an innovative idea… 132
A company where everyone can be an entrepreneur 133
Enable people to constantly bring new ideas to life 137
A marketplace for Mission-Based Teams 138
Clarify how much risk is acceptable with the waterline 139
Advice Process for more sensible action everywhere 142
How to coach others to take ownership of decisions 144
Relinquishing control 145

HOW TO CHANGE THE STRUCTURE AND IMPROVE
OWNERSHIP 147
The top-down reorg that reduced ownership 148
Co-create the organizational chart with the people
affected 151

TEAMWORK

UNBLOCKING TEAMWORK 157
Five dynamics of great teams: ‘How’ is more important
than ‘who’ 158

9. INCREASE PSYCHOLOGICAL SAFETY THROUGH
EMPATHY 161
The hidden history that held the team back… 161
How to improve psychological safety 164
Personal User Manuals: How to work with me 165
Check-in Rounds to connect as human beings 168
Increase empathy with Intentions, Concerns, Boundaries,
and Dreams 171

10. DEVELOP HABITS FOR REFLECTION AND FEEDBACK 174
The costly mistake that didn’t get him fired… 174
Make learning from failure the norm 177
Retrospectives to unlock continuous improvement 178



Feedback exercises to reduce harmony addiction 182
Closing Rounds for regular micro-reflection 184

MEETINGS

UNBLOCKING MEETINGS 191
What meetings should do for you 192

11. DRIVE PROGRESS WITH COLLABORATIVE TEAM
MEETINGS 194
The weekly meeting everyone dreaded… 194
Turning the weekly meeting upside down 196
Why the Unblock Meeting works 202
How to get started 203

DON’T CHAIR YOUR MEETING, BUT LET SOMEONE
FACILITATE 205
How to improve every meeting you are in 208
How to have awesome hybrid meetings 209

12. MINIMIZE MEETINGS WITH MEETING ROUTINES 211
The broken telephone game… 211
When (not) to use 1:1s 214
Operating Rhythm: an organization’s heartbeat 215
A meeting routine that puts this book into practice 216
Cross-team meeting routines 219

HOW TO REDUCE MEETINGS ACROSS THE
ORGANIZATION 223

NOW WHAT?

HOW (NOT) TO CHANGE 231
Growing the change without destroying aligned
autonomy 232
How to develop long-lasting cultural change at scale 233

Thank you 238
Resources and services 239
Acknowledgments 241

APPENDIX

APPENDIX 1: EVEN-OVERS EXERCISE 245
APPENDIX 2: INTEGRATIVE DECISION MAKING
GUIDE 247



APPENDIX 3: TRADE-OFFS OF INTEGRATIVE
DECISION MAKING 249
APPENDIX 4: PERSONAL USER MANUAL TEAM
EXERCISE 251
APPENDIX 5: RETROSPECTIVE STRUCTURE 253
APPENDIX 6: FEEDBACK PARTY EXERCISES 255
APPENDIX 7: UNBLOCK MEETING STRUCTURE 258

Notes 262
Further reading 268
Also by Jurriaan Kamer 271


