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Game-Based Assessment: Transforming 

L&D Through Behavioral Data 

Introduction: Moving Beyond Self-Reported Team 

Dynamics 

This whitepaper examines the emergence of game-based assessment as a transformative 

approach to measuring team dynamics and enhancing learning and development initiatives. 

Drawing on recent research, we present evidence that behavioral data captured through 

gamified experiences offers distinct advantages over traditional survey-based assessments for 

specific team attributes. Organizations seeking to build high-performing teams can leverage 

these insights to develop more effective L&D strategies.  

The Survey Paradox 

Despite their ubiquity, traditional survey-based assessments suffer from well-documented 

limitations when measuring complex team dynamics. Research in organizational psychology 

has consistently identified significant gaps between how people describe their teamwork 

behaviors and how they actually behave in authentic work situations. 

Core Spotlight 

Dang, King and Inzlicht’s study published in Trends in Cognitive Sciences (2020) found 

that self-report and behavioral measures of the same construct often exhibit weak 

correlations, typically ranging from 0 to 0.20. This indicates that self-reports may not 

reliably reflect actual behaviors. 

Self-reported data is vulnerable to several inherent limitations: 

Social Desirability Bias: Team members naturally tend to present themselves in a favorable 

light, often unconsciously overreporting positive behaviors and underreporting negative ones. 

This creates a systematically distorted picture of team dynamics that can mask critical 

development needs. 

Limited Recall Accuracy: Even with the best intentions, team members struggle to accurately 

remember and report specific behaviors, particularly those that occur during complex 

collaborative processes. The human memory is selective, making it an unreliable instrument for 

detailed behavioral assessment. 
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Context-Dependent Responses: Survey responses are heavily influenced by recent 

experiences and events, creating a recency effect that may not represent typical team 

functioning. A team that recently completed a successful project may report dynamics very 

differently than they would following a setback, even when their fundamental patterns remain 

unchanged. 

Hypothetical Rather Than Actual Measurement: Traditional assessments often ask team 

members how they would behave in certain situations rather than observing how they actually 

behave. This gap between intention and action represents a critical blind spot in team 

development. 

The Behavioral Data Revolution 

The emergence of digital environments offers a transformative opportunity to move beyond self-

reporting limitations. Digital simulators create the possibility to directly observe and measure 

behavioral patterns—capturing what teams actually do rather than what they say they do. This 

shift from perception to behavior represents a fundamental advance in assessment technology. 

By analyzing digital traces of collaboration, communication patterns, decision-making 

sequences, and problem-solving approaches, organizations can develop unprecedented 

insights into their teams' true dynamics. These behavioral signals provide a more objective, 

continuous, and granular view of team functioning than periodic self-reported snapshots. 

Gamification as an Assessment Platform 

Among digital environments, game-based platforms have emerged as particularly powerful 

assessment tools. Games create engaging experiences that elicit authentic team behaviors 

while providing structured environments for consistent measurement. The evolution of game 

technology from entertainment to sophisticated assessment represents a significant opportunity 

for L&D leaders and team managers. 

Game environments offer unique assessment advantages: 

● Psychological Safety: Games create "low-stakes" environments where team members 

demonstrate more authentic behaviors. Studies show that perceived psychological 

safety increases significantly in game environments compared to formal assessment 

settings. 

● Authentic Challenge: Well-designed game scenarios create realistic pressure that 

reveals how teams function under conditions similar to workplace challenges. 

● Observable Interaction: Games make visible the collaborative patterns that often 

remain hidden in everyday work environments. 

● Consistent Measurement: Standardized game scenarios allow for reliable benchmark 

comparisons across teams and over time. 

● Engaging Experience: Game-based assessments achieve higher participant 

engagement than traditional assessment methods, yielding richer behavioral data. 
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Key Questions This Whitepaper Addresses 

This whitepaper examines the emergence of game-based assessment as a transformative 

approach to measuring team dynamics and enhancing learning and development initiatives. 

Drawing on recent research, we present evidence that behavioral data captured through 

gamified experiences offers distinct advantages over traditional survey-based assessments for 

specific team attributes. The paper addresses four critical questions: 

1. How do game-based assessments compare to surveys in measuring team 

dynamics? We examine comparative research on the predictive validity and 

measurement accuracy of behavioral versus self-reported data. 

2. What specific team attributes are best captured through behavioral data? We 

explore three critical dimensions of team effectiveness—problem-solving capability, 

integration quality, and collective disposition—and how game environments uniquely 

reveal these attributes. 

3. How can organizations implement game-based assessment effectively? We 

provide a practical framework for integrating behavioral assessment into existing L&D 

ecosystems. 

4. What is the ROI potential of shifting from survey-based to behavioral 

assessment? We examine case studies and research evidence on the business impact 

of more accurate team dynamics measurement. 

For organizations seeking to build high-performing teams, game-based assessment represents 

a significant opportunity to develop deeper insights and more effective development 

interventions. The following sections explore the science behind this approach and the 

compelling evidence for its effectiveness in measuring team dynamics. 
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The Science Behind Game-Based 

Assessment 

From Theory to Practice: Understanding the Behavioral 

Advantage 

Game-based assessment represents more than just an engaging alternative to traditional 

surveys—it reflects a fundamental shift in how we understand and measure team dynamics. 

This section explores the scientific foundations that make game environments particularly 

effective for assessing authentic team behaviors and capabilities. 

Behavioral vs. Self-Reported Data: The Measurement Gap 

At the core of game-based assessment is a critical distinction between two fundamentally 

different data sources: behavioral data (what people actually do) and self-reported data (what 

people say they do). This distinction is not merely theoretical—it has profound implications for 

the accuracy and utility of team assessments. 

Numerous studies have documented a notable disconnect between what people say they do and what 

they actually do, particularly in areas such as collaboration and decision-making. Podsakoff, MacKenzie, 

and Podsakoff (2012) highlight that correlations between self-reported and objectively observed 

behaviors are frequently moderate at best. 

This measurement gap stems from several psychological phenomena: 

Introspection Limitations: People have limited access to their own cognitive processes and 

behavioral patterns. Team members often cannot accurately report on behaviors that have 

become automatic or unconscious through repetition. 

Self-Presentation Concerns: Even anonymous surveys trigger self-presentation motivations 

that systematically distort responses toward socially desirable behaviors and away from 

potentially negative ones. 

Attribution Biases: Team members consistently attribute team successes and failures 

differently based on their role and perspective, creating systematic distortions in how they report 

team dynamics. 

Hypothetical Reasoning Flaws: When asked how they would behave in specific situations, 

people consistently overestimate their performance capabilities and underestimate contextual 

influences. 
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Behavioral data, by contrast, directly captures what teams actually do when faced with authentic 

challenges. It measures actions rather than perceptions, creating a fundamentally different—

and often more accurate—picture of team dynamics. 

Psychological Safety in Game Environments 

The quality of assessment data depends significantly on the psychological context in which it is 

collected. Game environments create unique psychological conditions that elicit more authentic 

behaviors than traditional assessment contexts. 

Research by Edmondson & Lei (2021) demonstrated that perceived psychological safety 

increases by 37% in game environments compared to formal assessment settings. This 

heightened psychological safety stems from several game characteristics: 

Immersive Engagement: Well-designed games create flow states that reduce self-monitoring 

and increase behavioral authenticity. When teams become absorbed in game challenges, their 

focus shifts from impression management to task performance. 

Permission to Experiment: Games establish implicit permission to try new approaches and 

take risks, revealing behavioral tendencies that might remain suppressed in traditional work 

environments. 

Reduced Evaluation Apprehension: The playful context of games reduces concerns about 

formal evaluation, even when participants know their behaviors are being assessed. 

These psychological conditions can make game environments particularly effective at revealing 

how teams function under pressure, how they distribute leadership, how they resolve conflicts, 

and how they adapt to changing conditions—all critical dynamics that often remain hidden in 

traditional assessment contexts. 

Cognitive Load Theory Application 

Research demonstrates that assessments are most revealing when they create moderate 

cognitive load—challenging enough to require authentic effort but not so overwhelming that they 

trigger performance breakdowns unrelated to team capability. Game-based assessment 

designs draw on cognitive load theory to create optimally challenging environments that reveal 

true team capabilities.  

Well-designed game assessments manipulate cognitive load through: 

Progressive Challenge: Increasing difficulty levels that reveal how teams function across 

different cognitive demands 

Time Constraints: Carefully calibrated time pressure that reveals prioritization tendencies and 

decision-making under pressure 
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Information Management: Control of information availability and flow that reveals how teams 

gather, share, and leverage information 

Task Switching Requirements: Structured shifts between activities that reveal cognitive 

flexibility and adaptation capabilities 

These cognitive load manipulations create assessment environments that more closely match 

the actual cognitive demands of workplace challenges, yielding more valid measures of team 

capabilities than low-pressure survey environments. 

Five Key Advantages of Behavioral Data 

Game-based assessment offers five fundamental advantages for measuring team dynamics 

compared to traditional approaches: 

1. Real-Time Measurement Behavioral data captures team dynamics as they unfold rather 

than in retrospect. This temporal advantage provides critical insights into: 

● How teams respond to emerging challenges 

● How decision processes evolve under pressure 

● How leadership dynamics shift across different phases of work 

● How conflicts emerge and resolve in real time 

2. Unconscious Behavior Capture Games reveal behavioral patterns that team members 

themselves may not recognize, including: 

● Implicit communication hierarchies 

● Unconscious bias patterns in whose ideas receive attention 

● Automatic role allocations that occur without explicit discussion 

● Subtle changes in engagement across different types of challenges 

3. Contextual Performance Measurement Games can systematically vary conditions to reveal 

how team performance changes across contexts: 

● How behaviors shift under different time pressures 

● How resource constraints affect collaboration patterns 

● How uncertainty influences decision approaches 

● How different task types trigger different team dynamics 

4. Interaction Pattern Analysis Games directly capture the network of interactions that 

constitute team dynamics: 

● Who communicates with whom, when, and how frequently 

● How information flows through the team 

● How influence distributes across team members 

● How coordination patterns evolve over time 
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5. Objective Metrics Development Games establish consistent conditions that allow for 

reliable quantification of team behaviors: 

● Standardized challenge scenarios enable meaningful comparisons 

● Identical starting conditions eliminate contextual confounds 

● Controlled variables isolate specific team capabilities 

● Repeated measures track development over time 

Together, these advantages create assessment capabilities that move beyond what team 

members can accurately self-report, providing a more comprehensive and accurate picture of 

team dynamics. 

The Scientific Case for Behavioral Assessment 

The scientific foundations of game-based assessment present a compelling case for 

incorporating behavioral measurement into team development practices. By creating 

environments that elicit authentic behaviors, manipulate relevant cognitive demands, and 

capture detailed interaction data, game-based assessments offer unprecedented insight into 

how teams actually function. 
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Measuring Critical Team Dynamics: The 

Three-Dimensional Framework 

The effectiveness of teams cannot be reduced to a single metric or capability. Research 

consistently demonstrates that high-performing teams excel across multiple dimensions that 

together create their distinctive competitive advantage. Our game-based assessment platform 

specifically measures three critical dimensions of team effectiveness: Problem-Solving 

Capability, Integration Quality, and Collective Disposition. Each dimension comprises three 

component attributes that provide a comprehensive view of team dynamics. 

 

 

Problem-Solving Capability: How Teams Navigate 

Challenges 

Problem-solving capability reflects a team's ability to effectively address challenges, generate 

solutions, and implement effective approaches. Research by Woolley et al. (2010) found that 

teams with diverse thinking styles and effective communication patterns demonstrated higher 

collective intelligence when solving complex problems. Within our assessment framework, 

problem-solving capability breaks down into three measurable components. 
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1. Ideation: Generating Novel Solutions 

Definition: Ideation measures a team's ability to generate diverse, innovative ideas when 

confronting challenges. It captures the quality, quantity, and diversity of solutions a team 

produces during ideation phases. 

Research Evidence: Studies by Paulus and Brown (2007) demonstrated that structured 

ideation techniques in teams can significantly outperform individual brainstorming, particularly 

when teams establish psychological safety and implement processes that reduce production 

blocking and evaluation apprehension. 

Behavioral Indicators: Our game environments measure ideation through: 

● Quantity of unique solutions proposed in open-ended challenges 

● Semantic distance between proposed solutions (measuring cognitive diversity) 

● Ratio of building on others' ideas vs. introducing entirely new concepts 

Real-World Impact: As shown in Girotra, Terwiesch, and Ulrich's (2010) research, teams that 

employ hybrid ideation processes—combining individual ideation with structured group 

discussion—consistently produce higher quality ideas as rated by independent experts. 

 

2. Implementation: Executing on Ideas 

Definition: Implementation capability reflects how effectively teams convert concepts into 

actionable plans and execute those plans under realistic constraints. This dimension measures 

the execution gap between idea and realization. 

Research Evidence: Klein and Knight's (2005) research on innovation implementation revealed 

that successful teams balance adaptation of innovations to local conditions while maintaining 

fidelity to core principles, supported by appropriate resources and leadership. 

Behavioral Indicators: Our assessments measure implementation through: 

● Resource allocation efficiency during execution phases 

● Adaptation speed when initial approaches fail 

● Task completion rates under varying time constraints 

● Error detection and correction patterns during execution 

Real-World Impact: According to research by Edmondson, Bohmer, and Pisano (2001) on 

implementation effectiveness in medical teams, successful implementation depends heavily on 

team learning behaviors and creating psychological safety when testing new approaches. 
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3. Perspective: Cognitive Flexibility in Problem Framing 

Definition: Perspective captures a team's ability to reframe problems, consider multiple 

viewpoints, and adapt their understanding as new information emerges. This cognitive flexibility 

is crucial for complex problem domains. 

Research Evidence: Research by Mitchell and Nicholas (2006) found that teams with diverse 

cognitive frames were more successful at complex problem-solving tasks, particularly when they 

developed processes to integrate these different perspectives. 

Behavioral Indicators: Our assessments measure perspective through: 

● Frequency of problem reframing during challenge scenarios 

● Integration of contradictory information into solution approaches 

● Attention distribution across multiple aspects of complex problems 

● Adaptability when presented with paradigm-shifting information 

Real-World Impact: Page's (2007) research on diversity in problem-solving teams provides 

mathematical proof that cognitively diverse teams outperform homogeneous teams on complex 

problems when that diversity is effectively harnessed through inclusive processes. 

 

Integration Quality: How Teams Work Together 

Integration quality measures how effectively team members combine their individual capabilities 

into cohesive collective action. Research by Pentland (2012) found that communication patterns 

within teams were strong predictors of performance, often outweighing individual intelligence or 

personality factors. Our assessment framework measures three critical components of 

integration quality. 

 

4. Alignment: Shared Understanding and Direction 

Definition: Alignment measures how effectively team members develop and maintain a shared 

understanding of goals, priorities, and approaches. It reflects the degree to which individual 

efforts are coordinated toward common objectives. 
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Research Evidence: Studies by Mathieu et al. (2000) on team mental models demonstrated 

that teams with greater shared understanding of task and team processes showed superior 

performance, particularly under time pressure and changing conditions. 

Behavioral Indicators: Our assessment measures alignment through: 

● Consistency in priority setting across team members 

● Accuracy of mutual understanding about goals and approaches 

● Efficiency of decision-making processes 

● Congruence between stated and enacted priorities 

Real-World Impact: DeChurch and Mesmer-Magnus's (2010) meta-analysis found that team 

cognition, particularly shared mental models, significantly predicted team performance across 

various task types and contexts. 

5. Collaboration: Working Together Effectively 

Definition: Collaboration captures how efficiently teams share information, leverage 

complementary strengths, and work jointly on tasks requiring multiple perspectives or skills. 

Research Evidence: Hoegl and Gemuenden's (2001) research on teamwork quality identified 

collaborative behaviors—including communication, coordination, and mutual support—as key 

predictors of both team performance and member satisfaction in innovative projects. 

Behavioral Indicators: Our assessments measure collaboration through: 

● Information sharing patterns across team boundaries 

● Task handoff smoothness and error rates 

● Resource sharing behaviors 

● Collaborative problem-solving approaches vs. siloed efforts 

 

Real-World Impact: Cross, Rebele, and Grant's (2016) research demonstrates that effective 

collaboration involves strategic coordination of efforts rather than maximizing collaborative 

activities, with high-performing teams distinguishing between essential and discretionary 

collaboration.  

 

6. Interdependence: Managing Complex Team Dependencies 

Definition: Interdependence measures how effectively teams manage the complex 

dependencies between roles, tasks, and outcomes that characterize modern knowledge work. 
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Research Evidence: Thompson's (1967) foundational research, extended by more recent work 

from Wageman (2001), shows that team effectiveness is optimized when task interdependence 

and outcome interdependence are appropriately aligned. 

Behavioral Indicators: Our assessments measure interdependence through: 

● Recognition and planning for task dependencies 

● Preemptive coordination before dependency bottlenecks 

● Sequencing decisions in complex workflows 

● Adaptation to changing dependency structures 

Real-World Impact: Hollingshead's (2001) research on transactive memory systems 

demonstrates that teams with well-developed understanding of "who knows what" outperform 

those lacking this awareness, particularly on tasks requiring integration of specialized 

knowledge. 

 

Collective Disposition: How Teams Sustain Performance 

Collective disposition reflects the attitudinal and emotional foundations that enable teams to 

maintain effective functioning over time, particularly when facing adversity. Research by 

Edmondson (1999) demonstrates that team psychological safety is a crucial predictor of 

learning behaviors and performance. Our assessment framework measures three critical 

components of collective disposition: 

 

7. Resolve: Persisting Through Challenges 

Definition: Resolve measures a team's capacity to maintain effort and focus when facing 

setbacks, to persevere through difficulty, and to maintain confidence in ultimate success despite 

temporary failures. 

Research Evidence: DiStefano and Maznevski's (2000) research on global teams found that 

those with high resolve were able to transform diversity-related challenges into performance 

advantages through structured conflict resolution and commitment to shared outcomes. 

Behavioral Indicators: Our assessments measure resolve through: 

● Recovery time following simulated setbacks 

● Effort maintenance during extended challenges 

● Solution persistence vs. abandonment patterns 

● Communication positivity following failures 
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Real-World Impact: Duckworth, Peterson, Matthews, and Kelly's (2007) research on grit at the 

individual level has been extended to teams by Duchek (2020), showing that resilient teams 

maintain performance under stress by drawing on collective resources and adaptive strategies. 

 

8. Engagement: Sustained Attention and Energy 

Definition: Engagement captures a team's capacity to maintain focus, energy, and active 

participation over time, particularly through challenging phases of work. 

Research Evidence: Bakker and Demerouti's (2008) Job Demands-Resources model, 

extended to team contexts, demonstrates that teams with appropriate resources and challenges 

maintain higher engagement levels, leading to improved performance and reduced burnout. 

Behavioral Indicators: Our assessments measure engagement through: 

● Participation consistency across extended work periods 

● Recovery patterns following intensive work phases 

● Proactive vs. reactive contribution patterns 

● Evidence of flow states during complex challenges 

Real-World Impact: According to Gallup's extensive research on workforce engagement 

(Harter, Schmidt, & Hayes, 2002), teams with high engagement scores demonstrate 

significantly higher productivity, profitability, and customer ratings, along with reduced turnover 

and safety incidents. 

 

9. Composure: Emotional Regulation Under Pressure 

Definition: Composure measures a team's collective ability to maintain emotional balance 

under pressure, manage interpersonal tensions constructively, and maintain cognitive 

functioning during stressful situations. 

Research Evidence: Research by Troth, Lawrence, Jordan, and Ashkanasy (2018) 

demonstrates that team emotional intelligence—particularly emotion regulation capabilities—

predicts conflict management effectiveness and team performance. 
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Behavioral Indicators: Our assessments measure composure through: 

● Communication tone maintenance during pressured scenarios 

● Conflict de-escalation behaviors 

● Cognitive performance preservation under stress 

● Recovery speed following emotional disruptions 

Real-World Impact: Jehn's (1995) research on conflict in teams shows that teams able to 

maintain composure can harness the benefits of task conflict while minimizing the detrimental 

effects of relationship conflict, leading to better decisions and performance. 
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Interaction Effects: The Power of the Three-Dimensional 

Framework 

While each dimension provides valuable insight independently, the most powerful predictions 

emerge from understanding the interaction patterns between dimensions. Our research 

demonstrates that certain combinations create distinctive team profiles with significant 

performance implications: 

Innovation Enablers: Teams combining high problem-solving (particularly ideation and 

perspective) with high integration (particularly interdependence) demonstrate superior 

innovation outcomes, as shown in research by Harrison and Klein (2007) on the benefits of 

diversity when combined with effective integration processes. 

Execution Excellence: Teams combining high integration (particularly alignment and 

collaboration) with high disposition (particularly resolve and composure) show enhanced 

performance consistency and reliability, consistent with research by Hackman (2002) on the 

conditions for team effectiveness. 

Transformation Leaders: Teams strong across all three dimensions demonstrate superior 

capability in leading organizational change initiatives, aligning with research by Higgs and 

Rowland (2011) on the critical capabilities for change leadership. 

Assessing teams across this comprehensive three-dimensional framework provides 

unparalleled insight into team capabilities and development needs. Rather than relying on 

generic teamwork measures, our game-based assessment platform identifies specific strengths 

and development areas across all nine attributes, enabling targeted development interventions 

with measurable impact. 
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Conclusion: The Future of Team Assessment 

The emergence of game-based behavioral assessment represents a fundamental advancement 

in how organizations understand and develop team effectiveness. By directly measuring what 

teams actually do rather than relying solely on what they say they do (recall the <0.20 

correlation between self-reported and behavioral measures), this approach provides 

unprecedented insight into the authentic dynamics that drive team performance. 

The three-dimensional framework—encompassing Problem-Solving Capability, Integration 

Quality, and Collective Disposition—offers a comprehensive lens through which to understand 

team functioning. Together, these dimensions and their attributes capture the cognitive, 

interactive, and attitudinal foundations that distinguish high-performing teams across industries 

and contexts. 

 

Several key implications emerge from this approach: 

1. Measurement Precision: Game-based assessment dramatically increases the 

accuracy of team capability measurement, reducing the significant blind spots created by 
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traditional self-reported approaches. This precision enables more targeted and effective 

development interventions. 

2. Development Efficiency: By identifying specific behavioral patterns rather than broad 

concepts, game-based assessment enables learning and development professionals to 

design highly focused interventions that address root causes rather than symptoms of 

team dysfunction. 

3. Predictive Power: The behavioral patterns captured through game-based assessment 

demonstrate significantly higher predictive validity for real-world team performance than 

traditional assessment approaches. This predictive advantage transforms team 

assessment from a descriptive exercise into a strategic planning tool. 

4. Engagement and Adoption: The inherently engaging nature of game-based 

assessment creates a fundamentally different experience for participants. Teams 

actively seek feedback and development opportunities rather than viewing assessment 

as an obligatory exercise. 

5. Continuous Improvement: The digital nature of game-based assessment enables 

ongoing measurement rather than periodic snapshots, creating the foundation for 

continuous team development rather than episodic interventions. 

As organizations continue to rely more heavily on team-based structures to navigate 

increasingly complex business environments, the ability to accurately assess and develop team 

capabilities becomes a critical competitive advantage. Game-based behavioral assessment 

represents not merely an incremental improvement in team development technology, but a 

fundamental paradigm shift that promises to transform how organizations build and sustain 

high-performing teams. 

 

Want to explore how this applies to your teams? 

 

We're happy to talk with consultants, coaches, L&D leaders, and team leaders about how 

behavioral insights can elevate team development efforts. We have multiple games designed to 

understand and improve core team attributes. 

www.ampliogames.com 

  

http://www.ampliogames.com/
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