


Praise for Supercharged Teams

‘Supercharged Teams understands the power of a team motivated by purpose to do work that has impact beyond the bottom line, and offers the tools to help your team to deliver results that pay a human dividend. It’s a must-read for all leaders who want to make a transformative difference.’

Syl Saller CBE, Chief Marketing and Innovation Officer, Diageo

‘Packed with questions to ask yourself, examples and lessons learned from a wide range of experts, this book is an indispensable guide for anyone who wants their team to perform better.’

Ben Page, Chief Executive, Ipsos MORI

‘Supercharged Teams is a go-to practical book to get teams to perform at their best. An easy and involving read with case studies, reflections and tools to improve team collaboration, effectiveness and joy.

There is nothing more frustrating than sitting in a room with people that are not engaged, or distracted or multi-tasking. Still, this is a common complaint we hear so often. With plenty of thought-provoking questions, Supercharged Teams makes you re-evaluate how well you are working as a team, covering a wide spectrum of topics for great teamwork – from choosing the right team, to building a team culture.

As an experienced leader I have had the privilege to be part and lead numerous teams – the extraordinary, the good, the ugly. Great teamwork doesn’t happen overnight, and it requires a constant and conscious effort to establish the right dynamics, behaviours, ways of working and culture. Making time to reflect and implement specific practices can make a gigantic and immediate difference. Reading the book inspired me straightway to try different approaches and shake the teams I am currently working. The difference was noticeable and sincerely appreciated.

Whether you are a member of a team or a talented leader, Supercharged Teams can support you to take your collaboration and performance to the next level. A 5-star rating.’

Ricardo Arantes, Global Brand Director, Unilever

‘When I think about why I work and when I get the most satisfaction out of work, being part of a high functioning team is at the heart. In this book, Pam Hamilton, through a beautifully narrated story, provides tools for how to team effectively. She expertly takes into consideration the current and future challenges facing the workforce. Striving for more diversity? A super-charged team is a critical strategy. The concepts here are at the same time fundamental, foundational and game-changing.’

Beth Ann Kaminkow, Global CEO, Geometry

‘Our disrupted, complex business world demands agility. The problem: much organisational “teamwork” is unworthy of the name. Pam Hamilton offers you a practical, accessible and motivating toolkit to supercharge your team. Let’s get to work!’

Greg Orme, author of the award-winning The Human Edge

‘Insightful and highly relevant in today’s changing world of work, Supercharged Teams provides thirty practical tools to increase your productivity and performance. With distributed and virtual working quickly becoming the way we now operate, Pam’s book is essential reading for all team leaders and players who want to be more effective at achieving purposeful work.’

Natalie Turner, author, of Yes, You Can Innovate

‘Pam knows how to supercharge your teams and, now more than ever, we do need supercharged teams!’

Gael De Talhouet, VP Brand Building, Global Brands, Innovations and Sustainability, Essity

‘This straightforward approach to sharing information is refreshing – short, sharp snapshots that outline a concept, then expand on it with stories and case studies, so you can choose to skim through or go into detail, depending on your need. Lots of great ideas and snippets – I loved the suggestion to deliberately and consciously agree on the mindset, pace and approach for a team, and I’m looking forward to trying out the “reframe your aim” exercise on my next project.’

Katherine Richards, HR Director, Arnott’s Biscuits

‘What teamwork looks like is changing fast. You can either try to figure it out on your own, or take on Pamela Hamilton’s expert advice, gained from building and facilitating high-performing teams around the world. ‘Supercharged Teams: 30 Tools of Great Teamwork’ offers method, structure, and strategies for self-awareness which I have already started to share with my clients.’

Remy Blumenfeld, Forbes Contributor and Founder, Vitality.Guru

‘In my role as Pitch Director, my team lead innovation workshops and so it is vital they work together as an effective team and are able to drive collaboration amongst the project groups they work with. I found this book genuinely interesting, thought-provoking and filled with examples and tools which leaders can put instantly into action.’

Emma Wingate, Pitch Global Innovation Director, Unilever

‘Pam knows what she is talking about. She has seen so many teams up close and knows what makes them tick – or stink. There is a kind of genius in her ability to analyse complex human interactions and create potent tools that really work. And she has the most wonderfully contagious laugh…’

Neil Mullarkey, author, coach, and improviser with the Comedy Store Players

‘Whether you are a new or well-established team, I would thoroughly recommend Supercharged Teams. It is packed with practical advice, tools and exercises to enhance the performance, ways of working and culture of your team.

This is not a “fluffy” management book to read and consign to the bookshelf, it is one to be used again and again.’

Helen Wing, Head of Innovation, Ipsos Mori

‘Full of “aha!” moments that explain why teams I’ve been in have been dysfunctional – and plenty of really practical tools that will remind me how to channel Pam when I’m in them in future!’

Clare Thompson, Media Trends and Non-Executive Director, K7 Media

‘Our world might have changed as a result of the coronavirus, but the need to work together to solve our challenges most certainly hasn’t. This book is exactly what leaders need right now: an accessible and practical book that delivers instant positive returns. Your team – and what you can do together – will be transformed by it!’

Henry Mason, Evangelist-at-large, TrendWatching; Co-founder, 3Space

‘If the rapidly accelerating pace and demands of life and work get on top of you from time to time then this book is an absolute godsend! Never has the human side of business mattered so much, especially as technology, remote working accelerates – we need each other more than ever. In this book Pam lays out exactly why being part of a supercharged team is so important, not just for success but also to feel great at work. Her tips and techniques are inspiring, easy to apply and a great reference to dip into whatever your need.’

Wendy Adams, Global CMI Director, Unilever Ice Cream

‘If I had been able to read this book 30 years ago how different my work life would have been. Every manager needs to read this book and then share it with their team. Every organisation needs multiple copies in their library, canteen and reception areas. It’s straightforward, wise and very readable. Miss it at your peril.’

Irene Grindell, Professional Accredited Mediator and Conflict Coach, Irene Grindell Resolutions Consultancy Ltd

‘Supercharged Teams is an invaluable, and timely, resource for those looking to get the best out of their teams in an ever-changing world. Packed with detailed case studies, and essential, practical, and actionable tips and tools this is a book for any leader of teams, in any industry, in any country.’

Bruce Robertson, Executive Producer, Non-Scripted TV, USA

‘Having had the great pleasure to work with Pam, I know first-hand what a wonderful combination of professional excellence and clarity combined with human warmth and empathy Pam embodies. She is extremely skilled at articulating the most relevant topics with precision and brevity while allowing others to buy-in and feel understood and supported.

Being a passionate believer in teams myself since I was a little boy, I particularly like Pam’s core belief articulated throughout the entire book that – if designed and delivered well aligned – teamwork empowers healthy high performance. It moves mountains and can create goose bumps moments of joy by achieving success that team members themselves deemed impossible at the beginning.

Yes, as articulated in chapter 2, not all work requires a team and yes, teamwork needs and is hard work. However, the vast majority of results in the world today are achieved better, faster or at lower cost if created by a team. And with further increasing volatility, uncertainty, complexity, and ambiguity, in the future good teamwork will become even more crucial than ever before.

Finally, I love the excellent balance Pam strikes in marrying relevant, insightful, intellectually sound theory with valuable real-world practice and case studies. The book’s structure and the 30 tools enable the reader to turn insight into action.

No matter if you are a first-time leader or CEO, Supercharged Teams is a pleasure and must-read for any leader. Thank you, Pam, for giving us this wonderful, insightful and inspiring guide to do one of the most important and fun bits of our jobs today – leading teams to success.’

Stefan Homeister, Founder and Owner, Stefan Homeister Leadership GmbH

‘My copy of Pamela’s last book is dog-eared, decorated with little post-it tags and almost never makes it back onto the shelf. I expect Supercharged Teams will go the same way. It’s a roadmap for anyone who wants to lead purposeful and productive teams: a usable framework, relatable examples and dozens of practical tools.’

Mike Stevens, Founder, Insight Platforms

‘Supercharged Teams is a one-stop shop for any leader or facilitator who wants support in getting their teams to the next level. The book is bursting with practical advice, tools and templates to make anyone feel confident when getting people to enhance their collaboration skills. This is the type of book that you will return to again and again for sage advice when you need it most. It’s a must for all leaders and anyone who genuinely cares about enhancing their team’s performance.’

Jodie Rogers, Leadership and Professional Development expert

‘Intuitively we know being part of a team is better than working alone therefore we instinctively pull a team of people around us to work on projects and to be together.

Yet creating a team that understand one another, work effectively together and achieve their goals is another layer of complexity for leaders and managers in the modern world.

What Pam Hamilton has achieved with this book is a way for you to work out why you need a team, how you create THE best team for the job AND THEN she has only gone and given us a step-by-step guide packed with 20+ different meeting frameworks, exercises and ways of working to ensure this team, virtual or in-person, is awesome and achieving what they set out to do.’

Kirsty Lewis, Founder, School of Facilitation

‘Supercharged Teams brings you all the support you need for quality teamwork that runs on time, meets objectives, and delivers outcomes that the team is proud of and the business values.

Never once forgetting that the team operates within a wider culture, the book is teeming with tips, tools and real-life case studies in this well-researched exploration of barriers to effective teamwork and the practical tools to address them.

Grounded in the reality of business now and in the future, Pam Hamilton reminds us that supercharged teams don’t stand still. They evolve project by project and over time. As team members and leaders her guidance and practical tools will help you ensure you are always up to date, relevant and supercharged in your teamwork.’

Lyn Roseaman, Founder and Public Speaking Coach, Now You’re Talking

‘Pam’s passion and personality comes through on every page making you want to know more … easy to read, full of great tips and light bulb moments.’

Louise Wilders, CEO, The HIVE Portsmouth

‘The numerous practical tools are designed to spark high-value conversations, according to the priorities of the team and the teams’ wider stakeholders. Teams at different stages of their teaming journey will find targeted tools to shine the spotlight, i.e. To evaluate team purpose, membership, and momentum; the effectiveness of true collaboration; habits of relentless prioritisation and tools for building teamship. In addition to the tools, Pam includes a broad selection of case studies and shares her valuable experience in the field which gives context. This book will be of interest to anyone aiming to increase their chances of success, to sharpen their own performance and the performance of the team.’

Sue Gravells, Life-long learner as a Leader of Teams, Team Member and Team Coach
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Pamela Hamilton is a teamwork and collaboration expert, with over 20 years’ experience working with global and local businesses, teams, communities and people to help them work better together. With a background in psychology, and a passion for collective intelligence, Pam works to empower people, develop their capabilities and facilitate positive change.
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Some years back, a clever and talented friend of mine was asked at a job interview whether he was a ‘team player’. ‘Yes,’ he whimsically but cynically responded, ‘Team captain’.

Pam Hamilton is not whimsically cynical. To the contrary, she’s a cheerful pragmatist with a strong dash of idealism. But, like my friend, she prizes commitment to excellence over ‘go along, get along’ mediocrity. She sees talent, teams and teamwork being undervalued. That irks her. In real life and on these pages, she politely insists people offer the best of themselves and gives them the tools to do so. Pam would bring out the best in my whimsically cynical friend.

Even casual readers of Supercharged Teams will recognise it’s written to be actively used, not passively read. Something is wrong if you don’t feel compelled to test and explore its advice. That’s her intent. Pam’s focus on making her real-world facilitative and workshop experiences accessible, as well as actionable, is impressive. Her respect and concern for her readers reflect the respect and concern she has for her clients.

I cannot overemphasise this point: this book is about real people on real teams in the real world, not idealised frameworks contingent upon the ‘right’ people at the ‘right’ time all getting together to do the ‘right’ thing. Supercharged teams avoid the soul-sucking drain of nicks, cuts and compromises done for comity’s sake. Empowering healthy high performance is what leadership needs to mean. Pam describes principles and practices that simultaneously challenge people while making it easier for them to take the next step. That duality makes Pam’s methodology distinctive and valuable.

That value becomes even clearer during pandemic times. Enforced remoteness, digital technologies and networked collaboration have pushed people to revisit and rethink team dynamics. The fundamentals are more important than ever. How can remote teams creatively incorporate client perspectives? What makes diversity and inclusion a source of energy and inspiration? What makes ‘leading by example’ not just possible but inevitable? What makes your team so special?

Leaderships worldwide struggle for good – even great – answers while coping with remarkably unfair and burdensome constraints. Yet that is precisely why we need ‘supercharged’ teams – because yesterday’s answers aren’t capable of rising to the occasion. Talented teams need guidance, they need structure, they need tools and they need self-awareness. These are what Supercharged Teams provides.

The surest sign this book ‘works’ will not be your delight, enlightenment or agreement (although those are important). The key metric will be what you share with your colleagues and teammates. They are your partners, they are your complements, they are your support. What will you share with them that can better bring out their best?

The great thing about Supercharged Teams is that this question is not rhetorical; it’s why Pam crafted this book. It’s why you should read it and use it.

Michael Schrage

May 2020




What this book will give you
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Working in a team is harder than ever – work is faster, leaner and busier – and we forget that teamwork needs work. Supercharged Teams: 30 Tools of Great Teamwork gives you the tools you need to get the best from your team. Featuring the latest approaches used by high-performing teams around the world, this book will supercharge you and your team to perform and succeed.

Work is changing, and the rules of being in a team have changed. We are time-poor, attention-starved, pressured to work faster and better, more often working remotely and in different locations. It’s easy to feel overloaded, and doing great teamwork can be the last thing on our list of priorities.

The work teams have to do is also changing. New technologies and market disruption create complex challenges that can only be solved by experts working well together, whether they are in the same office or have to work across different departments and organisations. Not only is working better together the right thing to do but it’s the only way we will succeed on the complex issues we face today.

The good news is that everything that stands in the way of good teamwork can be overcome with the right tools. This book gives you the power to make sure your team succeeds in today’s challenging working environments. You will find:


	•	Thirty tools to supercharge you, your team and the way your team works.

	•	Techniques to rethink, challenge and evaluate your team at every level, whether you lead a team or belong to one.

	•	A clear understanding of how work is changing, and the best approaches to be an effective team in today’s work environment.

	•	Case studies and real-world examples from companies like Unilever, Diageo, Essity, AB InBev, Netflix, BAE Systems, Ipsos, WPP and public-sector examples from local councils, charities and the voluntary and community sector to bring the tools to life.

	•	The power to supercharge your team, today.







chapter 1
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Why supercharge your team?

Alone we can do so little; together we can do so much.

Helen Keller (1880–1968)

Once there was a group of people who had a unique opportunity to change how the world worked together, for the better. That time is now, and we are those people. We are living in a time of unprecedented change, when all teams have to perform at the very edge of their capabilities. Teams and teamwork are being tested and challenged at every level. Today ‘good enough’ is no longer enough. We have a rare chance to use this period of disruption and innovation to evolve how we work. For every single team in the world, now is the time to supercharge. If not now, when?

Over the last two decades, I’ve worked with thousands of teams around the world, from small local charities to huge global corporations. I’ve experienced a range of team dynamics, from the truly excellent to the very dysfunctional. As a team member I’ve been inspired by the clever, creative people I’ve worked with, and I’ve been disillusioned by the bullies and bad behaviour that inevitably emerge in any human situation.

As a lifetime psychology student and a committed people watcher, I have always been fascinated by how people behave in groups. In my work as a consultant, I am invited into teams as an independent facilitator, and can observe with an outsider’s perspective. I’ve seen similar patterns of behaviours across all the teams I’ve met, no matter what the culture, company or size, and if you have ever worked in a team, I suspect we share similar experiences.

Supercharged teams operate on a different level, way above average. They are driven by the energy of a powerful vision, an urgent sense of purpose, and the motivation to work well together because they know that is the only way they will achieve, even exceed, their goals. Today, every team in the world has to solve complex problems and create new opportunities to do their best work, whether for clients, customers, consumers or each other. The difference between going through the motions and truly performing with momentum is making a deliberate choice to supercharge.

Teams solve more problems and create more opportunities than any one person could achieve alone. High-performing teams can overcome challenges and achieve real impact together. Being part of a brilliant team can be an overwhelmingly positive experience and great teams don’t only feel good, they also achieve more. On the complex issues we need to solve, like the environment, social inequality, economic disruption, immigration and refugees, we need true collaboration and incredible teamwork more than ever.

However, good teamwork doesn’t come naturally. Because of different priorities and personality types, people don’t automatically manage to work well together. True collaboration is always difficult because we all carry our own working styles, preconceptions and expectations into any team. Poor-performing teams aren’t just inefficient, they stifle the intelligence and purpose of the people in them, leaving them less capable and unmotivated.

Teams are like families. We share a common experience and build relationships, habits and behaviours together over time, but even if we love and trust each other, we don’t give the same amount of respect or effort to each other that we would to strangers. In pressured situations, or when things change, we fall back on old ways of doing things, some of which may not be effective in the new situation. The better a team knows each other and the longer they have worked together, the worse the potential for dysfunction is.

I believe we assign people to teams far too readily and we need to work in fewer teams for more effective work. I need to confess that I sometimes wish I didn’t have to work in teams. It is sometimes easier to avoid all the difficulty of collaborating. However, there’s no escaping it, and the research proves time and again that teams achieve more than individuals working alone, particularly in today’s rapidly evolving world. The problem is that the way we work today has changed, but the way we work in teams has not, and it needs to.

Great things in business are never done by one person; they’re done by a team of people.

Steve Jobs (1955–2011)

Why do we need supercharged teams?

Being in a team used to be a lot simpler. Team meetings were an efficient use of time because they allowed for quality thinking and considered decision-making. A regular meeting helped teams to stay aligned and protected our time outside of the meeting for actions. Between meetings, we had one-to-one conversations and shared this information with the whole team when we got together. It’s no surprise that work felt less pressured, as our working patterns were more predictable, communication was at a manageable pace, information was limited, and the time between working and meetings was distinct.

How the world has changed. Markets are being disrupted by technology and innovation, and the way we serve our consumers, customers and clients has shifted remarkably. What we are working on has changed – we have more information for decision-making than ever before. Our work is more complex, across different platforms and via new channels. It is almost impossible to be an expert on everything, so knowledge needs to be shared between different specialists.

How we work has also changed. Technology has helped us to collaborate faster, but it has also reduced our attention, time and focus on our work. We are less likely to work face to face, and remote and flexible working are already both commonplace and causing huge challenges to the way we work in teams.



Definitions



	•	Remote working: People working from different locations, not in the same office.

	•	Flexible working: People working specific hours, times of day, days of the week or months of the year, not 9 am–5 pm.

	•	Gig-style jobs: People contracted temporarily to complete a specific task, either as a contractor or as an employee.







Around the world, even before COVID-19, 70% of full-time professionals worked remotely at least one day a week. In the UK, the gig economy has more than doubled in the last three years and now accounts for more than 4.7 million workers.1 Between 2008 and 2016 the number of freelancers in the UK increased by 36%,2 and in the coming years, 79% of executives expect that contingent and freelance workers will substantially replace full-time employees.3 A 2019 study commissioned by Timewise found that the number of highly paid jobs offered part-time or with flexible hours has trebled in the past four years, as workers turn their back on the nine-to-five.4

Against this background of change, isn’t it crazy that we are all trying to work in the same way that we always did, only faster? We continue to create and join teams blindly, using inherited team cultures and processes, without considering how teams need to work to perform well today. We don’t invest in teamwork or nurture our teams, and we are less likely to see examples of great teamwork to inspire us. We are at risk today of doing worse teamwork than ever before.

Research consistently shows that teams underperform, despite all the extra resources they have.

J Richard Hackman5

It is no longer enough to join a team and assume it will achieve something. Whether you belong to a team or lead one, you can be the catalyst that resets your team to high performance, with the right tools.

What is a team?

A team is a group of people who work together to achieve a common goal, and it consists of more than one person. Teamwork is the ability of a group of people to work together effectively to achieve that goal. Team members:


	•	each have relevant expertise

	•	work effectively together

	•	achieve more than they would working separately

	•	work towards an agreed goal

	•	have a defined deadline

	•	are accountable for the decisions they make

	•	have the influence to deliver the team objective



Over the last decade, scientists at MIT have worked to understand and measure ‘collective intelligence’.6 Similar to an IQ test, it determines how well groups solve problems together. Their research has proved time and again that teams can create more successful results than the most intelligent person in that team could create alone.

Businesses have recognised this – the amount of teamwork we do is definitely increasing. The Harvard Business Review found that in the last two decades, time spent in collaboration activities has increased by 50%.7 This is because collaboration is the only way to solve the complex business problems we now face, but it has also led to ‘collaborative overload’. We are called on to join more and more teams and our time and attention, and therefore our effectiveness, are diluted.

How do supercharged teams do it?

When we join a team it’s tempting to focus on how often we’ll meet and what the meeting agenda will be, without considering who is on the team with us: are they the right people; do they have the time; will this work be motivating to them? We also need to consider whether we have the right ambition in mind and how we will make sure to work together well. We cannot ignore who our stakeholders are, how our leaders can support us, and how the culture we work in will affect our team. Successful teams consider all of these.

According to MIT,8 a successful team has the following factors:


	•	A shared understanding of the team’s mission

	•	A commitment to the team’s goals

	•	Clearly defined roles and responsibilities

	•	Agreed-upon ground rules

	•	An established decision-making model

	•	Effective ways of working together



You may have heard of approaches to teamwork like Agile Teams or Scrums – these are the kinds of teams that work well today. No matter the name, what these have in common is a shared purpose based on a clear, defined task, with a diverse group of experts who come together efficiently to achieve something in a set timeframe, working with momentum to overcome the challenges they face because they have set themselves up to do so.

Types of high-performing team









	Type of team
	How they work
	Examples





	Agile teams
	A small group of people, assigned to the same project, nearly all of them working on a full-time basis to deliver value to users, customers, services or stakeholders against a specific objective.
	A group of people taken out of their day jobs for two months to work together on how to make products and services more sustainable across the business, with a presentation to the board at the end of the project to bid for money to fund specific ideas.



	Scrums or Sprint teams
	People working together to deliver requested and committed product increments, often at a very fast pace or over a short duration. Everyone within the team follows a common goal, agrees to the rules of the team and respects each other to ensure they work together in the most productive way towards a solution.
	A hackathon event that brings together software developers, designers, engineers and clients to collaborate intensively to solve a particular software problem over one weekend.



	Project teams or cross-functional teams
	A group of people from different departments or with diverse expertise who work together to deliver an objective within a limited time period, collaborating to use the best of their diverse expertise.
	A cross-company team set up to deliver a new ice-cream innovation product launch before the summer season.



	Action groups or task forces
	A group who have come together to respond to a threat, situation or issue that requires urgent action via investigation, decision-making and implementation of ideas by a specific date.
	A local government group including health, housing, police, faith groups and charities to work together to reduce the number of rough sleepers by Christmas.





No matter how brilliant your mind or strategy, if you’re playing a solo game, you’ll always lose out to a team.

Reid Hoffman9

So, what is the difference between being a good enough team versus a high-performing one? High-performing teams deliberately and consciously agree on the right mindset, pace and approach they will use to work well together, based on the task at hand. They don’t have the same team, or ways of working, or timing or regular meetings on every project, they reset them for each specific project.

When you are training to be a pilot, you learn about the Eastern Air Lines Flight 401, an aviation accident that happened in 1972. The crew had become so fixated on a burnt-out landing gear light that they didn’t notice that the autopilot had become disengaged and the flight was descending, ultimately crashing into the Florida Everglades.10 Learning from this accident led to the creation of CRM, standard procedures used by the aviation industry worldwide ever since to help crews work better together, effectively and safely, in any situation they find themselves in.11

In 2008, the World Health Organisation found that more than 60% of patients worldwide had key safety measures missed during surgery.12 Atul Gawande, a doctor and surgeon, helped to create a simple one-page surgical checklist for surgery teams to go through to improve the way surgery teams worked together, which resulted in substantial reductions in complications and deaths and is now used worldwide.13

In both aviation and medicine, technology continues to advance, but the difference between failure and success is whether the people using it work well together as a team. Successful teams use simple tools like CRM and the surgical checklist to give them a structure that helps them collaborate better. Whether you are a member of a team, or its leader, the best way you can make sure a team achieves its goals is to consciously check in with your team, resetting it for effective delivery, using a clear framework of tools. This book gives you the tools you need to supercharge your team.

How to use the 30 tools of great teamwork

The 30 tools of great teamwork are organised across 12 chapters. Some tools will work better than others depending on your specific challenges, so choose those that make the most sense to your team. All of the tools can be used by any team, whether they work in the same building or remotely in different time zones.

You may choose to work through each tool in order as you begin a new team or reset an existing one, or you may choose to go straight to the chapter or tool that your team would most benefit from. Each tool will work as a stand-alone exercise, and they can be used in any order.

Each chapter begins with a ‘What you will learn in this chapter’ summary, and has ‘Key take outs’ at the end. In the final chapter there are some workshop outlines that will help you apply the relevant tools to your team. Here is an overview of the chapters and tools for you to choose from:

Chapter 2: Choose your team

We need strong teams more than ever before, and today’s working environment cries out for better teamwork. However, being in a team can be a default assumption instead of a conscious decision. Some tasks are great for teams to work on, but others are better done by individuals. Use these tools to assess the task, decide if a team is required, and choose the right team.

Tool 1: To team or not to team – do you really need a team?

Tool 2: Turning a group into a team – make a group of people into a team

Tool 3: Choose, avoid or separate – choose the right team members for your team

Chapter 3: Find more time

Being too busy is common at work, but having the time to participate properly in a team is key. Prioritising what your team spends time on is crucial to success. These tools will create more time and impact for your team.

Tool 4: The timetable – measure where you spend your time and stop wasting it

Tool 5: Meeting sharpeners – make meetings shorter and sharper

Tool 6: Email agreement – set email etiquette to reduce time on email

Chapter 4: What goals do you want to achieve?

Success means different things to different people. A crucial stage in setting team ambition is to define what a successful outcome is early on. These tools will help to create a powerful vision of what success looks like, reframe and clarify project outcomes, and align your team with a clear direction from the start.

Tool 7: Five futures – define a successful vision of your project

Tool 8: Reframe your aim – make your team’s objective more inspiring and ambitious

Tool 9: Project navigator – align your team on a project scope from the beginning

Chapter 5: Find your motivation

Working in a team can be hard and tiring, and sometimes it’s hard to find the motivation to keep going. However, if the work gives us a sense of purpose and helps us achieve a personal ambition beyond the project, it makes us motivated to achieve more together. Use these tools to enhance the meaning of your work for you and for the team.

Tool 10: Define team purpose – why are you doing what you’re doing?

Tool 11: Why our work matters – create awareness of the positive impact of your work

Tool 12: Personal motivators – how can you benefit from your team’s work?

Chapter 6: Agree what you will deliver, and when

Agreeing on what the team will deliver, by when, is a first step in any team. Rather than making assumptions or accepting a directive without question, these tools help you to interrogate your task, project and journey early to make the best use of your team’s time.

Tool 13: The journey plan – create a roadmap to your goal that includes the challenges you may face and milestones to track your progress

Tool 14: Accelerate and reflect – create a timeline that prioritises actions and includes time for reflection and refinement

Tool 15: Measuring success checklist – plan to measure the success of your project outcomes, outputs and journey

Chapter 7: Ways to work together

The way a team works together should be conscious and agreed, not based on habit. When a team commits to specific behaviours and ways of working, they can hold each other to account and get the most from each other. Use these tools to agree how to work together and safely reset any ineffective team behaviours.

Tool 16: Three-point check-in – build trust and develop empathy between team members

Tool 17: Our team rules – deliberately choose the team’s rules of engagement

Tool 18: Distance culture code – set up the best ways of working if your team is in different locations

Chapter 8: Dealing with conflict

Relationships between team members can be difficult, and teams will inevitably face conflict. These tools help you to set roles and expectations to avoid conflict, manage it when it does arise, restore harmony, and deal with difficult behaviours in your team.

Tool 19: Opinions and instincts – identify disagreement and misalignment early on

Tool 20: Conflict predictor – predict the conflicts that might arise and avoid them

Tool 21: Six reasons why – learn from recent issues and prevent them from reoccurring

Tool 22: Individual intervention – address conflict with an individual in your team

Chapter 9: Get support from leaders

The environment the team works in makes a big difference to how effective the team is. If the team is not sponsored by decision-makers and key influencers, or does not support the organisation’s direction of travel, the efforts of the team can be wasted. These tools help you get the support you need from the leaders who can support your teamwork.

Tool 23: Direction of travel – understand your leaders’ targets so you know if you’re going in the right direction

Tool 24: Leader listening tool – really listen to your leader to develop true connection and understanding between you

Tool 25: Customer quiz – connect leaders with their customers

Chapter 10: Engage your stakeholders

Every team works on behalf of a wider group, and keeping those stakeholders updated can be difficult. If you give them too much information, you can get thrown off track if they interfere, but if you keep information back, you risk not getting support or approval at later stages. Use these tools to give your stakeholders regular, useful and constructive updates that don’t hold your teamwork back.

Tool 26: Secret stakeholder survey – understand what your stakeholders think

Tool 27: Building session – get your stakeholders to build on the team’s work

Tool 28: Start well, end well – start and end stakeholder meetings constructively

Chapter 11: Build a new culture

Any successful team needs to understand the culture they are wor­king in. Whether understanding customers in a new way, or adopting new ideas, or working differently, teams often need to help people to change what they do. These tools give you some simple ways to help your project outcomes succeed rather than be rejected.

Tool 29: Code your culture – understand what shapes the culture, and why this is the case

Tool 30: Create your culture – begin culture change with your team

Chapter 12: What do teams look like in the future?

Our working worlds will continue to change and the technology, social, employment and economic trends of today will continue to grow. Successful teams will learn and adapt ever more frequently to stay effective. The ability to supercharge our teams is crucial to our teamwork now and will be even more important in future.

Chapter 13: Using Supercharged Teams and 30 tools in your team

Use the 30 tools of great teamwork to reset your team, with three different workshop approaches. Whether you are working in a small or large team, face to face, in the same building or across the world from each other, this set of tools will help you as a team member or leader to reset your ways of working and achieve your goals.

We now have the responsibility and the permission to supercharge our teams, and we can do this by deliberately resetting how our team works together, using these tools.
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Choose your team

A supercharged team starts with having the best people on the team. But before we choose them, do we need a team? Some tasks can only be done by a team, but others are better done alone. If you already belong to a team, ask yourself if it is truly a team, or are you a group of people working in parallel with each other but without clear goals? Whether you are in a team or choosing one, you can supercharge it.

The driving force behind this chapter is to eradicate the ‘committee’, an incumbent group of people who spend all their energy organising meetings, agreeing agendas and writing, distributing and reviewing minutes, and far too little time on the ideas, actions and impact of their work, or indeed doing anything beyond attending meetings.

If we want a supercharged team, we need to be clear that the task needs a team, that we have chosen the right, tight team of people who will create real impact against clear goals.

What you will learn in this chapter:


	•	How to decide if a team is the right approach.

	•	How to know if you’re a team, or something that calls itself a team but isn’t.

	•	How to turn a group of people into a team.

	•	How to put a team together . . . 

	•	. . . and how to manage people you wouldn’t choose but are required to have on your team.



Do you need a team?

We tend to assume that every problem can be solved by a team. We start and join multiple teams and committees in the hope they will achieve something, but we don’t always consider whether this is the right way to achieve the goal, or whether the people on the team have the time and expertise to properly contribute. When we blindly assign people to teams or invite them to regular update meetings, we hope they will naturally achieve something together. But not all teams do. Without the right people, direction and leadership, teams can be a waste of time.

Even when you are working on a great project, teamwork can be slower and more frustrating than working alone. You might spend your time debating with other people instead of getting on with it, and this could slow you down and dilute your impact. If your work can be done by one person, don’t start a team. If we want to supercharge our work, we should only create or join a team when we know it’s the best way to achieve true impact, not as a default solution to every goal.



Tool 1

To team or not to team

Use this tool to identify whether you need a team at all, or if you can do the work without one. Don’t waste time in a team if the work can be done by one person. Instead leave people the time to join teams that need them.








	Can be done alone
	Needs a team





	I know what needs to be done and I can do it myself
	I’m not sure what the right direction is and need other people to inform my decisions



	I am the main decision-maker, and as long as I have a strong argument people will support what I decide
	I will need information and ideas from other people, and show I have included them in this decision



	I have enough time to get this done alone
	I need more people to help me do this before the deadline



	The issue is straightforward, but it needs a bit of thinking through by someone
	The issue is complicated and needs different experts to work it all out



	My colleagues and my boss will challenge and add to my thinking when I present my ideas to them
	My colleagues and boss can’t provide all the advice or expertise required so I need to bring in other experts to get the best thinking and ideas



	This needs project management, someone to check that everyone has done what they were supposed to do by each deadline
	This is more than project management – we need to discuss and debate ideas at each stage, and decide how to move forward together







A committee is a cul-de-sac down which ideas are lured and then quietly strangled.

Sir Barnett Cocks, 1907–1989

Are we a team or not?

You are a team only if you work together towards an agreed goal with specific objectives and deadlines. A group of people who work in the same office or meet regularly are not automatically a team. A department is not a team. You may find that the reason you are not performing well as a team is that you are not really a team at all – you are a group of people working together but without a direction or deliverable. If you are a committee, work group or simply meet regularly to share information, it will be hard to achieve anything without shared goals or deadlines, especially if you are not delivering something that has a measurable, positive impact outside your meetings.



Essity

Teamwork is wanting to win together

Gael De Talhouet, Essity’s Vice President, Brand Building, describes the company as ‘people-focused’. Respect and care are anchored in its Swedish culture and courage is one of the company’s beliefs and behaviours, enabling people to speak freely and sometimes ‘confront the uncomfortable’. Taking teamwork for granted is one such uncomfortable misunderstanding that Gael suggests we need to confront, saying ‘putting half a dozen people in a room and asking them to work on a common objective does not create a team’. Distinguishing collaboration from teamwork is critical, he says. While collaboration can force people with different personal values and different objectives for a project (or a personal agenda) to work together, teams share common values, a common team spirit, and build on each other’s energy.

Teamwork is wanting to win together and creates a much higher level of energy than collaboration, and that spark of energy makes the team achieve the unexpected. The added value of a leader is to turn collaboration into teamwork.





Tool 2

Turning a group into a team

You can only supercharge if you have a true team. Use this table to identify whether you are working in a group rather than a team, and if you are, what you need to do to become a team.









	Type of group
	Group definition
	The group becomes a team if





	Work group, working group or standing group
	A group of people who sit in the same office or work in the same company for broad company goals, but don’t deliver any specific projects together
	A selection of people from this group are chosen for their expertise and are responsible for delivering specific, measurable actions, changes or ideas for the company against a deadline



	Committee
	A group of people who meet regularly to update each other and share information, and check on roles, responsibilities and actions done between meetings
	The committee agrees an event, initiative or change to make, with an agreed goal and deadline to achieve it by, and work as a collaborative team beyond committee meeting times to do so



	A team meeting or update meeting
	A group of people who meet regularly to update each other on their separate work, but take away no actions from the meeting and don’t work together between meetings
	The group agrees a direction, strategy or initiative they want to achieve together, and takes on actions between updates, working together to achieve their goal



	Think tank
	A group of people who work together to analyse information and create thinking, white papers or best practice to inform decisions taken by other groups
	The group creates ideas on how to action or implement the thinking in a live environment, beyond the theoretical, and takes part in the action to make this happen



	Workshop or brainstorm
	A group of people who get together for an away day or time out of their day jobs to create new ideas
	A group agrees actions from the workshop, and aligns on the ideas to take forward, sharing actions to make these happen



	Inspiration or information-sharing group
	A group of people who choose to share inspiration and information with each other to enrich their work and share best practice
	The group uses the inspiration or information to inform an action plan or project inspired by the information, and takes actions between meetings to implement these



	Company board or board meeting
	A group of board members who meet to discuss company progress, strategic developments and compliance
	The board agrees a specific project or strategy to achieve by a deadline, and defines the milestones and actions that will enable this to happen, with each board member taking actions to complete between meetings








Choosing the right team

It may seem silly to say this, but if you’re going to lead a team, you ought to first make sure that you know who’s on it.

J Richard Hackman1

Not only must we consciously choose to be a team, we must choose the right people too. It often feels easier to work with the same people you’ve worked with before, but high-performing teams deliberately choose the best team members to work with.

There are three principles to consider when you are choosing the right team:2


	1Diverse backgrounds

	2Mix of personality types

	3Fewer team members



Diverse backgrounds

Creating a diverse team is absolutely crucial to success, not only for avoiding groupthink but for creating successful impact. And yet it is hard to create diverse teams – most people want to hire themselves. Ethnic diversity is important, as is diversity of backgrounds, past roles, age, expertise and life experience.

‘Groupthink’ or ‘herd mentality’ is what happens when a team of people are more focussed on agreeing with each other than on the quality of their decisions.3 Diversity in all forms prevents this.

Plenty of research has found that diversity makes teams more successful. One study proved that mixed ethnicity teams were more accurate on pricing and had fewer trading errors in live financial markets, whether they were based in South-east Asia or North America. Ethnically diverse teams were 58% more accurate, and the researchers believe this is because when you are all from the same background, you are more likely to agree with each other, whereas mixed groups are more likely to challenge or question each other’s thinking, and this ‘creates friction that helps decision-making because it stops conformity’.4


BAE Systems

Diverse teams

As Products and Training Services Director at BAE Systems, the defence, aerospace and security company, Brooke Hoskins leads a team of 1,200 people. Brooke deliberately encourages diversity in the teams she leads, whether in terms of gender, ethnicity, background, or experience and even personality type. She told me different perspectives have a very positive impact on the way people work together, the number of ideas, how they get delivered and the energy in the room.

In her experience a team who are all alike might find it easier to get along, but don’t necessarily produce the best work. When diverse teams work together it may take longer and be more challenging because they don’t always agree at first, and so take longer to get there, but when they do, Brooke finds the results are far better.



Mix of personality types

There is no doubt that people influence each other’s moods, motivation and energy levels. While it’s unreasonable to expect that people will be on their best behaviour every time they meet, do consider the mix of personality types and working styles in your team, as they will make a difference to how the team works together and on the successful delivery of your work.

First, make sure your team is made up of ‘problem owners’ not ‘problem moaners’. Problem owners feel invested in understanding the problem and share responsibility for solving it with the rest of the team. They create energy by being challenging, opinionated and passionate, and hold other team members to account if they are at risk of making the wrong decision. Problem owners want to solve the problem and find the answer. Problem moaners, however, focus on the problems and either do not want to solve them or believe they cannot be solved. They are so focused on what is wrong with every idea that they cannot offer alternatives, and they have a severely negative influence on the rest of the team.

When selecting a team, leaders need to ask themselves: ‘Who inspires me and helps me to learn new things?’ They also need to ask: ‘Who are the vampires who suck the group’s time and energy without giving anything back? So, when I build teams to take on complex challenges, I look to surround myself with people who fuel, rather than extinguish, the group’s enthusiasm for exploration.’

Greg Orme5

This is not to say you should only have optimists on your team. Having constructive cynics on the team is essential. Constructive cynics have a lot of experience, represent the sceptical views of other stakeholders, and challenge the team’s assumptions. They point out potential errors early and help the team to avoid the obvious, lowest common denominator conclusions that groupthink can create. The constructive cynic wants the project to succeed and is throwing up the challenges that need to be overcome for success.

If there’s one thing that makes me cynical, it’s optimists.

Julian Baggini6


ITV

Optimism can be destructive

I am an optimist by nature, but over the years I’ve realised that unbridled optimism can be just as destructive as complete cynicism. In 2006 I was recruited as Head of Creative Development at ITV Imagine, a central innovation team responsible for innovating content at ITV. I had come from the world of innovation for consumer goods companies like Unilever and Kraft foods, where we had to really work hard to encourage corporate teams to be more creative.

In the first couple of creative workshops I led, I hadn’t realised how patronising it was to tell TV people how to be more creative, and nor had I fully understood the extent to which in a creative culture ideas are closely guarded. My optimism did not triumph, and those first workshops were not a success to put it mildly. I distinctly remember one person going back to their manager and saying ‘Please never make me do that again.’ I was naive and had completely underestimated the creative talent I was working with. These were people who’d spent their lives being creative without me telling them how. We learned our lessons and very successfully worked for many years afterwards with TV creatives by instead curating experiences designed to inspire them, rather than teaching them the principles of creativity.



Be careful when choosing optimists in your team. They are great for new ideas and positive thinking, but if the ideas are random, naive or irrelevant, they can be as exhausting as a destructive cynic on the energy levels of the team.

Fewer team members

Research into the ideal team suggests that ten people or fewer make the best team.7 Ten people can work effectively and efficiently, develop strong relationships, and won’t get bogged down by too many people being involved in scheduling, information-sharing and decision-making. Smaller teams have less conflict, more cohesion,8 and achieve better outcomes.9

The problem is people don’t want to be left out, particularly of exciting or high-profile projects, and before you know it everyone and anyone who may have an interest is part of the team, and most of the time is spent trying to coordinate when the team can meet instead of what the team can do.

For your supercharged team, don’t have more than ten members, or if you have to, see whether you can split into sub-teams on specific goals, and meet with the rest of the team at regular intervals when needed.



Tool 3

Choose, avoid or separate

Being an effective team means saying no to some people joining your team. Use this checklist to make sure you are choosing the right mix of people for your team and avoiding the wrong people, so you can keep the highest performers. If there are people who need to be involved, separate them so they don’t drag your team down.








	Choose people who
	Avoid people who





	Are experts or have lots of experience
	Are so senior they scare people



	Bring fresh thinking and will challenge the team
	Are cynical, bored or bitter about the project



	Are energetic, curious, positive and enthusiastic
	Are very junior, inexperienced or over-simplify the issues



	Want to be on the team to learn new skills
	Believe they already know the answer and won’t change their minds



	Are different in profile to the rest of the team
	Bring no diversity of experience or background to the team



	Have the deep technical knowledge that this project needs
	Are there because they don’t want to be left out



	Have the time to commit to meetings and actions
	Want to be there but don’t have time to attend fully or do any actions



	Will collaborate well and treat team members with respect
	Don’t believe in collaboration, bully or dominate other people





Or separate

We often group the most difficult, senior or challenging team members together, separating them from the core team so they can get on with their work. Treat them as stakeholders and give them regular updates, gathering their ideas to share with the team, but keep them separate from the team so they don’t hold the team back. Selecting people for how well they work together is just as important as bringing in the right expertise. Protecting the whole team from one individual’s working style may be necessary to help the team succeed. Otherwise, it will keep your team from being supercharged.

See more on how to deal with difficult personalities in ­chapter 8 ‘Dealing with conflict’, and engaging senior people in chapter 10 ‘Engage your stakeholders’.




Deliberately select your supercharged team

Attending meetings is not the same as being in a team. If you want a supercharged team, don’t blindly create or join one. Instead, think about the goal and who will give your team the best chance to succeed. Fight against the temptation to inherit old teams. In an effective, high-performing team, every team member is there for a reason, so choose to be a team, and choose who is in your team deliberately.


Key take outs


	•	Not everything needs to be done by a team – sometimes the best way to get something done is to do it yourself.

	•	A team is a team only if it has a shared goal that everybody works together to achieve.

	•	A group of people can become a team if they commit to a common goal and work collaboratively to achieve it.

	•	An effective team is small, diverse and includes particular perso­nality types.

	•	Non-collaborators can be worked with outside of the team to contribute to achieving the team’s goal.
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Find more time

Supercharged teams prioritise their time to maximise impact. Having the time to be in a team is crucial to success. If your team doesn’t have time to fully participate, the team will not achieve its goals. One day we will look back on the way we work now with disbelief and ask ourselves how we found ourselves working on so much, at such a pace, with such poor attention and quality thinking. We are all far too busy, and one of the biggest challenges we face is finding the time to work well as a team. ‘Fire-fighting’ or doing short-term, urgent work on unexpected problems becomes common when people are under pressure. When our time is taken up by urgent work, we don’t have time to build relationships with each other, and we don’t work on our team’s longer-term objectives.

In my first job I was Marketing Assistant at Wallace Laboratories in Zimbabwe. I had a desk phone, a paper diary and a pad of paper, and no mobile, computer, printer or screens. We would phone people up and talk, or we would meet in person. We discussed decisions and actions. We sent memos beforehand or minutes afterwards, but most of our time was spent in conversation, understanding each other. Now, we barely have the time to talk with our colleagues, much less discuss important decisions or create new ideas.

Carving out time and prioritising where you spend your energy is the only way you will become a supercharged team. Taking control of our own time is critical to success, and if we don’t manage, we will never succeed. Work will keep getting busier and the answer is not to put our heads down and work harder.

The tools in this chapter will give you and your team the gift of time. By helping you identify the black holes where your time is wasted, understanding where most impact can be made, and making sure your time is valued and used well, we can help you move from fire-fighting to making progress.

What you will learn in this chapter:


	•	How the team can identify and reduce time-wasting activities to spend more time on more effective and impactful work.

	•	How to stop other people from using up your precious time so that you can more fully participate in your team and do more quality work.

	•	How to reduce time spent unnecessarily on emails to make space for relationship building and quality thinking.

	•	How to sharpen up your team meetings so that you can use your team’s time more efficiently and get more done.



You need time to be in a team

It’s really clear that the most precious resource we all have is time.

Steve Jobs (1955–2011)

When someone asks us to join a team, it’s tempting to agree without considering if we have the time. Perhaps we don’t think we can say no, or we are not given a choice, and when we join teams like this we try to do as little as possible. However, for a team to do really good work together, every member needs to have the time to be present and to actively contribute to the team’s goals. Simply turning up at meetings does not make you part of a team.

We can’t create more hours in the day, but we can and must create more time by becoming more efficient and selective about where we expend our effort. We need to have the time to participate in a team if we want that team to be supercharged, and we need to create this time by taking it away from somewhere else. In her book Fully Connected, Julia Hobsbawm talks about how important it is for people and organisations to manage their time in a balanced way so that they can flourish and be productive without being overwhelmed.1 We can only flourish and be productive, and have the ability to manage all our knowledge and networks if we manage our own time.

Being busy is no longer a status symbol

A busy and overworked lifestyle, rather than a leisurely lifestyle, has become an aspirational status symbol . . . people dread idleness and desire busyness in search of meaning and motivation in their lives.

Silvia Bellezza2

When people ask you how you are, do you say, ‘I’m busy’ instead of ‘I’m fine’? Being too busy is all too common, and for some people it is the way they show they are doing well, in demand, working hard, and are important. But why is being busy considered impressive, aspirational or positive? Being too busy means we have been unable to plan our own time, we are at the mercy of other people’s expectations, or we are not being selective about where to focus our attention and energy. This is not something to be proud of. It might be something to share because we are struggling and need help, but being too busy is no longer something to boast about.

Let’s agree that busyness, full calendars, long to-do lists and lack of time are not status symbols, and instead focus on the core and substance of the work we produce. Being busy means nothing if we are not achieving something with our work.

Work will keep getting busier

Time is what we want most, but what we use worst.

William Penn (1644–1718)

We all feel greater time pressure than ever before. Companies are increasing their drive for efficiency, smaller teams are doing the work that larger teams used to do, roles have changed and combined to create multiple objectives, and we are given ever more challenging tasks. So, the work we are doing feels and is much more complicated than it ever was. No wonder we feel too busy.

The way we communicate is also making us busier. Sending messages and sharing information digitally rather than speaking feels easier and more instant, whether you are working across different time zones, different locations, or even when you are in the same room. This back and forth style means that we are under pressure to reply quickly, rather than considering a quality answer or suggestion. This means we make more mistakes, whether we don’t think before we reply, or we use a tone that may sound negative because we are in a rush.

There’s no doubt there is more to do than ever before, but the same amount of time to do it in. It is tempting to think that ‘work harder, do more’ is the answer, and indeed that is how most people try to keep up; checking messages during meetings, emailing while they travel, using any downtime for catching up. It’s a trap we all fall into – we think that if we can just get on top of things, it will get better. But we are deluding ourselves because there will only be more to do, not less.

Saying’ keep up’, ‘put your head down’, or ‘work harder’ is not useful. The pace will keep getting faster as we have access to more and more information. Just trying harder can lead to burnout, mistakes and stress, which are destructive for teams and their work.

Email is not our main job

A 2018 study of 2,000 US knowledge workers showed that poorly used meetings and email topped the list of things that keep workers from getting work done. The same report showed that after emails, meetings, interruptions and admin, the average worker has just 44% of their time left to do their job.3

I don’t know anyone whose job is to ‘do’ email. It is a useful tool, but we treat it like it’s our main work. Email is a sort of professional candy crush, something that we do when we want to be doing something useful, but don’t have the energy to work on something important. We are addicted to it, but it wastes our time.

More email does not mean better teamwork! Sending more emails gives us more to do, read and respond to, which makes us less productive because we don’t have time to connect with each other properly, or do quality thinking, because we are too busy on emails. It’s distracting and gets in the way of quality thinking and building relationships with our team members.

Being busy is a form of laziness – lazy thinking and indiscriminate action. Being busy is most often used as a guise for avoiding the few critically important but uncomfortable actions.

Tim Ferriss4



Tool 4

The timetable

You can’t manage what you can’t measure.

Peter Drucker (1909–2005)

If you are struggling to find enough quality time for your team, you need to find more time, and to do that you need to measure where your time is being spent. If you take the time to do the timetable, it is guaranteed to save you time!


	1Record the number of hours you spend in a normal working week on different tasks and meetings.

	2Put them in order of time, starting with the tasks that take the most time at the top.

	3Colour-code the impact and importance of each task based on how much they help you achieve your main objectives at work (green: directly helps me achieve my work objectives; orange: important to do but does not always directly contribute to my objectives; red: does not help me achieve my objectives, or takes time away from my objectives).

	4Create an action plan to reduce your red tasks, manage time spent on your orange tasks, and take back time to add more time for green tasks.



Example:
Time Table











	Hours per week
	Task
	Colour code
	Comments
	Actions





	12
	Reading and answering emails
	Orange
	Important to do but not always a good use of my time. Takes away from the time I spend with my team.
	Limit time checkina emails for one hour in the morning and one hour in the afternoon only

Only answer the important emails – leave my team to answer the others

Stop spending time filing emails into folders



	4
	Travelling to head office and back for meeting with my boss
	Red
	A lot of travel time for a one-hour meeting – and I can’t use the time for working. I travel alone so can’t spend the time catching up with my team.
	Ask my boss if we can do the meeting via video conference instead, and advise that the time saved travelling can be spent on priority projects
Arrange to travel with team members so that the time is not wasted, and can be spent catching up with each other



	4
	Digital transformation project
	Green
	This is one of my most important projects and directly contributes to whether I get a bonus or not at the end of the year
	Keep this time in the diary, and try to increase it by two hours per week for the whole team to get together and work on solutions



	4
	Impromptu meetings and discussions in the open plan office
	Orange
	Sometimes useful updates but more often just distractions, gossip and interruptions to my work. Unrelated to a specific project team

	Tell people that morning that I am going to concentrate on a particular task, and wear headphones so I am not disturbed
Book a meeting room to work in to avoid distractions
Warn people that on Tuesdays and Wednesdays I am going to be ‘un-distractable’ to get on with work 
Be distractable on the other days of the week to join in with the office conversations



	4
	Lunch in the canteen with various team members
	Green
	Important to build relationships and have informal catch-ups – I often overhear something useful for my projects
	Keep time booked in the diary for taking a lunch break, and make sure to choose different team members to sit with each day



	3
	Comms and marketing project team
	Red
	I know they want me there, but I don’t need to be – I could ask for the agenda in advance, send my thoughts in advance via email, or only join for relevant sections
	Contact the project team leader and explain I will contribute via email in advance of each meeting, and will send one of my direct reports once per week, but will no longer attend



	3
	One-to-one meetings with my two direct reports
	Green
	Very important as it helps me to prioritise their work and delegate to them
	Prioritise these meetings, and use any saved time to do a catch-up with each direct report at the beginning and end of each week



	2
	HR catch-ups
	Orange
	Important meetings but not well planned
	Reduce each meeting to 30 mins rather than an hour, and ask HR to send thoughts in advance, so the meeting is for decisions rather than catching up



	1
	Catch-up meeting with my boss
	Green
	Very important to manage their expectations
	Prioritise this time, and keep what used to be travel time saved for preparing updates, quality thinking and ideas for this meeting









Tool 5

Meeting sharpeners

Time is our most valuable commodity, but we give it away so easily. If we want to spend more of our time at work getting our real work done, we need to say no to wasteful meetings.

A study in the UK in 2019 found that the average worker in the UK spends 26 working days in meetings, with an average of 20 minutes of a 60-minute meeting wasted due to lateness and technology not working. The study points to an epidemic of ‘presenteeism’, with more than 50% of respondents admitting to daydreaming during meetings rather than actively participating.5

As a team, agree how you will take control of your meetings by using any of the three meeting sharpeners:


	•	Do better meetingsa

	•	Meet less

	•	Cancel meetings



Do better meetings


	•	Use a memo system like Amazon (see example below). Develop a one-page memo structure that team members fill out in advance of the meeting. This details updates since the last meeting, key information and decisions for the team to discuss. All memos are compiled into one pre-read, so people are ready to discuss them. Often the discipline of writing this out helps people to prepare well, clarify their thoughts, and use the meeting time more wisely.

	•	Come with solutions. If someone wants to meet to ask the team’s advice, ask them to come ready with at least two solutions to choose from. This makes them think through their question and answer in advance, using less time exploring the problem, and allowing more time for advice.

	•	Set up in advance. It seems obvious, but so much time is wasted in setting up meeting rooms and technology while the rest of the team watches the technical difficulties. Set up technology in advance so the team meeting is ready to start on time, have the different memos on the wall when people walk in for them to refer to, or if you really can’t get into the meeting room to set it up, don’t use technology at all, use printouts so no time is wasted on projectors and laptops.

	•	Walk and meet. For smaller meetings, go for a walk with someone instead of sitting for a meeting. This gives energy to the conversation and exercise too, maximising what you can get done in your available time – exercise and decision-making in one.




Amazon

Did you get the memo?

Jeff Bezos at Amazon has banned PowerPoint presentations in favour of memos. Before any meeting, the person who called the meeting submits a memo outlining what is to be discussed, information for decision-making and the outcomes that meeting wants. The meeting doesn’t start until everyone has read the memo, even if it means waiting within the meeting for this to take place. This leads to better quality collaboration, because the person calling the meeting does the thinking first, rather than thinking out loud in a badly prepared meeting. It levels the playing field, making sure everyone starts with an informed view and can contribute immediately.



Example:
One-Page Memo








	Meeting name and date
	Digital transformation meeting
17 June



	Memo author
	Pam Hamilton, MD



	Topic
	Decision to build pilot platform with one of two key suppliers



	Decision required from the team
	We have identified two potential platform suppliers with which to build our pilot platform. This memo details the strengths and weaknesses of each and asks for a decision on who to move forward with.



	Key information for this decision
	This section of the memo would outline the background, detail the strengths and weaknesses of each supplier, key dates milestones, budget implications of a decision in either direction, and the different decisions that can be made at this point, with a recommendation on which to go for



	Supporting information
	Where to read about this decision in more detail, attached files or links





Meet less


	•	If your regular meeting is normally an hour, consider making it 45 or even 30 minutes long. If you work with your team to make the agenda more efficient, they will appreciate the extra time they get back.

	•	As a team, agree on the most useful parts of the meeting agenda and consider where time could be reduced, for example:

	•	Decide not to spend meeting time doing updates (people catching up since the last meeting) or downloads (presenting slides while people listen) in the meeting. Instead, send a pre-read in advance, and ask the team to come ready to respond, discuss or debate.

	•	Plan to meet face to face via video conference, rather than in person. This cuts down on everyone’s travel time and on the possibility of people arriving late. Keep video cameras on to help people communicate better and stay focused.

	•	Start on time. Agree as a team that you will start on time and if people join late you won’t stop and let them catch up. When people know time is limited, they tend to waste less time, arrive on time and get to the point quicker.

	•	Ask presenters to state the purpose of the presentation before they begin, what they want and need from those listening at the end, saving time on general discussion at the end and getting straight to the point.



Cancel meetings


	•	Say no to meetings that are not a good use of your time. This might challenge or even offend the meeting organiser at first, so be sure to respectfully explain why. This means they will value you more when you do attend and may change the way the meeting runs to make good use of your time to make you want to be there.

	•	Replace debriefs and updates with a pre-recorded video or podcast that people can watch or listen to at their convenience. With smartphones and laptop cameras it’s relatively easy to record a dictation or a voice-over as you talk through the slides of a presentation. Send these out to the team rather than setting up a meeting to go through them in the same room at the same time.

	•	Ditch meetings that you half attend, half read emails in. If you can multi-task and don’t contribute, you don’t need to be there.









Tool 6

Email agreement

Sometimes it’s easier to email than talk, but email can create a mass of work without leading to productivity. Agree with your team what is appropriate email etiquette and agree to stop email using up so much time and energy in your team.

You may find you need to do this with every new team you set up or join. Often people are frustrated with how much time they spend on email and will be delighted to set up some rules and expectations together to reduce their email burden.

Go through this ten-point checklist as a team to create your own email agreement:


	1Don’t email: Are there times when we can phone each other rather than email? List them, even if obvious, and agree as a team to remind each other.

	2Send texts or voicemails: When is it better to send a text or a voicemail? Does everyone know how to send a voicemail or a dictation?

	3Reply now or later: Decide between responding immediately to emails and coming back to them later. Storing up all your emails only to open them a second time to respond uses up time. Agree to try not to open emails twice if they can be dealt with on first reading.

	4Chat group: Can we create a WhatsApp or Slack group for conversations related to short projects that don’t need long emails? What are our rules around sending these?

	5Collect comments: When an update needs to be emailed, and feedback collected, could we choose one person to receive individual comments and collate them on behalf of the group?

	6Reply to all: Can we agree not to use reply to all unless ­necessary? What are those times?

	724-hour answer: Agree as a team that you will choose a limited amount of time in your day for emails, and agree not to answer emails outside of that time. Do we need to put on an out-of-office autoreply to let people know they won’t get a response?

	8Working hours: If emails sent in non-working hours make people pressured to reply, can you schedule them to send in working hours? Or do you agree that people only need to answer in their own working hours?

	9Stop filing: Does your team need to spend time filing away emails into folders? If not, agree to store the most important, but leave the rest and search for them when needed.

	10Digital workspace: Can we use a project management system like Basecamp or Microsoft Teams for our project, where we store all files, actions, discussions and messages in one place? Do we agree to use this instead of sending each other files and meeting notes by email?



Example:
Completed Email Agreement








	Don’t email
	As a team we agree to only email when there are two or more people who need to be updated, and when the update is an important one for people to read and consider, or when commitments need to be recorded for future reference.
We will talk to someone or phone them when we need to discuss something, rather than sending an email. We will have a fines jar for anyone who emails unnecessarily and will use it to fund a cake each month.



	Send texts or voicemails
	For questions that have a quick answer, we will send a text.
For updates that need to be given but only need to be read once, we will send a voicemail or dictation, so we don’t spend a long time composing an email that will only be read once.



	Reply now or later
	As a team we agree to try to open emails only once – responding there and then.
For emails that need more attention, we will respond when we’ve had time to think, within 24 hours.
If there’s no easy reply and we need to discuss, we will talk. If we need to discuss as a group, we will add it to the agenda for our next meeting.



	Chat group
	We will use the team WhatsApp or Slack group instead of email for all quick updates and questions.
We agree not to spam each other with messages like ‘Thanks!’ or emojis on the chat group.



	Collect comments
	When sending out information that needs comments and feedback, the person sending the email will collect individual comments and compile them, rather than everyone replying to all with feedback.
Give the email a clear title and instruction so you know what is needed by when.



	Reply to all
	We agree as a team to ban ‘reply to all’ emails and will change our email settings to stop us from doing so as a default.
If we need to make a comment or give feedback, we will do so to the person sending the email who will compile all responses.
We give ourselves permission to remind people about the reply to all rule when they forget.



	24-hour answer
	We commit to spending one hour every day (and no more) catching up on emails.
For each person this is a different time of day to suit them, but we acknowledge that emails will be responded to within 24 hours, so we will not expect immediate responses.
We will use the chat group if we want an immediate response.
We may choose to put on an out-of-office autoreply explaining that we will answer within 24 hours, or explaining the new email agreement until people get used to it.



	Working hours
	We will try to schedule sending emails only within working hours.
If emails are sent outside of working hours, or people work at different times, we all agree that we are not expected to respond until we are at work ourselves.



	Stop filing
	Some important emails and documents need to be kept for future reference – we have asked one member of the team to store, archive and label these in a shared folder.
For the rest of us, we agree not to spend any more time filing emails or documents.



	Digital workspace
	We will use a shared folder or digital workspace as a central space to store our actions, events, and files for the project.
We agree to share all documents via this and not send emails with attachments anymore.







The time is now

Time is one of the most valuable and scarce resources we have. Supercharged teams prioritise where to focus their energy and resources to achieve their goals. Don’t wait for permission, take back control of your team’s time.

Key take outs


	•	Create more time to be in your team by measuring where you spend and waste time.

	•	By becoming more efficient and selective about where we expend our effort, we can be more impactful.

	•	Stop spending so much time on emails by creating and sticking to a new email culture for your team.

	•	You can make meetings more effective and create more time for teamwork by sharpening them up.







chapter 4
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What goals do you want to achieve?

Supercharged teams have a laser focus on a shared goal, and everything they do is in service of it. However, sometimes people think they’re working towards the same goals, but either haven’t agreed on them, or interpret the same goal differently.

If you’ve ever worked on projects that involve ‘digital’, ‘sustainability’ or ‘personalisation’, you will know that people use the same words to describe completely different things. To work together well, a team must clearly define their objective and work out the best way to achieve it. A crucial stage in supercharging your team is defining what successful outcomes look like. The tools in this chapter will give your team a clear and aligned direction so that you are all working towards the same goals.

What you will learn in this chapter:


	•	How to define the outcomes of your project, as well as the outputs

	•	How to create a powerful, compelling vision of what success looks like for your team

	•	How to ensure your team’s objectives are motivating and understood by everybody in the same way



The difference between outputs and outcomes

In marketing projects, my objectives are output-based, with specific deliverables like ideas, innovations and decisions, but when I started working in the public sector, I heard people use the word ‘outcomes’. The difference is that outputs are ideas, decisions and initiatives, and outcomes are what actually happen in people’s lives as a result of the work.

When I interviewed Inspector Marcus Cator of the Hampshire Constabulary we talked about how the police set targets and plan what they want to achieve. Marcus told me that there has been a shift away from output-based policing targets (such as how many arrests are made) because arresting people does not always mean that the causes of crime are dealt with. Even though the police still need to solve crimes and arrest criminals, they have more outcome-based targets, such as addressing the causes of crime, keeping vulnerable people safe, and working with the wider community to share responsibility for keeping people healthy and happy so they don’t find themselves in a situation where they turn to crime.

Tim Ferguson is CEO of Audience, and his team delivers big corporate events. He says if results are tangible and can be quantified, they are outputs. If they are attached to feelings or emotions, they are outcomes. Tim says that we can become fixated on the outputs (did we run to time, did we give all the updates we planned?), but forget the outcomes of such events (did we help them to develop stronger relationships with each other?). Tim says we must not underestimate the relevance of outcomes, such as trust and authenticity, as key drivers to outputs.1

In our teams, especially when we are under pressure, it can be easier to focus on the outputs and deliverables, without considering the outcomes. Outcomes are what can actually be achieved as a result of the team’s work – they can be a more strategic view, or deliver culture change or impact in people’s lives. Outcomes are often more emotional and motivating than outputs. I believe that a crucial stage in agreeing the team’s ambition is defining what both the outcomes and outputs should be.

Envisioning success

Teamwork is the ability to work together toward a common vision. The ability to direct individual accomplishments toward organizational objectives. It is the fuel that allows common people to attain uncommon results.

Andrew Carnegie (1835–1919)

Visualisation has long been a part of elite sports: Team USA, the United States Olympic team, took nine sports psychologists to the 2014 Winter Olympics in Sochi.2 Olympic athletes train to achieve peak physical performance, and they also train mentally for winning, by visualising what success looks and feels like. So powerful is visualisation that research has shown that it can improve physical performance whether or not the person visualising is also undertaking physical strength training.3

All supercharged teams envision their success. Visioning is a powerful way for a team to define what success looks and feels like, the possible positive outcomes that the team can create. If you focus first or only on the team’s outputs and deliverables, you lose the potential to motivate your team with a wider purpose. When we create a positive vision of a successful future outcome, the outputs and deliverables fall into place.

The key to visioning success is to create an ambitious goal based on an idealistic vision, to help teams perform better. Education research has shown that if you have low expectations of someone, they will fail to achieve even those, whereas if you have high expectations of someone, they will meet if not exceed them. This is known as the Pygmalion or Rosenthal effect, and studies suggest that it is similarly impactful in the workplace.4

Teams that are clear on a shared vision excel, and those without a meaningful or clearly worded vision limit their performance.5 Committing to goals improves performance, and if those goals are challenging and ambitious, they can raise performance levels, which is why at Google they deliberately set objectives that are ambitious and uncomfortable.6 Setting ambitious, idealistic or uncomfortable goals is an excellent way to make your team want to achieve more, which means they do achieve more.


The HIVE Portsmouth

Visioning success

Volunteering is good for you. Research shows that volunteering is enjoyable, gives a sense of personal achievement, and makes people feel they are making a difference. Volunteers improve their wellbeing and feel less isolated.7 So why don’t more people do it? We know it is hard for volunteers to find the right opportunities to suit their skills and time, and part of this is not knowing what opportunities are available to them.

I led a visioning workshop on volunteering for residents and community groups in my local area. We asked people to draw the ‘perfect world of volunteering’. It took a little time for people to warm up, but soon we had drawings of stick figures being active and connecting with each other and their community, and out and about in nature. At the centre of one of the pictures, someone had drawn a beehive and explained that the bees were people being busy, pollinating different flowers by sharing information, and the centre of that was a hive where everyone could come to be connected with each other and their community. In our perfect world of volunteering, people felt needed, sociable, full of energy, and the hive in the centre made that happen.

Out of this idealistic vision came the idea for a charity to share information across voluntary organisations, connect people with the right opportunities, and build that strong, happy and connected community. A year after that idealistic vision was created, the HIVE Portsmouth became the hub that coordinated the city’s community response to the COVID-19 crisis, a response made possible by an army of local volunteers.



Great dreams aren’t just visions, they’re visions coupled to strategies for making them real. 

Astro Teller8


Tool 7

Five futures

The five futures tool creates a successful vision of a project, supercharging it to drive optimism, energy and motivation towards a successful outcome. The key to any visioning exercise is to be ambitious, optimistic and idealistic at first. When a team creates what an incredibly positive future looks like, putting all their hopes, aspirations and emotions into that vision, they create their own ‘moonshot’, a term now used for very ambitious goals.9

Thinking about five years in the future when your team has been incredibly successful, choose one of these five questions to answer as a team:


	1What are the five best outcomes our team will have achieved? (These are the big, meaningful consequences that changed people’s lives.)

	2What are the five best ideas or initiatives we will have created? (These are the specific things we have created – any great ideas, however wishful or impossible go here.)

	3Who are the five people who will have most benefited from our work and how? (These are the different types of customers, clients or residents we will help.)

	4What are the five most important lessons we will have learned as a team? (These are the ways of working that made our team great.)

	5How will our five most successful decisions have happened? (This is the journey the project took, and what we were able to overcome.)



The reason we ask for five is because it makes you go beyond the first few more obvious answers and stretches people’s thinking to be far more ambitious. Visioning is a creative exercise for inspiration, not strategic alignment. Once the team has explored the optimistic possibilities and created possible outcomes, they can then use the Project navigator tool later in this chapter to agree on the specific outcomes and outputs of the team.

Other visioning techniques include creating a front page of a national newspaper in five years’ time, or creating a perfect world as we did in the case study. Whatever the technique, putting people into a mindset of powerful future possibilities is incredibly motivating for a team.



Reframing your objective

When we define our team’s objectives, people use the same language to mean very different things. The bigger the topic, the broader the subject, the more I have found that people assume they mean the same thing when they don’t. This means that for the hardest topics we make the worst assumptions.

A case in point is overuse of the word ‘digital’. In a report commissioned with industry leaders, nine out of ten companies surveyed claimed they were undergoing digital transformation, even though only a quarter of them admitted to knowing what it was.10 Digital transformation means different things to different people,11 and what is ironic is what holds back digital transformation really comes down to culture and people, rather than digital skills.12

So, while we might start with an objective like ‘To digitally transform our company’, a reframed objective that would achieve a more successful outcome could be ‘To help the people in our company embrace new digital ways of working’. The first is based around the topic (digital transformation), and while it may be accurate, it is a limited, basic view of the objective and does not help us move towards a solution. The second is better because it is richer and helps to frame the importance of people in achieving a successful outcome (helps people change their attitude to digital transformation).

In his book Who do you want your customers to become? Michael Schrage talks about ‘The Ask’: how successful companies reframe their objective in terms of how they want their customer to evolve. So like Starbucks, who wanted customers to become discerning coffee drinkers, or Google, who wanted its users to become partners and collaborators in finding information, companies can achieve huge success by considering what they want their future customers to experience, believe or become.



Tool 8

Reframe your aim

Ask a boring question, get a boring answer. Ask a motivating question, get a motivating answer. And if you can ask a supercharged question, you are more likely to create a supercharged answer. This tool is about rewording your team’s objective in a way that makes it more meaningful, more inspiring and more ambitious.

As a team, reframe your project objective by creating new versions through these lenses:


	1Reword the objective as if you were explaining it to a five-year-old child or an alien from another planet.

	2Reword the objective as if you were a well-known company or personality.

	3Reword the objective as if you had all the money or resources in the world.

	4State the objective as if you had no money or no resources.



Once you’ve collected your reframed and reworded objectives, choose the best wording and frames to create one powerful, reframed aim for your team.

Example:
Reframe Your Aim

Original objective: To Digitally Transform Our Company








	Five-year-old child
	To help everyone learn how to use computers and the internet better so that we can beat the robots



	Alien from another planet
	To help humans to communicate their culture and intelligence into the future and explore life beyond earth



	Well-known company (Netflix)
	To deepen the emotional experience our people feel when digital technology helps them



	Well-known personality (Margaret Attwood)
	To free workers from the slavery of routine tasks and unnecessary mental load, so that they have more time to dedicate to fighting injustice and creating better lives



	All the money
	To give every single person in the company the highest spec digital makeover to give them every technological enhancement possible



	All the resources
	To teach every employee everything they need to deeply understand and learn everything that technology has to offer them in their work



	No money
	Tell everyone they have to teach themselves how to transform their own job to be more digital, or leave the company



	No resources
	Switch off all non-digital communication tomorrow and let people catch up if they can themselves



	Important reframed angles
	Communicating culture and intelligence
Deeper emotional experiences
Freedom from slavery and drudgery
Digital enhancement
Teach themselves



	Final reframed aim
	To perform a deep digital makeover for every individual in the company so they can experience the benefits of a successful digital transformation at first hand







Project scoping

Some of the biggest failures are projects where the project scope was not fully agreed, or changed massively after it had started. I once did a three-month innovation project for a toothpaste brand, creating a new six-point benefits checklist, new ingredients and benefits to sell a premium innovation. At our debrief, the senior stakeholder was disappointed. He said that what he had really wanted at the beginning of the project was an innovation that would create a new red pack to stand out on a shelf. Unfortunately, he hadn’t told us that.

To help avoid just such a situation, successful companies like Unilever use a scoping template that follows the same structure for all projects, and is signed off by all team members and stakeholders before the project gets underway.


Tool 9

Project navigator

Building on all the best scoping tools and templates from the different teams I’ve worked in, here are the main points your team must align on at the beginning of a project – and keep coming back to as the project evolves. Even agreeing on the journey so far can be important. The story people tell has a huge influence on the approach your team takes. Feel free to use the business terms in the second column if more appropriate.









	Journey so far
	Context
	The reason we are here today, what has happened so far to get us here, the context of the market, the background of the team or business and why this is more important now than it was before



	Destination
	Objective
	The end goal of our project or team, what’s in it for us and what will we create or make happen as a result



	Guides
	Assumptions
	We are guided by these beliefs, values and assumptions



	Gifts
	Resources
	The talents, powers, resources, time, people, tool and budget we have for this journey



	Roadmap
	Plan
	Where we plan to go, how we will get there and the timing of our journey



	Traps
	Out of scope
	Where we will not go, risks we will avoid and where we won’t spend our time or attention



	Treasure
	Outputs
	What we aim to create or find, the prize of success, what we plan to win or achieve and what we will deliver



	Destiny
	Outcome
	What this journey means, how this journey will make the world a better place, the possible future we will create when we get this right and the ideal outcome







Make your goal big and clear

The best teams work towards a singular goal, and the most ambitious goals inspire the best results. Going beyond a basic business objective to align on a project ambition that creates successful outcomes and then scoping the team’s work well is the foundation for a supercharged team to achieve success.

Key take outs


	•	The human benefits (outcomes) of your project are as important to the success of your team as the business objectives (outputs).

	•	Your team will achieve more if they are working towards ambitious goals based on a compelling vision of success.

	•	Properly scoping your project and agreeing clear objectives that are understood by everybody in the same way are key to delivering a project that achieves its goals.
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Find your motivation

Supercharged teams are driven to succeed by a strong motivation for achieving their goal. Even when you have a clear vision for your team, teamwork can be challenging without the motivation to do the work. With a strong purpose, a team will be far more motivated to achieve more together. For some teams, their organisation’s greater purpose will provide all the motivation they need, even if the work they are doing is difficult. For some people, they are driven by a kind of reactor core that keeps them going long after the rest of us will have given up and acts as a filter for all decisions. Internal drive and motivation are crucial – we cannot supercharge without them.

Use these tools to ramp up the meaning and purpose of your work for yourself and your team.

What you will learn in this chapter:


	•	How to motivate your team by having a purpose.

	•	How to reveal and articulate your team’s purpose.

	•	How to deepen your understanding of why the team’s work matters.

	•	How individual team members can find their motivation.



Purpose motivates teams

Organizations are focusing not only on being a great place to be, but also to be from.

Global Talent Trends 2019.1

Of the many interviews I did for this book, almost every person mentioned the importance of purpose at work. Grainne Wafer from Diageo said that the best way to be a successful team is to have clarity of purpose – a true understanding of what you are doing and why you are doing it, so the team is clear what they are in service of. Gael De Talhouet from Essity said the best teams don’t succeed because they work harder or longer, but succeed because of the passion they share and their motivation to exceed expectations.

More and more companies understand that if people’s work actually stands for something, the more motivated and effective their teams will be. In the last ten years we have seen a remarkable shift in what customers expect. It is not enough simply to be profitable – organisations have to stand for something and to contribute something to society.2 This is partly because it is harder for companies to hide unethical behaviour, so they have to behave better. It is also because customers have more choice than before, and one way that companies can stand out is by doing good. Today, people want to buy and work for brands that reflect their own values.

This is the same for employers – people want to work somewhere that does good work. In 2014, KPMG’s ‘Higher Purpose’ initiative recognised and celebrated the impact and meaning of the work the company did. It found that when its leaders communicated the higher purpose and impact of their work, their teams were significantly more motivated to strive for continuous improvement and high performance.3

When companies can form a human connection with their employees and build trust and pride in what they do, they improve the performance of their people. In other words, when work is mea­ningful, teams perform better.



Diageo

How gender is communicated in advertising

I’ve worked on many projects over the last two decades, and only a few stand out. The ones that do are those with a strong social purpose. One of the best projects I’ve ever been a part of was with Diageo, one of the world’s biggest producers of spirits and beers.

Diageo is a leading company for inclusion and diversity. In 2020 it was featured in the Bloomberg Gender-Equality Index for the third year running,4 and in 2019 named the second most inclusive and diverse company in the world by Refinitiv,5 and ranked first globally for gender equality by Equileap as a result of this work.6

Diageo is responsible for advertising hundreds of recognisable brands, and in 2018, Syl Saller, the Chief Marketing Officer, kicked off a purpose-based initiative to normalise g­ender ­equality. Syl believes passionately that advertising shapes culture – what people see on screen has an influence on how we behave in society. Historically, women have been misrepresented in advertising. For example, in mixed gender adverts generally, men speak about seven times more than women,7 and in Diageo’s own advertising male voiceovers had historically been more common than female-only voiceovers.

Amber D’Albert in my team led the work with Diageo to improve gender portrayal in advertising, working with the ­business to produce a framework for progressive gender portrayal that Diageo’s 1,200 marketeers, global and local agencies were trained in. Diageo has shared this framework widely with the industry, including the Unstereotype Alliance.

When we worked on this project, we deliberately selected an all-female team, including our designer, so that the ‘female gaze’ led every element. Because of the purpose, we were motivated to do our best ever award-winning work. Imagine the societal impact that one of the world’s biggest advertisers will have on gender equality.



Employees don’t need to work at your company, they should want to work there and as a result everything should be designed around that principle.

Jacob Morgan8



Tool 10

Define team purpose

We don’t all belong to an organisation with ambitions to change the world. However, if you want to supercharge your team, no matter what you aim to achieve, you can create a team purpose that powerfully drives the team to keep you going when the work is tough.

In the previous chapter your team will have created a vision, the ambitious direction for your team. The team’s purpose is why you are doing what you do. To find your team’s purpose, you need to define why you are doing this work, and that reason will give your team the passion and energy, the reactor core, that makes them exceed expectations.

Once you have your goal, consider these six questions in turn, as a team, to define your team’s purpose:


	1Starting with the team vision you created in the previous chapter, what is your one-sentence expression of this team vision?

	2What unique talent and expertise does this particular team have to achieve this vision?

	3What are the assumptions and beliefs we bring to this project?

	4Based on the previous three answers, why do we exist and therefore what is our team’s purpose?

	5With our team’s purpose in mind, how will we overcome challenges that come our way?

	6With our team’s purpose in mind, how will we make progress?



Answer these six questions to arrive at six short sentences or statements that define your team’s purpose and how it will help you to achieve your team vision.

Example:
Define Team Purpose








	Purpose questions
	Example answers from the digital transformation team (from the previous chapter)





	One-sentence vision
	To perform a deep digital makeover for every individual in the company so they can experience the benefits of a successful digital transformation at first hand.



	Talents and expertise
	We are ten of the top digital experts in the business, with experience from inside and outside of the company. If we can’t do it, literally nobody can.



	Assumptions and beliefs
	We are convinced that digital transformation will make work easier, more efficient and more enjoyable for every single person in the company, and will have a positive impact on their work–life balance. This project will make people’s lives better.



	Our team’s purpose
	We exist to make people’s work easier and better with digital tools that save time, enable great work and help people to have a better work–life balance.



	Overcoming our challenges
	We know that people resist change, and we need to remember to prove to people that this will actually be better for their overall work–life balance, not just their work. We will have to convince them gently, one person at a time.



	Making progress
	We will identify individuals who will find digital transformation easiest, work with them first, and ask them to talk about the benefits to both their work and home life to others in the company, and ask them to help other people overcome their issues.
We will work to understand those individuals with the most barriers, difficulties or challenges to working digitally, and understand what benefits will make a difference to them (for example, allowing people to work flexibly and from home) and focus on delivering them these benefits first.





How to use this tool:


	•	Ask each person in the team to write their answers to these questions on Post-it notes first, individually and without discussion, and using the most descriptive language possible.

	•	When everyone has finished answering the first question, only then share the notes with each other, and agree one main answer taking the best bits from all of them.

	•	Then move to answering the next question in the same way.

	•	Don’t stop at defining your team’s purpose, but move beyond to what that means for dealing with challenges, and how you will make progress.

	•	Make your answers emotional, descriptive and colourful – the more memorable and meaningful they are, the more motivating they will be.





Your team’s purpose should be relevant in the short and medium term, but when you create a purpose at the beginning of the project, you may find it needs to change once the project is underway. So, after the early stages of your team’s work are done, sense-check the team’s purpose, and reword it if necessary.

Purposeful leadership works

Put simply, the way people feel at work profoundly influences how they perform.

Schwartz et al9

Whether or not your organisation has a strong purpose, it is important to motivate your team to want to do great work. Purposeful leadership is growing in importance in today’s workplace. Extensive research has found that when managers display ’purposeful’ behaviours, employees are less likely to quit, they are more satisfied and willing to go the extra mile, they are better performers and less cynical, proving ‘the modern workplace is as much a battle for hearts and minds as it is one of rules and duties’.10

A strong purpose can motivate our bosses too. John Monks is a leadership coach who works to help creative leaders achieve their full potential. When we talked, he told me that he is seeing the evolution of purpose in brands for individual leaders who need to find how their own values and interests can be aligned with their work. Doing this helps them navigate the complexity and pace of today’s world, alongside a desire to take control of the creative process.



Kantar

Purposeful collaboration

One of the first people I interviewed for this book was Beth Ann Kaminkow, at that time CEO of Kantar Consulting. Kantar is a data, insights and consulting company with over 30,000 employees working in a hundred different countries. In a business like this, because they are working on lots of different projects, teams can sometimes compete with each other instead of working together for their clients. Beth Ann and her leadership team developed an initiative called ‘purposeful collaboration’ to encourage teams to work together better across departments.

Kantar looked at high potential collaborators who were already doing great work, and developed a set of principles and a new way to kick off projects. Every project started by identifying the purpose of the project (the client question), the outcome (what they aimed to achieve together), the team (who would collaborate on this) and only after that defined the scope, timing and budget. This was so that people weren’t being pulled into anything and everything under the guise of ‘collaboration’.

This gave new meaning to everyone’s work, with inspiration and expertise from a wider pool of collaborators, and more successful projects because clients were getting the richness and depth of knowledge Kantar is known for. As a cross-company effort it made people feel like they were having a greater impact, something that would not have been possible in the siloed departments of the past. Beth Ann told me that it led to positive business and people results, driving ‘higher client value, engagement and satisfaction, and creating a virtuous cycle of employee engagement and motivation’. Purposeful collaboration is now a core value at Kantar, which is a huge achievement given the size and scale of the company.




Tool 11

Why our work matters

People get a sense of purpose from feeling connected to something bigger than themselves, knowing their work matters and understanding how their work affects other people.11 This tool helps your team to be more aware of the work and its positive impact, linking the team’s work with the greater good it can do beyond the team.

If you work only for yourself, if you hit rock bottom, you give up, but if you work for other people you can never give up because it becomes a bigger cause.

Kelly Choi12

As a team, with your team purpose in mind, consider the positive impact that the team could make. Answer these questions together to inspire and motivate each other about the work you are doing as a team. You can visualise these as if building a pyramid, starting with the base and building upwards.


	1How will the company benefit from the work this team is doing?

	2What positive impact will this team have on the people in different departments or other parts of the organisation?

	3How will our work benefit people outside of the company?

	4How will this work have a positive impact on our family and friends?

	5What will our work give to our community or local area?



Example:
Why Our Work Matters

Our team’s purpose is that we exist to make people’s work easier and better with digital tools that save time, enable great work and help people to have a better work–life balance.

Our work matters because:


	1The work this team does will make the business more efficient, and will give us the tools and time we need to be better than our competitors.

	2This work will have a positive impact on everyone in the organisation, in every department, because we will make their lives easier, make their work–life balance better, and make them enjoy working here more than before.

	3The work this team does will be an example of brilliant digital transformation, and we will inspire other traditional companies to make this change for the good of their business and employees.

	4Our work will be good for our friends and family because they will notice we are spending more time with them, and we will do such a great job that we will be promoted and earn more money to share with them.

	5As a result of this work, we will have more time to work in and volunteer in our community as a result of the free time we’ve made, and more money to spend in the local economy.



By considering how our work affects others, it reminds us who we are helping and how, in big and small ways, and in direct and indirect ways. This tool helps you to identify and remember what matters about your team’s work, and why the work is important.




Motivation is crucial to mental health

Everything can be taken from a man but one thing: the last of the human freedoms – to choose one’s attitude in any given set of circumstances, to choose one’s own way.

Victor Frankl (1905–97)

Psychologists have found that a sense of purpose enhances our self-esteem and self-confidence as long as we feel we are moving successfully towards our goals. Having purpose can also make us less focused on our own anxieties and worries because we feel a part of something bigger.13 People with a purpose in life also live longer.14

However, for many of us being in a team is not a choice – you have to be there, told to be there, even if you don’t want to be. You might be working with people you don’t like, on a project you don’t believe in, in a company you are not proud of. When you find yourself in this situation, it can be quite serious, as a lack of meaning and purpose in your work makes you less motivated and less happy.

If possible, try to find some meaning and purpose in where you are and the team you are in, even if you are not currently enjoying it. This is your chance to find something in that team that keeps you going.

Finding your personal motivation

When I was 25, I moved to London from Zimbabwe. Immigrants often have to start from scratch in a new country, so even though I had marketing experience, I started off working as a hotel receptionist for a few months, before getting an admin job at Kraft Foods. I knew Kraft was a good company to work for, and I thought that if I did a great job there might be more opportunities for me. On my first day I was shown into a large boardroom with hundreds of boxes in it, piled almost to ceiling height. Inside was the company paperwork from the last 20 years, and my job was to archive the important records and shred everything else. I worked my way through all the boxes eight hours a day for three months – that’s almost 500 hours of filing.

As I worked, I kept the door open and greeted the other people in the office as they walked past, and found out as much as I could about what the company did, and who people were. When the archiving project was over and the boardroom was clear of boxes, I threw away my plastic finger protectors and asked if they had any other work for me. That’s how I met my first boss and mentor Monica Juanas, and gained the consumer insight which became the foundation of my career.

No matter what work you are doing, it is important to feel your work is worth it. Whether the company does great work that you can be a part of, or if you have to find your own meaning and motivation to keep going, when you have a good reason for doing your work, the work will feel better.

Working hard for something we don’t care about is called stress: Working hard for something we love is called passion.

Simon Sinek15



Tool 12

Personal motivators

This tool recognises that you may not be in the team of your dreams, but being in a team is hardly ever a life sentence. We can check our own mindset and find the benefits to keep us motivated by asking how we can benefit from this work or team, despite its difficulties.

Please note, if you are being bullied, or the work your team is doing is unethical or illegal, you must reach out for support rather than using this tool.

Assuming you can accept the team you are in and want to make the best use of the experience that you can, here are some personal motivation questions you can ask yourself to find a few ways of finding motivation even in a difficult working situation:


	•	Does this team open you up to new opportunities in the future? Is this work a stepping stone to other teams or projects? What do you need to get out of this experience to make your next move possible?

	•	Is there a specific area of expertise, topic or skill you can learn while part of the team? Is there a new responsibility and opportunity to learn, for example, taking meeting minutes or setting up a project management system?

	•	Is there a person on the team you admire or aspire to be like? Could you watch them and learn from them? What do they do in tricky situations that you could apply to your own ways of working? What example do they set and how can you learn from them?

	•	Can you learn about team dynamics, management or relationships while you participate in this team? Are there any books you can read to understand why the different team players act like they do? Is there someone in the team who can help explain it to you, so you understand more deeply why we work in this way?



Then reflect on what you have learnt:


	•	Reflect on your own career, what you aspire to achieve, and how you will get there, including what you commit to doing and to never doing, based on the behaviours you see around you.

	•	Make an effort to empathise with people in the team, understanding more deeply why they are behaving in a certain way, being sympathetic to their pressures and mistakes and offering acceptance and support.

	•	Consider your escape plan or alternatives – where would you like to be, and how do you plan to get there?

	•	Understand why – learn from the people around you, even if how not to do things.



Write about it:


	•	Can you record, measure or code what is happening in the team, observing what is happening and analysing it to identify specific patterns? For example, recording how many minutes late each meeting starts, and total these up for all meetings in the year to show how your team can improve. Or recording how long one person talks versus the others in the team, and creating a comparison of airtime over time.

	•	Can you record the story of this team as an interesting case study to teach other people about in a future role?

	•	Can you write a private blog or journal about your experiences that you can turn into an article, book or comedy in future?



Have fun with it:


	•	Create harmless experiments, competitions and games to enjoy the time you spend in the team, for example, writing yourself a bingo sheet of commonly used phrases to tick off, or making it your mission to make sure people have to sit in a new chair each time by moving in each meeting. My husband once spent a year’s worth of meetings with a large cost-cutting consultancy group taking their paper clips from them when they weren’t looking, building up a collection that he was very proud of.



Reach out to others:


	•	Reach out for support, whether to a coach, leader, boss, your HR person or a peer, and ask for them to help you find personal motivation and benefits in this team, even if the work feels difficult or unmotivating at first glance.

	•	Can you use the benefit of your experience to reach out to more junior colleagues and help to grow the next generation of leaders? Helping others can be hugely motivating in itself.






Motivation is essential

Whatever we do, and whichever team we are in, we can supercharge it by finding a deeper motivation to do our work. Even the best teams face challenges and difficulties, and it’s the internal drive that keeps us going together. Our motivation is the reason why we get out of bed in the morning and come to work. It’s far beyond and more important than selling more products, hitting deadlines or making money.

When a team has a purpose, they have defined why their work is meaningful, and why they are so motivated to do that work. A motivated team feels better to be in and works better too. Finding your motivation is crucial to doing excellent teamwork.

Key take outs


	•	Purpose is a strong motivator, and motivated teams perform better.

	•	Defining a team’s purpose will help find the passion and energy to exceed expectations.

	•	Understanding why the team’s work matters connects them to something bigger than themselves.

	•	Finding personal motivations within your work can help you make the best of challenging situations.
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Agree what you will deliver, and when

Supercharged teams have highly motivated team members who are chosen to make a difference and are ready for action. When your team’s ambition is clear and you’ve found your motivation, you will be keen to get started. I’m the kind of person who prefers to get going than to think too long and hard about how to get somewhere. However, before you leap into teamwork, it is important to agree on what the team will deliver, and by when. A supercharged team deliberately decides how fast they will work, the deadlines they will set, and what success looks like.

As a team you need to be relentlessly focussed on your goal, but not so rigid that you don’t allow time to reflect or pivot if necessary. This chapter will help you to design your project journey with your goals in mind, in order to make the best use of your team’s time, with the momentum and pace you need to get there. Whether your team is midway through a project, or about to start a new one, supercharge your roadmap with these tools.

What you will learn in this chapter:


	•	How to plan your project journey.

	•	How to avoid the perils of ‘press-on-itis’.

	•	How to keep up the pace and avoid burnout.

	•	How to create time and space for reflection.

	•	How to use pilots and prototypes to achieve better outcomes.

	•	How to measure success.



Plan your journey

It is more important to know where you are going than to get there quickly.

Mabel Newcomer (1892–1983)

Even if your team has a very clear destination in mind, you do need to plan your journey. In 2010, a British man bought a motor boat on the internet and set off on what he intended to be a round-Britain trip by sea, armed with a road map and a radio he didn’t know how to use. He set off from the Thames, aiming for Southampton, reasoning that he could motor out to sea and keep the land on his right until he got there. He travelled for a day and a half and ran out of fuel before he realised that he had been circling the Isle of Sheppey rather than travelling west. Coastguard Ian Goodwin said with typical British understatement, ‘We passed on relevant safety advice and advised him that the best way to Southampton would be by train’.1

It’s a funny story and we probably believe we would never set off on a journey with only a destination in mind and no plan for how to get there. However, I do often see teams set off towards a big goal with just a list of actions and dates, without truly considering the shape of the journey and how they will track their progress.

My husband Paul is a sailor and a pilot, and every time I travel with him I’m impressed by the amount of time he spends planning how to navigate each journey before the journey starts. Like anyone in a high-risk job, he wouldn’t dream of setting off without considering weather conditions, traffic, permissions, our equipment, the vessel itself and any risks (including the competence of his crew – that’s me!). Even after all that planning, we do sometimes find ourselves in some big storms or contrary tides out on the Solent. A navigation plan predicts possible challenges, and it plans to overcome them to get to the destination safely. A huge part of being safe is being able to tell at any point in the journey whether you are on track or not.

Andrew Grove, author of High Output Management, talks about ‘management by objectives’ – knowing where I want to go (my objective) and how I will pace myself to see if I’m getting there (milestones or key results). He says that the milestones must provide feedback on the journey so far, no matter where we are, so we can make adjustments if we are not on track.2



Tool 13

The journey plan

Perhaps you are in a pretty straightforward team and you’re not planning on a huge adventure. However, you do have an opportunity to supercharge the journey by considering how your journey might look and what challenges you may face. You can better plan to get to your destination.

There are four stages in creating a journey plan:


	1Define your destination clearly.

	2Consider the challenges you are likely to face.

	3Plan the route you will take to get there.

	4Identify milestones and signposts to track your progress.



Define your destination clearly

If you don’t know where you’re going, you will not get there.

Andrew Grove3

In the previous chapter, your team created a broad goal. In our example this was ‘To perform a deep digital makeover for every individual in the company so they can experience the benefits of a successful digital transformation at first hand’. In order to make this into a clear destination, we now need to define it more specifically.

Psychologists have found that having a clearly articulated, specific goal significantly boosts productivity and performance because clear goals focus our attention, help us to stay on track and encourage us to be persistent.4 A simple formula for a proper goal was created by John Doerr, venture capitalist and author of Measure What Matters, as follows: ‘I will __________ as measured by __________.’

A goal must describe what you will achieve and how you are going to measure that achievement.5 Our adventurer on his way to Southampton had a wish rather than a goal. Any sailor knows that you need to have planned where you will dock, so a true goal would have been a specific mooring at Town Quay Marina in Southampton, supported by a passage plan of how to get there safely.

Our first step as a team is making a broad goal more specific, which involves breaking it down into important measurable parts, as follows:


	•	We will perform a deep digital makeover for all 200 individuals in the company.

	•	We will create a personalised plan for each individual’s current digital use, barriers to overcome and possible benefits to them through our project.

	•	We will conduct a satisfaction survey to compare how they feel at work, their working patterns and work–life balance, pre- and post-digital transformation.

	•	We will deliver digital transformation to every individual, until every person in the company is using at least one new digital device, technology or programme in their job on a regular basis.

	•	We will know we have succeeded when by 31 December, at least 90% of people have experienced some benefit as a result of the transformation, as measured by our survey.



Once you have a clear destination in mind, you can see what will help you get there, or stand in your way.

Consider the challenges you are likely to face

In his book The Culture Code, Daniel Coyle talks about imagining what could get in the way of your goal and looking at other teams to see how they overcame similar obstacles. In most projects you should have a good idea of the kinds of challenges you might face, such as team members being swamped with workload at a busy time of year, or a board meeting that will decide whether your project gets funding or not. Think through the likely challenges your project will face, and when they are likely to happen list them out against your specific goal.

Example:
Consider the challenges you are likely to face








	Specific goal
	Challenges we may face





	We will perform a deep digital makeover for all 200 individuals in the company
	Staff turnover means that 20% of these will join at some point during the year, so we need to consider how to do this with new joiners, even if they join in December



	We will create a personalised plan for each individual’s current digital use, barriers to overcome and possible benefits to them through our project
	People could be reluctant to be honest about how and when they work – no one wants their work to be scrutinised by a different department



	We will conduct a satisfaction survey to compare how they feel at work, their working patterns and work–life balance, pre- and post-digital transformation
	We won’t know the right questions to ask before we have created personalised plans – so designing the pre-transformation measures will be difficult



	We will deliver digital transformation to every individual, until every person in the company is using at least one new digital device, technology or programme in their job on a regular basis
	Before we begin the project, it’s hard to know whether this is possible or completely over-ambitious. What about if we find that there is one team who simply cannot do anything more digitally in their jobs?



	We will know we have succeeded when by 31 December at least 90% of people have experienced some benefit as a result of the transformation, as measured by our survey
	We need to be careful about how we design the survey – in case people disagree with how we measure ‘some benefit’





At this point, don’t worry about solving the challenges, simply list them out as a team. As anyone who has done a risk assessment will tell you, just talking about the risks will make you more aware of what you need to consider before you embark on your project plan.

Plan the route you will take to get there

You have your clear destination in mind, and you are aware of the challenges you may face. Now combine these into an idea of how the project journey might look through the year. A simple way to do this is to plot a ‘roadmap’ on a big wall, or an Excel spreadsheet if you prefer, showing the months of the year from left to right. Start by plotting the specific goals first on the far-right column that represents your deadline. Then work back from each goal to establish when certain things need to happen in the year, keeping in mind the challenges.

Using our example, if we focus on the specific goal ‘We will know we have succeeded when by 31 December at least 90% of people have experienced some benefit as a result of the transformation, as measured by our survey’, with the challenge ‘We need to be careful about how we design the survey – in case people disagree with how we measure “some benefit” in mind.’

We can work back from our goal, with the challenges in mind, like this.








	December
	90% of the people surveyed believe that our project was of benefit to them in their work



	November
	100% of people have completed the survey, and results are analysed



	October
	Heads of department and CEO launch the post-transformation survey and ask people to complete it



	September
	Project team offers mentoring and further training for individuals or departments who need it



	August
	Project team designs and delivers training to each department in their new digital tools



	July
	Based on the pilots, each department agrees at least one new digital approach they commit to being trained on



	June
	Departments pilot new digital tools and work out which ones make work easier



	May
	Project team identifies technology and programmes to deliver the benefits people have identified in the survey



	April
	Project team analyses survey results and works out the key areas per department where digital could improve their work



	March
	Project team sends out a pre-transformation survey based on the feedback from the department meetings, including specific benefits that people would like to see in their jobs by December



	February
	Heads of departments cascade the digital transformation plan to their teams, asking for them to be involved and reinforcing the benefits to them. Collect from each team the kinds of benefits they would hope for from digital transformation in their job.



	January
	The CEO announces the company digital transformation plan and the aim of making people’s work–life balance better as a result





When you focus on each of your destination points in turn, and work back through the year, you will start to see where there may be problems, stresses or difficulties as the activities overlap and cause issues. For example, if the company-wide training is planned for August, but most people are on holiday, you may need to speed up the earlier stages.

Once you’ve completed this for every goal, you will see the amount of activity your team has to plan for, and the journey of the project, month by month.

Having a plan, feeling confident and being competent are the greatest antidotes to fear. If you’re just trying to deal with the unknown by crossing your fingers and hoping, you will be utterly helpless when a situation finally manifests. . . You need to take ownership of a situation, break it down into bitesize chunks and plan accordingly.

Chris Hadfield6

Identify milestones and signposts to track your progress

Your team will now have a big map that outlines all of the key tasks that will happen through the year to deliver all the destination points. Now we need to work out how to measure whether we are on or off track. Of course, in regular team meetings to check on the project’s progress, but we need to be able to tell where we are and make adjustments to avoid going off course.

To go back to our man travelling to Southampton, we need to identify specific points along the journey that he recognises, so he knows he is going in the right direction, such as passing Portsmouth’s Spinnaker Tower before he gets to Southampton, and crucially what he will do if he doesn’t see the Spinnaker Tower after travelling for over a day.

Organise your project journey into key milestones (important stages in the journey) and how you will measure progress at each point.








	Quarter 1: Launch and cascade
	Board members have approved the digital transformation plan and have booked dates with their teams for the cascade sessions. There is a company-wide buzz and excitement, although some departments are less enthusiastic than others.



	Quarter 2: Digital investigation
	We are working on multiple investigations into new digital tools and have already identified one or two key pilots and departments to trial



	Quarter 3: Digital training
	Teams are talking to each other about the training and encouraging each other to go on it, although some departments are trickier than others to get the training booked in because of workload



	Quarter 4: Assessing project success
	Most departments have had their training and are using the new technology, so now we need to get people talking about the benefits to encourage each other







Once you’ve identified where you should be at each stage of the journey, it is far easier to know if you are not on track and adjust your journey at that point. It is especially important for longer term projects to keep adapting to fit new leaders, new market conditions, or new customer needs. If by the end of Quarter 2 you have not identified the right digital tools to train people in, you may need to push the training to later in the year.

Along with milestones, think through signposts with your team – the things that you see along the journey that give you warnings or encouragement. In my experience with working on big, company-wide projects, one important signpost that shows you are heading in the right direction is when someone gets cross about the project because they feel they have been left out. The fact that they want to join your team’s journey is a good thing and can be a great opportunity to get more people on side.

In my years of leading innovation projects, we knew that there were two signposts that were the death knell of any new product. If at any time a consumer said ‘I like this, it would be good for a picnic’ or ‘This would be good to take on holiday’ we knew that we should just stop the project right there and go home. When consumers think they like a product but can’t imagine using it in everyday life, it’s time to call quits on that innovation.


The Show Must Go Online

Imitation is a good sign

Another signpost of success is being imitated. Robert Myles and Sarah Peachey created The Show Must Go Online in response to COVID-19. The idea was to perform all of Shakespeare’s plays live via Zoom in the order in which they are believed to have been written. Within a week they broadcast their first show, with 730 people watching them performing live via YouTube, and more than 10,000 views in three days. In just eight weeks, major media outlets across the world had covered them in over 40 articles, including the UK, US, Australia, Singapore, India, Russia and more, with over 100,000 views combined.

Rob says that imitation is the sincerest form of flattery. Over 20 theatre companies, drama schools and universities reached out for advice on how to replicate the success of the show, with others, from one-person operations to national institutions, replicating certain features of the broadcasts, even down to the wording.7



Avoiding press-on-itis

Press-on-itis is the official name given to a well-documented human error that occurs in airplane accidents, also called ‘goal fixation’ or ‘hurry syndrome. Pilots go against advice or data, and continue on even when safer alternatives exist, such as trying to land again and again, even if the weather hasn’t improved, or racing ahead of a thunderstorm to try to beat it home. Press-on-itis accounts for 42% of landing accidents and serious incidents in aviation.

The types of pilots who suffer the most from this are those who have the most professional pride and want to give superior service for the company and its customers.8 Project teams, especially the ones who are trying their best to make a project successful, can fall into the same trap. When we are working in a team, sometimes the very fact that we’ve been working on something for so long means we are even more likely to keep pressing on with it, in spite of ever mounting difficulties.

However, many successful teams agree that stopping the wrong project is just as important as starting the right ones. Trying to do too many projects or working ad hoc projects can dilute your team’s effectiveness.9 When your project journey becomes difficult, and all the signposts are telling you to stop, you may need to consider doing so.

You need a ‘stop sign’. . . . It’s OK to put a stop to some things.

Benchmarking Innovation Impact10

It is hard to put a stop on projects that are failing if we work in a culture that fears failure. Shalaka Karandikar is a Senior Innovation Manager at Lloyds Banking Group, and she says it is important to encourage a culture of learning by encouraging people to share successes and ways in which they failed fast through experimentation. In her project goals, she instils the acceptance of both success and failure by identifying hypotheses to disprove, or identifying how much money will be saved if a project is stopped early enough.

To avoid press-on-itis, we must keep a lookout for signs that tell us to stop or pivot. Eric Ries, author of The Lean Startup, coined the term ‘pivot’: the idea that successful startups change directions but stay grounded in what they’ve learned. Lessons may be learned from the project so far, and work may be repurposed, but if the project is becoming a wasted effort rather than progressing, it is time to cast aside the original plan and work towards a new goal.

A great example of this is Thai Airways’ pivot to encourage travellers to stay at home during the coronavirus pandemic. In order to support social distancing and people staying at home, they rewarded members of their loyalty scheme free miles to stay at home. To be validated, members download an app which uses geolocation technology to determine their location. From a company who encouraged people to travel more, the pivot was significant, though temporary.11

Be careful to look out for all the signposts in your project, including those that help you to know when to pivot. Consistently failing to complete the progress you thought you would make in a given time can be one sign that you are fighting an uphill battle. Another sign is stakeholders not giving you time or support on a project. If people aren’t giving you time in their diaries, it may be because the idea is not strong enough to engage your internal clients and therefore your external customers may be even less interested.

Keep up the pace

Most people are motivated by a deadline, and teams are no different. If we have a weekly team meeting on a Tuesday, we tend to leave getting our actions done until the day before. Why do we wait a whole week to complete our actions? Could we instead have a daily meeting and undertake our actions the same afternoon, getting five weeks of progress completed in one week instead?

This is the principle of a sprint, a short period in which a team works intensively to complete a goal12 and is at the heart of agile working. Many teams work in a sprint because they are responding to an urgent problem, such as an HR and IT team working together to help their teams work remotely when COVID-19 forced people to work from home. Because they are working to a very real deadline or against a huge business need people roll up their sleeves and make it happen.

It is harder to get momentum on a non-urgent project, because when the business is not at risk it feels easier to spread out the work at a comfortable pace, timed by weekly or monthly meetings, with not much progress needed in between. We naturally do this because many of us are working on more than one team and so we are spreading the work out. However, if we don’t focus on what needs to be done and get it done as quickly as possible, we risk ­getting distracted by other projects and our work getting diluted. In today’s working environment things change fast, and by the time you deliver your project, it may no longer be relevant. Setting a good, crisp pace for your team’s work is essential for creating some momentum towards your goals.

Faster is better. Speed accelerates value creation and intensifies value appreciation. And speed means that more can get done in less time.

Michael Schrage13

One of the fastest moving company cultures I’ve ever worked with is AB InBev. I like to say they work in dog years because they are seven times faster than other companies. When I interviewed Laura Diamond, Head of Consumer Strategy, Insights and Innovation in Europe, she explained to me that the business is very action-orientated, so projects kick-start fast and they test and learn quickly. They focus initially on stress-testing the idea to identify potential risks, making small iterations and improvements, and learning at speed. They are looking for the early signals that tell them to pivot if necessary. Laura tells her teams to ‘be calm and unreasonable’, keeping an eye on their ultimate goal and accelerating towards it, and making sure they learn as they go.

Even though they work at a fast pace, it is not speed for the sake of it. The balance between rapid progress and reflection is important. The key is to get started quickly, fail early, learn from it and move forward. Rather than speeding ahead blindly, this is working at pace to make progress, then learning and adapting as a result of that progress. Mark Zuckerberg’s motto for Facebook is ‘move fast and break things’, but there is an increasing recognition that moving fast for the sake of speed, without being responsible to customers or society, is no longer considered good practice.14 Teams need to move with momentum, but allow themselves the time to learn from their work and be responsible to their customers.

Momentum comes from people feeling a sense of ownership on the project, and wanting to progress, rather than reluctantly waiting for actions to be handed out. Think about how you can set a good, fast pace for your team’s work that gives immediate, ambitious deadlines, and tightens up your timing to get the job done quicker. There’s no need to wait around or stretch it out – achieve your goals earlier, so you can move on as a team to achieving more.

One thing at a time, most important thing first, start now.

Caroline Webb15



Tool 14

Accelerate and reflect

If our time expands to fit the available tasks, the risk is that we can spend the whole project journey only just keeping up with our actions and leave no time for reflection. When I worked at ITV Imagine, my boss was Pele Cortizo-Burgess, the Director of Creative Strategy and a legend in the advertising world. Pele was an inspirational leader who gave me many great pieces of advice, such as blaming ‘technical issues’ is unacceptable (sort them out well in advance), being controversial is far better than being mediocre (be memorable not boring), and have a fluid mindset, using the ‘colour and advance’ conversation tool. We used this to practise presentations, to help presenters learn to balance between interesting details and the story. When I’m telling a story, and the listeners think I’ve skipped an interesting bit, they can say ‘colour!’, which means ‘we want more juicy detail before we go further’. If my story is too slow and people are feeling a bit bored, they say ‘advance!’, which means ‘get to the point’, or ‘tell us what happens next’. If all you do is advance your story, it becomes flat, but if all you do is colour the details, you’ll never get to the end.

‘Colour and advance’ is the inspiration for this tool, which is to find time in your project for moments to accelerate and reflect. Instead of one big long set of actions that the team ticks off, identify the points which you can accelerate and progress quickly and intensely, so that you leave your team time and space in which to reflect, learn and improve the project, before accelerating again.

To use this tool, look at the project journey you have designed, and work out where you can accelerate the work, to provide space for reflection afterwards. For example, if you are a team delivering a conference in four weeks’ time, the tasks might look like this.








	Week 1
	Set the date and time, choose and book the venue, consider who to invite



	Week 2
	Choose theme, design and send invitations, create content and branding



	Week 3
	Review RSVPs, set menus, finalise venue set-up and logistics details, send final reminders, create content and printing



	Week 4
	Rehearse key speeches, set up the venue, deliver the event



	Week 5
	Pay suppliers, gather attender feedback, wrap up on what went well and what to do differently in future, book the venue for next time – and have a rest





No matter how big or small your event and your team, we tend to work back from the event and spread the tasks out over the four weeks, doing each at the latest possible moment that they are required. We do this because we are avoiding putting too much work in at any one time or for any one person, so we create a gentle pace for the team, with weekly updates on actions. But what if there’s no reason to wait? How about if most logistics tasks can be done and out the way in Week 1, leaving your team more time to reflect, adapt and improve the event itself?

This tool asks you to separate ‘Accelerate’ tasks (actions and progress) from ‘Reflect’ tasks (learning, improvements, inspiration). Get as many of the Accelerate tasks out the way as early as you can, and put aside some of the time for making the event better.

Here’s an example of how a new timeline would look, in the same five-week period, but allowing for the ebb and flow of progress and learning.

Example:
Accelerate and Reflect








	Week 1
	Accelerate
Set the date and time
Choose and book the venue
Consider who to invite
Choose theme, design and send preliminary invitations and get initial RSVPs
Set menus, venue set-up and logistics details



	Week 2
	Reflect
Review RSVPs, understanding who is coming and why they have accepted and what they want from the event
Understand who is not coming, why they declined, and if there is anything we can do that might attract them to attend
Get inspiration from other events people are attending
Ask attenders who have accepted about the best and worst events they attended in the last year
Based on RSVPs, inspiration and feedback, create new ideas for making this event more attractive for those who are already coming and to attract those who declined



	Week 3
	Accelerate
Update the event approach, messaging, agenda, look and feel
Send fresh invitations to those who declined to see if they will change their minds
Create content and event branding to reflect the improved event ideas
Update speakers, logistics and theme if needed



	Week 4
	Reflect
Reflect on progress and feedback, looking at new and updated RSVPs
Rehearse key speeches and content and improve them in line with feedback and attendees



	Weeks 4 and 5
	Accelerate
Finalise all logistics and send out confirmation of agenda to attendees
Deliver the event
Pay suppliers and book the venue for next time



	Week 5
	Reflect
Reflect on feedback, success, and learnings, and create ideas for making the next event even better – and have a rest





Do not mistake activity for achievement.

Mabel Newcomer (1892–1983)

This example demonstrates how you can push as much action and progress as you can into the early stages, leaving the team time to truly reflect and consider. You may worry that this adds to the workload, and it might well do so. At the early stages, this is likely to mean that everyone works in parallel on a number of actions, rather than waiting for one admin person to deliver them sequentially.

By accelerating the work early, you then create the space to reflect, learn and adapt. If you fill the timeline with all actions and no reflection, you can, and will, deliver an average event. Instead of blindly delivering an event without any time to reflect and improve it, you are completing the basic logistics early, to give you time to make your event truly exceptional. Some team members work best when they have time to think and reflect, rather than pushing for action constantly. This helps us to avoid MAFA: mistaking action for achievement.16

Make sure you separate your ‘Accelerate’ meetings from ‘Reflect’ meetings – it is very hard to evaluate and be inspired at the same time. Even if they need to be on the same day, separate them with a break, or move to a new room to mark a difference between them. Think of this as a lean in, lean out approach – focus on the details, get things done, then sit back and reflect on where you are. Intense actions followed by intense reflection. All of which allow you to improve what your project delivers.



Whether in business or in war, the ability to react quickly and adapt is critical, and it’s becoming ever more so as technology and disruptive forces increase the pace of change.

Walter Isaacson17

Ready, fire, aim

Perfection is the enemy of progress.

Sir Winston Churchill (1874–1965)

Michael Schrage’s book Serious Play introduced the concept of ‘ready, fire, aim’, challenging the more traditional ‘ready, aim, fire’. Firing before aiming refers to creating an early version of a new idea (a quick prototype of a new software) to see how people react, and learn from that, rather than working out a list of the perfect requirements before getting started. Michael says the value of prototypes resides less in the prototype itself and more in the interactions that it generates, including the conversations, arguments and consultations that are caused by discussing it.

Eric Ries refers to creating a ‘minimum viable product’, an early version that allows a team to collect as much learning from customers as they can with the least amount of effort,18 and the Innovation Leader/KPMG report on innovation shows that successful innovation teams are distinguished by their ability to test, learn and iterate.19 One innovation client told me that she purposefully gives UX designers challenging deadlines so they don’t spend ages crafting and perfecting the look and feel. If it is too polished, she says customers will be reluctant to challenge it and may not get as valuable an insight.

For your team goal, consider what is the earliest possible version of that goal, and how you can experiment with it to get early feedback to learn from. In the Accelerate and reflect example, this was sending out an early invitation to see who would come or not, then use the feedback to improve the event to get more people there. Early ideas are like seedlings – you might see one and not know if it will develop into an oak or a weed – you need to grow it a little first. Most great ideas start with a brilliant need or essence, it’s just the execution that needs work. How you work on that execution early enough to get learnings should be your key focus early on. Don’t wait until the solution is 100% perfect. Consider launching something early, to get early feedback.

The purpose of an experiment is not to solve the problem, but to generate insights.

Michael Schrage20



Tool 15

Measuring success checklist

The final tool is an important one that is often not planned for at the beginning, and can get forgotten at the end, which is measuring whether or not your project has succeeded. We don’t tend to plan because we are keen to get started, and figure we will know when we get there. At the end we are moving on to something new and don’t have time to measure how we did.

Measuring success is also not simple. Of course, you can tell whether or not you produced an event on a specific date, or you managed to get 90% of the company to benefit from your digital transformation programme. For example, we may have got 90% of the business to benefit from digital transformation, but if the project cost far more than the projected budget, that’s not a complete success. If we delivered an amazing event, but with only 50% attendance, it’s not a true success, despite us achieving our specific goal. If our wannabe sailor had managed to get to Southampton, but arrived exhausted, sunburned and possibly traumatised after days at sea, would that be a successful outcome? Arguably not.

This is why planning to measure success at the beginning of a project, and then actually measuring it at the end is so important. We tend to only measure timing and deliverables, but we also need to measure the outcomes and the journey itself.

Measuring success means working out how the team will know when you have. This checklist gives you some ideas for how you might set up your success targets in three areas: deliverables, outcomes and the journey itself.

Measuring deliverables:


	•	How will we know we’ve achieved our specific deliverables?

	•	How will we know we have delivered on time?

	•	What will we overhear people saying about our team when we’ve succeeded?

	•	How will we know we’ve delivered within budget?

	•	How will we know if we’ve used our resources properly?



Measuring outcomes:


	•	How will we know we have delivered a quality outcome?

	•	What are the qualitative signs of success we can use to measure our success?

	•	What will we tell our families about this project when it is successfully completed?

	•	What will the company say about our project to its customers if we do a good job?

	•	What difference will we be able to see outside of our company if we are successful?

	•	What do we want people to post on social media about this project when we are done?



Measuring the journey:


	•	How will we know if we’ve worked well as a team?

	•	How will we want people in this team to feel at the end of the project?

	•	What will we have learned on this journey as a team?



Going througeh these questions as a team and considering how you will measure your deliverables, your outcomes and the journey itself, you will be able to set up some measures that raise the importance of all three elements of success.



Active recovery

As any athlete will tell you, rest is important, but research has found that switching from high intensity workouts to doing nothing may not be the best way for your body to recover. Which is where active recovery comes in – a low-intensity activity (a walk, a gentle bike ride or a yoga session) on the days following an intense workout that helps muscles to recover and helps them to adapt to the demands placed on them, improving performance overall.

Like in sport, the direction and energy of a team towards a goal is not linear. Bursts of work are followed by periods of reflection on what has been learnt and improvements to be made, for example, by completing a ‘Sprint retrospective’ between iterations, where a team reflect on what they have achieved so far, and identify improvements to make before the next iteration.21

Treat your supercharged team as elite athletes, and plan what you will deliver and when, with natural ebbs and flows of energy for the most effective journey towards your destination.

Key take outs


	•	A well-developed project plan is the best roadmap to success.

	•	Pace is important, but don’t blindly press on regardless.

	•	Successful projects maintain a balance of action . . . 

	•	. . . and reflection, because achieving your team goal is not linear.

	•	Piloting and prototyping saves time in the long run and achieves a better end result.

	•	Genuine success is measured by not only output and timing, but also outcomes and the quality of the journey itself.







chapter 7
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Ways to work together

If you are a team of task-focussed achievers, it’s often tempting to just crack on with the work rather than take the time to set up ways of working. But this is a false economy. The highest performing teams work well because they’ve decided how to work together in the best way. Ineffective teams use a standing agenda put together years ago or work in certain ways simply because that’s how they have always done it. We are all pressured for time and haven’t been able to consider better ways to work because we are only just keeping up with doing our jobs.

When I describe my work as a workshop facilitator to my family, I tell them it boils down to helping adults behave so they can get the best from each other. Poor ways of working together have become the norm, but we don’t have to accept them just because that’s the way it is. Now we have the chance to change poor practice into truly fantastic teamwork – not only because it’s the right thing to do, but because it’s the most effective way to achieve our goals.

This chapter gives you simple ways to deliberately decide how to work well together. When your team commits to their own ways of working, they will be able to get the most from each other, and enjoy the work more.

The way a team plays as a whole determines its success. You may have the greatest bunch of individual stars in the world, but if they don’t play together, the club won’t be worth a dime.

Babe Ruth (1895–1948)

What you will learn in this chapter:


	•	How to build trust and develop ‘teamship’ within a team.

	•	How to agree language, processes and behaviours for a team.

	•	How to work together effectively when a team works across different locations.



Building trust and teamship

When you think about a great team you have been in, do you think about the work, or do you think about the people you worked with? For me, it’s the people.

Thinking back to my first start-up, my team and I led creative workshops for some of the biggest global TV shows in the world. Every year the production teams would meet to share ideas, collaborate and plan, and we made these events happen. Working for the best creatives in the world was inspiring, but not without its challenges.

One project stands out in my memory as the very best of times and the very worst of times for our team. We were working on a very successful TV format with incredibly high-profile clients who were clever and collaborative, but our main contact tended to bully the people around her when under pressure, especially us. As a consequence, we were pushed to deliver far more than had been agreed and budgeted for in a very unpleasant atmosphere. Despite this, our team believed in the project and we worked positively with each other to deliver a brilliant event. I am still proud of that work today, not just for the quality of the workshop we delivered, but for how we were able to work well together, and support each other, despite the difficulties. A decade later, our team from that project remain friends and colleagues, and continue to work together.

Brilliant teams manage to work well together under pressure, so long as they believe in what they are doing and treat each other with respect, especially when things become difficult. For this reason, teams are a great way to make good friends. If you can work well despite the challenges and deliver something excellent together, it feels wonderful long after the project is done.

Teams that respect and value each other are better for us too. Teams that value honest feedback, respect for each other, and openness are 80% more likely to have good emotional wellbeing. Happier employees are up to 20% more productive than unhappy ones.1

In order to be efficient and productive, we need to be heard and understood as people. Good teams create a bond with each other, and because of that they can share ideas, concerns and issues openly. Project Aristotle, a research project at Google, investigated the secrets of effective teams. They found that the top two factors for successful teams were ‘psychological safety’ (“If I make a mistake on our team, it is not held against me”) and ‘dependability’ (“When my teammates say they’ll do something, they follow through with it”).2

Google’s intense data collection and number crunching have led it to the same conclusions that good managers have always known. In the best teams, members listen to one another and show sensitivity to feelings and needs.

Charles Duhigg3

But team bonding is at risk. Michael Schrage, author, researcher and advisor on the behavioural economics of iterative innovation, says that one of the main things that will change in the future of work is the loss of the water cooler moment: those serendipitous moments between meetings where people connect and catch up.4 Of course, we can still text, email and talk, but when people work remotely, we have less informal time together because we don’t have those moments waiting outside a corridor or grabbing coffee together between meetings. When Michael and I discussed this, he asked me if we should mandate social activities for teams to create a bond.

My answer was that I don’t believe we need to make people socialise, we simply need to bring those moments of connection into our meetings more consciously. This can be as easy as asking people about why they are on the project, or what else is happening in their lives, before getting down to work – what we used to do when we weren’t so time pressured. The key is that the team gets into the habit of the personal check-in as a regular activity and an important part of the team’s business. Michael called this ‘efficient socialisation’.

Anne Lewnes, Executive VP and Chief Marketing Officer at Adobe, says that when working remotely, they prioritise talking about people’s wellbeing first in remote meetings, asking “How is everybody feeling? What’s going on in your group? Do we need to do something to help you?” She says this was even more necessary when teams had to go online rapidly due to the COVID-19 crisis, because people weren’t in a great situation at first and needed compassion from each other.5

All of this develops teamship, the bond that forms between team members.



Tool 16

Three-point check-in

The three dimensions of working well together as a team are building personal relationships, sharing professional empathy and committing to work together well. These can be organised into three types of questions to ask people at the start of every meeting. Whether you are starting out together or have been working together for years, use this tool to build trust and develop empathy.

How to use this tool:


	•	At the beginning of a project, or with a new team, get people to answer all three types of question.

	•	In subsequent meetings, choose one type of check-in sentence per meeting or let people choose which check-in they want to use that day.

	•	Give people a choice of which specific sentence they want to complete. That way they have some control over what they choose to reveal.

	•	Always let people know in advance that there will be a check-in to give them some time to think of an appropriate answer. If you spring this type of exercise on people they can feel worried about what to say, which defeats the trust building intent.



Personal check-in:


	•	Something you may not know about me is . . . 

	•	I am at the stage in life where . . . 

	•	What keeps me awake at night is . . . 

	•	Something else that’s going on in my life right now is . . . 

	•	One thing I am thankful for is . . . 



Professional check-in:


	•	The reason I’m on this project is . . . 

	•	You can rely on me in this team to . . . 

	•	I would like this team to help me learn about . . . 

	•	The people I work for want . . . 

	•	The ultimate success on this project for me would be . . . 



Productivity check-in:


	•	The best work I do is when . . . 

	•	I like to value other people’s time by . . . 

	•	We must make sure that this team does . . . 

	•	The hardest thing about working in a team is . . . 

	•	This week my work will be limited by . . . 





Setting rules of engagement

To be a good team we need to behave well together. Collective ­int­elligence research6 has shown that teams who work well let each other speak, taking it in turns to make sure everyone is heard, and they properly listen to what each person says, with empathy. Empathy and balanced airtime are the basis for any solid friendship, and teamship too.

The problem is that good team behaviour doesn’t come naturally. In some teams people spend more time pointing out what’s wrong with each other’s ideas than building on them and suggesting improvements. When we are stressed we are less likely to be able to listen well, empathise with other people, or give each other airtime. At worst, people can become competitive, confrontational and feel they need to battle with each other, rather than work together.

In the marketing industry it is quite common to hear ‘warlike’ language when people talk about projects. Many teams run wargames, talk about ‘battlegrounds’, set up ‘squads’ and ‘scrums’, and focus on ‘key thrusts’. But not every project needs to be a battle, and the language we use can powerfully frame a project and how its team works together.

Head of the Guinness brand at Diageo, Grainne Wafer talked to me about setting rules of engagement. Guinness is one of the world’s most iconic brands, and the team works to keep the brand as relevant and popular today as it has been for over 250 years. What struck me most about Grainne’s approach was that she set out both the language and the spirit of the work for her team, consciously ­la­­ying out the rules of engagement, such as:



	•	We do this work because we love this brand.

	•	We have been given the time and the freedom to do this well, so let’s make the most of it.

	•	We can hold conflicting views simultaneously.

	•	We will communicate early and often – WhatsApp/Slack is fine, no need for polished PowerPoint presentations.

	•	We must challenge each other to make this project authentic to Guinness and worthy of its legacy.

	•	The impact of this work will be positive for our customers, for the brand and for the people on this team.



Framing the spirit of the work, and therefore how people will work well together, has given positive energy to the project, the team, and their stakeholders.

At the Budweiser Brewing Group, Rachel Green, who trains and leads sales teams in the UK, talked to me about getting people excited and recognising great work, but in simple and easy ways that don’t take up too much time. Their sales team has a WhatsApp group where people share team banter, and where people post observations about the market and work questions for quick answers. Rachel says this means that people are constantly connected whether they’re sharing something personal or work related.

Whether a new team or a long-standing team who’ve worked together for years, there is huge value in resetting your rules of engagement together. Things might have changed, new people may have joined, and some processes and behaviours may no longer be needed. Setting up rules of engagement as a team is a crucial step towards supercharging it. So how do you do it?



Tool 17

Our team rules

Using this tool, the team decides on their own rules for how they agree to behave, what they agree to spend time on, and how they agree to communicate. Avoid falling into the trap of using the same rules for every team. The crucial thing here is to make sure that the team consciously and deliberately chooses these rules, and that they are reviewed and updated through the course of the project, especially when new members join.

There are three types of team rules to consider: language, process and behaviours. Use these three-question lists to kick-start your team’s discussion, and publish ‘Our team rules’ to all in the team once you’ve decided.

Language rules: How do we agree to talk about this project?

The language we use carries meaning, and what you call your team and how you talk about the project can make an enormous difference. Discuss these language questions in your team before you agree your rules:


	•	Do we have the right name for the project and team? Does our name accurately represent what the team does? What should we be called?

	•	Are we carrying language baggage, old names or terms that associate us with the past, with other teams or hold us back in some way? How can we change this?

	•	Can we rebrand our team, our meetings or our work internally so that this team and our stakeholders understand more accurately what we are doing?

	•	In the language we use, are there terms we need to stop using because they are outdated, incorrect or prejudiced? What language should we use instead?




BCSS

The right language

As a member of the British Cactus and Succulent Society (BCSS) I was asked to lead a group to modernise our branding in order to attract new members. Instead of leading a committee, the very worst example of teamwork I can think of, I agreed to lead an action group for a fixed, six-month time period. The members of the group represented different members and branches, and we were empowered to make decisions and crucially to take action on behalf of the society, not just talk.



Process rules: How do we agree to work together productively?

The way the team works can make decisions and alignment easier. Consider these process questions to lay out your team rules on how to get things done:


	•	How can we challenge our current agenda to make better use of the meeting time we have?

	•	How do we make sure that we cover important discussion, debate and decisions in meetings?

	•	Can we avoid wasting meeting time on items that could be covered as pre-reads, such as meeting minutes, debriefs and updates?

	•	How often do we need to meet? Can we set the dates in advance and agree that they won’t change?

	•	Do we need to be face to face when we meet, or will video calls do?

	•	Does everyone need to be at every meeting? Are there sub-teams who could meet more frequently than the whole team?

	•	Who leads the meetings? Can we rotate the person who acts as the chairperson, and ask different team members to each be responsible for a different meeting to vary the topics, location and meeting style?




BCSS

A good process

In our BCSS action group, we agreed to meet via video conference every month, with the meeting dates and topics for all six meetings set in advance. Each meeting had a pre-read and a prep work task based on the decisions to be taken. Prep work was compiled into one document for the meeting in advance and presented by the host. If people weren’t able to attend, they sent in their opinions before each meeting, and we recorded the meetings for them to catch up on the discussion afterwards.



Behaviour rules: What behaviours do we commit to?

Committing to specific behaviours (and agreeing to avoid others) gives a team the best possible chance of success. Ask these questions as a team, and create the rules that suit what you want to achieve together:


	•	Can we all agree to starting and ending meetings on time, and if people are late we won’t wait for them or catch them up?

	•	Should we all agree to do at least two hours of actions for this project between meetings?

	•	Could we all agree to complete any pre-read and prep tasks before each meeting?

	•	How can we best communicate with each other and save each other unnecessary emails? Shall we avoid ‘Reply to all’ and use an instant messaging group instead of emails where possible?

	•	How can we challenge each other constructively and respectfully when we don’t agree? (if your team is struggling with this, visit chapter 8)

	•	What happens when we don’t agree, how will we take the final decision?

	•	Once a decision has been taken, can we all commit to supporting it fully?




BCSS

Constructive behaviour

In our BCSS action group, we agreed early we could only challenge each other’s ideas with a better idea – so if we didn’t like the idea but had no better alternative, it stayed in place until a better solution was found. We started and ended meetings on time, and most people did their prep work before meetings (or accepted that their opinions weren’t included). After six months our action group delivered a full set of new branding guidelines and materials to the BCSS to be used across the group’s 70+ branches and 3,000 members.







Tool 18

Distance culture code

Remote working is time-efficient, saves companies money, and can give career and lifestyle benefits to team members. However, it does bring significant challenges to effective teamwork. We can no longer expect that teams will meet face to face regularly, and for some teams they will never be in the same room as each other. Therefore, we need to work on how to best work together despite the distance. In my company I employ around 30 people who work remotely, flexibly and on specific projects. We don’t meet very often in person, but we do meet face to face via Zoom, and we have our own culture of working remotely that we ask people to sign up to when they join the company.

If you can’t trust your employees to work flexibly, why hire them in the first place?

Adam Henderson7 Founder of Millennial Mindset

Use the distance culture code to help you set up the best ways of working for your team so that you are making every encounter as productive as possible, building trust and good communication, and reducing the risks of distance getting in the way of teamwork.








	Face to face always
	Commit to every conversation being face to face, via video conference with cameras on (or using Facetime on your phone if you don’t have Zoom or Teams. This helps people to properly connect, build rapport, allows non-verbal communication, and prevents people from multi-tasking while they talk.



	3 Ps check-in
	Start each meeting with a check-in using the 3 Ps – personal, professional and productivity – tool. As we are not meeting each other socially we need to build our understanding of each other beyond work.



	Be honest
	Insist on complete transparency so that people can be honest about anything that affects their work, whether personal or related to other work commitments. It is important to communicate early and often, sharing worries early so that we can support each other.



	Track time
	Track time on different tasks by clocking in and out of timesheets. This makes it easy to see how long tasks take, what time was spent on them, and how much people are working.



	Look professional
	Even if working from home, people should look professional, dressed as they would be if they were meeting at an office, and don’t have a bedroom or personal items in the background.



	Buddy up
	For junior or new members, arrange for them to work alongside established team members on the first few projects so that they can learn, get feedback and become comfortable in the culture.



	In-person time
	Schedule regular, in-person working sessions where possible, weekly for teams in the same city, monthly or biannually for those further afield. These can be training sessions or just co-working together in the same room to build relationships.



	Rotate meetings
	For people working across time zones, we rotate the time of each meeting, so that we respect each other’s lives and time zones.








A regular meeting pattern

The final way to work well together as a team is to have regular, scheduled meetings.

Neil Mullarkey has been a member of a successful team longer than anyone else I know. Neil is a founding member of the Comedy Store Players, a team of improv artists who meet and perform every Wednesday live at The Comedy Store London, and have done so since 1985 – 35 years. The members of the group have changed over the years, but there’s a core team who have continued to work together, very successfully, for all this time.

Neil says that one of the reasons why the Comedy Store Players have been successful for so long is that they meet in the same place, at the same time, on the same day and they run pretty much the same kind of games every meeting. Because they all choose to be there and they only see each other once a week, they don’t get sick of each other like many people who see each other daily. The people in the group do change over time, and new people bring inspiration, but the meeting itself is fixed, predictable and provides the structure around which they all perform at their best.

Back at the Budweiser Brewing Group, the 110 people in the UK sales team have a 15-minute standing team meeting every Tuesday morning. There is a discipline about a regular catch-up, being on time, with everyone there, and the predictability and momentum of knowing there is a meeting to go to.

Make sure meetings are timely, scheduled far enough in advance so that people can plan to be there, and the expectation is that you will attend, or will send your thoughts in advance (rather than expecting the meeting to be rescheduled if people can’t make it).

How you work is how you will succeed

Brilliant teams work well together. They don’t need to be each other’s best friends or socialise often, but they do need to respect each other, be able to challenge each other constructively, and commit to achieving a common goal by making each other’s lives easier rather than more difficult. If your team enjoys the work and the people they work with, it will be more successful. Taking the time to consider and agree how you will work best as a team is a crucial step in supercharging your team and will make sure you will do your best work together.

Key take outs


	•	Connecting on a personal level and building teamship make us happier and more productive.

	•	Agreeing team rules is crucial to ensuring our team rules.

	•	Distance is no barrier to effective teamwork.







chapter 8
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Dealing with conflict

People who work in high-performance teams challenge each other often, but they do it constructively. Supercharged teams aren’t ‘nice’, they are clever and able to deal with the conflict that is bound to happen, even in the best teams. But when teams work in conflict all the time it is attritional. We must prepare for conflict, as we are likely to disagree over decisions, have personality clashes, and have small misunderstandings. But we must also deal with conflict well and early to keep the positive momentum of our journey towards our goal. The crucial thing to remember is that we need to intervene early to stop things from getting worse over time – or conflict can derail our work and make the team feel terrible, and so negatively impact our work.

What you will learn in this chapter:


	•	How not to be afraid of conflict.

	•	How to prepare for and manage conflict early.

	•	How to address conflict that already exists in the team.

	•	How to manage individuals who are causing conflict in the team.



Consensus is not our goal

No great team prioritises consensus over conflict. I heard a story about a political party holding a meeting to find consensus on how to merge several Brexit motions, only to find that they couldn’t agree on the meaning of the word consensus,1 and so couldn’t go any further. This story epitomises the problem with consensus. When everyone focuses on agreeing with each other and nothing else, the actual work we are there to do is diluted, avoided or becomes impossible.

Being nice to each other for the sake of agreement and to avoid all conflict means that people compromise and make bad decisions without the chance to challenge and improve them. To build strong foundations for our work, we must use constructive conflict to build alignment. Supercharged teams invite constructive conflict, including dealing with any teamwork issues that get in the way.

Conflict and competition can be constructive

In teams, we must challenge each other and hold each other to the highest expectations of performance. Think about being in a sports team. None of us want to be the best person in a bad team but we do want to be a great person in a great team. When you’re in a good team you have to raise your own game because of how good the rest of your team are. When you work with great people you can compete with them and challenge them to do better, so that the team itself wins.

One misconception about highly successful cultures is that they are happy, lighthearted places. This is mostly not the case. They are energized and engaged, but at their core their members are oriented less around achieving happiness than around solving hard problems together.

Daniel Coyle2

Neil Mullarkey says that improv actors do what they do for the good of the show, so even if people have individual conflicts or don’t like each other, they are all focussed on entertaining the audience, which is how they overcome problems and personality clashes. He says that what makes them different is that they’re rivals and co-creators.

In the book Collective Genius the authors3 refer to ‘creative abrasion’, a vital part of creativity in which ideas are created, explored and modified through debate. The authors point out that this essential conflict is about the ideas, not each other, and so the conflict becomes intellectual rather than interpersonal.

When alternatives compete in a marketplace of ideas, they get better and the competition often sparks new and better approaches.

Hill et al4

The problem is, it is hard not to feel personally attacked if someone challenges one of our beliefs, even if only intellectually. One way to get round this is to use a phrase like this when giving challenging feedback: “I’m giving you these comments because I have very high expectations and I know you can reach them.” A team of psychologists found that using that sentence helped people to boost performance and effort even when being given difficult feedback.5 Kim Scott, author of Radical Candour, says we need to “care personally and challenge directly”, advising people not to say “You’re wrong” but “I think that’s wrong”.

We need to be conscious of using the right language to constructively challenge each other, so that we can hold each other to the highest standards.



Tool 19

Opinions and instincts

If you avoid conflict at the early stages of a team’s work, it could be detrimental to the project later on because you may be postponing important foundational issues that will be more expensive and traumatic to sort out further down the line. This tool helps to flush out disagreement and misalignment at the early stages of a team coming together, giving people permission to express their opinions and instincts and show where they agree or disagree early.

Ask each member of the team to consider these questions carefully, and to answer them individually and without discussion, in writing.


	1If you were the sole decision-maker, what single thing would you do to make us achieve our goal?

	2If we had to make a decision right now on what to do, what would that be?

	3What is the most important challenge we will need to overcome to achieve our goal?

	4What are the traps and time-wasters we need to avoid?

	5What will happen if we do nothing as a team and let nature take its course?



Feel free to reword these questions or create new ones to fit your project, but keep them broad, rather than specific. The questions you use should make people think about the big picture of what you are doing as a team. You are asking people to give personal opinions and share their instincts, and in this way you are more likely to understand their thinking and expose any fundamental misalignment early on.

How to use this tool:


	•	Send the questions out in advance so people have a chance to consider their answers.

	•	In a meeting, ask your team to write out their answers, each on a separate Post-it.

	•	Starting with Question 1, ask people to take turns to read their answer out loud, and then stick it up on a wall. Ask people to stick their answers next to similar ones when they agree, so that themes form around common answers.

	•	Do this for all the other questions before starting a discussion – so you will have a wall with the answer to all five questions, themed visually in front of you before you start discussing.

	•	Discuss all the points of agreement first, starting with the biggest themes, and noting where the team are aligned on all five questions

	•	Then address those areas where you don’t all agree, starting with the area that has the least agreement first, and talking each through properly to understand why people disagree. At this point, you are not looking to change people’s minds or force agreement, simply to understand the differences and why people feel that way.

	•	Record a list of areas that need to be covered in future meetings, starting with the most important ones, and address each in turn in subsequent sessions together.



It is important to do this visually, on a wall, (or with pieces of paper on a table if you don’t have wall space). If you use the tool verbally, there is a greater risk of people taking the conflict personally. When people disagree while facing each other and looking into each other’s eye, the discussion becomes about each other. By looking at the wall together, it is easier to feel the disagreement is about the themes, not the people talking. This tool encourages people to disagree in a structured, neutral way, so that they can move on together, and helps team members to get to know each other early on too.

I’ve seen this approach lead to two separate teams being formed when it showed that people in the team had completely different projects in mind. I’ve also seen this tool show where people are making assumptions about language, target consumers or technical know-how, only to find that we were all talking about completely different things. Had we not found these out early, we would have failed to achieve our goals.



Conflict is more common today

Irene Grindell, a professional mediator, is an expert in conflict management with a particular fascination for teams, and when I interviewed her she made the point that conflict is an inevitable part of being in any team. However, Irene has noticed that conflict has become worse at work over the last decade, because people communicate so much through email instead of talking, and so misunderstandings are more frequent, and can escalate quickly.

With the increased pressure we are under at work with more to do, less time to do it in, and reduced attention spans, we have less time to sort out misunderstandings together, or even notice they’ve happened. To avoid conflict later, Irene’s advice for high performing teams is to communicate expectations early on and immediately tackle three things as soon as they arise for the first time: sniping at each other within the team, breakdown in support for each other and vulnerability of one of the team members.


Tool 20

Conflict predictor

Earlier we set our team rules in Tool 17, but every team finds itself under pressure at some point, and with more remote, flexible and gig-style jobs, there are seven common issues that are likely to cause conflict, no matter what team you are in, how good your ways of working are, or how brilliant the people in your team are.

As a team, talk through each of these in turn so you will be able to predict the conflicts that might arise, how to avoid them in the first place, or deal with them when they happen. Working through this list will make some people in the team more aware of the impact they may have on each other, preventing issues from arising.


	1Trust and relationships are hard to build, especially when we are working in different locations. How can we make sure we build relationships both personally and professionally?

	2Personalities clash when people have different expectations of behaviour, like how acceptable it is to be late to a meeting, or how we challenge each other. How will we understand each other’s styles and communicate when we feel offended or annoyed?

	3Email can lead to misunderstandings and can make decisions more complicated than they need to be. How can we avoid the wrong tone, being misunderstood or communicating inefficiently?

	4Competing work priorities and workload are hard to manage, and stress can create conflict. How can we plan ahead for busy periods and support busy people?

	5Learning, advice, knowledge-sharing and coaching are harder for managers and team members, so we give each What to do when aother less support than we should. How can we make time for learning from each other and giving advice?

	6New team members need ‘onboarding’, and sharing knowledge adds workload. When people aren’t properly briefed, they can cause problems later on. How can we share the load of training new people to get them up to speed?

	7Some team members can be excluded by technology challenges and feel left out, or put under pressure. How can we make sure technology issues don’t cause extra worries?



How to use this tool:


	•	Send these questions out to the team and ask them to read it and consider what’s missing. Ask people to add any other areas that may cause conflict, for example, if the ­previous tool has thrown up severe differences in opinion or instinct, talk through them here to predict where conflict may arise in the project journey, and how to spot it and avoid it early on.

	•	In a meeting talk through your potential causes of conflict, including any others that people have added, starting with the conflicts that the team feel are most likely and possible for this team.

	•	For every point, discuss how and when the conflict might happen, how to avoid it or deal with it, and make some commitments to avoid or deal with them.



Many of the most common symptoms of conflict – assuming the worst of each other, making assumptions about each other’s intentions, dealing with different agendas, priorities or disagreements, competing for resources, and not understanding each other’s perspectives or communication styles – can be avoided if you use Tools 19 and 20.



What to do when a team is already in conflict

If you are in a team that is already in an established pattern of conflict, my heart goes out to you. Being in a team in conflict can be soul-destroying, especially when the conflict is day in and day out in a long-standing team with no end in sight. If we spend a lot of our lives at work, and that work consists of being part of a team, and that team is not functional, it can be attritional.

Irene is brought in to mediate work conflicts when toxic situations have gone too far. In her experience, being in a team that is full of conflict can be one of the most traumatic life experiences a person can face. She explained that when a team conflict becomes ­traumatic, it can lead to people missing work, which then has a knock-on effect for the team and often makes the conflict worse. For the individual at home they have plenty of time to ruminate, which makes returning to the workplace difficult. Whilst back in the workplace, people have started to pick a side and the whole team can end up entering the ‘conflict zone’. When people have been avoiding confronting the conflict, the fear of facing it becomes overwhelming and the relationship becomes even more stressful. Irene’s main advice is to have a conversation as early as possible about a team conflict and immediately talk about the impact that the conflict is having on the individuals before it escalates.

The negative effects of unchecked conflict can be enormous, resulting in long-term sick leave, grievances, absenteeism and even legal action. The commercial cost alone is huge – poor mental health costs employers up to £45 billion a year in Britain, and employers are increasingly embracing staff wellbeing for this reason.6 Sorting out conflict at work is not only the right thing to do for the mental health of employees, but also for the commercial benefits to the business.

Conflict resolution is about listening to each other, shifting our understanding and moving on together. The next tool helps the team deal with existing conflict before it goes too far.



Tool 21

Six reasons why

This is a simple tool I’ve used many times with different teams to address situations that went badly, understand why they happened, and learn from them for the future.


	•	Ask each individual team member to think of something this team worked on in the last year that went well or felt good, and list three reasons why it went well.

	•	Ask each individual team member to think of something that did not go as well as hoped in the last year, or did not feel good. List three reasons why.

	•	Send these questions to people in advance so they can think about which situations they want to share.

	•	Ask people to make the reasons descriptive, so instead of writing just one word such as, ‘time’ write ‘we had enough time to prepare well’.

	•	When you come together as a team, ask each person to write down their reasons on separate Post-its, so each person has in front of them six Post-its: three with reasons why something went well, and three with reasons why it did not.

	•	Ask people in turn to share their positive examples first. They should mention the project briefly, but spend the time on the three reasons why it went well, sticking their three examples up on a wall or flipchart, before the next person shares their three positive examples.

	•	Theme similar thoughts together, so if several people mention having enough time to prepare (even if referring to different projects), put those together.

	•	When you’ve got all the three reasons why things went well and themed them, you will see why things go well, usually to do with communicating early, having time to prepare, having the right people on the team, and so on. Make sure you identify the key themes as a group before moving to the projects that went badly.

	•	Then repeat the exercise for the projects that went badly. Ask people in turn to briefly describe their project, and the three reasons why, putting them up on the wall and building common themes. Often you will find that the reasons why things go badly are the exact opposite of the reasons why things go well, such as not enough time, being brought in at the last minute, no clear briefing, or the wrong people on the team.

	•	Once you have the themes for the projects that went badly, focus the discussion on the reasons why, not the projects themselves, talking through why things go badly and how to avoid those issues in future.



This tool is simple, but it really works. One team had a boss who was never on time, cancelled meetings at the last minute and didn’t answer any emails, so the team couldn’t get decisions from him and make progress on their work. We brought together the boss, his five direct reports and his PA and through this tool every person, including the boss and the PA shared their six reasons why.

We established that successful projects happened when his team were able to talk with him, even briefly, to get his opinion, and that projects went badly when he cancelled meetings that they were relying on having. After the exercise, he agreed not to cancel meetings, so even if he could only offer ten minutes rather than the full hour booked, they would go ahead (and his PA helped to make this change happen).

It works well because people focus on what’s right before what’s wrong, so there is a constructive set-up. It allows people to have a bit of a moan about what has gone badly, but in a structured way that highlights the causes rather than the situation itself. And like previous tools, it focuses the team on a set of themes on a wall rather than directly and challenging each.

However, this tool does assume that the conflict has not gone too far and is still possible to fix as a team. If you are in a team already at war with each other, with historic issues and a lot of baggage, you will need to bring in a conflict mediator like Irene.



Useful critics and brilliant jerks

What about if the conflict in a team is caused by one individual? Now that’s really tough. Just like conflict can be good for collaboration, difficult people can play an important role in a team. I like to look for a ‘useful critic’ in any new project, because I know that that person will bring up issues that others might not mention, or issues we may avoid, to our cost. I know that if we win the critic over, we can really succeed.

Richard Watkins, an expert in team dynamics and collaboration, says that a difficult individual is often a gift. In his work he likes to think of the group as one system, where each person plays a part in the whole. Often a decent proportion of people avoid bringing any conflict or problems to the surface, so a difficult teammate can be seen as a kind of early warning signal. What at first glance looks like one person’s drama might be a sign of something bubbling beneath the surface that needs to be addressed. So instead of jumping to blame it could be a good time to understand what that person brings that is useful.

How do you know if someone is a useful critic or just a brilliant jerk? Brilliant jerks are people who do such great work that the team or company accept their bad behaviour because of the benefits they bring. I once worked in a company where a well-known manager had formal complaints of bullying made against him, with several people in his team being signed off work with depression and stress. He went through an official disciplinary procedure and was about to be managed out of the business, when he won a multi-million-pound client deal and the claims disappeared, and he carried on. Not every company is like that, and companies like Netflix have a policy of not hiring brilliant jerks. CEO Reed Hastings says, “Some companies tolerate them. For us, the cost to effective teamwork is too high.”7 

I asked Irene what to do about difficult individuals. She says that a person who is seen as an ‘attacker’ or bully in a team often has not realised that their way of behaving affects others. Because other people don’t always say anything, they are oblivious to the impact that they’re having. Irene says you also need to work with anyone who feels attacked to understand their role as well. Often by saying nothing or not communicating, they haven’t let others know how they are affected by their behaviour.

Her advice to anyone facing conflict is to deal with it early and immediately, feed back on how a person makes you feel and say something, rather than nothing. The worst thing you can do is not say anything and hope that it will change and improve, because it inevitably will become more serious without intervention.

Irene believes that most people just want to get along and do the work, but some people have a tragic way of getting their needs met so her advice is to challenge the behaviours not the person.


Tool 22

Individual intervention

Use this tool when there is someone causing tension and conflict in the team. Let’s call them Person X instead of ‘the difficult person’ or ‘the aggressor’ so we don’t prejudge them.

Use this tool early on, even on seemingly small issues, as you don’t need to wait until things get really bad. If you have an HR person who can support you, get them involved from the start, preferably as soon as you have an inkling there is an issue.


	1Identify the specific change you want

	•	Before the intervention, agree what change you want to make happen. Do you need Person X to stop doing their emails during team meetings? Be very specific about the change you need and what that specifically looks like before you do anything.

	•	Everything you prepare should be focussed on making that one change happen, rather than a shopping list of changes.



	2Consider the conversation setting

	•	Who is the best person in the team to have the conversation with Person X? It’s not best done as a whole team, or they may feel under attack.

	•	Where and when should the conversation take place? Should it be in person, on a particular day of the week, in a neutral setting, or walking round a park rather than facing each other across a table?



	3Script an intervention statement

	•	Write a script beforehand with key bullet points you want to make.

	•	Start with a top-line reason for the meeting – a brief description of what you want to share and get.

	•	Talk first about the positive contribution the person makes to the team, what they do well, when they are at their best.

	•	Then talk about what the team is finding difficult, focusing on one or two specific examples only, with how these examples make people feel. For example, instead of saying ‘We think it’s really rude to be doing your emails instead of focussing on our team meetings’, say ‘When you are on emails during our team meetings, it makes us feel like you don’t see us or the meeting as important.’

	•	Then end with a positive wish to move forward to make a positive change, for example, ‘I really hope we can work out how to get your full attention in our team meetings and make sure the whole team feels you value their time too.’



	4Question, listen, understand

	•	Once the intervention has been made, wait and listen to what Person X has to say. Try not to leap in with excuses or conversation fillers, but listen and empathise with how they are feeling at that point.

	•	They may be defensive or try to explain their behaviour, and the best way to engage with them is to keep asking questions rather than fight back with facts. Ask questions like “You seem to be surprised about this feedback, so has it come as a big surprise?” or “I understand you disagree with this feedback, so how do you see the situation differently?”

	•	Keep questioning, listening and understanding and play back to them what they are saying so they feel heard, for example, “So the reason why you are on emails is because you are very stressed and you would rather attend and multi-task rather than not attend at all.”



	5Moving forward

	•	Make sure that Person X feels like you really understand them, and only then gently shift to moving forward.

	•	You can do this by saying something like “Coming back to the team feeling as if you are not valuing their time in meetings, what changes can we make to improve the situation and make the team feel you do value their time?”

	•	Keep coming back to the impact they are having on the team and how they can make that impact more positive. You may need to do this several times to remind Person X about how they make other people feel.



	6Record commitments

	•	Write down what you and Person X agree to do to improve the situation, and make these as specific as possible, preferably in Person X’s own words, for example, “Even though I’m very busy, I will not be on emails in team meetings and will focus on the meeting so that I value people’s time – and if I need to do emails I’ll miss the team meeting rather than multi-task.”

	•	Agree to review these commitments after a few weeks.







Dealing with bullies

No matter how much you intervene, some people will not accept responsibility for their actions or consider the impact on other people. Irene calls these ‘true bullies’. Although she hates the label and recognises that it is emotionally loaded, sometimes there is such a high-conflict person that little can be done to help them adjust their behaviour.

If you want to supercharge any team, you must prevent bad behaviour so that people can work well together. Aggression at work can lower psychological wellbeing and life satisfaction, lower levels of self-esteem, and cause higher absenteeism, health problems and burnout.8 Dealing with bullies is absolutely crucial to team and organisational success. If there is a member of your team who is a true bully, remove them from your team – or the cost will be far higher than the benefit.



Confronting a bullying client

As anyone who works in an agency will tell you, being bullied by a client can be very difficult, as they are in a position of power, and their behaviour is not in your control. Recently my team worked for a client who, inexplicably to us, was putting most of her effort into discrediting our work. We had the best team on the job, but no matter who she worked with, she attacked all of us. Trying to resolve our issues directly with her didn’t work and we all began to dread the project. It affected our team’s mental health – never a great way to get the best work out of people!

We finally found a solution. We agreed as a team that we would never, ever talk to her without a witness from her organisation present. This meant not answering the phone if she called and always insisting on having her other team members in any meeting, going as far as cancelling meetings unless another client attended. After that, her unreasonable behaviour was witnessed time and again by the people in her own team, and she was eventually managed out of the client business.




Whatever you do, don’t ignore it

Badly behaved teams and dysfunctional ways of working are ­incredibly traumatic, and conflict needs to be dealt with. It is very stressful to belong to a team facing constant conflict, and the work the team does suffers. If you ignore conflict and hope it will go away it is likely to get worse, rather than better. Make sure you intervene as a team, so that you can move forward in constructive ways.

Great teamwork is important for job satisfaction and is good for business. Supercharged teams work together constructively to solve problems and make good decisions, without fighting. So, to keep your team happy to make your work successful, and deal with conflict, don’t ignore it.

Key take outs


	•	Conflict can be beneficial and constructive – agreeing with each other for the sake of avoiding conflict is not healthy for the team.

	•	Planning for conflict and how you will manage it is crucial for swift, effective resolution.

	•	You can only resolve existing conflict by going through what’s causing it – there is no magic button to press and reset.

	•	Early intervention with individuals causing conflict in the team is paramount.







chapter 9
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Get support from leaders

Supercharged teams get support from their leaders. A leader sits outside your team with a level of power and decision-making that will influence your team and its work (rather than a ‘team leader’ who sits in your team). Most teams have leaders who influence our work, whether they are responsible for funding our project, approving key decisions or giving valuable advice. If your team’s work is not sponsored by the important and influential decision-makers in your organisation, the efforts of your team may be wasted. In busy teams we can forget to seek this support, or assume our leader agrees, or worst of all, wait for permission from them for decisions.

Supercharged teams hold leaders to account and take responsibility for getting them to support our work. Leaders are different from stakeholders – they are the bosses, the people who have given your team the sanction to do the work and who then represent you to a more senior group of people. They may also be people that you ask for resources or permission.

These tools help you get the sponsorship and support you need from the leaders to ensure successful outcomes for your team.

What you will learn in this chapter:


	•	How to effectively ‘manage up’ to influence your leaders.

	•	How to get a clear direction of travel from your leaders.

	•	How to motivate your leaders to help and support your team.

	•	How to connect your leaders with your customers.

	•	How to support your leaders to give you perspective.



Why managing up is so important

‘Managing up’ means influencing our bosses and leaders, and ‘managing down’ refers to managing a team of direct reports. In my experience, managing up is most often a term used with derision: “She’s good at managing up” implies she expends more effort looking good in front of the bosses than making sure her team is ok. The implication is that people who are good at managing up are sycophants. However, managing up is not sucking up.

Being good at managing up is crucial to the success of any team. It helps you to achieve your goals, it’s better for business, makes your project easier earlier, and helps your team members develop their careers too.

Head of Innovation, Claire Emes leads strategic projects at Ipsos, a global research agency, and has many years of experience of managing both teams and leaders. I asked her what advice she could give me in managing up. Claire told me she involves her leaders at the very early stages of developing a new strategy by having lots of small conversations over the course of the work, rather than presenting in a big ‘ta-da!’ moment at the end. She also said she invites leaders to participate in any events where the strategy is shared with wider teams. By involving leaders in the original thinking and in the alignment with their teams, they are able to support the delivery of the strategy at all levels.

In a survey of people working in big businesses like Google, Cisco, Bose, ESPN and Capital One, getting support from leaders was identified as a crucial enabler of success in innovation projects.1 A huge McKinsey study analysed the careers of tens of thousands of managers and found that managing upward and managing horizontally (managing peers and stakeholders) is good for business, good for your career, and is arguably 50% more important in terms of impact than how you manage your subordinates.2 We will cover how to manage horizontally and successfully engage stakeholders in the next chapter. This chapter gives you some of the main approaches for successfully managing upwards, because while getting support from your leaders is essential to making progress as a team it is challenging.

Collaborative command

In the past, working culture was more ‘command and control’, where bosses had authority over subordinates who did what they were told.3 This formal, military-like hierarchy was due to greater market predictability and a steadier pace of work relying on central decision-making, and works particularly well in traditional countries and cultures.

However, recently companies have had to deal with market disruption and a rapid pace of change in order to be able to move fast and flex when needed, becoming more like organisms than machines.4 NASDAQ refers to this as ‘collaborative command’, when teams own key decisions,5 and we take responsibility for goals individually and collectively rather than relying on those in charge to decide everything for us.6

However, this means our teams don’t always have clear advice from those in charge. Depending on the type of leader you have, it can feel like we have to second-guess or mind-read what our leaders may want. I’ve seen this happen more often in the last five years, especially when the team is moving fast, when people are busy, and when the business is good at pivoting. It can become difficult for the team to know if we are going in the direction that our leader would agree with, or if indeed that direction has changed without us knowing.

I’m afraid it’s too easy for us to say ‘our leadership doesn’t support, understand, listen to or communicate properly with’ our team, even if this is true. Supercharged teams share the responsibility of getting the support they need from leaders, with their leaders. It is up to our team to make sure we are getting our bosses to collaborate with us to agree on the right direction together, and check in on that direction.

Creating a clear expected direction with your bosses (even if the decisions are ultimately yours) is essential, and your team cannot progress without it.



Netflix

Context, not control

Netflix calls this ‘context, not control’. It wants every team to have the insight and understanding it needs to make good decisions by working within the context (business strategy, metrics and measurement, and understanding how decisions will be made) and avoiding control (top-down decision-making, ­management approval, committees and processes that become more important than the results). You can see why I’m such a fan – as you know I believe we should avoid the time-wasting, energy vacuum that is a committee.

They also talk about teams being ‘highly aligned and loosely coupled’, where the strategy and goals are clear, with teams focusing on strategy and goals rather than tactics, trusting each other without having to approve each other’s work, so they can move fast. Leaders become coaches rather than dictators, and their job is to get the best from their teams.7




Relentless prioritisation

We must realize – and act on the realization – that if we try to focus on everything, we focus on nothing.

John Doerr8

The origin of the word ‘priority’ is from the Old French ‘priorité’ meaning precedence, from the Latin ‘prior’ meaning ‘first’9 So, as Manoush Zomorodi points out in her book Bored and Brilliant, there are no ‘priorities’, and a priority can only be one thing, but not more than one, if we take the original meaning. In any team it is easy to take on several priorities, but if you want to be truly effective it is about deciding clearly where you will focus, as well as where you will not.

Priorities are good for people too. We can’t concentrate on more than a few things at once. Research has shown that younger team members in particular benefit from clearly set expectations and goals, and one-third of employees say ‘unclear expectations from supervisors’ are their number one stressor in the workplace.10

The highest performing companies I work with have a priority-driven culture, and every single activity they do at work is linked to the ultimate achievement of their three key priorities for that year, measured by specific targets. Their targets ladder up to match and deliver their leader’s targets, and the boss of their leader’s targets after that. Understanding your boss’ priority is important, as it will be based on what is good for the business and what is good for them.



North Star metric

A clear direction

Many agile businesses are establishing a North Star metric, a term coined in Silicon Valley that helps businesses to ‘move past generating short-lived growth and focus on creating retainable long-term customer growth and a sustainable future’.11 This is a key measure of success for the product team in a company, linking what the team is working to provide for customers with the revenue the business will generate by doing so.12

Examples of North Star metrics include:


	•	Airbnb: Nights booked

	•	Facebook: Daily active users

	•	WhatsApp: Number of messages a user sends



Notice that the examples are not specific destinations (containing dates or financial targets), but they are clear directions instead. This is because as markets and customers are constantly changing, and companies must keep evolving, even their goal needs to stay agile.13



A clear direction can help many different companies work together for a common goal. WPP is a global marketing and advertising business, with a huge portfolio of agencies in 225 countries. Despite the scale, it manages to make sure that consumers see consistent and integrated communications on big brands like Colgate Palmolive across the world. To do this, it set up an agency consultancy called WPP: Red Fuse to bring together all the best ideas for this one client, establishing a clear direction for the work, no matter which agency or market you work in. CEO Carl Hartman told me, “We can get the best talent from across WPP to work together brilliantly on Colgate Palmolive because we have a common goal and operating system, and our work is ultimately higher quality, faster and more impactful for our client as a result.”

Whether or not you define a North Star as a true metric, or simply a means of establishing a clear direction, knowing what the business is ultimately aiming to achieve, no matter what the project, is important. Your team will already have their specific destination, goals and measures of success, but how that fits into the direction of the company is important to understand. Agreeing a direction rather than a specific destination with your leader means that your team can adapt and flex, while being sure they are travelling with the right intention.

In my consultancy, we ask our individual clients how each project will help them to achieve their targets for the year, and where possible we take the exact wording of their target and use it as a measure to keep the project on track. If a team knows what the leader’s targets are, we can understand how our work can contribute towards them achieving their goals.



Tool 23

Direction of travel

If you want to build a ship, don’t drum up men to gather the wood, divide work and give orders. Teach them to yearn for the vast, endless sea.

Antoine de Saint-Exupéry14

It would be great if we could simply ask our leaders to tell us their targets, the North Star, and how to know if our team is going in the right direction. With some of the best leaders, you can ask those questions and they will tell you, because they know the answer, and are happy to share it.

However, I’ve come across many an evader-of-direct-questions in my career. Many of us will have worked with leaders who are hard to pin down (don’t want to commit to one direction), slippery (don’t know the answer so avoid answering it), flip-flop (want to be allowed to change their minds), political (don’t have a clear answer because it is based on what other people think), or their hands are tied (it’s not up to them but they don’t want to admit it).

These leaders don’t want to be held accountable in case they are found to be wrong later on. I have a lot of sympathy for them. Some businesses are brutal places to work, and it can be a legitimate survival strategy to go with the flow rather than stand for something that you may be judged further on down the line. If, for example, your leader knows that there is a big restructure on the horizon, they may not be able to tell you, but want to avoid giving you the wrong information until the big announcement comes.

Conversely, you may have a micromanaging leader who wants to be a part of all your decisions and is a bottleneck to progress, thinks they know exactly the route your team should take, or is so specific you may as well hand over all the decisions to them, and not explore any other options. Managing your leaders is tough, I know. However, that doesn’t stop us from fixing a direction of travel together with our leader, even if it has to change. A direction of travel should feel possible for all teams and leaders to agree. It is not so specific that a leader feels pinned down, but is a guiding light for the team to work with.

This tool is about asking your leader what they really, really want, so you have a clear direction of travel to work within as your project progresses. There are three sets of questions to ask them: how this team fits into the business strategy; how this team’s work affects their personal targets; and what that means for the direction this team takes.

Business strategy:


	•	How does this team’s work fit into the organisation’s strategy?

	•	What is the business North Star, and where does our team fit into that?

	•	What value will this team bring to the organisation?

	•	What value will this team bring to our customers?

	•	What game are we in, as a business (for example, attention, transaction or productivity)?15

	•	What effect will this team have on the business when our project is successful?



Leader’s targets:


	•	What are your targets, and how does this project fit with those?

	•	How does this team’s work help you meet your goals and targets?

	•	What does a successful project look like to you (deliverables, objectives)?

	•	What are you most excited about this team achieving?

	•	How can this project make you look good?

	•	Beyond the day to day, what concerns you about this project, your work, the business?

	•	What is your long-term ambition for your career, team or department?



Direction for this team:


	•	What is the one direction this team should focus on?

	•	What should we never lose sight of?

	•	What is your long-term wish or goal for our team?

	•	What does a successful outcome look like for this team?

	•	What will you hold us accountable for?

	•	What may we hold you accountable for?

	•	What might cause us to change direction?

	•	How long shall we stay fixed in this direction?



How to use this tool:


	•	Choose the three most appropriate questions to ask your leader from each section (up to a maximum of nine questions in total). Base your choice on the project and the questions you think your boss would want to answer. I would always suggest asking a few questions per section, rather than just one. A choice of questions means they are not forced to answer something they don’t know how to.

	•	Send your questions to your leader(s) in advance, explaining that the team would like to set a direction of travel in order to get their support for the project.

	•	Explain that these questions are discussion starting points only, and they don’t need to fully commit or answer them perfectly, and ask them to come to the next team meeting ready to discuss their thoughts.

	•	Invite your leader to your team meeting, and begin the meeting with a short description of your project, outcomes, objectives and timeline to update them, and then ask them the direction of travel questions.

	•	Ask each question in turn, or ask them to answer the questions they felt most useful first. Make sure all the team are listening, questioning and taking notes, summarising the key points.

	•	After the meeting, create a summary as a team of the one or two main points they made under each heading, and be sure to repeat the language and wording they used where possible.

	•	Follow up by sending your leader a direction of travel summary that puts in writing the key points they’ve made, showing how your team will work towards those (inviting comments and edits). Let them know that your team will work in this direction of travel, and invite them to update it or discuss it through the course of the project.

	•	Every time you see your leader again, whether in the corridor, at the next company-wide meeting, or in your next team update, make sure you’re checking in on the direction of travel, and understand if anything has changed.





If you have more than one leader, you can choose to run the above tool together with all the leaders in the room at the same time, or in separate meetings. If you have all the leaders in the room at the same time, make sure you ask them all to answer the questions in this order: the business strategy questions first, then the personal target questions, and finally the direction of travel questions. Leaders may not want to reveal personal targets in front of each other, so consider doing this one individually afterwards. Agreeing a direction of travel with your leaders will help your team to stay on track and be supported throughout the life of your project.

What’s in it for them?

The most basic of all human needs is the need to understand and be understood. The best way to understand people is to listen to them.

Ralph G. Nichols

Over the last year I have had the privilege to work with Stefan Homeister, a leadership expert who has worked with leaders like Steve Jobs, Unilever’s Paul Polman and P&G’s David Taylor16 When Stefan and I first discussed great teamwork, he told me that the best teams hold themselves and everybody else accountable, including our leaders. Stefan told me that you may not have a choice of who is your leader, but you can and must choose to influence them, advising teams to “start from your leader’s needs, not your frustration with them”, no matter whether you work in a small or large organisation, no matter whether you are an intern or the CEO.

Stefan believes that leaders are there to help teams by clarifying success, enabling progress and removing roadblocks. His advice for getting leaders to do this well is to understand why your leaders do what they do, and what they expect from the team, and only then asking for that support. It is only through this understanding that a team can change or challenge, and therefore help improve, what their leader does. Stefan believes modern leaders are not only open to this, they even expect and demand it.

Your leader has to be motivated to help and support your team, which means we should consider what’s in it for them. In his book High Output Management, Andrew Grove points out, “When a person is not doing his job, there can only be two reasons for it. The person either can’t do it or won’t do it; he is either not capable, or not motivated.”17 Let’s assume for now that your leader is capable of supporting your team, so what will motivate them to do so?

We need to understand our leaders better and look for their motivations. When you work in sales, you get to know your clients as well as possible. Many salespeople I know write down everything they find out about their clients, including the names of their children, their hobbies and their favourite football team. While this may seem creepy, it is a way to make sure you talk to people about what’s important to them, deepening the relationship and the trust between you.

Looking back on successful projects I’ve been a part of, every project gave a unique motivation to the leader that supported it. I can think of five types of motivations that made the leader want to support the project:


	•	Success-makers: The leader could see this project would help them to achieve their performance or profit targets when we created a new range of natural shampoos in Brazil that tested well early on, and eventually led the haircare market for years.

	•	Profile-raisers: The leader looked good in front of their bosses, industry peers and potential future employers when our project approach was innovative enough to win industry awards.

	•	Currency-creators: The project gave the leader something new, interesting, funny or clever to talk about, for example, when we worked to create the mobile phone of the future, or to improve sexual satisfaction through devices, or to empower women to buy themselves a diamond ring rather than waiting to be proposed to. Whether you’d bring them up at a dinner party is debatable, but they were fascinating to work on.

	•	Capability-boosters: Projects where the leader learned something new at first hand, like Unilever CEO Paul Polman who made a habit of visiting the homes of consumers and the stores of customers in every country he visited at Unilever, and so understood people not just from PowerPoint presentations but through rich, memorable experiences.18

	•	Purpose-generators: When a leader feels the project is doing something for the greater good on a topic they are passionate about, such as sponsoring a project to reduce packaging and increase sustainability in consumer goods or improving gender equality in advertising.



Finding out what motivates your boss is particularly important when you get a new one. Sue Phillips, Global Head of Insight at Ipsos, told me that when Ipsos combined with Synovate, she found herself reporting to a boss she hardly knew, who had little expertise in qualitative research, her speciality. Sue decided to travel from London to Brussels to meet with her new boss, both to understand more about him and to show him her plans for the year. Sue invited herself – she hadn’t waited to be invited. Despite knowing very little about each other, they found common ground and understood each other, which gave her work a solid foundation of support. Always take time to listen and understand the leaders who will influence your project, and you will know better how to motivate them to support you more.

Above all, a leader must be trusted and respected. Trust between a leader and constituents opens up two-way communication, making it possible for them to realize their common goals.

Marvin Bower



Tool 24

Leader listening tool

Really listen to your leader. What do they talk about, what do they get excited about, what makes them angry, and what stories do they like to tell? Look for true connections and understanding between you. What, if anything, do you agree on, do you have in common, and what is your common ground together? Listening will help you to identify what might motivate them to support your project.

This tool is based on the five leader motivations and will help you to think through what might motivate your boss. This can be done during any meeting, or with any email contact you have, and it can also be done by ‘social media listening’ if they are on social media, having a look at what they like, post, share and comment on.

The first step in this tool is to listen and take notes. Think of yourself as a journalist or a qualitative researcher. Write down the exact language your boss is using, word for word, in as much detail as you can. As you listen, you are listening for these clues:

Success-makers: What does success look like to them?


	•	Do they describe performance, targets, winning, competing and the end results when they talk about success?

	•	What are the successes they post, write, like or share on social media?

	•	What are the specific words you can use when you next talk to them about the objectives, deliverables and outcomes of the project?



Profile-raisers: How do they like to be seen?


	•	Do they talk about impressing anyone, bringing someone on side, or looking good in front of another group?

	•	Do they worry about, warn you about or want to look better in front of someone?

	•	Who do they follow, admire, like or repost on social media?

	•	Do they talk about achieving something specific in the next role or the next few years?



Currency-creators: What would they like to say about this project?


	•	What stories do they tell you, what do they laugh about, what are they most interested in when they ask about the project?

	•	Which case studies, examples or topics do they mention regularly?

	•	What type of things do they talk about when you see them at the coffee machine?



Capability-boosters: What do they want to learn from this project?


	•	What qualifications do they have on their signature, LinkedIn profile or CV?

	•	Do they mention any courses, training or leadership programmes?

	•	Do they talk about learning, lessons, applying learning or learning from mistakes?



Purpose-generators: How does this project fit with their values?


	•	What do they say they care about? What causes do they support? What charities do they donate to?

	•	What are their hobbies? What do their hobbies say about them? What do they want their hobbies to say about them?

	•	What are they passionate about, known for or have been involved in?



How to use this tool:


	•	One way to use this tool is to ask them the questions next to each motivator and write down what they say – if they are the sort of leader who will be comfortable being questioned in that way.

	•	Sometimes it’s easier and more comfortable to listen, take notes and analyse their motivations afterwards rather than questioning them. You may not want them to know you are analysing what motivates them. In this case, you can use the notes you took in the direction of travel tool, other meeting notes, what you find on social media, and any other presentations you hear them give.

	•	When you have your notes, take the key topics, words and phrases your leader has used, and plot them where they fit along the five different types of motivation.

	•	Do this as a team by putting up a flipchart on a wall for each of the five motivators, and getting people to write down key phrases, language and topics from their notes on Post-its, and put them up on the relevant flipchart. An alternative would be to create a shared Google doc for the team (structured in the five motivators) in which team members can record observations from individual meetings to share with the full team, keeping this populated on an ongoing basis.

	•	Share and discuss the language, topics and phrases you have recorded for each motivator. You should be able to tell where your leader is motivated by what they have talked about.

	•	It is rare for people to be motivated in just one area, so you may find you have a better idea of how to motivate them to support your project in several different ways.

	•	Keep these motivations, and the specific language or topics in mind, to use them in the next update or the next time you talk. So, if your boss talks about “a shift from efficiency to quality”, bring that phrase up in the next meeting. If your boss talks about a big conference coming up, remember to ask them about it, and whether this project could be the topic of a new presentation next year. If they like to use sports analogies, create a story for the project around an analogy of being an elite sports team and the coaching you need from them.






Paraffin

Let leaders talk first

In my business we aim to make our clients’ lives easier and make their projects a success internally. An important part of delivering that is a clear understanding of how our work fits into the rest of their job. However, as a consultancy, we often only see the one project, not the many others they are working on and pressures they face. When we have tight timelines and only a quick meeting to catch up in, it is all too tempting to jump on a call and leap straight into project updates, questions and actions.

However, in every single conversation, I ask how they are and whether anything has changed since we last saw them. You may have 30 minutes booked, and spend 20 minutes listening to them, but those 20 minutes will be far more valuable to the project than spending all the time on your updates. You will know what they are worried about, and you will have a wider context about your work and their concerns, so your updates will be more relevant. Always start every conversation with a client or a leader by letting them talk first, no matter how tight you are for time.

In communication, speaking is important, but listening is probably even more important. It’s the quality of your listening that will shape the other person’s speaking. Not everything must be said.

Esther Perel19



Involve them directly

In our interactions with our leaders, it is our job to make sure we build their understanding of our team, our project, our customers or the issue we are working on. One of the best ways to do this is by giving them direct contact with the customer, issue or topic, so they experience it at first hand. All too easily today we can Google something, listen to a presentation about something, or see something on social media which makes it feel like we don’t need to experience it ourselves.

I remember in the early days of mobile phones, when you had to limit how many texts and calls you made because they were so ridiculously expensive. However, all our mobile phone clients, no matter how junior, had unlimited calls and data, which meant there was no way they’d understand how their customers had to count the texts or avoid talking to someone because of cost. When I work with scientists who make toothpastes, they often start from an assumption that people brush their teeth twice a day. Imagine their horror when I sat them down in a 10am workshop with a young man who explained to them why he felt brushing your teeth in the morning was a waste of time. It is very important that decision-makers have direct access to the real context of the project, topic or customer.

Sometimes the best way to get leaders to support you is to put them directly on the front line. Unilever was one of the very first big companies to ask every senior manager, all the way to board members, to visit their consumers at home on a regular basis. At Pret a Manger, every new employee, no matter how senior, works for one week on the shop floor when they first join the company and spends two days a year in the shop thereafter. We do this in our public sector work too. Recently on a project asking communities to come up with ideas for reducing crime in their area, we didn’t just send out a survey. Instead, the local councillor who would make the decision on funding joined existing community meetings around the city, met with residents and heard their concerns and ideas at first hand.

The fundamental difference in professional intervention is no longer about transmission of expertise – it is about the cultivation, transformation and building of the capabilities of your client.

Michael Schrage20

Keeping your leaders grounded in customer needs can help with creating ‘servant leadership’, a term coined by Robert K Greenleaf21 to help leaders remember the needs of constituents rather than on his or her own performance or image.22


Unilever

Connecting with consumers

Paul Polman talks about staying humble as a leader. He says many people around you tell you how great you are, and you can find yourself living in a bubble, forgetting how privileged you are.23 For this reason, Unilever’s CMI team still encourages every employee, from factory workers all the way up to the CEO, to meet customers and consumers. One of the ways they do this is through an ‘always-on’ online platform where employees can have virtual meetings with consumers anywhere in the world. They can request a meeting with a soup lover from Kenya next week at 4pm and will automatically receive a meeting invite to a live video chat. They then record their observations to share any insights with the rest of their team on an in-house app.24



There are many ways to get your leader to understand the team project at first hand, and I am a big fan of getting leaders to meet their customers. It can be as simple as arranging a visit or in-person experience. Another way to involve your leader in the project is to make it a little competitive.



Tool 25

Customer quiz

A customer quiz is a great way to engage leaders in the topic, teach them something new, dispel any myths or assumptions they may have, and make them listen more. I’ve found that most senior people enjoy a little competition, as long as you prepare it well. This quiz draws people in and helps them to expose any assumptions they have about customers in a positive way.

How to set up a customer quiz for your leader(s):


	1What are the main things you want your leader to know or understand more about the project, customers or issue? Are there some myths that need to be busted, or assumptions that aren’t quite right? Identify the main points you want to make.

	2Work out how to bring the truth to life using your customers. For example, if your team are developing an online information service for people in their seventies, and you know that your leader thinks that anyone who’s over 70 is bent over a cane, wearing tweed and playing bridge, find three 70-year-olds who are more representative of your target, for example, very fit, travel a lot or run their own business.

	3Create a basic profile of your three people with a name, age, where they live, and their job and hobbies.

	4Create five questions for them to answer that will be pertinent to the project, starting broad and then becoming more specific to the project:

	•	What is your favourite activity at the moment?

	•	What is the best thing about being able to go online?

	•	What are the main things you do online?

	•	What are your favourite apps and websites?

	•	Why are those your favourites?



	5Ask the customers these questions, and film them, record them or write down what they say, answering each one separately.

	6Give your leader the basic profile of each customer, and ask them to tell you what they believe the answers are, based on the limited information they have.

	7Then show them what the real answers were, by playing each answer or showing what they said on a slide.

	8End with a summary of the main things you learned from those customers (for example they all liked websites that were easy to navigate, had lots of diagrams, and allowed them to see what other people like them thought).

	9At this point you could score the answers that the leader gave, or point out where we learned something, got something completely wrong, or created more questions that need to be answered to clarify as a team.



How to use this tool:


	•	Be careful to set up the quiz content in advance, making sure you have the right customers answering the right types of questions that will give insights for the project.

	•	If you can’t find or contact real customers, you can create the questions and answers using survey data or previous research, or by quoting people on social media.

	•	Set up the right tone in advance, making sure that the leaders expect this to be a light-hearted game, rather than a test to expose any knowledge gaps they may have.

	•	Play as a team or with a group of leaders, rather than making the one leader play while everyone else watches.

	•	Be careful that the scoring system is sound and is explained in advance, as people get very annoyed if it doesn’t feel fair.

	•	Consider how to make it more of a game, with scorecards, multiple-choice answers or prizes to win if key phrases are used. Sometimes we even dress the quiz leader up in a sparkly jacket and act like we are on a TV show, but that’s really going the extra mile.

	•	Make sure everyone knows that each customer is an individual to bring the topic to life and won’t be fully representative of the total customer population.



Obviously, this approach won’t be appropriate with all bosses, customers or topics, but you can flex it to be more suitable, such as by simply showing a statement and asking people if it’s true or false, then after they have answered, talking through why they were right or wrong. One we use a lot when presenting trends is to present them as myths and then show how they are actually true (just misunderstood).

A very simple competition you can do with your team is to see how long people in the team can go without something, for example, a consumer tissue client of mine recently asked their team to go without using paper tissues and use cloth hankies instead for a few weeks, to give them an insight into the benefits of both.

Any way in which you can directly engage your leaders with the topic your team are working on will make it memorable to them, will teach them something new, and will give them something to talk about the next time.



Keeping a helicopter perspective

The best support leaders can often give is to give your team perspective. Because most bosses are not involved in the day-to-day detail, they have a wider context of how your team fits with other projects in the business. Alex Thompson, one of the world’s most accomplished offshore sailors, talks about the importance of a ‘helicopter view’ when sailing: considering the perspective of the journey not just from the skipper’s view in the cockpit, but by imagining it from the air, looking down on the boat and the journey.

The leader’s perspective is invaluable to help teams come out of the day to day and consider the view from a distance. One of the main challenges we face at work is how to balance short- and long-term growth; if we are focussed too much on short-term wins, we risk not thinking ahead to what is on the horizon.25 This might be as simple as not getting bogged down in the detail. Jennifer Whyte, Director of CMI Deodorants at Unilever, used to say to her team “The consumer is not an armpit!” to remind people working on the category to consider the consumer as a whole person, rather than just a user of deodorants.

Today’s decision-makers are too often trapped in traditional, linear thinking, or too absorbed by the multiple crises demanding their attention, to think strategically about the forces of disruption and innovation shaping our future.

Klaus Schwab26

Decision fatigue

‘Decision fatigue’ happens when people have too many decisions to make. People make worse decisions when they’re tired, and they are less likely to make the right ethical decision too.27 If we draw our bosses into too many decisions, they will no longer be able to help us make the right ones. Scientists looking at how ants make decisions that affect the safety of their colony found that when an individual ant is given two choices to choose between, they take longer and make worse decisions that potentially threaten the colony. A better form of decision-making was when a group of ants explored all the possible options in parallel with each other before choosing the correct course, because of the ‘choice overload’ that affects an individual having to choose. In simple terms, our team is better at making decisions than giving the decision to our bosses to make.28

Leaders work with insufficient and incomplete information. Nobody ever has all the information they need to make a decision, and so your own personal competence is key; you need to have the ability to make judgement calls with incomplete information

Chris Hadfield29


Market research

Big data and big decisions

After the big filing project I talked about earlier, I worked as a market researcher at Kraft Foods, learning from my first boss and incredible mentor, Monica Juanas. We were in charge of market research for the Middle East and Africa markets, and we were responsible for delivering high-quality analysis of the market sales report. This was in the early 2000s, when the purchases and stock levels of stores across the Middle East were collected manually by field auditors in person at the stores. Because most stores selling our products did not have computers or barcode scanners, the research company would visit a representative sample of stores across each country and extrapolate likely figures for periods of two months accumulated. We got this information every two months, one month later, so we’d get January and February data by the end of March. Between finding out what had happened in the market, such as out of stock in our main selling product, or that a competitor had changed its price, implementing any changes we could, it would be more than six months before we knew if we had succeeded.

Monica still works with consumer and shopper insights, now as a strategic marketing consultant, and when we met she told me how much has changed. The supermarket data that took months to get is now delivered in ten days, so we get January’s data on 10 February. This is because reports are now based on electronic point-of-sale data provided digitally by all the universe of stores, rather than extrapolated sales. In fact, if needed, it can be delivered weekly, so the first week in January could be delivered by the third week in January. However, that would be too often and would get in the way of good quality analysis and decision-making.

Monica says that the challenge is no longer availability of the information, but managing the enormous flow of information. Getting the right information to the right people at the right time in order to ensure good quality analysis is what leads to the right decisions for any business. We need to be careful that we are not fragmenting our attention, losing track of the bigger picture and reacting only to the short-term data updates. Monica told me that some teams take conscious decisions on what detail in data is shared with the different levels of responsibility, meaning that very senior leaders generally get only top-line data reports, as this is what is required for their understanding of the business and the type of decisions they need to make.



Teams can be tempted to give leaders lots of updates and share all the available information to help them share in the decision-making. However, in order to benefit from the leader’s perspective, we need to keep them somewhat separate from the day to day and limit the amount of information we give them. The key is to get leaders to help us to make the right decisions, not to get them to make the decisions for us.

As we work on increasingly complex business problems, with access to more information, and the pressure to make bigger decisions more urgently, the role that leaders play is crucial to give us a ‘helicopter view’. They can stand back and look for longer-term patterns, when teams are stuck in the day to day.

What matters now is not so much the quantity of data a firm can amass but its ability to connect the dots and extract value from the information.

Frank van den Driest, Stan Sthanunathan and Keith Weed30

Getting support from your leaders is vitally important to your team’s work, but can be very challenging. The most important thing to remember is that a supercharged team gets this support – they make leaders share in deciding direction, understand what motivates them, and therefore benefit from their unique perspective to succeed.

Key take outs


	•	Managing up is crucial to team success.

	•	Understanding how your team’s goals fit into the organisation’s direction of travel means that your team can adapt and flex, while being sure they are travelling with the right intention.

	•	A leader who can see what is in the success of your project for them will help and support your team to achieve their goals.

	•	Building your leaders’ understanding of your customers or the issues you’re working on engages them further with your project.

	•	The perspective provided by your leaders is crucial to help your team see beyond the day to day and make the right decisions.







chapter 10
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Engage your stakeholders

Stakeholders are crucial to success. We need them to be our champions not our detractors. Many teams work on behalf of a wider group of people who have an interest in their project, and keeping those stakeholders updated can be difficult. If you give them too much information, you can get thrown off track if they interfere, but if you keep information back you risk not getting support or approvals at later stages.

Supercharged teams engage stakeholders from the start, and they keep communicating with them regularly and often through the life of the project. Use these tools to give your stakeholders regular, useful and constructive updates that keep them on side, but don’t hold your team back.

What you will learn in this chapter:


	•	How to identify and engage your stakeholders at the beginning of the project . . . 

	•	. . .  and manage them throughout the journey.

	•	How to understand your stakeholders’ agenda and ensure they are a positive force in the project.

	•	How to create a good story that stakeholders will want to share.



Who has a vested interest in your team?

The word ‘stakeholder’ originated in the 1700s and referred to a person who held a wager or ‘that which is placed at hazard’ on behalf of people gambling.1 In other words, they were an independent person who kept the bet safe until it was clear who won it. The word has since come to mean someone who has a vested interest in your work and an interest in its success or failure.

Stakeholders can be peers in the company, or people in other departments or organisations. If you are a TV producer, your stakeholders include the commissioners who choose what goes on air. If you work in a charity, they are your trustees and clients. In the public sector, stakeholders can include voluntary organisations, community groups and residents. Anyone who might be affected by this project, and so wants to have a say in it, is a stakeholder. In most projects you know who your stakeholders are and to some extent you can choose them, although stakeholders may surprise you and choose themselves. Sometimes you have no idea people have an interest in your project until they make themselves known to you.

When I was at ITV, Europe’s biggest commercial broadcaster, I worked with Clare Thompson, an expert in developing new ideas for television. We were tasked with creating big live event ideas to bring the nation together and raise money for charity. One of our best ideas was ‘The Big Switch Off’, which would get the whole of the UK to switch off their lights and televisions at the same time one Saturday night to raise awareness about climate change. It was only when Clare and I were contacted by the National Grid and formally invited to visit them, that we realised that they were one of our stakeholders. We spent a fascinating morning at the National Grid, being shown how the UK’s electricity system worked. They explained to us how our TV event could trigger huge electricity surges and failures across the country and would be dangerous to people’s safety. We canned that idea.

Managing stakeholders is a tricky balance. You need to keep them involved so they approve of what the team is doing, but if you involve them in your decision-making too much or too early, they might expect you to follow all of their advice or to include them in all your decisions. If you involve stakeholders too late for them to feel they’ve had any influence, they are more likely to reject your work, no matter how good it is. This is commonly called the ‘not invented here’ syndrome, where people are more likely to reject an idea if they have not been a part of inventing it themselves.2 A KPMG study on innovation found that getting support from other business units is crucial to success – if the other departments are surprised by something the innovation team is working on because they weren’t brought in from the start, internal clashes are likely to derail the innovation.3

Collaborating and communicating are hard. They’re taxes. But if you’re going to be successful in any large organization, you need to collaborate, whether you like it or not.

Russ Wilson4

While you should always have stakeholders in mind, you can’t let them drive your agenda, especially because they will often be acting in their own best interests, rather than the interests of the wider group or organisation. The biggest challenge and opportunity with stakeholders is to get them to feel included enough, so that when the project is a success they share in your team’s success and believe they have played a part in it.

The stakeholder journey

Engaging stakeholders is a journey, not a destination. You need to consider how and when to include them at every point in your team’s progress towards your goals. Think of it as a communications campaign, starting with what you call your project, how you clarify your objectives, how you present your team, which team members contact them, how you intend to keep them involved throughout, sharing timing and deadlines, and what expectations you set from the start about how they will be involved.

The temptation at the beginning of a project is to go and talk to a couple of people about it without considering your stakeholder journey, which could raise challenges or expectations that you weren’t prepared for. So, think through this journey as a team before you get any stakeholders involved.

The six stages in the stakeholder journey:


	1Identify them: Consider who the obvious ones are, and also whether there are any less obvious stakeholders who you might need support from later on.

	2Update them: Give them information about your project, its goals, your approach and how you’d like them to be involved.

	3Understand them: Understand what they think of the project and the approach you are taking, and what advice they have.

	4Check in with them: Keep them updated on your progress on a regular basis.

	5Engage them: Ask them for feedback and build ideas with the team.

	6Persuade them: Once a decision is made, persuade them it is the right one.



As a team, talk through each of the above stages together and how to prepare for them, and you will be way ahead of most project teams in planning to engage your stakeholders. The rest of this chapter will give you some approaches and tools for making your stakeholder journey even more successful.

Brand your project carefully

Before you contact stakeholders, consider what to call your project. Avoid associating your project with past failed work (so create a new project name), or build on what has been successful in the past (reuse a successful name).

I’ve been a workshop facilitator for two decades, and I’ve realised that most people have bad associations with the word ‘workshop’. Because previous workshops had been badly designed and had wasted people’s time, we didn’t want to be associated with them. We stopped calling our sessions workshops, which is odd for me as the author of The Workshop Book. We name our events according to the task, so we invite people to a working session, co-creation date, insight deep dive, or accelerator meeting, any type of meeting so long as they are not attending a workshop. Be careful to make the name of your project all about the outcome, not the starting point. So instead of calling it the ‘Air Pollution Committee’, call it the ‘Clean Air Action Group’. That changes the way you present yourselves to stakeholders from the start.

Consider a visual brand for your work. Experts estimate that at least 70% of human communication is non-verbal,5 our attention spans are shorter, and because of the huge amount of data we are all processing, we can’t just rely on words to convey the spirit of our team. Visual branding is crucial to establishing an identity and intention that other people can recognise and believe in. This can be as simple as having a particular PowerPoint template, colour scheme or even logo if you want to. These make the team and its work distinctive versus the many other projects your stakeholders come across, and becomes a short hand for them that creates its own cut-through and expectations. Are there any associations you want to avoid? If they’ve previously been a part of an unpopular project, consider creating a new set of materials that don’t remind them of that project.

In my Project Bridge work, we have our own branding so that people recognise invitations we send – and because we are promoting people and collaboration, all our slides are simple and use visual icons, rather than looking corporate and boring with bullet points and graphs.

Allies, supporters, saboteurs

Some stakeholders will want your project to succeed and will serve as allies by giving you advice and support along the way. Others don’t have a strong opinion and are happy to see what gets developed and go with it. Unfortunately, not all stakeholders will want your team to achieve your goal. If another department could have less work because you identify efficiencies, or if your work exposes old factions that you don’t know about, stakeholders can become saboteurs without you even realising.

Michael Schrage asks, ‘cui bono’ (who benefits, who is this for) in his book Serious Play, and makes the point that the most powerful prototypes create winners and losers. When I read that I couldn’t believe I’d never asked myself who will lose. As an optimist, I always see who might benefit, but I never think to consider who might lose – and it’s the people who stand to lose who become the saboteurs, whether or not they are open about it.

One of the best things about running a small business is that I don’t have to deal with the dark arts of office politics. Studies have shown that office politics, (“the observable but often covert actions through which executives influence internal decisions”) have a direct, negative impact on their competitiveness and growth because it slows down the company’s ability to make good decisions.6 So, it’s official – office politics is bad for business! What makes internal politics so difficult is that it is often covert. In my experience people who are excellent internal politicians don’t always like workshops, because they are made to express their opinions out in the open, in front of everyone, rather than trying to influence each other separately and behind closed doors. This first tool helps you to avoid internal politics, and takes some of the power away from the internal politicians transparently and constructively.



Tool 26

Secret stakeholder survey

With this tool you anonymously survey all of your stakeholders, and compile the answers into common themes for everyone involved. Individual stakeholder interviews are a great way to understand what your stakeholders think, and definitely should be done, but a shared survey like this puts all stakeholders on an equal footing, allows them to say what they think honestly, and provides a chance for people to have their say (so that later on, they can’t say that they weren’t asked).

Preparing for this tool:


	•	Make a list of all your known stakeholders. Consider the obvious people, and include perhaps some of the senior people in the business, or other interested experts who may have valuable views. I sometimes include people who’ve retired, left the business or moved to new departments, as they can also give great advice.

	•	Compose a short survey of no more than five questions for them to answer individually and anonymously.

	•	Ask them to answer in as much detail as possible, as the language and emotion people use is essential to understanding their views.

	•	Explain that you will be quoting them verbatim (even though answers are anonymous, people are quite easily identified by what they say and how they say it, so do warn them in advance).

	•	Encourage people to give their opinion – they may not know the right answer, but they can give their personal view as one of many being surveyed.

	•	This survey works well for five to 20 people. Technically you could have any number of people answering – it makes the analysis a lot more difficult and you may need a professional researcher to help you find the main themes for more than 20 stakeholders.



Secret survey questions:


	1What are the main benefits or opportunities this project could create?

	2What are the challenges we need to overcome in this work?

	3If anything was possible, what would your wishlist be?

	4Are there any red herrings, wastes of time or dead ends we should avoid?

	5Do you have any issues and concerns about this work?



You can create your own questions to fit your project, but keep to a similar pattern (benefits, challenges, wishlist, avoids, concerns), so you are helping people to express both positives and negatives in a balanced way.

How to use this tool:


	•	Send the survey via an electronic survey, or ask people to handwrite answers and send to you, or simply assign one person to confidentially collate all the answers by email. The important thing is that only one person collates them, and they are anonymous – because the power of the tool is reading the answers in the common themes, not what each individual says.

	•	Give people a deadline to answer by. A week is the ideal deadline, any longer and people forget, any shorter and people complain they haven’t been given enough notice.

	•	The day before the deadline remind those people who haven’t yet done so to complete it and that this is their chance to have their views included.

	•	Once you have all the survey answers back, look at the answers to the first question, and make a note of the top three to five key themes, for example ‘cost-saving’ or ‘improving our customer service’.

	•	Using PowerPoint, make a new slide for each theme. So, for example:

	•	Slide 1: ‘Question 1 – Theme: Cost-Saving’ – put all the answers relating to cost-saving on this slide.

	•	Slide 2: ‘Question 1 – Theme: Improving our customer service’ – put all the answers relating to improving customer service on this slide.



	•	Finish all the themes from Question 1, before moving on to the second question and do the same.

	•	Make sure you quote people in the exact language they have used, verbatim, don’t summarise or reword their answers. It’s important for people to read the output in their own words as part of the whole.

	•	You don’t need to use every answer from every person, if they are similar, just make sure that the sentiment is expressed, and that each person is quoted at least a few times in the overall document.

	•	Some people write paragraphs, and some people write a few words. Try to select shorter quotes or single sentences from within long paragraphs to keep the answers comparable in length and to the point.



The best way to use the output of this tool is to bring people together and present it to the people who answered in one big group, perhaps as the start to a kick-off meeting about the project. If this is not possible, you can also send it out for everyone to read.

I use surveys like this on every project I do, especially in public-sector work, where we have a huge variety of interested parties, from actual politicians to residents. By asking stakeholders to share their true opinions, and by letting them see their opinions alongside other people’s, they are made to consider everyone’s perspectives, not just their own, and there’s no chance for sneaking off for covert conversations.

This tool also works really well in teams that have more polite, guarded or introverted cultures, or for people with different languages or confidence levels because they can think about their answers and prepare them without being under pressure to say the right thing on the spot. Sometimes, and only when appropriate, we let people guess who said what, which introduces a bit of competition and fun.

Knowing what people honestly think is a great way to understand the context your team is working in at the ­begi­nning – and you can also use secret stakeholder surveys all the way through the project. This tool is a great way to make sure everyone’s opinions are heard in a structured and clear way.



The biggest hurdle isn’t information overload but opinion overload.

Manoush Zomorodi7

Building on your progress

When you share progress with your stakeholders, you risk putting your project up for criticism or challenge. When someone asks us to comment on an idea, particularly at work, it is a natural instinct to look for what’s wrong with it and point that out to them. That’s why in a previous company I worked for, the updates to the senior leadership teams were called ‘seagulls’. You’d prepare your update slide and then the senior leaders would come in from a great height and, well, leave them covered in excrement.

Your team needs to be very careful with how you share progress with your stakeholders, because they will no doubt look for what’s wrong, and won’t always recognise the progress you’ve made as a team. If you want to make sure your stakeholders give constructive feedback and help you build better ideas, set up a building session.



Tool 27

Building session

When you have some progress to share with your stakeholders, whether it’s some new ideas to decide between, or progress you’ve made, use this tool to make sure they build on your work, rather than simply criticise. This is important because if your team and stakeholders only focus on what is wrong, you can lose the essence of a great idea. Working out what is right about an idea, so you can keep what’s good, is just as important as working out what is wrong and needs improving.

In a building session there are four steps:


	1Share ideas or progress so far.

	2Identify what is right or good with the progress so far.

	3Agree what needs improving, and suggest those improvements.

	4Share what’s wrong or missing, and agree how to action.



How to run a building session:


	•	Bring all the stakeholders together in a meeting and talk them through the four steps of the building session, so people understand what they are going to do in the session and the time allocated to each part.

	•	Ask them to have pens and Post-its ready, and explain that you will be asking people to write their thoughts down first, and wait until everyone has written, before speaking. Explain this is to get everyone’s opinion (rather than just the loudest person who speaks first), and stop people from losing their own thoughts while listening to other people. It also means you can theme similar thoughts together, discussing the biggest themes first.

	•	Share progress or ideas so far in a structured and clear way. If there are three ideas, write them up in a similar format to each other so they are easily comparable. If there is a journey of decisions to explain, show a timeline so people follow the important points. Make it visual, as you want people to be able to refer back to your update in the next step, say by putting up flipcharts on the wall as you present.

	•	After you’ve shared progress or ideas, ask people to write out what they believe is good or right so far. Give them time to do this, with each different thought on a separate Post-it, and stick those up on a flipchart, or below the relevant idea.

	•	Then ask people to write what needs improving, and any ideas for making the ideas or project better, and stick those on a different flipchart or idea.

	•	Finally, ask people to write down what’s wrong or missing, also on separate Post-its, and put those on a final flipchart.

	•	Split the team into three groups, one to work on the good/right thoughts, one to work on the improvements, and the last to work on what’s missing/wrong.

	•	Ask each group to theme the Post-its from their part into similar thoughts, and summarise the key points for the rest of the group.

	•	Once each group has presented back, you will clearly understand where the whole stakeholder group agrees on what’s good, what needs improving and what’s missing.

	•	Once summarised, work through what needs improving, and what is missing, creating better ideas with your stakeholders together.



Setting up behaviours at the start of a build session is always important. If appropriate, I ask people not to criticise an idea, only improve it. This means that if they can’t think of a better solution, the current solution stays. Putting the emphasis on building rather than criticising means people feel equally responsible for creating something with you, rather than throwing in challenges that you have to deal with. However, be careful how you use this on very difficult or emotional topics, as people want to feel like they have been heard, especially when there’s no easy solution, and you don’t want to close down this communication.

Building sessions can give you the right foundation to truly engage your stakeholders, making sure they build on what your team has done well, and helping you to improve the work together.




Tell good stories

More than any other attribute, this is close to the heart of the popular conception of leadership—the capacity to move people to action, to communicate persuasively, to strengthen the confidence of followers.

John Gardner8

When you are engaging with stakeholders, at times you will need to persuade people that you have made the right decisions. One of the best things you can do to communicate persuasively with your stakeholders is to tell them powerful stories. We remember stories far more easily than we remember facts. Think about what happens to you when someone says, “I’m going to tell you a story”, we can’t help but sit up and listen. Think about how to give stakeholders information about your project, not in facts and charts, but in stories they remember and want to retell to other people.

Henry Mason from TrendWatching says they are in the business of storytelling – only a small amount of work is in watching trends, mostly it is about helping to translate the information into inspiring stories that motivate client teams to innovate, change or meet new demand. In McKinsey’s Building Blocks of Change model that we use in our behaviour change work, the first stage of creating successful behaviour change is starting with a compelling story.9 Engagement is about participating or being involved in something, and there is an art to making your stakeholders feel that they are a part of your project’s story.


Women and swimsuits

Many women love swimming, but they only love swimming when they get into the water and actually swim. Everything else, from undressing in a public changing room, to putting on a swimsuit that reveals your body to total strangers, to the public catwalk you have to walk to get into the swimming pool, to wearing a wetter, tighter swimsuit on the way back to the changing rooms where everyone sees your back view, to changing in public changing rooms again is far from enjoyable. I’m sure many women will identify with this, but the mostly male board of decision-makers at a swimwear company I was working with didn’t really get it. They believed women were a bit uncomfortable, but they couldn’t understand the level of discomfort, self-consciousness and dread their customers felt.

We asked everyone on the team to talk to friends and family members, and one quote we heard was “I’m so self-conscious about the way I look in my swimming costume that I literally lose the ability to walk properly”. This quote carried all the emotion that connected the team more deeply with their customers, and they had this in mind in every innovation decision they then made. A simple, one sentence story like this carried a powerful message, and was easy for people to retell to people outside the team to help them to understand too.



When you’re engaging stakeholders, supercharged teams tell stories that are so memorable that they become new currency, as good as a news story that you want to be the first to tell to others about because you are passing on something valuable.

How organisations enact ideas – not the ideas themselves – is the soul and substance of innovation.

Michael Schrage10

The elevator pitch

Because stakeholder engagement is a communication journey, think about how to make the story of your project single-minded, focussed and easy to remember and repeat. What do you want your stakeholders to say when they are asked in the lift about the project, that can be said in the time it takes to travel between floors? What is your team’s elevator pitch? As a team, consciously create the one-sentence description of your project that you will repeat in every single communication, to keep your stakeholders on track.

Adrian Bleasdale, COO of Horizon Platforms, is a project management specialist who told me that by far the most important ingredient of success for some of his biggest and most challenging projects was regular communication with stakeholders, beyond even creating roadmaps or tracking actions. During COVID-19, they moved from weekly and monthly stakeholder updates to daily or twice daily communications, often repeating the same messages several times to ensure it was clear and consistent.

In the end, the ideal stakeholder engagement is when they claim your team’s success as their own. This means they need their own story to tell about their role in your project. What will your stakeholder say when people ask them about how your project was so successful? How will they talk about their role in your success? Make telling a positive story about your team as easy as possible for your stakeholders.

Good stories always beat good spreadsheets.

Chris Sacca11


Tool 28

Start well, end well

Only pessimism sounds profound. Optimism sounds superficial.

Teresa Amabile12

A study of business people proved that people seem more intelligent if they are critical, and less intelligent when positive or optimistic. So, you can understand why it is so tempting for stakeholders to show cleverness by criticising. That’s why we often need to make sure we are not only getting the pessimistic view from the ‘clever put-down artists’.13 How we use language in meetings with stakeholders can mean the difference between success and failure – if all we hear is the negatives, what hope does the project have of progressing?

The last tool is a very simple one. When meeting with your stakeholders, make sure you start and end the interaction constructively. This is a deceptively simple tool that I use in every meeting I run. Ask for a positive and negative comment at the start of a meeting, and again at the end.


	•	Start well: At the start of a meeting, ask every stakeholder to answer two questions:

	•	What are you looking forward to today?

	•	What concerns would you like us to cover today?



	•	End well: At the end of a meeting, ask each stakeholder to answer two questions:

	•	What have we achieved today?

	•	What are you still concerned about?





How to use this tool:


	•	Warn your stakeholders you will be asking the ‘start well’ questions in advance, as some people like to be prepared, especially if they are not confident or don’t like being put on the spot. No need to warn them about the ‘end well’ ­questions – better to have that one as part of the meeting.

	•	At the very beginning of the meeting, after going over the agenda, ask everyone in the meeting – stakeholders and your team – to answer both start well questions before any updates or discussions.

	•	This is a great way to get a ‘temperature check’ in the room, especially if you’ve not met everyone before. You can immediately understand people’s attitudes in how they answer both questions, and it puts everyone, team and stakeholders, on an equal footing with each other as they all know what each other’s feelings, intentions and concerns are from the start.

	•	Write down people’s answers on a flipchart and refer back to them at the end of the meeting to check that you covered their issues at the end, and if not agree to do so later.

	•	At the end of the meeting, allow enough time to ask every person in turn to answer the end well questions, stakeholders and team members again. I cannot stress how important this is – if you have time pressure and you have to choose, choose the ‘end well’ questions.

	•	The reason why it works so well is that it asks people to acknowledge what has been achieved, and you’ll be surprised at how motivating it is to hear different people’s views on what progress has been made. Just hearing people’s answers makes them all feel a lot more positive than they would going away with just their view.

	•	You also give people a structured chance to say what they are concerned about – which encourages people to express their worries openly, rather than covertly later.

	•	You can write down the ‘end well’ answers too, and refer to them when planning the next meeting.

	•	Please use the correct wording when you ask the questions, don’t summarise them down to “everyone say one positive and one negative”. The way you ask the questions helps people to answer them usefully and constructively.



It is no exaggeration to say I use this tool in every meeting and workshop I run. Helping people to start and end well frames the whole meeting between two balanced and constructive pillars that bring people together and help them understand each other better.



Stakeholders are vital to success

No matter how brilliant you make something, if people don’t feel a part of it, they will reject it as ‘not invented here’. Successfully engaging stakeholders is a balance between giving them as much information as they need to feel included and positive about your team and its work, without giving away too much. A supercharged team wins stakeholders’ hearts and minds, and gives the project the best chance of success.

Key take outs


	•	When it comes to stakeholders, look beyond the obvious.

	•	Your stakeholders are a necessary part of your project journey, and you need to take them with you.

	•	Investing time in understanding your stakeholders’ agenda and giving them opportunities to be heard and participate in the project are key factors in its success.

	•	How you brand and tell the story of your project are important factors in engaging your stakeholders, and helping them to engage others.
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Build a new culture

The difference between an average team and a supercharged team is their ability to recognise the culture they work in and influence it. We all work in a culture, whether that is the type of business, the organisation, the department they work in, or the location. The culture of that environment has a huge impact on what the team achieves. When people say “This is how things are done around here”, they are referring to their working culture, which is made up of all the processes, values and goals of the people in it, how they work together, and even how it looks and feels to work there.1

Supercharged teams are aware of and navigate the company culture, either by working well within that culture, or working to change the culture to make the goal achievable.

What you will learn in this chapter:


	•	How to understand the culture your team is working in.

	•	How to achieve your goal within a culture that won’t change.

	•	How to change the culture in order to achieve your team’s goal.s



Culture has a powerful influence on a team

Culture eats strategy for breakfast.

Peter Drucker (1909–2005)

Culture is not changed easily, and cultural issues can’t be avoided. Your team can have excellent new ideas, and all the best evidence for change, but if your team’s goals don’t fit the current culture, the work may not succeed. A 2019 survey of 215 corporate innovators found that the main challenges to successfully rolling out ideas to their company or market were company culture and entrenched attitudes.2

As a consultant, I see lots of different company cultures and I am fascinated by how different they are. Here are some I have come across:


	•	Get everyone’s opinion: A very creative business in which every decision is discussed in detail with anyone who has an opinion on it, before everyone finally agrees. There is no rushing this, and unless people feel they have heard all views, no progress is made. This means it takes a long time to create something that everyone agrees with, but when they do the work is excellent and everyone feels a part of it.

	•	Ownership mindset: A consumer goods company that behaves like entrepreneurs by staying lean and agile, not wasting money and being efficient. People who work there are relentlessly competitive even with each other, and don’t need to agree before they take their own decisions. Because they are very reactive, they ‘pivot’ (change direction on decisions) quite often, without needing to get alignment from their wider team, so they move quicker than competitors.

	•	Best-practice theorists: A large global client of mine likes to do things properly, and has always seen itself as defining the best practice in the industry. Its systems and processes are excellent, but I often hear them jokingly saying “That’s all very well in practice, but how does it look in theory?”, as they tend to want to codify everything into a toolkit to teach to others.

	•	Careful decisions department: In the public sector, when people are working on complex issues like child protection or public health, decisions are made very carefully because of the consequences of getting it wrong. It can mean projects take months rather than weeks to complete due to assessing all the risks and making sure vulnerable people’s needs are fully met.



Why does culture matter for teams? If what you are trying to achieve is contrary to the current culture, you can be the best team in the world, but your work will not land. If you want people to do something new and quickly, but they are used to discussing and agreeing with everyone first, they will find it hard to change. If you want to promote a culture of collaboration, but people are used to competing with each other, they won’t behave differently just because your team asks them to.

If what your team wants does not fit within the culture, you need to change how you achieve your goal, or make changing the culture your goal.

Accept the culture, change how you achieve your goal

Most teams have to achieve their goals within a culture, instead of trying to change it. This doesn’t mean ignoring the culture and moving ahead anyway. It means considering how it impacts on the team’s goals, barriers to overcome, and how to prepare the best approach. To do this teams must understand the culture they work in more deeply. Culture can be unconscious, and people may not realise that things are different in other places. To really understand a culture, the team needs to delve into the underlying assumptions that determine how its members perceive, think and feel.3

There are these two young fish swimming along, and they happen to meet an older fish swimming the other way, who nods at them and says, “Morning, boys, how’s the water?” And the two young fish swim on for a bit, and then eventually one of them looks over at the other and goes, “What the hell is water?”

David Foster Wallace (1962–2008)

David Wallace’s point is that the most obvious, important realities can be the ones that are the hardest to see and talk about. Culture can be so obvious that we take it for granted, but we need to consider what it means for our team. In her book The Culture Map, Erin Meyer talks about ‘reading the air as a way of reading a culture you are working in. She mentions hearing her Japanese colleagues referring to ‘kuuki yomenai’, as ‘one who cannot read the air’, or someone who is not good at reading between the lines. We need to be able to read the air of the culture we are working in, even if the culture we are working in is, to us, like water – we don’t even realise we are in it. This tool will help you to read between the lines.



Tool 29

Code your culture

A great way to code the culture your team is working in is to ask what shapes the culture, and why this is the case. This helps you to identify the possible barriers for your team’s work landing well, and the opportunities for your team to increase their chances of success.

There are four main questions the team can ask themselves to code the culture they are working in:


	1What do people value in this culture? What is held to be true, what is publicly and privately valued, and who is admired and why?

	2How do people behave? What are the common behaviours we see, how do people work with each other, and what is considered acceptable or unacceptable behaviour, and why?

	3How do people communicate? What kinds of language do people use, and how do they share information and talk with each other, and why is this?

	4How and where do people work? What are the different locations, spaces or logistics issues that influence the culture here, and why?



If you reflect on each of these questions as a team, you will identify the barriers and therefore opportunities for your team’s work to succeed within the culture. Use this tool by answering each of the four questions in turn, considering as a team what people care about, why, barriers that might pose us for our team, and opportunities for overcoming these.

Here’s an example showing how the tool works.

Example:
Code Your Culture

Example team goal: To increase collaboration across different departments and share advice and best practice with each other more easily.

Example business culture: Ownership mindset (from the list above)











	1. Culture codes
	2. What do people do?
	3. Why do they do this?
	4. Barriers for our collaboration project
	5. Opportunities for our team to help people collaborate more in this company culture





	What do people value?
	Quick, decision-making, as if they own the company and are spending their own money.
	They don’t like to waste time or money, and they actively fight against anything that slows them down, sounds bureaucratic or takes away their individual power to make decisions.
	When people hear ‘collaboration’ they think it’s a waste of time and money, and they worry they will be forced to be nice to people around them but this will have no real business impact.
	Ban the word ‘collaboration’ – call the project ‘peer mentors’ from now on.
Get senior leaders to recognise and reward peer-sharing, showing how it leads to business results. Measure its impact on the business to show evidence that working together makes money.



	How do people behave?
	People are honest and challenging, and openly competitive with each other. They respect strong views and clever thinking.
	As long as you are getting the best results for the company, you don’t need to be polite – the people who do well here are high performers who are not easily offended.
	People don’t want to share their ideas with other people who could steal them. They want to stand out as individuals rather than as part of a good team.
	Set up a competition where individuals win prizes for their peer mentor successes and showcase how they created business impact through challenging their peers (thereby sharing information). Continue to encourage constructive conflict at all levels.



	How do people communicate?
	Mostly via WhatsApp/Slack or very short emails, no big face-to-face meetings or workshops.
	Decisions are made quickly and in the moment, and they move fast. They don’t want long presentations or workshops.
	Unless we can help people to collaborate better in the platforms they are already using, we won’t have any influence. Setting up a collaboration workshop or new database for information sharing won’t work as people won’t turn up.
	Create a mobile app that allows people to easily copy, paste and share crucial information with a wider ‘peer mentor’ audience. Encourage reviews, likes and ratings, so people get immediate feedback and encouragement that their collaboration is valued and visible at an individual level.



	How and where do people work?
	They travel a lot, and are always working on the move. People are hot-desking and don’t have meeting rooms or private offices.
	Because so many people travel and work in several locations, the office spaces are all set up for informal, water cooler-type conversations, rather than formal meetings.
	Any collaboration tools or behaviours need to work remotely, and can’t rely on big face-to-face meetings or presentations.
	Create a series of ‘peer mentor’ podcasts where people talk through great case studies and best practice and give each other advice that can be listened to on the move by a wider audience.





For the above illustration, the team’s project goal of increasing collaboration across different departments has some major challenges, starting with the word ‘collaboration’. The language an organisation uses carries so much of its culture. A huge part of working with a new client is knowing and understanding the language it uses. Always ask early on if you don’t understand a word or phrase that is commonly used – rather than finding yourself a year down the line using a TLA (three-letter acronym) wishing you knew what it stood for. Using this tool helps us to understand and accept the culture we are working in, and adapt the work to give us the best chance of achieving our team’s goal.



Keep the goal, change the culture

High performance cultures need to be managed.

Michael Schrage4

Great company cultures are not a happy accident – they are deliberately created, encouraged, and reinforced by everyone in the organisation. I get to work with some of the best company cultures in the world, and in every experience, from how you are greeted at the offices to the tone of voice on the products, to how people show up in meetings, to what the bathrooms look like, is a part of a powerful culture that they have created.



Netflix

Freedom and responsibility

There is also no clothing policy at Netflix, but no one has come to work naked lately.

Patty McCord5

Netflix’s culture is based on freedom and responsibility. Employees are trusted to behave as adults, and there’s an expectation that they will take responsibility for their actions. As a result, they have no 9 to 5 policy, no vacation policy, and their expenses, entertainment or travel policy is five words long: Act in Netflix’s best interests.

Courage and integrity are amongst the company’s core values. Employees are encouraged to say what they think, even if it is uncomfortable. The company works hard to get people to give each other professional, constructive feedback on a continual basis. The company invests time in developing these professional relationships, and helps people to learn how to give and receive feedback through coaching and modelling the behaviours it wants to see in every employee.





Pret a Manger

Happy teams, happy customers, happy business

Pret launched in 1984 with an aim to deliver simple, delicious food served by friendly, motivated staff, and I’ve been a customer since I first moved to London in 1999. What is always noticeable, even now they have grown to 450 shops in nine countries, is the people. Whether at an airport at 5am or in the big flagship shop in Covent Garden, Pret people behave differently – they are friendly, welcoming and energetic. I‘ll never forget the first time I forgot my wallet and was given a free coffee anyway. Andrea Wareham, Director of HR, told me Pret’s big secret is that they only hire people with a strong desire and ability to connect with other people.

Andrea calls these people ‘low ego, high care’, and even the leaders they recruit must prove they can practise thoughtful leadership. They are very careful to get those hires right, and make no exceptions. These values are seen in every other aspect of the business. So there are no private offices even for the senior team, people work open plan so they can chat and connect, and every person in the business has time working on the shop floor alongside frontline staff every year.6





Kinship

Building a pet-friendly culture

Around the globe, pets are becoming more and more important to people – 87% of owners now say they treat their pets like family. Mars, one of the world’s biggest food companies, recognised this growing opportunity and created an independent company called Kinship to support start-ups in pet-related technology and innovation.

Kinship’s purpose is to improve pets’ lives, and this permeates every single aspect of the company’s culture. Staff are not only allowed, but encouraged to bring their pets to work, and can take parental leave to welcome a new pet to the family. Even the language used by the business has pets in mind: pet owners are Pet Parents, and projects include Pet Project (a pitch event for innovators) and Companion Fund (an investment fund for pet care businesses). Keeping pets happy doesn’t just keep customers happy, it makes Kinship’s employees happy too.




What do these three examples of great culture have in common? Even though culture can be experienced in everything from the way the offices look to the services they produce, the culture is upheld by people – what they value, how they feel, and the stories they tell about the business, the rules of engagement they set, the language they use. ‘The way we do things around here’ is a story, and the business needs a strong, single-minded story to keep people and their culture on track.

The important thing about culture is you have to set it, restate it, and work through issues with the culture in mind.



Tool 30

Create your culture

Many successful team outcomes will require people to change. Whether understanding customers in a new way, or adopting new ideas, or working differently, teams often need to help people to change what they are used to doing. It is very difficult to change people and their culture. There are entire industries dedicated to culture and behaviour change, and if you are trying to change the culture of an entire business, you will need to have a team dedicated to it, usually with some specialist help.

However, if you want to begin culture change with your team, there are small, pragmatic steps that can be taken, which do work.

There are five steps to this tool as follows:


	1Code the culture: Use Tool 29 above to consider as a team who you are working with, the barriers you might face, and ideas to overcome these.

	2Tell the story: Come up with a short simple story about why we need to change our culture or behaviours. Make sure this story is memorable, can be retold by everyone who hears it, and is repeated many times.

	3Set expectations: Make clear what the new expectations are in specific details, supported by new tools, checklists or processes.

	4Lead by example: Make sure that every senior person and all team members know how to exhibit the behaviours and culture you want to achieve, and do so constantly.

	5Repeat and reinforce: Keep doing these five steps repeatedly until people understand the story, know what’s expected, see other people doing it, and experience it repeatedly in every experience. You will need to keep doing this for far longer than you think, and you will see progress.



Example:
Create Your Culture

Here’s an example of a simple culture change to show you how the tool can work.

Example team goal: To stop people from arriving late to meetings








	1. Code the culture
	People are used to arriving five to ten minutes late for every meeting. This is because they are in back-to-back meetings, and haven’t booked time to grab a drink, go to the toilet or check urgent emails. Barriers to changing this are that it feels out of people’s control – they don’t mean to be late, they just can’t help it, and they are under pressure to accept all the meetings they are invited to



	2. Tell the story
	Ask the boss to record a short film to go out company-wide, talking to people about the need to be more realistic with each other’s time, respectful of the workloads we each have, and the importance of not keeping people waiting as this can waste each other’s time.



	3. Set expectations
	Set out three new meeting booking rules for everyone in the company to commit to:

	1.Change all meetings from 60 minutes to 45 minutes, starting on the hour, but leaving 15 minutes as a break between one meeting and the next, for every meeting, for the whole company.

	2.Ask people to start meetings on time, even if some are running late, rather than wait (and catch up latecomers at the end).

	3.Ask people to take control of their diaries and make sure they have 15 minutes between meetings, arrive at meetings on time, and give them permission to not accept meetings that don’t allow 15 minutes between each.






	4. Lead by example
	Ask the boss to change all their meetings for the next month to reflect the new timings, and share the impact of that (good and bad) at the end of each week in a short update film.



	5. Repeat and reinforce
	Give every meeting organiser a short checklist to go through when setting up every meeting, asking people attending to clear time in advance so they start on time, and then making sure meetings start on time, and catching up anyone who could not avoid arriving late after the meeting ends. Ask meeting organisers to fill in a short survey on success of this for every meeting and track over time whether scores improve.





The above steps are both simple and profoundly challenging. Your team must make sure they are constantly revisiting the culture change to reinforce it.




Project Bridge

Changing the culture of a city

I live in Portsmouth, a coastal city on the south coast of the UK. We have a strong economy and cultural heritage, but like most cities we have poverty and social issues which are too complicated to be solved by just one organisation alone. Research tells us that collaboration helps organisations and individuals deliver good outcomes locally,7 and over the last few years we have developed a culture change toolkit called Project Bridge that helps the public, voluntary and private sectors in our city to work together with residents.

As a result, we have made progress on some of the city’s biggest issues, including reducing the rough sleepers on our streets, raising awareness of how to protect children against criminal and sexual exploitation, and preventing childhood obesity by working with schools and families to encourage healthy eating and exercise.

Project Bridge created a collaboration culture in Portsmouth with specific rules of engagement:


	•	People from different organisations come together to work on complex issues, including local government, health, charities, businesses and community members.

	•	We build trust and relationships first by creating a shared vision of a successful future outcome together, before discussing ideas or funding.

	•	Everyone is an equal partner, so we work without hierarchy or political agendas when we collaborate.

	•	We co-create ideas with people who have lived experience, so that the people of Portsmouth are at the centre of all initiatives and decisions.

	•	We ask people to use normal language, and avoid acronyms, official terminology and complicated jargon.

	•	We ask for a constructive mindset, which means that people build on each other’s ideas, and if they don’t like an idea they come up with a better one instead of rejecting it without an alternative.

	•	When initiatives are agreed, funding goes to projects based on cross-organisational collaborations so that local partnerships and networks are strengthened.



Portsmouth City Councillor Steve Pitt told me, “Having a culture of collaboration means we can work together in the community to solve the issues that affect us all. When we do things with people, not to people, we know it means better outcomes for everyone living in our city.” Project Bridge is a best-practice method for community collaboration that is now being used across the UK.



Culture change is more important, and more difficult than ever before

Culture: from the Latin cultus, which means care.

Daniel Coyle8

We are living in a time of unprecedented change, and to work within this change will inevitably mean we must change our culture, to either accept and work within what is happening, or to improve and evolve our work to make the most of new opportunities. Whether it is the result of digital transformation, market disruption, more complex world issues, customer behaviour change or employee attitudes shifting, we will all need to change our culture.


Ipsos MORI

Lessons from lockdown

COVID-19 forced many companies to change their culture and with that came positive lessons. Ben Page, CEO of Ipsos MORI UK and Ireland, told me that political leaders across Europe had experienced double-digit approval ratings growth early in the crisis, both because leaders tend to communicate more often and more effectively in times of crisis, but also because voters ‘rally round the flag’ at times of national emergency. I found this in the UK, where the daily TV updates allowed us to get to know our cabinet members better.

Ben experienced this in his own business too. Ipsos MORI has 1,500 employees, and before COVID-19 Ben used to do a quarterly presentation to all employees across the country, in person. After lockdown, he began a 20-minute weekly update for all employees online, which has turned out to be more effective. Because video calls allowed Ben to connect directly with everyone, he could reassure and lead his teams in person, at scale. As business leaders take their lessons from lockdown back into the post-COVID-19 recovery, Ben believes our opportunity is to keep the best bits and learn from them – and certainly he plans to keep doing the 20-minute weekly update where possible.



Unfortunately, the pace of change means people are already experiencing ‘change fatigue’, which can cause resistance to transformation, a decline of employee trust and possible burnout for some.9 Even though culture change is hard, and people are resistant to it, we should not stop caring about creating the right culture.

Supercharged Teams is really a book about supercharging culture change, starting with what you can control, your team and the people on those teams, and eventually having an impact on the wider environment they work in. Culture change is a necessity, not a choice, and the sooner we start to approach it, no matter how challenging, the earlier we will create the right culture we want to work in for ourselves, our teams and our companies. Culture change is a long journey. Keep going, far longer than you think, and you will get there.

Key take outs


	•	Company cultures are many and varied – understanding the culture in which your team is working is critical to achieving your team’s goal.

	•	Culture change is not a quick fix, but can be achieved through commitment and consistently putting it into practice.
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What do teams look like in the future?

Teams will be even more important in future, and supercharged teams are the only ones that will succeed. The National Research Council found that when companies are dealing with unclear goals and uncertain markets, teamwork is more important to success than ever before.1

We always overestimate the change that will occur in the next two years and underestimate the change that will occur in the next ten. Don’t let yourself be lulled into inaction.

Bill Gates2

Artificial intelligence will measure our performance and help us to improve, whether as a team member, or as a team, or as the organisation itself, and will help us identify new opportunities quickly. We may be overwhelmed with information for decision-making, and will need to prioritise faster, better decisions and avoid data paralysis. We are likely to face a high turnover of team members to bring in the expertise to deal with market disruption, and because gig-style working means people won’t be permanent. Team rules of engagement will be continually reset to keep us on course, so supercharging your team regularly will be a necessity not a choice.

We will need to preserve and value what people bring in a world that is increasingly machine-led. We will need human-machine collaboration to get the best results. We will need to constantly evolve, both as individuals and as teams.

In the end, it all comes down to people and values. We need to shape a future that works for all of us by putting people first and empowering them.

Klaus Schwab3

What you will learn in this chapter:


	•	How teams of the future will include machines . . . 

	•	. . .  and our customers.

	•	How teams will continually evolve and develop.

	•	What will drive our teams in future.



Machines will join our teams

Artificial intelligence (AI) is when we create technology systems that can function intelligently and independently. Experts agree that while AI will take on the heavy lifting of data analysis and scenario planning, the key challenge is how we help humans to make better, cleverer decisions with that information. To put it another way, we will need to collaborate with machines to make decisions together.

It’s fair to say AI will increasingly take on routine and repetitious tasks. That means it’ll be up to teams of humans to assess the options AI provides, but also build on those options with intuitive, creative, non-standard solutions.

Greg Orme4

Pedro Uria-Recio Group Head of Analytics and Artificial Intelligence at Axiata, one of Asia’s leading telecommunications groups, says that it is collaboration between humans and machines that will increase our performance in future. According to Harvard research, while AI algorithms can read medical diagnostic scans with 92% accuracy, and humans can do the same with 96% accuracy, working together they can achieve 99% accuracy.

Future teams will need to use data to make creative, innovative and intelligent decisions. Emotional intelligence, creativity and persuasion will become all the more valuable in future to facilitate teamwork and good decision-making.5 Team–machine collaboration will become core to a great team.

Customers will join our teams

We are already seeing a massive increase in the importance of transparency across brands and business. More than ever, consumers require the businesses they support and work for to be ethically sound.6

Consumers are getting involved, both alongside and increasingly in the place of, brands. Increasingly aware that personality, purpose and profit can be compatible, consumers seek brands with meaning and character; that are open, honest, sympathetic, and, most importantly, stand for something.

Henry Mason7

Information that used to be hard to find will increasingly be accessed and communicated by our customers, and even our own competitors. In a climate of radical transparency, instead of keeping our projects a secret from our customers, we will involve them in our decision-making. This is already being done by companies like Coca-Cola, which brings in its retail and restaurant customers to help it create more relevant products together, from the KOLab Innovation Centre at the Atlanta HQ.8

In future, augmented by collaboration platforms, we will be able to engage our customers to help us at every stage of a project journey to make sure they have a say in the decisions we take. Truly open innovation in the public and private sector will mean we need to balance between what the team wants to achieve, and how to qualify and improve that by consumer involvement. This is not being told what consumers want. As Henry Ford said, “If I had asked people what they wanted, they would have said faster horses.” Consumers can’t direct what they want, but by involving people at every stage to test and learn, we can make products and services that are a perfect fit to customers’ needs.

We will evolve to thrive

As team members, we will be able to measure our own performance, from how we interact, the hours we work, and how big our network is, to the effectiveness of our personal performance on the company profit. We will be guided by self-improvement at home and at work.

Microsoft already provides users with a productivity score based on the data it collects about how you work when using its systems.9 There is already a trend in constant learning and self-improvement at work, with one study finding that 83% of employees see keeping their skills up-to-date as their responsibility rather than the company’s, and 51% willing to take on an internal gig to gain experience.10 This fits with a growing desire people will have to improve their health, their knowledge, and their skills away from work too.11

Michael Schrage says our ‘selvesware’ (the digital tools we use to help us manage our multiple roles in life, both professional and personal) will give us advice on how we can improve our performance, collaboration, efficiency and productivity within these different roles, and he calls this ‘augmented introspection’.12

More and more people are being chosen for elite sports teams based not only on their existing talent but their ability to be coached, to be improved, to learn from the performance data. Choose people for your team who are open to learning, measurement, who will choose to improve and evolve. Average is over.

Michael Schrage13

In the Pareto principle, or the 80/20 rule, it is argued that 20% of our work results in 80% of the impact we make.14 For example, we overestimate the importance of answering all of our emails (which could take up 80% of our time), not realising that it might be the water cooler chat with our boss that had the most impact on our successful decision-making (the 20%). In future, we will be able to trace all of our impact back to the specific actions we took, and our selvesware will advise us to create more water cooler moments and spend less time answering emails.

For future teams, optimised individual and team performance will be the basic expectation of joining a team. People will be chosen for teams not only based on past evidence of performance and their ability to contribute to teamwork, but also their ability to learn and improve on the job. Their performance, and the performance of the whole team will be tracked and measured and constantly sharpened to get the best results for the business.

This means future teams will focus on nurturing agility, adaptability and re-skilling team members.

Teams and machines will be driven by a sense of purpose

We will continue to rely on human creativity, insight and collaboration to achieve the best results, even in a machine-led world. Companies will be challenged to be ethical by their customers, because it is increasingly difficult for them to hide unethical practices or how they treat their teams.

People are becoming more driven by purpose at work.15 In future our need for purpose-driven work will not only accelerate, it will also become more possible. Meaning may come from the team’s ethical objectives, the feeling of belonging to a team, the investment offered in learning and self-improvement, or the way the teamwork fits around other personal projects.

Teams will be the human experience that people seek and enjoy, because they are freed by technology to focus on the uniquely human. Because AI frees up time that would otherwise be spent on data-crunching, repetitive tasks or analysis, people will have more time to work together better.

Henry Mason, author of Trend Driven Innovation says it’s not just that AI will free us up to do better work, but that ‘beneficial intelligence’ will deliver more ethical outcomes. Walt Disney is already using AI to analyse scripts to identify gender bias, and the United Nations World Food Programme can identify real-time food needs based on public information. AI gives us a huge opportunity to make each other’s lives better too.

Organizations will become more collaborative and increasingly agile and nonhierarchical. Higher employee satisfaction, more creativity, more free time, reduced employee churn, and increased customer satisfaction will be some of the positive consequences of AI in the workplace. AI will make the workplace more human, not less. This is the gift of AI to mankind.

Pedro Uria-Reco16

Teams will need to keep supercharging

The future is already here – it’s just unevenly distributed.

William Gibson17

Today, and in the future, we cannot keep working in the same way we always have, only faster, hoping to keep up. We will no longer be able to accept inherited team cultures or team members who do not directly contribute to our impact. We need to reassess and reset how our teams work.

Supercharged teams will be an imperative rather than a choice, the only way to keep up with the evolving demands of work, data and technology. This book gives you the permission and the tools to reset your team, and create your best possible future success.

Key take outs


	•	In the future our team members will include artificial intelligence . . . 

	•	. . .  and our customers will be key members of our teams too.

	•	To keep thriving teams will continually learn and develop new skills . . . 

	•	. . .  and be driven by an ever-greater sense of purpose.

	•	Crucially, teams will keep supercharging!







chapter 13
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Using Supercharged Teams and the 30 tools in your team

Whether you are working in a small or large team, face to face, in the same building or across the world from each other, this set of tools will help you as a team member or leader to reset your ways of working and achieve your goals by becoming a supercharged team.

It is up to you to use the tools in the way you feel will suit your team – there are no hard and fast rules. Each tool is intended to be useful as a stand-alone, and can be used as and when they are necessary. When you read the overview of the 30 tools (summarised here for your reference), you may already know which ones your team needs most. However, there are some that should be done in order. For example, you need to choose your team and set a goal before you agree what you will deliver and when.

What you will learn in this chapter:


	•	How to use the 30 tools to supercharge your team.

	•	How to decide which areas to focus on.

	•	How to diagnose your team’s strengths and areas for improvement.

	•	How to plan your supercharged teams workshop.



How to use the 30 tools

Chapter by chapter

When you create or join a team, agree to work through the book, chapter by chapter together. On a weekly or monthly basis, everyone in the team will read the same chapter, and decide which tool or tools are relevant for your team. Depending on the issues you want to cover and the time you have, set aside either a few hours, half a day or a full day to work these through. Ask different people in the team to volunteer to run each tool, rotating the facilitator role in turn so that everyone has a chance to prepare and lead an exercise, and have that same person be responsible for writing up the results and sending them to the team within a few days.

Prioritised issues

If you are in an existing team and there’s a particular issue that needs resolving, identify the chapters you need to focus on. You can do this by asking every member of the team to read chapter 1 and be ready to say the top two chapters, issues or tools they believe the team needs to focus on. Get the team to write their top two or three points on separate Post-its and share them in a team meeting, grouping similar answers together. Start by working on the area, chapter or tool with the most mentions.

One-off tools

If you’re in a team that’s working well and there’s no immediate issue to sort out, keep re-evaluating and resetting by choosing a tool to use each week or month as an energiser, team exercise or break from the team’s work. Give each person in the team the chance to choose the tool they want to do per meeting, making sure everyone in the team gets a chance to choose. Or, choose the tool randomly by asking someone to pick a number between 1 and 30 out of a hat, or ask your leader or stakeholder to pick a tool for the team to work on. The important thing is to always keep resetting your team, don’t stop. Things change, and the tools help you to keep the team fit for purpose and supercharged.

How to choose what to work on in your team

If it’s not immediately clear to you which tools your team will most benefit from, use this guide to help you choose. Supercharged Teams tools fall into four need areas:


	1A strong foundation for teamwork:

	•	chapter 2: Choose your team

	•	chapter 3: Find more time



	2Planning for success

	•	chapter 4: What goals do you want to achieve?

	•	chapter 5: Find your motivation

	•	chapter 6: Agree what you will deliver, and when



	3How we behave together

	•	chapter 7: Ways to work together

	•	chapter 8: Dealing with conflict



	4Increasing our chances of success

	•	chapter 9: Get support from leaders

	•	chapter 10: Engage your stakeholders

	•	chapter 11: Build a new culture




As a team you may choose to focus on the main issues first, doing those tools, then coming back to the others as relevant. You could choose to focus on the tools in one need area only, or work on more.

If you’re not sure which area to focus on, you may find it useful to ask the team to decide using some team diagnostic questions.

Diagnostic questions

Ask your team, leaders and stakeholders to answer these questions to identify your team’s strengths and where there’s room for improvement in each area. Discuss each of these questions as a team before deciding which specific tools to use, or send these out in advance and ask team members to share their thoughts beforehand, combining the answers into themes that you then work through.

The foundations of great teamwork:


	•	Do we need a team, do we have the right people in our team, do we have enough time to fully participate and are we motivated enough to achieve what we want to?

	•	What are the strong foundations this team already has?

	•	What do we need to do to improve the foundations of teamwork in this team?



Planning for success:


	•	Do we know what we want to achieve, the project scope and how we will get there? Are we clear on outcomes, timing and deliverables?

	•	Where are we aligned on what we want to achieve, and how?

	•	What do we need to improve our vision, goals, roadmap or alignment?



How we behave together:


	•	Have we clearly, deliberately and openly agreed the rules of engagement our team commits to that will help us to work together well? Are we clear how we will deal with or avoid conflict?

	•	What are the strengths, talents and ways of working that help this team work well together?

	•	What are the small and bigger issues we need to resolve or plan for?



Increasing our chances of success:


	•	Do we have the right support we need from our leaders, and have we considered how to keep our stakeholders involved? Are we aware of the culture we work in and how that will affect our teamwork?

	•	What will help us to keep leaders, stakeholders and the wider business on side?

	•	What do we need to consider to anticipate any issues with leaders, stakeholders or the organisation if we want to succeed?



Once you know which areas you want to focus on, and the order of importance, plan a team workshop to use the tools in.

Supercharged team workshops

Depending on the time you have and the importance or urgency of the issue, consider the amount of time you have for a team workshop to run some or all of the tools you need in your team.

If you are working on a complicated project, allowing one full day to plan for success will definitely be worth the time you spend by saving you from setting off in the wrong direction. If there is a major issue that needs sorting out, but you have limited time, it is better to do something in two hours next week than wait a month for the time to do a four-hour session. If you can plan to do a two-hour workshop as soon as possible, then a four-hour session later on, it means you can decide closer to the time how to use the four hours well.

Here are four possible supercharged team workshop lengths, along with guidelines of how much you can achieve in each session:

Two-hour workshop


	•	One chapter, and one tool.

	•	Prep work for each team member will take 30 minutes (to be completed before the session).

	•	Share the prep work in the session and identify key themes, ideas and ways forward.

	•	Agree who will action the outputs.



Half-day workshop


	•	One chapter and two tools, or two chapters, one tool from each.

	•	Prep work for each team member will take 60 minutes before the session, 30 minutes per tool, for two different prep work tasks.

	•	Consider how to order the session so that the first tool creates a good starting point for the next. For example, use Tool 8 ‘Reframe your aim’ followed by Tool 9 ‘Project navigator’ if you’re working on one chapter, or Tool 9 ‘Project navigator’ followed by Tool 11 ‘Why our work matters’ if you are working on two ­different chapters.

	•	If you are working on difficult topics that will challenge the team, consider starting with something easier and more positive to set a constructive mood before moving to a tougher task. For example, use Tool 10 ‘Define team purpose’ before moving to Tool 20 ‘Conflict predictor’.



One-day workshop


	•	Three or four chapters with four tools maximum.

	•	Prep work for each team member will take 60 minutes before the session, either 30 minutes each for two different prep work tasks (and the other tools are done in the room without prep work), or 20 minutes each on three different tasks (leaving one for the session). This is because it’s often unrealistic to ask people to do more than an hour of prep work.

	•	Consider which two tools will be best for the morning, often a positive one, then a challenging one, before doing another easier tool straight after lunch followed by a challenging one at the end of the day.



Five-day sprint


	•	Five chapters, one tool per chapter, or five tools from a few chapters.

	•	Monday to Friday at a set time each day (I suggest 9am to 11am before people get involved in other work).

	•	Before each session, assign a pre-read and prep task for the following day, and make sure people have booked time in their diaries to do both the prep work and the sessions.

	•	A possible supercharged teams sprint could look like this:

	•	Monday prep work: Each person answers all the diagnostic questions in advance of the session in a Google sheet.

	•	Monday session: Review the key themes and agree areas to work on for the other four days, assigning facilitators to each of the remaining four sessions.

	•	Monday actions: Facilitators will choose which tools to use and design and send out the prep work tasks to be completed for the rest of the week,

	•	Tuesday: The foundations of great teamwork, including prep work, session and actions.

	•	Wednesday: Planning for success, including prep work, session and actions.

	•	Thursday: How we behave together, including prep work, session and actions.

	•	Friday: Increasing our chances of success, including prep work, session and actions.





To build team trust and keep things fair, don’t leave it all up to one person to do the planning, facilitating or note-taking. Instead, ask different team members to be responsible for different roles and days, so you could assign one person to send and collate the prep work, another to facilitate on the day, and another to write up actions and outputs per day, rotating these so each team member has a role over the course of the project.

Like any great workshop, spend as much time planning for how to use the time as the session itself. The most important thing to remember is to make time as a team to use these tools on a regular basis – just as you would exercise regularly to maintain peak physical fitness.

A reminder of the 30 tools

Chapter 2: Choose your team


	1:To team or not to team – do you really need a team?

	2:Turning a group into a team – make a group of people into a team

	3:Choose, avoid or separate – choose the right team members for your team



Chapter 3: Find more time


	4:The timetable – measure where you spend your time and stop wasting it

	5:Meeting sharpeners – make meetings shorter and sharper

	6:Email agreement – set email etiquette to reduce time on email



Chapter 4: What goals do you want to achieve?


	7:Five futures – define a successful vision of your project

	8:Reframe your aim – make your team’s objective more inspiring and ambitious

	9:Project navigator – align on a project scope from the beginning



Chapter 5: Find your motivation


	10:Define team purpose – why you are doing what you are doing

	11:Why our work matters – create awareness of the positive impact of your work

	12:Personal motivators – how you can benefit from your team’s work



Chapter 6: Agree what you will deliver, and when


	13:The journey plan – create a roadmap to your goal that includes the challenges you may face and milestones to track your progress

	14:Accelerate and reflect – create a timeline that prioritises actions and includes time for reflection and refinement.

	15:Measuring success checklist – plan to measure the success of your project outcomes, outputs and journey



Chapter 7: Ways to work together


	16:Three-point check-in – build trust and develop empathy between team members

	17:Our team rules – deliberately choose the team’s rules of engagement

	18:Distance culture code – set up the best ways of working if your team is in different locations



Chapter 8: Dealing with conflict


	19:Opinions and instincts – identify disagreement and misalignment early on

	20:Conflict predictor – predict the conflicts that might arise and avoid them

	21:Six reasons why – learn from recent issues and prevent them from reoccurring

	22:Individual intervention – address conflict with an individual in your team



Chapter 9: Get support from leaders


	23:Direction of travel – understand your leaders’ targets so you know if you’re going in the right direction

	24:Leader listening tool – really listen to your leader to develop true connection and understanding between you

	25:Customer quiz – connect leaders with their customers



Chapter 10: Engage your stakeholders


	26:Secret stakeholder survey – understand what your stakeholders think

	27:Building session – get yoaur stakeholders to build on the team’s work

	28:Start well, end well – start and end stakeholder meetings constructively



Chapter 11: Build a new culture


	29:Code your culture – understand what people working in this culture do, and why

	30:Create your culture – begin culture change with your team



Key take outs


	•	The 30 tools are designed to be used in the day-to-day working life of your team.

	•	There are tools for all stages of your team journey.

	•	The 30 tools can be used to develop your team’s strengths and develop areas for improvement.

	•	There’s a supercharged teams workshop to suit all timeframes – from two hours to a five-day sprint.
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teams 8
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Project Bridge 196–7

purpose

importance of 62–7
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at work 206

purpose-generators 147, 149

purposeful collaboration 68–9

purposeful leadership 67–9

Pygmalion/Rosenthal effect 52

Radical Candour (Scott) 119

“ready, fire, aim” concept 96

reframed aim for team 55–7

relentless prioritisation 139–41
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during COVID-19 4, 104

defined 4

distance culture code 112–13

respect and value 103

Ries, Eric 89, 96

right team, choosing 21

rivals 119

Rosenthal effect 52

Ruth, Babe 102

Sacca, Chris 178

Saller, Syl 63

Schrage, Michael 55, 90, 96, 97, 103–4, 153, 168, 177, 190, 205

Schwab, Klaus 157, 202

Scott, Kim 119

Scrums (sprint teams) 7

secret stakeholder survey 169–72

self-improvement 204

‘selvesware’ 205

Serious Play (Schrage) 96, 168

servant leadership 153

session, building 173–5
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Sinek, Simon 73
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stakeholders
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engagement 13, 163–81

explanation of 164

journey of 166

managing 165
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start and end of meetings 178–80

telling good stories 175–7

as vital to success 180

standing group 19

Starbucks 55

“start well, end well” tool 178–80

Sthanunathan, Stan 160

stories, engaging stakeholders 175–7

stress-testing 90
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chances of 180, 186, 211, 213

envisioning 51–4

planning for 211, 212

work 114–15

success-makers 146, 148

supercharged teams
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building new culture 183

choosing team 15–27

choosing work 211–13

culture change 198

dealing with conflict 117–34

diagnostic questions 212–13

engaging stakeholders 163–81

evolving 207

goals, achieving 49–60

journey plan 79

leadership 135–61

motivation 61–76

need for 3–5

reminder of 30 tools 216–18

selecting 27

sprint 215
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time management 29–47

tools, use of 9–14

treating as elite athletes 99
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task forces 8

Taylor, David 145
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achieving goals 185–6, 190–7

artificial intelligence (AI) and 202–3, 205
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necessity of 16–17
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right approach in 16
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code the culture 186–90
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culture and 184–5
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diagnosing strengths 212–13

direction 143

diversity in 21

evolving and developing 204–5

future 14, 201–7

good 103

group 19–20
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innovation 96, 165, 203
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purpose, defining 64–9

reframed aim for 55–7

rules of engagement 108–11

smaller 24–5
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time management 30–1

types 7–8
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see also supercharged teams; specific entries
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foundation for 211, 212
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necessity of team 16–17
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secret stakeholder survey 169–72
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time management 10
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Whyte, Jennifer 157
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awareness 69–71
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success 114–15
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command and control 137

see also cultures
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