
High-performing teams are constantly thinking about how to 
improve

Can you imagine a sports team that only thinks once a year about how
to improve and how to develop its players individually instead of doing
it after every game or training session? Hand on heart, when was the
last time you did it with your own team? Yet only teams that regularly
reflect on their performance and develop the abilities of each member
become truly excellent.

If you ask your employees what the success factors of a high performing
team in which they participated were, they will certainly answer that
one of these factors was "technical skills and complementarity "1). The
skills of developing a team and its members are rarely mentioned,
although they are essential. This shows how much what is taken for
granted in sport is completely obliterated in business.

Or almost! In agile organisations, teams are forced to think in a
structured way about how to improve, usually at least once a month.
This is called retrospectives, an approach that I will describe in more
detail later.

This book does not focus on the technical skills, specific to each mission,
but on the social skills needed to develop a successful team. These are
among others:

- Continuous reflection on the effectiveness of teamwork and the
development of good practices

- A strong culture of feedback and peer coaching

- Constructive problem and conflict management

- Interpersonal and communication skills of team members

- Effective decision-making methods

In the following pages I present some particularly effective approaches
to team development.
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How to improve your 
team’s performance

3 – Team development skills

10-minute books

1) See the 10-minute book « Team success factors»
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Continuously improving the effectiveness of teamwork: The 
"retrospective" tool

“A permanent reflection is good for sports teams but impractical in
business", you may think?

This is not what companies that have introduced agile practices believe:
they require their teams to think about how to improve at least every four
weeks, sometimes even more often. One to two hours invested every
month in continuous improvement and the implementation of good
practices that always pay off.

Retrospectives: Short learning cycles with little investment and a high
level of responsiveness

The basic concept of a retrospective is derived from a principle of the Agile
Manifesto: "At regular intervals, the team thinks about how to become
more efficient, then agrees and adjusts its behaviour accordingly". It is
therefore not a review for learning lessons at the end of a project, but a
continuous improvement approach. Meetings should be held at very
regular intervals. For conventional teams, at least every four or six weeks.
The idea is that it is necessary to stop frequently for self-evaluation -
investing little time each time - and to have short learning cycles. If the
proposed changes do not work, they are quickly corrected in the next
cycle.

Starfish retrospective, an easy and effective format for retrospectives

There are many formats for retrospectives that are used depending on the
context and challenges of the team. One of the simplest and most effective
is the "Starfish“ format.

1. The Past

− Team members write on green post-it® the positive elements of
teamwork since the last retrospective. The post-it® are read and
grouped together on the star. It is very important to start with the
positive elements alone, as this helps to develop an open and
constructive atmosphere.

− The team members then write on pink Post-it® the elements that did
not work well or should be improved

PAST

FUTURE

What worked well

“more of”

What did not worked 
well

“less of”

keep

start

stop

1

2

+ -

2. The future

The Team members then reflect on how to improve the work in the
future.

− What you must absolutely keep (usually the green Post-it®, it goes
very fast)

− What to stop doing, the practices that have not proved their worth

− What we should start doing, new practices that will enable the team
to perform even better

Only the two or three most promising ideas are implemented, which
optimises the effort-improvement ratio

Don't hesitate and embark on a cycle of at least three retrospectives. You'll
see, trying it is adopting it!

Only the two or three most promising 
ideas are implemented! 
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Efficient and cooperative decision-making: Consent instead of 
consensus

I think that one of the functions of a manager is to make decisions, which has
the advantage of speed, but it is also important to make many decisions
jointly with the team: this increases both the quality of the decisions and the
adhesion, and therefore the commitment of the members.

A method that avoids the bad compromises of consensus and better
integrates different points of view than majority voting is decision by consent.

The principle is simple: in consensus everyone says "yes", in consent no one
says "no". The proposal on which the decision is based is improved until no
one has any major objections.

3. React. Everyone quickly expresses what the proposal evokes:
Strengths, obstacles, ideas, intuitions, fears, ...

4. Clarify and amend the proposal to make it clearer and more precise:
Re-explain, add, remove, ...

5. Formulate objections. An objection is an impossibility to live with the
proposal. An objection must be concrete, precise and argued, not a
preference or another proposal. The facilitator focuses on the precise
formulation of the objection. He notes the objections on the board
and the name of the objector

6. Evaluate objections one by one. From that moment on, each
objection is no longer that of an individual but belongs to the group
that has to deal with it

7. Improve the proposal: The discussion is free, everyone can bring
solutions with the aim of removing the objection dealt with. The
objective is to use the creativity and collective intelligence of the
team

8. Validate consent: The decision is taken when no one has any valid
objection, i.e. no longer able to live with the proposal.

9. Celebrate!

Make sure everyone speaks out: The 0-100 scale

It is common for some people to be more reserved in a team and to express
themselves only rarely. It is always possible for you as a manager to
explicitly ask for their opinion. One method that ensures participation and
greater interactivity is the 0-100 scale.

Put five papers on the floor, marked 0-25-50-75-100 and arranged on a line
that serves as a scale. Ask all team members to physically position
themselves on this scale to answer the question asked. For example,

• How well does the team work together? (... with sales?)

• What is the chance of success in implementing this measure?

Each person explains - still standing in their place - why they have positioned
themselves this way. The answers allow a better understanding of the
reflections, perceptions or motivations of each member and enrich the
discussions.

Majority voting

Consensus

Consent

This decision-making method has the advantage of training a team to
communicate differently, in a benevolent manner, to become more actively
involved, to adopt a collective point of view and to develop trust. It is
therefore not only a decision-making approach, but also a very effective
method of team development!

The stages of decision making

1. Define the problem or issue to be addressed

2. Develop the proposal. The manager can ask one person to formulate
a proposal or a few people can form an improvement group that will
work on the written and argued elaboration of the proposal. It is
advisable to make a simple proposal at the beginning, which will be
transformed by collective intelligence. It must also be precise and well
argued
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Two skills are essential for successful teams, but require prior training of
members:

Conflict prevention and management

Conflicts are inevitable in a team that is really trying to achieve ambitious goals.
I have already described in a 10-minute book the "speed dating" exercise2), a
routine that defuses the frustrations that build up in a working relationship.

There are other methods to prevent conflict. One of the most effective is to
train teams in interpersonal relationships, for example by introducing members
to different personality types and their influence on communication and
collaboration. There are many approaches (e.g. the "big 5", DISC, ...) which have
all their advantages and disadvantages. If they are well presented and well
used, they can increase team performance and reduce conflict.

A culture of feedback and frequent positive feedback

All people working in teams should have received feedback training, especially
on how to properly give corrective/constructive feedback to change
inappropriate behaviour. A genuine feedback culture is a hallmark of successful
teams.

A secret of team development is to give positive feedback on a very regular
basis that reinforces the desired behaviours. It is important to use the same
feedback rules: Concrete situation, observed facts, positive consequences and
behaviour to be reinforced, and not just a simple “well done!”

Unfortunately, managers use much more often corrective rather than positive
feedback. However, experiments with teams of young football players who
received only corrective or only positive feedback have shown that the latter
increased their performance much more!

Of course, it is not about giving only positive feedback, it’s about giving more
than just corrective ones. A good measure is three to one.

This approach is proven to increase team motivation, commitment and
motivation ... and its performance.

Good luck with the development of your team!

2) See the 10-minute book « Relationships in team and psychological safety»

Contact

Do you still have questions? Teams to develop? A transformation to 
manage? Do not hesitate to contact me.

pierre@frot.de    +49 179 703 17 85

Pierre Frot (MSc., MBA, Dipl. Psych.) is a coach, team coach and expert
in change management and transformation.

Based in Munich, Germany, he works on assignments in English, German
and French.

You can find his detailed career path and skills on LinkedIn or Xing.

Pierre Frot 

Find and download all my 10-minute
books on my website www.frot.de


