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Introduction 
 

Ask most leaders about what helps them to achieve success and most will 

tell you how important getting the best from teams is. 

 

Yet while most will recognise that what they achieve is down to their 

ability to achieve results through others, what they know and what they 

do is not always consistent. 

 

When I reflect on my 25 years in accountancy, one of the things that I 

would acknowledge is that every time something significant happened it 

was a team effort. 

 

Working with clients over the last 8 years through my company Goals and 

Achievements it is clear that teams still have a significant impact when 

things go right and things go wrong. 

 

So what was my motivation for writing this book? 

 

The ultimate goal is to help you do everything possible to get the best 

outcomes from teams.  If you do then it greatly increases your chances of 

successfully making the transition from being technically great in your 

field to being an effective leader. 

 

I also wanted to create a book that reflects reality.  I believe that you and 

indeed every leader of teams wants to do a good job.  Sometimes the 

urgency of the next deadline or workload you face means that you lose 

your way in terms of getting the balance right between task, performance 

and people. 

 

Whether I succeed in doing that will be down to your assessment.  What I 

do promise to do is to share openly with you my experiences in the hope 

that you will take and act on some of the ideas. 

 



As you read through the book I encourage you to reflect on whether this 

applies to you and if it does, how you can put it into action.  Not 

everything will apply to you or your situation right now but may be 

relevant in the future. 



 

Chapter 1: Creating The Conditions For Success 
 

There are plenty of organisations, leaders and managers who talk about 

the importance of teams and team working to achieving organisational 

objectives. 

 

At the same time there is often a huge difference between what is said 

and what actually happens in practice.  In some ways organisations put 

barriers in place that hinder rather than help teams. 

 

Pay and rewards is one of the most common barriers.  I have worked in 

and with organisations who talk about the importance of teams to results.  

The truth is team working was vital to delivering anything. 

 

Yet when it came to rewarding people, they were assessed individually 

rather than as a team.  Unsurprisingly some people worked the system.  

They did enough to show that they could collaborate with others.  At the 

same time they knew that at the end of the day their financial package 

was down to what they really did. 

 

What’s Vital To Creating The Conditions For Success On Teams? 

 

Having highlighted the biggest barrier to making teams operate to their 

potential, let’s turn our attention to what contributes to successful teams 

and team working. 

 

Team Goals 

 

Everyone understands the importance of goals and the value of goals.  

You may well have heard about them being SMART – Specific, 

Measurable, Achievable, Results Orientated and Time Limited. 

 



Team goals need to SMART too and there is one fundamental difference.  

Goals that you set for a team are only going to be effective if their 

achievement is dependent upon people working together. 

If one or two people can deliver the result then the chances are you are 

setting individual rather than team goals. 

 

Top Tip: Make sure that you check that achieving team goals really does 

require the contribution of everyone on the team delivering. 

 

Everyone Heading In The Same Direction 

 

If people on the team are not aligned towards achieving the end result 

there are always going to be challenges.  This requires effort on the part 

of the leader of the team. 

 

If you try to impose things on people, chances are that they will put up 

barriers.  As a result you have to involve people in being part of the 

solutions on how to achieve the end results. 

 

Open and Transparent Decision Making 

 

While people on teams accept that they cannot get their own way all of 

the time, they are much more likely to accept decisions if there is a clear 

and transparent process for taking decisions. 

 

A good leader will give everyone the opportunity to contribute their ideas 

and views to the decision making process.  In any team there will be 

those who are more vocal and those who are much quieter and reflective. 

 

The key thing to ensure is that those who are less vocal still get the 

opportunity to put their points of view across. 

 

 

 



Supporting and Encouraging Proactive Behaviours 

 

Small organisations often have a huge advantage when it comes to 

getting the best from teams.  This is not surprising in many respects.   

In bigger organisations there are more policies and procedures.  While 

these are necessary as the organisation grows, it is important to make 

sure that they don’t promote the complete opposite of the behaviours you 

want on teams. 

 

Good teams make decisions, make mistakes, achieve results and learn if 

you encourage them to be proactive.  If on the other hand you put in 

place layers of approval you take away the autonomy. 

 

Building Trust 

 

Trust is one of those areas that can take a long time to build and can be 

destroyed in seconds.  One of the biggest influences on trust is you the 

leader.  If you don’t show trust in others then no one on the team is going 

to trust each other. 

 

Trust is gained in my experience by the way you interact with people and 

by the way you behave.  Someone who is terrified to delegate or 

empower others is unlikely to create trust. 

 

If you keep letting people off the hook who promise to do certain things 

but never deliver on those promises, this will impact on the level of trust 

on teams. 

 

Top Tip:  Only promise what you can deliver and have control and 

influence over. 

 

Welcoming Diverse Points Of View 

 



In organisations, especially when you have a lot of professional people, it 

is easy to find yourself in a situation where every professional group 

thinks their point of view is the most important. 

 

As a team member and team leader you need to appreciate that people 

look at things through a different lens or what is commonly known as 

their perspective. 

 

The perspective or lens through which we view things is going to be 

influenced by things like your training, experiences and norms. 

 

A marketing professional is going to look at issues differently from an 

accountant or human resources professional.  It is not a case of one 

perspective or lens being better than the other.  In any organisation there 

will be times when you need creative thinking and times when you need 

constructive challenge. 

 

The important thing is that you see differences in perspective as a 

positive rather than a threat. 

  

Communication 

 

You might well think you do a great job at communicating.  Some might 

believe that they spend far too much time communicating.  Even then 

there will be people who say they did not know. 

 

Communication on teams is vital.  People need to be able to get their 

points across clearly.  They also need to actively listen and be able to 

question effectively. 

 

Healthy Conflict 

 

It might be nice to think that you could have a team where there is 

perfect consensus.  In reality there will always be tensions and conflict. 



 

Some will find this uncomfortable.  Yet it does not need to be like this.  

Challenge is always positive if it is done appropriately and constructively. 

 

Quick Recap 

 

Most leaders and managers and even team members understand at a 

conceptual level that teams make a huge difference to the results that are 

achieved. 

 

In reality there is often a huge difference between what people 

understand and what they actually do in practice. 

 

If you want to have successful teams you have to create the conditions 

for success. 



 

Chapter 2: It All Starts With You 
 

Getting results through teams all starts with you the leader.  So how well 

do you really know yourself? 

 

If you are like most you are probably running so hard that you find it hard 

to stop and reflect on how you are doing and how you operate as a team 

leader. 

 

Now I am sure that you probably have some sort of appraisal or review of 

your performance.  This of course is valuable but in my experience only a 

fraction of what you could do. 

 

Your Strengths and Weaknesses 

 

You without doubt have things that you do really well.  You probably also 

have things that you really struggle with.  We all do. 

 

However, do you really know where your strengths really lie? 

 

You might well have been told in the past that those areas where you are 

weaker need to be developed.  Depending on your role that might be the 

right course of action.  After all you don’t want to be ignoring a 

weaknesses that is key to your success. 

 

Another way of looking at it is to focus in getting better at maximising 

your strengths and managing your weaker areas. 

 

Part of managing your weaker areas could be to delegate something you 

are not great at.  Another option could be to bring people on to the team 

who have different skills and strengths to you. 

 



Top Tip:  Create or use an assessment that includes a self-assessment 

and feedback from others to get real insights into your areas of strength 

and weakness.  Then use the feedback as a basis for moving forward. 

 

You Set The Tone 

 

The way you behave, interact with others, deal with and respond to 

setbacks has a huge impact on the way others operate.  In other words 

you set the tone. 

 

Have you ever really consciously thought about the tone you want to set?  

You might have and at the same time there will be many who have never 

even considered the question never mind answered. 

 

Top Tip: Take time to reflect on how you want others to be and then look 

at what changes you need to make to model the behaviours you want 

from others. 

 

Understanding Your Impact 

 

The impact that you have makes a big difference to the way your team 

operates.  Do you really understand the impact that you have? 

 

Some leaders are not remotely aware that they may well be having a 

negative impact on their team.  Take for example the leader who rarely 

acknowledges others except for when things go wrong. 

 

Unsurprisingly they can easily de-motivate others.  Everyone to a greater 

or lesser extent wants to be acknowledged for the effort they are putting 

in and the results they are achieving. 

 

Yet there are still many leaders who fail to appreciate that what they see 

as completely normal is actually having a huge negative impact. 

 



Praise, saying thank you and looking after the team has a huge positive 

impact if you are ready and willing to exploit it. 

 

Quick Recap 

 

You have a significant impact on what is achieved and what is not 

achieved on a team.  You set the tone 

 

Before you can lead or manage a team, it is important that you can lead 

or manage yourself. 

 

Don’t underestimate your impact on others. 



 

Chapter 3: Getting To Know Your Team 
 

Ask most leaders and managers if they know their team and chances are 

they will say that they do.  Follow this up with a question like what 

motivates each and every member of your team and you will get a very 

different response. 

 

In my experience most leaders only have a very limited understanding of 

their teams and individual team members.  Now you might be wondering 

why this is important.  There are actually several reasons. 

 

Reason 1: You Can Give People Appropriate Roles 

 

You know as well as I do that people are likely to give their best 

performance doing what they are good at and enjoy doing.   

 

While people will have a range of skills and talents, they won’t do 

everything at a peak level.  In accountancy for example it is not 

uncommon to find that people who are really great technically struggling 

with some of the softer skills like communication. 

 

On any team you want to match roles and responsibilities to what people 

do best. 

 

Reason 2: You Can Interact With Them In The Right Way 

 

In the previous chapter I spoke about praising people.  While everyone 

likes to receive praise and recognition, the way they want to receive it 

differs. 

 

Some people like to be praised and recognised publicly.  Others prefer it 

to be done privately.  Others will like a mix depending on the situation. 

 



Reason 3: You Can Aim To Do Things That Personally Motivates 

Them 

Motivation in the workplace and on teams is a big factor on performance.  

Once again different people have different motivators.  A lot of leaders 

and managers believe that it is all about money. 

 

What we can say is that if people feel like they are not being 

appropriately paid for the value they are contributing they will be de-

motivated.  On the other hand money in itself is rarely a long term 

motivator. 

 

When I’m working with clients the things that people highlight as being 

important to them include things like: 

 

Freedom and autonomy to do work their own way rather than being told 

what to do and how to do it. 

 

Working with colleagues who are positive and have the attitude that if 

they don’t know how to do something they can find out how. 

 

Being challenged to take on new tasks or responsibilities that broadens 

their experience, self-confidence and expertise. 

 

Having a boss that takes a genuine interest in helping them to grow, 

develop and get on in their careers. 

 

How To Get To Know Your Team Members 

 

The most valuable way to really get to know your team members is to 

spend time with them.  Now we all know that time is always an issue.  

What I am not suggesting is that you spend hours every month with team 

members. 

 



If you are trying to get to know team members better, what I suggest is a 

60 minute focused but informal meeting with them initially.  Make it clear 

to the team members that it is not an appraisal meeting but a chance for 

you to better understand them so that you both benefit. 

 

During that informal meeting I would focus on a few questions and a lot 

of listening.  The questions you draw on might include some of the 

following: 

 

What do you enjoy doing most at work? 

 

What do you enjoy doing least at work? 

 

What areas of work do you think you do best? 

 

What areas of work do you struggle with? 

 

What really motivates you at work? 

 

What demotivates you at work? 

 

What style of leadership or management do you particularly value? 

 

How do you like to receive feedback? 

 

What role do you like to take on the team? 

 

What can we rely on from you on a team? 

 

What do you want from me as a team leader? 

 



 

Quick Recap 

 

Most leaders and managers only have a surface level understanding of 

each of their team members. 

 

Knowing team members well helps you with allocation of roles and 

responsibilities. 

 

Knowing team members well helps you adopt the right style of leadership 

and management. 

 

Knowing team members and using that knowledge is a win-win for both 

you and the team. 



 

Chapter 4: What Do You Want To Achieve? 
 

If you are leading a project like a new system implementation or a bid for 

new work then what you want to achieve is usually well defined.  On the 

other hand what about when you are leading a functional team or a sub 

team within a department? 

 

The chances are if you are like most leaders of teams you probably get on 

with things.  You might just carry on doing what you always did.   

 

And here’s the problem.  If the team is lacking clarity about what you are 

trying to achieve then it is going to be a whole lot harder to get people on 

board.  Your team will probably spend valuable time and energy trying to 

figure out what you want rather than achieving. 

 

Most of us to a greater or lesser extent get a lot of satisfaction from 

achieving.  This is particularly the case with professional people in my 

experience.  Very often they are achievement focused.  They get a buzz 

from getting things done. 

 

In many ways being unclear about what is to be achieved actually 

frustrates and de-motivates those that you lead or manage. 

 

Determining What You Want To Achieve 

 

If you are leading a team it is never usually a case of having to achieve 

just one thing.  You may well have something you ultimately want to 

achieve and there will be a lot of contributors to that ultimate outcome. 

 

For that reason I recommend that you think of what you want to achieve 

in terms of themes or domains. 

 



Let’s use an example of leading or managing a team of accountants.  

Some of the different themes that you might want to consider include: 

Client or customer service 

 

Improving financial management capability 

 

Process improvement 

 

Improving profitability 

 

Governance and risk management 

 

Developing people 

 

Within each of these domains you would have specific objectives, for 

example: 

 

Client or customer service 

 

Achieving an average satisfaction score of 90% from customer 

surveys 

Responding to queries in one working day 

Providing specialist finance support to all bids over £x 

 

Improving financial management capability 

 

Delivering quarterly finance for non-financial managers courses 

Meeting with all budget holders 6 times a year 

Doing an induction session on finance for all new managers with 

budget responsibilities 

 

Process Improvement 



 

Take one financial process each quarter, review and look for ways 

to improve 

Research technology tools that can help automate manual 

processes 

Implement one process improvement per quarter 

 

Improving profitability 

 

Market test two services each year 

Undertake an annual benchmarking exercise 

Contribute to reducing cost of sale 

 

Governance and risk management 

 

Set up risk assurance framework 

Review significant risks quarterly 

Educate Board and Audit Committee on risk and governance 

 

Developing people 

 

All team members to undertake at least 5 days training per year 

Introduce a mentoring scheme 

Support people getting professionally qualified 

 

Clearly the above is just for illustrative purposes and needs to be tailored 

to your specific situation.   

 

Quick Recap 

 

People, especially those form professional backgrounds like to achieve. 

 

As a team leader you need to provide clarity on what you want to achieve 



 

You rarely want to achieve one thing.  Using domains or themes is an 

effective way of identifying achievements. 



 

Chapter 5: Setting Goals 
 

As a leader or manager of a team you probably realise that there is value 

in setting goals.  Research into teams also shows that goals are extremely 

valuable in creating highly productive teams. 

 

Despite leaders, managers and even team members understanding the 

value of goals, setting goals is a whole lot tougher than most would 

acknowledge. 

 

You might have heard people talking about SMART goals.  These are goals 

that are: 

 

Specific 

 

Measurable 

 

Achievable  

 

Results Orientated 

 

Time Limited 

 

In theory this is straightforward.  On the other hand when I speak with 

people and teams, one of the most common concerns they have is that 

they don’t have clarity about expectations. 

 

When people lack clarity on expectations, they spend valuable time and 

energy trying to figure out what they should be doing rather than getting 

on with doing it.  In these circumstances it is easy to get deflated, 

frustrated and just stop bothering and go through the motions. 

 



So how can you set meaningful goals? 

Top of my list of suggestions would be to make sure that you are clear 

about what you are trying to achieve.  Perhaps those that you report to 

have not been as clear as they could be in setting expectations of you.  If 

that is the case it is vital that you clarify before trying to set intentions or 

goals for your team. 

 

Next it is often valuable to write out in some detail what will be different 

once the goals are achieved.  One way of doing this is to write a review as 

if it is 6 or 12 months from now.  What’s happening now as a result of 

having done things over the last 6 to 12 months? 

 

Think about what will have contributed to achieving success.  This might 

have been things that were done in terms of process.  It could just as 

easily be about the behaviours that were adopted and the skills utilised. 

 

Use this long list of ideas as the basis for identifying specific goals that 

are to be pursued in the coming period.  A specific goal is a goal that is 

crystal clear and that is in no way ambiguous. 

 

As you identify goals consider whether they can be measured.  A word of 

caution on this.  It is really easy to assume that certain things cannot be 

measured.  What may be required is a little bit of creative thinking to find 

an appropriate measure. 

 

Another challenge is to make sure that those on the team see the goals 

as being achievable.  When setting goals you don’t want them to be so 

easy that achievement of them is too easy.  On the other hand it is 

important that they are set at a level where they are seen as impossible 

to reach as people just give up. 

 

The best goals are often those that provide a stretch.  They can be 

achieved but will require an element of effort on the part of the team.  

They will probably at times feel challenging. 

 



It is also vital in my view to write goals in results orientated or output 

orientated language.  By doing this it is easy to see whether a goal is 

achieved or not. 

In accounting, some results orientated goals might include: 

 

Monthly accounts to be with budget managers by the 5th working day of 

each month. 

 

All monies to be collected within 35 days of an invoice being issued. 

 

50% of budget managers to have access to real time financial information 

within 6 months. 

 

Sickness absence to be reduced by 1% within 12 months. 

 

The final element of goal setting is to make sure that all your goals have 

a timescale attached to them.  If they don’t there is a tendency for things 

to drift or never happen at all. 

 

Quick Recap 

 

Most leaders, managers and even team members understand the value of 

goals. 

 

In practice there is often a gap between what people understand and 

what they do. 

 

Specific, Measurable, Achievable, Results Orientated and Time Limited 

goals are generally best. 



 

Chapter 6: Getting Buy In Of Others 
 

If you are going to achieve anything as a leader or manager of a team, 

you have to win support and get the buy-in of others.  Again at a 

theoretical level most people get this. 

 

Yet getting the buy in and support of others is a whole lot harder than 

you might think.  In teams what you are looking for is a lot of 

collaboration.  Most team members are more familiar with competing than 

collaborating. 

 

The Big Mistake  

 

In many ways a team follows the pattern of a bell curve.  At the tails 

there are those that either get straight on board and those who are more 

likely to resist or even try to block progress. 

 

What I have noticed is that many leaders spend a disproportionate of time 

trying to influencer the resisters.  However, if you want to get the buy-in 

of others on a team to what you are trying to achieve, you have to focus 

on the critical mass. 

 

These are the 80-90% who you need to influence if you are going to 

achieve results through teams. 

 

What Helps Get People To Support You As The Team Leader? 

 

Involvement 

 

If I contrast my time working in the private and public sector, it is clear 

why it is much harder in the public sector to get buy in of others.  

Imposing rather than involving is one of the key reasons. 

 



Team members understand that they cannot have everything their own 

way.  At the same time they want to be involved in major decisions and 

discussions and have the opportunity to contribute. 

 

Don’t Pretend You Have All The Answers 

 

It is really easy to feel that you need to have the answers to everything.  

The good news is you don’t.  Often it is personal egos that results in 

leaders or managers of teams trying to have a finger in every pie. 

 

The most important thing is to make sure that you bring people on to 

teams that offer different experience or expertise to you and that is 

complimentary. 

 

Support People   

 

If people take the initiative and take action, there will be times when 

things don’t work out.  If you seek to blame or find scapegoats when this 

happens you will always struggle to get people on board. 

 

If on the other hand you support people, help them to reflect and learn 

from mistakes, you will encourage them to be proactive. 

 

Building Trust 

 

Trust on teams does not happen by chance.  It all starts with the leader.  

You have to show trust in others before they will trust you.   

 

Trust arises as a result of the behaviours and approach that you adopt.  It 

will always be work in progress as it is one of those areas where it takes 

time to build trust but can be destroyed in minutes. 

 

 



Communication 

 

Communication is vital on teams.  There needs to be an open dialogue 

between team members, including the leader. 

 

Additionally it is vital that the team leader and team members listen to 

each other.  The challenge is that most are taught to write and speak but 

few are taught how to listen effectively. 

 

Quick Recap 

 

Team leaders achieve results when they get the buy-in and support of 

others. 

 

The biggest mistake most team leaders make is that too much focus is 

spent on the small minority who resist. 

 

In reality you have to get the critical mass on board to achieve results. 



 

Chapter 7: Making Decisions 
 

Every team knows that taking decisions is the catalyst for action.  When 

action is taken it leads to results.  Sometimes the results will be what the 

team wanted to happen.  At other times things will not work out as 

expected.  Sometimes there will be failings. 

 

The Challenges Of Making Decisions On Teams 

 

Making decisions can be tough at the best of times.  On a team there are 

some specific additional challenges. 

 

Personal Egos 

 

Teams are all about collaborating and working together to achieve a 

specific result.  However for many being in a competitive rather than 

collaborative mode is more likely to be the norm. 

 

As a result it is all too easy for personal egos to get in the way of taking 

decisions. 

 

Everyone Has An Opinion 

 

Some are better at being open to others points of view and building on it 

than others.  When you have a lot of different opinions it can be really 

difficult to get a solution that everyone can support. 

 

Dominant Individuals 

 

On any team there will be those who are more vocal than others.  

Sometimes it as a case of who shouts the loudest.  The upside is decisions 



get made.  The downside is that the right or optimal decision might not be 

made. 

Reaching A Decision Too Quickly 

 

Sometimes decisions are reached too quickly without proper discussion, 

debate and understanding.  A decision is reached but it may not be the 

best one or even address the real issue. 

 

Trusting Each Other 

 

If you make a decision on your own and it does not work out you may feel 

disappointed.  When decisions are taken as a team you are to some 

extent putting your trust in others, which some find easier to do than 

others.  

 

Making Decisions On Teams 

 

Clearly you cannot have a team consensus on every small detail and 

decision.  Sometimes as a leader you will have to take a decision without 

involvement of others.  For small day to day decisions this is fine. 

 

For significant decisions it is vital that you involve others.  So how should 

you approach making decisions on teams? 

 

Have A Clear And Transparent Process 

 

Everyone on the team needs to know the process through which decisions 

are taken.  This should be clear, transparent and unambiguous. 

 

Make Sure Everyone Has The Opportunity To Contribute 

 

Everyone who has a role on delivering team results should be given the 

opportunity to contribute.  If you are the leader this might mean that you 



have to create the space for the quieter, more introverted people to 

contribute. 

Be Clear About The Different Stages In The Decision Process 

 

There will be times when you are trying to establish the issues.  At other 

times you will want to get all the options on the table.  Sometimes you 

will be seeking to narrow down the option.  There will be other times 

when you are trying to take a final decision. 

 

Being clear about what you are trying to achieve will influence the 

approach that you take as a team.  Sometimes you want a free flow of 

ideas.  At other times you want to focus down on a few options. 

 

Be Clear About What Has Been Agreed 

 

I am sure we all have encountered situations when two people attending 

exactly the same meeting had a different understanding of what was 

agreed.  Make sure you re-iterate and confirm that everyone understands 

what has been agreed. 

 

Make Sure Everyone Is Ready To Move Forward 

 

In the ideal world every team member will reach consensus.  In reality 

this is not going to happen all of the time.  What you don’t want to do is 

to try and push forward when there is fundamental disagreement. 

 

All that will happen is that there will be resentment and things will quickly 

grind to a halt. 

 

Test On A Small Scale First 

 

Most people are more risk averse than they might like to admit.  For that 

reason you want to test what has been agreed on a small scale basis 

initially. 



 

In their excellent book Decisive, Chip and Dan Heath talk about Reality 

Testing Assumptions.  Testing on a small scale first is a clear application 

of this principle. 

 

Make Sure Everyone Accepts Joint Accountability 

 

There is nothing like a setback or failure to split a team.  It is natural to 

try and protect your own position or status.  Making sure that everyone 

accepts joint accountability for decisions does not guarantee that people 

will not act in their own self interests.  At the same time it reduces the 

likelihood of this happening. 

 

Quick Recap 

 

Taking decisions can be difficult. 

 

On teams there are a number of specific challenges. 

 

You cannot guarantee that everything will be perfect but you can do a lot 

to try and make the decision process as effective as possible. 



 

Chapter 8: Building Trust In Teams 
 

Global research into teams by an organisation called Team Coaching 

International (TCI) revealed that trust is one of the most vital 

components in achieving success through teams. 

 

Yet I am sure that you, like most have been part of teams where there 

was little or no trust.  At other times you may well have been part of 

teams where it was never even discussed as it just seemed to be there. 

 

In many ways it is not surprising that it is a challenge to build and 

maintain trust on teams.  At the same time I think there is an awful lot 

that can be done to build trust in teams. 

 

Like many other things on teams, what the leader does, how they behave 

and how they react to things has a huge impact on trust. 

 

I can recall being involved in a major development project in healthcare 

where delivery was non-negotiable.  We had people on the team from all 

parts of the NHS.  We were also working with a private sector partner. 

 

We all knew what needed to be done.  We hit plenty of obstacles as there 

was no blueprint to follow.  We had our disagreements.  At the same time 

we all trusted each other to do our bit to get the result we wanted and we 

did. 

 

So what contributes to trust in teams in my experience?   

 

Clear Expectations 

 

Everyone needs to know what is expected of them.  This is not just in 

terms of outputs or deliverables but also in terms of how they work with 

others and resolve conflicts and disagreement. 



 

Respecting Differences  

 

How people operate is influenced by their professional background.  An 

accountant will think differently to someone with a background in 

marketing or in sales.  It does not mean that one is better than the other.  

It just means they look at things differently.  Where there is trust these 

differences are acknowledged and accepted. 

 

Doing What You Promise 

 

Anyone can talk about what they will do or contribute.  The proof in the 

pudding is when people deliver what they promise.  Some will go to 

extreme lengths to deliver what they promise.  Some will do the 

minimum.  This can easily create resentment. 

 

Hold People To Account 

 

Not holding people to account undermines trust.  People often see holding 

people to account as being something negative.  In reality it is simply 

about asking people to account for what they have done against what 

they agreed to do.  Keep letting people off the hook and you will lose 

trust of others. 

 

Avoid Blaming 

 

It might be easy to blame others when things go wrong.  All this does is 

create divisions and is never productive.  If things don’t work out as you 

hoped, use it as an opportunity to learn rather than blame. 

 

Letting Go 

 

You can’t be involved in everything and every decision as a leader of a 

team.  You have to learn to let go and rely on others.  Being a control 



freak will not help you or the team.  People will simply become passive 

and do nothing.  

 Acknowledging Effort and Results 

 

It is great when results and milestones are achieved.  The whole team 

feels good.  It is easy, especially when under pressure to lose sight of the 

effort people are putting in. 

 

I can recall plenty of situations where despite the best efforts of everyone 

on the team we just could not quite get to where we wanted.  It would 

have been easy to forget all the effort and fail to acknowledge it so I tried 

to avoid falling into this trap. 

 

Have a way of reminding yourself to regularly acknowledge effort as well 

as results. 

 

Quick Recap 

 

Trust is one of the most important contributors to team success. 

 

It can be challenging to build and maintain. 

 

At the same time there are some simple and effective things that you can 

do to help build and maintain trust on teams. 



 

Chapter 9: Dealing With Conflict 
 

When you read about teams that are successful it is easy to believe that 

they work in perfect harmony all of the time.  If you think about it teams 

that are successful are often those that have a collection of individuals 

who are highly driven.  They have a desire to do their very best.  In some 

ways they are always striving to make things happen, to make things 

better. 

 

If you get these type of people together on a team some tension is highly 

likely.  Some might be of the view that conflict or tension on a team is 

unhelpful.  At the same time there is different types of conflict. 

 

I would be the first to acknowledge that if conflict is destructive then it is 

counter-productive.  At the same time if there is conflict that is well 

meant that is a very different situation.  It can actually be the catalyst 

that makes the team even better. 

 

When conflict arises people tend to either avoid, work around it or worse 

still ignore it all together.  There is an almost odd belief that if we don’t 

acknowledge it then it will somehow just disappear.  This rarely happens 

in my experience.  People take great care, get frustrated and in the worst 

case scenario just give up. 

 

So is there a right way to deal with conflict?  Like anything related to 

leading, it very much depends on the situation.  The approach that is 

taken depends on the circumstances. 

 

That said there are some guiding principles that I would suggest can help 

in dealing with conflict. 

 

Get Clear 

 



There is some underlying reason why there is conflict.  You might try and 

guess what the reason or reasons are.  On the other hand rather than 

muddling through, get clarity by asking good open questions. 

Listen 

 

You might have heard people say that we have two ears and one mouth 

and should use them in proportion.  Talking too much and failing listen is 

a recipe for making the situation worse when it comes to conflict.  Follow 

the mantra of seeking first to understand. 

 

Establish Common Ground 

 

Just because there is conflict does not mean that there is 100% 

disagreement.  There is always going to be some areas of common 

ground.  If this was not the case most labour disputes between employers 

and employee representation bodies would never be resolved.  Your aim 

is to determine that common ground. 

 

Determine What Each Person Wants To Happen 

 

It can be really easy to articulate the reason why you are unhappy.  

Sometimes it is more difficult to determine what each person or party 

wants to happen.  This needs to be clear and specific. 

 

Make Sure Everyone Is In Agreement 

 

The most important thing is to make sure that there is agreement about 

the next steps and what each person or party is expected to contribute.  

Unless there is this clarity it is likely that you will quickly end up stuck 

pretty quickly. 

 

Be Realistic 

 



There is unlikely to be a huge change overnight.  It is going to take a bit 

of time and effort to make a lasting change.  It is important that you and 

all team members are realistic. 

 

Follow Up 

 

Like any type of agreement to resolve a difficult issue, it is important to 

make sure that there is a clear follow up process.  If you don’t people will 

question your commitment and leadership. 

 

Quick Recap 

 

Conflict is going to arise on any team. 

 

In itself conflict is not bad thing. 

 

The most important thing is to ensure that it is not destructive. 

 

Resolving conflict is tricky and it is important to be both professional and 

methodical. 



 

Chapter 10: Playing To Strengths 
 

One of the most valuable things in teams is that you have a wide variety 

of skills, experience and expertise.  At the same time not all leaders and 

managers utilise anything approaching the potential of teams. 

 

If you really know your team and their motivators and have great insights 

into where you are at your best then you have the opportunity to raise 

the performance and results of the team. 

 

The way to do this is to make sure you and everyone on the team is 

playing to their strengths.  In your team you probably have people who 

are good in several areas.  There is always going to be some duplication 

of skills and experience.  This gives you some depth. 

 

The challenge comes when people want to be using all of their skills and 

expertise as the leader across several areas.  Before you know it the 

focus shifts way from collaborating to competing and it can easily be 

downhill from that point. 

 

When leading teams you want to help everyone to see where they really 

excel not just perform well.  Think about it if you have people really doing 

what they do exceptionally it is going to make a big difference. 

 

If we look at football as an example.  The person who is brilliant as a 

goalkeeper does not try to be a defender, midfielder and forward too.  He 

or she just focuses on contributing that area of skill or expertise to the 

team.  There are others who are defenders, midfielders and forwards and 

excel in their respective areas. 

 

Ultimately it is the blending together of all those strengths that really 

brings results on the football team, just as it does on a business or 

functional team. 

 



 

Quick Recap 

 

Teams might well be doing a good job. 

 

At the same time are your teams really performing to their potential? 

 

If not consider whether you have your star players focusing on what they 

do best.   

 

If you do you will increase your chances of getting great results through 

teams. 



 

Chapter 11: Measuring Progress 
 

Clearly it is vital to have the right people on your team.  Once you have 

that you want to make expectations clear, facilitate and support high 

levels of performance and get people playing to their strengths. 

 

Of course a teams’ success is ultimately determined by the results that 

are delivered.  At any point in time you want to be clear whether you are 

on or off track.  Whether you need to keep doing what you are doing or 

whether you need to change direction. 

 

In essence you need a process for measuring performance.  Like most 

areas of business there is no shortage of areas that you could measure.  

The most important thing to keep in mind is to measure what matters. 

 

When you measure what matters you pay greatest attention to those 

variables or factors that are going to most critical to success.  Sometimes 

these will be tangibles like processes.  At other times they will be less 

tangible like behaviours or attitudes. 

 

Take customer service.  Every function has customers.  Your customers 

might be internal rather than external.  The way in which you respond to 

them, interact with them and show initiative all impacts on perceptions.  

Yet this as much about attitudes and behaviours as it is anything else. 

 

It all seems straightforward in theory.  In practice it is a whole lot 

tougher.  Few teams take the time to sit down and discuss what is critical 

to their success and determine what is the best way of measuring 

whether they are on or off track. 

 

So you might be wondering why this matters.  If you think about it the 

biggest limiting factor is often the availability of capacity or time.  Faced 

with this dilemma you have to make choices.  If you lack clarity about 

what drives success you increase the likelihood that time and energy will 

be spent on things that make no tangible difference. 



 

Meetings are a good example.  Of course you need them.  By the same 

token you don’t want them to become a major activity.  One of the things 

that I know I found challenging when in a senior leadership role was the 

number of meetings.  If I and others actually sat down and measured the 

tangible results compared to the time and effort invested I am sure we 

would have been surprised how little we achieved. 

 

Once you determine your measures you need to make it as easy as 

possible to implement and use them.  People view measurement 

differently.  Some will see it as being the basis of gaining insight and 

providing the opportunity for improvement.  Others will see it as fault 

finding. 

 

Your challenge as a leader of a team is to make sure you create the type 

of environment where people view measurement as something positive.  

How you use it makes a difference.  How you talk about it makes a 

difference. 

 

One final thing with regards to measures.  Less really is more.  I have 

worked in plenty of organisations who had tons of measures but 

performed adequately.  Conversely I have worked in other organisations 

where there were much fewer key measures but significantly better 

performance. 

 

Quick Recap 

 

You do have to measure progress as the leader of teams. 

 

The most important thing is to focus on the most critical contributors to 

success. 

 

Always create the environment where measures are viewed in the right 

way. 

 



Remember that less is often more when it comes to measuring. 

Chapter 12: Giving Feedback 
 

You might think that there is no such thing as failure, just feedback.  It’s 

a phrase that you hear quite a lot.  It is true to an extent.  You are trying 

to achieve something.  If you are not getting the results you want, 

something is not working which ideally you want to fix. 

 

We all to a greater or lesser extent thrive on feedback.  Yet how that 

feedback is given can make a difference to how we receive and react to it. 

 

A lot of leaders and managers are great at getting the balance right.  

They don’t just feedback when things have not worked out as hoped.  

They praise and acknowledge when things have gone well too. 

 

One of things I often say to people is that any feedback that you give 

needs to be useable.  What this means in practice is being specific and 

clear with your feedback. 

 

If people don’t get or understand the feedback then it is worthless.  You 

often notice people dancing around an issue when they are faced with the 

challenge of delivering bad news. 

 

It’s also important with your feedback to focus on the things that are not 

working rather than focusing on the person.  It might well be easier to 

focus on the person.  All this does is get people’s backs up and they 

become defensive. 

 

Try to avoid giving mixed messages.  There is sometimes a temptation to 

say a few positive things before getting to the negative item.  The reality 

is people will only remember the negatives.  It’s human nature. 

 

It’s also vitally important that you allow the other party or parties to offer 

their perspective on the feedback.  There may well be mitigating 

circumstances that really are getting in the way.  Perhaps someone feels 



they have not been inducted as well as they could have been.  Maybe 

they are struggling with expectations.  Sometimes there might be 

external factors that are getting in the way of someone giving their best 

performance. 

 

How you deal with people and feedback really does make a difference.  

We all want to feel valued and appreciated.  Even you as a leader want 

this. 

 

Quick Recap 

 

We all to a greater or lesser extent thrive on feedback. 

 

Feedback should not just happen when things are not going well. 

 

It is just as important to praise as it is to highlight problems. 

 

If you do have to give feedback try and avoid mixed messages. 

 

If you highlight a few positives before one negative, people will just 

remember the negative.  It’s human nature. 



 

Chapter 13: Building On Successes 
 

The only thing you can be sure about teams and leading is that as soon 

as one milestone or goal is achieved there will be a new challenge just 

around the corner.  The current success will soon be forgotten which is a 

shame in many respects. 

 

If you are like most teams and most leaders you will probably 

painstakingly pour over everything when things don’t go well.  Yet very 

few will do the same when they have a success. 

 

It’s odd if you think about it.  If we succeed at achieving a goal or 

milestone we did certain things to achieve it.  It could have been skills 

that were deployed.  It might have been the environment that was 

created or the behaviours or attitudes that made it a success. 

 

In many ways if we can determine some of the ingredients that 

contributed to success, we can take those and apply them to a new 

challenge.   

 

Caution is needed however.  It is easy to believe that you can take 

something and apply it without any need to adapt it.  This is rarely the 

case. 

 

Often you need to look at the situation or challenge you are facing now.  

From there you could ask yourself a serious of questions like: 

 

How is this situation or context similar to challenges we have faced in the 

past as a team? 

 

What’s different about this situation or context compared to past 

challenges? 

 



What success ingredients from the past might be helpful in the current 

situation or context? 

How might we test whether past success ingredients will be helpful in this 

situation or context? 

 

Building your bank of success ingredients 

 

If I asked you to list what contributed to success you could probably come 

up with a decent list.  Think how more valuable it would if this was written 

in terms of success stories.  One way to do this would be to use the SCAR 

approach. 

 

The SC part of the SCAR approach relates to the situation or context you 

and your team found themselves in.  You want to recall this in as much 

detail as you possibly can. 

 

The A relates to the action that you took in response to the situation or 

context you faced.  Again you want to think about everything you did, the 

approach, the attitudes, the behaviours. 

 

The R relates to the result that was achieved.  Again spell this out in as 

much detail as you possibly can. 

 

Hopefully you see the value of really capturing the whole story as the 

basis of building on successes. 

 

Quick Recap 

 

Teams often focus excessively on the times when things went wrong 

rather than exploring what contributed to successes. 

 

By collecting stories of success in detail we can determine what might or 

might not be relevant to a new context. 

 



The SCAR approach – Situation/Context; Action; Result can be a helpful 

approach.  



 

Chapter 14: Learning From Failings 
 

Unless you and your team are living in some sort of bubble or not doing 

anything, you are going to experience some failings and setbacks along 

the way.  Some will try to do everything possible to avoid failing and the 

reality is you can never protect yourself or your team 100%. 

 

Mistakes will be made and are made every minute of every day.  How you 

and your team respond to those failings or setbacks is what matters.  It is 

easy to fall into the trap of getting negative and even looking for someone 

to blame. 

 

An alternative is to use failings or setbacks as an opportunity to learn.  

Just like reviewing successes you can simply use a series of questions to 

determine some of the reasons why things did not turn out as you hoped.  

Those questions might include: 

 

What did we hope to achieve? 

 

What actually happened? 

 

What do we think went wrong? 

 

What are the key learning points? 

 

What would we do differently faced with a similar situation in the future? 

 

The purpose of this reflection is not to eliminate the possibility of ever 

making a mistake again.  What you are really looking to do is to avoid 

making the same mistakes over and over again. 

 



Of course you need to create the safety to have that honest and open 

debate which some teams and organisations are better at doing than 

others.  It takes a certain level of maturity and professionalism.  At the 

same time it needs to be driven by a desire to doing even better.  If you 

can achieve this you are a long way towards taking your team to even 

greater levels of performance. 

 

Quick Recap 

 

There is no such thing as a team or team leader that does not make 

mistakes. 

 

When mistakes are made it is how you respond that counts. 

 

You can choose the unproductive route of fault finding. 

 

Alternative you can turn it into a more positive learning experience. 



 

Chapter 15: Helping The Team To Get Even Better 
 

In my experience no matter how well a team is doing, there is always 

more that can be done to make it even better.  In this final chapter I want 

to share some things that you can do as the team leader to help the team 

as a whole and individual members to get even better. 

 

Create The Right Conditions 

 

I have mentioned this several times.  If you create the conditions where 

your people collaborate you will get even better results.  It will take time 

to shift and get people to adapt to a different way.  In the long run it will 

pay dividends. 

 

Support Others To Be More Successful 

 

If I look back over my career, the people who I admire most are those 

who took the time to help me get better at what I do, gain more 

experience and grow personally and professionally.  If you support others 

they will go the extra mile for you. 

 

Don’t Try To Know It All 

 

The truth is you never can know it all.  That’s why you have a team.  

Confident team leaders focus on what they do best and get the right 

people to focus on other areas.  They don’t try to pretend they know it all. 

 

Let The Most Appropriate Person Take The Lead 

 

The role of team leader should move around, especially if you are dealing 

with a complex or difficult challenge.  There will be times when it is far 

more logical and productive to allow someone else to take the lead.  This 



might be because they have the right skills or expertise or just the right 

attributes. 

Challenge But Don’t Stress Out Team Members 

 

Be demanding, set high expectations and challenge.  On the other hand 

you don’t want to set people up to fail.  There is a fine balance between 

challenging a team and having them completely stressed out.  The latter 

is rarely productive. 

 

Celebrate Success and Learning From Failings 

 

It is easy to focus on failings and forget about successes.  Try to get some 

balance.  You can learn from both what you achieve and what you don’t 

achieve. 

 

Get Everyone Heading In The Same Direction 

 

You only want one agenda on a team that everyone is working towards 

achieving.  A lack of alignment like a lack of trust will always limit the 

potential of teams. 

 

Remember That Teams Will Always Achieve More Than Any One 

Individual 

 

No matter how good you are or certain individuals are, one or two people 

cannot ever hope to achieve as much as a team of people working 

together to achieve a common purpose. 



 

Afterword 
 

I hope that having read this book you will see that there is no one single 

thing that makes you an effective team leader.  It really is a combination 

of factors that contribute to your success. 

 

It is also worth pointing out how things have changed in organisations.  

The old style of command and control is gone or is at least on the decline. 

 

Smart organisations get that if you are going to achieve anything of 

significance, team work will be an important component. 

 

In 25 years working in organisations including the NHS, two of the big 

four accounting firms and a retail bank I saw first-hand the benefits of 

teams.  I also saw what happened when people choose to work in silos. 

 

I don’t pretend that getting teams to function effectively is easy.  It takes 

a lot of hard work and commitment. 

 

Yet I do believe that if you really embrace the potential of teams it will 

have a huge impact on your performance, your teams’ performance and 

organisational performance as a whole. 

 

I wish you success in taking this information and using it to help you be 

an effective team leader. 



 

About The Author 
 

Duncan Brodie is Managing Director of Goals and Achievements Ltd.  He 

helps organisations and professional people to be more successful. 

 

An accountant by profession, he has led and managed teams as small as 

3 and as large as 70. 

 

His core belief is that people significantly impact the performance of an 

organisation and that how they are lead and managed makes a huge 

difference. 

 

You can learn more at www.goalsandachievements.co.uk and 

www.goalsandachievements.com 

 

You can find him on Twitter @duncanbrodie and on LinkedIn 

 


