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DEDICATION

To every single team leader



"[Team], we are going to 
relentlessly chase 

perfection, knowing full well we 
will not catch it, because 

nothing is perfect. But we are 
going to relentlessly chase it, 

because in the process we will 
catch excellence. I am not 
remotely interested in just 

being good."

VINCE LOMBARDI
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CHAPTER 1

How High Performance 
Teams Happen

IN A NUTSHELL….

High performance teams happen when a 
group of people come together, train 
regularly, identify obstacles, overcome chal-
lenges together, and work well with each 
other to successfully reach common goals 
on a consistent basis.

High performance teams are possible. 
They are real. They happen in organiza-
tions all around the country who commit 
themselves to making these teams a real-
ity. They are not just an “ideal” hope. They 
are real. It’s what makes companies grow. 
It’s what creates opportunities for every-
one. Like a garden where plants can grow 
and flourish, so is a great team where peo-
ple and ideas can be nurtured and grow. 

But like a flourishing garden, high perfor-
mance teams do not just happen. They do 
not come into existence by accident. They 
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do not develop on their own. They are 
built. They are constructed on purpose, 
with care, a plan, and patience. They are 
assembled with intention. 

There are countless examples of sports 
teams that spend an enormous amount 
of money to recruit the best players and 
yet can not get them to become a suc-
cessful team. However, many teams have 
achieved success by recruiting good play-
ers and coaching them to become high 
performing. 

That’s the formula: have caring managers 
dedicated to mentoring people. Recruit 
players who are good at what they do, 
who are willing to learn, and who are will-
ing to grow. And as they come on board, 
have the managers consistently provide 
them with clear expectations, the tools 
they need, and on-going training and 
mentoring. 

That is what produces high performance 
teams. 
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That is what everyone wants. It is what 
managers want. It is what team players 
want. It is what Millennials want. It is what 
we all want. It is what makes work incredi-
bly engaging and incredibly productive!

But to build teams like these, it takes time. 
They require diligence and hard work. Like 
a garden, they require on-going nurtur-
ing, pulling up weeds, pruning and wa-
tering. Sometimes less, sometimes more. 
But with proper consistent care, they 
produce great fruit. They provide consis-
tent results.

Unfortunately for most people, this is not 
what is happening in their workplace. In 
fact, most of us are experiencing quite the 
opposite. Our teams are often in disarray. 
Everyone tries to make things better, but 
after a while it becomes a daunting task 
to have a good team environment. 

This becomes terribly discouraging and 
dysfunctional. How does this happen? 
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CHAPTER 2

How Teams Become 
Dysfunctional

Teams break down and become dysfunc-
tional primarily because team members 
and managers have different opinions 
and disagreements of how things should 
be done. These disagreements persist and 
go a long time without resolution. And 
although everyone tries to resolve differ-
ences, they soon realize they do not know 
how to create consensus, mutual buy-in 
and get on the same page. After a while, 
these disagreements create negative atti-
tudes and performance drops. 

But this breakdown doesn’t just happen 
mysteriously. There are certain things that 
happen over a period of time that create 
dysfunctional teams. 

And although all teams are not the same, 
this breakdown happens with an all-too-
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common cycle. Is this not familiar?

The first thing that happens is that new 
team members are not given much 
training. There may be a few days of 
orientation. There may even be a week or 
two of training once they are hired. But af-
ter this initial training, team members are 
sent out to perform without much coach-
ing, mentoring, or training after that. 
Everyone is left to fend for themselves and 
ask each other how to do things.

Then, people’s roles and responsibili-
ties change. People need to be open to 
change because it usually means oppor-
tunities for growth. But because there is 
little to no mentoring happening, these 
changes in people’s roles are not well 
communicated and everyone becomes 
confused as to who does what. Disagree-
ments between team members increase 
and the managers tend to not want to get 
involved.

The tools and processes needed are not 
provided. These tools could be as simple 
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as a script of how to help customers on 
the phone, to a procedure that explains 
how to fix a problem for a customer, or a 
clear form on how to report time and ac-
tivities. Sadly, what managers often say to 
team members are things like, “you guys 
can figure it out on your own”, or “stop 
being so demanding. Just do your job.”

After a while of this, team members be-
gin to disengage and get frustrated. For 
some, this means verbally expressing their 
concerns, and for others, this means go-
ing quiet and becoming passive. To some, 
it means not showing up to work on time. 
And to others, it means doing work much 
slower and without urgency. Either way, 
the managers begin to notice negativity, 
which causes them to become impatient 
toward the team members. Some team 
members become more demanding; 
some leave. And others remain, but they 
stay quite disengaged.

After a while of this, performance drops. 
This lessening of performance may be 
across the whole department or it may 
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happen with only some players. However, 
it often impacts the whole team. Even if 
it’s just a few people that start to perform 
poorly, this has a domino effect on others. 
Everyone begins to feel this, and man-
agers do not really know how to address 
it. What eventually creeps in is a sense 
of favoritism because some get to stay 
as low performers, while others feel they 
would get in trouble if their performance 
dropped. 

Then, the managers begin to critique 
bad attitudes and low performance. At 
this point, things reach a tipping point. 
Managers tend to blame the team and 
everything that happens seems to be 
addressed by saying things like “everyone 
just wants to complain”, or “everyone just 
needs to do their job”. To their defense, it 
is probably true that by now some are not 
pulling their weight and they are “playing 
around” a lot. But regardless, the man-
agers by now have a negative attitude 
toward the team or some team players. 
Everyone can tell.



8

To make matters worse, people start leav-
ing, or they are dismissed, and the new 
team members are hired in the same way. 
Then, the cycle repeats itself over and over 
again.

Patrick Lencioni wrote about this phenom-
enon in his book, “The 5 Dysfunctions of a 
Team.” As time passes with the same cycle 
repeating itself, these dysfunctions become 
all too real: an absence of trust creeps in, 
everyone fears conflict, there is little com-
mitment to the work, everyone begins to 
avoid accountability, and there is very little 
attention to performance and results*.

But there has to be a better way. 

We believe there is a better way.

It is an appeal to both managers and 
team members. It’s an appeal for us to 
adopt a new, refreshing approach to 
teamwork. It balances personal responsi-
bility, team accountability and collabora-
tion between all the players. And it works.

______________________________

Patrick Lencioni, “The 5 Dysfunctions of a Team”
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The 8-step cycle of how teams be-
come dysfunctional:

1. New team members are onboard-
ed with only initial training and no 
follow up coaching afterwards.

2. Roles and responsibilities change 
fast, and disagreements arise on 
how things should be done.

3. Tools and systems are not updat-
ed to keep up with the growth of 
the business.

4. Without clarity on roles and 
misaligned systems, the disagree-
ments increase.

5. Long periods of disengagement 
causes team members to lower 
their performance.

6. Managers become critical; a sense 
of favoritism creeps in.

7. People leave, some are dismissed, 
and the new team members are 
hired in the same way all over 
again.

8. The cycle repeats itself until the 
team becomes dysfunctional.

SU
M

M
A

R
Y



10

CHAPTER 3

The High Performance 
Team Model

The high performance model is simple 
yet powerful. At our firm, we have seen it 
work with multiple clients across multiple 
industries and through different sectors 
of the market. I have seen it work in big 
companies, small operations, non-profits, 
schools, with everyone in the same build-
ing, or with teams scattered in remote 
offices.

The reason it works is because it calls on 
both sides - managers and team players - 
to do their part, and to have a radically re-
freshing new outlook on what it means to 
be a team. The two sides make the whole. 
Both sides are dependent on each other. 
Each side performs so that the other side 
can perform. It’s not about waiting for the 
other side to do their part. It’s about each 
side focusing on what they need to do. 
That is what makes it easier for the other 
side to succeed. 
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Think of it like a pitcher and catcher. They 
should both be good on their own, but 
they can only really succeed as a team if 
they learn from each other and do their 
part together. When they do that, the rest 
of the team benefits. The rest of the team, 
in turn, is able to do their part. No one 
waits on the other. Everyone does their 
part.

In this chapter, we will overview the high 
performance team model. Afterward, we 
will dissect each section with more detail 
and strategies.
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Diagram 3.1 - The Wheel Model



12

As you can see from the model, a high 
performance team begins with the man-
agers. Then it is followed by the team 
members, and, at the core of it, is the 
focus on solving problems and producing 
results.

The Managers
The managers must have a consistent 
dedication to providing the tools, the 
training, and the expectations of each 
team member and overall team. These 
are not just 1-time things you do when a 
new team member is hired. They are not 
things you pull out when a team member 
is failing and you try to rescue them with 
a Performance Improvement Plan* right 
before you have to dismiss them. No. The 
tools, training and expectations should be 
provided, reviewed, and discussed at least 

______________________________
A Performance Improvement Plan (aka “PIP”) is the title often given to 
a coaching or correction given to team members when they need to 
improve in their professional and/or technical skills. Most of the time, 
PIP’s are given to team members when they are being considered for 
correction or dismissal and the company wants / needs to do a last 
effort to ensure they did all they could to salvage the team member. 
Although noble, PIP’s are often used as a reactionary program when 
things cannot seem to to be improved. We recommend making the 
PIP’s monthly review discussions promoted in this book. Those discus-
sions would be your PIP’s, proactive and on-going rather than reactive 
and one-time efforts.
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once per month. In some cases, it may 
need to be done more; but by default, 
once per month.

Once per month?! Are you serious? Yes. 
Doing these things on a monthly basis is 
what allows managers to build and sus-
tain a great team culture. It shows man-
agers are fully engaged and focused on 
supporting, coaching, and mentoring the 
teams though their problems and needs. 
This level of engagement by the man-
agers is what produces the environment 
that fosters direction to the team and a fo-
cus on performance, solutions and results.

A word of caution
A word of caution to managers. It is at this 
point where we often hear managers say 
"hey, we hired good people. They should 
be able to do their work without me being 
so involved” or something like that. We 
highly discourage this attitude as it is too 
early to think this way. Yes, once you have 
built a high performing team, and they 
have become consistently good at high 
performance, then you can think this way. 
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But until your team becomes high per-
forming consistently, your attitude needs 
to be, “I have to be better at providing 
regular, on-going training and mentoring 
with better tools, systems and processes; 
and I have to be clearer in what is expect-
ed and how everyone is doing. It’s likely 
because of me. I’m probably not providing 
the things they need sufficiently.”

Paul Hawken said it best when explain-
ing the attitude and outlook managers 
should have about this, when he said, 

“Good management is the art of making 
problems so interesting and their solutions 
so constructive that everyone wants to get 
to work and deal with them.” 

If managers want team members to have 
a great attitude, to be willing to learn and 
grow, and to be fully engaged to perfor-
mance and results, then the managers 
have to provide these things on an on-go-
ing, monthly basis.

The Team Players
It is very tempting for the team players to 
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read the above and think, “Great! We’ll just 
wait on the managers to do their part so 
we can do our part.” That is not what I am 
saying. Just like the managers must have 
a proactive, professional approach to their 
role, the same is true of the team players.

The team players have to always - through 
the good and the bad - carry and display 
a positive attitude, a willingness to learn 
and adapt, and a commitment to excel-
lent work, competence, solutions and 
results. It’s easy to do these things when 
everything is going well. That is good. But 
they are mostly needed when things are 
not going well and there is confusion and 
disagreements. When team players keep 
a positive attitude and excellent work eth-
ic, they encourage each other and make it 
easier for managers to stay engaged with 
them and to do their part.

With everyone focused on their side of 
the model, they can all focus on the core 
issues of solving problems and producing 
results.

It works. It really works.



16

The High Performance Model

1. If the managers do their part, 
they make it easier for the team 
players to their part.

2. If the players do their part, they 
make it easier for the managers to 
do their part.

3. The managers are to provide 
on-going, consistent tools, trian-
ing and expectations.

4. The managers are to do these at 
least on a monthly basis.

5. Team Players are to have an 
on-going attitude of willingness, 
and competence (excellent work.)
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But how do you do this? We'll cover that 
next.
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CHAPTER 4

The Role of the Managers

Now it is time to dissect each of these 
areas and look at strategies to apply.

Providing the Tools

Tools

Solutions
Results

Diagram 4.1 - Tools

The easiest and most effective way to pro-
vide team members the tools they need 
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is to create a checklist and ask each team 
member to interact with the checklist 
every month. The checklist would list the 
tools they need and the processes they 
need (see Table 4.1 below.)

Regularly ask yourself these questions:
 
1. Have I provided them the tools they 

need to do their work?
2. Am I providing them with clear and 

updated processes and procedures to 
guide their work?

Here managers are often tempted to 
think, “they should know how to do their 
job already.” They should. And the fastest 
way to help team members get to that 
point is to get them their tools,and keep 
the process updated and clean. Don't 
have the attitude that they should figure 
things out. That is not a good approach. 
It is the responsibility of the managers to 
proactively identify their tools and define 
the processes and procedures for what 
each team member needs to be success-
ful in their job.
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Your checklist would look something like 
this:

DATE: JULY, 2019

TOOL / PROCESS
TOOL IN 
PLACE

PROCESS 
CURRENT

Tool - Script on how 
to help customers on 

phone
✓

Tool - The form how to 
log in calls and submit 

weekly report
✓ ✓

Process - Escalating 
problems after 8 minutes 

of helping customers
✓

Table 4.1 - Checklist of Tools

It is at this point where we hear managers 
say things like, “really? I have to do this for 
every team member? For every tool and 
every process? Who has time for this?” My 
answer is usually, “yes, I know this is a lot. 
But that is what good managers do.
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Peter Drucker summarized it like this:

“You can’t manage what you can’t measure”

In other words, if you want to manage well, 
you need to be measuring things. So if you 
want to ensure that everyone has the tools, 
systems and processes in place, you need to 
have a checklist that you review with each 
team player on a monthly basis. This way you 
can show you are having the necessary dis-
cussions, and you are creating the necessary 
documentation to improve things and create 
accountability.

Without a measuring checklist of some 
kind, it shows you are likely managing 
from only verbal instructions, from mood 
and from impromptu discussions. That is 
what causes lack of clarity and confusion.

To the executives:
Help your managers by asking them on a 
quarterly basis to provide you an updat-
ed list of the tools and processes for their 
departments.
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Providing the Training

When I speak of training, I am includ-
ing these three: training, mentoring and 
coaching. All three are necessary. 

Mentoring is a personal interaction, one-
on-one. It is usually casual, approachable 
and not as formal. It’s an on-going dia-
logue. 

Coaching is a little more intense and it 
usually looks and feels like one is teach-
ing the other. It can be in a structured 

Solutions
Training

Solutions
Results

Diagram 4.2 - Training
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environment or it can be a casual conver-
sation. It happens best in short conver-
sations but it is instructional in nature. It 
is not just corrective for when the team 
player messes up. It is best when it is 
proactive and happens in frequent, short 
sessions. Coaching can happen in one-on-
one or one-to-few scenarios depending 
on what is needed. 

Training - the third one - is more formal. It 
can be one-one-one or in group settings. 
It can be for a short period of time (like 
30 minutes) or lengthier like 2-6 hours, as 
needed.  

Here is a powerful strategy to help your 
team perform faster and better. Take the 
processes you developed in the “Tools” 
section and ask those players who know 
the processes well to help coach, mentor 
and train the other team members. Ask 
the team players to listen and follow what 
the assigned coaches and trainers are say-
ing. If there is no one on your team that is 
following the processes enough to train 
others, then you, as the manager, need to 
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do the training sessions and, in time, de-
velop one or two of your team players to 
help train others. It’s incredible how much 
this strategy works. 

Providing Expectations

Expectations

Solutions
Results

Diagram 4.3 - Expectations

The single most difficult thing about pro-
viding clear and current expectations is 
that things change fast. As the organiza-
tion grows, it is necessary for team players 
to pick up new tasks, new responsibilities 
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and new expectations. That’s simply the 
nature of business. But things happen so 
quickly that no one has enough time to 
update job descriptions and role defini-
tions. The same is true when the organiza-
tion is not growing. Everyone has to carry 
double-tasks, put on different hats and do 
extra to make things move forward. Again, 
no one has time to keep job descriptions 
updated.

The trap
But this does not mean that job descrip-
tions and role clarification are not needed. 
Quite the opposite; clear job descriptions 
are essential to clarifying expectations. 
The problem (and trap) is that the way we 
normally write and use job descriptions 
today is not conducive to providing clarity 
nor keeping role requirements updated as 
things change. 

In other words, as people take on more 
tasks and responsibilities, the job descrip-
tions become outdated. Everyone knows 
this. The job descriptions are archived in 
some HR folder or in some central net-
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work drive that rarely anyone has access 
to and rarely anyone uses. So in a short 
time, the job descriptions become irrel-
evant. But then, 6 or 12 months later the 
managers pull those outdated job de-
scriptions and do a performance review 
on the team players and point out how 
the team players are not diligent nor 
adhering to their job descriptions. To add 
insult to injury, the managers and the 
company determine raises and bonuses 
based on performance reviews that use 
job descriptions in this manner. 

This is a major trap. 

It is probably the single most offensive 
reason why team players disengage and 
lower their performance. The team play-
ers think: “It’s not worth it. I’ve worked 
extremely hard to shift my role and run 
at the speed of light. I’ve taken on more 
duties than what I was initially told. Things 
changed, and I adapted. But when it 
came time to review my value and provide 
recognition, my outdated job descrip-
tion was pulled out and somehow used 
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against me. This is not fair.”

I agree with that sentiment. It is quite un-
fair, and I call on all my clients (and read-
ers) to adapt a better approach.

A better approach
Step 1: Pull out the job descriptions and 
help the team players “own” it. Make a 
copy of each person’s job description and 
put it in a folder that each team player 
can access and edit with you. It can be on 
a shared private and protected folder in 
your company’s network system, in Share-
point, in Microsoft Teams, or in Google 
Drive. Wherever you select, make sure 
every person knows how and where to 
access their own job description. 

Then communicate with each team player 
that they are now the “co-owners” of their 
job description and that as things get 
added to their roles, it is their responsibil-
ity to keep their job description updated. 
Let them know that once per month, in 
your monthly coaching with them, you 
will use it to review and make sure it is 
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updated with your approval. This is what 
it means to help someone “own” their 
job. If they do not have access to their job 
descriptions, they are passive and they 
are disconnected. When they have access 
to update their job descriptions as things 
change, they can become proactive and 
connected.

Step 2: Convert the job description to a 
“scorecard”. This is simple and again, pow-
erful. As you and the team players identify 
the goals and metrics of each responsi-
bility, you go into the job description and 
write that in. So for example, this entry in 
a job description that reads like this:

 ▶ Reply in email to insurance carriers 
promptly with their case files

Would have added wording with clear 
expectations like this:

 ▶ Reply in email to insurance carriers 
promptly with their case files [within 2 
hours of received email and with the case 
file numbers included in the subject line 
and attached in only PDF formatted files. 
In any given month, should do an average 
of 12-20 per day].
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That second entry is extremely powerful. 
It is clear. It eliminates ambiguity. It is easy 
to understand. And it is easily applicable. 
If you, at any time, let that team member 
know that due to the growing changes 
and needs of the business, they need to 
lower their reply time to 90 minutes and 
increase their output to an average of 15-
20 minutes, then would you not just tell 
them that. You discuss it with them, you 
discuss the why and the how and provide 
any new training they may need. Then 
you follow up your conversation with a 
"per our conversation" email like this:

Jones,

Good meeting with you about the emails to 
the carriers.
As you and I discussed. 
Starting the week of 9/20, the reply time 
needs to be no later than 90 minutes.
And starting the same week, the output goals 
are 15-20 on daily average over 20-30 days.
I think the training we did with you showed 
you the new features of the case manage-
ment file. What we covered in the training 
should help you reach these new goals and 
expectations.
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Let me know of any new challenges as you 
come across these.
I’m rooting for you!

Linda

Step 3: Create a 1-page spreadsheet 
reflecting the scorecard. Again, this is 
simple  and we’ve made it even easier for 
you. Email me or go to my online training 
portal and download this Progress Review 
Template.* It’s a 1-page spreadsheet that 
makes all this a lot easier, faster and more 
engaging to have monthly discussions. 
Here is a screen shot of the file:

Diagram 4.4 - The Progress Review Spreadsheet

______________________________
Download the Progress Review Template at www.teamrealworld.com/
template-progressreview.
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Notice that on the left are the job duties 
and key expectations that the team player 
needs to focus on to be successful. I don’t 
recommend putting all the items on the 
scorecard. I recommend only putting the 
top 5-10 that make a difference in their 
performance. You can add more later. It’s 
a spreadsheet. Adjust it as needed, but re-
member that you are not to make chang-
es to it without first talking with that team 
player and aligning with them. Do not 
take them by surprise.

To the right is where you enter a 1, a 2 or 
a 3 for each of those duties and expec-
tations. If you use our template, you’ll 
see that the spreadsheet automatically 
changes color depending on whether 
you enter a 1, a 2 or a 3. Here is what each 
means:

 ▶ 1 - Red - Low Performance. Focus 
on this and get to yellow.

 ▶ 2 - Yellow - Good improvement. 
Keep improving! Get to green.

 ▶ 3 - Green - Great performance. 
Keep it up!
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The message you are sending to team 
players is “get out of red, jump into yellow, 
and don’t settle until you stay in green!” 
You review this spreadsheet in your 
weekly, bi-weekly and monthly coaching 
discussions with each team player. 

Applying this to 2 Key Areas: New Hires 
and Low Performers
Developing New Hires 
In his game-changing book, “The First 
90 Days”, Michael Watkins shows how 
new hires need a 6 month mentoring 
approach just so they can reach what he 
calls the “Break-Even point”, meaning the 
point where new hires begin to actually 
contribute to the business. In the diagram 
below, he shows how new team players, 
regardless of how high their technical 
skill set is, come into the organization at 
a deficit because they have to figure out 
the internal dynamics of the culture and 
their job. He makes a compelling argu-
ment that when managers provide a reg-
ular coaching interaction with new team 
members consistently over 6 months, 
those team members perform steadily 
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To make this possible, managers should 
discontinue the approach of only train-
ing new hires for a short period at the 
beginning, with no weekly or bi-weekly 
coaching, and then expect the new hires 
to become high performing by the end of 
their 90-days. This does not work. What 
works is a 6 month commitment of reg-
ular (weekly, biweekly or monthly) prog-
ress review conversations between the 
manager and each team player. In these 

well. Because new team members only 
reach their “Break Even” until the 6th 
month, managers need to continue the 
monthly coaching to help them stay per-
forming and become high performers.

Diagram 4.5 - The Break Even Point, Michael Watkins
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coaching sessions, they would discuss 
these things:

1. Feedback on their performance;
2. Their accomplishments;
3. Where the team member needs help, 

and which problems and challenges 
they are facing;

4. What the manager or company can 
do to help them;

5. What things should the manager talk 
with other department managers 
about to help them;

6. What tools, systems, processes and 
training the team player recommends 
and needs;

7. How the manager can motivate them 
and show the type of recognition they 
favor.

How frequent should the coaching for 
new hires be? Here is what we recom-
mend:

 ▶ Within the first 2 months - weekly 
coaching to review their Progress 
Review Spreadsheet. 

 ▶ When they get out of red and into 
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yellow in their areas after 60 days - 
bi-weekly review discussions.

 ▶ When they get into green with 
some yellows - monthly coaching 
discussions.

 ▶ Don’t stop your once per month 
routine.

Rescuing Low Performers
When any of the team players start falling 
backwards and back into yellow and red, 
then start spending more time with them. 
Your goal is to help identify what chal-
lenges and problems are causing them 
to decrease in their attitude and engage-
ment, and what is causing them to de-
cline in their performance. 

Keep in mind that you, as their immedi-
ate supervisor or manager, are likely the 
#1 reason for their discouragement. So be 
humble and open to listen to them. It may 
be that you are not doing your part in this 
model, or you are not advocating their is-
sues to be resolved from the executives or 
other departments (for example, listen to 
them when they tell you of problems like 
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this: “I’ve shown you that my screen takes 
forever to refresh. I’ve put tickets in to IT 
several times. They don’t fix it. And when 
I tell you about it, you simply tell me to go 
to talk to IT. You never go talk to them and 
get their attention.”).

Don't get defensive. Become good and 
humble at listening to them. Go talk to IT 
on their behalf. Help them fix their prob-
lem.

When they see that you are that self-sacri-
ficing, and that you open your time to be 
this dedicated on a reliable basis, they will 
respond. People usually do. That’s when 
you will see them go the extra mile and 
consistently give you a great attitude and 
consistent performance.

A Word of Encouragement to You, as a 
Manager
Although having team players coach, 
mentor and train each other is powerful, 
there is nothing that replaces you, as the 
manager, providing a personal, frequent 
coaching interaction with each team 
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member once per week, once every 2 
weeks, or once per month (as needed). 

Mentoring with a personal touch is pow-
erful. When supervisors or managers have 
this frequent coaching session with each 
team member at least once per month, 
the individuals and the team perform 
better. When the managers do not do 
this, the team players do not do their part. 
It’s almost like a law of the universe: when 
you invest time on a regular basis with 
your people, they exceed expectations; 
when you become distant and discon-
nected from your people, they will soon 
disengage and lower their performance.

You, as the manager, be the difference. 
Adjust your schedule. Give them your 
time and assistance.

Watch this short video of a coach men-
toring a team player like this. Follow his 
example: short, on-going discussions of 
where they are doing great and where 
they can improve. Go to www.bit.ly/ongo-
ingcoaching.
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Only you, the managers, can provide 
this level of support. That’s how pow-
erful your position is as leaders. Do 
these 3 things and you will begin to 
build high performing teams:

1. Regularly ensure that you have 
provided them the tools, systems 
and processes they need. Create 
the checklist. Use it monthly.

2. Commit to providing them on-go-
ing coaching, mentoring and train-
ing. Again, once per month.

3. Review with them their expec-
tations and goals on a weekly, 
bi-weekly or monthly basis. No 
exceptions.

4. Copy their job description to a fold-
er you can both access and edit.

5. Update the job description with 
meaningful metrics as these are 
identified.

6. Download our Progress Review 
Spreadsheet. Review it with them 
weekly, bi-weekly or monthly.
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Now we need to discuss the role of team 
members.
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CHAPTER 5

The Roles of the Team 
Players

In the previous chapters, I have been 
talking to Managers. In this chapter, I am 
going to shift and talk with team players. 
So when I say “you” I am referring to the 
team players.

Diagram 5.1 - Competence & Willingness

Willingness

Competence

Solutions
Results
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Are you willing and are you able?
When managers and executives try to as-
sess if they can help individuals or teams 
become more productive, they ask these 
two questions to each other about you:

1. Do you have the right attitude?, and...
2. Do you know how to do your job?

These may not seem to be fair questions 
but they really do underscore the two 
things every team leader is looking for 
from team members: 

1. Will they?
2. Can they?

In other words, do you have the will to 
adapt? And can you really do your job? 
What they are looking for is a high degree 
of willingness and a high degree of com-
petence. Those are two things that make 
high performance possible. Hopefully this 
table below helps. Here are the skills in 
each that you need to bring to the table:
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The Willingness traits reflect what you 
bring professionally to the workplace. 
You may not be the best in the areas of 
Competence, but if you are awesome at 
the traits of Willingness, then you are like-
ly to be seen as having great potential and 
a future with the company. The reason is 
because you are seen as coachable, you 
maintain a positive attitude even though 
you have to adapt a lot with the company, 
you are reliable and you speak up. Those 

WILLINGNESS COMPETENCE

Positive attitude 
& demeanor

Professional skills

Adaptability

Reliability

Coachability and 
Humility

Ambition

People skills 
& speaks up

High performance

Skill set

Technical skills

Excellent output

Exceeds expectations

Keep performance high

Regularly improves 
skills

Table 5.1 - Skills Comparisons
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traits are incredibly difficult to find in 
team players. Keep those as your daily fo-
cus. If you can maintain them even when 
there is dysfunctionality in the teams, you 
will carve out for yourself opportunities 
as the managers try to figure out how to 
improve things. 

This doesn’t mean that the Competence 
traits are not important. Quite the oppo-
site. Competence produces excellence and 
growth. But from my experience of coach-
ing and training hundreds and thousands 
of individual team players, you tend to fall 
into the trap that “my work should speak 
for itself; I shouldn’t have to change who 
I am” or something like that. Too many of 
you (team players) tend to think that if you 
perform great and consistently, then you 
don’t have to be as awesome in consistent-
ly displaying the traits in the Willingness 
column.

That is a trap. A major trap. I have seen a 
large number of careers sabotaged and 
self-destroyed watching peers and col-
leagues play into this trap, and not realiz-
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ing how damaging that is. 

It is not either/or. It is both. You have to be 
excellent at your trade and excellent at 
professional skills and attitude.

I could tell you of an attorney, who was 
a leading attorney in town, but couldn’t 
adapt to change in the firm. I could tell 
you of hundreds of sales reps, customer 
service reps, or warehouse technicians, 
who were the best at their skill sets. But 
over a period of time, they grew so frus-
trated with the managers, that their 
Willingness traits were too low to keep 
around. And as much as would try, they 
weren’t able to recover. Sure the man-
agement team was largely the cause, but 
they contributed to it and consciously 
stopped doing their part to keep their 
attitude positive.

How to get out of the trap?



43

Willingness

The list of traits in the Willingness column 
are many. They are all very important. 
There is, however, a practical strategy 
that I use with my clients to help them 
become good at all of these. I use Patrick 
Lencioni's book, “The Ideal Team Player,” 
where he boils it down to three traits.

The top 3 (Hungry, Humble and Smart) - 
Another way to put it is proactive, coach-
able and people-smart. Ever since that 

Diagram 5.2 - Willingness

Willingness

Solutions
Results
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book came out, I have recommended it 
to every single one of my clients. From 
experience, I have found these 3 traits as 
the “keys” to unlock the other areas of 
Willingness. Go download the free Self-As-
sessment available on their website at 
Table Group*, and as you’ll see from your 
assessment report, the goal is to identify 
which traits you are good or weak at, and 
start working on each to create for your-
self a balanced approach.

Of all 3 of the traits, I believe the most im-
portant trait is “people skills”. Because the 
more you learn about your own personal-
ity strengths and weaknesses, the more 
you will see into areas about yourself you 
had no idea about and that will help you 
in becoming more humble and coach-
able. Then as you read further into your 
personality profile report and you learn 
how other people also have big weakness-
es to improve, you’ll likely become more 
humble and professional towards them. 
You’ll realize they are trying to figure it out 
also.

______________________________
The Ideal Team Player can be found at: www.tablegroup.com/
ideal-team-player/assessment
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The tool I recommend for improving your 
people skills is the DiSC personality pro-
gram. It is easy to take online. It is incred-
ibly practical and applicable, not to men-
tion fun and insightful. Go to my website* 
and download the DiSC 2 report. And 
when I send you your profile survey, your 
task is to read it and study it over and over 
until you have “mastered” and understood 
your own personality really well. You could 
ask your managers and company to invest 
in this for you, but if they do not, take it 
upon yourself to invest in yourself and 
start there. Don’t wait on your managers 
to become good at people skills. That’s 
something you should always bring to the 
table on your own.

I will add one more: Speaking Up - I hear 
this from managers all the time: team 
members will not speak up. Managers 
often say “even when we do give them the 
chance to speak up, they don’t. They stay 
quiet. Crickets. And right as we are about 
to implement, or we have implemented, 
that’s when they chime in. It’s too late. They 
need to speak up more. Sooner. Faster.”
______________________________
Find the DiSC personality profile here: www.teamrealworld.com/
professional-assessments
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I would agree. There are many reasons 
team members hold back. You feel that 
you tried in the past but you were shot 
down. You have been speaking up, but 
things stay unresolved. You bring things 
up, but they are used against you. You 
spoke on behalf of others or the team and 
you were told to mind your own business. 
The company doesn’t want to listen and 
it’s not worth trying anymore.

All these are real. I have lived them. I’ve 
experienced them. I, unfortunately, and 
regretfully, have done it to team members 
when I’m the manager. It’s toxic. It stops 
dialogue. It kills innovation. It discourages 
everyone and it causes disengagement 
and disrespect. I hear you. I do. 

But I encourage you: you cannot stop 
speaking up. When you stop speaking 
up, the quietness you create will be used 
against you. 

Watch this 4-minute video we created 
to help you become better at speaking 
up, even when you are interacting with 
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extroverts who are very controlling and 
aggressive. 

We take clips from the movie Cher-
nobyl on to balance between when to 
speak up and when to stay quiet and let 
others speak up. Go to www. bit.ly/cher-
nobyl-speakingup.

Video Clip 5.1 - Chernobyl, HBO
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Competence

Competence

Solutions
Results

Diagram 5.3 - Competence

To help create and develop high compe-
tence, apply this strategy.

Work from a proven, working process
Remember that in the area of Compe-
tence is where this question is asked 
about you: “do you know how to do your 
job?” The thing to realize that you - the 
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team players - tend to reply in these 
terms: “of course I know how to do my 
job. The problem is my manager doesn’t 
agree with me and my manager has no 
idea how to do my job.” Chances are that 
if you have been there for a while, then 
75% of the time you are correct about this. 
You know about your job more than your 
manager or supervisor. If you are relatively 
new, your manager probably knows more. 
But if you are listening to your peers who 
have been there a long time and who are 
not in agreement with the boss of how 
the job should be done, then you are now 
in a quagmire. Remember what we said 
above of why teams become dysfunc-
tional? It is because there is too much 
disagreement about how things should 
be done.

I would ask you to consider this strategy: 

1. Determine who are the best wid-
get-makers on the team (the best 
performers.) How do they do what 
they do?

2. Find out: do those top performers 
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follow specific steps to be such high 
performers?

3. If they have the steps written down, 
then that is the document from which 
to train everyone else.

4. If they do not have it written down, 
somebody sit with them and write it 
down. Interview them. Shadow them. 
Get on a white board and brainstorm 
it out of them. That is what you train 
everyone else on.

Is this doable? Does this really work? Is it 
worth trying? Yes!

With years of experience, and with coach-
ing many companies, managers and 
teams, I can tell you that it works! 

Don't let your high performers be the few. 
Find out how they do what they do. Write 
it down in a procedure or a process. Then 
train everyone else from those proven 
steps. Those steps and that written pro-
cess become valuable tools the whole 
team needs.
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1. The role of team members is to 
focus is in 2 key areas:
a. Willingness - which includes 

attitude, demeanor, profes-
sional skills and people skills

b. Competence - which includes 
skills set, technical excellence 
and exceeding expectations

2. Train your teams on the steps and 
procedures from how the top per-
formers do their work. Make these 
on-going training sessions to help 
all team members become high 
performers.
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In the next chapter, let me give you some 
examples and tell you how to bring it all 
together.
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CHAPTER 6

Bringing it All Together

Here are 2 real life examples:

 ▶ Front desk team - team was not per-
forming well. The supervisor couldn’t 
get the team to listen on how to 
improve. Over several years, they had 
produced very high turnover. They got 
together and wrote a process of how 
the front desk should be run. It took 
them 2 months to have the necessary 
discussions. The executive director, 
the supervisor and the team were all 
involved. They arrived at agreement. 
They trained each other on their new 
processes and scripts. Everyone got 
re-engaged. The team turned things 
around, and with little turn-over now.

 ▶ On-site technicians - managers were 
under a lot of pressure to increase 
their numbers and repeat customers. 
Technicians and supervisors were slow 
to implement the new technology 
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provided to them. After many years of 
losing market share and high turn-
over, the supervisors and managers 
adopted the process of the top per-
formers. They involved the technicians 
and the executives. It took them 3-4 
months to clarify and update the pro-
cesses. They arrived at agreement. The 
training manuals were updated. They 
trained each other. They hired an out-
side vendor to provide some training. 
Everyone got re-engaged.

I could tell you of many more. The team of 
paralegals who turned their firm around. 
The call center supervisor who turned 
her team around. The director of opera-
tions who couldn’t get managers across 
departments to agree on anything nor 
implement things successfully. All of 
them, in their own scenarios, adopted the 
process of the top performers and got on 
the same page. If it was not written down, 
they wrote it down. They disagreed a lot 
but they got to alignment. And bam!, the 
engagement happens. The team players 
renew. 
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That is how you build a high performance 
team:

IN A NUTSHELL….

Print the top performing process or proce-
dure. If there is not one, write one. Have the 
necessary discussions and meetings to get 
everyone on the same page. Involve input 
from the 3 levels as needed (frontliners, 
managers and executives). 

Agree on the process and update the 
process. Print the process and use it as a 
training guide. Train each other and pro-
vide on-going training on the processes to 
recently hired team members. 

Managers and executives: focus your ener-
gy and budget on providing the tools and 
training to support these endeavors. Then 
invest in this with budgets for fun, con-
tests, incentives, bonuses, salary increases 
based on performance, and on-going 
recognition.

Continue to do this over and over, and 
you will not only have High Performance 
Teams, you will have a Thriving High Per-
formance Team Culture!
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That’s how High Performance Teams Hap-
pen!

Some closing remarks:
1. Do not give up
2. Be patient with each other
3. Assign 1-2 managers to oversee and 

organize this
4. Call me if you need help

Cheering for you.

Maurice



56



57

Appendix A

Skill Assessment

You can take this survey online.
Go to www.teamrealworld.com/highper-

formanceassessment
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1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

The company provides 1-3 days of dedicated training 
to every new person on the week they start

The training that new hires receive when onboarded 
is based on that person’s job description

The managers provide their team members with at 
least 8 hours of official training at least once per quarter

T R A I N I N G

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

Managers ensure all job descriptions are updated on 
a quarterly basis for all their team members

Managers keep an updated list of the tools their teams 
need to ensure team members have what they need

Managers regularly update the processes and 
procedures of their own departments and teams

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

All team members have written metrics, so they 
know how to gauge their performance at any time

The managers meet with each new hire on a weekly 
basis for 20-30 minutes to review their progress

The managers meet at least once per month with 
existing team players to review their progress 

E X P E C T A T I O N S

T O O L S

1 No 2 Weak 3 Average 4 Good 5 Excellent

R A T I N G  S C A L E

During the interview process, we review with each 
top potential candidate their job description



59

SCORING
80-85  Congratulations. You likely have a High Performance Team Culture. Keep it up!

75-79   Great job. You have a high performance team culture. May need some 
               fine-tuning.

68-74   You likely have a good team culture, but you likely need coaching/training
              in key areas.

0-67     Your team is likely trying hard but you need a lot of training and coaching.

1 2 3 4 5

1 2 3 4 5

Our team morale is high and positive

Team members are open to change and know how 
to adapt to business needs

Team members speak up and identify problems that 
need to be addressed

Team members regularly propose solutions or 
improved processes to help resolve problems and 
disagreements

W I L L I N G N E S S

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

T O T A L  S C O R E :

C O M P E T E N C E

Our team members are all committed to producing 
excellent work on a consistent basis

Team members seek out their own development 
and training, and look for ways to grow and learn

Team members proactively help each other and are 
open to receive training or mentoring from each other 1 2 3 4 5



60

ONLINE LIBRARY
With Team Real World OnDemand Library, you'll 
access and enjoy hours of powerful instruction 
videos, audio files, templates, PDF's and down-
loadable files to gain new skills and techniques 

for you and your team.

Go to TeamRealWorld.com and click on 
Online Training.

LIVE TRAINING
For our live training in your area or keynote 

speaking, have Maurice or any of our consultants 
or trainers work with your team or event. 

Go to TeamRealWorld.com and click on 
Training.
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ATTEND OUR
MANAGEMENT LEADERSHIP
TRAINING PROGRAM

A 2-day program for Directors of Operations, 
COOs and Managers. Provides practical tools 
and insights on how to become a more effective 
and influential leader "from the middle" through 
lively discussions, real-life exercises, and panel 
guests.

Train your managers how 
to apply and master the 
skills and disciplines in 
this book. Register your 
managers to attend the 
training program in Baton 
Rouge, or contact us to 
set up a private session for 
your team on-site.

For more information or to register, email us 
at: info@teamrealworld.com.
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About the Author

Maurice helps build leaders. He helps 
build great teams and great workplace 
cultures. He specializes in working with 
executives and managers to align with 
each other, so they can better support 
their people and teams. That aligned lead-
ership approach is what helps teams and 
frontliners engage more and help cus-
tomers better.  Maurice has been in the 
people development and organizational 
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worked with thousands of people, hun-
dreds of teams, and spoken at numerous 
events and conferences, helping manag-
ers become great leaders and rekindle the 
energy and potential of teams.  He is the 
President and Sr. Consultant with Team 
Real World and the Management Consul-
tant for VISTA Consulting. Maurice has a 
captivating speaking style and is refresh-
ingly practical in all his content. He hosts a 
weekly radio show called “Winning in the 
Workplace” and has published 2 manage-
ment books for Executives and Managers. 
The first one was "Journeying Beyond 
the Storm” and this one: “Developing 
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claimed movie buff.
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