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How to use the Team Deck?

You’ve decided to purchase this deck! Congratulations, 
you are a now a change agent in your team. 

Below is the information you’ll need to make these cards 
work in your team. 

We at BetterWork, an employee experience design firm 
with a vision to improve the quality of interactions between 
team members, made this deck after we decided that more 
people in teams needed to be empowered with tools to 
improve their, and their teams’ experience. 

Some notes on troubleshooting: 
If you’re not the leader, it is your job to use these cards to 
help get your leadership team aligned with your vision for 
improving the ways you work in your team. Spend time 
sharing these cards with your leaders, we’ve seen first hand 
how this process fails without leaders on board for change. 

If you are in a difficult team, with people who are stressed, 
overcapacity or who have a low willingness to change how 
they work, start slowly. Introduce different methods or ways 
of working over time, and when they improve the conditions 
in your team SHOUT LOUDLY about the results. The more 
proof points you have that changing how you work can 
make work better, the more likely you will be to win over the 
resistors.



A guide to using The Team Deck: 

Why this Deck? 
We decided to take these general principles, that are the 
foundations for good work, and turn them into something 
everyone can use to start thinking about, and developing, 
better ways of working.

Why a card deck? 
We wanted something that could live on people’s desks, and 
come with them to meetings without having to carry a 
computer around. We want you to flip through the cards 
and find the ones that work at the exact moment you need 
them.  A recipe card for better teams. 

What this deck is not?
This deck is not a magical solution, a quick fix that once 
opened solves all the challenges in your team. The cards are 
there to be used to provoke conversation in your team and 
experimentation and trial in your own work. Use them 
critically, figure out what works, what doesn’t and why. There 
may be cultural or institutional blockers that prohibit the 
prompts and methods on these cards from working.  

How the deck has been designed to be used?
This deck needs a champion. An agent of change fed up 
with purposeless work and meetings with no end in sight. 
Someone who will use these methods as tools of change 
and who will keep reminding the team to use the cards. This 
champion will not let the cards gather dust, but will reward 
and incentivise people in the team to play with the ideas 
and methods. (This champion is also welcome to let us know 
what works and doesn’t and make suggestions for new 
cards.)



How you and your team will benefit from using this 
Deck?
The benefits of this deck come from the new habits for 
better ways of working you and your team develop together. 
There are so many tasks and daily activities that happen ‘just 
because they have always been done this way’ and these 
cards give you agency to change that, to question how you 
work and why, and to encourage better ways to work 
together. Ways that don’t clutter up your days with 
meetings, that help you start and end projects better and 
that altogether improve how you feel about your work and 
your team. 

The other benefits (the ones the HR/OD people love) are: 
Improved communication, increased time spent on 
productive work, improved collaboration across teams, 
better feedback, less time spent redoing work, more time 
spent on priority projects and increased empathy.

Why this is important? 
Good work does not happen by default, it happens by 
deliberate and intentional design. The only way to improve 
how you work is to create new, or better ways to work. And 
the only way to feel more engaged with and ownership of 
your work is to create the environment that allows for this.

Where to keep this deck?
Keep this deck on your desk, and use the cards everyday. 
Or keep them in the room where you make decisions or hold 
meetings. Make a point of referring to them to guide your 
actions and decision choices. 

Tools
To access any tools referred to in this deck, please visit the 
TOOLS page on our website betterwork.co.za and enter the 
password BetterWork101



Employee Experience 
Why Employee experience: the purpose of this entire deck 
of cards is to give you the ability to redesign the ways in 
which you and your team experience work. In order to do 
this with intention we’d like to share some of the principles 
of experience design with you so that you’re exposed to 
them before you jump into redesigning your experiences 
and solving your own team’s experience challenges. 

Instructions:

When to use these cards:
 When you want to assess your existing work 
 experience
 When you’re starting to think about how to improve   
 your work
 When you’re thinking about how to sustain 
 improvements in your team
 When you want to explore how you’ll measure 
 improvements

Who to use them with?
 Your team
 Other leaders in your company

How you use them to develop better team habits?
 Use them every time you want to introduce a change   
 to a way of working
 Use them every time you are thinking about 
 enhancing the team’s experience at work
 Use them retrospectively to assess how you’ve done   
 with previous improvements and interventions and   
 bank those insights for the future

Teams we work with introduce their improvements much 
more successfully when they start by setting their intentions 
and understanding the principles behind what they are 
introducing.



Meetings: 
Why Meetings: most teams we work with struggle the 
most with having meetings that deliver results. Instead they 
spend hours in meetings about meetings and no one leaves 
with clear direction or focus. These cards have guidelines 
for running some of the meetings we think are the most 
important in the teams we’ve worked with. If your team 
doesn’t run these meetings try to introduce them. Often 
meetings happen for the wrong reasons, these cards are 
for some of the right kinds.  

Instructions: 

When to use these cards: 
 When you’re planning a meeting 
 When you’re starting a new project
 When you need to check in with your team
 When a project has finished

Who to use them with? 
 With your team when you’re planning meetings, 
 discuss the methods and identify if they may be useful  
 to your team
 Invite people who have a role in your projects to 
 meetings and use these cards to identify who to invite
 With leaders of your team, and company, to start   
 changing the way people think about meetings

M



How you use them to develop better team habits?
 Use them often, in fact, for a full month make looking   
 at these meeting cards a ritual each morning
 Incentivise yourself and your team to refer to them.   
 Reward people who use these cards
 Encourage your team to ask for them from your desk
 Bring them with you to meetings and share them
 Think about how these cards work and don’t work
 Get feedback from your team to see if they’re noticing  
 an improvement

Teams we work with use these cards to run retrospectives on 
all their big projects so that they keep learning and growing. 
One of our teams used our cards and cut down their soul 
destroying 90 minute meeting to 30 productive and 
energising minutes.



Approach:
Why Approach: Most teams we work with struggle the most 
to figure out agile and creative ways to solve complex prob-
lems. In fact, most of them keep repeating what was done 
the previous year because they’re not sure how to begin to 
approach their work differently. These cards help reframe 
how teams think about their work, how they communicate 
this to others and how they start solving problems in more 
human friendly ways. Most importantly it introduces new 
ways to think about feedback, data and how this evidence 
impacts choices. 

Instructions: 

When to use these cards?
 Everyday. Use these cards to change how you 
 approach work everyday. Use the cards to influence   
 the smallest team tasks and the biggest company   
 wide projects
 Use these cards particularly when you are starting a   
 big project or planning activities for the year

Who to use them With? 
 With your team, especially to get buy-in from a 
 broader team on a new way to approach something

A



How you use them to develop better team habits?
 Try use these cards every time you feel like you’re 
 unable to achieve the kind of results you’d hoped for   
 and need a different way to approach your challenge
 Set up an approach part of status or check-in 
 meetings where you encourage your team to talk   
 about their current challenges and to find new ways to 
 approach them
 Bank the results of trying something a new way, share  
 this as a proof point and try build on the knowledge   
 and data gained by approaching something in a   
 new way

A team we worked with used these cards when they 
were struggling to solve a problem without enough client 
context. They decided to hold a co-design session, where 
they got their internal clients to design the solution with 
them, not just to make changes on an already defined 
route. The result, the clients felt like they owned the 
solution and were part of driving the adoption of it 
among their team.



Team:
Why Team: most teams we work with struggle the most 
with finding ways to work together purposefully. Instead it 
feels like they are frequently task focused, in isolated project 
teams, and as a result often feel misaligned and don’t bene-
fit from the collective knowledge of the team. 

Instructions: 

When to use these cards?
 When you’re starting a new project and need to 
 define roles and responsibilities
 When you are struggling to identify who is responsible  
 for what with a general lack of accountability
 When as a team you feel like your work has no 
 purpose and you feel like each day is a series of tasks

Who to use them with? 
 Use it with your team, and more broadly with all   
 stakeholders in a larger project
 Use it with your team and leaders to re-orientate 
 everyone around a common goal

How you use them to develop better team habits?
 Teams work better when they have clear roles and   
 responsibilities so use these cards at the beginning of  
 new projects

T



 Ensure that all tasks have meaning, so use these   
 cards every time you are giving feedback to the    
 team on your work and anchor all tasks in the context  
 of the teams purpose 
 Use these cards to help you prioritise: if an action   
 doesn’t link back to the team’s purpose, it shouldn’t be  
 taking up your time and capacity

A team we worked with was facing the complex challenge 
of attracting a more diverse audience, the obvious starting 
point was purpose - if you’re clear in what your intentions 
are, and your reason for being, all your actions follow suit 
and send the right message. Developing a purpose acted 
as a compass for the team and its employees and made the 
steps taken in order to achieve their goal a lot clearer. 
Similarly, from the team’s purpose, their customers could 
deduce that they aimed to be inclusive and diverse, 
catering to all audiences.



Leadership:
Why Leadership: most leaders of the teams we work with 
struggle the most with sustaining creative and collaborative 
leadership. They get stuck in the work and don’t have time 
or capacity to lift their heads up and re-orientate the team 
around the purpose and meaning of the work. In addition, 
because teams are frequently time-pressed and already 
overburdened it requires leadership to pause and e
ncourage the team to approach their challenges differently. 

Instructions: 

When to use these cards?
 At leadership meetings to make sure you’re serving   
 your team in the best way
 On offsite and strategy sessions to make sure that   
 purpose is in the day to day and that the vision of the   
 team is understood
 In one-to-ones with your team members to make sure  
 they’re aware of your expectations for them

Who to use them With? 
 With other leaders in your team
 With senior leaders in your company
 With individuals in your team

L



How you use it to develop better team habits?
 Teams that understand how their small tasks 
 contribute to achieving purpose have more meaning   
 in their work. Make sure you try find opportunities to   
 link work back to the purpose, weekly, monthly    
 or quarterly
 Have regular team check-ins where you can spend   
 time understanding the blockers and enablers to your  
 team doing their best work and then do your best to   
 remove these obstacles
 Start all new projects with a co-design session, that   
 way all those involved in the implementation and 
 usage, are part of the solution design and feel more   
 ownership

A team we worked with had a complex layered challenge: 
firstly, to attract a more diverse audience, and secondly, to 
create the conditions for success at the resorts by engaging 
their employees and understanding this new goal. A total 
buy-in from leadership, both in teaching and encouraging 
new mindsets, helped employees internalise this vision and 
gave leadership a firm foot to stand on, leading the organi-
sation into the future.



ME:
Why Me: Individuals within most teams we work with 
struggle to articulate to their team the best way to work 
with them. People have different strengths and weaknesses 
and knowing what these are and being able to 
communicate this with your co-workers creates diverse, 
high-performing and psychologically safe teams.

Instructions: 

When to use these cards?
 When you join a new team or when someone new   
 joins your team, get everyone to share their How-To-  
 Work with me guide so that you know how    
 people work best
 When you’re facilitating a workshop/meeting 
 When you don’t understand why people aren’t getting  
 your ideas, use them to check your biases

Who to use them with? 
 Your team
 On your own
 Your leaders

How you use them to develop better team habits?
 Everyone has their own biases that affect how they   
 see the world, build in a ritual where each week    

M



 you identify if the choices you are making are best for   
 everyone, or as a result of your own biased view
 Facilitating is the best skill to have, otherwise all 
 meetings and brainstorm sessions go nowhere. 
 Develop a habit of getting your team to give you 
 feedback after you run any meetings with them and   
 keep improving. 
 Try each quarter to review your How to Work with Me   
 guide as a team, give each other feedback on how they  
 are using this to work better, or not, with you

Teams we worked with, including our own team at 
BetterWork, used these cards at the end of the year when 
we ran sessions to help us review our year. Everyone started 
the year with a clear understanding on who the team was 
made up of, what shaped their world-view and how best to 
work with each other. These cards are also great for 
establishing a “personal business model”, as we noted with 
a newly founded shared value company who needed to 
figure out what everyone’s able to bring to the table, ahead 
of the work that lies ahead.



M
M E E T I N G S

Ways to have better meetings 
that deliver results



Role Clarity
Personal Accountability

Team Alignment

Goal Setting

Addresses
+.
+.
-.

.

Team Impact

Cluster Capacity

Wasted Effort

Benefits

M

GENERAL
MEETINGS

Recipe for Efficient Meetings



BEFORE DURING AFTER

Before a meeting commit to giving participants context and an 
agenda. 

Remember, it is not a meeting without an agenda “ ”

Scribe 
circulates 
the meeting 
notes for 
review to 
team

Choose a 
facilitator 
and scribe 

Set the context 

Saves 
meeting 
notes in 
project 
folder 

Ask who is 
necessary in the 
meeting by asking if 
they have a point to 
add to the agenda or 
if they are needed to 
make a decision 

Clarify the intended 
outcome to invitees

Circulate the 
agenda and ask 
for input before the 
meeting

Quickly 
check in 
with the 
team

Run through 
agenda 
points

Assign 
people to 
action items

M
UPGRADE EVERY MEETING
Great teamwork requires collaboration. Unstructured, 
unfocused attempts at collaboration can feel like wasted time 
and drain capacity from the team. Foster a healthy and effective 
meeting culture to tackle work ahead and improve the way your 
team collaborates. 



Customer-centricity
Quality of Work

Team Collaboration

Addresses
+.

-
.
.

Quality of Products/
Ideas/Work

Time/Costs/Frustration

Benefits

M

WORK REVIEW

Evaluation of work through peer collaboration



Critique should be an analysis that helps us 
understand what is working and what isn’t and 

whether we are on the right track toward reaching our 
goals

“ ”

Invite relevant parties (5 - 8 people who can add 
meaningfully to the session)

Communicate goals of session

Present work and rationale behind the chosen 
approach

Share outcomes with broader team

Invite feedback (contribution that interrogates 
effectiveness in reaching objectives; use data for 
justification)

M
WORK REVIEW
Work reviews or “critiques” are a type of reflection on work that 
favours objective analysis. Through constructive interrogation 
and diverse perspectives, the team can move towards achieving 
objectives in meaningful ways.



Team Health 

Addresses
+. Team Morale

Benefits

M

CHECK-IN
MEETING

Running a Daily Check-in



There are many ways that you can design your check-in, 
including basic “energisers”. Start with either of the following. 

Go around the table and let each person: 

Reflect very briefly (15 sec each) on their morning 
(prior to office arrival)

Express appreciation for an action by someone in 
the room

Share what they’re looking forward to achieving 
that day

Share 1 data point which might be useful for the 
team to know

M
DAILY CHECK-IN
Check-ins are an effective way to establish a human layer of 
communication with others prior to engaging in the main 
meeting. People tend to be more comfortable to participate 
when they have been properly acknowledged.

Check-ins are a daily ritual aimed at 
encouraging empathy for your peers“ ”



Project Clarity 

Roles & Participation

Shared Understanding

Addresses
+.
+.
+.

Collective Clarity
Meaningful Contribution

A Plan of Action

Benefits

M

SETTING A 
BRIEFING MEETING 

AGENDA
Understanding meeting outcomes for an 

effective and achievable brief



An agenda is a meeting program designed to 
enable all important and relevant points to be dealt 

with in order and time
“ ”

A briefing meeting agenda contains the 5 steps of a project 
kick-off:

The Big Picture

Roles

Goals

Metrics

Ways of Collaboration

M
SETTING A BRIEFING MEETING AGENDA
A briefing meeting agenda is a notice of how a briefing 
process will take place. A project kick-off document 
accompanies this agenda as a summary of the project, its goals, 
roles and tasks.



Effective Service Delivery

Participatory Design

Efficient Decision-making 

Addresses
+.

+
.

+

.

Aligned Client, Stakeholders 
and Team Vision

Decreased back and forth 
Comms/Changes

Effective Service Delivery

Benefits

M

BRIEFING THE 
TEAM

Co-design is key to developing a brief that 
takes all stakeholders’ needs into account



Co-design is a well-established approach to 
creative practice, which has its roots in the 

participatory design techniques developed in 
Scandinavia in the 1970s

“ ”

Co-briefing involves a 4-step process with a particular set of 
people at the initial brief:

Clarify the project context, clients and roles 
within your team

Collective discovery of the brief

Collaborative ideation on the brief

Joint development of the brief

M
BRIEFING THE TEAM

We’ve got a particular way to brief the team and our team 
capacity, which uses co-design as a method. This method aligns 
the client, stakeholders and team vision to ensure a clear and 
effective delivery of the brief.



Role Clarity

Goal Setting

Accountability

Addresses
+.
+.

.

Team Impact

Chances of Project Success

Benefits

M

KICK-OFF
Starting a project the right way



Start a project folder on your shared drive

Decide what needs to be communicated and to 
whom

Invite stakeholders who need to understand the 
source of work, its intentions and individuals across 
hierarchies/departments who can contribute by 
asking questions to reach highest clarity

Share meeting notes to the broader team and 
invite further input

Store the kick-off document in your shared drive 
and keep it up to date

M
STARTING A PROJECT RIGHT
Starting a new project or forming a new team is the perfect 
time to step back and look at how work is accomplished within 
your team. Kick-offs are essential in understanding the project’s 
goal, establishing trust between team members, clarifying roles 
and defining the criteria by which progress will be measured.



Role Clarity

Goal Setting

Accountability

Addresses
+.
+.

.

Chances of Project Success

Repeat Errors

Benefits

M

 WORK 
RETROSPECTIVE

Running a Work Retrospective



A retrospective is not an opportunity to play 
the blame game, instead the outcome is to walk away 
with rules, habits or processes which will enable better 

work  

“ ”

Identify and invite key players in the project

Clarify the outcomes of the session “We’re going 
to learn from work done...”

Identify a facilitator and scribe

Construct a timeline of events: each participant 
to silently detail project milestones [1 per sticky] 
and then as a group map them on a whiteboard

Review timeline of events: Ask what worked well 
and what did not

Brainstorm Better Ways of Working: Individually 
write down 1 way to enable a better way of working 
per milestone

Collect, Review and Circulate proposed 
enhancements

Save images and notes to a project shared drive

M
LEARNING FROM YOUR WORK
A retrospective is an opportunity for your team to look back at 
work done as a way to determine how to work better in future. 



A
A P P R O A C H

Creative approaches to 
complex problem-solving



Customer-centricity

Better Kick-offs

Team Morale

Addresses
+

+

.
+

-

.

.

Team Impact

Chances of Project Success

Team Capacity

Wasted Effort

Benefits

A

HOW MIGHT WE 
(HMW)

Framing your challenges as a “How Might We?”



The secret phrase innovators at Google, 
Apple and Ideo use the most  is “How might we…“ ”

Start by reframing your problem or insight 
statements as questions by adding How Might We 
to the beginning of the sentence

Try to get several HMW questions from one 
insight/problem statement

See if your HMW statements are both broad 
(to allow you to come up with wild ideas) and still 
narrow enough so that you know where to start the 
brainstorm

Use the HMW statements before you go into an 
ideation or brainstorm session

A

Before you start generating How Might We statements you 
should have spent time thinking about the problem you are 
trying to solve for your clients and turning that into Problem 
(or Insight) Statements. 

DEFINING THE CHALLENGE WITH HOW MIGHT WE’S

HMW’s are short questions that act as the departure point for 
innovative problem solving. Starting with a HMW question sets 
you up to find a solution; it creates a frame for ideating as it 
assumes a solution exists.



Quality of Work

Team Collaboration

Team Morale

Addresses
+.
-.

.

Desirability of New Ideas

Risk of Trying Something 
New

Benefits

A

BETTER IDEAS FROM 
BRAINSTORMING

A structured approach to generating new ideas



The way to get good ideas is to get lots of 
ideas, and throw the bad ones away - Linus Pauling“ ”

Begin with a well-framed challenge or How Might We 
statement

Generate as many solutions to the problem in timed 
rounds (rounds should be between 3-5 minutes). As 
individuals write one idea out, in quiet, per sticky note

Try introduce a variable to each round: good ideas, bad 
ideas, random word variables to challenge your brain to 
come up with unusual solutions

Synthesise by compiling and combining ideas and 
categorise them into categories that work with your 
challenge - we like to use matrices with 4 quadrants to 
help identify the cluster of ideas to focus on

Select ideas which you can prototype to test with 
customers or users. Using a voting method works best if 
there are a few people in a group so everyone’s choice is 
taken into consideration

A

Ideation helps you make sense of what you learned, identify 
opportunities, and prototype possible solutions.

UPGRADE YOUR CREATIVITY WITH BETTER IDEAS

Ideation is a structured approach to brainstorming new ideas 
that address your challenges. It gives you freedom to think 
broadly and creatively as individuals and then as the team. 



Customer-centricity

Addresses

+
+.

-
Desirability of New Ideas
Knowledge of Customer

Risk of Trying Something 
New

Benefits

A

CO-DESIGN
Designing with Stakeholders



. .
..

Breaking the ice Gathering specific 
design ideas
Wrapping up

Talking about 
the issues for 
investigation

A key tenet of co-design is that users, as 
‘experts’ of their own experience, become central to the 

design process
“ ”

Define your challenge for investigation using a 
problem statement e.g. “how might we design a 
rewards programme for Young Professionals”

Recruit your participants. Groups should be 
between 3-16 people, depending on your need. 
Focus on the stakeholders who can get answers for 
your questions

Build a guide for the session and prepare some 
materials that will prompt discussion amongst 
participants

The session should include: 

A
CO-DESIGNING CAMPAIGNS, SERVICES AND EXPERIENCES

Our focus is to bring key stakeholders into the process early on 
to co-design the solution. The co-design approach enables a 
wide range of people to make a contribution in the formulation 
and solution of a problem.



Personal Accountability

Team Alignment 

Goal Setting

Addresses
+.
+
-

.

.

Team Impact

Team Capacity

Wasted Effort

Benefits

A

GATHERING
FEEDBACK

Recipe for using data to improve your decisions



Identify what outcome you want from this decision/ 
action

Identify what data or evidence you need to support 
this outcome

Find out the best place to source the data you need to 
validate your decision, if you don’t have access to the right 
evidence, identify where this can be found.

Design everything for feedback, make sure that the 
outcomes you want are linked to a piece of evidence or 
data

Track and monitor to make sure that you are getting 
the results you expected, and if not, use the evidence to 
motivate for a change

Share and bank your new insights to be used in future 
decisions

A

We can’t just go on anecdotal data to improve our services, we 
must design to collect evidence. That means from the get-go, 
campaigns and ideas should have tracking measures put in 
place to track and collect behavioural data. 

UPGRADE DECISIONS WITH EVIDENCE

Using data to inform your decisions means that you never end 
up doing work “because” someone told you or “we did this last 
year”.



T
T E A M

Methods to work 
together purposefully



Accountability

Delivery 

Addresses
+.
+.

Team Impact

Team Effectiveness

Benefits

T

ROLES & 
RESPONSIBILITIES

Gain clarity on how team members will 
contribute to the team



.

.

.

.

.

.

Role’s client 

Time requirements 
p/week 

Purpose 

Outputs

Measures of success 
(leads, acquisitions …)

Inputs (e.g. resources, 
dependencies)

DEFINING ROLES & RESPONSIBILITIES
Your team members have overlapping skills. In the midst of a 
challenge you may find one another stepping on toes and not 
getting the most out of your team’s potential. Clarify roles and 
address ownership and define responsibilities to address 
accountability.

Create a team role board

Define your team’s objectives for a mission or period

List all of the roles the team needs in order to complete 
the mission

Assign roles to each mission

Clarify role requirements:

Assess if any roles are missing

Self-assign into a role and commit to it

Hang up the role board and reflect at the end of the 
week on progress

T



Accountability

Personal Agency

Delivery 

Meaning of Work

Addresses
+.

.
+.

.

Team Impact
Team Effectiveness

Benefits

T

PURPOSE
The outcome of a well-defined Purpose is 

a highly engaged team, boosted productivity, 
autonomy and a sense of empowerment



In quiet and individually write down as many answers 
as you can to the following questions, 1 per sticky. 

 Why is the work you do important to you 
 (the individual)?

 Why is the work you do important to the 
 organisation?

 Why is the work or project important in the 
 context of your client’s needs and challenges? 

Now as a team work through your answers. Reflect on 
whether you are aligned by the meaning of the work for 
the organisation and for your client. 

If you’re all aligned, awesome! If not, look for ways to 
reflect on why team members might understand the 
meaning of the work differently and look for ways to 
bridge gaps in meaning.

.

.

.

T

As a team you’ll need at least an hour for this upgrade.

DEFINING YOUR PURPOSE
A sense of purpose provides a deep understanding of being: 
why your team exists and what impact it has on the world. 
Having a purpose motivates people to action and to fulfil on 
short- and long-term goals. 



Team Health

Psychological Safety

Addresses
+.
+.

Empathy

Understand Team 
Capabilities

Benefits

T

SOCIALISING
Informal get-togethers aimed at learning or just 

hanging out



T

Consistency is key for social activities; sporadically doing them 
won’t build a new habit. Social rituals require deliberate design 
and consistency. 

There are 2 types of social rituals:

As a team you will want to design a good mix of both frequent 
and infrequent rituals. 

Frequent rituals - once weekly, or fortnightly

Infrequent rituals - monthly, quarterly or annually

MAKING TIME TO BE SOCIAL
Research shows that teams who feel psychologically safe 
perform better than those that don’t. To address this your team 
might look to be more deliberate about socialising together.



L
L E A D E R S H I P

Tools for sustained
collaborative leadership



Revitalised Ways of Thinking

Accountability 

Innovation 

Addresses
+

+

.
+

+
+

.

.

Customer-centricity

Autonomy

Human-centered Design

Rituals for Sustenance

Productivity & Efficiency

Benefits

L

SUSTAINING 
CHANGE: 

LEADERSHIP
Enabling ways to lead amidst change



Toolkit to Takeover: a toolkit for 
leaders to sustain the change process

L
SUSTAINING CHANGE: LEADERSHIP
Sustaining change is a challenge that involves great storytelling 
for buy-in, constant motivation, the selection of champions of 
change within your team, enabling the resources for change, 
and, ultimately, the mobilisation of those efforts.



Role Clarity

Employee Engagement

Transparency

Addresses
+

+

.
+.

.

A Clear Narrative

Accountability

Shared Value

Benefits

L

TEAM PURPOSE

Aligning your vision with your team’s purpose



TEAM PURPOSE
To ensure a team’s mobilisation on goals, a clear shared purpose 
is of paramount importance. Without the ‘why’, teams feel 
confused and disconnected to the ‘how’. Creating a team 
and project purpose engages teams in new ways with a 
revitalisation of why the work is important.

Assemble your team for a workshop where they can 
think deeply about their own, the business and team’s 
purpose

Let each member of the team fill out a Personal 
Business Model Canvas to reflect on their individual 
contribution and value to the business

Ask team members why their work A] is important to 
them? and B] why it’s important to the world?

Ask team members to individually write down a 
purpose statement “We believe…”

From individual purpose statements, craft a collective 
purpose statement, addressing the most important 
values and reasons for doing what you do

Based on the crafted purpose statement, have team 
members fill in an empathy map of at least two 
employees at different levels of seniority

Reflect on your purpose statement and revise if 
needed, based on the outcomes of the empathy maps

Hang up the role board and reflect at the end of the 
week on progress
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Collaboration

Goal Setting and Execution 

Autonomy

Addresses
+

+

.
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.

Collective Vision

Innovation, Quality and 
Results

Team Assessment, 
rather than Individual

Benefits

L

WORKING WITH
YOUR TEAM

Managing a team requires working with them, 
providing guidance and direction, and not just 

instruction



WORKING WITH YOUR TEAM
A team is more than a group of people who work together - 
it’s an assembly of professionals committed to a mutual team 
purpose. Managing through the team, rather than from above 
or alongside, is a proven way to create buy-in to your vision, with 
your team understanding its purpose and your collaborative 
role within the team.

Make your role within the team clear: what you do, how 
you’re there to help them and ways to work with you

Reiterate team and project goals through making the 
purpose clear, through storytelling

Create a team rhythm where you meet with managers 
and vteams alike to understand work done on the ground 
and to ensure you’re seen as part of the team

Remove blockers and enable ways for improvement 
by keenly observing the team and their needs

Assess your team collectively, drawing on the 
strengths of individual team members and channelling 
weaknesses into other productive channels (perhaps 
better suited)

Create an opportunity for team check-ins, to regularly 
check the team’s pulse, purpose and understanding of 
work while opening channels of communication and 
allowing transparency
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Distributed Leadership

Collaboration 

Lower Development Costs 
and Time

Addresses
+

+

.
+.
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Customer-centricity

Efficient Decision-making

Autonomy

Benefits
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CO-DESIGNING
WORK

An established approach to collaborative practice



CO-DESIGNING WORK
Co-design is a way to align your and the broader business’ 
vision with your team and designing work collectively to ensure 
better, client-centered results with an array of team and 
leadership benefits.

What is the client need and project goal?

Who are the stakeholders and clients?

Determine roles and who should attend a co-briefing or 
project kick-off session

Generate ideas collaboratively

Provide collective critique on ideas

Decide on an idea that meets the client needs and is 
executable within time and budget

Assign roles to the management of work streams and 
tasks

Create a meeting rhythm where work is unpacked 
against data, asking each workflow manager what can 
be done to allow for improvement

Reflect on work done with a retrospective, iteratively 
and at the end of a project

L



M
M E

Ways to do 
your best work



Team Behaviour

Individual Accountability 
towards the Team 

Objective Guidance

Addresses
+

+

.

+
.

.

Improves Meeting or 
Workshop Outcomes

Increased Efficiency

Allows Leaders to 
Participate in Team Work

Benefits

M

FACILITATION OF 
METHODS & 

APPROACHES
A crucial role and activity that makes an action or 

a process easier



FACILITATION OF METHODS & APPROACHES
The role of the facilitator is crucial to the success of a session 
or workshop’s outcomes, which may mean learning a method, 
approach or mindset. The facilitator has a deep knowledge of 
methods, listens and is required to think on their feet to prompt/
guide participants towards outcomes.

Plan your workshop: Design challenge, define focus 
and agenda

Prepare the room: Open room, circular table, walls for 
stickies and notes

Stick to the agenda, keep track of time

Be aware of participants’ outlooks and energy

Ensure all outcomes are achieved

Follow up with resources, tools and surveys

Debrief the team

Define next steps

M

It’s not ‘us versus them’ or even ‘us on behalf 
of them.’ For a design thinker it has to be ‘us with them.“ ”



Confirmation Bias

Groupthink  

Addresses
+

+

.
+.

Allows for Self-reflection 

Encourages Diversity of 
Thought

Opens Up Possibilities

Benefits

M

CHECKING MY BIAS

Take a moment to reflect on your own biases and 
how they might be affecting your work



Roleplay:

A few questions to consider:

CHECKING MY BIAS
Teams, at their best, bring together diverse thinking and 
approaches. Sometimes this can be stifled by unchecked bias. 
It’s important for teams and individuals to constantly think 
about and question their own perspectives when working to-
gether to help bring forward the best solutions. 

Establish the scenario

Determine the role players and assign to team members

Let team members act out the scenario, as if they were 
their characters

Note how each roleplayer felt before and after acting 
out the scenario

Develop insights to use in future

What are my lenses? In other words, what is my role, 
position, experience, background or anything else about 
me that may influence my approach?

Am I confirming my assumptions or am I challenging 
them? 

What are the biggest assumptions I’m making? How 
true are they?

If any of my biggest assumptions weren’t true, how 
would my approach change? 
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Misalignment

Miscommunication  

Team Rhythm  

Addresses
+

+

.

+
.
.

Understanding of Strengths 
and Weaknesses

Better Team Communication

Improved Team Alignment

Benefits

M

WORKING 
WITH ME

Helping people understand you helps them work 
more effectively with you



Answer the following questions and share your answers 
with your team. Invite them to do the same:

WORKING WITH ME
Team goals are much easier to accomplish when teams 
have a deep understanding of one another, from each other’s 
communication preferences all the way to deeper insights 
such as understanding each team member’s strengths and 
weaknesses. Having this knowledge and continually updating it 
allows everyone to build empathy for their colleagues and work 
better together.

What is important to me? (values) 

What are my weaknesses? 

When is the best time to schedule a meeting with me? 

What are my strengths? 

When I ______ please don’t disturb me

What’s the best way to get hold of me? 

What are my preferences/biases in how I process 
information? 

What else could help my team work better with me?

M

The highest level of team performance is 
achieved when teams reach a collective state of flow 

and synergy, based on understanding
“ ”



Quality of Work

Miscommunication  

Growth

Addresses
+

+
+

.
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.

Self-awareness

Self-improvement

Purpose

Deep, Focused Work

Benefits

M

ASSESSING 
MY WORK  

Taking a moment to reflect on work done 
greatly increases your ability to adjust and grow



Reflect on the following questions:

ASSESSING MY WORK
Work environments often emphasise speed and delivery, 
sometimes at the expense of impact. This can lead to teams 
of people incentivised to do their work as fast as possible with 
a strong focus on delivery without much time to step back and 
occasionally reflect to get a real sense of the purpose and 
impact of their work.

Did I deliver my best work when completing this task?

If yes, what contributed to me delivering my best work?

If not, what blocked me from delivering my best work? 
What can I do next time to prevent this?

Who’s best positioned to give me honest feedback on 
my performance? How could I get feedback from them?

M

Constant reflection is the 
key to continuing improvement“ ”



E
E M P L O Y E E  E X P E R I E N C E

The Basics of 
Experience Design



E

WORKPLACE 
EXPERIENCES 

Understanding the Role of Experience Design in 
Improving the Way your Team Works 



The Value of Experience

UNDERSTANDING HOW TEAMS EXPERIENCE WORK

Employees experience work by interacting in 3 overlapping 
domains: their space, their community at work and with the 
work itself. 

In each domain the quality of interactions people have create 
the conditions for their experience.

You’ll know your organisation has created conditions which 
can support teams doing their best work when people: 

 Want to show up at work

 Can perform at their best because they’re supported  
 by their community, technology and space

 Are aligned in teams behind an organisation’s 
 purpose and resulting strategy.
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Contextual Awareness

Collective Sensemaking

Team Alignment

Addresses
+.

.

.

Opportunities for Design

Creates

E

ASSESSING 
TEAMWORK  
How to Assess the Way your

Team Experiences Work 



Most teams understand that an organisation’s culture and its 
performance are linked. The logical next step for someone wanting to 
improve performance would be to design culture, but we can’t. Culture 
emerges from all of the interactions with space, work and society at 
work -- the conditions at work. Before making any changes we need to 
understand the existing experience people have.  

Assess:

Start Wide: 
Survey your team by asking them to describe the experience at 
work. Shared anecdotes, interactions, or rituals will help to begin 
to define the experience at work. 

Go Narrow: 
In 1:1 sessions with your team ask them why the work they are 
doing is meaningful to them. If the response is, “it’s not”, that’s 
a great time to explore why. Next, ask if the work they are are 
doing right now is of value to their clients and how they 
determine if it is. 

To understand how the experience enhances or diminishes 
opportunities to do meaningful work ask “as a team what could 
we be doing more of [enablers] and less of [blockers] to enhance 
the meaning of our work and the value we bring to our clients?”

Synthesise the data into a single assessment and send it to 
your team for feedback and comments. It’s essential that the 
information is shared so that the opportunity to learn can be 
distributed.

E
KNOW THE EXPERIENCE TO IMPROVE IT 

Assessment is today’s means of modifying 
tomorrow’s instruction” - Carol Ann Tomlinson“ ”



Co-Design New Ways of 
Working

Addresses
+

+
+

. Increases the odds of new 
ways being adopted due to 
collective input

Creates capacity for change

Creates awareness around 
improvements

Benefits

E

IMPROVING THE 
WAY YOU WORK  

Developing Fit for Context 
New Ways of Working



Design is about imagining an ideal future -- it’s natural to ask “ideal 
for whom?” At work, you design for your team, in the context of your 
organisation. It is important that you design with your team and in 
context. Naturally you may want to reference the patterns other teams 
have developed but remember to test if they’re fit for your context 
before imposing them.   

Designing Better Ways Workshop

 Invite relevant parties (5 - 8 people who can add
 meaningfully to the session)
 Communicate goals of session 
 Present a synthesis of the answers received to “why the   
 work we are doing is meaningful to us” 
 On a whiteboard randomly list the enablers and blockers  
 gathered 
 Ask the team to cluster them into themes and facilitate   
 a discussion with the group as they are theming 
 Identify your highest priority themes as a team -- we 
 recommend using a priority matrix as a ranking tool e.g.   
 term [long, short] and value [high, low] 
 From the highest priority items, in quiet, develop 
 solutions for each theme 
 Pitch the solutions back to the team and then put it to a  
 vote 
 Assign owners of each and develop a way to test the   
 idea in the short-term

E
DESIGNING NEW WAYS OF WORKING

“Without continual growth and progress, such 
words as improvement, achievement and success have 

no meaning” - Benjamin Franklin
“ ”



Contextual Awareness

Team Alignment 

Data-driven Decisions

Addresses
+
+

.

.

.

Buy-in to New Ideas

Understanding of the 
Measurements of Change in 
your Team

Benefits

E

MEASURING 
CHANGE IN YOUR 

TEAM  
Understanding the Impact of Introducing New 

Ways of Working to your Team



To know if something new is adding value to your team you need to 
be able to measure it, so you can easily establish what needs to be 
habitualised or what needs to be tossed. This is a challenge because 
often you’re measuring the ‘soft’ or less tangible areas of your team so 
you need to find different ways to get feedback data. 

Upgrade:

 Communicate to your team that you’ll be trialling 
 something new

 Get their advice on what may or may not be affected by   
 this, be specific on the details: will it affect time, effort,   
 clarity, energy, how the team communicates, etc. 

 Document the intention of this initiative, and what you  
 expect to see as an outcome. Try framing it as you would   
 a science experiment - I believe that by introducing X   
 (method/tool/approach) new way of doing Y (something   
 we already do) it will improve our Z (affected area). 

 Be specific about how you validate your belief: We will  
 know this is working if Z improves in this way and we will   
 measure this by (reviewing, surveying, asking each other,   
 assessing new time vs old time, etc.)

 Communicate the change back to the team, using your   
 measurement as a proof point for them to buy in    
 to continuing or trying something new

E
UNDERSTANDING THE MEASUREMENTS OF CHANGE

TOOL: Strategyzer Experiment Cards 

“If you can’t measure it, you can’t improve it.” 
- Peter Drucker“ ”



Personal Accountability

Team Alignment  

Goal Setting

Addresses
+
+
+

.

.
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Team Impact

Learning and Development

Willingness to Adapt

Benefits

E

SUPPORTING 
CHANGE IN YOUR 

TEAM 
Creating the Right Conditions for your Team to 

Allow Change to Happen Naturally



Everybody can help create the conditions which support change in 
the team, whatever your level of seniority. If you understand where 
the team needs to be, and what they need to do to get there, you can 
identify areas where you can enable and support this.

Upgrade:

 Be open with your team, and ensure that everyone on 
 the team understands the purpose of changing and the   
 long-term benefits of this for them

 Discuss the details of what will need to change and also,  
 as a result of this, what might be destabilised by this 

 Get everyone in the team to assign into areas where   
 they feel they can contribute to support this change: 
 empathetic people may be on the lookout for those with   
 heightened stress and offer an ear, a motivational push,   
 or even a coffee. Those who are more pragmatic can be   
 given the role of encouraging others to push through the  
 pain, etc. 

 It will be uncomfortable, so keep reminding yourself 
 and others why you’re doing this 

 Chat to leaders or make a call yourself about de-
 prioritising work that is getting in the way of supporting   
 this change

E
UNDERSTANDING YOUR ROLE IN HELPING 
YOUR TEAM CHANGE AND ADAPT

TOOL: THE CO-DESIGN MEETING

 “It is not the strongest or the most intelligent 
who will survive but those who can best manage change” - 

Charles Darwin
“ ”


