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Introduction
Teamwork can be difficult and there is no 'silver bullet' formula. Our research shows that there are
hundreds of variables that affect teamwork. Moreover, 'The team that became great didn't start off
great, it learned how to produce extraordinary results' (Senge, 1990). High Impact Teams succeed
in developing their own success formula, and they develop the habit to continuously 'refresh' and
adapt their formula to the changing environment.
This Team Mirror tool is developed to support your team in High Impact Teaming. The goal is getting
insight in where the team stands today, where it wants to be tomorrow, and how to get there..
Consider this Team Mirror report as a working document and make notes: Is this the analysis you
expected or not at all? What can be the cause for these (un)expected results? What are your
conclusions? How would you translate these results into a concrete team action plan?
Good luck!
The Unicorn team
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PART 1 - TEAM REPORT

Confidential document published by www.unicorngroup.be

1. The framework
The Team Mirror is developed to support High Impact Teaming. It helps you and your colleagues to
work on the effectiveness of your team.
Team effectiveness means to obtain sustainable results, now, and again, and again, and again.
The one-million-dollar question is: 'What makes teams effective?'

The High Impact Teaming-model provides you with a science-based framework for what you can do,
together with your team, to develop your own formula for success.
Team learning is about slowing down to go faster. High Impact Teams regularly pause to
solve concrete taskproblems or to optimize the process of collaboration. Two crucial team
learning processes are: STEP and Feedback.
Visioning is about co-creating shared mental models regarding the current team situation,
shared mental models regarding the desired future situation and shared mental models
regarding ways to close the gap between both.
Organizing is about getting the internal and external kitchen of the team straight. To be
concrete, it is about developing and adjusting processes, methods, systems and structures
that allow you to move towards your shared ambition in a smart way.
Safe Teaming is about developing a psychologically safe learning culture. A culture that
allows team members to feel safe to give each other feedback, receive feedback, asking
questions, admitting mistakes, asking for help, etc.
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Team learning
High Impact Teams learn how to influence crucial conditions for success themselves. When the
shared vision is outdated, the organization is gone or the team members don’ t feel psychologically
safe, High Impact Teams push the STEP button to refresh the way they work together.

STEP is a team learning-process during which teams take time to consciously stop, think
together out of the box, take decisions and develop a plan in such a way that it ensures effective
execution:
STOP: dare to stop the team & lower the levels of adrenaline.
THINK: share the ideas in the team, listen to each other and ask open questions.
EVALUATE: prioritize and select by challenging each other and by engaging in 'good fights'.
PROCEED: make a concrete plan and dare to implement what is decided. Keep each other
accountable for decisions made.
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2. How to read this report?
The members of your team were asked to score 67 statements about the functioning of the team.
The answers of the following team members were processed in this report.
Stefan
Decuyper
Name
Surname
Name Surname

Simon
Decuyper
Name
Surname
Name Surname

Every statement was rated twice on a 7-point Likert scale. A first time, you rated the 'current
situation' of the team. A second time, you rated the 'desired situation'.
For each statement we calculated the difference between those two scores. This resulted in a
'growth score' (the gap between 'as is' and 'to be'), which is an indication of how hard the team
wants to develop on a specific statement.
Never consider the scores in this report to be 'the truth'. They are simply a reflection of the
subjective perceptions of you and your team members. These need to be examined and discussed
by the team during the Team Mirror workshop on 2019-03-29.
Date Workshop
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Example graph

This example graph shows how the team results are summarised. Every foundation is shown in a
figure composed by multiple variables. For each of these variables we show you the current
situation, as well as the growth score.
Current situation: Average score on the current situation (in percentages).
0% means 'nothing achieved for this variable'
100% means 'perfect achievement for this variable'
Growth score: Average difference between the current situation and the desired situation (in
percentages).
0% means 'there is no desire for changing this variable'
100% means 'there is a maximum desire for changing this variable'
As you can see in the graph above the vertical axis does not start at 0%. This is because we want to
visually enlarge the result and to counteract the tendency for positive bias.
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Below every graph, we briefly describe each of the measured variables. We also indicate which
variables need special attention by means of a flagging system.
Red flag - Priority: high growth score (higher than 15.72%)
Red flags mean that the team has the need and the willingness to improve
on this variable.
Orange flag - Point of attention: mediocre score on current situation (lower
than 61.9%) and a low or average growth score.
Green flag - Strength: high on current situation and a low growth score.
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3. Team Radar
The Team Radar shows the team results for four building blocks of High Impact Teaming at a
glance.

A. Team learning

Growth score

Current situation

Legende:
Red flag: high growth score.
Orange flag: growth score is not high, but current situation is medicore.
Green flag: high on current situation and low growth score.

Stop
The process whereby the team takes time to reflect / plan / decide together.
Think
The process whereby team members share and co-construct knowledge, ideas or opinions.
Evaluate
The process in which team members discuss towards a shared decision or conclusion.
Proceed
The process whereby team members defend and implement the decisions made.
Feedback
The process in which team members honestly share their perceptions.
Team Mirror - www.teammirror.eu
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B. Visioning

Growth score

Current situation

Legende:
Red flag: high growth score.
Orange flag: growth score is not high, but current situation is medicore.
Green flag: high on current situation and low growth score.

Shared ambition
The extent to which team members have a shared and ambitious dream.
Blueprint
The extent to which the team members feel involved in a clear and shared plan.
Transactive memory system
The shared awareness about who has knowledge or expertise in which field, and about what
every team member is working on.
Situational awareness
The shared awareness about the current situation of the team and its context.
Fulfillment
The extent to which team members deeply love doing what they do.
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C. Organizing

Growth score

Current situation

Legende:
Red flag: high growth score.
Orange flag: growth score is not high, but current situation is medicore.
Green flag: high on current situation and low growth score.

Team Autonomy
The shared power and authoritiy to determine how the team works.
Adaptability
The extend to which team members actively adapt the way the team is organized.
Meeting efficiency
Team members are involved and cooperate efficiently towards the optimal output of the
meetings.
Efficient cooperation
The team is well organized to cooperate efficiently and warm.
Balance
Team members manage their energy in an effective way.
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D. Safe Teaming

Growth score

Current situation

Legende:
Red flag: high growth score.
Orange flag: growth score is not high, but current situation is medicore.
Green flag: high on current situation and low growth score.

Soft frame
A support system with explicit behavioural norms.
Psychological safety
The shared trust that the team is safe for interpersonal risk-taking.
Reception
The habit to deal attentively and thoughtfully with socially risky behavior.
Authenticity
The daily choice to show yourself the way you are.
Trust
The shared belief in the integrity and competence of the team and its members.
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4. Priorities for growth
Below we report for each building block the qualities (statements with the lowest growth score) and
the challenges (statements with the highest growth score) of this team. To give you an idea of what
is high or low, we share he average growth score for this team: 1.02. Growth scores represent the
the sum of differences per statement between the current situation and the desired situation. It is a
measure for the extent to which the team regards a statement as an important point of development.

A. Team learning
Team qualities
We confront team members who do not adhere to the decisions made.

Growth score
0

Variable: Proceed
In this team, we regularly organize moments to give each other feedback. 0
Variable: Feedback
In this team, we have the habit to give honest feedback to the team
leader.
Variable: Feedback

-1

In this team, we use our vision as a frame of reference to make
decisions.
Variable: Evaluate

1

In this team, we think outside of the box in order to make an overview of
possible options.
Variable: Think

1

In this team, we have the habit of challenging each others opinions and
ideas.
Variable: Evaluate

-1

In this team, we invite more silent team members to share their ideas in
order to surface all ideas.
Variable: Think

-1

Decisions made are always translated into crystal-clear agreements.

-1

Variable: Proceed
In this team we have the habit of asking each other feedback.

-1

Variable: Feedback
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Team challenges
We regularly take time to reflect about the way this team functions.

Growth score
7

Variable: Stop
Team members have the discipline to execute the decisions made.

4

Variable: Proceed
In this team, we really listen to each other in order to build upon each
other’ s input and ideas.
Variable: Think
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B. Visioning
Team qualities
Growth score
Our plan is not just written on paper. Team members constantly use it as 0
an effective working instrument.
Variable: Blueprint
All team members are aware of the changes in the environment of the
team.
Variable: Situational awareness

0

In this team we all know who has which knowledge and competencies.

0

Variable: Transactive memory system

Team challenges
In this team we have the same vision about where we want to be as a
team in 2 years from now.
Variable: Shared ambition

Growth score
7

In this team we put the bar high.

6

Variable: Shared ambition
All team members have the same understanding of the current team
problems.
Variable: Situational awareness
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C. Organizing
Team qualities
Our internal and external communication is organised efficiently.

Growth score
0

Variable: Efficient cooperation
We organize and execute our meetings in an efficient manner.

0

Variable: Meeting efficiency
All team members give sufficient input during our team meetings.

-1

Variable: Meeting efficiency
This team has the courage to get rid of rules and procedures that do not
add value.
Variable: Adaptability

1

This team celebrates success.

1

Variable: Efficient cooperation
In this team, we collaborate in a warm way.

1

Variable: Efficient cooperation
In this team, we help each other across divisions and across roles.

1

Variable: Efficient cooperation
All team members experience a healthy work-life balance.

-1

Variable: Balance

Team challenges
This team receives sufficient autonomy within the organisation to
determine its way of working.
Variable: Team Autonomy

Growth score
5

This team experiments on a regular basis with new tools, methods and
systems.
Variable: Adaptability

4

Team Mirror - www.teammirror.eu

17

This team explores for tools, methods and systems that can enhance the 4
efficiency of the team.
Variable: Adaptability
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D. Safe Teaming
Team qualities
The team members adhere to the behavioural agreements made.

Growth score
0

Variable: Soft frame
Team members who bring sensitive messages, have the feeling that they 0
are really being listened to.
Variable: Reception
Team members feel safe to ask each other for help.

0

Variable: Psychological safety
I believe that the others in this team trust me.

0

Variable: Trust

Team challenges
I believe in the integrity of all members of my team.

Growth score
4

Variable: Trust
I believe in the capacities of this team to perform in an effective way.

3

Variable: Trust
In this team, I feel appreciated for who I am.

2

Variable: Authenticity
In this team, everyone feels safe to be open and honest.

2

Variable: Psychological safety
In this team we don't gossip.

2

Variable: Reception
The team leader exemplifies how we want to interact with each other.

2

Variable: Soft frame
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I believe that all team members belong in this team.

2

Variable: Trust
I believe that my own success in this team is inherently connected with
the success of my colleagues and vice versa.
Variable: Trust

2

In this team everyone feels safe to admit mistakes.

2

Variable: Psychological safety
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5. Differences
Below, we report the statements with the largest variance. Large variances indicate the fact that
some team members desire growth, whereas others don't. In some cases, it indicates the fact that
the team members have interpreted the statement differently. Differences in growth scores enlarge
the possibility that the team members direct their energy differently.
Statements with a large variance and a higher growth score (> percentile 85) indicate big differences
that can roadblock the team (indicated in red). The average growth score for this team is 1.02.
Sometimes, a statement will be indicated in green. This is rare as it only happens when the
statement combines a low growth score (< 15 percentile) with a large variance. On the one hand, it
can happen when several team members give a lower score to the desired situation than to the
current situation. It means that they think the team should tune down on that point. On the other
hand, it can indicate that most team members do not see the need to grow, but one team member
really does.

Items with largest differences
I believe that all team members belong in this team.

Growth score Variance
2
18

Variable: Trust | Building block: Safe Teaming
The team leader encourages team members to autonomously determine
the way they work.
Variable: Team Autonomy | Building block: Organizing

2

18

I believe that my own success in this team is inherently connected with
the success of my colleagues and vice versa.
Variable: Trust | Building block: Safe Teaming

2

18

All team members have the same understanding of the current team
problems.
Variable: Situational awareness | Building block: Visioning

3

12.5

In this team, we have the habit of giving each other honest feedback.

2

8

Team members who bring sensitive messages, have the feeling that they 0
are really being listened to.
Variable: Reception | Building block: Safe Teaming

8

Variable: Feedback | Building block: Team learning
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In this team we put the bar high.

6

8

2

8

0

8

Variable: Shared ambition | Building block: Visioning
In this team, I feel appreciated for who I am.
Variable: Authenticity | Building block: Safe Teaming
I believe that the others in this team trust me.
Variable: Trust | Building block: Safe Teaming
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Below, we report the statements with the smallest variance. Small variances indicate that team
member opinions are aligned.
Statements with a higher growth score (> percentile 85) indicate a big opportunity for growth
(indicated in red) because the team members agree on the fact that there is a need for change.
Statements with a lower growth score (< 15 percentile) indicate a perceived strength in this team
(indicated in green).

Items with smallest differences
In this team we handle disagreements constructively.

Growth score Variance
2
0

Variable: Evaluate | Building block: Team learning
This team explores for tools, methods and systems that can enhance the 4
efficiency of the team.
Variable: Adaptability | Building block: Organizing

0

Team members have the discipline to execute the decisions made.

4

0

This team does not copy-paste tools or methods but instead translates
them to its needs.
Variable: Adaptability | Building block: Organizing

2

0

We succeed to get the maximum out of our team meetings.

2

0

All team members are aware of the changes in the environment of the
team.
Variable: Situational awareness | Building block: Visioning

0

0

In this team we all know who has which knowledge and competencies.

0

0

Variable: Proceed | Building block: Team learning

Variable: Meeting efficiency | Building block: Organizing

Variable: Transactive memory system | Building block: Visioning
When someone makes a mistake, we deal with it in an empathic manner. -2

0

Variable: Reception | Building block: Safe Teaming
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Team members know the bigger picture, which helps them to understand -2
why they do the things they do.
Variable: Shared ambition | Building block: Visioning

0

We have a competence based division of roles that helps us to work
together in an efficient way.
Variable: Efficient cooperation | Building block: Organizing

2

0

In this team, everyone feels safe to be open and honest.

2

0

-2

0

2

0

Before we take action, we make an overview of what has to be discussed 2
/ done.
Variable: Stop | Building block: Team learning

0

This team experiments on a regular basis with new tools, methods and
systems.
Variable: Adaptability | Building block: Organizing

4

0

We organize and execute our meetings in an efficient manner.

0

0

-2

0

Variable: Psychological safety | Building block: Safe Teaming
In this team we have a clear shared plan.
Variable: Blueprint | Building block: Visioning
The team leader exemplifies how we want to interact with each other.
Variable: Soft frame | Building block: Safe Teaming

Variable: Meeting efficiency | Building block: Organizing
In this team we work together in a coordinated manner in order to avoid
loss of time and energy.
Variable: Efficient cooperation | Building block: Organizing
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6. Analysis
A. Team learning
Effective teams succeed to create their own formula for success. When trust lowers, the shared
vision is no longer in touch with reality or the organisation turns into chaos, the first and most
important step of learning teams is to push the stop button and to put the noses together. Slow
down to go faster. When you don't succeed to do that, you will never be able to lower the adrenaline
in the team to a level where it becomes possible to constructively think together. This team indicates
that stopping together is a problem. This influences the quality of team learning.
Team learning is only powerful when people share the individual information, ideas and visions.
However, sharing means nothing when others don't listen. In this team we seem to have the habit
to share our ideas and visions in an effective way. Sharing knowledge seems to be one of our
strong points.
The quality of our evaluations is ok, but not yet top. To some extent this is due to the fact that we
insufficiently engage in good fights. We do not avoid the tough discussions and we dare to
challenge. However, maybe we tend to be too nice in doing so? That is too bad, because through
good fights effective teams harvest their diversity.
Some teams keep on talking like real philosophers. Decisions are taken, but there is always
someone raising the issue again and again. This team states that this is not a big issue. We
sufficiently stick to decisions taken. However, some team members seem to think that some of us
miss guts or discipline to stand as one and execute what has been decided.
In addition to STEP, feedback is crucial to make sure that the team and the individuals in the team
continuously keep learning. Your team's score on 'the currenct situation' indicates that it is worth the
efffort to look at the feedback culture of this team. Is enough feedback given to other team members
and / or the team leader? To what extend do team members dare to keep each other accountable?
This type of feedback is crucial for teams, because it is the way for team members to get each other
to a higher level.

Team Mirror - www.teammirror.eu

25

B. Visioning
This team doesn't have a clear shared ambition yet. Such an ambition gives meaning and purpose
to the goals we put or have. It generates creative tension and the willpower to stretch ourselves. But
above all, it is a compass that reminds us of what is important and what is not. As such, a shared
ambition helps us to keep on moving in the right direction, even when times get rough. How can we
develop such a compass?
This team indicates to have clear overview of it goals and how it wants to attain them. A shared
blueprint gives overview. It is especially powerful in times of stress because it helps the team to
maintain high levels of coordination with lower levels of communication. Compared to other
variables the blueprint of this team is one its strong points.
Another aspect of shared vision is the Transactive Memory System (TMS). Teams with a TMS have
a shared vision on who knows what and who is doing what. They specialize and use each other as
some kind of human external hard drive. Because they don't have to know or do everything, teams
with an effective TMS grow their potential exponential. This team indicates that there is some room
for improvement in respect to developing an effective TMS. Is there sufficient discussion about who
is doing what? Do we trust each other to share knowledge and specialize? Do we have a back-up
system?
A last important component of developing an effective shared vision is the shared awareness of the
situation 'as is'. When a team doesn't build mutually shared cognition about its current situation, the
shared vision about the future doesn't work. It risks to be just another fable or dream. Some kind of
crazy story that is not in touch with reality. Such stories cannot generate creative tension, because
creative tension only exists from the difference between an accurate vision on the 'as is' and a
courageous vision on the 'to be'. This team indicates that it is possible to sharpen its vision on the
'as is'.
You can never know on beforehand if a team will be a good fit for you. But if it is, you notice
immediatly. You have the feeling that your work means something. Most team members indicate
that the work they do in this team is personally meaningfull to them. The ambition of this team and
the plan that is on the table seems to be sufficiently in line with the personal ambitions of the team
members.
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C. Organizing
There are also a number of 'structural' variables that influence the efffectiveness of your team. A first
structural variable concerns the level of impact a team has on its own functioning: team autonomy.
Team autonomy proves to be crucial for teams that perform complex assignments in changing
environments. After all, such contexts require continuous adaptations of your strategy and way of
working. However, if you don't have the power or authority to do that, it doesn't make much sense to
stop and learn, does it? In this team, autonomy seems to be a blocking factor.
Learning teams use the playfield that they get from the broader organisation to constantly look for
better ways to collaborate. They cross the boundaries of the team to look for different and new tools,
procedures, methods, systems and structures. When they find something interesting, they are not
afraid to experiment. On the contrary, they like testing things and looking for ways of working that
enhance their own effectiveness. They stay far away from the average 'copy-paste' mentality.
Learning teams make new ways of working fit their people, clients and circumstances. If a certain
way of working does not contribute to the effectiveness of the team (anymore), they are not afraid to
adjust or even eliminate this way of working. This team indicates that there is room for improvement
as far as the adaptibility of this team is concerned.
Another structural factor is the organisation of team meetings. These meetings are the beating heart
of your team. Some teams meet in overdrive. Other team meetings can be passive to the extent
that it seems some of the team members have actually passed away for a while. If your heart does
not function well, you don't have to try to run marathons. That's just live threatening. The way
meetings take place, how they involve people, how they deliver results, etc. has a clear connection
to the effectiveness of teams. The members of this team are relatively satisfied with the way this is
organised.
'Soft frame' is a structural factor that highly affects the team psychological safety and the feedback
culture in the team. Teams without such a clear support system, without explicit rules of play, find it
more difficult to give each other open and honest feedback. This explicit set of behavioural norms
helps team members to know what behaviour is expected or is acceptable. However, it is only when
the team leader examplifies these behaviours in day to day life that team members will start to feel
that it is really safe to act according to the agreements. This team could increase its effectiveness by
building or refreshing its soft frame.
The true driving force of every team is the energy of its team members. Good organization is crucial
to use the energy efficiently. Organizing alone, however, is not enough. Team members themselves
play a crucial role in managing their own energy. This team is buzzing with energy. Most team
members have their work-life balance sorted out. This allows them to give the best of themselves at
work. Some of the team members really give a good example of how you can perform in a focussed
and balanced way.
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D. Safe Teaming
Last but not least, it is important that your team creates an organization which helps it to deal with
the energy and capacities of its team members in a smart way. If you don't do that, it becomes really
difficult to deliver results again and again and again. When it comes to that, this team does not show
to have a fundamental problem, but there is room for improvement on some fronts. To what extent
are we burning some of our people? Why is that so? Do we have the right people in the right place?
Do our team members have sufficient human and technical resources at their disposal? Are they
rewarded accurately? Do we have sufficient eye for their work-life balance?
Not everyone feels sufficiently safe in this team to show vulnerability. This can lead to problems
because team psychological safety is the most important predictor of team learning. All team
members have the intuitive wish to maintain the (positive) image others have of them. This makes it
less evident to admit mistakes, give challenging feedback or ask for help. After all, we don't want to
be seen as incompetent, negative or insecure. Although most team members feel sufficiently safe to
show these socially risky behaviors, it is still an area of improvement.
An important factor to boost or sustain psychological safety is reception. It is not only about team
members engaging in socially risky behaviours. At least as important is the question how other team
members react when sombody shows vulnurability. Often social risky behaviour of one team
member is emotionally threatening for another one. To create or sustain psychological safety it is
important that the team members stay away from the natural 'fight-or-flight' respons and react with
an open mind instead. This starts with really listening and it ends with constructively thinking
together. In this team, team members make efforts to deal with socially risky behaviours of their
colleagues in a positive way, but there are some team members that see opportunities for
improvement to do it better.
Safe teaming is crucial for team learning and team effectiveness. Research confirms this correlation
every time again. Besides that, the creation of a psychological safe climate can lead to people being
able to show who they really are at work. Not everybody feels the need to be authentic at work, but
for many it is an added value to be able to be themselves in a profesional context and to be
appreciated for who they really are. In this team team members indicate that they know each other
well and that there is mutual apppreciation for each other.
The last fundament of teamwork is trust. In teams, you are never really sure whether or not the
others are who they claim to be, do what they say they will do, able to do what they say they are
able to do, want what they say they want, etc. This lack of certainty makes trust a theoretical
fundament of teamwork. But empirical research shows how different forms of trust on team and
individual level are robust predictors of team effectiveness in pratice. For example, group potency or the shared trust that the team has the capacity to perform - is an important predictor of different
performance measures. Therefore, we also included some trust items in this Team Mirror
questionnaire. In general, team members indicate there are still may areas of trust where there is
room for improvement.
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7. Mutual expectations for Team Mirror workshop

Nothing really
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PART 2 - INDIVIDUAL REPORT

Confidential document published by www.unicorngroup.be

The graphs below show how you ( ) and your colleague team members ( ) differ on growth scores
for each of the variables.

Growth score Team learning

Growth score Visioning
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Growth score Organizing

Growth score Safe Teaming
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Here we show how you and your colleagues differ in terms of the growth scores you attributed to the
team. To some extent this could be seen as a measure for how badly you want to change this team
compared to other team members.

How badly do you want to change this team compared to others?

Below you find three statements that you rated either more optimistic (lower growth score) or more
critical (higher growth
score) when compared to the team.
Optimistic when compared to the team
The team leader encourages team members to autonomously determine the way they work.
All team members have the same understanding of the current team problems.
In this team, we have the habit of challenging each others opinions and ideas.

Critical when compared to the team
I believe that all team members belong in this team.
I believe that my own success in this team is inherently connected with the success of my
colleagues and vice versa.
In this team, I feel appreciated for who I am.
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PART 3 - HIGH IMPACT TEAMING
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High Impact Teaming
In this section, we shortly introduce the scientific basis of the Team Mirror: the High Impact Teamingmodel (HIT-Model). We discuss 5 groups of variables that distinguish High Impact Teams from other
teams: Team Learning, Visioning, Organizing, Safe Teaming and Individual Impact. The sixth group
of variables: ‘ Context’ is not discussed in this rapport. Context-variables can have a crucial impact,
but often they are not in the circle of influence of the team. That is why we didn’ t include any of
these context variables in the Team Mirror. For more information about the model, we refer you to
the book ‘ High Impact Teaming’ , written by Stefan Decuyper, Elisabeth Raes & Anne Boon. You can
order the book via bol.com or managementboek.nl.

High Impact Teams get to their results in a sustainable way: now and again, and again, and again.
They work on the essential things and are perceived as such by their environment. But what is High
Impact Teaming? We explain it on the basis of an example. Imagine, you are in a team of explorers
in a small boat that is searching for the holy grail.
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Visioning. Visioning helps the crew to develop a shared vision about where they want to navigate to
and why. The vision gives the team direction, a route and most importantly tons of energy. It is the
shared awareness of the direction of the team, the endpoint on the horizon. Next to the shared
vision, effective teams also co-create shared mental models about the situation they are in today
and the different ways to close the gap between the present and the future.
Organizing.The shared vision can only be implemented through systems and people – the boat and
the crew. Organizing ensures that the boat sails as efficient as possible, through the right structures,
systems and routines. It is possible, for example, to enlarge the width of the oars to put in more
power and sail faster. You can also agree on a division of roles with the rowers, the captain and the
drummer to create rhythm and predictability. An efficient organization ensures that the energy of the
team members doesn’ t move in a hundred different directions, but floats automatically in the
direction of the shared vision. Chaotic and rigid teams waist a lot of energy. Teams that have it
organized in an effective way save energy and work towards their goals in a smarter way.
Safe Teaming. Safe teaming ensures that the crew feels safe to communicate openly and honestly.
Team members dare to show vulnerability. It ensures that you find out who would like to do what
and who is good at what. It also helps to know how your colleagues are sitting in the boat or when
somebody is likely to fall overboard. Safe teaming is about creating team psychological safety. The
shared belief that the team is safe for interpersonal risk taking (asking questions, giving & receiving
feedback, admitting mistakes, etc.)
One thing is certain: the situation inside and outside of teams changes constantly. At a given
moment, you realize that the shared topographical plan is not correct and you are sailing in the
wrong direction; that a hitch in the system costs tons of energy; or that things are
shifting underneath the water level and negatively influence the functioning of the safety net. On
these moments, Vision, Organizing or Safe Teaming suddenly become very curial to refresh the
collaboration.
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Team Learning. Visioning, Organizing and Safe Teaming are examples of Team Learning. These
are examples of what teams can do to refresh themselves, their vision, their organization and their
culture. And to adjust to internal changes or changes in their environment. They do it by slowing
down to go faster. In 1990, Peter Senge put the concept ‘ team learning’ on the international map
with his, meanwhile world-famous book The Fifth Discipline. Since the publication of this book the
amount of empirical research on team learning increased enormously. If you are interested a more
scientific background about team learning, we refer you to the article: Decuyper, S., Dochy, F., &
Van den Bossche, P. (2010). Grasping the dynamic complexity of team learning: An integrative
model for effective team learning in organisations. Educational Research Review, 5(2), 111-133. doi:
10.1016/j.edurev.2010.02.002. Every piece of research leads to the same conclusion: team learning
enhances team effectiveness. It is what teams do to discover their own formula for success:
feedback & STEP (Stop – Think – Evaluate – Proceed). Feedback is probably not a new concept to
you, but what is STEP about?
STOP: Dare to stop the team, bring the adrenaline level down. Do this to make sure
everybody is ready to think and listen to each other.
THINK: Share all ideas in the team: ideas about the situation, but also about opportunites
you see. Think and share together. Don't be afraid to move out of the box! Seek Ideas that
are invented by someone else or at other moments in time. But above all: listen and ask
each other open questions. Make sure that the quieter team members are also involved in
the process. Thinking together means you create an overview of the possibilities you have to
proceed.
EVALUATE: Select and/or combine the ideas keeping in what is important to the team. Be
creative, but dare to challenge each other and actively search for feedback. Without good
fights, you can't harvest the real power of the diversity in your team. The endpoint of this
third step is a (temporary) shared agreement.
PROCEED: Have the discipline and courage to concretize and execute what you chose to
do. Keep each other accountable for decisions made. Fine-tune the plan and make clear
what the result should look like and what you expect from every member of the team.
Sometimes it makes sense to agree on the timing for the next STEP and to plan how you
want to follow up on the teams progress.
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Individual Impact. The last group of variables in the HIT-Model – that are only mentioned in this
report in an indirect way - are about the individual impact of the team members: the crew on the
ship. Individual Impact is about habits, mindsets, roles, and so on. These variables are the basis for
everything that happens in the team. That is why it is crucial to give room to the individual part of the
Team Mirror report during the Team Mirror- workshop. It helps you to investigate what every
individual team member can do to enlarge their personal effectiveness and the effectiveness of the
team. 'The team' is going to change nothing. Either individual team members engage, or nothing
happens.
Aside from the variables on the level of individual team members, there are also lots of context
variables that influence the effectiveness of your team. For example, variables that have to do with
competitors, economic climate, etc. These variables are important, but they are not part of the Team
Mirror because sometimes they are not in the circle of influence of the team.
A last component of the HIT-Model is invisible in the visualization of the model: Trust. Due to
practical circumstances, the items measuring Trust are added to the section Safe Teaming. Trust is
crucial for High Impact Teaming, because there is only one certainty in teams and that is that you
know nothing for sure. You are not really sure whether the other team members really want to go in
the same direction and believe the team will succeed; whether they really adhere to the made
agreements: or whether they will react positive if you show them the real you; whether the energy
you invest in Team Learning will really lead to constructive changes and consequently produce more
energy. Without the trust that Team Learning makes sense, you won’ t even start. It is the oil in the
HIT- gearbox: without the oil, moving forward costs tons of energy and it goes a lot slower. Trust is
often presented as a crucial piece of the puzzle. But we see it differently. Trust is the glue that keeps
the pieces of the puzzle together.
The ultimate reason for existence of the team is usually situated outside of the team. Teams exist to
achieve the result, to get to the goal, to win. So, it is not surprising that some teams only focus on
the results. The problem is that these results – win or lose – are not 100% dependent on you.
Whether a football teams wins or loses, does not onlydepend on the team itself. It also depends on
the competitor, the referee, circumstances, and so on. The only thing that is 100% in your circle of
influence is the process of collaboration and every building block of High Impact Teaming. The High
Impact Teaming – model and this Team Mirror are an invitation to teams to confront themselves with
those variables that correlate with team effectiveness that they can influence.
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