
BusinessWise
words of wisdom for small 

businesses with big ambitions

 Andy Fairweather | Rob Hook | Alan Rae 
Marieke Hensel | Barbara Saul | Marcus Cauchi 

Richard J White | Ellis Pratt | William Buist | Mark Lee 
Liam Wall | Simon Phillips | Nicole Bachmann 

Judith Germain | Mindy gibbins-Klein 
Pierre Leonard | Elaine Gold | Tom Evans 

edited by 

Andy Coote & Mindy Gibbins-Klein

If you are starting a business, or considering doing so, BusinessWise
is the book for you. 

A collaboration amongst over 20 business experts, this book looks at the whole 
process of setting up a new business with success in mind. It covers a wide range of 
topics including business set up and vision, marketing (including using the internet), 
selling, finance, working in and managing teams, working from home and beating 
procrastination, networking internationally, getting the right message out in the right 
language, health and fitness and collaboration.

The authors, all life members of the network Ecademy.com, are experts in their 
subject area and have shared many tips and ideas here that they would normally 
only reveal in training sessions or paid consultancy. The result is a book that provides 
insights and guidance to new or potential business people as well as existing business 
owners. Read it with a pencil or highlighter to hand. You’ll need it!

Starting up in business is fraught with pitfalls and problems. The rewards of a 
successful business, however, outweigh the risk. I want to see many more successful 
Chief Executives and this book provides valuable help from a number of entrepreneurs 
that have succeeded.

Brian Chernett 
Founder and Chief Executive of The Academy for Chief Executives

I’ve been an entrepreneur for many years and believe in encouraging more people 
to find their passion and pursue it. I’m pleased to see this book also encourages the 
idea that entrepreneurs can succeed and provides practical advice to help them 
do that. As a long-term supporter of Ecademy and a life member there myself, I’m 
delighted to recommend this book.

Mike Southon 
Co-Author of ‘The Beermat Entrepreneur’ and other business books

I have always believed that if you put people together, magic will happen. The 
right people will find each other and work together. New ideas and projects will be 
born. This book is proof of that. The authors met through networking on Ecademy 
and have used mostly electronic communications to develop this collaborative 
book. Each of the authors is brilliant at what they do – together they have produced 
a formidable business book.

Thomas Power 
Chairman, Ecademy.com

ISBN 1-905823-13-4

9 7 8 1 9 0 5 8 2 3 1 3 0

PRESS
www.ecademy-press.com

B
u

sin
e

s
sW

ise
E

c
a

d
e

m
y

P
re

s
s



BusinessWise
words of wisdom for small 

businesses with big ambitions



BusinessWise
words of wisdom for small 
businesses with big ambitions

Cover Illustration Copyright: Thomas Paschke/istockphoto

Book Cover Design & Typesetting by Martin Coote
martincoote@googlemail.com

Set In Optima 11 on 14pt

First published in 2007 by; 

Ecademy Press
6 Woodland Rise, Penryn, 
Cornwall UK TR10 8QD
info@ecademy-press.com
www.ecademy-press.com

Printed and Bound by; 
Lightning Source in the UK and USA

Printed on acid-free paper from managed forests. This book is printed 
on demand, so no copies will be remaindered or pulped.

ISBN-978-1-905823-13-0 

The rights of the persons named in the title of each chapter to be idenitifed 
as the authors of this work has been asserted in accordance with sections 77 
and 78 of the Copyright Designs and Patents Act 1988.

A CIP catalogue record for this book is available from the British Library.

All rights reserved. No part of this publication may be reproduced in 
any material form (including photocopying or storing in any medium by 
electronic means and whether or not transiently or incidentally to some 
other use of this publication) without the written permission of the copyright 
holder except in accordance with the provisions of the Copyright, Designs 
and Patents Act 1988. Applications for the Copyright holders written 
permission to reproduce any part of this publication should be addressed to 
the publishers.



Contents
BusinessWise

Setting Up
Setting Up Your Business & Business Planning 

Andy Fairweather - 11

How to Create a Vision 
that Propels Your Business Forward

Rob Hook - 19

Marketing
Marketing Online and Off-Line

Dr. Alan Rae - 31

How to be Found Online by Your Target Group 
Marieke Hensel - 49

How the Internet Can Help Your Business
Barbara Saul - 59

Sales
Selling is The Easiest Job In The World

Marcus Cauchi - 69



Soft Selling - How to Sell Without Selling 
Richard J White - 77

Writing Successful Sales Proposals
Ellis Pratt - 85

Managing Teams
Managing Teams Including Virtual Teams

William Buist - 99

Finance
Finding, Choosing and Using an Accountant

Mark Lee - 113

Cash Flow
Liam Wall - 123

Keeping it Focussed 
The Professional Homeworker

Simon Phillips - 135

Beat Procrastination
Nicole Bachmann - 145

Communicating & Networking 
When the Doors Close...

Judith Germain - 165

Getting Your Message Across
Mindy Gibbins Klein - 175



Culture and Language:
How to Turn Barriers into a Competitive Edge

Pierre Leonard - 183

International Networking
Nicole Bachmann - 195

Strategies for a 
Long-Term Successful Business 

Your First Wealth is Health
Elaine Gold - 209

The Spirit of Collaboration
Tom Evans - 217





Introduction
Andy Coote

Why BusinessWise?
Businesses often lack access to crucial advice that might prevent 
serious mistakes in their development. At every stage in the life of a 
business, there are key decisions and actions to be taken which would 
benefit from the wisdom of true leaders in business.  BusinessWise 
is a collection of insights and wisdom from some of the top business 
people around, and will add value to your business whether you are 
just starting out or established. 

In assembling this book, we were especially aware of the power of 
networks.  All of our contributors are life members of Ecademy.com – 
an online social network for business people. They are the people who 
stepped forward when we proposed a book to help and support small 
businesses and the people who set them up with such high hopes. They 
are exactly the right people to present an overview of business from 
strategy and set up, through sales and marketing, IT and accounting to 
the achievement of a vision through collaboration.

The book is organised in a progressive way, from immediate start-up 
considerations through to future planning. It can be read from start 
to finish, or dipped into at any stage of the process. Either way, we 
believe that you will get great value from the shared experience of our 
business network!

Setting up
Stephen Covey in his Seven Habits of Highly Successful People, refers 
to one habit as “Begin with the end in mind”. So it is with setting up 
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a business. The end, a successful business, has to be considered when 
planning the business right from the outset.

Andy Fairweather opens this section with a chapter on exactly that: 
‘Setting Up Your Business and Business Planning’. It is a straightforward 
view on the tasks you need to undertake and the issues you need to 
consider when you start to build your dream business. There are a lot 
of realities to consider and Andy sets them out clearly so that you can 
make the best possible start.

While planning is important, so is the dream. Most businesses are built 
around the passion of the founders and their vision of how the business 
should operate. Rob Hook reminds us that having a vision is only half 
of the equation. We also have to ensure that we communicate and 
celebrate that vision. His chapter  ‘How to Create a Vision that Propels 
Your Business Forward’ shows you how.

Marketing
The greatest product or service is useless unless the right people know 
about it and understand what it is able to do for them. This is the 
essence of finding your market and explaining what your product or 
service actually does in ways that interest and enthuse your market. 
Alan Rae considers the marketing mix in his chapter ‘Marketing Online 
and Off- Line’. Through insights into what drives people and how they 
think, Alan asks the key questions, “What is your business story? And 
how will you tell it?”

Part of the Marketing process is the definition of your target group, 
the people who are most likely to buy or recommend your products 
or services. Marieke Hensel addresses the issue that many businesses 
struggle with. How do you attract your target group to your website 
and through that into your sales process? Her chapter, ‘How to Be 
Found Online by Your Target Group’ discusses some of the key issues 
of what has become known as Search Engine Optimisation (SEO) and 
goes beyond SEO into the necessary research and monitoring to keep 
improving the effectiveness of your site.

It isn’t just your website that is important.  The Internet offers a variety 
of ways to communicate and connect with your customers, partners, 
affiliates and suppliers. Barbara Saul covers a wide range of ideas with 
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some good guidelines for the use of important business tools like email 
and on-line collaboration. In her chapter, ‘How the Internet Can Help 
Your Business’, she also reminds us that the Internet is now mission 
critical for many businesses and it is therefore essential to have proper 
security and back up in place.

Sales
Despite the dream that the world will beat a path to our door, for 
most businesses the reality is that at some stage they must engage with 
the sales process. It is tempting to avoid the issue and concentrate 
on refining the product or service offering in the (probably mistaken) 
belief that the flood gates will open and customers will spontaneously 
form an orderly queue outside your door or website. The truth is, you’ll 
probably have to get selling at some point – so why not do it from the 
outset?

It’s a sad fact; you have to be born to sell. You have to have the “gift 
of the gab” to sell. And salespeople are driven, pushy, arrogant and 
selfishly motivated by their commission. It’s all about money. You 
probably believe you’re not a salesperson. Unsurprisingly, you’re not 
alone.

Europe’s most expensive and meanest sales trainer tells you why you’re 
wrong on all counts if you believe any of this. Marcus Cauchi is always 
provocative. His chapter ‘Selling Is The Easiest Job In The World’ will 
make you realise how closed-minded you are that you can sell better. 
If you’ve ever discounted, been suckered into doing free consulting; 
if you’ve ever been part of a beauty parade where the buyer lied to 
you or got you to fight for their business with your competition; if ever 
you struggle to predict which business will close; or if you ever get 
frustrated because prospective buyers who said they’re interested keep 
you hanging, then read this chapter. Listen to Marcus. It’ll be a very 
uncomfortable experience. Chances are, if a competitor is taking your 
happy, existing clients from you, Marcus may have trained them! This 
chapter is an introduction to the Sandler Sales System and to Marcus 
himself. 

Another approach, aimed specifically at the ‘accidental sales person’ 
but with relevance to anyone who sells, is ‘Soft Selling– How to Sell 
Without Selling’, a chapter from the creator of Soft Selling, Richard J 
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White. Richard’s approach comes from the view that people buy rather 
than being sold to. Soft Selling is a mindset rather than a technique 
and owes much to psychology, motivational theory and the persuasive 
use of language. If you are seeking repeat business from customers 
who want to buy from you, there is much in this chapter to help you 
achieve that.

In many sales processes, no matter how successful the relationship 
building, there will be a final request – “Can you get your proposals to 
us in writing so that we can make a final decision?” Ellis Pratt contends 
that many sales are lost at this point through poor and inadequate sales 
proposals. Wherever you think you are in the sales cycle, the proposal 
is a selling document and is capable of turning a poor position into 
a good one. It can also turn a certain sale into a loss. Sales proposals 
matter and in his chapter ‘Writing Successful Sales Proposals’, Ellis 
deconstructs the process of writing them into a series of clear and very 
logical steps. He also issues a very important caveat – that a proposal 
will never take the place of the verbal closing process.

Managing Teams 
Businesses, especially those started by professional service providers 
like accountants, marketers, project managers and IT technicians, will 
find themselves in the position of bidding for pieces of business that 
they, alone, will be unable to fulfil. To bid for and win the business, 
they will need to form teams with other complementary service 
providers. William Buist has been doing this for some time and shares 
his understanding of team management with an emphasis on the 
management of virtual teams. He analyses what teams do and why 
they fail, in order to learn the lessons of what to avoid and what to 
work towards when building and managing your team.

Finance
Chances are that, as an entrepreneur, your eyes may glaze over 
when matters of finance and accounting are mentioned. As Mark Lee 
points out, understanding the finances of our business is crucial and 
that having the right accountant can make all the difference. Not all 
accountants are the same and you need to follow Mark’s detailed 
advice when ‘finding, choosing and using an accountant’. He also 
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explains what it means to operate via a limited company and the range 
of topics and areas of advice that we can obtain from different types of 
accountant. He concludes by explaining  why, in some circumstances, 
only a qualified accountant will do.

Many businesses that seem outwardly successful and that appear to 
have an excellent business model will fail every year. Why should that 
be? Because they run out of cash and cash is essential to pay suppliers 
and the revenue authorities. If cash isn’t flowing through the business, 
all other measures of success are irrelevant. So it is worth paying special 
attention to Liam Wall’s chapter on Cash Flow. With sage advice on 
what to consider when planning cash flow, and an emphasis on the 
areas that really matter, Liam gives important pointers to which every 
business needs to pay full attention.

Keeping it focussed
Being an entrepreneur is very different from being an employee, 
especially as many businesses are set up to operate, at least initially, from 
the Directors’ homes. In his chapter, ‘The Professional Homeworker’, 
Simon Phillips looks at how the professional who is working from 
home can organise their work and leisure time not to ‘do more’ but  ‘be 
more’. He addresses the delights and challenges of running a business 
from home and offers many ideas and tips for making the experience 
enjoyable and productive.

For some of us who work from home or in our own businesses, the 
expression ’never do today what you can do tomorrow’ has a special 
resonance. With no-one running our working lives or setting our 
priorities it is all too easy to fall into the procrastination trap. That 
feeling that you can do anything but actually end up doing nothing is 
familiar to many self employed people. Nicole Bachmann sets out her 
recipe to ‘Beat Procrastination’ which does, as her subtitle suggests, 
show you ‘how to get on with the things that really matter’. Start by 
identifying your procrastination pattern and then do something about 
it – and do it now.

Communicating and Networking
Networking will be vital to building and sustaining your business and 
you will begin to build a reputation. Your preference will be for it to be 
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a good reputation. In Judith Germain’s chapter, ‘When the Doors Close’ 
we meet Keith, who has just left corporate life and can’t understand 
why, even though he has a good network, work is just not coming in. 
He descovers the need to build his reputation and credibility (online 
and offline) is the only way that he will survive. Additionally he learns 
to build advocates through good content in blogs and through focused 
networking, which means Keith’s story ends positively. Too many 
people in Keith’s situation will find that their story ends negatively 
unless they make the effort to be seen by the right people and in the 
right way.

The meaning of your communication is in the understanding of the 
recipient. No matter how good your proposition, it is useless unless 
those who need to know about it get to hear. ‘Getting your Message 
Across’ is a chapter by a communications expert, Mindy Gibbins-
Klein. Mindy is a top UK writing and publishing consultant who helps 
business people develop their message and express it in books, articles 
and blogs. As ’The Book Midwife’, Mindy has brought many books 
into the world, including this one. Mindy suggests that you take it        
S-L-O-W when planning and articulating the message that you want 
for your business. In today’s fast-paced world, it is well worth the effort 
of following Mindy’s advice.

It may seem that the whole world, especially on the Web, speaks English 
and to draw from that the conclusion that there is no need to worry 
about the many other languages of the world. It is worth remembering 
that precision of meaning can be lost when reading in a second or third 
language. Most businesses should be considering having brochures, 
reports, web pages and letters written in the language of the intended 
recipient. Pierre Leonard specialises in translation to and from many 
languages and he makes a very strong case for using professional 
translation. Your business may depend on getting your message across 
clearly and congruently with both cultural and linguistic norms. 

Translation is not just needed in language. Networking internationally 
involves ensuring that your networking behaviour also conforms to 
cultural requirements. With changes to the options and opportunities 
for international communication and networking, come new 
challenges about being understood by and getting our message across 
to people who share few of our cultural norms. It is an environment 
where patience, tolerance and allowing people the credit for good 
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intent in their communications is crucial. We all know where cultural 
misunderstandings have led throughout history. Could it be different 
with cultural understanding? Nicole Bachmann offers some thoughts 
and advice.

Strategies for a long-term successful business
Your business is going to depend on you as it grows. Even if you begin 
to outsource or delegate areas of your business, you remain the person 
most committed to the ultimate success of your business. Long term 
health, of the body and of the mind, will be, or at least should be, a 
priority for most business owners. The cost of medical treatment varies 
by country but the cost to a business of the absence of its driving force 
is often all too predictable. Elaine Gold works with people who want 
to make positive changes in their health and she shares some tips and 
hints for achieving and maintaining a healthy lifestyle. Borrowing from 
Ralph Waldo Emerson, Elaine maintains that ‘your first wealth is your 
health’. 

Finally, Tom Evans extols the virtues of collaboration. He suggests that 
collaboration is ‘intrinsic to human survival and existence’. Certainly, 
when it comes to making a business a success, it is unlikely that all of 
the resources needed will be available to or affordable by a single small 
business. Collaboration takes place all of the time and Tom suggests 
that this is a very good thing and something that can be made more 
successful by approaching it in the right way. He uses examples from 
the iPod to this book to demonstrate that collaboration is all around 
us and not just for small businesses. His contention that collaboration 
is the future of business and has never been easier to achieve is well 
supported by examples and practical applications.

We wish you every success in business 
This book is a tool to help you succeed in developing an idea into a 
business and a business into a success that will become your livelihood 
and your pension if grown successfully. The main ingredients though 
are not in this book. Without you and your energy and passion for your 
idea, nothing will happen. Indeed, all the advice in this book will be of 
little use without that. Whether you read this book from the beginning 
through to the end or dip in chapter by chapter, we hope that our 
insights, advice and guidance will be useful and inspirational. If we 
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help make your business better and more rewarding in all senses, we 
will have achieved our outcome.

Andy Coote is a Director of Ecademy Press (www.ecademy-
press.com), a cooperative publisher with a list of business and personal 
development books. Andy is also co-author (with Penny and Thomas 
Power) of A Friend in Every City, a book, published by Ecademy Press, 
about the changing world of work and leisure and the crucial role of 
online and offline networking in it. Andy is a life member of Ecademy.
com and networks widely both online and offline.

andy@ecademy-press.com
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Managing Teams 
Including 

Virtual Teams
William Buist

Introduction
Managing teams affects most people every day. Either they are managing 
a group of people or they are being managed as a member of a team. 
For most corporate managers they experience both management and 
managing continuously.

Millions of people are in this situation all over the world, and the 
collective experience about managing teams is immense. It’s surprising 
at one level, therefore, to find that so much debate about the ways to 
do things still exists, and, at another, it is not. Managing people has 
to take account of the people involved and each of us has a unique 
style. Some styles work well together and others less so, and each 
interaction is dependent on a host of factors affecting us both externally 
and internally. That’s both the strength and the weakness of the human 
condition.

If you have come to this chapter seeking answers then you had probably 
better stop reading it right now, but if you came looking for ideas and 
things to try out then read on. 

It is probably worth thinking about what actually constitutes a team.

At its simplest a team is (just) a collection of people working on the 
same thing. When they work on different things or work against each 
other we tend to call them dysfunctional. Most team performance 
measures treat performance as ‘normal’ when most of the team are 
working on the same thing at roughly the same time. Typically there 
will be trailblazers and mavericks whose activities pull the team 
forward and there will be laggards and poisoners who demotivate it 
and slow it down.
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Creating high performance teams is about leadership and culture. 
Culturally a high performance team will be collaborating, there will be 
a sense of community and ownership and leaders will be addressing 
the issues created by mavericks and controlling the trail blazers to 
direct their energy at lifting those around them, particularly the 
laggards. Leadership is also about positive intolerance of poisoners.  
This chapter looks at some aspects of how this is done.

What is a team
For the purposes of this study a team is just a collection of individuals 
who have a common purpose.

Many teams exist in business but it is perhaps in sport where we see 
some of the best analogies to help us understand what a team is. All of 
these teams can be seen in business at various times.

Amateur Teams
The local football team playing in a Sunday league has a common 
focus and diverse skill levels, they probably practice occasionally and 
play often. Success is often based on what the other teams (opposition) 
do. Failures are tolerated and successes celebrated.

Each player in the team knows the rules of the game but they don’t have 
the advantage of a coordinated game plan, their skills are sub-optimal 
too, so when better skilled players are faced there is little ability to 
adapt to the circumstances. Wins tend to be hard fought and losses 
tend to be large. It’s not unknown for the team to give up early in the 
game. Communication tends to be about how to play the game.

Players tend to be dependent on a strong leader (captain) to guide 
performance.

Professional Teams
Professional teams are expected to practice hard and in a variety of 
techniques not necessarily directly related to the prime skill. General 
capability is important as well as having a key skill which the team 
recognises and celebrates.

Each player knows the rules of the game but they also know how 
those rules are interpreted by those around them. They have an overall 
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game plan based on research of the style of the current opposition. 
Wins and losses are hard fought and the team does not give up even 
at times of almost insurmountable odds. Losses are treated as an 
opportunity to improve and develop and players recognise that their 
continued presence in the team is related to continued performance. 
In general play communication is about how to adapt and change to 
circumstances and not about how to play the game

Players act independently and respond to a leadership guide 
to help ensure that there is a coordinated response to changing 
circumstances.

County Cricket Teams would be a good example.

World Class Teams
World Class teams are selected for outstanding talent and skills. They 
practice significantly more than their second string peers and can appear 
dedicated beyond natural limits. Almost unnatural capability and skill 
is required to be considered for entry to the team but is no longer 
enough. The ability to act interdependently and in a collaborative 
spirit is essential too.

Each player knows the rules of the game and how he or she will be 
interpreted by the opposition. They have an overall game plan that 
extends beyond the end of the current match. Wins come easily and 
losses are hard fought with periods of significant reflection afterwards, 
usually resulting in change. In general play, communication is only 
used to draw attention to unusual circumstances.

Players act interdependently and respond to inspirational leadership 
to help them to challenge their own beliefs and go further than their 
ability implies.

The European Ryder Cup team is a good example here.

Virtual Teams
Virtual teams arise when some or all of the participants and not co-
located. Most teams have a virtual element and even if the core team 
is not virtual, some elements of the wider ‘end to end’ team will be 
virtual (Suppliers are rarely co-located to your team but may well be 
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part of it, and essential to success. Are customers part of your team?).  
In virtual teams much of the communication that takes place (bet-
ween members of the team) has a barrier, in the form of lack of face to 
face communication, that gets in the way of clarity.

A good example of a virtual team is in Formula 1. The driver, out on the 
track is receiving information from computerised displays, radio and 
pit boards and communicating back to the rest of the team (pit wall 
crew, pit crew, engineers, race analysis, designers, etc...) via radio and 
telemetry from the car, all whilst driving flat out. 

Mario Andretti famously said ‘If you think you are in control then you 
aren’t going fast enough’.

Virtual teams can be Amateur, Professional, or World Class.

Business Teams
Most business teams are created and develop over time. Typically they 
contain both amateur (but aspiring) members as well as professional 
or even world-class members. Almost all business teams are virtual in 
part and require input from members of the team who are working on 
the matter at hand remotely or through a different reporting line within 
the same organisation. 

What does a team do
Teams are created and exist with a limited lifespan, even if that lifespan 
is not known. Operational teams are created as departments in the 
business and are often viewed as having an ongoing life, but, when 
we look at most businesses teams in departments, they do not last for 
ever. Reorganisations and staff changes through growth, retrenchment 
and career development of members of the team mean that there is a 
limited lifespan, albeit unknown, for the current team.

Other teams are formed to deliver specific outputs and elements of 
strategy. These teams have a known projected lifespan, and usually a 
clear deliverable which will define when the team can disband.

Teams work to deliver output together for benefit. 
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What issues does a team face
All teams face issues both at the team and at the individual level and 
although each case is different, the types of issues teams principally 
face can be divided into the following categories:

Team Failure

Of course at the extreme the team can fail to deliver anything of value 
at all. This can mean that the team stalls and delivers nothing or never 
manages to complete a deliverable whilst working very hard. 

In general there are two ways in which failure is brought about - 
incompetence and sabotage. The former arises where a team is given a 
series of tasks to do which are beyond their capabilities both to do and 
to learn to do. Sabotage arises when a team decides that they do not 
have sufficient support for what is happening and decides to be both 
busy and ineffective. They do the wrong things wrong.

This is quite a rare situation, and a very serious one. The challenge for 
managers is to recognise the symptoms and address them very fast. The 
ways this can be done are discussed below.

Doing the right things wrong

Good planning is a key to ensuring that the right tasks are carried out, 
but doing the work in itself is not enough. A good plan tells you who is 
expected to undertake what and when it needs to be done by. A good 
plan doesn’t tell you when the work has been done right. One of the 
manager’s roles is to ensure that the quality of what is done is sufficient 
to ensure that the needs of the business are met.

Typically these people and teams will be full of people with immense 
drive, but that leads to the whole team being pushed hard. They keep 
doing the task and finding that the output does not work, they go back 
and do it again, and again, and again

The team is ‘Driven Away’ from success

Doing the wrong things right

People who are faced with difficult or challenging objectives and 
tight timescales revert to tried and tested methods where the process 
outcome and timing are known. This tendency leads people to use 

William Buist • 103



• BusinessWise

tools, skills and techniques, that create fantastic quality output because 
they have done them many times before, but here they are producing 
the wrong output albeit to the highest quality.

Typically these people and teams will be very energetic and very 
active. There will be a pride in what is being done and then a lot of 
frustration and disappointment when it is realised that it is not fit for 
purpose. Energy and self-belief drives the work and people push and 
repeat the effort many times.

The team is in an ‘Energy Rush’ with great things being done quickly to 
a high quality but which are not needed or appropriate.

How can you identify those issues
Identifying the cause of the frustrations is hard because most teams 
operate with parts of all three key failure types in operation.

Team Failure

People are doing the wrong things and what they do is done wrong.

They are NOT using their skills and experience to do thing they 
know.

They are NOT doing the things that need to be done.
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Delivery
Knowing what
you need to do

What you do,
You do right

High
Performance

"Driven Away" "Energy Rush"

Doing things with passion



You will hear language like:

“I disagree”

“Who thought this up?”

“They don’t know how we work here”

“We have always done it this way”

“Don’t blame me” 

“We’ll get to it soon” 

“Why?” 

“Sorry” 

“Who decided that?”

You will see:

Listlessness

Flitting from uncompleted task to uncompleted task

Unwillingness

Lack of Humour

Depression

De-motivation

Low Quality work

Inappropriate output

Idleness and absence

Driven Away

People are doing the right things but what they do is done wrong.

They are using their skills and experience to understand what needs to 
be done and then trying to do it, over and over.

You will hear language like:

“My people are highly motivated”

“They know exactly what to do - it’s just a shame that they 
make so many mistakes”

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y

Y
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“They are so passionate - determined to get to the goal”

“This stuff is not so hard”

“Never mind, do it again, it is the right thing to do” 

“What can we learn?” 

“Everyone is working at the same speed - flat out” 

“Sometimes I need to hold them back, they get ahead of 
others and work on stuff that gets wasted” 

“Sorry - I haven’t done this before - I’ll get it done right”

You will see:

Passion

Drive

Willingness to repeat

Focus

Research

High Motivation

Low Quality work

Appropriate output

Willingness to keep going, regular unpaid overtime

Energy Rush

People are doing the wrong things but what they do is done right (for 
them).

They are using their skills and experience to do things they know in the 
way that they know.

They are not doing the things that need to be done.

You will hear language like:

“My people are highly skilled”

“They are the best of the best - but perhaps they aren’t as 
good as I thought they were”

“They know their subject”
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“This stuff is just harder than we thought”

“Why didn’t that do what we needed?” 

“Maybe I should have tried ???” 

“I though ‘he/she’ knew better than that” 

“We’ll just have to try that again” 

“Why are we always pushing?”

You will see:

Energy

Persistence

Willingness

Humour

Depression

Motivation

High Quality work

Inappropriate output

Lack of time

What does a good manager do
For team in failure you will need to:

Get buy in - FAST

Be intolerant of mistakes

Be prepared to change team leadership and structure

Build implementation and development capability

Use the right coaching and mentoring to support the team

For a team being ‘Driven Away’ you will need to:

Keep buy-in to the need to develop the right skills and 
experience
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• BusinessWise

Accept mistakes (welcome them)

Harness the passion and focus

Build skills and experience to get things done right

Use the right coaching and mentoring to support the team

For team in ‘Energy Rush’ you will need to:

Keep buy in to the right way to do it

Accept mistakes (welcome them)

Develop experience calluses as you learn (which may be 
painful)

Build implementation capability

Use the right coaching and mentoring to support the team

Have them change roles

How do you tell if you are doing it well
Skills and experience are the key cornerstones on which we all, as 
human beings, rely to determine how to do things. When we need to 
do something new or different, there is a tendency to be tentative, to 
seek help and advice and to experiment slowly. During that process 
we must learn from what we do wrong in order to learn how to do it 
right.

It seems to me that, most of the time, business teams are working 
hard on change and seeking to drive new and innovative work into 
the business in order to get and stay ahead of the competition. Team 
capability is what will drive success and no-one and no team can 
leap from amateur performance to world class in a single bound. 
All that  managers and team leaders can do, is help to guide the team 
to accelerate their journey.

Buy-in is critical. Without focused buy-in the team will always be 
structurally underperforming and probably will remain so even if 
significant effort is placed on the other aspects. In virtual teams buy-
in is both harder to get, and to keep, so focusing on techniques to 
validate the level of buy-in (and resolving concerns that could lose 
buy-in) are critical.
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The prize when things are done right is a team which is both Driven 
and Energetic, which has desire to succeed and is doing the right 
things right every time. They will collaborate and support each other 
on everything and help new members to integrate rapidly. In the right 
frame of mind they are invincible. 

William Buist is Managing Director of Abelard Management 
Services Limited, a business which specialises in helping business 
leaders to get buy in from their teams for critical implementations. 

In the 1980’s William worked with a panel of insurers who developed 
and built a range of new consumer insurance products. In the 1990’s 
he was involved with a major merger and other change programmes in 
the financial services sector. He is now embracing social networking as 
a means of extending and improving his already extensive collaborative 
working knowledge and skills. 

William leads the BlackStarLifeMembers club on Ecademy. Blackstar 
is developing a global network that is respected and recognised as a 
group of people whose abilities and skills support and add value to 
each other in a spirit of collaboration.

William can be contacted on wmb@abelard-uk.com
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