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Teambuilding checklist: Introduc tion

This five-part checklist is how entrepreneurs build teams that help 
them grow their businesses. 

It doesn’t contain any trendy buzzwords. Why? 

Because you need to get clear on the fundamentals before you go 
getting fancy with your own style. 

For your convenience, I’ve included a description of what happens 
if you skip or change one of the steps.
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Teambuilding definition

Teambuilding is about:

1 s t :  
Building a competent team, and 

2 n d :  
Building systems that promote teamwork, collaboration, 

course-correction, and superior performance.

3www.mandycavanaugh.com Copyright© 2020



ü Essential Component #1: Designing

The first step in building a team is to design an effective one, 
in order to play to people’s strengths, reduce turmoil and 
drama, minimize redundancy, maximize profits, and increase 
your odds of success.

You’ll need three types of players on your team:

ü Visionaries
ü Promoters
ü Managers
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Teambuilding myths
X It’s more about leadership than management. 

X Motivation is the most important aspect of it. 

X It’s something you do occasionally at a corny company events.

X If I have a good product that clients want, teambuilding 
doesn’t matter.

X Team’s don’t even need to be “built” with today’s autonomous 
workforce.

false.
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The truth about teambuilding
• It’s as much about management as it is about leadership.

• You can’t motivate your way into being a good CEO.

• It’s a continuous process that shouldn’t be saved for special 
events.

• The more clients (and success) you have, the greater the 
requirement for high-performance teamwork.

• Even if you use 100% freelance workers, your vision won’t get 
implemented over time without a sustained teambuilding 
effort.

6www.mandycavanaugh.com Copyright© 2020



Teambui ld ing checkl ist :  Essentia l  components

1. 
Design

2. 
Recruit

3. 
Lead

4. 
Manage

5. 
Cultivate
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ü Essential Component #1: Designing

ALL businesses need a VISIONARY who can see:

• The competitive landscape & market conditions 
• The arc of growth and what it will require
• How to allocate resources accordingly
• Regulations, compliance, financing

If you don’t have a VISIONARY, you may eventually find yourself in trouble 
with costs, revenues, legal matters, or failure to sustain growth.  

You can determine who is a VISIONARY by who can ‘see what the market 
wants’, design ‘what works’ in delivering it, and create systems around 
sustaining marketing, client fulfillment, quality control, etc.  

A VISIONARY leads without getting bogged down in management.  If this 
person is not you, you will need to get one, soon.
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ü Essential Component #1: Designing

The type of 2nd team player you’ll need are PROMOTERS 
(aka SALES/MARKETING/BUSINESS DEVELOPMENT).

• PROMOTERS attract clients and advocate for them inside your 
company.  

• PROMOTERS are money-motivated. They like to earn and are 
hungry for more. If you have a marketer who is satisfied, you’ll 
lose sales.

• PROMOTERS sometimes seem more loyal to the clients than the 
company; thus, while they are “people persons” they sometimes 
turn off those inside the company, playing by a different set of 
rules. 
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ü Essential Component #1: Designing

MANAGERS are the 3rd type of team player.

• MANAGERS don’t necessarily have a management title. They 
might manage tasks instead. 

• MANAGERS handle details better than the other two types; 
cleaning up messes and reconciling contracts, invoices, supplies, 
and billable services. They’re natural at managing projects and 
schedules.

• All three types know how to create systems, but MANAGERS are 
more likely to follow them.

• MANAGERS collect, count, and categorize the money, whereas the 
marketers and visionaries prefer to focus on bringing it in or 
spending it.
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ü Essential Component #1: Designing

Some organizations will have more MANAGERS, 
some will have more PROMOTERS, and few will have 

more VISIONARIES, depending on the industry.  

All three types are required to grow.
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ü Essential Component #2: recruiting

What’s most important thing to size up 
in a candidate:  

SKILLS, PERSONALITY, or WORK 
STYLE?
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ü Essential Component #2: recruiting

Answer:  WORK STYLE.

No matter the person’s stated skills or personality type, the one thing 
most impacting your organization is their work style, or their 
“occupational DNA”.

In advance of hiring someone, you should use a tool such as Culture 
Index, Profile XT, or others.

Skills can be trained and/or confirmed during interviews.

Personality of a candidate isn’t as relevant, if hiring and culture 
processes are working well. Hiring based on personality is a pitfall.
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ü Essential Component #2: recruiting

Step  one :
Write a job profile according to the work style you 

need, not just the job duties & qualifications.

Step  two:
Share with family, friends, and social & professional 

networks your desire to attract this specific work style 
(for example, “I need a customer-oriented promoter 

for a business development coordinator role”). Ask for 
referrals.
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ü Essential Component #2: recruiting
How to Recruit

Step  thre e :
Post on Social Media and Employment Websites

• State the salary (and bonus potential) to rule out people who 
cannot live on that pay level. You’ll be less likely to lower your 

standards when you list the target salary, as it forces you to 
commit to quality.

• Be authentic. If you have done a good job of describing the 
opportunity, you will attract over-qualified candidates who 

are truly curious and screen out those who aren’t the right fit.
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ü Essential Component #2: recruiting

Step  fou r :
During the interview, ask at least 100 questions about past jobs. 
• Starting with their last job, inquire about a successful outcome they contributed to. Then, ask:

• Who assisted with that outcome?
• Whose idea was it?
• Did you have any detractors? Why? How was this handled?
• What else could you have accomplished?
• What qualities do you possess that led to your success? (Or- what qualities did your team 

possess?)

• Then, inquire about a failure on that job.
• Why did it fail?
• What could you have done to save it?
• How did the team perform in light of it?
• What else did you notice about that?

• Then, go to the next job, before that and ask the same things.

Ge t th e  id ea??
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When ranked according to 
importance.. recruiting is the 
most crucial component of 

your teambuilding checklist.

17

FUN FACT!
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ü Essential Component #3: leading
I can’t possibly convey all the success factors in this short document. 
But here are the most common ingredients of leadership I’ve seen 
missing in small to medium businesses:

• C l e a r  v is i o n  f ro m  th e  C E O , articulated (at least) monthly, 
quarterly, and annually,  regarding 1) where we are going, 2) where we 
are now, and 3) what we’ve accomplished in relation to what we said 
we would do. 

• R e p e a t i n g ,  r e i t e r a t i n g ,  a n d  r e p h r a s i n g  c o m pa n y  va lu es  
and how the team’s work performance is measuring up to those values, 
or not. The values should line up with what the client is paying for, not 
just what sounds good internally.
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ü Essential Component #3: leading

Ac knowl edg e (what happened and whether it worked or didn’t work)

• Praise in public and in private. 
• Criticize and give feedback in private, unless the entire group is 

failing on group goal. 
• Pointing to someone’s lack of performance in public while failing to 

follow up with that person in private is setting your company up 
for a fear-based culture in which politics will spread like a virus. Don’t 
let your ego fall for that power trip. 

App re c iat e (say what specifically worked and the impact it had on 
the client, results, or teammates.)
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ü Essential Component #4: managing

Step  one :
Create your Policies (aka “How we do it here”).

• Create a set of clear agreements with your team so everyone is clear how 
things are done.

Step  two;
Create your Procedure (aka “What we do here”).

• Install a feedback loop with your customer to assess their experience with 
your company, and act on the feedback.

• Perform root cause analysis and process improvement on internal issues 
and customer service glitches. Update procedures accordingly.

• Make training of all procedures part of a 90-day onboarding process 
fornnew hires, promotions, and internal role changes.

20www.mandycavanaugh.com Copyright© 2020



ü Essential Component #4: managing

Step Three :  
Inspect what you expect. What is your “do or die”? Measure it 
constantly. 

• Number of hours spent making cold calls. 

• Number of face-to-face meetings.
• Number of social media views with call to action.

• Attendance at events.
• Per client revenue average. Try to increase it with referrals and value.
• Customer satisfaction (survey scores, anecdotal feedback, and feedback from 

your client-facing team members.) Take it seriously!

• Etc., etc., etc.!
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ü Essentia l  Component #5: cult i vating

Management ultimately doesn’t work unless tie your goals to your 
team’s goals and vice versa, which is why constantly cultivating 1) 
individual development and 2) company culture are crucial.

C u lt i va t i n g  i n d i v i d ua l  d e v e lo p m e n t

• What is each person’s next personal breakthrough?  Tie their goal to it.
• Creating a training checklist including soft skills, cross-training, and 

necessary skills for advancement.
• Customize each team member’s experience by acknowledging “what they 

bring to the party” while overlooking their gaps that are unrelated to job 
performance or that can be covered by a teammate.
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ü Essentia l  Component #5: cult i vating

C u lt i va t i n g  t e a m  c u lt u r e
Systems

• Take the Right & Wrong Out
• Instead of judging, say “What’s Working” & “What’s Not 

Working”
• Acknowledgments
• Instead of compliments, say “This is what happened, and 

this was the result”.
• Remember to say, “Thank you”.

• Feedback:
• Instead of criticism, say “This is what happened, and this 

is the result”.
• "This is what is needed.”
• “This is what’s missing to have that happen.”

23www.mandycavanaugh.com Copyright© 2020



ü Essentia l  Component #5: cult i vating

C u lt i va t i n g  t e a m  c u lt u r e

Your culture is totally transparent to your clients/customers, so your front-line 
employee’s attitude is the most important. This is why the frontline (client-facing) 
employees should be seen as the thought leaders of a company.

Fostering the desired culture of your company completes the cycle of teambuilding 
and is ultimately tied to all the things you have learned so far, including to design, 
recruit, lead, manage, and cultivate!
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1. 
Design

2. 
Recruit

3. 
Lead

4. 
Manage

5. 
Cultivate
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For more on teambuilding check out:

Start at the Top and Stay There as a 
Feminine Entrepreneur

or

Let’s connect!
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F * C K  T H E  G L A S S  C E I L I N G

J o i n  m y  C o m m u n i t y

https://mandycavanaugh.com/contact/

