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Welcome to TeamFirst! 
 
Thank you for considering TeamFirst, the system that enhances team cohesion, reduces performance 
management overhead, and enable fast, accurate, and useful feedback across your people, project, 
and overall business. 
 
If at any stage you need assistance with any part of the setup process, or require personalised 
customisation or assistance, you can email support@getteamfirst.com, and we will respond promptly 
with the help you need. 
 
This guide will assist you in getting your people added to the system, setting up your Teams, and then 
configuring, and running, your first Sprint Retrospective. 
 
Our product terminology is largely focussed around Agile Development teams, but can be used in any 
industry, team size, or organisational structure. The How-To Guide Glossary section will help 
understand this terminology, and how you can adapt it to suit your specific needs. 
 

 

 

How to use this guide: Important information that you should read 
before continuing 
 
All people in TeamFirst have at least one of 4 roles. You will fall into one of these: 

1. Admin – the person who first signs up to TeamFirst. Admins can add and remove people and 
teams; so once set up, the original admin can create many more admins, 

2. Team Member – anyone who is a member of one or more teams. You get invited to TeamFirst 
by your Admin, 

3. Team Lead – a specialised team member that manages the team on a day-to-day basis; and 
runs the retrospectives 

4. Manager – a person who has access to the Insights Dashboard. 

 
This guide is set out to indicate which parts would be of interest to you.  

mailto:support@getteamfirst.com
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How TeamFirst works in general 
Most teams work in cycles where they look at the team performance and review the last couple of 
week’s, or month’s, work. Even if you are not doing it now, a regular check by the team to make sure 
they are still on track is essential. TeamFirst uses this data to give insights into what is happening inside 
that team. 
 
Once teams are set up, the process is simple: 

1. Once every two weeks, or whatever cadence you decide, the team gets together and discuss 
how they are doing, 

2. During this review (which we will call ‘retro’), members review each other in a quick and 
easy process and add stickies indicating what they think worked, or what didn’t over the last 
period, 

3. The team lead discusses and sets the Achievables with the team. By default, the Achievables 
are based on the Spotify Health Check, 

4. The team discusses the Stickies and decides which ones need Do To Improve tasks and adds 
these, 

5. The Team Lead completes the retro. 
 
Its as simple as that. Once this is done, Insight reporting will give immediate detail on how the team 
is doing. You will see results right from the first iteration, but as the team does more and more 
retros, more detailed insights will emerge. 
 
 

What are Questions and Values? 
TeamFirst uses values and questions for reviews. Values should align with the values of your 
organisation as far as possible. The questions based on these values are similar to what one would do 
for a 360 review. The default set is as follows: 
 

# Value Value Definition 

1 
Quality & Simplicity 

We create high quality, simple solutions that solve complex 
problems. 

2 

Care, Collaborate & 
Communicate 

We empower others to reach their full potential. Our 
success is based on our people and on those we partner 
with. 

3 
Agile & Knowledgeable 

The world is full of magical things, just waiting to be 
discovered. 

4 
Positive & Original 

We’re optimists - we celebrate success and embrace 
individuality. 

5 
Integrity & Respect 

We are all worthy of kindness and dignity without 
discrimination. 

 
You can see the detail of how questions based on these values are interpreted here. Remember, these 
are configurable for paying and enterprise members. 
 

What are Stickies and Achievables? 
1. Stickies have their history from using post-it type notes on whiteboards to track issues: 

what’s working, what’s not working, and what needs to be improved. TeamFirst follows this 
process as well, 

Achievables are KPIs set up for that team to track performance. The default setup in TeamFirst sets 
up your Achievables to be based on the Spotify Health Check. It’s a pretty simple way to check the 
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health of your team, but for more information have a look here: 
https://engineering.atspotify.com/2014/09/squad-health-check-model/  

 

Anonymity and who can see my information 
Reviews are totally anonymous. Feedback (but not actual individual scores) can be seen by 
Managers. We will never share your information with anyone, including third parties. 
 
 
 
  

https://engineering.atspotify.com/2014/09/squad-health-check-model/
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QuickStart 
 
It is quick and easy to create your first team in TeamFirst and do you first Retrospective. 
Follow the easy steps below to configure your culture and improve your world! 
 

 
The sign-up process is done by one person who will become the Administrator in the system. They will 
configure the initial people, teams, and create other Admins.  
The retrospective cycle is for Team Members, Team Leads and the resulting insights would be of 
interest to Managers. 
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How to sign up and configure your first team (Role: Admin) 
 

 
1. One person from your company, the initial administrator, registers on TeamFirst.  

a. Don’t worry, you can change this later. 
2. Verify yourself by clicking on the email link we send you. 
3. Add you first Team Members. They will each get an email asking them to verify themselves. 
4. Add your Team and add your Team Members to that team.  

a. Remember to select a person to be the Team Lead. 
5. Your job is done! 
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Running the first iteration (Role: Team Member, Team Lead) 
 

 
1. The Team Lead will add a sprint and the start the Retrospective. 
2. All Team Members can review everyone in the team, including themselves, in a quick 5 

question process. 
3. Each member adds at least two stickies. One for what Went really well over the past 

iteration and one for what did not go well.  The Team gets together with the Team Lead 
sharing their board. Team Members discuss and set the Achievables. By default, the 
Achievables are set to the Spotify Health check system. 

4. Team Members, guided by the Team Lead will review the Achievables for the review period 
and  

5. Team Members discuss the stickies and decide which ones need further follow-up during the 
next sprint 

6. Once the meeting is over, the Team Lead closes the Retro and sets up the next one. 
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Insight into teams (Role: Manger) 
Once a retrospective has been done, you will start seeing pertinent information on your teams in the 
Team Insights area. When you run TeamFirst for a team the first time, we will probably highlight 
issues that you are already aware of, and even some new ones. 
 
See Insights for more information on how the insight dashboard works. 
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Some Terms of Interest 
 
We use the terminology of Agile Development methodologies. These will become configurable in 
future, but for now, here is what we mean when we use the following terms: 
 

Sprints 
A Sprint is an iteration of work. We typically use 2-week periods, but you can do cycles of monthly, 
weekly, or even just a few days. 
 
In Scrum, it is a time-boxed period that contains a set of events and activities, i.e. work. Sprints are 
done consecutively with no gaps between them. However, in TeamFirst you can configure your 
Sprints as you require. 

 

Retrospective 
A retrospective is a meeting to end a Sprint. The Team will look back at the sprint and note successes 
and failures, as well as plan for improvements to enact in the next Sprint(s). 
 
Before or during the Retrospective meeting, the Sprint can be opened to the team, and people can 
rate theirs, and their teammates performance against the company selected metrics. 
 
During the retrospective, the Team ACHIEVABLE’s are recorded and add to the Team’s overall rating. 
 

Team 
A Team is the collective of people working together within a Sprint.  
 
In development, this would be an Agile team, consisting of a Project or Product Owner, Scrum 
Master, and Development team (developers, business analysts and quality assurers) 
 
It could also be a management team, shop assistance and their manager, or building artisans and 
their foreman. 
 
For other Scrum terms and their meanings, please refer to: 
https://www.scrum.org/resources/scrum-glossary  
 

TeamFirst 
TeamFirst improves your people journey, to allows you to understand your people, and manage 
them and your culture accordingly. We improve project quality, delivery, billable income, and people 
retention while reducing costs.  
 
We provide dynamic feedback and decision tools to construct, manage and evolve more effective 
team compositions. In the process, we improve general happiness and sentiment within the 
business. 
 

  

https://www.scrum.org/resources/scrum-glossary
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Administrator functions (Role: Admin) 
Adding People 
Adding people requires a user with the Administrator role.  
By default, this role is assigned to the person who signed up on the TeamFirst platform. They in turn, 
can add further people, and assign this role to others. 
 

1. Click on Settings in the Green Ribbon at the top of the page. 
2. Click on Manage People on the Grey Ribbon under the Green Ribbon. 
3. Click on the green plus button at the bottom right of the Page: 

 
 
4. On the New User page, capture the details and roles required for the user and Click “ADD” 
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Adding Teams 
Adding teams requires a user with the Administrator role.  
By default, this role is assigned to the person who signed up on the TeamFirst platform. They in turn, 
can add further people, and assign this role to others. 
 

1. Click on Settings in the Green Ribbon at the top of the page. 
2. Click on Manage Teams on the Grey Ribbon under the Green Ribbon. 
3. Click on the green plus button at the bottom right of the Page: 

 
 
5. On the New Team page, capture the details of the team, the Team Ninja who will manage 

and run this team, and optionally, a Client. Then Click “ADD TEAM” 
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Running Retrospectives (Role: Team Lead) 
 

Viewing your Teams: 
Team leads can view their teams under the Teams tab  
 

 
 

Add a sprint: 
Before a retrospective can be started, Teams need to have Sprints available. To create one or more 
Sprints, select ‘Manage sprints on a Team card. 

• Input a Sprint Name, Sprint Start Date, and Sprint End Date 

• Click ‘Add Sprint’ 

The new sprint will appear on the right under “Available Sprints”. 
 

 
 
Available Sprints can be Edited and Deleted.  
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Edit a sprint: 
Each Available Sprints line is inherently editable 

• Click in the field you want to edit (e.g. start date field which is the first date field) 

• Make the changes you would like to make. 

• Select the save button (outlined in green). 

• The changes will be saved.

 

Delete a sprint: 
• Select the Delete button [trashcan icon] (outlined in green) next to the sprint you want to 

delete.  

 
• Confirm the deletion and the sprint will disappear. 
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Managing team members (Role: Admin, Team Lead) 
 
Team members are managed within a Sprint.  
 
Your first list of Team members will be added when you Manage the first Sprint Retro for your Team. 
This team of people will be available for future sprints. 
Team members are taken into a new Sprint based on the members of the last completed sprint. 
 
Click the ‘Retro’ or ‘Team’ link on the relevant Team Card.  
 
Note: Neither starts the Retrospective.   

Adding Team Members:  
 
To add Team Members to your Team, scroll to the Manage Team card within the Retro page: 
 

 
• Click the Add button at the bottom right 

• Select a person from the drop-down list.  

• Click Add user. 

• The user will be added to the team. 
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Select the member to add: 

 
NOTE: This is only available if you have already added a sprint (or iteration). 

 

Deleting Team Members: 
 

• Click the delete button (outlined) next to the team member you wish to remove from the 
Team 

 
• Confirm deletion, the user will be removed from the team.  

o If you can’t delete a person, they may have rated people in the sprint and cannot be 

deleted at this time. 

NOTE: This is only available if you have already added a sprint (or iteration). 
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Managing Team Member Statuses (Role: Team Lead) 
 
Certain members of the team may be: 

1. Away for all, or part, of the review period underway 
2. Someone who works with only certain members of the team, i.e. a consultant 

These states can be managed using the ‘Is present’ and ‘Must be rated’ toggles. 
 

Is present 
• Is present means the person is available to rate and be rated. If a team member is on leave 

or away for the period under review, you can mark them as not present without having to 
delete them from the team. 

o They will, therefore, be in the team list for the next Sprint Retrospective. In that 
Retro, you can manage their presence. 

 

Must be rated 
• Must be rated (mandatory) means that the team member must rate all other mandatory 

members, and supply Stickies for the Sprint under review.  

• Turning this toggle off makes the team member ‘optional’ and therefore does not have to 
rate anyone, be rated by other team members, nor are they required to add Stickies. 

 

 
Rating and Stickie requirement state 
The X or √ to the left of a team member indicates whether the requirement for that user to have 
rated or entered Stickies has been met. It does not always mean that ratings have been captured. 
 

• For a team member that does not have to be rated: 
o Must be rated toggle is off [red] 
o Ratings and Stickie checks on the left of the members’ name will be blank 

• For a team member that has to be rated: 
o Must be rated toggle is on [green] 
o Ratings and Stickie checks on the left to the members’ name will be  

▪ X where Ratings and/or Stickies have not been submitted 
▪ √ where Ratings and/or Stickies have: 

• Been submitted 

• Or not required to be submitted. 
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Start Retrospective 
 
Once one or more Sprints have been added, and you have created your first team (see Managing 
Team Members), retrospectives can be done. 
 
To start a retrospective, click “Start Retro” on the team card for which you want to start the process.  
This will notify all Team Members will be able to rate each other and submit their Stickies. 
 

 
 
If you want to make changes to your existing team before you start your retro you can go to the 
retrospective dashboard to make changes and follow the Managing Team Members steps 
 
Once the Retro is open, it will show as available to team members on their Me dashboard for them 
to enter ratings. 
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Retrospective Dashboard (Role: Team Lead) 
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Achievables  
‘Achievables’ are configurable for your company. The system has defaults which are based on the 
Spotify Health Check. Spotify Health Check has 11 items for evaluation, which each one being 
assigned either red (really bad), amber (some problems) or green (good), depending on the state of 
that specific item.  
 
Have a look here for more detail: https://engineering.atspotify.com/2014/09/squad-health-check-
model/, but essentially a score is calculated with Red counting 0, Amber counting 50 and Green 
counting 100. This score is then stated as a percentage. 
 

Achievable Name Examples of Green (Awesome) Examples of Red (Crappy) 

Support We always get great support & help 
when we ask for it!  

We keep getting stuck because we can’t get 
the support & help that we ask for. 

Teamwork We are a totally gelled super-team 
with awesome collaboration! 

We are a bunch of individuals that neither 
know nor care about what the other people in 
the squad are doing. 

Pawns or Players We are in control of our destiny! 
We decide what to build and how 
to build it.  

We are just pawns in a game of chess, with no 
influence over what we build or how we build 
it. 

Mission We know exactly why we are here, 
and we are really excited about it
 We have no idea why we 
are here, there is no high level 
picture or focus. 

Our so-called mission is completely unclear 
and uninspiring. 

Health of Codebase We’re proud of the quality of our 
code! It is clean, easy to read, and 
has great test coverage. 

Our code is a pile of dung, and technical debt is 
raging out of control 

Suitable Process Our way of working fits us 
perfectly. 

Our way of working sucks. 

Delivering Value We deliver great stuff! We’re proud 
of it and our stakeholders are really 
happy. 

We deliver crap. We feel ashamed to deliver it. 

Learning We’re learning lots of interesting 
stuff all the time!  

We never have time to learn anything. 

Speed We get stuff done really quickly. No 
waiting, no delays.  

We never seem to get done with anything. We 
keep getting stuck or interrupted. Stories keep 
getting stuck on dependencies. 

Easy to Release Releasing is simple, safe, painless & 
mostly automated. 

Releasing is risky, painful, lots of manual work, 
and takes forever. 

Fun  We love going to work, and have 
great fun working together.  

Boooooooring. 

 

From the Spotify Model (link above): 

• Green doesn’t necessarily mean things are perfect. It just means the squad is happy with this 
and see no major need for improvement right now. 

• Yellow means there are some important problems that need addressing, but it’s not a 
disaster. 

• Red means this really sucks and needs to be improved. 
 
If you require a different set of Achievables (like the ones listed in Appendix 1), please contact 
support@getteamfirst.com  and we will gladly assist in setting these up for you.  

https://engineering.atspotify.com/2014/09/squad-health-check-model/
https://engineering.atspotify.com/2014/09/squad-health-check-model/
mailto:support@getteamfirst.com
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Manage Team 
Refer to Managing Team Members section above. 
 
 

Previous ToDo Sprint Stickies 
This section will only display if Stickies were added to a previous sprint as Do To Improve

 
 
To Complete the Retro these Stickies must be assigned a status by clicking on the applicable status: 

• Complete (tick): The item was achieved during the sprint 

• Deferred (arrow): The item will be deferred to the next sprint as it was not completed in the 
current sprint. 

• Deleted (bin icon): The item is no longer applicable and can be deleted.  
 

Sprint Stickies 
Sprint Stickie’s are added by Team Members during their rating process.  
Stickies are feedback from the Team as to: 

• What went well? 

• What did not go well? 

• What can we do to improve? 
 
We also support Client Feedback Stickies for the client, or stakeholder, to supply any input into the 
current Retrospective. 
 
All Stickie’s submitted to the current Sprint will show up, anonymously, in the relevant column. 
While viewing and conducing a Retrospective, the Project Manager can edit these Stickies, or add 
their own, or group items. 
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Complete Retrospectives: 
 
To complete a retrospective all team members who must be rated and who are present (i.e. 
mandatory team members) must: 

• Rate all other mandatory team members  

• Submit at least one “went well” and one “did not go well” stickie.  

 
 
Previous ToDo’s: 

• All ‘Previous ToDo’ Stickies must be assigned a status: done, deferred, or deleted. 

 
 
The retrospective can then be completed by selecting the “complete” button at the bottom of the 
page. 
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Using the System as a Team Member (Role: Team Member) 
 

• If your Administrator has not assigned you to a team yet, you will see the following screen: 

 
• Once a project has been assigned, this screen will show your project(s) as follows: 
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• If the there is an open Retro for any of the teams you have been added to, you will be able 

to click on ‘Enter ratings’ 

• If you select ‘Enter ratings you will enter the team page for the selected team, and Sprint. 

• You will see ‘Team members waiting for feedback’ as well as an optional section ‘Team 

members waiting for optional feedback’ 

• You can now rate your team members and yourself.  

• You will always be required to rate yourself each cycle/sprint. 

o People listed in ‘Team members waiting for optional feedback’ do not have to be 

reviewed, but if you have worked with them in the preceding cycle, you are 

encouraged to click on them and provide the relevant ratings and feedback. 

o Feedback is optional unless you chose to rate someone 1 star or 5 stars, then you 

are required to please leave some feedback to motivate your selection. 

 
 
Tbc: I think here we should show a screen that is more populated, and we need to explain what 

everything means 
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Once you have done a couple of retrospectives, your dashboard will start looking more like this. 
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Insights (Role: Manager) 
The Main Insights Dashboard - Summary 
 
The man dashboard shows the following: 

1. General People Graph 
This shows the average review trend of all people over the last couple of months. Note that 
the grey area is the upper most and lowest scores awarded  
 

2. General Team Graph 
This shows the average team scores over the last couple of months. The grey area shows the 
lowest and highest team scores and gives you an indication of the general health of the 
organisation. 
 

3. People at risk, Top people 
The five people with lowest and highest review scores appear here. Click on a name to see 
the detail on that person. 
 

4. Teams at risk, Top teams 
The five teams with the lowest and highest scores appear here. Click on the team’s name to 
see more detail. 
 

5. Personal Feedback 
When people click the thumbs up/thumbs down icons on their Me dashboards, the 
information is relayed here. Look specifically for people who said that they are unhappy. 
 

6. Potential Issues 

People who are conflicting will show here. Click on the ‘Click to expand’ link to see more 

detail around how these people are conflicting. It is important to notice for which value 

people are conflicting because this will tell you how to manage the situation. 

 

In the above example, Irene is having issues with Armaan over a variety of touchpoints, whereas 

Armaan seems to find Irene helpful. This can happen when a senior is paired with a junior, but 

armed with this information one can intervene and resolve the situation. 
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People Insights 
Search for a person or click through to this detail screen from other screens where the person name 
is clickable (Like the General Insights screen) and see detail around this person broken down per 
value, and also see the feedback given and received from other team members. 
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Team Insights 
 

Search for a team or click through from the General Insights dashboard to see detail around the 

team. Currently you will see the Achievables as well as some statistics around what worked, what 

didn’t work and things to improve.  
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Once again, If you need assistance with any part of the setup process, or require personalised 
customisation or assistance, you can email support@getteamfirst.com, and we will respond promptly 
with the help you need. 
 
Thank you for choosing TeamFirst! 
 
  

mailto:support@getteamfirst.com
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Appendix 1: A note on Achievables  
‘Achievables’ are configurable for your company. The system has an alternate set of Achievables 
which are based on Development Sprint deliverables. The set is as follows: 
 

Achievable Name ACHIEVABLE Description 

Bug Count The number of bugs found in the sprint. 

Velocity The total team velocity completed for this sprint. 

Sprint Plan Met Was there scope creep or unplanned items added to the sprint after it was 
planned and started? 

Feature freeze 
met 

Was development completed by dev freeze? 

BA Spec Ahead Is the BRS groomed at least one sprint ahead? 

Designs Ready Were the designs ready ahead of time? 

Test Cases 
Complete 

Are the test cases for the committed work complete and correct? 

Code Coverage The overall code coverage achieved through unit, integration and end-to-
end testing. 

Previous To Dos 
Met 

Were all TODO's from previous retrospectives met? 

QA Automation Were QA automation completed for all committed work? 

Sprint Sign-off 
Met  

Was QA sign-off completed in the appropriate timeframe? 

 
These can be configured to suit your Team deliverables. Please contact support@getteamfirst.com  
and we will gladly assist in setting these up for you. 
 

 
 
 
  

mailto:support@getteamfirst.com
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Appendix 2: A note on Values and Questions 
# Metric  Metric Definition 1 2 3 4 5 

1 

Quality & 
Simplicity 

We create high 
quality, simple 
solutions that solve 
complex problems. 

Quality is low, 
introduces 
complexity, 
and not on 
time. 

Quality is 
below average 

Quality is 
good, as 
expected 

Quality is 
above average 
with high 
efficiency 

Quality is 
excellent 
and shows 
efficient use 
of time and 
removes 
complexity 

2 

Care, 

Collaborate & 
Communicate 

We empower others 
to reach their full 
potential. Our 
success is based on 
our people and on 
those we partner 
with. 

Does not help 
or collaborate 
with others 

Needs to be 
pushed to 
help and 
support 
others 

Helpful and 
respectful in 
their actions 

Shows respect 
and 
consideration 
when helping 
others, even 
when under 
pressure 

Actively 
helps and 
shares with 
others; going 
above and 
beyond, 
showing 
respect and 
care at all 
times 

3 

Agile & 
Knowledgeable 

The world is full of 
magical things, just 
waiting to be 
discovered. 

Actively avoids 
change and 
knowledge 
growth and 
shows no 
interest in 
improvement 

Shows little 
interest in 
new ideas and 
thinking 

Displays 
good 
knowledge 
and agility in 
their work 

Displays 
innovative 
thinking and 
resourcefulness 
in their work 

Proactively 
seeks to 
improve 
themselves 
and their 
team, 
through 
continuous 
learning and 
development 

4 

Postive & 
Original 

We’re optimists - we 
celebrate success 
and embrace 
individuality. 

Actively brings 
down team 
morale 
through 
negative 
attitudes, 
blame and 
conflict 

Their glass is 
half-full and 
brings others 
down 

Easy-going 
and has a 
positive 
team spirit 

Chooses to be 
positive even 
when times are 
tough 

Creates an 
environment 
of positivity 
and 
inclusivity 
through 
their actions 
and attitude 

5 

Integrity & 
Respect 

We are all worthy of 
kindness and dignity 
without 
discrimination. 

They are 
divisive; 
creating 
dissention or 
discord within 
the team 

They prefer to 
assign blame 
rather than 
take 
responsibility 

They are a 
positive 
member of 
the team 

They are kind, 
helpful, humble 
and 
courageous in 
their actions 

Inspires 
others to do 
better 
through 
their display 
of honesty, 
kindness and 
helpfulness 
both in and 
out of the 
office 
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