
TOTEM
The Five Dials

Templates to complete for your weekly team ritual

1  TEAM 2  ORIENTATION 3  TASKS 4  EVOLUTION 5  MID-TERM
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Why TOTEM : What is your experience of meetings?

CommitteesRoutines Meetings
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69% of meetings are ineffective (according to participants)
75% of meetings are effective (according to facilitators)

Too many: meetings, discussions, 
participants…
Not enough: framing, efficiency, follow-up…
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What we expect from a ritual is the team's collective response to the following key questions :

Implementation : 3/ Totemize the ritual — the key questions!

Why do we meet at this 
frequency and 

duration?

How will the time spent in this ritual be useful?
What will make the difference at the end of our ritual?
What do we want to leave this ritual with?

Team 
ritual

Team 
ritual

Team 
ritual

We will be satisfied if, 
by the next ritual, we 
have achieved / 
reached…

1

2

3
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What do we expect from a ritual is the team's collective response to the key questions:
● Why do we meet?
● What will make the difference at the end of our ritual? That the time spent was worthwhile?
● What do we want to leave with?

Adjust as a team a scale of value and usefulness — for example :

DISCUSSION ACTION

● Exchanging views 
and opinions

● Sharing thoughts and 
arguments

● Agreeing on 
priorities

● Setting key 
strategies together

● Proposing 
alternatives

● Deciding and 
choosing the 
direction

DECISIONINFORMATION

● Reviewing the current 
situation — status 
update

● Taking ownership of 
the lines of thought

PRIORITIZATIO

N
● Steering and 

implementing 
concretely

● Acting to achieve 
results

Uselessness Usefulness

Team ritual : Rituals — for what value and usefulness?

What is your scale of value and usefulness?
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20’ 10’

Moments

duration

value/usefuln

ess

round-table

Team ritual : TOTEM, a key to escaping meeting overload

round-table
activity

top-down info presentation A

info

tensionsopen points

30’

presentation A

reflections

20’

discussion

discussion…

1 2 3 4 5 6 7

open points tension
reflectio
n

20’ 10’ 10’ Duration : 2 
hours
Value : low

10’ 5’ 15’ 5’

Team TasksPrio Evol Mid-Term

10’ Duration : 
45’
Value : high

Gain of 63% of time
Strong growth of Value

“More with less”
“Less is more”

TOTEM

1

Team

2

Orientations

3 4 5

Tasks

Evolution

Mid-term

duration

value/usefuln

ess

activity

meeting moment usefuluselessReading key:
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TOTEM: the five dials assembled
An overview of the ritual — 45 minutes weekly

2 ORIENTATION 5 min

1 TEAM 10 min 3 TASKS 15 min

5 MID-TERM 10 min 4 EVOLUTION 5 min

Total: 5 + 10 + 15 + 5 + 10 = 45 minutes weekly
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1 Team weather 10 min

WHO? Morale Workload Team's TOPs Team's FLOPs Upcoming AGENDA

Member 1

Member 2

Member 3

Member 4

Member 5

Member 6

∙ Write the TOPs here

∙ ...

∙ ...

∙ Write the FLOPs here

∙ ...

∙ ...

Date/Time Topic Who?

15.03  2-3pm Quality: reporting

21.03  10-

12am

MORALE

Passionate Joyful Determined

Gloomy Frustrated Terrible

WORKLOAD

Underloaded Light Balanced

Heavy Explosive
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TEAM



2 ORIENTATION Priorities Podium 5 min

2

PRIORITY 2

STRATEGIC PILLAR

OF THE COMPANY

1

PRIORITY 1

STRATEGIC PILLAR

OF THE COMPANY

3

PRIORITY 3

STRATEGIC PILLAR

OF THE COMPANY

List the team's 3 priorities for the current horizon, and for each one, indicate the company strategic pillar it relates to.
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3 TASKS Team activities ('run')  — version B: SQDCP 15 min

Dimension
(SQDCP)

Activity
(What are we tracking?)

Indicator
(Which indicator?)

Current
(Where do we 

stand?)

Target
(Where do we want 

to go?)

Weather
(How is it going?)

Trend
(vs last week)

Highlights
(to remember)

S

Customer 

satisfaction 

(or

Safety)

Q Quality

D Delivery

C Cost

P People

WEATHER Cloudy Rainy Sunny Clearing TREND Falling Declining Stable Recovering Improving TARGET
To 

address
OK

5
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4 EVOLUTION Team irritants and improvements 5 min

ECAR — analysis approach

Irritant/Improvement idea
(What is the problem or idea?)

Priority
(Impact) Stakes

(Why does it matter?)

Observations
(What do we see?)

Analysis
(Root cause?)

Resolution
(Decision / action)

Status
(Progress)

Who?
(Owner)

When
(Deadline)

1

PRIORITY 1 High 2 Medium 3 Low STATUS Cloudy Rainy Sunny Clearing

6
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5 MID-TERM Team projects ('build') 10 min

Project
(What?)

Activities Next step
(What/when?)

Priority
(Impact)

Status
(Where do we 

stand?)

Owner
(Who?)

Key milestones
(Important project markers)

1

(Date)

2

(Date)

3

(Date)

1

(Date)

2

(Date)

3

(Date)

1

(Date)

2

(Date)

3

(Date)

1

(Date)

2

(Date)

3

(Date)

PRIORITY 1 High 2 Medium 3 Low STATUS Cloudy Rainy Sunny Clearing

7
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TOTEM : Building the first three dials

TasksTeam

EvolutionMid-term

Orientations

1- What are the highlights of the team's life?
> Past — Top, Flop, key info
> Present — Morale and workload
> Future — the key agenda, upcoming meetings

2- What can the team focus on for the greatest impact?

> The team's 3 priorities

> Connect these 3 priorities to the strategy

WHO? HOW?

WHY?

WHAT? HOW MUCH?

3- How do we measure the team's progress and success?
> Which activities?
> What status? (outcome and means objectives)
> What progress? (quantitative, qualitative, progress indicators)

5- Which projects and developments will help us 

meet tomorrow's challenges?
> Anticipate the challenges
> Steer the projects
> Make the key decisions and trade-offs

4- What obstacles prevent us from reaching our goals? Apply a 

problem-solving method
> Prioritize irritants
> Decide, understand, and organize to resolve outside the ritual
> New ideas?

WHER

E?
WHEN?
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WHO?

HOW?

What?

How much?

Wher

e?

WHEN?

WHY?

1

2

3

45

Agile

PerformanceHuman

Innovation

Client

TOTEM : Cultural reflexes are reinforced through anchoring

The APHIC culture, an 

essential foundation for 

21st-century companies

Anchoring happens through 

repetition, even more so 

when it is collective
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