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MODULE 3

Developing and Leading a 

High Performing Team

Workshop Exercises  
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Instructions: You will have 12 minutes in your groups to:

1. Reflect back on the preparatory reading on the Team Life Cycle.

2. Review the content on slides 4 through 6 in this document that corresponds 
to the Team Life Cycle phase assigned to your group.

3. Answer the following question:  What has been your real-life experience of 
being in this phase?

4. Elect a spokesperson to summarize and share your findings to the full group. 
They will have 3 minutes to do so. 

Exercise 1: Team Life Cycle
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A Disruptive Perspective

The Team Life Cycle challenges conventional, non-systems-based ideas of:

Individual Psychology

Á Consistent personality traits

Á Internally driven experience and action

Leader Influence

Á Responsible for team performance

Á Stable formula for success

Significant potential for misunderstanding and resistanceé 

and also great learning and change.

Causes of Conflict

Á Driven by one or more problem members

Á Inherently problematic
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STAGE 1: FORM & CONNECT

Team Birth & Early Childhood

Á Anticipation, excitement, anxiety

Á Focus on on safety, inclusion, and status

Á Polite, centralized conversation

Á Leader seen as benevolent and competent

Á Expected and encouraged to provide 

direction and safety

Á Focal point for cohesion and commitment

Á High conformity and compliance

Á “Flight” from differences and conflict

Á Ambiguities left unresolved

Á Frustration, tension, determination

Á Focus on differences and conflict

Á Communication more direct and distributed

Á Leader often a major focal point of conflict

Á Resented for attempts at directive leadership

Á Initial signs of overt push back and challenge 

against leader

Á Confusion about direction

Á Disagreement about goals, tasks, and roles

Á Subgroups and coalitions

STAGE 2: STORM & CLARIFY

Team Adolescence

Stages 1 and 2

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)
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STAGE 4: PERFORM & SUSTAIN

Team Maturity

Stages 3 and 4

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

Á Satisfaction, cohesion, and trust

Á Focus on tasks and structures

Á Communication increasingly decentralized

Á Leader able to be more facilitative and 

participative

Á More leadership functions assumed by 

members

Á Increased conformity due to genuine 

agreements

Á Tolerance of helpful deviation

Á Conflict communal (vs. principled)

Á Fulfillment and excitement

Á Focus on results

Á Communication open, participatory, engaged

Á Leader functioning as expert member

Á Monitors progress and external feedback to 

stay on track

Á Focuses on performance and group dynamics

Á Feedback openly given and received

Á Task conflicts continue (essential to avoid 

Stage 5)

STAGE 3: NORM & SOLIDIFY

Team Young Adulthood

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)
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Stages 5 and 6

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

Á Excitement, trepidation, or grief

Á Focus on future and/or past

Á Anticipation and concern about change

STAGE 5: DORM & DRIFT

Team Senescence

Á Fatigue, boredom, and complacency

Á Preoccupied with distractions

Á Communication detached and disengage

Á Leadership functions in decline

Á Lack of willingness/ability to manage 

accountability and performance

Á Focused on self preservation

Á Potential conflict between disengaged and 

focused subgroups

Á Decline in constructive feedback and task 

conflict

STAGE 6: TRANSFORM & REFOCUS

Team Rebirth or Death

Á Leadership requirements variable depending 

on the outlook of the team

Á Increase in energy due to focus on required 

change

Á Potential for strong emotions and turmoil 

especially with unexpected change

Á Lack of clarity on personal future drives 

anxiety and worry

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)
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Instructions: You will have 15 minutes in your groups to:

1. Reflect back on the preparatory reading on Operating Modes.

2. Review the content on slides 8 and 9 in this document.

3. Answer the following two questions:  

o What is/are the predominant Operating Mode(s) of the teams you work 
with in your organization? How do you know this?

o What are your top two Team Leadership Styles?

4. Be prepared to engage in a conversation on both questions return.

Exercise 2: Operating Modes
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Self-Directed: There is no official leader role. All team members are empowered and accountable 

and work collaboratively. A facilitator typically works with the team, using a hands-off approach, and 

serves as a liaison between the team and the organization.

Working Group: Group members work in a common direction and have some interaction to 

ensure their efforts are aligned and coordinated, but interaction with the leader is primary. The 

leader is the primary authority.

Rotating/Shared: All leadership functions are either shared or rotating among members. This 

design is typically used in transition situations or for short-term teams.

Leader/Member: Operating as first among equals, the leader exercises authority over some 

matters. The leader and team members work collaboratively with each other both as a full team 

and in smaller subgroups. 

Leader-Directed: The leader exercises complete authority and interacts with people individually, 

managing separate agendas. Apart from group meetings, members have minimal interactions with 

each other. 

Group Modes

Team Modes

The 5 Operating Modes
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Style

A
(Authoritative)

D
(Directive)

F
(Facilitative)

P
(Participative)

Team Leadership Styles

*The four decision modes are: Unanimity, Consensus, Democracy, and Authority. 

Style Direction Setting

A
(Authoritative)

Defines and 

establishes the 

direction for 

members

D
(Directive)

Defines, vets, and 

establishes the 

direction for 

members

F
(Facilitative)

Uses methods and 

tools to help 

members define 

and establish the 

direction 

P
(Participative)

Allows members to 

define and 

establish the 

direction

Style Direction Setting
Member Roles & 

Responsibilities

A
(Authoritative)

Defines and 

establishes the 

direction for 

members

Assigns all member 

roles and 

responsibilities

D
(Directive)

Defines, vets, and 

establishes the 

direction for 

members

Vets and assigns 

almost all member 

roles and 

responsibilities

F
(Facilitative)

Uses methods and 

tools to help 

members define 

and establish the 

direction 

Uses methods and 

tools to help 

members to 

generate their roles 

and responsibilities

P
(Participative)

Allows members to 

define and 

establish the 

direction

Allows members to 

generate their own 

roles and 

responsibilities

Style Direction Setting
Member Roles & 

Responsibilities
Communication

A
(Authoritative)

Defines and 

establishes the 

direction for 

members

Assigns all member 

roles and 

responsibilities

Engages only in 

one-way 

communication 

with members

D
(Directive)

Defines, vets, and 

establishes the 

direction for 

members

Vets and assigns 

almost all member 

roles and 

responsibilities

Engages in one-

way and two-way 

communication 

with members

F
(Facilitative)

Uses methods and 

tools to help 

members define 

and establish the 

direction 

Uses methods and 

tools to help 

members to 

generate their roles 

and responsibilities

Engages in 

structured 

conversations with 

all members

P
(Participative)

Allows members to 

define and 

establish the 

direction

Allows members to 

generate their own 

roles and 

responsibilities

Engages in open 

conversations with 

all members

Style Direction Setting
Member Roles & 

Responsibilities
Communication Problem Solving

A
(Authoritative)

Defines and 

establishes the 

direction for 

members

Assigns all member 

roles and 

responsibilities

Engages only in 

one-way 

communication 

with members

Solves problems 

for members

D
(Directive)

Defines, vets, and 

establishes the 

direction for 

members

Vets and assigns 

almost all member 

roles and 

responsibilities

Engages in one-

way and two-way 

communication 

with members

Determines which 

members will solve 

which problems 

and how they will 

do so

F
(Facilitative)

Uses methods and 

tools to help 

members define 

and establish the 

direction 

Uses methods and 

tools to help 

members to 

generate their roles 

and responsibilities

Engages in 

structured 

conversations with 

all members

Uses methods and 

tools to help 

members solve 

problems

P
(Participative)

Allows members to 

define and 

establish the 

direction

Allows members to 

generate their own 

roles and 

responsibilities

Engages in open 

conversations with 

all members

Allows members to 

solve problems 

individually and 

collectively

Style Direction Setting
Member Roles & 

Responsibilities
Communication Problem Solving Decision Making

A
(Authoritative)

Defines and 

establishes the 

direction for 

members

Assigns all member 

roles and 

responsibilities

Engages only in 

one-way 

communication 

with members

Solves problems 

for members

Makes all decisions 

for members using 

authority mode

D
(Directive)

Defines, vets, and 

establishes the 

direction for 

members

Vets and assigns 

almost all member 

roles and 

responsibilities

Engages in one-

way and two-way 

communication 

with members

Determines which 

members will solve 

which problems 

and how they will 

do so

Makes almost all 

decisions using 

authority mode; 

may use 

consultation

F
(Facilitative)

Uses methods and 

tools to help 

members define 

and establish the 

direction 

Uses methods and 

tools to help 

members to 

generate their roles 

and responsibilities

Engages in 

structured 

conversations with 

all members

Uses methods and 

tools to help 

members solve 

problems

Drives the 

decision-making 

process using all 

four decision 

modes* as needed

P
(Participative)

Allows members to 

define and 

establish the 

direction

Allows members to 

generate their own 

roles and 

responsibilities

Engages in open 

conversations with 

all members

Allows members to 

solve problems 

individually and 

collectively

Participates in the 

decision-making 

process using all 

four decision 

modes* as needed
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Instructions: You will have 12 minutes in your groups to:

1. Reflect back on the preparatory reading on the Team Wheel.

2. Review the content on slides 11 through 13 in this document.

3. Answer the following question:  

o What are some possible statements of Common Purpose you can 
establish for teams in your organization?

4. Be prepared to engage in a conversation on this question upon return.

Exercise 3: Common Purpose
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Á A team’s common purpose answers one critical question:

Á A common purpose statement provides a clear, concise articulation 

of why the team members need to collaborate.

Á All team members need to explore, clearly 

define, and fully commit to the common 

purpose, as it is the driving force that 

keeps team members inspired and motivated.

Á A team’s common purpose can evolve or change from time to time.

Why should we come together as a team?

Common Purpose
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Common Purpose: 
Organization vs. Team Focus

Organization-Focused Purpose

What do we strive to accomplish

for the organization?

Senior 

Executive 

Team

HR 

Management 

Team

IT Project

Team

Achieve specific financial targets, 

customer retention levels, and 

employee satisfaction scores 

Create an empowered and highly 

talented work force

Successfully implement an 

organization-wide computer 

hardware upgrade

Be a role model for collaboration 

and high performance within the 

organization

Fully embody and collectively live the 

organization’s values

Always be first to fully adopt and 

become proficient with all IT upgrades

Team-Focused Purpose

What do we strive to accomplish for 

ourselves as a team?
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● Ideally generated during FORMING

●May ease the process of STORMING
if not yet established

●Provides a critical foundation for 
NORMING

●Front and center as a driving force in
PERFORMING

●Often helpful to revisit and revise in
DORMING

Common Purpose& Team Life Cycle
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Instructions: You will have 12 minutes in your groups to:

1. Select a domain from slide 17 and place it on the top right bar of slide 18 
where it says Domain.

2. Using the words in the left-hand column of slide 18, fill in the blanks of the 
right-hand column by asking the following question for each row:

o What is impact of this State of Mind on this Domain?

3. Start wherever you please and complete all six rows of the chart.

4. Be prepared to engage in a conversation on this question upon return.

Exercise 4: State of Mind Impact Chart
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Our 

moment-to-moment 

experience of life 

as generated 

by our thinking 

and as expressed 

by our feelings.

State of Mind

© 2018 Corentus, Inc.- 15 -
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Impact
of this

State of Mind
. . .

Decision Making

+3

+2

+1

- 1

- 2

- 3

State of Mind Impact Chart

High energy ·Quick decision-making
Overambitious decisions 

Focused attention ·Collaboration 
Thoughtful decisions

Exploratory conversations ·Patience 
Balanced participation

Lack of engagement ·Impatience
Snap decisions 

Hesitation and hedging ·Reactivity
Heavy risk mitigation

Decision avoidance ·Fear of failure
Abdication of power

Passionate

Engaged

Content

Anxious

Frustrated

Resigned
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ǒ Leadership

ǒ Collaboration

ǒ Planning

ǒ Organizing

ǒ Decision Making

ǒ Communication

ǒ Feedback

ǒ Managing Conflict

ǒ Learning

ǒ Listening

ǒ Communication

ǒ Curiosity

ǒ Creativity

ǒ Perspective

ǒ Risk-taking

ǒ Courage / 

Confidence

ǒ Time

ǒ Money

ǒ Parenting

ǒ Driving

ǒ Friendship

ǒ Family

ǒ Marriage/

Partnership

ǒ Self-care

State of Mind Impact Chart Domains
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Impact
of this

State of Mind
. . .

_______________
(Domain)

+3

+2

+1

- 1

- 2

- 3

State of Mind Impact Chart

Passionate

Engaged

Content

Anxious

Frustrated

Resigned
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Instructions: You will have 3 minutes each to:

1. Review the two tools on the left-hand side of slide 20 and discuss which one(s) 
you might use for yourself and/or your team going forward.

2. Review the strategies on the right-hand side of the slide 21 and discuss which 
ones you might focus on for yourself and/or your team going forward.

Exercise 5: State of Mind Tools & Strategies



State of Mind: Tools & Strategies

+3

+2

+1

- 1

- 2

- 3

Time 1 Time 2 Time 3 Time 4

E1 E2 E3 E4 E5 E6

Engaged

Content

Checked 

Out

Frustrated

Clear

Excited

Engaged

Calm

Happy

Stressed

+3

+2

+1

- 1

- 2

- 3

Personal 
State of Mind

Tracker

Team 
State of Mind

Check-in

The 
Health Quad

The 
Joy Trio

Nutrition

Nature

ExerciseSleep

PlayMusic

Connection
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MODULE 3

Developing and Leading a 

High Performing Team  


