
 

 
1 

Copyright © Leaders Toolkit Corporation 2017 

 

 
 
 

 
 
 

Leadership Team 
Development Workbook 

 
 
 
 
 
 
  



 

 
2 

Copyright © Leaders Toolkit Corporation 2017 

 

Team Development 

Allen Drexler and David Sibbit developed one of the most widely used and effective team 
performance models now in use (Drexler/Sibbet Team Performance™ Model).  It enables 
teams to self-assess their current stage of development using clear and common language.  
This approach sets the stage for development agreements that drive higher performance.   
The dynamic model has 7 stages that can be followed in a linear fashion or skipped through 
and revisited to suit the team’s evolution. 
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1. Orientation - WHY am I here? 
When teams are forming people look for a fit to the stated purpose of that team – 
asking, “is what I do necessary for this team, and, if so, do others recognize it?”  
Discuss and resolution of this and similar questions is vital to effective team 
performance. 

2. Trust Building - WHO are you? 
The nature of leadership teams poses the need for two kinds trust – social trust, 
based on personal qualities (e.g. honest, forthright, consistent, supportive, etc.); 
and technical trust, based on experience, knowledge and wisdom related to a job or 
profession (e.g. scientist, regulatory affairs, product marketing, finance, etc.). 
Sharing builds trust and a free exchange among team members. 

3. Goal Clarification - WHAT are we doing? 
This is about the common goals and objectives teams – and particularly leadership 
teams – have to agree upon to get work done.  This includes prioritizing strategic 
objectives so that tracking measures can be scaled across the business. 

4. Commitment - HOW do we do it? 
This is that key moment when each member of a team steps up and agrees to 
specific targets and measures.  The team as a whole then has to decide on the 
allocation of resources (time, money, executive attention) needed to get things 
done. 

5. Implementation - WHO does WHAT, WHEN, WHERE? 
This stage is about planning.  Teams may develop scorecards and/or roadmaps that 
provide clear direction and performance expectations.  Business processes may be 
adopted, modified or developed in order to guide the work. 

6. High Performance - WOW! 
When teams get to the “wow” stage, they are less reliant on process and procedure 
–having thoroughly integrated them.  This allows for more informal synergy to take 
hold on top of the solid platform. 

7. Renewal - WHY continue? 
Some teams have a charter that suggests permanence; this is especially so for 
business leadership teams.  Still, organizational changes may bring new people 
and/or functions onto such a team.  Environmental conditions sometimes call for a 
change in direction.  When change occurs, even a permanent team needs to renew 
itself and ask fundamental questions about its role and responsibilities.    

Every team develops in its own unique pattern over time.  The model as presented 
here is not necessarily linear and in fact, experience suggests it most frequently is not 
linear.  Instead, teams jump around these stages as they look for stability, efficiency 
and productivity.  When stages go unresolved, the emotional tenor and behavior of 
people on the team shifts as the table below suggests.  A key attribute of well-
functioning teams is to notice and address unresolved development stages quickly. 
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 Resolved Unresolved 

Orientation 

 
▪ Purpose 
▪ Team Identity 
▪ Membership 

 

▪ Disorientation 
▪ Uncertainty 
▪ Fear 

Trust Building 
▪ Mutual regard 
▪ Forthrightness 
▪ Reliability 

▪ Caution 
▪ Mistrust 
▪ Façade 

Goal 
Clarification 

 
▪ Explicit assumptions 
▪ Clear, integrated goals 
▪ Shared vision 

 

▪ Apathy 
▪ Irrelevant 
▪ Competition 
▪ Skepticism 

Commitment 

 
▪ Assigned roles 
▪ Allocated resources 
▪ Decisions made 

 

▪ Dependence 
▪ Resistance 

Implementation 

 
▪ Clear processes 
▪ Alignment 
▪ Disciplined execution 

 

▪ Conflict/confusion 
▪ Non-alignment 
▪ Missed deadlines 

High 
Performance 

 
▪ Spontaneous interaction 
▪ Synergy 
▪ Surpassing results 

 

▪ Overloaded 
▪ Disharmony 

Renewal 

 
▪ Recognition & 

celebration 
▪ Staying power 
▪ Change Mastery 

 

▪ Boredom 
▪ Burnout  
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Characteristics of High Performance Teams 

 
 
Refer back to your experiences in High Performance Teams. 
What five qualities made those teams perform at a high level? 
  

5. 

1.  

2. 

3. 4. 
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Five Characteristics of High Performance Teams 
 
 

High Performance Teams have many unique qualities.  Research on 
Team Effectiveness has highlighted the following five qualities as 
essential to High Performance Teams. 
 
 
 

1. Shared Purpose 
A common “reason for being” that all members of the team share.  The 
purpose motivates the individuals and is the glue that holds the team 
together. 
 
 

2. Measurable Goals 
Goals that are specific, challenging, and ultimately measurable.   
These goals support the overall purpose. 
 
 

3. Collaboration 
Working together in partnership to satisfy the team’s purpose.  
Interdependence.  Problems and decisions are solved together.   
Belief that two heads are better than one. 
 
 

4. Communication 
Free flow of information and ideas.  Conflict is resolved openly.   
Members are well informed and feel listened to. 
 
 

5. Commitment to the Team 
Working toward the greater good.  Respect for the individual but belief 
that team is more powerful and effective than any one individual.  
Supportive and loyal to the team’s purpose. 
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Team Charter 
 
A team’s charter outlines the purpose it is charged with accomplishing and the key 
understandings that enable team members to work together.  The charter defines 
what the team is doing, how work will be accomplished, and who is responsible for 
action.  It should motivate and inspire team members and enable people to act 
independently in support of team objectives. 

 
Shared Purpose 

Effective teams establish direction and commitment to accomplishing their 
goals by having a shared purpose.  Leadership teams are established to 
create and manage global functions, worldwide businesses and regional 
businesses. Discussions regarding the purpose will help create alignment 
amongst team members and increase likelihood of success. 

 

Operating Principles 
Operating principles describe the range of meaningful actions team members 
intend to take.  Achieving results has a significant impact on the entire 
organization and will demand high performance from team members.  
Operating principles help to focus and direct the team’s actions and establish 
performance standards to measure success. 

 

Core Processes 
Shared understanding of core processes for completing work is fundamental 
to team effectiveness.  Teams should describe agreed upon processes for 
handling various aspects of work including decision making, information flow, 
coordination of action, making requests and commitments, and conflict 
resolution. 

 

Clear Roles 
Team members should have a clear, shared understanding of individual 
roles and responsibilities for accomplishing the team’s goals.  Clear roles 
should define which people are responsible for specific actions and 
outcomes.  Checking in often regarding the delegation of roles and 
responsibilities will increase accountability, and decrease duplication of work 
and possible conflicts.  

 
Stakeholder Communication and Related Activities 

Team success is dependent upon strong stakeholder understanding and 
active support.  This means establishing clear lines of communication across 
the enterprise to ensure that key leaders as well as other critical resources 
are kept abreast of team activities and current status.   
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Team Charter Template 

 
Use the space below to write down your initial thoughts for each aspect of your 
team’s charter.  These ideas will be used to discuss and refine a finished document.  

Clear Roles:  Define the roles on this team.  What is your own role? 

Operating Principles:  Describe the key actions essential to team 
success. 

Core Processes:  Which processes do you think are most important to 
this team? 

Shared Purpose:  What are the compelling reasons for this team’s work? 
 

Stakeholder Communication and Related Activities:   
What actions are required to bolster and maintain stakeholder 
commitment? 



 

 
9 

Copyright © Leaders Toolkit Corporation 2017 

 

 
Common Processes for  
Leadership Teams 

 
 
Process agreements are a vital component of effective team interaction, 
creating a foundation for team success.  The list included here represents 
the core level processes any team needs.  The Cell Analysis Leadership 
Team will define and agree to details associated with each one.   Once this 
task is completed, additional processes identified by team members as 
essential may also be detailed. 

 
 

 
  

Core Level Processes 
 

▪ Decision-making 
 
▪ Information Flow 
 
▪ Coordination of Action 
 
▪ Making Requests and 

Commitments 
 
▪ Resolving Conflict and 

Building Agreements 
 

Other Essential 
Processes 

 
▪ __________________ 
 
▪ __________________ 
 
▪ __________________ 
 
▪ __________________ 
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Making Process Agreements 
 
Consider the questions below for each team process.  Once your team has had an 
opportunity to discuss these, a process outline will be created to guide team 
members as you implement your acceleration plan. 
 
Decision-making: 
 
▪ What kinds of decisions will this team need to make together?  

 
▪ What about decisions to be made by the team leader with input from 

members? 
 
▪ Recall the most effective team decision-making you’ve been a part of.  What 

were the key characteristics that made it so effective? 
 
 
Information flow: 
 
▪ What kinds of information will this team require on a regular basis? 

 
▪ How should this information best be distributed? 

 
▪ Where will critical documents and other written collateral be deposited? 

 
▪ Who will be responsible for managing the flow of information to the team? 

 
▪ When should information be distributed to the whole team as versus between 

two people or a sub-group 
 
 
Coordination of Action: 
 
▪ Describe the work this team will do that requires coordinated action? 

 
▪ How can others on this team support the actions you take in your country or 

function? 
 
▪ What kind of infrastructure (e.g. intranet/web availability, marketing support, 

scheduled team meetings, etc.) is required for effective coordination? 
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Strategy Development and Engagement 
 
 
 
 

 
 
 
  

Strategic Narrative 

Development

Define strategic intent and 

create strategic narrative

Strategic Planning

Translate strategic narrative 

into action plans and 
initiatives

Strategy Cascading and 

Tracking

Design & implement 

performance tracking system 

(i.e. balanced scorecard); 
vertically communicate 

strategy

Market Research 

& Analysis

Set strategic 

priorities

Align corporate, 

functional,  

regional and local 

strategies
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Strategic Narrative Review 
 
Business strategy is – simply stated, focused attention over time.  This definition suggests 
the importance of strategic thinking, and development of an integrated and compelling point 
of view regarding the overall ecosystem in which an organization is at play.  Since business 
environments are constantly changing, the ability of leaders to bring focus back to what 
matters most is a key success factor – specifically improving adaptability, speed and 
nimbleness.  It’s easy to think of the story that leaders want to tell as something that comes 
after the thinking is done, as in a linear progression.  This is not the case in the day-to-day 
rough and tumble of competitive business.  Stories unfold.   
 
A strategic narrative is essentially an imagined future.  It sets the stage by interpreting the 
relevant history and current conditions.  It defines the challenges to be addressed, and it 
describes how those challenges will be met.  A strategic narrative establishes the 
fundamental understandings that let people find their place, becoming part of the story and 
taking right actions in the face of a changing environment.  A strategic story should define 
overall environmental demands, resource constraints, key relationships – and should 
suggest time priorities.  All good stories have a beginning, middle and end, and a 
compelling plot to drive the story along.  The goal of a leader is to show where we are in 
the story and to suggest how the plot will unfold. 

 
 
 
 

 

Define the 
Challenges 

and 
Opportunities

Describe the 
Resolution

Set the Stage


