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Today’s Topics



Team Models



Team Models

Team effectiveness is the capacity of a group of people to work together to 
accomplish goals.  

Much research has been performed and many models have been developed.

Some models highlight group structure and interpersonal dynamics.  

Others focus on the talent and motivation of team members.
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Team Models

Every team is unique.

The models help us understand the best 
management techniques to get the best 
performance from our teams.

Each model gives you a “lens” that you can 
look through to see different aspects of your 
team.

Learning about each model gives you the 
opportunity to choose your favorite, or to 
select aspects of different models and create 
your own.
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Successful Teams

In today’s corporate environment, it appears the team – not the individual –
holds the key to business success.

Most organizations have the need for teamwork, but have traditionally 
focused on the individual, creating a disconnect.

Creating high-functioning teams takes time and effort.

The team leader plays a key role – offering guidance and support.

Understanding the factors that influence team dynamics is an essential step.
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Team Models

Two of the better-known models include:

• Lencioni Model
• Tuckman Model

Let’s see what learnings might be applicable to your teams…..

7



Patrick Lencioni

This is the way Patrick Lencioni opened his book.  

“Not finance.  Not strategy.  It is 
teamwork that remains the ultimate 
competitive advantage, both 
because it is so powerful and so 
rare.”
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Lencioni Model

Identifies the causes of disfunctions, conflicts, and 
political problems in teams.

Take on each disfunction one-by-one, starting at the 
bottom of the pyramid.

Each level must be completed before the next one 
can begin.

It is a reminder that “leadership requires as much 
courage as it does insight” 

Building a team is a process that requires high levels 
of discipline, courage, and persistence
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Tuckman Model

1965 model based on dynamics of 
teams and team building

Recognizes that groups don’t form 
spontaneously or immediately.

They develop through clearly defined 
stages, eventually transitioning from 
strangers with singular ambitions to a 
dynamic group of collaborators with a 
like-minded focus.
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Tuckman Model – Forming Stage

Members come together for the 1st time

Are usually excited and eager about the 
work ahead

May discuss team goals, individual roles, 
strategy, ground rules, etc.

Each team member sees their role from 
their individual perspective, so that group 
does not accomplish much during this stage
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Tuckman Model – Storming Stage

Most critical, most difficult stage

High possibility of failure

Individual personalities and work styles 
begin to clash

Frustration may take the place of 
excitement and enthusiasm

May argue about team goals and question 
team processes
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Tuckman Model – Norming Stage

Members begin to resolve differences between initial 
expectations and reality

Members have figured out how to work together by 
setting norms and expectations

Consensus around who the leaders are and what 
everyone’s role is

A sense of bonding begins to emerge as team members 
recognize that it is their diversity that makes the team 
strong

Constructive criticism is welcome
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Tuckman Model – Performing Stage

Most cohesive work environment
Team members are happy and excited about 
the team’s progress

Performance is high – focus, purpose, and 
alignment has been achieved

Problems and conflicts are prevented or 
handled in a constructive manner

Roles become more fluid

What do you think happens if one or more 
team members change??
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Tuckman Model – Adjourning (Mourning) Stage 

Most, if not all, of the goals have been 
accomplished

May feel an sense of loss about 
impending changes
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Tuckman Model – Importance of Team Leader

The “better” team leaders act as a 
catalyst for their teams to get to high 
levels of performance more quickly

When teams relapse, strong team 
leaders again get them up to higher 
levels of performance more quickly

16



Tuckman Model

Why is this important?

• The model provides a framework for 
you and your team to use

• Team members will recognize that 
it’s necessary to work through the 
forming and storming phases if they 
want to get to norming and 
performing
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Google’s Project Aristotle



Google’s Project Aristotle*

In 2012 Google launched “Project Aristotle” to answer the 
question 

“What makes a great team?”

* So named because of Aristotle’s quote: “The whole is 
greater than the sum of its parts”.
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Google’s Project Aristotle

Began looking at hypotheses for team success

Questions asked:
• Did successful teams have shy or outgoing members?
• Did successful teams have members with similar interests?
• Did successful team socialize outside of work?

Examined 180 teams across Google, and none of these factors were an indicator for 
team success.
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Google’s Project Aristotle Intro
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Google’s Project Aristotle

No patterns detected to correlate why some 
teams succeeded and others didn’t 

Teams with similar makeup or even some of the 
same members demonstrated varying results

Metrics like personal friendships, strong 
management, team structure, personal interests, 
gender, longevity provided no clear insight
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It’s not about “intelligence”

Many teams did not have the “most intelligent” team members

But, they found a way to leverage the team members’ strengths

Some successful teams had strong leaders, others did not

What seemed to be common across successful teams was how the 
members treated each other

They understood one another’s moods and emotions, which helped 
establish trust and other factors needed for team success
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Google’s Project Aristotle

Concluded that these 5 Factors were essential for team success:
• Psychological safety
• Dependability
• Structure and Clarity
• Meaning of Work
• Impact

Google reached the same conclusion that good managers have always known

In the best teams, members listen to one another and show sensitivity to 
feelings and needs
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Google’s Project Aristotle

Factors that did not correlate to team effectiveness:

• Colocation of team members

• Consensus-driven decision making

• Extroversion of team members

• Workload size

• Seniority

• Team size

• Tenure
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Google’s Project Aristotle

When a bunch of individuals try to be superstars, teams generally don’t 
succeed

Many examples from the world of sports where the “Cinderella Story” team 
defies all odds.  They did it by how they played and worked together.
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Servant Leadership



Ruth Anne Guerrero 

According to Peter Drucker (the founder of modern management), 

the “Only definition of a leader is someone who has followers.”

Leaders are expected to demonstrate ability to:
• Clarify vision
• Motivate followers
• Manage conflicts
• Realign progress towards vision
• Deliver vision as reality



Characteristics of a Good Project Leader

• Ability to develop and mobilize project teams and stakeholders around a 
shared vision

• Ability to ensure effective translation of that vision into concrete outcomes

• A commitment to integrity and ethics, and the practice of accountability



Servant Leadership

Robert Greenleaf was influenced by reading Herman Hesse’s 
book, Journey to the East.
• Tells of a group of travelers who were served by Leo, who 

did their menial chores and lifted them with his spirit and 
song.

• All went well until Leo disappeared one day.
• The travelers fell into disarray and could go no further.  

The journey was over.
• Years later, one of the travelers saw Leo again – as the 

revered head of the Order that sponsored the journey.
• Leo, who had been their servant, was the head of the 

Order, a great and noble leader.



Greenleaf’s Words

This story clearly says – the great leader is seen as servant first, 
and that simple fact is the key to his greatness.

Leo was actually the leader all of the time, but he was servant 
first because that was what he was deep down inside.

Leadership was bestowed upon a man who was by nature a 
servant.  It was something given, or assumed, that could be 
taken away.

His servant nature was the real man, not bestowed, not 
assumed, and not to be taken away.  He was servant first.



Traditional Leadership Versus Servant Leadership

Traditional Leadership

• Guides
• Directs
• Motivates

Focus is on improving business 
position of the organization in the 
marketplace

Servant Leadership

• Ensures followers are growing in 
• Professional knowledge
• Autonomy

Focus is on the employee, which is more 
likely to produce skilled, talented, 
knowledgeable, and motivated employees

Which, in turn, will improve the 
operations and management of the 
organization



Traditional Leadership Versus Servant Leadership
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PMI’s Definition of Servant Leadership

The practice of leading through service to the team, by focusing on 
understanding and addressing the needs and development of team members 
in order to enable the highest possible team performance.



Servant Project Leadership

“Traditional project leadership” style of the project 
leader giving orders, and team members being forced to 
follow no longer works.

“Servant leadership” is a philosophy in which the project 
leader places an emphasis on the needs of the team 
members over their own self-interests

Requires the project leader to demonstrate 
characteristics of stewardship and a commitment to 
personal growth toward others

Good project leaders use their power to empower those 
around them
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What Servant Project Leadership Says

It’s not about being servile, it’s about wanting to help others.

A servant project leader says:
• Is there anything I can do to help you?
• Let me help you.
• What do you need to……..?

Servant Project Leaders help project team members reach their full potential
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Servant Project Leadership is Contagious

Team members see their leaders as role models and often mimic these 
behaviors, creating a “culture” of servant leadership.

It entails being a support mechanism for your project team

Servant Project Leaders don’t ask others to do what they wouldn’t be willing 
to do themselves

Actions speak louder than words
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Servant Project Leaders are Accessible

Project team members feel they can come to you without being intimidated

Servant Project Leaders “walk the talk”

Project team members recognize that this is a two-way street, and will be 
more inclined to make an extra effort when critical tasks require attention
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Servant Project Leader Qualities – Self Awareness

Knowing your strengths and weaknesses allows you to delegate more 
effectively

Great Project Leaders surround themselves with individuals who complement 
their skills
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Servant Project Leader Qualities – Emotional Intelligence

Servant Project Leaders possess high emotional 
intelligence

• Lead with empathy

• Serve others and empower them

• Build relationships that allow people to be 
able to work together
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Servant Project Leader Qualities – Patience

Servant Project Leaders are composed and 
constant

Patience must be cultivated

There may come a time to take action, but 
that must be done with respect and 
empathy

Servant Project Leaders are great teachers 
because they are interested in the growth 
of their team and making more leaders
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Servant Project Leader Qualities – Listening

Servant Project Leaders are:

• Open to feedback

• Are not afraid to say “I don’t know” or 
“I’m not sure”

• Quick to listen, slow to speak

• Listen to understand
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Servant Project Leader Qualities – Passion for People

Servant Project Leaders:

• Focus on the needs, growth, and 
development of their team members

• Say “thank you” often

• Model kindness

• Directs, guides, and provides inspiration 
to motivate team members

• Creates a positive workplace 
environment
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Servant Project Leader Qualities – Continuous Learning

Servant Project Leaders:

• Commit to life-long learning

• Invest in their own development and the 
development of their team members

• Discover aspirations of project team members 
and help them to grow

• Have a vision for themselves, their team, and 
the future of the organization
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Servant Project Leader Qualities – Reward and Recognition

Servant Project Leaders:

• Give credit where credit is due

• Encourage project team members when they are doing something right, 
not just criticize when they are doing something wrong
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Servant Project Leadership Promotes Teamwork

Servant Project Leaders: 

• Involve project team members in decision making

• Collaborate with project team members, focusing on 
building relationships and rapport

• Show respect for everyone while accepting the 
individuality of all team members

• Build consensus

• Focus more on “we” and less on “me” because they think 
“team”

• Understand their job is to get the team to function 
effectively 46



Servant Project Leadership Mindset Characteristics

• Not an “I”, but a “We” attitude

• High EQ, willing to continually improve him/herself

• Demonstrates exceptional communication, listening, 
negotiating, and facilitating skills

• Comfortable with shared power, encourages and 
supports team decisions

• Primarily coaches, but knows when to mentor
(provide guidance)

• Sees the big picture, as well as details
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How to “Up” your Servant Project Leadership Skills
• Make the commitment that you want to be a 

Servant Project Leader

• Understand yourself.  Learn patterns of how 
and why you react the way you do

• Understand others.  Identify patterns of 
others, learing now and why they react the 
way they do.

• Incrementally demonstrate the characteristics 
of a Servant Project Leader

• Becoming a Servant Project Leader is a 
marathon, not a sprint!
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Incrementally demonstrate the characteristics of a Servant Project Leader

• Give yourself permission to take the time needed to learn, reflect, and 
grow.

• Be transparent about your efforts to practice more of these Servant Project 
Leader behaviors.

• Practice these behaviors on solving real problems.

• Ask for feedback regularly, and do something with it!
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The Legacy of a Servant Project Leader

• Servant Project Leadership is a key skill that is needed today, and will 
remain a strong need in the foreseeable future.

• We need to improve the project leadership skills of this generation of 
project leaders

• AND, we need to create project leaders of tomorrow
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The Legacy of a Servant Project Leader

• Servant Project Leadership is a key skill that is needed today, and will 
remain a strong need in the foreseeable future.

• We need to improve the project leadership skills of this generation of 
project leaders

• AND, we need to create project leaders of tomorrow
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Holding Yourself Accountable



Individual Action Plans
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Key Strengths: 

Summarize your key 3-5 strengths. 
 
 
 
 
 
 
 
 

 

Development Needs: 

Summarize your key 3-5 development needs. 
 
 
 
 
 
 
 
 
 

 



Development Needs

• Use “SMART” Goals

• Benefits

• Risks

• Obstacles

• How are you going to overcome 
them?

• Resources/support needed?

• Where available? 54

Development Need #1: 
 
 
 
 

Reason for Choosing  

Goal  
Describe the desired 
new behavior in 
SMART terms 

 

Benefits  
Describe the 
benefits of reaching 
this goal 

 

Risks 
Outline any risks 
that may be involved 
in reaching this goal 

 

Obstacles 
Outline any 
potential obstacles 

 

How are you going 
to overcome them? 

 

Resources/support 
needed? 

 

Where available?  

 



Three Action Steps for Each Development Need
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Action Step 1.1: Approach: 
 Experience 
 Exposure 
 Education 

Target Date: 

 

Action Step 1.2: Approach: 
 Experience 
 Exposure 
 Education 

Target Date: 

 

Action Step 1.3: Approach: 
 Experience 
 Exposure 
 Education 

Target Date: 

 



A Word Document Has Been Provided…….



Questions??



Thank You!

Ruth Anne Guerrero
ruthanne@ruthanneguerrero.com


