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HPT: Stages of Team Development Module Workbook 

The following workbook accompanies the High-Performance Teams ‘Stages of Team Development’ 
module. Contained in this workbook are spaces to complete reflection questions from the module when 
prompted, and to track your progress. You can use the responses from this workbook to create a 
professional development plan to help lead your own high-performing team to success.  

FORMING 
What emotions, behaviours, tasks, and leadership factors might you expect in the FORMING stage? 

Activities 
Three-question mingle: https://www.sessionlab.com/methods/3-question-mingle 

9-Dimensions: https://www.sessionlab.com/methods/9-dimensions-team-building-activity

STORMING 
What emotions, behaviours, tasks, and leadership factors might you expect in the STORMING stage? 

Activities 
Complete module on conflict-management: 
https://healthsci.queensu.ca/sites/opdes/files/modules/IPE-Conflict-Management/ 

NORMING 
What emotions, behaviours, tasks, and leadership factors might you expect in the NORMING stage? 

Activities 
Appreciations: https://www.sessionlab.com/methods/appreciations-exercise 

Circles of Influence: https://www.sessionlab.com/methods/circles-of-influence 
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PERFORMING 
What emotions, behaviours, tasks, and leadership factors might you expect in the PERFORMING stage? 

Activities 
I used to think, but now I think: https://www.sessionlab.com/methods/i-used-to-think-but-now-i-think 

Blind Square – Rope Game: https://www.sessionlab.com/methods/blind-square-rope-game 

ADJOURNING 
What emotions, behaviours, tasks, and leadership factors might you expect in the ADJOURNING stage? 

Activities 
History Map: https://www.sessionlab.com/methods/history-map 

Bus Trip: https://www.sessionlab.com/methods/bus-trip 

Scenario 
You are a Communications Specialist at a large medical equipment manufacturing company. The 
company is headquartered in Atlanta, Georgia, and you work at one of its large manufacturing, sales and 
distribution facilities in Toronto, Canada. You graduated from a top-tiered Canadian university three 
years ago, with a degree in English and Psychology, and your primary responsibility is preparing external 
communications for your supervisor’s review—she is the Manager of Public Relations for Canada. 

You generally enjoy your role and the challenges it comes with, but feel as though you are progressing 
through the ranks more slowly than you would like. It seems to you that the company promotes more 
on the basis of seniority than performance and education, who are not as skilled and up-to-date on 
modern communications as you are.  

-------- 

Recently, there have been reported incidents of harm to patients who were using one of your 
company’s devices—an innovative, non-invasive glucose monitoring system, coupled with a mobile app 
for diabetes self-care. You were involved in writing some of the promotional and approval documents 
for the system when it was first launched in the Canadian market last year.  
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Preliminary reports allege that the device and associated app are not performing adequately, resulting 
in some patients developing diabetic hypoglycemia (low blood sugar) and requiring medical 
intervention. 

In response, your company has decided to implement a cross-functional team to lead all aspects of 
managing this issue (see graphic below for the hierarchy). The team will be reporting to the COO, 
Canadian Operations. He reports directly into the US Head Office. There is also a Canadian President 
based in Toronto who is responsible for Canadian regulatory issues, and sales and marketing in Canada. 
Your boss reports to the Canadian President.  

 

 

The COO has asked for the team to include the following members: 

• An internal Clinical Expert 
• An internal Product Technical Expert 
• A Government Relations employee 
• The Head of Sales and Marketing, Canada 
• An external Clinical Expert Consultant 
• An internal Quality Control and Assurance Expert 
• A Communications Specialist 

 

Problem to be solved: Everyone on the team is very aware of the seriousness of the device not working 
properly. Both the internal and external Clinical Experts believe that the initial test results clearly 
indicated the limitations of the product, and that the real issue is the responsibility of the Public 
Relations team who, quite simply, overpromised what the product could deliver.   

Your Supervisor approached you to be the Team Lead for this project, and you agreed, because you feel 
it will be a great opportunity to show off your capabilities to the COO and to your supervisor.  
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Next steps:  

As the Team Lead, you have called a meeting to discuss potential reasons for the device not performing 
as it should. You have discussed the issue with a friend who works for Health Canada (who oversees the 
safety and efficacy of medical devices) and you feel fairly confident about your understanding of the 
issues and the actions that the company needs to be taking.   

As people arrive for the meeting, you can see that everyone appears to be quite concerned. You ask 
people to take a seat and then have team members introduce themselves and to describe their current 
position and experience. You take notes during this introductory discussion (see the ‘Notes’ section in 
the table of roles that you will now be shown).  

Role Key Duties Experience Notes 
Internal Clinical 
Expert 

Responsible for all planning, 
coordination, and 
implementation of clinical 
evaluations to ensure clinical 
acceptance of all technological 
devices. Works closely with 
the Quality Assurance & 
Control team. 

Industry – 15 years 
Company – 5 years 
 
Education: Masters  

Very experienced with 
clinical evaluations and 
the level of detail 
required.  
 
Would like to see more 
time devoted to the 
design & development 
phases. 

Internal Product 
Technical Expert 

Responsible for providing all 
technical support for the sales 
process of the organization. 
Plays a key role in generating 
new business from potential 
customers. 

Industry – 10 years 
Company – 3 years 
 
Education:  
Community College 

Quite skeptical of the 
work that the 
Manufacturing & Quality 
Assurance teams have 
been doing. Is quite 
worried about not 
earning as much as he 
should be. 

External 
Government 
Relations 
Advisor 

Ensures manufacturers are 
complying with rules & 
regulations, issues compliance 
orders, ensures medical 
devices work and meet safety 
standards.  

Industry – 25 years 
Education: BA 

Has worked for the 
government and/or 
public sector for entire 
career. Incentivized by 
case resolution rate and 
safety standard adoption 
rate. 

Internal Head of 
Sales and 
Marketing, 
Canada 

Responsible for all product 
marketing, sales 
lead/generation programs, 
sales team commission plans, 
and customer retention.  

Industry – 25 years 
Company – 15 years 
 
Education: Masters  

Recently launched a new 
incentive program that 
coincided with the launch 
of this device.  

External Clinical 
Expert 
Consultant 

Works with manufacturers to 
advise on product 
development, regulatory 
updates, training & 
development. 

Industry – 20 years 
Education:  PhD 

Very experienced with 
advising manufacturers 
about time-to-market, 
product ‘value’ 
propositions, and current 
regulations.  Semi-retired 
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and usually spends 
winters in the Bahamas. 

Internal Quality 
Control and 
Assurance 
Expert 

Responsible for final product 
testing, compliance with both 
internal quality standards & 
external government 
regulations, and 
recommendations for final 
product release dates. 

Industry – 15 years 
Company – 5 years 
 
Education: Masters  

Very experienced with 
ISO standards and 
government regulations. 
Acknowledges the need 
to not take short cuts, 
and that more time 
needs to be allocated to 
the QA process. 

Internal 
Communications 
Specialist 

Responsible for designing, 
writing and planning 
information tools, conducting 
and/or reviewing research, 
ensuring information is 
accurate and up-to-date. 

Industry – 3 years 
Company – 3 years 
 
Education: BA 

Although a recent 
graduate, finds the job 
quite easy and not very 
challenging. Would 
prefer a communications 
role that was more 
dynamic and analytics 
driven. 

 

The team has been brought together to work on this specific task and while the individuals are each 
very skilled, they have not worked together before.  As the lead, you recognize how important it is to 
ensure you support the teams’ development. You want to maximize the team's productivity and 
output and build a positive team environment.  

Scenario Reflection Questions 
1. Which of Tuckman’s Stages of Team Development is your team in? What are the key features of 

this stage?  

 

 

 

 

 

2. What potential activities can you engage the team in to support their development at this 
stage?  
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3. If you are in a team lead position (or imagine yourself as the team lead), what approach would 
you take to best support the team in this stage?  

 

 

 

 
 

4. Following this stage, what do you anticipate that the team will experience next?  How might you 
prepare for this next stage in the team's development?   
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