
Perhaps you have an upcoming performance discussion with a direct report and 

would like to gain insight into their leadership style and behaviors. Or perhaps 

you’d like to host a group discussion or simply self-reflect on your own leadership 

style. Whatever the case, the questions listed in this guide can be used to 

stimulate insight into the behaviors used to influence others.

Even experienced leaders can flounder when managing team dynamics and 

individual skill sets if they don’t recognize and apply the appropriate leadership 

style to the collective team’s and individual members’ needs. Consider what 

differentiates teams from groups, team development stages and strategies to 

navigate challenges by leveraging Performance Readiness® diagnosis to inform 

the ideal leadership style for the situation. 

Leading Teams: A Situational 

Approach integrates Bruce 

Tuckman’s stages of team 

development and the 

Situational Leadership® 

method for diagnosing 

Performance Readiness® to 

enhance team performance, 

circumvent distractions and 

deliver impactful results back 

to the organization. 
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Team Characteristics 
 � Are you familiar with Bruce Tuckman’s stages of 

team development? If yes, describe them. If not, 

what stages do you perceive there to be?

 � How would you articulate the differences and 

similarities between teams and groups?

 � What advantages and disadvantages do you 

associate with teams? With groups?

 � Do you think teams or groups are more productive? 

Explain your rationale. 

 � Do you consider it easier or more difficult to manage 

teams versus groups? Why or why not?

 � What are the characteristics of a high-performing 

team?

Team Leader
 � What is the role of the team leader to the team as 

a whole as well as its individual members? What 

responsibilities do you anticipate?

 � If your team operates more like a group, how could 

you recalibrate it to function as a team?

 � As team leader, what ground rules would you 

establish during the initial meeting?  

 � What would you do to focus your team on unity and 

goal attainment?

 � How would you mitigate competition within the team 

to ensure success?

 � What might your leadership approach be missing if 

the team is stalled in its early phases?

Team Collective 
 � Describe the behaviors you would expect to see 

demonstrated at the onset of the team’s formation. 

 � At what point in the team’s lifecycle would you be 

most directive?

 � At what point in the team’s lifecycle could you be 

more hands-off and supportive?

 � What types of events might move the team to a 

higher or lower performance level?

 � How might team dysfunction derail organizational 

goals? 

 � How could misdiagnosis of your team’s performance 

level affect outcomes?
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Effective teams 
are instinctively 

responsive to their 
ever-changing 

realities.
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Team Members
 � How could the team’s performance level change 

with the addition or departure of a member? How 

would you address it?

 � What could you do to reward team members for 

meeting milestones and delivering results?

 � What could you do to redirect and engage team 

members who aren’t collaborating or contributing 

effectively?  

 � How would you apply the Situational Leadership® 

framework to diagnose the team member’s 

readiness to perform?

 �

Want to Learn More?
Leading Teams: A Situational Approach leverages 

Performance Readiness® diagnosis and Situational 

Leadership® behaviors to make any team a high-performing 

team. If you would like additional information on how to 

develop your aptitude for leading effective teams toward 

organizational success, visit situational.com!  
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“A Situational Leader assesses the 
performance of others and takes the 

responsibility for making things happen”
– Dr. Paul Hersey

Great leaders have the ability to  
focus their efforts on the team  
without losing touch with the 

individual team members.
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