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This booklet is based on training material originally produced by Macdonald Associates Consultancy (MAC). MAC is 

a worldwide group of organization consultants who work with leaders in organizations using theory known as 

‘Systems Leadership’. For more information refer to www.maconsultancy.com.

‘Systems Leadership’ developed by Ian Macdonald and others, is a set of integrated organization models allowing 

better under standing, analysis and prediction of behaviour of people working in organizations.

Material from this booklet is the intellectual property of Macdonald Associates Consultancy.

The Team Process describes the work that a team goes through to be successful in working together. There are 

no ‘right’ ways to undertake each work step in the Team Process.  The choice of an appropriate methodology for 

each step is part of the work of leading. Further for Leaders and Members, being aware of the potential issues and 

traps in each piece of work should help us towards more effective judgement.

The purpose of this booklet is to support you in the more effective use of the team process in your work by 

providing some more detailed suggestions about each work step”

Prepared by Phillip Bartlett

“Context & Purpose”
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 ’A Team is a group of people, includin
g a leader,  

with a common purpose who must interact  

with each other in order to perform their  

individual tasks and thus achieve  

their common purpose’

TEAM:
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Team Leader:

Team members:

“To create, maintain and improve the culture of a 
group of people so that they achieve objectives and 

continue to do so over time”

“To be actively involved in the team process and 
to contribute critically to the planning and 

implementation of the work.”

ROLES WITHIN A TEAM:
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Process Choices
What’s the best location for this 
meeting?

One meeting or several?

Large or small?

Do I need pre-work to help this?

Do I need visual aids to assist clarity?

Confirmatory notes, email?

Team members’ questions
How does this link to my other work?

Do I really understand the purpose?

What do I need to ask about here?

How will we / I know when we’ve done  
it right?

Can I articulate the constraints 
correctly?

Could I explain it to someone else 
confidently?

Key traps and issues
Assuming people understand the context

Assuming people know why they’re here

Team members not listening

Starting to solve the problem before 
i understand it all

Assuming i know what’s coming

Not inducting new team members

Leader’s questions
What is going on around us that’s 
important?

Who should be involved in this?

What do people need know?

How should I convey this? 

How do I know people understand?

What has led to us needing to do  
this work?

Who else is / could be impacted by this?

Context and purpose
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Process Choices
1 at a time around the group?

1-1  or small groups and report back?

Time to wander and think?

Large group discussion (management)?

Deal with each as they come up or after 
summarising?

Do I need a scribe?

Sticky notes, Charts, Paper?

Team members’ questions
What happened last time?

In what way is this different / similar to 
other times?

What sorts of thinGs could impact on this?

Do i have experience of any similar 
activities that could help?

Am i thinking about all the problems from 
the beginning to the end?

Any issues / risks with the plans being 
supplied?

Identify critical issues

Key traps and issues
Dismissing critical issues on the Grounds  
that it’ll be ok

Moving on to coming up with a plan too 
quickly

Identifying critical issues but not 
attending 

not managing the time

Assuming the current people have all the 
information, skill and knowledge needed

Leader’s questions
What could go wrong that would 
put the outcomes at risk?

What if? How To?

Who will this impact?

What have we learnt from doing this 
before? 

Who could shed some light on risks  
and issues?

Will anything going on around us impact us?

Any issues with the team itself?
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Process Choices
1 at a time around the group?

1-1  or small groups and report back?

Time to wander and think?

Large group discussion (management)?

Deal with each as they come up or after 
summarising?

Do I need a scribe?

Sticky notes, Charts, Paper?

Team members’ questions
What can I Add?

How to build on ideas of others?

Am I practicing active listening?

Am i sure my contribution is relevant?

Am I speaking over other people?

am i letting others dominate?

Do I know what has happened to my 
contributions?

Generate contributions

Key traps and issues
Declaring the first and only idea to be  
a good one and going with it

Judging ideas too soon and having 
premature closure

Poor social process of idea collection

Ignoring some team members 
unintentionally

Leader’s questions
Best way to gather ideas?

Have I got everyone’s ideas (recognised)?

Do we have alternatives?

Are people giving ideas simultaneously 
and so we are losing some? 

Have we heard / captured everyone’s ideas?

Have I given feedback to those who 
contributed as to how their ideas have  
been used or not?
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Formulate and articulate a plan

Process Choices
How to maintain attention  
while explaining?

Have people look at you (aid)  
while explaining?

Have the technical expert  
(idea owner) explain?

Have people repeat it back to you?

Team members’ questions
Does the plan make sense to me?

Is the plan Achievable?

Has the plan addressed the issues I and 
other team members arE concerned about?

How can I get on board with this plan 
even if it wasn’t my suggestion?

What skills can I contribute to this plan? 

Are there specific tasks within the plan 
that I can volunteer for?

Key traps and issues
Waiting too long or not long enough to  
make a decision

BOWING to members’ view if you believe its  
not CORRECT

Assuming team members understand the 
plan - not checking 

Articulating more than one plan / idea  
- not being clear

Ignoring people who disagree / resist

Leader’s questions
Can I articulate all the steps?

Contingency? What is it?

Does this plan address any of the  
identified critical issues?

Monitoring: HoW will I do this?

Risk Assessment?

Have we got answers for or checked all 
our assumptions about our critical issues?

Does the Plan take us right from the 
beginning all the way to the end?

Have I dealt respectfully and honestly 
with contributions that can’t be used?
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Assign & accept tasks, implement plan

Process Choices
CPQQRT

Individual Assignments?

Assignments in a group so others 
understand?

Small groups for parts of the  
tasks / plan?

People repeat back task assignment?

Written assignment?

Team members’ questions
How does my task fit with what others  
are doing?

How much discretion do I have?

Where do i get help if needed?

Have i got clear CPQQRT?

Can I use my knowledge to help the leader  
work out the task assignment?

How much discretion have i got?

Key traps and issues
Inappropriate choice of person

One way task assignment rather than 
transactional

Assuming you understand Your task

Not consciously bringing ‘New’ Members  
up to SPEED

Leader’s questions
WhO should do what?

What are the mechanisms for carrying / 
monitoring?

Am i in a position to monitor well?

Is this a development opportunity  
for a team member? 

Have the people in the team changed?

Do they know they can clarify their  
tasks with me if they need to?

Am i available for clarification?
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Monitor progress against plan

Process Choices
What measures are important here?

Different monitoring for different people?

Choosing key milestones to monitor at 
 (Time? Event?)

Formal report or conversation?

Visual display?

What are the process / quality measures?

Process to update the whole team?

Team members’ questions
If my leader, or another team member,  
had the data i have just found would  
the task change substantially?

Am i coming across new critical issues 
that need addressing?

Am i on track in terms of schedule, 
technical specification and working as  
a member of the team?

Key traps and issues
Not setting up an effective way of 
monitoring

Getting tied up doing; so not being able 
to monitor

Not listening to issues and concerns 
being raised about progress 

IGnoring social issues - letting them grow

Just coaching on technical issues

Not encouraging TM’s to coach each other

Leader’s questions
Has anything changed?

Are we on track / schedule / plan?

Am I in a position to do this?

Are any new critical issues arising?

Is there any at risk behaviour?

Are we on budget?

Do I have a good understanding of how 
individuals are feeling about their work?

Are there team members who require 
closer / different monitoring?
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Coach, redefine tasks if necessary

Process Choices
Individual discussion?

Sub-team review?

Whole team meeting?

Need to adjust monitoring process?

Need to adjust measures?

How to reinforce desired behaviours?

Team members’ questions
How is my task going against ‘THE’ plan?

Do I need any help in this?  
Can i organise IT?

Have things significantly changed since 
I started and should i raise this? (Task 
viable still)

Are there better ways I can see of doing 
what I am doing?

Key traps and issues
Not dealing with an issue that’s occurring 
– letting people run when it’s not working

Over-coaching not allowing people to 
learn – giving solutions

Taking over the manager’s authority

Adjusting for its own sake – need to be 
seen to be doing something

Missing cues that the whole plan  
needs changing

Leader’s questions
Who needs help / encouragement /  
stopping?

How DO I BEST assist them?

Do i need to reassign some tasks?

What do i change and to what? 

Am i giving enough feedback?

Am I interfering too much?

What can i learn from what’s going on?
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review & Capture learnings

Process Choices
Whole team meeting?

Individual contribution and plenary?

1-1  or small groups and report back?

How to deal with Technical, Commercial 
and Social?

Do I need a scribe? Sticky notes, Charts, 
Paper?

How to reinforce desired behaviours?

Communication Strategy & Actions?

Team members’ questions
What did i do that worked well?

What could I have done differently?

Do i know how my leader thinks i went?

What Else did I see that i should raise?

what will i do differently in the future?

Can I offer useful, honest and respectful 
feedback on other team member’s work?

Key traps and issues
Not finding time to review

Not setting a time to do this

Talking only about the technical 
solution

Not being honest about issues

Attacking people not uses

Not acting on what has been learnt  
- ending up doing the same thing again 

Leader’s questions
What worked in the process?

What didn’t work well?

What would I / we have done differently

How can we apply the lessons to  
next time?

How Do we pass these on or retain  
the learning?
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notes
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notes
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notes
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TEAM PROCESS MODEL

Clarity of purpose 
and context

Identify critical issues

Generate contributions

DECIDE and explain  
the plan

Assign and accept 
tasks, implement plan

Monitor progress 
against plan

Review and 
cApture learnings

Coach redefine tasks  
if necessary

Includes 
limits


