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Great Leaders Build High
Performance Teams

The very best leaders are those who build high
performance teams. High performance teams
continuously improve their performance to achieve
better and better results. Great leaders know how
to achieve this with their teams.
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Building High Performance Teams

In this session you are going to show you how to build a high
performing team. We shall show you how to use different
leadership styles, how to build the team’s performance and how
to improve individual team member performance.

At the end of the session you will know how to build a high
performing team.
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Session Four Road Map

Part 1
Identify Leadership
Styles

Part 2
Use Leadership
Styles

Part 3
Build Effective Team

Part 4
Improve Teamwork

Part 5
Improve Individual
Performance

High
Performance
Team

This session will be divided into five parts which will help you to
build high performance team.
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Share Your Opinion
As a team leader how do you interact with your team
members to get the highest team performance? How
would you describe your leadership style? How does
your team respond to your leadership style?
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Identify Leadership Styles
Leadership styles vary considerably. Leaders can be:
•

Very hands on, wanting to exercise control over everything. They tell people
what to do and how.

•

More consultative, selling their ideas and plans to people to get their buy-in.

•

Highly participative, wanting to operate at the same level as their people when
being creative, problem-solving or making decisions.

•

Empowering, allowing people to work within parameters to get results but not
dictating how they should operate.

•

Supporting, relying on people to come to them for help and guidance when
required.

This session will enable you to analyse your preferred leadership style and back-up
styles. You can then use the information to lead individual team members and your
team as a whole more effectively.
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The Continuum of Leadership Style
A Leadership Style is the result of two variables – the use of leader authority and the
degree of employee freedom.

LEADER AUTHORITY

EMPLOYEE FREEDOM
A/B

A/P

D/P

F/C

C/S

The behaviours/skills would you use with each style are as follows.


Autocratic/Bureaucratic (A/B) = High degree of leader authority, giving a little or
no employee freedom. These leaders:
-

Manage by policies, rules, procedures.

-

Tell people what to do and how to do it.

-

Allow little or no freedom of decision-making.

-

Check and control tightly.

-

Use sanctions if things go wrong.



Autocratic/Participative (A/P) = Higher degree of leader authority than
employee freedom. These leaders:
-

Manage by communicating what has to be done.

-

Gain people’s commitment to their goals and plans.
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-

Allow some freedom in the area of implementing plans.

-

Use controls over short time-frames to check progress.

-

Provide guidance or instruction if things go wrong.

 Democratic/Participative (D/P) = Equal amount of leader authority and employee
freedom. These leaders:
-

Manage by sharing goals and inviting involvement in modifying them.

-

Work alongside people to achieve goals and plans.

-

Share decision-making with people.

-

Agree controls and how they will be used.

-

Hold joint problem-solving sessions to ensure success.

 Freedom with Control (F/C) = Greater degree of employee freedom than leader
authority. These leaders:
-

Provide overall direction and goals.

-

Agree specific objectives with individual.

-

Allow freedom to deliver objectives as they think best.

-

Agree the controls the individual will use to be self-managing.

-

Have individuals communicate any problems and how they are solving them.

 Coaching/Supporting (C/S)= High degree of employee freedom, little or no
leader authority. These leaders:
-

Provide the big picture vision.

-

Ask individual what they will do to contribute to the vision; agree performance
measures

-

Facilitate the delivery of performance objectives.

-

Allow the individual to be self-managing using their own controls.

-

Coach, support and facilitate to help individual achieve success.
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Leadership Style Survey
The leadership style survey is designed to give you:
•
An indication of your dominant leadership style
•
A clearer view of your back-up styles
•
An understanding of why you find some situations easy, others difficult
•
Awareness of how your staff see you
•
Ideas on how you can work with your staff to get the best out of you and them.
The survey is not a test. There are no right or wrong, good or bad answers.
Please answer the statements honestly.

PLOTTING YOUR PROFILE
Plot your scores on the graph and create a vertical bar chart.
A
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E
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45

30

15

0
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Let’s Do a Reflection
What is your most preferred style based on survey?

Why do you use that style?

As a leader, how do you think your
leadership style effects your team members?
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Share Your Opinion
In what situation do you change your preferred
leadership style? Describe a situation when your
choice of leadership style did not work for you. Are
there any of your team members that require a
different leadership style from you? What leadership
style do they require?
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Use Leadership Styles
Knowing when to use each style is as important as understanding each style. There
are some situations in which each leadership style fits best. The chart below shows
you when to use each style.
Style
Autocratic/Bureaucratic

When To Use Style
 With new and inexperienced staff
undergoing training.
 When polices/procedures must be
followed precisely to avoid putting the
individual, their team and the
organisation as a whole at risk.
 When there is an external legal
requirement which must be adhered to.
 In a crisis when ‘command and control’
must take over.
 When disciplining staff who will not
perform as required.

Autocratic/Participative

 With more experienced staff who
understand their jobs and the degree of
freedom they have.
 When sharing new objectives, plans and
initiatives.
 When introducing change.
 When selling ideas for which you would
like people’s buy-in and commitment.
 When communicating the organisation’s
requirements and reinforcing the need
for these to be met.
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Style

When To Use Style

Democratic/Participative

 With experienced staff.
 When encouraging people’s
involvement.
 When you value people’s input and
ideas as much as your own.
 When encouraging creative/innovative
thinking.
 When solving problems which impact
the person/the team.
 When reinforcing the need for
everyone to be engaged in creating
future plans.

Freedom with Control

 With very experienced staff with a
proven track record of success i.e.
they can be trusted.
 To encourage personal development
and growth in the individual.
 To delegate new tasks/responsibilities.
 To provide more challenge or freedom
in a person’s job.
 To show your confidence and trust in
people.

Coaching/Supporting

 With extremely experienced staff who
may know more than you e.g.
specialists.
 With people who are already selfmanaging.
 When you want to adopt a facilitator
role in managing them, using
coaching/mentoring skills.
 When you value their feedback and
advice.
 When you are preparing people for
promotion
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There are times to vary your style depending on the situation and the person or
people involved in it. It is important to be able to use all the styles to get the best
outcomes.

Generally speaking it is better to use the more empowering styles of ‘Freedom with
Control’ and ‘Coaching/Supporting’ which employees find more motivating and
engaging.

There are situation when you need to use the more directive styles of
‘Autocratic/Bureaucratic’ and ‘Autocratic/Participative’ particularly when dealing
with less experienced people, those resisting the direction you want them to go in, or
in a crisis.

Use the ‘Democratic/Participative’ style sparingly otherwise you might come
across as simply one of the group and not really taking on a leadership role.

At any one time, whilst you will want to demonstrate a consistent style of leading
your team you will need to vary your style when managing different team
members.
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Use Leadership Styles Exercise
Think about the situation you currently face with your team as a whole, or with an
individual team member. Describe the situation. Identify the best leadership style to
use. Describe the action to be taken. Describe the outcomes required.
List down your answers in this table:

Situation

e.g. You need your team to
help you solve a problem

Leadership Style

Action Taken

Improvement

Democratic/Participative

Run a brainstorming
session with team
members

Team members
have identified
creative
solutions to the
problem
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Share Your Opinion
Describe a high performing team.
What must you do as a team leader to build a high
performing team?
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Build Effective Team

The ultimate task of the Team Leader is to build a high performing team. To achieve
this, leaders need to focus on eight key issues shown in the diagram below.
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This is the explanation of each key issue:

Vision is a vital step in team building. Vision asks the question ‘what is the
preferred future we are trying to create as a team?’ Effective team leaders create
and communicate a clear vision for the team.

Objectives put measures of success to the team’s vision and ask the question
‘how will we know if we are to succeed as a team?’ Effective team leaders share
and agree clear, measurable objectives with the team.

Strategy is about the ‘how’ of achieving the objectives. It asks the question ‘by
what means will we as a team achieve the objectives?’ Effective team leaders have
a clear strategy and plan to achieve the team’s objectives.

Resources include finance, people, technology, premises and products. The
question is ‘what resources will be required of us as a team to deliver the objectives
and strategy?’ Effective team leaders make sure they have all the resources they
need.

Structures / Systems involve using resources in the most efficient way and
measuring their performance. What organizational structure, what technical and
information systems and processes will be required by the team and deployed by the
team are the key issues. Effective team leaders ensure that structures and systems
are fit for purpose.

Knowledge and Skills refers to the measurable knowledge, skills and knowhow which will be required of team members to work effectively as a team in the
team structure and to develop as team members. Effective team leaders train and
coach team members to acquire the necessary knowledge and skills required in their
job.

Leadership and Management asks the question what impact does the
leadership style and management skills of the team leader have on the team
members, and do team members respond well to its leader. Effective team leaders
use an effective leadership style to motivate team members.

Culture and Values refers to the core values and commonly held benefits which
bind team members together and result in behavioural norms that help the team
function as one unit. Effective team leaders express clearly these values and
demonstrates them as an example to their team members.
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Build Effective Team Survey
Respond to each statement using the scale below.
Totally = 4 points, Very well = 3 points, In part = 2 points, Not at all = 1 point
Click on the statement 4 times for 4 points, 3 times for 3 points etc.
Commence each statement with the words THE TEAM……

CULTURE AND VALUES
1.

Understands the behaviours needed to support
the culture and values required; talks openly
about them.

2.

Has bought into the culture and values required, and
is committed to them.

3.

Exhibits behaviours that support the required culture
and values.

4.

Actively uses the culture and values in decisionmaking and conflict resolution.

5.

Appropriately challenges those not exhibiting the
required culture and values.
Total score for Section
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VISION
6.

Is clear about the overall vision and direction for
the business. Has consistent views about the way
forward to support the vision.

7.

Can relate this vision to their individual jobs;
is optimistic about what they can achieve.

8.

Is excited about the vision which they find attractive,
elevating, and inspiring.

9.

Is solution orientated when overcoming obstacles
to achieving the vision.

10.

Understands the 'win in it for them' in the vision.

Total score for Section
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Build Effective Team Survey
OBJECTIVES
11.

Understand the team's purpose and overall
Objectives.

12.

Can relate the team's objectives to the overall goals
of the organization.

13.

Believes the objectives are achievable
(if stretching).

14.

Is committed to achievement of both hard and soft
objectives/performance measures.

15.

Actively seeks to contribute to creating future
team objectives.
Total score for Section

STRATEGY
16.

Can differentiate between tactics and strategy.

17.

Understands the strategy for their part of the
business.
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Build Effective Team Survey
18.

Is able to look at the big picture as well as the detail
when making decisions.

19.

Can think strategically when solving problems.

20.

Is excited about the organisation's evolving strategy.
Total score for Section

RESOURCES
21.

Is clear about and supportive of planning
processes and procedures.

22.

Is clear about individual roles and responsibilities
within the team.

23.

Understands the financial impact of one resource
on another.

24.

Knows how to leverage resources to best effect.

25.

Can work well in subgroups.
Total score for Section

STRUCTURES AND SYSTEMS
26.

Understands their fit into the organisation as a whole,
who their customers are.

27.

Functions well within its own team structure.

28.

Relates and links well to other teams and functions.

29.

Uses internal systems to optimum effect.

30.

Can respond effectively to data and information
it receives.
Total score for Section
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Build Effective Team Survey
KNOWLEDGE & SKILLS
31.

Understands the knowledge and skills requirements of
each job within the team.

32.

Has behavioural performance measures to measure
use of skills.

33.

Can employ the softer/interpersonal skills to build
positive long term relationships.

34.

Is committed to ongoing learning and development.

35.

Actively seeks to grow its skills and capabilities
for future effectiveness.
Total score for Section

LEADERSHIP AND MANAGEMENT

36.

Responds positively to the demands placed on it.

37.

Accepts the changes required of it.

38.

Shows a favourable response to the management
style used with it.

39.

Is motivated by the communications it receives and
how it receives them.

40.

Has a positive relationship with its leader/manager and is
not afraid to challenge/manage upwards in an appropriate
way.
Total score for Section

Total score for all Sections
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Build Effective Team Survey
SCORING THE SURVEY

Maximum score for each Section = 20

Culture and Values

=

Points

Vision

=

Points

Objectives

=

Points

Strategy

=

Points

Resources

=

Points

Structures and Systems

=

Points

Knowledge and Skills

=

Points

Leadership and Management

=

Points

Interpreting Your Score
160 Points

-

Are you sure?!?

120-160 Points 80-120 Points 40-80 Points 40 Points

-

A high performing team with development needs
A good team in need of improvement
Just about a team

Barely a collection of individuals!
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Let’s Do a Reflection
In which areas is your team strong?
In which areas is your team weak?
What improvements can you make in your team to
build it into a high performing team?
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Share Your Opinion
In a high performing team there needs to be positive
relationships between team members. What
contributes to these positive relationships to make
the team dynamics really good.
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Improve Teamwork
To build a high performing team the dynamic between team members must be really
positive. This team dunamic depends on six characteristics:
1. Clear Team Member Role
This requires an understanding and appreciation by all team members of the
different roles of team members and an understanding of how each role
contributes to the team’s success.
2. Open Communication
This requires open two-way communication between team members to inform
who is doing what, when, where and how and why they need the support of other
team members.
3. Clear Objectives
This requires well defined objectives, thorough planning and agreed decisionmaking processes thereby ensuring the smooth implementation of activities on a
day to day basis toward achievement of an overall goal.
4. Evaluation
This requires open and honest evaluation of activities and results by team
members and their leader.
5. Celebration
This requires the celebration of and recognition of the accomplishments of
individual team members and what they have achieved together as a team.
6. Confrontation
This requires the confrontation of team members who persistently fail to work
effectively with other team members.
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Effective teamwork is a way to build effective team. You have to
encourage your team to work effectively as a team. There are six principles that are
required to do effective teamwork:

1. Collaborating
Collaborating is an ability and willingness to work with others. Team members
that collaborate well have a strong common and shared vision and have a strong
achievement orientation.
2. Co-existing
Co-existing in a team means embracing diversity as well as valuing commonly
held cultures and values. This is a key requirement for effective team working.
3. Co-creating
Co-creating means giving and receiving of ideas and to collaborate with others
without requiring to have authority. It is about sharing best practice and
encouraging the free exchange of ideas.
4. Compensating
Compensating means an ability to compensate for one another. In a team
environment it is important for team members to not only learn but to desire to
counterbalance one another.
5. Co-operating
Co-operating means an ability to work together toward a common purpose. It is
one of the most satisfying elements in a relationship. This partnership way of
working is particularly important in teams.
6. Continuously Improving
Continuously Improving in high performing teams means quality improvement
which is a mind set committed by every team member. It is the fundamental
belief which guides every team member’s decisions.
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Effective Teamwork Questionnaire
The Effective Teamwork Questionnaire has identified five characteristics which are
integral to create an environment where authentic team-work can flourish. The
questionnaire has been designed as a tool to assist the team leader and his/her
team members to gauge the level and quality of team-working within the team and to
identify areas for improvement and development. It can also be used by different
teams to discuss and agree how teamwork could be improved and developed
between their team and other teams.

The Effective Teamwork Questionnaire covers 6 generic principles of effective
teamwork:
1. Collaborating
2. Co-existing
3. Co-creating
4. Compensating
5. Co-operating
6. Continuously Improving
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Effective Teamwork Questionnaire
Instructions to the participant.
Consider each statement and click on the box alongside the statement which best describes
how you see your team members working together. Assume that each statement starts with the
words “When working together as a team…”
Make sure that you respond to every statement.

Collaborating
Statements

Strongly
Disagree

Disagree

Agree

Strongly
Agree

1. There is a common and agreed
vision of future success for the
team.
2. Team members have a
common goal which motivates
them to achieve a desired
result.
3. Team members have shared
values and beliefs which bind
the team together.

4. Team members are mutually
supportive, willingly helping
each other to overcome
problems to achieve success.
5. There is a willingness to be
led versus a battle for
leadership.

Scores by column
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Co-existing
Statements

Strongly
Disagree

Disagree

Agree

Strongly
Agree

6. Team members recognise
their need to work with others
versus work independently.
7. Team members work hard
together to build positive
relationships with each other.
8. Team members confront and
resolve conflicts in a healthy
and constructive way.
9. Team members actively affirm
and encourage one another to
build high levels of morale.
10. Team members share their
knowledge and skills openly to
grow together.

Scores by column
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Co-creating
Statements

Strongly
Disagree

Disagree

Agree

Strongly
Agree

11. Team members use innovative
and creative thinking
techniques to get break
throughs to problems.
12. Team members consult openly
with one another to identify
the team’s objectives and key
issues which need to be
addressed.
13. Team members use a variety
of problem solving techniques
to remove obstacles to their
success.
14. Team members actively listen
to each other striving for
understanding in order to
work better together.
15. The team as a whole is
solution oriented versus
problem oriented.

Scores by column
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Compensating
Statements

Strongly
Disagree

Disagree

Agree

Strongly
Agree

16. There is an acceptance and
use of individual strengths
within the team.
17. Team members are actively
encouraged to use their
natural gifts and talents.
18. Team members work with
flexibility and adaptability
versus getting stuck in a
“rut.”
19. Team members are happy to
support people’s weaknesses
to ensure the best result is
achieved.
20. Everyone is actively involved
in a combined effort focused
on achievement of results.
Scores by column
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Co-operating
Statements

Strongly
Disagree

Disagree

Agree

Strongly
Agree

21. Team members openly share
information for the good of
the team.
22. Team members share their
individual resources to help
the overall team effort.
23. Team members spot and
respond to the needs of other
team members.
24. Team members offer their
help to other team members
when they are struggling.
25. The team as a whole complies
with the values and
behavioural standards laid
down by the organisation.

Scores by column
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Continuously Improving
Statements

Strongly
Disagree

Disagree

Agree

Strongly
Agree

26. The team as a whole jointly
defines its success criteria.
27. The team as a whole is keen
to measure its success.

28. Team members coach and
train one another to raise the
level of expertise within the
team.
29. The team as a whole is
externally oriented paying
attention to competitor data
and best practice information.
30. The team as a whole is
committed to continuous
improvement of its working
practices and processes.
Scores by column
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Scoring Your Profile
Score each statement as follows:
Strongly Disagree

Disagree

Agree

Strongly Agree

0

1

2

3

Total your scores for each section and then enter the scores below. The maximum score per section
is 15 points.

Section

Score

Collaborating
Co-existing
Co-creating
Compensating
Co-operating
Continuously Improving

Plot the scores on the diagram on Page of your Workbook on the correct axis and join up the plots
to create a ‘spidergram’ representing the profile of your team.
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Plotting Your Scores
Plot your scores on the chart below!

Collaborating

Co-existing
15

15
10

10
5

Continuously
Improving

15

10

5

0

5

10

15

Co-creating
5
10

15

Co-operating

5

5
10

15

Compensating
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Build Effective Team Exercise
Let’s do a reflection. Refer to these guiding questions:
1. What strengths can the team build on?
2. What can the team do to build on its strengths?
3. What weaknesses does the team need to address?
4. What can the team do to address its weaknesses?

List down your answers in this table:

Team Strengths

Actions to Build on Strengths

Team Weaknesses

Actions to Address Weaknesses
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Share Your Opinion
If a team member is underperforming what do you
do? What process do you follow? What skills do you
use?
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Improve Individual Performance
The whole team’s performance is influenced by individual performance. If there is
any problem with the individual performance, it will disturb the progress in achieving
team’s objective. To improve the whole team’s performance, it is really important that
you are able to improve the performance of individual team members.

You can use Individual Performance Improvement Steps as a way to improve
individual performance.

1. Gather the Facts
There are some ways to gather the facts:


Describe the problem by writing it down



Have more than one example of the problem



Be specific and be factual



Identify possible causes of problem

2. Set the Scene
There are some ways to set the scene:


Explain the purpose of the meeting



Put the person at ease

3. Describe the Problem
There are some ways to describe the problem:


Use examples and evidence



Use facts and personal observations



Draw conclusions from evidence of the problem

4. Agree the Problem
There are some ways to agree the problem:


Ask the person, “Do you agree there is a problem here?”



Get their agreement before moving on
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Find out the urgency of problem

5. Get the Full Picture
There are some ways to get the full picture:


Find out what the problem is



Find out the root cause of problem



Commit to solve problem

6. Seek Solutions from Employee
There are some ways to seek solutions from employee:


Consider different solutions



Consider advantage and disadvantage of each solution



Select the best solution

7. Support the Solution(s)
There are some ways to support the solution(s):


Support the chosen solution



Decide what needs to happen



Decide who is best able to support employee in developing the action plan

8. Develop an Action Plan
You can develop an action plan by setting the action plan to solve problem.

9. Follow-up
There are some ways to do follow-up:


Decide the follow- up process



Decide person in charge to do follow-up process along with the timing
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Let’s Do a Reflection
Select an individual team member who is underperforming. Describe the problem. Identify the
possible cause of the problem. Identify a possible
solution.
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Now, test your knowledge of
everything we have covered in
Session Four.
1. There are five leadership styles. Type in
the name of the leadership style alongside
each abbreviation. Type in your answer
a) A/B b) A/P c) D/P d) F/C e) C/S –

2. There are eight issues to address to build
high performing teams. They are numbered 1
to 8. We have selected 5 numbers below.
What issue relates to the numbers. Type in
your answer
a) 1 b) 3 c) 5 44

d) 6 e) 8 –

3. There are six ingredients to effective teamworking, the first is Collaborating what are the
others? Type in your answers
a)
b)
c)
d)
e)

4. There are nine steps to take to improve an
individual’s performance. We have numbered
five of the nine steps. What step relates to
each number. Type in your answers.
a) Step 3 b) Step 4 c) Step 5 d) Step 6 45

e) Step 7 –

5. What do we mean by the word Culture?
Click on those descriptions which you think
are relevant to Culture


a) Exhibited behaviours



b) Commonly held beliefs



c) Values held by people



d) Accepted norms



e) A driver of brand values
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This is the end of
session four

47

