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Stages of Team Development 
Lessons from the Struggles of Site-Based Management 
  
“Learning to share decision making in a professional community that focuses on 
student learning is a developmental process, and each stage of the process offers 
distinct challenges and opportunities. When teachers form teams in their 
classrooms, the student groups will go through these stages. When superintendents 
work with principals, or their own staff, the same lessons apply. Just as it is useful to 
remember that our children will and must go through the terrible twos, it’s comforting 
to remember that even our adult communities will and must go through stages in 
their development and will have to work through some fairly predictable problems in 
order to emerge in a more mature state…Are these stages as clear-cut and neat as 
we make them sound? Of course not…But these observations represent years of 
reflection, and we strongly believe that a thorough understanding of such a complex 
conceptual framework…is an indispensable tool on this journey.” 
         Nancy Mohr and Alan Dichter 
Annenberg Institute for School Reform 
 

A Summary of Group Development Stages 
 

 CHARACTERISTICS CHALLENGES 

Honeymoon   
Stage 

People are eager to have a voice in 
site decisions 

Clearly define goals, mission, and 
scope of authority for site groups 

Conflict           
Stage 

Differing points of view emerge and 
lead to conflict and controversy 

Use inevitable conflict as a 
springboard for group learning 

Confusion      
Stage 

The role and power of the group 
leader is questioned and 
challenged 

Demonstrate “authentic” leadership 
that pushes the group and process 
forward 

Messy             
Stage 

Multiple groups, multiple initiatives, 
and ambiguity reign 

Become comfortable with the 
messiness, communicate well, and 
solve problems 

Scary              
Stage 

Moving towards professional 
community, but no improvement in 
student learning 

Develop collective accountability 
and a systematic approach to 
improving student learning 

Mature-Group 
Stage 

Groups model professional learning 
community, meetings are learning 
opportunities 

Appreciate the positive habits and 
norms that have been 
institutionalized and keep moving 
ahead 



 

   

Tuckman's Team Development Model 
 

As the SCC Council begins to work as a team to support school improvement efforts, 
they may wish to review Tuckman’s Team Development Model to gain a clear 
understanding of the stages of team development and the Action Steps to ensure a 
successful team. 

Bruce Tuckman published his “Forming Storming Norming Performing” model in 1965. 
The theory remains a good explanation of team development and behavior.  
The progression is: 

1) forming     2) storming   3) norming   4) performing 
Features of each phase:  
Forming 
• High dependence on leader for guidance and direction 
• Little agreement on team aims other than those received from the leader 
• Individual roles and responsibilities are unclear 
• Leader must be prepared to answer lots of questions about the team's purpose, 

objectives, and external relationships 
• Processes are often ignored. Members test tolerance of system and leader.  
• Leader directs. 
 
Storming 

• Decisions don't come easily within group 
• Team members vie for positions as they attempt to establish themselves in relation 

to other team members and the leader, who might receive challenges from team 
members 

• Clarity of purpose increases but plenty of uncertainties persist. 
• Cliques and factions form and there may be power struggles.  
• The team needs to be focused on its goals to avoid becoming distracted by 

relationships and emotional issues.  
• Compromises may be required to enable progress.  
• Leader coaches. 
 
Norming 

• Agreement and consensus is largely formed among SCC members, who respond 
well to facilitation by leader. 

• Roles and responsibilities are clear and accepted.  
• Big decisions are made by group agreement. Smaller decisions may be delegated 

to individuals or small teams within group.  
• Commitment and unity is strong.  
• The team may engage in fun and social activities.  
• The team discusses and develops its processes and working style. 
• There is general respect for the leader and some of leadership is more shared by 

the team.  
• Leader facilitates and enables. 



 

 
Performing 
• The team is more strategically aware; the team knows clearly why it is doing what 

it is doing.   
• There is a focus on over-achieving goals, and the team makes most of the 

decisions against criteria agreed with the leader.  
• The team has a high degree of autonomy.  
• Disagreements occur but now they are resolved within the team positively and 

necessary changes to processes and structure are made by the team.  
• The team is able to work towards achieving the goal, and also to attend to 

relationship, style and process issues along the way.   
• Team members look after each other.  
• The team requires delegated tasks and projects from the leader.  
• The team does not need to be instructed or assisted.  
• Team members might ask for assistance from the leader with personal and 

interpersonal development.  
• Leader delegates and oversees. 



 

 
Tuckman’s Team Development Model  

   q Achieve effective 
and satisfying results 

q Members find 
solutions to 
problems using 
appropriate controls 

TASKS  PERFORMING 
   

 

 

 

q Members agree 
about roles and 
processes for 
problem solving 

q Members work 
collaboratively 

q Members care about 
each other 

q The group 
establishes a unique 
identity 

q Members are 
interdependent 

  NORMING  
 q Identifying power 

and control issues 

q Gaining skills in 
communication 

q Identifying 
resources 

q Decisions are 
made through 
negotiation and 
consensus building 

 

 STORMING   

 

q Establish base level 
expectations 

q Identify similarities 

q Agreeing on 
common goals 

q Expressing 
differences of ideas, 
feelings, and 
opinions 

q Reacting to 
leadership 

q Members 
independent or 
counterdependent 

  

FORMING  BEHAVIORS 
q Making contact and 

bonding 

q Developing trust 

q Members 
dependent 

   



 

 

Stages of Team Development 

• Each step builds on the previous one. 
• Each step prepares for the performing stage. 
• Skipping any step effect performing negatively. 
• With every new challenge the process repeats. 

 
 

Stage 1: 
“Forming” 

Stage 2: 
“Storming” 

Stage 3: 
“Norming” 

Stage 4: 
“Performing” 

• Individuals are not clear 
on what they’re 
supposed to do. 

• The mission isn’t owned 
by the group. 

• Wondering where we’re 
going. 

• No trust yet. 

• High learning. 

• No group history; 
unfamiliar with group 
members. 

• Norms of the team are 
not established. 

• People check one 
another out. 

• People are not 
committed to the team. 

• Roles and 
responsibilities are 
articulated. 

• Agendas are displayed. 

• Problem solving doesn’t 
work well. 

• People want to modify 
the team’s mission. 

• Trying new ideas. 

• Splinter groups form. 

• People set boundaries. 

• Anxiety abounds. 

• People push for position 
and power. 

• Competition is high. 

• Cliques drive the team. 

• Little team spirit. 

• Lots of personal 
attacks. 

• Level of participation by 
members is at its 
highest (for some) and 
its lowest (for some). 

• Success occurs. 

• Team has all the 
resources for doing the 
job. 

• Appreciation and trust 
build. 

• Purpose is well defined. 

• Feedback is high, well-
received, and objective. 

• Team confidence is 
high. 

• Leader reinforces team 
behavior. 

• Members self-reinforce 
team norms. 

• Hidden agendas 
become open. 

• Team is creative. 

• More individual 
motivation. 

• Team gains 
commitment from all 
members on direction 
and goals. 

• Team members feel 
very motivated. 

• Individuals defer to 
team needs. 

• No surprises. 

• Little waste. Very 
efficient team 
operations. 

• Team members have 
objective outlook. 

• Individuals take 
pleasure in the success 
of the team – big wins. 

• “We” versus “I” 
orientation. 

• High pride in the team. 

• High openness and 
support. 

• High empathy. 

• High trust in everyone. 

• Superior team 
performance. 

• OK to risk confrontation. 



 

Action Steps for Team Development 
 

Action Steps: “Forming” to 
“Storming” 

Action Steps: “Storming” to 
“Norming” 

Action Steps: “Norming” to 
“Performing” 

• Set a mission. 

• Set goals. 

• Establish roles. 

• Recognize need to move out of 
“forming” stage. 

• Leader must be directive. 

• Figure ways to build trust. 

• Define a reward structure. 

• Take risks. 

• Bring group together 
periodically to work on common 
tasks. 

• Assert power. 

• Decide once and for all to be on 
the team. 

• Team leader should actively 
support and reinforce team 
behavior, facilitate the group for 
wins, create positive environment. 

• Leader must ask for and expect 
results. 

• Recognize, publicize team wins. 

• Agree on individuals’ roles and 
responsibilities. 

• Buy into objectives and activities. 

• Listen to each other. 

• Set and take team time together. 

• Everyone works actively to set a 
supportive environment. 

• Have the vision: “We can 
succeed!” 

• Request and accept feedback. 

• Build trust by honoring 
commitments. 

• Maintain traditions. 

• Praise and flatter each other. 

• Self-evaluate without a fuss. 

• Share leadership role in team 
based on who does what the best. 

• Share rewards and successes. 

• Communicate all the time. 

• Share responsibility. 

• Delegate freely within the team. 

• Commit time to the team. 

• Keep raising the bar – new, higher 
goals. 

• Be selective of new team 
members; train to maintain the  
team spirit. 

   


