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Leading Exceptional Teams will help you:

• Understand how high performing your team is and how you can 
improve it

• Better challenge and support your teams
• Increase your confidence to lead high performance in teams
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High Performance Team Leadership
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Leading Exceptional Teams

Session 1 Warm up 
Session 2 Understanding high performing teams
Session 3 Your high performing team

Break

Session 4 Challenge and support
Session 5 Habit builder
Session 6 Preparing for your Cascade and warm down
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Warm Up
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• What can you see out of the 
window? 

• How ready are you for learning 
today? (Above or below the line) 

Connecting with each 
other



Workbook reflections

• How many teams are you a 
part of?

• List them with your role
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Understanding 
High Performing 
Teams



Your high performing 
team story
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What was the team?
What did you achieve together?
How was it high performing?
What did it feel like to be a part 
of? 
How has this influenced the way 
you lead? 
What qualities and 
characteristics do your teams all 
share?



Let’s break out and move to Miro!
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All high performing teams share 
these fundamental building blocks. 

We call this the Exceptional Team 
framework and it’s relevant to 
functional and project teams. 

Session 2 will explain what the 
building blocks are, so that you can 
diagnose how high performing your 
own team is in Session 3.

Exceptional Team Framework



Exceptional teams

13



Exceptional teams
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Exceptional teams
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Exceptional teams

16
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1. Connection with purpose

2. Decision Making

3. Doing what you say you’ll do

4. Balancing challenge and 

support

5. Always learning

High Performance Habits 



Exceptional teams
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Any questions?
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Let’s take a breather
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Your High 
Performing Team
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Create the environment for your team 
members to thrive.

Oversee, plan for and develop each 
aspect of the Exceptional Teams 
process and framework for your 
team. 

Today, assess your team or a team 
you’re a part of against ET to 
prioritise your effort and focus.

The Leader’s Role as Team Coach



Exceptional Teams 
Diagnostic - Workbook
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Consider how true each question 
is for the team you are 
evaluating. Score 1-10 where 10 
is outstanding and 1 is poor.

Discuss your scores with your 
partner and identify one primary 
area to develop in this workshop. 



Workbook reflections
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• What are you doing well?

• Whose input do you need to 
complete your assessment?

• Considering the components 
of an exceptional team, which 
area does your team most 
need to develop?



Put your name on a sticky and place it on the area you 
need to prioritize
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Let’s take a breather
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Lunch / long break here
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Creating a high-
performance team 
culture
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1. Connection with purpose

2. Decision making

3. Doing what you say you’ll do

4. Balancing challenge and 

support

5. Always learning

High Performance Habits 
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Develop the most important high 
performance team habits

• Plan and think ahead
• Lead by example
• Coach and support
• Hold to account

The Leaders Role
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Balancing 
Challenge and 
Support



Challenge and 
Support

32
Low Challenge

Low
Support

High Challenge

High 
Support

High 
Performance

Inertia

High Stress

Cosy Club



Groups of 3 in break 
out 
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Discuss what it feels like for you 
when you are in each of these 
four quadrants.



Workbook Reflections
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Where would your team put you
on this matrix of challenge and 
support? 
• At your best (above the line)  
• Under stress (below the line) 

At this point, do you need to 
develop your ability to challenge
or your ability to support your 
team? 
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Here are three ways you can 
increase challenge: 
• Contract with people to see 

how they would like to receive 
feedback

• Red Teaming: Once you've 
established a plan, stress test 
it

• Invite people to adopt a 
contrary position to the one 
they're holding

Increase Challenge
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• Build your relationship with each 
team member to understand 
what motivates them

• Spend time building 
relationships within the team 

• Show everyone respect and 
ensure team members do the 
same

• Coach, don’t tell 

Increase Support
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Psychological 
Safety
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Answer in relation to the team 
you lead, or if you don’t lead a 
team, the team with which 
you spend the most time.

You may want to explore your 
answers with members of your 
team after today.

Workbook –
Psychological Safety
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“Psychological safety is a shared belief 
that one will not be punished or 
humiliated for speaking up with ideas, 
questions, concerns or mistakes.”  

Amy Edmondson

Enables teams to be more challenging 
and more supportive. 
Increases:
• Quality of feedback
• Speed of learning
• Quality of decision making
• Creativity and new ideas

Psychological Safety



Timothy Clark: Four Stages of Psychological Safety
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Stage 1. Inclusion Safety
• Stay in contact and check on 

people’s needs and challenges
• Listen and pause
• Create opportunities to share 

experiences and bond
• Encourage people to connect with 

each other – especially new 
joiners

Improve psychological 
safety in your team
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Stage 2. Learner Safety
• Share past mistakes
• Ask for help – demonstrate it’s ok 

‘not to know’
• Ask more questions than you offer 

solutions
• Show that you are learning too

Improve psychological 
safety in your team
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Stage 3. Contributor Safety
• Ask people what they think
• Don’t respond with anger, blame 

or shame
• Clarify how you make decisions
• Avoid shut down statements

Improve psychological 
safety in your team
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Stage 4. Challenger Safety
• Invite constructive dissent
• When you reject feedback, say why
• Model vulnerability
• Weigh in last
• Mandate a ‘no interruption’ rule in 

meetings

Improve psychological 
safety in your team



Pairs Discussion
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Which stage of this model do 
you feel you most need to 
develop to create more safety in 
your team?

Which of the tactics we’ve just 
discussed feel most relevant to 
do so? 
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Pulling it all together: Your Team Performance Plan

• I am clear about my team’s purpose
• I have a clear picture of success for my team
• I know which part of the Exceptional Team framework I will prioritise 

with my team
• I have a plan to develop my team’s psychological safety and my 

ability to challenge and support skilfully
• I have increased my confidence to develop high performance in my 

team



Moving to action
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Review your notes from today 
and assess your performance 
plan

Which change will make the 
biggest difference for your 
leadership?  

What’s your personal high 
performance team elixir?
(this is the key personal quality 
that you can take with you into 
ANY team)
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Moving to Action 
with the Habit 
Builder



HOLDING SLIDE

Share your cohort’s progress on Mod 1 – Habit Builder closing report
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Habit Builder Commitments  

Aligned Purpose and Picture of Success (Connected Leader)
• When I communicate with my team
• Instead of focusing only on immediate tasks
• I will ensure everyone is aligned with our purpose and picture of success

Personal Contribution (Connected Leader)
• When leading or contributing to any team
• Instead of leaving it to others to create high performance
• I will consciously contribute my high-performance team elixir

Balance Direction and Support (People Developer)
• When I’m coaching a team member
• Instead of adopting my normal approach to that person
• I will consciously consider the balance of support and challenge needed
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Moving to action
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Discuss your options with a 
partner and each choose, or 
adapt, the commitment that feels 
most relevant for you.



Habit Builder 

Use the link in your calendar invitation for your cohort

How often will you check in?

Who’s your accountability buddy?
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Preparing for your 
Team Cascade
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• Introduce Above and Below the Line 
to your team

• Up to one hour
• 10 – 28 January – you choose date
• We will provide you with guidance 

notes and habit builder link
• Team members will get a pre-read
• After the meeting each team member 

will use the habit builder and you can 
coach them

• Liaise with cohort colleagues – split 
larger teams into smaller groups? 5 –
10 people ideal size

• Briefing sessions on 5 & 10 January

Team Cascade



Thank you

katherineb@mezzanapartners.com


