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Foreword 

 

The Transition Alliance of South Carolina (TASC) is 

an interagency secondary transition initiative housed 

at the Center for Disability Resources at the 

University of South Carolina’s School of Medicine. 

The objective in publishing this resource is to provide 

a practical guide to assist local South Carolina 

communities in establishing a solid foundation in the 

formation, development and maintenance of local 

interagency transition teams. The authors would like 

to express our appreciation to our funding agencies: 

the SC Developmental Disabilities Council, the SC 

Department of Education, and the SC Department of 

Disabilities and Special Needs; the members of the 

Transition Alliance of South Carolina as well as to the 

members of the 42 local SC interagency transition 

teams that began this journey with us in 2014. 
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Section One: Introduction 
 
Goal of Section One 
 
Team leaders will be able to differentiate between “evidence-based practices” and “best 
practices” teamwork activities; to define important terms used throughout this guide; and 
to describe the characteristics of healthy and effective teams and exemplary leaders at 
various teamwork stages. 
 
Competencies  
 
Upon completion of this section, team leaders will be able to:  
 
1. Define “team” and describe the characteristics of healthy and effective teams; 
2.  Define “leadership” and describe the attributes of exemplary team leaders;  
3. Define “interagency collaboration” and the relationship between interagency 

collaboration, teams, and leadership; and 
4. List the stages of team development and describe the team and leadership 

characteristics typically evident during each stage.  

Teamwork: Evidence-Based Practice or Best Practice? 

For more than 75 years, researchers in multiple disciplines have studied teams 
systematically in order to identify the characteristics of healthy teams and to confirm the 
outcomes of effective teamwork (e.g., Cannon-Bowers & Bowers, 2011; Ilgen et al., 
1993). Thus, it should come as no surprise that for nearly as many years, public and 
private sector professionals have advocated for the adoption of teamwork practices in 
the planning and delivery of human and social services. As a result, there is no longer 
debate that collaborative interagency teamwork should be considered a “best practice” 
in services for students with disabilities exiting high school, or for that matter, for early 
intervention, workforce development, affordable housing, family support, and most other 
human and social services. However, is teamwork an “evidence-based” human services 
practice? That is, does sufficient research data exist to claim, for example, that 
collaborative interagency teamwork improves post-secondary outcomes for students 
with disabilities?  The answer is not as simple as “yes” or “no”. 

What do we know for certain from decades of multidisciplinary research about 
teamwork? We do know the characteristics of healthy teams. We do know the 
characteristics of exemplary team leaders. We do know that teamwork can improve 
organizational effectiveness and outcomes. So, yes, we can say, with a degree of 
confidence, that teamwork is an evidence-based practice. 

Because special education research on collaborative interagency teamwork has just 
begun to emerge in the past few years, teamwork has yet to be shown to improve 
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postsecondary outcomes significantly for young adults with disabilities. We believe that 
teams can make a difference, and there are emerging research studies suggesting that 
the establishment of healthy interagency teams and teamwork practices, along with the 
presence of exemplary leaders, can impact postsecondary student outcomes positively 
(e.g., Noonan et al., 2014; Povenmire-Kirk et al., 2015; Rowe at al., 2015; Test et al., 
2009). However, we do not know for certain which specific team-based activities and 
practices are most likely to positively influence postsecondary outcomes.  

Most professional development and student service delivery models advocating for 
adoption of collaborative interagency teamwork as a “best practice” in high school-to-
adult life transition services are not-data based. Instead, they are based on two 
common assumptions.  

First, even before transition was identified as a mandated service by IDEA (Individuals 
with Disabilities Education Act) in the early 1980s, nearly every professional who 
designed a school-to-adult life transition model incorporated collaborative interagency 
teamwork as a core component of their model. Why? Simply stated, it makes sense! As 
humans, and as professionals, we generally believe that multiple people working 
together will make better decisions and create better solutions. And so, as special 
education, vocational rehabilitation, and other disability professionals addressing high 
school-to-adult life transition issues, we draw upon these transition models to support 
our belief that interagency collaboration is vital. Again, it makes sense to us that multiple 
people working together across agency, discipline, and cultural boundaries will be able 
to solve transition challenges more effectively than will individuals attempting to solve 
problems alone. As a result, collaborative interagency teamwork for transition services 
is often promoted at multiple levels: at federal, state, local and individual student levels.   

Second, many of these same professionals, who believe that teamwork is critical, 
advocated for the inclusion of interagency collaboration as a mandated component of 
transition services. When IDEA was reauthorized in 1983 (P.L. 102-119), for the very 
first time, interagency transition services were defined. Special education and vocational 
rehabilitation professionals quickly recognized the potential for interagency teamwork, 
and became eager to acquire and practice collaborative interagency teamwork skills. As 
a result, in survey after survey, teamwork is identified consistently by personnel as a 
training and technical assistance need.  

Unfortunately, however, many of the personnel development activities offered to these 
professionals are poorly designed to equip them with evidence-based teamwork and 
leadership knowledge and skills. As human services leaders we naively believe that we 
understand teamwork fully, and as a result, our personnel development activities 
targeting high school-to-adult life transition services are often based primarily on 
anecdotal stories and suggested best practices instead of building upon the rich 
foundation of evidence-based teamwork and leadership research that exists in multiple 
disciplines.  

Because of these two assumptions, we cannot yet confidently answer the question, “Is 
collaborative interagency teamwork an evidence-based practice of effective high school-
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to-adult-life transition models?” with a resounding yes. To answer this question, we 
must first be confident that the teams we are training and studying are: 1) healthy 
teams; 2) led by exemplary leaders; and 3) use evidence-based collaborative 
interagency teamwork practices. 
 
 
This guide is designed to merge evidence-based practices and best 
practices from a variety of disciplines, and from a number of high 
school-to-adult life transition models, into a comprehensive guide for 
collaborative interagency teams working together to increase 
successful student post-secondary transition outcomes through 
active interagency collaboration. 
        

 
What is a Healthy Team?  
 
Early twentieth-century team research began in the social sciences fields, primarily in 
sociology, and focused heavily on collaborative relationships among team members. 
Research was often conducted in artificial laboratory environments. However, by the 
mid-twentieth-century, applied team research began emerging from multiple disciplines 
including business, economics, organizational development and psychology. This 
research was frequently global in design, but was largely limited to the development of 
quality teams in competitive manufacturing environments. By the close of the twentieth- 
century, however, more broad-based teamwork research had begun to emerge in 
applied settings from a variety of disciplines such as business, education, medical and 
allied health professions, and social work.  
 
Before the close of the twentieth-century, sufficient teamwork research in applied 
settings existed to enable us to begin identifying team successes, failures and 
problems, along with strategies for making teams more effective.  
 
For example, Varney (1989) suggested that healthy teams are characterized by four 
attributes: (1) team members’ roles are clearly defined; 2) individual and team goals are 
clearly understood; 3) team structures and practices are understood and agreed upon; 
and 4) interdependent working relationships are viewed by members as essential. 
Building on this and other emerging definitions of healthy teams, Parker (2008) 
hypothesized that the development of healthy teams with these characteristics in 
applied settings would lead to greater productivity, more efficient use of resources, 
improved decisions and problem-solving, and higher-quality products and services.  
 
There are literally hundreds of definitions of teams, all with very similar components. In 
this guide, we will adopt the definition of teams on page 4 (Everson & Guillory, 2002) 
and apply it to the work of collaborative interagency transition teams addressing post-
secondary transition services and outcomes for students with disabilities:  
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A collaborative team is a group of two or more people who agree to 
work interdependently in order to address common needs and to 
pursue common goals. Over time, and with much hard work, the 
group will become a collaborative team if, and only if, its members: a) 
identify common needs and shared values; b) agree upon shared 
missions and goals; c) understand who is and who is not a member; 
d) determine roles with expected duties and behaviors; and e) agree 
upon team regulating and evaluating procedures. 

 

What is Interagency Collaboration? 

Interagency collaboration is a mandated component of transition services articulated in 
IDEA, as amended. In addition, hundreds of school-to-adult life transition models 
developed by professionals over the past 30 years have expanded upon IDEA’s 
language in order to provide a strong foundation for building transition teams and 
identifying transition team leaders.  In this guide, we will adopt the following definition of 
interagency collaboration as defined by Rowe et al. (2015): 

 
Interagency collaboration is a clear, purposeful, and carefully 
designed process that promotes cross-agency, cross-program, and 
cross-disciplinary collaborative efforts leading to tangible transition 
outcomes for youth. 

 

 Tuckman’s Teamwork Model 
One of the earliest models of teamwork has not only withstood the test of time, but it is 
also one of the simplest models to remember and apply to high school-to-adult life 
transition teams. Dr. Bruce Tuckman, a social psychologist, initially worked with the U.S. 
Navy to study and help develop effective teams. Over time, Tuckman and other 
researchers in various disciplines applied his theory to teams in multiple environments 
and researched typical team characteristics, activities, challenges and outcomes.  

Tuckman (1965) suggested that all teams typically progress through five common, 
predictable stages. He labeled these stages forming, storming, norming, performing, 
and adjourning. The authors of this guide, and many other professionals, have applied 
Tuckman’s model to their work with hundreds of teams over the past thirty-five years in 
multiple communities and states. As a result, we have adapted the model to focus on 
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the initial four stages of the model: 1) forming, 2) storming, 3) norming and 4) 
performing stages.  

Team leaders, and their teams, operate in unique ways during each of the four stages.  
Therefore, team leaders must be able to recognize each stage and identify at what 
stage their team is functioning, Table 1.1, below. Only then, will leaders be ready to 
address the unique challenges inherent in each stage, and lead their teams through the 
activities and milestones suggested in this guide as necessary for healthy team 
development and successful postsecondary student outcomes.  

Table 1.1: Tuckman’s Teamwork Model for Collaborative Interagency 
Teams  

 

Teamwork Stage 

 

Team Functioning 

 

Forming Stage 

 

“Getting to know you - and this team - is fun!” 

 

Storming Stage 

 

“The honeymoon is over! I don’t like teamwork – or this team!” 

 

Norming Stage 

 

“Ok. This team is working! I can see results!” 

 

Performing Stage 

 

“Wow! Our team is group genius at work!” 

 

What is Exemplary Leadership?  
 
Leadership is essential to the establishment of healthy teams and the use of effective 
teamwork processes. In this guide, we use the term “team leader” first to refer to the 
people assigned to initiate and form teams, and second, to refer to the people who 
emerge to guide these newly formed teams through the storming, norming, and 
performing stages.  
 
Team leaders may - or may not - be the same people across the various stages. For 
example, one or more educational champions from the high school-level or school 
district level are typically assigned to initiate interagency teams addressing transition 
from high school to adult life services for youth with disabilities. During the forming 
stage, these individuals must be able to inspire others to join the newly forming team, 
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and then be able to model the way by guiding these new members through critical 
forming stage activities.  
 
By the end of the forming stage, teams typically are able to identify one or more 
members as emerging leaders. Therefore, as teams enter the storming stage, team 
initiators and other confirmed team members will need to vote or assign one or more of 
these members to serve as team leaders. These emerging and newly confirmed leaders 
may or may not be school personnel, and may or may not be the same leaders as those 
who initiated the teams. For example, some teams find that adult services 
professionals, such as vocational rehabilitation counselors or developmental disabilities 
program managers, may emerge as team leaders. Other teams have found it beneficial 
to confirm team co-leaders, perhaps one school representative and a second adult 
services representative.  
 
Choosing people who have, or are willing to acquire, leadership abilities is more 
important than the professional role they play. Developing and maintaining healthy 
teams that use effective teamwork processes requires exemplary leaders who are 
willing and able to assume leadership roles.    
 
How do teams identify leaders? All too frequently, the roles of team leaders are 
assumed by educational personnel simply because they were assigned initial 
responsibility to develop teams, and/or because schools are viewed by adult services 
personnel as the primary leaders in transition services. These types of team leaders, 
according to Northouse (2007), are “assigned leaders”. Assigned team leaders are 
instrumental to team development during the forming stage because assigned leaders 
are perceived by other members as having the authority to form teams. Assigned team 
leaders must be confident about their assigned roles, inspiring in their communications, 
and organized in their planning. In addition, they must be able to negotiate personal and 
agency agendas and bring potential team members to consensus on visions, needs and 
goals.    
 
During the latter stages of teamwork, but especially during the storming stage, 
“emergent leaders” take over team leadership roles. Emergent team leaders are those 
members who are perceived by a majority of team members as having the power to 
lead newly formed teams (Northouse, 2007). Emergent team leaders may be school 
personnel or adult services personnel. They may even be family advocates, self-
advocates, business, or other community representatives. Their professional roles and 
titles are not important. Instead, their leadership abilities to develop and maintain 
healthy teams and to model effective teamwork practices are essential. 
 
Emergent leaders are perceived by others as having the power to guide newly formed 
teams. Expanding upon the work of Kouzes & Pozner (2007), emergent team leaders 
must be able to inspire shared visions, challenge planning and decision-making 
processes, encourage others to act on behalf of teams and students with disabilities, 
use person-centered planning approaches to encourage the heart, and be willing and 
able to recognize and evaluate individual, as well as, team contributions.    



L e a d i n g  C o l l a b o r a t i v e  I n t e r a g e n c y  T e a m s  P a g e  | 7 
 
 

 

 
Leadership has been studied for more than 30 years across various disciplines, and 
there is ample research to enable us to identify its essential evidence-based 
characteristics (e.g., Fleishman et al., 1991). In this guide, we will use the definition on 
below, supplied by Northouse (2007), and apply it to the work of collaborative 
interagency teams addressing postsecondary transition services and outcomes: 
 
 
Leadership is “…a process whereby an individual influences a group 
of individuals to achieve a common goal” (p.3).  
 
Thus, leadership is an interactive process, where a leader interacts 
with other team members and affects and is affected by them. 
Leaders influence team members and, in turn, these team members 
influence their leaders. Leadership emerges and develops within 
groups of people who have come together to address common needs 
and accomplish common goals.      
 
 
What do we know for certain about the characteristics of exemplary leaders? Table 1.2, 
on page 8, summarizes the essential characteristics as identified in leadership research 
(e.g., Kouzes & Posner, 2007) during each unique teamwork stage. By following the 
activities and guidelines suggested in this guide, both assigned and emergent team 
leaders will be able to acquire and advance the leadership attributes necessary to form 
healthy teams and lead them in achieving enhanced post-secondary outcomes for 
young adults with disabilities.    
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Table 1.2: Characteristics of Exemplary Team Leaders at Various Stages 
 

 
Forming Teams 

 

 
Storming Teams 

 
Norming Teams 

 
Performing Teams 

 
Assigned Leaders 
 
Authority to initiate 
teams  
 
Ability to inspire 
others to join teams 
 
Organized in their 
planning 
 
Ability to negotiate 
 
 

 
Emergent Leaders 

 
Power to develop  
teams  
 
Ability to inspire 
shared visions and 
challenge 
processes 
 
Ability to 
communicate, 
manage conflict, 
and negotiate  
 
Ability to encourage 
others to act 

 
Emergent Leaders 

 
Power to guide 
teams 
 
Ability to challenge 
processes 
 
Ability to encourage 
others to act 
 
Power to encourage 
hearts 

 
Emergent Leaders 

 
Power to encourage 
hearts 
 
Ability to recognize, 
evaluate, and 
celebrate 
contributions and 
community 
  

 
As the twenty-first century unfolds, researchers have begun to explore and more fully 
understand the importance of leadership in teamwork. Specifically, Zaccaro, Rittman & 
Marks (2001) concluded that team leaders must develop “…a model of what the team 
problem is and what solutions are possible in this context, given the environmental and 
organizational constraints and resources” (p. 462).  

Purpose of this Guide  
 
Teamwork is hard work. The purpose of this guide is to provide team leaders with 
strategies for leading interagency teams through the forming, storming, norming and 
performing stages of teamwork with a focus on collaborative interagency teams charged 
with managing high school-to-adult life transition services and outcomes for young 
adults with disabilities. 

The goals of this guide are threefold. First, we want to introduce interested 
professionals and specifically, potential team leaders, to the teaming model initially 
introduced by Dr. Bruce Tuckman (1965) and expanded upon by our own work and 
research, as well as by the work of many others over the past thirty-five years. Second, 
we want to walk assigned and emerging team leaders through a step-by-step process of 
interagency team initiation and development merging both evidence-based practices 
and best practices from multidisciplinary literature. Third, we will present examples and 
outcomes from actual collaborative interagency teams in South Carolina communities. 
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There is an oft-quoted adage that states, “Agencies don’t collaborate, but people do.” In 
truth, teamwork is about people collaborating. More specifically, it is about people 
collaborating with other people to accomplish mutually desired goals. But collaborating 
with other people across disciplines, agencies, cultures, and multiple goals, roles, and 
processes is both time-consuming and difficult.  Is it any wonder, then, that all too many 
of us are reluctant to join yet another team to address yet another community problem, 
or that most of us are able to recall more unsuccessful teamwork experiences than we 
are successful ones?  
 
Yes, teamwork is hard work. However, it is neither magical nor mysterious. When 
assigned team leaders initiate and form teams using the strategies suggested in this 
guide, teams will build healthy foundations.  When emerging team leaders guide teams 
using the strategies suggested in this guide, teams will develop into healthy teams and 
use effective teamwork practices. When healthy teams follow effective step-by-step 
processes such as detailed in this guide, they will realize positive community and 
student outcomes. Teams will learn to set visions and goals, communicate effectively, to 
take action on their goals, and to accomplish and celebrate desired outcomes. In short, 
they will learn to collaborate as interagency teams. Moreover, just as importantly, 
individual team members will feel good about themselves, their teams, and their 
community’s services and student outcomes.  
 
Where are we on our Teamwork Journey?  
 
The very first question team leaders must address is, “Where are we on our teamwork 
journey?” If a team has never met before or has only met once, this question is easily 
answered by the forming stage. However, if a team has met two or three times, or has 
been in existence for months, or even years, and is facing teamwork challenges, the 
answer may not be so obvious.  
 
For every team other than those that are meeting for the first time, we suggest that team 
leaders (or consultants) guide teams through completion of the “Interagency Team 
Development and Collaboration Scale” (see appendix A) or another comparable self-
assessment form. This form will also be accessible via the Transition Alliance of SC 
(TASC) website (www.transitionalliancesc.org) by the spring of 2016. Team leaders 
should ask each team member to individually complete the assessment scale. Then 
they should tally the results across the team. If team members are unable to agree that 
their team has completed a majority of activities, or if team members believe that the 
team has abandoned a large number of activities, the team is probably functioning in 
the forming or storming stage. If team members believe that the team has completed a 
majority of activities or if they believe that the team has initiated a majority of activities 
and that they are in progress, the team is probably functioning in the norming or 
performing stage. Team leaders should use this self-assessment as a starting point to 
help identify which team development activities their team needs to prioritize and pursue 
over the next 12 months. Completing this or another self-assessment annually helps 
teams remain healthy and focused. 

http://www.transitionalliancesc.org/
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A newly forming SC team that has only met once during the SC annual state conference 
and/or for a ½-day organizational meeting, but has agreed upon needs, vision, 
membership, operating procedures and goals may be ready to move into the storming 
stage. Alternatively, teams that attended the conference, and met intermittently over 
nine months may still be functioning in the forming stage, if members do not agree on 
team membership or goals. A norming team that has been meeting for four years may 
have regressed back to the storming stage, if recent changes in membership have left 
members uncertain about goals and roles.  
 
For example, in South Carolina, the state level interagency transition team had been 
meeting for more than five years and had accomplished several important tasks. Over 
time, however, as members changed positions or retired and as state policies changed, 
members began to question the mission (i.e., advisory or activity 
leadership/implementation focused) of the team. With support from an external 
consultant, the team reassessed its membership, standardized its structure and 
operating procedures and set new goals in line with their reaffirmed mission.  
 
Table 1.3, on page 11, summarizes typical characteristics of teams during each stage. 
Once team leaders have identified the stage in which a team is functioning, they may 
begin using this guide to lead their teams through identified activities for each stage. As 
the activities for that stage are completed, they should move on to the next stage, and 
the suggested activities for its completion.  
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 Table 1.3: Characteristics of Teams at Various Stages of Teaming 
 

 

Forming 

(Initial 1-3 
meetings) 

 

Storming 

(4-10 meetings 
following the 

Forming Stage) 

 

Norming 

(Typically, no 
earlier than the 6th 

team meeting) 

 

Performing 

(Typically, if this 
stage is reached, 

no earlier than the 
12th team meeting) 

 

People attend 
meetings out of 
curiosity, and have 
expectations based 
on their prior team 
experiences. 

People are polite, but 
may be tentative 
about proposing ideas 
or expressing 
disagreement. 

People associate with 
their own tribes and 
cliques may be 
evident. 

Membership is 
unstable as members 
may be unwilling or 
unable to commit to 
teams until they 
understand the team’s 
vision, goals and 
roles. 

There is minimal 
conflict among 
members. 

 

Membership has been 
confirmed, and 
individuals 
understand their roles 
as team members.  

Team leadership roles 
have been identified.  

Team operating 
processes have been 
developed. 

Community needs 
and team goals are 
clear to team 
members. 
 
Disagreement and 
conflict begin to 
emerge as members 
struggle to express 
their needs,   
understand their 
roles, and build trust.  
 

Teams can express 
their values, vision, 
and mission.  

 

Relationships begin to 
develop; trust is high. 
Communication is 
effective and conflict 
is managed. 

Goals, roles, and 
operating procedures 
are clear and 
operational.  

Action-planning is 
used and members 
accept responsibility 
for actions and 
timelines. 

Teams use strategic 
planning or other 
approaches to 
celebrate goals and 
outcomes.  

Teams use various 
self-monitoring and 
evaluation strategies 
to help maintain their 
direction and focus. 

 
 

 

Teams use a variety 
of planning and 
evaluation strategies 
to maintain their 
direction and focus. 

Teams can self-
monitor and self-
evaluate their goals 
and outcomes and 
make adjustments as 
needed.  

Team identity and 
energy is high. The 
team operates 
independently, but 
members behave 
interdependently. 

(As appropriate) 
teams prepare to 
disband or reorganize 
when identified needs 
have been met. 
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A Few Words of Advice about Evidence-Based Practices 
 
Although all activities in this guide have been suggested by literature and experienced 
teams as valuable for healthy team development and for the accomplishment of goals 
and outcomes, some are more strongly supported by research than are others. These 
activities are highlighted as “evidence-based practices”, and teams are strongly 
encouraged to dedicate adequate time and other resources necessary to address them 
fully. Other activities, not highlighted, are considered “best practices’ and while teams 
are strongly encouraged to pursue them, some teams may choose to move more 
quickly through them and dedicate fewer resources to them on their teamwork journeys. 
 
 

 
Interagency Teams: Evidence-Based Practices 

 
9 The establishment of interagency teams or councils is positively 

correlated with post-school outcomes. (Povenmire-Kirk, 2015; Test 
et al., 2009) 

 
 

 How to Use this Guide 
 
The remainder of this guide is divided into four sections, each addressing one of the 
four stages of teamwork. Each section begins with section goals and a list of 
competencies needed by team leaders to lead teams through that stage. Next, each 
section guides team leaders through the stage by describing typical timelines for 
accomplishing that stage and common team and leadership characteristics evidenced 
during that stage. Finally, each section suggests activities to pursue and strategies for 
overcoming typical challenges while teams are in that stage. Whenever possible, 
examples of interagency teams in South Carolina communities are included to illustrate 
the content. 
 
 
The very first question team leaders must address is, “Where are we 
on our teamwork journey?” Once team leaders have identified the 
stage in which their team is functioning, they are ready to begin using 
this guide to lead their teams through the stage. As the activities for 
that stage are completed, team leaders should move on to the next 
stage, and the suggested activities for its completion. 
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Section Two: The Forming Stage of Interagency Team 
Development  
 

Goal of Section Two 
Team leaders will be able to initiate new interagency teams and to lead the newly- 
forming teams through the organizational activities and outcomes associated with the 
forming stage of team development.  
 

Competencies  
 
Upon completion of this section, team leaders will be able to:  
 
1. Initiate teams, and plan and hold team organizational meetings; 
2. Lead forming teams through critical activities including identifying the needs, the  

target population to be served, the geographic area to be addressed by their  
teams and core members to serve as team members; 

3. Plan and hold at least one additional team meeting and lead teams through 
additional forming stage activities including confirming their team’s goals, roles, 
structure and operating procedures, and their team’s membership; 

4. Schedule at least two additional team meetings; and  
5.  Prepare teams for critical storming team activities by identifying and committing 

emerging team leaders. 

 
Team Timelines for Completing the Forming Stage 
 
Every team is unique, but assuming that newly forming teams meet monthly for 60-90 
minute meetings, most teams will need at least three meetings or three months to 
complete all suggested forming activities. However, these timelines are only suggested 
guidelines; some teams will need more time or less time and/or more or fewer meetings 
to complete all suggested activities.  
 
For example, some newly forming teams, especially in smaller communities, may have 
potential team members who have worked together on other teams, and thus members 
may know each other well. In some cases, team leaders may be able to accomplish 
some of the organizational forming tasks with individual team members in person or 
over the telephone or e-mail prior to the organizational meeting, and thus they are able 
to begin the first meeting with some decisions accomplished. Other team leaders are 
able to schedule an intensive three-four hour initial organizational meeting, and thus 
may be able to lead their teams through all or most forming activities during this initial 
organizational meeting.   
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Exemplary Leadership Attributes during the Forming Stage 
 
No two teams will develop at the same pace or with the exact same characteristics. 
However, many eyes will be watching newly forming teams and their leaders during the 
forming stage, and leaders will be observed both by their team members and by 
external constituents. Therefore, assigned leaders must strive to be exemplary. 
 
Exemplary leaders must be honest, competent, forward-looking, and inspiring (Kouzes 
& Posner, 2011). The leader’s challenge during the forming stage is to adopt these 
characteristics in order to initiate and organize a healthy team.   
 
Potential members and external constituents will view leaders as exemplary if they can 
initiate teams that members feel committed to join and to contribute their time and other 
resources to as members. Exemplary leaders speak honestly, ask questions, listen, and 
observe. They inspire members to think about a desirable vision for their community’s 
future. Exemplary leaders model the way for all team members until all forming activities 
are completed. 
 

“The most difficult part of starting a team is overcoming the fear of not doing it 
right, no one showing up, not involving the right people, or not being able to find 
people who share a common goal.  In reality, if you do what you do authentically 
then you are doing it right. If you do not have the right people at the table, they 
probably know who the right people should be. It’s easier to find people who 
agree on a common goal than you think. Just get started and trust that the rest 
will work itself out.” 

 - Mike Teachey, Greenville Collaborative Action Network 

 
 
Who Should Initiate a Team?  
 
Many different persons might be interested in and charged with initiating and leading the 
development of interagency teams. These persons include direct support professionals, 
mid-level managers, agency or organization directors, external consultants, as well as 
self-advocates and their family members. Some literature on teaming suggests that the 
most effective teams are those developed by key personnel employed within the 
agencies or organizations comprising the team’s membership. Other literature suggests 
that the most effective teams are those developed by self-advocates and their families. 
Still other literature suggests that the most effective teams are those developed with the 
support of external consultants.  

The authors of this guide believe that any individual or group of people may initiate a 
team as long as they are assigned the authority to do so, and are perceived by potential 
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team members as having this authority. We further believe that the most effective and 
healthy teams will be those initiated by one or more individuals with the authority to 
initiate a team, who are then joined by key professionals, self-advocates, and their 
families. Further, when necessary and appropriate, effective and healthy interagency 
teams should use the resources of external consultants to help them grow as teams.  
 
 
Any individual, or group of people, may initiate a high school-to-adult 
life transition interagency team in their community, as long as they 
are assigned the authority to do so, and are perceived by potential 
team members as having this authority. 
 
 
Who should initiate an interagency transition team in your community? Table 2.1, below, 
lists some tips and tools for assigned leaders to consider when answering this question. 

 

Table 2.1: Tips for Determining who Should Initiate a Team 
 
 

9 Did your supervisor or director assign you the task of initiating a team? For 
example, does your job description include this assignment? Was your authority 
shared with others in a written memo, newsletter announcement, or during a staff 
meeting?  

9 Is there a memorandum of understanding (MOU), interagency agreement, grant 
award or other written documentation that assigns your agency and/or you the 
task of initiating a team? If so, are you familiar with and comfortable with its 
mandates?  

9 Are you in a position roughly equivalent in authority to those professionals in 
other agencies who you will be asking to join your team?   

9 Do you have leadership attributes? For example, do your colleagues consider 
you to be honest, competent, forward-looking and inspiring? 

9 If you answered “no” to any of these questions, can you secure the assignment, 
information, and/or competencies necessary to initiate the team?    

9 Do not be afraid to ask for help! A partner from your agency or another agency 
with different perspectives and leadership attributes can be a tremendous help to 
you in initiating a team.   
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Characteristics of the Forming Stage 
 
 
“We were discussing goals for our team, and, unexpectedly, 
questions began to surface. How do we get all the players to the 
table? How do we think through issues instead of just reacting? How 
do we connect transition with other cultures?” 
 
- A Transition Alliance of SC Team Member     
 
 
Team leaders must be able to recognize the characteristics of typical teams during the 
forming stage. During this stage, newly forming teams will need to focus their meeting 
time and other resources on the deceptively complex process of becoming a team. That 
is, teams will need to spend time getting to know each other and learning to trust each 
other. Again, assuming monthly 60-90 minute meetings, in the initial meeting, team 
leaders may dedicate little to no time addressing the community needs or the potential 
goals identified by team organizers as the team’s very reason for initiation. By the 
second meeting, discussion should begin to emerge around community needs, goals, 
and team membership, but it typically takes an additional meeting or even two to reach 
consensus on these items. Some members who are eager to move forward may 
express frustration at what appears to be cautious and slow start-up. However, leaders 
who build a solid foundation during the forming stage will enable their teams to actively 
discuss and reach agreement on needs, values, goals, and actions during the storming 
stage. Table 2.2, on page 17, summarizes typical characteristics of forming teams. 
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Table 2.2: Characteristics of Forming Teams 
 

 

Characteristics of Forming Teams (Initial 1-3 Meetings) 

 

x People attend meetings out of curiosity, and have expectations of the new team 
based on their prior experiences with invited potential team members and 
agencies and with other teams. 

x Most people will be polite, but may be tentative about offering support, asking 
questions or making suggestions. People may be hesitant to disagree, but other 
people may seem negative or even hostile, giving examples of why a team will 
not work or asking questions for which there are not currently answers.    

x People will associate with their own tribes and cliques as they determine seating 
arrangements, carpooling to meetings, agreement or disagreement with 
proposals, and during pre-meeting and break conversations. 

x Meeting attendance is unstable as members and their agencies may be unwilling 
or unable to commit to the team until they are more certain of its membership, 
goals, and activities. 

x  People may be unwilling to express disagreement, and there may be minimal 
conflict during meetings. However, there may be disagreement and even conflict 
between meetings as people communicate with their own tribes.  

 
Forming Stage Activities  
 
Once team leaders have confirmed that they and/or their partners are authorized to 
initiate teams, they are ready to begin the hard work of forming their teams. The authors 
of this guide suggest that team leaders guide newly-forming groups through the 
completion of seven major activities during the forming stage, summarized in Table 2.3 
on page 18, and discussed in detail in the pages that follow. 
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Table 2.3: Forming Stage Activities 
 

 
Forming Stage Activities 

 
 

1. Initiate a team. 
 

2. As a team, identify the preliminary need, target population and geographic area 
to be addressed by the team. 
 

3. As a team, identify the core agencies, organizations and stakeholders to serve as 
team members.  
 

4. Plan and hold a team organizational meeting. 
 

5. Hold at least one additional team meeting and confirm team’s goals, roles, 
operating procedures, and team membership.  
 

6. Schedule at least two additional team meetings.  
 

7. Identify and commit an emerging leader or leaders. 
 

 

#1:  Initiate a Team 
 

Keep in mind our working definition of a team presented in the Introduction: A 
collaborative team is a group of two or more people who agree to work interdependently 
in order to address common needs and to pursue common goals. Over time, and with 
much hard work, the group will become a collaborative team if, and only if, its members: 
a) identify common needs and shared values; b) agree upon shared missions and 
goals; c) understand who is and who is not a member; d) determine roles with expected 
duties and behaviors; and e) agree upon team regulating and evaluating procedures. 
 
Team leaders must answer the following questions in order to complete the first forming 
activity — initiating a team.  
 

1. Are there assigned leaders? If so, what is their charge? Do they have the 
authority to bring people together and form a team?  

2. Would a collaborative interagency team address the transition needs of students 
with disabilities in the community better than individual agencies or 
organizations?  

3. Are there multiple agencies and organizations potentially willing to join a team? 
Are there readily identifiable common goals? 
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4. Are there already collaborative interagency teams operating in the community? If 
so, is a new team needed or could one of these existing teams also address 
transition services? 

 
A collaborative interagency team is an appropriate community response when assigned 
leaders and preliminary members are able to define and agree upon the community to 
be served, the population to be served and its needs, and when they agree that a 
collaborative relationship will be mutually beneficial to everyone in addressing these 
needs.  
 
 
Initiating a team may be appropriate when team leaders are confident 
that they will be able to identify and bring people together: 1) with 
common needs and goals, 2) who desire to increase efficiency and 
results, 3) who are willing to embrace diverse perspectives, 4) who 
are willing to commit to governance and formal structure; and 5) who 
are willing to commit time and other resources to operating as a team.      
 
 

#2: Identify the Preliminary Need, Target Population and 
Geographic Area to be Addressed by the Team 
 
Preliminary Needs  

 
What is our community need? A need may be defined as a lack of something useful or 
desirable. For example, team leaders might identify a need for affordable housing, a 
need for more employment opportunities, a need for more public transportation options, 
a need for a higher rate of high school completion, a need for a lower rate of crime 
among juveniles, a need for coordinated vocational assessment tools, a need for well-
prepared direct support professionals, or a need for families and self-advocates who are 
more knowledgeable about Social Security work incentives.  Any or all of these needs 
might be compelling enough to bring agencies and people together as a collaborative 
interagency team, but too many needs may also feel over whelming!   
 
To initiate healthy teams, team leaders must be able to identify the preliminary 
community needs that will bring people from multiple agencies together. The preliminary 
needs must be broad enough to capture the interest of a diverse group of stakeholders, 
but narrow enough to appear accomplishable to the identified stakeholders. During the 
forming stage, team leaders will identify and use the preliminary community needs to 
identify core agencies and stakeholders and to entice them to serve as team members.  
 
As teams continue to develop and move closer to the storming stage, team leaders and 
all members will need to revise, expand, reduce and otherwise dissect the preliminary 
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need that brought everyone together until consensus is reached on a need that will 
keep everyone together.   
 
Would an interagency team address this need better than individual agencies or 
organizations? As team leaders and potential team members talk among themselves 
and to others, and as they gather and review information and materials, they must be 
able to respond to this question. In most communities, it will be easy to identify many 
needs; the difficulty will be in identifying one or two needs that will bring a group of 
people together. Identified needs must be needs that core stakeholders believe can be 
better addressed by a team rather than by individuals. That is, professionals must 
believe that if an interagency team addresses this need, each of them will be able to 
address the need by doing their jobs in a more efficient and higher quality manner than 
if they pursue the need individually. Family members and self-advocates must believe 
that if an interagency team addresses this need, each of them, and other constituents, 
will benefit more than if they pursue the need individually. 
 
 
“While discussing goals for our team, the members brought a great 
variety of ideas that flowed from our diverse purposes and 
experiences in working with students.  However, in the end, the group 
could find common ground in each of the goals.  
 
We identified many transition needs in our community among student 
with disabilities.  After much discussion, we agreed that parent and 
student involvement in the IEP/Transition planning process as well as 
referrals to appropriate agencies is where we need to start.” 
 

- Melissa Latham, Greenwood 50 Interagency Transition Team 
 
 
In sum, the very first step in initiating teams is to confirm the need for a team. Next, 
identify the preliminary community needs that team leaders can use to bring people be 
together. During the forming stage, the preliminary needs will expand and change as 
more people and agencies are contacted and asked to join the newly forming team. The 
needs will further expand and change as comprehensive needs assessment activities 
are conducted and/or data are reviewed during the storming stage. However, 
identification of preliminary needs is critical to the initial organization of an interagency 
team. When team leaders are able to respond affirmatively to the questions posed 
earlier, they will be able to move to the second forming activity.  
 
Once team initiators have identified preliminary needs, and are confident that a team 
will be beneficial in addressing these needs, they need to begin thinking about team 
structure and its membership. Who is the target population impacted by the identified 
needs? What is the geographic area or community to be served by the proposed team? 
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Which core agencies or stakeholders should be invited to serve as members of the 
proposed team? Team leaders must answer all of these questions in order to complete 
the second forming activity — planning and holding an initial, organizational meeting of 
the newly forming team. 

 
Target Population  

 
Who is the target population? The target population is the group of people impacted by 
the preliminary community needs. For example, the population impacted by a lack of 
public transportation options might be persons with disabilities and the elderly. The 
population impacted by a lack of affordable housing might be persons with disabilities or 
persons with low incomes. The population impacted by a lack of employment 
opportunities might be persons with disabilities and person with low levels of 
educational attainment. The population impacted by a lack of coordinated school-to-
adult life transition services might be all youth/young adults receiving special education 
services authorized by IDEA (Individuals with Disabilities Education Act). 
 
Initially, team leaders will need to identify a target population that is broad enough to 
capture the commitment of a diverse base of stakeholders and potential resources, but 
narrow enough not to jeopardize addressing services for the most vulnerable target 
populations. That is, for some needs and in some communities, there may be more 
advantages than disadvantages to combining efforts across multiple target populations. 
For other needs and in other communities, however, there may be more advantages 
than disadvantages to targeting very specific and limited target populations.  
 
Some interagency transition teams have come together specifically to address the post-
school employment outcomes of youth with disabilities significant enough to make them 
eligible for vocational rehabilitation services. Other interagency transition teams have 
come together specifically to address employment opportunities for all young adults 
making the transition from school-to-work, targeting both youth with and without 
disabilities. In other communities, teams have come together to address affordable 
housing opportunities for adults with low incomes or accessible transportation options 
for people with disabilities and the elderly.  Just as the identified need should be 
considered a preliminary need, so too should the target population be considered a 
preliminary population. As potential team members come together, everyone will need 
to contribute to discussions about these questions and reach agreement on a defined 
need and defined population to be addressed.  

 

Geographic Area 
 
What is the geographic area or community to be served by the proposed team? 
Depending upon preliminary needs, target populations, and other community factors, 
team leaders will need to define the service catchment area to be served by the 
proposed team. For example, some interagency teams might address one local school 
district or even multiple school districts, whereas others might address a single high 
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school. Further, some interagency teams might serve a regional vocational rehabilitation 
area consisting of multiple school districts or counties within a state, whereas others 
might serve a single school district, a city or a county. Just as community needs and 
target populations might change over time, as teams becomes more fully formed, so too 
might the geographic area served by the team.  
 

PATH-Based Strategic Planning for Teams 

With the assistance of facilitators, traditional strategic planning generally guides groups 
through a series of steps that helps them: 1) build commitment among key constituents; 
2) identify shared values, visions and missions; 3) identify opportunities and needs; 4) 
set goals and tasks; and 5) monitor and evaluate progress. In practice, most strategic 
planning facilitators adopt a more organic approach by mixing and matching planning 
steps and activities from various planning models in order to best meet the group’s 
culture and needs.  
 
Successful strategic planning results in a living document that generates: 1) an explicit 
understanding of the community’s values, vision, and mission; 2) a blueprint for action 
to guide people in developing and delivering services, programs, and initiatives; 3) 
milestones to monitor progress and evaluate results; and 4) information that can be 
used to market the activities and accomplishments to the general public. 
 
The Transition Alliance of South Carolina has combined elements of strategic planning 
with PATH (Pearpoint, O’Brien, & Forest, 1993) in order to guide collaborative 
interagency teams as they address transition services in their communities.  
 

Spotlight on the Transition Alliance of South Carolina  
 
Most potential team members are familiar with PATH or another person-centered 
planning (PCP) process because they are using these planning approaches with their 
students or clients with disabilities.  Building on these approaches, the Transition 
Alliance of South Carolina adapted the PATH planning process for organizational 
purposes to “jump-start” new teams during their initial team development and to keep 
veteran teams focused on their goals and outcomes.  
 
During annual statewide conferences and follow-up technical assistance, team 
members are guided through the adapted PATH process in order to create an initial 
PATH or to update their PATH from previous years. When they return to their home 
communities, these teams are encouraged to expand and continue using their plans as 
they evolve and begin to tackle interagency transition issues.  Examples of PATH plans 
developed by SC transition teams are included on the team pages of the TASC website 
(www.transitionalliancesc.org), and one suggested process for developing and using 
this type of strategic plan is described in the following section.  
 
 

http://www.transitionalliancesc.org/
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The PATH process for collaborative interagency teams is: 
 

x Visual – Team members develop structured maps to capture ideas; 
colors and symbols may be used to identify patterns and themes. 

 
x Interactive – Every team member is encouraged to contribute 

throughout all phases of the process. 
 

x Team-based – Teams are expected to develop the plan collectively 
in order to build a collaborative vision for the future.  

 
x Improvisational – Plans are created to celebrate a community’s 

history, its future, its key people and organizations, its potholes and 
detours, its learning, and its outcomes. Teams envision their 
community’s North Star along with the path to guide them there.   

 
x Action and Results Oriented – All team members participate in the 

process – identifying the North Star, needs, goals and activities to 
accomplish goals. 

 

 
 

The adapted PATH process invites teams to: 1) Envision their dream, or “North Star,” 
and goals for the community and for consumers over the next 3-5 years; 2) Focus on 
the next 12 months; 3) Focus on the present; 4) Enroll the people and organizations 
necessary to make their dreams a reality; 5) Identify community strengths; and 6) 
Identify long-term and short-actions necessary to accomplish dreams and goals. 
 
A team facilitator or team member begins the PATH process by asking questions and 
then recording ideas and perceptions on sheets of paper. Once created, PATH plans 
help the team understand the community’s needs, values, vision, goals, and lessons 
learned along the way about target services and populations. As the team develops 
over time, and at least annually, team members are asked to reflect upon and update 
their PATH work. 
 
Table 2.4 (page 24) presents sample questions for teams to discuss while creating their 
PATH. 
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Table 2.4: Questions for Teams to Consider When Creating Their PATH  
 

 
What are our dreams for the next 3-5 Years? For the Next 12 Months? 

x What are our most pressing needs? 
x As a team, why do we exist?  
x Where are the gaps in our community? 
x What is our mission and vision? 
x As professionals and as advocates, what values do we strive to deliver in 

everything we do? 
x As a result of our teamwork, what will our community look like? 
x How will stakeholders describe us in 3-5 years? 
x Who will be served? What services will we be providing? 
x What will have happened and what will we have accomplished? 

 
Where are we now? 

x Describe the gap between now and the desired future. How are things 
currently operating? 

x What sets us apart from other communities? 
x How would we describe our community to visitors? 
x What have been important milestones along the way? 
x How does it feel to be a part of this community?   
x What are our strengths? 
x Who and what do we already have in place? 
x What knowledge and resources do we have? 
x What are we doing well and right that we can build on? 

 
Who/what do we need to enroll in order to progress? 

x Who else do we need to bring to the table? 
x What do we need to acquire in order to get and stay strong? 
x What additional resources do we need? 

 
What actions do we need to undertake to meet our long-term goal?  

x What are the immediate baby steps we need to take? 
x Where will we be in three months?  
x Where will we be in six months? 
x Where will we be in one year?  
x Where will we be in two years?  

 
 
PATH is an activity that newly forming teams may choose to pursue in order to “jump-
start” their team development. Typically, a PATH will require two-to three hours to 
complete. The process helps newly forming teams identify members and to develop 
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trust and deepen relationships among members. In subsequent meetings, it also will 
help teams fine-tune their goals, team member roles and operating procedures.  
 
PATH is also an activity that veteran teams can use to welcome new team member and 
as they come on board, and offer them opportunities to add their input. In addition, 
teams are encouraged to post their maps in meeting rooms during team meetings, to 
refer to them as they set goals and begin action planning, and to update them annually. 
    
 
 
 
“All students with disabilities will be actively involved in school 
based, community based and employment based experiences that 
lead to full time employment." 
 
              – Anderson School District 2 Transition Team’s 5-Year Dream 

 
 
 

 
#3: Identify the Core Agencies, Organizations and 

Stakeholders to Serve as Team Members 
  
Once team leaders have confirmed that initiating a team is appropriate and desirable, 
and have identified their needs, target population and the geographic area to be served, 
they are ready to address membership questions:  
 
What key agencies and stakeholders should serve as members of the proposed team? 
It is also critical to identify individual with disabilities, their parents and other family 
members to join teams. During the forming stage, it is critical to identify all potential key 
agencies, organizations and stakeholders, and to nurture their involvement in and their 
commitment to the newly forming team. These agencies, organizations and 
stakeholders will form the core of the collaborative team. 
 
During the forming stage, team leaders will use the preliminary target population and 
geographic area they have agreed upon to identify the core membership necessary to 
accomplish their goals and to entice them to serve as team members. (During later 
stages, as the community’s needs and the team’s goals change, it will not be unusual 
for collaborative interagency teams to expand to a broader target population and, thus, 
expand their team’s membership to a broader group of core agencies, organizations 
and stakeholders.)  
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Team initiators should pay careful attention to include disability leaders in their 
communities, as well as transition aged students and their families. Kimberly Tissot of 
Able-SC, one of SC’s Centers for Independent Living, reminds us of the value-based 
motto of the independent Living movement:  
 
“Nothing about us without us - People with disabilities should be involved in all 
aspects of policies, programs, and services related to the disability community.”  
 
Core agencies and organizations are all the public and private sector agencies and 
organizations that have - or might have - a vested interest in the preliminary need and 
target population within the geographic area to be served by the team. Core 
stakeholders are the specific people or positions from each of the core agencies. Table 
2.6, on page 27, is an example of a simple planning worksheet that team leaders might 
use to identify core agencies, organizations, and stakeholders to invite to an initial team 
organizational meeting. The worksheet should be used to stimulate thinking about 
potential member agencies and organizations, as well as the actual positions and 
names of people within the identified agencies. This worksheet is only a tool and should 
be modified by team leaders, as appropriate, to identify potential agencies and 
stakeholders in their unique communities. 
 
 
 

Interagency Team  Membership: Evidence-Based Practices 
 

9 The most healthy and effective teams generally have between six 
and eight defined core members (Fleishman et al, 1991; Wang, 
Waldman & Zhang, 2014). 

 
9 Initial commitment of members to the team during the forming stage 

is correlated with collaborative practices during latter team stages 
(Fleishman et al., 1991; Noonan et al., 2014). 

 
9 Students who receive transition assistance from between three and 

six community agencies are more likely to be engaged in post-
secondary employment than those who receive assistance from two 
or fewer community agencies (NSTTAC, 2011). 
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Table 2.5: Core Agency and Key Stakeholder Planning Worksheet 
 
 
 
Our community is 
  
 
Our preliminary community need is  
 
 
 
Our target population is 
 

 
Core Agencies and Organizations/Key Stakeholders 

 
 
Education (K-12/Postsecondary)                         Vocational Rehabilitation 
1.                                                                          1. 
2.                                                                          2.       . 
3.                                                                          3. 
 
Developmental Disabilities/Mental Health            Family/Self-Advocacy 
1.                                                                          1. 
2.                                                                          2. 
3.                                                                          3. 
 
Chamber of Commerce/                                      Housing (affordable/residential                                      
Workforce Investment Board/Employers             (services for target population)   
1.                                                                         1. 
2.                                                                         2.  
3.                                                                         3. 
 
Social Security Admin                                         Transportation (public/private)  
1.                                                                         1. 
2.                                                                         2.  
3.                                                                         3. 
 
Other (e.g., university, recreation, public health, city or county services, non-profits, etc.) 
1. 
2. 
3.  
4. 
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#4: Plan and Hold a Team Organizational Meeting 
 
The purpose of addressing all the questions posed thus far is to ensure that all potential 
core members are invited to an initial, 60-90 minute organizational meeting of a 
proposed team. Thus, once team leaders can answer these questions, they can feel 
confident that they are ready to contact potential team members, and to invite them to 
an initial, organizational meeting.  
 
Contacting and inviting core members to team organizational meetings warrants 
attention and careful thought.  Before inviting potential team members, team leaders 
should consider several planning logistics:  
 

x Should introductory telephone calls, face-to-face meetings or emails be used to 
introduce a team development proposal with potential member agencies? If so, 
who should make these contacts? 

 
x Should formal invitations be used and, if so, should they be written on the 

letterhead of one of the initiating agencies? Or, should they be written on non-
letterhead stationery? Who should sign these letters? 
 

x To whom should invitations be directed (e.g., invited persons; their supervisors; 
other agency leadership)?   
 

x Where is the most appropriate location to hold the initial meeting (e.g., agency 
conference room; hotel or civic center meeting room; accessible location; on 
public transit route; central to identified catchment area)?  
 

x What is the best date and time for all invited persons to attend a meeting (e.g., 
pre-work day breakfast meeting; lunch meeting; workday meeting allowing long-
distance travel time; evening meeting; weekend meeting)?  
 

x Are travel stipends available for families and self-advocates?  
 

x Is there a need for assistive services and, if so, how will they be supported (e.g., 
American Sign Language [ASL] interpreters; foreign language interpreters; Braille 
or large print materials)?  

 
x How and when should invitations be followed up (e.g., telephone calls, email or 

enclosed response forms to be returned by mail to indicate participation)?  
 

Once invitational logistics have been determined, team leaders next must turn their 
attention to the content of the invitation. The invitation, whether delivered verbally and/or 
in writing, should briefly address the work of the team organizers thus far, should entice 
the potential team members to come to the organizational meeting and consider joining 
the team, and should provide them with all necessary information about the meeting. 
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The invitation might include:  
 

x A statement of the purpose of the meeting  
 

x A brief description of the preliminary need(s) 
 
x A brief rationale for the use of an interagency team to address the need 
 
x A statement as to why the invited agency or organization’s participation on 

the team is essential 
 
x A brief statement of potential activities the interagency team might pursue 

(e.g., exploration of single-point-of-entry process for adolescents exiting high 
school into adult services; interagency outreach to families and students of 
diverse cultures; cross-agency personnel training; etc.) 

 
x An estimated preliminary time commitment for potential team members (e.g., 

one three-hour meeting per month; one full-day meeting every four months; 
etc.) 

 
x The date, time, and location of the initial, organizational meeting 
 
x A mechanism for requesting assistive services and/or travel stipends 
 
x A method for responding to the invitation 
 
x A contact person for additional information  

 
 
Once everyone has been invited to attend an initial, 60-90 minute organizational 
meeting, the team leaders must now plan the agenda and logistics for the meeting. 
Although it is possible, and in many communities even likely, that invited team members 
will know each other and even serve together on other interagency teams, this meeting 
will be the group’s first experience as a newly-forming team addressing the specific 
preliminary need. Thus, it is very important that the first experience be a positive one for 
everyone!  
 
If team leaders carefully develop agendas and attend to meeting logistics, this will help 
make the initial meeting a good experience for everyone. A favorable experience will 
encourage invited participants to come to additional meetings and, ultimately, to 
become active team members.  
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There are two guidelines to consider when developing an agenda for the first meeting 
as well as for all subsequent meetings: 1) there should be sufficient business items on 
the agenda to justify everyone’s time and energy; and 2) identified agenda items should 
be able to be completed in the time designated for the meeting. Table 2.6, below, is an 
example of an agenda appropriate for a 60-90 minute initial, organizational meeting. 
However, team leaders will want to adjust this agenda to address the unique needs of 
their community and the time allotted for the meeting.  
 
Table 2.6:  Sample Agenda for a Team Organizational Meeting 
 
 

 
Community Transition Team Organizational Meeting Agenda 

 
 
Welcome  
 
Goal of today’s meeting:  
 
To determine interest and potential benefits of establishing a community transition team  
 
Overview of today’s agenda  
 
Introductions: Name, agency and role 
 

1. Rationale for establishment of an interagency team  
 

2. Discussion of preliminary community need and target population 
 

3. Discussion of geographic catchment area of team  
 

4. Rationale for involvement of invited stakeholders 
 

5. Discussion: Who else needs to be involved?  
 

6. Discussion of similar team efforts in other communities: Questions and answers 
 

7. For decision: Is there a need and a desire to establish a team? 
 

8. Discussion of next steps/review of action plan for next meeting 
 

9. Upcoming meeting date(s)/adjourn  
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The flow of the agenda is as important as the content of the agenda. Team leaders will 
want to plan meetings to begin with a statement of the goal of the meeting, an overview 
of the meeting’s agenda, followed by introduction and a statement of the roles of invited 
participants. The agenda should allow time for getting to know each other, discussion as 
well as general announcements or sharing of information. Team leaders might also 
consider organizing business items on the agenda so that easy items (e.g., those items 
requiring sharing or listening) are addressed first and last and that more difficult items 
(e.g., those items requiring discussion and decision-making) are addressed in the 
middle of the meeting. Finally, team leaders will also want to introduce the idea of action 
planning. Effective meetings will conclude with a summary of the discussions held, 
ideas proposed, and decisions made, and these items will be translated into a written 
action plan that is distributed to all participants at the conclusion of the meeting or 
immediately after the meeting. The action plan (see two examples of sample forms 
Table 2.7 on page 33 and Table 3.8 on page 65) are two sample forms for action plans 
that will guide invited team members into taking agreed-upon actions before the next 
scheduled meeting and will lay the foundation for more effective meetings throughout 
the team’s existence. Action planning is discussed in more detail in Section 3 of this 
guide. 
 
Once team leaders have finalized all meeting logistics, they will need to distribute the 
information to all invited participants. Materials may be mailed or e-mailed to arrive at 
least one week in advance of the scheduled meeting and should include: a) notice of 
the meeting date, time, and location; b) a copy of the agenda; and c) a copy of any 
relevant information or materials that will help participants prepare for the meeting.   
 
By the spring of 2016, the TASC website (www.transitionalliancesc.org) will include 
examples of organizational meeting materials developed and used by SC teams that 
other newly forming teams may find helpful. 
 
On the day of the meeting, team leaders should plan to arrive at least 15 minutes before 
the scheduled starting time of the first meeting in order to attend to any unforeseen 
problems with accessing the meeting space, arranging seating, coordinating parking, 
coordinating support and audiovisual services, and/or preparing refreshments.  
 
 
 “Our technical assistance provider suggested that we ask everyone to 
commit to attending three additional meetings following the 
organizational meeting. Nearly everyone did, and I think this 
energized us to work hard during our first four months as a team. As 
a result, everyone remained on board after those meetings.” 
 
- LaToya Wiley, Aiken County Transition Team  

 

http://www.transitionalliancesc.org/
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An important goal of the organizational meeting is to confirm invited participants’ interest 
in joining the newly forming team, and to secure commitment to attend at least three 
additional follow-up meetings over the next two to six months. Thus, the initial, 
organizational meeting should conclude with: a) the development of an action plan 
identifying any actions that team members need to take before a second meeting; b) 
development of a draft agenda for the second meeting; c) confirmation of a preliminary 
membership list with names, affiliations, and contact information; and d) confirmation of 
a date, time, and location for a second, follow-up meeting. 
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Table 2.7: Sample Team Action Plan Form 
 
 
Team Name/County: 
 
 
Mission Statement: 
 
 
 
 

 
Date: 
 
Members in Attendance: 
 
Not in Attendance: 
 
 

Action Person(s) 
Responsible 

Completion Date Notes/Status 
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#5:  Hold at Least one Additional Team Meeting and Confirm  
Goals, Roles, Structure and Operating Procedures and 
Team Membership 

 
What are the critical team activities that a collaborative interagency team needs to 
address during the forming stage? A newly forming team will spend most of its time 
during the two or three meetings following the initial, organizational meeting getting to 
know each other and finalizing the team’s goals, roles, and processes. Team meeting 
agendas will vary tremendously according to each team’s preliminary needs, 
geographic catchment areas, meeting schedules, as well as the teaming skills of 
members and leadership skills of team leaders. However, Table 2.8, below, summarizes 
potential agenda items for a second 60-90 minute team meeting. 
 
Table 2.8: Sample Agenda for a Second Team Meeting  
 

 
Community Transition Team Meeting Agenda 

 
 
Welcome  
 
Goal of today’s meeting:  
 
To continue discussion of community need, team member roles, and potential team 
goals 
 
Introductions: Name, agency and roles 
 

1. Review of action plan items from initial organizational meeting 
 

2. For discussion: community needs, target population, and goals suggested at 
initial organizational meeting 

 
3. For decision: do we have consensus on need, target population, geographic 

catchment area and member roles? 
 

4. Discussion of next steps/action planning 
 

5. Upcoming meeting date(s)/adjourn 
 
 
Eagerness and politeness are predictable characteristics of forming teams. Team 
members will need to spend time together in order to get to know each other. First 
impressions about each other, about team leaders, and about team effectiveness will be 
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made and, fortunately or unfortunately, may become set in stone! Most everyone will 
want to be viewed by his or her peers as willing, competent and helpful. As members 
get to know each other, they will begin the long process of learning to trust each other 
and to communicate effectively. The primary goals and activities of the remaining team 
meetings during the forming stage are to enable this “getting to know you” culture to 
evolve while also determining team goals, roles and team operating procedures. 
 
 
 

A Golden Rule for Effective Meetings 
 
It is never too early in a team’s development to begin addressing effective team meeting 
processes. Team meeting agendas during the forming stages should include discussion 
of these issues, but not necessarily achieve resolution. Instead, these discussions will 
be pursued more aggressively during the storming stage.  
 
Ineffective meeting processes are generally not noticed until there is a problem. Starting 
and ending meetings late; insufficient notification time for meeting dates, times, and 
locations; and unprepared team leaders are all signs that a team needs to review its 
meeting procedures.  
 
The solution for many team South Carolina problems is a strategy known as “Goals, 
Roles and Process”. This simple strategy requires team leaders to begin each meeting 
with a statement of the expected goal(s) for the meeting, followed by affirmation or 
assignment of roles (e.g., chair, timekeeper, recorder, interpreter, etc.) and an overview 
of the agenda and the process to be followed (for example, “Today we have three items 
for discussion and one item for decision-making by vote.”)   
 
Adhering to this golden rule for effective meetings will accomplish three purposes. First, 
it helps team leaders prepare for meetings. Second, it helps all other team members 
prepare for and participate in meetings. Third, it lays a foundation for future, effective 
meetings and respected team leaders. In addition, research indicates that there are 
several evidence-based practices associates with goals, roles and process that are 
correlated with healthy, effective and productive teams.    
 
 
 

 Goals 
 
During the first two meetings, teams should be prepared to discuss preliminary goals to 
address needs and accomplish their visions (During the next stage, the storming stage,  
teams will consider more comprehensive needs assessment data and may want to 
tweak the goals they wish to pursue.)  
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During the forming stage, most teams will have two distinct types of goals: 1) team 
process goals and 2) consumer outcome goals. Team process goals describe teamwork 
expectations – how teams will be comprised, how they will operate, and how they will 
self-regulate. Consumer outcome goals describe desired, measurable outcomes to be 
observed as a result of the team’s functioning in the delivery of needed services to and 
outcomes for the target population.  
 
 
Interagency Team  Goals: Evidence-Based Practices 
 
9 Teams that set robust goals, that is, goals that are clear, measurable 

and engaging are more effective in accomplishing their goals than 
teams that set vague and uninspiring goals (Cannon-Bowers & 
Bowers, 2011; Kleingeld, Van Mierlo, & Arends, (2011). 

 
9 Students that receive self-determination instruction and 

comprehensive vocational instruction during their high school years 
are more likely to be competitively employed (Test et al., 2009). 

 
 
Now that all team members more fully understand the specific needs of the target 
population and community, team members must reach consensus on a manageable 
number of attainable goals to address. The development of appropriate goals is an 
evidence-based practice, and are thus essential to effective teams.  
 
Appropriate goals describe a future state or condition, a dream or vision, that a majority 
of the team’s members wish to see occur for the target population and community. In 
addition, appropriate goals are goals that members agree to work on with their team. 
That is, appropriate goals describe solutions that team members believe are reasonable 
solutions to the problem, as well as solutions that team members believe will meet their 
individual goals and their team’s goals. Thus, appropriate goals are not simply a 
composite of individual goals. Instead, they are a delicately negotiated balance among 
the individual goals of all team members.  
 
In addition, there should be a direct relationship between a team’s goals and the 
community’s needs. A common rule of thumb is the SMART acronym, which requires 
goals to be Specific, Measurable, Assignable, Realistic and Time Sensitive. (For more 
information on goal-setting, see Section 3, pages 60-64.) 
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“Our team set one 5-year goal: In five years, 100% of students with 
intellectual or developmental disabilities will be either employed or 
enrolled in some form of postsecondary education upon high school 
exit.” 
                    – Ann Cureton, Fairfield County Transition Alliance  

 
Roles 

 
Everyone comes to team meetings with a set of personal needs or expectations. Along 
with getting to know each other as individuals, team members will also begin to 
understand each other’s needs and expectations during the forming stage. As they 
become more familiar with each other, they will begin to feel a sense of team purpose. 
They will begin to develop a feeling of commitment toward the team and a feeling of 
ownership over the team’s preliminary needs and goals. When teams reach this level of 
commitment and ownership, they will begin to move into the next stage, the storming 
stage.  
 
During the forming stage, team leaders should facilitate icebreakers and other team 
discussions that encourage individual team members, and the team as a whole, to think 
about and discuss the newly forming team’s preliminary needs, agencies’ needs, and 
personal needs, and to begin identifying potential goals to address these needs.  
 
Team leaders may find it helpful to ask team members questions, for example, “What 
do you need this team to accomplish in order to make your job easier?” Or, “If we 
pursue goals for more competitive employment opportunities, how can this assist you 
and your agency?” At this stage, team leaders should encourage discussion of common 
needs and goals, but refrain from finalizing goals one until all forming activities have 
been completed and the team is ready to move to the next stage.  
 
Members will want to learn how to fit into this new group. Thus, some team members 
may ask many questions and offer many suggestions. Other team members will refrain 
from asking questions or giving too much information. As members learn more about 
other individual members, they will begin seeking those members with similar interests 
and goals with whom to form alliances. During the forming stage, these alliances may 
range from joining forces with other cigarette smokers during breaks to sitting next to 
co-workers during meetings. In later stages, these alliances will become more focused 
on common values, needs and goals specific to the team’s work.  
 
Robbins and Finley (2001) note an important peculiarity of the leadership during the 
forming and storming stages: “During forming, the leader’s role was essentially directive 
— he or she pointed out where people were headed until the group could configure its 
own bearings. During storming, the leader continues to direct traffic, but he or she takes 
on the additional role of the coach — the person who not only tells you what to do, but 
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helps out with suggestions on how to get there” (p.8). They go on to note, “The worst 
news of all for leaders is that storming extracts a terrible toll from them personally. 
Among the many charming occurrences in mid-storm is a rash of blaming that generally 
trashes leadership at all levels” (p.8). Thus, it is important for team initiators to 
recognize this common characteristic of the storming stage and to not take it personally 
if when roles and responsibilities are defined and voting occurs, they are ousted from 
the informal leadership roles they so willingly assumed during the forming stage. On the 
other hand, the authors of this guide have just as frequently observed situations where 
team members beg the facilitators to assume the leadership roles. The important thing 
is for clearly defined roles and leaders to emerge. When this occurs, a team will know 
that it is well on its way to safely navigating its path through the remainder of the 
storming stage.  
 

A Few Words about Icebreaker Activities 
 
Icebreaker activities help a team address this need to get to know each other and to 
develop alliances. An icebreaker is any relatively simple and quick activity that assists 
people in getting to know something about themselves and other team members. Many 
team facilitators and team members find it helpful to include an icebreaker activity as a 
part of every team meeting during the forming stage.  
 
There are hundreds of books and Internet sites available that include suggestions for 
virtually thousands of icebreaker activities that might be appropriate for a newly forming 
interagency team. If used, a specific icebreaker should be selected and included as part 
of a team’s agenda because the team leaders are comfortable leading them and 
because their goal and time requirements fit within the team’s meeting agenda goals 
and timeframes. Here are a few examples appropriate for newly forming transition 
teams that leaders may wish to consider: 
 

x A very simple example of an icebreaker is for team leaders to ask each team 
member to think of a team they have been a member of and then to identify one 
or more characteristics of the team that made it effective. Going around the table, 
round-robin style, team leaders can generate a list of team experiences and pet 
peeves that may be used to generate discussion of team operating procedures or 
meeting ground rules. The goal of this activity is to have participants get to know 
each other by discussing their teaming experiences and to generate ideas for 
team preferences on meeting logistics, attendance policies, voting and decision-
making policies.    

 
x As another example, team members might be asked to spend a few minutes at 

the beginning of the meeting completing a “Scavenger Hunt” worksheet that has 
been prepared by team leaders before the meeting. The goal of this activity is to 
have participants talk among themselves in order to complete the worksheet with 
the names of team members with specific characteristics. For example, someone 
who was born in a specified city or state, someone who was born during a 
specified month, someone who has an unusual pet, someone who has traveled 
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to a specified exotic location for a vacation, someone who has held more than 
five different jobs, and so forth.  
 

x As another example, team members might be asked to pair off with one other 
person whom they do not know well. Working in pairs, the goal of this activity is 
for each participant to identify three values they share with their new partner 
about the team’s preliminary goals and then to introduce their new friend to the 
rest of the team by describing the newly discovered values they share.  
 

x Icebreakers can also be used to encourage participants to get to know each 
other, but also to facilitate the team’s discussion about common goals and 
desired roles and processes. For example, team leaders may lead team 
members through a “Magic Wand” activity where each member imagines waving 
a magic wand to identify three things he or she would change about the identified 
community need, or something else appropriate to the team’s discussion and 
activities. Participants are next asked to share their ideas with other team 
members, resulting in a group discussion of common needs and preferences.  

 
x As another example, team leaders might lead team members through an activity 

titled “Marooned”. In this activity, participants work as a team to identify five traits 
they value enough in team leaders to take with them if they were marooned on a 
deserted island. The goal of this activity is to identify common leadership values 
and to discuss the team process the group used to reach consensus.  

 
 

Structure and Operating Procedures 
  
Who will be in charge of running team meetings? How often will teams meet? How will 
teams develop agendas? How will teams accomplish their work efficiently? How will 
teams make decisions? These are just some of the structural and operating questions 
that newly formed teams must answer during the forming stage. Once agreed-upon, 
these written policies and procedures become the team’s operations manual and serve 
as an orientation guide for new members as they join the team in future months and 
years.  The TASC website, www.transitionalliancesc.org, will offer examples of 
structural and operating procedures developed and used by newly forming SC teams. 
However, teams are encouraged to use these only as examples. An important part of 
the team development process is holding the conversations and making the team 
decisions that result from these conversations. 
  
There are five tasks that team leaders should consider to complete this activity:  
 
1. Establish ground rules. The purpose of ground rules is to clarify for all 
members the standards or behaviors the team wishes to uphold. Ground rules help to 
establish trust and communication, thus they are an important activity to accomplish 
early in the storming stage. Ground rules should be specific and brief, so that members 

http://www.transitionalliancesc.org/


L e a d i n g  C o l l a b o r a t i v e  I n t e r a g e n c y  T e a m s  P a g e  | 40 
 
 

 

may easily remember them. In addition, just like values and mission statements, they 
should be posted during team meetings and included in the orientation materials they 
provide to new team members. Rees (1997) cautions teams not to simply adopt another 
team’s ground rules, as this negates the importance of the team making a “verbal 
contract”. However, examples of typical interagency team ground rules include: 
 

x Begin and end meetings on time. 
x Distribute copies of action plan to members at the close of each meeting. 
x Come to meeting prepared – do your homework! 
x If you cannot attend a team meeting, contact the team chair in advance of the 

meeting and follow up with the team recorder after the meeting. 
x When you think you disagree with someone, ask questions first to make certain 

you fully understand the idea, and then if you do disagree, say so! 
x When you disagree, present alternatives.    
x Turn all cell phones to vibrate and refrain from checking e-mail and texts during 

team discussions. 
x Share student stories to help us understand service or policy barriers or 

challenges and team accomplishments.  
 
2. Define and assign team leadership roles. Every member of the team has 
an important role to play and teams will function more effectively if everyone 
understands their own role, as well as the roles assumed by other members. An 
effective team typically has a team leader or co-leaders, a recorder, a timekeeper, and 
team members. It is critical that team members spend some time defining the roles they 
want and need for their teams and the duties they expect people assuming these roles 
to fill. After all, who would apply for a leadership position without knowing the 
expectations?  
 
The authors of this guide suggest that teams consider using a co-leader, that is, a chair 
and assistant chair, or team leader and team facilitator, model to enable two persons to 
share the team’s organizational and facilitative functions. In addition, teams will need a 
recorder to develop and distribute team agendas and action plans. Teams might also 
consider assigning a timekeeper to keep meetings running in a timely manner. Further, 
Everson and Rachal (1996) remind teams to include families and persons with 
disabilities in leadership decisions and to encourage and nurture these individuals to 
assume leadership roles within the team.  
 
3. Establish the team’s structure. Once a team has developed its goals, the 
next decision is to decide how to best tackle the work scope. For example, will the entire 
team work on all of the goals? Alternatively, does it make more sense to identify work 
teams or subcommittees to address each of the team’s goals? If work teams are 
developed, will they meet concurrently as part of the larger team’s regularly scheduled 
meetings? Who will chair these smaller committees? How will communication with the 
team’s leaders be ensured? Work teams or subcommittees can be an effective way to 
manage and achieve goals when a team is very large and/or has a large number of 
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diverse goals. However, their use necessitates even more careful attention to the 
remaining guidelines in this section than if the large team structure remains the primary 
structure.  
 
4. Establish operating procedures. Operating procedures describe how teams 
will work as heathy teams (and/or as work teams) and how they will accomplish the 
work defined by their annual and long-range goals. Among other things, operating 
procedures:  
 

x (As appropriate) Describe the core agencies and organizations who will sign 
memorandums of agreement and serve on teams and how frequently these 
memorandums will be reviewed and updated.   

x Describe team meeting schedules and explain attendance policies. 
x Define how agendas and action plans will be developed. 
x Describe how and when nominations/voting for team leadership roles will occur. 
x Define how team decisions will be made (e.g., voting, consensus building). 
x Explain how communication problems will be identified and how conflict will be 

managed. 
x Describe how PATHs (or other action plans) will be updated and monitored. 
x Explain how communication will occur between meetings (and, as appropriate, 

among work teams). 
x Describe how progress will be celebrated, and monitored and evaluated.  

 
 5. Set annual meeting schedules. Team members are more likely to attend 
team meetings if they can plan for them well in advance. If a team waits to set its 
meeting dates from one meeting to the next, the likelihood is increased that there will 
be scheduling conflicts in terms of obligations already reflected on the calendars of 
some team members. An effective strategy in order to avoid such scheduling conflicts 
is to agree upon a set day to meet within the predetermined meeting cycle. For 
example, if a team meets monthly, members may agree to target the last Tuesday of 
each month as its meeting dates for that year. Setting an annual meeting schedule can 
go a long way towards improving attendance at team meetings.  
 
How frequently should teams meet? There is not a “one size fits all” answer to this 
question. Teams need to meet frequently enough to maintain momentum and focus on 
their goals and activities, but not so frequently that meetings become a burden to 
members. A good rule of thumb, a best practice, is for postsecondary transition teams 
to schedule monthly meetings, perhaps with a summer or other holiday break.    
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Interagency Team  Structure and Operating Procedures:  
Evidence-Based Practices 
 
9 Shared leadership results in higher team performance than single 

team leadership. 
9 Face-to-face meetings, held at least quarterly, result in healthier and 

more effective teams. 
9 Because of the challenges of schedules and commitments, setting 

meeting schedules at least six months in advance results in 
improved attendance and participation.  

9 Teams that allow time to develop and pursue process activities are 
more likely to achieve results than those that do not.   

 
(Canon-Bowers & Cannon, 2011; Kleingeld et al. 2011; LaFasto, & Larson, 
2001; Wang et al., 2014). 
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A Few Words about Virtual Meetings  
 
With the growing prevalence of technology and growing pressure on professionals to 
do more work with fewer resources, it should come as no surprise that team 
researchers and team leaders are beginning to explore how virtual or remote meetings 
impact collaborative interagency teams.  
 
Whenever possible, face-to-face team meetings appear to be more productive than 
virtual meetings, but when there are limited options to getting all core team members 
together, or when a few members are unable to attend, virtual meetings may be a 
necessity. 
 
In these situations, the authors of this guide recommend some best practices for 
holding productive virtual team meetings: 

x  Communication is the greatest obstacle to virtual meetings. When members rely 
solely on written materials and communication, non-verbal cues (e.g., body 
language, smiles, frowns, tone of voice, etc.) are lost both in sending and 
receiving the information. Send agendas and action plan files well in advance of 
meetings in clearly identified files. Whenever possible use platforms that allow 
meeting scheduling, conference calling, private and instant group chats, text 
chats, file sharing, and multiple notifications.  

x  Know what agenda and action items lend themselves better than other to virtual 
meetings. Team leaders or other team members sharing information aligns well 
with virtual meetings; team brainstorming and discussion do not. The team 
voting on draft documents can be managed virtually; reaching consensus on 
edits to a document cannot.   

x  Team leaders and all team members should familiarize themselves with the 
technology being used. There is nothing more frustrating that having to delay 
meetings because members cannot access the meeting, cannot hear what is 
being said, or cannot contribute to the meeting.   

x Virtual teaming works well once teams have developed trust, goals, roles and 
meeting processes. That is, virtual teaming is best used during the norming and 
performing stages.             
 

Team Membership 
 
How can interagency teams secure commitment from individuals and member agencies 
regarding their continued membership? A concluding activity of the forming stage is 
confirmation of the team’s membership. This is a critical forming activity because it 
says, “We exist!” and tells other people who is and who is not a member. Further, 
clearly defined membership encourages commitment to the team and ownership over 
team activities. Without this commitment, attendance at team meetings can become a 
problem. Consequently, accountability becomes a problem when the team begins 
setting goals and pursuing action plan items during later stages.  
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Confirming team membership requires more than just securing signatures on a 
memorandum of agreement. It requires more than just developing a written list of 
names, affiliations and contact information. Confirming membership requires obtaining a 
commitment from team members’ supervisors or agency heads. Many interagency 
teams find it useful to have agency heads write a letter on agency letterhead appointing 
a staff member to serve on the team. This letter serves two purposes. First, it legitimizes 
the person’s role on the team and the agency resources he or she brings to the team. 
Second, if the appointed person assumes another position, retires or moves, it provides 
leverage to have the agency appoint a replacement. Once membership is confirmed, 
team facilitators should develop dated membership list with names, affiliations, and 
contact information and disseminate it to all team members. The team membership list 
will likely need to be reviewed and updated at least annually, as agency personnel 
change, as family and self-advocacy groups evolve, and as the identified community 
needs and goals change. Membership revisions may be as simple as replacing one 
member with the person who assumed his or her place within an agency or 
organization, or as complex as adding or eliminating an agency or organization as the 
community’s needs and goals change.  
 
 #6: Schedule at Least Two Additional Team Meetings.  
 
By the end of the first or second meeting, team leaders should have a good idea as to 
whether invited stakeholders are interested in and committed to establishing a team. At 
this point, it is a good idea for team leaders to ask potential members to commit to a 
total of four meetings. Four meetings will enable leaders to guide teams through all 
forming stage activities, and thus enable all stakeholders to identify if their agency or 
organization is appropriate to serve on the team, and if they are personally appropriate 
to serve on the team.  
 
As noted previously, this is only a guideline. If teams meet monthly for an hour or two, 
four meetings may be required to complete all forming stage activities. If teams meet 
initially for two to four hours, they may only need two meetings to accomplish all forming 
stage activities. Similarly, teams that have been operating for a period of time, but re-
organize membership or re-assess their needs in order to tackle interagency issues 
surrounding high school-to-adult life transition issues, may only need one or two 
meetings to accomplish forming stage activities. 
 
Table 2.9, on page 45, summarizes potential agenda items for additional meetings 
during the forming stage. In addition, the local team pages on the TASC website 
(www.transitionalliancesc.org) will, by the spring of 2016, include examples of additional 
meeting materials developed and used by SC teams that other newly forming teams 
may find helpful. 
 
 

http://www.transitionalliancesc.org/
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Table 2.9 Potential Agenda Items for Third and Fourth Team Meetings  
 
 
Creation of strategic plans (PATH or other format) 
 
Confirmation of preliminary community need, target population and geographic 
catchment area 
 
Confirmation of team membership  
 
Discussion of preliminary goals to address need 
 
Prioritization of three or four team goals 
 
Determination of team structure – leadership and other roles and terms, core team 
versus subcommittees, etc. 
 
Election or appointment of team leader(s)  
 
Determination of team operating procedures – meeting logistics, attendance policies, 
voting versus consensus, ground rules, action planning, information sharing, etc. 
 
Determination of annual meeting schedule 
  

 
#7: Identify and Commit an Emerging Leader or Leaders. 
 
As previously noted, during the forming stage, most interagency teams will find that the 
assigned team leaders will need to assume leadership roles for each and every 
meeting. Specifically, the team leaders likely will need to chair or co-chair meetings, 
prepare and distribute agendas and materials, facilitate discussions and decisions, 
manage conflicts, and organize all meeting logistics. However, even at this stage, when 
members are still feeling hesitant about each other and about the team, team leaders 
should encourage other members to assume roles such as that of timekeeper, recorder 
or secretary, and, in some cases, even serving as co-facilitator of the team with the 
assigned team leaders.  
 
By the end of the forming stage, teams should have held discussions about team 
structure. In addition, assigned team leaders should have self-assessed their personal 
interest in remaining team leaders and their leadership attributes in doing so. During the 
storming stage, team leaders will need to: 
 

x Exude the power to develop  teams  
x Demonstrate the ability to inspire shared visions and challenge processes 
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x Demonstrate the ability to communicate effectively, manage conflict and 
negotiate 

x Demonstrate the ability to encourage others to act 
 
Emerging leaders – those members who have the interest and abilities to inspire teams 
and challenge the process – are essential during the storming stage.  
 
By the close of the forming stage, there should be agreement regarding team structure. 
This enables teams to begin the storming stage with determination of a leader or co-
leaders, either by voluntary agreement or by election. According to team preferences 
and as stipulated in their operating procedures, leadership roles may be defined as 
annual or bi-annual, or even for a briefer period of six months until the team has 
completed all storming stage activities and is ready to move into the next stage.  
 
 
“I was a bit anxious when my supervisor asked me to create a 
community transition team, but once we began meeting, I became 
more confident. By the time we voted on team leaders, I was happy to 
continue the job, but I knew that I could use help, and that my 
counterpart in vocational rehabilitation would make a great leader so I 
suggested that we co-chair the team.” 
 
- A South Carolina Transition Team Leader 

 
 

Summary 
 
Assigned teams leaders play critical organizational and developmental roles during the 
forming stage. Leaders are advised to remember the golden rule of “Goals, Roles, and 
Process” as they guide interagency teams through the organizational activities 
associated with the forming stage. Assuming that newly forming teams meet monthly, 
most will need between two and six months and at least four meetings to complete all 
suggested forming activities. By the fourth meeting, most teams will have defined 
needs, target populations, goal, members, structures, and operating procedures, and be 
well on their way to beginning the storming stage. Successful completion of the 
activities suggested in this section of the manual will lay the foundation for 
accomplishing more effective team activities during this stage, as well as the later 
stages of teaming.  
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Section Three: The Storming Stage of Interagency 
Team Development  
 
Goal of Section Three   

 
Team leaders will be able to guide interagency teams through the collaborative planning 
activities and outcomes associated with the storming stage of team development.  
 

Competencies 
  
Upon completion of this section, team leaders will be able to:  
 
1. Lead the team through the development of values, vision and mission  

statements; 
2. Guide the team in using existing needs data and/or lead the team in conducting  
 additional needs assessments;  
3.  Guide the team to finalize the team’s goals and begin using action planning; 
4. Model effective meeting processes; and  
5. Model effective communication and conflict management behaviors.  
 

Team Timelines for Completing the Storming Stage  
 
Interestingly, Robbins and Finley (2001) estimate that most teams will spend three-fifths 
of their time together, from the team’s initiation to completion of all of the team’s desired 
activities, in the forming and storming stages. Thus, the activities and timelines 
associated with the storming stage are critical, and teams are advised not to rush either 
one.  
 
Assuming that interagency teams have completed all forming activities and continue to 
meet monthly or every other month, most will need between four and ten meetings 
and/or between 10 and 20 months to complete all suggested storming activities. 
However, these timelines are only suggested guidelines; some teams will need more or 
less time and/or more or fewer meetings to accomplish all suggested activities. 
 
In the first few months or meetings of the storming stage, many teams will struggle with 
discussions and decisions that may feel frustrating and time-consuming. Teams will 
likely reassess their reasons for joining the team and their initial goals and plans. 
However, long before the end of the storming stage, healthy teams will begin to feel 
pride in their team.  More importantly, as the storming stage begins to wind down, they 
will begin to recognize changes as a result of their collaborative teamwork. Depending 
upon their dreams, needs and goals, they may, for example, acquire more knowledge 
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about local transition resources, provide more coordinated and appropriate service 
delivery, implement new or revised policies and witness improved student outcomes.     
 

Exemplary Leadership Attributes during the Storming Stage 
 
By the end of the forming stage, teams will have made decisions about team structure 
and leadership roles. In addition, assigned team leaders will have self-assessed their 
personal interest in remaining team leaders and their leadership attributes in doing so. 
Lastly, teams will begin to recognize emerging team leaders. Will the team appoint new 
emerging leaders or will assigned team leaders maintain their roles? Will leadership 
roles be shared or vested in one person? Will the team establish subcommittees or 
work groups and thus need leaders for these groups?  All of these factors should be 
taken into consideration as team leaders guide teams into the storming stage. 
 
Exemplary leadership is especially critical during the storming stage. During the 
storming stage, team leaders will need to exude the power to develop teams, 
demonstrate the ability to inspire shared visions and challenge processes, demonstrate 
the ability to communicate effectively, manage conflict and negotiate, and demonstrate 
the ability to encourage others to act.  
 
Practicing exemplary leadership skills can be especially difficult during the storming 
stage. Even the strongest leaders may find this stage to be a challenge, and so, it is an 
appropriate time to call in reinforcements! If you have the opportunity and resources to 
bring an external consultant or a technical assistance provider in to work with your team 
– and with your leaders – for a session or two, this is good use of time and money.    
 

"I feel like we have been on a roller coaster ride since our team began 
nearly five years ago. When we are on our way up, and things are 
going great, I’m on top of the world. When we are on our way down, I 
hold on tight and try not to lose it. But the ride we are all taking 
together is just as important as our destination. The storming stage is 
all about developing trust – getting to know one another and the 
assets we bring to the table - believing that as a team we will get to 
our desired destination together.” 

- A South Carolina Transition Team Leader  

 

Characteristics of the Storming Stage  
 
The storming stage is a period of planning and negotiation for a team and, often, a 
period of role changes for team leaders. Robbins and Finley (2001) humorously 
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summarize, “Rank with individual emotion, group conflict, and change, storming is not 
for the squeamish. The best that can be said for it is, it is necessary, and it gets things 
out of the way. What a team fails to settle during storming will surely return to haunt it at 
a later date — and probably to return the team, kicking and screaming, to the eye of its 
own storm” (p. 8).  
 
For most team members, this will be the first time they fully understand and appreciate 
the organizational activities they dedicated so much time and energy to during the 
forming stage. For to survive this stage, teams must build upon the solid foundation they 
laid during the forming stage. During the storming stage, many teams will rely upon and 
continue to refine many of the organizational activities they began during the forming 
stage. Specifically, teams may begin addressing new planning activities and data 
associated with needs assessments. If they developed a PATH vision, they may 
continue to refine it as they prioritize their goals. As they continue to meet and iron out 
team membership and structural issues, they may refine their operating procedures. 
They will confront challenges, but they will also begin to recognize the results of their 
collaborative teamwork and action planning. Lastly, team members – and especially 
team leaders - will practice and learn from activities and behaviors associated with 
effective meeting processes, effective communication, and conflict management. Table 
3.1, below, summarizes the characteristics of storming teams. 
 
 
Table 3.1: Characteristics of Storming Teams 
 
 

Characteristics of Storming Teams 
(4-10 meetings following the Forming Stage) 

 
 

x Membership has been confirmed and individuals understand their roles as team 
members.  

 
x Team leadership roles have been identified.  

 
x Team operating processes have been developed. 

x Community needs and team goals are clear to team members. 

x Disagreement and conflict begin to emerge as members struggle to express their needs,   
understand their roles and build trust.  

x Teams can express their values, vision and mission. 
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Storming Stage Activities 
  
The authors of this guide suggest that team leaders guide newly formed teams through 
completion of four major activities during the storming stage, summarized in Table 3.2 
below, and discussed in more detail in the pages that follow. 
 
Table 3.2: Storming Stage Activities 
 
 

Storming Stage Activities 
 
 

1. Develop values, vision and mission statements. 
 

2. Use existing needs assessment data and/or conduct additional needs 
assessments. 

 
3. Finalize team goals and begin using team action planning. 

 
4. Practice effective meeting processes, communication skills, and conflict 

management skills.  
 
 
  

#1: Developing Values, Vision and Mission Statements 
 
What do we value? What is our vision? Why do we exist? Team leaders are 
encouraged to dedicate meeting time to assisting teams to answer these questions in 
order to develop three written team statements during the storming stage. These 
statements are: 1) a values statement, 2) a vision statement and 3) a mission 
statement. 
 
Typically, teams can develop these three statements during one team meeting, and 
then use a follow-up meeting to tweak statements as needed and to adopt them. It is 
important that all team members participate in brainstorming suggested values and in 
writing the statements. 
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Interagency Team  Values, Vision and Mission Statements: 
 Evidence-Based Practices 

 
9 Teams that develop and use values, vision and mission statements 

are more likely to self-evaluate themselves as efficient and effective 
teams.  

 
9 Team members rate a team leader’s abilities to be inspiring and 

forward-looking among the most admired leadership attributes. 
 

(Kleingold et al., 2011; Kouzes & Posner, 2011, LeFasto & Larson, 2001) 
   

 

Developing Values Statements  
 
What do you value as a team? A personal value is defined as something to which one 
or more people assign worth, merit, or importance. An organizational value is a principle 
that guides an organization’s internal conduct, as well as its external relationships with 
customers and other stakeholders.  A team’s values statement defines how the team 
will operate as members pursue their goals and how they will treat each other and their 
customers.  
 
Thus, a values statement is a statement of the driving principles that are viewed by 
team members as being worthy, meritorious, or important. A values statement enables 
team members to explore and reach consensus on issues of importance with respect to 
the needs of the target population in the target community. Further, a values statement 
enables people who are not members of the team to understand what the team believes 
about services and supports for the target population. Finally, a values statement can 
help minimize typical storming problems, such as disagreement, conflict, and 
competition, by focusing the team’s discussions on its beliefs when problems arise, as 
they inevitably will, during the storming stage.  
  
Values statements are typically a sentence or two. They often begin with the opening, 
“We believe…”  
 
For example, when teams have come together to address needs important to 
individuals with disabilities and their families, they may begin their values statement the 
way Darlington County, South Carolina’s transition team, did:  
 

“We believe that through proper teamwork between agencies, students 
and families, we can make the dream of producing productive citizens. 
All students must develop self-determination and self-advocacy skills in 



L e a d i n g  C o l l a b o r a t i v e  I n t e r a g e n c y  T e a m s  P a g e  | 52 
 
 

 

order to reach their postsecondary goals; and from the time a student 
enters school, proper planning and appropriate support should develop a 
pathway to a successful future as an independent citizen.”  

 
The TASC website (www.transitionalliancesc.org) will provide examples of values 
statements developed by other SC teams.  
 

Developing Vision Statements 
  
What is our vision as a team? A vision is a dream, an aspirational description of what a 
community or an organization and its services will look like in the mid-term or long-term 
future as a result of team activities. Vision statements are typically a sentence or two. 
Vision statements help guide teams in choosing current and future goals and actions, 
but they also inspire and engage other potential stakeholders.  
 
Vision statements might begin with the opening, “Our vision is…” or “Our dream is…”   
 
For example, in their PATH, Greenville County’s transition team envisions the following:  
 

“Our dream is that all students in Greenville will leave high school 
competitively employed with the self-determination skills and the agency 
services and support they need to maintain their jobs, advance in their 
careers, live independently and be active members of their communities.”  

 
Another SC team, Dorchester 4, envisions:  
 

“In 3-5 years, 75% of parents of transition-aged students will be involved 
in their child’s transition planning process, 75% of transition-aged 
students will be involved in their transition planning process, and 100% of 
transition-aged students and their parents will be provided with 
interagency information and transition planning opportunities.”  

 
The TASC website will provide additional examples of vision statements 
developed by other SC teams.  
 
 

 Developing Mission Statements   
 
Why do we exist as a team? Once teams have written and adopted their values and 
vision statements, they are ready to define their mission and to capture all their work in 
one written document.  
 
A mission statement is a statement of an organization or team’s core purpose and 
focus. It states the team’s reason for existence and its overarching purpose or goal. A 
properly crafted mission statement lets team members, as well as people who are not 

http://www.transitionalliancesc.org/
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members of the team, know why the team exists. Further, a mission statement 
describes why a group has committed to a team approach and provides the newly 
formed team with an identity.  
 
Just as values and vision statements do, mission statements can also help minimize 
typical storming problems by focusing a team’s discussion on desired goals and 
activities that address agreed-upon values and dreams. They can help teams separate 
what tasks are important from those that are not.  
 
Mission statements often begin with openings such as, “We are…” or “We exist in order 
to…” or “Our team’s purpose is…”  Rees (1997) notes that a quality mission statement 
should be brief, clear and inspiring. She goes on to note that a team’s mission 
statement must be challenging enough to energize the team, but not so grand or so 
broad that it is impossible to achieve. 
 
Who are we? Why are we working together? What is our purpose or overarching goal? 
A mission statement answers these three questions.  
 
For example, one SC team, the Greenville County Transition Cooperative, developed 
the following mission statement: “The mission of the Greenville County Transition 
Cooperative is to cultivate self- determination for students with disabilities aged 13 
years and older in Greenville County. The Greenville County Transition Cooperative will: 
target a planned delivery of timely and accurate information to present to school 
personnel, students, parents and community partners and insure the implementation of 
quality transition services through cooperative planning, commitment of resources, 
information sharing, service coordination, training and advocacy.” 
 
Another SC team, Dorchester 4 wrote: “Our mission is to prepare students for post-
school success through support from parents, the school and the community.” The 
TASC website will provide more examples of mission statements that may be useful to 
new teams. Table 3.3, below, and continuing on page 54, summarizes for team leaders, 
and for consultants, the suggested steps and strategies for developing these statements 
with teams. 
 
Table 3.3 Steps for Developing Values, Vision and Mission Statements  
 
 

1. Set aside a minimum of one hour or a maximum of two hours to dedicate to this 
activity. (Allow 20-30 minutes per statement.) 

 
2. Consider using an external consultant so that team leaders may actively 

participate in the discussion. 
 

3. State the goal and timeframe for the activity. 
 

4. Provide teams with an overview description of all three statements. 
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5. Dedicating time to each statement individually, provide teams with an example of 

each statement. 
 

6. For each statement, use flipchart paper to brainstorm words and phrases.  
 

7. As team members interact, suggest opening statements, and then use active 
listening to make certain everyone’s voice is heard.  
 

8. If members disagree, need more time, or seem stuck, summarize agreed upon 
statement elements and progress thus far. Suggest that all team members 
review the draft statements before the next meeting, and use a portion of a 
follow-up meeting to finalize the statements. 
 

9. Use consensus and/or voting to finalize the statements once all team members 
have had an opportunity to contribute and to reflect upon the draft statements.  

 
 

 Using PATH-Based Strategic Planning During the Storming 
Stage: Spotlight on the Transition Alliance of South Carolina  
 
Team leaders of community transition teams in South Carolina developed a PATH-
based strategic plan as part of an initial team training and leadership conference. Using 
their PATH as a foundation, the teams were then charged with returning to their home 
communities and initiating collaborative interagency teams. As teams completed their 
organizational, membership and other forming activities, they were encouraged to 
revisit, refine and share their plans as they prepared themselves for storming stage 
activities such as developing vision statements and setting goals. One team leader 
concluded, “Our PATH helped us fully understand our needs and then focus both on the 
long-term and the short-term vision. It gave us a visual map to follow.” 
 
Once teams have developed their values, vision and mission statements, they are 
encouraged to publicly display them and refer to them during future team meetings and 
activities. For example, some teams find it useful to develop team letterhead and/or 
brochures that include their statements. Other teams display large posters delineating 
their statements on the wall during team meetings or display them when they make 
presentations for professional conferences or for family and self-advocacy groups. 
Some teams even find it advantageous for team members to recite their statements as 
an opening activity for their team meetings. At the very least, these statements must be 
included as part of the orientation packet provided to new members as the team grows 
and evolves.  
  
Regardless of how teams choose to display their statements, leaders and members 
must also choose to use them. For example, use them to anchor a team’s discussions 
about needs, goals, action plan activities and operating procedures during future 
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meetings. When a team’s discussion seems unfocused, when team members express 
disagreement, or when discussions become volatile, team leaders may want to pose 
questions to remind the team of its values, vision, and mission: “Will adoption of this 
practice support what we believe about services for the target population?” or “Will 
accomplishment of this goal help us accomplish the work we came together to do?” 
  
In addition, teams should periodically review and either re-commit or update their 
statements. The authors of this guide recommend that a team do so at least annually.  
According to Everson and Rachal (1996), an effective team uses their statements to 
ask, “Are we doing what we believe and are we doing what we came together to do?” If 
the answers to these questions are negative or uncertain, they suggest that the team 
must change either their values, vision and/or mission statements or goals.  
 

#2: Use Existing Needs Assessment Data and/or Conduct 
Additional Needs Assessments  
 

What are the specific needs faced by the target population in our community? Before 
undertaking any further planning activities, newly formed teams must further define and 
assess their identified, preliminary needs.  
 
Remember, during the forming stage, team leaders identified preliminary community 
needs, that is, needs that would bring people from multiple agencies together. The 
preliminary needs were broad enough to capture the interest of a diverse group of 
stakeholders, but narrow enough to appear accomplishable to the identified 
stakeholders.  
 
As teams move into the storming stage, leaders will need to guide members though 
discussions that will enable them to revise, expand, reduce and otherwise dissect the 
preliminary needs that brought everyone together until consensus is reached on needs 
that will keep everyone together.  As time-consuming as this may seem to teams eager 
to begin serious work on their goals, the time spent clearly defining and assessing the 
specific needs to be addressed in a community by teams will enhance team 
effectiveness in achieving long-term systems change.  
 
Hasenfeld (1974) suggests that comprehensive needs data make it easier to mobilize 
team and community support for planned change and assist with the development of 
clear, objective-based annual and long-range plans for systems change. Thus, needs 
data provide teams with the information they need to mobilize resources and to set 
short-term and long-range goals to address the needs.  
 
The purpose of needs assessment activities is to provide team with additional 
information to confirm, expand and/or clarify their preliminary needs. Collected data 
provide the team with baseline or pre-intervention data on the status of services and the 
target population. Among other things, needs assessment data identify: a) gaps in 
service delivery; b) duplication of service delivery; c) discrepancies between values 
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statements and services; d) reliable numbers of present and future target populations; 
and e) specific supports and services desired by target populations.  Table 3.4, below, 
suggests open-ended discussion questions for team leaders as they guide their teams 
though discussions about existing needs data and confirmation of needs to be 
addressed by teams.  
 
 
Table 3.4 Team Discussion Questions for Reviewing Needs Data  
 

 
1. What do statewide databases and reports tell us about student dropout, student 

retention and graduation rates in our community? What do they tell us about 
employment and unemployment rates? About postsecondary education 
enrollment and completion rates? About waiting lists?  

 
2. What was the most pressing need that brought us together as a team? Will this 

need motivate us and sustain us?  
 

3. What challenges and barriers do front-line personnel tell us about our identified 
need? What promising practices do they identify? 
 

4. What challenges and barriers do students, former students, and their families tell 
us about our identified need? What promising practices do they identify? 
 

5. How do the outcomes, services and programs that address this need align with 
our value, vision and mission? 
 

6. Does existing data provide sufficient information for us to set team goals and 
activities that will align with our vision? 
 

7. Do we need additional data and information before we set goals? If so, what do 
we need to know more about? 
 

8. How will we use needs data to assess the impact of our team? 
 
Occasionally, teams will find it necessary or helpful to conduct additional needs 
assessment activities in order to fully understand consumer and community needs that 
may be addressed by their team. In these situations, the key to a successful needs 
assessment activity is not how much it costs, who does it, how long it takes, or even the 
findings. Instead, a successful needs assessment is one that provides all team 
members with the data needed to fully understand the needs of the community and 
target population and to set goals and actions necessary and appropriate to address the 
needs. 
  
Warheit and colleagues (1984) categorize needs assessment approaches into five 
specific approaches: 1) key informant interviews or surveys; 2) public and invitational 
community forums; 3) sample surveys of service recipients to determine rates under 
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treatment; 4) distribution of field surveys during school and community events; and 5) 
reviews of public documents and database records to determine social indicators.       
 
The Transition Alliance of South Carolina encourages local teams that are struggling to 
identify areas of need and priority to make use of the Quality Indicators for 
Secondary Transition: Program Check & Reflect Tool, developed by staff at the 
University of South Carolina’s Center for Disability Resources (See appendix A). The 
tool is designed to assist local collaborative teams in identifying their strengths and 
areas for growth as well as their priorities for program improvement. This particular tool 
focuses on research-based practices and predictors of post-school success, with a 
specific focus on employment outcomes. 
 
Interagency teams might consider using one of these approaches or a combination of 
several approaches to fully understand needs. How do teams decide what approach or 
approaches to use? Each approach has distinct advantages and disadvantages. They 
vary in their objectives, implementation costs and timelines, and target audiences. 
Therefore, there is no one correct answer, but teams must consider availability of 
resources - time, personnel, money and expertise – in making needs assessment 
decisions. 
 
 
 
“When our interagency team first began meeting, there was a great 
deal of curiosity and interest about the group. The group came 
together quickly, worked to get the needed stakeholders to the table, 
developed ambitious goals and establish leadership. However…the 
team neglected to establish some of the critical guidelines (suggested 
in this guide). Now, five years later, the team is still going strong; 
however, we have had to backtrack in order to build consensus 
around some issues such as mission, membership and operating 
guidelines.” 
 
- A Transition Alliance of SC Team Leader  

 
  
 
Regardless of the approach or approaches selected and implemented, once needs data 
have been collected, data must be tabulated, presented to all team members, and 
discussed during a subsequent team meeting. To prepare the team for a discussion of 
the collected data, team leaders may want to remind members that the purpose of 
needs assessment activities is to provide the team with additional information to 
confirm, expand, and/or clarify the preliminary needs, that is, the needs that brought the 
team together. Further, goal setting is the desired outcome of needs assessment 
activities. Thus, the team should review and discuss the collected data in order to 
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develop a brief, clear problem statement that all team members can understand and 
with which they can agree. 
  
To facilitate the team’s understanding of the data and to focus discussion toward goal 
setting, team leaders might consider posing questions to team members as they review 
data, Table 3.5, below. 
 
 
Table 3.5 Team Leader Discussion Questions for Needs Data  
 

 
 

1. Specifically, what do stakeholders say is the problem? What does it look 
like? 
 

2. Why is the problem a problem? For example, does it result from the way 
organizations are set up, policies are written, services are funded, people 
behave or information is shared?  
 

3. When did the problem begin? 
 

4. What happens to the target population because of the problem?  
 

5. What would services look like if the problem did not exist? 
 

6. What solutions to the problem would stakeholders like to see? 
 

7. Of these solutions, which ones are most aligned with our team’s values, 
vision and mission? 

 
  
 

Using Needs Data to Set Goals during the Storming Stage: 
Spotlight on Transition Alliance of South Carolina  
 
¾ During these discussions, some team leaders may find it helpful to use chart 

paper to create a two-column table for the team to view. Label one column 
“Needs” and label the second column “Potential Solutions”. As needs are 
identified from the discussed data, list them in the appropriate column. As 
potential solutions are identified, likewise, list them in the appropriate column. 
This activity works best if brainstorming techniques are followed. That is, all 
identified needs and suggested solutions are listed on the chart paper without 
spending time discussing the pros and cons of each in detail. Later, when goal 
setting begins, solutions can be explored, prioritized, discarded and agreed upon. 
One team leader summarized, “Once we understood exactly why vocational 
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rehabilitation counselors were not attending meetings, we were able to develop a 
simple form for students or families to sign to invite them and this in turn, 
triggered sharing of the student’s employment goal, so that everyone was better 
prepared for the IEP meeting.”      
 

#3: Finalize Team Goals and Begin Using Action Planning 
 
In finalizing goals, it is critical to reflect on the team’s developed vision, mission and 
strategic PATH plan. Teams should consider what the future looks like for the 
community and for the target population and then identify goals and activities that align 
with those needs. Questions that teams might ask themselves are as follows:  

x What activities must our team pursue in order to address the identified needs of 
the target population and pursue this vision?  

x What goals and outcomes must be in place to attain this vision?  
x How will our team monitor and document our progress towards these outcomes?  

 
 

Goal Setting 
 
During the forming stage, when teams discussed preliminary needs, they also will have 
discussed some potential goals to address the needs. Now that teams more fully 
understand the specific needs of the target population and the community, team leaders 
must guide team members in reaching consensus on a manageable number of 
attainable goals to address over specified timeframes. 
 
Over the past 50 years, there has been considerable research conducted on goal-
setting theory and the impact of goal attainment on team performance and outcomes. 
As a result, there are some concrete evidence-based practices for teams to follow when 
considering goal setting.  
 
 

 
Interagency Team  Goals: 

 Evidence-Based Practices 
 

9 Challenging goals will produce higher performance levels than will 
less challenging goals. 

 
9 Specific challenging goals will produce higher performance levels 

than will vague goals. On the other hand, team performance will 
decline sharply if goals are perceived as being too difficult. 
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9 Continuous feedback on goal attainment will produce higher 
performance levels than will goal setting alone. 

 
9 Goal attainment is reinforcing to teams; as teams recognize results, 

members are more likely to remain committed and persistent to the 
teams and its goals. 
 

(Hu, J. & Liden, R. C., 2011; Kleingeld et al. 2011; LaFasto, & Larson, 2001; Wang et 
al., 2014). 
 
  
Thus, goals must be aspirational and challenging, but realistic and attainable. They 
must be clear and comprehensive. In addition, they must be measurable and monitored.  
 
Common goals are also essential to healthy teams. A common goal is a future state or 
condition that a majority of the team’s members wishes to see occur for the target 
population and community, and that members agree to work on with the other members 
of the team. Common goals describe solutions that team members believe are 
reasonable solutions to the problem, as well as solutions that team members believe 
will meet their individual goals and their team’s goals. Thus, common goals are not 
simply a composite of individual goals. Instead, common goals are a delicately 
negotiated balance among the individual goals of all team members. 
 
  
Common goals describe strategies that team members believe are reasonable 
solutions to the problem, as well as solutions that team members believe will 
meet their individual goals and their team’s goals. 
 
 
As previously defined, goals are statements of future, desired outcomes to be pursued 
by the team in order to address the identified needs of the target population. Thus, there 
should be a direct relationship between a team’s goals and the community’s assessed 
needs. Further, goals are behavioral, measurable, and attainable, and they have 
timeframes.  
 
A common and useful acronym to use when setting goals is SMART (see Table 3.6 on 
the following page).   
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Table 3.6 SMART Goals 
 
 
S = Specific goals answer what, where, and why 

M = Measurable goals yield a number or other observable feedback 

A = Assignable to one or more team members and/or sub-committees 

R = Realistic goals motivate, but also maintain persistence  

T = Time-sensitive goals have timeframes that align with vision 

 
 
How many goals should teams pursue annually? The research is unclear.  The authors 
of this guide suggest that a team set and maintain between three and six goals each 
year. Of these, some should be short-term (that is, goals that can be attained in one 
year or less), while others should be long-term (that is, goals that may not be attained 
for two to three years). 
  
Everson (1993) further suggests that annual and long-range plans developed by 
interagency team addressing postsecondary transition outcomes include two distinctly 
different types of goals.  
 
Outcome goals are goals that focus the team’s actions towards one or more members 
of the target population. For example, “By June 2017, eight high school students with 
physical or sensory disabilities will be safely and efficiently using the metro bus service 
to travel to and from their jobs.” 
  
Process goals are goals that enable a team to identify and address the specific planning 
and teaming activities that are necessary in order for it to meet its outcome goals. For 
example, “By September 2016, we will set at least three goals, develop a working action 
plan, and establish team operating procedures.”  
 
Everson (1993) suggests that both types of goals are important for teams to consider; 
the combination enables teams to address teaming issues and to focus their work on 
making measurable changes in the target population. A team operating in the storming 
stage may find that most of its goals are process goals, whereas a team operating in the 
norming or performing stage will find that most, if not all, of its goals are outcome 
oriented. 
  
Goal setting can be both time-consuming and difficult to facilitate. Following the meeting 
spent discussing needs data, team leaders should plan on a minimum of one meeting to 
identify and reach consensus on common goals. Some team leaders have found it 
helpful to use one or more of these techniques, Table 3.7, below. 
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Table 3.7 Team Leaders Strategies for Setting Team Goals  
 
 

x Develop a list of brainstormed “Needs” and “Potential Solutions”. Look for 
common themes and reduce the list to three or fewer needs and solutions.  

 
x Fully explore all potential solutions. Does each potential solution support the 

team’s values, vision and mission? Can resources be made available to support 
them? What are the pros and cons of pursuing each potential solution? Discard 
any potential solutions that all team members agree are no longer appropriate. 

 
x Prioritize the remaining potential solutions. This may be done by taking a 

team vote or by asking individuals to rank their top three and then taking a group 
vote. Another option is to facilitate further consensus-building discussions until 
remaining solutions can be reworded, expanded, reduced, combined or 
otherwise agreed upon by all team members. Of these options, consensus 
building is the most time-consuming, but it is also the most likely to truly reflect 
the common goals of all team members. 
 

 
x Use Active Listening Skills. When consensus building or voting raises 

disagreement, leaders may find it helpful to ask disagreeing team members a 
question: “I understand that you disagree with this specific solution to the 
problem, but if the team elects to pursue this solution, can you live with it and 
remain a team member?” 
 

x Develop SMART Goals. As solutions are agreed upon, list each on a separate 
sheet of chart paper and post them in the room. For each solution, identify the 
SMART goal. Good test questions to ask are: “How will we know the solution is in 
place? How will we measure it or count it? Lastly, for each goal, identify a 
specific short-term or long-term timeframe for its accomplishment. 

 
 
 

Using Goal-Setting during the Storming Stage:  
Spotlight on Transition Alliance of South Carolina  
 
Transition team leaders in South Carolina use their strategic PATH plans, developed as 
part of an initial team training and leadership conference, to identify dreams and foci for 
the upcoming year. Using their plans as a foundation, they are then charged with 
returning to their home communities and finalizing team goals with their newly formed 
teams. Initially, one team identified a dream that “Student and families will be 
knowledgeable enough to advocate for themselves.” After forming a collaborative 
interagency team and more critically assessing needs and resources, the team refined 
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its goal: “Using self-determination curriculum, school personnel and families will help 
students develop employment dream maps by their age 16 IEP meeting, help them 
update their maps annually, an help them share their maps each year at their IEP 
meetings.”  
 
The local team pages on the TASC website (www.transitionalliancesc.org) will provide 
teams with examples of goals articulated by other SC teams that may be useful to new 
teams.  
 

Action Planning  
 
Once teams have reached consensus on common SMART goals, the next step is to 
develop action plans to guide pursuit of their goals. Action plans are written planning 
documents that teams will find useful to complete the process goals and remaining 
activities associated with the storming stage, as well to pursue their outcome goals 
during the remainder of the storming stage and on into the norming and performing 
stages. 
  
 

Using Action Planning to Pursue Goals during the Storming 
Stage: Spotlight on Transition Alliance of South Carolina  
 
In addition to the sample action plan presented earlier in the guide on page 33, Table 
3.8, on page 64, is an example of an action plan form that many South Carolina teams 
have found useful. Both of these forms are presented only as examples, and may be 
modified by team leaders and team members, as appropriate. In addition, many books 
on teaming include examples of additional action planning forms that teams may wish to 
investigate. 
  
Regardless of the form that is selected or designed, a good action plan should include 
adequate space for teams to list: 1) goals; 2) short-term actions or steps necessary to 
accomplish the goals; 3) the names of team members responsible for completing 
actions; 4) projected timelines for accomplishing actions; and 5) mechanisms for 
monitoring and evaluating completion of the actions. In addition, many teams find it 
helpful to include space to list the team’s values and mission statements and, perhaps, 
space to include a statement of the community’s needs.  
 

http://www.transitionalliancesc.org/
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Table 3.8 Collaborative Interagency Team Action Plan 
 
___________Team Meeting Action Plan  Date___________________ 

Our Vision is: 

Our Mission is: 

In Attendance: 
 
Not In Attendance: 

 
Goal: 

 
Action Person 

Responsible 
Completion 

Date 
Status/Notes 

 
 
 
 

   

 
 
 
 

   

 
 
 
 

   

 
 
 
 

   

 
 
 
 

   

Additional Meeting Notes: 
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The Dartnell Corporation (2001) suggests the following 10 guidelines (see Table 3.9, 
below) for team leaders to follow in developing and using action plans effectively (p.9): 
 
Table 3.9 Team leader Strategies for Effective Use of Action Plans  
 
 
1. Identify your goal. This is the solution you hope to achieve. Write this down so that 
people can refer to it as necessary. Make sure the group shares the same 
understanding of this goal. 
  
2. List constraints. Write down anything (budgets, due dates, the approval required) 
that could affect your goal.  
 
3. Examine your assumptions. Most plans are contingent upon certain assumptions 
being met, for example, getting the budget approved within a specific time or certain 
materials being available. Write down all the assumptions upon which your goal 
depends. Examine these to see how likely they are to happen and what would be the 
consequences if they didn’t.  
 
4. Think of everything. Brainstorm a list of every task that must be done in order to 
meet your goal. Put these in the necessary order.  
 
5. Assign the tasks. First, ask for volunteers; however, the team facilitator should be 
ready to designate tasks if people prove reluctant to step up to the plate. List each 
person’s name next to the task he or she has been given.  
 
6. Set the deadlines. Determine the time required to complete each task. Be realistic. 
Indicate this next to each task, along with the start and finish dates.  
 
7. Determine progress checks. To keep a project from stalling or wandering off 
course, you will need to check up on your team’s progress at regular intervals. Decide 
at which point these checks will take place and write this down.  
 
8.  Take another look. Give your plan an objective, final review to see that all bases 
are covered and that the plan is sound.  
 
9. Poll your team. Make sure that everyone shares a common commitment and 
understanding and that they can live with the deadlines. 
  
10. Pass it out. Make sure that everyone on the team has a copy of the final action 
plan.  
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Action plans serve a number of important team functions. First, they formalize a team’s 
commitment to collaborate and to pursue its vision and mission statements. Second, 
they enable a team to break goals into smaller, incremental steps necessary to 
accomplish desired goals. As a team begins to pursue its work on goals that may take a 
year or even multiple years to accomplish, action plans enable members to see 
progress and to remain enthusiastic. Third, they document actions and assignments 
discussed during team meetings, thus ensuring both forward movement toward goals 
and accountability. As a result, action plans can form the cornerstone of the monitoring 
and evaluation activities that become so critical during the norming and performing 
stages.  
 

#4: Practicing Effective Meeting Processes, Communication  
Skills and Conflict Management Skills 

 
How will our team conduct itself before, during and after meetings? How can we ensure 
that our communications as a team enhance our efforts rather than detract from them? 
How will team leaders and team members ensure that we continue to move in the same 
direction rather than in different directions?  
 
During the storming stage, teams will benefit from leaders who can model skill 
development in effective meeting processes, communication behaviors and conflict 
management behaviors. Many team leaders and their members will also benefit from 
technical assistance from external consultants or facilitators – gentle reminders of 
effective communication behaviors and concrete strategies for conflict management. 
 
These skills will take on immediate importance during the storming stage because most 
teams experience needs in these areas as they wrestle with understanding needs, 
agreeing on common goals and pursuing collaborative team actions. However, all too 
often, teams do not explore these areas until problems occur. Sometimes, teams don’t 
even acknowledge problems until, at the worst, tempers flare, or meeting attendance 
declines. At this point, in the best of scenarios, the team may seek the service of an 
external consultant or facilitator. In the worst of scenarios, the team may recognize its 
problems, be unable to face them head on, and even disband.  
 
During the storming stage, the authors of this guide recommend that team leaders 
spend time learning about and practicing effective meeting processes, communication 
skills and conflict management skills. Further, the authors recommend that teams 
address these issues in their annual and/or long-range plans as process goals and that 
members commit to continual refinement of these skills as they enter the norming stage.  
 
By the spring of 2016, the Interagency Collaboration domain page of the TASC website 
will house podcasts illustrating strategies for effective meeting processes, 
communication skills, and conflict management skills that SC teams may find useful. 
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Effective Meeting Processes 
 

Learning about and practicing effective meeting processes enable team leaders to plan 
and to lead meetings that address all agenda items, that begin and end on time, and 
that are highly evaluated by team members. Leadership Designs, Inc. (1990) suggests 
a straightforward model that asks team leaders to consider meeting processes that 
need to be addressed before, during, and after meetings, which is showcased in Table 
3.10, below. 
 
Table 3.10 Team Leader Processes for Effective Meetings  
 
 
Before the meeting… 

x Finalize the meeting goals, roles, and processes  
x Schedule or confirm the meeting location and equipment 
x Finalize and distribute the agenda 
x Arrange for assistive services and supports (as needed) 
x Arrange for refreshments (as needed) 

 
During the meeting… 

x Begin on time 
x Introduce any new members or visitors 
x Articulate the meeting’s goals, roles and processes as you 

summarize the agenda 
x Assign a timekeeper to help the team stay on agenda 
x Use effective communication skills to ensure active listening and 

participation  
x Manage conflict (as needed) 
x Record actions on action planning document 
x Record agenda items suggested for next meeting 
x Summarize discussions, decisions, and next steps 

 
After the meeting… 

x Evaluate the effectiveness of the meeting with co-leader and/or team 
members 

x Make contact with any members unable to attend the meeting 
x Distribute the action plan and any necessary related materials in a 

timely fashion 
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Effective Communication Skills  

  
Communication is the cornerstone of all human relationships. It can be the source of 
misunderstanding and conflict that torpedoes your relationships with co-workers and 
other team members from peacetime during the forming stage into full-blown war during 
the storming stage. Ironically, when this happens, communication is also the only thing 
that can bring your team back to peacetime. 
 
Communication skills are like all other sets of skills that you have learned over your life. 
You learned to talk as a baby – when you babbled, adults babbled back at you. You 
learned to babble more. When you asked questions, people answered them. You 
learned to ask more questions. When you praised people, they smiled and you learned 
to praise them more. Likewise, when you verbally attacked people, they retreated and 
you learned to attack them again next time you felt defensive. Moreover, when you were 
verbally attacked, you learned to retreat or attack back.  
 
Communication behaviors require attention to a host of different modalities – reading, 
writing, speaking, listening and body language. In fact, numerous studies (e.g., O’’Neil, 
1990) indicate that as much as 60% of typical communication is conducted via body 
language with only 10% communicated through words and the remaining 30% through 
what we see. Thus, an effective communicator is someone who can use all of these 
modalities to enhance creativity, build trust and respect, foster learning, solve problems, 
manage conflict, accomplish goals, and ensure commitment and follow-through. 
 
Communication, then, is learned throughout life by your interactions with various people 
and experiences. Team leaders and members bring all of these learned behaviors and 
experiences - the effective and the ineffective - into our team meetings!  
 
Learning about and practicing effective communication behaviors during the storming 
stage are critical. It is during the storming stage that teams are most likely to propose 
new ideas and activities, to make decisions that require reaching agreement or 
consensus, and, as a result, to experience the potential for conflict.  
 
There are literally dozens of communication models available to team leaders and 
members. The authors suggest that one of the simplest and easiest models to 
remember, however, is a model developed by Dr. Mary Ann O’Neil of Leadership 
Designs, Inc. (1990) called the “Interactive Behavior Skills” (IBS) model. The authors of 
this guide find it useful for collaborative interagency teams to consider adopting it 
because of its simplicity, effectiveness, and its applicability to the characteristics of 
Tuckman’s (1965) teaming stages.   
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Dr. O’Neil suggests that teams consider adopting a model that clusters 13 
communication behaviors into four broad categories. The model she suggests is 
outlined in Table 3.11 (below) and applied in more detail with collaborative interagency 
teams in the pages that follow the table. 
 
 
Table 3.11 Interactive Behavior Skills (IBS) Communication Model   
 
 
Initiating Behaviors 

x Proposing a new idea or action to the team 
x Expanding upon an idea or action previously proposed by a team member 

 
Active Listening Behaviors 

x Informing other team members of facts or information 
x Inquiring of other team members by asking  question 
x Reflecting upon the emotion of another team member by commenting on 

an observed nonverbal behavior or a previously made comment 
x Testing for Understanding by asking a question of another team member 

in order to attempt to clarify one’s understanding of a previously made 
comment 

x Summarizing or recounting previous discussion or comments in order to 
conclude discussion on the topic 

 
Responding Behaviors 

x Agreeing or supporting another team member’s ideas 
x Disagreeing or expressing a lack of support for another team member’s 

ideas 
x Attacking a person – not his or her ideas – by making sarcastic or 

personal comments 
x Defending oneself by responding to a perceived attack 

 
Process Behaviors 

x Bringing in a reticent member of the team by encouraging their 
contributions to a discussion 

x Shutting out the participation of a team member by summarizing what has 
been said and bringing in another team member 
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Effective Conflict Management Skills 
 
Conflict management skills become essential during the storming stage and team 
leaders, as well as other team members, must be able to use them effectively. The first 
step is to differentiate between disagreement and conflict. 
  
Disagreement occurs when two or more team members cannot agree about a proposed 
idea, an identified need, a suggested next step or a proposed solution. It occurs when 
there is a gap between what two or more people want and expect and what they 
actually get. Disagreement is about ideas and opinions. It is a positive component of 
any team discussion because it enables team members to fully discuss ideas before 
reaching agreement and making decisions. Team leaders should use disagreement to 
expand team discussions, which in turn, encourages diversity of values, experiences, 
cultures, and other perspectives.  
  
Conflict occurs when team leaders allow disagreement to escalate without modeling 
effective active listening behaviors. Disagreement becomes conflict when comments are 
directed at people instead of ideas, are turned into accusations or threats, are directed 
at many general issues instead of one specific issue and/or are expressed as 
statements that begin with “you” or “your”.  
 
There are two potential types of conflict that team leaders may need to address: 1) 
personal relationship conflict and 2) task-related conflict. In fact, Boothroyd et al. (2014) 
studied teams that were addressing mental health services. They assert that 80% of 
team conflict may be explained by relationship conflict and task-related conflict. Further, 
they found that the most effective teams analyzed, discussed and developed team 
strategies to manage the conflict.    
 
First, conflict may be a result of personal relationship incompatibility. This type of 
conflict may be evidenced by verbal attacks, non-verbal body language (e.g., eye 
rolling, deep sighs), as well as by silence, reduced meeting attendance and task 
avoidance, and use of mobile devices, or side chats during meetings. Relationship 
conflict involves contrasting viewpoints, ideas, opinions, feelings and emotions that are 
not about the task at hand. Relationship conflict may surface because of different 
professional values and experiences, different language and cultural expectations, 
different gender and age experiences, and different levels of trust. Team diversity has 
been researched extensively, and the findings generally indicate that it strengthens 
teams and increases their effectiveness – as long as any conflict arising from diversity is 
managed by team leaders.  
 
The second type of conflict is the result of task-related conflict. Task-related conflict may 
be evidenced by the same behaviors as relationship conflict, but its cause is related to 
team development and process issues. Task-related conflict occurs when members do 
not fully discuss ideas, when team leaders do not test for understanding and summarize 
and when individual member’s goals are not incorporated into team goals.   
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Conflict Management: 

 Evidence-Based Practices 
 

9 Conflict is best managed by team leaders who assist teams in 
gathering all necessary information, adapting to different needs and 
situations, building trust as well as roles and processes and 
identifying clear, mutual goals.    

 
(Boothroyd et al., 2014;  Tekleah, & Quigley, 2014)  
 
 

Managing Conflict with Active Listening Behaviors  
 
Effective conflict management begins with not letting conflict occur! Exemplary team 
leaders can use various active listening behaviors to facilitate discussion and reduce the 
likelihood that conflict occurs. For example: 
 

x Are you suggesting that our team set a 12-month goal of securing 6 new 
community-based vocational training sites for high school students, age 16 and 
older?   

 
x Let’s take a vote. How many of you think that we should hold two community 

forums to learn more about what Hispanic families know about Social Security 
work incentives? How many of you think that we should send a Spanish-
language survey about Social Security work incentives home for Hispanic 
families to complete?  
 

x Do you disagree with the entire idea of conducting community forums or just with 
the location and the target participants we have discussed thus far?  

 
x Let me make certain that I understand your concern with Marta’s proposal. You 

agree that we need to set a team goal of increasing supported employment 
outcomes, but you disagree with limiting the goal to high school students with the 
most significant disabilities. Is this accurate?  
 

x To summarize, seven team members agree with the idea of meeting monthly and 
three team members disagree, proposing instead that we meet every other 
month. Four people think we should not meet in July, August or December. So, I 
propose that we meet every month, beginning in January, but not hold meetings 
in July, August and December. Can we vote on this schedule?  
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Managing Conflict with Consensus and Voting  
 
Once team leaders have mediated discussion, there are a number of additional 
strategies that might be used to reach compromise or consensus before the discussion 
escalates into conflict.  For example:  
 

x We understand that you object to the proposed idea of setting a goal to secure 
supported employment outcomes only for 25 high school students with the most 
significant disabilities by the close of this school year. Even though you disagree 
with the goal, if the team commits to it, can you support it?  
 

x If we agree to hold three community forums, instead of two and ensure that 
Hispanic families as well as other minority families are actively recruited to 
participate in the forums, can we agree on the task and move on to the next 
agenda item?  
 

x If families and students identify transportation as the first priority, can you support 
addressing transportation as a second team goal?  
 

x We agree that affordable housing is the number one need in our community, but 
we disagree on whether the most desirable solution is more affordable rental 
housing options or more opportunities for home ownership. Are there any 
suggestions for resolving our disagreement?  
 

Decision-making is an important part of teamwork. Exemplary team leaders must be 
able to model effective decision-making strategies to manage conflict. During the 
storming stage, a team will need to explore and agree upon preferred methods of 
decision-making as part of its operating procedures. The two most common methods of 
decision-making are 1) voting and 2) consensus.  
 

Voting  
 
Voting is the fastest method of decision-making and may be used in a number of ways. 
First, team leaders ensure that all team members understand a proposal. Next, 
members vote to either accept or reject it by a show of hands, by voice, or by written 
ballots. If more than one proposal is being considered, team members first ensure that 
all proposals are understood. Next, team members may vote by ranking most to least 
preferred options or by choosing a small number of options from the proposals. A 
second vote may be needed to choose from the top two options. Generally, a vote of 50 
percent of members plus one is considered an appropriate number to carry an 
affirmative vote.  
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Consensus  

 
Consensus is a more time-consuming method of decision-making, but it is generally a 
preferred method. Consensus enables a team to find a proposal or solution that is 
acceptable to enough members so that the team can support it and so that no one 
member actively opposes it. Consensus is time-consuming and requires active listening 
and conflict management skills from all team members. 
 
Consensus requires team leaders to state the goal of the decision-making activity. Next, 
team leaders must help the team identify a time period for the activity and a process for 
discussing potential proposals or solutions to the problem. For example:  
 

x Let’s take 15 minutes to go around the table and give everyone the chance to 
suggest a solution. We will keep going around the table until we run out of time or 
suggestions. I will record each person’s ideas on chart paper.  
 

x Let’s take 10 minutes to explore potential solutions. I will give everyone a stack of 
index cards. Write one solution on each index card and when I call time, give me 
your index cards. While the team takes a break, I will record all suggested ideas 
on chart paper.  
 

x We have 12 potential solutions listed on the chart paper. Let’s go around the 
table, giving each team member a chance to state one thing that is a plus about 
each, one thing that is a minus about each, and one thing that is neither a minus 
nor a plus, but is simply interesting about each. I will record the comments beside 
each proposal.  

 
As necessary, building consensus requires team leaders to bring in silent members and 
to temper the voices of members who are more outspoken. It requires many active 
listening skills, especially testing for understanding and summarizing behaviors. It 
requires creativity and confidence on the part of team leaders and trust among all team 
members. Lastly, it may also require setting some difficult discussions aside and 
returning to them later in the meeting or, even, at a future meeting.  
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Summary  
 
Once teams finalize their statements, goals, methods for action planning, and are 
comfortable discussing issues and tasks, and managing conflict, they have completed 
the major planning activities associated with the storming stage. Assuming that 
interagency teams continue to meet monthly or every other month, most will need 
between four and ten meetings and/or between four and twenty months to complete all 
suggested storming activities. Along the way, team members will propose and discuss 
ideas, argue their points, agree and disagree with each other, ask questions, clarify 
misunderstandings, seek solutions, and resolve conflicts. For most teams, the journey 
will not be an easy one. As Robbins and Finley (2001) summarize the end of the 
storming stage, “…the storm has broken. Roles clarify. A team style begins to 
materialize. The sun returns to the sky, and a calmer new day dawns for everyone” (p. 
15). 
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Section Four: The Norming Stage of Interagency Team 
Development  
 
 Goal of Section Four   

 
Team leaders will be able to guide collaborative interagency teams through the 
collaborative interagency activities associated with the norming stage of team 
development.  
 

Competencies 
  
Upon completion of this section, team leaders will be able to:  
 

1. Guide teams through implementation, revision, and updating of their strategic 
PATH plan materials (and/or other person-centered case study approaches) and 
use their action plans to accomplish both process and outcome goals; 

 
2. Guide teams through the initiation of various evidence-based collaborative 

interagency team activities and practices1 that are appropriate for postsecondary 
transition services in their communities; and 

 
3. Guide teams through the use of various self-monitoring and evaluation strategies 

to help maintain the team’s direction and focus.  
 
 

Team Timelines for Completing the Norming Stage  
 
If teams have systematically addressed the activities associated with the forming and 
storming stages, and have continued to meet regularly, most will reach the norming 
stage no earlier than their 6th meeting, and more likely by the end of twelve to eighteen 
meetings or within twelve to eighteen months of their formation.  
 
While healthy teams do accomplish measurable process and consumer outcomes by 
the end of the storming stages, the norming stage is where real interagency systems 
change work first begins to be accomplished. For the first time, the team is a truly a 
team, as the term was defined in Section One. 

                                            
1 This guide discuss collaborative interagency team-based activities and practices identified in the work of 
Dedrick & Greenbaum (2011); Everson, Ivester & Guillory (2008); Hurlburt et al, (2014); Noonan et al., 
(2014); Povenmire-Kirk et al. (2015). Because research on this topic is just emerging, teams in South 
Carolina are encouraged to use these as a foundation, and to eliminate, add, and modify activities as they 
evaluate their successes in their own communities.    
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Many teams will spend the rest of their time together functioning at the norming stage. 
That is, they will never attain the performing stage; instead, they will address the needs 
they set out to address, accomplish their goals and feel great satisfaction with their 
goals, roles and processes while remaining at the norming stage. Thus, the norming 
stage may last as long as the team continues to meet and function as a team, ending 
only if the team reaches the performing stage or if the team disbands.  
 

Exemplary Leadership Characteristics during the Norming 
Stage  
 
During the norming stage, exemplary leaders – and team members – reap the benefits 
of the hard work they have accomplished to date. However, that does not mean the 
norming stage is easy for leaders! Exemplary leaders during the norming stage “see 
their North Star”, the big picture, and they guide their teams through discussions, 
decisions and actions that take them there. During the norming stage, exemplary 
leaders demonstrate the power to guide teams forward in pursuit of their goals, 
demonstrate an ability to challenge organizational and systemic processes, encourage 
other team members to act on their goals to accomplish consumer outcomes, and 
demonstrate power to encourage people’s hearts. In addition, exemplary leaders are 
always aware of the team’s potential to slip back into the storming stage if, for example, 
team membership changes, goals become stale or unattainable, or state or agency 
legislation or policies provide seemingly insurmountable challenges to activities and 
resources.      
 

Characteristics of the Norming Stage  
 
Hard work and results characterize the norming stage. Goals, roles and processes will 
be clear and operational. Conflicts and tensions will diminish as members begin to feel 
loyalty and affection for each other and for the team. Teams will work persistently and 
enthusiastically on implementing, revising and updating their action plans. Finally, 
teams will recognize, celebrate and proclaim their accomplishments as they realize 
improved consumer outcomes.  Table 4.1, on page 77, summarizes the characteristics 
of the norming stage. 
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Table 4.1 Characteristics of the Norming Stage   
 

 

Characteristics of Norming Teams 

(Typically Between the 6th and 18th Team Meetings) 

 

x Relationships begin to develop; trust is high. Communication is effective and 
conflict is managed. 

 
x Goals, roles and operating procedures are clear and operational.  

x Action planning is used and members accept responsibility for actions and 
timelines. 

x Teams use the PATH or other person-centered and strategic planning 
approaches to celebrate goals and outcomes.  

x Teams initiate evidence-based collaborative interagency practices appropriate for 
postsecondary transition services  

x Teams use various self-monitoring and evaluation strategies to help maintain their 
direction and focus. 

 
 
The norming stage is a period of both questioning and accomplishments. As members 
develop trust, and as teams gain confidence in their functioning, and as improved 
consumer outcomes begin to emerge, teams begin to ask, “What is next?,” Team 
members find themselves asking, for example: 
 

x Do we need to change outdated or ineffective policies?  
x Can staffing and scheduling be more flexible? 
x Can we manage fiscal and other resources more efficiently?  
x How can we share and streamline data management?   
x Can we improve staff development activities? 
x Can we do a better job of preparing students and families? 
x How can we follow-up with students who have exited school, and use these data 

to inform our team’s work?    
 
Norming teams will use the answers to these questions to pursue organizational and 
systems changes. They may, for example, identify and field-test new or revised targeted 
policies and procedures to address the community’s needs. They may identify and 



L e a d i n g  C o l l a b o r a t i v e  I n t e r a g e n c y  T e a m s  P a g e  | 78 
 
 

 

adopt data management and staff development strategies to help monitor and evaluate 
their efforts and results. In addition, as they work together, team members will continue 
to practice and refine effective meeting processes, communication skills and conflict 
management skills. Perhaps most central to the norming stage, teams will enjoy their 
work and each other.  
 

Norming Stage Activities  
  
The authors of this guide suggest that team facilitators guide the team through 
completion of three major activities during the norming stage: 1) implementing, revising, 
and updating their PATH materials or other strategic and person-centered case study 
approaches and using their action plans to accomplish both process and outcome 
goals; 2) using various evidence-based collaborative interagency team-based activities 
and practices that are appropriate for postsecondary transition services in their 
communities; and 3) using various self-monitoring and evaluation strategies to help 
maintain the team’s direction and focus.  
 
 

#1: Using PATH or Other Strategic and Person-Centered 
Approaches and Action Plans to Accomplish Goals  
 
How will we recognize and track our efforts? How will we determine “next steps” and 
any needed changes? How will we recognize and share enhanced consumer outcomes 
with other stakeholders? 
 
As discussed in Sections Two and Three, PATH and strategic action planning are 
critical foundational activities of effective team processes. During the norming stage, 
initial PATH documents and action plans must be revised and updated as roadblocks 
are identified, as potential solutions are agreed upon, as new information and resources 
become available, and as short- and long-term goals are accomplished. These 
documents are living documents, ever changing and moving forward. 
  
In addition to the sample forms and guidelines suggested in Sections Two and Three, 
team leaders might consider these additional guidelines as they guide teams into and 
through the norming stage: 
 

1. Use a PATH and other person-centered materials to anchor teams.   Use the 
PATH or other strategic plan during annual team “retreats” or work sessions to 
help teams review, recommit and/or edit their values, vision, and mission 
statements and to assess accomplishment of goals. 

 
2. Use a PATH to archive team history for orientation packets.  New members 

join teams at the forming stage – no matter where the rest of the team is 
functioning.  PATHs can be used to orient new members, for annual reports to 
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funders, and for informational brochures to transition-age students, their families 
and other stakeholders.  

 
3. Use action plans to open and close team meetings. Team leaders who use 

action plan updates to open meetings will encourage team members to come to 
meetings with their assigned tasks accomplished and to be prepared to discuss 
their actions. Likewise, if action plans are summarized and distributed at the 
close of team meetings, members will quickly learn to test for understanding if an 
assigned task or timeline is unmanageable. Using the team’s action plan in this 
manner will enable every team member to know what tasks have been 
completed and what tasks remain to be completed. When team members realize 
that some actions have been completed and others are moving forward, they are 
motivated to continue working on their tasks. Other team members have an 
opportunity to request additional resources or time if necessary. Finally, the 
team’s leaders have a clear and timely idea of the team’s progress and pitfalls on 
all action plan items.  
 

4. Use PATH materials and action plans to guide meeting agendas. During 
each meeting, as action plan items are updated and discussed, those items that 
need additional time for information sharing, discussion, or decision-making can 
be used to identify agenda items for future meetings or to make potential 
revisions to the current meeting’s agenda. During the norming stage, meeting 
agendas will vary across teams as widely as do their goals. Nevertheless, Table 
4.2 on page 81, is an example of a typical meeting agenda for a norming team. 



L e a d i n g  C o l l a b o r a t i v e  I n t e r a g e n c y  T e a m s  P a g e  | 80 
 
 

 

Table 4.2 Sample Meeting Agenda for a Norming Team 
 
 
9:00am   Introduction of new members and guests 
               Goals, roles, and processes of today’s meeting 
               Case study update from Highlands High: how our team is making a difference 
 
9:30am   Report from Subcommittee #1: Transition into Employment Resource Fair 
               Action plan update 
               For approval – resource fair date, location, times 
 
10:15am Report form subcommittee #2: Personnel development workshop 
               Action plan update 
               For information  - number of participants, evaluation summary 
 
10:45am Report from subcommittee #3: Policies and Procedures 
               Action plan update 
               For vote – Request meeting with VR to discuss findings from Highlands High 
 
11:15am Other news and sharing 
               Confirmation of date/location for next meeting 
               Draft agenda for next meeting/action plan sharing 
 
11:30am Adjourn        
 
 
 

5. Be willing to revise goals. As teams begin working on their initial goals, they 
may find that some (or even all of them!) need revision. They may be too large, 
too unclear, unmeasurable, or simply unattainable. As necessary, team must be 
willing to break a large goal into smaller goals, adjust desired quantities or 
timelines, revise desired quality, or increase the resources dedicated to attaining 
the goal. In some rare cases, it may even be necessary to discard one or more 
goals and to set entirely new ones.  
 

6. Use additional planning tools. As teams work on their action plan, leaders and 
members may find it helpful to use proven tools to guide their scheduling.   For 
example, “Gant Charts”, listing weekly, monthly or even quarterly activities by 
goal break are especially useful for documenting long-term goals across multiple 
months. Create a “Planning Timeline” by having the leader draw a long line (this 
serves as the timeline) across the middle of several pieces of flipchart paper and 
posting them on the meeting room wall. The vision and goals are written at one 
end of the timeline. As team members identify tasks necessary to accomplish the 
goal, the leader writes them along the timeline and records the person(s) 
responsible for each task’s completion.  
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7. Meet regularly and be willing to revise the team’s structures and schedules, 
as needed. During the storming stage, the team will have agreed upon a team 
structure and meeting schedule, but as members begin working on their action 
plan items, they may find it helpful to organize new or additional work teams or 
subcommittees. These smaller teams and/or the larger team may also find it 
helpful to meet more or less frequently. Many teams find it helpful to hold 
regularly scheduled full- team meetings every other month (and in rare cases, 
only three or four times a year) where work groups or subcommittees can deliver 
full action plan reports to the entire team and address tasks impacting the entire 
team. Between these meetings, the smaller teams or subcommittees meet more 
frequently to pursue their specific assigned goals and action plans.  
 

8. Communicate, communicate and communicate. Team leaders should 
encourage team members to use effective communication strategies to 
communicate with each other and with facilitators between team meetings. (See 
Section Three: Storming Stage, pages 69-70.) For example, increased 
communication may be essential when members become aware of a potentially 
useful resource or a potential barrier or pitfall, when members need to update 
others of their progress or pitfalls on assigned action plan items, when members 
need to share completed tasks so that others can move forward, or when 
members are unable to attend a team meeting. E-mail has become an excellent 
way for members to communicate between meetings and virtual teaming 
strategies discussed in Section Three may also be helpful. Team leaders should 
also encourage members to be aware of communication needs outside of the 
team. Questions to consider include: Who needs to be informed of what our team 
is accomplishing? Do we need to hear about the activities of our work teams or 
subcommittees? Do we need updated information from key stakeholders on 
legislation, policies, procedures, budgets or other resources?  
 

9. Celebrate team milestones. During the norming stage, teams should be mindful 
of taking time to recognize and to celebrate milestones along the way. Some 
goals will take two to three years to fully attain; for these goals, celebrating 
milestones with applause, cheers or stickers placed on action plans enables 
members to remain motivated. Likewise, reaching consensus on a difficult 
problem and completing a major activity are both good times to celebrate. Lastly, 
teams might schedule an annual meeting for a celebratory luncheon, for a cake 
cutting celebration, or for a social outing outside of the meeting.  
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#2: Using Evidence-Based Collaborative Interagency  
Team-Based Activities and Practices  

 
Specific collaborative interagency team-based activities and practices associated with 
enhanced postsecondary outcomes for young adults with disabilities are just beginning 
to emerge from literature (e.g., Dedrick & Greenbaum, 2011; Everson, Ivester & 
Guillory, 2008; Hurlburt et al, 2014; Noonan et al., 2014; Povenmire-Kirk et al. 2015). 
Although many of these practices are positively correlated with enhanced outcomes 
supported by quantitative research, many others are emerging as possible practices 
supported by qualitative research such as team member focus groups, longitudinal case 
studies of teams, and record reviews of team documents.   
 
What are the most effective activities and practices? How do we know what activities we 
should pursue? Drawing from the studies above, Table 4.3, below and continuing on 
page 84, summarizes the collaborative interagency team-based activities and practices 
that are most likely to yield positive outcomes for teams to consider during the norming 
stage. 
 
Table 4.3 Emerging Evidence-Based and Team-Based Collaborative 
Interagency Activities and Practices 
 
 
 
9 The team has written membership guidelines specifying team members by 

agency and expected roles.   
 
 
9 During team meetings, members share information with each other about 

current policies and procedures and available transition-related services. 
 
 
9 Member agencies and organizations share staff development information and 

transition-related activities with other member agencies and organizations. 
 
 
9 Members collaborate in training and outreach on transition-related activities to 

consumers and their families. 
 
 
9 Members share common intake forms and collected client information related 

to transition services.  
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9 Members share common diagnostic assessment and evaluation procedures 
and forms related to transition delivery. 

9 Members jointly attend client case IEP/transition planning conferences. 

9 Members share office or other facility space.  

9 Members share the funding of or purchase of existing transition-related 
services. 

9 Members jointly fund transition-related personnel positions. 

9 Members have written interagency agreements or MOAs specifying existing 
areas of transition-related collaboration.  

9 Members have written interagency agreements or MOAs specifying intent to 
plan and deliver new and/or expanded policies and/or services.   

9 Members have written grant proposals specifying intent to collaborate on 
transition service delivery. 

 
#3: Guiding Teams Self-Monitoring and Evaluation 

Strategies to Maintain the Team’s Direction and Focus 
 
How can we maintain a focus on achieving outcome goals during the norming stage? 
How can we ensure that we are addressing the assessed needs of the target 
population? 

 

Vision and Goal Attainment: Keep Your Eyes on the 
Prize 

 
One lingering characteristic of the storming stage, and a potential pitfall of the norming 
stage, is focusing so much on the team’s growth and development that members lose 
focus of the outcomes desired for the target population. This happens when certain 
things, such as meeting regularly, feeling positive about the team, and completing 
action plan tasks, become more important to team members than the attainment of 
vision and goals and evaluation of results. During the norming stage, team leaders must 
continually remind members of an important golden rule, “Teams that accomplish work 
as a team, but who do not address the target population’s needs, the very needs that 
brought the team together, are not effective teams.” To maintain a team’s focus on 
goals, team leaders must be able to keep their teams focused on their missions, visions, 
values and goals.   
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When Alice was in Wonderland, she asked the Cheshire Cat in which 
direction she should head. He replied that if she didn't know where 
she was going, it didn't much matter in what direction she headed! 
The same is true with interagency teams; if teams don't have a vision 
and goals, it doesn't much matter in which direction they head.  

 
As discussed in Section Three, teams should identify and set two types of goals: 1) 
process goals that target the team’s growth and development and 2) outcome goals that 
specifically address the assessed needs of the target population. During the storming 
stage, most of the team’s work focused on tasks associated with process goals. During 
the norming stage, the focus changes and the team dedicates most of its work to tasks 
associated with outcome goals.  
 

Case Study Approaches: Encourage People’s Hearts 
 
Everson et al. (2008) suggest that a team adopt a specific strategy, a “case study 
approach”, to help members make the transition from working on process goals to 
working on outcome goals and to help them evaluate the impact of activities on the 
assessed needs of the target population.   
 
A “case study approach” enables a team to get to know people and how a community’s 
systems and services impact these same people. An interagency team does not commit 
to serving case study persons; this work remains the responsibility of service delivery 
teams, such as IEP (Individualized Education Program) teams. Instead, the interagency 
team identifies systemic barriers by getting to know how people are impacted by the 
barriers, and then the team tracks and evaluates changes in systems regarding their 
impact on these same people. By the spring of 2016, the TASC website will house 
podcasts illustrating strategies used by SC teams to incorporate case study approaches 
into their team activities.  
 
A “case study approach” provides a team with a structured way of collecting and 
analyzing data about the target population in order to make decisions and to take 
actions that will result in changes in people’s lives and outcomes. The authors of this 
guide further expand upon the use of a “case study approach” by suggesting that teams 
follow four distinct steps:  
 
1. Select between three and six people.  Teams should selected a small number of 
people from their target population for the case study. The number of individuals 
selected should be small enough to enable team members to get to know each 
individual’s unique story as he or she navigates through the systems that serve and 
support his/her transition needs. Equally as important, the number of individuals 
selected should be large enough to compensate for people dropping out of systems, as 
well as for diversity within the population. Thus, the number of individuals selected will 
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depend upon the size of the community and the target population, the breadth of the 
community’s identified needs, and the diversity of the community and the target 
population. Specific case study individuals should be identified according to the team’s 
identified needs. For example, if a team is addressing the employment needs of 
transition-age individuals in an urban community, members will want to select teenagers 
who represent the diverse characteristics of urban teenagers who are potential future 
employees. If a team is addressing the transportation needs of persons with disabilities 
and low-incomes, members will want to select working adults, persons needing medical 
treatments, as well as people desiring social and recreational transportation. They will 
ideally choose people needing accessible options, people needing evening and 
weekend options and people of diverse ages and incomes. 
  
2.  Present the case study individuals to the team. Next, one or more persons who 
know the individuals well should present relevant information about the selected 
individuals to the team. The goal of this step is to provide team members with unique 
and relevant information about each individual. Presented information should be limited 
to information that will enable team members to understand the focus person’s specific 
needs within the framework of the identified community needs being addressed by the 
team. Presented information should also be structured in such a way that team 
members are able to appreciate the unique personalities, gifts, talents, dreams, and 
support needs of each focus person. Many teams have found it useful to ask the 
persons who are presenting the cases to use “person-centered planning” values and 
resource mapping tools to organize their cases.  
 
3. Discuss systemic needs faced by each case study individual. Either as each 
case is being discussed or once all cases have been discussed, the team should 
identify the systemic obstacles and opportunities faced by the case study individuals. 
Are there common obstacles or themes? Some teams have found it helpful to develop 
an “obstacles and opportunities” organizational chart for each case study. This will help 
a team identify those needs unique to each case study individual, as well as those 
needs common to the entire group.  
 
4. Track and discuss each case study individual. As action plans are being 
implemented, continue to track and discuss case study individuals. Periodically, the 
persons most knowledgeable about each case study should update the team on each 
individual’s progress. As these updates are presented, the team should ask itself two 
questions:  
 
“As a result of our team’s collaborative activities, how are we impacting the lives of 
individuals?” and “Given what we have accomplished at today’s meeting, what are we 
learning about our community’s needs, systems and services?”  
 
By responding to the first question, the team will begin to explore how it is 
accomplishing its outcome goals, whereas by responding to the second question, the 
team will begin to explore how it is accomplishing its process goals. During the norming 
stage, an effective team will be able to cite specific examples of how outreach, policy 
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and procedural changes, fiscal changes, or other actions pursued by the team have 
positively impacted individuals. Many teams find that documenting members’ responses 
to these questions is also helpful.   
 
Most interagency teams will quickly find that addressing the identified needs of the 
target population requires them to pursue one or two specific types of organizational or 
systems change activities. These activities usually include the development and 
dissemination of outreach activities and the revision of policies and procedures.  
 

Personnel Development and Consumer Outreach: 
Challenge the Process  

 
For many teams, addressing outreach activities is straightforward. As part of needs 
assessment activities, the team identifies key stakeholders who need information and/or 
skills related to the identified need. For example, high school teachers may need to 
know the legislative mandates of the IDEA (Individuals with Disabilities Education Act) 
specific to individualized transition planning. Supported employment personnel may 
need more effective skills in developing jobs for persons with multiple disabilities. 
Employers may need both information and skills for communicating effectively with 
persons with disabilities. Teenagers with disabilities may need opportunities to practice 
effective self-determination behaviors. Families and students may need to know more 
information about Social Security work incentives.  
 
All of these informational and other related skill needs may be addressed through the 
development and dissemination of written materials, establishment of toll-free telephone 
help lines, creation of Internet websites, and provision of workshops and seminars. As a 
result of outreach discussions, forms may be shared, data may be shared and even 
personnel offices and other fiscal resources may be shared.  
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Policies and Procedures: Challenge the Process  
 

Based upon our case studies, what policies and/or procedures may need to be changed 
or developed? How can we study and document the potential effects of these changes 
or additions? Based on our pilot or field-test, what policy and/or procedural revisions or 
additions are supported or warranted?  
 
Most teams find that addressing revision of policies and procedures is significantly more 
challenging than simply providing outreach. Simply stated, most teams will find that the 
way they and their agencies have been doing business simply does not enhance 
postsecondary outcomes for the target population. In these cases, policies and 
procedures that dictate the way member agencies do business need to be changed.  
 
Policies are written statements articulated by an agency or organization that describe a 
course of action to be followed by the agency or organization. Social service policies 
frequently are derived from federal and state legislation or mandates. Procedures are 
sets of written guidelines that describe in specific detail how particular policies should 
be implemented. Policies and procedures may impact every aspect of social services, 
from how personnel are hired and trained, how clients are referred and assessed, how 
funds and services are distributed, how service plans are written and implemented, how 
services are evaluated, and how clients are discharged to how clients may seek 
mediation.  
 
Policies and procedures are necessary and important, but as any client or family 
member of a client knows, they are also the most likely source of barriers and 
obstacles. Thus, for most teams, addressing policies and procedures will be a major 
focus of the norming stage.  
 
Teams will want to use a process that will allow them to address targeted policies and 
procedures both in terms of field-testing and in terms of any corresponding revisions. By 
using a process that involves addressing a series of questions, teams can outline the 
specific information and actions that will be required. The guidelines in Table 4.4 
beginning on page 89 and continuing on page 90, may be used as a point of reference 
for team leaders to consider when developing such a process (Everson & Guillory, 
2002).  
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Table 4.4.  Team Leader Guidelines for Use in Addressing Policies and 
Procedures 
 

 
1. Are there any current written policies and/or procedures that address the 

targeted community need? If so, based on the information from our case studies, 
are these policies and/or procedures supportive or detrimental? If detrimental, 
what specifically is negatively impacting the desired outcomes?   
 

2. If not, based on the information from our case studies, what needed policies 
and/or procedures could support the desired outcomes? To which agency or 
organization do these policies and/or procedures relate?  
 

3. Regarding existing policies and/or procedures, when were they developed or 
updated? On what are they based? If based on legislation, is it at the federal, 
state, regional, or local level?  
 

4. Regarding needed policies and/or procedures, what would be required to 
establish them? Would this have to take place at the federal, state, regional, or 
local level?  
 

5. What will our plan of action be in order to approach the appropriate agency or 
organization?  
 

6. If there is sufficient information available from our case studies to specify 
proposed policy and/or procedural changes or additions, with   whom, how, and 
when will we share this information? Are there opportunities to submit comments 
during public forums or hearings? Is there an existing council or committee 
whose mission and/or work scope could address this?  

 
7. If there is not sufficient information available from our case studies to specify 

proposed policy and/or procedural changes or additions, how can we investigate 
related successful policies and/or procedures in use in other communities or 
states? Once identified, with whom, how, and when will we share this 
information? Are there opportunities to submit comments during public forums or 
hearings? Is there an existing council or committee whose mission and/or work 
scope could address this? Will an individual meeting for this specific purpose 
have to be arranged?  
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8. Will we need to seek permission to field-test, collect data, and present and/or 

share results? Based on collaborative relationships with the appropriate agency 
or organization, what will be the parameters and protocol for conducting a field-
test, collecting data, and presenting and/or sharing results? Will waivers and/or 
special permission be required from the agency or organization if the policies 
and/or procedures being field-tested “violate” existing ones? Will consent forms 
be required for the field-test participants?  
 

9. Based on our field-test, what recommendation(s) regarding written revision(s) 
and/or additions to existing policies and/or procedures can we make? Can 
warranted policy and/or procedural changes and/or additions that support the 
desired outcomes be identified? If so, when and how will they be addressed in 
writing?  

 
10. If not, based on collaboration with the appropriate agency or organization, what 

are the appropriate next steps? Is a more extensive field-test required?  
 

  
 

Developing Interagency Agreements: Encourage Others 
to Act 
 

Do we want and need to formalize our vision, values, mission, goals and agreed-upon 
responsibilities in an interagency agreement? What would be the benefits of doing this? 
Are there any disadvantages to consider?  
 
The authors of this guide have found that many teams, but not all, benefit from 
developing interagency agreements among the agencies and organizations represented 
on the teams. The primary advantage of an interagency agreement is that it lives on 
beyond the life of individual team members and the team itself. An additional advantage 
of an interagency agreement is that it delineates the responsibilities of each 
participating agency or organization.  
 
The primary disadvantage of an interagency agreement is its formality. That is, it may 
limit what agencies do to what they actually said they would do in the agreement, thus 
the oft quoted, “But we didn’t agree to do that!” The bottom line is an interagency 
agreement is only as good as the teaming skills of the people involved in its 
development and implementation. However, if a team does decide to develop an 
interagency agreement, Table 4.5 on page 91, provides some guidelines for team 
leaders to consider (Everson & Guillory, 2002).  
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Table 4.5 Team Leader Guidelines for developing Interagency Agreements  
 
 

1. The purpose of the agreement is clearly stated. 
 

2. The names of all participating agencies and organizations are accurate and 
inclusive. 
 

3. The goals and outcomes to be accomplished by the agreement are clearly 
stated. 
 

4. Terminology is clearly defined. 
 

5.  Roles and responsibilities of all participating agencies and organization are   
clearly described. 

 
6. Commitment to the collaborative interagency team is evident. 

 
7. Available service options are specified. 

 
8. Resource sharing is described (personnel, fiscal).  

 
9. Procedures and timelines for dissemination and implementation of the agreement 

are specified. 
 

10. Procedures and timelines for updating the agreement are specified.  
 
 
Summary 
 
Norming is a time of hard work and results for team leaders and for team members. 
Healthy norming teams will build upon the foundation they laid during the forming and 
storming stages, possibly electing to use a PATH and action/strategic planning to 
effectively accomplish their goals and objectives. Healthy norming teams will embrace 
various implementation strategies such as joint personnel development and consumer 
outreach activities, shared office space, personnel and funds, the use of a case study 
approach, field-testing of policies and procedures, and the development of interagency 
agreements to makes their work more efficient and rewarding. Exemplary leaders will 
lead teams by guiding them through the activities described in this section and by 
challenging organizational and systemic processes, encouraging the hearts of others 
with case studies, and encouraging team members and other stakeholders to act in 
value-based and visionary ways to bring about systems change and results.     
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Section Five: The Performing Stage of Interagency 
Team Development  
 

Goal of Section Five 
 
Team leaders will be able to guide interagency teams through the implementation 
activities, monitoring, and evaluation activities associated with the performing stage.  
 

Competencies 
  
Upon completion of this section, team leaders will be able to: 
  
1. Guide teams through the use of various planning and self-assessment strategies to 
help maintain the team’s direction and focus; and 
2. (As appropriate) Guide teams through disbanding (i.e., Tuckman’s adjourning stage) 
when the community’s needs have been met or when the team’s work has been 
completed. 
  

Team Timelines for Completing the Performing Stage  
 
As previously noted in Section Three, following the storming stage, many teams will 
spend all of their remaining time together functioning in the norming stage. These teams 
will never attain the performing stage, but instead they will address quite effectively the 
needs they set out to address, pursue their visions, accomplish their goals and feel 
great satisfaction with their goals, roles and processes while remaining in the norming 
stage. For these teams, the norming stage will only end if they slip back to the storming 
stage or if the team disbands. 
  
However, other teams will attain the performing stage. These teams will spend their 
remaining time together in this stage, ending only if the team slips back to an earlier 
stage or if the team disbands. If teams attain the performing stage, it is typically not 
before their 12th meeting together, and may occur as late as three to four years after 
team initiation.   
 

Exemplary Leadership Attributes during the Performing 
Stage 
 
During the performing stage, exemplary leaders are those who practice deep listening, 
allow surprising questions to emerge, encourage innovation to emerge over times and 
from the bottom up, and are comfortable with both ambiguity and improvisation 
(Sawyer, 2007). Exemplary leaders do more than see the North Star or the long-term 
goal; they allow and encourage the North Star to emerge from the team’s work and 
details. The process can feel riskier and arguably less efficient than more structured 
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strategic planning, but when healthy performing teams are led by exemplary leaders, 
they create collaborative and improvisational innovation that truly earns the appellate 
“group genius”.       
 
 
Characteristics of the Performing Stage  
 
Performing is the highest level of team functioning. At this stage, teams are able and 
willing to maintain, and potentially expand, their efforts, even in the absence of fiscal 
incentives (e.g., supplementary grant funding to conduct teaming activities) or mandates 
(e.g., state regulations to operate teams). The performing stage is characterized by 
continued personal growth among individual team members, continued development of 
team loyalty, and deeper relationships among team members. As work continues and 
as results begin to emerge from norming stage activities, performing teams are able to 
self-monitor and self-evaluate their efforts. They are able to tolerate ambiguity, 
uncertainty and ask deep questions. They are able to allow and welcome innovation. As 
a result, teams accomplish organizational and systemic changes, and in some cases, 
eventually agree to disband once the team’s work has been accomplished.  
 
Performing Stage Activities  
 
The authors of this guide suggest that team leaders; 1) guide teams through completion 
of various activities during the performing stage to  maintain their direction and focus; 2) 
create innovation and change; and 3) (as appropriate) guide teams through disbanding 
when the community’s needs have been met or the team’s work has been 
accomplished.  
 
 

#1: Using Planning and Self-Assessment Strategies to  
 Maintain a Team’s Direction and Focus 
  
How can our team avoid becoming too specialized or too isolated within the larger 
community? How can we effectively address internal and external resistance so that we 
can maintain our team’s direction and focus? How do we know if we are making a 
difference? Are we anywhere near our North Star? 
 
Even performing teams faces challenges at every step.  Action plans provide teams with 
direction and focus from one meeting to the next, and form month to month, but 
additional strategies are frequently needed for teams to reach the performing stage and 
to function not only effectively, but innovatively – with group genius. Among the planning 
strategies to consider during the performing stage, Everson (1993) suggests that teams 
consider coalition building, exercising influence, and managing resistance. Further, 
Archer and Cameron (2007) and Hatley (2001) urge teams to address and become 
comfortable with diversity.   
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Build Coalitions  
 
Although it is important for teams not to lose sight of the target population they decided 
to serve, it is equally important for teams not to isolate their efforts with the target 
population from other populations and/or communities that might enhance their efforts.  
 
Thus, as teams implement their action plans, explore their case studies, and begin to 
realize results, team leader and members should look outside of the core team’s 
membership for additional support, as appropriate. For example, a team that originally 
convened to address the needs of students and adults who are deafblind may, over 
time, realize benefits from expanding the team’s membership and activities in order to 
address persons with a wider array of disabilities who have comparable needs. 
Likewise, a team that originally convened to address the housing needs of people with 
disabilities may, in time, decide to expand its efforts to target all of the community’s 
residents with low incomes and unmet housing needs. A team that annually sponsors a 
career and employment fair for high school students with disabilities may wish to 
broaden its membership and activities in order to offer a fair that targets all high school 
students. 
  
Support may come from building alliances with specific disability advocacy groups, state 
and national parent or family groups, professional organizations, as well as with various 
political, religious, civic or economic groups. Coalition building may include expanding a 
team’s membership to include members from these new groups. It may include core 
team members joining and becoming active members of these groups, such as 
Chamber of Commerce boards, Workforce Development Boards, community college or 
university Board of Trustees members and so on. Coalition building may also include 
expanding outreach efforts to these groups by inviting them to participate in team-
sponsored workshops and seminars. Similarly, it may also include: negotiating with 
corporations or local celebrities to jointly sponsor initiatives or to oversee public 
relations campaigns to underserved populations; developing regional or statewide 
networks of teams to share activities and findings; and jointly responding to state or 
federal requests for grant proposals. 

 
Exercise Influence 
  

Influence is a broad concept that includes a range of activities that enable teams to 
better mobilize all available resources in order to bring about desired solutions. In 
human services, desired solutions are often driven more by values and positive client 
outcomes than by cost benefits. Therefore, most teams will find that educative, rather 
than coercive, techniques are most effective. These techniques include, for example, 
listening to organizing parents, families, clients, and other advocates when they request 
funding or policy changes and making data-based presentations highlighting improved 
client outcomes to key stakeholders. 
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Change, even when it is planned and anticipated, upsets the equilibrium of the target 
community and systems. Thus, teams should anticipate some resistance to its activities 
and desired goals. As was discussed in Section Three, during the storming stage, this 
resistance is most likely to come from within the team. During the norming and 
performing stages, however, this resistance is more likely to come from external forces. 
  
Resistance to change from external forces can be problematic if it is unexpected and if 
there is no plan for how to address it. Key stakeholders — agency directors, family 
members, and advocates who are not team members — are likely sources of 
resistance. Teams can minimize this source of resistance by ensuring adequate 
membership during the forming stage, by collecting representative needs data during 
the storming stage, and by engaging in proactive outreach and public relations about 
the team’s values, mission, and goals during the storming and norming stages. Building 
coalitions and using them to exercise influence are also invaluable strategies during the 
performing stage.   
 
Kettner, Daley, and Nichols (1985) suggest that the key to managing resistance is 
simply to expect it and to systematically plan how to address it. Open discussions 
between team members and external stakeholders may be warranted. Specifically, they 
suggest that a team consider whether personnel may feel threatened or devalued by 
proposed changes. If so, personnel training may be warranted. Further, proposed 
changes may threaten established job positions, disrupt working relations and alter the 
balance of scarce resources. If so, these issues should be addressed as part of the 
team’s actions 
  
When these techniques fail to reduce external resistance, performing teams must be 
prepared to understand and address this resistance. “Force Field Analysis” (Lewin, 
1951) is a planning strategy that many teams have found useful in addressing both 
external and internal resistance.  
 
Force field analysis is based on systems theory. Systems theory (e.g., Bronfenbrenner, 
1989) emphasizes the importance of viewing any department, program, agency, 
organization, community, or even team as an open model with numerous 
interdependent parts. These parts constantly seek stability, but stability is dynamic 
rather than static. This is because stability is continuously impacted by a series of 
opposing and counteracting forces known as “driving forces” (resources) and 
“restraining forces” (barriers). Lewin (1951) suggests that systems become stuck in a 
force field when these driving and restraining forces press against each other. Systems 
change can only occur when these forces shift and the systems once again achieve 
stability.  
 
A team can use modified force field analysis activities to solve problems caused by this 
resistance. These activities force teams to move forward, by focusing energies on 
strengthening resources to overcome resistance. The following table, Table 5.1, details 
six steps collaborative interagency team leaders should adhere to when using force field 
analysis to manage resistance.  
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Table 5.1 Team Leader Strategies for Reducing External Resistance 
 
 

1. Review, confirm and, if necessary, revise vision, identified needs and 
desired solutions. If a team lacks clarity, it may be because consumer needs 
have changed and new or additional needs assessment data may need to be 
secured. 

   
2. Review, confirm and, if necessary, revise goals and activities. If a team 

commits to plans originally articulated during the forming stage, it may need to 
consider a public relations campaign to ensure that external forces understand its 
values, vision, mission, desired solutions, goals and activities.  
 

3. Assess team functioning. These first two steps may, in and of themselves, 
reduce resistance, but they may also return the team, kicking and screaming, to 
the storming stage. If these steps do return the team to the storming stage, team 
leaders should take a deep breath, express some humor and, as needed, revise 
vision, needs, solutions, membership, goals, activities, as well as team structure 
and operating procedures.  
 

4. Brainstorm a list restraining forces (barriers) and driving forces (resources) 
that are creating resistance to goals and activities. Once a team has 
committed to vision, needs, solutions, goals, and activities, if external resistance 
is still of concern, team leaders should guide the team through the next step.  
 
Step four requires the team to brainstorm a list of restraining forces and driving 
forces. Restraining forces are any barriers or problems that the team identifies as 
reasons a desired solution is not currently in place. Restraining forces may 
include personnel — not enough personnel or not enough personnel with 
knowledge or skills in a specific area. They may include policies or procedures 
that inhibit a desired practice. They may include inaccessible buildings, 
communication or cultural or linguistic barriers, limited transportation routes, 
limited affordable housing, and so forth. Whenever appropriate, leaders should 
attempt to expand members’ responses. For example, “money” should be 
expanded to indicate the service or outcome for which money is needed. Driving 
forces are any resources, supports, and reinforces that a team can potentially 
use to achieve desired solutions.  
 
Driving forces may include existing personnel, potential funding sources, 
supportive key stakeholders, existing policies and procedures, underutilized 
services, local family and advocacy groups, and so forth. 

 
5. Discuss and reach consensus on actions that team members may take in 

order to increase the driving forces (resources), thus reducing the 
opposing forces (barriers). Taking these agreed-upon actions will break the 
force field, thus reducing resistance. 
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6. Revise team structure, membership and/or action plans. The final step is for 

the team to revise its structure, membership and/or action plans to reflect these 
new actions and to implement the revised action plans.  

 
  
As part of force field analysis, when a team is developing revised action plans to 
increase driving forces, it may want to consider a conflict resolution approach suggested 
by Filley, House, and Kerr (1976). This approach, described as a “win-win” and “lose-
lose” approach, uses negotiation, bargaining, and compromise to enable all parties to 
acknowledge potential gains and losses from adopted goals and actions. Teams should 
ask themselves: “What are we winning and losing? What are our external forces 
winning and losing? Can we live with these wins and losses?” 

 

Embrace Diversity 
 
 
“Difference is the grit in the oyster – develop it properly and it can 
turn into a pearl.” 
 
- Archer & Cameron (2009, p. 90) 
  
 
Emerging research suggest that groups of people working together as healthy teams to 
solve problems are more effective than individuals working alone, because of the variety 
of values, experiences, and behaviors they bring to the group (Tekleah, & Quigley, 
2014). Emerging research also indicates that diversity is more complex than team 
leaders and members may realize (Bantz, 1994). 
 
For example, collaborative interagency teams addressing postsecondary transition 
services may need to consider diversity among team members, between team 
members and students and families, between students, their parents and other family 
members, and between students and potential employers. Diversity might include 
attending to the following: 
 

x Cultural differences in values about securing competitive employment and 
earning wages as well as moving away from home to live with same age 
peers   

x Cultural differences in values about self-determination and self-advocacy for 
teenagers and young adults 

x Linguistic misunderstandings about terminology, policies, and assessment and 
intake protocols 

x Generational diversity in communication and technological preferences   
x Deaf cultural diversity in language and communication culture 
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x Gender diversity in leadership attributes and styles 
x Religious differences in team meeting schedules and student work schedules   

 
A performing team celebrates this diversity throughout the forming, storming and 
norming stages and is able to draw upon, and even further develop, individual talents to 
accomplish team goals. During the performing stage, the team is better prepared than 
during earlier stages to address diversity, because of enhanced relationships among its 
team members and because of its use of effective communication skills. Rees (1997) 
suggests that a team periodically consider eight guidelines to assist its members to 
become comfortable with diversity (pp. 173-174). These principles are summarized in 
Table 5.2 below.  
 
Table 5.2 Team Leader Strategies for Addressing Diversity 
  
 

x Assume that other team members may not think, feel, hear, or see things the 
way you do.  

 
x Do not be intimidated by difference. Ask questions, listen, and observe.  

 
x If other team members offer information on hobbies or family, ask questions to 

learn more about them.  
 

x Learn to ask open-ended questions to draw out other team members.  
 

x Find out what other team members’ work experiences have been.  
 

x Learn what other team members would like to get out of being on the team.  
 

x Make it your goal to learn ways that each team member is unique.  
 

x Learn to dwell on ways you are similar to others on the team.  
 
 

Self-Monitoring and Evaluation 
 
How does our team periodically assess whether we are doing what we set out to do? 
How does our team assess whether our actions are making positive differences in the 
lives of our target population?  
 
Monitoring and evaluation activities enable teams to assess their progress and the 
impact of their actions. Most teams recognize the importance and usefulness of these 
activities, but time constraints, fiscal limitations, as well as the overwhelming thought of 
conducting the activities, may cause many teams to avoid them until forced to do so. 
While it is true that collecting and using data from these activities can be overwhelming, 
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it is equally true that collecting and using monitoring and evaluation data can be 
rewarding.  
 
During the storming and norming stages, a team often uses external evaluators to 
assess its work. Team members may perceive these activities as being punitive — 
activities that will determine whether grants or other funding awards are received or 
whether supervisors or constituents perceive their work as being productive. During the 
performing stage, the team has developed the relationships and the processes 
necessary to self-monitor and evaluate its work. Thus, it is able to check itself 
periodically to assess whether it is doing what it set out to do and whether its actions 
are making positive differences in the lives of its target population. 
  
Kettner and colleagues (1985) describe monitoring activities as “early warning systems” 
designed to provide a team with information that is useful in keeping its activities on 
course. Monitoring activities are formative; they provide a team with periodic internal 
checks so that goals, roles, and processes may be continued as is or be revised. They 
assess self-regulatory processes, such as team functioning, team roles, and team 
processes. In contrast, evaluation activities assess intended and unintended impacts of 
the team’s activities. They are summative; they provide a team with external checks of 
completed actions by measuring outcomes. They assess changes in target populations, 
personnel, families, policies and procedures, and so forth. Thus, they are distinctly 
different in their purpose and use, but they are also interrelated in their design and 
usefulness to teams. 
  
Comparable to needs assessment activities, described in Section Three, monitoring and 
evaluation activities can be both costly and time-consuming. It is, therefore, essential 
that a team spend time discussing and designing a set of activities that provide all of the 
information it needs to make formative and summative decisions, but that do not require 
more resources than it is able to commit.  
 
One very simple but powerful strategy that many team leaders have adopted is 
described in the following paragraphs.  
  
Kaizen. Kaizen (pronounced ky´zen) is one of the most frequently used words in 
business and everyday Japanese life (Imai, 1986). Kaizen, according to Imai, means 
gradual, unending improvement. It suggests that people seek every day to achieve 
higher standards by involving everyone in doing even the little things better. Imai (1986) 
further comments that pursuit of kaizen values and strategies is what most clearly 
differentiates Japanese business approaches from the United States’ approach of 
pursuing outcomes and its results orientation. 
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Kaizen values and strategies embrace teamwork because they promote communication 
and feedback, information and resource sharing, and goal setting. Kaizen strategies 
include, for example:  
 

x suggestion boxes 
x brainstorming techniques 
x focus groups  
x team action planning  

 
Kaizen values and strategies enable a performing team to continually self-monitor its 
actions. One simple kaizen strategy that many teams have found useful is to close each 
team meeting with a five-minute activity where team members articulate a list of “things 
that worked really well at this meeting” and a list of “opportunities for improvement at 
our next meeting”. This activity enables all team members and leaders to share 
feedback about the meeting in order for the team to improve, at the next meeting, any 
things that need improvement. 
  
The Transition Alliance of South Carolina utilizes a Meeting Effectiveness Survey 
(See Appendix A), which was developed by staff at the Center for Disability Resources, 
to monitor the use of effective meeting practices by statewide and local teams receiving 
technical assistance via Alliance initiative. Local teams may find this tool helpful in 
monitoring their own practices and procedures as well. 
 
Goal Monitoring. Many collaborative interagency team leaders have found it helpful to 
conduct monitoring activities on a quarterly, biannual or annual basis. The authors of 
this manual suggest that teams set aside one meeting date on an agreed-upon 
schedule to conduct monitoring activities. During this meeting, teams should assess 
their goals, roles and processes. 
  
For example, team facilitators might distribute a worksheet listing each of the team’s 
goals to all team members. Next to each goal, the worksheet should list indicators of 
goal accomplishment from which team members may select. Team facilitators should 
instruct team members to, first, individually complete the worksheet and, second, after 
tallying the results for the entire team, engage the entire team in a discussion of findings 
and next steps. Another strategy for teams to consider is use of the “Gant Chart” as a 
monitoring form. (See Section Four, page 87). Because the “Gant Chart” identifies 
desired goals and actions by timelines, team leaders can use the form to record 
whether or not actions were completed according to projected timelines.  
 
Regardless of the mechanism(s) used to gather monitoring data, once the data are 
collected, team leaders must lead the team through a discussion of the results. 
Questions to consider include: 
 
1) Are we headed in the right direction for meeting our goals?  
2) Are we making progress towards the North Star or long-term goal(s)? 
3) Do our current roles enable us to work as effectively as possible? 
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4) Do our current processes enable us to work as efficiently as possible?  
5) What is working well and what is not working well?  
 
Evaluation strategies. Evaluation strategies enable a team to make decisions about 
the value and worth of the team’s activities and the results it achieved. Specifically, 
evaluation data assist the team in determining whether completed activities achieved 
the desired goals and outcomes and whether the team should consider expanding or 
replicating its findings with other communities or target populations.  
 
To meet these needs, evaluation strategies should yield data that enable a team to 
assess: (1) effort or the type and amount of resources needed to accomplish goals; (2) 
performance outcomes; (3) efficiency of outcomes with respect to effort; and (4) process 
or information on how the team attained the results. Soloman (1977) suggests several 
evaluation planning strategies for a team to consider when designing evaluation 
activities: (1) build evaluation activities into action planning and monitoring activities; (2) 
set clear and measurable goals; (3) define outcomes; (4) select appropriate procedures 
and tools; and (5) collect and use the data. 
  
What evaluation activities are appropriate for collaborative interagency teams 
addressing postsecondary transition services? It depends! The most appropriate 
evaluation mechanisms will be determined by each team depending upon its identified 
needs, target goals and proposed outcomes. Nevertheless, there are some 
mechanisms that will be appropriate for nearly every collaborative interagency team 
addressing postsecondary transition services and outcomes. For example: 
 

x Follow-up surveys and interviews with students who have transitioned out of 
school 

x Follow-up surveys and interviews with potential and current employers in 
community-based vocational training sites 

x Document reviews of IEPs 
x Focus groups with students who have exited school, transition personnel, and 

other team members 
x Satisfaction surveys of personnel development activities 
x Document reviews of team materials (strategic PATH plans, value, vision, and 

mission statements, action plans, interagency agreements etc.) 
x Rates under treatment database evaluations of adult service agencies pre- and 

post-team initiation 
x Team functioning assessments 
x Student self-determination assessments 
x Team case study and student case study reports completed by external 

reviewers    
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#2: Guiding a Team through Disbandment  
 
Once our team has accomplished what we set out to do, what happens next? If our 
team decides to disband, how should we go about it? The old familiar Neil Sedaka song 
states, “Breaking up is hard to do.” This fact holds as true for performing teams as it 
does for personal relationships. Some teams, far too many in fact, will break up during 
the forming or storming stages. Those that do are likely to have mixed feelings about 
their teaming experiences — some regrets and some relief that it is all over. However, 
those teams that break up during the performing stage do so because they have 
accomplished what they set out to do.  
 
Woodring and Zigami (1997) suggest that teams that break up during the performing 
stage need some form of ritual or event to mark this transition, for example, a formal 
and final meeting where members socialize, celebrate, and share what they have 
learned from being a part of the team. Some teams even find it important to hold 
“alumni” team meetings. Lastly, Woodring and Zigami (1997) caution that it is important 
to honor past teaming experiences when these members join a new team. One way to 
do this is for team leaders to organize a simple icebreaker activity where every team 
member shares the positive experiences and qualities that he/she would like to bring 
from a former team to the newly forming team.  
 
 
 

Summary  
 
Performing teams are teams that function at the highest level of teaming. They are 
productive, efficient, loyal and caring. They are innovative, risk-takers and 
improvisational. Members are able to engage in self-monitoring and evaluation 
activities. They use their monitoring and evaluation data to celebrate what is working 
well and to remediate what is not working well. They are able to make important 
decisions about their goals, roles and processes, even when threatened by external 
forces. Lastly, they are able to make difficult decisions about staying together or 
disbanding when they have addressed the needs that brought them together in the first 
place. 
 
 
 
 
 
 
 
 
 
 



L e a d i n g  C o l l a b o r a t i v e  I n t e r a g e n c y  T e a m s  P a g e  | 102 
 
 

 

 
 
 
The Transition Alliance of South Carolina is a collaborative secondary transition 
initiative housed at the Center for Disability Resources at the University of South 
Carolina School of Medicine. 
 
The development and dissemination of this document are supported by funds from 
the South Carolina Developmental Disabilities Council and the SC Department of 
Education, Office of Special Education Services. The opinions expressed herein 
are solely those of the authors and do not necessarily reflect the positions or 
policies of the funding agencies, and not official endorsement should be inferred. 
This guide may be reprinted with written permission from the authors. Contact Joy 
Ivester (joy.ivester@uscmed.sc.edu) for more information.  
 
 
 
If you list this document as a reference, we recommend the following format for documents 
requiring APA style:  
 
 
Everson, J.M. Ivester, J.G., Carlson-Britting, K.B. and Cordoni, LS. (2015). Leading 
Collaborative Transition Teams: The Transition Alliance of South Carolina’s Guide for Working 
Together to Increase Successful Student Postsecondary Transition Outcomes through Active 
Interagency Collaboration.. Columbia: University of South Carolina School of Medicine, Center 
for Disability Resources. 
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APPENDIX A 
 

Additional Teaming Tools and Resources 
 
 
 
A.1. SC Transition and Employment Advancement Model: 

Quality Indicators for Secondary Transition: Program 
Check & Reflect Tool 

 
 

A.2.  Interagency Team Development and Collaboration 
Scale 

 
 
A.3.  Meeting Effectiveness Survey 
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A.1. Transition Alliance of South Carolina  
Quality Indicators for Secondary Transition: Program Check & Reflect Tool 

Purpose: 
This program check and reflect tool is designed to assist schools and school districts to identify their 
strengths and areas for growth as well as their priorities for program improvement, as it relates to transition 
services for students with intellectual and developmental disabilities (I/DD) who wish to leave school and 
become employed. This tool focuses on research-based practices and predictors of post-school success, 
with a particular focus on employment outcomes.  
 
Domains Addressed in the Tool: 

Transition Planning 
and Assessment Career Curricula Student 

Engagement Family Engagement 

Community-Based 
Work Experiences 

Interagency 
Collaboration 

Policy, Leadership 
& Administration 

Professional 
Development 

Inclusion of Multiple Perspectives: 
x Transition programs have multiple moving parts with different people creating, providing and 

receiving services. Given the potential array of perspectives, completion of the tool  could include 
feedback from the following individuals: 

o Special Education Teacher(s) 
o Special Education Administration 
o Support Personnel (e.g., Job Coach, Transition Specialist, Guidance Counselor, etc.) 
o Students and Families 
o Community Partners (e.g., DDSN, VR, etc.) 

 
Directions for Completing the Program-Check & Reflection Tool:  

x For each domain and associated indicator, identify the prevalence of or level of agreement with the 
practice and its priority for improvement. Please note that this tool is specifically focused on students 
with intellectual and developmental disabilities (I/DD). As such, when an indicator references 
“students,” it is referring to students with I/DD.  

x Rating each Indicator:  
o Prevalence (Domains 1-6) – For how many students with I/DD does the indicator 

occur?     For each indicator, specify (using an “X”) if the practice occurs Almost Always, 
Frequently, Sometimes, or Almost Never.  

� Almost Always = occurs with 76% or more of the students with I/DD 
� Frequently = occurs with between 51-75% of the students with I/DD 
� Sometimes = occurs with between 26-50% of the students with I/DD 
� Almost Never = occurs with 25% or less of the students with I/DD 

o Level of Agreement (Domains 7 & 8) – How strongly do you agree with the 
indicator? For each indicator in the Policy, Leadership and Administration domain and 
the Professional Development domain, specify (using an “X”) if you Strongly Disagree, 
Disagree, Agree, or Strongly Agree.  

x Priority for Improvement (All Domains) – Does the indicator need to be improved in your 
school for students with I/DD? What is the indicator’s priority for improvement? For each 
indicator, additionally indicate (using an “X”) your program needs by subsequently identifying the 
indicator’s priority for improvement. Codes include: High Priority, Moderate Priority, Low Priority, and 
Content with Status Quo.  

o High Priority = Immediate Need (to be addressed within next 6 months) 
o Moderate Priority = Intermediate Need (to be addressed within the next 6-12 months) 
o Low Priority = Long-term Need (to be addressed within the next 1-3 years) 
o Content with Status Quo = To date, no improvement is needed. 
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Domain: (1) Transition Planning/Assessment   
 Prevalence  Priority for Improvement 
 

INDICATOR 
Almost 
Always 
(≥75%) 

Frequently 
(51-75%) 

Sometimes 
(26-50%) 

Almost 
Never 

(≤25%) 

High 
Priority 

Moderate 
Priority 

Low 
Priority 

Content 
with 

Status 
Quo 

1.1: Students are taught about the transition 
planning process. 

        

1.2: A student’s IEP Team has all required 
members present and actively participating 
in transition planning and career 
development. 

        

1.3: At least 2 different age-appropriate 
assessments are used to address interests, 
preferences, and aptitudes other than 
academic skills (e.g., self-advocacy, 
dexterity, work-related behaviors, and 
employability skills). 

        

1.4: The age-appropriate transition 
assessments process includes informal and 
formal measures.  

        

1.5: Assessment data are collected on an 
ongoing basis from multiple service 
providers.   

        

1.6: Measurable postsecondary goals in the 
areas of postsecondary education/ training, 
employment and independent living are 
included in the IEP. 

        

1.7: Transition services and a course of 
study are identified and included in the IEP.  

        

1.8: Students, parents, and staff participate 
in a Person-Centered planning process 
(e.g., PATH, MAPS).  

        

1.9: Identification of transportation needs 
and relevant community resources are 
addressed as part of the transition planning 
process.    

        

1.10: Students exit school with the 
knowledge about how to access, accept and 
use needed supports and accommodations 
for work experiences.  

        

1.11 Students exit school with a 
comprehensive “Summary of Performance” 
and are prepared to discuss its content. 

        

1.12: School guidance counselors 
participate in academic, social/emotional, 
and career development with students.    

        

1.13: There is coordination between middle 
and high schools for transition planning and 
IEP development for students.   

        

1.14: Students exit school with a summary 
of academic and functional performance, 
including recommendations to assist the 
student in meeting postsecondary goals. 
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Domain: (2) Career Curricula 
 Prevalence  Priority for Improvement 
 

INDICATOR 
Almost 
Always 
(≥75%) 

Frequently 
(51-75%) 

Sometimes 
(26-50%) 

 

Almost 
Never 
(≤25%) 

High 
Priority 

Moderate 
Priority 

Low 
Priority 

Content 
with 

Status 
Quo 

2.1: Students are taught (in at least one 
course) by an evidence-based transition 
curriculum that has components 
specifically related to employment 
preparation.  

        

2.2: Classroom instruction for students 
includes development of employment 
and occupational skills. 

        

2.3: Students participate in school-
based work experiences. 

        

2.4: Students participate in community-
based work experiences. 

        

2.5: Students participate in career 
related programs and activities available 
through the general, career and tech 
education curriculum. 

        

2.6: Students are taught how to 
complete a job application. 

        

2.7: Students are taught employment 
skills using community-based 
instruction. 

        

2.8: Students are taught job-specific 
employment skills. 

        

2.9: Students are taught job-specific 
employment skills using computer-
assisted instruction. 

        

2.10: Students are taught self-
management for employment skills. 

        

2.11: Students are taught job-related 
social communication skills. 

        

2.12: Students exit high school with 
vocational education credits.   

        

2.13: Students exit school with 
technology training.  
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Domain: (3) Student Engagement  

 Prevalence  Priority for Improvement 
 

INDICATOR 
Almost 
Always 
(≥75%) 

Frequently 
(51-75%) 

Sometimes 
(26-50%) 

 

Almost 
Never 
(≤25%) 

High 
Priority 

Moderate 
Priority 

Low 
Priority 

Content 
with 

Status 
Quo 

3.1: Students are provided information 
about their role in the IEP/transition 
process.  

        

3.2: Students are provided with information 
regarding postsecondary education, 
employment and independent living 
opportunities.  

        

3.3: Transition-aged students are actively 
engaged in developing their IEP goals. 

        

3.4: Transition-aged students direct their 
IEP meetings.  

        

3.5: Students receive individualized 
instruction, as appropriate, in daily living, 
transportation, mobility, recreation and 
leisure activities that relate to their 
postsecondary goals.  

        

3.6: Learning experiences are provided to 
assist students to identify and communicate 
their strengths, weaknesses, learning styles, 
and unique characteristics.  

        

3.7: A method or curriculum is utilized to 
assist students in developing self-advocacy 
and self-determination skills.   

        

3.8: Students exit school with an 
understanding and ability to convey their 
support needs in major life domains.  

        

3.9: Students are encouraged to actively 
participate in developing connections and 
resources to secure and sustain 
employment (i.e., natural supports). 

        

3.10: Students are informed about service 
agencies (e.g., DDSN, Voc Rehab) and 
how, when, and where to connect to those 
agencies.  

        

3.11: Students are informed of external 
resources for postsecondary education, 
training or employment opportunities.  

        

3.12: Students participate in transition 
activities such as transition fairs, agency 
seminars and workshops with the general 
education population.  

        

3.13 Students with I/DD participate in the 
general education career guidance system. 

         

3.14 Quality Assurance: Feedback is 
collected from students about their 
participation and satisfaction with the 
transition planning process. 
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Domain: (4) Family Engagement   
 Prevalence  Priority for Improvement 
 

INDICATOR 
Almost 
Always 
(≥75%) 

Frequently 
(51-75%) 

Sometimes 
(26-50%) 

 

Almost 
Never 

(≤25%) 

High 
Priority 

Moderate 
Priority 

Low 
Priority 

Content 
with 

Status 
Quo 

4.1: Parents/families are provided with 
information about their role in the 
IEP/transition process. 

        

4.2: Parents/families are provided with 
transition related training opportunities.  

        

4.3: Parents/families are actively 
encouraged to participate in developing 
connections and resources to secure 
and sustain employment (i.e., natural 
supports).  

        

4.4: Parents/families are regular, active 
members of the IEP Team.  

        

4.5: Parents/families provide information 
regarding the student’s postsecondary 
goals and transition services recorded 
in the IEP.   

        

4.6: Parents/families contribute to 
Present Level of Performance 
information recorded in the transition 
plan.  

        

4.7: Parents/families receive training on 
informal and formal assessment 
practices as related to their child’s 
strengths, needs, interests, and goals.  

        

4.8: Parents/families are informed about 
service agencies (e.g., DDSN, Voc 
Rehab) and how, when, and where to 
connect to those agencies. 

        

4.9: Parents/families are informed of 
community resources for postsecondary 
education, training, and employment.  

        

4.10: Parents/families are engaged in 
peer mentoring practices. 

        

4:11: Parents/families are engaged in 
promoting their youth’s independence. 

        

4.12 Quality Assurance: Feedback is 
collected from parents/families about 
their participation and satisfaction with 
the transition planning process. 
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Domain: (5) Community-Based Work Experiences 
 Prevalence  Priority for Improvement 
 

INDICATOR 
Almost 
Always 
(≥75%) 

Frequently 
(51-75%) 

Sometimes 
(26-50%) 

 

Almost 
Never 

(≤25%) 

High 
Priority 

Moderate 
Priority 

Low 
Priority 

Content 
with 

Status 
Quo 

5.1: Students participate in community-
based internships that relate to their 
postsecondary goals.  

        

5.2: Student internship experiences are 
short-term, time-limited in nature, and 
are related to students’ postsecondary 
goals. 

        

5.3: Students participate in paid work 
experiences that relate to their 
postsecondary goals. 

        

5.4: Community work experiences 
emphasize paid (i.e., making at least 
minimum wage) work opportunities 
related to students’ postsecondary 
goals. 

        

5.5: Students and families receive 
instruction/training on the purpose and 
expectations related to their work as an 
intern or as a paid employee. 

        

5.6: Exiting students have a job at the 
time of their departure from high school.  

        

5.7: Students exit from school with two 
or more job experiences (e.g., paid work 
or internships) on their resume.  

        

5.8 Quality Assurance: There is a 
process in place to evaluate job 
shadowing placements, internships, and 
paid work experiences by the students, 
parents, school staff, and employers. 
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Domain: (6) Interagency Collaboration  
 Prevalence  Priority for Improvement 
 

INDICATOR 
Almost 
Always 
(≥75%) 

Frequently 
(51-75%) 

Sometimes 
(26-50%) 

 

Almost 
Never 
(≤25%) 

High 
Priority 

Moderate 
Priority 

Low 
Priority 

Content 
with 

Status 
Quo 

6.1: Postsecondary education contacts 
are invited to participate, as appropriate, 
in the IEP/transition planning process. 

        

6.2: Adult service providers are invited to 
participate, as appropriate, in the 
IEP/transition planning process at least 1 
year prior to exit.  

        

6.3: Adult service providers are invited to 
participate, as appropriate, in the 
IEP/transition planning process at least 2 
years prior to exit. 

        

6.4: Adult service providers are invited to 
participate, as appropriate, in the 
IEP/transition planning process 3 or more 
years prior to exit. 

        

6.5: Adult service providers attend, as 
appropriate, the IEP/transition planning 
meetings.     

        

6.6: Relevant business contacts are 
invited to participate, as appropriate, in 
the IEP/transition planning process. 

        

6.7: School-Adult Service System 
partnerships and linkages exist and 
promote effective employment 
opportunities for students. 

        

6.8: An interagency team process is used 
with students and families to link students 
to services, accommodations and 
supports after high school.  

        

6.9: The school and/or district and outside 
agencies have implemented an agreed-
upon process (e.g., Memorandum of 
Understanding) to coordinate 
occupational experiences.  

        

6.10: The school maintains monthly 
communication with outside employment 
agencies and related service providers.  

        

6.11: Quality Assurance: Input is 
collected from relevant service providers 
and community contacts on how to 
improve their collaborative partnership.  
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Domain: (7) Policy, Leadership, and Administration 
 Level of Agreement  Priority for Improvement 
 

INDICATOR 
Strongly 
Disagree 

Disagree Agree Strongly 
Agree 

High 
Priority 

Moderate 
Priority 

Low 
Priority 

Content 
with 

Status 
Quo 

7.1: There is an expectation (formal or 
informal) that students with I/DD will exit 
high school with work experience.  

        

7.2: There is a LEA person responsible for 
securing employment opportunities for 
students. 

        

7.3: There is a process in place to identify 
the level and type of on-the-job supports 
needed for individual students.  

        

7.4: Special education administrators have 
a thorough knowledge of the transition 
process.  

        

7.5: Building administration (i.e., principles) 
have a working knowledge of the transition 
process.  

        

7.6: Building administrators (i.e., principles)  
participate regularly in IEP meetings and 
transition planning.  

        

7.7: District and school level administrators 
promote diversity and inclusion of all 
students in school-based and community 
activities.  

        

7.8: Students with I/DD take one or more 
academic classes with the general 
education population.  

        

7.9: Fiscal resources are sufficiently 
allocated to support transition related 
activities.  

        

7.10: School staff (FTE) are sufficiently 
allocated to support transition related 
activities. 

        

7.11: District resources are available for 
staff training and transition program 
development. 

        

7.12: School programs and transition 
related activities are designed, implemented 
and shaped by frequent feedback from 
students and families.  

        

7.13: Quality Assurance: There is a 
system or process in place for annual 
transition program evaluation.  

        

7.14: Quality Assurance: On an annual 
basis, post-school follow-up data is 
collected and used for program 
improvement.  
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Domain: (8) Professional Development  
 Level of Agreement  Priority for Improvement 
 

INDICATOR 
Strongly 
Disagree 

Disagree Agree Strongly 
Agree 

High 
Priority 

Moderate 
Priority 

Low 
Priority 

Content 
with 

Status 
Quo 

8.1: Special educators and other 
transition providers have the opportunity 
to develop and maintain transition-
related competencies through ongoing 
professional development activities. 

        

8.2: Non-special education staff have 
professional development opportunities 
to develop a basic understanding of 
transition requirements for students with 
disabilities. 

        

8.3: Special Education and transition 
personnel receive ongoing training 
regarding how to administer and 
interpret data from both informal and 
formal assessments.  

        

8.4: Special Education and transition 
personnel receive ongoing training in 
job development and placement. 

        

8.5: Special Education and transition 
personnel receive current and ongoing 
training in providing on-the-job supports.  

        

8.6: Special Education and transition 
personnel are provided ongoing training 
in IEP development and the transition 
planning process. 

        

8.7: Special Education and transition 
personnel are provided training in 
student-directed activities (e.g., student-
directed IEPs). 

        

8.8: Special Educators and transition 
personnel are provided training 
opportunities regarding evidenced-base 
practices in transition, postsecondary 
education/training opportunities, Section 
504, ADA, and IDEA.  

        

8.9: The administration provides 
educators and transition personnel with 
access to up-to-date evidence-based 
resources on Transition. 

        

8.10: The administration encourages 
contact between educators/transition 
personnel and professional 
organizations related to Transition. 
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What it means & why it is important! 
 

As stated in the purpose section, this program check & reflect tool was designed to assist 
schools and school districts to identify their strengths and areas of growth.  It was 
additionally intended to generate an awareness of need, as it relates to transition services 
for students with intellectual and developmental disabilities (I/DD) who wish to leave 
school and become employed.  
 
Strategic transition planning and evidence-based employment preparation throughout 
school is imperative for youth with I/DD because in 2011, the employment rate for 
individuals with cognitive disabilities in South Carolina was 19% as compared to 73.3% 
for individuals who did not report having a disability (Erickson, Lee, & von Schrader, 
2012). Moreover, according to The Arc’s (2011) publication Still in the Shadows with Their 
Future Uncertain, “While the majority of people with I/DD want to have a regular job in the 
community just like everyone else, the promise of integrated, community-based 
employment is not being met.  In fact, the vast majority of people with I/DD are not 
employed at all.  Eighty-five percent of families reported that their adult family members 
with I/DD were not employed, either part-time or full-time” (p.5).  
 
The domains and indicators encapsulated in this program-check and reflection tool focus 
on research-based practices and predictors of post-school success, with a particular 
focus on employment outcomes. If there were domains identified where the indicators 
were being adopted with only a small percentage of student’s with I/DD, it stands to 
reason that there might be some room for program improvement. If school policies or 
professional competencies were acknowledged to be barriers to providing transition and 
employment related services, an action plan can be created to address the obstacles and 
deficiencies.  Other domains and indicators could have spurred discussion of program 
gaps, or hopefully program successes. Armed with information about a transition 
program’s strengths, weaknesses, and priority areas for improvement, it provides a 
starting point from which to have discussions about how to better serve youth with I/DD 
during school and better prepare them for the work world thereafter.  
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A.3. Meeting Effectiveness Survey and Notes 
 

Team:     Date:  
 

 Strongly 
Disagree Disagree Agree 

Strongly 
Agree 

The goals of the meeting 
were clear to me 

    

Most attendees participated 
in meeting discussion 

    

Leadership during the 
meeting provided clear 
direction 

    

The meeting was well 
organized 

    

The meeting was a 
productive use of my time 

    

Decisions were made by the 
majority of the attendees 

    

Discussion focused solely 
on meeting objectives 

    

Meeting began and 
concluded on schedule 

    

Meeting objectives were 
met 

    

 
Local Team Members Present 
Name Organization 
  
  
  
  
  
 
Next Steps/Follow-Up (e.g., next meeting time):  
 
 
 
Other Notes:  
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