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Pleased to meet you!

Adjunct faculty, Wisconsin School of Business MBA Program, Strategic 

Management and Human Resources, Consultant for Center for 

Executive & Professional Development

HR, Training & leadership development professional, 30+ years  

experience helping leaders, teams, and organizations build skills and 

capabilities 

Certified Professional in Talent Development, Senior Professional in 

Human Resources, Prosci-certified change management consultant, 

Predictive Index certified Talent Optimization Consultant

Experience in wide variety of industries including healthcare, financial 

services, manufacturing, insurance, nonprofit, professional services, and 

CREDIT UNIONS! (:
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Options for Accessing Polling Site

QR Code Reader

Go to “pollev.com/aspiretalent

Text “ASPIRETALENT” to 22333



© Credit Union National Association 2020. All rights reserved. 

6

© Credit Union National Association 2021. All rights reserved.



© Credit Union National Association 2020. All rights reserved. 

7

© Credit Union National Association 2021. All rights reserved.

Team 
Culture
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Cultural elements of 
team dynamics that 

shape how team 
members believe they 

should behave
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Linking Organizational Culture to 
Team Culture

Organizational 
Culture

Team 
Culture/Climate
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Linking Organizational Culture to 
Team Culture

Organizational 
Culture

Team 
Culture/Climate
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What is the link 
between 

team culture 
and team 

performance?
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Building a 
positive team 

culture…
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Team Culture & Dynamics

Dysfunctional culture, low 
performing

Positive team  culture, high 
performing 
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Develop “Team Operating 

Principles”

• How do we want our team to be viewed by 

the organization?  What do we want to be 

known for?  How would we like to be 

described as a team?

• What daily behaviors will help us create 

that?

• What daily behaviors would serve as 

barriers to creating that?

• How will we hold each other accountable 

for operating by these principles?
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The Stages of Team 

Development
Tuckman
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The Stages of Team Development



© Credit Union National Association 2020. All rights reserved. 

18

© Credit Union National Association 2021. All rights reserved.

The Forming Stage

“Testing the waters”--individuals coming 
together as a new team, or existing teams 
that are gaining a significant number  of new 
members
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The Storming Stage
Clashing and lack of alignment—
individual personalities and work 
styles can collide in tension and 
conflict
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The Norming 
Phase

Reconciling 

differences, 

accepting roles, 

developing respect 

for different strengths, 

tolerance of 

differences 
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The Performing Stage

High team cohesion and 
performance– team consistently 

produces quality results and has a 
highly constructive culture  
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The J Curve of Team Effectiveness
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Lencioni:  
Five 

Dysfunctions 
of a Team
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Trust

one another

Creative conflict -
engage in conflict 
around ideas (not 

people)

Demonstrate commitment

Hold one another accountable

Attention to achieving results

Lencioni’s Five 

Behaviors of a 

Cohesive/High 

Performance 

Team

EFFECTIVE LEADERSHIP
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Leading 
Self Before 

Leading 
Others…
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Emotional intelligence is 
the ability to recognize, 

understand, and 
influence your emotions 

and the emotions of 
those around you—a 

key skill for having 
difficult conversations
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Interpersonal skills research 
says…

• Hard Skills = technical/role/business expertise and 
knowledge

• Numerous research studies have found “hard skills” 
contribute to approximately _____ to one’s success, 
whereas _______ of personal/professional success is 
due to interpersonal skills 

15%
85%

Klaus, 2010; Maes, Weldy, & Icenogel, 1997; Mitchell et al., 2010; Nealy, 2005; Smith, 2007, Watts & Watts, 2008, as cited in John, 2009
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Four 
Components 

of EI/EQ

•Self Awareness

•Self Management

Personal Competence

•Social Awareness

•Relationship Management

Social Competence
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Self Awareness:  
The Self Perception Illusion

Metacognition: “Thinking about your 
thinking”

Self awareness of your:

• Mental models

• Communication style needs and 
preferences

• Motivations

• Strengths and development 
opportunities

• Potential biases affecting your 
thinking and decision-making
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The Brain Science

BUT…
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Patterns, 
triggers, and 

emotional 
habits, oh my!
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Self Management: 
Recognizing Our 
Patterns and Triggers
• Situations that cause us to respond with 

our emotional self rather than our 
rational self 

• The first step in managing emotions is 
to identify the situations that trigger you 

o Who are the people or what are the 
situations that tend to trigger me?

o Do I notice any patterns in the situations 
that tend to trigger me?

o How can I tell when I’ve been triggered, 
i.e. what somatic sensations do I 
experience?
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What gets in our 
way?

• Average human attention span 
is 8 seconds, down from 12 
seconds years ago

• We have approximately 50,000 
thoughts per day, 80% of them 
are the same thoughts we had 
yesterday.

• 90% of them are 
negative/judgmental/critical of 
ourselves or others

What else gets in our way?



© Credit Union National Association 2020. All rights reserved. 

39

© Credit Union National Association 2021. All rights reserved.

When I was presenting my idea to the project team, John was 
looking at his phone and fidgeting in his seat

John offered no ideas and didn’t make eye contact with me or 
the rest of the team

John doesn’t like my idea and isn’t engaged in the team project

John never pays attention to what I have to say and treats my 
ideas like they're not important

John doesn’t respect me and doesn’t want to be on this team

John thinks he could do a better job leading this project than I 
am so he is trying to undermine my leadership

I’ll ignore John in the team meetings and pay attention to the 
other members and see how he likes that!

The Ladder of Inference

Chris Argyris
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STIMULUS RESPONSE
MOMENT 

TO 
CHOOSE

Self Management:  Stop a Trigger in its Tracks
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What happens when we feel threatened?    

Amygdala Hijack 

•Stored sugar, fats, and adrenaline pour into 
bloodstream

•Heart rate and breathing increases to oxygenate 
the muscles

•Blood clotting mechanisms activated

•Digestion ceases to divert blood to muscles 

•Perspiration and salivation increases, pupils dilate

•Our ability to apply reason and logic can drop by 
75%

• It can take nearly 20 minutes to recover from an 
emotional encounter
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Social 
Awareness

• Somatic markers + gut feelings 
(from insula and amygdala) -
those messages and sensations 
that something feels right or off.

• Your ability to “read a room”

• Cues that provide us with 
information about

• Another person’s 
communication style or 
preferences

• How someone may be 
interpreting our message or 
feeling about our interaction
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Relationship Management Skills…

Your ability to effectively navigate 
interpersonal relationships with  
those around you by:

• Being curious and interested in 
other viewpoints and opinions

• Being approachable--making 
it feel safe to speak honestly 
and openly communication

• Cultivating trust, authenticity

• Adapting to communication 
style  preferences and needs
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DISC Model of Human Behavior
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Introspective



• What do you notice about your team 
based on seeing this team map?

• What characteristics are strongest on 
your overall team?

• What characteristics are represented 
to a lesser degree?

• How does it make a team stronger to 
have various characteristics, 
preferences, perspectives, and needs 
represented?

Insights into Your Team Styles
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A Moment of Reflection:

My Relationships

• Where are they now?

• Where do I want them to 
be?

• What am I willing to do to 
have that?
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Four 
Components 

of EI/EQ

•Self Awareness

•Self Management

Personal Competence

•Social Awareness

•Relationship Management

Social Competence
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EQ Leadership Exercise

Reflect on a relationship habit you would like to 
change.  

• What impact is this habit having on your life 
and relationships?  How is it being perceived 
by others?

• What are the risks of not changing the habit?  
How is the habit serving as a barrier for you? 

• What action can you take to form a new
habit/behavior?

• How can you acknowledge/reward yourself 
when you demonstrate this new behavior with 
others?
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Trust

one another

Creative conflict -
engage in conflict 
around ideas (not 

people)

Demonstrate commitment

Hold one another accountable

Attention to achieving results

Lencioni’s Five 

Behaviors of a 

Cohesive/High 

Performance 

Team

EFFECTIVE LEADERSHIP
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Defining 
Trust

Trust is the degree to which 
one has confidence in the 
capabilities, integrity, and 
intent of another.
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The Importance of 
Trust: 

Think of person you have high trust 

with.  What words would you use 

to describe that relationship?

Think of person who you have low 

trust/no trust.  What words would 

you use to describe that 

relationship?

What does communication look 

like with each of these people?
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Build Trust by 
Creating 
Psychological 
Safety

• “Model the Way:” Demonstrate vulnerability and 
authenticity

• What are your thoughts on how this went?

• What can I do differently next time?

• How could I improve on X?

• Recognize and appreciate others—”fill their cup”

• Encourage open and authentic discussion

• What are your thoughts on this?

• How do you really feel about this/What do you 
really think about this?

• Make it a regular practice to reflect and discuss 
strengths and opportunities with the team 

• Conduct after action reviews on projects/initiatives

• Treat “failure” as an opportunity to learn and grow

• Address behaviors that are destructive or are 
obstacles to creating trust, i.e. criticism, finger-
pointing, blaming, etc.—immediately!



© Credit Union National Association 2020. All rights reserved. 

55

© Credit Union National Association 2021. All rights reserved.

Trust

one another

Creative conflict -
engage in conflict 
around ideas (not 

people)

Demonstrate commitment

Hold one another accountable

Attention to achieving results

Lencioni’s Five 

Behaviors of a 

Cohesive/High 

Performance 

Team
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Common Causes of Workplace Tension:

Different Values

Different 

Communication 

Styles

Different 

Personality Styles

Competing  

Goals

Lack of Trust

Different Needs

Clash of Egos
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• Research shows that ________of all difficulties in 
organizations come from strained relationships, not 
from deficits in individual skills or motivation. 

• Daniel Dana, Managing Differences: How to Build Better Relationships at Work and Home (2005, 4th ed.); 

• Barbara J. Kreisman, Insights into Employee Motivation, Commitment and Retention (2002)

• /3 of both men and women say work has a significant 
impact on their stress level, and one in four has called 
in sick or taken a “mental health day” as a result of 
work stress. 

• American Psychological Association, 2004

Research on Workplace Conflict 

60-80%

2
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Artificial 

Harmony

Personal 

Attacks

Destructive

Conflict Continuum 
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Teams that avoid or fear conflict…..

• Play it safe, avoid meaningful dialogue where perspectives 
may differ

• Fail to tap into all the opinions and perspectives of team 
members.

• Pretend everything is rosy while often cultivating 
“backchannels” or “meetings after the meeting” where 
people discuss their true opinions.

• Waste time and energy with posturing and managing 
interpersonal risks, i.e. avoiding authenticity

• Create “cliques” or “camps” who often close their minds to 
the opinions and perspectives of those who differ

• Miss opportunities to discuss and resolve real issues that 
impact the team
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Artificial 

Harmony

Personal 

Attacks

Destructive

Conflict Continuum 

Constructive
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IYAD WYAD TYAG WYAG

“If you always do what you always did, then you 

always get what you always got”
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Trust

one another

Creative conflict -
engage in conflict 
around ideas (not 

people)

Demonstrate commitment

Hold one another accountable

Attention to achieving results

Lencioni’s Five Behaviors 
of a Cohesive/High 
Performance Team
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A team that 
commits…..

Creates clarity 
around 

direction and 
priorities.

Aligns the entire 
team around 

common 
objectives.

Develops an 
ability to learn 
from mistakes.

Communicates 
effectively, 

including giving 
& receiving 
feedback 
effectively
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Common Mistakes When 
Delivering Difficult Feedback

• The feedback judges the individual 
person vs. their actions or 
“psychoanalyzes” the motives 
behind behavior

• The feedback is too vague and 
unspecific to know what to do with it 

• Negative feedback gets 
“sugarcoated” and the real 
message is lost or unclear  

• The feedback is exaggerated with 
generalities. 

• The feedback goes on too long 
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Trust

one another

Creative conflict -
engage in conflict 
around ideas (not 

people)

Demonstrate commitment

Hold one another accountable

Attention to achieving results

Lencioni’s Five 

Behaviors of a 

Cohesive/High 

Performance 

Team
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A team that holds one 
another accountable….

• Has clear ownership of tasks and 
deliverables and identifies dropped 
balls quickly

• Doesn’t blame, instead quickly 
assesses the situation and has open 
discussion about how to get back 
on track

• Establishes respect among team 
members who are held to the same 
high standards.

• Ensures that poor performers feel 
pressure to improve.

• Leverages peers/each other to drive 
performance vs. full burden of 
performance standards set by team 
leader
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Trust

one another

Creative conflict -
engage in conflict 
around ideas (not 

people)

Demonstrate commitment

Hold one another accountable

Attention to achieving results

Lencioni’s Five 

Behaviors of a 

Cohesive/High 

Performance 

Team
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A team focused 
on results…..

• Is highly productive, avoids 
distractions

• Achieves goals at a higher 
rate of success

• Retains achievement-
oriented employees.
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Coaching 
Performance
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Coaching, done 
properly, can be a 

positive, skill-building, 
confidence-affirming 

process that is only 
occasionally and 
sparingly about 

correction



© Credit Union National Association 2020. All rights reserved. 

73

© Credit Union National Association 2021. All rights reserved.

Coaching Is:

• An ongoing process, not a one-time 
event

• An art, not a science

• Both planned and unplanned, 
proactive and reactive

• A way to build confidence, set 
employees up for success

• A way to recognize, acknowledge, 
and celebrate great performance

• A way to build skills/develop others 
for future career growth

• An essential skill for your leadership 
toolbox!
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Coaching Positive 
Performance 

• Recognize, reinforce, & 
reward positive 
performance, i.e. catch 
them doing something right! 

• If you see it, say it! Praise the 
behaviors you want more of!

• “Fill their cup”
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First Question:  Is it a “Can’t Do” 
or a “Won’t Do?”
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Planting the 
Seed

•Asking 
permission to 
have the 
conversation
o Example: “I have 

something important I’d 
like to talk with you 
about.  Is now a good 
time?”
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Common Reactions to Receiving 
Difficult Feedback

• Hurt

• Denial

• Defensiveness and justification 
for our actions

• Attacking the messenger

• Explanations or rationalizations

• Criticizing the manner of 
feedback delivery
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Softening the 
Message: Using “I” vs. 

“You” Statements

• An "I" statement focuses on how I see it or 
would like to see it rather than what they 
should or shouldn’t do  

o Example:  Instead of “You shouldn’t do 
your expense reports like that, they are 
too  vague!” “I would like to see more 
detailed descriptions in this section of 
your expense  reports” 
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How to Find Our 
Courage for 
Having Difficult 
Conversations…
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Managing Your Fear, Cultivating Courage & 
Candor 

Holding it back or delaying the 
conversation can cause 
increased stress and anxiety

Leaving important feedback 
unsaid can cause resentment 
to build 

We have a great deal of 
control over how a difficult 
conversations goes

We can fully manage our half 
of it!

We can anticipate and plan for 
the other half to increase the 
likelihood of having a 
respectful and constructive 
conversation

“There is no way out but 
through”— deep breath and 
dive in!

While the words we choose 
are important, our body 
language and intent matter 
too, and those are often 
easier to control

This is a skill we can grow and 
master!  
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Preparing for a 
Difficult Conversation
• I need to be candid with who about what?

• What is the specific change I need to happen?   What is the outcome I 
need from the conversation?

• The facts I currently have are X and the facts I need to get are y:

• The interpretations I am making (stories I am telling myself) are:

• The reactions I am expecting from the other person are:

• What are my personal communication style tendencies?  (Think criteria 
profile) 

• What are my mental models around this situation, i.e., the “shoulds and 
shouldn’ts,” opinions, biases, and perspectives I’m bringing to the situation?

• The things that could trigger high emotion in me in this conversation are:

• I will manage any triggers by:

• If I were in the other parties' shoes, what would their perspective/opinion 
be?  

• What do I know about the other parties’ communication style preferences 
(criteria profile), i.e., details and context, short but direct, etc.?

• How can I create feelings of trust and safety in my approach?
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RESOURCE: 
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Coaching for Performance Improvement

S
B

I
D

Situation

Behavior

Impact 

Desire
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S
B
I
D

Situation

Behavior

Impact 

Desire

Opening:  Share Purpose and Intent

Closing:  Restate Purpose and Intent

Invite Them to Share Their Thoughts
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Begin with an opening high-level purpose and intent statement

• “I’d like to talk with you about our project team meetings so we can make sure they are as effective as possible (or get on the same page, come to agreement 
on next steps, figure out the best way forward, etc.)  My intent is to ensure we are working together as effectively as possible and getting all possible great 
ideas on the table.”

Describe the situation using facts (vs your interpretations)

• “As you know, our project team has weekly meetings and we invite all the stakeholders so we can gather input from all the areas involved.”

Describe the behavior or issue

• “I’ve noticed it seems like you had your phone out during the last meeting, and we didn’t hear your input on the project.”

State the impact/consequences

• “It is an important project so I worry we may miss something if we don’t get your thoughts as we move forward.”

State desire, i.e. what you want to see more of (vs focusing only on what you want the person to stop)

• “I know you have some great experience and valuable input, so I feel you have a lot of offer this team.  I’d love to see you participate with us and contribute 
your ideas when we discuss options and make decisions during each meeting.”

Restate overall intent

• “Again, I just want to reiterate that my intent is to make sure we’re working together as effectively as possible and getting all perspectives on the table  to 
ensure we’re considering everyone’s needs.”

Invite their perspective, ask questions

• “I’d love to hear your thoughts on this.”



• Ask permission and express your good intent: “Hey Joe, do you have a few minutes for me to 
chat with you about something important?  I want to make you aware of something that is 
impacting the team as I know we all want to maintain good teamwork and work as effectively as 
we can together.”

• Situation: “Joe, as you know, we have a lot of work coming in right now and we’re pretty 
short staffed, especially on Friday mornings when we have a lot of members coming in.   

• Behavior: “I’ve noticed you’ve come in over an hour late the past four Friday mornings.

• Impact: “This means we end up struggling to give good service to our members, and we’re 
seeing long backups in both the lobby and the drive up windows.  I worry that this is not only 
impacting our member service scores, but it also seems to be causing extra stress for the team 
members that are here trying to serve our members while it is so busy.    

• Desire: “Joe, I’d really like to know that we can count on you to be here with the team on time 
so we can ensure we are providing the great member experience we want to be known for, and 
that all team members are sharing in getting members served during these busy Friday 
mornings.  

• Reiterate your good intent:  “Again, Joe, I wanted to talk with you directly as I realize you may 
not be aware of the impact it is having and it means a lot to me that we continue work well 
together as a team and meet our commitments.

• Invite their perspective: Do you have thoughts on this or is there anything going on I could 
help with?

S
B

I
D
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So what do I do if they 
blow up at me?

• Pause, take a moment to 
choose a response vs. react

• Keep your voice and body 
language calm and neutral 
– “face of grace”

• Use “broken record” 
technique – focus on 
sharing your good intent to 
work well together and the 
desired behavior you would 
like to see

• Realize they may be in 
amygdala hijack– take a 
pause if needed

ResponseStimulus

Stimulus Response
Moment 

to 
Choose
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Coaching for 
Performance 
Development

• Humans are motivated 
by the sense of growth 
and development, and 
de-motivated when they 
have feelings of 
stagnation

• Growth and 
development is not just 
about title 
changes/promotions

• Everyone can benefit 
from having 
development goals 

• How does your team 
member want to 
develop?  What skills 
would they like to 
grow/develop?
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"The way a team plays as a whole determines its 
success. You may have the greatest bunch of 
individual stars in the world, but if they don’t play 
together, the club won’t be worth a dime."

Babe Ruth
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Knowledge Check

go.aspire.li/ZTC7J
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