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What is your greatest challenge in your personal 
leadership?  

What are the challenges that you see in your current role 
related to team-building? 

What are the strengths that you bring to those challenges?



TODAY WE ARE GOING TO EXPLORE:

• Finding your purpose and how to develop a common purpose with 
your team

• Bringing people on board with your vision and developing a 
common vision

• The collaborative teaming process and how to develop leaders



OUR STORY Issaquah Special Services



WHY? 

• Desire to build a shared understanding about leadership

• Young leadership team with limited experience around what it means to be a leader

• The development of a shared language/vocabulary around what it means to be a leader, 
both individually and collectively

• Collective learning around what it means to be a team, and how to develop peer 
coaching

• Desire to build a culture of courage, grace, wholeheartedness, gratitude and joy



The fundamental importance of modeling, 
building and nurturing healthy relationships

The engagement of others in shared vision 
and initiatives often requiring change

The importance of emotional intelligence as 
manifested by empathy, self-awareness and 
self-regulation

Mindful practices/paying attention

Acting at-integrity so as to build trust, 
collective commitment, and capacity

The importance of balancing our “doing” 
and our “being”

DEVELOPING AN 
UNDERSTANDING OF WHAT 
IT MEANS TO LEAD 



FUNDAMENTAL SKILLS PRACTICE
Provide plenty of opportunities to practice the leadership skills before going out to 
use those skills in the buildings

Calibrate around the skills that the team is learning (choosing one concept, practice, 
and debrief that practice as a team to deepen shared understanding and learning)

Understanding of the concepts in year three is much deeper than in year one.  
Spiraling.  

Work on the concept of peer coaching instead of “fixing” 



MAKING THE DECISION TO WORK ON TEAMING:
Means that you are committing to…

• the leadership role of change agent

• grow and change as a leader, and support your team in doing the same

• resisting the “tyranny of the urgent”

• being purposeful about setting a time to meet and sticking to it

• getting to know your team and paying attention to how they operate

• studying leadership and practicing being bold

• agreeing to stay in the arena



WHO ARE WE GOING TO BE AS 
LEADERS?

Developing a purpose and a 
vision



PERSONAL ATTRIBUTES OF A LEADER
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ENGAGING OTHERS IN A SHARED VISION AND 
INITIATIVES REQUIRING CHANGE

Kouzes and Posner’s practices of leadership informed our work:  

•Model the Way
 Clarify values by finding your voice and affirming shared ideals
 Set the example by aligning actions with shared values

•Inspire a Shared Vision
 Envision the future by imagining exciting and enobling possibilities
 Enlist others in a common vision by appealing to shared aspirations



•Challenge the Process
 Search for opportunities by seizing the initiative and by looking outward for 
innovative ways to improve
 Experiment and take risks by constantly generating small wins and learning 
from experience.

•Enable others to Act
 Foster collaboration by building trust and facilitating relationships
 Strengthen others by increasing self-determination and developing 
competence

•Encourage the Heart 
Recognize contributions by showing appreciation for individual excellence
 Celebrate the values and victories by creating a spirit of community

•The Leadership Challenge



CLARITY OF VALUES Exercise



THE “ROOTS” OR ELEMENTS OF IMPROVEMENT

Vision
Hope 
Trust 
Energy

Resourceful Leadership by Elizabeth City



FOUR OPPORTUNITIES TO IMPACT VISION:
Purpose and Expectations
What you’re trying to do or achieve

Core Values
Deeply held beliefs and a sense of what’s important

Theory of Action
 Ideas about how you achieve a desired outcome – if we do x, 
then y will happen

Need for Change
when the above elements aren’t being met, people in the schools 
see a need for change



ELEVATOR SPEECHES:

Example:  Conflicting values about inclusion

How do you respond in that situation?  What might your elevator speech be?  

Example: MTSS frameworks

Example:  High quality instructional practices

•WHOLE GROUP CONVERSATION



IN ORDER TO HAVE HOPE WE MUST HOLD: 

•The belief that success (attaining the vision) is possible

•The belief that I am a necessary part of that success



TRUST
Independent Judgment Shared Responsibility

Openness to 
Disagreement

Learning, especially 
from mistakes

Trust

• Most important factor in building 
the holding environment

• Derives from predictability and 
consistency in the two domains of 
professional competency and 
shared values

• The main effect of horizontal trust is 
bonding

• The main effect of vertical trust is 
purpose reaffirmation

• Trust increases an organization’s 
adaptive capacity



TRUST-BUILDING IN ORDER TO INCREASE COLLECTIVE 
COMMITMENT AND BUILD CAPACITY
The process of team-building is designed in real time by the team, based on the real 
and current needs of the team. 

The team engages the challenges of practice as they show up and the leader 
structures the learning so as to address those challenges in a practical way.

Values and team purpose are consistently revisited, along with norms.  Violations of 
the norms are addressed.

The team engages in collective learning, book studies, and has a commitment to 
continuous improvement.



2-3 EXAMPLES OF WHAT YOU ARE DOING 
TO BUILD TRUST, AND DISCUSS • Talk with your group; share 

out



HOW DO YOU IMPACT ENERGY?
What makes it likely that people that you are working with will actually do 
something that you want them to do?

What barriers to energy can you remove? 
 Reduce conflicting messages
 Increase support for the role
 Resolve inter-personal conflict
 Develop language and tolerance around differences
 Facilitate cross-school, cross-district relationships
 Create tools that help put structures into place, and reduce cognitive load
 Develop your own contagious energy
 Reduce blaming and complaining, and model that as a leader
 Create systems for showing gratitude and reinforcing values
 Other ideas? 



ENERGY

• What are you doing in your current role to bring productive 
energy?  

• What are two things that you will commit to trying as related to 
impacting energy in your workplace?  



MOVING A CULTURE FORWARD Leadership Team First



COLLABORATIVE TEAMING PROCESS:

• Clarity of Purpose

• Group Norms

• Shared Values

• Shared Language

• Internal Interactions

• External Connections

• Clear Roles and Responsibilities



CLARITY OF PURPOSE:

• Why do we exist as a team?

• What are the expected outcomes of our work together?

• Collaboratively write a one sentence purpose statement based on your 
answers to these two questions.   

The purpose of the ISD Special Services Leadership Team is to “ create a space for 
others to perform” in order to advance the lives of students with special needs.



EARLY WORK
 Purpose: 

 The purpose of the ISD Special Services Leadership Team is to “create a space for others to perform” in 
order to advance the lives of students with special needs.

 Accomplished Through: 

 This purpose is accomplished through: developing leaders as coaches; goal planning and direction setting,
provision of resources (professional development; time to collaborate),   staff development,  and 
permission to think creatively to meet the needs of each student

 As a team we will

 As a team responsible for shaping the culture of the district, members seek to model compassion; 
creativity; courage; and a climate of risk taking; by building others up and teaching how to be 
comfortable with discomfort 
 Utilize a problem solving structure;  implement goals; evaluate progress



GROUP NEEDS/NORMS:

• Ask each team member to write down what they need from the team, and 
bring that to the meeting.  

• Create a list of “needs.” 

• Collaboratively develop a list of norms that meet each need.  Keep in mind 
the following question:  

What do we expect from each other as team members?

• Decide how you will hold each other accountable to the norms?



DECIDE HOW YOU WILL HANDLE THE FOLLOWING 
AS A TEAM:
• Decision Making

• What is our decision-making model? 
• What input will we get?
• How will we call out our model when making decisions?

• Disagreements
• How do we call out disagreements amongst ourselves?
• What do we need from each other when we disagree? 

• Communication
• What are our commitments around how we build, maintain, and repair relationships?
• What communication norms will we hold to? 



EARLY EXAMPLE

Needs Norms
• Be/feel heard; Patience • Listen quietly with an open Mind/Heart, at 

rest
• Ask for final comments/thoughts
• Use non-judgmental words/tone
• Speak the truth in kindness
• Laugh! Enjoy one another and our work
• Ask is this related to an Individual Need or 

Group Purpose?
• Allow for free flow dialogue and hand-raising 

as needed. Wait.

• Time to think/comment
• Create a space for vulnerability
• Give and receive respect
• Grace
• Humor
• Forum to get creative/out of the box 

thinking
• Flexibility in the meeting structure

Current roles: 
•Note Taker-
•Norm Checker-
•Social-
•Leader: 
•Active Participants: 



SHARED VALUES:

• Which individual values are represented in the group?  

• What are the shared values that guide our work?

• How will we operationalize our values within the organization?



SHARED LANGUAGE:

• What key terms will the group use as we engage the work?

• What do these terms mean?

• How will we clarify language that might be unclear?  



LANGUAGE BUILDERS:

• Daring Greatly
• Leadership Manifesto
• Engaged Feedback Checklist

• Essentialism

• Space
• Between stimulus and response, there is a space.  In that space is our power to choose our response.  In 

our response lies our growth and our freedom.  ~Viktor Frankl



INTERNAL INTERACTIONS:

• How will we organize ourselves to accomplish tasks?

• How will we communicate as a team?  Individually?

• How will we deal with challenges, disappointments, & miscommunications?   

• How will we make decisions and implement them?

• How will we support each other in our growth?  How will we show grace?



EXTERNAL INTERACTIONS:

• How will we exemplify our shared values in the larger organization and spread our vision?  

• How will we provide leadership and support in the larger organization?

• How will we get feedback on our work? And how will we respond?

• In what ways will we connect our work in the community? 



CLEAR ROLES AND RESPONSIBILITIES:

• Why am I a member of this team?

• Why are you a member of this team?

• How can our individual strengths best be leveraged?

• What will I do, what will you do, and where do our roles intersect?  



GOAL DEVELOPMENT

• Decide on a structure for the development of team goals

• Develop goals for each section as a team

• Determine completion dates and people responsible

• Draft and revise

• Review and update frequently

Goals doc. 2017



WHERE WILL YOU START? 

• List two action steps that you will commit to within your personal 
leadership over the next six weeks.  

• Start paying attention to where your values are showing up for 
you in your team/organization in the next two weeks.  



WHO WE ARE IS HOW WE LEAD. Brene Brown



RESOURCES

Brave Leaders Course, Brene Brown

Dare to Lead, Brene Brown

Essentialism, Greg McKeown

Strategic Engagement Framework, ISD Special Services and Greg Abell



Contact Info: 

Melissa Robertson

mdrleadership@gmail.com

425-466-6110

mailto:mdrleadership@gmail.com


NOTES PAGE

•TRUST-BUILDING

• ENERGY

• ACTION STEPS
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