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Building a High Performing
Team

Leveraging Collective Strengths and
Unique Voices to Move Forward



https://www.facebook.com/SCRED.MN
https://www.instagram.com/scredmn/
https://www.threads.net/@scredmn
https://www.youtube.com/channel/UCIctq7Iz0G4EKHyqyo-kBjA

Self care Participation

Respect +
mutual
accountability

Growth mindset
+ vulnerability




Nicole Woodward, Executive Director - SCRED

L AM HERE TO USE MY PASSION FOR PEOPLE T0 — p———
(REATE CONDITIONS FOR AUTHENTLIC CONNECTION,
10 MODEL EMPATHY AND VULNERABILLTY, AND TO
LEVERAGE THE UNIQUE STRENGTHS OF THE
(OLLECTIVE, OPENING THE HEARTS AND MINDS OF
ADULTS FOR THE BENEFTT OF ALL CHILDREN.




Where is SCRED?

SCRED has been nicknamed the
'-35 district" because our
member districts dot the main
highway heading north from the
Twin Cities.

Heading north from Minneapolis,
you'll reach Chisago Lakes,
North Branch, Rush City, Pine
City, Hinckley-Finlayson, and
East Central.

-
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https://www.scred.k12.mn.us/our_district/member_districts
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Inspire
Be the place
Engage. Your where every Dreams, Preparing Create global
Future. student is . our students citizens who
Educate. known, valued IntBeUI:"ijt for the are lifelong
Empower. Our Focus.  and challenged grizy, future. learners.
to succeed. Instill Hope

Maximizing outcomes
through partnership.




Our goals today:

1. Understand the key attributes of an effective team and the
importance of establishing teams the function together like
clockwork

2. ldentify two “personality” tools and how those tools can be
used to better understand yourself as a leader and the people
who make up your teams

3. Define psychological safety and its importance
4. Describe how a structured process can move a team forward

5. Gain access to tools and resources to help support the work
"B




How knowledgeable are you (on this topic)?

Label What I'm Thinking

) | understand this topic well and | could
I'm an expert. teach it to someone else.

| can mostly do this by myself but |

I'm a practltloner. sometimes mess up or get stuck.

I'm starting to get it, but | still need some

I'm an apprentice. coaching.

I'm just starting to learn this and | don't

I'm a novice. really understand it yet.

| read the title slide and have next-to-no
idea what the topic is.

- N W A O

I’'m a blank slate.




How I Feel

Exuberant

How interested are you?

What I'm Thinking

‘How long before | can
ask a question?’

What My Body is Doing

Eye contact, listening &
comprehending

What | Can Do

Stay engaged, hold onto
questions

Enthusiastic

‘I'm ready to learn.

Listening, occasionally
distracted

Ignore distractions and
try to focus

Intrigued

‘Let's see what you've
got.

Hearing, but not always
listening

Listen for any useful
ideas and info.

Unsure

‘Maybe I'll be surprised.

Checking clock, checking
phone

Don't give up yet!

- N W A O

Apprehensive

‘Get me out of here!

Scowling, foot tapping

Respect group, voice
concerns later




Think of some challenging/dysfunctional teams
you've worked with - what made them so0?

@

AFA




Think of the best teams you've worked with? What
made that team great?

@

AFA




Why?

“The whole is greater
than the sum of its parts.”
~ Aristotle





http://www.youtube.com/watch?v=Tid44iy6Rjs

Infrastructure for
Continuous
Improvement

Various teams functioning
together like clockwork.

Necessary resources available
(e.g., schedules, curriculum,
training, coaching).

Implementation plans with
shared accountability.

Data-Based
Decision Making

Defining who, what, when,
and how we look at data to
guide decisions at the
district-, school-, grade-,
classroom-, and student level.

What connections do you see between
Apollo 13 and one or more of the 5
elements of MNMTSS

MnMTSS

Assessment

Collecting universal screening data,
progress monitoring data, and more.

Family and
Community
Engagement

Building relational trust and
equitable partnerships with
families and school and
district staff to create shared
responsibility between all
stakeholders.

Multi-Layered
Practices and
Support

A strong Tier 1 (core) — upon
which we can layer Tier 2
(supplemental), Tier 3
(intensive), or special
education (“Tier 3 on
steroids”) supports.



Effective
implementation is
characterized by a
team accountable

for “making it
happen.”

-National Implementation
Research Network (NIRN)

HOME OURDISTRICT MTSS SERVICES PROFESSIONAL LEARNING DATABASES PROGRAMS STAFF

Home

MTSS

and Support

Infrastructure for
Continuous
Improvement

I Assessment

Data-Based Decision
Making

Family and Community,
Engagement

Multi-Layered Practices

St. Croix River Education District / MTSS / Infrastructure for Continuous Improvement

Infrastructure for Continuous Improvement

@ & What does it mean? These are the mechanisms in a system that
Ve support people as they work efficiently together.

This includes teams organized to work like clockwork, implementation
plans, well-allocated resources, useful technology, etc.

Infrastructure provides the stability for initiatives to be installed,
sustained, and improved independent of specific people.

Teamwork

The basic blueprint of teams in a district is explained below.
Keep in mind that team names will vary and you also might
create specialized "satellite teams" and/or temporary
work groups that the teams below delegate tasks to.

The overarching goal is to organize our teams to work like
clockwork. This means that:

» All of the essential tasks are getting done. We're not


https://www.scred.k12.mn.us/Multi_Tiered_System_of_Supports/infrastructure_for_continuous_improvement

Psychological Safety

Team members feel safe to take risks and
be vulnerable in front of each other.

Dependability

Team members get things done on time and
meet Google's high bar for excellence.

Structure & Clarity

Team members have clear roles,
T plans, and goals.
0am Meaning

Work is personally important to
team members.

Impact

Team members think their work matters

and creates change.
re:\Work




Leaders must either invest a
reasonable amount of time
attending to fears and
feelings,

or squander an unreasonable amount of time trying
to manage ineffective and unproductive behavior

~Brene Brown



Identify the
Need e Be clear and honest

e Prevent blame

“Be brave enough to
start a conversation that [N \\[¢1{1 G-I P LR (1 [e[o][<]
matters.”

~Margaret Wheatley




Provide
Professional
Learning

“You must undertake
something so great that you
cannot accomplish it
unaided.”

~Phillips Brooks

e What makes a good
team

e Psychological
Safety

e Why it matters



Assessment of Team Dynamics

From 2012:2014, Google engaged in a large-scale research project called Project Aristotle
with the goal of identifying factors that make a team successful. Of the five key dynamics
of effective teams that the researchers identified, psychological safety was by far the most
important. "Team psychological safety” is defined as “a shared belief held by members of a
team that the team is safe for interpersonal risk taking.” The other four key factors were:
dependabiliy, structure & clarity, meaning, and impact.

This assessment is focused on the five team dynamics Google found to be important for
team effectiveness. The assessment can help teams identify areas where they might want
toimprove and elicit ideas of how to do that.

nwoodward@scred.k12.mn.us Switch account &
2 Not shared
* Indicates required question

Psychological Safety *
Signs that your team needs to improve psychological safety: (1) Fear of asking for or giving

constructive feedback (2) Hesitance around expressing divergent ideas and asking “silly"
questions
Strongly
Swonglyagree  Agree Disagree bl
If you make a
mistake on this
team, itis often o (®) O @]

held against you

Members of this

team are able to
bring up 0 ®) o ®)
problems and
tough issues.
People on this
team sometimes
@] ©) (D) ©)

reject others for
being different.

Itis safe to take

arisk on this (@) O (@) ()
team.

Itis difficult to

ask other

members of this O (®) O O
team for help.

No one on this

team would

deliberately act

inaway that o o o
undermines my

efforts

Working with
members of this

team, my unique

skills and talents O o O
are valued and

utilized.

Comments regarding your team's psychological safety (optional):



https://docs.google.com/forms/d/e/1FAIpQLSdbbfui0_pePNSFnJTBvRnGI11VaXqbxUBKaSfLoLmsDK2PGg/viewform?usp=sf_link

It often feels like there are two teams and/or a group of individuals working in

silos; the team is not unified

Some team members feel psychologically safe with one or a few other team

members, but not the team as a whole

There is a feeling of limited support both from individuals and the system
Varying degrees of experience, proficiency, and performance leave some

without support and some overwhelmed by needing to provide it
There is a fear of judgement and hurtful repercussions (negative t ®
eye rolls, dismissal) when voicing problems, questions and concer
Team members are reluctant to help; there is constant tension

There is an imbalance between interdependence .
Inconsistencies with work performance, urgency, o

The team has general understanding of the main goal in supporting students
with disabilities, but is unclear and fragmented in how to get there - what and
who are we truly accountable to?

Lack of clear roles and responsibilities - particularly with day to day tasks
When new ideas are presented, there is resistance to changing structures and
practices; some want to keep things the same as they've always been, others
don't follow through

Goal writing, progress monitoring, and progress reporting are all done by
different people - CM writes goals and does progress report; service provider
collects the data which leads to inefficiencies and confusion

Meetings are not structured around a common, unified, collaborative purpose
Need more leadership, structure, and support from administration, SCRED

ownership of responsibility to get the critical tasks done create frustration
The team isn't working toward a clearly articulated shared goal
Coordination and completion of progress monitoring/progress reporting is a

common concern

When decisions are made, it is difficult to obtain consensus and some

continue to do it “their way”




Team
Infrastructure
& Purpose

Administrative
Team

Services
Coordination Team

Work Groups /
Committees

PLCs / Service
Area Teams




SCRED Strategic Priorities

2025-2026

Erounded in SCRED’s Mission, Vision. and Values, these action-driven strategic priorities direct our
collective efforts to create conditions where students thrive, families feel seen and supported, and
educators are equipped to do their best work.

Objective 1: Create a Bold, Unified Vision for the Future of Specialized Programming
Across SCRED

Connection to SCRED Vision: Multi-layered Practices and Supports - provide every student with what
they need, when they need it.

Action Steps:

1. Launch rep! i b ittees for behavior and transition programs with defined
action plans and deliverables by October 2025

2. Facilitate cross-district design sessions (with leaders, staff, students, and families) to gather
input to help define the ideal future state for Setting IV and 18-22 transition programs by
November 2025

3. Provide FY27 budget recommendations for setting IV and 18-22 transition programs to the
Superintendents Operating Committee (SOC) by January 2026

4. Develop options for a bold, unified vision (including advantages and disadvantages) for setting
IV and 18-22 transition programs and present to the Superintendents Operating Committee
(SOC) by March 2026

5. Determine ideal future-state program structure (e.g., one large vs. county-specific programs)
and design a corresponding action plan for both programs, via SOC approval by May 2026

Objective 2: Build a Robust Continuum of Behavioral Services to Serve All Students in
their Least Restrictive Environment

Connection to SCRED Vision: Multi-layered Practices and Supports - provide every student with what
they need, when they need it.

Action Steps:

1. Define the SCRED “continuum of behavior services” model, including expectations for
center-based behavior supports and inclusive practices by November 2025




Set & Live Out Team Norms

e Be fully present and engaged — mentally and physically

o We will be clear in what we want to accomplish together, remain committed to our strategic objectives, and share ownership of the work and
the action(s) needed to get there

e We will be both honest/forthright and respectful — of those present and absent — when speaking, listening, and during disagreement

e Assume positive intent with space to unpack

e Stay curious, open-minded, and solution focused — avoid problem admiration







What tools have you used to learn yourself
and your teams?

@

AFA




StrengthsFinder

“Discover your strengths
and learn how to use your
greatest natural talents to

get the most out of your
life.”

DON CLIFTON

STRENGTHS

FINDER EXB

FROM GALLUP

Tome Rath




No other person ever
has, or ever will have,
the unique blend of
talents, strengths, and
perspective that you
have.
~Marie Forleo




Strengths Domain: Executing

Every team has goals to achieve. Work to accomplish.
Tasks to complete.

High-performing teams rely on people with strong
Executing themes because they make things happen.

When your team needs to get things done, look to
people with the following Executing themes. They can
take an idea and make it a reality. And they'll work
tirelessly to accomplish the goal.




Strengths Domain: Influencing

Every team needs to communicate, both inside and outside
the group. No matter your goals, effective communication is
essential to achieving them.

Influencing themes because they take charge, speak up and

( High-performing teams rely on people with strong
make sure others are heard.

When your team needs to sell its ideas and persuade others,
look to people with the following Influencing themes. They
can help your team reach a much broader audience and
convince others to aid in accomplishing your goals.




Strengths Domain: Relationship Building

Every team is nothing more than a group of unique individuals. A
team's power comes from each person being empowered to use
their distinctive talents and appreciate others'.

High-performing teams rely on people with strong Relationship
Building themes to bring individuals together and make the
team greater than the sum of its parts.

When your team needs to become stronger and more cohesive,
look to people with the following Relationship Building themes.
They can unite the group and galvanize them to achieve shared
success. They are the bond that holds great teams together.




Strengths Domain: Strategic Thinking

Every team needs people who keep everyone focused on what could
be. People who devote their time and talents to understand what is
necessary to routinely put their team in the position to succeed.

High-performing teams rely on people with strong Strategic Thinking
themes to absorb and analyze information that informs better
decisions.

When your team needs to become more creative and innovative, look
to people with the following Strategic Thinking themes. They can
stretch the team's thinking for the future and inspire new ideas that
can lead to high performance.
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https://docs.google.com/spreadsheets/d/1eOpUDS4tykJD7sQCS8Zt5x5VMbSm0AQZRlMZ76WQB9s/edit?gid=0#gid=0

Service Coordinators Domains

Strategic Thinking

34.5%

Strategic Thinking

Executing

Relationship Building

Executing

20.0%

Influencing

9.1%

Relationship Building

36.4%



Office Staff Domains

Executing
20.0%

Executing

Strategic Thinking
40.0%

Strategic Thinking

Relationship Building

Relationship Building
40.0%




Admin Domains

Executing
23.3%
Strategic Thinking :
30.0% Executing
Strategic Thinking
Influencing
13.3%

Relationship Building

Relationship Building
33.3%




Leverage Collective
Strengths

Mone we can do
50 little.
Together we can d
S0 Much

~Helen Keller

Excautng

Relatonship Bulding

Statege Thinking

Relatanship Bulling

Ts

2]

. Blake Spring (Low

4. SCREDster Strengths Spotlight .

A few recent examples of our unigue strengths in action - because we can't leverage them if we don’t know them! TIP: If you want a colleague to receive a
shoutout in the next bulletin, just fill out this <~ Google Form and share how they've used one of their strengths!

Molly Weber (school psychologist) married her i iscipline, and strengths when she devoted time synthesizing a great deal of
data to rework the service delivery model at HES. With the initial reconfiguration complete, she met with case managers to hear their individual needs

(hello, i ip building!), and d the task to ensure, as a system, we were maximizing outcomes for students!

Services Cox ) was leaning into his Adaptability strength when he creatively shifted his approach to support a
team in need. Recognizing a more concrete and scaffolded approach was necessary, developed a new plan to provide more targeted support. His

willingness to flex in response to barriers goes a long way in building trusting relationships with teachers!

. Shout out to Becky Boland (School Psychologist) who has been using both her Arranger and Includer strengths as there has been an influx of new

students and systems shifts at Pine City Elementary. She plays a critical role in gathering input and utilizing these ideas or feedback to ensure students
and staff have what they need to succeed!

. Katie Potter (Occupational Therapist) showed us what it looks like to leverage her Intellection to when making decisions. After being given some time to

think about the PLC changes being proposed at the TD&E Implementation Meeting, Katie identified critical implications that needed to be addressed
before we could proceed. With Katie's input on the table, we were able to create a more thoughtful implementation plan that removed what would have
been some major barriers!

. Steph Mohs (Special Services Supervisor) has quickly demonstrated her relationship building talents when she deployed her Empathy and Relator

strengths during a recent dispute between a family and the district. Instead of shying away from conflict, Steph leaned in, sought understanding, and
ensured that the parents felt heard, understood, and supported while options were explored. She threw in her Arranger strength for good measure, leading
the district to a workable solution that maximized resources AND met the needs of the student!

“No other person ever has, or ever will have, the unique blend of talents, strengths, and perspective that you have.” - Marie Forleo

Strategic (Q3)

Time

Topic

Notes

9:15-9:35

Set up

(¢]

e Welcoming routine (e.g., celebrations & gratitude, community building)

Celebrations and bonus points if you include in your strengths in your
celebration




5 Voices

“Everyone has a
leadership voice, whether
they know it or not. From
the most quiet to the most

gregarious, we all have the
ability to lead others.”

JEREMIE KUBICEK STEVE COCKRAM

5 VOICES

How to Communicate Effectively

with Everyone You Lead

The GIANT Worldwide Leadership Essentials


https://5voices.com/

Nurturer (43% of the population)

Champion of... people, relational harmony, and values

Watch out for... nurturers have a fear of conflict and
often won't speak out, beware of silence

Empower them by... let them speak first, affirm their
competence and genuine value of the ir contribution

Volume: [m][] [




Creative: (9% of the population) “ﬁ‘

Champion of... future ideas, innovation, and organizational
integrity

Watch out for... creatives can struggle to communicate
effectively and have idealist perfectionist tendencies

Empower them by... don't judge them on what they say first,
help them communicate their ideas. Let them know it's ok to be
wrong sometimes

Volume: [][=][][1[C




Guardian (30% of the population)

Champion of... due diligence, resources, and efficient
systems and processes

Watch out for... guardians are risk averse, can be
negative and bring excessive critique

Empower them by... welcome their challenging
critique and commitment to due diligence

Volume: [m][m][=m][ ][]
"B




Connector (11% of the population)

and effective communication

Champion of... relational networks, collaboration, O-LQ \
U
O
€S

®'"T =V
Watch out for... connectors always interpret 1
challenge of their ideas as personal Q’ y , 7
b
Empower them by... give them time to share their N

ideas and passions, appreciate before you critique

Volume: [m][m][m][m][]




Pioneer (7% of the population)

Champion of... strategic, vision, results-focused,
and problem-solving

Watch out for... pioneers lack sensitivity, can be
unwilling to listen, and be perceived as arrogant

Empower them by... don't worry, they empower
themselves, just affirm their competence

Volume: [m][m][m][m][m]
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6 Name
7 Kevin Krzenski 2 1
8  Angela Christenson 2 1
9 Mitch Marinack 2 1
10 Christine Lund 1 2
11 Blake Springman 1 2
12 Rob Benner 2 1
13 Alyssa Jackson 1 7
14 Kim Henke 2 1
15 Beth Hillerns 1 2
16 Brigitte Rogers 1 2
17 Nic van Oss 2 1
18 Sarah Kloeckl 1 2
19 Nicole Woodward 2 1
20  TiaEllis i 2
21 Kristin Orton 1 2
22 Jennifer DuFresne 1 2
23 Kate Krzenski 2 1
" "I'ohl Per Voie? 5 3 4 4 1
(F

5 Total Pojr Vo‘lo. 2 7 2 5 1
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%6 TOTAL 9 17 8 14 3




Foundational Voices

Pioneer
5.9%
Nurturer
29.4%
Connector
23.5%
Creative
17.6% Guardian

23.5%
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SUPERPOWER
Relational Harmony

ROB
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ollaborate ¢ Innova

« Advocate

Our core values — Collaborate, Innovate, Advocate — are the foundation of our culture. A culture
that makes it possible t i On this
foundation, our culture is constantly under construction, constantly being built up and reinforced by
the small everyday choices of SCREDsters in our office building and across our member districts,

Collaborate

better together.
shared, vulnerability shines, risks are taken, stumbles and wins are both owned
and innovations P

We Are Learners, Not Hiders

Wit your
hiding their. team goals."- Eric Karpinski

Google's Project Aristotle revealed that
“psychological safety" — a shared belief held by
members of a team that the team s safe for
interpersonal risk taking ~ is the factor most
associated with team success. You can

Our energy needs to be focused on learning, not
“impression management” and worrying about our
competence being judged. We need our teams to be

“safe" places where people can experiment, fr
share mistakes, and learn from them together
Watch fi

Sinek e w

) —— Performance Accountability ——» 38
>
.
| 1
%3
=
J i

Peychological satety
Our team meetings and SCRED gatherings are
deliberately optimized to foster trust, vulnerability, and shared accountability.

We Cross-Pollinate Wins

Our districts thrive off of synergy. We connect staff in different districts who are working on similar
projects or struggling with similar problems, SCRED staff catalyze progress by sharing breakthroughs

of this synergistic districts can take ps forward in
ashort amount of time.

Within SCRED, we leverage each other's strengths. All SCRED staff complete
the StrengthsFinder assessment. SCREDsters are encouraged to lean into their areas of strength and
to share them with each other through collaboration. Need a strategic thinker? Borrow one! Have a
vision and need p Partner with I !

We Share Accountability

“Cloac s kind Lncl kind~



https://www.scred.k12.mn.us/our_district/culture

o
*»

“The greatest leader is not necessarily the one
who does the greatest things. He is the one who

gets the people to do the greatest things.”
~Ronald Reagan
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https://www.facebook.com/SCRED.MN
https://www.instagram.com/scredmn/
https://www.threads.net/@scredmn
https://www.youtube.com/channel/UCIctq7Iz0G4EKHyqyo-kBjA

