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Introduction 

Informed by the research of Bruce W. Tuckman and Mary Ann C. Jensen,
over 100 subsequent studies, and Scott M. Graffius’ first-hand professional
experience with, and analysis of, team leadership and performance,
Graffius created his ‘Phases of Team Development’ as a unique perspective
and visual conveying the five phases of team development — Forming,
Storming, Norming, Performing, and Adjourning — inclusive of a graph
showing how performance varies by phase, as well as the characteristics
and strategies for each phase.

Project Managers, Scrum Masters, Agile Coaches, DevOps Leads, and
other leaders can apply the information to help handle challenges or issues
experienced by teams. By doing so, they’ll advance the teams’ (and their
own) happiness, productivity, and success. 

Graffius initially developed his unique material in 2008, and he periodically
refreshes it. This article (including the accompanying visual) provides the
2024 update to his ‘Phases of Team Development’ work.

Graffius’ work has “team development” in the title. Alternative terms —
which may be interchangeable in the context of this article — include
group development, group dynamics, team agility, team building, team
coaching, team collaboration, teamcraft, team dynamics, team leadership,
team optimization, team performance, team tradecraft, and teamwork. 

Five Phases of Team Development

1. Forming

Characteristics of the Forming phase include displaying eagerness,
socializing, generally polite tone, sticking to safe topics, unclear about how
one fits in, and some anxiety and questioning.

Strategies for Forming include taking the ‘lead,’ being highly visible,
facilitating introductions, providing the ‘big picture,’ establishing clear
expectations, communicating success criteria, and ensuring response
times are quick.

2. Storming

Traits of the Storming phase include some resistance, lack of participation,
conflict based on differences of opinions, competition, and high emotions.

Strategies for Storming include requesting and encouraging feedback,
identifying issues and facilitating their resolution, normalizing matters, and
building trust by honoring commitments.

3. Norming

Features of the Norming phase include developing cohesion; purpose and
goals are well-understood; more confident; improved commitment;
members are engaged and supportive; and relief, lowered anxiety.

Strategies for Norming include delivering feedback, recognizing individual
and team efforts, providing learning/upskilling opportunities, and
monitoring the ‘energy’ of the team.

4. Performing

Characteristics of the Performing phase include demonstrations of
interdependence and self-management; high motivation, trust, and
empathy; individuals defer to team needs; producing deliverables
effectively; and consistent performance.

Strategies for Performing include ‘guiding from the side’ (minimal
intervention), highlighting successes, and encouraging collective decision-
making and problem-solving.

5. Adjourning

Typical traits of the Adjourning phase (also referred to as the Transitioning
or Mourning phase) include potential sadness, and disbanding of
temporary teams.

Strategies for Adjourning include communicating change, conducting a
summative team evaluation via a retrospective or lessons learned session,
recognizing individual and team efforts and achievements, and celebrating
the team's accomplishments (a party/after-party). 

Conclusion

Project Managers, Scrum Masters, Agile Coaches, DevOps Leads, and
other leaders can apply the information in this article and the
accompanying visual to help handle challenges or issues experienced by
teams. By doing so, they’ll advance the teams’ (and their own) happiness,
productivity, and success. 

This article provided a brief overview of the five phases of team
development. Scott M. Graffius presents dynamic and engaging talks and
workshops on this topic and more at conferences and other events (public
and private/corporate) around the world. To learn more, visit here. For
booking information, please complete a speaker engagement request form
or email Scott M. Graffius.

If you're looking for additional information on this article (such as
references/sources, citation details, or permission request information),
read on.
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About Agile Scrum: Your Quick Start Guide with Step-by-
Step Instructions

Shifting customer needs are common in today's marketplace. Businesses must
be adaptive and responsive to change while delivering an exceptional
customer experience to be competitive.

There are a variety of frameworks supporting the development of products and
services, and most approaches fall into one of two broad categories:
traditional or agile. Traditional practices such as waterfall engage sequential
development, while agile involves iterative and incremental deliverables.
Organizations are increasingly embracing agile to manage projects, and best
meet their business needs of rapid response to change, fast delivery speed,
and more.

With clear and easy to follow step-by-step instructions, Scott M. Graffius's
award-winning Agile Scrum: Your Quick Start Guide with Step-by-Step
Instructions helps the reader:

Implement and use the most popular agile framework―Scrum;
Deliver products in short cycles with rapid adaptation to change, fast time-
to-market, and continuous improvement; and
Support innovation and drive competitive advantage.

Hailed by Literary Titan as “the book highlights the versatility of Scrum
beautifully.”

Winner of 17 first place awards.

Agile Scrum: Your Quick Start Guide with Step-by-Step Instructions is
available in paperback and ebook/Kindle in the United States and around the
world. Some links by country follow.

🇦🇺

 Australia

🇦🇹

 Austria

🇧🇪

 Belgium

🇧🇷

 Brazil

🇨🇦

 Canada

🇨🇿

 Czech Republic

🇩🇰

 Denmark

🇫🇮

 Finland

🇫🇷

 France

🇩🇪

 Germany

🇬🇷

 Greece

🇭🇺

 Hungary

🇮🇳

 India

🇮🇪

 Ireland

🇮🇱

 Israel

🇮🇹

 Italy

🇯🇵

 Japan

🇱🇺

 Luxembourg

🇲🇽

 Mexico

🇳🇱

 Netherlands

🇳🇿

 New Zealand

🇳🇴

 Norway

🇪🇸

 Spain

🇸🇪

 Sweden

🇨🇭

 Switzerland

🇦🇪

 UAE

🇬🇧

 United Kingdom

🇺🇸

 United States

🌏

 More countries

About Agile Transformation: A Brief Story of How an
Entertainment Company Developed New Capabilities and
Unlocked Business Agility to Thrive in an Era of Rapid
Change

Thriving in today's marketplace frequently depends on making a
transformation to become more agile. Those successful in the transition enjoy
faster delivery speed and ROI, higher satisfaction, continuous improvement,
and additional benefits.

Based on actual events, Agile Transformation: A Brief Story of How an
Entertainment Company Developed New Capabilities and Unlocked
Business Agility to Thrive in an Era of Rapid Change provides a quick
(60-90 minute) read about a successful agile transformation at a multinational
entertainment and media company, told from the author's perspective as an
agile coach.

The award-winning book by Scott M. Graffius is available in paperback and
ebook/Kindle in the United States and around the world. Some links by
country follow.
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