
Tuckman’s model* helps to identify the phase of development a team is
currently in. 

Knowing what phase a team is in enhances your ability to deliver an
engaging and purposeful gathering experience, via the activities you
design, the questions you ask, or the way you create space for the group to
engage with each other.

When you’re planning a team gathering, observe where you think the
team is currently at in the phases of its development. Discern what type of
support, guidance, or assistance they may need in the way you design and
facilitate the gathering. 

A brief summary of the stages:

Forming: New group, excitement and uncertainty. Polite, look to leader.
Storming: Conflicts arise from differences. Power struggles, challenge
authority. Strong leadership needed.
Norming: Establish norms, resolve issues. Cohesion, accepting ideas.
Cooperation up.
Performing: Highly productive, efficient collaboration. Shared leadership,
solid communication.
[Adjourning: Group disbands after goals met. Sense of closure, potential
sadness.]

The following models illustrate the behaviours, needs, and motivations you
might experience in teams at different stages. It will help understand the
potential challenges and opportunities a team might face.

Tuckman’s Model

*Tuckman’s model is a well-recognised framework, first introduced by Bruce Tuckman in 1965.
Tuckman, B.W. Developmental sequence in small groups. Psychological Bulletin, 1965, 63(6), 384-399. Scott

M. Graffius (2021) expanded on Tuckman’s original framework including introducing characteristics and
proven strategies for each of the phases (https://www.scottgraffius.com/blog/files/team-21.html)



What stage is your team in?

What needs do teams have at different stages? 

Models inspired from Bruce Tuckman (1965) and Scott M. Graffius  (2021)
Phases of Team Development work.

Forming teams need lots of
guidance from their manager.
Roles and responsibilities are
often unclear. There aren’t well-
established processes or
workflows in place yet.

Storming teams are understanding
of how team decisions are made.

Their purpose is clear but roles and
relationships can still be unclear.

Performing teams are
committed and focused. They
operate well without much
management or oversight.

Norming teams understand each
other well. Relationships are well

established and there’s
commitment to team goals and a

willingness to optimise processes. 

In forming teams, there’s often a high level
of energy and enthusiasm. People are
‘playing nice’ with each other and often
wish to avoid conflict.
 
This team needs:

Visibility from leadership
Information/input
Clear objectives 
Clarity of roles and responsibilities
(RACI model can be helpful)
Understanding ‘the why’ and big
picture/outcomes of the team
Defining what success looks and feels
like.

Storming is a normal part of team
development - think of it as healthy and
necessary for a team to become more
collaborative and effective.
  
This team needs:

Lots of feedback (the more specific the
better)
Healthy approaches to resolving conflict
Identification and clear communication
of issues and how to resolve them
Building trust together and appreciating
different ways of working
Honouring commitments and follow
through  

Norming teams appreciate each other’s
strengths and understand how to rely on
each other. They’re adept at resolving
conflict efficiently. 

This team needs:
Recognition (of individual and group
effort as well as results)
Growth opportunities for personal and
professional development
Good reflection practices as a team (e.g.
retros) - seeking continual improvement
and monitoring ongoing energy of the
team.

For performing teams, work flows very easily
and they may look like they don’t need much
support or interference. Individuals are
productive and collective impact evident (sum is
greater than its parts).  

This team needs:
Guidance/coaching instead of management  
Continual celebration of successes (even
small wins)
Encourage collective thinking, problem-
solving and decision-making
Paying attention of upcoming potential
future obstacles or risk and how to best
mitigate or minimise these.


