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TEAM PURPOSE AND DESIGN

Purpose
This tool is designed to help K–12 leaders intentionally build teams around various needs 
and/or initiatives like school improvement, instructional leadership, MTSS, etc. By identifying 
needed skills, practitioners can align people to roles and plan for leadership growth. 

TOOL: IDENTIFYING TEAM 
MEMBER ROLES

CAPACITY AND 
RESOURCES

I
PART

What skills, expertise, experiences, and working styles are needed for this team to be effective?

What will the team focus on?

If the team can make decisions, what decisions will they make? 
If the team is advisory, who will make decisions?

Will the team serve in an advisory role or have decision-making authority? Advisory
Decision-making

Skills/Expertise 
Needed

Experience 
Needed

Working Style(s) 
Needed

For what purpose is this team being assembled?
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Potential 
RoleStrengthsPotential Team 

Member(s)
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TOOL: IDENTIFYING TEAM 
MEMBER ROLES

CAPACITY AND 
RESOURCES

TEAM PURPOSE AND DESIGN, continued
I

PART

MAPPING POTENTIAL TEAM MEMBERS
Facilitator PromptsII

PART

Use these prompts during team design conversations:
•	Whose perspectives are needed on this team that historically may be overlooked?

•	What balance of technical expertise and relational leadership is needed?

•	Which roles require influence versus operational management?

•	How will we ensure contribution from multiple perspectives and experiences?

•	How will we revisit and refine roles as the work evolves?

Refer to the table above, and use this section to brainstorm possible team members and roles.

Skill(s)/Expertise, 
Experience, and 
Working Style

What thought process or framework will guide your thinking about how to place people into roles? 
(Examples: strengths-based leadership, representation across stakeholder groups, instructional 
expertise, adaptive leadership, diversity of perspectives, etc.)
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TOOL: IDENTIFYING TEAM 
MEMBER ROLES

CAPACITY AND 
RESOURCES

IDENTIFYING TEAM MEMBERS AND ROLES
III

PART
Use this section to finalize team assignments.

How will you maximize this 
person’s expertise?RoleTeam Member

What gaps emerged while working to form this team?

What went well regarding the identification of team roles?

How will you know that team members are effective in their roles? How will you know that the team is 
successful?

REFLECTION AND NEXT STEPS
III

PART
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