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Introducing  

“Leaders and Teams who are fully engaged with both 

the business vision and each other will ultimately 

deliver the results you want. That’s why I created 

THE TEAM ALIGNMENT METHOD”

Tamsen Garrie
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As well as being a Business Coach and 
Consultant, Tamsen Garrie is also qualified in 
Psychology and that combined with her 
experience working with hundreds of 
businesses, training dozens of leaders and 
developing numerous teams (including 
the team that took the UK's largest 
business network national in 2 years) has

resulted in a thorough understanding 
of what it takes to get your team 
actively driving your business 
forward in an increasingly 
challenging and competitive                
business environment.

tamsen@alpha-associates.biz



Whether your business is moving forwards or backwards 
(and it’ll be one or the other – businesses never stagnate), 
you will have challenges, and as unique as those challenges 
are to you and your business, one thing is consistent:

They All Involve People!
Achieving your business goals relies 
on the extent to which your team is 

aligned both with the  business’s vision, 
culture and goals and with each other

All successful businesses recognise that their success comes 
through and as a result of their people which is why successful 
businesses have a growth strategy that has an emphasis on 
Leadership and Team Alignment.

Leaders and teams who are fully engaged with both the 
business vision and each other will ultimately deliver the results 
you want.

Learning and Implementing THE TEAM ALIGNMENT METHOD will 
enable you to take your team from a group of people who 
simply coordinate their individual efforts, to a collective force 
on a mission who work collaboratively towards a shared vision 
actively driving your business forward through choice.
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What is a
TEAM?
The word ‘team’ is often used to describe a group of people who work 
together, but there is a big difference between a Work Group and a TEAM.

Whereas a Work Group is a collection of individuals who coordinate their 
individual efforts, a TEAM is a group of people who work together collectively
towards a shared vision.

This distinction between a Work Group and a TEAM is important because 
whilst a TEAM will always achieve more consistent, more significant and more 
long-term results than a Work Group, a TEAM is much more difficult to build.
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Building a TEAM requires the commitment and the capacity on the part of 
the leader to facilitate a natural 4-stage process of team development and 
due to the nature of their role within that process, to also develop 
themselves as a leader throughout the various stages.

A Work Group has an individual and independent focus.  

The emphasis is on the individuals within the group rather than the group as 
a whole.  

An individual who works as part of a Work Group 
may have goals, clarity of tasks and responsibilities, 
and accountability for outcomes, but whilst they 
may come together with the rest of the group, it
is usually with the sole intent of sharing information
as it is their leader/manager that they ultimately 
look to for direction and guidance.
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A TEAM on the other hand has a collective and 
interdependent focus.  

Whilst the individuals in the team are highly valued, the emphasis is on the 
group as a whole.  

Personal agendas are also team agendas and collective success takes 
priority over individual success.  
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People who work as part of a TEAM have a strong sense of shared purpose 
because their roles and responsibilities are defined by the team’s vision and 
goals.  Whilst they each have their own roles, they have shared responsibility 
for outcomes, which means that they depend heavily on each other to 
perform their respective roles well.  

Members of a TEAM come together frequently and with far greater purpose 
than to simply to communicate: they discuss challenges and problems, 
brainstorm solutions, share ideas, plan work and make joint decisions.

People in a team do not look solely to the leader/manager for direction or 
guidance, they look to each other and so their accountability for outcomes 
is provided by the team as a whole.

When you successfully leverage interdependence in a group, you have a 
TEAM and when you have a team, the overall 
achievement is far greater than the sum of 
the individuals within it.  

Together
Everyone
Achieves
More
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How Do You Build 
A TEAM?
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STAGE 1 – STARTING

In this stage, the starting of the team takes 
place and the individual's behaviour is driven 
by the simple desire to be accepted.

This stage tends to be comfortable for the individuals as they behave and 
work relatively independently.  The focus tends to be on goals and tasks and 
on who does what and when, in addition to gathering information about 
each other.  

To the leader/ manager, the team may appear to be working well as tasks 
are completed.  However, the reality is that often they are not completed as 
effectively or as efficiently as they could be and the avoidance of any 
conflict means that issues and feelings are not addressed.  As a result mutual 
respect and trust is not established and so success it limited.

THE TEAM ALIGNMENT METHOD is the approach I recommend you follow to 
build a TEAM.  However, it is important first to understand the 4-stage 
process that all groups naturally move through on route to being a TEAM.

The Team Development Model was first developed by Bruce Tuckman in 
1965 and it details the four stages that all teams move through.  He calls it 
Forming > Storming > Norming > Performing.

Whilst this model has been around for many years and has been proven to 
be effective in its application, I have adapted it to suit the modern business 
world and my preferred emphasis on interdependence.  However, whilst my 
labelling and explanation of the stages is slightly different to Tuckman’s, the 
essence of my amended model remains very true to his original work.  

I call it:  The TEAM Journey

There is a lack of understanding of the team’s vision or purpose and there is 
high dependence on the leader/manager for direction and guidance.  
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The TEAM Journey

STAGE 2 - KICKING

In this stage, the kicking of the team occurs as 
whilst the vision and the purpose of the team 
becomes clearer, uncertainty about where the 
individuals fit into that builds.
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They begin to vie for position and to assert their preferences and ideas, and 
as differences are emphasised, tension arises and conflict can occur.  

This stage is not avoidable.  All teams go through this stage and for a team 
that has never worked together before, it is especially significant.  

Due to the often contentious nature of this stage, it can feel uncomfortable, 
especially for those who are particularly averse to conflict, as individual’s air 
and explore their differences.  

For the leader/manager this stage is a challenge as the individuals shift 
responsibility for tasks and outcomes and apportion blame for failings.

The KICKING stage is an essential stage as it creates the conditions to 
enable the individuals to push through their differences by both recognising 
and accepting them.  It enables them to identify where they and each 
other member brings value to the team and to begin to establish mutual 
understanding and respect.  

It does however have the potential to be a destructive stage if there is a 
lack of tolerance and patience.  Cliques may form at this stage and power 
struggles may occur.  

However, with the freedom to share opinions and feelings openly and 
without judgement, the team are able to work together more comfortably.

Some teams unfortunately never develop past this stage.

PAGE 4



The TEAM Journey

STAGE 3 - WORKING

In this stage, the working of the team begins 
as agreement replaces resistance and the 
individuals find commonality and ways in 
which they complement each other.
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They begin to compromise their own agendas for the benefit of the team 
as a collective.  Their desire for and their commitment to the team’s 
success is strong and they begin to depend more on each other than on 
the leader/manager and to work together, playing to their strengths and 
pulling on the strengths of their teammates.

This stage is a welcome stage for everyone after they’ve been in kicking
and it is highly noticeable as the tension and conflict is replaced with 
mutual appreciation and respect and trust builds.

For the leader/manager, this stage is very welcome as the team appear 
to get what they are about and to be both willing and able to take on 
more responsibility.  As a result, a deeper level of delegation is possible.

The WORKING stage is significant as everyone becomes clear not just on 
the role they play and the value they bring, but also on the value brought 
by every individual in the team.  

Everyone begins to feel appreciated and valued and this is reflected in 
the outcomes they achieve.  

Some individuals may continue to operate independently on occasion 
and ideas, opinions and feelings may still not be fully shared openly in this 
stage for fear of recreating conflict.
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The TEAM Journey

STAGE 4 - DRIVING

In this stage, the driving of the team emerges as 
the individuals cease to operate independently 
and instead operate interdependently, 
depending on each other to perform their 
respective roles well.
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The individuals in the team are knowledgeable and competent, highly 
motivated and dependent on each other which makes collective problem 
solving and decision making easy. 

There is complete openness, high empathy and mutual respect and trust 
and as a result, the team proactively seek ways of getting the work done 
efficiently and effectively without the need for external leadership or 
management.

What is most evident in this stage is that differing ideas, opinions and 
feelings are encouraged within the team, with the intent of challenging the 
norm and continually finding new solutions and ways forward.  

Equally, the skills and strengths, roles and responsibilities and the attitude 
and attributes of the individuals complement and support each other as 
well as the team’s vision, culture and goals.

For the leader/manager, delegating to this team is a joy!  Everyone is clear 
about where they are heading as a team and fully appreciates the 
significance of their role in the context of the vision.  They are confident in 
playing to their strengths to perform that role well and they thrive as a result 
of the increase in expectation and responsibility.

The DRIVING stage is the stage to aspire to as in this stage, the team 
dynamics become highly functional, the individuals within the team 
thoroughly enjoy the experience of working together and the vision 
becomes a personal aspiration for everyone.  

As a result, they actively drive the business forward for no other reason than 
they want to and so they power forward with ease.  Achieving the business 
vision becomes inevitable!
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The TEAM Journey

REVERSING

Team development is not linear process.  

Even the most DRIVING teams will experience challenges and may reverse 
to earlier stages in the cycle when changes occur.

The loss of a valued member, the addition of someone new, a change in 
leadership or direction and focus, or even the achievement of a significant 
goal can result in reversing.
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Most typically, in the face of 
change, the team will 
reverse back to kicking as 
new agendas, ideas, 
perspectives and opinions 
challenge the existing 
dynamics of the team.

For the leader/manager, 
delegation can suffer in the 
face of a revering as the 
impact on the team results in 
mistakes or missed deadlines.

However, a previously DRIVING team that has fully experienced what it is to 
work interdependently, already possesses the characteristics required to 
adapt to the changes, address the challenges and to progress through the 
process quickly and with relatively low discomfort or disruption.

A team in the working stage may struggle with this and a kicking team may 
never recover which is why aspiring to create
a DRIVING team is so important.
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The Role Of 
The Leader
The role of the leader in the creation of an aligned team is a crucial one.

An aligned team is simply a team that has progressed successfully through 
The Team Development process described in the previous pages.  An 
Aligned team is a team that possesses all of the qualities detailed in the 
DRIVING stage.  In summary, an aligned team knows where they are going 
(The Vision), how they behave (The Culture), what they are aiming for (The 
Goals) and how they fit in (The Roles).

Whilst I have referred to the team development process as a natural one, 
the transition from STARTING to KICKING to WORKING to DRIVING does not 
occur by accident and as I also said earlier, it requires the commitment and 
the capacity on the part of the leader to both facilitate the process and to 
develop themselves as a leader throughout the stages.

It is the leader’s role to facilitate The Team Development process and to 
create and nurture the conditions to enable the individuals within the team 
to move through the stages incrementally and without perceived threat to 
themselves personally.
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THE TEAM ALIGNMENT METHOD is designed to enable leaders and their teams 
to move from STARTING to KICKING to WORKING to DRIVING in a facilitated 
manner so that the change is experienced 
incrementally.

As long as the leader accepts that the journey to 
their desired destination is a process and that their 
role as leader is to guide and support the team 
through that process, they are far more likely to 
reach their desired destination. 

By approaching team alignment in this way, the 
transition occurs organically.  

It really is a joy to witness!
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THE TEAM ALIGNMENT METHOD

As you know, one of the key characteristics 
of a DRIVING TEAM is that they work interdependently 
towards a shared vision.  

A vision is simply a picture created in the imagination and in this context 
it is a picture of how the team want things to be in the future.  It includes 
both the ‘what’ is to be achieved and as importantly, the ‘why’ it is to be 
achieved.  Ultimately, it provides a destination to which the team can 
move towards together.  

Without a shared vision, creating a DRIVING TEAM is simply not possible, 
because it is the glue that binds the individuals in the team together.

So, creating the team’s vision is important, but what is equally important is 
involving the team in the creation of it. This is because when the 
individuals in the team are involved in deciding on the direction they are 
going and importantly, defining ‘why’, they choose to be committed and 
motivated, and when they are committed and motivated through 
choice, a fully engaged team emerges, complete with a strong sense of 
camaraderie, mutual obligation and peer-to-peer pressure which 
establishes accountability of the self-policing kind.

As a result, the leader goes from managing the
individuals in the team to managing the team as
a collective, which in turn then manages the 
individuals within it.

In effect, the leader delegates the day to day 
management of the team to the team itself.
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STEP ONE
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THE TEAM ALIGNMENT METHOD

Whilst the Vision provides the direction, it is the team 
Culture that provides the conditions to enable the team to achieve it.

Culture is often difficult to define because it is not tangible.  

However, culture is entirely visible through its manifestation in the work 
environment: in the behaviour of the people in the team.

I describe culture as a personality. 

In a person, personality is a construct of their mindset (beliefs, values and 
attitude) and their behaviour.  

Equally, a team’s culture is a construct of their collective mindset and the 
behaviour which results when the team agrees to and complies with a 
set of guidelines for working together.

Culture literally translates to “How we behave around here” and the 
more explicit the team is about the culture that best supports the vision, 
the more likely they are to adopt consistent behaviour 
that also supports it.  

Naturally, the more involved the team are in 
deciding the culture, the more they own it 
and the more they then ‘live’ it.
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STEP TWO
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THE TEAM ALIGNMENT METHOD

Whilst the Vision provides direction and the 
Culture provides the conditions to enable the team 
to achieve it, it is the team’s Goals that drive their daily, 
weekly and monthly activities to ensure that they move incrementally 
and consistently towards it.

The vision is the destination.  However, often by the nature of a vision, the 
destination is a long way in the future.  

Therefore aiming for the destination on a daily weekly or monthly basis 
can be overwhelming.

The goals break the vision down into incremental milestones which brings 
the vision closer to the current reality, providing achievable targets to 
aspire to and reach along the way.

Instead of aiming for the vision on a daily, weekly and monthly basis, the 
team are able to aim instead for the next milestone and then the one 
after that.

Just like the vision, the more involved the team are 
in establishing the goals, the more committed 
they are to doing whatever it takes to 
achieve them.
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STEP THREE

PAGE 11



THE TEAM ALIGNMENT METHOD

One of the most noticeable characteristics of 
a DRIVING TEAM is that each individual within it is completely clear about 
the role they play in achieving the common Goals and reaching the 
shared Vision.  As a result they have a high level of accountability.

Accountability is often described as being responsible for something when 
actually, that is what responsibility means.  Accountability is not just about 
being responsible for something – it’s about being answerable for it too 
and the distinction between the two things is an important one.

Accountability only works when there is complete clarity of responsibility 
and expectations and this is why defining the individual roles within the 
team, complete with where responsibility lies for specific tasks and who is 
accountable for certain outcomes, is absolutely essential.

In doing this, the leader works with the team to allocate responsibility for 
tasks and accountability for outcomes to individuals within the team based 
on their strengths.  And this is where many leaders/ managers get it wrong.  

We have come to believe that our strengths are the things that we can do 
well which is why so many of us find ourselves on a career path that we 
later come to dislike.

The thing is, a strength is NOT the thing you do
well.  A strength is not the thing you’re good at.  
That is a skill.  A strength is the thing that you are 
both good at AND that you energised by doing. 
It’s the thing that makes you feel STRONG.  
That ‘s your REAL strength.

When the individuals within the team are given 
tasks and responsibilities based on their REAL 
strengths, that’s when things start to get interesting.
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STEP FOUR
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Building 
The TEAM
By leading the team through THE TEAM ALIGNMENT METHOD step by step, 
even the most inexperienced team leader can move their team from 
STARTING to DRIVING.  What is more important than experience is strong 
facilitation skills and belief in the process.

By starting with STEP ONE: The Vision, followed by STEP TWO: The Culture, 
most groups will transition from STARTING into KICKING relatively quickly as 
deciding where they are heading and defining their collective values 
throws up all sorts of issues.

Successfully leading the group through STEP TWO and into STEP THREE: The 
Goals, is the key to getting them out of KICKING and into WORKING as a 
KICKING team will struggle to establish common goals.  

The DRIVING stage emerges only when the team has successfully worked 
through both STEP THREE: The Goals and STEP FOUR: The Roles and this can 
take some time.  

In fact, many teams remain in WORKING permanently simply because whilst 
roles and responsibilities have been defined, they have been defined based 
on skills and experience solely.

The impact of this on the teams ability to drive the business forward 
as a collective is significant in that the leader is still 
required to direct and manage the individuals in
the team.

Only when the leader and the team commit to
all four stages of THE TEAM ALIGNMENT METHOD
can a fully aligned team emerge ready and 
able to drive the business forward 
through choice!
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Team Alignment
In Action
The impact of learning and implementing THE TEAM ALIGNMENT METHOD in 
its entirety was demonstrated recently in the results of a team I worked with 
in the creative sector.

The leader engaged me to support him in creating a new team for the 
specific purpose of developing and marketing a new product.  Some of the 
individuals within the new team knew of some of the other members, but as 
just two had actually worked together before, we were starting at starting.

Over three weeks, I worked with the leader and his team using 
THE TEAM ALIGNMENT METHOD.

This client is a strong leader who instils confidence naturally, and he had 
selected these people himself, so they, for the most part, shared some 
common values and aspirations  Therefore, aside from a couple of 
contentions STEP ONE: The Vision and STEP TWO: The Culture went very 
smoothly.

However, as we got into STEP THREE: The Goals, the KICKING stage occurred 
as half group preferred to approach the project in one way and the other 
half in the opposite way.

The leader could see the value in both approaches and so our job was to 
create the conditions to enable the group to discuss the two options openly 
and without judgement and to agree a mutual way forward.  This involved 
further communications and from the contention, a third, more preferable 
approach emerged.

Both sides recognised that they would have been unlikely to have seen the 
third option had they not experienced the initial conflict.

It was as a result of the conflicting ideas and opinions that many of the 
individual’s strengths then became apparent which made STEP FOUR: The 
ROLES relatively straight forward.

That DRIVING team went onto create one of the most successfully marketed 
products, with the highest profits that the company has ever seen.
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Making It 
Happen
As I said before, whether your business is moving forwards or backwards, 
you will have challenges, and as unique as those challenges are to you 
and your business, one thing is consistent:

They All Involve People!
Achieving your business goals relies on the extent to which your team is 
aligned both with the business’s vision, culture and goals and with each 
other.

By following the FOUR STEPS TO AN ALIGNED TEAM, outlined in this eBook, 
you can take your team from a group of people who simply coordinate 
their individual efforts to a collective force on a mission who work 
collaboratively towards a shared vision - driving your business forward 

through choice!

I work with ambitious business owners who are open to 
transforming their approach culturally, strategically & 
operationally to achieve sustainable business growth 
using THE TEAM ALIGNMENT METHOD.

I can either work with you to teach you how to 
facilitate process yourself, or I can come in and 
facilitate the process for you.

Leaders and Teams who are fully engaged 
with both the business vision and each 

other will ultimately deliver the results you 
want, so why not get in touch today to
find out how I can help you.

I look forward to hearing from you!

If you found this eBook useful, please share it:
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