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Appendix III-A-1: Experiential Learning Project 

An Experiential Approach to Developing Behavioral Skills for Project Managers 

Section H: Example Team Assessment and Feedback Instruments 

 
TEAM DEVELOPMENT: The Hard Work of Being a Soft Team Member 
 

This exercise should help you assess the effectiveness of your team thus far in regard to: 

 Achievement of your goals for your business 

 Satisfaction and commitment of team members 

Working alone, each team member should complete the following questionnaire on team 
development.  The feedback you provide to one another will help you make any necessary changes 
in how you are functioning as a team. Use your feedback session today to identify strengths and 
weaknesses in your individual and team performance and to formulate strategies for improvement.   

 

Climate Scales 
1. The degree to which my team shows enthusiasm and spirit: 

Not much enthusiasm     Highly enthusiastic 

0 1 2 3 4 5 6 7 8 9 

Circle one 
2. On humor, I would rate my team: 

None   Not bad   Funny  Outrageous 

0 1 2 3 4 5 6 7 8 9 

Circle one 
3. My team is: 

a. __________ Mostly task-oriented 

b. __________ More task-oriented than social 

c. __________ Equally task and social in orientation 

d. __________ More social than task-oriented 

e. __________ Mostly social 
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People Scales (How we regard one another as human beings) 

4. The degree to which we are interested in one another as people is: 

Low         High 

0 1 2 3 4 5 6 7 8 9 

Circle one 
5. Our regard for each individual as a resource (knowledge, skills, abilities, viewpoints) for 

group goal achievement is: 

Low         High 

0 1 2 3 4 5 6 7 8 9 

Circle one 
 

Productivity Scales (Goals, work accomplishments, commitment) 

6. Team’s task achievement goals: 

Don’t care  Do   Do   Want 
   acceptable  excellent  to be 
   work   work   the best 
0 1 2 3 4 5 6 7 8 9 

Circle one 
 

7. Actual quantity of work produced thus far: 

Low         High 

0 1 2 3 4 5 6 7 8 9 

Circle one 
 

8. Quality of work produced thus far: 

Low         High 

0 1 2 3 4 5 6 7 8 9 

Circle one 
 

9. Interest in learning: 

Low         High 

0 1 2 3 4 5 6 7 8 9 

Circle one 
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Process Scales (Participation and commitment) 

10. The level of participation in my team can best be described as: 

a. ________ 1 – 2 members contribute the most 

b. ________ 2 – 3 members contribute regularly 

c. ________ 3 – 4 members contribute regularly 

d. ________ 4 – 5 members contribute regularly 

e. ________ All 6 members contribute regularly 

 

11. Input from all members is sought before any decisions are made: 

_____ Never _____ Sometimes   _____ Often   _____ Always 

 

12. Where my team falls on the “handling conflict” scale: 

We avoid conflict    Expressions of conflict are seen as 
or smooth it over    contributing to problem solving 
 
0 1 2 3 4 5 6 7 8 9 

Circle one 
 

13. Openness in communication among my team members: 

People appear to      People feel free to 
be holding back      express their views 
 
0 1 2 3 4 5 6 7 8 9 

Circle one 
 

14. Expression of personal feelings: 

Expressed in a socially     Expressed in a way 
acceptable way      not acceptable to the  
        team 
 
0 1 2 3 4 5 6 7 8 9 

Circle one 
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15. Degree to which we listen and hear each other’s views: 

Low         High 

0 1 2 3 4 5 6 7 8 9 

Circle one 
 
Measures of Project Team Effectiveness (and Ineffectiveness) 

Instructor Note: This approach to assessing team effectiveness differs from the previous one 
above in that it presents desirable and undesirable team characteristics and asks team members 
to think strategically about how to sustain or improve characteristics associated with high-
performing teams, and to identify strategies to respond and correct behaviors associated with 
ineffective teams. 

The presence of the following characteristics indicates a team is more likely to be 
effective.  Identify specific strategies that are helping you or can help you to be an effective project 
team: 

Characteristic (according to theory) of a high-
performing team 

Your project team  

Small size (< 10 members) 
 

 

Performance focus: 

 Commitment to a common purpose and goals 

 Commitment to a common understanding of how 
members will work together 

 Agreement on specific and measurable goals 

 Feedback 
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Characteristic (according to theory) of a high-
performing team 

Your project team  

Contribution of all members/member skills: 

 Careful selection of members 

 Willingness to work together, comfortable with 
ambiguity, diverse backgrounds/skills 

 Technical expertise for task—competence 

 Problem-solving and decision-making skills 

 Interpersonal skills 

 Training to develop skills that are deficient 
 

 

Positive Norms: 

 That support process (e.g., openness, honesty) 

 That support performance 

 That support mutual accountability 
 

 

Roles: 

 Task roles are fulfilled 

 Maintenance roles are fulfilled 
 

 

Ability to manage conflict:  

 Collaborating style to resolve conflicts 
 

 

Ability to make effective decisions: 

 Stimulate task conflict 

 Use consensus with qualification 
 

 

Effective leadership (formal and informal) 

 Accessible to team members 

 Solicits input on decisions/issues 

 Admits weaknesses and mistakes 
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You must also watch for indicators of ineffectiveness, and if present, formulate strategies to 
respond: 

Characteristic of an ineffective team Your project team 
Lack of common purpose 
 
 

 

Lack of or insufficient training in necessary 
skills in members 
 
 

 

Lack of management support 
 
 

 

Not empowered to act independently 
 
 

 

Goal displacement or ambiguous goals; 
individual goals more important than team 
goals 
 

 

Cohesion but low-performance norms 
 
 

 

Missing roles—either task or maintenance 
 
 

 

Social loafing/free riding 
 
 

 

Negative norms 
 
 

 

Lack of feedback (within the group and from 
external sources) 
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Team Feedback: Applying Emotional Intelligence 

Instructor Note: This exercise requires project team members to use Goleman’s What Makes a 
Leader? article as the basis for providing feedback on the dimensions of Goleman’s emotional 
intelligence framework to peers.  The following text has been used to introduce the assignment to 
students: 

Now that we have enough experience working with each other, it’s time to practice giving 
and receiving performance feedback.  This exercise will focus on your project team’s development 
and behaviors to help you move through the remaining challenging weeks of the semester and get 
you thinking about your peer evaluations of your teammates.  More important than either of those 
functions is that you will have the chance to discuss, as a team, strategies to improve your project 
team’s functioning and performance on the project.   

The second phase of this exercise will occur outside of class (team members must meet 
before the [stated deadline]).  You should allow at least ONE HOUR for this meeting. You will 
focus on feedback from your teammates about your emotional intelligence.  Goleman argues (and 
his work is widely accepted today) that IQ and technical skills are “threshold capabilities” because 
they are the entry-level requirements for executive positions; however, without emotional 
intelligence, an individual will not make a great leader!  

Here is what you need to do BEFORE the class when the first phase of the exercise will 
take place: 

1. Read Goleman’s What Makes a Leader? and then read it again. After your second 
reading, dissect the article to identify specific characteristics that are associated with the 
five dimensions of emotional intelligence.  Here is an example: 
 

a. Self-awareness: 
i. Neither overly critical or unrealistically hopeful—they are honest with 

themselves and others 
ii. Frank in admitting to failure 

iii. At ease talking about their limitations and strengths 
iv. Seek constructive criticism 
v. And others (see Goleman’s article to identify more characteristics 

associated with self-aware people) 
 

2. Think about each of your teammates’ performance over the course of the semester in 
terms of their emotional intelligence strengths and weaknesses.  Develop a list for each 
person on your team using a table format like the one shown below. Focus on the most 
salient strengths and weaknesses in each category.  Refer to the list of characteristics you 
prepared in #1 above.  Prepare and print a SEPARATE page for each of your teammates, 
since you will be giving your feedback (in writing) directly to each person.  You should 
keep these individual feedback forms until your team feedback meeting outside of class.   
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YOUR NAME: ___________________   

PERSON RECEIVING FEEDBACK: __________________  

Emotional Intelligence 
Dimension 

Areas of Strength Areas of Weakness 

Self-Awareness 
 
 

  

Self-Regulation 
 
 

  

Motivation 
 
 

  

Empathy 
 
 

  

Social Skills 
 

  

 

Instructions for your project team meeting (outside of class): 

 Distribute your feedback forms to the appropriate individuals. 

 Allow everyone time to read their feedback forms. 

 Using a “round robin” format, take about 5–10 minutes for each person to react 
generally to the feedback (e.g., do they believe it’s accurate, are there common 
themes, what surprised them, etc.).  Then, identify one or two elements of 
emotional intelligence that your teammates identify as an “area of weakness” and 
talk with your fellow students to develop strategies to improve your skill in this 
area.   

 As a team, discuss this feedback process.  What did you learn about yourself and 
each other as a result of this exercise?  What strategies will you put into action to 
improve your individual and team performance in the remaining weeks of the 
semester?  How will you know whether you have improved in an area of weakness? 

 

Instructions for individual debriefing: 

 Consider how the feedback you have received from other sources and how it fits 
(or doesn’t) with the feedback you now have from your teammates.   

 Optional writing exercise:  Write a memo to the instructor in which you share your 
identified area of weakness and the strategy (or strategies) you will use to improve 
your emotional intelligence in that area.    

  


