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LEADERSHIP CYCLE 
PLAN.DO.STUDY.GROW

This is the Believe In You PDSG Leadership Cycle.

For more information visit:
www.BelieveInYou.com

Welcome to Week 01 of the Believe In You Leadership Journey. During this time your team 
will be following the Believe In You Leadership Cycle. There are 4 components of this cycle: 
plan, do, study, grow. Each workbook that you’ll use will guide you through 5 weeks and 
focus on 1 component of the cycle. In this first workbook, you will build your team and begin 
the planning process.

THIS WORKBOOK: 01 PLAN  THIS WEEK: ACTIVATE A TEAM

There are 5 characteristics of highly successful teams.
1) Trust;  2) Communication;  3) Commitment;  4) Accountability;  5) Focus

This week you will form your team and work together to begin growing team culture around 
these characteristics. Discuss each characteristic using team discussion questions and then 
complete the team introduction pages.

Return to these pages throughout the program to inform, motivate and inspire teamwork.

01 Plan
Activate a Team
Set Team Goals
Create Action Maps

02 Do
Follow the Map
Collect Outcome Data

03 Study
Organize Data
Analyze Results
Make Adjustments

04 Grow
Refine
Refocus
Repeat

WEEK ONE



TEAM DISCUSSION QUESTIONS

5 CHARACTERISTICS OF
HIGHLY SUCCESSFUL TEAMS

Use the 5 sets of questions below to start meaningful conversations with your team.
Take turns as the conversation leader, with one teammate asking all 3 questions from a set. 
Don’t write down answers or take notes. Instead, engage with your teammates, actively 
listen, and contribute respectfully and honestly. After talking through the 3 questions in a set, 
pass the leader responsibility to a new teammate and begin with a new set.

Set 1 Trust
Q1: What is trust and why is trust an important part of being a team?
Q2: What does it look like and sound like when you are open to trusting others?
Q3: What does it look like and sound like when you are trustworthy?

Set 2 Communication
Q4: What are different ways that a team can communicate? Why is communication important?
Q5: What does is mean to be respectfully honest?
Q6: Why is it important to allow others to speak in a respectfully honest way?

Set 3 Commitment
Q7: Can you describe what it means to make a commitment to a team?
Q8: What does it look like and sound like to commit to creating positive team culture?
Q9: How many actions can you list that show commitment to working toward a team goal?

Set 4 Accountability
Q10: What is accountability? Can you describe an example of accountability?
Q11: What does it look like and sound like when a person owns their responsibilities?
Q12: What does it look like and sound like when a person leads by example? How is that 

related to accountability?

Set 5 Focus
Q13: What is focus and how is it related to success?
Q14: What does it look like and sound like when a person is focused on team results?
Q15: What does Team > (greater than) Self mean? How can you demonstrate that concept?



TEAM CHARACTERISTICS
FIND GREATNESS TOGETHER

Trusting and being trusted means that you’re willing to be vulnerable.
It means that you’re willing to risk being disappointed or even hurt by 
someone you trust, and that you understand the importance of protecting 
the vulnerability of your teammates and friends. That makes you trustworthy. 

Use the questions below to help you talk with your teammates in a way that 
builds mutual trust.

Answer the questions below and then share your answers with your team.

What is one thing that you really like about your current school experience?

What would you like to change about your overall school experience? (In this school or 
any other school that you’ve attended.) Why would you like to see this change happen?

Communication is essential to the success of any team. Sometimes 
communication is joyful and fun. Sometimes conversations are important 
and challenging. Embracing all types of communication will help you be 
a better teammate and help your team be more successful.

Use the questions below to help you communicate honestly and 
respectfully with your teammates.

Answer the questions below and then share your answers with your team.

What is one way that you can contribute positively to the team’s success?

What is one thing that your teammates can do to help you feel like a contributing 
member of the team?

Write the names of your teammates in the space below.

Read the information given for each of the 5 characteristics of successful teams.
Next, briefly answer each question to prepare for a discussion about each characteristic.

WEEK ONE



Holding yourself accountable means that you acknowledge a 
duty to your team and accept responsibility for making a personal 
contribution to the team’s progress.

Use the questions below to help you talk with your teammates about 
holding each other accountable for responsibilities.

Answer the questions below and then share your answers with your team.

What is one way that you could celebrate the contributions of your teammates?

Write one or two sentences that you could use to begin a conversation with a teammate 
who has missed a commitment deadline on their team responsibilities.

The ability to focus on results is the difference between successful 
teams and teams that struggle. Setting clear goals is one important 
step in finding focus. As your team prepares to set goals for this 
leadership experience, think about ways that you can help keep 
everyone on track and working toward success.

Use the questions below to focus everyone’s attention on team results.
Answer the questions below and then share your answers with your team.

What can you do during this project to celebrate the effort and progress of your team?

How can you lead by example with respect to focusing on team results rather than 
personal achievement?

A commitment is an expressed dedication of your time and talents 
toward a goal or the completion of a task. Teammates must take 
their commitments seriously and share in the work required for success.

Use the questions below to help you talk with your teammates in a 
way that demonstrates your commitment.

Answer the questions below and then share your answers with your team.

This team is making a commitment to improving our school community. Why is making a 
commitment important to you? (Give specific reasons and examples.)

What are you willing to do daily and weekly that will demonstrate your commitment to 
the team’s success?



Welcome to Week 02 of the Believe In You Leadership Journey. It’s time to learn about 
GREAT Goals and how they can help your team find focus and plan for success. There are 
5 steps to creating a great goal. 1) Give the goal a name. This makes it real and helps you 
describe it to others. 2) Describe the reason you want to accomplish this goal. This is your 
WHY. It will help you convince others to help and support your efforts. 3) Summarize the 
efforts that will be required to reach this goal. This should include short-, medium-, and long-
term actions. 4) List your accountability team. This is everyone who will be responsible for the 
work that will need to be done. 5) Map out a timeline for results. This should match your the 
efforts outlined in step 3.

THIS WORKBOOK: 01 PLAN  THIS WEEK: SET A TEAM GOAL

On this week’s pages, your team will describe a problem that you want to solve in 10 weeks. 
From there, you’ll create a working draft of a GREAT Goal that will help you implement a 
solution. This process will define your entire project. Communicate clearly and stay focused.

SET TEAM GOALS 
USING GREAT GOALS

WEEK TWO

Goal
Name

Reason for
the Goal

Efforts
Required

Accountability
Team

Timeline
for Results



Problem solvers look for solutions
that will make an impact.

PROBLEM DISCOVERY QUESTIONS
Use the questions below to guide a group discovery 
session and identify the problem to be solved.

Set 1    Problem Inventory
Q1: Can we brainstorm a list of problems that our leadership team can 

solve together during this program?
Q2: Can we rank these problems from largest to smallest?
Q3: Can we identify two problems from this list that our leadership team 

would be most likely to solve in the time that we have together?
Q4: Of the two problem identified, which problem has a solution that 

would have the biggest and most positive impact on our school 
community?

Set 2    Solution Inventory
Q5: Can we make a list of all possible solutions to this problem? (Think big 

picture here, don’t worry about the details of how the solution will 
happen - that comes later)

Q6: For each possible solution, how likely is it that this solution will eliminate 
or solve the problem we’ve chosen? Rank each solution from 1 to 5 (1 
is unlikely, 5 is very likely).

Q7: Can we choose two solutions that are the most likely to help solve the 
problem we’ve identified? (This needs to be a group consensus.)

Q8: Will the solutions that we’ve identified create any new problems? If so, 
what and why?

Q9: Why hasn’t anyone already solved this problem using these solutions?

Set 3    Commitment Inventory
Q10: As a member of this team, are each of us committed to solving this 

problem through collaboration and creativity?
Q11: If someone asked you why you want to solve this problem, what 

would you say?



WEEK TWO

USING GREAT GOALS
COMMITMENT | ACCOUNTABILITY | FOCUS

GIVE THE GOAL A NAME
In the space below, describe your goal in 5 words or less. 
Congratulations! This simple statement is your goal’s name.

DESCRIBE THE REASON FOR THIS GOAL
A GREAT goal has a “why” that gives it purpose and 
direction. As a team, discuss 1 important reason for working 
toward this goal. Then, write a summary statement below.

You’ve discovered a problem that your team wants to solve – GREAT! Now it’s 
time to create a goal to help you solve that problem – a GREAT Goal. Work as 
a team to complete the GREAT Gaol process on this page and the next. Be sure 
that everyone on your team records this work in their own workbook. The infor-
mation will be the same – make sure everyone records the process accurately. 
Doing this work will ensure that everyone is literally on the same page.

Goal
Name

Reason for
the Goal



LIST YOUR ACCOUNTABILITY TEAM
In this space, list the people you will share your goal with. 
Start by listing your immediate team. Then, add a few 
people that will support your team’s efforts.

MAP OUT A TIMELINE FOR RESULTS
Today is the starting point – write today’s date below. Next, 
set a finish line and then add the efforts listed above in order 
on a timeline with approximate dates for completion. You’ll 
expand this work next week.

Start with Today’s Date:

List Efforts with Dates:

Finish Date:

DESCRIBE THE EFFORTS REQUIRED TO REACH THIS GOAL
How will your team achieve the goal? Discuss and list the 
4 most important steps that your team will take today, 
tomorrow, next week, and beyond.

Today:

Tomorrow:

Next Week:

Beyond Next Week:

Accountability
Team

Timeline
for Results

Efforts
Required



Unlock Goals
Identify Key Results

UNLOCK GOALS
WITH KEY RESULTS

WEEK THREE

Welcome to Week 03 of the Believe In You Leadership Journey. It’s time to learn unlock 
your GREAT Goal using Key Results.

Key Results measure the progress you’re making toward your goal. They’re like mile markers 
along the highway – they tell you how close you are to your destination.

To be effective, Key Results must be measurable and have a deadline. In other words, they 
must describe exactly what success looks like and give an exact date that they will be 
complete.

When you get to the date chosen, you’ll look at a key result and compare your progress with 
the measurable outcome that you’ve assigned. If you accomplished the outcome – it’s time 
to focus on the next Key Result. If you didn’t quite make it there – figure out what needs to 
happen and quickly focus on making it happen. Ask for help when you need it.

THIS WORKBOOK: 01 PLAN  THIS WEEK: DEFINE KEY RESULTS

Example of a Key Result: We will collect 75 student surveys by October 1st.

Collecting 75 student surveys is the outcome. October 1st is the specific deadline. Notice 
that this Key Result statement doesn’t give details about how this will happen – that’s the 
work your team will do during the Action Mapping stage of planning.

Okay - it’s now time to unlock your GREAT Goal with Key Results!



Great teams stay focused on

TEAM RESULTS
KEY RESULTS DISCUSSION QUESTIONS
Use the questions below to guide a group discovery session 
and identify Key Results. Take important notes as you discuss.

Set 1    Key Result #1
Q1: What is the most important thing that has to be accomplished in the 

first week of our project work? Discuss why it is the most important.
Q2: How can we write that as a measurable outcome?
Q3: What is the deadline for that outcome?

Set 2    Key Results #2 & #3
Q4: What are the next two things that will need to be accomplished in weeks 

2 though 5? Discuss why each of those things is important.
Q5: How can we write each of those as measurable outcomes?
Q6: What are the deadlines for those outcomes?

Set 3    Key Results #4 & #5
Q7: In the second half of our project work, what are two things that need 

to be done before we enter the final week of our work? Discuss why.
Q8: How can we write each of those as measurable outcomes?
Q9: What are the deadlines for those outcomes?

Set 4    Key Result #6
Q10: What is the final Key Result that must be accomplished in order to 

reach our GREAT Goal?
Q11: How can we write that as a measurable outcome?
Q12: What is the deadline for that outcome?



WEEK THREE

UNLOCK GOALS
PAY ATTENTION TO TEAM RESULTS

It’s time to make your Key Results official. Use the next two pages to write 6 key results 
that are measurable and have specific deadlines. Note, Key Results 2, 3, 4 and 5 will 
require your team to multitask and the work and deadlines might overlap - that’s okay.

Key Result #1   This outcome will be met during the first week of our work.

Key Result #3   This outcome will be met before the end of week 5.

Key Result #2   This outcome will be met before the end of week 5.



Key Result #5   This outcome will be met before the end of week 9.

Key Result #4   This outcome will be met before the end of week 9.

Key Result #6   This outcome will be met during week 10.



Reach Great Goals
Create an Action Map

ACTION MAPS
SHOW THE WAY

WEEK FOUR

Welcome to Week 04 of the Believe In You Leadership Journey. This week we will use our 
Key Results as dropped pins on our map and then identify the actions that will be required to 
travel to each pin.

The best action maps include essential tasks that will make a meaningful impact on your 
team’s progress. These actions should be clearly described in the simplest possible terms and 
listed in time order from first to last.

Let’s build on our early example of a Key Result and create bulleted action maps that will 
help us get to that result.

KEY RESULT: We will collect 75 student surveys by October 1st.
• ACTION 1: Create student survey.
• ACTION 2: Get permission to distribute survey to students.
• ACTION 3: Set a collection location with a safe drop box for completed surveys.
• ACTION 4: Distribute surveys to students with instructions and a deadline for submission.
• ACTION 5: Remind students and teachers 2 days before deadline.
• ACTION 6: Collect surveys from the drop box.

In this example, there are 6 meaningful actions that must be taken in order to reach the Key 
Result of collecting 75 student surveys by October 1st. As actions are taken, new actions 
may pop up along the way. That’s normal. Take the actions needed, follow the map, and 
help your team reach the destination.

THIS WORKBOOK: 01 PLAN  THIS WEEK: CREATE AN ACTION MAP



Chart a course. Follow direction. 

USE THE MAP!
ACTION MAP DISCUSSION QUESTIONS
Use the questions below to guide a group discovery session before building your 
action map. Take important notes as you discuss.

Set 1    Key Result #1
Q1: What are the two most important actions needed to accomplish Key 

Result #1?
Q2: What other actions will be needed?

Set 2    Key Result #2
Q3: What are the two most important actions needed to accomplish Key 

Result #2?
Q4: What other actions will be needed?

Set 3    Key Result #3
Q5: What are the two most important actions needed to accomplish Key 

Result #3?
Q6: What other actions will be needed?

Set 4    Key Result #4
Q7: What are the two most important actions needed to accomplish Key 

Result #4?
Q8: What other actions will be needed?

Set 5    Key Result #5
Q9: What are the two most important actions needed to accomplish Key 

Result #5?
Q10: What other actions will be needed?

Set 6    Key Result #6
Q11: What are the two most important actions needed to accomplish Key 

Result #6?
Q12: What other actions will be needed?



WEEK FOUR

ACTION MAPPING
BE ACCOUNTABLE TO EACH OTHER

Actions for Key Result #1   In order from first to last, list the actions needed. 

Actions for Key Result #3   In order from first to last, list the actions needed.

Actions for Key Result #2   In order from first to last, list the actions needed.

It’s time to created a bulleted action map for each key result. On the next two pages 
you will write in the team’s key results. Under each result, list the actions needed in time 
order from first to last. This simple bulleted list is your action map.



Actions for Key Result #5   In order from first to last, list the actions needed.

Actions for Key Result #4   In order from first to last, list the actions needed.

Actions for Key Result #6   In order from first to last, list the actions needed.



TAKING ACTION
LEAD BY EXAMPLE

Set Team Goals
Assign Responsibilities

WEEK FIVE

Welcome to Week 05 of the Believe In You Leadership Journey. It’s time to assign 
responsibilities for each key result. 

Great leaders lead by example. In this section, every team member will be given specific 
action responsibilities. This is a perfect opportunity for you to demonstrate leadership by 
showing commitment, holding yourself accountable, and staying focused on team results. 
Along the way you’ll have to trust yourself and your teammates, and communicate openly 
and honestly. GO BE GREAT!

THIS WORKBOOK: 01 PLAN  THIS WEEK: ASSIGN RESPONSIBILITIES

During the team discussion this week, you’ll talk about assigning actions based on access to 
the resources needed to successfully complete an action on your action map. Resources 
required might include things like time, relationships with people who can assist your team, 
unique knowledge or skills required, or access to materials or tools needed. This list could be 
much longer – but the point is that it’s time to think about how each teammate can make a 
unique contribution to the team’s success.

At the end of the team discussion, the process for completing this step is straightforward. 
Rewrite the Action Map for each Key Result, then list teammates’ names next to each 
action. Our example would look like this:

KEY RESULT: We will collect 75 student surveys by October 1st.
• ACTION 1: (Kendra and Bobby)  Create student survey.
• ACTION 2: (Andrew) Get permission to distribute survey to students.
• ACTION 3: (Entire Team) Set a collection location with a safe drop box for completed 

surveys.
• ACTION 4: (Entire Team) Distribute surveys to students with instructions and a deadline for 

submission.
• ACTION 5: (Gina & Sam) Remind students and teachers 2 days before deadline.
• ACTION 6: (Kendra and Bobby) Collect surveys from the drop box.



Show Commitment. Stay Focused.

IT’S TIME TO TAKE ACTION

ASSIGNING RESPONSIBILITIES DISCUSSION QUESTIONS
Use the questions below to guide a group discovery session before finalizing 
teammate responsibilities. Take important notes as you discuss.

Set 1    Key Result #1
Q1: What resources are needed for the actions on this map to be 

successfully completed?
Q2: Who on our team has access to some or all of those resources?

Set 2    Key Result #2
Q3: What resources are needed for the actions on this map to be 

successfully completed?
Q4: Who on our team has access to some or all of those resources?

Set 3    Key Result #3
Q5: What resources are needed for the actions on this map to be 

successfully completed?
Q6: Who on our team has access to some or all of those resources?

Set 4    Key Result #4
Q7: What resources are needed for the actions on this map to be 

successfully completed?
Q8: Who on our team has access to some or all of those resources?

Set 5    Key Result #5
Q9: What resources are needed for the actions on this map to be 

successfully completed?
Q10: Who on our team has access to some or all of those resources?

Set 6    Key Result #6
Q11: What resources are needed for the actions on this map to be 

successfully completed?
Q12: Who on our team has access to some or all of those resources?



WEEK FIVE

TEAM ASSIGNMENTS
FOLLOW THE MAP TO GREATNESS

Team Action Assignments for Key Result #1   Copy actions from week 4. 
Assign each action to a teammate by writing names next to each item.

Team Action Assignments for Key Result #3   Copy actions from week 4. 
Assign each action to a teammate by writing names next to each item.

Team Action Assignments for Key Result #2   Copy actions from week 4. 
Assign each action to a teammate by writing names next to each item.

It’s time to assign actions to each teammate. Rewrite the Action Map for each Key 
Result, then list teammates’ names next to each action. Each member of the team 
must have the same Action Map and Team Assignments written in their workbook.



Team Action Assignments for Key Result #5   Copy actions from week 4. 
Assign each action to a teammate by writing names next to each item.

Team Action Assignments for Key Result #4   Copy actions from week 4. 
Assign each action to a teammate by writing names next to each item.

Team Action Assignments for Key Result #6   Copy actions from week 4. 
Assign each action to a teammate by writing names next to each item.


