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Tools, templates, samples to share

• Executive leadership team (ELT) assessment 
interview process, questions, and summary report 
sample

• ELT meeting effective assessment process, 
questions, summary report sample

• Meeting charter tool
• Leadership role description process and template
• Decision-making concepts
• Community Consulting Project team and individual 

assessment tools



Assessment interviews

• Pre-published

• Scheduled for 90 minutes 
whenever possible

• Two CCP consultants per 
interview

• “Anonymous but not 
confidential” rule

• Told each interviewee that the 
current ELT could change

• Asked for permission to record 
the interview

1. Which team do you consider to be your primary team or home team? 
Why? (3/20) 

2. What do you see as the mission or purpose of the ELT? (3/23) 
3. What are the most important values of the organization? How do 

those show up (or not) in your work? (7/30) 
4. Does the ELT have the right members to achieve its mission/purpose? 

(2/32) 
5. Do ELT members give the right amount of attention to areas outside 

their own? (3/35) 
6. How much interaction and what is the nature of interactions between 

you and other ELT members outside of the weekly ELT Meeting? (4/39) 
7. How much interaction happens and what is the nature of the 

relationships between your organization and others within CCC? (4/43) 
8. How effective is decision-making in the organization? (3/46) 
9. How clear are you on your roles, responsibilities, and accountabilities? 

(5/51) 
10. How clear are you on your fellow ELT members roles, 

responsibilities, and accountabilities? (5/56) 
11. How effectively does the ELT support DE&I? (3/59) 
12. How effectively does the ELT support the strategy of the 3 C’s: 

Community, Clients, and Culture? (3/62) 
13. What are the top 2-3 strengths of the ELT? (3/65) 
14. What are the 1-2 most important area for 

improvement/development for the ELT? (3/68) 
15. What do you need or want from Rachel to strengthen the ELT? 

(3/71) 
16. Is there anything we didn’t talk about that you think we should 

have? (3/74) 3

Asst Interview 
Questions

Double-click
to open



Assessment interviews summary report SAMPLE PAGE
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ELT meeting assessment

• Sent out before the 
interviews with a request to 
complete before their 
interview

• At the start of the 
interview, we reviewed the 
assessment and asked 
clarifying questions as 
needed
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Meeting 
Assessment

Ten questions total

Double-click
to open



Meeting assessment summary report 
SAMPLE PAGE
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Meeting assessment summary report 
SAMPLE PAGE
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Sample, meeting charter tool
2. Based on the racetrack, document the purpose, membership and 

protocols for the various ELT and ELT-like meetings. 

IT Management 
Committee Example

Double-click
to open



Responsibilities, Accountabilities, and Ownership
Scope:
Describe the team’s scope of responsibility.

Accountabilities:
List the top 3-5 things the team is specifically accountable to 
deliver, or the top 3-5 objectives that its performance should be 
evaluated on.

Process/Tool Ownership:
List any processes, tools, or reports that the team owns

Inputs/Outputs:
List any inputs the team needs to do its work
List any outputs this team produces (reports, communications, 
etc.)

Team: 

Team membership by role
Who is on the team and what is their role?

Primary Purpose of the Team: This is a short description of  the purpose of the team. You can think of it as a mini-mission statement. 
Why does the team exist? What is the over-riding purpose? How would one describe the team’s purpose in a short elevator ride?

Success Measures
What measures define success for the team? How do we know if 
the team is succeeding?

Leader: Date:  

Key Decisions
Key decisions should describe the critical few recurring decisions 
that the team either makes or has a key role in participating in 
and the decision-making method. Focus particularly where 
decision-making is unclear or is a source of conflict. 

Points of confusion, disagreement, role clarification needed
Describe any significant points of  confusion or disagreement 
about this team’s role in any of the categories above. These are 
areas where extra effort is required to ensure roles, 
responsibilities, and decision-making authority are clear.

Meeting structure
This should describe key meetings of this team and if/how these 
link to other meetings. 

Key interfaces
Key interfaces should describe who the team works with and the 
nature of that relationship.
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Recommendation #4: Create 
Leadership Role Descriptions

1. Beginning at the ELT level, have each ELT member create their own 
leadership role description.
 Introduce the concept and template in an ELT meeting. 

 ELT members document their roles.

 In a workshop or series of workshops, each ELT member reviews his or her role 
description with their peers to bring out disagreements, gray areas, points of 
confusion, etc. with the end goal of creating a clear and complete working role 
descriptions for each ELT member.

2. Cascade this process for other leadership roles.



Responsibilities, Accountabilities, and Ownership
Scope:
List your scope of responsibility. For example, the functions you 
own or support or the number and types of accounts you are 
responsible for. If you are a manager, the number of teams and 
people you are responsible for.

Accountabilities:
List the top 3-5 things you are specifically accountable to deliver, 
or the top 3-5 objectives that your performance results should be 
evaluated on.

Process/Tool Ownership:
List any processes, tools, or reports that you own.

Name: 

Key Relationships
Internal:
Describe the nature of your most important internal relationships 
with teams or individuals. For the teams you are on, describe 
your role. 

External:
Describe your most important relationships outside the 
organization…those individuals or organizations that are most 
critical to doing your job. If you are a member of an outside team 
or organization, what is your role?

Primary Purpose of Your Role: This is a short description of  the purpose of your role. You can think of it as a mini-mission statement. 
Why does your role exist? What is your over-riding purpose? How would you describe your role in a short elevator ride?

Success Measures
What measures define success for your role? How do you know if 
you are succeeding? (Refer to accountabilities above.)

Role: Date:  

Critical Decisions You Own Or Are Engaged In
Describe key decisions where you have an important role. Focus 
on recurring critical or strategic decisions where conflict or role 
confusion is likely. What is your role in the decision? Do you own 
making the decision? Do you provide key input but someone else 
makes the final call? 

Points of confusion, disagreement, role clarification needed
Describe any significant points of confusion or disagreement 
about your role in any of the categories on this page. These are 
areas where extra effort is required to ensure roles, 
responsibilities, and decision-making authority are clear.

Skills/Competencies/Special knowledge
Describe any skills, competencies or special knowledge one must 
have to do your job. 



Decision-making 
concepts
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Typical Decision-Making Symptoms
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“It takes too long.”

“Important factors weren’t considered.”

“It impacts me, and I didn’t have a voice.”

“We don’t learn from poor decisions.”

“If I don’t like mom’s decision, I’ll ask dad.”

“No one can say ‘YES,’ but anyone can say ‘NO.’”

“The hard decisions just get elevated.”

“Decisions are undermined by those who disagree.”

“There’s a bottleneck at the top.”



1. Have a clear owner and process for the critical 
few  recurring decisions. 

2. Push (but don’t abdicate) decisions to the lowest 
level. 

3. Collaborate whenever possible with those who 
have critical insight.

4. View decisions through the lens of compassion, 
equity and fairness to those impacted. 

5. Adopt “disagree and commit” behaviors.*
6. Match the decision method with the type of 

decision.**
7. Practice continuous improvement.
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Recommended Decision-Making Principles



• Disagreement is a natural, healthy outcome.
• Leaders are still responsible for implementing 

decisions they disagree with.
• Implementing decisions with full support enables 

leaders to fairly evaluate them.
• A time should be set to evaluate the decision and 

change course if the analysis indicates.
NOTE: “Disagree and commit” should not be used as 
a replacement for collaboration, as a bludgeon to 
snuff out disagreement, or as a requirement that 
leaders be dishonest or inauthentic in their 
communication about decisions.
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Thoughts on “disagree and commit” in 
consultative decisions



1. Consensus: true consensus requires 100% agreement and when achieved is very powerful. 
Consensus decision-making is generally the most difficult and time consuming. It can result in 
lowest common denominator decisions and stalemates (any one person can say no; no one 
person can say yes). These decisions should be reserved for the most important decisions 
where 100% agreement is important.

2. Consultative: typically, either the expert on the topic or the person who has line 
responsibility for the outcome has the authority to make the decision after consulting with 
others who have a stake in the outcome or who have key knowledge or information. 
Consultative decision-making should be the default method.

3. Authoritative: the person who has line responsibility for the outcome makes the decision 
without necessarily consulting with anyone. Authoritative decisions are called for when a 
quick decision is required such as during an emergency or safety incident.

4. Voting: those who will make the decision vote, with everyone generally having an equal 
voice. It’s typically quick and results in a clear decision. It can give a feeling of democracy. 
However, since everyone gets an equal vote, but not everyone has the same degree of 
knowledge or stake in the outcome, it may not result in the smartest decision. It results in 
winners and losers. Decision-making by voting by should be reserved for issues where it’s 
more important for everyone to have an equal voice or issues of lesser importance when a 
quick decision is needed.

5. Collaborative: those who have a stake in the decision and those who have expertise, key 
information, or an important perspective are collaborated with leading up to the decision. 
Collaborative decision-making does not mean that consensus must be reached; however, 
good collaboration is crucial to effective consultative decision-making to increase the quality 
of the decision and to strengthen buy-in.
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Decision-making methods



CCP Project Team 
Assessment Tools
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Individual 
Feedback

Project Lead Team Self 
Assessment

OD Capabilities 
Self Asst

Lead Expectations

Double-click
to open
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