
The Third Level of Attentional Leadership:

(7 minutes to understand, 7 minutes to reflect, 1 minute to take a micro-action)
Learning to See and Lead Teams More Clearly

Over the past two Strategic Briefs, we have been exploring what it means to think
and lead through the lens of Attentional Leadership—the discipline of knowing
where, when, and how long your attention should stay on any part of a technical
or human system you are seeking to understand, influence, and lead.

In Brief #11, we began with the first and most
fundamental leadership system: yourself. We used the 15
Dimensions of Attentional Leadership to help you step
back and scan your own clarity, energy, alignment, focus,
and performance. The purpose was not to conduct a
formal diagnosis, but to help you see yourself more
clearly as a leader operating inside a complex set of
internal, external, and temporal dimensions and factors.

In Brief #12, we extended that same lens outward. We 
asked what it means to see and understand the key
individuals around you more fully—not merely as roles, titles,
direct reports, or performers, but as whole human systems–
recognizing that each person you lead is unique. 

This month, we raise the lens one level higher to groups or teams.

The more clearly you understand those realities, the more effectively you
can support that person's growth, contribution, and performance.

Moving from Self and Relationships to Teams

June 2026

Whether they’ve been together only a short time or have been serving together for years, these groups and teams
(we’ll stick with the term ‘teams’) carry their own strategy, culture, execution, trust, institutional memory, and the daily
burden of translating mission into action.

In every purpose-driven organization, much of the most important work
happens through groups and teams: executive teams, senior leadership
teams, committees, task forces, project teams, program teams, board
committees, and cross-functional work groups.

Just like individuals, teams are living performance systems. They have their own unique flow formula and their own
sources of focus and drag. The attentional leader learns to see them more clearly—not just as collections of capable
people, but as functional units whose alignment, focus, and flow directly affect the organization's capacity to perform.
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Each carries a distinct combination of capacity, motivation, pressure,
aspiration, experience, and circumstance into the work. 
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Step back and scan your organization. Which three groups or teams currently have the greatest influence on your current
goals or future direction? You might consider your executive leadership team, senior staff team, a board committee,
fundraising team, program team, department, cross-functional project team, or any other group whose effectiveness
significantly affects organizational outcomes.

Once you have identified those three groups or teams, choose the team that, if more clearly understood and more
effectively supported, could make the greatest immediate difference to the organization.

Now study that team through the same 15-dimensional lens you used on yourself and the critical relationships that
surround you. The power of Attentional Leadership is that the same basic framework can be used at multiple levels of
the system (a callout to next months briefing). 

At the self-level, the question is: How am I functioning? At the relational level: How is this person functioning? At the
team level: How is this team functioning?

A team is not simply a group of people who meet regularly
or share responsibility for a body of work. A team is a system
of attention, interaction, trust, execution, memory, assumptions,
shared commitment, and other key factors. Your teams have their
own rhythm, climate, habits, and relationship to the past, present,
and future.

That is why a senior leader must occasionally step back and ask a more
disciplined question: 

A strategy can be elegant on paper and still fail
in practice if the teams responsible for carrying
it are unclear, overloaded, misaligned,
emotionally or physically depleted, or
operating from unspoken assumptions.
Conversely, a healthy, focused, and aligned
team can generate momentum far beyond
what any individual could create alone—hence
the whole being more valuable than the sum of
its parts. 

Just like you and every other individual in your
organization, every team has its own Flow Assets—the factors that give it energy, clarity, trust, alignment, creativity,
confidence, and momentum. Every team also has its own Flow Liabilities—the factors that create noise, drag, confusion,
depletion, mistrust, or misalignment. The work of the attentional leader is to see both more clearly and help the team
place attention so it can begin to flourish.

How well do I really understand the groups and teams most critical to the
organization's performance?
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Seeing the Team as a Performance System

Applying the 15 Dimensions to One Critical Team
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Using the 15Q Team Scan

The attached 15Q Team Scan is a simple reflection tool. It is not
intended to be a formal assessment, a performance review, or a
critique of the team. It is a way of slowing down long enough to
see and understand the team more clearly and strategically.

As you review the 15 dimensions, consider the team as a whole system.
How clear is the team's Long Future? Does it understand where it is
ultimately trying to go and how its work contributes to the organization's
larger mission and direction? How clear is its Short Future? Does it know
its goals and priorities for the next quarter, month, and week? And how
strong is its ability to Focus Now? Can the team execute, stay on target,
and keep attention on the work that matters most?

In the language of Attentional Leadership, does this team know its current WINs—
What's Important Now?

This question matters because Strategic Focus is the process of scanning the system to identify the
factor that most needs attention now to ensure its day-to-day functionality. That WIN may be clearer
communication, greater transparency, stronger role clarity, better emotional resonance, more disciplined
follow-through, or sharper alignment around shared goals. Whatever the issue, the purpose of Strategic
Focus is to identify what needs to be improved so the team’s everyday Performance Focus can increase.

Performance Focus is the team's collective capacity to coordinate, execute, adapt, and contribute in the moment. It
improves when the team repeatedly identifies and works on the right WINs. Without that discipline, teams may remain
busy while the real sources of drag remain untouched.

From there, the 15Q Team Scan invites you to look across the team's internal life. Does the team have the physical
resources, time, tools, staffing, and support it needs to perform well? Is there trust, solid EQ, positive feelings, energy, and
constructive candor—or is the team quietly managed by caution, fatigue, or avoidance? What assumptions and mental
models shape how the team sees its work? What values are actually guiding its decisions? And in terms of meaning,
purpose, and aspiration, does this team feel connected to something larger than its own tasks?

These questions are not soft. They are strategic. Purpose-driven organizations depend on the quality of human
commitment. When teams lose energy, trust, clarity, meaning, or alignment, the mission is affected. When teams gain
those things, the organization's capacity increases. The team's relationship to the past also matters. Its Short Past includes
recent performance, feedback, wins, mistakes, outcomes, and metrics. Is the team getting the objective feedback it
needs? Does it study what worked and what did not, and internalize key lessons? Its Long Past may also be influencing the
team through old disappointments, outdated assumptions, or successes never fully cultivated as lessons. The attentional
leader helps the team learn from its past without being trapped by it.

Finally, the scan asks you to look at the interpersonal level within the team and then this teams relationship to other teams
and the organization as a whole and beyond. Are roles clear? Do team members understand one another's strengths,
pressures, and responsibilities? Is there healthy collaboration across team boundaries within the organization, or is there
friction, duplication, or confusion? Is the larger organizational system supporting this team's success, or unintentionally
adding drag? And how does this team relate to the broader community the organization serves?

No team operates in isolation. Every team is nested within larger systems, and the more clearly you understand those
systems and their influence on one another, the more effectively you can lead at every level of the organization.
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Once you have completed the 15Q Team Scan from
your own perspective, consider inviting the team—or
even just the team leader—to complete the same scan. This gives
the team or team leader an opportunity to step back and see the
team more holistically and clearly. It also gives you an
opportunity to compare your perception of the team with the
lived experience of the people inside it.

That comparison may be one of the most important discoveries you make.
Sometimes the leader's view of a team and the team's experience of itself are
closely aligned. Sometimes they are not. When the gap is large, there is usually
important leadership work to do.

Frame this conversation not as an evaluation or a performance review, but as a leadership
conversation about optimization, alignment, focus, and flow. You might ask:

1.Where do we believe this team is functioning well right now?
2.Where are we experiencing the most drag?
3.What is our current shared WIN, and does everyone see it the same way?
4.Where do we need greater clarity?
5.What would help this team operate more fully at its best?

Leaders who make conversations like these a regular practice begin to see their organizations differently. They stop
viewing performance only as a matter of plans, tasks, and structures. They begin to see the living human systems—big
and small—that make performance possible.

That is the work of an attentional leader.

Turning Awareness into Conversation

1.Which three groups or teams in my organization most influence our success right now?

2.Which one team would benefit most from my focused attention and shared dialogue?

3.Does this team know and understand its current WIN?

4.What are this team's most important Flow Assets and Flow Liabilities right now?

5.What might I learn if I asked the team members or the team leader to complete this
same scan and compare their perceptions with mine?

Reflection Questions
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Closing Thought: See the Team. Lead the System.

Sincerely,
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This brief is the third in a five-part series on applying Attentional
Leadership at scale.

The deeper point is this: Attentional Leadership is not just a framework for personal
reflection. It is a way of seeing performance, focus, and flow at every level of the system.
The same questions scale. The same framework travels. The same discipline applies.

Where should your attention be? When should it be there? How long should it stay there? And
what becomes possible when attention is placed with greater intention on the most important
WINs—whether the focus is on yourself, a key person, a vital team, or the entire organization?

We are all governed by our attention.

Brief #11 — Leading yourself
Brief #12 — Seeing and leading others more clearly
Brief #13 — Seeing and leading groups and teams as performance systems
Brief #14 — Expanding the same lens to the organization as a whole
Brief #15 — Leading within the broader community your organization
ultimately serves

A team is more than the people on it. It is a living performance system with its own energy, direction, history,
culture, assumptions, relationships, and connection to the mission it carries.

The senior leaders who consistently move organizations forward are not only skilled at setting strategy or managing
performance. They are skilled at seeing the human systems that make strategy and performance possible.

If you want a high-functioning organization, you must also learn to see each level of the organization more clearly—
especially the teams that make the organization work. See the team. Understand the system. Place attention where it
matters most. That is the ongoing work of Attentional Leadership.

Looking Ahead

Bruce H. Jackson,
Principal
Attentional Leadership Institute

 MBA/MPA, Ph.D.

If you would like a copy of The 3 Secrets of Attentional Leadership, or
would like to explore how these principles apply to your specific context,
feel free to reach out to explore how to apply these principles and
practices for yourself, your teams, and the organization you lead.
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