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Team Wheel: Key Ideas

A group of individuals becomes a team as a result of a common 

purpose and set of goals. Rarely does a group become a team 

just for the sake of becoming a team.

Teams require clarity on roles, responsibilities, accountabilities,  

and decision rights.

Collaboration, mutual support, and group cohesion drive 

effectiveness and performance.

Trust, respect, and care combined with constructive human 

dynamics are at the core of healthy team functioning.

Mutual accountability is the glue that binds a team together and 

drives execution and results.

Teams and teamwork develop best in organizations that drive 

strong performance standards and place a premium on 

accountability.
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What Is a Team?

Like all human systems, teams are complex entities that defy any attempt at 

simple, straightforward description. Our perspective on teams is based on over 

20 years of work integrating abstract theory and on-the-ground experience with 

more than 100 teams from around the world. 

We’re particularly indebted to the work of Jon Katzenbach and Douglas Smith, as 

detailed in their landmark book The Wisdom of Teams (1993, Harvard Business 

School Press). Our definition of a team is a simplified version of the definition 

they established more than 20 years ago.

TEAM DEFINITION

A team is a small 

number of people

with complementary skills 

who are committed to a 

common purpose, 

performance goals, 

and approach for which 

they hold themselves 

mutually accountable.

(Katzenbach & Smith)

TEAM DEFINITION

A team is a small 

group of people 

who work in collaboration 

and hold each other 

mutually accountable, 

to achieve a 

common purpose 

and set of goals.

(Corentus, Inc.)
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The Team Wheel

Growing directly out of our basic definition of a team, the Team Wheel depicts 

the key factors contributing to a team’s effectiveness and performance. Team 

coaches can use this model as a detailed roadmap both to assess the team 

(capturing its unique profile of strengths and challenges) and to help it move 

forward (pinpointing the specific changes most likely to help the team grow, 

develop, and transform). 

A team is a small group of people who 

work in collaboration and hold each other 

mutually accountable to achieve a 

common purpose and set of goals.
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▪ Team Membership

▪ Team Leadership

▪ Roles & Responsibilities

▪ Authority & Decision Rights

▪ Competencies

▪ Common Purpose

▪ Scope

▪ Goals

▪ Ownership 

& Commitment

▪ Trust & Respect

▪ Execution

▪ Communication

▪ Work Management

▪ Problem Solving

▪ Conflict Management

▪ Decision Making

▪ Performance Management

▪ Learning & Development

▪ State of Mind & Buoyancy

▪ Care, Support, & Safety

The Team Wheel: Focus Areas

The expanded diagram below illustrates the major focus areas included within 

each factor or section of the Team Wheel. Every focus area has specific methods 

and tools associated with it. (See the following page for a partial list of tools.)
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Team Toolkits

One useful function of the Team Wheel is bringing awareness to specific areas 

where a team would benefit from more clearly defined methods, practices, and 

tools. For instance, does the team have systematic methods for making decisions 

and for holding each other accountable? As teams develop, they benefit by 

incorporating new methods, practices, and tools into a “toolkit” of go-to resources. 

Some teams have existing toolkits they can build on, and others (particularly new 

teams) start from scratch. Team coaching helps to ensure that the team is able to 

effectively integrate new tools into their day-to-day operations.

No two teams are alike, so the content of these toolkits differs based upon the 

needs of each team. Below is a sample toolkit that includes selected team tools 

from each of the major sections of the Team Wheel. 

COMMON PURPOSE & GOALS

Common Purpose Creating Purpose Statements

Scope Work Type Charting

Goals

SMARTO Goal Framework

Creating Objectives & Goals

ROLES & COMPETENCIES

Team Membership
Team Management 

Systems Assessment

Team Leadership Team Leadership Principles

Roles & 

Responsibilities

RACI Charting

Work Products Methodology

Authority & 

Decision Rights
RACI Charting & Decision Making

MUTUAL ACCOUNTABILITY

Ownership & 

Commitment
The Accountability Framework

Trust & Respect The Trust Equation

Execution Disciplines of Execution

COLLABORATION

Communication

Speech Acts

Sociogramming

Listening & Inquiry

Work Management Effective Meetings

Problem Solving

Brainstorming

The Creativity Suite

Conflict 

Management

Effective Feedback

Polarity Mapping

Decision Making

5-Stage Decision Making Process

Fist-to-Five Consensus Process

Multivoting & Nominal Group Tech.

Performance 

Management

Performance Management Model 

Design

State of Mind 

& Buoyancy

State of Mind

Resilience Advantage (HeartMath®)

Care, Support, 

& Safety

Forming – i

Identity – Lifelines

TEAM WHEEL – TEAM TOOLKIT

4
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COMMON

PURPOSE
& GOALS

Common Purpose & Goals

COMMON PURPOSE

SCOPE

GOALS
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A team’s common purpose and goals are the central unifying forces that 

enable the members to come together and focus their energies in the same 

direction. Without a clear, meaningful purpose and challenging goals to keep 

individuals focused and engaged, a group of people will rarely develop into a 

real team. 

While some groups do attempt to become teams just for the sake of being a 

team, that alone is almost never enough. Real teams are formed because a 

group of people needs to work together to accomplish a meaningful purpose 

and set of goals that by definition require the full capacity and capabilities of 

the team.

Overview

The most fundamental question any 

team needs to answer is: 

This breaks down into 

two more specific questions:

Common Purpose

Why should we come together 

as a team?

Goals

What should we produce

and deliver as a team?

What are we doing here?
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Common Purpose

▪ A team’s common purpose answers one critical question: 

▪ All team members need to thoroughly explore, clearly define, and fully 

commit to the team’s common purpose, as it is the guiding force that will 

keep them inspired and motivated.

▪ A team’s common purpose can evolve or change from time to time.

▪ A team’s common purpose can focus on one or both of the following levels:  

1. Organization: Almost all teams exist to serve the larger organization in 

which they operate. If it is not sufficiently clear how a team’s work is 

connected to the organization’s vision, mission, strategic priorities, and 

objectives, this can be explored and defined in the form of an 

organization-focused purpose. A clear organization-focused purpose 

statement can help remind team members how they fit into the big 

picture and keep them inspired and motivated to play their part.

2. Team: In some cases, it is not enough for team members to be clear 

about why they need to work as a team for the organization; they have 

to define why they need to work as a team for themselves. A clear 

team-focused purpose statement can help remind members how they 

want to show up and behave as a team, and can help them remain 

inspired and motivated to support the team’s continued growth and 

development.

While organization-focused common purpose statements are more 

common, both types have value. Teams may benefit by creating one or the 

other, or both (either separately or as one combined statement).

Why should we come together as a team?
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Goals

▪ Goals answer the question: 

▪ All team members need to thoroughly explore, clearly define, and fully 

commit to a set of goals, as they are the driving force that will keep them 

engaged and focused.

▪ To be effective, performance goals should:

➢ Be fully aligned with the common purpose (at both the organization 

and the team level)

➢ Spell out the actual deliverables to be produced by the team in clear, 

concrete, and measurable terms 

➢ Collectively establish a work type profile consistent with the team type

▪ Goals can be generated using a two-tiered architecture where objectives 

define the areas of focus within which the goals reside.

▪ Goals are typically designed using four components:

1. Measure: What specific metric will be used to measure the 

achievement of the goal?

2. Target: What target will be set in the metric?

3. Due Date: What is the due date for the target?

4. Owner: Who is accountable for the achievement of the goal?

What should we produce and deliver 

as a team?
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Scope of Work

Administrative

Team

Work Type Profiles Chart
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Strategic Visionary

Operational

Team

Management

Team

Executive

Team

Operational

This chart provides general estimates of work type profiles and is not intended to be exact. 

Definitions of the four work types can be found on the following page.

A mismatch between team type and work type profile can cause confusion and 

frustration, leading to lower effectiveness and performance. There are two particularly 

common issues:

1. A team develops a work type profile more appropriate for a team one or two levels 

lower in the organization’s hierarchy—e.g., an Executive Team functioning like a 

Management Team or Operational Team. This frequently leads to various forms of 

micromanagement, duplication of effort, and tension with other teams. 

2. Members of the same team have different work type profiles. For example, within a 

Management Team, certain members may be performing work at the Executive 

Team level, while others are working at Management, Operational, and 

Administrative Team levels.

The Work Type Profiles Chart below shows the mix of types of work generally 

associated with different types of teams.

Adapted from © Accompli LLC,  2015



- 12 - © Corentus, Inc. 2018

Roles & Competencies

TEAM MEMBERSHIP

TEAM LEADERSHIP

ROLES & RESPONSIBILITIES

AUTHORITY & DECISION RIGHTS

COMPETENCIES

COMMON

PURPOSE
& GOALS
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Roles & Competencies

Team Roles and Competencies answer the question:

There are four types of factors to consider:

▪ Membership

How many members should the team have? Will there be a formal leader? 

Will others be involved in an auxiliary capacity (e.g., mentor, advisor, adjunct 

or part-time member)?  

▪ Leadership

If there is a formal leader, what special functions will he or she need to 

perform? What type of leadership style(s) will most benefit the team? 

▪ Role Definition

What approach(es) will be used to define specific team roles and 

responsibilities?

▪ Competencies

What knowledge, skills, and experience are required to fulfill each role on 

the team? 

These four areas are explored in the pages that follow.

What are the contributions and 

expectations of each person on the team? 
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Team Membership

▪ There are differing types of membership on a team.

▪ The term intact team is used for the group of people who comprise the core 

team, including:

Team Leader

Team Members

▪ An intact team can be surrounded 

by:

Mentors and Advisors

Adjunct members

Facilitators and Coaches

Part-time Members

Team

Member

INTACT

TEAM

Team

Leader

Advisor

Mentor

Adjunct

Member

Facilitator Coach

Part-time

Member

How Big Should 

the Intact Team Be?

▪ The intact team should be 

composed of the minimum 

number of people required to 

fulfill the common purpose and 

goals.

▪ According to research on team 

size, smaller is generally better. 

➢ Member satisfaction tends 

to peak at about 4.6 

members.

➢ Groups of 3 to 8 are 

significantly more 

productive than those of 

9 or more. 

▪ “The team should be as small 

as possible given the work to 

be accomplished.” 

(Hackman et al., 2000)

▪ “If a team has more than 11 

members, shoot it.” 

(Wheelan, 2010)

Sources: Hackman & Vidmar (1970), Wheelan (2009), 

Hamilton, Nickerson, & Owan (2003), Hackman, Wageman, Ruddy, & Ray (2000), Wheelan (2010)
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Team Leadership: Four Styles

Effective teams are flexible, able to shift their ways of working in response to 

changing circumstances. (See the later section on team operating modes.) Flexible 

team leaders are able to shift as needed between four different leadership styles: 

Authoritative, Directive, Facilitative, and Participative. 

Style

Domain

A
Authoritative

D
Directive

F
Facilitative

P
Participative

Direction Setting

Defines and 

establishes the 

direction for 

members

Defines, vets, 

and establishes 

the direction for 

members

Uses methods 

and tools to 

help members 

define and 

establish the 

direction 

Allows 

members to 

define and 

establish the 

direction

Member Roles & 

Responsibilities

Assigns all 

member roles 

and 

responsibilities

Vets and 

assigns almost 

all member 

roles and 

responsibilities

Uses methods 

and tools to 

help members 

to generate their 

roles and 

responsibilities

Allows 

members to 

generate their 

own roles and 

responsibilities

Communication

Engages only 

in one-way 

communication 

with members

Engages in one-

and two-way 

communication 

with members

Engages in 

structured 

conversations  

with all 

members

Engages in 

open 

conversations 

with all 

members

Problem Solving

Solves 

problems for 

members

Determines 

which members 

will solve which 

problems and 

how they will do 

so

Uses methods 

and tools to 

help members 

solve problems

Allows 

members to 

solve problems 

individually and 

collectively

Decision Making

Makes all 

decisions for 

members using 

authority mode

Makes almost 

all decisions 

using authority 

mode; may use 

consultation

Drives the 

decision-making 

process using 

all four decision 

modes* as 

needed

Participates in 

the decision-

making process 

using all four 

decision modes 

as needed

*The four decision modes are: Unanimity, Consensus, Democracy, and Authority. 

See the Corentus Decision Making module for more details.
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Defining Roles

There are two major types of roles that can be defined in a team: 

1. Formal organization roles

2. Team roles

Formal Organization Roles 

Formal organization roles identify team members’ official 

titles and duties within the organization (e.g., Chief Financial 

Officer, Head of Digital Marketing, AVP Product Development, 

etc.). In most teams, each member has a formal title tied to a 

specific role and set of duties that they fulfill within their unit. Each formal role is 

associated with a set of competencies—including specific knowledge, skills, and 

experience—which the team can call upon in pursuit of its common purpose 

and goals.

Formal organization roles contribute to effective team functioning, but on their 

own they are seldom sufficient. When team members are recognized only for 

the narrow band of competencies associated with their official titles and duties, 

they easily become siloed. The group runs the risk of operating mainly in a 

working group mode (see Operating Modes, page 71) and failing to coalesce as 

a true interdependent team. To prevent this from happening, the team can 

define another set of roles: team roles.

Team Roles

Working within a team can provide members with opportunities 

to contribute in many different and novel ways. These ways of 

working often take the form of team roles that help the team to 

operate in an effective and productive manner.

Team roles can be divided into two categories:

1. Team process roles

2. Team production roles

The following page provides an overview of these two categories and points to 

methods and tools used to define each type of role.
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Team Process Roles & Production Roles

Team Process Roles

Different individuals have different preferences for how they behave and 

contribute within a team. For instance, while some excel at discovering new 

ideas and opportunities to bring back to the team, others have greater interest 

and capacity in refining a finished work product. Belbin Team Roles and the 

TMSDI Team Management Profile are two useful assessment inventories for 

discovering and applying these preferences. 

Once team members discover their preferences, they are better able to select 

team process roles that align with who they are and what they enjoy doing. 

Examples of process roles include meeting facilitator, work session timekeeper, 

scribe, decision driver, conflict mediator, social event planner, accountability 

marker, devil’s advocate, work product quality monitor, etc. Most of these 

process roles emerge from the various methods and tools adopted by the team 

(see page 9).

Team Production Roles

Every team produces work products that must be owned, managed, and 

brought to completion in order to achieve its common purpose and goals. These 

work products may be owned by one or more team members and may require 

the involvement of several or all of the members to complete. Team production 

roles define the specific ways in which each team member contributes to 

producing work products for the benefit of the team. One particularly effective 

method for defining these roles, called the Work Products Methodology, is 

described on the pages that follow.
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COMMON

PURPOSE
& GOALS

Competencies

▪ Competencies have three components:

1. Knowledge: Information, Data, Intelligence, Expertise

2. Skills: Abilities, Aptitudes, Competence, Talent

3. Experience: Understanding, Capability, Know-how, Proficiency

▪ For a team to succeed, its members must possess the competencies required 

to achieve its common purpose and goals.

▪ The specific competencies needed by each member will be determined by 

both their formal organization role(s) and their team roles (see page 32).

Formal organization roles 

define each team 

member’s official title and 

duties within the 

organization. 

Through this type of role, 

team members make 

contributions using a 

specific set of preexisting 

competencies related to 

their day-to-day roles and 

responsibilities.

Formal Organization 

Roles

Team 

Roles

Team members can 

engage in two types 

of team roles: 

1. Team process roles

2. Team production roles

These roles often require 

the acquisition of new 

competencies through 

teaching, training, 

facilitation, coaching, and/or

on-the-job experience.
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Collaboration

COMMUNICATION

WORK MANAGEMENT

PROBLEM SOLVING

CONFLICT MANAGEMENT

DECISION MAKING

PERFORMANCE

MANAGEMENT

LEARNING & DEVELOPMENT

STATE OF MIND & BUOYANCY

CARE, SUPPORT, & SAFETY

COMMON

PURPOSE
& GOALS
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Collaboration

▪ As a team pursues its common purpose and goals, team members must 

work together in an interactive and interdependent manner to produce 

tangible results. This means that the predominant mode of working together 

in teams is collaboration. 

▪ Collaboration answers the question:

▪ Without collaboration, a group of people will struggle to become a team, 

or even a working group.

▪ The majority of team toolkits focus on collaboration. There are many 

domains within which teams can develop methods, practices, and tools that 

help them to work together and collaborate. The following six are critical:

▪ Just as important as the team’s methods and practices are the interpersonal 

dynamics that affect members’ ability to collaborate. These include:

➢ Learning and development

➢ State of mind and buoyancy

➢ Care, support, and safety

How will we work together

to achieve our 

common purpose and goals?

➢ Communication

➢ Work management

➢ Problem solving

➢ Conflict management

➢ Decision making

➢ Performance management
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Mutual Accountability

OWNERSHIP & COMMITMENT

TRUST & RESPECT

EXECUTION

COMMON

PURPOSE
& GOALS
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Mutual Accountability

▪ The practice of making and keeping commitments is a cornerstone of 

effective teamwork. It is not easy, however. Many teams have difficulty doing 

both.

▪ The key to making and keeping commitments in a team context is mutual 

accountability. Mutual accountability answers the question:

▪ In a mutually accountable team, team members are clear about what they 

are committing to and make clear and concise commitments which they 

honor. If they do not honor their commitments, they confront the reasons why 

and rectify the situation.

▪ Mutual accountability requires that each individual on the team—including 

the leader—take responsibility for his or her contribution to team outcomes. 

No member is immune from doing real work, and no member is immune from 

holding themselves and others accountable.

How do we hold ourselves

and each other accountable?



- 23 - © Corentus, Inc. 2018

RespectTrust

“We are in this together.”

Ownership Commitment

Mutual Accountability 

is built on a base of 

Ownership and 

Commitment.

Mutual Accountability 

generates high levels 

of Trust and Respect.

Mutual Accountability

Mutual accountability is comprised of two key ideas:

1. Team members make clear commitments and hold themselves 

accountable for delivering on these commitments.

2. Team members follow up with each other when commitments 

are not fulfilled and work to restore the accountability.
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The Team Wheel

Beyond the Basics

The Core

The Base

The 
Boundary 
& Context
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Team Wheel

Beyond the Basics

The version of the Team Wheel you’ve seen up to this point is the one we 

typically share with new clients and trainees. We’ve found that the simple 

structure is helpful, and that the details of purpose, goals, roles, collaboration, 

and accountability provide more than enough information for people to absorb. 

However, the full picture of team performance is significantly more complicated. 

To reflect this reality, we’ve expanded the model to include three additional 

components:

▪ The Context represents the team’s 

organizational environment. A team’s 

formation, development, and potential for 

growth are deeply influenced by the larger 

context in which it lives—including the 

organizational strategy, structure, processes, 

and culture.

▪ The Boundary is the interface between the 

team and its organizational environment. To 

ensure a constructive flow of information and 

resources that serves both the team and the 

organization, team boundaries need to be 

actively managed and maintained. 

▪ At the Base of the Team Wheel lies what 

we’ve found to be the most important factor in 

understanding and transforming team 

performance: team norms. We follow Edgar 

Schein’s definition of norms as “set[s] of 

assumptions or expectations held by the 

members of a group or organization 

concerning what kind of behavior is right or 

wrong, good or bad, appropriate or 

inappropriate, allowed or not allowed.” It is 

largely through a change in norms that a 

team can transform its levels of cohesion,

effectiveness and performance.
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