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Introduction
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1. Learn the dynamics of Team Development Stages and why each is important

2. Learn the various Operating Modes groups and teams can work from and the 

competitive advantage that is born out of being able to move back-and-forth across 

these modes

3. Learn the four components of High Performing Teams and your role in developing 

these as a Team Leader

4. Learn and practice a set of methods and tools to help teams generate a powerful 

sense of Common Purpose and a clear set of Goals

5. Learn and practice a set of methods and tools to create and sustain high levels of 

group and team Mutual Accountability

6. Learn about the impact of State of Mind on team buoyancy, safety and performance 

and explore how to achieve the optimal states of mind

Learning Objectives
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3 Team Frameworks3 Team Frameworks

TEAM WHEEL TEAM LIFE CYCLE

TEAM

OPERATING MODES
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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. 

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.

What Is a Team?

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.
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Team Life Cycle
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WORK PRODUCTS METHODOLOGY – PART 1

Work Product IdentificationTeam Life Cycle

Teams, like individual human beings, 

develop and change over time. Many 

different models have been advanced to 

explain how groups of people develop. The 

six-stage Team Life Cycle model to the left 

synthesizes concepts and research from a 

variety of sources, including the frameworks 

put forward by Bruce Tuckman, Performance 

Plus International (PPI), and Susan 

Wheelan. 

The model is sequential, in that each stage 

is a necessary prerequisite to the stages that 

follow. It is not fully linear, however; teams 

may move back and forth across all six 

stages based upon the situations they face, 

and many get stuck in an early stage for 

extended periods of time. In fact, research 

suggests that the large majority of teams 

never make it to Stage 4: Perform & Sustain.

Tuckman (1965). “Developmental sequence in small groups.”  

Tuckman & Jensen (1977). “Stages of small-group development revisited.” Wheelan (2004). Group Processes. 
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A Disruptive Perspective

The Team Life Cycle challenges conventional, non-systems-based ideas of:

Individual Psychology

▪ Consistent personality traits

▪ Internally driven experience and action

Leader Influence

▪ Responsible for team performance

▪ Stable formula for success

Significant potential for misunderstanding and resistance… 

and also great learning and change.

Causes of Conflict

▪ Driven by one or more problem members

▪ Inherently problematic
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STAGE 1: FORM & CONNECT

Team Birth & Early Childhood

▪ Anticipation, excitement, anxiety

▪ Focus on on safety, inclusion, and status

▪ Polite, centralized conversation

▪ Leader seen as benevolent and competent

▪ Expected and encouraged to provide 

direction and safety

▪ Focal point for cohesion and commitment

▪ High conformity and compliance

▪ “Flight” from differences and conflict

▪ Ambiguities left unresolved

▪ Frustration, tension, determination

▪ Focus on differences and conflict

▪ Communication more direct and distributed

▪ Leader often a major focal point of conflict

▪ Resented for attempts at directive leadership

▪ Initial signs of overt push back and challenge 

against leader

▪ Confusion about direction

▪ Disagreement about goals, tasks, and roles

▪ Subgroups and coalitions

STAGE 2: STORM & CLARIFY

Team Adolescence

Stages 1 and 2

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)
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STAGE 4: PERFORM & SUSTAIN

Team Maturity

Stages 3 and 4

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

▪ Satisfaction, cohesion, and trust

▪ Focus on tasks and structures

▪ Communication increasingly decentralized

▪ Leader able to be more facilitative and 

participative

▪ More leadership functions assumed by 

members

▪ Increased conformity due to genuine 

agreements

▪ Tolerance of helpful deviation

▪ Conflict communal (vs. principled)

▪ Fulfillment and excitement

▪ Focus on results

▪ Communication open, participatory, engaged

▪ Leader functioning as expert member

▪ Monitors progress and external feedback to 

stay on track

▪ Focuses on performance and group dynamics

▪ Feedback openly given and received

▪ Task conflicts continue (essential to avoid 

Stage 5)

STAGE 3: NORM & SOLIDIFY

Team Young Adulthood

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)
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Stages 5 and 6

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

▪ Excitement, trepidation, or grief

▪ Focus on future and/or past

▪ Anticipation and concern about change

STAGE 5: DORM & DRIFT

Team Senescence

▪ Fatigue, boredom, and complacency

▪ Preoccupied with distractions

▪ Communication detached and disengage

▪ Leadership functions in decline

▪ Lack of willingness/ability to manage 

accountability and performance

▪ Focused on self preservation

▪ Potential conflict between disengaged and 

focused subgroups

▪ Decline in constructive feedback and task 

conflict

STAGE 6: TRANSFORM & REFOCUS

Team Rebirth or Death

▪ Leadership requirements variable depending 

on the outlook of the team

▪ Increase in energy due to focus on required 

change

▪ Potential for strong emotions and turmoil 

especially with unexpected change

▪ Lack of clarity on personal future drives 

anxiety and worry

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)
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Payoffs for Higher-Stage Teams

In Corporations

▪ Higher customer service 

ratings

▪ Less time to complete work

▪ More revenue generated

In Education

▪ (Faculty groups): 

Higher rates of passing 

and better standardized 

test scores

▪ (Undergraduate cohort 

groups): Higher GPAs

In Healthcare

▪ ER teams make fewer 

medical errors, and show 

improved performance and 

quality of care

▪ ICU teams save more lives

▪ Cardiac surgeons have 

lower mortality rates 

Wheelan, 2005; Wheelan & Tilin, 1997; Wheelan & Kesselring, 2005; Wheelan & Lisk, 2000
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WORK PRODUCTS METHODOLOGY – PART 1

Work Product IdentificationApplication Exercise

Think of a team or group you know:

In which stage do you believe they are operating in at 

this time?

What observable factors inform your answer?

▪

▪

▪

▪

▪

Team Life Cycle
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Operating
Modes
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Operating Modes: Group Work and Team Work

Groups of people within an organization can function together in a variety of different ways, only some 

of which involve real interactive teamwork. There are five basic operating modes, characterized by 

differing distributions of accountabilities and responsibilities. 

Team Work

Leader-Directed Working Group

Rotating/Shared Self-Directed

Leader

Member

Facilitator

Leader/Member

Group Work
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Self-Directed: There is no official leader role. All team members are empowered and accountable 

and work collaboratively. A facilitator typically works with the team, using a hands-off approach, and 

serves as a liaison between the team and the organization.

Working Group: Group members work in a common direction and have some interaction to 

ensure their efforts are aligned and coordinated, but interaction with the leader is primary. The 

leader is the primary authority.

Rotating/Shared: All leadership functions are either shared or rotating among members. This 

design is typically used in transition situations or for short-term teams.

Leader/Member: Operating as first among equals, the leader exercises authority over some 

matters. The leader and team members work collaboratively with each other both as a full team 

and in smaller subgroups. 

Leader-Directed: The leader exercises complete authority and interacts with people individually, 

managing separate agendas. Apart from group meetings, members have minimal interactions with 

each other. 

Group Modes

Team Modes

The 5 Operating Modes
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Effective teams do not remain in one type; they move back and forth dynamically 

across types based upon the situation. Team leaders and team members remain 

flexible in order to shift as needed. 

Leader-Directed Working Group Leader/Member

Effective Teams Are Dynamic
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Style Direction Setting
Member Roles & 

Responsibilities
Communication Problem Solving Decision Making

A
(Authoritative)

Defines and 

establishes the 

direction for 

members

Assigns all member 

roles and 

responsibilities

Engages only in 

one-way 

communication 

with members

Solves problems 

for members

Makes all decisions 

for members using 

authority mode

D
(Directive)

Defines, vets, and 

establishes the 

direction for 

members

Vets and assigns 

almost all member 

roles and 

responsibilities

Engages in one-

way and two-way 

communication 

with members

Determines which 

members will solve 

which problems 

and how they will 

do so

Makes almost all 

decisions using 

authority mode; 

may use 

consultation

F
(Facilitative)

Uses methods and 

tools to help 

members define 

and establish the 

direction 

Uses methods and 

tools to help 

members to 

generate their roles 

and responsibilities

Engages in 

structured 

conversations with 

all members

Uses methods and 

tools to help 

members solve 

problems

Drives the 

decision-making 

process using all 

four decision 

modes* as needed

P
(Participative)

Allows members to 

define and 

establish the 

direction

Allows members to 

generate their own 

roles and 

responsibilities

Engages in open 

conversations with 

all members

Allows members to 

solve problems 

individually and 

collectively

Participates in the 

decision-making 

process using all 

four decision 

modes* as needed

Team Leadership Styles

*The four decision modes are: Unanimity, Consensus, Democracy, and Authority. 
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Leadership Styles in Groups vs. Teams

Primary Mode Primary Leadership Styles

GROUPS

Authoritative - Directive

▪ Group leader is unique leader and exercises authority over all matters.

▪ Group leader does not share leadership roles and responsibilities.

▪ Group leader manages direct reports individually.

Directive - Facilitative

▪ Group leader is unique leader and exercises authority over most matters.

▪ Group leader shares selected leadership roles and responsibilities.

▪ Group leader facilitates group work and works with group members individually.

TEAMS

Facilitative - Participative

▪ Team leader is main leader and exercises authority over specific matters.

▪ Team leader shares several leadership roles and responsibilities with team 

members.

▪ Team leader actively works with and within team.

Leader-Directed

Leader/Member

Working Group
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Application Exercise

Think of a group of people you know that 

is operating in the Leader-Directed and/or 

Working Group mode(s).

Leader-Directed

Working Group

Leader/Member

What would have to happen for this group 

to operate in a Leader/Member team mode?

▪

▪

▪

▪

▪

▪
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Style

Your 

Preference

(1 – 4)

A
(Authoritative)

D
(Directive)

F
(Facilitative)

P
(Participative)

Application Exercise

Operating Mode

Your 

Preference

(1 – 5)

Your Most 

Common 

(1 – 5)

Leader-Directed

Leader/Member

Working Group

Rotating/Shared

Self-Directed

Reflect on the manner 

in which you work with 

others on a daily basis. 

Then, refer back to the 

five Operating Modes 

and:

1.  Rank the modes 

from 1 to 5 in terms

of your preferred 

way of working with

others on a daily

basis.

2.  Rank the modes 

from 1 to 5 in terms

of how often you 

actually employ

them on a daily 

basis.

Select your preferred Leadership 

Style or Styles.
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Team Wheel
(Purpose & Goals)
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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. 

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.

Team Wheel
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▪ Common Purpose

▪ Scope

▪ Performance Goals

▪ Roles & Responsibilities

▪ Team Membership

▪ Team Leadership

▪ Authority & Decision Rights

▪ Competencies

▪ Communication

▪ Work Management

▪ Problem Solving

▪ Conflict Management

▪ Decision Making

▪ Performance Management

▪ Learning & Development

▪ State of Mind & Buoyancy

▪ Care, Support, & Safety

▪ Ownership & 

Commitment

▪ Trust & Respect 

▪ Execution

The Team Wheel - OverviewTeam Wheel Components
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Purpose & Mindset

“Human beings are meaning seekers. In whatever we do, we want there to be a purpose, a direction, 

a feeling that we are acting on the basis of intelligent and purposeful motives. 

The purpose of a certain task need not be grand, the motive behind an activity need not be unique, 

but we feel good when we see that we are contributing to the realization of a vision or a positive end result.

In the workplace, a sense of a larger vision is essential for giving meaning to what we do and keeping us actively engaged and 

interested in the organization as a whole.”

Anna-Lena & Paul Sundlin -- Taking Up Your Role (2014)
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▪ A team’s common purpose answers one critical question:

▪ A common purpose statement provides a clear, concise articulation 

of why the team members need to collaborate.

▪ All team members need to explore, clearly 

define, and fully commit to the common 

purpose, as it is the driving force that 

keeps team members inspired and motivated.

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

Why should we come together as a team?

Common Purpose
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Common Purpose: 
Organization vs. Team Focus

Organization-Focused Purpose

What do we strive to accomplish

for the organization?

Senior 

Executive 

Team

HR 

Management 

Team

IT Project

Team

Achieve specific financial targets, 

customer retention levels, and 

employee satisfaction scores 

Create an empowered and highly 

talented work force

Successfully implement an 

organization-wide computer 

hardware upgrade

Be a role model for collaboration 

and high performance within the 

organization

Fully embody and collectively live the 

organization’s values

Always be first to fully adopt and 

become proficient with all IT upgrades

Team-Focused Purpose

What do we strive to accomplish for 

ourselves as a team?



- 30 - © 2019 Corentus, Inc.

TEAM PURPOSE

Open to Change it

Committed to Support it

Equal to Own it

Trust to Risk it

United to Deliver it

Lead Reengineering Team

Finance Transformation Program, Global Hotel Chain 

Common Purpose - ExamplesCommon Purpose – Examples

ORGANIZATION + TEAM PURPOSE

Our common purpose is solving 

the world's hardest problems 

and ensuring that our organization is positioned to adapt 

and respond to those challenges. 

We strive to make and leave this organization an 

enduring national resource.

Executive Leadership Team

U.S. Government Contractor

ORGANIZATION PURPOSE

Imagine a world

where all

innovative medical devices

are a reality.

Executive Leadership Team

U.S. Manufacturing Company

Regional Leadership Team

Global NGO

ORGANIZATION PURPOSE

Placing the regional programs at 

the table to contribute to the 

visionary and strategic thinking 

and decision-making of the 

organization.

TEAM PURPOSE

Occupy a space 

where we can 

influence the whole 

organization.
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Think of a team you know well. Does this team 

have an organization-focused common purpose 

statement? If so, what is it?

If your team is missing one or both of the statements 

of common purpose, what could they be?

Does this team have a team-focused common 

purpose statement? If so, what is it?

Organization
Focused

Team
Focused

Application Exercise
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▪ A team’s shared goals answer one critical question:

▪ Shared goals should be assigned to all

team members to drive mutual 

accountability for deliverables. 

What will we produce and deliver as a team?

Goals - aka Shared Goals

▪ Shared goals serve as the guiding force 

that keeps the team members engaged 

and focused.

▪ To be effective, these goals should be 

fully aligned with the team’s common 

purpose. 
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Shared Goals – Key Concepts

Effective goals are defined using four components:
Effective shared goals:

▪ Are fully aligned with the team’s 

common purpose

▪ Define actual deliverables to be 

produced for each objective

▪ Contain a clear measure and 

a clear target to achieve by a 

specified date

▪ Are owned by specific team 

members for the team

▪ Use clear yet precise language 

that describes outcomes

Measure: What metric will be used to measure goal 

achievement?1

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

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

Owner: Who is accountable for the goal?4
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Activity-based Goals vs. Outcome-based Goals

Outcome-based GoalsActivity-based Goals

By the end of this year:

▪ Produce a business case that defines how 

we will improve our Agency’s standing as a 

“best place to work” amount Federal 

Agencies

By September 30, 2018:

▪ Increase the Agency’s FEVS Indices Scores 

by 20%

▪ Improve the Agency’s Ranking Among 

Federal Agencies to top Quartile

Over the next two years:

▪ Complete a plan to increase grant quantity, 

funding quality, and grant flexibility

By end of fiscal year 2017:

▪ Increase grant applications to 50

▪ Increase number of grants to 8 

(spread across the 3 major grant types)

▪ Increase total grants to $700,000
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Think of a team you know well and identify up to 

three activity-based goals they have established for 

themselves.

1.

2.

3.

Take one of the activity-based goals and convert it 

into a outcome-based goal. Ensure the new goal 

contains the four components of effective 

performance goals: 

✓ Measure ✓ Due Date

✓ Target ✓ Owner

Application Exercise
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State of Mind
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▪ Common Purpose

▪ Scope

▪ Performance Goals

▪ Roles & Responsibilities

▪ Team Membership

▪ Team Leadership

▪ Authority & Decision Rights

▪ Competencies

▪ Communication

▪ Work Management

▪ Problem Solving

▪ Conflict Management

▪ Decision Making

▪ Performance Management

▪ Learning & Development

▪ State of Mind & Buoyancy

▪ Care, Support, & Safety

▪ Ownership & 

Commitment

▪ Trust & Respect 

▪ Execution

The Team Wheel - OverviewTeam Wheel Components



- 38 - © 2019 Corentus, Inc.© Corentus, Inc. 2016

Our 

moment-to-moment 

experience of life 

as generated 

by our thinking 

and as expressed 

by our feelings.

State of Mind

- 38 - © 2019 Corentus, Inc.
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+3

+2

+1

- 1

- 2

- 3

Neutral line

Above

the line

Below

the line

State of Mind Chart

- 39 -
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The Impact of State of Mind: Domains

▪ Leadership

▪ Collaboration

▪ Planning

▪ Organizing

▪ Decision Making

▪ Communication

▪ Giving or Receiving 

Feedback

▪ Managing Conflict

▪ Learning

▪ Listening

▪ Communication

▪ Curiosity

▪ Creativity

▪ Perspective

▪ Risk-taking

▪ Courage or 

Confidence

▪ Time

▪ Money

▪ Parenting

▪ Driving

▪ Family 

Relationships

▪ Intimate 

Relationships

▪ Self-care
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Impact

of this

State of Mind

. . .

___________________

(Domain)

+3

+2

+1

- 1

- 2

- 3

The Impact of State of Mind Chart
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+3

+2

+1

- 1

- 2

- 3

Elated     Ecstatic     Euphoric

Happy Energized     Excited

Satisfied     Calm     Content

Stressed     Tired     Anxious

Frustrated     Disappointed     Angry

Depressed     Hopeless     Desperate

State of 

Mind
Effectiveness Performance Interactions

Calm  91.76%1
 85.82%  88.76%

Happy  94.01%  86.72%  94.49%

Energized  97.29%  96.01%  96.53%

Frustrated  66.82%2
 71.37%  67.46%

Anxious  62.59%  64.20%  63.04%

Tired  68.28%  69.01%  67.67%

Stressed  57.53%  56.33%  57.12%

Hopeless  68.78%3
 71.65%  68.66%

Angry  75.45%  77.42%  77.08%

Depressed  74.09%  74.67%  70.86%

Caillet, Hirshberg & Petti (2015)

Legend:

1.  91.76% = 91.76% of the 740 leaders who responded 

to the survey said that a calm state of mind has a 

positive effect on leadership effectiveness.

2.  66.82% = 66.82% of the 740 leaders who responded 

to the survey said the a frustrated state of mind has a 

negative effect on leadership effectiveness.

3.   68.78% = 68.78% of the 740 leaders who responded 

to the survey said that a hopeless state of mind has a 

negative effect on leadership effectiveness.

State of Mind Research Data
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Roughly 50 to 75 percent of how 

employees perceive their organization’s 

climate can be traced to the actions of 

one person: 

The Leader

Leaders play a 

pivotal role in 

determining 

shared emotions 

in meetings. 

Leaders typically 

talk more than 

anyone else, and 

what they said is 

listened to more 

carefully. 

Leaders are also usually the first to speak out 

on a subject, and when others make 

comments, their remarks most often refer to 

what the leader has said than anyone else’s 

comments. 

Impact of the Leader’s State of Mind

Kelner, Rivers & O’Connell (1996) Pescosolido (2000)
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▪ Leadership is a public act.

▪ A leader’s state of mind is contagious.

▪ In many instances, your own state of mind defines the upper 

critical limit for the state of mind of the people you lead.

▪ If you lead a team with a below-the-line state of mind, it might be 

challenging to engage above-the-line performance.

“With great power comes great responsibility.” 

— French National Convention (1793) • Winston Churchill (1906) • Spiderman (1962)

Leadership and State of Mind

- 44 -
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As a leader, managing your state of mind is one of the key accountabilities you 

have toward your team and your organization.

Therefore, when you are about to engage with one or more people …

1 2 3 4
Gauge Your 

State of 

Mind and 

its 

Potential 

Impact

If Impact 

Could Be 

Negative

- - -

Shift Your

State of 

Mind

If Not 

Possible 

to Shift

- - -

Make the 

Right Choice 

If Choice is 

to Engage

- - -

Own and 

Share Your 

State of 

Mind 

A Leader’s Accountability



- 46 - © 2019 Corentus, Inc.

The State of Mind Tracker is a simple way to monitor how our states 
of mind fluctuate throughout a given period of time. This tool is 
particularly helpful for individuals who like to gather data and keep 
visual records.

In the chart to the left, we see a personal tracker created by an 
executive named Jane. This chart represents the data she gathered 
over a period of one day where she engaged in six different events. 
These events included meetings, work sessions, conversations, and 
home time. During each event, she took a moment to write down her 
predominant state or states of mind. 

By using this tracker over a month-long period, Jane achieved three 
outcomes:

1. She became aware of the various states of mind she 
experienced in a given day or a given event. This helped her 
appreciate just how much she actually fluctuated on a daily 
basis.

2. She noticed habitual patterns. For example, in the case of 
Event 2 -- a weekly meeting with one of the project teams 
she led -- she realized that she was systematically checked 
out during the meeting. She also saw that she was often 
checked out even before it began.

3. She observed how her states of mind were impacting her 
immediate surroundings. In the case of Event 2, she realized 
that her state of mind as the leader of the team was most 
likely contributing to the overall low and draining energy 
everyone felt during the meeting.

Personal Tracker
Monday, June 6, 2016

Personal State of Mind Tracker
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+3

+2

+1

- 1

- 2

- 3

State of Mind Check-in

tØ t1 t2 t3

Teams can use the State of Mind Chart to check-in on their 
individual states of mind at various points during a meeting. 
These check-ins provide a sense of how each team member 
is feeling and of the overall team mood. 

By stopping and asking each team member what their state of 
mind is, each one can answer using a numerical code, thus 
eliminating the need to share feelings: 

▪ I’m a +1      ▪ I’m a -2      ▪ I’m a +2.5

Once each team member has responded, team members can 
ask those who are in lower states of mind if there if anything 
that can be done to raise their state of mind. This type of 
collaborative support often leads to helpful ideas and solutions.

By keeping track of each team members state of mind over 
several time periods, two important data points arise:

1. A specific work session or conversation can be assessed in 
terms of its emotional impact and impact on team cohesion:

✓ The conversation at t1 had a more positive 
emotional  impact than the one at t2

✓ The conversation at t1 produced more cohesion 
than the work session at t3

2. Overall emotional trends can be 
observed which, over time, may 
prove to be team energy patterns

Team State of Mind Check-in
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Physiology
Breathing • Changing posture  • Stretching  • Centering 

• Going for walks • Taking breaks 2

External 

Environment

Light quality  • Noise levels  • Air quality  • Eliminating clutter  

• Time in nature  • Music 4

Thoughts & 

Feelings

Labeling emotions  • Reframing thoughts  • Thinking positively  

• Visualization  • Redirecting attention  • Journaling  • Sharing3

Health & 

Well-Being
Nutrition  • Exercise  • Sleep • Sunlight 1

State of Mind Research

Caillet, Hirshberg & Petti (2015)
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Awareness

▪ Notice your state of mind

▪ Label your state of mind

▪ Identify the thought habit contributing to that state of mind

Reframe

▪ Stop - take a breath - get centered

▪ Reframe your thinking

▪ Engage a new desired thought habit

Maintain

▪ Take action in line with the new thought habit

▪ Notice a shift in our state of mind

▪ Maintain conscious focus on the new thought habit

One Approach to Shifting State of Mind:  A-R-M 
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The 12 strategies listed on this page 

can help you build your resources 

to manage and improve 

your state of mind.

(See Appendix 1 for details)

Nutrition Exercise Sleep

Mind/Body

Music

Nature

Writing

Pace

Changing Thinking

Time Management Leisure

Connecting

Managing State of Mind
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Accountability
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▪ Common Purpose

▪ Scope

▪ Performance Goals

▪ Roles & Responsibilities

▪ Team Membership

▪ Team Leadership

▪ Authority & Decision Rights

▪ Competencies

▪ Communication

▪ Work Management

▪ Problem Solving

▪ Conflict Management

▪ Decision Making

▪ Performance Management

▪ Learning & Development

▪ State of Mind & Buoyancy

▪ Care, Support, & Safety

▪ Ownership & 

Commitment

▪ Trust & Respect 

▪ Execution

The Team Wheel - OverviewTeam Wheel Components
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What Is Accountability?

An APPROACH to LIFE whereby …

COMMITMENTS and AGREEMENTS

are MADE and KEPT

and if not kept …

are OPENLY DEALT with CONSTRUCTIVELY

and in a TIMELY manner
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What drives accountability in a team?











What hinders accountability in a team?











Application Exercise
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Why Is Accountability Important in Teams?

 Drag

(Anxiety and Worry)

 Buoyancy

(Appreciation

and Energy)

 Trust

(Integrity and Respect)

 Collaboration

(Synergy and Cohesion)
 Efficiency

(Time and Money)
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Generate

Actions

Make 

Agreements

Manage

Progress

Manage

Breakdowns

Complete

Incomplete

Acknowledge

& Learn

Accountability Framework
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Making clear

REQUESTS

“I request that you …”

The Language of Accountability

Accountability is connected to categories of language called Speech Acts.

Making solid 

COMMITMENTS

“I commit to do …”

Creating well-defined 

AGREEMENTS

“We agree to

complete …”

Clarifying 

CONSEQUENCES

“The consequence

of non delivery is …”

Exploring

BREAKDOWNS

“What is our

accountability in …”

Making

APOLOGIES

“I’m sorry for not

fulfilling …”

© 2019 Corentus, Inc.
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Make 

Agreements

Manage

Progress
Complete

Incomplete

Acknowledge

& Learn

Accountability Framework: Generate Actions

Generate

Actions

Manage

Breakdowns
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A clear and powerful way 

to generate actions 

is by making 

REQUESTS.

REQUEST = Call for action

One team member (Requester) asks 

one or more other team members 

(Receivers) for something in a very direct, 

clear, and precise manner. 

Generate

ActionsGenerate Actions – Requests
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“Dan, I’d like you to send Susan

the Executive Summary draft 3.0

by this Friday at noon.

Can you do that?”

Effective requests are:

1. Actionable

2. Specific

3. Time-bound

4. Negotiable

Four Key Characteristics of a Basic Request

© 2019 Corentus, Inc.

Generate

Actions
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Requests vs. Soft Asks

“Dan, do you think you could

get the latest version of the summary

document to Susan’s office

as soon as possible?”

“Dan, I’d like you to send Susan

the Executive Summary draft 3.0

by this Friday at noon.

Can you do that?”

© 2019 Corentus, Inc.

Generate

Actions
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Even Softer Asks

“The last three meetings you led 

ran over time. It’s really important

to stick to the scheduled timing.”

“We’ll need to let everyone know

about the change in scope.”

“We should all make it a priority

to transfer our clients 

over to the new system.”

Generate

Actions

© 2019 Corentus, Inc.
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Generate

Actions

Complete Requests are comprised of the following:

➢ What you want

➢ Whom you want it from

➢ Conditions of satisfaction:

- Timing

- Outcome(s) you expect

➢ Shared context (rationale)

➢ Do we have a “Yes?” (agreement)

Characteristics of a Complete Request
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Complete Request: Example

We need the draft proposal done by Friday.

James, I’d like you to take the lead on this. You can go to LaKeisha and 

Jared with questions.

I would like you to send this to me by Friday morning before 10:00am.

You can use the proposal we submitted to Company XYZ last month as an 

example. The format and content should be almost similar except for the 

pricing which Jared will have completed by tomorrow.

As you know, this is a really important project for us. If we win, we can hire 

more staff into the new division and continue our growth path. And I need 

time on Friday and over the weekend to review it before we submit at 

5:00pm EST Monday. So if you have any challenges with the Friday 

10:00am deadline, please let me know ASAP.

Can you do this?

What you want

Whom you want 

it from

CoS –Timing

CoS - Outcomes

Shared Context 

– Rationale

Do we have a 

“Yes?”

Generate

Actions

© 2019 Corentus, Inc.
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Request Responses and Negotiation

4

Generate

Actions

There are four possible responses a Receiver can provide:

1 2 3I accept 

The Requester confirms 

and logs the agreement

I decline 

The Requester can either 

accept the decline or 

reformulate the request

I counteroffer 

The Requester can either 

accept the counteroffer 

or reformulate the 

request

Prior to answering your request, I must . . . 

The Requester can either accept and request a time for the Requester 

to respond to the original request or reformulate the request
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Benefits of Using Requests Generate

Actions

Caution: Requests 

are not always 

appropriate. 

They should only 

be used when the 

person receiving 

the request has the 

option to negotiate.

✓ Clarity and precision on the action being requested

✓ Room for negotiation

✓ Greater likelihood that results will be produced

✓ Higher level of accountability

ActionsNegotiationRequests Results!
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Behind every legitimate complaint lives an unspoken request. 

Requests vs. Complaints

Reframing complaints into clear requests makes it much more likely that 

issues will get resolved in mutually satisfying ways.

Generate

Actions
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Generate

ActionsRequests vs. Complaints

This report does not make any 

sense to me. I’m so frustrated!

To help make sure I fully understand this 

report fully, I am requesting a one-hour call 

with you to review it. Do you accept? 

[Yes] 

Please schedule this call for Thursday 

afternoon after 3:00pm.

That deadline is just plain 

unreasonable. It’s not right!

I ask that you give me an extension until 

Monday 12:00noon. Will that work for you?

Complaint Request
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Generate

ActionsRequests vs. Complaints

Once again, I have no time to 

get things in order before our 

party. Things never change 

around here!

I would like you to take the kids out for two 

hours on Saturday morning so I can get the 

house organized before the party. Are you 

able to do that? 

I am so tired of our meetings 

being so unfocused and poorly

managed. Ugh!

I request that for upcoming meetings, the 

meeting owner prepare a detailed agenda 

and distribute it to the team 24 hours ahead 

of time. Can we all agree to this?

Complaint Request
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Generate

Actions

Complaint Request

Application Exercise
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Manage

Progress
Complete

Incomplete

Acknowledge

& Learn

Accountability Framework: Make Agreements

Make
AgreementsGenerate

Actions

Manage

Breakdowns
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Make Agreements Make

Agreements

AGREEMENT = Promise = Commitment

▪ One individual makes a promise to one or more 

other individuals to deliver an action 

in accordance with a specific set of terms.

▪ Organizations are composed of networks of 

agreements.

▪ Making and keeping agreements ensures that 

these networks operate with integrity.
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“Promises are the strands that weave together 

coordinated activity in organizations. 

Most of the vexing challenges leaders face—

improperly executed strategy, lack of organizational agility, 

disengaged employees, and so on—

stem from broken or poorly crafted commitments. 

Executives can overcome some of their thorniest problems 

in the short term and foster productive, reliable workforces

for the long term by… cultivating and coordinating 

commitments in a systematic way.”

Sull & Spinosa (2007), “Promise Based Management: The Essence of Execution”

Agreement = Commitment = Promise Make

Agreements
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Hedging vs. Clear Agreement Make

Agreements

Hedging

I will do my best.

I will give it a try.

Let’s see if I can…

It should be okay.

Let’s see what happens.

Clear

I will do it.

I commit to…

I agree to…

It will be done.

We agree to…

Solid agreements 

avoid vagueness 

and hedging 

and instead 

use clear, 

direct language.
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Make

Agreements

In which contexts do you hear hedging?







Please provide examples of hedging 

statements?







What is the impact of hedging?







How could you, or someone else, redirect 

that hedge into a clearer agreement?







Application Exercise
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Common missing link in agreements = Connection to consequences

Understanding consequences up front 

drives ownership and follow-through.

Three types of consequences:

ArbitraryNatural Logical

Adapted from: Pryor, D.B. & Tollerud, T.R. (1999). “Applications of Adlerian principles in school settings.” Gutierrez, E. (2012). “Natural and logical consequences: How implementing them leads 

to better discipline in children.” Dreikurs, R. & Grey, L. (1993). The New Approach to Discipline: Logical Consequences. McKay, G.D. & Dinkmeyer, D. (1996). Raising a Responsible Child. 

Linking Agreements with Consequences
Make

AgreementsLinking Agreements with Consequences
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Linking Agreements with Consequences
Make

AgreementsExamples: Three Types of Consequences

Automatic outcomes 

of a person’s behavior

Not automatic, but a 

logical response

Not automatic;

Imposed as a punishmentSITUATION

If there are 

many errors in 

the document, 

the consequence 

will be…

If you fail to meet 

the promised 

delivery dates on 

work products, 

the consequence 

will be…

ArbitraryNatural Logical

Need for additional 

work by others to 

prepare the finished 

work product

Increased supervision

on how works get done Increase in 

undesirable work

Time crunch for others 

dependent on those 

work products

Reassignment of 

aspects of work Reassignment of 

desirable work

Writing skills training

Coaching from 

supervisor

- 77 -
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Major issues

Halted or severely delayed

Documenting Agreements: Action Log

An Action Log can be used to document agreements and then 

assess how individuals are delivering on their agreements.

Slight issues

Slightly delayed or behind

No issues

On time or progressing as planned

Actions Log

Action

What is the 

action that was 

agreed to?

Owner

Who agreed to 

complete the 

action?

Due Date

What is the 

delivery date for 

the action that 

was agreed to?

Status

What is the 

status of the 

action?

Use the 

codification

Make

Agreements
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Manage

Progress
Complete

Incomplete

Acknowledge

& Learn

Accountability Framework: Manage Progress

Generate

Actions

Make 

Agreements

Manage

Breakdowns
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Team members agree to check in regularly:

▪ Either virtually or in person

▪ At regularly scheduled times

▪ Impromptu, as concerns or needs arise

Team members come forward and renegotiate agreements as soon as they 

know they will not deliver. This is called:

Proactive Renegotiation

Manage

ProgressManage Progress
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Incomplete

Acknowledge

& Learn

Accountability Framework: Acknowledge & Learn

Generate

Actions

Make 

Agreements

Manage 

Breakdowns

Manage

Progress
Complete
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Acknowledge

& LearnAcknowledge & Learn

Acknowledge 

and Appreciate

when actions are 

completed as 

promised

Learn

by exploring consistent 

patterns of success 

and identifying best 

practices

Share

by logging 

these findings and 

distributing to 

others
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Complete

Incomplete

Acknowledge

& Learn

Generate

Actions

Make 

Agreements

Manage

Breakdowns

Accountability Framework: 
Conversation for Accountability

Manage

Progress
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Manage

Breakdowns

▪ Team members who hold themselves and 

others accountable manage broken 

agreements immediately. 

▪ They do so in private or in public.

▪ The 6-Question Protocol provides a 

clear pathway to have a productive 

conversation using the principles of 

mutual accountability.

Managing the Breakdown
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The 6-Question Protocol is built on four key principles that belong to a 

philosophy called mutual accountability:

1. Breakdowns can be a source of learning and growth. 

2. Punishment and blame don’t work. Joint exploration and ownership do.

3. Breakdowns typically involve more than one person. 

Exploring breakdowns beyond the single 

individual can provide information on 

how the broader system is operating.

4. This information can help improve 

future agreement making and increase 

overall levels of performance.

The Power of Mutual Accountability
Manage

Breakdowns
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Key Questions:

1. What was the original 

agreement?

2. What actually happened?

What are the facts?

3. Was it preventable? What 

could have been done?

Key Questions:

4. What is your accountability?

What is my accountability?

5. What did you learn?

What did I learn?

6. What will you do differently? 

What will I do differently?

Inquire & Explore Own & Learn

The 6-Question Protocol
Manage

Breakdowns
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Incomplete

Generate

Actions

Make 

Agreements

Manage

Progress

Manage

Breakdowns

Complete
Acknowledge

& Learn

Making Clear Requests

Provides a clear direction, 

avoiding two common 

pitfalls:

1. Ambiguity (which 

creates stress and 

increases risk of 

failure) 

2. Complaining (widely 

recognized as being 

antithetical to strong 

leadership)

The components of accountability have a direct impact on the credibility and effectiveness of a leader.

Making Commitments

Demonstrates ability and 

willingness to commit to 

specific actions, and to 

link clear consequences 

to the breaking of such 

commitments

Managing Progress

Provides security by 

ensuring that barriers to 

fulfilling the agreement 

will be identified and 

addressed

Acknowledging and 

Learning

Boosts morale and 

promotes ongoing team 

improvement and 

professional development

Debriefing & Managing Consequences

▪ Builds trust by consistently following through

▪ Serves the team by resolving issues for the future

▪ Demonstrates integrity by acknowledging 

own mistakes

▪ Promotes others’ learning and 

development

Accountability and Team Leadership
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Appendix 1
Managing 

State of Mind
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Nutrition Exercise Sleep

Mind/Body

Music

Nature

Writing

Pace

Changing Thinking

Time Management Leisure

Managing State of Mind

Connecting

The 12 strategies listed on this page 

can help you build your resources 

to manage and improve 

your state of mind.
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Think about food as falling into three categories:

Nutrition

▪ Pasta, baked goods

▪ Cereal, soda, other sugary 

foods

▪ Quick hit of glucose

▪ Energy spikes and then slumps

1
▪ Heavy, high-fat meals

▪ Place high demand on the 

digestive system

▪ Reduce oxygen in the brain, 

leading us to feel “groggy”

2
▪ High-nutrient foods

▪ Lean meat and fish, fruits and 

vegetables

▪ Recent study: The more fruits 

and vegetables people ate, the 

happier, more engaged, and 

more creative they were

3

Friedman (2014); Sapolsky (2013); Connor et al. (2015)

THE POWER OF MODERATION

Enjoy:

▪ Fruits and vegetables

▪ Fish and lean meats

▪ Fiber-rich foods

▪ Nuts, grains and cereals

▪ Water and juices

Moderate:  

▪ Highly processed/chemical foods

▪ Saturated fats

▪ Processed sugars 

▪ Salt, Fatty/Processed/Smoked meats

▪ Caffeine, alcohol  and tobacco

Energy Burst 

+ Slumps

Energy

Drains

Energy 

Sustainers

Scott, E., Stress and Nutrition: The Link Between Stress and Nutrition Deficiencies; Blake, S., Foods that Can Cause Stress, Voices.Yahoo.com/health.
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▪ Exercise improves short-term mood and 

can help alleviate long-term depression.

▪ Two weeks of exercise can significantly 

improve anxiety sensitivity.

▪ Exercise improves cognitive capacity both 

short-term (from a single walk or fitness 

session) and long-term (with regular 

exercise).

▪ Even moderate physical activity (e.g., 

gardening) can improve mood.

“Not exercising is like taking a depressant.”

—Tal Ben-Shahar

Ben-Shahar (2010); Weir (2011); Goldman (2016); Rhodes (2013); Mayo Clinic Staff (2014)

Exercise Tips:

▪ Engage in a minimum of three 45-minute 
sessions a week

▪ Exercise at an average heart rate of 60% 
of maximum frequency (mf) where mf = 
(220 – your age)

▪ Commit to exercise with others 

▪ Reward yourself after a good session

▪ Take time each day to move your body

▪ Stretch every day

Exercise
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Sleep

Sleep has a powerful impact on a variety of cognitive functions, including:

▪ Alertness

✓ Missing 90 minutes of sleep for one night can reduce alertness by 32%.

✓ Staying awake 6 hours past bedtime for 1 day dulls attentiveness as 

much as being drunk.

▪ Memory

✓ Sleep is essential both for remembering what we’ve already learned 

and for consolidating new memories. 

▪ Problem Solving

✓ Rapid Eye Movement (REM) sleep improves creative problem solving 

by helping to integrate information.

Editors of Prevention (2011); Harvard Medical School (2008); Cai et al. (2008)
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Sleep: Tips

▪ 20 minutes boosts 

alertness, mood, 

concentration

▪ 45 minutes enhances 

creative thinking 

▪ 60 minutes boosts 

alertness up to 10 hours

▪ 90 minutes helps to 

recoup lost sleep

Capitalize on Cat Naps Switch off Screens

Light-emitting devices use 

blue light, which:

▪ Suppresses melatonin 

(sleep-inducing 

hormone)

▪ Shifts circadian 

rhythms, affecting 

both sleep and organ 

function

Ackerman (2010); Schmerler (2015)

▪ Stop eating several hours 

prior to bed

▪ Stop watching television 

prior to bed

▪ Read some inspiration 

material prior to bed

▪ Go to bed around 10:00pm 

and awake at around 

5:00am

▪ Make sure the room is as 

dark and silent as possible

▪ Make sure that there is a 

fresh air supply in the room

Evening Sleep
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Focused Leisure Activities not only take your mind off stressors, but also 

enable the brain to slow down and recharge

▪ Commit to a leisure activity that brings you joy and relaxation

▪ Select leisure activities that involve groups of people

▪ Engage at least once a month in this activity

▪ Schedule this monthly activity into your calendar

▪ Commit to this activity with a partner

▪ Schedule at least one pleasure a day and look forward to it

Dreyfus (2010); Janata (2008)

Leisure
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Music

Benefits of making and listening to music include:

▪ Lower rates of burnout

▪ Increased immunity

▪ Reductions in pain

▪ Decreased stress 

before and after 

surgery

One resource with music selected for stress-reducing features: 
https://www.unr.edu/counseling/virtual-relaxation-room/releasing-stress-through-the-power-of-music

▪ Faster recovery from 

stressful events

▪ Reduced blood pressure 

and lower levels of cortisol

“There’s just something about music—particularly live music—that excites and activates 

the body… Music very much has a way of enhancing quality of life and can, 

in addition, promote recovery.”
—Joanne Loewy, Co-editor, Music and Medicine

Thoma et al. (2013); Collingwood (2016); Novotney (2013)

https://www.unr.edu/counseling/virtual-relaxation-room/releasing-stress-through-the-power-of-music
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Writing

Thoroughly documented impact:

Processing troubling events

▪ Reduced anxiety and depression

▪ Improved immunity

Cultivating gratitude

▪ Greater happiness and life satisfaction

▪ Decreased burnout

▪ Improved sleep

▪ Association with improvements in 

health and healthier habits

Additional Applications

▪ Focusing on boosting 

state of mind

▪ Preparing for difficult 

conversations

▪ Documenting tangible 

successes to refer to 

later

Allen (2010); Krpan et al. (2013)
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▪ Practice slowing down in your day-to-day personal and professional 

activities:

✓ Getting ready in the morning

✓ Eating, walking, moving

✓ Speaking, listening, reading, writing

✓ Interacting with others, relating

✓ Finishing the day, going to sleep

▪ Take simple pauses in the middle of activity:

✓ Pauses differ from a breaks as they provide a short respite from the action

✓ Pauses are most powerful when exercised with another person or a team

Pace
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Mindfulness-Based Stress Reduction Practices 

Have been proven to significantly reduce the physiological impacts of 

stress

▪ Engage in meditation, prayer or deep reflection

▪ Practice Yoga, Tai Chi, Acupuncture or other mind/body disciplines

▪ Engage in massage therapy or other body relaxation techniques

▪ Practice smiling and laughing on a daily basis

▪ Perform random acts of kindness and generosity

Begley (2007); Sharma & Rush (2014); Caillet (2017)

Mind/Body



- 99 - © 2019 Corentus, Inc.

Breathing is both involuntary and voluntary. We don’t need to plan how and when to take each 

breath, but is we consciously change our breathing using a specific pattern, and we accompany this 

pattern with feelings of gratitude appreciation, we can change our state of mind and enter into a state 

called coherence. Coherence is characterized by emotional stability, mental clarity, increased creativity, 

improved decision making, and greater focus and concentration.

This breathing pattern is completed by 

breathing in deeply for 5 seconds and 

breathing out fully for 5 seconds - for a 

total of 10 seconds per complete breath. 

And as we breath, we can focus on the 

area around our heart, and imagine we 

are breathing in and out through our heart. 

Then we focus on feelings of gratitude or 

appreciation and breathe these feelings 

in and out through our heart.

What few of us know is that when we

inhale, our heart rate accelerates, and 

when we exhale our heart rate slows 

down. This reciprocity in heart rate 

produces a highly rhythmic pattern which,

when accompanied by feelings of gratitude

and appreciation, generates coherence.

Inhale

Accelerate

Heart Rate

Exhale

Slow Down

Heart Rate

Heart Rhythms

100

90

80

70

60
H
e
a
rt R
a
te
 (B
P
M
)

Mind/Body: Breathing 

McCraty, Atkinson & Tomasino (2001); Caillet, Hirshberg & Petti (2015, 2016)
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Nature

Research shows the benefits

✓ Time in nature can reduce 

stress and mental fatigue.

✓ Contact with nature is linked

with higher job satisfaction 

and organizational 

commitment.

✓ Even looking at pictures of 

landscapes can boost 

energy.

✓ Sunlight increases serotonin 

and improves sleep.

Simple steps can help

✓ Nature scenes from 

vacation on your 

computer desktop 

✓ Peaceful nature sounds 

on your headphones

✓ Plants within your 

workspace

✓ Outdoor meetings

An et al. (2016); Largo-Wight et al. (2011)
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Regular, close social connections have a significant impact on:

▪ State of Mind

Having a friend you see on most days 

boosts happiness as much as earning 

$100,000 more each year.

▪ Health

Social connections improve critical 

measures of physiological health, tied 

to longevity—including inflammation, 

hypertension, and obesity.

▪ Business Results 

Having a best friend at work is a defining

feature of the most productive workgroups, 

and is a key influence on retention. 

Baumeister & Leary (1995); Smith (2013); Amortequi (2015); Yang et al. (2016); Gallup (1999); Friedman (2014)

Connecting Tips:

▪ Make sure you have individuals in your 

life you can talk about your stress with

▪ Make sure these individuals are able to 

listen fully to you without judgment

▪         

▪ When your stress level is high, request 

time with  these individuals

▪ Request that these individuals first listen 

to you share your full experience 

including the emotional aspects

▪ Once shared, engage in a rich dialogue 

and solicit their advice and suggestions

Connecting
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▪ Labeling emotions

✓ Decreases emotional intensity and 

reactivity

✓ Lowers activation in the amygdala 

(response to threat)

✓ Increases activation in the prefrontal 

cortex (executive function)

Trouble shared 

is trouble halved.

- Dorothy Sayers -

▪ Venting (strategically)

✓ Within a time boundary

✓ With an empathetic 

listener who will not take 

it personally

✓ For a clear purpose: 

calming down (and/or 

driving constructive 

action)

Lieberman et al. (2007)

Connecting

Two particularly beneficial modes of sharing include:
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Visualizing a positive outcome has almost the same impact on the brain as actually 

doing it.

▪ Prior to a challenging event, close your eyes 

and imagine how it could play out in real life:

✓ Create a successful version of the 

event

✓ Walk through how you would manage 

all of the challenging components

▪ Prior to having a difficult conversation, 

rehearse it quietly or “out loud” a few times:

✓ Create a successful version of the 

conversation

✓ Walk through how you would manage 

all of the challenging components

Recent research has revealed that the 

brain responds similarly to the thought 

of an action and to the real action. 

Athletes who have submitted 

themselves to electromyography have 

demonstrated that when they mentally 

rehearsed their moves, the electrical 

currents sent to their muscles by their 

brains were similar to the impulses sent 

when they were physically performing 

the moves. These experiments 

demonstrate that whether an activity is 

mentally imagined or is actively 

performed, the same neural pathways 

are stimulated, the same physiological 

changes are present, and the neural 

pathways are ultimately strengthened. 

Changing Thinking: Visualization

Berns (2010)
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Asset-Based 

Thinking

Deficit-Based 

Thinking

Thinking Thinking

REFRAME

Changing Thinking: Reframing Thinking

Results

Actions

Feelings

Thinking

The Thinking Path

Caillet (2008); Cramer (2006)
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Thinking Thinking

That's impossible    What is possible?

I'm not smart enough    I always give my best

This will never work    What would make this work?

I'll never make it    I can take one step at a time

All I see are problems    What opportunities do I see?

There is never enough time    There is always time for something 

They don't understand me    I can share what I think

What's wrong with me?    What do I have to learn?

REFRAME

Changing Thinking: Deficit-based and 
Asset-based Thought Habits

Caillet (2008); Cramer (2006)
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Changing Thinking: Reframe Questions

Sample Questions to Reframe Thinking

▪ What else is possible here?

▪ What is the opportunity in this situation?

▪ What really matters right now?  What is important right now?

▪ What could I learn from this situation?

▪ What does my heart say?

▪ What is a more productive / constructive / positive approach?

▪ What is the ultimate outcome I need to keep in mind?

Caillet (2008)



- 107 - © 2019 Corentus, Inc.

Time Management Skills enhance our sense of control, reduce distractions 

and interruptions, and free up more leisure time

▪ Get up earlier in the morning and/or leave earlier to get an earlier start

▪ Plan 15 minutes between meetings

▪ Take a mandatory 5 to 10 minute break every 90 minutes to 2 hours: 

✓ Remove yourself from the work environment and offer yourself a real break

✓ Engage one of the other strategies on the following pages during this time

▪ Have a proper lunch two or three times a week

▪ Schedule open work periods and personal events

Davis (2012)

Time Management
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Meeting Openings

▪ Breathing and mindfulness exercises

▪ Individual clearing or gratitudes session

▪ Sharing individual meeting intentions

▪ Member shout-outs and appreciations

▪ Sharing meaningful quotes or stories

Meeting Closings

▪ Listening to individual insights and learnings

▪ Sharing appreciations and acknowledgments

Opening

Work Session 1

Work Session 2

Break

Work Session 3

Closing

Time Management: Meetings
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Meeting Work Sessions

▪ Reading or watching something joyful, inspiring, 

or funny

▪ Inviting external parties to provide new and 

interesting insights and perspectives

▪ Engaging in new and creative process activities 

▪ Meeting standing up or while walking

▪ Meeting outside or in creative spaces 

▪ Bringing food and drinks and/or playing music

▪ Incorporating physical activity into the sessions

Opening

Work Session 1

Work Session 2

Break

Work Session 3

Closing

Time Management: Meetings
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Strategy Actions

Nutrition

1.

2.

Exercise

1.

2.

Sleep

1.

2.

Leisure

1.

2.

Using the table below, list the actions you will commit to doing in one or more of the 12 strategies for 

managing and improving your state of mind.

State of Mind Action Plan
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Strategy Actions

Music

1.

2.

Writing

1.

2.

Pace

1.

2.

Mind/Body

1.

2.

Using the table below, list the actions you will commit to doing in one or more of the 12 strategies for 

managing and improving your state of mind.

.

State of Mind Action Plan
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Strategy Actions

Nature

1.

2.

Connecting

1.

2.

Changing

Thinking

1.

2.

Time

Management

1.

2.

Using the table below, list the actions you will commit to doing in one or more of the 12 strategies for 

managing and improving your state of mind.

State of Mind Action Plan
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Appendix 2
Team Cohesion & i4
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Before any group becomes a team, it is simply a collection of separate human beings. For 

those human beings to start feeling like a team—or even want to be a team—they need 

clarity on four key factors pertaining to them as individuals:  

i4: Individualized Elements of Teaming

1
Identity

2
Integration

3 
Influence

4
Individual Goals

Until team members get clear on how these four factors play out for them within the team, 

a significant portion of their time and energy will be dedicated to figuring out and negotiating 

around these issues. Once these are clarified, the path to team cohesion will be greatly 

facilitated.
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Identity – The Basic Need

To feel seen, accepted, 

and appreciated for who 

we really are and 

understand ourselves to be

▪ Consciously or unconsciously, team 

members choose an appropriate identity—

along with a set of associated behaviors—

when they engage with a new team.

▪ The identities that team members select 

can determine the attitudes, behaviors, and 

roles they will play on the team.

▪ Until team members choose their identities, 

a significant portion of their time, energy, 

and focus will be dedicated to making the 

choice and letting it be known. 
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Common questions we ask ourselves upon 

entering a new team …

▪ What is expected of me on this team?

▪ Which part of me will work best on this team?

▪ Who and what am I to be in this team?

▪ What is the best way to show up on this team?

▪ Will they like and accept who I am?

▪ Can I be me (authentic) on this team?

Identity – Questions and Attributes

✓ Name

✓ Age

✓ Nationality

✓ Origins / History

✓ Race / Ethnicity

✓ Gender 

✓ Sexual Orientation

✓ Marital Status

✓ Social Class

✓ Veteran Status

✓ Political Affiliation

✓ Religious Affiliation

✓ Health Status

✓ Disability Status

✓ Organizational Title

✓ Education

✓ Experience

✓ Achievements

✓ Awards / Certifications

✓ Hobbies / Interests

✓ Strengths

✓ Knowledge

✓ Skills / Abilities

✓ Weaknesses

✓ Flaws

✓ Failures

✓ Personality

✓ Character

✓ Values / Beliefs

✓ Favorites …

Common attributes of Identity:Common Attributes of Identity
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Tools to Address Identity 

1. Identity Profiles

2. Lifelines

3. Images of Purpose

4. Three Pictures

5. Five Faces

6. Song Selection
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Team Member Profiles: Guidelines

In a dedicated work session:

▪ Choose a profile template to use with your team. (Feel free to adapt to your context 

and culture.) 

▪ Complete the profiles either verbally or in writing.

Going forward:

▪ Take steps to ensure profile attributes are remembered and used to help understand 

members’ personalities, attitudes, and behaviors.

▪ Refer to specific attributes of each person in a constructive manner, and encourage 

each person to share these attributes as appropriate. 

▪ Clarify how key attributes of each person’s profile align with the team’s common 

purpose, goals, and scope of work.

▪ Ensure that each person’s attributes are leveraged to help the team achieve its 

common purpose and goals.
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FORMAL

TITLE

WORK STYLE

NAME TEAM ROLE(S)

NICKNAME AGE

STRENGTHS ALLOWABLE WEAKNESSES

FORMAL NATIONALITY(IES)

NATIONALITY(IES) OF ORIGIN

FAVORITE

DESTINATION

FAVORITE

ARTIST

FAVORITE

FOODLANGUAGES

HOBBIES

EDUCATION

PERSONAL

YEARS

EXPERIENCE

FAVORITE

QUOTE

IDENTITY Profile

Insert
Team Member

Photo

Tool #1: Identity Profile 



- 120 - © 2019 Corentus, Inc.

Identity Profile Variation – Team Trading Cards

Sandra Perkins
Materials Manager

Stats
Time with Company: 12 years
Degree: BS in Supply Chain Management from OSU

What she adds to the team:
• Organization
• Data-driven decision making
• Great listener; makes sure everyone is heard

What she needs to be successful:
• A well thought out agenda and timing
• Data to support your position
• Time to review an idea before discussing it

Other Interests:
• Volleyball
• Curling
• Volunteering at the Food Pantry
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Instructions Part 1

▪ Think back through your life and identify four to five pivotal moments that contributed 

to who you are today—in terms of your values, character, competencies, and 

behaviors. These moments can be:

✓ Positive or negative

✓ Personal or professional

✓ Specific events that you witnessed, experiences you lived through, decisions 

that were made by or for you, teachings you received, etc.

▪ Make sure you can explain how these moments affected you and how they made a 

contribution to who you are today.

▪ Come to the meeting ready to share these moments with the team.

Tool #2: Lifelines
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Intensity

25

50

75

100

Years

5 10 15 20 25 30 35 40 45 50 55 60

Tool #2: Lifelines

Instructions Part 2

▪ Transcribe each moment onto a large 

note card, and place each note card 

onto a pre-drawn timeline.

✓ If the moment occurred over a 

period of time, provide the range of 

both the dates and your age.

✓ For each moment, estimate the level of intensity, from 0 to 100.

▪ You will have 30 minutes to explain the moments to the team and make clear links 

between the moments and who you are.

▪ As this is a public sharing exercise, please do not feel any pressure to share 

moments that you deem too personal or inappropriate. Do what feels comfortable to 

you, but please feel free to take a few risks.



- 123 - © 2019 Corentus, Inc.

Tool #3: Images of Purpose

Preparation

▪ Each team member is asked ahead of time to find an image (picture, symbol, or any 

other image) that represents his or her purpose and who they are. (Optional: Team 

members are asked to first watch Simon Sinek's TED Talk “Start With Why”).

▪ Team members send their chosen images to a point of contact, who prints them out 

and brings them to the meeting or retreat where they’ll be viewed. 

In-Person Session

▪ Each person describes, in 3 to 4 minutes:

✓ Their image and how it represents their purpose and who they are

✓ Their purpose for being at this organization and on this team

✓ What they bring to the team in addition to their functional skills

✓ What they need from the team to be most successful

▪ All the images get taped around the room for the time the team is together.

https://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action
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Tool #4: Three Pictures

Preparation

▪ Each team member is asked ahead of time to find three pictures that they will share 

with the team during a facilitated exercise. The following instructions to be sent by 

the leader provide the context:

During ___________ we are going to engage in a personal discovery exercise that will give each one of us as 

team members an opportunity to share meaningful aspects of our lives. To achieve this, I am asking each one 

of you to find three pictures that represent areas of your life that really matter to you. The pictures should be 

your favorite pictures of these areas of your life.

Once you have found these three pictures, please send them to _______________ of _______________ at 

_______________. He/She will be compiling them into a PowerPoint presentation that he/she will be using 

for the exercise. The design of the exercise is simple: One by one, we will each have 5–7 minutes in total 

to describe the three pictures to each other and to explain why they are so meaningful to us. The pictures

will be shown on screen.

In-Person Session

▪ Each person describes, in 5 to 7 minutes, what the picture represents and why its 

content is meaningful.
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Tools #5 and #6

Five Faces 

▪ Think back through your life and identify five pivotal 

moments that contributed to who you are today.

▪ For each moment, show a photograph of yourself 

at that point in time. 

▪ Take 7–10 minutes to share these photographs, including the reasons why each 

point in your life was important.

Song Selection

▪ Each team member, select one of your favorite songs; the songs will be interspersed 

throughout a meeting. 

▪ Prior to the song, share where the song comes from, when it became one of your 

favorites, and what it means to you.
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Integration – The Basic Need

To feel a sense 

of belonging to the team

and making a valuable, 

valued contribution

▪ Integration is the acceptance of team 

members into the team and is related to 

the concept of belonging, which is a basic 

human need.

▪ Integration is related to how much value 

and contribution team members can add 

and how much of an insider or outsider 

they are to the team.

▪ Team members will seek to establish roles 

and responsibilities that align with their 

preferences and strengths and allow them 

to make valuable contributions to the team.
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Common questions we ask ourselves upon 

entering a new team …

Belonging

▪ Will I feel as though I belong?

▪ Will I feel like an insider or an outsider?

Contribution

▪ Will I be able to make a valuable, and valued, 

contribution to this team?

▪ Will I have roles and responsibilities that are 

right for me?

▪ Will my work style and boundaries fit with the 

way this team works?

Integration – Questions and Impact

The Impact of Belonging and Connecting

▪ Belonging appears to be a fundamental, 

shared human need

▪ Regular, close social connections have a 

significant impact on:

✓ State of Mind: Having a friend you see 

on most days boosts happiness as much 

as earning $100,000 more each year.

✓ Health: Social connections improve 

critical measures of physiological health, 

tied to longevity—including inflammation, 

hypertension, and obesity.

✓ Business Results: Having a best friend 

at work is a defining feature of the most 

productive workgroups.

Baumeister, R. F., & Leary, M. R. (1995). “The need to belong: Desire for interpersonal attachments as a 

fundamental human motivation.”  Smith, E. E. (2013). “Social Connection Makes a Better Brain.” Amortequi, J. 

(2015). “Why your boss should care about how many  friends you have at work.” Yang, Y.C. et al. (2016). 

“Social relationships and physiological determinants of longevity across the human life span.” Gallup (1999). 

“Item 10: I have a best friend at work.” Friedman, R. (2014). The Best Place to Work.
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Tools to Address Integration

1. Integration Profiles

2. Work Styles Profile

3. Contribution Exercise
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Tool #1: Integration Profiles

Team Member Forming Questions

1.  What do I believe is expected of me as a member of the 
team?

▪ ABC

2.  What will I need from my team members to feel like I am 
a true member of the team?

▪ ABC

Name:

4.  What is the value I am able to add / contribution I am 
able to make to the team?

▪ ABC

3.  What are the strengths and assets I am able to bring to 
the team?

▪ ABC

Team Member Forming Questions Name:

5.  What aspects of who I am as a person do team members 
need to know so that I may fully “be me”?

▪ ABC

6.  What aspects of my working style and which boundaries 
are important for team members to know and honor?

▪ ABC

Team Member Forming Questions Name:

8. What is my greatest accomplishment in life to date?

Team Member Forming Questions Name:

9. If I could have one wish, what would it be?

7.  Here are my “favorites” for each one of the following 
subjects – if there is no answer I don’t have a favorite: 

Favorite Band/Performer and Album/Song:

Favorite Movie:

Favorite Book:

Favorite Color:

Favorite Cuisine:

Favorite Animal:

Favorite Vacation Spot:
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Learning & Information Processing

How do I prefer to learn and take in new information?

How do I prefer to work through my thoughts and 

feelings?

What factors make it more challenging for me to take in 

new information? 

Communication Style

What are my preferences around communication 

vehicles (e.g., text, email, phone, in person)?

How would I characterize my communication style 

(e.g., concise vs. wordy, formal vs. informal, direct vs. 

indirect)?

How quickly do I tend to respond to communications? 

How quickly do I expect others to respond?

Tool: The Integration ProfileTool #2: Work Styles Profile

Work Schedule Boundaries

During what hours am I regularly available during the 

week?

What are my boundaries around weekend and evening 

work?

What other life commitments affect my availability for 

work? 

Ways of Working

How would I describe my work style?

How do I typically respond to deadlines and time 

constraints?

What are my tendencies in delegating or dividing up 

work with others? 
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Setup

Each individual receives a set of notecards: 5 cards for every other member of the team. 

For instance, in a team of 6, every member receives 25 (5 x 5) cards.

Step 1

▪ Take a few moments to reflect upon the specific contributions of each member of your team—

in terms of skills, knowledge, experience, practices, tools, attitude, etc. 

▪ Write those down on your notecards, with one contribution per card. Write the person’s name at bottom.

▪ Hand each team member the 5 notecards you filled out for them. 

Step 2

▪ Take time to read through the cards you received from your fellow team members. Really take in all the feedback on 

how you’re contributing to the team.

▪ Identify cards with similar ideas and consolidate them in piles (some may have lots of piles, some just a few).

Step 3

▪ Share the themes of each consolidated pile with the rest of your team. Also share how it feels to get this feedback. 

▪ Tell the team how accurate you believe the cards are. Do you feel that they reflect your actual contributions to the team? 

If others’ perceptions are not aligned with your own, tell them what else you believe you contribute.

Tool #3: Team Member Contributions 
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