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INTRODUCTION
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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.
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What Is Teaming?
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Corentus Team Frameworks
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TEAM LIFE CYCLE
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Team Life Cycle: Overview

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 below 
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.
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Individual Psychology

➢ Consistent personality traits

➢ Internally driven experience and action

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

Leader Influence

➢ Responsible for team performance

➢ Stable formula for success

Causes and Meaning of Conflict

➢ Driven by one or more problem members

➢ Inherently problematic

Significant potential 
for misunderstanding

and resistance… 
and also great learning 

and change.
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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

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)
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▪ 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)

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

STAGE 4: PERFORM & SUSTAIN
Team Maturity

STAGE 3: NORM & SOLIDIFY
Team Young Adulthood

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)
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▪ 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

▪ Excitement, trepidation, or grief

▪ Focus on future and/or past

▪ Anticipation and concern about change

▪ 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

Individual 

Psychology

Leader

Influence

Causes of 

Conflict

Tuckman (1965); Tuckman & Jensen (1977); Wheelan (2004)

STAGE 5: DORM & DRIFT
Team Senescence

STAGE 6: TRANSFORM & REFOCUS
Team Rebirth or Death
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Team Life Cycle: Developmental Tasks & Goals

1 2 3 4 5 6

Form & Connect Storm & Clarify Norm & Solidify Perform & Sustain Dorm & Drift Transform & Refocus 

• Foster safety and 
inclusion

• Encourage 
participation 
and open 
communication

• Get to know one 
another

• Define rules of 
engagement 

• Begin to unite 
around a common 
purpose 

• Establish initial 
shared goals and 
roles

• Focus on tasks, 
not personalities

• Allow differing 
views to surface

• Revisit common 
purpose if 
necessary

• Clarify goals and 
roles

• Develop methods 
of collaboration

• Establish mutual 
accountability

• Codify team methods, 

processes, and tools

• Focus on managing 
resources (time, 
energy, money) 

• Develop skills and 
methods in all areas of 
collaboration

• Modify roles as 
needed 

• Deepen mutual 
accountability

• Agree on behavioral 
norms and call out 
deviations from them 

• Support members’ 
work/life balance 
and overall well-
being 

• Continue to 
encourage task-
related conflict 

• Reward individuals 
and team through 
performance 
management

• Track and actively 
develop individual 
competencies

• Maintain mutual 
accountability

• Focus on talent 
development 

• Seek out new, 
energizing projects

• Build relationships 
and partnerships 
outside the team 

• Define a new 
common purpose 
and set of shared 
goals

• Switch roles and/or 
change membership 
within the team

• Re-engage mutual 
accountability

• Review, document, and 
memorialize the team’s 
history, processes, 
procedures, 
and tools

• Appropriately 
celebrate, complete, 
and close the past

• Come to terms with 
emotions evoked by 
the transition 

• If the team will be 
continuing on in a 
new form, prepare to 
re-engage in Stage 1 
work
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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

In Corporations

• Higher customer service 
ratings

• Less time to complete work
• More revenue generated

Payoffs for Higher-Stage Team
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OPERATING MODES
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Team Operating Modes
Groups of people can work together in various different ways:

Leader-Directed Working Group

GROUP WORK

TEAM WORK

Leader/Member Self-DirectedRotating/Shared

Leader

Member

Member
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The 5 Operating Modes

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. 

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.

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. 

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.

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.

GROUP MODES

TEAM MODES
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Group Modes

Leader-Directed Working Group

● Leader has complete authority.

● Members focus on separate 
agendas.

● Members have minimal interactions 
outside group meetings.

● Leader is primary authority.

● Members work in a common 
direction.

● Members have some interaction to 
align and coordinate efforts, but 
primarily interact with the leader.
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Team Modes

● Leader acts as first 
among equals.

● Leader and members 
collaborate as a full team 
and in subgroups.

Leader/Member Self-DirectedRotating/Shared

● All leadership functions 
are either shared or 
rotated.

● This design is typically 
used in transitions or for 
short-term teams. 

● No official leader exists. 

● All members are 
empowered and 
accountable and work 
collaboratively.

● Typically a facilitator works 
with the team.



20 © 2022 Corentus, Inc. 

Operating Modes: Team Work vs. Group Work
Of the five operating modes, the three most common are:

Group Work Team Work

Working GroupLeader-Directed Leader/Member
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Effective Teams Are Dynamic

Leader-Directed Working Group Leader/Member

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. 
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Team Leadership Styles: Details

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

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
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Team Leadership Styles and Operating Modes
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 the team.

Leader-Directed

Working Group

Leader/Member
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TEAM WHEEL: 
Common Purpose
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The Corentus 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. 

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 performance goals.

COMMON

PURPOSE

& GOALS
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COMMON

PURPOSE

& GOALS

The Corentus Team Wheel™

Key Dimensions of Team Effectiveness

● Common Purpose

● Shared Goals

● Scope

● Ownership & Engagement

● Agreements & Commitments

● Feedback & Improvement

● Execution & Delivery

● Team Membership

● Team Leadership

● Roles & Responsibilities

● Authority & Decision Rights

● Competencies

● Meeting Effectiveness

● Planning & Organizing

● Problem Solving

● Decision Making

● Communication

● Conflict Management

● State of Mind & Energy 

● Inclusion & Integration 

● Trust & Safety

● Development & Growth
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The Corentus Team Wheel™

COMMON

PURPOSE

& GOALS

● Common Purpose

● Shared Goals
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Purpose and Mindset

“A person sees two men carrying stones. 

She asks the first one what he is doing 
and he says with a sigh: 

I am moving stones.

She asks the other one the same question, 
and he replies: 

I am building a cathedral.”

This version of the parable comes from Sundland, A-L & Sundland, P. (2014). 
Taking Up Your Role.
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Purpose and 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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The Team Common Purpose Statement

● Provides a clear, concise articulation of why the team members need to 
collaborate.

● Must be explored, clearly defined, and fully committed to by all team members, 
as it is the driving force that keeps team members inspired and motivated.

● Can evolve or change from time to time.

● Answers one critical question: 

WHY should we come together as a team?
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ORGANIZATION-FOCUSED PURPOSE

What do we strive to accomplish
for the organization?

TEAM-FOCUSED PURPOSE

What do we strive to accomplish 
for ourselves as a team?

Senior 
Executive 

Team

Achieve specific financial targets, 
customer retention levels, and employee 
satisfaction scores 

Be a role model for collaboration and high 
performance within the organization

HR 
Management 

Team 

Create an empowered and highly 
talented work force

Fully embody and collectively live the 
organization’s values

IT Project 
Team

Successfully implement an organization-
wide computer hardware upgrade

Always be first to fully adopt and become 
proficient with all IT upgrades

Common Purpose: Organization vs. Team Focus
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ORGANIZATION-FOCUSED 
PURPOSE

To help our Agency and the 
U.S. Government objectively 

and rapidly connect and adapt 
to effectively serve the public in 
a dynamic global environment.

Senior Leadership Team
U.S. Government Agency

ORGANIZATION-FOCUSED 
PURPOSE

The ELT leads our Organization 
and represents all its major 
functions. Together with key 
stakeholders, the ELT defines 
the Organization’s vision and 

strategy and insures their 
realization within the 
parent partnership.

Executive Leadership Team
U.S. Nonprofit 

Healthcare Organization

ORGANIZATION-FOCUSED 
PURPOSE

Placing the regional programs 
at the table to contribute to the 
visionary and strategic thinking 

and decision-making of the 
broader organization.

Regional Leadership Team
Global NGO

Common Purpose Statement Examples

TEAM-FOCUSED PURPOSE

Occupy a space where we can 
influence the whole 

organization.
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TEAM-FOCUSED PURPOSE

Our purpose is to become the 
team that best exemplifies our 
Company’s values and ideals. 

To achieve this, we will 
endeavor to make a positive 
difference in the Company 
by providing financial and 
administrative leadership, 

and in our own lives by 
fulfilling our individual 

and team purposes.

Finance Leadership Team
U.S. Paper & Pulp Company

TEAM-FOCUSED PURPOSE

To be the best, brightest, and 
most proficient sales and 
customer response team 
that exists in the world 

of electronic component 
distribution, continuously 

emulated by our competitors, 
always respected within our 

organization, and forever 
indispensable to our customers.

Sales/Customer Response Team
U.S. Electronic Components 

Distribution Company

TEAM-FOCUSED 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 Statement Examples
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● Ideally generated during FORMING

● May ease the process of STORMING if 
not yet established

● Provides a critical foundation for 
NORMING

● Front and center as a driving force in 
PERFORMING

● Often helpful to revisit and revise in 
DORMING

Common Purpose & Team Life Cycle
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Common Purpose Checklist

Does your team purpose statement meet each of these criteria?

✓ CURRENT: An accurate reflection of the team’s purpose now—not what it used to be

✓ INCLUSIVE: Relevant to every member of the team

✓ COMPELLING: Inspiring and motivating to every member of the team

✓ EASILY COMMUNICABLE: Articulated in clear, concise language

✓ BOUNDARIED: Sufficiently specific to differentiate this team from other teams (within the 
organization and beyond it)

✓ ADAPTABLE: Sufficiently flexible to adapt to changing circumstances the team may face

✓ A WHY, NOT A WHAT: Not synonymous with any of the team’s work products, services, or goals

Adapted in part from Townsend, M. (2017), Power of Purpose: How Solid Purpose Generates Strategic Strength.” 
Retrieved from https://partneringresources.com/power-of-purpose/ on 11/6/17.



36 © 2022 Corentus, Inc. 

Case Study:

ORGANIZATION PURPOSE

Placing the regional programs 
at the table to contribute to the 
visionary and strategic thinking 

and decision-making of the organization.

Key output of first team coaching engagement offsite:

TEAM PURPOSE

Occupy a space 
where we can influence 
the whole organization.

Addition made during second offsite meeting:

The Power of Purpose

● Team leading one of several divisions of a 
major non-profit

● Position of risk within the organization—
had become marginalized as another 
division gained promise: division survival 
was in jeopardy

● Extremely low morale, discouragement
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TEAM WHEEL: 
Shared Goals
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Shared Goals

● Serve as the guiding force that keeps  team members engaged and focused

● Should be fully aligned with the team’s common purpose. 

● Answer one critical question:

WHAT will we produce and deliver as a team?



39 © 2022 Corentus, Inc. 

Four Benefits of Clarifying Goals

1. Define teamwork products—one of the 
defining features of a real team

2. Promote clarity on required resources

3. Make progress (or lack of it) visible, making it 
easier to measure and manage performance

4. Drive a sense of challenge and urgency

Adapted from Katzenbach, J.R., & Smith, D.K. (2003). The Wisdom of Teams.
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Additional Key Benefit: 
Reducing Stress

● One large study asked tech sector 
employees to identify their top source 
of stress: commute, long hours, 
unclear goals, difficult co-worker, 
or bad manager.

● Unclear goals was:

• The clear winner (43% of respondents)

• Identified as the top stressor more 
frequently than the other factors by 250 
to 350%

• The top stressor across every gender, 
department, and age group
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An Architecture for Performance

COMMON PURPOSE

Why should we come together 
as a team?

OBJECTIVE

Which domain shall
we focus on?

OBJECTIVE

Which domain shall
we focus on?

OBJECTIVE

Which domain shall
we focus on?

Goal

What shall we produce 
and deliver?

Goal

What shall we produce 
and deliver?
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1. MEASURE 2. TARGET 3. DUE DATE 4. OWNER

Goals
The Four Components
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Example: Shared Services Center Accounting Team

Objective #1: Customers

To instill in our customers 
confidence in the SSC’s 

ability to produce accurate 
and timely financial data.

Objective #2: Productivity

To work at a consistent 
rate throughout the 
month, process data 

immediately and allow our 
customers to see 

information in real time.

Objective #3: Quality

To consistently produce 
more error free results on 

an increasingly timely 
basis.

Common Purpose

To achieve and maintain efficient general accounting processes which consistently ensure accurate and 
timely financial information so that local and collective offices may comfortably rely on the SSC.

GOAL GOAL GOAL GOAL GOAL GOAL
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Example: Shared Services Center Accounting Team

Goal #1

Measure: Incoming Items Log

Target: Process 100% of all 
received items by close of 
business every day.

Due date: 6/30/2012 

Owner: Natasha

Objective #2: Productivity

To work at a consistent rate 
throughout the month, process 

data immediately and allow 
our customers to see 

information in real time.

Goal #2

Measure: Bank Reconciliations

Target: Complete 100% of bank 
reconciliations by the 25th of 
each month and process 100% 
of necessary adjustments prior 
to entering close cycle. 

Due date: 8/31/2012

Owner: Robert
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Example: Shared Services Center Accounting Team

Goal #1

Measure: Internal customer 
survey

Target: Achieve a total 
customer satisfaction score of 
93% and a total customer 
confidence score of 95%.

Due date: 1/31/2012 

Owner: Michael

Objective #1: Customers

To instill in our customers 
confidence in the SSC’s ability 

to produce accurate and timely 
financial data.

Goal #2

Measure/Target: Develop an 
Action Register by which we 
may communicate to the local 
offices the status of 
information we need and have 
received in order to complete 
month-end close processes.

Due date: 8/31/2012

Owner: Sylvia
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Concrete Goals vs. Pseudo-Goals

Concrete, Measurable Goal

By end of fiscal year 2016:

● Increase grant applications to 50

● Increase number of grants to 8 
(spread across the 3 major grant types)

● Increase total grants to €700,000

General Direction/Objective

Over the next two years:

● Optimize the grant structures to meet 
the needs of basic research in our area

● Increase grant quantity, funding quality, 
and grant flexibility

Often teams define a general direction or objective but fail to set specific goals. 
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Concrete Goals vs. Pseudo-Goals

Concrete, Measurable Goal

By end of June 2017:

● Achieve a 90% use rate of the new 
performance management system

● Achieve an overall rating in the 75th 
percentile in the Finance portion of the 
Gallup survey (questions 1 through 12)

General Direction/Objective

For 2016:

● Complete the rollout of the new 
performance management system

● Maintain a high level of employee 
satisfaction in the Finance division

Often teams define a general direction or objective but fail to set specific goals. 
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Concrete Goals vs. Pseudo-Goals

Concrete, Measurable Goal

By end of Q1 2018:

● Reduce total HR costs to 1.5% of net 
sales

● Achieve 1st Quartile HR-to-staff ratios of 
1 HR professional per 135 employees

General Direction/Objective

By the end of this year:

● Produce a business case for a  
restructuring program that will achieve 
1st Quartile HR-to-staff ratios

Often teams define a general direction or objective but fail to set specific goals. 
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TEAM WHEEL: 
Psychological Safety
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The Corentus Team Wheel™

● Common Purpose

● Shared Goals

COMMON

PURPOSE

& GOALS

● Meeting Effectiveness

● Planning & Organizing

● Problem Solving

● Decision Making

● Communication

● Conflict Management

● State of Mind & Energy

● Inclusion & Integration 

● Trust & Safety
● Development & Growth
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A Definition

Psychological Safety

“The belief that one will not be 
punished or humiliated for speaking up 

with ideas, questions, concerns, or mistakes, 
and that the team is safe for

interpersonal risk-taking.”

- Amy Edmondson
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Psychological safety is the degree to which team 

members feel that their environment is supportive of 

asking for help, trying new ways of doing 

things, and learning from mistakes.

Psychological Safety in Teams

                       
                     

Adapted from https://www.ahrq.gov
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What Makes it Unsafe

Behaviors that undermine psychological safety:

• Discouraging other team members from speaking up or sharing their perspectives

• Belittling or discounting other team members’ ideas

• Ignoring or passing over what other team members say

• Speaking rudely to or being disrespectful of other team members

• Blaming or shaming other team members for making mistakes

Adapted from https://www.ahrq.gov
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The 3 Fundamentals of Psychological Safety

1. Frame work as a learning problem, not an execution problem. The outcome 
of work should not exclusively be the output; it must also be learning how 
to do it better next time.

2. Acknowledge your own fallibility. By admitting when you make a mistake or 
don’t know the answer, you allow (indeed, encourage) others to do the 
same.

3. Model curiosity and asking questions. Stay curious, ask other people what 
they think, and ask them to contribute. By asking questions and asking for 
help, you’re creating a space which is essential for psychological safety and 
and high performing teams.

Adapted from https://psychsafety.co.uk
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How to Promote Safety

Adapted from https://www.ahrq.gov

Behaviors that promote psychological safety:

• Encouraging team members to actively contribute to conversations

• Inviting all team members to provide input and share their ideas

• Promoting active listening and learning from each team member

• Acknowledging the limits of one’s own knowledge and capabilities

• Acknowledging failures and providing positive reinforcement for innovations 

when they don’t pan out
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Reflection Open Questions Builds

Three (not so) Common Ways Safety Gets Built
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• “Thank you for that idea.  Here’s what I 
heard you say.”

• “So, you are wondering how we will fit all 
of these steps into the timeline given the 
resources we have.”

• “OK, let me see if I understood you 
right…”

• “You are feeling frustrated by the speed 
of our progress.”

57

Reflection
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• “What brought you to this conclusion?”

• “What are your thoughts on the next 
step?”

• “Will you tell me more about your idea?”

• “How can we add that into the mix to get 
it addressed?

• “What if we tried that approach?”

Open Questions
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• “If we did that, it would really help us 
convince Joe to help us.”

• “I do see how that would…”

• “The part of that I like is…”

• “That would solve this elements of the 
problem for us…”

• “If we expand the scope, we could also…”

59

Builds
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STATE OF MIND
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The Corentus Team Wheel™

● Common Purpose

● Shared Goals

COMMON

PURPOSE

& GOALS

● Meeting Effectiveness

● Planning & Organizing

● Problem Solving

● Decision Making

● Communication

● Conflict Management

● State of Mind & Energy 
● Inclusion & Integration 

● Trust & Safety

● Development & Growth
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Our moment-to-moment experience 
of life as generated by our thinking 
and as expressed by our feelings.

State of Mind
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Neutral Line

State of Mind Chart

+3

+2

+1

-1

-2

-3

Above

the Line

Below

the Line

Caillet, Hirshberg, & Petti (2014, 2015, 2016)

Ecstatic  • Elated  • Euphoric  • Passionate

Excited  • Energized  • Joyful  • Engaged

Content  • Happy  • Rested  • Calm

Sad  • Tired  • Anxious  • Stressed

Frustrated  • Worried  • Distressed  • Angry

Hopeless  • Depressed  • Resigned  • Despairing



64 © 2022 Corentus, Inc. 

State of Mind Impact Chart

+3

+2

+1

-1

-2

-3

STATES OF MIND Impact of STATES OF MIND on DOMAIN

DOMAIN:
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State of Mind Impact Chart: Domains

● Leadership

● Collaboration

● Planning

● Organizing

● Decision Making

● Communication

● Giving or Receiving 
Feedback

● Managing Conflict

● Time

● Money

● Parenting

● Driving

● Friendship

● Family

● Marriage/
Partnership

● Self-care

● Learning

● Listening

● Curiosity

● Creativity

● Perspective

● Risk-taking

● Courage

● Confidence
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State of Mind Impact Chart: Example

DOMAIN: Decision Making

+3

+2

+1

-1

-2

-3

Passionate

Engaged

Content

Tired

Worried

Despair

High energy  Quick decision-making  Overambitious decisions 

Focused attention  Collaboration  Thoughtful decisions

Exploratory conversations  Patience  Balanced participation

Lack of engagement  Impatience  Snap decisions 

Hesitation and hedging  Reactivity  Heavy risk mitigation

Decision avoidance  Fear of failure  Abdication of power
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Variability Personal 
Lens

State of Mind: 3 Key Findings

Impact

Caillet, Hirshberg, & Petti (2014, 2015, 2016)

1 2 3
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● Our states of mind vary from moment to moment.

● There is no “right” place to be on the chart: all 
states of mind are legitimate.

● It is good to become aware of our states of mind 
and the frequency and range at which they vary.

Finding #1: Variability

Caillet, Hirshberg, & Petti (2014, 2015, 2016)
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● Our states of mind are the lens through which we 
view the world.

● We experience the same event differently when we 
are above versus below the line.

● Our ability to shift our states of mind can change 
our experience of life.

Finding #2: Personal Lens

Caillet, Hirshberg, & Petti (2014, 2015, 2016)
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● Our states of mind have an impact on those 
around us.

● This impact can become contagious as others 
adopt our current state of mind.

● This is especially true if we are in a position of 
power, influence, or authority.

Finding #3: Impact

Barsade (1998); Caillet, Hirshberg, & Petti (2014, 2015, 2016); Kelner, Rivers, & O’Connell (1996); Volmer (2012)
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Ecstatic  • Elated  • Euphoric  • Passionate

Excited  • Energized  • Joyful  • Engaged

Content  • Happy  • Rested  • Calm

Sad  • Tired  • Anxious  • Stressed

Frustrated  • Worried  • Distressed  • Angry

Hopeless  • Depressed  • Resigned  • Despairing

+3

+2

+1

-1

-2

-3

State of Mind During Times of Crisis

Extreme Variability 
Prolonged Time Below the Line

Instability 
Emotional Contagion
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Corentus State of Mind Research

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%

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.
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Research Findings

Roughly 50 to 75 percent of 
how employees perceive their 
organization’s climate can be 
traced to the actions of one 

person: The Leader.

Kelner, Rivers & O’Connell 

Team leaders influence team 
member moods, affective tone, team 

performance, and potency. 
Team affective tone mediates the 

relationship between team leaders’ 
mood and potency.

Volmer

The emotions of one team member 
can influence group behavior 

thereby impacting the team’s mood, 
levels of cooperation, levels of 

conflict, and nature of outcomes.

Barsade et al.

When leaders are in a positive mood, 
group members experience more 

positive emotions. 
This leads groups to exhibit more 
coordination than when leaders 

are in a negative mood.

Sy, Côté & Saavedra Haagera, Kuhbandnera, & Pekrun Goleman

Positive moods appear to enable 
more flexible thinking and problem 

solving. Positive  moods are 
associated with 50% greater 

likelihood of breaking out 
of a rigid mindset.

When the team leader is in a positive 
mood, the group picks that up and 

their performance is enhanced. 
If the leader is in negative mood, 

the group catches it and 
performance suffers. 
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State of Mind Impact: Additional Research

Volmer, J. (2012). Catching Leaders’ Mood: Contagion Effects in Teams. Elfenbein, H. (2007). Emotions in Organizations.

Overall: Above-the-line state of mind → Higher performance

● Creativity 

● Confidence 

● Likability 

● Performance ratings 

● Self-efficacy 

● Helping behavior 

● Efficient decision making 

● Successful negotiation

But at times, positive mood can be 
counterproductive if:

● Critical scrutiny is required on a task 

● Distractions impair concentration

● Complacency leads to inertia
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Bottom Line

● We are accountable for our states of 
mind.

● Our ability to become aware of and 
shift our states of mind is key to our 
experience of life and to the impact 
we have on our environment.

● This is especially true if we are in 
positions of power, influence, or 
authority.

Caillet, Hirshberg, & Petti (2014, 2015, 2016)
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Tools & Strategies
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Personal State of Mind Tracker

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 (E1 to E6). 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 – her 
weekly Leadership Team Meeting – 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.

E1 E2 E3 E4 E5 E6

Engaged

Content

Checked 
Out

Frustrated

Clear

Excited

Engaged

Calm

Happy

Stressed

+3

+2

+1

- 1

- 2

- 3 Personal Tracker
Monday, June 6, 2016
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Team State of Mind Check-in

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 in addition to an experience of care and 
support.

Additionally, by keeping track of each member’s state of mind following 
specific conversations or work sessions, these conversations and work 
sessions are visually assessed in terms of their emotional impact on the 
team. This visual assessment can be leveraged to explore what happened 
during the conversation or work session and what could the team do more 
of, change or stop.

+3

+2

+1

- 1

- 2

- 3

Time 1 Time 2 Time 3 Time 4
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The HEALTH QUAD

+3

+2

+1

- 1

- 2

- 3 Hopeless  Depressed   Resigned   Despair

Frustrated  Worried   Distressed   Angry

Sad  Tired   Anxious  Stressed

Content  Happy  Rested   Calm

Excited  Energized  Joyful  Engaged

Ecstatic   Elated  Euphoric   Passionate

Nutrition

Nature

Exercise

Health

Sleep
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The JOY QUAD

Connection

+3

+2

+1

- 1

- 2

- 3 Hopeless  Depressed   Resigned   Despair

Frustrated  Worried   Distressed   Angry

Sad  Tired   Anxious  Stressed

Content  Happy  Rested   Calm

Excited  Energized  Joyful  Engaged

Ecstatic   Elated  Euphoric   Passionate

Joy

PlayMusic

Time
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Notice ⧫ Shift ⧫ Share
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1

2

3

Core Shifting Strategy

NOTICE

SHIFT

3 SHARE

Caillet, Hirshberg & Petti (2014, 2015, 2016)
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Core Shifting Strategy

1 NOTICE

Prior to engaging 
with others,

NOTICE 
your State of 

Mind 

● What is my State of Mind in this 
moment?

● What might be the impact of my 
State of Mind on this engagement?

Key Questions:

Caillet, Hirshberg & Petti (2014, 2015, 2016)
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Core Shifting Strategy

2 SHIFT

If the impact of your 
State of Mind might 
not be helpful, then

SHIFT 
your State of Mind

Key Shifting Practice: The 4-Step Method

Caillet, Hirshberg & Petti (2014, 2015, 2016)

1

                  
                     

3

                 
                     

2

                       
                     

4
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Core Shifting Strategy

● SHIFT

● SHARE

3 SHARE

If you cannot shift 
and must still 
engage, then 

SHARE
your State of Mind

Key Steps:

1) Own your State of Mind

2) Share your State of Mind

3) Ask for understanding and support
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APPENDIX 1: The 4-Step Method
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The 4-Step Method

1

Resonant 
Breathing

                  
                     

Heart-
Focused 

Breathing

3

Reframe
Thinking

                 
                     

Thought 
Shifting
Inquiry

2

Positive
Feeling

                       
                     

Gratitude &
Appreciation 

Practice

4

Engage 
Action

                             
                     

Making 
New

Choices
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Steps 1 and 2

Breathing is both involuntary and voluntary. We don’t need to plan how and when 
to take each breath, but if we consciously change our breathing using a specific 
pattern, and we accompany this pattern with feelings of gratitude or appreciation, 
we can enter into a state called Coherence and shift our state of mind in the 
moment. Coherence is characterized by emotional stability, mental clarity, 
increased creativity, improved decision making, and greater focus and 
concentration.

This breathing pattern is achieved by breathing in and out deeply for a
total of 10 seconds. (You can use 5 seconds in and 5 seconds out as a 
mantra). When breathing in this manner, you will complete a total of 6 
breaths per minute which is critical. It is important to know 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 enables coherence.

Once you achieve this breathing pattern, you can focus your attention
on the area around you heart, and imagine you are metaphorically 
breathing in and out through your heart as if there was an open space
through which the air could flow. Finally, as you engage this heart-
focused breathing, you can activate a genuine feeling of gratitude or 
appreciation and breathe this feeling in and out through your heart.

McCraty, Atkinson & Tomasino (2001); Caillet, Hirshberg & Petti (2015, 2016), Nagarajan (2014), Isen (1999)
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Steps 1 and 2: Instructions

When you find yourself in a situation in 
which you are stressed, do the following:

1) Begin to breathe in a slow and deep 
manner until you achieve consistency.

2) Focus your attention on the area 
around your heart and breathe in and 
out through your heart, ensuring the 
total time for each breathing cycle = 
10 seconds. (You can use 5 seconds in 
and 5 seconds out as a mantra).

3) Repeat the cycle until you feel a shift 
in your physiology.

Instructions:1

                  
                     

With resonant breathing engaged:

1) Activate a positive feeling of gratitude 
or appreciation. (Focus on anything 
that feels good, e.g., a special person 
or place, 
a beloved pet, a favourite activity, 
etc.).

2) Actually feel it—experience the 
feeling.

3) Keep the feeling of gratitude or 
appreciation for as long as you can.

4) Maintain resonant breathing as you 
experience this feeling.

Instructions:2
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Steps 3 and 4

With coherence achieved, it is important to engage Steps 3 and 4. These two 

steps offer us an opportunity to explore and shift the original thinking that 
may have driven our state of mind below the line in the first place. These 
steps are based on the  Thinking Path model which stipulates that people's 
conscious and unconscious thought processes (Thinking) generate 
emotional/ physical states (Feelings) which in turn drive behaviors (Actions) 
that ultimately produce outcomes (Results).

The idea behind the model is that we can intentionally shift our Thinking 
from its current state to a desired state, thereby shifting our Feelings. This 
shift in Thinking and Feelings will produce a shift in our state of mind 
allowing us to choose different Actions and produce different Results.

This shift in Thinking can be achieved through a well-know cognitive-
behavioral change technique called Reframing. Reframing allows us to shift 
the thoughts we are holding, or the manner in which we are thinking. 

There are many protocols that can be used to engage in Reframing. The one 
we offer is based on the use of insightful questions. We believe that in a 
state of coherence, insightful questions lead to insightful answers—answers 
that can drive fresh Thinking that which will generate different Feelings, 
Actions and Results.

Berns (2010), Caillet (2013), Cramer (2006), Doidge (2007), Ledoux (2003)

The Thinking Path
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Insightful Questions to Reframe Thinking

● What is possible here?

● What is the opportunity in this 
situation?

● What really matters right now? 

● What is important right now?

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

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

● What does my heart say?

● What does my gut say?

● Who do I need to be right now?

● What do I need to learn right now?

● What do I need to do right now?

● What thoughts would serve me well 
right now?

● What do I know about myself?
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Steps 3 and 4: Instructions

Once you have reached coherence:

1) Shift into inquiry mode and engage 
your curiosity.

2) Use insightful questions to reframe 
your thinking and listen for thoughts 
that create a shift in your feelings.

3) Focus on these thoughts and repeat 
them to yourself.

4) Notice the shift in your feelings as you 
repeat these thoughts.

Instructions:3
Once you have reflected on possible 
actions:

1) Select an action and/or behavior 
aligned with these thoughts.

2) Take the action and/or exhibit the 
behavior.

3) Notice the impact this action and/or 
behavior produce(s) on your results.

4) Remember the thoughts you are 
holding.

5) Lock in the feeling you are 
experiencing.

Instructions:4
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The 4-Step Method

1

                  
                     

1. Begin to breathe in a slow and 
deep manner until you 
achieve consistency.

2. Focus your attention on the 
area around your heart and 
breathe in and out through 
your heart, ensuring the total 
time for each breathing cycle = 
10 seconds. 

3. Repeat the cycle until you feel 
a shift in your physiology.

3

                 
                     

2

                       
                     

4

                             
                     

1. Activate a positive feeling of 
gratitude or appreciation.

2. Actually feel it—experience 
the feeling.

3. Keep the feeling of gratitude 
or appreciation for as long as 
you can.

4. Maintain resonant breathing 
as you experience this feeling.

1. Shift into inquiry mode and 
engage your curiosity.

2. Use insightful questions to 
reframe your thinking and 
listen for thoughts that create 
a shift in your feelings.

3. Focus on these thoughts and 
repeat them to yourself.

4. Notice the shift in your 
feelings as you repeat these 
thoughts.

1. Select an action and/or 
behavior aligned with these 
thoughts.

2. Take the action and/or exhibit 
the behavior.

3. Notice the impact this action 
and/or behavior produce(s) on 
your results.

4. Remember the thoughts you 
are holding.

5. Lock in the feeling you are 
experiencing.

Childre & Rozman (2005), Berns (2010), Caillet (2013), Cramer (2006), Doidge (2007), Ledoux (2003), Isen (1999)
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