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CHAPTER 1 

Team and Team Building 

A team at work 

A team comprises a group of people or animals linked in a common purpose. Teams are 

especially appropriate for conducting tasks that are high in complexity and have many 

interdependent subtasks. 

A group in itself does not necessarily constitute a team. Teams normally have members with 

complementary skills and generate synergy through a coordinated effort which allows each 

member to maximize his/her strengths and minimize his/her weaknesses. Team members need to 

learn how to help one another, help other team members realize their true potential, and create an 

environment that allows everyone to go beyond their limitations. A team becomes more than just 

a collection of people when a strong sense of mutual commitment creates synergy, thus 

generating performance greater than the sum of the performance of its individual members. 

Thus teams of game players can form (and re-form) to practice their craft. Transport logistics 

executives can select teams of horses, dogs or oxen for the purpose of conveying goods. 

Theorists in business in the late 20th century popularized the concept of constructing teams. 

Differing opinions exist on the efficacy of this new management fad. Some see "team" as a four-

letter word: overused and under-useful. Others see it as a panacea that finally realizes the human 

relations movement's desire to integrate what that movement perceives as best for workers and as 

best for managers. Still others believe in the effectiveness of teams, but also see them as 

dangerous because of the potential for exploiting workers — in that team effectiveness can rely 

on peer pressure and peer surveillance. 

Compare the more structured/skilled concept of a crew, and the advantages of formal and 

informal partnerships. 
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Team size, composition, and formation 

Team size and team composition affect team processes and team outcomes. The optimal size 

(and composition) of teams is debated  and will vary depending on the task at hand. At least one 

study of problem-solving in groups showed an optimal size of groups at four members. Other 

works estimate the optimal size between 5-12 members. Belbin did extensive research on teams 

prior to 1990 in the UK that clearly demonstrated that the optimum team size is 8 roles plus a 

specialist as needed. Fewer than 5 members results in decreased perspectives and diminished 

creativity. Membership in excess of 12 results in increased conflict and greater potential of sub-

groups forming. 

David Cooperrider suggests that the larger the group, the better. This is because a larger group is 

able to address concerns of the whole system. So while a large team may be ineffective at 

performing a given task, Cooperider says that the relevance of that task should be considered, 

because determining whether the team is effective first requires identifying what needs to be 

accomplished. 

 

A team of oxen yoked together 

Regarding composition, all teams will have an element of homogeneity and heterogeneity. The 

more homogeneous the group, the more cohesive it will be. The more heterogeneous the group, 

the greater the differences in perspective and increased potential for creativity, but also the 

greater potential for conflict. 

Team members normally have different roles, like team leader and agents. Large teams can 

divide into sub-teams according to need. 

Many teams go through a life-cycle of stages, identified by Bruce Tuckman as: forming, 

storming, and norming, performing and adjourning. 

Types of teams 

Independent and interdependent teams 

A rugby union scrum of particular importance is the concept of different types of teams. A 

distinction is usually drawn between "independent" and "interdependent" teams. To continue the 

sports team example, a rugby team is clearly an interdependent team: 



no significant task can be accomplished without the help and cooperation of any of the members; 

within that team members typically specialize in different tasks (running the ball, goal kicking & 

scrum feeding), and the success of every individual is inextricably bound to the success of the 

whole team. No rugby player, no matter how talented, has ever won a game by playing alone. 

On the other hand, chess or bowling team is a classic example of an independent team: matches 

are played and won, or points are scored, by individuals or partners; every person performs 

basically the same actions; how one player performs has no direct effect on the performance of 

the next player. If all team members each perform the same basic tasks, such as students working 

problems in a maths class, or outside sales employees making phone calls, then it is likely that 

this team is an independent team. They may be able to help each other — perhaps by offering 

advice or practice time, by providing moral support, or by helping in the background during a 

busy time — but each individual's success is primarily due to each individual's own efforts. 

Chess players do not win their own matches merely because the rest of their teammates did, and 

maths students do not pass tests merely because their neighbours know how to solve the 

equations. 

Coaching an "interdependent" team like a football team necessarily requires a different approach 

from coaching an "independent" team because the costs and benefits to individual team members 

— and therefore the intrinsic incentives for positive team behaviors — are very different. An 

interdependent team benefits from getting to know the other team members socially, from 

developing trust in each other, and from conquering artificial challenges (such as offered in 

outdoors ropes courses). 

 

Categories by subject 

A JASDF team looks on after the Type 91 Kai MANPAD fires a rocket at a mock airborne 

target. 

Although the concept of a team is relatively simple, many different types of teams have been 

identified by social scientists. In general, teams either act as information processors, or take on a 

more active role in the task and actually per form activities. The following are some common 

categories and subtypes of teams. 

Executive Team 



An executive team is a management team that draws up plans for activities and then directs these 

activities (Devine, 2002). An example of an executive team would be a construction team 

designing blueprints for a new building, and then guiding the construction of the building using 

these blueprints. 

Command team 

The goal of the command team is to combine instructions and coordinate action among 

management. In other words, command teams serve as the ―middle man‖ in task (Devine, 2002). 

For instance, messengers on a construction site, conveying instructions from the executive team 

to the builders would be an example of a command team. 

Project teams 

A team used only for a defined period of time and for a separate, concretely definable purpose, 

often becomes known as a project team. This category of teams includes negotiation, 

commission and design team subtypes. In general, these types of teams are multi-talented and 

composed of individuals with expertise in many different areas. Members of these teams might 

belong to different groups, but receive assignment to activities for the same project, thereby 

allowing outsiders to view them as a single unit. In this way, setting up a team allegedly 

facilitates the creation, tracking and assignment of a group of people based on the project in 

hand. The use of the "team" label in this instance often has no relationship to whether the 

employees are working as a team. 

Advisory teams 

Advisory teams make suggestions about a final product (Devine, 2002). For instance, a quality 

control group on an assembly line would be an example of an advisory team: they would 

examine the products produced and make suggestions about how to improve the quality of the 

items being made. 

Work teams 

Work teams are responsible for the actual act of creating tangible products and services (Devine, 

2002). The actual workers on an assembly line would be an example of a production team, 

whereas waiters and waitresses at a diner would be an example of a service team. 

Action teams 

Action teams are highly specialized and coordinated teams whose actions are intensely focused 

on producing a product or service (Devine, 2002). An NFL football team would be an example 



of an action team. Other examples are the military, paramedics, and transportation (Eg. Flight 

crew on an airplane). 

Sports teams 

A sports team is a group of people which play team sports together. Members include all players 

(even those who are waiting their turn to play) as well as support members such as a team 

manager or coach. 

Virtual teams 

Developments in communications technologies have seen the emergence of the virtual work 

team. A virtual team is a group of people who work interdependently and with shared purpose 

across space, time, and organisation boundaries using technology to communicate and 

collaborate. Virtual team members can be located across a country or across the world, rarely 

meet face-to-face, and include members from different cultures. Ale Ebrahim, N., Ahmed, S. & 

Taha, Z. in their recent (2009) literature review paper, added two key issues to definition of a 

virtual team ―as small temporary groups of geographically, organizationally and/ or time 

dispersed knowledge workers who coordinate their work predominantly with electronic 

information and communication technologies in order to accomplish one or more organization 

tasks‖. Many virtual teams are cross-functional and emphasis solving customer problems or 

generating new work processes. The United States Labour Department reported that in 2001, 19 

million people worked from home online or from another location, and that by the end of 2002, 

over 100 million people world-wide would be working outside traditional offices. 

Interdisciplinary and multidisciplinary teams 

Teams, such as in medical fields, may be interdisciplinary or multidisciplinary. Multidisciplinary 

teams involve several professionals who independently treat various issues a patient may have, 

focusing on the issues in which they specialise. The problems that are being treated may or may 

not relate to other issues being addressed by individual team members. Interdisciplinary team 

approach involves all members of the team working together towards the same goal. In an 

interdisciplinary team approach, there can often be role blending by members of the core team, 

who may take on tasks usually filled by other team members. 

Not all groups are teams 

 



Some people also use the word "team" when they mean "employees." A "sales team" is a 

common example of this loose or perhaps euphemistic usage, though inter dependencies exist in 

organisations, and a sales team can be let down by poor performance on other parts of the 

organisation upon which sales depend, like delivery, after-sales service, etc. However "sales 

staff" is a more precise description of the typical arrangement. 

Groups develop into teams in four stages. The four stages are: dependency and inclusion, counter 

dependency and fighting, trust and structure, and work. In the first stage, group development is 

characterized by members' dependency on the designated leader (Identical to 'Forming' in 

Tuckman's model). In the second stage, the group seeks to free itself from its dependence on the 

leader and groups have conflicts about goals and procedures (Identical to 'Storming' in 

Tuckman's model). In the third stage, the group manages to work through the conflicts (Identical 

to 'Norming' in Tuckman's model). 

 

Team building is a philosophy of job design in which employees are viewed as members of 

interdependent teams instead of as individual workers. Team building (which is correctly spelled 

with two words) refers to a wide range of activities, presented to businesses, schools, sports 

teams, religious or nonprofit organizations designed for improving team performance. Team 

building is pursued via a variety of practices, and can range from simple bonding exercises to 

complex simulations and multi-day team building retreats designed to develop a team (including 

group assessment and group-dynamic games), usually falling somewhere in between. It generally 

sits within the theory and practice of organizational development, but can also be applied to 

sports teams, school groups, and other contexts. Team building is not to be confused with "team 

recreation" that consists of activities for teams that are strictly recreational. Team building can 

also be seen in day-to-day operations of an organization and team dynamic can be improved 

through successful leadership. Team building is said to have benefits of self-development, 

positive communication, leadership skills and the ability to work closely together as a team to 

solve problems. 

Work environments tend to focus on individuals and personal goals, with reward & recognition 

singling out the achievements of individual employees. Team building can also refer to the 

process of selecting or creating a team from scratch. 
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Team dynamic 

When assembling a team it is very important to consider the overall dynamic of the team. 

According to Frank LaFasto, when building a team, five dynamics are fundamental to team 

success: 

The team member: Successful teams are made up of a collection of effective individuals. These 

are people who are experienced, have problem solving ability, are open to addressing the 

problem, and are action oriented. 

Team relationships: For a team to be successful the members of the team must be able to give 

and receive feedback. 

Team problem solving: An effective team depends on how focused and clear the goal of the team 

is. A relaxed, comfortable and accepting environment and finally, open and honest 

communication are required. 

Team leadership: Effective team leadership depends on leadership competencies. A competent 

leader is: focused on the goal, ensures a collaborative climate, builds confidence of team 

members, sets priorities, demonstrates sufficient ―know-how‖ and manages performance through 

feedback. 

Organizational environment: The climate and culture of the organization must be conducive to 

team behavior. Competitiveness should be discouraged and uniformity should be encouraged - 

this will eliminate conflict and discord among team members. 

 

Goals 

The overall goals of team building are to increase the teams understanding of team dynamics and 

improve how the team works together. Unlike working as a group, working as a team 

incorporates group accountability rather than individual accountability and results in a collective 



work product. Team building encourages the team approach to working on a project. Advantages 

to this approach include: 

Increased flexibility in skills and abilities 

More productive than work groups with individual mindset 

More beneficial in times of organizational change 

Encourage both individual and team development and improvement 

Focuses on group goals to accomplish more beneficial tasks 

Improved range of team building objectives such as collaboration, communication and increased 

creative or flexible thinking. 

 

Leadership roles 

Successful team leaders frequently contain six of the same leadership abilities: 

A team leader is usually goal-oriented to keep the team on track. 

They must promote a safe environment where members can openly discuss issues. 

A leader must build confidence amongst members by building and maintaining trust and offering 

the members responsibilities. 

A leader should be technically competent in matters relating to team tasks and goals. 

It is important for a team leader to set a manageable list of priorities for the team to keep 

members focused. 

Finally, leaders should offer clear performance expectations by recognizing and rewarding 

excellent performance, and provide feedback to others. 

Carl Larson and Frank LaFasto conducted a three year study of over 75 diverse teams. By 

interviewing key members of each team, Larson & LaFasto identified eight effective strategies a 

leader should employ to enhance team building: 

Establish clear and inspiring team goals 

Maintain a results-oriented team structure 

Assemble competent team members 

Strive for unified commitment 

Provide a collaborative climate 

Encourage standards of excellence 

Furnish external support and recognition 



Apply principled leadership 

 

Types of exercises 

Large team works together to build a human pyramid in attempt to scale an obelisk. 

Team building exercises consist of a variety of tasks designed to develop group members and 

their ability to work together effectively. There are many types of team building activities that 

range from games for kids to games and challenges that involve novel and complex tasks that are 

designed for improving group performance by addressing specific needs. 

Team building can range from simple social activities - to encourage team members to spend 

time together- to team development activities -designed to help individuals discover how they 

approach a problem, how the team works together, and discover better methods of 

communication. 

Team interaction involves "soft" interpersonal skills including communication, negotiation, 

leadership, and motivation - in contrast to technical skills directly involved with the job at hand. 

Depending on the type of team building, the novel tasks can encourage or specifically teach 

interpersonal team skills to increase team performance. 

Whether indoor or outdoor, the purpose of team building exercises is to assist teams in becoming 

cohesive units of individuals that can effectively work together to complete tasks. Some 

corporate team building companies theme their events around ideas from popular culture such as 

TV game shows to add a fun element to the event. 

Communication exercise: This type of team building exercise is exactly what it sounds like. 

Communications exercises are problem solving activities that are geared towards improving 

communication skills. The issues teams encounter in these exercises are solved by 

communicating effectively with each other. 

Goal: Create an activity which highlights the importance of good communication in team 

performance and/or potential problems with communication. 

 

"Peanut Butter Pit" challenge where kids had to get out-of-reach rope without using any tools, 

and than use the rope to swing across the "pit". Hemlock Overlook rope course. 

 



Game of "Swamp Crossing" where kids have to come up with a strategy that will allow a team to 

cross a "swamp" using portable islands (boards). Hemlock Overlook rope course. 

Problem-solving/decision-making exercise: Problem-solving/decision-making exercises focus 

specifically on groups working together to solve difficult problems or make complex decisions. 

These exercises are some of the most common as they appear to have the most direct link to what 

employers want their teams to be able to do. 

Goal: Give team a problem in which the solution is not easily apparent or requires the team to 

come up with a creative solution 

Planning/adaptability exercise: These exercises focus on aspects of planning and being adaptable 

to change. These are important things for teams to be able to do when they are assigned complex 

tasks or decisions. 

Goal: Show the importance of planning before implementing a solution 

Trust exercise: A trust exercise involves engaging team members in a way that will induce trust 

between them. They are sometimes difficult exercises to implement as there are varying degrees 

of trust between individuals and varying degrees of individual comfort trusting others in general. 

Goal: Create trust between team members 

 

Assessment and feedback 

In the organizational development context, a team may embark on a process of self-assessment 

to gauge its effectiveness and improve its performance. To assess itself, a team seeks feedback 

from group members to find out both its current strengths and weakness. 

To improve its current performance, feedback from the team assessment can be used to identify 

gaps between the desired state and the current state, and to design a gap-closure strategy. Team 

development can be the greater term containing this assessment and improvement actions, or as a 

component of organizational development. 

Another way is to allow for personality assessment amongst the team members, so that they will 

have a better understanding of their working style, as well as their team mates. 

A structured team building plan is a good tool to implement team bonding and thus, team 

awareness. These may be introduced by companies that specialize in executing team building 

sessions, or done internally by the human resource department. 

 



Risks 

The major risk of team building is that a team member may become cynical of the organization. 

This could happen as a result of the organization holding team building events outside of the 

normal context in which the organization usually functions under. For example, if an 

organization hosts team building events when individual goals and efforts are the norm with the 

organizational culture, the team building event will have no lasting impact. 

Some  suggest that team building events are followed with meaningful workplace practice. If the 

team members do not see an improvement within an organization as a result of team building 

events, members may view such events as a waste of time. This may lead to loss of trust in the 

organization, harm motivation, as well as decrease employee morale and production. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



CHAPTER 2 

Team building, Team Management and Team work 

 

Team building 

Lifting a log used as a team building exercise in US military. 

Team building is a philosophy of job design in which employees are viewed as members of 

interdependent teams instead of as individual workers. Team building (which is correctly spelled 

with two words) refers to a wide range of activities, presented to businesses, schools, sports 

teams, religious or nonprofit organizations designed for improving team performance. Team 

building is pursued via a variety of practices, and can range from simple bonding exercises to 

complex simulations and multi-day team building retreats designed to develop a team (including 

group assessment and group-dynamic games), usually falling somewhere in between. It generally 

sits within the theory and practice of organizational development, but can also be applied to 

sports teams, school groups, and other contexts. Team building is not to be confused with "team 

recreation" that consists of activities for teams that are strictly recreational. Team building can 

also be seen in day-to-day operations of an organization and team dynamic can be improved 

through successful leadership. Team building is said to have benefits of self-development, 

positive communication, leadership skills and the ability to work closely together as a team to 

solve problems. 

Work environments tend to focus on individuals and personal goals, with reward & recognition 

singling out the achievements of individual employees. Team building can also refer to the 

process of selecting or creating a team from scratch. 
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When assembling a team it is very important to consider the overall dynamic of the team. 

According to Frank LaFasto, when building a team, five dynamics are fundamental to team 

success: 

The team member: Successful teams are made up of a collection of effective individuals. These 

are people who are experienced, have problem solving ability, are open to addressing the 

problem, and are action oriented. 

Team relationships: For a team to be successful the members of the team must be able to give 

and receive feedback. 

Team problem solving: An effective team depends on how focused and clear the goal of the team 

is. A relaxed, comfortable and accepting environment and finally, open and honest 

communication are required. 

Team leadership: Effective team leadership depends on leadership competencies. A competent 

leader is: focused on the goal, ensures a collaborative climate, builds confidence of team 

members, sets priorities, demonstrates sufficient ―know-how‖ and manages performance through 

feedback. 

Organizational environment: The climate and culture of the organization must be conducive to 

team behavior. Competitiveness should be discouraged and uniformity should be encouraged - 

this will eliminate conflict and discord among team members. 

 

Goals 

The overall goals of team building are to increase the teams understanding of team dynamics and 

improve how the team works together. Unlike working as a group, working as a team 

incorporates group accountability rather than individual accountability and results in a collective 

work product. Team building encourages the team approach to working on a project. Advantages 

to this approach include: 

Increased flexibility in skills and abilities 

More productive than work groups with individual mindset 

More beneficial in times of organizational change 

Encourage both individual and team development and improvement 

Focuses on group goals to accomplish more beneficial tasks 



Improved range of team building objectives such as collaboration, communication and increased 

creative or flexible thinking. 

 

Leadership roles 

Successful team leaders frequently contain six of the same leadership abilities: 

A team leader is usually goal-oriented to keep the team on track. 

They must promote a safe environment where members can openly discuss issues. 

A leader must build confidence amongst members by building and maintaining trust and offering 

the members responsibilities. 

A leader should be technically competent in matters relating to team tasks and goals. 

It is important for a team leader to set a manageable list of priorities for the team to keep 

members focused. 

Finally, leaders should offer clear performance expectations by recognizing and rewarding 

excellent performance, and provide feedback to others. 

 

Carl Larson and Frank LaFasto conducted a three year study of over 75 diverse teams. By 

interviewing key members of each team, Larson & LaFasto identified eight effective strategies a 

leader should employ to enhance team building: 

Establish clear and inspiring team goals 

Maintain a results-oriented team structure 

Assemble competent team members 

Strive for unified commitment 

Provide a collaborative climate 

Encourage standards of excellence 

Furnish external support and recognition 

Apply principled leadership 

 

Types of exercises 

Large team works together to build a human pyramid in attempt to scale an obelisk. 

Team building exercises consist of a variety of tasks designed to develop group members and 

their ability to work together effectively. There are many types of team building activities that 



range from games for kids to games and challenges that involve novel and complex tasks that are 

designed for improving group performance by addressing specific needs. 

Team building can range from simple social activities - to encourage team members to spend 

time together- to team development activities -designed to help individuals discover how they 

approach a problem, how the team works together, and discover better methods of 

communication. 

Team interaction involves "soft" interpersonal skills including communication, negotiation, 

leadership, and motivation - in contrast to technical skills directly involved with the job at hand. 

Depending on the type of team building, the novel tasks can encourage or specifically teach 

interpersonal team skills to increase team performance. 

Whether indoor or outdoor, the purpose of team building exercises is to assist teams in becoming 

cohesive units of individuals that can effectively work together to complete tasks. Some 

corporate team building companies theme their events around ideas from popular culture such as 

TV game shows to add a fun element to the event 

Communication exercise: This type of team building exercise is exactly what it sounds like. 

Communications exercises are problem solving activities that are geared towards improving 

communication skills. The issues teams encounter in these exercises are solved by 

communicating effectively with each other. 

Goal: Create an activity which highlights the importance of good communication in team 

performance and/or potential problems with communication. 

 

 

Game of "Swamp Crossing" where kids have to come up with a strategy that will allow a team to 

cross a "swamp" using portable islands (boards). Hemlock Overlook rope course. 

Problem-solving/decision-making exercise: Problem-solving/decision-making exercises focus 

specifically on groups working together to solve difficult problems or make complex decisions. 

These exercises are some of the most common as they appear to have the most direct link to what 

employers want their teams to be able to do. 

Goal: Give team a problem in which the solution is not easily apparent or requires the team to 

come up with a creative solution 



Planning/adaptability exercise: These exercises focus on aspects of planning and being adaptable 

to change. These are important things for teams to be able to do when they are assigned complex 

tasks or decisions. 

Goal: Show the importance of planning before implementing a solution 

Trust exercise: A trust exercise involves engaging team members in a way that will induce trust 

between them. They are sometimes difficult exercises to implement as there are varying degrees 

of trust between individuals and varying degrees of individual comfort trusting others in general. 

Goal: Create trust between team members 

 

Assessment and feedback 

In the organizational development context, a team may embark on a process of self-assessment 

to gauge its effectiveness and improve its performance. To assess itself, a team seeks feedback 

from group members to find out both its current strengths and weakness. 

To improve its current performance, feedback from the team assessment can be used to identify 

gaps between the desired state and the current state, and to design a gap-closure strategy. Team 

development can be the greater term containing this assessment and improvement actions, or as a 

component of organizational development. 

Another way is to allow for personality assessment amongst the team members, so that they will 

have a better understanding of their working style, as well as their team mates. 

A structured team building plan is a good tool to implement team bonding and thus, team 

awareness. These may be introduced by companies that specialize in executing team building 

sessions, or done internally by the human resource department. 

Risks 

The major risk of team building is that a team member may become cynical of the organization. 

This could happen as a result of the organization holding team building events outside of the 

normal context in which the organization usually functions under. For example, if an 

organization hosts team building events when individual goals and efforts are the norm with the 

organizational culture, the team building event will have no lasting impact. 

Some suggest that team building events are followed with meaningful workplace practice. If the 

team members do not see an improvement within an organization as a result of team building 



events, members may view such events as a waste of time. This may lead to loss of trust in the 

organization, harm motivation, as well as decrease employee morale and production. 

 

Team management 

Team management refers to techniques, processes and tools for organizing and coordinating a 

group of individuals working towards a common goal—i.e. a team. 

Several well-known approaches to team management have come out of academic work. 

Examples include the Belbin Team Inventory by Meredith Belbin, a method to identify the 

different types of personalities within teams, and Ken Blanchard's description of "High 

Performing Teams". 

 

The 'Team Development Model', identified by Bruce Tuckman, offers a foundational definition 

of the stages teams go through during their lifecycle. Those stages are labeled Forming, 

Storming, Norming and Performing. 

 

While the activities of team management are not new, many of the tools used by team managers 

are. The more Organizational Development-oriented practitioners often use interview-based 

analysis and provide reportage and insights that team leaders and their management may use to 

adapt team practices for higher performance. Teams can also be developed through team 

building activities - which can also be used simply to build relationships where team members 

lack cohesion due to organizational structure or physical distance. Project managers may 

approach team management with a focus on structure, communications and standardized 

practices. 

 

With the growing need to integrate the efforts of teams composed of members from different 

companies and geographies, organizations are increasingly turning to a new class of Internet 

software for team management. These tools combine planning and collaboration with features 

that provides a structure for team relationships and behaviors. In addition, there are tools that 

facilitate the forming of highly productive teams through analysis of personality and skills 

profiles. 



Teamwork is "work done by several associates with each doing a part but all subordinating 

personal prominence to the efficiency of the whole" . 

 

In a business setting accounting techniques may be used to provide financial measures of the 

benefits of teamwork which are useful for justifying the concept. Teamwork is increasingly 

advocated by health care policy makers as a means of assuring quality and safety in the delivery 

of services; a committee of the Institute of Medicine recommended in 2000 that patient safety 

programs "establish interdisciplinary team training programs for providers that incorporate 

proven methods of team training, such as simulation." 

 

In health care, a systematic concept analysis in 2008 concluded teamwork to be "a dynamic 

process involving two or more healthcare professionals with complementary backgrounds and 

skills, sharing common health goals and exercising concerted physical and mental effort in 

assessing, planning, or evaluating patient care." Elsewhere teamwork is defined as "those 

behaviours that facilitate effective team member interaction," with "team" defined as "a group of 

two or more individuals who perform some work related task, interact with one another 

dynamically, have a shared past, have a foreseeable shared future, and share a common fate." 

Another definition for teamwork proposed in 2008 is "the interdependent components of 

performance required to effectively coordinate the performance of multiple individuals"; as such, 

teamwork is "nested within" the broader concept of team performance which also includes 

individual-level task work. A 2012 review of the academic literature found that the word 

"teamwork" has been used "as a catchall to refer to a number of behavioral processes and 

emergent states." 
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Teamwork processes 



Researchers have identified 10 teamwork processes that fall into three categories: 

 

Transition processes (between periods of action) 

Mission analysis 

Goal specification 

Strategy formulation 

Action processes (when the team attempts to accomplish its goals and objectives) 

Monitoring progress toward goals 

Systems monitoring 

Team monitoring and backup behavior 

Coordination 

Interpersonal processes (present in both action periods and transition periods) 

Conflict management 

Motivation and confidence building 

 

Affect management 

Researchers have confirmed that performing teamwork works better when you are with a close 

person. This is due to a chemical called serotonin( 5-Hydroxytryptamine (5-HT) which helps an 

individual to communicate better and think more positively which. Serotonin is produced when 

an individual is in a situation where he/she is in comfortable environment. Sometime it just 

doesn't work what does this mean? 

 

Training to improve teamwork 

 

As in a 2008 review, "team training promotes teamwork and enhances team performance." In 

specific, a 2008 meta-analysis of 45 published and unpublished studies concluded that team 

training is "useful for improving cognitive outcomes, affective outcomes, teamwork processes, 

and performance outcomes." 0h DiazGranados, Cameron Klein, C. Shawn Burke, Kevin C. 

Stagl, Gerald F. Goodwin, and Stanley M. Halpin. 

 

Benefits of Teamwork 



 

Problems solving: A single brain can‘t bounce different ideas off of each other. Each team 

member has a responsibility to contribute equally and offer their unique perspective on a 

problem to arrive at the best possible solution. Teamwork can lead to better decisions, products, 

or services. The quality of teamwork may be measured by analyzing the following six 

components of collaboration among team members: communication, coordination, balance of 

member contributions, mutual support, effort, and cohesion. In one study, teamwork quality as 

measured in this manner correlated with team performance in the areas of effectiveness (i.e., 

producing high quality work) and efficiency (i.e., meeting schedules and budgets). A 2008 meta-

analysis also found a relationship between teamwork and team effectiveness. 

Accomplish tasks faster: A single person taking on multiple tasks will not be able to perform at a 

same pace as a team can. When people work together they can complete tasks faster by dividing 

the work to people of different abilities and knowledge. 

Healthy competition: A healthy competition in groups can be used to motivate individuals and 

help the team excel. 

Developing relationships: A team that continues to work together will eventually develop an 

increased level of bonding. This can help people avoid unnecessary conflicts since they have 

become well acquainted with each other through team work. Team members‘ ratings of their 

satisfaction with a team are correlated with the level of teamwork processes present. 

Everyone has unique qualities: Every team member can offer their unique knowledge and ability 

to help improve other team members. Through teamwork the sharing of these qualities will allow 

team members to be more productive in the future. 

In healthcare: teamwork is associated with increased patient safety. 

 

Things to Avoid 

 

Teamwork may have an "unintended effect of fermenting hostility toward the managerial goal of 

making the teams fully self-managing." In one case study of a clothing manufacturer, a switch 

from production line work (with bonuses given for individual performance) to teamwork (in 

which an individual's earnings depended on team performance) caused workers to resent having 

to monitor each other. 



There is a potential of "social loafing" (i.e., an individual's doing less work in a team than what 

he/she would normally do working individually). In order to minimize social loafing, 

management can make individual performance more visible while in a team setting. This can be 

done by forming smaller teams, specializing specific tasks to certain individuals, and measuring 

individual performance. Social loafing can also be reduced by increasing employee motivation, 

by selecting employees who have previously shown them to be motivated and increasing job 

enrichment. In experiments conducted in the 1990s, an increase in group cohesiveness appeared 

to decrease social loafing. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



CHAPTER 3 

Teamwork: Success through people 

Introduction  

 It examines:  

• what is meant by the term 'team working'  

• why organisations move to team working  

• how to go about introducing team working  

• how to choose and develop teams  

• how to deal with problems associated with team working.  

 Effective organisations:  the people factor and Acas Occasional Paper 54 Teamwork: key issues 

and  developments. It is also influenced by Acas experience in the collaborative project 'Methods 

and Tools for Reinforcing and Developing Teamwork in  Manufacturing' (TIM). The project was 

established in September 1992, with assistance from the Manufacturing, Organisation, People 

and Systems (MOPS) Programme of the Department of Trade and Industry. It  involved a 

consortium consisting of The Tavistock Institute, The Advisory,  Conciliation and Arbitration 

Service (Acas), and six manufacturing  companies. The full findings of the project are available 

in a book  published by the Tavistock Institute.  

  

What is teamwork?  

Key Points: -  

• In a general sense people talk of teamwork when they want to  emphasise the virtues of co-

operation and the need to make use of  the various strengths of employees  

• This booklet concentrates on teamworking which involves  organising employees into teams 

based on a distinct product, part  of a process, or service – often cutting across existing 

functional  divides  

 Teams have been around for as long as anyone can remember and there can be few 

organisations that have not used the term in one sense or another. It is common to hear of 

management teams, production teams, service teams or even whole organisations being referred 

to as teams.  Employers stress the importance of employees working as a team and advertise for 

staff with the ability to work in such a way. In a general sense people talk of teamwork when 



they want to emphasize the virtues of co-operation and the need to make use of the various 

strengths of employees.  

 This concentrates on a more specific use of the term team working  involving a reorganization 

of the way work is carried out. This includes organizing employees into teams based on a distinct 

product, part of a process, or service - often cutting across existing functional divides. These 

teams are given a high degree of responsibility and expected to work with increased flexibility. 

Frequently the change to this type of team working is accompanied by wholesale changes to the 

management structure and the role of supervisors and managers.  

  

Companies which have reorganized their workforce into teams in this way claim substantial 

improvements in morale, job satisfaction, productivity and quality. These claims have resulted in 

interest from other organisations keen to share in the possible benefits. At the same time there is 

confusion over what exactly is meant by team working and concern on the part of managers, 

employees and their representatives over the possible drawbacks of embarking on what may be a 

radical change in work organisation.  

  

Most research into team working has been carried out in manufacturing and much of the advice 

in this booklet is placed in a manufacturing context. Teamworking, however, is capable of much 

wider application and the booklet will also be relevant to organisations in the service sector.  

Small firms, too, often naturally work in teams and will find the advice here can help to improve 

their effectiveness.  

  

Why move to team working?  

Key Points: -  

Teamwork can increase competitiveness by:  

• improving productivity  

• improving quality and encouraging innovation  

• taking advantage of the opportunities provided by technological advances  

• improving employee motivation and commitment  

  



To remain competitive organisations need to make optimum use of equipment and people if they 

are to thrive or even survive. Research carried out by Acas in conjunction with the Tavistock 

Institute suggests that teamwork is used by organisations for improvements in four key areas: 

productivity, quality, the use of new technology, and motivation. 

 

Improving productivity  

Team working can make more effective and efficient use of labour and can improve productivity 

by:  

• maximizing the different strengths and skills of team members so that a greater variety of tasks 

may be tackled  

• delegating the order and allocation of tasks to the group, thus avoiding day-to-day problems 

such as bottlenecks  

• devolving some managerial control to the work group or the team leader and so reduce the 

number of levels of management  

• encouraging employees to undertake a wider range of tasks  

• making team members more directly accountable to customers - whether external or internal.  

  

Team working will also present difficulties as traditional promotion paths and demarcation lines 

are threatened. These difficulties are sometimes compounded when the pressure to drive down 

costs to maintain competitiveness leads to the need for reductions in the workforce at the same 

time as team working is introduced. If the full benefits of team working are to be gained, its 

introduction must be carefully handled and this is dealt with in a later section.  

  

Improving quality and encouraging product innovation  

The establishment of quality and customer satisfaction at the top of the agenda of most 

companies has been the driving force behind many team working initiatives. The involvement of 

employees and their representatives, which is an essential element of team working, can make a 

major contribution to improved quality. The temptation to regard quality as a management only 

issue still continues in many organisations - and means that many opportunities to improve 

quality are lost.  

  



A survey (2) by the Institute of Personnel Management (IPM) found that about two-thirds of 

organisations in the United Kingdom well advanced in the introduction of Total Quality 

Management (TQM) programmes, had identified various kinds of teamwork as vital tools for its 

implementation.  

  

Increased autonomy together with training in diagnostic and problem solving techniques, such as 

statistical process control, allows teams to take more responsibility for quality. This can lead to 

reductions in waste, a move towards continuous improvement and product or process 

innovations. Where teams develop their own recommendations for improvements or solutions to 

problems, they are much more likely to implement them successfully. The increased knowledge 

of the process or service that goes hand in hand with successful team working will encourage 

teams to take a broader perspective. This can help teams to appreciate the wider implications of 

ideas they may have for changes or improvements.  

  

Technological advances  

Traditional mass production techniques required large numbers of identical products to be 

produced to achieve economies of scale. New technology enables production to be quickly 

tailored to customer requirements - often on an individual basis.  

  

Mass production techniques, where jobs are broken down into simple tasks, are not suitable for 

the new customer focused manufacturing nor the expectations of an educated workforce. 

Organisations need workers to be more flexible, to co-operate with other workers, supervisors 

and managers throughout the organisation, to operate sophisticated technology and to be more 

adaptable. In addition, the sheer complexity of operations in industry, commerce and the services 

place them beyond the expertise and control of any one individual. In these circumstances some 

form of teamwork becomes not just desirable but essential.  

  

Motivation  

Production line work has traditionally been characterised for many by monotony and boredom. 

Jobs were broken down into small repetitive tasks which required little skill and provided 



minimal job satisfaction. Consequently motivation levels tended to be low and there was a need 

for close supervision. Many production lines still operate in this way.  

  

Modern production and service industries require workers who, apart from being multi-skilled 

and well trained, are able to take many of their own decisions. To do this properly, it is better if 

workers are motivated by the desire to do a good job and be recognized for their contribution to a 

successful organisation. This has led to a new emphasis on redesigning jobs to provide greater 

job satisfaction and improved quality of working life.  

 The organisation of work into teams provides an opportunity to fulfill many of the principles of 

good job design identified by researchers (3). These include:  

• Variety of tasks - requiring the use of several skills  

• Autonomy - of the operator in deciding the order or pace of work  

• Identity - the task forms a whole job or larger part of the whole job • Responsibility - 

individuals accountable to each other for what is produced  

• Feedback - constant information on how the operator is performing  

• Social contact - constant opportunity for interaction with colleagues  

• Balanced workload - team members can help each other to even out peaks and troughs in their 

work  

• Minimal role ambiguity or conflict - the team has the opportunity to deal swiftly with any 

problem of 'who does what'. With the modern emphasis on quality, teams are required to ensure 

quality standards are given higher emphasis than simply reaching output quotas. It is important, 

however, that the team is not given an unrealistic idea of the extent of their authority (see under 

'Team development')  

• Achievement - with the finished product often in view and with their responsibilities for quality 

in mind, team members can be satisfied with a job well done  

• Development - the general increase in the required level of skills, and particularly interpersonal 

skills, provides good opportunities for learning and development.  

  

How do you go about introducing team working?  

 Key Points: -  

Teamwork can increase competitiveness by:  



• Study what is involved in team working by carrying out research and visiting organisations 

operating in teams  

• Be sure senior managers know how team working will contribute to the business strategy and 

are fully committed to team working  

• Adopt a participative style of management in partnership with employees and their 

representatives  

• Improving employee motivation and commitment  

• Respond to the fear among managers and the workforce caused by devolving decision-making 

and fewer levels of management  

• Plan teamwork as a continuous process where plans are regularly adjusted as changes are 

evaluated 

 • Give high priority to good communications and consultation when introducing and 

maintaining teamwork  

• Identify and meet training needs  

• Concentrate appraisals on employee development  

• Check whether the reward system is compatible with team working 

 

Preparing for change  

The first step is to make a study of what is involved and what the advantages and disadvantages 

might be. This might include reading some of the available literature on the subject. The next 

step is to attend some of the conferences on team working where you can hear first hand about 

the experience of other organisations and make contacts with other companies.  

  

A further step is to look at how teamwork operates in practice. Arrange to visit any other 

companies in your area who may have introduced forms of team working and are willing to share 

their experiences. Many organisations will be able to arrange visits through existing contacts or 

network groups.  

  

Senior management commitment  

The introduction of teams is a major change that will affect the whole organisation. Before 

embarking on such a change, senior managers must be satisfied that they know how it will 



contribute to their overall strategy. Most commonly, as discussed earlier, organisations introduce 

team working as part of a strategy to give them competitive advantage through reducing costs, 

improving quality or encouraging product or process innovation often linked to the introduction 

of new technology.  

  

Senior managers will need to demonstrate a firm commitment to team working throughout its 

introduction. This commitment is especially important if problems arise and middle managers 

and or employees start to question the change and lose motivation. Until a strong commitment by 

senior management exists, a move to team working should not commence. To start a team 

working initiative and then abandon it or allow it to run out of steam is likely to be seriously 

damaging.  

  

Changing the culture  

An organisation considering the introduction of team working must acknowledge that it will 

involve a long-term transformation. This will comprise not only concrete changes such as 

selecting teams or altering the layout of the work area but also changing less tangible factors like 

the attitudes of supervisors, managers and employees - or the 'culture' of the organisation. 

Teamwork requires a participative style of management where employees have a significant 

degree of control over their own work. The more authoritarian the existing style the longer the 

change of culture will take. Employees and managers will be suspicious of and unprepared for an 

overnight change from authoritarianism to full participation.  

  

For the change to teamworking to be effective the practices and beliefs of management must 

actively support the new environment. The manager's role should move from controller to 

initiator, counsellor and facilitator. Particular managerial tasks should aim to provide the right 

support and environment for effective teamworking and co-operation. These tasks include:  

• providing a vision and communicating it  

• encouraging the free flow of ideas and initiative  

• training and developing employees to take increased responsibility  

• overseeing teams and ensuring they meet objectives.  

  



The need to initiate and manage change will place increasing emphasis on leadership skills and a 

style of management where authority comes from competence rather than status. Most managers 

are capable of adapting to the new style with training, encouragement and guidance.  

  

A clear signal of the desire to change from an authoritarian to a participative culture can be made 

through harmonising terms and conditions of work. Harmonisation of differences in matters such 

as pay and grading systems, payment periods and sick leave can be important. Visible signals 

such as common canteen facilities and parking areas can help break down traditional barriers 

between blue and white collar workers and between various levels of the management hierarchy.  

  

Changing the management structure  

For many companies the changed role of managers and the devolution of decision making leads 

to a need for fewer levels of management and often for fewer supervisors and managers. This 

process can lead to fear and obstructive behaviour at all levels. Managers may be frightened of 

relinquishing power for fear of losing their jobs while employees may be fearful of the prospect 

of taking on more responsibility.  

  

If fewer supervisors and managers are required, then this problem must be tackled. A voluntary 

approach can encourage co-operation and provide an escape route for those who are 

uncomfortable with the changes. The options to consider include:  

• offering a new role to those managers displaced - for example, using them as trainers or to lead 

special projects 

• setting out clearly the new vision and culture and offering voluntary alternatives for those who 

do not feel that they will fit in.  

  

A clear strategy will be needed which deals with the issue honestly and openly. Where 

redundancies are being considered organisations should ensure appropriate consultation and 

selection. For information on handling redundancies. 

Even when a new management structure has been established, difficulties may still arise. A 

particular problem can arise where middle managers delegate power to the shop floor but senior 

managers are reluctant to relinquish any of their power to middle managers. This can leave 



middle managers without a clear role and they may become a negative influence on the progress 

of team working. Middle management must be involved in the change process and convinced of 

its role in making it work.  

 

Planning for change  

The pace of change must be considered. Whether an organisation goes for a dramatic overnight 

organizational change or a gradual introduction of team working will depend on factors such as 

the existing culture and the business circumstances. Many organisations like to begin a change to 

team working on a small scale - for example, starting with a pilot exercise. This can help 

demonstrate the benefits of team working and, depending how it is handled, provide a pool of 

'champions' to spread the word or a 'favored few' who may be resented by the rest of the 

workforce. It can also flag up potential mistakes which can be corrected as the project is 

expanded. In other circumstances rapid change may be considered imperative if the organisation 

is to survive.  

  

The development of team working cannot be viewed as a finite project with a beginning and an 

end. It is important to have an overall vision but in working towards the vision it will be 

necessary to adopt a number of interrelated initiatives. Frequently team working itself will be 

one of a range of strategic initiatives. It is better to see all change initiatives as part of a 

continuous process where progress and interrelationships are constantly planned, monitored and 

replanted. A useful concept in this respect is the cycle used by Shewhart and Deming where an 

initiative is planned and then carried out, preferably on a small scale. The results are studied and 

acted upon by adopting or abandoning the initiative or running again through the cycle 

incorporating the lessons learned or under deliberately changed conditions. The diagram above 

illustrates the process.  

 

Study of the results of initiatives needs to take account of their effect on other parts of the 

organisation or on other initiatives. To give a simple example, a drive for increased business by 

the sales team may result in an increase in orders. Nevertheless, this may still be bad for the 

company if it is not accompanied by an increase in production to satisfy the demand.  

  



When dealing with major change it is not possible to devote equal energy and resource to 

everything at once. Companies involved in the Tavistock/Acas research found they had to 

continually reassess priorities as the effects of various changes were studied.  

Managers may use a mixture of formal and informal methods to decide objectives and priorities, 

ranging from meetings and working parties to chats and intuition. Those who have a stake in the 

proposed changes maytry to influence events so that their initiatives gain approval and resources. 

There is an obvious danger that groups can influence events out of self interest rather than to 

serve the wider interests of the organisation. An open participative organisation where issues are 

fully discussed can help to ensure that all points of view are heard before decisions are taken. 

A steering group to oversee the process and help to order priorities is used by many 

organisations. Organisations may go further than this and attempt to formulate a more structured 

way of planning change. The Tavistock Institute has developed a methodology for planning and 

sequencing comprehensive change which among other things claims to help organisations to 

manage the inevitable 'tensions and competing pressures and conflicts of interest') 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



CHAPTER 4 

The Search for the High-Performing Team 

 

―Fired?‖ John Smith, president of DigiCorp, couldn‘t believe it (allnames have been disguised). 

He had just come from a meeting with Peter Davis, chairman of the board, who had asked for 

John‘s resignation. A few days earlier, several members of John‘s executive management team 

had met secretly with Davis to air their grievances about John and to demand that he be fired. 

The executives on John‘s team reported that he was unable to create an ―effective team 

atmosphere‖ for them to work in. Team meetings were unproductive and, in fact, led to 

confusion rather than clarity for team members, in part because consensus about decisions was 

rarely reached. John imposed top-down decisions when many members of the executive team felt 

capable of sharing the decision-making responsibility. The team was afflicted with interpersonal 

conflict, not only between a small subgroup of team members but also between John and a 

couple of key team members. No actions had been taken to address or resolve those interpersonal 

conflicts. Moreover, John was seen as ―untrustworthy‖ because he often would say one thing and 

do another, and thus he slowly lost the support of his team. Team morale, motivation, and 

productivity had been dropping for several weeks. In the end, the team had had enough—either 

John would have to leave, or they would. In a panicked state, John phoned us, since he knew we 

were ―team consultants,‖ and explained his situation. ―What should I do?‖he inquired. ―Can I 

save my job? What did I do wrong? What should I do now?‖ After we asked John several 

questions, it became clear to us that at the heart of John‘s problem was his lack of knowledge 

regarding how to create and lead a high-performing team. Moreover, he lacked the fundamentals 

in diagnosing team problems as well as those team-building skills that could have been used to 

solve the team‘s problems before they spiraled out of control. 

John Smith‘s case illustrates some of the more serious problems that we have seen in teams that 

we have worked with over the years, but his situation is, unfortunately, not all that unusual. 

Many, if not most, teams function far below their potential. The reasons for poor team 

performance are many: the team may not have clear goals or performance metrics; the team may 

be composed of the wrong people with the wrong set of skills for the task at hand; the team‘s 

dynamics may not foster creativity and good decision making; or the team may not know how to 

solve its own problems and improve performance. Our experience is that poor team performance 



is largely due to a team‘s inability to systematically engage in team-building activities—team 

processes for evaluating team performance and engaging in problem-solving activities that lead 

to improved team performance. 

Poor team performance is a major concern in today‘s economy because most of the work 

performed today is done in a team environment, be it in research teams, product-development 

teams, production teams, sales and marketing teams, cross-functional problem-solving teams, or 

top management teams. Why is work done more by teams today than it has been in the past? The 

primary reason is that products and services have become increasingly complex, utilizing a wide 

range of skills and technologies. No single person is capable of developing, manufacturing, and 

selling today‘s increasingly complex products—which means that teams of individuals with 

complementary knowledge must coordinate effectively in order to be successful. This requires 

teamwork. Consequently, to be a high-performing company in today‘s competitive landscape 

essentially requires that you have high-performing work teams—the two unavoidably go hand in 

hand. High-performing teams are those with members whose skills, attitudes, and competencies 

enable them to achieve team goals. In high-performing teams, team members set goals, make 

decisions, communicate, manage conflict, and solve problems in a supportive, trusting 

atmosphere in order to accomplish their objectives. Moreover, members of such teams are aware 

of their own strengths and  weaknesses and have the ability to change when needed to improve 

their performance. 

The purpose of this book is to give managers, team leaders, team members, and team consultants 

specific guidance on how to improve team performance. Although the team-building activities 

we propose may be particularly well-suited for poor-performing or dysfunctional teams, they 

also can transform average or even good teams into great teams. 

 

Determinants of High-Performing Teams: 

 

The Four Cs 

Over the past several decades, as we have consulted with teams and conducted research on team 

performance, we have come to the conclusion that there are four factors—four ―C‖s—that must 

be understood and managed for teams to achieve superior performance. 

 



These factors, depicted in Figure 1.1, are 

1. The context for the team 

2. The composition of the team 

3. The competencies of the team 

4. The change management skills of the team 

 

We will describe each of these factors briefly here, and will discuss them in more depth in the 

following chapters. 

Context for the Team 

Team context refers to the organizational environment in which the team must work. 

Understanding context, and how it influences 

 

team performance, requires an understanding of the answers to the following questions: 

1. Is effective teamwork critical to accomplishing the goals desired by the organization? If so, 

are there measurable team performance goals around which we can organize a team? 

2. Do my organization‘s reward systems, structure, and culture support teamwork?  

Experience has shown that the teamwork required to achieve high performance is much more 

important when the team must complete a complex task characterized by a high degree of 

interdependence. In addition, we have found that some organizations deploy formal organization 

structures or reward systems that become barriers to effective teamwork. For example, reward 



systems that provide strong individual incentives often create strong disincentives to engage in 

cooperative behavior within a work team. Unfortunately, many organizations, while paying lip 

service to the importance of teamwork, do little to encourage and support those who work in 

teams. Thus they do not foster a culture in which teams can succeed. 

High-performing teams manage context effectively by (1) establishing measurable team 

performance goals that are clear and compelling, (2) ensuring that team members understand that 

effective teamwork is critical to meeting those goals, (3) establishing reward systems that reward 

team performance (more than individual performance), (4) eliminating roadblocks to teamwork 

that formal organization structures might create, and (5) establishing an organizational culture 

that supports teamwork-oriented processes and behaviors (for example, everyone in the 

organization understands that success is predicated on effective collaboration; consequently, 

informal norms and processes support team-oriented behavior). 

Composition of the Team 

The composition of the team concerns the skills and attitudes of team members. You have to 

have the ―right people on the bus‖ to make things happen as a team and achieve top 

performance.1 To effectively manage the composition of the team, team leaders must understand 

that team leadership and processes differ depending on the answers to the following questions: 

1. To what extent do individual team members have the technical skills required to complete the 

task? 

2. To what extent do they have the interpersonal and communication skills required to coordinate 

their work with others? 

3. To what extent are individual team members committed to the team and motivated to complete 

the task? 

4. Is the team the right size to successfully complete the task? 

 

Teams saddled with members who are not motivated to accomplish the task, or who do not have 

the skills to achieve team goals, are doomed to failure from the outset. Of course, ―team 

composition‖ also refers to assembling a group of individuals with complementary skills. High-

performing teams use the complementary skills and abilities of each team member in a 

synergistic way to achieve high performance. Team members of high-performing teams clearly 



understand their roles and assignments and carry them out with commitment. Team size also 

plays a significant role in team effectiveness. 

A team that is too large may be unwieldy and cause team members to lose interest due to a lack 

of individual involvement. Having too few team members may place unnecessary burdens on 

individual team members, and the team may not have the resources needed to accomplish its 

goals. 

 

High-performing teams effectively manage team composition by (1) establishing processes to 

select individuals for the team who are both skilled and motivated, (2) establishing processes that 

develop the technical and interpersonal skills of team members as well as their commitment to 

achieving team goals, (3) cutting loose individuals who lack skills or motivation, (4) managing 

the team differently depending on the skills and motivation of team members, and (5) ensuring 

that the team is ―right sized,‖ which usually means making sure the team is not too large or small 

to accomplish the task. 

 

Competencies of the Team 

We have found that successful teams have certain competencies that exist independent of any 

single member of the team but are embedded in the team‘s formal and informal processes—its 

way of functioning. High-performing teams have developed processes that allow the team to 

1. Clearly articulate their goals and the metrics for achieving  

2. Clearly articulate the means required to achieve the goals, ensuring that individuals understand 

their assignments and how their work contributes to team goals 

3. Make effective decisions 

4. Effectively communicate, including giving and receiving feedback 

5. Build trust and commitment to the team and its goals 

6. Resolve disputes or disagreements 

 

Thus while the context and composition of the team set the stage, these competencies propel it to 

high performance. If the team hopes to be extraordinary it must develop competencies for goal 

setting, decision making, communicating, trust building, and dispute resolution. In Chapter Four, 

we discuss these and other key competencies in greater detail. 



 

Change Management Skills of the Team 

High-performing teams must change and adapt to new conditions to be effective over time. 

Factors related to team context, composition, and competencies may need to be changed for the 

team to succeed in reaching a new goal. A team that is able to monitor its performance and 

understand its strengths and weaknesses can generate insights needed to develop a plan of action 

to continually improve. Toyota, a company that we‘ve researched extensively, uses the kaizen or 

continuous-improvement philosophy to help its teams identify the ―bottlenecks‖ they are facing 

and then develop strategies to eliminate the bottlenecks.  

They are never fully satisfied with the team‘s performance because once they‘ve fixed one 

problem, they know that continuous improvement requires that they find, and fix, the next one. 

We have found that teams in most companies, unlike Toyota, are oblivious to their weaknesses, 

or even when they do recognize them, they do not have the ability to manage change effectively 

to overcome those weaknesses. It is possible to view ―change management skills‖ as just another 

team competency, but this ―meta-competency‖—what we call ―team-building skills‖— 

is so important that it deserves special attention. 

High-performing teams have developed the ability to change by (1) establishing team-building 

processes that result in the regular evaluation of team context, team composition, and team 

competencies with the explicit objective of initiating needed changes in order to better achieve 

the desired team goals, and (2) establishing a philosophy among team members that regular 

change is necessary in order to meet the demands of a constantly changing world. 

 

Whatever Happened to John Smith? 

You might be wondering what happened to John Smith, the CEO in trouble at DigiCorp. After 

John Smith called us, we were engaged to conduct several team-building sessions with John‘s 

team. The board of directors agreed to suspend John‘s firing until the team‘s problems, and 

John‘s role in those problems, could be more fully explored. Initially, interviews were conducted 

and data gathered from team members and members of the board of directors to diagnose the 

team‘s problems. John‘s team then met with us in a team-building session designed to ―clear the 

air‖ and develop a plan of action to improve the team performance. The problems were serious: 

trust had been lost, and the team had significant philosophical differences with 



John regarding how team decisions should be made and what the priorities of the company 

should be. However, the company was facing its busiest time of the year, and to avoid a total 

collapse, the team members needed to figure out a way to work together effectively to serve the 

company‘s clients—at least for the next three months, until the busy season passed. In the team-

building sessions, team members agreed to set aside their differences and work cooperatively so 

they could function effectively in the short run. Moreover, the board of directors agreed to give 

John the opportunity to turn things around. After the initial data-gathering and team-building 

sessions, 

 

Our role as consultants was to meet periodically with the team to monitor its performance. The 

results: the team did work together successfully during the busy season and served the 

company‘s clients well. But at the end of the busy season, most of the team members decided to 

leave the organization—the damage had been done and couldn‘t be fully repaired. They lacked 

confidence in John‘s ability to develop important team competencies such as how to establish 

consensual decision-making processes, resolve interpersonal conflicts, and make changes in team 

composition and team processes when necessary. 

John has now started looking to replace members of his team. He is hoping to avoid the problems 

of the past with his new team; however, to do so, John needs to pay careful attention to the Four 

Cs. He will need to create a better context for his team to succeed. To encourage better teamwork 

and cooperation he needs to set up regular times to meet with his entire team and with team 

members individually, and reward his team members for their contributions to overall team 

performance rather than just subgroup performance. He‘ll need to look for new team members 

that have the requisite knowledge and skills to do their individual jobs, while also having the 

ability to work successfully in a team environment. John will need to develop team competencies 

in the areas of decision making and managing interpersonal conflict. In short, he needs to do his 

homework to better understand the competencies of high-performing teams and help his team 

develop those competencies to drive his team‘s performance to a higher level. To succeed, he 

must become a more effective team leader to facilitate effective team dynamics and processes. 

Finally, John also will need to help his team monitor its performance and make changes as 

needed, so he won‘t be caught off guard as he was with his previous team. Unless John pays 

attention to team context and composition, and develops team competencies as well as the ability 



to change team context, composition, and competencies when necessary, he may be doomed to 

repeat his past mistakes. 

Laying the Foundation for Team Success 

 

We have discovered that successful teams are found in organizations in which senior executives 

know how and when to emphasize and support teamwork and have well-thought-out strategies 

for assigning people to work in teams. Unfortunately, most organizations pay only lip service to 

developing high-performing teams and do little to create an atmosphere that fosters successful 

teams. In this chapter we will discuss the first ―C‖ of our model: Context. By creating a 

context for developing effective teams, managers are more likely to achieve the successful team 

dynamics and team results they desire. 

 

The Context Problem: 

Why Teamwork Doesn‘t Work 

Over the years we have surveyed dozens of personnel and human resource managers in both 

large and small companies and gathered data from hundreds of managers about their 

organizations‘ efforts to improve team performance. Although most report that their companies 

believe teamwork is important, only about one-third were engaged in a serious effort to initiate 

team-building practices that would improve team performance. When the managers of the other 

two-thirds were asked why they didn‘t spend much time and effort to improve their teams, they 

reported the following problems (listed in order of the frequency of response): 

1. I don‘t know how to build a more effective team. 

2. I‘m concerned that 

3. I don‘t feel that developing an effective team is rewarded in our company. 

4. My subordinates feel they don‘t need it and it takes too much time. 

5. I don‘t have the support of my boss to spend time in team development. 

 

1. I don‘t know how to build a more effective team. With the business world‘s current emphasis 

on teamwork, it is interesting that the primary obstacle to team building is that managers feel 

they do not know how to build an effective team. Virtually every recent publication on 

organizations and management has emphasized the importance of effective teams in achieving 



high levels of performance. However, rarely do these works describe exactly how to develop 

effective teams. There is almost a sense that because everyone agrees that teams are important, 

and almost everyone has participated in some type of team, everyone must therefore understand 

how to put an effective team together. 

Very few academic programs deal with understanding team processes and dynamics. Students—

whether in undergraduate courses or in M.B.A. programs—are assigned to work in teams, and 

often the team product is graded. However, very few professors know enough or take the time to 

help these teams deal with the problems and group issues that often occur. Frequently in these 

class teams, a few students do the work while others coast along and get undeserved credit; in 

other cases conflicts and problems arise, and because the team does not know how to handle 

them, the students wind up with strong negative feelings about team projects and they carry these 

feelings into the business world. 

To overcome this lack of skill and knowledge in developing teams, some organizations have a 

speaker come in and talk about team building or circulate a book or other information. However, 

most people find it very difficult to engage in rather complex activities just by reading or hearing 

information. They need some direct experience and some clear examples of what to do. It‘s one 

thing to read about how to hit the fastball of a major league pitcher or watch a home-run hitter 

like Barry Bonds do it; it‘s quite another thing to actually do it yourself. This lack of practical 

know-how is a major obstacle; and even when people know how to develop teams, they still may 

not succeed if some of the other obstacles are present. 2. I‘m concerned that the possible negative 

effects will outweigh the benefits. Most managers are pragmatic in their approach to taking 

action. They weigh the possible gains against the costs and risks and usually follow a course of 

action that will maximize benefits and minimize negative consequences. Many managers we 

have interviewed have talked about some of the negative effects of teambuilding programs they 

have heard about. Some have heard of (but very few have ever directly experienced) team 

building efforts resulting in a ―bloodbath.‖ They heard that the entire session was devoted to 

unmercifully giving people harsh, negative feedback. 

The result was a lot of hard feelings and a decrease in team morale and performance. Other 

horror stories include reported incidents of people quitting or getting fired, suffering a mental 

breakdown, invading other people‘s private lives, or spending long sessions talking about their 

―feelings‖ but accomplishing little. Moreover, many managers realize that team building might 



improve morale but might not necessarily improve team performance. It appears that the time 

spent on team building might be better spent working on team tasks directly related to output. 

With these possible negative effects, coupled with managers not really understanding how to do 

team building or clearly seeing the benefits, it is easy to see why many managers do not engage 

in ongoing team development. 3. I don‘t feel that developing an effective team is rewarded in our 

company. Another key obstacle is the lack of apparent connections between team building and 

formal rewards in the organization. For many years a major oil company had a program of 

management development for middle managers. Part of this program included clear instruction 

about doing effective team building. However, few of these managers implemented their team-

development plans on the job. When asked why not, they overwhelmingly replied that their 

performance reviews by their bosses did not include anything about team-building efforts. The 

team building that was emphasized in the management program was not included in either 

performance reviews or subsequent raises or promotions, and therefore managers could see no 

personal payoff from spending time building teams. 

Moreover, the organization did not provide the resources or the time to engage in a serious team 

building effort during work hours. 

4. My subordinates feel they don‘t need it and it takes too much time. Our surveys revealed that 

because many people have never experienced working in a really effective work team, they have 

no standard against which to compare their current team. Many describe their current team 

functioning as ―Okay,‖ ―We‘re doing all right,‖ or ―We are as good as most.‖ In a similar vein, 

many managers believe that team building is a kind of ―touchy-feely‖ activity, not associated 

with getting work done. As one manager said, ―What I need is help in getting a lot of work done 

with reduced manpower. 

I don‘t need to waste time while people talk about their feelings.‖ 

When the attitude that teams are unimportant is coupled with the assumption that the team 

building will waste valuable working time, many managers understandably feel that they don‘t 

really need team building. 

5. I don‘t have the support of my boss to spend time in team development. 

Some managers in the organizations we studied indicated that even though they would like to 

engage in team building and felt they knew what to do, they did not get any support for these 

activities from their bosses.  



CHAPTER 5 

The Importance of Context for Team 

 

The Importance of Context for Team 

 

What we have learned from our own experience in consulting with teams over the years is: 

Context matters! Without a team-supportive organization context, team development is difficult, 

if not impossible. To create an organizational context that will support teamwork, managers 

should ask themselves the following questions: 

1. How important is effective teamwork to accomplishing this particular task? 

2. What type of team is needed? 

3. Does the organization‘s context of culture, structure, and systems support teamwork? 

 

How Important Is Effective Teamwork to Accomplishing This Particular Task? 

Although all teams represent a collection of people who must collaborate to some degree to 

achieve common goals, some tasks require more team collaboration than others. Figure 2.1 

represents a continuum of the teamwork or collaboration needed for a team to function. The 

continuum is based on the notion that the importance of teamwork will vary according to the task 

environment, notably the degree of interdependence required to complete the team‘s tasks.1 

Modular Interdependence. Some teams are not required by the nature of the task to work closely 

together all the time because the team tasks are modular in nature. In these tasks, individuals on 

 

the team are connected through modular or pooled interdependence, performing tasks 

independently and pooling only the results to create a team output. For example, a golf team may 

do some general planning and share information about the golf course and competition, but in the 

final analysis, play is by the individual performer. 



 

Team performance is based on individual performances that are pooled together. Similarly, an 

academic department requires relatively little teamwork. Each professor can do most of the 

required work—teach, research, write—alone. Of course, faculty members share ideas on how to 

be effective in teaching and research. But the performance of the department, as measured by 

student teaching evaluations or the number of faculty publications in top journals, is based 

largely on individual performance that is pooled together. When important decisions need to be 

made or departmental goals set that require the coordinated efforts of all department members, 

then those members must function as a decision team. However, these situations occur relatively 

infrequently. 

Sequential Interdependence. 

 Individuals on teams are sequentially interdependent when one individual cannot perform his or 

her task until another individual has completed his or her task and passed on the results. Under 

these circumstances, team members must meet together more regularly and consistently to 

coordinate their work. A baseball team is an example of a team that requires a moderate amount 

of teamwork. All nine players must be on the field at once, but for much of the game the effort is 

individual in nature. However, whether a batter bunts or tries to hit to the opposite field depends 

on what the previous hitters have done. Relay throws from outfield to home base and double 

plays require sequential coordination. Moreover, the catcher and pitcher interact constantly 

in a coordinated fashion as they try to prevent batters from reaching base. Likewise, an 

accounting or financial department requires sequential coordination. Everyone in such a 

department must work within a common accounting framework, and the work of one part of the 

accounting financial process depends on the work of other parts. The accuracy of the tax people 

depends in part on how well internal auditors have done their work. Although each accountant 

may be doing individual work, each sometimes may be unable to proceed without input from 

others. Most company executive committees require a moderate amount of teamwork. 

Historically, for much of their work, the heads of marketing, finance, personnel, and 

manufacturing have done their work autonomously in their own areas. At key times they have 

come together to build a common strategy, set common goals, and coordinate work activities, 

such as getting marketing and manufacturing to agree on the type and amount of product that 

should be produced for the marketplace. However, increasingly effective companies realize that 



success in coordinating product development and manufacturing, or manufacturing and sales and 

marketing activities, requires reciprocal rather than sequential interdependence. 

 

Reciprocal Interdependence. 

 In some groups the nature of the task requires a high degree of teamwork because tasks are 

reciprocally interdependent. In these groups, team outputs are achieved through work done in a 

simultaneous and iterative process in which each individual must work in close coordination 

with other team members because he or she can complete his or her tasks only through a process 

of iterative knowledge sharing. Thus team members must communicate their own requirements 

frequently and be responsive to the needs of the other team members. Similarly, members of a 

basketball team are on the court together and must coordinate constantly as they run offense 

plays and play ―team‖ defense. Every member interacts with every other member. Thus one 

would predict that a basketball team would suffer more from the lack of teamwork than would a 

golf team or even a baseball team. Indeed, this seems to be the case as evidenced by the fact that 

major league baseball teams that acquire a few free agent stars will occasionally come from a 

low ranking the prior year (even last place) to win the World Series. This rarely happens with 

NBA basketball teams, which must learn how to coordinate and work together to be successful. 

Experience has shown that even having the best individual basketball talent on one team is no 

guarantee of team success—as evidenced by the recent failures of the United States basketball 

team in the Olympics and world championships. The need for better teamwork has prompted the 

United States to require a three-year commitment from NBA players so that they can learn to 

work together as a team.  

Product development teams for complex products (such as automobiles, aircraft, robotics, 

consumer electronics, and so on) work together in a reciprocally interdependent fashion. For 

example, when designing a commercial aircraft, design decisions regarding the weight and thrust 

of a jet engine and the aerodynamic design of the fuselage and wings must be made taking each 

other into account. 

 Team members must share information back and forth as they iteratively solve problems. 

Similar arguments could be made for a police SWAT team or the surgical team in a hospital 

operating room. All of the tasks are highly connected, and members cannot do their respective 

work without others doing theirs in a coordinated fashion. Understanding the level of teamwork 



and the nature of interdependence required by the task is important for three reasons. First, they 

dictate the amount of attention that managers need to pay to teamwork and team processes; the 

greater the team interdependence, the more important it is to make sure that the team is working 

together effectively and that everyone understands the nature of the interdependence. Second, by 

understanding the nature of interdependencies in the team, managers will have greater insight as 

to why certain common problems arise—and will know how to fix them. For example, team 

members of modularly interdependent tasks frequently feel frustrated when team processes are 

designed for frequent meetings and interaction. They rightly want to be left alone to get their 

work done rather than be bothered by group processes. Similarly, highly interdependent teams 

often run into trouble when they are organized as virtual teams and do not have opportunities for 

frequent, rich interactions. Third, understanding the different levels of teamwork and the nature 

of interdependence will allow managers to adapt business and team structures to the nature of the 

task and thereby prevent some problems from occurring in the first place. 

 

What Type of Team Is Needed? 

Once the nature of the teamwork needed for a particular task has been determined, one then can 

begin to decide what type of team is needed to accomplish that task. Although there are a variety 

of typologies of teams that have been developed, we will describe three generic team types that 

are simple yet sufficient to cover the important distinctions: (1) decision teams, (2) task teams, 

and (3) selfdirected teams. The first two types of teams are manager-led but differ from each 

other in the roles that they play in the organization. The third type of team, the self-directed 

team, is based on a different authority and autonomy than the traditional manager-led team that is 

merely a tool of the manager to get work done.  

Decision Teams. Any team has a basic activity and goal. Many teams in organizations have as 

their basic activity making decisions. People on these decision teams meet to make decisions 

about a whole range of matters: defining goals, developing strategy to achieve those goals, 

giving assignments, allocating resources, cutting or expanding resources for various functions, 

preparing budgets, setting schedules and deadlines, and so on. It is important for a decision team 

to understand that the quality and acceptance of the team‘s decisions can have an immense 

impact on many other people. For example, if a top-management team is making decisions about 

downsizing or restructuring, and if that group is not open to all information—both hard data, 



such as the profit picture, and soft data, such as morale—its decisions may be resisted and 

resented and cause serious problems throughout the entire organization.  

Task Teams. By contrast, members of a task team must, together, perform a set of interlocking 

tasks in order to accomplish an end result—a certain product, service, or activity. Examples are a 

production unit that is making the total product (such as a Volvo automobile), a SWAT team, a 

surgical team in a hospital, a NASA space crew, and a utility company service crew. Obviously 

task teams also must make decisions, and the quality of those decisions will have an impact on 

the team‘s work, either positively or negatively. The ability to make effective decisions is thus a 

key element in all teams. But the task team has the additional function of physically coordinating 

efforts to achieve a given goal. 

 

Self-Directed Teams. Much of the organization restructuring in recent years has been based on 

the desirability of allowing work teams to have more authority to deal with various issues that 

face them. Such self-directed work teams are also called autonomous or semiautonomous work 

teams. An autonomous team does not have a formally designated leader. The team can select its 

own leader, rotate leadership among members, or operate without a leader—a kind of 

―leadership by committee‖ process during which leadership functions are assigned to different 

members of the team. The semiautonomous team, by contrast, does have a designated leader 

with a formal title and position, but the leader‘s role is defined in such a way that the team makes 

its own decisions and takes actions independent of the leader. This has led to one of the 

dilemmas of the semiautonomous team, namely, determining the role of the leader if the team 

has the right to function without the direct influence and control of that formal leader.  

 

Organizations that have successfully adopted semiautonomous teams have begun to redefine the 

role of the formal leader in some combination of the following: 

• The leader functions primarily as a training resource or facilitator to help the team examine 

how it is working and give the team the needed training, coaching, or facilitation. 

• The leader spends most of his or her time dealing with interface issues with other units or with 

upper management. Or, the leader may increase the interaction and relationships with the 

customers. 



• The leader acts like a consultant to the team and can be asked to help deal with team problems, 

conflicts, problem members, or other concerns. 

• The leader may attend all team meetings or attend only when invited.  

The leader may formally open the meeting but then turn the activities of the meeting over to 

team members. It is apparent that some teams are autonomous or semiautonomous in name only; 

that is, the formal leader is not willing to relinquish power and continues to function in the 

traditional leader role of having all activities flow from and through the leader. It should also be 

apparent that the team can find itself beset with a multitude of problems if team members have 

never had any training or experience in how to work together as a team. Sometimes teams are 

asked not only to plan, schedule, and coordinate work but also to make decisions about hiring, 

terminations, allocation of pay raises or bonuses, vacation schedules, training needs, or awarding 

time off to attend meetings or other activities. These issues, which are central to a number of 

personal concerns of team members, have proved difficult even for experienced teams, and an 

untrained autonomous or semiautonomous work team can get buried under a load of activities it 

is not prepared to handle. We know of one organization using semiautonomous teams that even 

made budget cutting and layoff decisions as a team—decisions typically reserved for senior 

management. When the business experienced a serious downturn, the organization‘s senior 

management gave the different work teams data on the kinds of budget cuts that were needed to 

help the business survive, but the teams were then given the autonomy to decide how they would 

reduce costs, the bulk of which were in payroll. The teams came up with some creative solutions: 

some team members decided to take unpaid vacations, others decided to job share or work part-

time, still others who wanted to leave the company and had other opportunities were let go, with 

relatively few bad feelings. By allowing the team to use its autonomy and creativity in the face of 

a difficult situation, the company was able to weather the crisis and emerge even stronger. 

These descriptions of decision, task, and self-directed teams suggest that managers must think 

through the type of team that is needed to accomplish their goals. Should the team be focused on 

making quality decisions to improve performance, or should the team‘s role be to carry out 

certain tasks of the organization? Furthermore, does the team need clear direction and leadership 

from a strong manager, or does it need autonomy to be flexible to adjust to various contingencies 

that may arise? By answering these questions, the manager can help the team understand what 

role it is to play in the organization and understand what degree of autonomy it has to do its 



work. Does the Organization‘s Context of Culture, Structure, and Systems Support Teamwork? 

Three of the most powerful factors in shaping the context for team development are the 

organization‘s culture, structure, and systems. 

 

Culture is probably the most significant factor in team development. While this component is 

very powerful, it is often the most difficult to detect and is the most difficult to change. An 

organization‘s culture represents the basic shared values and assumptions held by most people in 

the organization. Culture defines what things are right or wrong, what is valued, how one gets 

into trouble, and how people are expected to see the whole corporate world. It is critical to the 

collaborative team organization that the shared culture emphasize that teamwork is essential and 

that people at all levels get into trouble if they do not collaborate with others and respond readily 

as members of the total team. If the culture is either openly or passively resistant to the 

importance of teamwork, any attempts to foster collaboration, participation, or involvement will 

be seen as either a temporary action or a management manipulation. In one organization we 

studied, the culture was permeated by one key assumption or basic rule: No one does anything 

without checking with Fred, the CEO, first. Such a rule was clearly demonstrated each time an 

employee walked past the thermostat in the hall and read the sign: ―DO NOT ADJUST THIS 

THERMOSTAT WITHOUT FRED‘S PERMISSION!!!‖  

In an atmosphere in which one must wait for the boss to take any action, it is difficult to 

encourage teamwork and collaboration. 

Structure refers to the basic design of the organization as represented in an organization chart. 

Structure reflects authority, communication patterns, and the responsibility for certain functions 

in the organization. Organization structure largely determines who works with whom and 

whether or not teams are designated formally to carry out the tasks of the organization. Although 

all organizations have informal groups that form for a variety of reasons, the formal organization 

structure can encourage and support teamwork, or it can make it much more difficult for teams to 

form and function effectively. For example, we have found that organizations that rely on an 

organization structure that fails to account for the teamwork that must occur across the various 

functions (engineering, marketing, manufacturing, and so on) tend to foster conflict, 

miscommunication, and poor coordination. 

 



To illustrate, Chrysler experienced teamwork problems in developing new cars up through the 

early 1990s when it was organized around functional ―silos‖ in engineering, manufacturing, 

finance, marketing, and purchasing. New cars were developed in temporary project teams that 

pulled individuals from each of the functional areas. However, using this organizational structure 

Chrysler only could develop a new car in six years, while its Japanese competitors Toyota and 

Honda were consistently developing new cars in four years. The teamwork required to quickly 

develop new car models simply wasn‘t there. To address the teamwork problem, Chrysler 

reorganized around car platform teams: large car, small car, truck, and minivan. This enabled 

individuals from the different functional areas to work together consistently within the same 

team over long periods of time. It even brought supplier partners onto the team— giving the 

supplier ―guest engineers‖ desks and work space within  the platform team. This reorganization 

improved teamwork and coordination within the product development teams at Chrysler, and 

within three years they were developing new car models on a four-year basis, just like their 

Japanese competitors. Chrysler‘s experience shows that organizations that are designed based on 

a team concept can use organization structure to bring people together in formal (and sometimes 

informal) teams to accomplish the organization‘s goals. 

Systems are the agreed-upon methods for doing work in the organization. These integrated 

agreements, or systems, regulate almost all aspects of organization life. Thus pay systems, 

evaluation and promotion systems, decision-making systems, and management information 

systems are all examples of this component. It is critical that the systemic aspects of the 

organization support team development. People encounter major problems in a company that is 

attempting to build teamwork into the organization when the pay system is based entirely on 

individual performance, or if information is given only to individual senior managers rather than 

all team members. In one cellular phone assembly plant, the work was done almost entirely via 

assembly line with no emphasis on teamwork between employees on the line. Costs were high 

and quality was low, and top management gave the plant an ultimatum: either fix the problems or 

we will shut down the plant. The plant manager brought in a consultant who redesigned the 

assembly line system, putting employees into semiautonomous work teams. But just as 

important, the teams were given information, heretofore kept secret, on costs and quality and 

also given the authority to make changes as needed. As a result, the teams came up with over a 

thousand suggestions for improvement in the first year after the changes were made. Not 



surprisingly, quality improved significantly, and the plant recognized cost savings of over $7 

million. Jobs were saved and employees rewarded for improving performance. In this case, 

changes in the culture, structure, and systems led to improved teamwork, which resulted in 

significant productivity gains. 

In summary, to create the right context to support high-performing teams, it is important to 

• Identify the type of teamwork needed for success 

• Determine the type of team needed to accomplish team goals 

• Ensure that the organization‘s culture, structure, and systems support teamwork 

 

Getting the Right People on the Bus  

 

If the organizational context is supportive of teamwork, the next task is to determine the 

appropriate size of the team, who should be on it, and how they should be managed depending 

on their skill set and motivation. In this chapter we discuss the importance of getting the right 

people on a team as well as what might be the optimal team size. To illustrate the importance of 

both team composition and context, we also will present the case of Bain & Company, which has 

had much success in putting teams together in a supportive context to achieve superior results. 

An assessment instrument for evaluating team composition and context is included as well. 

 

Team Composition and Performance 

For a team to succeed, team members must have the skills and experience to accomplish the task, 

and they must have the motivation to succeed. 

 

In putting the team together, team leadership is critical. Some of the characteristics of effective 

team leaders include the following: 

• Clear vision of the team‘s role in accomplishing organizational goals 

• Clear vision of the metrics that will accurately measure team performance 

• Project management and work-planning skills 

• Conflict management and problem-solving skills 

• Understanding of team processes and interdependencies 

• Skills to manage change and build team competencies 



• Ability to gain support and resources for the team from key executives and other constituencies 

 

In addition to effective leaders, successful teams also need team members that have the 

following characteristics: 

• Technical skills, knowledge, or experience related to the team‘s work 

• Good interpersonal and communication skills 

• High degree of motivation to be part of a team effort 

• Good conflict-management skills 

• Ability to adapt to new situations 

• Dependability and ability to take initiative to help the team achieve its goals 

 

We often find that team leaders do not receive adequate training and as a result are ill-equipped 

to lead the team. Effective team leaders understand that the way they manage the team, and 

individual team members, is strongly influenced by the degree to which team members are 

skilled and motivated 

 

Team members may not have the skills or may not be properly motivated to work on the team. 

When team members are neither skilled nor motivated, team leaders may attempt to drop them 

from the team, realizing that the work required both building skills and motivating is substantial. 

When team members are skilled but not motivated, the team leader‘s role is largely a 

motivational one. We have found that empowering skilled team members with greater 

responsibility for team tasks and performance can be an effective way to increase the team 

member‘s commitment to the team and its goals. Naturally, it is preferable if team members are 

intrinsically motivated rather than extrinsically motivated. 

 

 

 

 

 

 

 



CHAPTER 6 

Managing the Temporary Team 

 

The use of temporary teams, often called ad hoc committees, task forces, or project teams, is 

widely practiced in most organizations. This collection of people must come together and in a 

relatively short time (usually from six weeks to a year) come up with a work plan, make 

decisions, develop recommendations, or take specific actions that are carefully thought through 

and useful. To accomplish these goals in a relatively short time with people who already have 

full-time assignments elsewhere in the organization, the team must come together and quickly 

coalesce and be productive almost immediately—which is not easy given that developing the 

appropriate team context, composition, and team competencies typically takes considerable time. 

How to start and manage these types of 

teams is the focus of this chapter.  

 

Preliminary Conditions for Temporary Teams 

Temporary teams are usually constrained by time. They are generally together for a short 

duration and have limited time for any given session. Therefore members often feel under 

pressure to dive immediately into the work at hand and are reluctant to spend the time needed to 

get acquainted, plan how the group will work, make realistic assignments, develop measurable 

performance goals, and build some commitment to one another—in other words, become a real 

team. A case study of two groups, each appointed to function for about a year, highlights the 

importance of team formation to the group‘s later functioning. One group was a high school 

science curriculum committee asked to try to coordinate a unified curriculum for all the science 

classes in the high school. The other was the Atomic Energy Committee under the direction of 

David Lillienthal, which was given the charge to develop the guidelines for the control and use 

of atomic energy in the United States following the blasts over Hiroshima and Nagasaki in 

World War II. At the end of the year, the high school curriculum committee had nothing to show 

for its efforts and declared the problem too complex to solve by a committee. In contrast, the 

Atomic Energy Committee completed an extensive document that outlined the policies for the 

use of atomic energy for the nation, and this report became the basis of national policy in this 

area. 



The case analysis showed that a major difference between the two groups was the way they 

began. The curriculum group plunged immediately into work and struggled for a year because it 

did not develop processes for dealing with different ideas, opinions, and recommendations and 

found itself riddled with conflict almost from the beginning. Little time was spent getting 

acquainted, discussing how to resolve disputes or disagreements, or developing a process for 

―consensual‖ or ―majority vote‖ decision making. The Atomic Energy group started differently. 

During the first several meetings, members spent time getting acquainted with one another and 

developing some guidelines for working together. This group adopted as one of its important 

operating principles the notion that all members were intelligent, committed, productive people. 

Therefore if any group member said that he or she did not understand something, did not agree 

with something, or felt lost or confused, all members said, ―We are therefore all confused or not 

in agreement or not fully understanding, and we must review everything again.‖ The group did 

not want to have subgroups forming because of different ideas; nor did the group want members 

to belittle someone by saying, in essence, ―Why are you so stupid you can‘t understand? You are 

holding us up. Get on board and agree so we can move ahead.‖ In other words, to achieve the 

goal of becoming a productive temporary team, team members need to agree that they will spend 

enough time preparing to work before they start into work. An important contextual condition is 

to give the temporary team adequate authority to get the work done. A few years ago, a major 

U.S. automobile company found itself behind its competitors in important design features. An 

analysis showed that temporary design teams made up of people from several basic functional 

departments (engineering, R&D, production, and so on) took as much as a year longer than 

competitors to come up with new designs. Further analysis also disclosed that most team 

members were told by their superiors in their functional departments, ―Don‘t you make any final 

decisions until you come back and check with me.‖ This meant that decisions in the design team 

were continually being postponed while team members checked back with functional bosses. 

These delays continued until the design teams were given authority to make key decisions 

without checking back with departments. While having the proper amount of authority to make 

decisions is important, temporary teams are typically acting upon the request of senior managers 

in the organization, and it is senior management who often has the final word when it comes to 

the decisions or actions taken by the team. Hence, it important for the team to keep senior 

managers or those sponsoring the team activities aware of the progress the team is making and 



what decisions have or will be made. Unfortunately, many temporary teams have been derailed 

because after they complete their work, senior managers complain, ―We didn‘t know that‘s what 

you were doing. Who authorized you do to that?‖ Moreover, if the implementation of the 

temporary team‘s decisions requires the support of other stakeholders—people, departments, or 

groups—outside the team, it is important to either include people representing those stakeholders 

on the team or have a liaison to report team progress to those stakeholders so they will be 

supportive of the team‘s decisions when implementation of the team‘s decisions is needed. One 

solution to this problem is to identify what types of decisions will need to be made and then 

clearly outline who has the authority to sign off on those specific decisions (see the ―strategic 

decision-making template‖ process used by Eli Lilly, described in Chapter Twelve). One 

temporary committee at a university was tasked to redesign the college‘s curriculum and spent an 

entire semester meeting each week to come up with a new set of classes. However, the 

committee failed to keep the faculty (who would need to implement the changes) informed of the 

team‘s ideas and progress. When the committee presented its recommendations to the faculty for 

a vote, the faculty turned down the recommendations. Why? Because little had been done to 

make sure that the committee‘s actions had the support of key stakeholders, namely the faculty. 

After the vote, the curriculum committee was disbanded, leaving team members feeling 

discouraged and feeling that the entire effort was a waste of their valuable time. 

The major tasks facing the temporary team are basically the same as for more permanent teams. 

Team members must build relationships, establish a supportive emotional climate, and work out 

methods for (1) setting goals, (2) solving problems, (3) making decisions, (4) ensuring follow-

through and completion of tasks, (5) establishing open lines of communication, and (6) ensuring 

an appropriate support system that will let people feel accepted and yet keep issues open for 

discussion and disagreement. One advantage the temporary team has over an established unit in a 

team-building situation is that it does not have to break down any barriers, bad habits, useless or 

harmful stereotypes or attitudes, inappropriate working relations, or procedures that have been 

formed and are sometimes set rigidly in the concrete of human habit. Generally the new team can 

start its activities by asking, ―How can we set in motion the kinds of actions that will allow us to 

work together and get our goals accomplished and leave us feeling good about ourselves and one 

another?‖ 

 



Design for a Temporary Team 

When a temporary team is being formed, team members must first meet long enough for people 

to get acquainted and to set guidelines and procedures for work. The design of a new temporary 

team consists of several distinct steps. 

 

Step 1. Developing a Realistic Priority Level 

Often people who are put together on a new team, frequently by assignment, have slightly 

different levels of priority or commitment to the work of the team. Some may see it as a highly 

significant assignment and worthy of a great deal of time and energy. Others may see it as 

important but lower on their personal priority list, and yet others may see it as low in both 

importance and priority. 

To come to grips with the priority issue, team members can do the following: 

1. Using the scale shown in Figure 10.1, have each person draw a vertical line that represents his 

or her total work requirements and their priorities. Each person marks the point that represents 

where this team assignment ranks as a priority activity. 

2. Next, have each person write down the amount of time he or she is willing to commit to the 

work of the team over a month‘s time. 

3. Summarize the priority rankings and also the time commitments. Note the range of times and 

priorities and also the averages for the two dimensions. 

4. In the group let each person who desires explain his or her priority and time rankings and then 

come to agreement as to a realistic amount of time and energy that can be expected of the team 

as a whole. Persons with a higher priority and team commitments may be allowed to accept 

heavier assignments. Making this decision openly reduces the resentment some have for doing 

more work and the guilt of others for letting them.  Understanding the priority of time and 

commitment is especially important for a temporary team. This step may not be useful for a new 

team that will continue to stay together. 

 

Step 2. Sharing Expectations 

Give five minutes for each person to think about and get ready to respond to the following 

questions: 

• What worries you most or is your biggest concern about working on this team? 



• How would this team function if everything went just as you hoped? 

• What do you expect to be the barriers to effective team functioning? What will likely prevent 

the team from achieving its goals? 

• What actions do you think must be taken to ensure the positive outcomes? 

Each person should be given an opportunity to share reactions, and everyone should respond to 

each question in turn. Try to identify the major concerns people have and list them on a 

blackboard 

Figure  Priority Rankings. 

 

 

Step 3. Clarifying Goals 

Having established priority and commitment levels and identified positive and negative 

expectations, the new team is ready to clarify its goals and objectives. The team should discuss 

and then write down what members agree is the team‘s core mission—a statement of the basic 

function or ―reason for being‖ for that group, committee, or team. All plans and actions should 

be evaluated against the core mission. The question to ask continually is, ―If we continue the 

activities already outlined, will we accomplish our core mission?‖ Extending from the core 

mission are the subgoals and specific objectives for a given period of time. For example, the 



Edgemont Company formed a task force to review all training and development activities in the 

company and to make some recommendations for a coordinated training and development effort. 

The task force met and established its core mission : 

 

―The mission of this task force is to ensure that the Edgemont Company has appropriate and 

effective programs in management and organization development.‖ Subgoals were then 

identified. The team agreed to try to accomplish the core mission by (1) reviewing all ongoing 

training and development programs; (2) assessing the effectiveness of these programs; (3) 

determining if there were any overlaps or major gaps in training and development; (4) 

constructing a model of an effective program; (5) making recommendations to the executive 

committee as to the type of program needed; (6) assisting, if needed, 

in the implementation of the recommendations; and (7) assisting in evaluating the consequences 

or results of the implemented recommendations. Once the core mission and specified subgoals 

have been set, the task force can make specific assignments to its members. 

 

Step 4. Formulating Operating Guidelines 

The new team needs to establish guidelines for how it will work. Provisions also need to be 

formulated for changing the guidelines if they prove to be dysfunctional or inappropriate as 

conditions change. The guidelines should clarify actions and roles and should reduce the 

ambiguity or mixed expectations of people as to how things ought to function, which is the basis 

of a great deal of conflict in a working group. The following questions indicate some of the areas 

for which guidelines may be useful. 

How Will We Make Decisions? It is useful for the new team to talk about its decision-making 

procedures. Do members want to make all decisions by majority vote or team consensus, or do 

they want to leave some decisions to subgroups that are assigned to work? If the group opts to 

make decisions by consensus, all should realize that this does not mean unanimity (everyone 

thinking alike). A 

consensus is a decision hammered out by permitting everyone to have a say. Consensus is 

reached after discussion, give-and-take, and compromise—when people can honestly say, ―This 

is a sound decision—one that I am willing to support and implement. It is not exactly what I 

personally want, but given the range of opinions, the time factor, and the kinds of personalities 



involved, it is a good working decision.‖ Unless everyone can take that position, a consensus has 

not been reached. Discussion would need to continue, and adjustments or compromises or new 

alternatives would have to be explored until a solution is found that results in team consensus. 

What Will Be Our Basic Method for Work? The team should decide what it feels will be the 

most efficient way to get work done. Should the total group consider all items? Should people do 

individual work that is then submitted to the group? Or should subcommittees do the initial 

work? All of these methods may be used, depending on the nature of the work to be done. 

However, the method of work should be decided at the outset. 

 

How Do We Make Sure That Everyone Gets a Chance to Discuss Issues or Raise Concerns? If 

a team is to be effective, members need to feel that they can discuss and have considered issues 

or concerns they deem important. How will the team ensure this condition? It may be agreed that 

any members can put any item of concern on the agenda for the next meeting. An ―open‖ 

meeting might be scheduled periodically to allow discussion of any topic or issue. Time could be 

reserved at the end of certain meetings for an open discussion. Members could be asked to 

distribute a memo identifying the issue they want discussed.  

 

How Will We Resolve Differences? Any working group will have times when individuals or 

subgroups disagree. If not handled or managed, disagreements can, at the least, waste time and 

may even split the group into warring factions. A guideline for dealing with differences can be 

useful. If two people or subgroups disagree, it may be more useful to have a guideline stating 

that they get together (sometimes with a mediator) outside of the meeting of the whole group to 

work out their differences rather than holding up the actions of the entire team. A third person or 

subunit could be appointed to listen to both sides of the issues and then recommend possible 

compromises or new alternatives. Time limits for the open discussion of differences might 

expedite reaching a conclusion (or might be a frustrating hindrance). A majority voting 

procedure might be appropriate if the group can honestly adopt a ―loyal opposition‖ position that 

allows the people the right to disagree or vote differently but still implement actions. Whatever 

the method for discussing, understanding, and resolving issues, a guideline will provide a 

beginning for coping with the sensitive problem of differences that may occur. 

 



How Will We Ensure the Completion of Work? One of the major problems in working in 

groups (particularly of a committee or a task force) is the frustrating experience of some people 

coming unprepared or failing to complete assignments. How can the team face that issue 

constructively? The guidelines may state that no one will be given or will accept an assignment if 

the person honestly knows that he or she will not invest an appropriate amount of energy in its 

preparation. This means that there must be a realistic level of priority building and a climate of 

trust so that people will feel free to state their honest preferences and reactions to assignments. 

This guideline may outline a procedure for having the chairperson or other designated leader 

remind everyone with an assignment at a suitable time prior to the next meeting. An action 

summary of every meeting will clearly identify all assignments and dates for report and 

completion, as illustrated in Figure. 

The action summary can be used in place of or in addition to regular narrative minutes, but it 

should clearly pinpoint assignments and times for completion. The guideline may suggest an 

appropriate action, such as a personal visit by the chairperson, a report and explanation to the 

committee, or some other review mechanism, if a person fails to complete an assignment. 

 

How Will We Change Things That Are Not Producing Results? 

There should be some guidelines for reviewing the way the committee or team has been working 

and a method for making changes when guidelines or procedures or even people in certain 

positions 

 

Figure . Tracking Assignments. 



 are no longer achieving results. This guideline may suggest a periodic evaluation session at 

which the team honestly looks at its own work, reviews its successes and failures, and asks, 

―What changes would make the team more effective?‖ If team guidelines have been operating 

effectively, many issues will have been covered, but the team may need to agree on a periodic 

review and evaluation meeting or that any person may call for such a meeting when he or she 

feels that conditions warrant it. Again, the success of such a meeting depends on people feeling 

free to express their honest views about the team‘s effectiveness and to make recommendations 

for improvement. A fearful, defensive group will find it difficult to plan useful changes. 

Temporary teams that are functioning poorly may also decide to engage in more extensive team-

building activities by using one of the designs outlined in Chapter Six. 

 

How Can We Keep Key Stakeholders Informed? The temporary team should generate a list of 

key stakeholders—senior managers, department heads, clients, and so on—who will pass 

judgment on the team‘s final product. Next to each name on the list, the team should note when 

the stakeholder needs to be informed of a team decision or activity, or whether the stakeholder 

must actually approve of the decision or activity. In this way, as the team sets out a timetable for 



its work, it can identify when to get stakeholders involved at appropriate milestones to ensure 

their support and avoid an unpleasant surprise like the one experienced by the college curriculum 

committee described earlier. In summary, managing a temporary team creates certain challenges 

for such a team given the short time frame in which it has to 

do its work. Up-front planning and sharing of expectations is often the key to successful 

temporary teams. The team also needs to set clear priorities and goals, and set up operating 

guidelines for how to make decisions, keep the work on schedule, solve problems, and keep key 

stakeholders informed. 

 

A decade ago it was rare to work on a virtual team. Today, virtual teams are everywhere. What‘s 

changed? First, companies are increasingly global, with office locations in numerous countries, 

which means that many teams simply cannot be co-located. Second, advances in communication 

technology have dramatically lowered the costs of coordinating across distances, thereby making 

it more cost-effective to create and manage virtual teams. Finally, companies face increasingly 

complex business problems that require the contributions of people with varied knowledge who 

reside in different locations and time zones. Research by the Gartner group shows that in the year 

2000, 45 percent of an employee‘s time was spent working with people in other locations while 

55 percent was spent working 

alone or with people in the same location.1 Gartner projects that by 2010, 55 percent of a typical 

employee‘s time will be spent working on virtual teams. This trend suggests that a company‘s 

ability to 

manage virtual teams effectively will be critical to success. In this chapter we address important 

questions related to how to manage virtual teams effectively: 

• How does a virtual team differ from a traditional team? 

• What are the common problems of managing virtual teams? 

• How do you do team building in a virtual team? 

How Virtual Teams Differ from Traditional Teams 

Virtual teams differ from traditional teams in at least three ways: 

1. Greater diversity in work norms and expectations 

2. Greater reliance on technology as a vehicle for communication 

3. Greater demands on the team leader 



Unlike traditional co-located teams, virtual teams are assembled with individuals from different 

locations with much greater diversity of cultures, languages, and business functions (for 

example, sales, engineering, and so on). Because a virtual team is composed of members with 

much greater individual diversity, there is much greater diversity in team work norms and 

expectations. Naturally, this is more likely to lead to group conflict (see Chapter Seven on the 

problems and strengths of diversity). To illustrate, when Daimler-Benz merged with Chrysler, it 

was necessary for the two companies to create a variety of ―integration‖ teams with executives 

from Daimler in Germany working with executives from Chrysler in the United States. It should 

come as no surprise that these teams faced numerous difficulties integrating operations because 

America‘s Chrysler and Germany‘s Daimler-Benz had different corporate cultures that were 

reflective of their country cultures. A senior DaimlerChrysler executive (who was an American 

from Chrysler) claimed that the joint DaimlerChrysler teams faced significant conflicts and 

challenges as a result of differences in work norms and expectations. He described these 

differences to us using the following analogy. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Chapter 7 

What Is Effective Leadership 

 

The difference between leadership and management 

Many current textbooks deal with leadership as though there is one set of defining 

characteristics. Our experience, from interviewing leaders for this book, has shown that this is 

certainly not the case. The requirements of senior leaders and board-level executives are clearly 

different from the attributes required by the middle managers who are expected to implement the 

strategy that has been agreed by the Board. In addition, aspiring leaders such as graduate trainees 

need to demonstrate different traits and characteristics. All these groups need to demonstrate 

leadership competence but at different levels and in different ways. There is no single recipe for 

leadership. 

 

However, let us start by making the distinction between leadership and manage-ment, if only to 

ensure that we are using a shared language throughout the rest of this book. 

 

The model shown in Table 1.1 is adapted from the model by John Kotter of Harvard Business 

School in his article ‗What leaders really do‘ written for Harvard Business Review in 1990. 

Taking the main headings from the Kotter model, the main differences have been detailed in the 

following context. 

 

Direction – vision and strategic thinking 

 

Leaders need to have far-sightedness, the ability to look far into the future with regard to their 

company, team or department. They need to have external antennae, assessing the market 

changes, environmental forces and competitor activities. 

 

Table 1.1  Model of leadership versus management 

 

 Management Leadership 



Direction Planning and budgeting Keeping an 

eye on the bottom line 

Creating a vision and strategy 

Keeping an eye on the horizon 

Alignment Organizing and staffing 

Directing and controlling 

Creating boundaries 

Creating shared culture and values 

Helping others grow 

Reduce boundaries 

Relationships Focus on task – produce/sell 

goods and services 

Based on a position of power 

Acting as boss 

Focus on people – inspiring and 

motivating followers 

Based on personal power 

Acting as coach, facilitator, 

persuader 

Personal 

qualities 

Organizational skills 

Problem solving 

Telling 

Conformity 

Strategic view 

Open mind 

Asking 

Innovation 

Outcomes Maintains stability Creates change, often radical 

change 

 

Even more challenging than simply having far-sightedness, they need ‗double vision‘ – the 

ability to look into the future and at the day-to-day situation at the same time. They need to be 

looking at the future, with one eye on the current position and be able mentally to conduct a 

constant gap analysis of the situation. 

 

Leaders need to be able to define this vision in a way that people can buy into and want to 

follow. This is a competence in itself. Many leaders have a much focussed vision, but seem to 

have overlooked the fact regarding people‘s need to share it. One law firm conducted a staff 

survey on a yearly basis where they asked people as to how clearly they understood the vision of 

the firm. Only 20 per cent of the people agreed that there was a clearly communicated vision. 

Not surprisingly, there was also a lack of focus on achieving the targets and financial goals of the 

firm. This was simply because most people did not even have this on their radar screen. They 

were very clear about the need to provide excellent client service and to develop their 

professional expertise, but when they were asked what the strategy was for the next three years, 



there was a distinct lack of clarity. This simple example shows the value of effective direction. 

Leadership time spent on communication has clear financial benefits. How much time do your 

leaders spend on communication of strategy? This does not mean the once-a-year conference; it 

means how much time is spent on a monthly and weekly basis. 

 

While leaders need to focus on vision and strategy, managers are more concerned with 

implementing the vision and strategy, and translating them into tangible plans and projects. They 

need clear organizational skills, planning skills and the ability to take limited resource and make 

it go further – a challenging requirement at any time. 

 

They are required to achieve short-term goals, but efficiently and quickly. Their focus is more on 

the day-to-day objectives and one of the greatest challenges when developing leaders is exactly 

this. They are not used to thinking broadly, looking at the external market and seeing what is 

happening in the wider frame. They are purely focussed on delivering the short-term objectives, 

which ultimately achieve the overall business plan. 

 

Alignment 

 

Leaders need to be concerned with the overall alignment of vision, goals, values and culture. 

This means that they should be spending time on 

• defining the company values  

• creating a shared culture of behaviours  

• creating an organization structure that fits in with the needs of the future  

• identifying key skills and attributes required for the future  

 

Managers should be 

• working towards alignment within their own work teams  

• communicating the values and should be making them a reality  

• resourcing and recruiting people with the right skills for the future  

• ensuring that people develop skills needed in their current job  

 



 

Relationships 

Leaders need to be highly influential, both externally and internally. One of the key differences 

in terms of relationship management is that senior leaders spend more time influencing and 

persuading others with whom they have no positional authority. They work with key 

stakeholders rather than with reporting teams and they need to have well-developed skills in this 

area. 

 

Managers are more concerned with supporting and training their team members on a regular 

basis in order to achieve day-to-day objectives. Obviously, there will be differences depending 

on the levels of management and the size and/or culture of the organization. 

 

Personal qualities 

So, do leaders and managers need different interpersonal skills? Many of the personal skills are 

what bind the two groups together. 

Many of the skills apply to both managers and leaders (see Figure 1.1). The interpersonal skills 

unite these two groups of behaviours. The difference between the behaviours of leaders and 

managers is in the context in which these skills are utilized. Effective leaders need to use some 

management skills and effective managers need to use some leadership skills. 

However, one of the most significant issues is that managers and potential leaders are often not 

given the opportunity to put some of these leadership characteristics into practice. Not 

surprisingly, therefore, they do not get much practice and then find it difficult when they need to 

use these skills on a regular basis. 

 
 

Management Leadership 
 

Planning Listening Vision setting 
 

Problem solving Feedback 
Strategic  

Challenge  

 

thinking  

Implementing Flexibility  

 
 

Resourcing Coaching External focus 
 

Emotional  
 

 

Innovation 
 

Teamworking intelligence 
 

Doing things 
Motivation Creating change  

  

  
 

right  Doing the right 
 

  thing 
 

 
Figure 1.1  Personal skills 



Outcomes 

The key difference here is that leaders are focused on creating change in order to meet the 

moving market conditions. Their focus is on advances and change. Man-ager‘s primary focus is 

on maintaining stability during these periods of change. 

 

In summary, owing to the difference in the skills required, one can start to see the need for 

different types of leadership development depending on the seniority of the individuals and also 

on the size and type of organisation in which they are employed. 

 

So, what does a good leader look like in practice? 

Many people think that effective leaders have great charisma. What do we mean by charisma? If 

it means the ability to persuade people that they want to follow you then charisma is important. It 

does not mean that the leader needs to be larger than life and twice as loud. Leaders need a set of 

skills that persuade people to want to work with them. Leaders set the emotional standard. They 

are watched and listened to more than other people and their behaviour has a higher influence on 

the behaviour of others. They need to be self-aware and aware of the needs of the people around 

them. Leadership is a ‗contact sport‘. Charismatic leaders have the ability to inspire people to 

want to raise their game and to perform better. They cannot do this by e-mail; they do it by 

human interaction and warmth and by the ability to listen and learn from others. They need to be 

coachable as well as coaches of others. 

 

Charismatic leaders are responsible for creating an environment where others can perform to 

their best. 

In practical terms, how do leaders go about this? One of the key responsibilities of leadership 

teams is to define a shared understanding of the culture required to meet the agreed vision. By 

culture, we mean ‗the way things are done round here‘. Leadership teams need to spend time 

debating what culture is required and how to communicate that desired culture to everyone 

within the company. 

 



For a good leader – one with integrity and intelligence, charisma makes the whole job a lot 

easier. No matter the size of the team, leaders must energise their people. Leaders have to 

persuade their people to take them as leaders. 

– Jack Welch 

Different leadership styles 

 

Great leaders demonstrate a range of behaviours and attributes that can be collectively known as 

leadership style. There is lot of research done on different leadership styles; in this chapter, we 

shall look into only some of the most recent researches on this subject. 

Daniel Goleman, the author of Emotional Intelligence, conducted research on nearly 4000 

executives to identify the effect of different leadership styles on the overall performance of a 

company. He identified six main styles that had an effect on financial returns. 

The styles are as follows: 

• Coercive – ‗do what I tell you‘  

• Visionary – ‗come with me‘  

• Affiliative – ‗people come first‘  

• Democratic – ‗what do you think‘  

• Pace setting – ‗do it better and faster‘  

• Coaching – ‗try this‘  

 

Four of the six styles were shown to have a positive effect on the climate for performance: 

visionary, affiliative, coaching and democratic. The coercive style had short-term benefits, and 

pace setting quickly resulted in people‘s motivation dipping and lower results being gained. 

• Visionary – leader states the end game but gives people plenty of leeway to devise their 

own means  

• Affiliative – develops relationships and encourages sharing  

• Coaching – raises performance and develops people for the future  

• Democratic – builds buy-in and consensus  

 

Visionary style 



The visionary style works on the basis of moving people towards a shared picture of success. 

Leaders with this style build allegiance with their people towards a shared dream and therefore 

inspire them to follow the journey to get there. Think of athletes who look forward four years to 

the next Olympics. Together with their coaches they live a shared dream of the gold medal and 

then work backwards to plan the training schedule. In a business context, this style works best 

when there is a need for a change of direction or when the business is starting off. 

 

What do leaders do to demonstrate this style? 

 

• Share their ideas for the future  

• Think long-term and beyond the current problem-set  

• Communicate at all levels to get buy in  

• Eloquently articulate a vision that people can understand and want to buy into  

• Tell stories to build a rich picture of what is needed  

• Talk about future and not about past  

• Act as a role model for how they would like others to behave  

• Set the pace rather than allow the pace to be set  

 

Examples of this style of leadership would include Richard Branson – How many other people 

could persuade people to buy a seat on a rocket into space at 200 000 dollars per ticket? 

 

Coaching style 

This style of leadership helps people to improve their performance by building their long-term 

capabilities. The coaching style focuses on people‘s skills and develops them to improve their 

performance on a day-by-day basis. It builds motivation by tapping into what the individual 

values are i.e. increased personal skill level while also building value for the organization. 

 

There are many organizations in which this style is clearly observed and valued. These 

organizations are recognized for their skills in developing people and for revenue generation. 

Coaching style of leadership takes time but has lasting benefits. 

 



What do leaders do to demonstrate this style? 

 

• Listen to the needs of their people  

• Work at the pace of the individuals being coached rather than impose their own pace  

• Demonstrate active listening and empathy  

• Ask tough questions to make the individual think for themselves  

• Challenge people to do things differently  

• Help people to set clear development goals  

• Give frequent feedback  

• Give regular praise and recognition  

 

 

Affiliative style 

The affiliative style builds motivation by creating harmony and by bringing people together in a 

collaborative way. Affiliative leaders value time with their people and are open about their own 

emotions. They put emphasis on personal relationships above task completion and strive to keep 

people happy and in harmony with each other. This style can have greater benefits in forging 

close teamwork; but when used alone can often fail to highlight weaknesses or poor 

performance. This style is used most effectively with the visionary style. People are clear on the 

shared goals and are valued for their individual contribution to a greater extent. Affiliative 

leaders build tremendous loyalty and are comfortable with giving praise and recognition. They 

believe that the people who feel good about themselves perform better. They need also to temper 

this with the other styles to ensure that they highlight issues when they arise and that they focus 

on honest conversations and developing even better performance. 

 

Within a very successful skin care products company that was founded about 10 years ago, the 

two women founders shared a strong visionary style, constantly expanding the vision of what 

was possible. The successful factor was that one of the founders also had a highly developed 

affiliative style which made people want to do their best for her. She cared about the 200 or more 

employees, knew them all personally and spent time socializing with them. The company had 

monthly social events. During these events, all the employees were given samples of the new 



products and for every Christmas, a carol service and a party were conducted, boosting social 

morale. It may be asked, what impact this has on the bottom line? But when sales exceeded all 

targets and plans, during Christmas, one particular year, everyone turned out on their own to 

pack and wrap the products and ensured that they got out of the door in time. 

What do leaders do to demonstrate this style? 

• Give frequent praise and recognition  

• Spend time on personal conversations  

• Get to know what makes people tick  

• Collaborate rather than compete  

• Focus on the person rather than the task  

 

Successful affiliative leaders mix this style with the other styles to ensure that they keep 

standards high and do not tolerate average performance. 

Democratic style 

Leaders with democratic style build commitment by participation and by valu-ing people input. 

They believe that everyone has a view and that it should be heard. They have high empathy and 

do not judge ideas too quickly. This style is useful when there is a need to create consensus 

among widely differing views. Democratic leaders are skilled at healing rifts in groups and at 

resolving conflict. This style is of high importance with many mergers and acquisitions when 

people are coming from very different starting points. Again, this style works well with visionary 

leadership, because, when people have a shared goal, they find it easier to agree. 

 

This style is similar to partnerships in professional services and also small niche consultancies 

where people are working together with strong, shared beliefs and values. Characteristics of 

these knowledge-based companies include a lot of time spent on discussion and listening to 

different views. The disadvantage can be the amount of time it takes to get decisions made but 

there will be great buy in once the decision is made. This is obviously important in structures 

where all parties have an equal voice or ownership of the company. However, this style takes 

time owing to the amount of discussion and debate that is needed before actions are taken. 

 

 



What do leaders do to demonstrate a democratic style? 

• Listen  

• Ask for others‘ views  

• Mediate different views effectively  

• Collaborate  

• Influence skills  

• Develop strong teamwork  

• Allow themselves to be open to alternative suggestions  

 

All of these four styles have been shown to have a positive effect on the cli-mate for 

performance. Therefore, we need to focus on developing these specific competences in our 

leaders. Later in the book, we shall show how development programmes can integrate these 

different attributes and develop them in the most effective way. 

 

These four styles are only a way of defining leadership styles. Another well-known concept of 

leadership styles was developed by Paul Hersey and Kenneth Blanchard in their book 

Management of Organisational Behaviour. 

This model of leadership takes two axes – competence and commitment. 

Competence is the level of skills possessed to do a particular task. 

Commitment means the level of motivation for doing that task. 

 

 

 

 

 

 

 

 

 

 

 



CHAPTER 8 

Overview Leadership 

 

"Leader" redirects here. For other uses, see Leader (disambiguation). 

Psychology 

The Greek letter 'psi', a symbol for psychology 

Leadership has been described as "a process of social influence in which one person can enlist 

the aid and support of others in the accomplishment of a common task", although there are 

alternative definitions of leadership. For example, some understand a leader simply as somebody 

whom people follow, or as somebody who guides or directs others, while others define 

leadership as "organizing a group of people to achieve a common goal" 

Studies of leadership have produced theories involving traits, situational interaction, function, 

behavior, power, vision and values, charisma, and intelligence, among others. 
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Main four Theories 

Early western history 

The search for the characteristics or traits of leaders has been ongoing for centuries. 

Philosophical writings from Plato's Republic to Plutarch's Lives have explored the question 

"What qualities distinguish an individual as a leader?" Underlying this search was the early 

recognition of the importance of leadership and the assumption that leadership is rooted in the 

characteristics that certain individuals possess. This idea that leadership is based on individual 

attributes is known as the "trait theory of leadership". 

The trait theory was explored at length in a number of works in the 19th century. Most notable 

are the writings of Thomas Carlyle and Francis Galton, whose works have prompted decades of 

research. In Heroes and Hero Worship (1841), Carlyle identified the talents, skills, and physical 

characteristics of men who rose to power. In Galton's Hereditary Genius (1869), he examined 

leadership qualities in the families of powerful men. After showing that the numbers of eminent 

relatives dropped off when moving from first degree to second degree relatives, Galton 

concluded that leadership was inherited. In other words, leaders were born, not developed. Both 

of these notable works lent great initial support for the notion that leadership is rooted in 

characteristics of the leader. 

Rise of alternative theories 

In the late 1940s and early 1950s, however, a series of qualitative reviews of these studies (e.g., 

Bird, 1940; Stogdill, 1948; Mann, 1959) prompted researchers to take a drastically different view 

of the driving forces behind leadership. In reviewing the extant literature, Stogdill and Mann 

found that while some traits were common across a number of studies, the overall evidence 

suggested that persons who are leaders in one situation may not necessarily be leaders in other 

situations. Subsequently, leadership was no longer characterized as an enduring individual trait, 

as situational approaches (see alternative leadership theories below) posited that individuals can 

be effective in certain situations, but not others. This approach dominated much of the leadership 

theory and research for the next few decades. 

Reemergence of trait theory 

New methods and measurements were developed after these influential reviews that would 

ultimately reestablish the trait theory as a viable approach to the study of leadership. For 

example, improvements in researchers' use of the round robin research design methodology 



allowed researchers to see that individuals can and do emerge as leaders across a variety of 

situations and tasks. Additionally, during the 1980s statistical advances allowed researchers to 

conduct meta-analyses, in which they could quantitatively analyze and summarize the findings 

from a wide array of studies. This advent allowed trait theorists to create a comprehensive 

picture of previous leadership research rather than rely on the qualitative reviews of the past. 

Equipped with new methods, leadership researchers revealed the following: 

Individuals can and do emerge as leaders across a variety of situations and tasks. 

Significant relationships exist between leadership and such individual traits as: 

 intelligence 

 adjustment 

 extraversion 

 conscientiousness openness to experience 

 general self-efficacy 

While the trait theory of leadership has certainly regained popularity, its reemergence has not 

been accompanied by a corresponding increase in sophisticated conceptual frameworks. 

Specifically, Zaccaro (2007) noted that trait theories still: focus on a small set of individual 

attributes such as Big Five personality traits, to the neglect of cognitive abilities, motives, values, 

social skills, expertise, and problem-solving skills; 

fail to consider patterns or integrations of multiple attributes; do not distinguish between those 

leader attributes that are generally not malleable over time and those that are shaped by, and 

bound to, situational influences; do not consider how stable leader attributes account for the 

behavioral diversity necessary for effective leadership. 

Attribute pattern approach 

Considering the criticisms of the trait theory outlined above, several researchers have begun to 

adopt a different perspective of leader individual differences—the leader attributes pattern 

approach. In contrast to the traditional approach, the leader attribute pattern approach is based on 

theorists' arguments that the influence of individual characteristics on outcomes is best 

understood by considering the person as an integrated totality rather than a summation of 

individual variables. In other words, the leader attribute pattern approach argues that integrated 

constellations or combinations of individual differences may explain substantial variance in both 



leader emergence and leader effectiveness beyond that explained by single attributes, or by 

additive combinations of multiple attributes. 

A leadership style is a leader's style of providing direction, implementing plans, and motivating 

people. There are many different leadership styles that can be exhibited by leaders in the 

political, business or other fields. 

1 Authoritarian 

2 Paternalistic Leadership 

3 Democratic 

4 Laissez-faire 

5 Transactional 

6 Transformational 

 

Authoritarian 

The authoritarian leadership style or autocratic leader keeps strict, close control over followers 

by keeping close regulation of policies and procedures given to followers. To keep main 

emphasis on the distinction of the authoritarian leader and their followers, these types of leaders 

make sure to only create a distinct professional relationship. Direct supervision is what they 

believe to be key in maintaining a successful environment and follower ship. In fear of followers 

being unproductive, authoritarian leaders keep close supervision and feel this is necessary in 

order for anything to be done. 

Examples of authoritarian communicative behavior: a police officer directing traffic, a teacher 

ordering a student to do his or her assignment, and a supervisor instructing a subordinate to clean 

a workstation. All of these positions require a distinct set of characteristics that give the leader 

the position to get things in order or get a point across. Authoritarian Traits: sets goals 

individually, engages primarily in one-way and downward communication, controls discussion 

with followers, and donates interaction. 

Paternalistic Leadership 

 

The way a Paternalistic leader works is by acting as a father figure by taking care of their 

subordinates as a parent would. In this style of leadership the leader supplies complete concern 

for his followers or workers. In return he receives the complete trust and loyalty of his people. 



Workers under this style of leader are expected to become totally committed to what the leader 

believes and will not strive off and work independently. The relationship between these co-

workers and leader are extremely solid. The workers are expected to stay with a company for a 

longer period of time because of the loyalty and trust. Not only do they treat each other like 

family inside the work force, but outside too. These workers are able to go to each other with any 

problems they have regarding something because they believe in what they say is going to truly 

help them.  

One of the downsides to a paternalistic leader is that the leader could start to play favorites in 

decisions. This leader would include the workers more apt to follow and start to exclude the ones 

who were less loyal. In today‘s market paternalism is more difficult to come by according to 

Padavic and Earnest who wrote ―business dimensional and Organizational Counseling.‖ They 

believe this because there have become more lay-offs and stronger unionization. This affects 

paternalistic leaders because the co-workers may not believe that their jobs are 100% ensured. 

When this happens, workers begin to look for bigger and better job opportunities instead of 

staying at one company for a longer period of time. Because of this, The leader may be thinking 

that you could be leaving and not fully believe you when you tell them something about a job 

opportunity. This could put the workers and leader at risk for a bad situation.  

According to B. M. Bass who wrote Leadership and Performance Beyond Expectations, workers 

who follow paternalistic leadership also have better organization skills. The leader encourages 

organization because they allow the workers to complete tasks so that they can stay on top of 

their work. The workers complete tasks this boosts self-confidence and it makes them work 

harder to reach a goal and exceed the goal to prove to their boss they are working hard. Having 

this style of leadership can also help implement a reward system. This system will allow their 

workers to work even better because there is something for them at the end of the tunnel. While 

doing this they will also be able to accomplish more work in a set time frame.  

 

Democratic 

The democratic leadership style consists of the leader sharing the decision-making abilities with 

group members by promoting the interests of the group members and by practicing social 

equality. 



This style of leadership encompasses discussion, debate and sharing of ideas and encouragement 

of people to feel good about their involvement. The boundaries of democratic participation tend 

to be circumscribed by the organization or the group needs and the instrumental value of people's 

attributes (skills, attitudes, etc.). The democratic style encompasses the notion that everyone, by 

virtue of their human status, should play a part in the group's decisions. However, the democratic 

style of leadership still requires guidance and control by a specific leader. The democratic style 

demands the leader to make decisions on who should be called upon within the group and who is 

given the right to participate in, make and vote on decisions. Traits of a Good Leader compiled 

by the Santa Clara University and the Tom Peters Group: 

Honest — Display sincerity, integrity, and candor in all your actions. Deceptive behavior will 

not inspire trust. 

Competent — Base your actions on reason and moral principles. Do not make decisions based on 

childlike emotional desires or feelings. 

Forward-looking — Set goals and have a vision of the future. The vision must be owned 

throughout the organization. Effective leaders envision what they want and how to get it. They 

habitually pick priorities stemming from their basic values. 

Inspiring — Display confidence in all that you do. By showing endurance in mental, physical, 

and spiritual stamina, you will inspire others to reach for new heights. Take charge when 

necessary. 

Intelligent — Read, study, and seek challenging assignments. 

Fair-minded — Show fair treatment to all people. Prejudice is the enemy of justice. Display 

empathy by being sensitive to the feelings, values, interests, and well-being of others. 

Broad-minded — Seek out diversity. 

Courageous — Have the perseverance to accomplish a goal, regardless of the seemingly 

insurmountable obstacles. Display a confident calmness when under stress. 

Straightforward — Use sound judgment to make a good decisions at the right time. 

Imaginative — Make timely and appropriate changes in your thinking, plans, and methods. Show 

creativity by thinking of new and better goals, ideas, and solutions to problems. Be innovative! 

 

Research has found that this leadership style is one of the most effective and creates higher 

productivity, better contributions from group members and increased group morale. Democratic 



leadership can lead to better ideas and more creative solutions to problems because group 

members are encouraged to share their thoughts and ideas. While democratic leadership is one of 

the most effective leadership styles, it does have some potential downsides. In situations where 

roles are unclear or time is of the essence, democratic leadership can lead to communication 

failures and uncompleted projects. Democratic leadership works best in situations where group 

members are skilled and eager to share their knowledge. It is also important to have plenty of 

time to allow people to contribute, develop a plan and then vote on the best course of action. 

 

Laissez-faire 

The laissez-faire leadership style is where all the rights and power to make decisions is fully 

given to the worker. This was first described by Lewin, Lippitt, and White in 1938, along with 

the autocratic leadership and the democratic leadership styles. The laissez-faire style is 

sometimes described as a "hands off" leadership style because the leader delegates the tasks to 

their followers while providing little or no direction to the followers. If the leader withdraws too 

much from their followers it can sometimes result in a lack of productivity, cohesiveness, and 

satisfaction. 

Laissez-faire leaders allow followers to have complete freedom to make decisions concerning the 

completion of their work. It allows followers a high degree of autonomy and self-rule, while at 

the same time offering guidance and support when requested. The laissez-faire leader using 

guided freedom provides the followers with all materials necessary to accomplish their goals, but 

does not directly participate in decision making unless the followers request their assistance. 

 

This is an effective style to use when: 

 Followers are highly skilled, experienced, and educated. 

 Followers have pride in their work and the drive to do it successfully on their own. 

 Outside experts, such as staff specialists or consultants are being used. 

 Followers are trustworthy and experienced. 

 This style should NOT be used when: 

 Followers feel insecure at the unavailability of a leader. 

 The leader cannot or will not provide regular feedback to their followers. 

 



Transactional 

The transactional style of leadership was first described by Max Weber in 1947 and then later 

described by Bernard Bass in 1981. Mainly used by management, transactional leaders focus 

their leadership on motivating followers through a system of rewards and punishments. There are 

two factors which form the basis for this system, Contingent Reward and management-by-

exception. 

Contingent Reward Provides rewards, materialistic or psychological, for effort and recognizes 

good performance. 

Management-by-Exception allows the leader to maintain the status quo. The leader intervenes 

when subordinates do not meet acceptable performance levels and initiates corrective action to 

improve performance. Management by exception helps reduce the workload of managers being 

that they are only called-in when workers deviate from course. 

This type of leader identifies the needs of their followers and gives rewards to satisfy those needs 

in exchange of certain level of performance. 

Transactional leaders focus on increasing the efficiency of established routines and procedures. 

They are more concerned with following existing rules than with making changes to the 

organization. 

A transactional leader establishes and standardizes practices that will help the organization reach: 

 Maturity 

 Goal-setting 

 Efficiency of operation 

 Increasing productivity. 

 

Transactional leadership style effect on work teams 

In a survey done by Jun Liu, Xiaoyu Liu and Xianju Zeng on the correlation of Transactional 

leadership and how innovations can be affected by team emotions. The research was composed 

of 90 work teams, with a total of 460 members and 90 team leaders. The study found that there is 

a relationship between emotions, labor behavior and transactional leadership that affect for the 

team. Depending on the level of emotions of the team; this can affect the transactional leader in a 

positive or negative way. Transactional leaders work better in teams where there is a lower level 

of emotions going into the project. This is because individuals are able to 



Think freely when setting their emotions aside from their work. 

Have all of their focus on the given task. 

A transactional leader is: 

Negatively affected when the emotional level is high. 

Positively affected when the emotional level is low. 

 

Transactional leadership presents a form of strategic leadership that is important for the 

organizations development. Transactional leadership is essential for team innovativeness. 

Transformational 

 

A transformational leader is a type of person in which the leader is not limited by his or her 

followers' perception. The main objective is to work to change or transform his or her followers' 

needs and redirect their thinking. Leaders that follow the transformation style of leading, 

challenge and inspire their followers with a sense of purpose and excitement. They also create a 

vision of what they aspire to be, and communicate this idea to others (their followers). According 

to Schultz and Schultz, there are three identified characteristics of a transfomational leader: 

 Charismatic leadership has a broad knowledge of field, has a self-promoting personality, 

high/great energy level, and willing to take risk and use irregular strategies in order to 

stimulate their followers to think independently 

 Individualized consideration 

 Intellectual stimulation 

 

 

 

 

 

 

 

 

 

 



CHAPTER 9 

Leadership Theories 

 

Early western history 

The search for the characteristics or traits of leaders has been ongoing for centuries. 

Philosophical writings from Plato's Republic to Plutarch's Lives have explored the question 

"What qualities distinguish an individual as a leader?" Underlying this search was the early 

recognition of the importance of leadership and the assumption that leadership is rooted in the 

characteristics that certain individuals possess. This idea that leadership is based on individual 

attributes is known as the "trait theory of leadership". 

The trait theory was explored at length in a number of works in the 19th century. Most notable 

are the writings of Thomas Carlyle and Francis Galton, whose works have prompted decades of 

research. In Heroes and Hero Worship (1841), Carlyle identified the talents, skills, and physical 

characteristics of men who rose to power. In Galton's Hereditary Genius (1869), he examined 

leadership qualities in the families of powerful men. After showing that the numbers of eminent 

relatives dropped off when moving from first degree to second degree relatives, Galton 

concluded that leadership was inherited. In other words, leaders were born, not developed. Both 

of these notable works lent great initial support for the notion that leadership is rooted in 

characteristics of the leader. 

Rise of alternative theories 

In the late 1940s and early 1950s, however, a series of qualitative reviews of these studies (e.g., 

Bird, 1940; Stogdill, 1948; Mann, 1959) prompted researchers to take a drastically different view 

of the driving forces behind leadership. In reviewing the extant literature, Stogdill and Mann 

found that while some traits were common across a number of studies, the overall evidence 

suggested that persons who are leaders in one situation may not necessarily be leaders in other 

situations. Subsequently, leadership was no longer characterized as an enduring individual trait, 

as situational approaches (see alternative leadership theories below) posited that individuals can 

be effective in certain situations, but not others. This approach dominated much of the leadership 

theory and research for the next few decades. 

Reemergence of trait theory 



New methods and measurements were developed after these influential reviews that would 

ultimately reestablish the trait theory as a viable approach to the study of leadership. For 

example, improvements in researchers' use of the round robin research design methodology 

allowed researchers to see that individuals can and do emerge as leaders across a variety of 

situations and tasks. Additionally, during the 1980s statistical advances allowed researchers to 

conduct meta-analyses, in which they could quantitatively analyze and summarize the findings 

from a wide array of studies. This advent allowed trait theorists to create a comprehensive 

picture of previous leadership research rather than rely on the qualitative reviews of the past. 

Equipped with new methods, leadership researchers revealed the following: 

Individuals can and do emerge as leaders across a variety of situations and tasks. 

Significant relationships exist between leadership and such individual traits as: 

 intelligence 

 adjustment 

 extraversion 

 conscientiousness openness to experience 

 general self-efficacy 

While the trait theory of leadership has certainly regained popularity, its reemergence has not 

been accompanied by a corresponding increase in sophisticated conceptual frameworks. 

Specifically, Zaccaro (2007) noted that trait theories still: focus on a small set of individual 

attributes such as Big Five personality traits, to the neglect of cognitive abilities, motives, values, 

social skills, expertise, and problem-solving skills; 

fail to consider patterns or integrations of multiple attributes; do not distinguish between those 

leader attributes that are generally not malleable over time and those that are shaped by, and 

bound to, situational influences; do not consider how stable leader attributes account for the 

behavioral diversity necessary for effective leadership. 

Attribute pattern approach 

Considering the criticisms of the trait theory outlined above, several researchers have begun to 

adopt a different perspective of leader individual differences—the leader attributes pattern 

approach. In contrast to the traditional approach, the leader attribute pattern approach is based on 

theorists' arguments that the influence of individual characteristics on outcomes is best 

understood by considering the person as an integrated totality rather than a summation of 



individual variables. In other words, the leader attribute pattern approach argues that integrated 

constellations or combinations of individual differences may explain substantial variance in both 

leader emergence and leader effectiveness beyond that explained by single attributes, or by 

additive combinations of multiple attributes. 

Behavioral and style theories 

Main article: Managerial grid model 

In response to the early criticisms of the trait approach, theorists began to research leadership as 

a set of behaviors, evaluating the behavior of successful leaders, determining a behavior 

taxonomy, and identifying broad leadership styles. David McClelland, for example, posited that 

leadership takes a strong personality with a well-developed positive ego. To lead, self-confidence 

and high self-esteem are useful, perhaps even essential. 

 

A graphical representation of the managerial grid model 

Kurt Lewin, Ronald Lipitt, and Ralph White developed in 1939 the seminal work on the 

influence of leadership styles and performance. The researchers evaluated the performance of 

groups of eleven-year-old boys under different types of work climate. In each, the leader 

exercised his influence regarding the type of group decision making, praise and criticism 

(feedback), and the management of the group tasks (project management) according to three 

styles: authoritarian, democratic, and laissez-faire. 

The managerial grid model is also based on a behavioral theory. The model was developed by 

Robert Blake and Jane Mouton in 1964 and suggests five different leadership styles, based on the 

leaders' concern for people and their concern for goal achievement. 

Positive reinforcement 

B.F. Skinner is the father of behavior modification and developed the concept of positive 

reinforcement. Positive reinforcement occurs when a positive stimulus is presented in response 

to a behavior, increasing the likelihood of that behavior in the future. The following is an 

example of how positive reinforcement can be used in a business setting. Assume praise is a 

positive reinforce for a particular employee. This employee does not show up to work on time 

every day. The manager of this employee decides to praise the employee for showing up on time 

every day the employee actually shows up to work on time. As a result, the employee comes to 

work on time more often because the employee likes to be praised. In this example, praise (the 



stimulus) is a positive reinforce for this employee because the employee arrives at work on time 

(the behavior) more frequently after being praised for showing up to work on time. 

The use of positive reinforcement is a successful and growing technique used by leaders to 

motivate and attain desired behaviors from subordinates. Organizations such as Frito-Lay, 3M, 

Goodrich, Michigan Bell, and Emery Air Freight have all used reinforcement to increase 

productivity. Empirical research covering the last 20 years suggests that reinforcement theory 

has a 17 percent increase in performance. Additionally, many reinforcement techniques such as 

the use of praise are inexpensive, providing higher performance for lower costs. 

Situational and contingency theories 

Main articles: Fiedler contingency model, Vroom–Yetton decision model, path–goal theory, and 

situational leadership theory 

Situational theory also appeared as a reaction to the trait theory of leadership. Social scientists 

argued that history was more than the result of intervention of great men as Carlyle suggested. 

Herbert Spencer (1884) (and Karl Marx) said that the times produce the person and not the other 

way around. This theory assumes that different situations call for different characteristics; 

according to this group of theories, no single optimal psychographic profile of a leader exists. 

According to the theory, "what an individual actually does when acting as a leader is in large part 

dependent upon characteristics of the situation in which he functions." 

Some theorists started to synthesize the trait and situational approaches. Building upon the 

research of Lewin et al., academics began to normalize the descriptive models of leadership 

climates, defining three leadership styles and identifying which situations each style works better 

in. The authoritarian leadership style, for example, is approved in periods of crisis but fails to 

win the "hearts and minds" of followers in day-to-day management; the democratic leadership 

style is more adequate in situations that require consensus building; finally, the laissez-faire 

leadership style is appreciated for the degree of freedom it provides, but as the leaders do not 

"take charge", they can be perceived as a failure in protracted or thorny organizational problems. 

Thus, theorists defined the style of leadership as contingent to the situation, which is sometimes 

classified as contingency theory. Four contingency leadership theories appear more prominently 

in recent years: Fiedler contingency model, Vroom-Yetton decision model, the path-goal theory, 

and the Hersey-Blanchard situational theory. 



The Fiedler contingency model bases the leader's effectiveness on what Fred Fiedler called 

situational contingency. This results from the interaction of leadership style and situational 

favorability (later called situational control). The theory defined two types of leader: those who 

tend to accomplish the task by developing good relationships with the group (relationship-

oriented), and those who have as their prime concern carrying out the task itself (task-oriented). 

According to Fiedler, there is no ideal leader. Both task-oriented and relationship-oriented 

leaders can be effective if their leadership orientation fits the situation. When there is a good 

leader-member relation, a highly structured task, and high leader position power, the situation is 

considered a "favorable situation". Fiedler found that task-oriented leaders are more effective in 

extremely favorable or unfavorable situations, whereas relationship-oriented leaders perform best 

in situations with intermediate favorability. 

Victor Vroom, in collaboration with Phillip Yetton (1973) and later with Arthur Jago (1988), 

developed a taxonomy for describing leadership situations, which was used in a normative 

decision model where leadership styles were connected to situational variables, defining which 

approach was more suitable to which situation. This approach was novel because it supported the 

idea that the same manager could rely on different group decision making approaches depending 

on the attributes of each situation. This model was later referred to as situational contingency 

theory. 

The path-goal theory of leadership was developed by Robert House (1971) and was based on the 

expectancy theory of Victor Vroom. According to House, the essence of the theory is "the meta 

proposition that leaders, to be effective, engage in behaviors that complement subordinates' 

environments and abilities in a manner that compensates for deficiencies and is instrumental to 

subordinate satisfaction and individual and work unit performance". The theory identifies four 

leader behaviors, achievement-oriented, directive, participative, and supportive, that are 

contingent to the environment factors and follower characteristics. In contrast to the Fiedler 

contingency model, the path-goal model states that the four leadership behaviors are fluid, and 

that leaders can adopt any of the four depending on what the situation demands. The path-goal 

model can be classified both as a contingency theory, as it depends on the circumstances, and as 

a transactional leadership theory, as the theory emphasizes the reciprocity behavior between the 

leader and the followers. 



The situational leadership model proposed by Hersey and Blanchard suggests four leadership-

styles and four levels of follower-development. For effectiveness, the model posits that the 

leadership-style must match the appropriate level of follower-development. In this model, 

leadership behavior becomes a function not only of the characteristics of the leader, but of the 

characteristics of followers as well. 

Functional theory 

Functional leadership model 

General Petraeus talks with U.S. soldiers serving in Afghanistan 

Functional leadership theory (Hackman & Walton, 1986; McGrath, 1962; Adair, 1988; Kouzes 

& Posner, 1995) is a particularly useful theory for addressing specific leader behaviors expected 

to contribute to organizational or unit effectiveness. This theory argues that the leader's main job 

is to see that whatever is necessary to group needs is taken care of; thus, a leader can be said to 

have done their job well when they have contributed to group effectiveness and cohesion 

(Fleishman et al., 1991; Hackman & Wageman, 2005; Hackman & Walton, 1986). While 

functional leadership theory has most often been applied to team leadership (Zaccaro, Rittman, 

& Marks, 2001), it has also been effectively applied to broader organizational leadership as well 

(Zaccaro, 2001). In summarizing literature on functional leadership (see Kozlowski et al. (1996), 

Zaccaro et al. (2001), Hackman and Walton (1986), Hackman & Wageman (2005), Morgeson 

(2005)), Klein, Zeigert, Knight, and Xiao (2006) observed five broad functions a leader performs 

when promoting organization's effectiveness. These functions include environmental monitoring, 

organizing subordinate activities, teaching and coaching subordinates, motivating others, and 

intervening actively in the group's work. 

A variety of leadership behaviors are expected to facilitate these functions. In initial work 

identifying leader behavior, Fleishman (1953) observed that subordinates perceived their 

supervisors' behavior in terms of two broad categories referred to as consideration and initiating 

structure. Consideration includes behavior involved in fostering effective relationships. 

Examples of such behavior would include showing concern for a subordinate or acting in a 

supportive manner towards others. Initiating structure involves the actions of the leader focused 

specifically on task accomplishment. This could include role clarification, setting performance 

standards, and holding subordinates accountable to those standards. 

Integrated psychological theory 



Main article: Three Levels of Leadership model 

The Integrated Psychological theory of leadership is an attempt to integrate the strengths of the 

older theories (i.e. traits, behavioral/styles, situational and functional) while addressing their 

limitations, largely by introducing a new element – the need for leaders to develop their 

leadership presence, attitude toward others and behavioral flexibility by practicing psychological 

mastery. It also offers a foundation for leaders wanting to apply the philosophies of servant 

leadership and authentic leadership. 

Integrated Psychological theory began to attract attention after the publication of James 

Scouller‘s Three Levels of Leadership model (2011). Scouller argued that the older theories offer 

only limited assistance in developing a person‘s ability to lead effectively. He pointed out, for 

example, that: 

Traits theories, which tend to reinforce the idea that leaders are born not made, might help us 

select leaders, but they are less useful for developing leaders. 

An ideal style (e.g. Blake & Mouton‘s team style) would not suit all circumstances. 

Most of the situational/contingency and functional theories assume that leaders can change their 

behavior to meet differing circumstances or widen their behavioral range at will, when in 

practice many find it hard to do so because of unconscious beliefs, fears or ingrained habits. 

Thus, he argued, leaders need to work on their inner psychology. 

None of the old theories successfully address the challenge of developing ―leadership presence‖; 

that certain ―something‖ in leaders that commands attention, inspires people, wins their trust and 

makes followers want to work with them. 

Scouller therefore proposed the Three Levels of Leadership model, which was later categorized 

as an ―Integrated Psychological‖ theory on the Businessballs education website. In essence, his 

model aims to summarize what leaders have to do, not only to bring leadership to their group or 

organization, but also to develop themselves technically and psychologically as leaders. 

The three levels in his model are Public, Private and Personal leadership: 

The first two – public and private leadership – are ―outer‖ or behavioral levels. These are the 

behaviors that address what Scouller called ―the four dimensions of leadership‖. These 

dimensions are: (1) a shared, motivating group purpose; (2) action, progress and results; (3) 

collective unity or team spirit; (4) individual selection and motivation. Public leadership focuses 



on the 34 behaviors involved in influencing two or more people simultaneously. Private 

leadership covers the 14 behaviors needed to influence individuals one to one. 

The third – personal leadership – is an ―inner‖ level and concerns a person‘s growth toward 

greater leadership presence, knowhow and skill. Working on one‘s personal leadership has three 

aspects: (1) Technical knowhow and skill (2) Developing the right attitude toward other people – 

which is the basis of servant leadership (3) Psychological self-mastery – the foundation for 

authentic leadership. 

Scouller argued that self-mastery is the key to growing one‘s leadership presence, building 

trusting relationships with followers and dissolving one‘s limiting beliefs and habits, thereby 

enabling behavioral flexibility as circumstances change, while staying connected to one‘s core 

values (that is, while remaining authentic). To support leaders‘ development, he introduced a 

new model of the human psyche and outlined the principles and techniques of self-mastery. 

Transactional and transformational theories 

Main articles: Transactional leadership and Transformational leadership 

Eric Berne first analyzed the relations between a group and its leadership in terms of 

transactional analysis. 

The transactional leader (Burns, 1978) is given power to perform certain tasks and reward or 

punish for the team's performance. It gives the opportunity to the manager to lead the group and 

the group agrees to follow his lead to accomplish a predetermined goal in exchange for 

something else. Power is given to the leader to evaluate, correct, and train subordinates when 

productivity is not up to the desired level, and reward effectiveness when expected outcome is 

reached. Idiosyncrasy Credits, first posited by Edward Hollander (1971) is one example of a 

concept closely related to transactional leadership. 

Leader–member exchange theory 

Main article: Leader–member exchange theory 

Another theory that addresses a specific aspect of the leadership process is the leader–member 

exchange (LMX) theory, which evolved from an earlier theory called the vertical dyad linkage 

(VDL) model. Both of these models focus on the interaction between leaders and individual 

followers. Similar to the transactional approach, this interaction is viewed as a fair exchange 

whereby the leader provides certain benefits such as task guidance, advice, support, and/or 

significant rewards and the followers reciprocate by giving the leader respect, cooperation, 



commitment to the task and good performance. However, LMX recognizes that leaders and 

individual followers will vary in the type of exchange that develops between them. LMX 

theorizes that the type of exchanges between the leader and specific followers can lead to the 

creation of in-groups and out-groups. In-group members are said to have high-quality exchanges 

with the leader, while out-group members have low-quality exchanges with the leader. 

In-group members 

In-group members are perceived by the leader as being more experienced, competent, and 

willing to assume responsibility than other followers. The leader begins to rely on these 

individuals to help with especially challenging tasks. If the follower responds well, the leader 

rewards him/her with extra coaching, favorable job assignments, and developmental experiences. 

If the follower shows high commitment and effort followed by additional rewards, both parties 

develop mutual trust, influence, and support of one another. Research shows the in-group 

members usually receive higher performance evaluations from the leader, higher satisfaction, 

and faster promotions than out-group members. In-group members are also likely to build 

stronger bonds with their leaders by sharing the same social backgrounds and interests. 

Out-group members 

Out-group members often receive less time and more distant exchanges than their in-group 

counterparts. With out-group members, leaders expect no more than adequate job performance, 

good attendance, reasonable respect, and adherence to the job description in exchange for a fair 

wage and standard benefits. The leader spends less time with out-group members, they have 

fewer developmental experiences, and the leader tends to emphasize his/her formal authority to 

obtain compliance to leader requests. Research shows that out-group members are less satisfied 

with their job and organization, receive lower performance evaluations from the leader, see their 

leader as less fair, and are more likely to file grievances or leave the organization. 

Emotions 

Leadership can be perceived as a particularly emotion-laden process, with emotions entwined 

with the social influence process. In an organization, the leader's mood has some effects on 

his/her group. These effects can be described in three levels: 

The mood of individual group members. Group members with leaders in a positive mood 

experience more positive mood than do group members with leaders in a negative mood. The 

leaders transmit their moods to other group members through the mechanism of emotional 



contagion. Mood contagion may be one of the psychological mechanisms by which charismatic 

leaders influence followers. 

The affective tone of the group. Group affective tone represents the consistent or homogeneous 

affective reactions within a group. Group affective tone is an aggregate of the moods of the 

individual members of the group and refers to mood at the group level of analysis. Groups with 

leaders in a positive mood have a more positive affective tone than do groups with leaders in a 

negative mood. 

Group processes like coordination, effort expenditure, and task strategy. Public expressions of 

mood impact how group members think and act. When people experience and express mood, 

they send signals to others. Leaders signal their goals, intentions, and attitudes through their 

expressions of moods. For example, expressions of positive moods by leaders signal that leaders 

deem progress toward goals to be good. The group members respond to those signals cognitively 

and behaviorally in ways that are reflected in the group processes. 

In research about client service, it was found that expressions of positive mood by the leader 

improve the performance of the group, although in other sectors there were other findings. 

Beyond the leader's mood, her/his behavior is a source for employee positive and negative 

emotions at work. The leader creates situations and events that lead to emotional response. 

Certain leader behaviors displayed during interactions with their employees are the sources of 

these affective events. Leaders shape workplace affective events. Examples – feedback giving, 

allocating tasks, resource distribution. Since employee behavior and productivity are directly 

affected by their emotional states, it is imperative to consider employee emotional responses to 

organizational leaders. Emotional intelligence, the ability to understand and manage moods and 

emotions in the self and others, contributes to effective leadership within organizations. 

 

Neo-emergent theory 

Functional leadership model 

The neo-emergent leadership theory (from the Oxford school of leadership) espouses that 

leadership is created through the emergence of information by the leader or other stakeholders, 

not through the true actions of the leader himself. In other words, the reproduction of information 

or stories form the basis of the perception of leadership by the majority. It is well known that the 

great naval hero Lord Nelson often wrote his own versions of battles he was involved in, so that 



when he arrived home in England he would receive a true hero's welcome. In modern society, the 

press, blogs and other sources report their own views of a leader, which may be based on reality, 

but may also be based on a political command, a payment, or an inherent interest of the author, 

media, or leader. Therefore, it can be contended that the perception of all leaders is created and 

in fact does not reflect their true leadership qualities at all. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



CHAPTER 10 

Creating and Communicating a Leadership Development Strategy 

 

Why do we need a leadership development strategy? 

 

In order for any business to succeed, it is vital that the individuals have the capability to deliver 

the objectives of the business plan. The market and external environment are changing at an 

ever-faster rate. Customer expectations are increasing year by year. The fitness of any 

organization to meet these challenges is directly linked to the skills and capabilities of the people 

they employ. 

Many organizations spend a considerable amount of money on development but have no clear 

means of assessing whether it is bringing the results they want. This is often because they have 

no clear idea of what is that they are aiming to achieve in terms of skills, knowledge or attitude. 

Time spent on discussing the long-term vision for leadership development and linking it to the 

business strategy is fundamental if HR and learning and development teams are going to play a 

key role in delivering business success. We are asked to go into many organizations who feel 

they need a leadership development strategy, but have no real clarity about how to create one. 

The approach we take is fundamentally very simple, but very effective, based on three key 

principles: 

(1) Think to the future 

(2) Involve all the stakeholders 

(3) Keep it simple 

 

Creating a management development vision 

If you are to develop a management development strategy that people buy into, they need to 

understand where they are aiming to get to – this is the purpose of the vision. 

The starting point has to be the business plan for the next 3–5 years. There is no point in 

developing specialized IT skills if the long-term plan is to outsource IT. Likewise, if the long-

term plan is to extend customer-facing relationships, then the customer service is going to figure 

more strongly in your plans. If international expansion is a high priority, this will also have a 



significant effect on the development strategy in terms of development planning and succession 

planning. 

Figure 2.1 gives a simple three-stage template for creating a workable strategy. 

The first stage is to conduct a strategic analysis of the company, then formulate a strategy that 

will meet the vision and takes into account the influencing factors. 

Thirdly, the strategy needs to be broken down into tactics and plans with associated measures. 

Analytical review 

The starting point for the strategy is to identify the external and internal factors that will 

influence the leadership requirements of the organization. Two useful models for phase 1 are as 

follows: 

(1) PESTLE analysis 

(2) SWOT analysis 

 

 

PESTLE analysis 

The PESTLE analysis is a simple way of examining all the external factors that may impact on 

the internal strategy of the company (Figure 2.2; Table 2.1). For example, the change in 

employment law in October 2007 regarding age discrimination influences the recruitment 

strategy. The change in immigration laws to include more countries in the EU has implications 

for resourcing and short-term labour. 



Equally, changes in social mobility and lifestyle changes will impact on the degree to which 

people are prepared to move jobs across countries and take responsibilities for their own career 

development. 

 

 



 

Complete a PESTLE analysis for your organization (Table 2.2), thinking about the different 

external influences which will impact on the organization in terms of leadership development. 

 



 

SWOT analysis 

This is a simple way of looking at the internal strengths and weaknesses of the organization and 

then the external opportunities and threats which may affect it. Again, complete the SWOT 

analysis (Table 2.3) for your organization and then identify the key factors that will influence the 

management development strategy for your organization. 

This strategic analysis will highlight various factors that need to be taken into account when 

developing the key themes of your strategy. We have seen organizations who wanted to take a 

short cut on this step, and not surprisingly, there is then less buy-in further down the journey, 

lack of willingness to find budget, and little take up of the development activities put in place. 

These are companies where HR and training teams are battling to get people to accept what they 

are doing. Equally, there are organizations that take this strategic analysis seriously and create 

strategies for leadership development that are both informed and linked to the demands of a 

changing external and internal environment. 

Time spent on this diagnostic phase is important but cannot be done in isolation. The different 

views of people across the company are needed and the different stakeholders may well have 

different perceptions about effective leadership for the future looks like. This diagnostic work 

can often take a fair time but the benefits are far reaching. In terms of numbers, we have worked 

with a High Street retail company of 700 employees and included 100 people in either focus 

groups or one-to-one interviews. Many of the questions highlighted earlier can be used as a 

starting point for these one-to-one interviews or group discussions. In a Building Society, of 

1000 people, we saw 60 people at all levels of the organization from the Chief Executive to new 

graduates to gain their views on what skills and abilities they thought were required by leaders 

and managers over the next 3–5 years. 

 



 

People-centred strategy 

We often hear about top–down strategy or bottom–up strategy. Both these models assume that 

there is a source of expertise either at the top or at the bottom of the organization. The benefit of 

the approach taken above is that it takes different people with different views and exposes them 

to others in the organization. This results in a more emergent set of views that are built on 

different perspectives and different experiences. The resulting strategy is then a mix of different 

views, learning and reflection from within the organization and which reflects what is required 

for the future. Much of our learning around strategy formulation has centered on the importance 

of opening up discussion rather than over structuring the diagnostic phase. Free debate is a 

powerful way of discovering current cultural issues and identifying areas for change. This is not 

to say that there is no need for a process or a set of questions to start with. However, once the 

debate starts in the focus group or discussion, then the role of HR is to draw out the learning and 

challenge the breadth and depth of the discussion in order to distill the different views and 

thoughts. This data then needs to be collated and drawn together into an overall view of the 

desired vision and blue print for what is required by the managers over the next 3–5 years. 

Generally, this vision is then defined and agreed by the senior managers and Board. It may take 

the form of a set of key definitions, key success criteria or a more-detailed set of behavioural 

competencies and behaviour definitions. Having a detailed multi-layer behavioural framework 

does not necessarily mean that you have a vision for people development in the company. A 

vision needs to have the following characteristics: 



• Imaginable – conveys a picture of what the future will look like 

• Desirable – appeals to the long-term interests of the employees, customers, 

 shareholders and others who have a stake in the company 

• Feasible – comprises realistic attainable goals 

• Focused – is clear enough to provide guidance in decision making 

• Flexible – is general enough to allow alternative responses in the face of 

 changing conditions 

• Communicable – can be successfully communicated within five minutes 

 Source: John P Kotter, Leading Change, HBS Press. 

 

Very often we start to compromise the vision before we have even defined it! Budgets, time and 

lack of resources, all conspire to make us think small. If we want to achieve a vision that meets 

the above characteristics, we need to go about it in a way that will give us the best chance of 

success. One of the most powerful techniques for creating a vision is taken from the Neuro 

Linguistic Programming approach and is known as the Disney Visioning Technique. The Disney 

Corporation created such inspirational and spell-binding films such as Fantasia. Their creative 

approach was very structured and much focussed. They took their design teams through a three-

stage process (Figure 2.3). Firstly, the design team put on a metaphorical ‗dreamer‘ hat and spent 

time on brainstorming ideas and coming up with the ideal future picture. 

The dreamer absolutely anything goes. No ideas are discounted or analyzed at this stage. 

Individuals can be as wacky and creative as they like with no restrictions at this stage. 

The realist  

Once they have completely exhausted the story or ideas, then they are out of the ‗realist‘ hat and 

start to sift through them, deciding if any are in any way realistic. Could they be achieved? If not, 

is there a nugget of gold? The team agrees on what they are going to retain as a possible vision. 

The critic 

Only after the first two stages, the team are asked to put on the ‗critics‘ hat and 

start to ask questions such as ‗What about … What if … Have you thought about … ?‘ 

What will the cynics say? 

How much will it cost? 



These questions are encouraged to challenge the vision and to ensure that it works in practice and 

is truly achievable. This is the final arbiter of whether a vision makes it through to the planning 

stage. 

 

We have been using this technique for many years with senior teams in strategy sessions. 

Explain the concept to everyone and then take the group through the three stages, giving enough 

time for each stage. Ask the group to create flipcharts at each stage and then the final stage is to 

agree what remains in the final strategy and plan. 

From vision to strategy 

The strategy is basically the journey you will take in order to reach your vision. Many HR 

departments claim to have a management development strategy but their managers have either 

never seen it or have no understanding of what it is.  

A clear strategy is one that: 

• Should be capable of building wide involvement across the organization 

• Should work from a vision of the future 

• Should be capable of creating alignment between the business goals and what people actually 

do 

• Should be action orientated and build on the inspiration and commitment of people 

Source: Lynda Gratton, Living Strategy. 

 

One company we worked with had a very clear vision and we worked with them to create a 

strategy to pull together the many different strands of development required at all levels. 



The Specsavers Academy was launched in 2004 and pulls together the development pathways 

for senior leaders, middle managers and those aspiring to be managers. Importantly, it also pulls 

together the performance management process, recruitment practice and induction, all using a 

consistent set of behaviors and skill requirements. 

Time was spent looking at what was already in place within the company. Various one day 

workshops were run to gain feedback on existing development programmes, the performance 

management process was in place and several senior managers already took advantage of one-to-

one executive coaching. However, there was no overall plan and the different activities were 

often overlapping with each other with gaps in other areas. A day with the learning and 

development team highlighted these issues and together, a cohesive strategy was designed that 

met the needs of the company going forward. This strategy was the result of interviews with over 

a 100 staff at all levels, time spent with the HR team and analysis of current leadership 

development providers and policies and processes. This took about a two-month period but 

successfully gained buy-in from all levels of the organization. Directors, senior managers and 

team members had all been consulted on what was needed for the future strategy for the people 

development. This was communicated in a simple visual to show the overall strategy for 

development and training for all staff within the company (Figure 2.4) 

 

 



What made this a successful strategy? 

Firstly, the strategy was clearly defined and easy to remember – ‗Developing world-class 

people.‘ A visual portrayal of all the elements helped to anchor it in people‘s consciousness. 

Secondly, a high proportion of people had been involved in the creation of the vision and 

strategy during the focus groups and interviews. Thirdly, it was a cohesive strategy in which a 

consistent set of management and leadership behaviours were introduced as the backbone of the 

performance review process, the management development programmes and the one-to-one 

coaching that form part of the overall leadership strategy. Obviously, each of the pillars of this 

strategy were broken down into detailed development programmes, customized induction 

programmes and tailored workshops for different groups of staff. 

 

Communication of the strategy to the organization 

Again, this will depend on the size and structure of the company. However, it is vital to plan the 

best way of communicating the overall picture or strategy to everyone, via the internal intranet, 

posters, team briefing and group briefings. Depending on the size of the HR and learning and 

development team, they may want to brief the different functions separately and work with them 

to identify what they need from the strategy in the short term and long term. This will involve 

assessing the development needs arising from the performance reviews, looking at any existing 

training needs analysis and most importantly, consulting with senior managers to agree how they 

can develop their people to achieve business success in the most effective way. Processes and 

templates are only part of the equation, the key value that the Development Manager brings is 

their ability to ask good questions, identify real needs and create flexible solutions that meet the 

needs of the individuals and the business. 

 

The role of HR and development in strategy implementation 

The strategy document is purely a road map for guiding actions and decisions along the way. 

Therefore, it does not need to be a 20-page manual or a 100-slide presentation. Its purpose is to 

guide the organization on how to develop their people to deliver the long-term business plan. The 

rules remain the same: 

(1) Think to the future 

(2) Involve all the stakeholders 



(3) Keep it simple 

In summary, the role of the learning and development team in the management development 

strategy can be seen as the following stages: 

• Facilitating the creation of the vision 

• Designing the strategy using data from diagnostic phase 

• Gaining buy-in from the Board to the proposed strategy 

• Communicating the strategy to the organization 

• Implementing the plans to achieve the strategy 

• Supporting managers in ongoing implementation 
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