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Leaders become great not because
of their power but because, of
their ability to empower others.

-

Team Leadership Session # 2
The Heroic CEO Versus the Two-Heads-Are-Better-Than-One Approach

In our individualistic culture, we have learned that “going it alone” appears to be the preferred way of leading
organizations.
The individual leader is still celebrated in many parts of the world.
We are beginning to see some change. Like Co-CEOs.
Senior Teams have evolved into an alternative leadership model.
Leading a complex organization is at least as demanding of coordinated collective works as is protecting territory,
harvesting food, or constructing colonies.
The purpose of this webinar is to promote that teams are not only a feasible means of providing organizational
leadership but that they are also increasingly necessary as the demands for top roles outdistance the capacities of
any single individual.

Team Leadership Session # 2
Measuring the Effectiveness of Senior Leadership Teams

Wageman, Nunes, Burruss, and Hackman approached their research on leadership teams more
directly on the effectiveness of teams rather than organizational performance. They chose to see
if this effectiveness was as a result of the actions of the team itself and not to environmental
forces or chance.
They chose this way because each team will have its own performance challenges, its own
environment, its own clients, and its own purposes.
So efforts were made to obtain reliable judgments of how well the teams performed as teams by
drawing from the observations of expert individuals who worked closely with the teams and who
had direct contact with the constituents these teams served.
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Measuring the Effectiveness of Senior Leadership Teams (Con’t.)

After enlisting the assistance of dozens of senior consultants who had worked with teams in their organizations who
had extensive interview notes, they provided their ratings on each of three different effectiveness criteria.
First was whether of not the performance of the team met or exceeded the standards of the people, both inside and
outside of the organization who were most affected by the team’s work. All the teams in the sample were judged as
outstanding teams led by strong and growing organizations.
Second reflected on how well the team members worked together to enhance rather than undermine their capability
to work together. Here they found that the teams showed strong signs of working together.
Third, was whether the team experience contributed positively to the learning and personal development of
individual team members. Again, it was determined that leadership teams are able to learn from each other.
Overall they determined that all leadership teams excel on all three of the dimensions.
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The Essential and the Enabling Conditions

Six conditions shown by their research foster effectiveness of the senior leadership teams.
The fall into two groups:
Three essential conditions and three enabling conditions.

Team Leadership Session # 2
Three Essential Conditions

1. Creating a Real Team not one in name only.
2. Providing the team with a clear and compelling purpose.
3. Ensuring that the team consists of members who have the knowledge, skill, and experience for the
team’s work.
When these conditions are in place, the team has a solid foundation and is ready to carry out its work.
When these conditions are not in place, team members are likely to encounter chronic problems in
working together, like dysfunctional conflicts, uncertainty on how best to proceed with their work, and
continued focus on individual accountability at the expense of the organization’s outcomes.
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Three Enabling Conditions

The three enabling conditions include:
1. Having a solid team structure.
2. A supportive organizational context.
3. Competent team coaching.
Even when a team has a clear purpose with well-established boundaries, members have trouble figuring out what to do together – and how.
The team may be too large; have poorly designed tasks, or they have developed team unfriendly norms of conduct.
In a supportive organizational context, often times the team is under-resourced or don’t have the resources they need. Team members must
have access to all the resources they need to carry out their work.
The best teams are continually being coached and are coaching themselves to evolve, learn, and grow. They discuss how best to approach
different kinds of problems and always review their actions and decisions to find ways to improve how they operate as a team. They often end
meetings by spending a few minutes discussing what worked and what didn’t.
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Essential Conditions – A Real Team.

The first question to ask : Is there a need for a team?
If your organization is engaged in rapid growth, or if you are horizontally integrating your business,
moving into a new area either upstream or downstream – or both.. Or if you are anticipating major
capital expenditures… all which require a high degree of complexity, you very likely need a team.
Not every organization needs an integrated senior leadership team… but if you decide that you do then
select the team for the right reasons and situations.
A leadership team might be just what is needed to coordinate all of the diverse activities.
But who should be on that team and what kind of a team would you need?
We will come back to this point later as we discuss the different types of teams.
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A Real Team

Real teams are those that are bounded. To be bounded team members need to know the
boundaries of the team.
Real teams are those that are interdependent. To be interdependent members share
responsibility for achieving a collective purpose. They are still responsible for their individual
roles, but they also work together.
Real teams are stable. To be stable real teams maintain a membership long enough for members
to get to know one another’s special strengths and limitations and to learn how to work together
as a team.
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The 2nd Essential Condition is having a Compelling Direction.

A compelling direction is often characterized by three qualities. These are:
1. It should be clear. 2.) It should be challenging. 3.) It should be consequential.
The team needs to be able to articulate a specific plan of action…
It is important to use the time wisely… (Agendas for meetings should best use the powerful
resources of the team members.)
And, the teams are most effective when the work is consequential. That is, when it has a
significant impact on the organization and its people.
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The third Essential Condition is having the right people on the team.

Having the right people on the team means avoid having people who will derail or undermine the
group’s efforts. So we must consider that perhaps having the CEO appoint all team members may not
be the best way.
Hackman suggests that selecting who should be on the team may be the most difficult and challenging
team leadership task of all.
Team members should include individuals with high integrity, who will abide by team decisions, avoid
political maneuvering and who, when under stress will not forsake shared responsibility.
Hackman suggests that if all three essential conditions cannot be created it is usually better not for
have a team at all. Conversely, if the essential conditions are met, then work to establish the enablers.
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Three Enabling Conditions…

Assuming that all three Essential Conditions have been met, the three Enabling Conditions can
greatly enhance the work of a leadership team.
These include
1.) having a sound structure… a small team with meaningful tasks and clear norms of conduct,
2.) having a supportive context and the necessary conditions for effective participation,
3.) having team coaching through the building of competence and capability as a group or team.
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Having a sound or solid structure….

Team Tasks… what we mean is a concrete piece of work.. Like a decision about moving into a new
location. Or an analysis of whether to move the headquarters or main office. These can be
complex, intellectually demanding, and meaningful. These tasks should not be trivial or simple.
Team Norms… The presence of clear norms of conduct… shared expectations about member
behavior.
Team Size… For teams that must make collective decisions (as contrasted, for example, with
information teams) the smaller the better… and an uneven number.
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Building a Solid Structure…

Bring together your small but significant group of individuals.. No more than 8 members but with each
member bringing something unique to the team.. Select member not because of their titles but
because of their expertise and value as a team member.
Give them well-defined team tasks… ask your team to tackle work that is core to the purpose.
Members need a short list of well-established tasks that are mission critical and engage them in
generating meaningful assessments of the quality of their work on those tasks.
Get constructive norms in place from the beginning… establish for your team a clearly defined set of
norms of conduct that are critical for working together. Ask members to hold one another accountable
for maintaining these rules, and model and enforce them yourself. Understand that those who cannot
abide by them will ultimately have to be removed from the team.
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Executive Teams Doing the Wrong Work

Although the structure and content of meetings are important elements of almost every senior
team, they are often overlooked in the quest to improve the team’s performance. Well-run
meetings are powerful and energizing poorly managed teams are often demoralizing and
demotivating. Here are some common types of dysfunctional meetings.
The Show and Tell.. All or some of the team are asked to present briefings on their area of
responsibility. What happens during these briefings? A.) members are silently working on their
own presentations, B.) members are focused on some of their real work they must do after the
meeting is over, or C.) members are making an honest attempt to multitask, listening to the
speaker while answering emails or composing memos.
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The Retrospective… Here the members are focused on the past – the past week – the past month –
they past year. It is too reactive.. Instead of proactively strategizing about the future, the team engages
in soul-searching, finger-pointing, and second guessing about the past, followed by reactive decision
making about a short-term future
The Monologue…Here the leader speaks and the members listen. These is little room for discussion.
Decisions have already been made and are the sole responsibility of the leader.
The Dialogue.. Somewhat more democratic than the monologue, the dialogue accomplishes even less.
These meeting reflect the best of intentions, agendas are created, priorities are set, issues are
discussed and then the problems start. Members engage as representatives of only their area of
responsibility and not of the organization. When not speaking, members are preparing for when they
speak instead of listening to who is speaking. And despite the lengthy discussions, there is no
consensus and no group decision making.
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The Anarchist Ball… So what is worse that misguided team norms and tasks? Having none at all.
Here we say, Welcome to the Anarchist Ball. At best these meetings turn into executive blab-fests
where everyone competes for a speaking part. No one listens and little of importance gets
accomplished. At their worst they can become nasty skirmishes, executive or leader free-for-alls in
which members covertly or overtly attack one another and sometimes go after the leader.
Reflect on your own experiences. How many of these types of teams have you been part of in the
past?
What has been your experience with meetings?
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Give Your Team the Support it Needs to Succeed

Why does the Senior Leadership Team need support?
Often times.. Senior Leadership Teams fail to recognize that they actually need support.
They often believe that because they are the stewards of the organization resources that they should
not spend money on themselves.
So what are we talking about?
What we mean are those resources that smooth and facilitate the work of the leadership team such as,
1.)Rewards, 2.)Information, 3.) Education, &4.) Resources.

Team Leadership Session # 2
Four resources that smooth and facilitate the work of the senior leadership team.
1.

Rewards… the implementation of a rewards system or strategy that not only recognizes but
reinforces team members for delivering on their accountabilities.

2.

Information… they take action to acquire the data they need, in the form they need it, for special
purposes including measures that allow members to assess their team’s performance.

3.

Education…. They seek help in developing their team’s capabilities, in making sure its members
understand all aspects of the work on which they are not themselves experts, and providing
outside technical expertise as needed.

4.

Resources… depending on the team.. Basic materials needed for collaborative work, including
ample time, space, staff support, and mundane material resources. The best CEOs make sure that
their teams have those resources.
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So how do we reward senior leadership teams?

Pay and bonuses … move away from individual to organizational performance or some variation thereof.
Gaining membership on important leadership forums..
Often times it is difficult to measure “team performance” against “individual performance” so how is
team leadership measured within the organizational structure?
Effective rewards should elicit and reinforce collaboration among members as they work together to
achieve compelling team purposes.
Money is not the only way to motivate executive teams. Recognition can go a long way in reinforcing
important team behaviors.
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Information…. Getting critical information is important and often times a challenge to get.

Some teams suffer from Information Overloads… buried in reports and other data that may or may
not be critical to the organization.
The problem then becomes, the ability to access the information needed when it is needed.
Consider the 9-11 attach in New York City.. There was a lot of information available… but it was
not shared…
Not being able to obtain critical data as needed can also be a barrier for successful teams.
A possible problem… is that it is the same information system that serves the rest of the
organization.. Often times built for others with different purposes.. They don’t provide the kind of
information a senior leadership team may need.
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Decentralization of information services has promoted the development and adoption of different data
processing programs.. Which then become a problem.
So now we try to integrate the information and unfortunately begin to rely heavily on anecdotal
information gathered informally.
We must also understand that an integrated information system alone does not guarantee that the
data generated for the senior leadership team will be helpful in its work.
Many organizations are catch-up with the growing information demands they face and the evolving
technology.
And it’s not enough for senior leadership teams to merely receive data anymore. We must now be able
to analyze the data before the team can draw out it’s implications and make constructive use of it.
Getting the greatest possible benefit from information requires both individual analysis and teamwork
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Educating Senior Teams

Often times senior leadership teams overlook the value of Educational support for their work. Most feel
that they have sufficient knowledge and expertise to do the work.
Time is another factor.. Many teams feel that they just don’t have the time for any kind of formal
training.
Research suggests just the opposite… this showed that leaders of the most effective teams embraced
the importance of ongoing development and even gone so far as to make it a priority.
In those instances where CEOs have supported ongoing leadership development, they often exclude
themselves… reasons being they are too busy… CEOs need to be part of this leadership development
team as well.

Team Leadership Session # 2
Support… you have to look for those opportunities to be creative as you seek to provide support to
your team.
They can be….
Time… settings…. Mundane resources… that can smooth team processes and build collective
capabilities.
Even though these may seem as simple actions, coming from the team leader… the CEO… can be
powerful and be very constructive on the senior leadership team’s effectiveness
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Team Coaching

So what is team coaching and what isn’t?
By team coaching we mean directly intervening in the process that any team members use to
interact in order to improve team effectiveness.
A good team coach basically holds up a mirror to reflect back to the team members the collective
behaviors than both hinder and advance the teamwork.
Hackman and colleagues proposed four prescriptions that can help one coach their team well,
eventually developing it into a group whose members are willing and able to skillfully manage their
own team processes.
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Prescriptions for Coaching your team…
Do not skimp on coaching. Although your team is likely to develop at least modest self-correcting capabilities over
time, the members are much more likely to do so when they have skilled and authoritative coaching from the leader
or someone the leader trusts.
Take timing seriously. Beginnings are a good time for orienting your team to its core purpose and motivating
members to take on the challenging team accountabilities both the leader and the members have developed.
Watch for natural break points such as maybe half-way through the team’s work or right after the project has been
completed to assess with the team how the work is going or how it went. Basically a debriefing at the conclusion.
Pay attention to the coaching skills of your team members. Any team member, or members combined, may have the
main coaching talents in your team. Reinforce that talent, draw on it, and make those folks your allies in attending to
the effective team work processes.
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So we have reviewed the six conditions to create an effective senior leadership team.
The three Essential Conditions

Having a real team
Getting the right people on the team
Having a compelling direction
Three Enabling Conditions

Having a sound structure
Having a supportive context
Having effective team coaching.
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Leadership Myths… This Webinar will seek to disrupt and contradict five fundamental myths about
leadership in order to articulate a new view of leadership including Team Leadership. They are:

Leaders are born not made – some people come out of the womb ready to lead others.
Leadership is the act of a lone genius, often thought of as the person at the top of the
organization.
Leaders must by charismatic extroverts in order to motivate and inspire others to get them to
follow their vision.
Leadership requires formal authority.
All great Leaders have a common set of traits.
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Do Great Leaders Share the Same Traits?

Stogdill did a meta-analysis of major personality trait studies and found the following:
There is no strong evidence of a set of universal leadership traits.
A leader with particular traits may be effective in one context but not in another.
Two people with a very different set of personality traits could still succeed in as the same situation.
Go to this website and take an abbreviated version of the Myers-Briggs Typology Index to find out your
personality traits. It is called the Jung Typology Index.. http://www.humanmetrics.com/cgiwin/jtypes2.asp
Check to see what your dominate traits are and how they relate to leadership.
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The Five Big Personality Traits
Roberto describes how contemporary psychology defines and categorizes Personality Traits.
Surgency: Are you an outgoing person, someone who easily engages in conversations?
Conscientiousness: Are you dependable? Do you have a need for achievement? Do you get things
done on time and under budget?
Agreeableness: Are you emotionally stable? Do you exercise self-control? Do you have selfconfidence?
Intellectance: Are you curious, open-minded? Do you strive to constantly learn new things?
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Session # 2 in Review

The three Essential Conditions necessary to foster effectiveness for real teams….
1.

Having a Real Team

2.

Providing team with a clear and compelling purpose

3.

Ensuring team members have the knowledge, skill, & experience for team’s work

The three Enabling Conditions to support having
1.

Having a solid team structure

2.

Having a supportive organizational context

3.

Provide competent team coaching

