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“Great leaders believe that
they work for their team,
average leaders believe the
team works for them.”
- ALEXANDER DEN HEIJER

Team Leadership Session # 4
Creating Effective and Productive Teams

Michael Roberto, Bryant University Distinguished Scholar, provides some insight on how to build
teams that actually thrive and excel.
First and foremost, leaders must avoid micromanaging.
They should not be concerned about or worry about every behavior and specific process the team
engages in.
Instead the leaders should focus on the environment, conditions, and foundation upon which that
team is expected to work.

Team Leadership Session # 4
Creating Productive Teams (Cont’d)

Different scholars have recommended different guidelines to form leadership teams.. Like having
team diversity, including rivals, or in other words, getting leaders with a wide range of perspectives
within the team.
Roberto cites the late Harvard Psychology Professor, Richard Hackman, who outlines four myths
when it comes to building your team.
The first myth is that Group Harmony will enhance the team’s effectiveness. Actually, with the
exception of perhaps Informational Teams, we would like to see some dialogue and even debate
at times.

Team Leadership Session # 4
Creating Productive Teams (Cont’d)
Second that the leader’s style serves as a primary determinant of team effectiveness. Again, style
alone does not guarantee success. Many different styles can work in various situations.
Third that large teams outperform small teams because there is a greater knowledge base, more
diversity, and the ability to tackle more resources. Actually, managers often build teams that are
far too big. Smaller teams are much more effective.
Team effectiveness deteriorates as shared tenure increases. In fact, there is usually benefit to
being together for awhile.
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Three Criteria to Evaluate Team Performance (Hackman)

1.

Task performance: The team should be able to achieve the results they set out to achieve and
be satisfied with the end product.

2.

Sustainability of performance: A particular team should be able to perform well on subsequent
projects, not just the current one.

3.

Personal development: Team members should believe that they are developing their own skills
and capabilities.

And we should be concentrating on how to create the right conditions, a foundation and
environment that will help the team excel.
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Stable Teams, and Why Do They Excel?

They don’t waste time and effort trying to get oriented with one another.
They have developed a shared mental model of how to collaborate on certain tasks.
They also have created and developed a shared body of knowledge.
They have what Psychologist Dan Wegner states is transactive memory … as teams work together
overtime, they can help each other recall key knowledge
Overtime, teams begin to understand each other’s capabilities and weaknesses.
They build shared commitment to the team and to one another.
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Real Teams at the Top
Wageman, Nunes, Burruss and Hackman studies over 120 teams worldwide and including small teams,
large teams, corporate teams, for profit teams and non-profit teams.

In addition to the six conditions we discussed in our previous sessions, three essential and three
enabling conditions, they identified four different types of “real teams”
Informational Teams
Consultative Teams
Coordinating Teams
Decision-Making Teams
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Informational Teams…

These are the most basic types of teams.
They gather to exchange important information about various areas of their business or their
organization and gather information that might may be useful to other parts of the organization.
The CEO might also share his/her point of view and also provides information on any new directives or
initiatives.
In addition, Informational teams create and share points of view necessary for alignment among
individuals and other parts of the organization.
An example could be the “Monday morning call” where department heads and other team leaders
provide updates to each other and the CEO and often receive a charge from the CEO for the week.
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Informational Teams (Cont’d)

Ultimately, the purpose for informational teams is threefold…
1.

To hear from the CEO -- El Jefe

2.

To brief the CEO

3.

To inform other senior leaders about important developments within the organization.

Informational teams do not require any dramatic changes in interactions between the CEO and
senior team leaders.
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Informational Teams (Cont’d)

The main conditions for informational teams to be effective are for them to have a clear,
articulated purpose for the team.
That purpose must be challenging enough but not impossible, considering the team leaders and
what they are able to do.
The purpose of the team will only be challenging if the members are asked to exchange strategic
information, coordinate systemwide initiatives, and make vital decisions on behalf of the
organization.
In addition they must be consequential. Must make sure that what they do is connected to the
organization. This is often lacking.
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Informational Teams (Cont’d)

When tasks are not challenging, team members choose to avoid meetings preferring to spend time in the field
interacting with their constituents.
On your best teams, members considered the work of the team to be as important as their individual work.
Their research found two different patterns..
1.

Leaders frequently overchallenged individual members but underchallenged the team.

2.

Failing to get the level of challenge right.. Which is really a lack of clarity. Mediocre teams may do well with some
constituents but not with others. Team performance is hurt.

The main lesson about the clarity/challenge relationship comes from outstanding teams. Those that serve all their
constituents superbly even as they become better and better over time.

Team Leadership Session # 4
Informational Teams (Cont’d)

Recalling from our six conditions necessary for effective teams, the research showed that the quality of the team’s
structure, more than any of the other six conditions, determined which teams are outstanding and which ones are
not. The elements of team structure are:
1.

Team Task. By task we mean a concrete piece of work such as a decision about moving to a new geography, a
succession plan, or an analysis of whether to move the main office to another location. Though not normally
part of the informational team, shared information and feedback is important.

2.

Team norms. Having clear norms of conduct and having shared expectations about member behavior.

3.

Team Size. For teams that must make collective decisions, (usually not part of informational teams) the smaller
the better.
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Consultative Teams. Consultative teams are not decision-making teams.

They are a team of senior leaders that are periodically called together to discuss and advise the
CEO about key decisions that must be made.
Like looking at a totally new curriculum on how science should be taught in our schools, Or:
Perhaps, should we look at appropriating additional funds to be able to feed the children lunch
while they are in school.
Here senior leaders consider the readily available information, debate the relevant issues, and act
as a sounding board for the CEO.. The one who has to make the decision.
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Consultative Teams (Con’t)

The purpose for having a consultative team is to make the CEO better informed and better able to
do his/her job effectively.
Consultative teams are usually convened in preparation for an accreditation review by a
professional accrediting agency, Or:
Before an important board meeting especially if critical issues are on the agenda, like budgeting,
expansion, or the acquisition of new services.
Members of the consultative team are just that. As senior leaders of an organization they are
able to see how any changes might affect the operation of the organization as a whole.
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Consultative Teams (Cont’d)

In contrast to informational teams, Consultative teams actively debate issues which gives
members a chance to learn from each other.
It also provides the CEO a chance to get ideas from senior team members as to how best to
approach any issues that may have a significant impact on the organization as a whole.
Consultative team members also promote information sharing among other members of the
organization and not just the team members and the CEO.
As a result they are also important in that they serve the alignment function that is the main
purpose of purely information-sharing teams.
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Consultative Teams (Cont’d)

Managing Consultative teams are a bit more difficult to manage, especially as to managing
Informational Teams.
The need a clear purpose as do the informational teams, but:
They also need to pay close attention as to who is on the team
As well as how these team members work together.
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Consultative Teams (Cont’d)

Getting the right people on your team can prove to be a challenge at times.
Just because someone wants to be on your team, or was a heavy hitter in the past does not mean that you are
obligated to have him/her on your team.
What’s more important:
Just because you have been chosen to lead a team, does not mean that you have keep all the players already on the
team when you take over.
In our current educational system, this can be quite a challenge because we usually wind up taking over someone
else’s team.
However, if you can, no matter what anyone else says, this is your team and you should be able to choose as much
as possible who should be on your team.
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Consultative Teams (Cont’d)

You need to reflect whether:
Have you allowed or are you allowing the history of the previous team, the structure of the
organization, and/or the importance of certain leadership roles to drive your team’s membership?
You might also find that the team is too big.. Appearing more like an Informational Team with just
the sharing of information.
You might also find that some members on that team are great individual performers, but have
toxic effects when it comes to collaboration.
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Consultative Teams (Cont’d)
Choosing the Best Players

•First make sure you have created clarity about your strategy and operating model.. and you have
articulated the team’s role in bringing it to life.
•Here you can assess your team members strengths and whether or not you need to make any changes.
•You must also stabilize your teams’ membership.. That is you establish clear boundaries… This is for us
for the foreseeable future…
•Make sure your team members also bring the essential competencies to do the work of a real team.
•It is not uncommon for CEOs to reshape their senior leadership team.
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Consultative Teams (Cont’d)
Representing the organization

•Every team member must … at a minimum .. not just understand the organization .. but must also be
able to represent the organization.

•And representing the organization does not translate into every division or function being represented
on the senior leadership team.

•Senior managers and specialists can be invited to contribute when their expertise is needed.
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Consultative Teams (Cont’d)
Challenges a CEO must face about the team

• Hesitant to make changes in team membership

• Make unwise decisions about team membership

• Must look deeper than the members “functional” and “operational” expertise

• Must look at the individual’s ability to engage in constructive debate with other team members and to think
strategically about the organization as a whole
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Consultative Teams (Cont’d)

For both Informational and Consulting teams:
•It is useful and productive to seek breadth of representation and expertise.
•Perhaps symbolic choices…
•Look for members who can broaden the demographic diversity of the leadership team so that
underrepresented groups have a highly visible role model at the table.
•This would be appropriate when they are part of a deliberate and thoughtful approach to the overall
composition of the leadership team.
•Be careful, however, not to have just a “token” member of the underrepresented group… Having a
minimum of a pair can make substantive difference in the quality of the group’s performance.
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Consultative Teams (Cont’d)
Look for signs of an Executive Leader self-image

• Senior team members MUST conceive their role as leading in ways that maximize the effectiveness of the
organization as a whole.
• Self-image is very important. The senior leader must have the self-image as an executive leader.
• This refers to the individual’s understanding of his/her main role in the social system.
• It goes beyond the functional and operational responsibility.
• Consider … when an employee enters the ranks of management, they view themselves as employees… when
promoted to middle management… they act like a first-line manager for a period of time.. and when they become a
member of the senior management team.. they think of themselves in terms of their operational and functional
leadership roles.
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Create and Follow an Agenda

As you create the agenda, make sure every item is meaningful. Something that has or will have a
real impact on the organization.
And no item should go on the agenda that does not meet these three criteria:
1.

It’s strategic

2.

It’s mission critical

3.

Only the senior leadership team can do it.
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Create and Follow an Agenda (Cont’d)

Keep the agenda short.
Why? Because all the items will be meaningful and important, and you need enough time to
discuss each one thoroughly.
That cannot be done if there are a dozen items to be processed in a single meeting.
It is suggested that no more than 3 or 4 items be on the agenda to give ample time for each item
to be discussed.
Make sure that everyone is engaged. No text messaging. No doing other work. No talking about
items not included as part of the agenda.
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Create and Follow an Agenda (Cont’d)

Define the outcomes you want from your team for each item.
Do you want everyone to be informed?
Do you want the members to discuss an important issue for future reflection?
Do you want them to make a team decision?
Know when you begin a top level meeting what you want to have accomplished when it ends.
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Create and Follow an Agenda (Cont’d)

Define the measures that will tell you and the team members whether the team was successful.
How will you assess the consequences of your decisions?
How will you know if the team is making significant progress on its shared tasks?
What information should the team be sure to get about the consequences of its work– and from
whom?
You want to start with the Most Important Issues first.
Don’t start your meetings with tactical matters such as reviews and updates.
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Create and Follow an Agenda (Cont’d)

Face the Future…
Based on the tradition of meetings to share information, many senior leadership teams continue
to spend too much time living in the past--- examining, analyzing, second-guessing recent
decisions and results.
Start by focusing on upcoming issues and relegate reviews of past performance to the end of the
meeting unless their discussion is critical to future actions.
If the reviews are purely informational, put the relevant data in easily readable summaries at the
end of the agenda.

Team Leadership Session # 4
Norms: Establishing the Rules of Engagement

Team norms will form whether or not you take steps to put them in place.
The norms that arise naturally, are usually not helpful to the leadership team effectiveness.
Often times, unless there is explicit agreement each member will assume his/her own code of
conduct.
This conduct then usually starts with a downward trend of decreasing effectiveness. Like, missing
a meeting. Is this okay?
The reason for missing the meeting then comes into play..
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Four Universally Useful Senior Team Norms:
1.

Commitment: Treat the role of the team member as seriously as your own individual
leadership role.

2.

Transparency: If it affects more than one of us, put it on the team table.

3.

Participation: Each member’s voice is welcomed on issues affection the organization.

4.

Integrity: What you say and do when you are with the team is what you say and do when you
are outside the team. In other words, you support the organization both inside and outside of
the organization.

