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ity or expertise. The head of marketing focused on how the airl
shift its marketing strategy, but without considering ope
head was focused on the expansion of routes but had little
of the impact on human resources, which would be re i

and training the new staff. Instead of one agenda, there were map,, "

Had you asked any of the nine members of the AeroMexicq
leadership team what was in those tomes on Barahona's bookshely
would have gotten nine different answers. Most would have 4
during the next five years the airline had to double its revenue and triple
its profitability. Most might have mentioned that service had to improye
they had to find new sources of revenue, and the airline needed ap, infu:
sion of new talent given its path toward privatization. But how the organ;.
zation would achieve those goals was anot
role in making it happen.

Members had no clarity about why they were being asked to work 4
a leadership team and what they were expected to accomplish together.
Although the team continually met and discussed a variety of issues—
some obviously important, others minor—they gained little traction and
experienced almost no progress. Indeed, the only things emerging from
the top team’s work were frustration and growing concern.

The frustration was heightened by the fact that Barahona and his team
were experienced and talented executives. They knew things weren't work-
ing. They could see they weren't making the progress that was needed to
build the business. But they couldn't figure out how to gain momentum.

What Barahona didn't yet realize was that he had just flown squarely
into one of the toughest mountains faced by chief executives: the need 0
establish a compelling purpose for the leadership team.
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egic initiatives, and one that makes enterprise-level decisions.
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ir purpose as a leadership team.

¢ it right, chief executives must articulate to their teams a pur-

Jeadership team.

The team purpose must be challenging enough but not impossible:
whatis this team of leaders up for at this point in its life? Early on, when
leaders are first learning how to lead as a team, the level of challenge they
can handle may be lower than when they have matured. A team purpose
also must be consequential: what actions are crucial enough to be treated
as the main job of the leaders and not a side job when their individual
roles are done? And, finally, a team purpose must be clear: what are the
critical few things that only this team of senior leaders, of all the people
in this organization, can accomplish? What are these critical few now,
and what are they in the long run?

APurpose That Is Consequential and Challenging

Teams at other levels of the organization—front-line sales and service
;cams. quality teams, or teams of lower-level managers—often suffer
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om a lack of consequentiality in their purposes. For such teams, often
the work the

y do has been inadequately connected by organizational
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ger, meaningful purposes, to the work of others, or to the or-
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pose evaporates.
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The purpose¢ of the team will be challenging only if the members are
asked t0 exchange strategic information, coordinate enterprisewide ini-
atives, 0F make vital decisions on behalf of the organization. The team’s
em trivial when the hard stuff is all in the individual jobs

Wo

Lia

\v:
releg
with members aske
On such teams, it's not surprising to see members choosing instead
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al capital can be entertaining. One team we studied had a norm of not
etings—unless you had a meeting with a “strategic client.’

i clients were so crucial to the business that a member could be

pose W ill se
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d at meetings merely to report what's new in their areas

team members was amazed by how often strategic clients could

work of the team as being at least as important as their individ-

/ mbers invariably bring to the team, and use to achieve its purpose, the

4 full range of their expertise and experience.
Our second finding about getting the level of challenge right is this

without clarity hurts performance. Figure 3-1 illustrates this find-

ing. Poor teams are the ones that meet few of their constituencies needs
(those of customers, shareholders, boards, employees, etc.) and show
few signs of hecoming stronger over time. Mediocre teams do well by
some, but not all, of their constituencies and show only modest signs

of improvement in their ability to work and learn together Certainly,

j members of each of these two groups fee
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FIGURE 31

The clarity-challenge balance in senior leadership team purp.
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purposes, but both groups feel more challenged than clear about their

work as a team.
The main lesson about the clarity—challenge relationship comes from
s—those that serve all their constituents superbly

ver time. Only the leaders of the outstand-
ing teams got the team purpose right; they articulated team purposes that
were at least as clear as they were challenging. More clarity is better than
less. More challenge is better than less—to a point. But the two together
have a powerful influence on the performance of leadership teams.

Too little clarity coupled with a daunting challenge means that mem-
bers will be stressed, fragmented, and unable to move together to achieve
a common purpose. Leaders of outstanding teams challenged their teams.
but, above all, they made sure that their teams’ purposes also were sharp
and clear. Clarity of purpose makes the extraordinarily challenging' and
consequential work of senior leadership teams feel possible. [t orients
the team in a way that allows it to pull together toward the same enc
rather than pull—diligently if frustratingly—in different directions-

We witnessed the importance of a clear and challenging direction ¢
cently in working with a major division of Millennium Chemical& a
global firm whose business strategy was to grow substantially, both orgﬂn'e
cally and through acquisition. When we began studying the team: th;ris
was no clarity about how it was supposed to contribute to makingt "
strruu:gy come alive. In the two years before our involvement, not O

the outstanding team
even as they become better o
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dm.smnding their purpose a ‘
“n Relaunching is @ technique a leader can use when the team is on a
(eam. Re%

(rajectory that stems from multiple flaws in its setup. As with Lee’s
a relaunch involves bringing the team members together for the
of refocusing on the team: its purpose, its boundaries, and its
(relaunching is addressed in detail in chapter 5).

ht the team together for its relaunch, he realized

e recognized that his senior leaders needed help in
ose as a leadership team. So Lee relaunched the

poor
feam,

urpose
rules of engagement

Before Lee broug
that revisiting the team purpose also meant contemplating changes in its

nembership. Lee’s relaunch included reducing the size of his decision-
making team from fourteen to six. The larger, fourteen-person entity be-
came a separate alignment team—the information-sharing body at the
top of the enterprise. This change of the team purpose required that Lee
have hard conversations in advance with more than half his direct reports
about not including them in the decision-making team.

Some of his direct reports resisted, but for others, such as the chief
scientist, it was a relief not to be obligated to listen to what he viewed as
endless irrelevancies. Lee reported that after this conversation he felt as if
he had handed the chief scientist a gift. To help smooth the transition for
his senior leaders, the CEO kept the name of his larger information-sharing
team as the Management Committee and kept its membership intact. He
also gave a new name to the group of six: the Operational Team. (The sec-
ond name was somewhat misleading, because this team actually dealt with
the firm's most strategic and mission-critical issues.) These name changes
helped with the transition to clarity of purpose for both teams.

. (I]*s;;};zr; tt(];ld his decision-m'akirlg Feam that its purpose Yva—ls'to Ini.l!\'e
e a}t]‘wkcl)uld rgsult in %‘lgr}lﬁcant growth, mdudmg Id.t‘nt]["\"-
challenge 5 (Z\]r ig -qt.Jahty vaUlSItl(.)n targets lmmecilaltely.r. With the
quickly esmb]jgh;jmy P];tChed to the right le\’?l, the (.)[.)cjmtlonal Team
Xusing the team'~a ;fu Feam to énal?ae potential acqmsm(')ns' anq began
Month i ]]Zde, orés on reviewing th()‘St‘f 'anal,\{sesi: Within elgl}lcen
Americ, Having e mz; e succ‘essf‘u] acc‘]msn’lons in Europe ‘dl?d South
‘lng the dbtsion < ,“ rig lf combination of c]arl‘t_v and challenge in enact-
in compligh 1 rategy enabled the team to focus its collective energy
s growth objectives.
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il and safe.” The chief executive asserted that knowing this
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¢ the behavioral implications of simply adopting the

the poin :
as that of the leadership team often are absurd.

Lent was adequate to orient his team to what its responsi-
hould be. So, we asked, what would the team do to

healthy, and safe™ Provide them with cozy
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organ'” that is about its own special leadership
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‘Quccﬁz second common threat to senior leadership teams’ clarity of pur-

. is the absence of a shared understanding of the organization’s strategy,
m,se-hich we mean the organization’s distinctive approach to establishing
by * I performance.z Organizational researchers have emphasized

qustainab . :
eam members having well-calibrated mental

the importance of senior t
models of their organization’s strategy. A lack of shared understanding of

strategy arises when team members are not given the chance to calibrate
(heir understanding of how the words in their strategy documents trans-
lte into organizational action.® It is not adequate to assume that having
heard the strategy—or even being able to recite it in the same words—
members have a shared understanding of what it will look like in practice
o what their role is in implementing it. Our observations suggest that
members must talk about the strategy as a team and play out its implica-
tions in direct conversation with one another.

The AeroMexico team described at the beginning of this chapter
needed precisely this opportunity to grapple with what the company’s
®mpetitive strategy meant for the business before they could draw out
s implications for their own team. Barahona saw this need in members'
gzto;li:d] C(;nversations al'qd interactions, and he took' explicit action.

i, a;‘g elr's of executive teams assume that there is ample under-
i alignment about strategy if the team members do not ex-

Y challenge it and they use the same language to describe it.

If that j $6HE modiirans g g g R ol
R . by mption, you may be in for an unplea'san't surprise.
 he respo,lsézr team me:m?)ers to describe their organization s strat-
B isicr, are very similar, often echoing key phrases in the mis-

4 entor from the chief executive’s charge to the team. But when
€ asked hoy they will e » real story 0es
; y will execute the strategy, the real story emerges.
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Use your authority to articulate that purpose to the team. Only
4. '(;u can establish the purpose. Others can help refine it, but

Jltimately it is yours.

[dentify the | nterdependencies
. want your team to make enterprisewide decisions or to coordinate
[fyou (. initiatives, you need to tell it that. But more is needed: the team
Suazlig:o know which decisions fall into its portfolio and what initiatives
I-Ti:iﬂ coordinate. A good place to start is with a set of questions that
helps dentify those aspects of the busine.ss that require close interaction
and joint decision making. A common misconception of executive team
purpose is that all the items on the list must be strategic. Not so. Tactical
iems belong there, too, as long as they are mission critical and can be

done only at the top. If they can be handled just as well elsewhere, that’s

where they should go.
It often helps for leaders to identify a handful of must-win battles—

the actions the leadership team must get right if the enterprise is to achieve
its strategic goals. Barahona's team, for example, agreed that to compete as a
private entity in the marketplace required differentiating AeroMexico as an
airline that provided superb service. For that and for its other must-win
battles, the team developed a simple but specific matrix for creating shared
understanding of what was meant. They asked, How would we explain this
o our employees? What measures would tell us we were successful?
\that do we see as the obstacles to winning this battle? By generating a
st of its must-win battles (one of which is reproduced in figure 3-2) and
thep \fvorkjng through their meaning together, Barahona’s team established
#clarity of purpose that went deeper than merely using similar language.
inte?;:;;; jacing must-win battles experience moments of spontaneous
o whiche]?jce that'can teach members and their leaders a great deal
the top tegyr T‘;]ds of issues are truly interdependent and approp'nat.e for
isis, sy a; fese moments often take place at a time of organizational
~ For GXan; E; ocused threat from a key competitor.
fuls 4, i Pf\?]’ V\{hen. the New Zealand government deregulatec.l the
e gﬁ:ﬁp OFbll (?ll New Zealand identified a major opport'umty to
itor, B service stations that the leadership team knew its main
1 :i::mpeltvrlole}:m, also would be avid to buy. Tbe opporturfity
- obil New Zealand's CEO acted quickly, charging
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FIGURE 3-2 Lo NS h
AeroMexico: Must-win battles and senior leadership team purp;\

How weould you
describe this to a What does success  Key challenges
Must-win battles front-line employee?  look like? and concerng
e « Maintan consistency  * Customers prefer us.  + How o reiarg 1y
through supenor of service. « High repeat business. UMIONS 10 improve
service o Show frendiness | o complaints. Criame: service
« Significantly mmprove ang hospiaiity o . i unians chalienge
sarvice cusiomers. P Qemen,
Sty satisfaction unIons provide
« Develop brand identity. « Masntan punctuality f conficting informe.
+ Becometnemost  ® Demonsirate efficency. po‘areTe e : tion to employee
+ Understand what the | e 0an minimized. Communication
e expects. ¢ How 1o implemen;
» Marketing— + Surpass customar 'mnm; a service cuture
g moeot O * How to convince
cusiomers. what customers want. people this is the
« Provide the best fight way to go
possibie expenence. 'No(havngm
« Understand how <o el
specific jobs con- fmnue o
tribute to customer Profit to invest
satist: In service.

Source: Arture Barahona, personal interviews, 2001

his team to identify those stations that they believed were strategically
critical and, even before the stations went on the market, pursuing the
needed government and legal approvals and preparing strategies for ap-
proaching the sellers. The moment the stations went on the market, the
company moved, acquiring every station targeted—in one weekend'
The speed of its action greatly damaged the competitor’s market position
Mobil New Zealand's team members, who dubbed the campaign “the BP
Wars," were so elated by their own teamwork and convinced of their ability
10 achieve great things together that they began working that way regularly.

The challenge is to translate such experiences of momentary interde-
pendence into ongoing team purposes. To identify the core interdepen-
dencies of your team, we have found these questions helpful

¢ What do we need each other for?

®*  What are the most critical challenges facing the business?

4
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m have a collective strategy for addressing those

. Does the tea
challenges?

How well 1s our strategy working?

these: if | Jook at certain responsibilities that are owned by ane
Qrtry

on OF by one 1€

gion, or one business unit, do [ see signs that there
henefit to the organization if we managed those things

functh
wou bea gre.l.ll’l’
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Recruitment, alloca
& example, are often much better handled as interdependent activities
throughout a0 organization lh.;{\ relegated to separate hus‘lnc» units or to
he human resource function I;spgéld"_\- when the pool of mission-cnitical
wlent is (mall and highly competitive—as, increasingly, it i1s throughout

orld—you are far better served by having the top team manage deci-
l}-w“‘abom'whom to recruit, where to place them in the organization,
i:):!how {0 develop and retain their talents ‘

The best solutions to questions about interdependencies often emerge
n conversations among top leaders rather than wholly inside a CEO's head
Reg Smythe, chief executive officer o‘f a retail financial services firm we
sudied, began by insisting that he didn't need a team, he thought his group
of direct reports were a team merely as an artifact of the organization’s
structure. Team members disagreed with him. They noted, for example, that
being kept from making decisions as a team had prevented them from es-
tablishing a brand or an image to be presented across all their clients. To
a person, when told Smythe felt he didn't need a team, they cited a spe-
cific meeting in which they had collectively devised the business strategy
they were executing. Yes, Smythe admitted, that was a great meeting. The
firm clearly was better off as a result of that intensive collaboration.

That realization prompted Smythe to invite his team to join him in
exploring what the team members, working together, could add to the
business that would not be accomplished otherwise. It turned out that
different issues were best handled in different ways. Sometimes Smythe
identified specific goals that would be best met il assigned to the team
rather than to any one area or function. Several times he reconvened the
0p leaders to test his ideas with them. With this back-and-forth combi-
nation of team conversation and his own conceptualizing skill, Smythe
identified the [ull range of interdependencies that served as a starting
point for articulating the purpose of his leadership team.

ping through the cracks?
tion, and development of senior professional talent,
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Py ed with, found traction for his team’s purpose ih ddj

questions. This company had three main businesses a .
tive chips, cell phones, and networks. These businesses nperulcdl;mm’r
independently of each other. Moreover, a core strategic initiatyve {,d%h
Organization was entry into the Chinese market—as it was for ]| u:l o
petitors. LeGuin asked, “What is slipping through the cracks bet\wm.
the businesses? What goals might be better served by leadership [ed:"n
sponsibility>” LeGuin and his team judged that talent recruitmen, “fe-
being seriously underserved because those decisions were located s[mJ\S
within human resources. Asked whether talent management woylq be
better accomplished if line managers worked with the head of HR |,
making strategic decisions about talent, the team answered yes. [,
Smythe, LeGuin found that hearing his top leaders’ thoughts on key i,
terdependencies sparked him to consider new ideas about what he

wanted his team to accomplish.

Create a Short List

These examples are meant to help you find a process to identify the full
range of interdependencies possible for your team. The answers to the
Jeaders’ questions are not, in and of themselves, statements of team pur
pose. Rather, they are the first step in getting to a purpose Conversations
between leaders and teams about the answers generate a long list. It's the
leader’s job to make that into the short list.

Our research shows that most leaders of outstanding teams craft a
short list of major, enterprise-affecting decisions for their teams to en-
gage. These decisions include what business to be in, which resources to
deploy where, how to implement those choices, how to develop new
Jeaders for the future, and how to reinforce those aspects of the organiza-
tion’s culture and values that contribute to its success. They also include
important tactical issues such as dealing with immediate financial crises,
moving into major new markets, making acquisitions (such as Mobil's gas
station sweep), and responding to sudden market shifts.

Here is a short list of the key top team responsibilities that we have
found to be relevant for most large organizations.

®  Defiming or modifying the organization’s strategy

®  Acquiring and deploying capital
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operating mode

m.ssmn-cnucal initiatives (such as the acquisition
2 Mes6 f new production or service technologies)
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. organization's performance
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Monitor!
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ajor acquisitions
a version of this list. Clearly, senior lead-
ms if they are to be satisfactorily dealt

[nmgmling m
jons also have
11 of these ite

gymall organizat
up must take on &
£ nization

with by the org
am’s Unique Contribution
y “conceplualue" we don't mean that you need to create a
.t theory ol team purpose Instead, you need to idennfy and
(hcrr;es in the team’s collective responsibilities. A com-
for a team 1s more than a short list of interdependent ac-
lthough even such a list 15 a great improvement over no
ity at all But a true team purpose captures and encapsulates those
a larger and more general idea. In that idea lies the answer to the
i What do you need this group of enterprise leaders to do that
cannol be accomplished by any other set of people?

Conceptualizing your team’s purpose in this way takes creativity and
cognitive <kill. Your conversations with the le‘-am members about their in-
terdependencies creates the short list, but it is your own creative brain
work that identifies larger themes in the list, connects them to the core
challenges faced by the organization, and generates language to explain
the themes and challenges to your team in a way that brings them to life

Reg Smythe, the financial services CEO described earlier, began
with a deep understanding of the challenges faced by the business, along
with his short list of interdependent goals generated from multiple inter-
actions and sessions with the team. With these, Smythe crafted a state-
ment of purpose that captured why the members worked as a team and
what they existed to accomplish. Figure 3-3 shows the concrete list from
which Smythe generated the theme “seamless integration” as the core
idea in his team'’s purpose.

Franz LeGuin studied his short list and ultimately identified “manag-
ing the matrix” as the core theme of his team'’s purpose. What he

Conceptualize the Te
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Lot they can add if they take things on interdepend-
» . y \\‘ i 1 1 .

crsdlﬁt‘“‘r ecds to be revisited as leader and members alike

ol s purpose N

fhe PUT " Jeade - : :

les change over time. Slippage is natural in the

rship team and as the organization’s chal-

) .
o & -win batt P .
e 8 d mus ream’ fe. For that reason, the chiel executive must
e~ .anior € : ; ?

rse g » to keep the teams main purpose at center stage, to
¢ I take carc

rsondlly Jersation about team purposes when things change, and
on 3 A

i hone the purpose to make it ever sharper and clearer.

T '1 d

our Authority ’

m leader. Achieving clarity means being insistent and un-
vercising your authority to specify your team’s purpose.
lly work together to establish the organization’s

2
you are the ted
jlogetic about €

Gome teams actua

sniegy Many others o ol : - i
{hat, as at AeroMexico, they had limited input in creating. AeroMexico's

gurshona realized that no matter how good his team was, members
dnt be expected to create consensus and clarity on their own. He

us on how to operationalize and execute a strategy

coul
Jsoknew that any clarity he might create by dictating his view of a pur-

mse could be neutralized by the natural resistance of the various team
nembers, with whom he had been a peer only months before.

But the new CEO also realized that the clock was running, the expec-
ttions of the board were high, and board members’ patience was limited.
%Barahona chose to achieve clarity about team purposes collaboratively
“ﬁhhis team, putting members through a series of intense and at times
e’fliéusting discussions in which they decoded his new strategy. Starting
] gﬁ;ﬁ::‘;—:;csh;rfli slrat-eg_\:', the team spent hours drilling down ‘through

N ani}%i:;/;tlgldl S[r,c.l]?]-UT][I,I the members P,M(-] dchn@d thc

i e e < pons‘l ilities needed to make it come alive
T andm]geo?rf;zl[/;tlerj. Over time, the team developed a collective
Sl oy | iy Iﬁff %t.ratcgy meant and what the team had to do to
o g, . ‘5 a critical
€2 proces .Crs n‘eede
di&l()gu: r\f:)‘ilUlies time, patience, and hours—sometimes days—
M here thr s
kO 4 com ‘()Ugh th

Pany th
“SCuse b

first step in creating the purpose and di-

d if they were to lead effectively as a team.

accomplish clarity of purpose collaboratively,
¢ leader's independent reflections. Dave Knopl-
ol Wiic on o cf o :

t was on a steep downward slide, took the latter

mMpany's mai : ;
Panys major product was rapidly becoming a
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[

commodity, Knopfler decided to differentiate the firm fropm its con
tors b)’ pm‘lldl"b{ Inh‘grdl(‘d services and not Just pmdu(p, PTU\,ZL“
consulting services (0 global clients would be a very differen; busj "
from the regional, [Wm]ud'tt‘nlt‘rcd company his executives Were oy
tomed to leading.

Knopfler went to his team with a non-negotiable directiye The cop,
pany was going t0 offer integrated services to its large glohy CUstomg
base, and the team was the key to executing that orgamzatiun“,dT
change of strategy He told them that the purpose of the lcudcrshnp tea '
was twofold to continue to monitor the performance of the Compdnr‘n
and to design and execute the transition from a product-based 1o an lnlc:
grated services company. He then asked his team to join him in xdcnuhmg
the particular accountabilities that the team would share as it pursﬂcd
the directions he had set.

Not all the team members agreed with Knopfler’s decision. Ope of
his direct reports gave lip service to this concept but never contribyted 1o
its execution. After several discussions with this person that resulted in
no observable change, Knopfler asked for his resignation

A compelling purpose, a real team with real interdependence, the
right people. The three essentials for building a leadership team all came
into play as Knopfler acted to redirect his organization. Thinking through
the new interdependencies created by the shift of strategy helped
sharpen the team’s purpuse and brought into focus the special capabil
ties that his team members needed to have. Knopfler used his legitimate
authority as CEO to get those three essentials in place and aimed in the
same direction

aceyg.

Conclusion: A Clear, Challenging,
and Consequential Purpose

It took a lot of intense, iterative, and emotional work, but Arturo Barahona
and his team eventually transformed the dust-covered, two-dimensional
strategic plan that had stood forlornly on his bookshelves into a dynamic,
Iiving strategy for moving AeroMexico forward., '

At an initial meeting with his 250 top global leaders one month after
he took the helm, Barahona spoke for four hours outlining his overall vi-
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CREATE

romising he would be back in six months to provide

sion and strﬂ“’gg): i(rmh"’ later, he made good on his promise. Only this

;n“cal detail. ¢ team members who spoke. Each provided a piece of the

e, it WS his bly aligned with all the others. “It said a lot about how my

Jan. eaft 2?\'[:‘3155;" jﬁm their hands,” Barahona says. “That really got us
took

L aw for t
People s3W
going:

, presentation ;
A s ph na proudly shared some of the results of his team’s work, in-
0]
2001, Baral

or increase in pilot and crew productivity even as the air-
g ° ma}d Jummeted. Some of the victories the team savored seem
line$ cOStS ha. Pa] such as renegotiating the airline’s beverage contract
small 3 mc.uc‘n' $2 million. But those were early victories—moments

5l S(ai:ncge——thal showed the team what else it might accom-
gt vere major wins, such as saving nearly $500 million in the
o O[he;San' aircraft. The complex purchase negotiations managed
by d:‘:S:ealy energized team involved two aircraft manufacturers, the
p\)leacican government, the U.S. ambassador and secretary Ufycummercc.
and major world banks. It simply could not have happened without Bara-
hona's highly interdependent, purpose-dniven lea‘dershlp team.

Perhaps this team’s most significant accomplishment occurred shortly
sfier Barahona's presentation, when terrorists struck the World Trade
Center. Suddenly the CEO and his team found their best-laid plans
gmunded—literally. As tragic and unexpected as these events were,
AeroMesico’s leadership team was aligned and poised to deal with crisis
4 a unit. In contrast to all other North American airlines, in only five
] davs AeroMexico was again flying every route on its schedule except for
lh!; one that was entirely out of its control—New York City.

That AeroMexico was back in the air sooner than most of its com-
petitors was no fluke. One had only to look back at an early team meeting
to understand why. It was then, during an initial discussion of team pur-
pose, that this leadership team decided to make security and safety a pri-
- onity The team members had never lost sight of that objective, and now it

- was paying off in ways they had never imagined: when disaster struck,
team was ready and collectively able to deal with it quickly.
- Make no mistake: despite its successes, the flight Barahona and his
team had 1aken was not a smooth one. Those initial lengthy discussions
fbﬂur direction and purpose were only the first leg. For more than two

he first time that we were really acting as a team.”
t a global management conference in ltaly in

and
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Get the Right People
on Your Team—

and the Wrong Ones Off

n executive suite is not a school yard. Just because someone
wants to play on your team, has always been on the team, or was
considered the heavy hitter of a past team does not mean that
you are obligated to have him on your team. What's more, just because
jou have been chosen to lead an established team does not mean you
must keep all the players when you take it over. No matter what anyone
says or implies or believes, it is now your team. You must choose whom
you need to be on it.
- One thing that surprised us about senior teams is how often leaders
“e"’r%\::f::;\(;h;:f execu‘tives takg whaF they get and assume that leading
el hethr o c}t:jl\me?]ns ,1.ejdmg t?zzs team, of these people. Ask your-
i ST o iema owed the hlsto'ry of the te.am, the structure ot
th ) portance of certain leadership roles—any or all of
our team’s membership. Have you assumed that all your

f2p :

e to drive y

Glre ot Te P,

i Ports must he - ; ;

% anyeh st be on your leadership team? If your team is too big to
ing byt an inf )

afg *,“;H 3
ar indiv:
individy] p

()r@ation-exchangc team, if some of the members
erformers but have toxic effects on collaboration, if
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via a global SAP system, for ex-

integrating Roche Canada
g its autonomy. Mittermaier explains: “I inherited a

y much been there for the previous six years. So they

; 3(1 rett
eam that h PF this phenomenal growth. It was all very externally fo-

had been part 0
d, very market
Ons on W

share driven. And you don't really ask yourself too
hat is the internal impact of all of this. So leadership
erv tactical, very informative, and pretty siloed. Every-

Ll,]f!e

many questl

g ipeLings were v B .
ted e inand talked about their piece of the business. Really the only
ho )rcal

25 the fact that 1 asked everyone to be there. Everyone was very
e W s

glu:j‘a] but there was not a common goal. There was the attitude of,
cordial,

Things are okay as long as my area i's oka‘y.'"

But his functionally oriented, silo-minded leaders could not get past
polite information exchange abou.t their individual arenas to engage in
ihe enterprise-level thinking required by the new challenges they faced.
S, slowly, Mittermaier began recomposing the team to include only
those who showed signs of an enterprise-leader perspective.

Hill of Applebee’s at first believed that if he just worked hard enough
with his current members he could infuse a collaborative culture into a
divided team of cordial old hands and combative newcomers. It was only
after some of those team members, frustrated and angry at their inability
to work together, confronted their chief executive that he saw the prob-
lem. All the patience and coaching in the world were not going to save his
less-than-merry band of followers unless he made the tough call to re-
compose his team.

‘Beﬂlacqua, as determined a leader as any we have encountered, was
“ointent on making strategic choices and making the merged entities suc-

cess : ' . . '
ful that even when it was obviously futile, he kept trying to earn the
"espect of team memb

i _ ers who clearly would never support the new organiza-
M and its new bysi

€ chaig o nzss straFegy~n‘or their ncjw leader. It was on‘l.\' after
T that»BE%ielste that it was time to switch ou.t some of h}S team

Although S 3qu1;18 made several needed deletions from his team.
cventugll Crea(t) dtle?:? leaders overcame the challenges he faced
!;r(}‘napfocess i e'] a highly effective team, all of them bear.scars
ke, Mo i y wi I never forget. If you ask any of them what it was
“¥you will get a shake of the head, a tired-soldier stare, and

- Hill calls i “painful.” Bevilacqua says it was “unbe-

ing
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THE ESSENTIALS

We cannot promise to climinate the pain and difficulyy of
the right members for your leadership team. But we can ¢ p

ince for making it easier, ncluding which attributes to loc

tial team members. given your team purpose; how 1o hely

understand their roles as individual leaders and members of
team; how to identify and eliminate those obvious and oy
problem members—the team “derailers”, and when and hoy

changes in your team membership

Choosing the Best Players

Once you have created clarity about your strategy and operating 1,

ind have articulated the teamss role in bringing it 1o hife, you can (j,
oughly assess your current team members and determine whether .
vou need to make any changes. It is at this time that vou will stah ive th

n's membership and create clear boundaries—in effect, saying “J1,..
is us” for the foreseeable future. But it must be a thoughtfully crafied
Composing a leadership team is not only a matter of selecting people by
position or title or individual contributions to the organization Your ¢
members must also bring the essential competencies necessary (0 wor
1s a real leadership team

Most chiefl executives eventually reshape their senior leadersh
teams. If your team 1s to be effective, you must al minimum ensure tha
the members collectively understand and can represent the entire enter
prise. But representing the enterprise does not translate into giving ever
division or function a seat at the table. As needed. those other senior
managers and specialists who are not members can be invited 1o con

tribute to the team’s work when the team can benefit from their expert

or knowledg
We lound that many leaders not only are hesitant to make changes in
the team membership but also do not always make wise choices whe

they eventually change the team's composition. The challenge for a chief

executive 15 to look deeper than the member’s functional and operational
expertise and focus on less obvious criteria as well, such as the persons
ability to engage in robust but constructive debate with other team mem

bers and to think strategically about the enterprise as a whol
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h indicated that in poor teams members vies

forum for debate of strategic issues th

ed the

s vigorou

:\:“.',\nnlvljku(um 5. on average, too high to be optimal. In fact
B bic dimensions such as age. race, and gender, these teams a
vene too homogencous. This complaint in poor teams about diver
. was most common in teams in which functions, regions, businesses

} the like all were represc nted n a top team that was an unbounded
but with the CEO also secking to make a decision-making body of
team. Members themselves recognized that it was unlikely in the ex
weme that the chief exceutive could idenuly a clear purpose and a set of
asks for such a wide group
Ioo many leaders make the mistake of using a highly diverse mix of
rs as their core decision-making team without preparing either the
i the members to use their differences well. When all fu
tegons, and operating units are represented on a leadership team, mem
“‘\‘u::*h«\m lably play the roles that they have been signaled 1o pla
; R Irepresent my area. | should speak only as the SVP of
Waen this happens, chiel executives limit the ability of their

mb Ly .
ers Lo deal collaboratively with their inte el




