
DREAM TEAM
The importance of dynamics for
business management teams

Experience and common sense tell us the dynamics of a management team, or
how they actually get on with each other, is critical to the success of a business.
Several studies document a strong link between top management group
dynamics and organisational performance. For example, a study at London
Business School found that management teams assessed as flexible, optimistic,
and cohesive and associated with responsible risk-taking had generated 15%
higher income. Despite this, few businesses systematically assess, account for,
or manage team dynamics - a missed opportunity to add value



Team dynamics can typically
involve processes of
communication, decision-

making, leadership and power sharing
and can strongly influence how a team
operates. It need not necessarily mean
rosy relationships throughout the team;
indeed research shows that constructive
conflict can enhance group functioning
and organisational performance, while
avoiding or suppressing conflict may
result in lower individual creativity,
poorer communication and weaker
decision-making.

However, team dynamics is not just
about 'getting along with one another'.
Research suggests that heterogeneous
teams, which consist of managers
with varying backgrounds, skills,
experiences and competences, are better
suited to organisational dynamism
and environmental complexity.
One reason for this is that diversity
equips management with different
types of knowledge, decision-making
styles and professional perspectives.
When assessing and reviewing team
dynamics, the objective is that the team's
capabilities reinforce one another's
rather than overlap.

The mix of capabilities, experiences
and values required to maximise
performance is dependent not only on
the strategy and what the business is
trying to achieve, but also on the industry
in which the team operates. For example,
new technology/software businesses
have more diverse management teams in
terms of age and background, as there is
more of a focus on ability and agility and
less of a focus on status or track record.

Technology businesses may also
communicate more informally and
remotely, perhaps a Skype call on a
Sunday night. This is a direct contrast to
management teams in the professional
services sector, whose communication
is more likely to be more formally
structured and professional.

Of course, the mix of capabilities
required of management teams to
drive the business forward varies over
time, depending on the issues that
the business is facing. One particular
challenge occurs when founders
transition out of founder-led businesses,

as the remaining team must ensure that
it is able to gain the maximum possible
value from the founder and retain the
winning formula of the business, while
simultaneously professionalising and
scaling the management structures.

Research shows
that constructive

conflict can enhance
group functioning
and organisational

performance

Another challenge arises in buy-in
scenarios where new individuals are
integrated into an existing team. We
often see people on-boarded because
their skills and track record reflect what
is required given the investment strategy;
however, it is essential there is a cultural,
value and personality fit as well, with
expectations around this set early on.

Challenges can also occur when
individuals are forced to operate with
significant 'gaps' in the team where other
team members have either moved on or
are underperforming.

Challenges to team dynamics often
arise because of differing values held
by team members. When assessing
management teams, we use psychometric
tools in conjunction with other data as
a way to gain a deeper understanding
of motivations and values. We use the
Hogan Motives, Values and Preferences
Inventory (MVPI), which is a personality
inventory that reveals a person's core
values, goals and interests. Results
indicated which type of activities and
environment will be most motivating for
individuals and when he/she will feel the
most satisfied. Consequently, we begin to
understand a person's key drivers - what
they desire and strive to attain.

Individuals tend to prefer to work with
others who share their values and are
happiest working in environments that
are consistent with their values. This
is particularly insightful, as a person's
values cannot be easily or directly
inferred from their personality as they
concern their private agenda and are not
necessarily openly shared with others.

Having worked with more than 30 top
management teams in the past two years
alone, certain trends have surfaced. For
example, top managers tend to score
higher on the Hogan around Power and
Commerce. High Power scores suggest a
desire to succeed, make things happen,
make a difference and outperform
one's competition, and high Commerce
scores suggest an interest in earning
money, realising profits, finding new
business opportunities, and a lifestyle
organised around investments and
financial planning. High Power scores
within a team can often be the basis for
conflict if multiple individuals with big
personalities wish to take charge. In
such situations, effective governance is
essential to avoid politics and confusion.

Average top management team
scores on the Hogan MVPI
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43% of top managers score highest around
Power or Commerce

Where team members tend to differ the
most is around their decision-making
approaches, which are reflected by
Aesthetics and Science scores in the
Hogan. Those scoring higher around
Aesthetics tend to prefer intuitive,
'gut feeling' decision-making, whereas
individuals scoring higher around
Science are more comfortable with data-
driven decision-making. Team members
also tend to differ around their Affiliation
scores, which reflect the extent to
which people enjoy a lifestyle organised
around frequent social interaction, and
the extent to which they need to feel
included in a group.

We have found that sharing and
comparing these 'scores' with peers in a
team session is a fantastic opportunity
to discuss and air differences in a more
tangible framework using numbers and
concrete terminology. Once individuals
understand the motivations and
values held by their teammates, it can
significantly improve understanding and
dynamics within the team.



There are several ways to improve
team dynamics in order to ensure that
management can create value for the
business. Firstly, the dynamics should be
assessed and reviewed systematically as
part of an ongoing process. There must be
a platform for management to honestly
review the challenges and objectives of
the business, set out how they are going to
work together going forward and decide
what the priorities are.

This platform will also provide an
opportunity for the team to reflect
on themselves, their interactions and
their progress to date. It should be
an opportunity for management to
challenge each other in the context of
constructive conflict, and each team
member must contribute and feel they
are being heard and have the autonomy
to do their jobs. To improve focus,
efficiency, and to reduce interference of
internal politics, these sessions are often
better if facilitated externally.

Secondly, defining and communicating
roles and responsibilities for each team
member based on skills and capabilities
within the team will also help dynamics.
This is not restricted to functional
roles and responsibilities; for example,
the team must decide who fulfils an
ambassadorial outward-facing role, who
thinks strategically and who 'checks' and
rationalises the ideas of others.

Lastly, we recommend ironing out any
issues as and when they arise by getting
the team together and facilitating a
constructive discussion/debate. Only
cohesive and aligned teams are able to
work together effectively to focus on
value creation, m

TO IMPROVE TEAM DYNAMICS:

• Systematically review how the team
works together, its challenges and
priorities
• Provide an opportunity for
management to challenge each other
constructively in an open and honest
forum
• Define, communicate and regularly
review roles and responsibilities in
the team
• Establish clear governance
framework
• Ensure there is a clear leader in the
team who is willing to make tough
calls and bear risk
• Cascade positive messages
deliberately and frequently lower
down the business
• Iron out issues or conflicts as and
when they occur
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Establishing clear
governance in terms
of how and when the
team makes decisions

is essential for effective
decision-making and
execution of strategy

Establishing clear governance in terms of
how and when the team makes decisions
is also essential for effective decision-
making and execution of strategy. In our
experience, purely consensual leadership
is not effective. Every team we have
worked with has a clear leader who
makes the tough decisions and tends to
carry a lot of the risk.

Messages from the top team must be
cascaded lower down the organisation
in a clear, constructive and deliberate
way. Team dynamics at the top are
not effective unless they are perceived
positively from elsewhere in the
business, and the dynamics between the
first and second-tier management are
equally important in terms of improving
decision-making and reducing politics.
It is beneficial for management to
recognise the dynamics in the next layer
down for succession purposes.
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