


Common	  CEO	  Frustra.ons...	  

§  "Each team member is extremely talented but they just don't seem 
to be on the same page without me inserting myself." 

§  "Our leadership team meetings are stale - we report out 
functionally but we don't challenge each other or push for 
innovation or to continually get better." 

§  "While we all seem to like each other, it is                
very rare that the team or subsets of the            
team get together to address important         
enterprise-wide issues without me in the                                     
room.” 
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Some	  Challenges...	  

§  Many senior team leaders assume that bringing a group of talented 
senior executives together will be sufficient for creating an effective 
leadership team.  

§  This is not always a good assumption! 

–  Individual executives come from varying             
experiences and backgrounds and naturally                   
espouse different agendas, visions and            
ways of operating. 

–  Executives have specialized functional and management responsibilities 
that often reinforce their individual contributions and sometimes 
compete with their enterprise responsibilities. 
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Nurturing	  is	  important...	  
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“Great leadership teams never succeed by accident. 
Without nurturing, leadership teams can actually 

become organizational impediments...” 



RI	  Point	  of	  View...	  

§  We believe that truly effective leadership teams evolve into ones 
where the leader is a coach and the team becomes competent at 
holding itself accountable. 

§  We also recognize that there is an                    
important organizing role for the                
senior team leader to get the team           
to this Nirvana state. 
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6	  Condi.ons	  for	  Building	  a	  Great	  Leadership	  Team	  
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Ac.vely	  Manage	   Model	  Behaviors	  

1.  Team	  Purpose	  
2.  Team	  Opera.ng	  Model	  
3.  Management	  Rhythm	  

4.  Self	  Awareness	  
5.  Produc.ve	  Dialogue	  
6.  Accountability	  



Condi.on	  1	  –	  Team	  Purpose	  

§  Has to go beyond strategy and mission and focus on what the CEO needs 
this group of enterprise leaders to do that cannot be accomplished by any 
other set of people at this time in the organization’s lifecycle. 

§   Some examples of the rationale behind leadership team purpose... 

–  Young professional services firm growing beyond a                     
highly concentrated customer mix. 

–  Large trade association that is operating with the             
threat of consolidation. 

–  90 year old manufacturing company with aggressive           
growth goals in need of new talent. 

§  The CEO’s job is to provide the team with a compelling purpose and work 
diligently to ensure that all team members understand it their role and the 
team’s collective accountability for executing it. 
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Condi.on	  2	  –	  Opera.ng	  Model	  

§  Should be based on the level of complexity of challenges the 
organization is facing. 
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Consultative Model Integrative Model 

•  Relatively stable environments 

•  Exchange functional information 

•  Learn via debate and challenge 

•  Provide advice and counsel to CEO 

•  More complex environments 

•  Make decisions on areas most 
consequential in driving strategy 

•  Highly interdependent, shared 
responsibilities, regular collaboration 



Condi.on	  3	  –	  Management	  Rhythm	  

§  Fancy phrase for how leadership teams manage tactical and 
strategic execution – plans and metrics, communication vehicles, 
meeting management. 

§  Operating model typically drives               
management rhythm. 

§  A few guiding principles... 

–  Maintain discipline and adequate time for discussing and debating strategic 
issues separate from tactical issues. 

–  Find time to meet face to face. 

–  Don’t forget to document expectations, plans, etc. 
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Condi.on	  4	  –	  Model	  Self	  Awareness	  

§  To help individual team members commit to becoming effective 
team members leaders must model how to address blind spots. 

§  Know your blind spots from two perspectives! 
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Internal Self-Awareness External Self-Awareness 

•  How we see our own values, 
passions, reactions and impacts 
on others. 

•  How others view us. 



Condi.on	  5	  –	  Model	  Produc.ve	  Dialogue	  

§  Productive dialogue is the ability for teams to challenge, debate 
and discuss their most important issues in a manner that progresses 
the issues and leaves minimal relational scars. 

§  When senior team leaders demonstrate that they are... 

...open to feedback,  

...actively listen to different perspectives, and  

...view confrontation as a natural part of the        
team's way of operating... 

...leadership teams are much more likely to engage in productive 
dialogue.  
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Condi.on	  5	  –	  Model	  Produc.ve	  Dialogue	  
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In	  her	  landmark	  study	  on	  teams,	  Amy	  Edmonson	  discovered	  
that	  the	  highest	  performing	  teams	  were	  the	  ones	  with	  the	  
highest	  reported	  errors	  –	  teammates	  were	  comfortable	  

openly	  admi=ng	  mistakes...they	  weren’t	  afraid	  to	  tell	  the	  
leader	  that	  something	  was	  wrong.	  



Condi.on	  6	  –	  Model	  Accountability	  

§  Truly great leadership teams evolve into ones where... 

...individuals feel accountable to the team,  

...the leader serves more as a coach rather than                   
the primary source of accountability, and  

...the team becomes competent at holding itself accountable.  

§  Senior team leaders are critical in establishing and continually 
reinforcing the team’s accountability construct... 

–  They must model receiving feedback well – in a curious, non defensive manner. 

–  They need to clarify that their job doesn’t exist to settle problems or constantly 
monitor the team; rather it is focused on creating an environment where peers 
address concerns immediately, directly and respectfully with each other. 
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3	  Great	  Books	  &	  a	  Recent	  Ar.cle	  

§  What Got You Here, Won’t Get You There – Marshall Goldsmith 

§  Insight – Why we are not as self-aware as we think – Tash Eurich 

§  Senior Leadership Teams – Ruth Wageman 

 

§  Chief Executive Magazine Article – The Leader’s Role: 6 Conditions 
for Building a Great Leadership Team 
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Complimentary	  Offer...	  
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East	  Coast	  –	  Jack	  McGuinness	  
5905	  Ramsgate	  Road	  
Bethesda,	  MD	  	  20816	  
301-‐785-‐9731	  
jmcguinness@rela.onship-‐impact.com	  
	  

Rela.onship	  Impact,	  LLC	  
www.rela.onship-‐impact.com	  
	  

West	  Coast	  –	  Gil	  Brady	  
700	  Balboa	  Ave	  
Coronado	  CA	  92118	  
703-‐431-‐7486	  
gbrady@rela.onship-‐impact.com	  
	  


