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Discussion Flow

§ What is leadership team structure?

§ How to build a strong leadership team structural 
foundation?

§ The link between structure and relational 
dynamics.

§ Resources
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What is leadership team structure?

§ Leadership team structure is the arrangement and 
organization of the tangible interrelated elements of a 
leadership team. 
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What is leadership team structure?
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Purpose Composition 
& Roles

Expectations 
& Norms

Coordination & 
Communication



What is leadership team structure?

§ A well thought out team structure serves as an 
important catalyst for greater leadership team impact…

– Good structure can help foster innovation, 
strengthen the quality of decision-making 
and enhance cross-organization collaboration. 

– Poor structure holds teams back – missed 
opportunities to have a broader and deeper 
impact, unintentional duplication of effort and 
increased pressure on team member relationships.
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How to build a strong leadership team 
structural foundation…

(1) Leader provides 
a framework for the 

team’s structural 
foundation.

(2) Team provides 
specificity and gains 

agreement on 
structural 

foundation.

(3) Team executes 
and adjusts 
structural 

foundation based on 
lessons learned.
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How to build a strong leadership team 
structural foundation…
§ Purpose (responsibility of formal team leader)

– First, define the type of team that makes sense for the organization at 
they current time. Do you want the team to…

– For decision making teams it is important to define a purpose that 
helps drive the organization’s strategic direction or addresses a high 
priority operational challenge. 
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Exchange information 
across functions

Advice & Counsel to the 
CEO

Address / Decide on X-
Organizational Initiatives



How to build a strong leadership team 
structural foundation…
§ Some examples of the rationale behind creating a compelling 

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.

– 10 year old construction contractor scaling too fast and running into 
service and productivity issues.

– Startup medical device company with a recent FDA approval and a 
large injection of growth capital.
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How to build a strong leadership team 
structural foundation…
§ Composition and Roles (responsibility of formal team leader)

– Don’t assume that direct reports have to be on the team – revisit the 
purpose and evaluate team skills first.
• Functionally-minded, silo oriented leaders might be great individual 

contributors but awful as team members who need to focus on cross 
organizational initiatives.

– When participation of ‘non team players’ is required for their expertise 
than it is important to step back and build their team capabilities.
• We have seen poor team players become great enterprise leaders when 

they gain awareness of the benefits and gain new skills at listening, 
curiosity, and feedback.
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How to build a strong leadership team 
structural foundation…
§ Great enterprise-focused leadership team members possess a few 

important characteristics…

– Look first for the needed skills and experience

– Look for leaders who recognize the critical importance of their 
enterprise role

– Look for leaders who have the ability to synthesize complex 
information and extract their implications for the enterprise

– Look for leaders with the maturity to productively challenge and 
debate a team’s most important issues
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Adapted from Senior Leadership Teams by Ruth Wageman



How to build a strong leadership team 
structural foundation…
§ Expectations & Norms (team responsibility)

– Once the team determines a compelling purpose and has a clear sense 
of what it needs to work on together, the team needs to commit to 
how they are going to interact.

– The presence of clear norms of conduct – shared expectations about 
member behavior – tailored to their unique challenges has a dramatic 
impact on whether a leadership team is effective. (Wageman Study)

– Following are a few typical leadership team norms: (i) commitment to 
the enterprise; (ii) productive dialogue; (iii) participation; and (iv) 
integrity.

– Team norms are useless if the leader doesn’t model them and if 
feedback and accountability doesn’t exist!!!
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How to build a strong leadership team 
structural foundation…
§ Coordination & Communication (team responsibility)

– The team purpose will typically drive the types of vehicles a leadership 
team uses to coordinate and communicate and the team’s norms 
should dictate how it coordinates and communicates.

– Effective meeting management is a critical skill for great leadership 
teams. The basics are essential – agendas, time frames, actions, follow 
up!!

– Leadership team coordination and communication essentials…
• Effective meetings
• Strategic versus operational focus
• Clear accountabilities
• Project management principles
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The link between structural and relational 
dynamics…
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Creating a great leadership team structural 

foundation is critical but not sufficient to 
building a great leadership team.



The link between structural and relational 
dynamics…
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§ Both sets of enabling factors are extremely important but depending on a 
team’s stage of development and the complexity it faces at any given point 
in time the weight of the factors might change. 

§ There is no doubt that insufficient 
structure can exacerbate 
relationships among leadership 
team members. 
– E.G., incentive structures that 

inadvertently create competition will 
naturally put pressure on relationships.

§ There is also no doubt that bad 
relationships among team members 
can expose poor structural design. 
– E.G., it is very difficult to gain agreement 

on a team’s purpose without a sound 
relational foundation where team 
members can challenge and debate 
productively.

Structural Factors Relational Factors



Resources

§ Senior Leadership Teams – Ruth Wageman

§ Leading Teams – J. Richard Hackman

§ Is Poor Structure Holding Your Leadership Team Back – RI Blog
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https://hbr.org/product/senior-leadership-teams-what-it-takes-to-make-them-great/3366-HBK-ENG
https://hbr.org/product/leading-teams-setting-the-stage-for-great-performances/3332-HBK-ENG
https://www.relationship-impact.com/blog/2017/11/28/is-bad-structure-holding-back-your-leadership-team


Complimentary Offer...
Limited to CEOs, Presidents, GMs
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URL: www.relationship-impact.com/free-team-assessment/

http://www.relationship-impact.com/free-team-assessment/
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