SENIOR TEAM INTERVENTION at L&T 2000-2001

Reshaping the Executive Board

Context

The MD commissioned this team intervention using ideas developed during his executive coaching programme. Another development preceding this intervention was the creation of the role of Operations Director reporting to the two MDs and the recruitment of a person to this post.

Organisational outcome of the 12 month team intervention

Greater capacity of the new senior team to function effectively as the Executive Board in progressing and sustaining the company according to its 5-10 year plan.

Team development approach

Methods from systemic organizational practice enabled a co-constructing relationship with this client where learning and development goals were defined together with myself facilitating, and were constantly emerging within the reflection on learning processes. This approach encouraged a dynamic of inquiry and dialogue.

Intervention time span

The 8 sessions were run at 6 weekly intervals during a 12 month period.

Issue

The explicit issue was to devolve strategic business decision making from the two MDs by involving the three Directors. The implicit concern was that disagreements between the two MDs were detrimental to the business by splitting the staff into two rival factions, disenabling them from clarity of purpose and understanding the company’s position in relation to the competitive environment.

THE INTERVENTION

also see attached table

Session 1: Co-commissioning the team development intervention and contracting

The 5 members of the newly formed senior team and myself collaborated on the focus for the team development by addressing the following:

•
what do we want to achieve ie how do we want to be as a team

•
how will this enhance the business

•
what is most critical to attend to first 

Inter-session activity 1

The team conducted co-missioning discussions with each other and individually, with key stakeholders to find out how their roles are shaped relationally, asking:

•
what is the purpose of my role in relation to yours

•
what is the purpose of our team’s activities in relation to your team

Session 2: Decision making process and meeting structure

The team developed new skills by:

•
discovering how disagreement happens and gets dealt with

•
mapping when each person has a loud voice in the team

•
designing an ideal structure: content, process and logistics for each meeting

Inter-session activity 2

Meeting as the Executive Board following the agreements made in session 2. The team began planning to tell the staff organizational values.

Session 3: Constructing Leadership and Strategic Thinking – tasking the team

Developing more effective leadership by defining thinking, actions and conversations which are strategic, rather than operational, and which indicate the assuming of strategic responsibility. Use of episodic examples from their own work and the work of perceived role models, and contemporary texts written about executive directorship

Inter-session activity 3
Meeting as the Executive Board discussing matters strategic, using myself as observer to the process.

Session 4: Organisation Values and Appreciative Inquiry

Inquiring appreciatively into the organizational cultural values enacted by team members, anticipating the impact of their values on staff in the rest of the organization. Defining how these show in behaviour. Mapping a preferred culture by envisioning what we would like the organisational values to be.

Inter-session activity 4  

Meeting as the Executive Board to create people pictures to prepare for focus groups with staff in the organization.

Running focus groups of staff to inquire appreciatively into values following the process used in Session 4 under the theme: Values Talk is Valuable

Session 5: Dilemmas and Challenge – connecting values with behaviour

Creating more coherence by addressing dilemmas of the team arising because the values they aspire to could not be enabled by the behaviour they were using to achieve them – understanding and unraveling a strange loop pattern of stuckness.

Reframing challenge as useful and learning to challenge themselves and others in constructive ways.

Inter-session activity 5

The two MDs meeting to consult each other and to communicate to the organization – taking a firmer leadership role with one voice.

Session 6: Managing Change - deciding what to do next strategically

Consulting to the two MDs about working together constructively. Agreeing a new way forward for the team to progress Values Talk is Valuable in the organization.

Inter-session activity 6

The two MDs collaborate and the team run values focus groups of staff making the shift to consulting the organization about values, from a ‘telling’ and imposing approach.

Session 7: Acting as an Executive Board and Non Executive Board considerations

Acknowledging differing decision making authority amongst the team members.

Discussing the possibility of a two tier Executive Board, dealing with challenge. Considering the added value of non executive authority.

Inter-session activity 7
The two MDs collaborate on their vision to find a buyer for the Company.

Session 8: Ending and action learning

What have we achieved and how - how have others enabled my learning? Being supportive and constructive. Individual committments and team action planning.

