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In our experience, improvement in teamwork can be achieved through 
diagnosis and the carrying out of appropriate learning and training. With 
regard to senior management teams the picture seems different. Those 
involved show fear and pressure and many senior team development projects 
hesitate from the start. We often hear the following comments: 

"This is the team that founded the company; there is too much emotional 
baggage!"
"They have been there and done that - you have to prove to them that there is 
still something to be learned."
"The senior management is highly cynical - just give them a good time."
"They are the source of all company problems, it is a waste of time trying to 
deal with them." 
"We are scared that things will fall apart if we touch them even a little." 
"The senior management team only knows how to trip each other up."

So what is feared when working with senior management?

The Senior Manager
The person responsible for developing the common interest is the C.E.O. After 
all it is intrinsic to his or her job description. As a result everyone on the team 
allows themselves to pull things in their direction as the C.E.O. will "make 
order". A heavy responsibility is placed on the C.E.O.'s shoulders that is 
difficult to share with others. Centralism of this type often blocks the team from 
shaping the company's future and it is left up to the team members to be 
frustrated or to argue with their colleagues. Power struggles and jockeying for 
a position closer to the boss are common. Meetings, even if they are frequent, 
are not always defined or productive. In spite of everyone being present (after 
all, the boss invited) the frustration is high and the commitment low. 



The Senior Team Members
The senior management team is made up of experts in a wide range of fields - 
marketing, finance, HR, R&D, Sales etc - and the connection between them or 
the use of a common language can not be taken for granted. Each team 
member represents a separate interest and not necessarily the common 
interest. Senior management members have usually clocked up wide 
experience in managing their fields. They are familiar with models and 
methods and have probably experienced a variety of O.D. processes giving 
the feeling that is not possible to bring them anything new. 

Relationships
The higher ups are often "stars" that are used to leading and find it difficult to 
become a team player again. Competition in the senior management team 
can be fierce and may manifest itself in proving why a colleague messed up or 
does not fulfill commitments or is even not worthy of the job. A common 
phenomenon in senior management teams is a low level of openness and an 
inability to admit failure or weakness. This may hold back the team's ability to 
learn and develop. Often the organizational culture and habits will not allow an 
open discussion on how the team works. The management team may be used 
to decision making, discussing urgent day to day matters and even to discuss 
strategy but not to confront themselves and their role in leading the 
organization. 

Internal Consultants
The respect peppered with a little fear that internal OD people have for senior 
management causes them often to advance what the senior management 
wants and not with what they need. 

What have we seen and learned about development processes in Senior 
Management teams?

Not only should the circumstances (e.g. a crisis or external forces) catalyse a 
senior management team development process. Learning and development 
interventions of the team should be ongoing. 

The senior management wields a lot of strength and influence in developing 
and changing the critical organizational culture. Middle managers find it easier 
to pass on organizational values when they see a senior management that is 
actually doing what was declared. 



A company's ability to learn is vital to its sustainability over time and in 
addition to personal example the senior management team needs to 
recognize the contribution of each of the senior team members to his or her 
own learning. If the team does not develop team learning habits the 
organization might lose information and understandings that competitors will 
adopt before them. 

Lack of teamwork is mostly felt at times of crisis or pressure when there is not 
the time or resources to invest in process improvement. A senior management 
team that "practices" crises and looks after itself will be better prepared than a 
team that has neglected itself. 

The Good Enough Senior Management Team
Senior teams need the opportunity to stop the daily wheels, to talk and to be. 
They desire less competitive communication and to be more open with each 
other and the C.E.O. It is not easy and team learning is needed in order to 
create the conditions and the readiness with which to deal with the relations 
between people and develop the ability to share difficulties and dilemmas. 
Senior managers care greatly about the future and current success of their 
organization and they see themselves as partners in designing the big picture 
even though they often need help in moving from the departmental to the 
system wide view. 

What should be taken into account when starting senior management 
development?

Is the CEO on board?
Even if the CEO has given the green light, there are still doubts and fears that 
the personal openness and the readiness that the process demands will be 
lacking. Before setting out the CEO must have a clear vision of what he wants 
to achieve or at least the willingness to develop this vision as well as the 
understanding that not everything he will hear will be to his liking.  

Is the team on board?
The views of the team are an important factor and resistance or even attempts 
to torpedo the process are familiar phenomena. It is important to meet with all 
senior team members as a preliminary measure in order to gather information, 
get them onboard and connect them to the process. 



Resistance
Throughout it is only natural that there will be resistance as by definition team 
processes herald change and movement. Leaders of the process should be 
aware of this and allow opposition to be put on the table. There is no need to 
be alarmed by this - it is a sign that the process is important and meaningful 
for people and it is worth taking advantage of this energy in order to connect 
the opposition to the process. 

Development and Growth
To reflect on reality and to moan about what does not work may only be the 
beginning. A further step will be the raising of awareness of differing personal 
styles and mutual acceptance. In parallel it is also important to develop each 
member's ability to take on a systems view of the organization and interface 
management. 

Tuval senior team development practices these skills on a personal and team 
level. As a result the ability to experience real improvement is achieved and a 
positive atmosphere of hope is created. 

The effectiveness of the process is measured over time and in the day to day 
workings of the team. All workshops will include the collaborative creation of 
action items and a series of follow up meetings with the CEO and the team. 

Senior teams that develop the conditions to deal with team issues and a 
culture of conversation about successes, difficulties and dilemmas will take on 
continuous learning, growth and development. Its people will feel pride and 
partnership and these will be the senior teams that will be able to lead their 
organizations in all conditions and when facing daring targets. 


