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ABSTRACT 
Today's rapid changes and major business developments in organizations increase the need 

for effective management teams. In management teams, there are significant demands on the 

members to understand how strategic, tactical and operational decisions and actions generate 

results. High management team effectiveness requires optimum cooperation between the 

members with particular emphasis on well-operated communication and ability and flexibility 

in working as a team. It further requires a deep understanding of the factors that influence the 

management team effectiveness. The challenge to create a theoretical dynamic model to 

indicate development potentials regarding the effectiveness in the management teams 

represents the foundation for the idea behind this master thesis.  

 

This master thesis presents a theoretical management dynamic model I have developed based 

on identified key factors that influence the effectiveness of management teams. For identifica-

tion of these key factors, I have used literary studies and research concerning the concept of 

team, management team, team effectiveness, leading organizations, organization develop-

ment, dynamic models and many other concepts.  

 

I have categorized these key factors in five criteria. These criteria are engagement and 

dynamic leadership, team spirit, management meetings, conflict management and visions and 

objectives. In view of that, my definition of an effective management team is: “a management 

team where high-engaged and motivated members including a strategic and dynamic leader 

work in a team having a good team spirit, hold effective management meetings and manage 

conflicts effectively to make qualified decisions that mainly are concentrated to reach well-

defined objectives and visions”.  

 

The inspired idea behind my model is to integrate these criteria in the mechanical system 

called the Planetary Gear System to create a metaphoric image describing the dynamic of 

management teams and their effectiveness. Strategies for measuring these criteria also are 

identified and presented in this master thesis. These properties make the present dynamic 

model to a unique model in its appearance and functionality. The main function of my model 

is to indicate development potentials in the management teams. These development potentials 

are then used to give the studied management team relevant recommendations aimed at 

making the management team more effective. The aim of this master thesis is to investigate 

whether the developed model fulfill this function. 

 

In order to investigate the ability of the model to fulfill this function the model has been 

applied to a real management team. The results have shown that the model has sufficient 

ability to indicate development potentials in the studied management team. The obtained 

results have been analyzed using SPSS computer program. Based on these results several 

recommendations are given. In this manner, the model has fulfilled stated expectations. 

However, a couple of additional actions aimed at increasing the qualifications of the presented 

dynamic model are identified at the end of this master thesis. 

 

With the intention of verifying whether the developed model contributes to make the studied 

management team more effective, the performed measurement should be repeated after a 

period of at least six months. The re-measurement is necessary to follow up the effect of the 

given recommendations and also to indicate any new development potential. Such a task is 

recommended for further research and development of the model. 
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SAMMANFATTNING 
Dagens snabba förändringar och stora verksamhetsutvecklingar inom organisationer medför 

ökat behov till effektiva ledningsgrupper. I sådana ledningsgrupper ställs höga krav på 

medlemmarna att förstå hur strategiska, taktiska och operativa beslut och åtgärder genererar 

resultat. Hög effektivitet i ledningsgrupper kräver optimal samverkan mellan medlemmarna 

med särskild tonvikt på välfungerande kommunikation samt flexibilitet och förmåga att arbeta 

som ett lag. Allt dessa kräver en djup förståelse för de faktorer som påverkar lednings-

gruppens effektivitet. Utmaningen att skapa en teoretisk dynamisk modell som kan indikera 

utvecklingspotentialer i ledningsgrupper vad gäller dess effektivitet utgör grunden för tanken 

bakom detta examensarbete.  

 

Detta examensarbete presenterar en teoretisk dynamisk modell jag har utvecklat baserad på 

identifierade nyckelfaktorer som påverkar effektiviteten i ledningsgrupper. För identifiering 

av dessa viktiga faktorer har jag använt studier och forskningar om begreppen team, lednings-

grupp, team effektivitet, organisationsledning, organisationsutveckling, dynamiska modeller 

och många andra begrepp. 

 

Jag har kategoriserat dessa viktiga faktorer i fem kriterier. Dessa kriterier är engagemang och 

dynamiskt ledarskap, laganda, ledningsgruppsmöten, konflikthantering och visioner och mål. 

Med detta i åtanken definierar jag en effektiv ledningsgrupp som "en ledningsgrupp där 

högengagerade och motiverade medlemmar, inklusive en strategisk och dynamisk ledare 

jobbar i ett arbetslag som har en bra laganda, håller effektiv ledningsgruppsmöten och 

hanterar konflikter effektivt för att fatta kvalificerade beslut som huvudsakligen syftar till att 

uppnå väldefinierade uppsatta mål och visioner". 

 

Den inspirerade idén bakom min modell är att integrera dessa kriterier i det mekaniska 

systemet ”planet växelsystem” för att skapa en metaforisk bild som beskriver dynamiken i 

ledningsgrupper och dess effektivitet. Strategier för att mäta dessa kriterier är identifierade 

och presenterade i detta examensarbete. Dessa egenskaper gör den dynamiska modellen till en 

unik modell i sitt utseende och funktionalitet. Den huvudsakliga funktionen för min modell är 

att indikera utvecklingspotentialer i ledningsgrupper. Dessa utvecklingspotentialer används 

sedan för att ge den studerade ledningsgrupp relevanta rekommendationer som syftar till att 

göra ledningsgruppen mer effektiv. Syftet med detta examensarbete är att undersöka om den 

utvecklade modellen fyller denna funktion. 

 

För att undersöka modellens förmåga att fylla denna funktion har modellen tillämpats på en 

verklig ledningsgrupp. Resultaten har visat att modellen har tillräcklig förmåga att indikera 

utvecklingspotentialer i den studerade ledningsgruppen. De erhållna resultaten har analyserats 

med hjälp av SPSS datorprogram. Baserat på dessa resultat är några rekommendationer givna. 

På detta sätt har modellen uppfyller angivna förväntningar. Några ytterligare åtgärder som 

syftar till att öka kvalifikationen hos den presenterade dynamisk modell är identifierade i 

slutet av detta examensarbete. 

 

Med avsikt att kontrollera om den utvecklade modellen bidrar till att göra den studerade 

ledningsgruppen effektivare, bör de utförda mätningarna upprepas efter en period av minst 

sex månader. Ommätningen är nödvändig för att dels följa upp effekten av de givna rekomm-

endationerna och dels för att indikera nya eventuella utvecklingsmöjligheter. Ett sådant 

uppdrag är rekommenderat för vidare forskning och utveckling av modellen. 
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PART I 
 

INTRODUCTION TO THIS MASTER THESIS 
This part consists of one chapter including a brief history regarding the concept of the 

management team, followed by a presentation of the background for the present master 

thesis. Then the questions to be answered at the end of this master thesis are formulated. In 

order to be able to answer the formulated questions, three objectives are presented to be 

reached. In other words the presented objectives represent a roadmap to be followed to 

facilitate answering the formulated questions. 
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1. INTRODUCTION  

1.1. Introduction 

Management teams consist of unique individuals who are trained with advanced technical and 

administrative skills. These individuals have been brought together to perform a certain job 

with high effectiveness, solve problems and make difficult decisions (Moskal, 1995). An im-

portant criterion required for a management team in order to be considered a team is mutual 

responsibility for the results delivered by the team (Katzenbach, 1998). 

 

Ellmin and Levén (1994) argue that there is no management team that is effective by itself. 

They mean that the establishment of effective management teams requires hard and intensive 

efforts. Such efforts usually are meaningful for both the organizations and for the members of 

the management teams. The members of management teams, according to Ellmin and Levén 

(1994), need a proper knowledge about the social and organizational processes in the team 

environment in order to be able to shoulder their responsibilities and also to realize their 

potentials. Al-Rawi (2008) argues that building effective teams requires a lot of hard work 

and skill to combine different personalities, experience and skills. Al-Rawi (2008) further 

refers to many researchers that have pointed out a variety of behaviors that characterize team-

work. These include interdependence, trust, communication, cohesiveness, roles, norms and 

objective specification (Al-Rawi, 2008).  

 

There are many properties that characterize effective management teams. According to Edmo-

ndson, et al. (2003) effective management teams are able to generate creative ideas, submit 

multiple alternatives, increase involvement and commitment of the management team mem-

bers and utilize diverse experience to solve difficult problems. Management teamwork allows 

the managers to engage in a participative group process where diverse members wrestle to-

gether with difficult issues trying to make decisions and build commitment. These give rise to 

strategic leadership effectiveness (Al-Rawi, 2008). 

 

The leadership successes can be explained by the ability to manage group processes 

effectively. According to Edmondson, et al. (2003) team researchers use the term „„process 

losses‟‟ to describe a gap between a group‟s potential performance and actual performance. 

Potential performance in this context refers to the level of performance that could be achieved 

from a given set of inputs, such as sufficient resources, diversity of experience, or other adva-

ntages. Edmondson, et al (2003) emphasize that process losses reduce decision quality and 

overall team effectiveness. Therefore, it is essential for the management team members to 

cooperate to minimize this gap. This action requires good understanding and then a reduction 

of the factors that lead to the occurrence of this gap.  

 

Furthermore, management teams need to define the team leadership role. Although manage-

ment members can share or rotate leadership responsibility, the members need a formal leader 

who understands the requirements of the position well (Al-Rawi, 2008). 

 

Many studies have been performed aimed at understanding factors that explain how teams 

achieve desired outcomes. However, researchers have not been able to offer clear modes of 

work to managers regarding ways to improve the performance and effectiveness of teams. 

(LePine, et al. 2008). 
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1.2. Background 

Today's rapid changes and major business developments in organizations increase the need 

for effective management teams. These further require a deep understanding of the factors 

that influence the management team effectiveness. The work in management teams is an imp-

ortant part of the daily management of enterprises and organizations. Being a member in a 

management team means a great responsibility for the wholeness of what the team is respon-

sible for. In a management team, there are significant demands on the members to understand 

how the strategic, tactical and operational decisions and actions generate results. An effective 

management team also requires optimum cooperation between the members with particular 

emphasis on well-operated communication as well as the ability and the flexibility in working 

as a team. 

 

Group dynamics is the study of groups and group processes. Each group obtains its own 

dynamic processes that separate the group from a random collection of individuals. Based on 

how the group members interact and influence each other, the group develops norms, roles, 

relations, belongingness, social influence and effects on behavior. The nature of interaction 

and cooperation between the members of the management team influence the management 

teamwork effectiveness and thereby the results produced by the management team. (Sved-

berg, 2002) 

 

Research on the team effectiveness is a complex process. Such a process constitutes challen-

ges in terms of investigating the factors that influence this effectiveness, but also creating a 

well-operated, valid and reliable methodology for measuring it. Some models show how 

complex this process is and have led to a series of researches aimed at investigating aspects of 

a comprehensive model to obtain a view of the relationship between the parts of teamwork 

and performance results (Higgs, 2006).  

 

Indeed, it is not easy to identify all factors that influence the management team effectiveness. 

Yet, there are several factors that frequently appear in studies that deal with management team 

and its effectiveness. The investigation and improvement of management team effectiveness 

require identification of these factors and deep understanding of how these factors influence 

the management team effectiveness.  

 

The challenge to create a theoretical dynamic model that may indicate the development 

potentials of the management teams represents the foundation for the idea of this master 

thesis. In this master thesis I develop such a dynamic model, based on the key factors that inf-

luence the effectiveness of management teams. The model includes a strategy for implementa-

tion of the model. It is expected that the presented model enables making recommendations, 

aimed at improving the management team effectiveness, when applied to real management 

teams.  

  

1.3. Question formulation 

As mentioned earlier a theoretical dynamic management model is developed in this master 

thesis. In order to investigate the ability of the developed model to indicate development 

potentials regarding management team effectiveness, I have formulated the following ques-

tions to be answered in this master thesis:   

 

1. Is the theoretical dynamic model developed in this master thesis sufficient enough to 

indicate development potentials in a real management team?  
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2. Is it possible to make recommendations that may improve the effectiveness of mana-

gement teams based on indicated development potentials?  

 

3. What additional actions can increase the qualifications of the theoretical dynamic 

model developed in this master thesis? 

 

1.4. Objectives  

In order to be able to answer the formulated questions in section 1.3, I present three objectives 

to be reached. 

 

1. Introduce the developed dynamic management model and its strategy for measuring 

key variables that influence the effectiveness of management teams.  

 

2. Integrate researches and studies to reinforce the details in the theoretical dynamic 

model and its strategy for performing of measurements.      

 

3. Apply the developed dynamic model on a real management team to investigate pos-

sibility of indicating development potentials that may make management team more 

effective.  

 

1.5. Delimitations 

Development of a universal dynamic management model that is adapted for all management 

teams everywhere at anytime is an impossible mission. This conclusion depends on the fact 

that the management team performance is affected by factors related to the culture in which 

the management team is operated, the structure and the size of the organization and many 

other external factors. Yet, despite all these factors, there is a second category of factors and 

phenomena that are common for almost all management teams. Many of these factors and 

phenomena are related to individual and group behaviors and are critical for the effectiveness 

of management teams, apart from the culture, the structure and the size of the organization 

where the management team is operated.  

 

With this fact in mind it is natural to delimit the dynamic model I develop in this master thesis 

to mainly deal with the second category of the factors. The effort, therefore, is directed to 

explain how these individual- and group-related factors influence the effectiveness of mana-

gement teams. 
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 PART II 
 

DYNAMIC MANAGEMENT MODEL 
This part consists of seven chapters (2 - 8). In chapter 2, the theoretical model of dynamic 

management teams are introduced and its components are analyzed. These components 

represent variables to be measured. Each component consists of several sub-variables to be 

measured. In the same chapter the definition of an effective management team according to 

the present theoretical dynamic model is introduced.   

 

Chapter 3 deals with the methodology and measures including the strategies used to 

investigate and measure variables and sub-variables included in the present management 

model. In chapters 4 to 8 studies and researches are integrated to reinforce the components 

included in the present model. 
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2. PGM-Model 

2.1. Introduction 

The idea behind the dynamic management model presented in this master thesis was initiated 

when answering an elementary question of how an effective management team is. Literary 

research and communication with experienced management team members have resulted in 

identification of some critical criteria that influence management team effectiveness. These 

criteria are the level of engagement in the management team, the existence of a dynamic and 

strategic management team leader, the team spirit, the quality of management team meetings, 

the ability of managing conflicts within the management team and last but not least the clear-

ness of the set visions and objectives.  

 

The dynamics of management teams, as many other dynamic systems, needs a driving power 

and some complementary components in order to keep the system in motion. The above men-

tioned criteria represent the core of these components. These criteria are integrated in the 

management team model presented in this master thesis.  

 

The inspired idea is based on using a metaphoric image to describe the dynamic of the 

management team and its effectiveness. The current thesis presents a unique dynamic mana-

gement model, in which a mechanical system called a Planetary Gear System (section 2.2) has 

been integrated. The dynamic management model is created to resemble this system and 

hence I call it the Planetary Gear Management Model, or in short the PGM-model. This pro-

perty makes the present dynamic model to unique in its appearance and functionality. In order 

to understand the PGM-model and how it is working, the planetary gear system is first 

described.   

  

2.2. Planetary Gear System 

The Planetary Gear system, also known as the Epicyclic Gear System, consists of three types 

of components; the central gear known as the sun gear, one or more outer peripheral gears, 

known as the planet gears and an outer ring gear or the annulus, figure 1. 

 

 
Figure 1: The main parts included in a Planetary Gear System. 
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The peripheral planet gears often are of the same size and mesh with the sun gear. The 

Annulus, with inward-facing teeth, meshes with the planet gears. 

 

There are many types of motion in planetary gear systems, depending on the choice of the 

input and the output in the system. The planetary gear system described in this thesis consists 

of the sun gear, three planet gears and the annulus, figure 1. The sun gear represents the input 

and provides the system with power required to initiate the motion in the system. The three 

planet gears are operating as a mediator, through which the input power is transferred to the 

annulus. The annulus in this case represents the output. In such a planetary gear system, the 

nature of the annulus´ rotation mainly depends on the amount of input power and how well 

the planet gears are rotating. Insufficient input power will not be able to drive the planet gears 

and as a consequence no rotation will be transferred to the annulus. On the other hand, even if 

the power is sufficient, the transfer of power to the annulus needs well-operated plant gears. 

Broken planet gears or an unsatisfactory rotation of one or more planet gears will influence 

the whole system and prevent it to reach the expected dynamics. Furthermore, the existence of 

the annulus is fundamental to ensure good meshing and to hold the included components 

together in the system.  

 

In the next section, this principle will be integrated to explain the dynamics of management 

teams according to the PGM-model. 

 

2.3. The Planetary Gear Management Model (PGM-model) 

As previously discussed, the level of effectiveness of a management team depends on many 

factors. In this section the principle of the planetary gear system is integrated to explain a new 

management team model and the main factors that influence its effectiveness.  

 

The idea is to create a dynamic model, where the critical criteria discussed in 2.1 are integ-

rated to resemble the components included in the planetary gear system. This metaphor is 

explained in figure 2.  

 

 
 

Figure 2: The PGM-model resembles a Planetary Gear System, from which the name of the model 

originates. 
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In the developed model the five components have been identified to be compared with those 

in the planetary gear system. Each component in this model has a corresponding part in the 

planetary gear system. The metaphor in figure 2 can be explained as follows: 

 

1. The role of engaged members including a dynamic and strategic management team 

leader in the PGM-model corresponds to the role of the sun gear in the planetary gear 

system discussed in section (2.2). They provide the system with the driving power 

needed to initiate a system dynamics. As a sufficient driving power is required to 

drive the planetary gear system, correspondingly a sufficient engagement and 

existence of a dynamic management team leader are required to drive collective 

efforts within the management teams.  

 

2. In the PGM-model, the role of the team spirit, effective meetings and effective 

conflict management corresponds to the role of planet gears 1, 2 and 3 respectively in 

the planetary gear system discussed in section (2.2). They represent the links, through 

which the management team efforts are driven to achieve set objectives and visions. 

As the planetary gear system needs planet gears that rotate almost without friction to 

ensure efficient transferring of power from the sun gear to the annulus gear, correspo-

ndingly the management teams need satisfying and good team spirit, effective meet-

ings and effective conflict management in order to achieve set objectives and visions. 

 

3. The role of well-identified and well-understood objectives and visions in the PGM-

model corresponds to the role of the annulus in the planetary gear system discussed in 

section (2.2). As the annulus is needed to hold the included components in the gear 

system together and ensure continues meshing between the gears, correspondingly 

well-identified and well-understood visions and objectives are needed to hold the 

management team members together. Furthermore, if the size of the annulus is not 

suitable for the system the contact with the planet gears cannot be ensured, no power 

transfer will occur and the driving power will not reach the annulus. Correspondingly, 

if the visions and objectives are not appropriate to the capacity of the management 

team, the management team will be unable to reach them.  
 

2.4. Definition of an effective management team  

According to the PGM-model and based on the description above, I define an effective 

management team as: “a management team where high-engaged and motivated members 

including a strategic and dynamic leader are working in team, having a good team spirit, 

holding effective meetings and managing conflicts effectively to make qualified decisions that 

mainly are concentrated to reach well-defined objectives and visions”.  

 

This definition consists of five parts. Each part is related to corresponding component incl-

uded in the PGM-model. These components from now on are considered as variables. Accor-

ding to the PGM-model the effectiveness of management teams can be measured by assessing 

these variables. Note that these variables are considered as multidimensional.  

 

Qualitative research in the form of literary studies has been performed aimed at analyzing the 

roles of the above mentioned variables. Almost all researches used in this master thesis deal 

with the concept of teams, management team, team effectiveness, leadership, leading organ-

izations, organization development, dynamic models, conflict management, management 

team meetings, visions and objectives in organizations. These are some of the key words and 
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concepts that have been sought after when identifying the main factors that influence the 

effectiveness of the management teams. The main database used is ABI/INFORM Global 

available from Mälardalen University in Västerås/Sweden. Chapters 4 – 8 introduce the 

results of this qualitative research.  

 

2.5. The Measurement Strategy  

The question now is how these variables can be measured. In order to assess the effectiveness 

of a management team using the PGM-model, there is a need of a well-operated mechanism 

for measuring the variables included in the PGM-model. The measurement strategy used in 

the PGM-model is based on measuring the most essential factors that influence the identified 

variables (critical criteria). These factors are from now on considered as sub-variables. The 

sub-variables in turn are measured by answering a questionnaire statement consisting of seve-

ral assertions to be assessed by interviewing persons. These assertions from now on are called 

items.  

 

Thus, in correlation with crating the PGM-model I have also created a measurement strategy 

in order to be able to measure the effectiveness of the management team. This strategy con-

sists of the following serial procedure: 

 

1. To measure the effectiveness, the variables included in the PGM-model are measured 

according to an identified 5-level Likert scale (1-Highly unsatisfactory, 2-Unsatis-

factory, 3-Neither unsatisfactory nor satisfactory, 4-Satisfactory and 5-Highly 

satisfactory). 

 

2. To measure the variables included in the PGM-model, the underlying sub-variables in 

each variable are measured according to an identified 5-level Likert scale (1-Highly 

unsatisfactory, 2-Unsatisfactory, 3-Neither unsatisfactory nor satisfactory, 4-Satisfac-

tory and 5-Highly satisfactory). 

 

3. To measure underlying sub-variables in each variable included in the PGM-model, the 

created items for each sub-variable are assessed by assessing created assertions 

according to an identified 5-level Likert scale (1-Strongly disagree, 2- Disagree, 3-

Neither agree nor disagree, 4-Agree and 5-Strongly agree).   

 

Figure 3 describes schematically the measurement strategy used in the PGM-model.   

 

 
Figure 3: A schematic description of the measurement strategy used in the PGM-model. 

 

 

Two of the variables included in the PGM-model consist of a single sub-variable. In these two 

cases the variables are measured in created items directly. These two variables are variable 
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number 1 “Engagement and dynamic leadership” and variable number 5 “visions and objec-

tives”. 

 

However, in subsections 2.5.1 a variable list including the sub-variables is created.     

   

2.5.1. The variable list including sub-variables and items  

The results of qualitative research in form of literary research and communications with 

experienced management team members have been used for designing a variable list include-

ing the main variables (critical criteria) with their underlying sub-variables (S.V.) and items 

(I). This approach starts with identification of main factors that influence management team 

effectiveness and that frequently occur in the literatures and researches. These factors are 

considered as sub-variables and categorized in the main components or variable included in 

the PGM-model. 

 

The creation of variable list is a complex approach, mainly because many identified sub-

variables are able to be categorized in more than one variable included in the PGM-model. 

However, following list includes five variables corresponding to the five components in the 

PGM-model. Each variable includes one or more sub-variables. 

 

1. Engagement and dynamic leadership 

In the PGM-model this component resembles the sun gear in the planetary gear system and 

thus will provide the management team with the power required to drive the business effec-

tively. Considered as a variable, this component is affected by two components unitized in a 

single sub-variable:  

 

 The level of the engagement and the availability to a dynamic and strategic leadership. 

 

2. Team Spirit 

In the PGM-model this component resembles the first planet gear (planet gear 1) in the 

planetary gear system. This is the first link between engaged management team members (the 

sun gear) and the set visions and objectives (the annulus). Considered as a variable the 

following sub-variables affect this component. 

 

S.V. 1. The level of trust.  

S.V. 2. The utility of different Personality characteristics. 

S.V. 3. The quality and the rate of feedback flow. 

S.V. 4. The level of transparency and openness in communication.  

S.V. 5. The common shared values. 

S.V. 6. The utility of diversity within the management team. 

S.V. 7. The level of cohesiveness. 

S.V. 8. The work against groupthink. 

S.V. 9. The optimization of the size of the management team. 

 

3. Management meetings 

In the PGM-model this component resembles the second planet gear (planet gear 2) in the 

planetary gear system. This is the second link between engaged management team members 

(the sun gear) and the set visions and objectives (the annulus). Considered as a variable the 

following sub-variables influence this component. 

 



11 

 

S.V. 1. The ability to eliminate the fatigue factors. 

S.V. 2. The ability to limit dominant personalities and grandstanding. 

S.V. 3. The ability to eliminate the hot potato factor. 

S.V. 4. The ability to avoid hidden agendas and special interests. 

S.V. 5. Advancement parliamentary procedure. 

S.V. 6. The power of presidential control. 

S.V. 7. Administrative tasks in connection to the meeting. 

 

4. Conflict management 

In the PGM model this component resembles the third planet gear (planet gear 3) in the 

planetary gear system. This is the third link between engaged management team members (the 

sun gear) and the set visions and objectives (the annulus). Considered as a variable the 

investigated sub-variables in this component are:   

 

S.V. 1. The ability of managing conflicts “conflict management”. 

S.V. 2. Promotion of cooperative conflict. 

S.V. 3. Avoidance competitive conflict. 

S.V. 4. Courage in facing conflicts.  

 

5. Visions and objectives 

In the PGM-model this component resembles the annulus in the planetary gear system. The 

dimension of this component must match the other components in order to make continues 

meshing between the gears possible. Considered as variable this component consists of a 

single sub-variable:  

 

 Clarity, acceptance and relevance of the visions and objectives  

 

2.5.2. Questionnaire statement 

According to Bryman (2001) qualitative methods can be used to support quantitative methods 

in different modes. One mode is to use qualitative methods to assist quantitative variable 

measurements. Bryman (2001) argues that the knowledge of social contexts obtained from 

qualitative methods can be used when designing survey questions in structured interviews and 

questionnaires. In other word, a qualitative investigation can be used to create validated and 

relevant variable lists and questionnaires aimed at performing quantitative investigations.  

 

In the PGM-model this strategy is used to create questionnaire statements. The performed 

qualitative research aimed at identifying sub-variables is used for creating questionnaire 

statements. The questionnaire statements used in the PGM-model consist of several items to 

be assessed by interviewing persons. The items are derived from litterateur studies and 

researches. The items addressed to management team members are collected in Appendix 1. 

A main part of the items included for measuring conflict management are developed from 

Chen, et al (2005).   

 

2.6. Validity and reliability 

In this master thesis the ability of a presented theoretical management model to indicate 

development potentials regarding management team effectiveness is tested. Performing such a 

task needs to include investigation of validity and reliability.   
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The sub-variables used to measure the main variables have been identified and integrated 

from pervious performed researches and studies. These researches and studies already have 

shown that these sub-variables influence the main variables included in the PGM-model. 

These researches and studies have been integrated even when creating the items for each sub-

variable. Consequently, it is clear that these sub-variables and items can be considered valid 

for measuring the intended main variable. In other words the validity is satisfied. Never-

theless, the correlations between the created items and sub-variables are studied using 

Statistical Package for the Social Sciences (SPSS 16.0). 

 

It is also important to investigate the reliability in order to know how well these items and 

sub-variables measure the intended main variable. In this master thesis this is done by calcula-

ting the reliability coefficient Cronbach‟s Alpha. Cronbach‟s Alpha is ranged in value from 0 

to 1. The higher the score, the more reliable the generated scale is. A reliability coefficient of 

0.7 or higher is considered "acceptable" in most social science research situations. In this 

master thesis SPSS 16.0 is used for calculating Ceonbach‟s Alpha. 
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3. Methodology and Measure  

3.1. Introduction 

The possibility of a management team to reach or surpass its objectives depends on the team 

dynamic and its effectiveness. Measuring team effectiveness provides feedback necessary for 

improving the team dynamic. According to Chang, et al. (1994) teams that measure their effe-

ctiveness, can recognize their progress, discover potentials for improvements and strengthen 

their commitment and energy.  

 

In order to make the PGM-model to an applicable model used for indicating development 

potentials in management teams, it needs a strategy based on analyzable approaches for 

assessment of its variables. This chapter deals with the strategy of research and the strategy 

preferred for measuring the variables, sub-variables and items included in the PGM-model.  

 

3.2. The Strategy of Research 

There are different strategies for performing researches. The most common research strategies 

are the qualitative and quantitative surveys. Quantitative and qualitative studies are two 

different research strategies with distinct specializations when dealing with which role theory 

plays, the perception of knowledge and the ontological positions included in the survey 

(Bryman, 2001). A common description of the difference between these two research 

strategies is that quantitative research is based on statistical and other quantifiable measure-

ments, while the qualitative research is based on observations made on non-quantifiable 

variables (Lundahl and Skärvad, 1999). It is also possible to describe this difference by 

emphasizing their form of input and output data. Miles and Huberman (1994) mean, that 

quantitative data tend to be in numerical form, while qualitative data is the in word form.  

 

However, it is possible to combine these two strategies to create a third strategy. There are 

various modes for combining these two strategies. One of these modes is described Bryman 

(2001) as “qualitative research to support quantitative research” and is used in the PGM-

model. This strategy is discussed in section 3.3. 

 

3.3. Qualitative Research to Support Quantitative Research 

In the PGM-model a combination of quantitative and qualitative strategies is used for 

investigation of possible potentials for making management teams more effective. The used 

strategy is based on one of Hammersleys and Morgans combination approaches for multiple 

research strategy which is abbreviated (H2, M1). According to this approach a qualitative 

research is performed in order to prepare relevant questionnaire for a quantitative research 

(Bryman, 2001).   

 

In order to evaluate the effectiveness of a management team according to the PGM-model, 

qualitative researches are used to support quantitative researches. In the following sections 

this process is described.  
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3.3.1. Structured quantitative interviews  

Qualitative research in form of literary studies using previous performed researches and 

studies has been done to create structured items for each sub-variable. The measurement 

process is then performed in form of quantitative interviews. This is an application of the (H2, 

M1) approach. The items are measured by asking the interviewing persons to what extent they 

agree or disagree with each item. A five-level Likert scale (1-Strongly disagree, 2- Disagree, 

3-Neither agree nor disagree, 4-Agree and 5-Strongly agree) is used. This is a usual method 

for measuring attitudes (Chang et al, 1994). The items are formulated in such a way that 

scale-level 5 always features the most effective management team.  

 

Indeed, many of the included sub-variables are difficult to be assessed and the items are exp-

ected to explain the point of view from which each sub-variable is measured. Thus, the sub-

variables are evaluated based on the results obtained from evaluating of items for each sub-

variable. Thus, after evaluating the items for each sub-variable, the interviewing persons are 

asked to evaluate the current sub-variable according to a five-level rating system (1-Highly 

unsatisfactory, 2-Unsatisfactory, 3-Neither unsatisfactory nor satisfactory, 4-Satisfactory and 

5-Highly satisfactory). This will even ensure that the results always are integers. 

 

3.3.2. Semi-structured qualitative interviews 

Regarding the sub-variables, assessment levels 4 and 5 are considered quite-good and indicate 

that the management team is effective enough. Assessment levels equal or less that 3 are 

considered low and need to be analyzed. In such a case additional questions (semi-structured) 

will be asked aimed at identifying the reasons behind this low assessment. These additional 

questions can contribute to improving the current assessment. This is a qualitative approach 

performed to understand and eventually improve the results obtained by quantitative 

interviews. Hence, this approach can be considered as a qualitative research performed to 

support quantitative research. The additional semi-structured questions may, for example, 

have the form of why the current assessment is low and what actions can improve the 

assessment.  

 

3.3.3. Structured questionnaires addressed to management team non-members 

In order to obtain independent image regarding some of the variables included in the PGM-

model, further perspectives from independent sources are needed. This can be done by asking 

selected management team non-members to what extent they agree or disagree with some 

items specially addressed for management team non-members. These items are directed to, 

among others, evaluate the engagement in the management team, the team spirit and the 

visions and objectives, toward which the management team is working. The effectiveness of 

meetings cannot be evaluated by non-members, basically because they do not participate in 

the management team meetings. Neither the conflict management can be evaluated by non-

members, because they do not have enough information about how the management team 

manages its internal conflicts. 

 

The items regarding engagement in the management team, the team spirit and the vision and 

objectives addressed to management team non-members are collected in appendix 2. The 

same Likert scale mentioned in 3.3.1 is applied.  

 

It may happen that the management team members and non-members have different views 

regarding the effectiveness of the studied management team. In such a case further investiga-
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tions have to be performed intended for analyzing this diversity of views. These kinds of 

investigations are out of the scope of the PGM-model. 

  

In the PGM-model, the sampling approach applied to selected management team non-

members is so-called Simple Random Sample without Replacement. According to this samp-

ling approach each individual in a population has an equal probability of being selected, i.e. 

the chance determines which individuals will be chosen from a population (Bryman, 2001). 

One eighth of the population in studied organization will randomly be selected to respond on 

items. In organizations consisting of more than one department, one eighth of the population 

in each department will randomly be selected. In case the resulting number is not integer, it 

will always be rounded up to nearest integer number. 

 

Figure 4 illustrates schematically the basic evaluation procedure used when performing 

measurements in the PGM-model. The results obtained from these two paths will be 

compared. 

 

 

 
Figure 4: A schematic illustration of evaluation procedure consists of two parallel paths. 

 

 

Many organizations perform internal investigations aimed at improving their performances. 

The management team effectiveness is one of the items that usually are studied both from the 

management team members‟ and employees‟ points of view. Relevant results available from 

such investigations and observations can be used to clarify and confirm the results obtained 

from variable measurement in the PGM-model. 

 

3.3.4. The Size of Sampling and Dropout for non-members 

The size of a sampling depends on several factors and considerations. Actually, there is no 

definitive answer to how large a sampling should be (Bryman, 2001). This fact makes the 

decision on the size of sampling to be difficult. 

 

However, in order to minimize this difficulty in the PGM-model, the size of the sampling (one 

eighth) and the dropout (20%) among management team non-members are chosen to be 

relatively large. These relatively large values will theoretically ensure obtaining answers from 

10% of the total population in the studied organization. 
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3.3.5. Comments on the research strategy 

A common critical lack of quantitative research strategy is that the used measurement 

procedure supposes that persons who respond to the survey or items have understood the main 

terms in the same way, which actually need not be true (Bryman, 2001). An attempt to 

address this lack in the PGM-model has been performed through formulating several items for 

all included sub-variables. The purpose is to illustrate the sub-variables from various 

perspectives which consequently may enable the interviewing person to better understand the 

variables. Another action to circumvent this critical lack is that the same person follows up 

the measurement process and explains the items, wherever it needs.    
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4. Engagement and dynamic leadership 

4.1. Introduction 

In fact, this variable consists of two parts nearly independent on each other. Existence of 

highly engaged members cannot automatically make the management team leader to a 

dynamic leader; neither existence of dynamic management team leader can make the 

members to be engaged automatically. However, it is obvious that these two parts can 

influence each other.  In the presence of good conditions for cooperation, co-existence of 

these two parts provides the management system with a quite sufficient driving power.   

  

According to the PGM-model highly engaged and motivated members are required for 

establishing effective management teams. The requirement regarding high engagement and 

motivation is particularly important for the team leader, who even needs to be a dynamic and 

a strategic leader. All these factors represent the driving power that initiate the motion in the 

management team. Lack of these factors prevents the management team to work effectively, 

basically because the driving power in the management team will not be sufficient to generate 

effective dynamic system. In worst cases this may compel the management team to just focus 

on survival, which consequently can prevent the management to provide high quality deci-

sions and performance. 

 

A dynamic team leader is needed to coordinate the objectives, tasks and efforts within the 

management team. One of the main tasks for such a management team leader is to promote 

the management team members and increase their motivation.  

 

The following sections (4.2 and 4.3) describe these factors and explain why they are import-

ant in the management teams. 

 

4.2. High engaged members 

Engagement is the foundation for synergy in the team (Al-Rawi, 2008). Teams that have 

members with a high-level of engagement and motivation tend to put more effort into their 

work (Kauer, et al. 2007). A homogeneous distributed high-engagement among the manage-

ment team members is a powerful factor that enables the management team to overcome the 

difficulties and complexity in the daily works and also to increase the management team 

effectiveness. Mattsson (1990) argues that in the team where the level of engagement and 

motivation is low among a number of team members, other engaged and motivated members 

in the same team tend to dominate during the meetings. Mattsson (1990) explains that this 

may create a state of imbalance in motivation among the members and in consequence can get 

some members to engage in teamwork more than the others. As a result it may affect the level 

of ambition in the management team. Furthermore, when a team is working actively to incr-

ease engagement among the members, the possibility for the team to become more visionary 

will increase (Mattsson 1990). 

 

In addition, according to Katzenbach and Smith (1998), high diversity often leads to high 

satisfaction and motivation, which consequently enable the team to supply results of high 

quality. Higgs, et al (2005) state that researcher proposes that diversity provides an 

environment that encourages every individual to contribute and provides higher satisfaction 

and then higher motivation. If the team is non-diverse the team members feel restricted in 

contribution, which in turn, decreases motivation. Furthermore, there is research that 
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emphasizes the effect of team and individual autonomy on the engagement (Carmen, et al. 

2006). According to this research organizations that encourage autonomy can create 

conditions that increase creativity and personal engagement. 
 

4.3. Dynamic and strategic leadership 

One of the crucial fundamentals of an effective management team is good leadership (Taylor, 

2007). The leader of the management team represents an important building block of a 

management team. The leader can in some cases be considered a half of the management 

team (Belbin 1981). Katzenbach and Smith (1998) argue that truly engaged leaders inspire 

confidence throughout the organization. Yukl (2002) says that the quality of the leadership in 

the management team is crucial for how good a team is to make decisions.  

 

According to Mattsson (1992) the leader should develop the management team, for example, 

by influencing members to change their ways of thinking, creating and realize the new vision 

and find new ideas and solutions. Mattsson (1992) adds that the ability to affect the existing 

standards and objectives often has positive effects in the management team. Establishing this 

approach in the management team requires a visionary and strategic leader. In addition accor-

ding to Pettersson (1994) the leader should be self-confident and likes to be at the center but 

still has the ability to highlight, appreciate and gather up the team members' skills. The leader 

plays an important role in asking for input, ensuring that all perspectives are heard, working 

through differences or conflicts, building agreement, and helping the group achieve solutions 

(Sandwith, 1992).  

 

The management team leaders must be able to choose the right people, deal with those who 

tend to dominate, encourage the unassertive, give those with different views the opportunity 

to express their ideas and bring a team to a consensual and unanimous decision. Furthermore, 

the leaders must be clear about expectations, the process, desired outcomes and the real role 

that management team members will play in the decision-making process. (Taylor, 2007). 

 

The general tasks of a team leadership are to protect the ability to create synergy in the team 

and to clarify the direction involving visions and objectives for the activities. The team leader 

must be aware of the fact that members' well-being and ability to cooperate with each other 

dependent on the working environment. (Sandberg, 2006). 
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5. Team Spirit 

5.1. Introduction 

Effective management teams are created, not born. It is helpful to have a group of talented, 

intelligent and well-intentioned individuals; but only by inviting them into a room and ask 

them to address a specific issue does not create an effective team (Adobor, 2004). The crea-

tion of effective management teams is time consuming. The management team needs time to 

create an appropriate group of norms, routines and cohesiveness. Time is needed to build up 

friendships, understanding and trust in the team (Adobor, 2004). All these factors influence 

the team spirit and the environment where the management team is working.  

 

The longer people stay in the group, the more they can create particular ways of performing 

tasks, basically because there is a better understanding among the group. But, on the other 

hand, the communication patterns become likely uniform and be seen more as routine as 

members become somewhat programmed through spontaneous habits, group norms, preced-

ence, traditions and rituals. When the same group members work together for a long time, the 

stable and continuous membership may make the team isolated from an infusion of new ideas 

(Adobor, 2004). 

 

According to the PGM-model the management team requires a satisfying and good team spirit 

in order to ensure high-level of effectiveness. Establishing a good team spirit requires the 

management team to be aware of the factors that influence the working environment. In the 

following sections (5.2 – 5.10), significant factors that, according to the PGM-model, influ-

ence the team spirit and the management team performance are discussed. 

 

5.2. Trust 

According to the PGM-model an effective management team requires a high degree of trust 

among the management team members. In order to make the management team operate effe-

ctively, it is necessary to built trust among the members. 

 

Katzenbach and Smith (1998) consider that trust is a necessary part for the team to become a 

real team. According to Uhelfelder (1997) trust involves both honesty and congruence bet-

ween words and actions. Without these, teams are unable to discuss issues and solve problems 

(Uhelfelder, 1997). Trust is difficult to create in a competitive environment (Al-Rawi, 2008). 

One of the problems with solving a trust issues is that the team members often are not willing 

to talk about it openly. 

 

According to Moskal (1995) management team members must believe that everyone in the 

team will act consistently and will follow up the decisions taken in the team. If team members 

do not act as they promised, they will lose trustworthiness, and as result they weaken the team 

dynamics. The team members must also understand their role on the team and accept their 

responsibility to one another. Trust, as a critical aspect of team, affects the mutual accoun-

tability within the team (Katzenbach and Smith, 1998). 

 
In teams with high interpersonal trust, the team will not censure, marginalize, or penalize its members 

for speaking up or for challenging prevailing opinion (Edmondson, et al. 2003). Furthermore, trust 

among the members favors the generation of creative ideas and hence innovation (Carmen, et 

al. 2006). In addition, trust effects conflict management within the management team. 
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According to Simons and Peterson (2000) trust moderates the relationship between task-

conflicts and relationship-conflicts. 

 

Finally, team members who are honest and adhere to a strict ethical code develop high level 

of trust in one another (Knight, et al. 1999). 

 

5.3. Personality characteristics 

According to the PGM-model the verity in individual characteristics must be handled in such 

a way that enables the management team to operate more effectively. This means that 

personal patterns that seem to prevent the team members to cooperate with each other have to 

be eliminated. In effective management teams there are no place for personal competitions. 

 

According to Barsade et al. (2000) research shows that because of the inherent difficulties in 

gaining access to management teams, personality and other psychological variables have not 

been studied enough in management teams. However Kleinman, et al. (2003) mention that 

individual characteristics affect the motivation and interaction among humans. Kleinman, et 

al. (2003) further point out that in a team, different personality characteristics may cause 

either improvement or damage of the group's decision-making. Personality can also affect the 

ability of members to form a cohesive group. Moreover, the individual choice of behavior can 

affect team cohesion. 

 

Different personalities generate different attitudes and beliefs. According to Pitcher and Smith 

(2001) three personality patterns can be identified representing over 75% of the variation in 

personalities. Characteristics for the first pattern are daring, emotional, imaginative, visionary, 

entrepreneurship, intuitive, fun and inspiring. This pattern is called the "artist" ideal type. The 

second pattern is characterized by responsibility, stable and predictable, reasonable, balanced, 

credible and realistic. This pattern is called the "craftsman" ideal type. The third pattern is 

defined as uncompromising, in fact, intense, determined, straightforward, cerebral, fastidious, 

and detail-oriented. This pattern is called the "technocratic" perfect. 

 

The personality pattern labeled "Artist" believes that constant growth and strategic innovation 

are necessary to success; the "Technocrat" believes that such things should take a backseat to 

efficiency considerations. The "Craftsman" puts his faith in product development. These diff-

erent attitudes and beliefs are coming from deep personality differences, colored all aspects of 

management team attitudes toward key corporate issues (Pitcher and Smith, 2001). An effec-

tive management team looks at diversity in these attitudes positively and benefits it to create 

new ideas. 

 

According to Adobor (2004) research indicates that the individual behavioral character may 

play an important role in how a management team relates, evolves and performs. Adobor 

(2004) adds that team members who are cooperative by nature tend to be more willing to 

work with their counterpart irrespective of the nature of the background. They further are pro-

bable to adjust their behavior to suit the situation in which they find themselves. Adobor 

(2004) concludes that members who have cooperative personalities are likely to be important 

to the team's evolution and ultimately to its effectiveness.  

 

Kauer et al. (2007) have found that personality factors such as flexibility, achievement moti-

vation, networking abilities and action orientation seem to support the team members to 
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interact with each other well and to explore the potential offered by their diversity of mode of 

thinking and experience, which consequently lead to faster strategic decisions. 

 

5.4. Feedback  

According to the PGM-model an effective management team reinforces a good feedback 

system. The PGM-model divides feedback into two categories. The first category is feedback 

on individual performance within the management team. According to the PGM-model this 

type of feedback is positive and constructive if the feedback is serious, impersonal, and does 

not choose the things that can be perceived as unpleasant. 

 

The second category is feedback on the management team performance within the organiza-

tion. According to the PGM-model and in order to develop the management team effective-

ness an effective management team regularly investigates what the people within the organ-

ization think about the management team performance Lack of feedback on the team per-

formance can, in worst case, initiates groupthink
1
 process within the management team.   

 

Feedback is a key component of the learning process (Škraba, et al. 2007). Hackman (2002) 

proposes that when a team task is structured so that trustworthy feedback about performance 

comes to not just individual members but also to the team as a whole, learning opportunities 

increase. According to Jäghult et al. (2002) the best way for the development of own leading 

style is receiving feedback from people in the inner circle; manager, employees and collea-

gues in the management team. Successful teams are committed to results. They want frequent 

feedback to their performance and they react to this with action (Chang, et al. 1995). High-

performance learning organization is based on feedback and ability to capture the lessons 

learned in terms of what is working well and what can be improved (Branch, 2008).  

  

According to Yukl (2002) relevant feedback relayed in a constructive way among the team 

members is necessary to learn from their experiences and also to make them more effective. 

Yukl (2002) argues that relevant feedback create ability to evaluate situations and learn from 

others' comments on how the team acted and thus develop the team towards a more effective 

mode of working. 

 

Yukl (2002) also writes that different managers look different at the feedback regarding their 

own leadership. Managers who have high self-confident tend to urge the management team 

members to give personal feedback concerning leadership. Such managers appreciate and 

listen carefully to the feedbacks. On the other hand, managers with low self-confident usually 

ignore and avoid taking any feedback on the weaknesses that exist in leadership. 

 

According to Jäghult et al. (2002) an effective approach is to regularly review how the mana-

gement team members feel that the management team works. For further increasing of 

understanding of how the management team takes its role in the organization, managers not 

participating in the management team can be involved to give their views on how they are 

affected - or would like to be affected - of the management team effort.  

 

Passos and Caetano (2005) have shown that effective past performance feedback directly 

influences team performance in a positive way. Passos and Caetano (2005) argue that 

                                                 
1
 See section 5.9. 
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feedback regarding past effective decisions may reinforce the decision-making processes 

previously used by team members. 

 

Researchers (Škraba, et al. 2007) argue that feedback should provide correct orientation in a 

learning process by showing the team members whether they are right or wrong in their 

understanding of their roles. The richness of a feedback environment should fit the complex-

ity of the task (Škraba, et al. 2007). High-performance teams allow feedback to flow in every 

direction (Branch, 2008).  

 

5.5. Transparency and openness in communication  

According to the PGM-model the communication within the management team has to be tran-

sparent, open and that the members trust that they can contribute to discussions openly. They 

further trust that there is no hidden agenda within the management team.  

 

The degree of openness indicates the tendency of the team to share information (Amason, 

1997). Studies that deal with the dynamics of the management teams emphasize that openness 

in communications, ideas and critical analysis of the current situation is a vital factor for 

creating a good interaction in the meeting among the team members (Jäghult, et al. 2002). 

According to Amason (1997) open communication is found facilitating creativity and 

synergistic learning. Open communication is central to getting truthful involvement from 

team member, enhancing decision quality and reinforcing team consensus and acceptance 

(Amason, et al. 1995).  

 

Openness in communication affects and is affected by the members‟ individual sense of com-

fort in the work of the team. That comfort should be handled with care so that it does not lead 

to uncomfortable views expressed and uncomfortable questions operated in the shadows in 

the name of openness. There should always be a limit beyond which transparency has more 

disadvantages than advantages. The team members usually have different views on what the 

consequences of saying what each one thinks. The team management leader should always 

have a sense for these consequences (Jäghult, et al 2002). However, without norms that 

encourage open discussion, teams cannot take advantage of their diversity (Amason, 1997). A 

lack of openness in the team can influence team interaction, even where individual team 

members believe themselves to be open on a personal level (Kauer, et al, 2007). 

 

5.6. Common shared values  

According to the PGM-model the management team members should share same under-

standing regarding common values valid in their organization.  

 

Values are defined as the basic concepts and beliefs of an organization, driving organization's 

culture and influencing and directing the choices and actions (Hickman, 1998). According to 

Jaffe and Scott (1998) values usually stand for principles, standards, and quality considered 

inherently worthwhile or desirable. They argue that values are powerful motivator and source 

for strength giving the people the power to take action. They emphasize that values are deep, 

emotional, difficult to change and often unconscious. Many researchers believe that it is 

important that the members of a management team share common image and understanding 

for the basic values in the organization. Hickman (1998) argues that values establish standards 

of achievement within the organization. Lankau et al (2007) mean that perceived differences 
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in importance on organizational values have negative effects on the management team. They 

argue that values dissimilarity can lead to conflicts in the relationships and task performances. 

 

5.7. Diversity within the management team 

According to the PGM-model, effective management team consists of people with different 

backgrounds, different ways of thinking about issues, different cognitive styles and strong 

personal skills. The diversity will benefit the management team to become creative, gain var-

ious perspectives needed to solve different problems, provide qualified decisions and planed 

for long-term strategies. An optimum balance of “Belbin Team Roles” is one way to enrich 

the management team with various mode of thinking.  

 

Many researchers distinguish between surface-level diversity and deep-level diversity 

(Lankau, et al, 2007). Surface-level diversity refers to differences in demographic characteris-

tics including functional background, education, employment tenure, age and gender (Edmon-

dson, et al, 2003), while deep-level diversity refers to differences in characteristics not readily 

apparent, such as attitude, values, interests and personality (Lankau, et al, 2007). 

 

Researchers have linked the demographic diversity of the management teams to a variety of 

organizational outcomes including performance. Some researchers have shown that diversity 

has negative effects on both team cohesion and the frequency or quantity of communication. 

They mean that diversity in management teams probably makes the team members organize 

themselves in subgroups, where the members tend to favors some members of the team, 

which in turn may lead to discrimination and consequently decrease internal communication 

and increase person-conflict (Richard and Sholer, 2002). This may prevent constructive coop-

eration between the members, which ultimately affect the management team effectiveness. 

Diversity in such a case can lead to increased conflict within the team and increased political 

activity. Other studies have shown that the effect of management team diversity on innova-

tiveness was positive as interfunctional coordination increased (Barsade, et al, 2000). 

Diversity can also lead to enhanced creativity and innovation by generating greater variance 

in decision-making alternatives (Richard and Sholer, 2002). Management teams seem to be 

more successful strategic decision-makers if their team members have different experience 

backgrounds, which particularly can be beneficial to the processes of agenda-setting and 

generating alternatives (Kauer, et al, 2007).  

 

Also the relationship between diversity, creativity, and conflict has been investigated (Higgs, 

et al, 2005). It has been shown that a mix of creative and non-creative people generate higher 

levels of creative performance, but at the expense of team member satisfaction (Katzenbach, 

and Smith, 1998). The team performance perceived inside the team is predominately affected 

by the level of team satisfaction, which may have implications on team motivation (Higgs, et 

al, 2005). 

 

According to Al-Rawi (2008) a solid cooperative team increases the possibility for every 

member to contribute with the knowledge and skills necessary to support the team to perform 

its mission. Such a team is able to create a team whose members have heterogynous skills, 

background and experience. This will also lead to creation of an environment for learning, 

serving and growing together.  
 

Effective teamwork has become an essential concern for most organizations. While many 

factors influence a team‟s performance, considerable attention has been given to the influence 
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of team member diversity in terms of roles played in a team. The team role model made 

popular by Meredith Belbin in relation to management teams and available commercially 

through Belbin Associates is widely used in practice and has featured extensively in research 

on teams at work (Aritzeta, et al, 2007).   

 

Belbin defines a team role as "a tendency to behave, contribute and interrelate with others in 

particular way"
1
. Based on assessments of team members‟ personalities, critical thinking 

abilities and a behavioral checklist, Belbin introduces nine roles. These roles are presented in 

Appendix 3. The overview of the first three team-roles is “action”, for the next three roles the 

overview is “thinking” and for the last three roles the overview is "social"
2
. The roles cover 

different properties and leadership characteristics, which can enrich the team (Mattson, 1990).  

 

Management teams with optimum balance of these roles will be rated as higher performing 

teams in terms of both 'hard' and 'soft' outcomes. Team 'mix' in terms of the Belbin Team 

Roles is related to team outcomes (Higgs, 2006). (Prichard and Stanton, 1999) have found 

mixed teams performed better than teams consisting of shapers alone. 

 

5.8. The level of cohesiveness  

According to the PGM-model a high effective management team requires high degree of 

cohesiveness. 

 

Cohesiveness in effective teams is optimized (Ingram, 1997). In such teams there are general 

feelings of cooperation, group oneness, commitment and positive interdependence (Ingram, 

1997). For Al-Rawi (2008) cohesiveness refers to the attractiveness of the team memberships. 

Al-Rawi (2008) divides the concept of cohesiveness into two sub-concepts: social and task 

cohesiveness. Social cohesiveness refers to the bonds of the interpersonal attraction that link 

the team members. Task cohesiveness refers to the way, in which skills and abilities of the 

team members mesh to allow effective performance. 

 

Researchers argue that high level of cohesiveness among team members will be positively 

related with intelligence, leadership skills, increasing trust and performance commitment (Al-

Rawi, 2008) and reducing personal-based conflicts (Al-Rawi, 2008, Knight, et al, 1999), 

which all contribute to gain effectiveness.  

 

5.9. Groupthink 

Groupthink prevents management teams to see the reality and convinces the management 

team members that they never make mistake. According to the PGM-model management 

teams have to avoid groupthink process within their teams.  

 

In groups effected by groupthink, the members think that they cannot be beaten or be wrong. 

They think that the opponents are always bad and that their own group is always the best. 

They only see evidence that supports their beliefs. The group applies direct pressure on mem-

bers who attempt to express a contrary opinion and make them feel disloyal (Bryan, 1991). 

Such groups do not like comments, coming from outside, regarding their behavior because 

these group think that they already have achieved consensus. According to Sandberg (2006) 

                                                 
1
  www.belbin.com, (more specified: http://www.belbin.com/rte.asp?id=197 ), 2009-07-01. 

2
  www.belbin.com, (more specified: http://www.belbin.com/rte.asp?id=3), 2009-07-01.  

http://www.belbin.com/
http://www.belbin.com/rte.asp?id=197
http://www.belbin.com/
http://www.belbin.com/rte.asp?id=3
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stress due to external threats and a strong dominant leader character can initiate groupthink 

when they exist in the same team. Sandberg (2006) means that when a team continues to 

pursue a course of action stubbornly, even if everything shows that it does not favor the 

team's real mission, this is a sign that the team is affected by groupthink. In such a team the 

members are trying to avoid information mainly in order to stay in the team and maintain 

cohesion (Sandberg, 2006). 
 

In teams that are affected by groupthink the standards and common expectations of the 

members regulate individuals' behavior so that the members will not violate the consensus the 

team considers has been achieved (Sandberg, 2006).  

 

5.10. The size of the management team 

According to the PGM-model the size of a management team must be small enough to ensure 

quick decision-making and large enough to ensure high-quality decision in which as many as 

possible perspectives are integrated. This definition requires optimization of the size of 

management team in such a way that ensures acquisition of synergy. 

 

Jäghult, et al. (2002) argue that in many contexts a small management team is almost always 

preferable to large one, mainly because it is easier for small management team to make deci-

sions quickly and to achieve common understanding of deferent issues. But Jäghult, et al. 

(2002) also emphasize that the management teams have to be able to make decisions of high-

quality and also have decision power for implementing the decisions. For sufficient dynamics 

in the management team an optimum number is 6 - 8 members (Jäghult, et al, 2002). 
 

Team size has a double-edged effect on the team effectiveness. On one hand, management 

teams with large number of members possess greater potential regarding skills and experi-

ences. On the other hand, these management teams encompass a greater number of dissimilar 

feelings, understandings, views and individual objectives, which may produce structural and 

communicational difficulties. With a large number of members in the management team, the 

chance of achieving a true consensus is naturally small. However, Amason and Sapienza 

(1997) have investigated many management teams in order to test hypotheses that lead: “The 

larger the top management team, the more cognitive conflict the top management team will 

experience” and “The larger the top management team, the more affective conflict the top 

management team will experience”. They have found that team size is positively related to 

both cognitive and affective conflict.  

 

Discussions regarding the number of members of a team create a question about how the size 

of management team influences the synergy and the ability to have clear direction towards the 

set objectives in the management teamwork. The answer is associated with some conditions 

concerning, for example, the skills needed, the possibility for finding meeting times suitable 

for all the members and the effect of the team size on the processes in the team (Sandberg, 

2006). 
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6. Management meetings 

6.1. Introduction 

Management meetings are one of the most powerful communication tools. According to the 

PGM-model effective management teams need effective meetings to ensure decisions of high-

quality. Effective management meetings require awareness of the pitfalls, human limitations 

and procedural problems that all threaten the process of decision-making. Furthermore, an 

effective management team is aware of the fact that management team meetings cannot be 

effective randomly. Such a management team knows what administrative arrangements need 

to be performed in connection with each meeting. 

 

Bryan (1991) defines effective meetings as meetings that meet the objectives of each person 

involved in the meeting in the shortest possible time. A great challenge for companies and 

managers is to find ways to make meetings more productive for the organization and for 

attendances. According to Sandwith (1992) the purpose of organizational meetings can be 

categorized as functional and symbolic. Meetings are functional in the sense that they are held 

to achieve concrete and practical work. Functionally well-managed meetings can develop 

competence of the organization. Meetings are symbolic in the sense that the purposes, of 

which they are held, send meaningful messages to the employees about the company. 

Symbolically well-managed meetings can develop commitment to the organization. Meetings 

can achieve both competence and commitment when meeting leaders are aware of their 

functional and symbolic purposes and manage both aspects well.  

 

However, there are management meetings that are characterized by long ineffectual 

discussions and also slow decision-making. According to Bryan (1991) the main reasons that 

prevent an effective decision-making process roughly can be classified as human limitations 

and procedural problems (Bryan, 1991). In the following sections (6.2 – 6.8) the factors 

considered to influence management meeting are discussed.  

 

6.2. The fatigue factors 

Bryan (1991) recommends a careful monitoring of meeting length. Meetings that are too 

lengthy may cause fatigue and the tendency for members to desire to vote quickly and get out 

of the meeting (Bryan, 1991). Practically it is impossible to determine optimum meeting time, 

yet there are good possibilities to control factors that influence meeting length. According to 

Bryan (1991) content, participant abilities and even environmental factors such as noise, 

temperature and other distractions are some important factors that influence the effectiveness 

of the meeting and the quality of the decisions made during the meetings.  

 

The meeting place must be appropriate. Any kind of defects regarding the temperature, size, 

light, etc. will make the attendees not to be concentrated on discussions, which consequently 

prevent the discussion to be as effective as it should (Buhler, 1992). The meeting leader, 

however, should be aware of the fatigue factor, place important issues early in the agenda and 

know when to table an agenda item or ends the meeting (Bryan, 1991).  

 

Filibustering is a political tactic aimed at wearing the team down to a point where the team 

will compromise or make poor decisions. A strong leader has to work against such tactics 

effectively. A meeting should have a fixed starting and ending time. Sometimes it is even 

necessary to establish time limit for each item included in the agenda. According to Jäghult, et 
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al (2002) the ending time for the meeting has to be definite and respected. Jäghult, et al (2002) 

argue that this is essential to make the team contribute to an effective approach.  

 

There is another common fatigue factor that affected management teams having several 

people of similar managerial position. According to Mattsson (1992) these management teams 

discuss much department-specific issues rather than issues of concern to the team. This can 

result in members not involved in these issues fall outside of the debate and lose commitment. 
 

6.3. Dominant personalities and grandstanding 

Dominant personalities and grandstanding are not desired characters in the intelligence 

meetings. It is possible though, to influence others through grandstanding so that pressure will 

be putted on other members to conform. To be the strongest and the most talkative is not 

always the rightist tactic to win. The team members must acquire the firmness and 

determination to fight for their positions. According to Bryan (1991) the only person who is 

adequate to apply dominant personality in the team is the management team leader. The 

management team leader may use the dominant strategy to get everyone to participate in the 

discussion actively. The management team leader must maintain control of the discussion. 

The monopolized speaker should be thanked diplomatically and then others' ideas may be 

solicited (Messmer, 2001). However, the dominant personalities should not be allowed to 

control the decision-making process.  

 

Power centralization can in, some cases, be compared to dominant personalities. Edmondson, 

et al (2003) have investigated the effect of power centralization in the management teams and 

found that power centralization increases the negative effect on management team effective-

ness. Edmondson, et al (2003) argue that power centralization inhibits open sharing of 

information. Edmondson, et al (2003) add that management team members with more power 

often reject or marginalize other management team members.  

 

6.4. Hot potato factor 

Some problems are avoided because they are too hot to handle.  But even no decision is a 

decision. Bryan (1991) writes: “The way to handle with controversial issues is to “bite the 

bullet” p. 29”. Clear decisions have to be made to point out scope of responsibility for 

handling with this kind of issues. It must further be possible to follow up these decisions.  

  

6.5. Hidden agendas and special interests 

Hidden agendas and special interests usually have negative effects on the meetings (Bryan, 

1991). According to Bryan (1991) real issues in the management teams should not be handled 

until possible hidden agendas are eliminated. Bryan (1991) means that hidden agendas and 

special interests should be revealed and identified in order to allow the full discussions to be 

focused on the real issues.   

 

According to Messmer (2001) hidden agendas build distrust among the team members, which 

can create difficulties in gaining the commitment needed to make and implement decisions. 

Members may feel tricked and resentful. This may be avoided by adhering to the official 

agenda and be straightforward. Such behaviors ensure building trust among the team members 

and also unite them (Messmer, 2001). 
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6.6. The parliamentary procedure 

Generally, sound parliamentary procedures improve the fairness and courtesy in the decision-

making and lead to better decisions, but despite its many benefits, formal parliamentary 

procedures can also delay the decision and may restrict spontaneity on the meetings (Bryan, 

1991). According to Bryan (1991) a good dynamic decision-making process should have a 

well-defined method for how decisions are made. However, it is important to ensure that all 

participants have the opportunity to comment and contribute. Sandwith (1992) means that 

active and constructive participation is fundamental for functional success of a meeting where 

ideas are discussed, problems are solved, and decisions are made.  

 

Furthermore, in parliamentary procedures political alliances can occur. According to Bryan 

(1991) a co-operation based on the strategy "I will vote for your proposal if you vote for me" 

does not lead to good decisions.  The management team leader must be aware of possible 

political alliances among team members.   

 

Mistrust is another phenomenon in the parliamentary procedures. Bryan (1991) suggests 

informal social meetings beyond the boundary of the work to help the team members to 

establish relations of trust. It is further important to remind the management team members 

about set objectives in order to focus on these objectives and direct the team efforts toward 

them. 

 

6.7. Presidential control 

The energy level and effectiveness in decision-making team is often a reflection or result of 

the leader's energy and effectiveness (Bryan, 1991). In the meeting the leader should use 

his/her authority to keep the discussion within the framework of the official agenda. The fact 

that an item is "not on the agenda" can be both a blessing and a curse (Bryan, 1991). Meetings 

need structure and focus to keep the discussion on the right path and avoid the fatigue factor 

to influence the meeting. The members should contribute to propose agenda items actively.  

 

However, the management team leader has to be aware of the risk of being a strong dominant 

leader. According to Sandberg (2006) strong dominant leader can initiate groupthink within 

the management team.  

 

6.8. Administrative tasks in connection to the meetings  

Successful meetings cannot happen randomly. According to Sandwith (1992) successful 

meetings require careful planning and effective facilitation. A structured and well-prepared 

agenda is an important key to an effective meeting (Buhler, 1992 and Ellmin & Laven, 1994). 

A pre-sent agenda encourages attendees to do homework, research in the current issues 

(Bryan, 1991) and get opportunity to prepare to address key issues (Bryan, 1991, Messmer, 

2001 and Jäghult, et al, 2002). Bryan (1991) argues that an effective leader always encloses 

some supporting documents or resource material with the agenda. This makes the meeting 

more effective in the sense that the reading of these documents will not happen during the 

meeting (Jäghult, et al 2002). These attachments should not be too long, or overwhelming. 

According to Buhler (1992) too much information is considered counterproductive. Buhler 

(1992) argues that a balance must be reached to allow the reader to know what it is expected 

to be done during the meeting. The information should be focused on the addressed issues 

(Buhler, 1992).  
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Often the best-prepared members combine the power of the information with persuasiveness 

to propose good suggestions and make decision of high quality (Bryan, 1991). Members who 

do not argue in a persuasive way have not prepared themselves properly. According to 

Taylor (2007) the management team members must have a good understanding of the issues 

with which they are dealing and be prepared to do the homework necessary to contribute 

substantively to the discussions. 

 

Although almost all management teams are aware of the fact that the meeting is an essential 

tool of the business trade, many of these meetings, unfortunately, do not meet their objectives 

(Buhler, 1992). Buhler (1992) argues that management team meetings, where members 

usually have overall responsibility for the significant activities, require careful preparations. 

Also identification of common areas that really need to be addressed and followed up is 

important. During the meeting these areas will be discussed with transparency in communica-

tion. Furthermore, according to Jäghult, et al (2002) management meetings are more listening 

that talking. The participants have to know that it is their responsibility to make the meeting 

effective. Jäghult, et al (2002) emphasize that the quality of individual contributions to the 

discussion is one of the most important factors that decide the effectiveness of the meeting.  

 

Sandwith (1992) describes effective meetings as purposeful, brief and end conclusively. 

Before the meeting ends, it is important to review the meeting objectives, the results that were 

expected, and the agenda. Any progress or results achieved, any actions to be taken, and any 

plans for subsequent meetings should be documented and summarized. Attendees should 

receive minutes of meeting as soon as possible after the meeting ends. 

 

Finally, many employees appreciate a brief communiqué after the management team 

meetings. Such a communiqué keeps the employees updated on what the management team is 

discussing in its meetings, and prevents them to suspiciously wonder what the management 

team is doing. 
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7. Conflict management 

7.1. Introduction 

In the management team atmosphere there are factors that influence the teamwork. Some of 

these factors have double-edged effect in the sense that they can enhance decision quality, but 

also undermine consensus and affective acceptance. Conflict is one of such factors.  

 

According to the PGM-model, an effective management team can promote task-based 

conflicts and use their advantages to improve its own performance.  Simultaneously this 

management team works to limit individual-based conflicts effectively by promoting 

openness and consensus and also by emphasizing the importance of cooperation to achieve 

the set objectives. 

  

Management teams can face conflicts for a variety of reasons. These include misunder-

standing, different interpretation of reality, different view of where management team is in the 

decision-making process (Jäghult, ea al, 2002). Additional reasons are personality conflicts, 

insufficient resources, wrong combination of skills in the team, a lack of leadership, too much 

or too little diverse thinking, and an inappropriate motivation system (Taylor, 2007). 

According to the traditional view, conflict is a negative-charged word and is considered 

disruptive (Chen, et al, 2005), but depending on the character of the conflict the way chosen 

to deal with it, a conflict can initiate possibility to arrive the best possible results. Researchers 

explain that conflicts can be considered essential for effective strategic decision-making 

(Taylor, 2007, Amason and Sapienza, 1997) but it can also be described, as a "dangerous 

force that can wreak efforts to share information and reach a consensus" (Amason and 

Sapienza, 1997, p 496), 

 

According to Eisenhardt, et al (1997) without conflict the teams lose their effectiveness. 

Eisenhardt, et al (1997) argue that in management teams members can become apathetic, 

disengaged, and only superficially harmonious. They fail to offer significantly different 

alternatives. They miss the opportunity to question falsely limiting assumptions. Such teams 

ultimately achieve, on average, lower performance. Eisenhardt, et al. (1997) conclude that the 

degree of conflicts is an essential factor that distinguishes successful management teams from 

unsuccessful management teams. Successful teams use conflicts to arouse discussions and 

stimulate creative thinking.  

 

Many scholars distinguish two types of conflicts; cognitive and affective conflicts. In section 

7.2 and 7.3 these types of conflicts are discussed.  

 

7.2. Cognitive conflicts 

Cognitive (or “substantive”, or “issue-oriented” or “task-oriented”) conflict is natural within 

management teams as managers contend to make high-risk choices under conditions of 

ambiguity and uncertainty. Yet, many management teams fail to sufficiently discuss 

appropriate courses of action (Eisenhardt, et al, 1997). According to Amason, et al (1995) 

cognitive conflicts occur as team members examine, compare and reconcile different ideas, 

opinion and perspectives. This process is essential for the team to be able to reach high-

quality solutions that are understood and accepted in the team.  
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Cognitive conflicts improve overall team effectiveness, principally because cognitive con-

flicts promote innovative thinking, enhance creative solutions to problems (Amason, et al 

1995). They further support deeper understanding, acceptance and commitment to the team 

objectives and decision by integrating various skills and abilities of the team members 

(Amason, 1996). Furthermore, cognitive conflicts contribute to improve decision quality 

because the outcome synthesis from the contesting of the diverse perspectives is generally 

superior to the individual perspectives themselves (Amason, 1996). Also cognitive conflicts 

provide a more inclusive range of information, a richer set of possible solutions (Eisenhardt, 

et al 1997) and facilitate the exchange of information among the management team members 

(Amason, and Sapienza, 1997). Amason, et al (1997) mean that management team members 

engaged in cognitive conflicts consider that the decisions resulted from cognitive conflicts are 

also easy to implement throughout the organization.  

 

7.3. Affective conflicts 

Affective (or”personalized” or”individual-oriented”) conflicts are the second type of conflicts. 

Affective conflicts influence management team performance negatively. According to 

Amason (1996) affective conflicts appear in management teams when cognitive disagreement 

is considered personal criticism. This increases avoidance and destroys efforts to reach 

consen-sus in the team. Amason (1996) categorizes this type of conflicts as dysfunctional 

tending to be emotional and focused on personal incompatibilities or disputes. Affective 

conflicts pro-duce suspicion, distrust and hostility among team members (Amason and 

Sapienza, 1997). They further reduce team effectiveness by preventing team members from 

engaging in the activities critical for team effectiveness and also obstruct open communica-

tion and integration (Amason, et al, 1995). With this description, it is clear that affective 

conflict, as Passos and Caetano (2005) explain, is rooted in the emotional aspects of the group 

interpersonal relations. 

 

According to Edmondson, et al (2003) researches have shown that self-serving behaviors in a 

team promote affective conflict and reduce commitment to implementation. 

 

In addition Amason and Sapienza (1997) have tested several hypotheses to show that manage-

ment teams that rely on cooperative approaches generate high-level productive conflicts, 

which increase team effectiveness, while management teams that rely on competitive and 

avoiding approaches, have low level of productive conflicts, which consequently decrease the 

team effectiveness.  

 

7.4. Conflict management   

Conflict is a significant part of management teams, but its effects very much depend on how it 

is managed (Chen, et al, 2005). Managing conflicts are not an easy task. According to 

Amason and Sapienza, (1997) many researchers have found that cognitive and affective 

conflicts are correlated and that there is insufficient knowledge about how the first one can be 

encouraged while simultaneously the second one will be restrained. Management teams often 

are unable to separate cognitive, task-related conflicts from affective individual-related 

conflicts mainly because the decision makers are not able to fully justify their preferences. 

Consequently distrust and suspicion may grow between decision makers who hold different 

opinions in the management team. Thus, one of the main challenges facing management team 

leaders is managing conflict in a way that enhances rather than hinders creativity and produc-

tivity (Taylor, 2007).  
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In summary, effective management teams should be able to consciously promote cognitive 

conflicts and, at the same time, limit affective conflicts. Effective management teams manage 

their conflicts cooperatively and enable making productive use of them (Chen, et al, 2005). 

 

7.5. Approaches to manage conflicts 

There are several theories suggesting various approaches for managing conflicts in the 

management teams. Researchers have proposed that a structured approach where management 

team members challenge their underlying assumptions is an effective mode of dealing with 

conflicts (Chen, et al, 2005). Other researchers, according to Amason and Sapienza, (1997) 

have found that management teams engaged in the aeration of opinions without arousing 

acrimony and political gamesmanship also are effective mode to deal with conflicts. The third 

way to deal with conflicts is to change values regarding conflict outcomes. According to 

Chen, et al (2005) team leaders who can move away from the values of winning and unilateral 

control to accepting the values of mutual benefit and influence can be able to integrate ideas 

to solve conflicts. Chen, et al (2005) add that avoiding conflict also can be considered an 

alternative approach to deal with conflicts, but it tends to be competitive, not cooperative, 

associated with low levels of productive conflict and team effectiveness. 

 

In addition, according to Eisenhardt, et al (1997) the best management teams focus on what 

conflicts they assume can control and how they succeed to develop skills toward that end. 

Eisenhardt, et al (1997) mean that by recognizing the possibility of influencing the control 

over conflict, managers can develop skills that improve management team effectiveness. 

 

Management teams that can stimulate cognitive conflict and simultaneously can avoid 

affective conflict are possible to make high-quality strategic decisions and build commitment, 

coordination and trust necessary to effectively implement those decisions (Amason and 

Sapienza, 1997). 

 

7.6. Additional approaches 

Chen, et al (2005) introduce three approaches to manage conflict, mainly based on Morton 

Deutsch‟s theory of cooperation and competition, where Deutsch defines conflict as: 

“incompatible activities, where one person’s actions are interfering, obstructing, or in other 

ways making the behavior of another less effective”(Chen, et al, 2005, p 280). 

 

The first approach is to emphasize cooperative conflict. According to Chen, et al (2005) in 

cooperative conflict management; as one management team member moves toward objective 

achievement, the other also moves toward objective achievement. By recognizing that the 

success of one management team member encourages the success of the others, the 

management team members tend to view a conflict as a mutual problem that needs common 

consideration and a mutual solution. Chen, et al (2005) conclude that cooperative conflict 

management then results in productive conflict.  

 

The second approach is to minimize or, if possible, eliminate competitive conflicts. In 

competitive conflict management, the management team members tend to view the conflict as 

a win-lose struggle; if the other wins, they lose. Chen, et al (2005) explain that competitive 

conflict frustrates communication and results in a deadlock or forced solutions. 
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The third approach is to avoid conflicts. Chen, et al (2005) write: “Avoiding is the attempt to 

smooth over conflicts and minimize discussion of them, whereas openness encourages direct 

discussion” (Chen, et al, 2005, p 281). 

 

However, according to Chen, et al, (2005) researchers have found that avoiding conflict is 

often counter-productive, reinforces competitive conflict and initiate groupthink process.  
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8. Visions and objectives 

8.1. Introduction 

According to the PGM-model an effective management team has well-identified and well-

understood visions and objectives. This requirement is needed to gather the team and direct its 

efforts toward the visions and objectives. The management team members have to be 

involved in the formulation of the visions and objectives. This will ensure formulation of 

relevant visions and objectives that are commensurate with the capacity of management team.   

 

However, without well-identified and well-understood objectives the collective efforts within 

the management team will be aimed towards different directions depending on individual 

interpretation.  

  

8.2. Visions  

Formation of the vision is the beginning of doing business. According to Hickman (1998) the 

answer for why vision is so powerful is that it grabs attention, provides focus, creates meaning 

for everyone in the organization, provides a worthwhile challenge, brings the future into the 

present and creates a common identity.  

 

Formulation of the vision requires self-knowledge, awareness of motivations and strengths 

and weaknesses in all own actions (van Bolderick, 1992). Thomas Edison once said: “Vision 

without execution is a hallucination". According to Frisch (1998) vision should be concrete, 

not abstract and based on facts, not speculation. Equally important, if the vision is to produce 

results, it must be widely understood and enthusiastically embraced throughout the organiza-

tion. Moreover, in order to ensure early and thorough alignment around a vision, the manage-

ment team should be involved in the creation of the vision from the first step to the last, 

agreeing on its assumptions and understanding its implications for every aspect of the 

business. This requires a direct participation in the formulation of the vision.   

 

Organizations without shred visions begin to stagnate. In such organizations managers are less 

willing to take risks and cannot agree on priorities and conflicts become difficult to resolve 

(Hickman, 1998).  

 

8.3. Objectives 

The common overall objectives must be clear for all of the management team members 

(Jäghult, et al, 2002). According to Arroba and Wedgwood-Oppenheim (1996) clear and 

shared objectives are seen as important to improve the effectiveness of teams. Teamwork is 

considered to be effective if the team members are aware of general objectives of the 

activities and if these objectives are discussed openly and concrete, so they are useful in 

evaluations (Sandberg, 2006). Understanding the objectives needs a time. Since an objective 

is of fundamental importance, it deserves to take the time required to understand it before 

accepting it (Arroba and Wedgwood-Oppenheim, 1996). 
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PART III 

 

 

APPLICATION OF THE PGM-MODEL 
This part consists of one chapter including a brief introduction of the organization used as 

object of study. The results of the interviews, analysis and discussion are included in this 

chapter. This part ends with conclusions regarding the effectiveness of studied management 

team and the ability of the PGM-model to indicate development potentials regarding manage-

ment team effectiveness. 
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9. THE OBJECT OF STUDY 

9.1. Introduction 

Many scholars have begun conceptual works proposed to clarify the nature and dimensional 

structure of teamwork process (LePine, 2008). These conceptual works need to be completed 

with empirical research. LePine (2008) argue that, from a theoretical perspective, such 

empirical research is necessary to support and construct validity and to make correct inference 

from empirical tests of theoretically derived relationships. From a practical perspective, such 

research is needed because teamwork processes are thought to represent points of power for 

practices aimed at improving team effectiveness (LePine, 2008).  

 

In order to evaluate the usefulness and applicability of the PGM-model, the model is applied 

to a real management team. This application is necessary for achieving better understanding 

of how the PGM-model is worked in reality.  

 

9.2. The studied organization  

The investigated organization is located in central Sweden and currently has over 90 

employees. The organization adopts and maintains a documented business strategy for its 

products. This business strategy is the basis for annual business and marketing plans. The 

organization is measured, inter alia, on order entry, operating income, cash flow, customer 

satisfaction index and “lost time accident”. 

 

The current organization has a management team consisting of the head of the organization, 

the managers of each department within the organization and some key persons within the 

business area. The management team has a secretary who is responsible for, inter alia, organ-

izing meetings and record minutes of meetings. The head of the organization has the over-

riding responsibility for coordinating the management team to achieve its objectives.  

 

9.3. Result analysis and discussions 

The planed interviews according to the measurement strategies of the PGM-model were per-

formed. The results obtained from these interviews were entered into the data editor and 

analyzed using the Statistical Package for the Social Sciences (SPSS 16.0).  

 

The following results have been obtained from the interviews, where eight management team 

members have agreed to attend in the current study. They have evaluated the sub-variables 

included in each main variable in the PGM-model. The evaluation is performed according to a 

five-level rating system (1-Highly unsatisfactory, 2- Unsatisfactory, 3-Neither unsatisfactory 

nor satisfactory, 4-Satisfactory and 5-Highly satisfactory). The evaluations have mainly been 

based on items included in each sub-variable, and performed according to a five-level Likert 

scale (1-Strongly disagree, 2- Disagree, 3-Neither agree nor disagree, 4-Agree and 5-Strongly 

agree).   

 

In addition, nine employees agreed to evaluate six items related to management team 

effectiveness, engagement, capability to achieve set objectives, feedback and awareness about 

what the management team efforts to achieve its set objectives. The evaluations have been 

performed according to a five-level Likert scale (1-Strongly disagree, 2- Disagree, 3-Neither 



37 

 

agree nor disagree, 4-Agree and 5-Strongly agree).  The dropout has been less than 10%. In 

the following sub-sections the results are analyzed and discussed.  

 

9.3.1. Engagement and Dynamic Leadership 

As described in 2.5.1 the current variable consists of a single sub-variable. Accordingly, this 

variable is measured in created items, I, directly. 

 

The created items refer to the engagement within the management team (I 1 to I 4) and how 

dynamic and strategic the management team leader is (I 5 to I 8). These two parts have been 

unitized in a single sub-variable: “The level of engagement and the availability to a dynamic 

and strategic leadership”. The interviewing management team members have evaluated the 

set of items included in this sub-variable.  

 

The level of engagement and the availability to a dynamic and strategic leadership 

I 1- Our management team members are highly engaged and motivated to perform their 

tasks. 

I 2- Engagement and motivation are homogeneously distributed in our management team.  

I 3- Our management team members work actively to increase the engagement in the 

management team.  

I 4- Diversity in personality and technical skills influence engagement in our management 

team positively and support us to reach synergy. 

I 5- Our management team has a dynamic and strategic leader who can inspire the 

management team members.  

I 6- Our management team has a dynamic and strategic leader who can coordinate the 

objectives, tasks and efforts within the management team. 

I 7- Our management team leader is able to affect existing standards and objectives and 

also challenge the management team members to use various way of thinking to find 

new solutions to problems. 

I 8- Our management team leader is able to protect the synergy in the team and to clarify 

the direction involving visions and objectives for the activities.   

 

Table 1 shows calculated Cronbach´s Alpha for these items using SPSS. The value is 0.829, 

which signifies a well-satisfactory reliability indicating that the created items measure the 

single sub-variable and consequently the current main variable quite well.  

  

 
Table 1: Reliability Statistics showing the Cronbah’s Alpha. 

Reliability Statistics 

Cronbach's 
Alpha 

Cronbach's 
Alpha Based on 

Standardized 
Items N of Items 

.829 .837 8 

 

 

Table 2 explains obtained correlations between the items using SPSS analyses. This correla-

tion concept is called inter-Item correlation Matrix. As the table indicates, almost all scale 

items have a significant, positive relationship with each other. Several items have correlation 
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values above 0.5. Zero-relationship may depend on the fact that the current variable includes 

two almost independent parts (see section 4.1). However, due to non-negative correlations and 

existing of several correlations of values above 0.5, the scale is considered meets the criterion 

of high inter-correlations. 

 

 
Table 2: Inter-Item correlation Matrix describing the correlation between the included items. 

Inter-Item Correlation Matrix 

  I 1 I 2 I 3 I 4 I 5 I 6 I 7 I 8 

I 1 1.000 .756 .293 1.000 .378 .143 .378 .000 

I 2 .756 1.000 .516 .756 .500 .000 .500 .000 

I 3 .293 .516 1.000 .293 .258 .488 .258 .516 

I 4 1.000 .756 .293 1.000 .378 .143 .378 .000 

I 5 .378 .500 .258 .378 1.000 .378 .500 .500 

I 6 .143 .000 .488 .143 .378 1.000 .378 .756 

I 7 .378 .500 .258 .378 .500 .378 1.000 .500 

I 8 .000 .000 .516 .000 .500 .756 .500 1.000 

 

 

Based on arguments above and as the items are created based on qualitative researches, where 

results from many studies and researches have been integrated, the validity for the created set 

of items for the current variable is considered to be satisfactory, see section 2.6 for further 

description of the validity.   

 

Table 3 summarizes descriptive statistics obtained from the set items above, evaluated 

according to a five-level Likert scale (1-Strongly disagree, 2-Disagree, 3-Neither agree nor 

disagree, 4-Agree and 5-Strongly agree).  

 

 
Table 3: Descriptive statistics for the results obtained from the evaluation of the items. 

Descriptive Statistics 

  N Minimum Maximum Mean Std. Deviation 

I 1 8 3 4 3.88 .354 

I 2 8 2 4 3.00 .535 

I 3 8 3 4 3.38 .518 

I 4 8 3 4 3.88 .354 

I 5 8 4 5 4.50 .535 

I 6 8 4 5 4.13 .354 

I 7 8 3 4 3.50 .535 

I 8 8 3 5 4.00 .535 

 
Valid N (listwise) 

 
8 

        

 

 

Based on the created set of items, the management team members have evaluated the level of 

engagement and dynamic leadership. Table 4 shows descriptive statistics over the results 

obtained from these evaluations. 

 



39 

 

These results indicate that the management team leader is dynamic and strategic, getting an 

average value of 4.13, which according to the PGM-model, is considered well-satisfactory to 

coordinate the efforts effectively within the management team. On the other hand the level of 

the engagement (3.75) does not reach satisfactory level according to the PGM-model. As 

these two parts are unitized in a single sub-variable, the total final evaluation for engagement 

and dynamic leadership according to the PGM-model is calculated to 3.94 (average of 3.75 

and 4.13).  

 

 
Table 4: Descriptive statistics for results obtained from evaluating the engagement and the leadership. 
 

 

 

This final evaluation value for the current variable is very close to the satisfactory level, 

recommended from the PGM-model. Related to the PGM-model, this means that the driving 

power within the management team is considered to be almost in the level required for driving 

the businesses effectively, mostly thanks to availability to a dynamic and strategic leader. 

 

Regarding the level of engagement in the management team, randomly selected management 

team non-members have been asked to evaluate the item: “I think that the management team 

members are engaged to achieve set objectives”. The evaluation has been according to a five-

level Likert scale (1-Strongly disagree, 2-Disagree, 3-Neither agree nor disagree, 4-Agree and 

5-Strongly agree).   

      

Table 5 shows the results obtained (with dropout less than 20%) when non-members evaluated the 

item above. The obtained value (3.78) is almost identical to the value obtained from manage-

ment team members (3.75).  

 

 
Table 5: Descriptive statistics obtained by non-members regarding the engagement within the 

management team. 

Descriptive Statistics 

  N Minimum Maximum Mean Std. Deviation 

Engagement 9 3 5 3.78 .667 

 
Valid N (listwise) 

 
9 

        

 

9.3.2. Team Spirit  

This variable is measured in following sub-variables.  

S.V. 1. The level of trust  

S.V. 2. Utility of different personality characteristics  

S.V. 3. The quality and the rate of feedback flow 

S.V. 4. The level of transparency and openness in communication.  

S.V. 5. Common shared values 

Descriptive Statistics 

  N Minimum Maximum Mean Std. Deviation 

Engagement 8 3 4 3.75 .463 

Dynamic leader 8 4 5 4.13 .354 

 
Valid N (listwise) 

 
8 
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S.V. 6. Utility of diversity within the management team 

S.V. 7. Level of cohesiveness 

S.V. 8. Working against groupthink 

S.V. 9. Optimizing the size of the management team 

 

Each sub-variable is measured in several items. Based on the results obtained when evaluating 

these items, each sub-variable is assessed by interviewing persons according to a five-level 

Likert scale (1-Highly unsatisfactory, 2-Unsatisfactory, 3-Neither unsatisfactory nor satis-

factory, 4-Satisfactory and 5-Highly satisfactory). Table 6 summarizes descriptive statistics 

obtained from these measurements, using SPSS. 

 

 
Table 6: Descriptive statistics for the results obtained from the evaluation of the sub-variables. 

Descriptive Statistics 

  
N Minimum Maximum Mean Std. Deviation 

The level of trust  8 3 5 4.00 .535 

Utility of different Personality characteristics  8 3 5 4.13 .641 

The quality and the rate of feedback flow 8 2 5 3.13 .991 

The level of transparency and openness  8 4 5 4.25 .463 

Common shared values 8 3 5 3.50 .756 

Utility of diversity within the management team 8 2 4 3.50 .756 

Level of cohesiveness 8 3 4 3.88 .463 

Working against groupthink 8 4 5 4.13 .354 

Optimizing the size of the management team 8 3 5 4.00 .756 

 
Valid N (listwise) 

 
8 

        

 

 

The results, analyzed by using SPSS, show that the Cronbach‟s Alpha is 0.68, table 7. This 

value does not achieve the value of reliability acceptable in most social science research 

situations (0.7). This indicates that one or more sub-variables are not measured the variable 

“team spirit” well. 

 

 
Table 7: Calculated Cronbach´s Alpha for the sub-variables, included in the variables” team spirit”. 

Reliability Statistics 

Cronbach's 
Alpha 

Cronbach's 
Alpha Based on 

Standardized 
Items N of Items 

,68 ,701 9 

 

 

Item-Total Statistics has been created using SPSS in order to identify how the sub-variables 

affect the reliability. Table 8 shows the data obtained.  

 

As the table indicates, the coefficient for Cronbach‟s Alpha if item deleted shows that 

cronbach‟s Alpha increases to an acceptable value if sub-variables regarding to cohesiveness 
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and the size are excluded. Furthermore, these two sub-variables have negative coefficient 

values of Corrected Item-Total Correlation.  

 

The Cronbach‟s Alpha for items included in sub-variables cohesiveness and size have been 

studied and shown low values. This may depend on the multidimensionality of the items 

included in these sub-variables, which results in low level of correlation between included 

items in each sub-variable. These mean that these items do not measure their respective sub-

variable. These two sub-variables need to be developed in order to improve their reliability for 

further studies in the future. This can be done by creating more relevant items for each of 

these two sub-variables. In this master thesis these two sub-variables will be excluded in the 

analyses.  

 
 

Table 8: Item-Total Statistics obtained from the evaluation of the sub-variables, of which the variable 

“Team Spirit” consists. 

                                                                             Item-Total Statistics 

  

Scale 
Mean if 

Item 
Deleted 

Scale 
Variance 

if Item 
Deleted 

Corrected 
Item-Total 
Correlation 

Cronbach's 
Alpha if Item 

Deleted 

The level of trust  30.5 7,714 ,577 ,614 

Utility of different Personality characteristics  30,38 6,839 ,735 ,567 

The quality and the rate of feedback flow 31,38 6,839 ,365 ,662 

The level of transparency and openness  30,25 7,929 ,603 ,618 

Common shared values 31,00 6,286 ,754 ,545 

Utility of diversity within the management team 31,00 7,143 ,495 ,617 

Level of cohesiveness 30,63 10,839 -,537 ,749 

Working against groupthink 30,38 8,839 ,357 ,660 

Optimizing the size of the management team 30,50 9,429 -,062 ,745 

 

 

A new Cronbach‟s Alpha for the sub-variables included in the variable “team spirit” can now 

be calculated after excluding these two sub-variables (Level of cohesiveness and Optimizing the 

size of the management team). Table 9 shows the new Cronbach‟s Alpha. As indicated, the new 

Cronbach‟s Alpha is 0.817 and is considered well-satisfactory.    

 

 
Table 9: Calculated Cronbach´s Alpha for the sub-variables, included in the variables” team spirit” 

excluding the two sub-variables.  

Reliability Statistics 

Cronbach's 
Alpha 

Cronbach's 
Alpha Based on 

Standardized 
Items N of Items 

,817 ,818 7 

  

 

A new descriptive statistics, excluding the above-mentioned two sub-variables are shown in 

table 10.  
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Table 10: A new descriptive statistics shows obtained results excluding cohesiveness and the size.  

Descriptive Statistics 

  
N Minimum Maximum Mean 

Std. 
Deviation 

The level of trust  8 3 5 4.00 .535 

Utility of different Personality characteristics  8 3 5 4.13 .641 

The quality and the rate of feedback flow 8 2 5 3.13 .991 

The level of transparency and openness  8 4 5 4.25 .463 

Common shared values 8 3 5 3.50 .756 

Utility of diversity within the management team 8 2 4 3.50 .756 

Working against groupthink 8 4 5 4.13 .354 

Valid N (listwise) 8         

 

 

In addition, Inter-Item Correlation Matrix (table 11) shows that a few numbers (3 of 21) of 

correlations between the sub-variables have negative values. However, these negative values 

(-0.051, -0.078 and -0.079) are relatively small and are not far from zero. As many studies and 

researches have been integrated when creating the sub-variables and their corresponding items 

the validity for the created set of sub-variables included in the current variable is considered 

satisfactory.  

  
 

Table 11: Inter-Item correlation Matrix describing the relationship between the included sub-

variables. 

Inter-Item Correlation Matrix 

 S.V.1 S.V.2 S.V.3 S.V.4 S.V.5 S.V.6 S.V.7 

S.V.1 1,000 ,834 ,270 ,577 ,354 ,354 ,000 

S.V.2 ,834 1,000 ,647 ,361 ,737 ,442 -,079 

S.V.3 ,270 ,647 1,000 -,078 ,667 ,667 -,051 

S.V.4 ,577 ,361 -,078 1,000 ,408 ,408 ,655 

S.V.5 ,354 ,737 ,667 ,408 1,000 ,500 ,267 

S.V.6 ,354 ,442 ,667 ,408 ,500 1,000 ,267 

S.V.7 ,000 -,079 -,051 ,655 ,267 ,267 1,000 

 

 

After excluding the discussed two sub-variables, the final evaluation of the current variable 

“team spirit” is calculated to be 3.81, obtained by calculating the average of mean values in 

table 10. According to the PGM-model this value is not satisfactory enough. The factors or 

sub-variables that affect this result are analyzed herein.  

 

As table 10 indicates, 3 of 7 of mean values have a value below 4. In other words 3 of 7 of 

sub-variables included in the variable “team spirit” are not satisfactory enough according to 

the PGM-model. These sub-variables, ordained from the lowest evaluating value obtained, are 

studied now. 

 

The first sub-variable getting value below 4 is “The quality and the rate of feedback flow”. 

The items created for this sub-variable measure the sub-variable well (calculated Cronbach‟s 

Alpha is 0.901). The number of interviewing persons (in percent) and given evaluating values 

for this sub-variable have been as following: 
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25% of interviewing persons evaluated this sub-variable to 2 (Unsatisfactory). 

50% of interviewing persons evaluated this sub-variable to 3 (Neither unsatisfactory nor 

satisfactory).  

25% of interviewing persons evaluated this sub-variable to 4 or 5(Satisfactory or Highly 

satisfactory). 

 

These results indicate that 75% of interviewing persons think that there are development 

potentials regarding feedback flow. According to the PGM-model and based on results 

obtained when assessing the items, my recommendations to the current management team are 

to: 

 

 investigate internally why about 60% of the management team members hesitate or 

not believe that the members give sufficient feedback to each other. This result is 

obtained when assessing item 1 included in the sub-variable “The quality and rate of 

feedback flow” (see Appendix 1). Many researches (Škraba, et al. (2007), Hackman 

(2002), Jäghult et al. (2002) Chang, et al. (1995). Branch, (2008) and Yukl (2002)) 

emphasize that feedback is a key factor for individual and organizational development.  

 

 devote time to follow up past decisions. Investigating the quality of past decisions 

enable the management team to receive feedback. As Passos and Caetano (2005) 

argue, feedback regarding past effective decisions may reinforce the decision-making 

processes previously used by team members.  

 

 ask for feedback from its surrounding.  Frequently asking for feedback from people in 

the inner circle; manager, employees and colleagues in the management team enable 

the management team to discover unknown development potentials and lacks. In 

addition, according to Jäghult et al. (2002) asking for feedback is the best way for the 

development of own leading style.  

 

Indeed, this result can be confirmed by the result obtained from interviewing the management 

team non-members. The results (with dropout less than 20%) indicate that no one has agreed 

with the assertion “The management team looks for feedback from employees in order to 

develop its own effectiveness”. The evaluation has been according to a five-level Likert scale 

(1-Strongly disagree, 2-Disagree, 3-Neither agree nor disagree, 4-Agree and 5-Strongly 

agree).   

      

Table 12 shows the results (with dropout less than 20%) obtained when the management team non-

members evaluated the item regarding feedback flow. The obtained value is 2.33, which is less 

than the required value according to the PGM-model.  

 

   
Table 12: Descriptive statistics obtained by non-members regarding the feedback from employees to 

the management team. 

Descriptive Statistics 

  N Minimum Maximum Mean Std. Deviation 

Feedback 9 1 3 2.33 .707 

 
Valid N (listwise) 

 
9 

        

 

 



44 

 

The second sub-variable getting value below 4 is “Common shared values”. The items created 

for this sub-variable measure the sub-variable well (calculated Cronbach‟s Alpha is 0.921). 

The number of interviewing persons (in percent) and given evaluating values for this sub-

variable have been as following: 

 

62.5% of interviewing persons evaluated the sub-variable to 3 (Neither unsatisfactory nor 

satisfactory).  

37.5% of interviewing persons evaluated the sub-variable to 4 or 5 (Satisfactory or Highly 

satisfactory). 

 

The results obtained from assessed items indicate that 50% or more have chosen the 

alternative “3-Neither agree nor disagree”. These doubts effects management team 

effectiveness and should actually not exist in the management team. According to the PGM-

model, an effective management team agrees or strongly agrees with all items included in this 

sub-variable.  Therefore, my recommendation to the current management team is to: 

 

 clarify the common shared values valid in the organization. This will increase the 

awareness and shared understanding of these values, which consequently make the 

management team better support these values. Lankau et al (2007) argue that values 

dissimilarity can lead to destructive conflicts in the relationships and task perform-

ances within the management teams.    

 

The third sub-variable getting value below 4 is “Utility of diversity within the management 

team”. The items created for this sub-variable measure the sub-variable well (calculated 

Cronbach‟s Alpha is 0.888). The results indicate that more than 60% of the management team 

members consider the way of managing diversity in skills and experiences satisfactory. Yet, 

some members still believe that there is a good margin for development. One of the members 

says:”there is a specific role that always weighs more than the others in most issues”.  

 

According to the PGM-model and based on results obtained when assessing the items, my 

recommendation to the current management team is to: 

 

 discus and understand the importance of balance in role distributions. Higgs (2006) 

means that best balance of roles will be rated as higher performing teams in terms of 

both 'hard' and 'soft' outcomes. 

 

9.3.3.  Management Meetings 

This variable is measured in following sub-variables.  

 

S.V. 1. Elimination of fatigue factors 

S.V. 2. Limiting dominant personalities and grandstanding 

S.V. 3. Elimination of hot potato factor 

S.V. 4. Avoidance hidden agendas and special interests 

S.V. 5. Advancement parliamentary procedure 

S.V. 6. The power of presidential control 

S.V. 7. Administrative tasks in connection to the meetings 

 

Each of sub-variables above is measured in several created items. Based on the results 

obtained when evaluating these items, each sub-variable is assessed by interviewing persons 
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according to a five-level Likert scale (1-Highly unsatisfactory, 2-Unsatisfactory, 3-Neither 

unsatisfactory nor satisfactory, 4-Satisfactory and 5-Highly satisfactory).  

 

The results, analyzed by using SPSS, show that the Cronbach‟s Alpha is 0.877, table 13. This 

well-satisfactory value for the reliability indicates that the sub-variables measure the variable 

“Management meetings” well and that all sub-variables are applicable for measuring the 

current variable.  

 

 
Table 13: Calculated Cronbach´s Alpha for the sub-variables included in the variable “Management 

meetings”. 

Reliability Statistics 

Cronbach's 
Alpha 

Cronbach's 
Alpha Based on 

Standardized 
Items N of Items 

,877 ,909 7 

 

 

Table 14 shows inter-Item correlation Matrix and explain the correlations between the sub-

variables obtained from SPSS analyses. As the table indicates, all scale items have a 

significant, positive correlation with each other and many of them have values above 0.5. Due 

to non-negative correlations and existing of many correlations of values above 0.5, the scale is 

considered meets the criterion of high inter-correlations. These correlations may confirm that 

these sub-variables are valid for the current variable. Thus, the conclusion regarding the 

validity discussed in 2.6 can be established for the variable “Management meetings”. 

 

 

Table 14: Inter-Item correlation Matrix describing the relationship between the included 

items. 

Inter-Item Correlation Matrix 

  
S.V.1 S.V.2 S.V.3 S.V.4 S.V.5 S.V.6 S.V.7 

S.V.1 1,000 ,882 ,226 ,487 ,882 ,518 ,718 

S.V.2 ,882 1,000 ,339 ,552 1,000 ,655 ,756 

S.V.3 ,226 ,339 1,000 ,786 ,339 ,518 ,359 

S.V.4 ,487 ,552 ,786 1,000 ,552 ,361 ,417 

S.V.5 ,882 1,000 ,339 ,552 1,000 ,655 ,756 

S.V.6 ,518 ,655 ,518 ,361 ,655 1,000 ,577 

S.V.7 ,718 ,756 ,359 ,417 ,756 ,577 1,000 

 

 

Table 15 summarizes descriptive statistics obtained from these measurements, using SPSS. 
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Table 15: Descriptive statistics for the results obtained from the evaluation of the sub-variables. 

Descriptive Statistics 

  
N Minimum Maximum Mean 

Std. 
Deviation 

Elimination of fatigue factors 8 3 5 3,38 ,744 

Limiting dominant personalities and grandstanding 8 4 5 4,13 ,354 

Elimination of hot potato factor 8 2 4 3,38 ,744 

Avoidance hidden agendas and special interests 8 3 5 4,13 ,641 

Advancement parliamentary procedure 8 4 5 4,13 ,354 

The power of presidential control 8 4 5 4,25 ,463 

Administrative tasks in connection to the meetings 8 2 4 3,00 ,535 

 
Valid N (listwise) 

 
8 

        

 

 

The final value for evaluating the variable “Management meetings” is obtained by calculating 

the average of values obtained for evaluating sub-variables, table 12. This means that the final 

value evaluated for the current variable is 3.77. This value is below the level required to 

consider the management meetings effective according to the PGM-model.   

 

As table 15 indicates, 3 of 7 sub-variables included in the variable “Management meetings” 

have obtained main values below 4. These 3 sub-variables make the management meetings 

for the studied management team ineffective according to the PGM-model. These sub-

variables, ordained from the lowest evaluating value obtained, are studied now. 

 

The first sub-variable getting value below 4 is “Administrative tasks in connection to the 

meetings”. The items created for this sub-variable measure the sub-variable well (calculated 

Cronbach‟s Alpha is 0.807). The number of interviewing persons (in percent) and given 

evaluating values for this sub-variable have been as following: 

 

12.5% of interviewing persons evaluated this sub-variable to 2 (Unsatisfactory). 

75% of interviewing persons evaluated the sub-variable to 3 (Neither unsatisfactory nor 

satisfactory).  

12.5% of interviewing persons evaluated the sub-variable to 4 (Satisfactory). 

 

These results indicate that there are good development potentials regarding administrative 

tasks in connection to the meetings. According to the PGM-model and based on results 

obtained when assessing the items, my recommendations to the current management team are 

to: 

 

 make the meeting more purposeful, brief and end conclusively. This recommendation 

is confirmed by Sandwith (1992), how even emphasizes that before the meeting ends, 

it is important to review the meeting objectives, the results that were expected, and the 

agenda. 

     

 always enclose necessary supporting documents when the agenda is sent to the 

management team members. According to Jäghult, et al (2002) this makes the meeting 

more effective in the sense that the reading of these documents will not happen during 

the meeting. Yet, enclosed documents should not be too long, or overwhelming. 

According to Buhler (1992) too much information is considered counterproductive. 

She means that a balance must be reached to allow the reader to know what it is 
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expected to be done during the meeting. The information should be focused on the 

addressed issues (Buhler, 1992). 

 

 give the employees more information about issues discussed during management team 

meetings. This information is important for the employees to know what the 

management team is doing in order to achieve its set objectives. Management team 

non-members have assessed on assertion regarding communication: “The employees 

know enough about what the management team is doing to achieve set objectives”. 

The results (with dropout less than 20%) indicate that only one person agreed clearly 

with this assertion. Table 16 shows descriptive statistics over the results. Publishing a 

brief communiqué after every management team meeting may solve this issue.   

 

 
Table 16: Descriptive statistics obtained by non-members regarding communication. 

Descriptive Statistics 

  N Minimum Maximum Mean Std. Deviation 

Communication 9 1 4 2.22 .833 

 
Valid N (listwise) 

 
9 

        

 

 

The second sub-variable getting value below 4 is “Elimination of fatigue factors”. The items 

created for this sub-variable measure the sub-variable well (calculated Cronbach‟s Alpha is 

0.774). The number of interviewing persons (in percent) and given evaluating values for this 

sub-variable have been as following: 

 

75% of interviewing persons evaluated the sub-variable to 3 (Neither unsatisfactory nor 

satisfactory)  

25% of interviewing persons evaluated the sub-variable to 4 or 5 (Satisfactory or Highly 

satisfactory). 

 

During the preformed interviews, it appeared that the mean reasons behind the results above 

are environmental factors (such annoying phone calls) and department-specific issues that 

sometimes take a great part of the meetings. In line with the PGM-model, my recommenda-

tions to the current management team are to: 

 

 limit environmental noise factors.  Buhler (1992) and Bryan (1991) emphasize that 

environmental factors such as noise, temperature size of the meeting place, light and 

other distractions are influence the effectiveness of the meeting and the quality of the 

decisions made during the meetings.  

 

 find balance between discussing department-specific issues and team-specific issues. 

Mattsson (1992) emphasizes that management teams having several people of similar 

managerial position, tend to discuss much department-specific issues rather than issues 

of concern to the team. Mattsson (1992) states that this behavior can make members 

not involved in these issues fall outside of the debate and lose commitment. 

 

The third sub-variable getting value below 4 is “Elimination of hot potato factor”. The items 

created for this sub-variable measure the sub-variable well (calculated Cronbach‟s Alpha is 

0.890). The results indicate that 50% of the management team members do not believe that 
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hot potato factor is existed in the current management team. Yet, the rest hesitate or do not 

agree with assertions that the management team makes clear decision regarding scope of 

responsibility, especially when handling with too hot issues. A similar phenomenon is 

indicated when analyzing an assertion    that deals with successful follow-up process of 

decisions.   

 

According to the PGM-model and based on results obtained when assessing the items, my 

recommendation to the current management team is to: 

 

 make clear decisions regarding the scope of responsibility , in such a way that 

decisions in these too hot issues can be followed up. As mentioned in section 6.4, 

some problems are avoided because they are too hot to handle.  But even no decision 

is a decision. Bryan (1991) states that “bite the bullet” is the way to handle with 

controversial issues.  

 

9.3.4. Conflict Management 

This variable is measured in following sub-variables.  

 

S.V. 1. Effectiveness of Conflict management “general” 

S.V. 2. Promotion of cooperative conflict 

S.V. 3. Avoidance competitive conflict  

S.V. 4. Courage in facing conflicts  

 

These sub-variables are measured by assessing items included in each sub-variable. The 

results, analyzed by using SPSS, show that Cronbach‟s Alpha is 0.788, table 17. This value is 

satisfactory for the reliability, indicates that the created sub-variables measure the variable 

“Conflict management” well and that all sub-variables are applicable for measuring the 

current variable “Conflict management”.  

 

 
Table 17: Calculated Cronbach´s Alpha for the sub-variables included in the variable “Conflict 

management”. 

Reliability Statistics 

Cronbach's 
Alpha 

Cronbach's 
Alpha Based on 

Standardized 
Items N of Items 

,788 ,824 4 

 

 

Inter-Item correlation Matrix, table 18, indicates that all scale items have a significant, 

positive correlation with each other and many of them have values above 0.5. Thus the scale 

is considered satisfying the criterion of high inter-correlations. These correlations may 

confirm that these identified sub-variables are valid for the current variable. Thus, the 

conclusion regarding the validity discussed in 2.6 can be established for the variable “Conflict 

management”. 
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Table 18: Inter-Item correlation Matrix describing the relationship between the included items. 

Inter-Item Correlation Matrix 

  
S.V.1 S.V.2 S.V.3 S.V.4 

S.V.1 1,000 ,577 ,647 ,602 

S.V.2 ,577 1,000 ,480 ,626 

S.V.3 ,647 ,480 1,000 ,301 

S.V.4 ,602 ,626 ,301 1,000 

 

 

Table 19 shows descriptive statistics over data obtained from performed interviews, using 

SPSS. 

 

 
Table 19: Descriptive statistics for the results obtained from the evaluation of the sub-variables 

included in the variable “Conflict management”. 

Descriptive Statistics 

  N Minimum Maximum Mean Std. Deviation 

Effectiveness of Conflict management “general” 8 4 5 4,25 ,463 

Promotion of cooperative conflict 8 3 4 3,62 ,518 

Avoidance competitive conflict  8 3 5 4,13 ,835 

Courage in facing conflicts  8 3 5 3,88 ,641 

 
Valid N (listwise) 

 
8 

        

 

 

The final value for evaluating the variable “Conflict management” is obtained as previous. 

The result is 3.97, which is quite close to the value required to consider the way of managing 

conflicts effective according to the PGM-model.   

 

Thus, based on the results above and according to the PGM-model, it is concluded that the 

current management team is quite effective regarding conflict management.    

 

9.3.5. Visions and Objectives  

This variable is measured a single sub-variable:  

 

 Clarity, acceptance and relevance of visions and objectives  

 

This single sub-variable is measured in a set of items: 

 

I 1- In our management team we have well-identified and well-understood objectives and 

visions.  

I 2- Our management team members have been involved in the creation of the vision 

agreed on its assumptions and understood its implications for every aspect of the 

business. 

I 3- In our management team we trust that the objectives are relevant and match our 

capacity.  
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Table 20 shows calculated Cronbach´s Alpha for these items using SPSS. The value is 0.882, 

which signifies a well-satisfactory reliability indicating that the created items measure the 

single sub-variable and consequently the current variable quite well.  

 

 
Table 20: Reliability Statistics showing the Cronbah’s Alpha for the variable “Vvision and 

objectives”. 

Reliability Statistics 

Cronbach's 
Alpha 

Cronbach's 
Alpha Based on 

Standardized 
Items N of Items 

.882 .885 3 

 

 

To investigate the relationship between the items, the concept of inter-Item correlation Matrix 

is created, table 21. As the table indicates, all scale items have a significant, positive 

correlation (all above 0.5) with each other. 

 

 
Table 21: Inter-Item correlation Matrix describing the correlations between the items included in 

current sub-variable and thus the variable “vision and objectives”. 

Inter-Item Correlation Matrix 

  I 1 I 2 I 3 

I 1 1,000 ,724 ,640 

I 2 ,724 1,000 ,793 

I 3 ,640 ,793 1,000 

 

 

Based on arguments above and as the items are created based on qualitative researches, where 

results from many studies and researches have been integrated, the validity for the created set 

of items for the current variable is considered to be satisfactory, see section 2.6 for further 

description of the validity.   

 

Table 22 summarizes descriptive statistics obtained from the set items above, evaluated 

according to a five-level Likert scale (1-Strongly disagree, 2-Disagree, 3-Neither agree nor 

disagree, 4-Agree and 5-Strongly agree).  

 

 
Table 22: Descriptive statistics for the results obtained from the evaluation of the items. 

Descriptive Statistics 

  N Minimum Maximum Mean Std. Deviation 

I 1 8 3 5 3,75 ,886 

I 2 8 3 5 3,88 ,835 

I 3 8 3 5 3,50 ,756 

 
Valid N (listwise) 

 
8 
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Based on the items, the management team members have evaluated the variable “Vision and 

objectives” according to a five-level Likert scale (1-Highly unsatisfactory, 2-Unsatisfactory, 

3-Neither unsatisfactory nor satisfactory, 4-Satisfactory and 5-Highly satisfactory). Table 23 

shows the result.  

 

 
Table 23: Descriptive statistics for results obtained from evaluating the vision and objectives. 

Descriptive Statistics 

  N Minimum Maximum Mean Std. Deviation 

Vision and objectives 8 3 5 3,75 ,886 

 
Valid N (listwise) 

 
8 

        

 

 

The final value for evaluating the variable “visions and objectives” is 3.75, which does not 

achieve satisfactory level recommended according to the PGM-model. This means that there 

are development potentials regarding visions and objectives with respect to clarity, acceptance 

and relevance of the visions and objectives. Based on the obtained results, my 

recommendations to the studied management team are to: 

 

 explain the vision and objective in such a way that the vision and objectives is con-

sidered by the management team members well-identified and well-understood. 

According to Jäghult, et al, (2002), the common overall objectives have to be clear 

for all of the management team members. Clear and shared objectives are seen as 

important to improve the effectiveness of teams (Arroba and Wedgwood-

Oppenheim, 1996). Sandberg (2006) emphasizes that teamwork is considered to be 

effective if the team members are aware of general objectives of the activities. 

 

 more actively be involved in creation of the visions and objectives. This will ensure 

creation of visions and objectives that are more understood, more accepted and more 

relevant for the capacity of the management team.  

 

9.4. Summary of results 

Table 24 summarizes the results obtained when the PGM-model is applied to the studied 

management team. 

 
Table 24: Summary of results obtained when PGM-model is applied on the studied management team. 

 
Included variables 
in the PGM-model 

Evaluated 
values 

(PGM-model) 

 

 
Identified areas of possible development potentials 

according to the PGM-model 

Engagement and 
dynamic leadership 

3.94 Engagement within the management team 

Team spirit  
3.81 

Feedback flow 
Common shared values   
Utility of the diversity regarding roles, experiences and personalities   

Management meetings  
3.77 

Administrative tasks in connection to the meetings,  
Environmental fatigue factors  
Managing hot potato factor 

Conflict management 3.97 Continues effective conflict management  

Visions and objectives 3.75 Clarification of the visions and the objectives  
Involvement in creation of visions and objectives 
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Figure 5 illustrates the PGM-model where the evaluated values for included variables are 

given. These values refer to the results obtained from applying the model to the studied mana-

gement team. 

 

 

 
 
Figure 5: Evaluated values for components (variables) included in the PGM-model, obtained from 

applying the model to the studied management team.  

 

 

As the figure illustrates and according to what the application of the PGM-model has 

indicated, there are development potentials in the studied management team. In subsection 

included in section 9.3 recommendations aimed at improving the evaluated values have been 

given to achieve recommended level (at least 4) according to the PGM-model.     

 

9.5. Conclusions  

In the present master thesis I have introduced my dynamic management model (PGM-model) 

including a strategy for measuring key variables that influence the effectiveness of the 

management teams. In the developed management model previous performed researches and 

studies have been integrated. This dynamic model has been applied to a real management 

team in order to investigate whether the model is able to indicate development potentials 

regarding the effectiveness of the management team. 

 

These approaches fulfill the set objectives. These approaches enable answering the formulated 

questions in section 1.3. The following conclusions can now be drawn: 

 

1. The theoretical dynamic model (PGM-model) developed in this master thesis has 

shown sufficient ability to indicate development potentials in the management team 

that has been studied as an object of study.  

 

2. The measurement procedure in the PGM-model is formulated in such a way that the 

measurement of a variable is based on measuring items or sub-variables which in turn 
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is based on measuring items. Indicated development potentials in a variable depend on 

indicated development potentials in sub-variables, which in turn depend on respond to 

formulated items or assertions. Thus, understanding these assertions can contribute to 

make recommendations aimed at improving the effectiveness of the management 

teams. In this master thesis, this process has been used to make recommendations 

regarding the effectiveness of the management team that has been studied as an object 

of study.  

 

3. Some additional actions can increase the qualifications of the theoretical dynamic 

model developed in this master thesis. 

 

a. The application of the model has shown that two sub-variable included in variable 

“Team spirit” do not measure team spirit. These to sub-variables need further 

studying and analyzing. If these further studies indicate that these two sub-

variables do not influence team spirit, they can be excluded in the model for ever.  

 

b. Applying the model to further management teams contributes to better under-

standing of the model and the factors that influence the effectiveness of manage-

ment teams. Such an action is necessary for verifying the qualifications of the 

developed model.  

 

9.6. Proposals for further researches 

Beside the additional actions mentioned in paragraph 3 in section 9.5 above, this research is 

suggested to be continued in order to make the PGM-model to a more powerful and applic-

able model for making the management teams more effective.  

 

With the intention of verifying whether the developed model contributes to make the studied 

management team more effective, I suggest that the performed measurement will be repeated 

after a period of at least six months. The re-measurement is necessary to follow up the effect 

of the given recommendations and also to indicate any new development potential. Such a 

task is recommended for further research and development of the model. This proposal 

includes two steps as following: 

 

a. Inform the organization, where the PGM-model has been applied, that the develop-

ment process will be followed up in order to investigate whether the PGM model has 

contributed to make the studied management team more effective.  

 

b. Include new items aimed at investigating whether the given recommendations have 

contributed to make the studied management team more effective.  
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APPENDIX 
Appendix 1: Items related to variables included in the PGM-model 

 

Engagement and dynamic leadership 

 

The level of engagement and availability to a dynamic and strategic leadership 

 

I 1- Our management team members are highly engaged and motivated to perform their 

tasks. 

I 2- Engagement and motivation are homogeneously distributed in our management team.  

I 3- Our management team members work actively to increase the engagement in the 

management team.  

I 4- Diversity in personality and technical skills influence engagement in our management 

team positively and support us to reach synergy. 

I 5- Our management team has a dynamic and strategic leader who can inspire the 

management team members.  

I 6- Our management team has a dynamic and strategic leader who can coordinate the 

objectives, tasks and efforts within the management team. 

I 7- Our management team leader is able to affect existing standards and objectives and 

also challenge the management team members to use various way of thinking to find 

new solutions to problems. 

I 8- Our management team leader is able to protect the synergy in the team and to clarify 

the direction involving visions and objectives for the activities.   

 

 

Team Spirit  

 

The level of trust  

1- In our management team the members trust that everyone in the team acts consistently 

and follows up the decisions taken in the management team.  

2- In our management team the members do as they promised. 

3- In our management team the relationships between the members are positive and 

rewarding for establishing sufficient trust. 

 

Utility of personality characteristics 

1. In our management team we take advantage of the verity in individual characteristics 

to create various ideas, solutions and mode of thing which enable the management 

team to operate more effective and faster make reach strategic decisions.  

2. In our management team there is no place for personal competitions. 
3. In our management team different personality characters of the members have contributed to 

make our management team more effective. 

 

The quality and rate of feedback flow 

1. In our management team we give each other serious and impersonal feedback to 

support each other in our performances.  

2. In our management team we ask for feedback about our management team 

performance from our surrounding. We allow feedback to flow in every direction. 

3. In our management team we follow up past decisions to get feedback about their 

effectiveness which improve our decision-making processes. 
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The level transparency and openness in communication 

1. In our management team the communication among the management team members is 

open. 

2. In our management team we trust that there is nothing that provides the members to 

openly discuss issues.  

3. Our management team leader is capable enough to end discussions when he/she 

suspects that the openness can results in personal-based conflicts.   

 

Common shared values 

1. In our management team the members are aware of the common shared values valid 

within the organization.  

2. In our management team we share same understanding of common values valid in our 

organization.  

3. In our management team we support the common values valid in the organization.  

 

Utility of diversity within the management team 

1. The diversity in backgrounds, ways of thinking about issues, cognitive styles and 

personal skills benefit our management team to become creative, gain various 

perspectives needed to solve different problems, provide qualified decisions and planed for 

long-term strategies.  

2. In our management team we consider the diversity as a positive factor that make our 

management team more effective. 

3. In our management team we have reached an optimum balance of “Belbin Team Roles”. 

 

Level of cohesiveness 

1. The level of cohesiveness is optimized in our management team, which has 

contributed to make the team spirit good.  

2. In our management team we have high degree of social cohesiveness which is important 

to strengthen the bands of interpersonal attractions that link the team members. 

3. In our management team we have high degree of task cohesiveness which is important 

to reinforce each other by skills and experiences in order to reach effective 

performance.    

 

Avoiding groupthink phenomena 

1. Our management team needs to be more effective in order to be able to perform its 

tasks and achieve the set objectives. 

2. Our management needs comments and feedback team that may improve our 

management team performance and help us to faster reach consensus.  

3. In our management team we never consider a member who attempts to express 

contrary opinions disloyal. 

 

Optimizing the size of the management team 

1. The size of our management team is small enough to ensure quick decisions and large 

enough to ensure high-quality decision in which as many as possible perspectives are 

integrated.  

2. The size of our management team is optimized in such a way that ensures acquisition 

of synergy.   

3. I think that all members of the management team are important for ensuring high-level 

of effectiveness. 
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Effective management meetings (EMM) 

 

Limiting fatigue factors 

1. In our management team meetings we monitor the meeting length carefully to avoid 

lengthy meetings that cause fatigue and the tendency for members to desire to vote 

quickly and get out of the meeting. 

2. Our management team leader is capable enough to avoid political tactics such as 

filibustering that wear the team down to a point where the team will compromise or 

make poor decisions.  

3. In our management team meetings we often discuss issues of team-concern characters 

rather than department-specific issues in order to avoid situations where members not 

involved in these department-specific issues fall outside of the debate and lose 

commitment. 

4. In our management team meetings we control environmental factors such as noise, 

temperature and other distractions that influence the effectiveness meetings and the 

quality of the decisions made during the meetings.  

 

Limiting dominant personalities and grandstanding 

1. In our management team meetings no dominant personalities is existing. The 

management team members acquire the firmness and determination to fight for their 

positions in order to avoid dominant personalities to control the decision-making 

process.  

2. In our management team meetings our management team leader is diplomatic enough 

to use the dominant strategy to avoid monopolizing speaker and to get everyone to 

participate actively in the discussion.  

3. In our management team meetings we work against power centralization in order to 

avoid management team members with more power to reject or marginalize other 

management team members.  

 

Elimination of hot potato factor 

1. In our management team meeting we make clear decision regarding scope of 

responsibility especially when handling with too hot issues and we are able to follow 

up the decision.  

2. In our management team no member tries to keep away from responsibility for issues 

that is too-hot to handle.   

3. In our management team we always succeed to follow up our decision especially when 

handling with too hot issues.   

 

Avoidance hidden agendas and special interests 

1. In our management team meeting we trust that there is no hidden agenda within the 

management team.  

2. In our management team meeting we adhere to the official agenda and work 

straightforward to ensure building trust among the management team members and 

also unite them. 

3. Our management team leader works actively to avoid creation of hidden agenda.  

 

Advancement of  parliamentary procedure 

1. In our management team meeting all participants have the opportunity to comment 

and contribute.  
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2. In our management team meeting everyone takes advantages of his/her opportunity to 

improve the fairness and courtesy in the decision-making and to make better decisions.  

3. To our management team meetings the members prepare themselves properly, 

contribute actively and argue substantively.   

4. In our management team meeting we never sense that there are political alliances 

based on the strategy "I will vote for your proposal if you vote for me". 

 

Level of presidential control 

1. At our meetings the management team leader governs meetings so that the discussion 

is held within the framework of the agenda. 

2. At our meetings the management team leader does not abuse his/her authority to 

dominate. 

3. In our management team meetings the leader prevents dominant personality by giving 

equal chance to the members to voice his/her opinion.  

 

Administrative tasks in connection to the meetings 

1. A structured and well-prepared agenda is sent in advance to attendees to encourage 

doing homework, research in the current issues and getting opportunity to prepare to 

address key issues. 

2. Our management team members contribute actively to propose agenda items or 

change the printed agenda. 

3. Necessary supporting documents are always attached with the agenda always.  

4. Our management team meetings are purposeful, brief and end conclusively. Before the 

meeting ends, our management team leader reviews the meeting objectives, the results 

that were expected, and the agenda. 

5. In our management team meeting we note and summarize every progress or result 

achieved every action to be taken, and every plan for subsequent meetings. The 

attendees receive minutes as soon as possible after the meeting ends. 

6. Our management team publishes brief communiqué after the management team 

meetings in order to keep the employees updated on what the management team is 

discussing in its meetings. 

 

 

Effective conflict management 

 

Effective conflict management “general” 

1. In our management team we promote task-based conflicts and simultaneously limit 

individual-based conflicts. 

2. In our management team we promote openness and consensus in order to be able to 

use advantages of task-based conflicts to improve our own performance. 

3. Our management team leader often emphasizes the importance of cooperation to 

achieve the achieve set objectives. 

4. In our management team we use conflicts to arouse discussion and stimulate creative 

thinking. 

 

Promotion of Cooperative Conflict Management 

1. Our management team members encourage a „we are in it together‟ attitude. 

2. Our management team members seek solutions that will be benefit all of us. 

3. Our management team members treat conflict as a mutual problem to solve. 
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4. Our management team members combine the best of positions to make an effective 

decision. 
 

Avoidance competitive Conflict Management 

1. Our management team members never try to compete against each other.  

2. Our management team members never treat conflict as a win-lose contest. 

3. Our management team members never try to overstate their own position and 

understate others in order to get higher position. 
 

Courage in facing conflicts  

1. Our management team members do not smooth over differences by trying to avoid 

them. 

2. Our management team members seek harmony even at the expense of open 

discussion. 

3. Our management team members do not discourage each other from voicing their 

negative feelings. 

4. Our management team members do not try to avoid discussing divisive issues. 

5. Our management team members do not try to make concessions to avoid the trouble 

dealing with conflict. 

 

 

Visions and objectives  

 

Clarity of the visions and objectives  

I 4- In our management team we have well-identified and well-understood objectives and 

visions.  

I 5- Our management team members have been involved in the creation of the vision 

agreed on its assumptions and understood its implications for every aspect of the 

business. 

I 6- In our management team we trust that the objectives are relevant and match our 

capacity.  

 



64 

 

Appendix 2: Items related to feedback from on management team performance coming 

from non-members 

 

 I think that the management team is working effective to achieve its set objectives.  

 I think that the management team members are engaged to achieve set objectives.  

 I think that the management team has a good team spirit. 

 I think that with the current efforts the management team is able to achieve its set 

objectives.  

 The management team looks for feedback from employees in order to develop its own 

effectiveness. 

  The employees know enough about what the management team is doing to achieve 

set objectives. 
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  Appendix 3: Belbin Team Roles 
 

 Completer/Finisher: Completers are described as anxious, introverts, worrisome and 

high in self-control and self-discipline. When talking about strengths, they are 

painstaking, conscientious, omissions, and search out errors and deliver on time. 

Completers, on the other hand, can be inclined to worry unduly and reluctant to 

delegate.   

 

 Implementer: Implementers are described as conservative, controlled, methodical 

sincere, stable and systematic. Their strengths are that they are disciplined reliable 

efficient and able to turn basic ideas into practical actions. Implementer can be 

somewhat inflexible and slow to respond to new possibilities. 

 

 Shaper: Shapers are described as abrasive, anxious, arrogant competitive, edge, 

emotional, extrovert, impatient, impulsive, outgoing and self-confident. Their 

strengths are that they are challenger, dynamic, thrives on pressure, have drive and 

courage to overcome obstacles. Shapers can be prone to provocation and insensitive. 

 

 Plant: Persons with this profile are described as dominant, imaginative, introvert, 

original, radical-minded, trustful and uninhibited. Their strengths are that they are 

creative, unorthodox and able to solve difficult problems. Plant can be too preoccupied 

to communicate effectively.  

 

 Monitor/Evaluator: Monitors/evaluators are dependable, fair-minded, introvert, open 

to change, serious and stable, and sees the overview picture. Their strengths are that 

they are sober, strategic and discerning, able to see all options and judge accurately. 

They are somewhat unmotivated and can lack drive and ability to inspire others. 

 

 Specialist: Specialists are described as expert, defendant, not interested on others, 

serious, self-discipline and efficient. Their strengths are that they are single-minded, 

self-starting, dedicated and able to provide knowledge and skills in rare supply. They 

contribute on a narrow front only and dwell on technicalities.    

 

 Coordinator:  Coordinators are described as dominant, trustful, extrovert, positive, 

self-controlled, self-disciplined and stable. Their strengths are that they are mature, 

confident, good chairperson, able to clarify goals, promote decision-making and 

delegate well. Coordinators can be seen as manipulative.   

 

 Team worker: Team workers are described as extrovert, likeable, loyal, stable, 

submissive, unassertive and uncompetitive. Their strengths are that they are co-

operative, mild, perceptive and diplomatic, good listener and able to avert frictions.  

Team worker can be unsure in critical situations.   

 

 Resource investigator: Resource investigators are described as diplomatic, dominant, 

enthusiastic, extrovert, flexible, inquisitive, optimistic, persuasive, positive, relaxed, 

social and stable. Their strengths are that they are communicative, explores 

opportunities and able to develops contacts. Team worker can be over-optimistic and 

lose interest after initial enthusiasm. 

 

 



66 

 

 

 


