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Overview
Effective teams require both knowledge workers and knowledge-friendly enterprise governance policies and support systems.  Although these requirements are less critical for the deployment of work teams and natural teams, the need for transformed people and organizations are prerequisites for the development of creative teams and the development of innovative and effective teamwork.  This paper reviews the development of effective teams from information extracted from two perspectives:  the knowledge worker and knowledge-friendly enterprise.  The goal of the review is to identify organizational relationships and support systems that encourage the development of effective teams within the context of personal growth and a learning enterprise.
Team Synergy
Teams and teamwork are more than the development of cooperative skills to accomplish a common task; and they are more than an integrative activity.  For teams and teamwork create synergy that extends beyond the task at hand.  Each team member has the opportunity to learn and increase his/her effectiveness.  Personal growth fuels team growth; and, ultimately, the entire enterprise reaps the benefits of their collective knowledge-creation.  At first glance, teams and teamwork might appear as an exercise in project management, but the influence of teams is broader and deeper; teamwork as an enterprise activity is both personal and transpersonal.  Team learning attempts to realign and refocus mental processes toward common ends.  Not only does an effective team read from the same page, the team learning group actually draws innovative thoughts from their common shared vision.
The team skill set is not easily learned or mastered.  The skill set requires an understanding of personal behavior and interpersonal relationships, and a willingness to grow through practice.  The skill base for mastery is psychological.  Self-awareness is a prerequisite.  With self-awareness, the student of team-building can begin to explore hardened, almost automatic responses to team communication stimuli.  One first needs to understand the dynamic qualities of perspective.  One needs to accept the fact that there are unlimited viewpoints available; perspective does not emanate from a single "correct" point.  Over time, one learns to use the dynamic qualities of perspective to create a mutually beneficial group perspective to illuminate issues.  Deep listening is another skill necessary for true team learning.  Learning to listen to the source of conversation brings deeper understanding to the surface, providing opportunities for personal and team growth.  Effective oral communication can be hindered by subconscious fixed positions.  The need for advocacy sometimes dominates the need for understanding.  Team members need to master the art of non-defensive inquiry, providing a balance between personal perspective and alternative viewpoints.  Conversation mastery uncovers common interests that can lead to collective agreements on principles.  Finally, team learners must understand the importance of a nurturing environment.  Effective teams avoid reflexive responses; they are willing to suspend judgment until all options have been considered.  This creates an environment that is safe and protective, one that allows even the most threatening topics to emerge for discussion.  Like monsters from a collective Id, corporate taboos can block personal and group growth.  A team equipped with both sensitivity and understanding can confront deeply hidden threats and neutralize their subconscious power.
Organizational Synergy
Teams do not emerge instinctively from the soul of the enterprise; they are not like wildflowers that sprout spontaneously after an April rain.  Introducing effective teams and teamwork into the enterprise requires careful preparation.  For teams are not isolated, independent work units within the organization.  Like all corporate entities, teams require support from providers of shared services, including executive commitment.  Unfortunately there is no perfect organization.  Although library shelves are filled with books describing the ideal structure of the enterprise, there is no off-the-shelf organizational structure that satisfies the needs of every enterprise.  The right organization is an organization that is tailored to fit “certain tasks in certain conditions at certain times” (Drucker, 1999).  Even the much maligned vertical, command-and-control organization has its place in the spectrum of business architecture---especially at the highest executive positions.  Likewise, popular contemporary organizations emphasizing horizontal, web and network structures cannot be evaluated outside the purposes of the business entity.  The question that emerges, therefore, is how does the enterprise effectively create the right business environment that can nourish and leverage these cross-functional creations?  One approach to this question is to actually observe a real cross-functional team in action and to document its internal relationships within the existing corporate structure.  By focusing upon its internal relationships, one should be able to discern proper system structural, support and governance behaviors that either obstruct or facilitate corporate team-building.  The organization under review is Omantel.  The cross-functional team selected for study is called CABS.
Organization Review:  Omantel

Omantel is a company in transition; the corporation has characteristics of a government agency, on one hand, and a private enterprise on the other.  Since the transformational activities have been lengthy and the results below expectations; Omantel enters a liberalized telecommunications market, albeit a managed one, with an acute sense of urgency.  Under the weight of its ministerial legacy, the company is handicapped with an unresponsive organizational structure and ineffective business processes.  The current organization is a vertical (silo) structure; decision-making is unidirectional---top-down.  Communication is formal; information is exchanged on formal paper stationary.  The technology of choice is the Fax machine.  Functional overlaps and duplication permeate throughout the organization.  Ownership of business processes is uncertain.  Reward and compensation are pro forma; there is no link with results.  Organizational learning emphasizes classroom education over relationship-based knowledge transfer activities, e.g. mentoring.
Team Review: Collections and Billing Systems (CABS)
CABS is a small cross-functional team of nine people that was formed in the middle of March 2004.  The purpose of the team was broadly defined; the team would develop both a short-term tactical and long-term strategic recommendations for in-sourcing all of Omantel's bill presentment, payment and collections operations.  Currently, 90% of bill presentment, payment and collections operations are handled by a private concern, OIFC.  Excessive out-sourcing costs, billing inflexibility and inconsistent customer service have driven the executive team to establish a firm deadline for an in-sourcing solution.  Team membership is functionally well-balanced with senior representatives from Omantel Finance, Contracts & Procurement, Telephone Operations, Internet Operations, Mobile Operations, e-Commerce, Information Technology, the Program Office and one experienced external telecom consultant.  The “sponsor” of the cross-functional team is the CEO and the leader of the team is an advisor for Telephone Operations.  A team “charter” was issued in by the executive office of Omantel but had to be reissued a month later because the original directive was too narrow for the task at hand.  The first charter lacked accountability and responsibility; there was no ownership specified for the team.  The charters represent the only communication effort made by the sponsor.  The team leader has missed three of the seven meetings; without the presence of a team leader, the group has acted like a ship without a rudder; the team lacks focus and direction.  There is no team coach within the group; for that reason, the role and responsibilities of a coach must be intuitively assimilated by one or more team members.  For now, no one has stepped forward to assume these responsibilities.  The team meets weekly; minutes and relevant documents are shared through email.  Unfortunately, email remains the only electronic communication tool available to the team.
CABS Strengths
The CABS team was put together by the CEO of Omantel in response to an in-sourcing initiative from the Finance department that was instigated outside of normal governance procedures.  Once the initiative became known within the organization, multiple objections were raised by various concerned stakeholders.  Unlike the Finance initiative, the new team was fairly balanced with appropriate representatives from the concerned parties.  Moreover, the collective team membership brought a wide assortment of business and technical competencies to the reconstituted CABS team.  After a month, the CABS team remained in its forming stage; team members were still learning about each other---and the team’s objectives.  Some roles are being defined through necessity, not from careful preliminary plans.  Meeting records were being maintained.  Group communication tools such as email were being employed for communication.  Team focus was helped by the thoughtful use of real-time PowerPoint note-taking during meetings.  PowerPoint was also being leveraged to develop some rudimentary scheduling, but there is little data to support the seemingly wishful scheduling dates and milestones.  The CEO sponsor of the CABS team certainly provides the team with significant political clout.  The team leader, a senior executive, has sufficient technical and administration skill sets for the task at hand, but the team leader reveals a startling gap in effective soft skills necessary for productive and effective team growth.  
Weaknesses
The primary weakness of the team was personal and organizational.  Most members acted in the team meeting as if the group is simply a natural work team.  Most members sat on the sidelines waiting for instructions from the team leader, most of which are parried because of organizational responsibilities.  Attempts to open the meetings to creative discussion were regularly met with ambivalence.  The team appeared to lack belief in both the strategic importance of their efforts and, perhaps, there own abilities.  The poor psychological environment was supported by the absence of data and information; data and information holes made it extremely difficult to address the problem in a logical or scientific manner.  Meetings lacked agenda.  Meetings were insensitive to any time constraints.  The primary driver in decision-making was simple fatigue.  The required length and depth of team member commitment remained undefined.
Analysis
The relationship among individuals, teams and the organization is a linked system.  Changes in the individual change the team.  As the team changes, so does the organization.  Vision and strategy act as the compass for change.  Enterprise support systems provide the context for movement; it aligns the individual, team and organization for envisioned results and expected enterprise learning.  Because transformation is three-dimensional, corporate support systems must also be three-dimensional.  At the individual level, support systems should encourage personal transformation, one based upon continual learning.  Appropriate training levers should be employed to facilitate systems thinking, envisioning and other personal mastery skills --- especially those skills that facilitate organizational learning.  To accomplish this goal, training support systems have to move away from formal classroom activities and toward more interactive seminars, workshops and other relationship-building techniques.  New corporate roles require definition:  team coaching requires skilled meeting and team facilitators.  Mentors would increase knowledge transfer; for mentoring facilitates the transfer of the subtle skills and tacit information; knowledge that is often unobserved and frequently undocumented.  The team dimension also requires training innovation for creativity; for teams are at the center of value-creation activities. Traditional rewards and recognition systems need to be realigned to facilitate team motivation and results.  Without aligned rewards and compensation, there will be a continual tug-of-war between the needs of the organizational unit versus the demands of the team; and the current structure gives the organizational unit the upper hand in the match.  Information systems need to focus their energies upon creating the correct digital tools to support team efforts.  IT tools should encourage communication and data transparency.  Creating an environment conducive for individual and team learning requires a corresponding change in the organizational culture.  Cultural change is neither rapid nor easy.  Continued executive commitment and leadership is a certain prerequisite.  Middle management obstruction must be removed; those unwilling to change must be replaced with those who are.  In short, a piecemeal approach to creating effective transformational teams and teamwork is a risky proposition.  Unless a focus of purpose is achieved, change activities will wither and die well before their benefits are realized.
Recommendations
Privatizing a government ministry into a commercial enterprise is a daunting task for even the most skilled executive.  Privatization is not simply creating an IPO offering and changing a few business cards.  Privatization requires a massive cultural change throughout the organization.  As Omantel reorganizes its structure and operations for market liberalization, the current chaos presents a rare opportunity for radical change---for the individual and the team as well as for the enterprise.  In Third World countries, especially countries like Oman which are highly dependent upon Western contractors, knowledge transfer is a critical return on investment.  Traditionally, this knowledge transfer has been formal.  The classroom has been the vehicle of choice.  Although classroom teaching remains an effective tool for technology training, entrepreneurial training is rarely learned in the school setting.  Creating an Omantel entrepreneurial culture will require a new approach.  I believe that the time is right for Omantel to create a new executive position, Chief Learning Officer (CLO).  A CLO would assume responsibility for facilitating individual, team and organizational learning.  The CLO would be a cross-functional executive with a cross-functional staff of learning agents.  On the individual level, they would create workshops and events that would promote self-mastery skill development among employees.  A new organization structure does not change culture by itself.  Successful organization transformation is eternally linked with personal transformation.  Learning facilitators are also required to improve the abilities of ex-patriate experts and advisors, many of whom lack coaching, mentoring and teaching skills.  For knowledge transfer remains the primary task of these individuals, a fact that is often becomes lost in the maze of their technical and/or business responsibilities.  Removing perception blinders and stretching perspective increases learning opportunities.  And creating knowledge workers leads to the creation of effective knowledge-building teams---for self-mastery leads to team awareness.  Within the team environment, coaches also have a role to play.  Just as the coach facilitates individual awareness, he/she also facilitates interactive awareness to maximize the synergy within the team.  Therefore, the development of team coaches should be added to the domain of the CLO.  The role of leadership within the enterprise is also evolving.  The dominant command-and-control model borrowed from military organizations is appearing old and tired in the emerging knowledge-based economy.  Leaders need the skills of an orchestra conductor today.  The contemporary organization is being built with knowledge specialists, specialists that understand their particular expertise far better than the executive leadership team.  New leadership skills and strategies are required to synchronize the activities of individuals and teams, a management style that requires control systems that are adaptive to the new business reality. The emerging leader requires superior interpersonal communication skills, predominately deep listening abilities that collect the hidden message below the spoken words.  Changing the role of leadership is yet another task for the CLO.  In short, the introduction of a CLO within Omantel would create the authority, legitimacy and urgency required to elevate the need for people transformation to the same level as the need for operational transformation.
Implementation Plan

Creating a Chief Learning Officer is a dramatic and challenging task for even the most enlightened organizations.  Fortunately, however, the current environment within Omantel presents certain opportunities for radical change.  The company has already invested significant resources to prepare for privatization and subsequent market liberalization.  Contracts have been signed with several external organizational specialists to help facilitate organization structural change.  The urgency for change has been reinforced by senior management executives who are now responsible and accountable for transformational activities.  On the other hand, the simple introduction of a CLO with an appropriate supporting cast is insufficient to maximize the probability for individual, team and organizational transformation.  The current Training department should be moved under the domain of the CLO to ensure that technical and transformational learning is complementary and properly aligned.  The principle of process ownership must be established to integrate responsibility and accountability into team efforts.  Rewards and recognition activities must also be realigned to encourage learning and provide incentives for team success.  Budget, planning, marketing, IT and other support functions must be redesigned to encourage team and teamwork.  And, finally, new broad-based metrics must be introduced to measure the effectiveness of the change activities.  The metrics should be balanced; they should include hard measures for financial results, process improvement and customer satisfaction in addition to soft individual and team learning metrics.  For the successful introduction of learning teams will impact many dimensions within the organization.  The use of multiple perspectives will guarantee that change results will be captured---whether positive or negative---at their point of emergence.  Accurate feedback will enable even the CLO to learn from the initiative and refocus his/her efforts for continual improvement.
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