MANAGEMENT TEAMS
FOR A NEW AGE
SIX CORE REQUIREMENTS FOR MANAGEMENT TEAMS TO
S U C C E S S F U L LY L E A D E C O S Y S T E M A N D V I R T U A L W O R K I N G
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INTRODUCTION
Conventional management teams of-

that you already have insider or outsid-

This is no longer enough, as unexpected

The management team is a dynamic entity, and virtualisation creates new
opportunities for its activities and impact. This is why the goal is to understand the functioning of the ecosystem

functioning of the organisation. When

The Six Core Requirements for Manage-

ten use the most time to develop everyday processes and manage related
technical matters. It seems that only a
few times a year there will be time to
stop for strategy work.

changes in the business environment
and complex situations challenge the
the management team feels under
pressure, work is easily directed towards
a linear and operational approach.
These cases are where broad perspectives would be most useful for finding
new solutions.
Since you are reading this guide for
management teams, it probably means

er experience of management teams.

so that the management team can create the right conditions for development.

ment Teams guide provides tips on how
to deliberately influence the direction of
continuous change in the management
team and the ecosystem as a whole.

We wish you an enjoyable read, rich discussions within the management team
and a favourable direction of development during hybrid era.

Best regards,
The Humap Team
©HUMAP CONSULTATION OY
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MANAGEMENT TEAM
1. TIME

Everything starts from shared time and presence!
Organization • Management Team
Strategy • Development •
KPI • Talents

2. CUSTOMER

Anchors the vision of the future

3. EXPERIMENTS

The core of the organisation lies in experiments
S T R AT E G Y R A D A R
FOR ECOSYSTEMS

4. DECISIONS
Clarify the situation

5 . B US I N ES S E N V I R O N M E N T A N D
T H E O RG A N I S AT I O N A L C U LT U R E

The management team is the organisation miniaturised

ECOSYSTEM THINKING IS CHANGING
T H E W AY W E D E V E L O P B U S I N E S S

6. LEADERSHIP

Effectiveness requires strategic skills

• Getting real-time data: Understand the wholeness and different needs.
• Creating new relationships with customers: Discuss & innovate between interfaces.
• Growing culture value: Create radical transparency to learn and change practices together.
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MANAGEMENT TEAM
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MANAGEMENT
TEAM

M

ost management teams are able
to say what their organisation does
right now. Almost all can also explain how they are doing things, but only
a small number know why they do what
they do. All management teams come
from tradition. When people become familiar with current practices and the relationships between management team
members solidify, a blind spot may form

in operational review. For this reason, an
external observer is absolutely necessary
every now and then.
The management team should stop at regular intervals to ask itself, together with an
outsider, the fundamental questions that
direct operations. First, we need to know
why the organisation exists. Next, we should
know how the management team works
in the remote and hybrid model, both with

each other and the rest of the ecosystem.
Only then should we build the operating
methods for concrete action.

Picture 1. Sinek, S.:
Start with why

WHY does our organisation
exist? What is its greater
purpose and where should the
strategic discussion lead? Why
do we have a management
team? Why am I in this role?
HOW should we work to ensure
that the strategic discussion
continues? What methods
and models of thinking do we
believe in?

WHY?

WHAT is it that we actually do?
What do we do with our shared
time?

HOW?

W H AT ?
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1

TIME
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E V E R Y T H I N G S TA R T S
FROM SHARED TIME AND
PRESENCE

I

f the aim is to expand the manage-

ment team’s perspective, we need to
give up the idea that the management
team only exists for regular meetings. The
management team acts and influences
things within and outside the organisation
at every moment, meaning meetings are
only one small part of the whole.

For the management team’s working
methods to develop, it is important that
the team members have the opportunity
to associate, which in practice means ei-

ther shared facilities or advanced digital
communication. Constant contact builds
both trust in the others and a broader understanding of their existence and activities. This builds a better overview by giving
a more varied view into everyday situations and their phenomena. The members gain a foundation for commenting on
the work of the others, giving rise to gen-

uine interaction. Therefore, it is sensible to
stop from time to time to consider what
the management team spends its time
on and how, and whether people are truly present, physically or digitally.
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Taking care of basic tasks and

To ensure continuous learning in

creating shared meaning.

work and transparent thinking.

REFLECTIVE
TIME

O P E R AT I V E
TIME

Explorative discussions,
multicontextual thinking and
learning

Tackling daily
working tasks

WORKING WITH
THE BIG PICTURE
Creating content to work

SOCIAL
TIME
Connecting to people
and meeting.

Picture 2: Aalto University
& Humap:: Shared time in
hybrid era

Building up relations, trust
and communality.
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CUSTOMER
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ANCHOR OF
THE FUTURE

C

ontinuously listening to customers is

If organisations are to be transformed us-

collecting and analysing of new informa-

management team fails to find the anchor
to centre their thoughts around, based on
customer wishes, the team easily starts
a conversation where members’ opinions
take precedence over the facts. This usually results in a hierarchical struggle, and
the real problem remains unsolved.

ones. Ideas coming from outside the organisation will challenge old practices,
and potential customers may be converted in time by listening to them. Naturally, there are many areas where listening
to customers does not necessarily produce a new direction, but rather keeps the

other recognised phenomena on the rise.
Tacit knowledge, or Warm Data, as Nora
Bateson puts it, is constantly created by
employees in the customer interface, and
artificial intelligence makes it quick and
easy to collect even qualitative data. This
changes the nature of the questions: What

a steady anchor for developing the
organisation in a stormy world. If the

ing creative methods, it is sensible to listen to new customers rather than current

world unrealistically frozen. In this case, the
management team’s anchor can be the

tion from other sources. New information
should be contrasted with megatrends or

new and surprising things are going on?
Is something repeating more frequently?
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EXPERIMENTS
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THE CORE OF
O R G A N I S AT I O N S
LIES IN EXPERIMENTS

T

he development of the organisa-

tion requires continuous experiments. If focus is put on the small
failures of the management team and
assigning blame, this stops the creation
of new and more efficient practices in its

tracks. In terms of organisational culture,
the attitude towards the success and failure of the management team members’
experiments is a very important signal.
They are at the heart of the entire organisational culture. One failed experiment
handled with respect and due consideration may inspire others to conduct bold
experiments in the organisation.

Picture 4:
Eoyang G: Adaptive
Action in Complexity
Environment

Try, play
Do one thing and analyse the impact
Be straightforward

W H AT ?

What are we hearing, sensing?
What are we sensitive to?
What is the language we use to share our

Recognize

observations?
What seems meaningful?
How do we listen to different meanings?

ADAPTIVE
ACTION
(Eoyang)

From the viewpoint of complexity, many
small experiments are required that identify the situation, understand its significance, and agree on what to try next. It is
important to accept that an experimental
solution may not eliminate every prob-

lem. In addition, experiments are always
temporary, ending in an impact assessment and further iteration. What is most
important for success is to agree as individuals to experiments that allow the organisation to learn.

N O W H AT ?

S O W H AT ?

Co-create

Create meanings
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4

DECISIONS
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CLARIFYING
T H E S I T U AT I O N

D

ecisions must always be taken

200% problems &
possibilities known
to Ecosystem
100% problems
known to Staff
74% problems known
to team Leaders
9% problems known
to Team Managers
4% problems known
to Executives

seriously. However, in a ecosystem that is in perpetual motion
in a complex business environment,
the purpose of decisions is to clarify
the situation rather than to make final decisions. The ecosystem always
continues, but it can be influenced by
the decisions. The decision-making
process is effective in terms of content, how the decision was made, and
how its impact was monitored.

A digital culture of collaboration enables the use of the entire organisation’s collective intelligence, which
improves the quality of decisions.
The more transparent the impact of
a decision is made, the quicker it is
to address the right issues. Leadership means influencing, interaction
and listening, for which digital tech-

Source: www.infosurv.com/why-your-top-management-needs-good-employee-and-customer-feed-back/

nology creates improved conditions.
The role of digitalization is to increase
radical transparency.

The decision-making processes involves clear
challenges that management teams face:

1.

The first challenge in decision-making is to consider

2.

Another challenge for the management team

the decision to be final. This makes deciding a
difficult process of seeking compromises. The
winning argument is often not the best one, but the
one deemed least bad from multiple perspectives.
Then, as the operating environment continues
to change after the decision is made, we remain
stuck.

is that more information is available today for
decision-making than before. This information
is now also scattered across the world and the
organisation worse than ever before.

3.

The third challenge is that we think that the task
of the management team is to convey a vision
of the future to the entire organisation. However,
is the management team the right place for
every decision, or should decision-making and
responsibility be allocated more evenly across
the organisation? There are many smart people in

the organisation who are able to make excellent
decisions while not being part of the management
team. We are all leaders. Each group whose
activities have an impact is a management team.
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5

BUSINESS ENVIRONMENT
A N D T H E O R G A N I S AT I O N A L
C U LT U R E
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THE MANAGEMENT TEAM IS THE
O R G A N I S AT I O N M I N I AT U R I S E D

Picture 6:
Oliver C. & Miksits M.:
Management Team
context

T

MANAGEMENT
TEAM

MANAGEMENT
TEAM MEMBER

O R G A N I S AT I O N
C U LT U R E

he activities of the management team can also be viewed

through operational contexts. These contexts can be illustrated as circles: 1) The business environment is on the
outer rim, 2) within which is the organisational culture’s level, and
3) the innermost circle is the level of management team members.
The management team is always moving between these levels of
context. The focus keeps shifting between the outer and the inner
circles, but even those matters that are not the current focus have
a significant impact.

The management team is, in a sense, a miniature of the organisational culture, as its activities have an impact on the entire organisation’s
operations. If the management team believes that the organisation is
unable to make the necessary changes, the personnel will hardly believe that the management team will serve as an example. The problem is not anyone’s lack of ability, but rather the fact that neither side
sees how the management team and whole ecosystem are completely intertwined.

Once it is understood that the organisational culture is based on
beliefs and existing structures and practices, then the management
team’s role shifts from that of a custodian to the builder of a trans-

formative organisational culture. A good indicator of the management team’s activities is whether the members have more energy

BUSINESS ENVIRONMENT

at the end of their meetings than at the start, virtual meetings
included. If the meetings, digital interaction and collaboration give energy and inspiration for ideas, the same energy will
spread to the rest of the organisation and ecosystem as well.
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LEADERSHIP
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E F F E C T I V E N E S S TA K E S
S T R AT E G I C S K I L L S

T

he leadership skills of the management team can be described using
the DIAR model. In this model, strate-

gic development is understood as a process of dialogue, alternatives, good intentions, many perspectives, and deliberate
construction. Strategic thinking and activities also mean that every conversation,
act, choice and decision builds towards
what we aim to achieve. In building a digital culture of collaboration, this means increasing the quality of digital interaction,
among other things.
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1. Skill for dialogue

1. DIALOGICAL
SENSIBILITY
Skill for dialogue

2 . A F F I R M AT I V E
SENSIBILITY

How we are positioned in a discussion in-

Skill to notice and nurture

skilled management thrives on multi-fac-

good intentions

There are many ways to interpret and com-

eted discussion instead of steamrolling

view of the success of the organisation, the

tive dialogue includes tension and fresh
perspectives.

2. Skill to notice and nurture
good intentions

The management team must emphasise
the entire organisation in their speech and

stories, but the members and relationships
of the ecosystem must not be overlooked.

Skill to lead vigilantly and
consciously

A skilled management is respectfully cu-

rious. Even in difficult situations, it detects

good intentions and nurtures them while

ties. A skilled management is looking for
opportunities that invite further study and
understanding of the complexities.

The four skills above make up the management team’s critical sensibility, its abil-

ity for vigilant leadership and observation.

A skilled management team is alert and
aware of how it creates, maintains and

challenges the organisation’s practices
and interaction.

power structures maintain and change

work is done, and what strategy is sought

Skill to see what is happening

and stories that open up new opportuni-

3. Skill to see what is happening

the past, what and how the current strategy

Skill to seek alternative and
positive interpretations

most useful thing is to seek interpretations

For example, what enables or limits partic-

ganisational culture: what has been done in

3 . I M A G I N AT I V E
SENSIBILITY

municate any situation. From the point of

taking the whole into account.

Strategy work creates and defines the or-

4. REFLEXIVE
SENSIBILITY

interpretations

fluences what we say and how we say it. A

differing opinions. Remember that crea-

CRITICAL
SENSIBILITY

4. Skill to seek alternative and positive

and how. A skilled management is able to

step outside its sphere and assess how
the activities of the management team
affect the rest of the ecosystem and how
power can be used in a productive way.

ipation in strategic discussions and what

what people can say, or what kind of
speech is listened to in the organisation or

is seen as helpful. All of these are reflected
throughout the organisation in its methods
and principles of management. Strategic

development and therefore management
are, for the most part, an insight into a useful story. This is where the management

team’s skills and situational awareness are
required to make for a good game.
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CONCLUSION
What does it mean to lead a learning ecosystem and
a dialogue leap in an increasingly digital and complex
business environment?
In this guide, we have described six core factors that

have influenced us and convinced our customers. We
have assisted and helped develop the management
teams of multiple organisations by harnessing these
abilities.

We are happy to talk more with you. What might be the
smallest change that will cause a larger shift towards a
renewed management team in your organisation and
ecosystem?
We wish you many energising moments with your development!
Best regards,

The Humap Team
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T H E C U LT U R E C H A N G E I S N O T A G O A L I N I T S E L F ,
B U T R AT H E R A M E A N S T O A C H I E V I N G A S P E C I F I C B U S I N E S S O U T C O M E .

