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| dedicate this book to all the teams
I have worked with over the years.

You have taught me that teams are the most powerful tool
mankind has yet devised for doing creative work.

Working with you has been the most
enjoyable experience of my life.
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PART |

Introduction

On May 21, 1968, the 3,500-ton nuclear attack submarine Scorpion reported its
position as it returned from duty in the North Atlantic (Sontag 1999). That report
was the last that was heard from the ship and its 99-man crew. On May 27th,
when the Scorpion did not arrive at Norfolk when scheduled, they knew it was
lost. All anyone knew about the Scorpion was the time and place of the last report
and that it was going to Norfolk. The wreck could be anywhere in 500 square
miles of deep ocean. Finding such a wreck on land would be tough enough but 5
miles deep in the ocean, it was an incredible challenge.

John Craven got the job of finding the wreckage. John had been on the
search for the Thresher five years earlier, and he had led the successful search for
a hydrogen bomb lost in the Atlantic off Spain. He lined up oceanography and
submarine design experts. He contacted submarine captains and torpedo special-
ists. He consulted with modeling experts, nuclear engineers, and anyone else who
might know something useful. He talked to the U.S. Navy hydrographic office to
see if any explosion had been detected in the Scorpion’s vicinity at the time of its
last report, and he checked on prior problems with equipment like that used on
the Scorpion. He next had a model built of how a submarine would sink. How-
ever, to run the model, he had to know when the Scorpion sank; its depth, head-
ing, and speed; and the rate of descent. To determine this, he had to deduce what
caused the sub to sink.



2 Part! Introduction

With this preparation, John worked with his informal team of experts to get
some answers. Among other things, they concluded that the problem started with
a battery explosion that caused a so-called “hot” torpedo. With a hot torpedo, the
skippers said, they would immediately pull a 180 degree turn to deactivate the
torpedo warhead. So the sub would have been headed east and not west when it
sank. They also judged the speed, cruising depth, and timing of the fire and
explosion that sank the Scorpion. When they ran the model and sent a deep-diving
submersible to the spot 5 miles down in the Atlantic, the wreckage was 220 yards
away.

Teams often produce amazing results like this. Well-formed and properly
skilled and motivated groups of people produce much better results than any indi-
vidual possibly could (Surowiecki 2004). The challenge for team leaders is to
produce the conditions and provide the leadership and motivation to make such
results possible. This book shows you how to meet this challenge.

The four chapters in Part I provide the foundation for everything that fol-
lows. Starting with a description of your job as team leader, these chapters cover
leadership, the nature of teams, and motivation. They describe what to do to form
and maintain a creative and effective team. The rest of the book addresses how to
doit.

Chapter 1, The Team Leader, describes your job as team leader, what man-
agement expects from you, and what the team expects. It also summarizes your
principal duties.

Chapter 2, Leadership, describes leadership, what differentiates leaders from
managers, and the responsibilities of leadership.

Chapter 3, Teams, discusses the kind of team needed for development work.
It introduces the self-directed team, describes why such teams are creative, and
reviews your role in forming, launching, and leading such a team.

Chapter 4, Team Motivation, addresses the need for and principles of build-
ing and maintaining self-directed teams. It also describes how communication,
commitment, and feedback affect team motivation.

References

Sontag, Sherry, and Christopher Drew. Blind Man’s Bluff. New York: Harper
Paperbacks. 1999.

Surowiecki, James. The Wisdom of Crowds. New York: Doubleday. 2004.



The Team Leader

As team leader, you are responsible for a project and your job is to use your team
to get the job done. While you are the leader for all of the people on the team, you
may not be their manager. Leaders must often lead groups that do not report to
them. For good leaders, this is rarely a problem: people like to be led; they don’t
like being managed. This chapter describes what management and the team expect
of you, the things team leaders must do, the way team leaders must behave, and
the team leader’s primary job.

1.1 What Management Expects

As team leader, you are part of management. While this does not necessarily
mean that you will have an office and an assistant or that you will control salaries
or promotions, it does set you apart from the team members. The essential differ-
ence is that you are now expected to get work done by delegating to other people
rather than doing it all yourself. Most new managers have trouble accepting the fact
that their job is to lead the people who do the work, not to do the work themselves.



4 Chapter 1 The Team Leader

While most team leaders who have been developers see nothing wrong with
actually doing much of the work themselves, this is rarely a good idea and it can
even damage your ability to be an effective leader. Even if you are the most
skilled designer on the team, your job is to lead the team, not to be the lead
designer. While you may have to provide detailed guidance on the design work,
the best leaders show their team members how to do their jobs but do not step in
and do the work themselves.

On a small team, you may decide to take on some of the team’s roles and
tasks yourself. But that must never be your primary concern and it must not dis-
tract you from the principal job of leading, guiding, supporting, and protecting
the team. As far as management is concerned, your job is to use all of the team’s
resources to do this job. Everything else is secondary.

Some other things management expects of you are as follows.

O You will get this job done on the schedule and with the resources you have
been given.

O The products you produce will meet both the stated and the implied
requirements.

D You will keep management posted on your team’s progress.

O You will inform management of any problems or issues in time for them to
take corrective action.

8 You will work cooperatively with all of the other parts of the organization.
O You will abide by all of the organization’s rules, regulations, and standards.

1.2 What the Team Expects

While management’s expectations are not very surprising, what your team mem-
bers expect is much less well defined and often contradictory. Initially, the team
members will have a collection of individual expectations. While these expecta-
tions could vary widely, there are a few common ones that team members almost
always have of their leaders.

First, like everyone else, creative people share a basic need for job security.
They want to keep their jobs and are understandably concerned about management’s
views of their performance. However, professionals’ views of what makes a job
interesting and rewarding often differ somewhat from management’s priorities.

Second, what often is surprising to management is that the top priority for
most development professionals is not about the product or the schedule. It is to
work on a cohesive and cooperative team. In fact, even when the result is a total



