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Abstract 

Background:  Teamwork is thought to create added value, because it ables the integration of the 
specialised qualities of its members for a common goal. Often the term synergy effect is used in 
this context. However, in many cases there are exceptional difficulties to get the teams to work at 
all. Most failures in teamwork deal with inefficiency and poor group dynamics. 
Purpose: This study examines group dynamic patterns in highly integrated work teams, and 
explores possible reoccurring patterns that would suggest that group dynamics could be managed 
more successfully by monitoring the factors and processes where these patterns arise. 
Research Process: The empirical material was collected by interviewing people from professional 
ice hockey and pre-school teams, two areas that seemed to differs in most aspects; the framework 
and conditions for teamwork, maintenance and work processes. This in a quest for determining the 
essence of favourable group dynamics by searching for similarities and weighing them with the 
differences in how they solve their respective issues in working as a team. 
Results: The study made indicates the existence of reoccurring group dynamic patterns in highly 
integrated work teams. The identification and monitoring of the factors and processes from where 
these patterns arise improves the odds for creating a high performing work team. 
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Titel: 
 
 

 
Faktorer och processer som formar gruppdynamiska mönster i arbetsteam 
 

 
Författare: 

 
Nina Tienvieri 
 

 
Sammandrag 

Bakgrund: Tanken bakom att arbeta i team är att det skapar mervärde då det möjliggör 
integrationen av specialiserade egenskaperna hos teamets medlemmar. I detta sammanhang 
används ofta begreppet synergieffekt. Men ofta föreligger det exceptionella svårigheter att få team 
att fungera överhuvudtaget. Flesta misslyckanden i teamarbete handlar om dålig gruppdynamik 
och ineffektivitet. 
Syfte: Att undersöka gruppdynamiska mönster i integrerade arbetsteam och utforska tänkbara 
återkommande mönster som skulle antyda att gruppdynamik kan hanteras mer framgångsrikt 
genom styrning av de faktorer och processer där dessa mönster utvecklas. 
Genomförande: Det empiriska materialet har samlats genom intervjuer med arbetare och ledare 
från ishockeylag och förskoleteam, två arbetsområden som skiljer sig i ett flertal avseenden; 
ramarna och villkoren för skapandet och uppehållandet av teamen, samt deras arbetsprocesser och 
produkter. Detta i ett försök att fånga in det väsentliga i gruppdynamiken genom att söka efter 
likheter och väga dem mot skillnaderna i hur man löser sina respektive svårigheter i teamarbetet. 
Resultat: Studien tyder på att återkommande gruppdynamiska mönster existerar i integrerade 
arbetsteam. Identifiering och styrning av de faktorer och processer där dessa mönster utvecklas 
förbättrar möjligheterna att skapa ett effektivt presterande arbetsteam.  
 
 
Nyckelord: team, group, teamwork, integrerade team, group dynamics, Leif Jonsson  
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1. Introduction 
 
 
In this chapter I will present a background to my chosen problem and then 
continue with a problem discussion on it. The discussion will be concluded 
with the questions that I will answer in my analysis. Thereafter I submit my 
purpose for this study and some limitations to the subject. The chapter is 
finished with a disposition of the thesis. 
 
 

1.1. Background 
 
 
Team is a fashionable word. Employers are seeking to employ people with 
social competence, cooperation skills, team-working skills, and any number 
of qualities that has to do with working integrated and through interaction 
in a group. That the word team has become fashionable can be seen as an 
expression of the will to improve human cooperation. It can also be seen as 
an expression for the need to find more efficient ways of working 
collectively. Indirectly it is a confession that we, human beings, have 
lacking cooperative skills in many areas. (Bergquist & Eide, 1999) 
 
But why is there an increasing preference for team performance over 
individual performance? Mainly it is due to the fact that teams are thought 
to create added value, when they function smoothly.  Skills, knowledge, 
talent, experience and capacity are usually spread over a number of people 
in an organisation, teams able the combination and integration of these 
specialised qualities while struggling towards a common goal. Often the 
term synergy effect is used in this context, the common definition of 
synergy being 2+2=5. The synergy effect thereby implies that the results of 
teamwork are more than the sum of the results of individual work. A team 
that succeeds in creating synergy is called a high performance team, since 
they achieve efficiency in processes that makes them able to achieve 
extraordinary results (Bergquist & Eide, 1999). In a successful team the 
individual’s input gets a higher payoff, because ideally a team produces 
joint responsibility and commitment. The shortcomings of one team 
member are made up for by others. (Lind & Skärvad, 1997) 
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However, there is a reservation for the teams’ actual level of functioning. 
At the same time as more organisations are viewing teams as the desirable 
work form, the experiences from teams are still remarkably different. A 
team researcher from University of California, Los Angeles, described the 
situation as “the team organisation being the Ferrari of the work 
organisation”. By this he meant that teams, like Ferraris, work 
exceptionally well, when they work. But in all too many cases there are 
exceptional difficulties to get the teams to work at all. The same notion is 
sometimes ironically referred to as the synergy effect of 1+1+1+1+1+1=2, 
which transfers to that the ambitious workers pulls the workload (Bergquist 
& Eide, 1999). Most failures in teamwork deal with just that, inefficiency 
in processes and poor group dynamics. (Lind & Skärvad, 1997) 
 
How high performance teams come about is a tough question, and 
effectively a question that many has tried to answer. The terms used to 
describe the processes and dynamics are complex and intertwined, and to 
define activities leads often to describing sub-activities and their sub-
activities until the complete picture is lost. (Bergquist & Eide, 1999) 
 
 

1.2. Problem Discussion 
 
 
Teams are an old phenomenon; the histories often begin with the Stone 
Age men hunting in teams for pray. But today teams are thought to be 
experiencing a new context of the fast-changing, customer adapting, 
specialised, global, decentralised, non-hierarchical organisations in 
hypercompetition. This has resulted in the new renaissance of teamwork 
literature. The authors have very different backgrounds: managers, 
management consultants, psychologists, group therapists, professors, 
researchers, sportsmen etc. The first impression may be that the literature is 
taking very different perspectives to the issues surrounding teams, they 
cannot even see eye to eye for a general definition of what a team is. 
However, the more I read the various writings, the more obvious it was to 
me, that the approach to teams may vary, but the problem they were trying 
to solve was fundamentally the same: how to make teams high performing 
teams. Not surprisingly, most of these authors had the same solution to 
come with. What makes teams perform at a higher level of efficiency and 
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achieve above average results is favourable group dynamics, which is the 
intragroup processes between the group members.  
 
My interest for this study is to further try to examine the subject of group 
dynamics in work teams and attempt to understand what the “favourable 
group dynamics” may actually include. That was also the underlying reason 
to why I chose to collect my empirical data from ice hockey and pre-
schools. The framework and conditions for team building, maintenance and 
work processes seemed quite radically different. Ice hockey is in the 
private industry, the product they sell is entertainment, and the ice hockey 
team primarily produces that product to the consumers. What the 
entertainment product looks like and how it is produced are to be solved by 
finding the balance between consumer’s demand and the club’s supply. 
However, due to the nature of ice hockey, which is the product sold by 
professional clubs, the production requires absolute team performance. 
Individual performance has no value without the team.  
  
Pre-schools in Sweden, on the other hand, are mainly handled by the public 
sector. The individual pre-schools are producing a service on assignment 
from the state and the municipalities. Consequently the state and 
municipalities regulate quite extensively what that service should look like 
and how it should be produced. Pre-schools also experience pressure from 
several customers, the state and municipal authorities, parents and the 
actual consumers of their work: the children. There is no requirement for 
the pre-school professionals to work as a team, but as one of the 
interviewed pre-school teachers said: it affects the quality of the work they 
produce, and in the long run it is one of the only things that makes their 
workplace possible to work in.    
 
The meaning of choosing two areas for empirical research that differs in 
most aspects, was the thought that maybe the essence of favourable group 
dynamics can be found by searching for similarities and weighing them 
with the differences in how they solve their respective issues in working as 
a team. Maybe the same patterns of intra-group behaviour and needs could 
be detected, despite the differences.     
 
To determine the specific area I am interested in, I have formulated the 
following question, which I intend to discuss in the course of this study: 
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? What group dynamic issues may be relevant and in what way in order 
for high performing work team to arise?  

  
 

1.3. Purpose 
 
 
The purpose of this study is to examine group dynamic patterns in highly 
integrated work teams, and explore possible reoccurring patterns that 
would suggest that group dynamics could be managed more successfully 
by monitoring the factors and processes where these patterns arise. 
 
 

1.4. Limitations 
 
 
The study is focused on teams, assigned to carry out a productive task in a 
business organisation. Teams with other functions are excluded.  
 
This study concentrates on group processes, and will disregard the 
behavioural approach, that is the individual team member’s behaviour and 
factors that affect that behaviour. 
 
Contextual factors may include other groups and/or teams, and that will be 
discussed, but their dynamic interaction will not be addressed in this study. 
Thereby this study will be concentrating on intragroup processes and 
exclude intergroup processes. 
 
 

1.5. Disposition 
 
 
Chapter 2 accounts for the scientific approach and methods used in this 
study.  
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Chapters 3, 4, 5, 6 and 7 present the frame of reference for the study. 
Chapter 3 is an introductory chapter to the subject of groups and teams, and 
theories surrounding these subjects. Chapters 4, 5 and 6 organise group 
dynamics into different layers. Chapter 7 concentrates on leadership issues 
to be taken into account while discussing group dynamics.  
 
Chapters 8 and 9 constitute the empirical portion of this study.  
 
The analysis is presented in chapter 10 and conclusions in chapter 11. 
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2. Methodology 
 
 
In this chapter I will account for the scientific approach and effort that are 
being pursued in this study. Further I will explain the choice of method and 
practise used for collection of data accompanied with appropriate criticism 
against the procedures.   
 
 

2.1. From Fragmented Knowledge to Complete 
Knowledge 

 
 
Lindholm (1985) discusses in his book the problems of knowledge in the 
modern society. He is, in my opinion rightfully, troubled over the 
increasing fragmentation of knowledge today. He observes that 
fragmentation and the lacking ability to see the complete whole expresses 
itself for example in the way the term “knowledge” is understood. 
Scientific knowledge dominates, and foremost on the expense of other 
knowledge sources, such as religion, arts, literature and everyday 
experience. Adding to the fragmentation is that even scientific knowledge 
itself has lost its completeness with the increasing number of departments 
in universities and colleges, which are given different status and 
legitimisation.  
 
Lindholm (1985) gives an example of the inattention to fragments as a part 
of a whole. The presented example can be translated to my case about team 
group dynamics as follows. Leadership, sports, armed forces, psychology, 
and sociology etc. all possess knowledge that contributes to the subject of 
high performing teams and group dynamics. How is it then possible to 
create a complete picture from the various fractions? Lindholm believes it 
is done through keeping consistently one and the same perspective. It 
means that group dynamics should not be studied by varying perspectives 
from leadership, to sports, or armed forces etc. To achieve an effective 
picture of the knowledge as a whole, the fragments provided by leadership, 
sports and armed forces have to be seen from the single denominator: the 
group dynamics perspective. The fragments of knowledge in each category 
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should be intricately woven together for the benefit of a more complete 
picture that overcomes time and space.  
 
The holistic view has lately become increasingly popular in the subject of 
small groups (or teams) and their group dynamics due to the problems that 
the fragmented view and the traditional research methods have been faced 
with. The traditional research methods being the quantitative methods with 
their roots in the rationalist view that are better accepted as scientific in the 
western culture. These research methods, that has dominated the research 
in the past century, failed for a long time to recognise a central problem 
while trying to produce verifiable knowledge. The logical positivistic-
reductionist-analytic approach measures and compares average levels of 
specific variables, at a given point of time. The problem is that while 
attempting to study a dynamic group, the research actually is studying a 
static group. Researching dynamic groups require studying whole 
processes, since the group is a complex system of interacting elements that 
develop and change over time, due to the fact that groups are (seldom at 
least) isolated units, but exposed to contextual factors. Studying groups and 
group dynamic variables at a specific point in time (or even mapping out 
differences between the group dynamic variables between two or few 
points in time) is a study of a static group, not group dynamics (McGrath, 
1984). Therefore, rather than studying a “snapshot” of a myriad of specific 
variables on micro level, there was a need to study the operation of an 
entire system and its evolution over time, with focus on the rules of 
interaction that emerges in the group and gives it direction. This implied 
that the research methods needed to be reconsidered. (Arrow, McGrath & 
Berdahl, 2000)  
 
Arrow, McGrath & Berdahl (2000) strongly suggest abandoning the 
quantitative research methods while studying dynamics in small groups. 
Such methods would include traditional surveys with background in 
correlation studies, experiments, structured observations e t c. (Bryman, 
1997).  Instead there is a need for qualitative research. It mainly includes 
observation of participatory nature and unstructured interviews. (Bryman, 
1997). 
 
Wikström (2001) argues a similar point while trying to discuss problems of 
fragmentation of knowledge. In his opinion natural science focuses on 
details and produces further detailed knowledge to existing details, and 
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thereby misses the interaction between the fragments that make out the big 
picture. After all, these two are connected with each other, and a change in 
the details in most cases affects the whole. Understanding and analysing 
the new phenomena and events that continuously shape the whole is what 
makes the whole intellectually manageable.  
 
Wikström’s observations seem especially true while studying group 
dynamics. According to Arrow, McGrath & Berdahl’s (2000) studies about 
the rules of operation in groups reveal that tiny differences in initial 
conditions can lead to rapid divergence in all factors, both on micro level 
and systems level. A phenomenon called “sensitive dependence on initial 
conditions”. Therefore two groups that seem initially “similar” with only 
one or few divergences in initial conditions can develop into two very 
different groups. This reduces the reliability of predictions made from 
quantitative data on variables. Qualitative research suggests similar 
development of two groups to depend on similarity in dynamic interaction 
patterns, rather than isolated variables, and studying these patterns give 
better results for predictability of group’s evolution. Dynamic patterns are 
the entirety or the whole as opposed to the fragments, which in this case are 
the many variables.  
 
Inspired and guided by the discussions above I have attempted to 
understand the interaction between the fractions and the whole, which 
implies studying the micro level variables’ only from the perspective of the 
systems level patterns, and how that can lead towards better understanding 
of the dynamics of a high performing group. Convinced by the arguments 
for a need of a qualitative analysis, that is what I have chosen to 
implement. 
 
 

2.2. Scientific Approach, Theory and the Researched 
Phenomena 

 
 
How a researcher relates to his theory is dependent among others on what 
scientific approach the researcher takes. This holistic view of knowledge is 
in accordance with the relativistic view, which denies the existence of one 
universal and historically normative rationality that would make it possible 
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to judge one theory to be better than another. What can be considered to be 
a better suitable or less suitable theory to be used in a certain situations 
varies from individual to individual, from society to society, and from one 
culture to an another. Suitability of theories is dictated by what is valued by 
the researcher, and the society and the culture he or she lives in shape his 
values. Therefore relativists argue that when a type of knowledge is given 
higher prestige by a society than other types of knowledge it must be 
understood as much by analysing the society and not merely through 
analysing the nature of the type of knowledge. This leads relativists to 
consider the distinctions between scientific knowledge and non-scientific to 
be less acceptable and much less important than rationalists believe it to be. 
(Chalmers, 1995) 
 
I recognise my view as relativistic, and more so my study as being highly 
relativistic. It can quite easily be pointed out that the group dynamics 
studied in my thesis is strongly related to the cultures of the western 
industrial world, how they perceive individuals and their relations to 
groups. This is an initial condition that needs to be accepted. Further I take 
a relativistic approach in the sense that I account for my attempt to not give 
added value for any contribution to this study because of a higher status it 
may enjoy in our more rationalistically oriented culture. 
 
The reasoning I have lead the reader through to this point makes it quite 
clear that I intend to abandon the quantitative research methods, since they 
do not provide adequate tools for the kind of research I wish to make. 
Further more the quantitative research has its roots in the positivistic 
paradigm (Patel & Tebelius, 1987), which is in conflict with my 
perspective. Positivism leans on natural sciences and logical thinking (Patel 
& Tebelius, 1987). The fundamental assumption is that there is one true 
reality, and therefore all complex phenomena can be reduced to simple 
factors that can be measured and organised into universal laws that allows 
precise predictions about the future to be made (Patel & Tebelius, 1987).     
 
Qualitative research has its roots in the hermeneutic paradigm, which 
emphasises the importance of giving attention to the whole. It does not 
recognise the reductionist view of the positivists, since the they consider 
the whole to have a meaning over and beyond the sum of the individual 
fractions it is constituted by. Interpretation becomes central, interpretation 
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that is subjective, since it is always tied to a historical perspective and a 
context. (Patel & Tebelius, 1987) 
 
In order to increase the readers understanding for how my scientific 
approach effects my relation to the theories and the phenomena I am 
studying, I have chosen to account for both the quantitative I have 
abandoned and the qualitative approach I have adopted. 
 
A researcher developing scientific knowledge with a quantitative method 
would choose to do so through a deductive or inductive approach (Patel & 
Tebelius, 1987). An inductive approach refers to developing scientific 
knowledge by accumulating verifiable data and incorporating it into a 
theoretical structure that mirrors the results of the empirical research. A 
deductive approach deduces hypothesises from the general theories and 
tests the hypothesises with an empirical research with the ambition of either 
verifying or falsifying. (Bryman, 1997) 
 
However, a researcher with a qualitative approach goes about differently. 
Since the collection of information is highly dependable on the conception 
the researcher has in beforehand about the phenomenon, the researcher 
must enlarge his understanding and theoretical knowledge base. According 
to Patel & Tebelius this is done by studying how the view on the chosen 
phenomenon has changed historically, and how the different grounds on 
explaining the phenomenon has influenced the previous treatment of the 
phenomenon. The qualitative researcher decides on a perspective from 
which he will study his research problem, and chooses relevant situations 
where the phenomenon may appear. (Patel & Tebelius, 1987) 
 
My interest for teamwork arouse from personal experiences from 
exclusively successful and satisfying teams that I have worked in, as well 
as exclusively frustrating and unsuccessful groups that I have participated 
in. The question surfaced whether it was possible by gathering knowledge 
and understanding about the factors of teamwork to increase the possibility 
of make working in a team more predictable in terms of efficiency in work 
processes. While trying to understand which factors may be important I 
examined a variety of literature and from that basis chose my perspective 
and formulated problems to reflect my main focus of interest. I also chose 
two empirical areas where I knew teamwork to appear, ice hockey and pre-
school personnel.  
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In quantitative research the results of the empirical data is related to the 
hypothesises the researcher has formulated, and through that also to the 
theoretical position the researcher took when he formulated those 
hypothesises. The researcher adds to scientific knowledge about the 
theories by verifying or falsifying his hypothesises. (Patel & Tebelius, 
1987) 
 
In qualitative research the frame of reference serves as a mirror, against 
which the interpretations made from the empirical research can be reflected 
upon. The frame of reference can also be used to control the interpretations 
made. However, even in qualitative research the interpretations that do not 
match previous theories can be valuable and create new knowledge. (Ibid.) 
 
 

2.3. Choice of Method 
 
 
Qualitative research methods are mainly observation and interviews 
(Bryman, 1997). Due to my intention to study entire team processes and the 
time available for gathering empirical material for this thesis being limited, 
I felt that observing a team over a longer period was not an option. 
Therefore I chose to conduct interviews. 
 
I interviewed two professional ice hockey coaches, three professional ice 
hockey players, an Assistant Director responsible for the pre-schools in her 
area, two pre-school teachers and an assistant nurse who has substituted in 
pre-schools.  
 
The ice hockey players all play in different professional leagues: Juha 
Hautamaa plays in Elitserien in Sweden, Ari Vallin plays in SM-liiga in 
Finland, and Ville Nieminen plays in NHL in the U.S. Hautamaa and 
Nieminen have also played in Finland, and can therefore compare their 
experiences in different professional leagues. This choice of an array of 
different leagues was an attempt from my side to expand the horizons while 
conducting an open search for reoccurring patterns in how teamwork was 
conducted and how they influenced the group dynamics issues.  
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The interviewed ice hockey coaches, Torgny Bendelin and Mats 
Weiderstål, are coaches in LHC (Linköping Hockey Club) who plays in 
Elitserien. Both have coached other teams as well, both in Elitserien and at 
lower levels.  
 
Torgny Bendelin and Mats Weiderstål were interviewed in person with a 
tape recorder present. The coaches were interviewed separately, which was 
beneficial in terms of getting different views and perspectives on the 
discussed subjects. Juha Hautamaa, Ville Nieminen and Ari Vallin were all 
interviewed by phone, due to the geographical distances, which prevented 
me within the available resources and time to perform the interviews in 
person. None of the phone interviews were taped, instead a written 
transcript was conducted during the interviews, which limited the 
opportunity to develop the discussions in the extent that was possible with 
both the coaches.  
 
Marianne Eriksson is an Assistant Director for the education unit in Ryd, 
which is a part of the city of Linköping in Sweden. She has specific 
responsibility over pre-school activity and registered childminding homes 
in the Ryd region. Stefan Boson and Iréne Printz are pre-school teachers 
and have permanent positions in a pre-school in Linköping, Sweden. To 
add some diversity in this interview group as well, I chose to add Paula 
Viljanen. She has substituted in several pre-schools in Finland. The persons 
interviewed from the pre-school sector were interviewed in person. All 
except Paula was interviewed with a tape recorder present. A written 
transcript from Paula’s interview was conducted during the interview.  
 
All the interviews lasted between 45 minutes to 1,5 hour. Naturally the 
phone interviews took longer than the once in person, due to the need to 
write down the answers during the interview. The interviews were 
performed in either Finnish or Swedish, depending on which language was 
the native language of the interviewed. The reader should be aware of the 
risks that the translation of the interviews into English may pose. My 
translations may unintentionally have added or diminished nuances, and 
there is an increased risk for mistranslation and misinterpretation than if the 
citations were given in their original language.   
 
According to Patel & Tebelius (1987) interviews have two dimensions: 
degree of standardisation and degree of structure. Degree of standardisation 
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is dependent on how much responsibility in the formulation of the 
questions and their order of appearance is left to the interviewer. The 
degree of structure is dependent on the extent to which the interviewed 
person can interpret the questions freely depending on their own attitude, 
experience etc.  
 
The interviews had an above average degree of standardisation, the 
questions for the ice hockey professionals and pre-school professionals 
were not all the same, but they covered the same subject areas and 
approximately in the same order. As the interviewer I carried the main 
responsibility for the formulation of the questions, but I did discuss the 
questions concerning teamwork in ice hockey with two ice hockey players, 
who shared their points of view about their relevance and formulation. 
Further the questions about pre-school activity was discussed with a pre-
school worker, who shared her thoughts about their relevance.  
   
The degree of structure in the interviews was low. The interview guides 
were consciously made broad, with as many questions as I could think of, 
about what might be of interest. I felt that entering worlds of ice hockey 
dressing rooms and pre-school playgrounds, which I had no personal 
experience from, I could impossibly determine in advance what might be 
important or unimportant in their teamwork. During the interviews I let the 
interviewed subjects lead the discussion, freely digress from the questions I 
asked them, and I encouraged them to give as long answers as they felt 
necessary to cover what they wanted to be said. As a result the interview 
guide questions was not followed strictly in the order of appearance, nor 
were all the questions explicitly asked, since the interviewed persons may 
have already answered some of the questions in connection to one of the 
other questions.  
 
What cannot be seen in the interview guides is that I often asked the 
interviewed, if they hesitated or seemed excited over a particular question 
area, if they felt this was unimportant/important. This way I felt that I could 
categorise some of the subject areas better in terms of what weight the 
answers had in comparison with each other. Personally I was very satisfied 
with all of my interviews, I was blessed with good interview subjects that 
discussed very willingly and openly about their experiences, and took the 
time and effort to participate because they were enthusiastic to share with 
me and teach me what they know.  
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2.4. Critique Against the Chosen Method  
 
 
While collecting, interpreting and analysing qualitative material there are 
certain problematic aspects that need to be addressed, mainly applicability, 
reasonable conformity and credibility. (Patel & Tebelius, 1987) 
  
Applicability is concerned with the problem that a phenomenon or complex 
problem may express itself in different ways depending on the situation 
where it appears and how the people involved in the situation interprets it. 
Since qualitative research is focused on exploring and understanding, the 
choice of method has consequences on the studies made. The researcher 
should try to collect as diverse information about the phenomenon as 
possible, and make sure that the situations and individuals he chooses 
contributes with full and varied information. This means also that the 
persons position in the situations where the phenomenon appears needs to 
be taken into account. (Ibid.) 
 
I have tried to achieve diversity by making three choices. First I chose to 
interview from two different work team surroundings, ice hockey and pre-
schools, and secondly I chose to interview people from many different 
work places in these surroundings. Finally, I tried to add different 
perspectives by choosing people in different positions in their respective 
teams, workers, informal and formal leaders are all represented. 
 
Reasonable conformity deals with the level of conformity in the 
information the researcher has collected. Does the information reflect the 
complex reality he attempts to catch? Qualitative information does not have 
an absolute criterion against which it can be tested. Instead the researcher 
has to show that his information and interpretations are reasonable. This is 
done by pointing out that the interpretations are applicable in several 
situations and that they are built on full and varied information. (Patel & 
Tebelius, 1987) 
 
I have judged my collected information to be reasonable in conformity, 
since I can show fairly high level of conformity both between the 
individual interviews made and between the information gathered for the 
frame of reference and the empirical material. I find conformity between 
what the diverse collection of interview subjects has said to be positive, 
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since it decreases the risk of discrepancy between what people say they do 
and what they actually do, a problem often associated to interviews (Patel 
& Tebelius, 1987). However, as I have pointed out earlier, the collection of 
information to the frame of reference and the empirical material has been 
overlapping during a longer period, which means they have influenced each 
other. Critically viewed this could imply that the conformity between the 
frame of reference and the empirical material can have been achieved due 
to this simultaneous work process, and the real level of conformity could be 
much lower if the work process would have been structured in another way. 
Whether it is reasonable of not, and whether my analysis of the material is 
reasonable, is left to the reader to decide.  
 
Finally credibility of the collection and interpretation of the material has to 
be discussed. The researcher has to be able to show that his interpretations 
are not built on stereotypical conceptions, prejudice understandings and 
easily accessible conclusions. (Patel & Tebelius, 1987) 
 
I feel that the thesis meetings and seminars arranged for critical discussions 
has helped me to increase my own critical attitude against my material and 
also to discover aspects in the material that I might have disregarded 
otherwise. I have also benefited from spontaneous discussions I have had 
with friends and family about working in teams. Critically viewed it is a 
downside that none of the interviewed wanted to control the interpretations 
I had made from our discussions, but I have tried to make up for it by 
showing for conformity between the different interviews.   
 
 

2.5. Ethical Aspects 
 
 
All the interviewed was explained the subject of this thesis at large. They 
were also given the opportunity to read their respective interview guide 
(see appropriate Appendixes 1, 2, 3 and 4). Some declined due to shortage 
in time. Those who did not decline received the interview guide in advance 
with my comment that it is merely a guide to what I intend to take up in the 
discussion and not a limitation to the subject.  
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All the interviewed were also asked if they wished to read the written script 
of the performed interview. All but one declined. Therefore I have tried to 
be extra aware of not take their quotations and comments out of the context 
of the discussion as a whole. But I have to ask the reader to consider that 
ultimately it has been my interpretation of how the discussion proceeded. 
The one interviewed who wanted to read the transcript was given the 
opportunity to correct and comment on the outline.  
 
None of the taped discussions were taped without the interviewed person’s 
approval. All of the interviewed persons were given the opportunity to 
appear anonymous in the thesis, but they declined.  
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3. Group Theories 
 
 
This chapter is an introduction to the subject of group dynamics. First 
some basic concept about groups will be presented and after that the 
mainstream theories surrounding groups research. I will also provide a 
detailed description of group dynamics and explain the difference between 
groups and teams.  
 
 

3.1. Basic Concepts About Groups 
 
 
The human being is a social creature who forms groups to provide for 
his/her interests (Svedberg, 1997). Human groups come together either 
naturally or by consent, but in both cases the essential is the 
interdependence between the group’s members. This interdependence 
comes from the member’s personal needs that can be better satisfied when 
they are combined with others that have similar ends. Natural groups are 
the ones a person is “born” into, such as family, sex, race, religion, class, 
climate and geography. A group joined into by consent, that is determined 
by choice, necessity or both, can be of any type: golf club, labour union, 
music society, or even groups for the purpose of changing the religion, 
class or climate born into. The reasons for joining a group by consent is 
always personal, but it should be noted that people do not solely join 
groups because they relate with the other group members, e.g. a bank 
manager who dislikes golf may join a golf club for reasons like customer 
contact or certain status. (Bennis, Parikh & Lessem, 1994) 
 
McGrath (1984) makes a difference between social aggregations and actual 
groups. Social aggregations are the general term for any form where two or 
more individuals gather, it can be an audience, a crowd, a culture, a society, 
a community, a family, an organisation, a work team, an association, a 
friendship group etc. A group, however, is those social aggregates that 
involve mutual awareness and potential interaction. There are numerous 
other definitions of groups, most of them stressing ideas of interaction, 
interdependence, mutual awareness, a past and an anticipated future. In real 
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terms this makes groups relatively small and relatively structured or 
organised. For example a crowd in a bus does not qualify for a group, 
unless they engage each other in mutual interaction involving all the group 
members.  
 
For the sake of clarity, the term group will be used according to McGrath’s 
definition of it from here on.  
 
Groups can be divided by the shifting functions they perform. A primary 
group is a lasting group, where the members have close relations. They are 
important to the member’s identity and survival. Family and close friends 
are primary groups. Primary groups are by convenience often small in size, 
because the interaction is intimate and preferably face-to-face (Sjölund, 
1979). Secondary groups have a more distanced and temporary character, 
however, it does not imply that they are not important in many regards. 
Reference groups are the standard that people measure their own status 
against. Positive reference groups are what is worth striving for, or the 
“right” values. Negative reference groups have the opposite function. 
Choice of car, clothing, hobbies and lifestyle is often signals of reference 
group affinity. Informal groups form spontaneously through solidarity or 
mutual interests, for example around coffee tables. Formal groups often 
have a purpose, with rules, routines and formal leadership. However, 
organisations often have both a formal system with departments, project 
groups e t c. and an informal system with interest groups, friend groups e t 
c. (Svedberg, 1997) 
 
There is also a division made by the size of the group. Small groups’ 
research is a discipline that studies groups with two to approximately 20 
members. Larger groups can also be considered to be “small groups” if 
they fulfil the requirement of face-to-face interaction between all its 
members that the particular research area is interested in. The face-to-face 
interaction encounters can be one or many, the focus of interest is in the 
individual’s impression of the others and his/her conscious or unconscious 
reaction before the others. (Sjölund, 1979) 
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3.2. The Difference Between Groups and Teams 
 
 
Lind & Skärvad (1997) explain the difference between groups and teams. 
A team is a special type of group, because apart from the fact that they 
interact with each other, they also work together. A team has a common 
goal, they are integrated, engaged and they have complementing 
competencies.  
 
Lewén & Philip (1998) make a similar distinction between groups and 
teams. Their understanding is that the members of a group solve their tasks 
individually, while members of a team solve their tasks together. They 
demonstrate the difference by comparing a flight crew and a football team. 
A flight crew is a group; each one performs his or her tasks individually. 
Pilots and flight attendants can be replaced by other pilots and flight 
attendants with similar competence, without imposing any major 
disturbances to the flight. A football team, however, is dependent on its 
members’ unique qualities that complement each other and interact in an 
optimal way. A member of a football team is not easily replaced by anyone 
else with the same competence, since the individual members are not only 
contributing to the team with a functional role, but they also have a team 
role.  
 
The functional role according to Lewén & Philip (1998) is based on 
knowledge, skills and experience. The team role is based on the member’s 
contribution, and relating and interacting with the other team members. The 
team roles in a team complement each other, each member hold a unique 
set of team building skills, such as creativity, entrepreneurship, 
organisational tendencies, analytical skills etc. In an efficient team there is 
a balance between the different characteristics of the members, the 
members feel safe in their roles, they have a common goal and believe that 
they can achieve that goal.  
 
Although all the above draws an understandable borderline between teams 
and other groupings, Arrow, McGrath & Berdahl (2000) specifically 
discusses work groups, which is my main interest in this study. They 
distinguish between three types of work groups: task forces, crews and 
teams. Task group is also known as project groups. Task forces’ lifetime is 
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usually defined by the project, which makes them deadline driven. The 
project is a network of tasks, that specifies how the project will be 
completed, and it is the member-task ties that primarily link members to 
each other. Interpersonal relationships receive little attention, which 
typically makes task forces the type of group that its members do identify 
with only weakly. Crews are short-term groups often assembled in a 
modular fashion; members perform specialised tasks with specialised 
equipment in a job network slot until their time is up (shift, tour of duty, or 
other defined period). Here it is the task-tool combination that is central, 
because it facilitates the whole system’s performance. Crews have no long-
term identity, but they identify strongly with the pool of other potential 
crewmembers that work with the same job network slot, rather than the 
concurrent crewmates. For example surgical crews are crews, and a 
surgeon often identifies with other surgeons rather than the nurses that 
assists as a part of the crew. The duration of a team is usually open-ended. 
Since the members will be working together indefinitely and need to tackle 
a range of projects, interpersonal relationships are highly important, as well 
as soft tools of decision rules, communication protocols and conflict 
resolution methods. Top management teams, sports teams, collaborative 
research groups and string quartets fit this prototype. The combining of 
member-tool aspects requires careful selection of members to these groups, 
and the “tuning” of the ways of coordinating ideas, emotions and actions is 
a relatively lengthy process.  
 
From here on I will use the term “team” to refer to a group with the 
characteristics described above. In summary, a team is a group of 
interdependent members who work together for a common purpose, vision 
or goal, and they solve the line of tasks leading towards that common 
purpose, vision or goal together. A team comprises of complementing 
competencies, and each member has both a functional and a team role. 
Their functional role bases on their tools: knowledge, skills and experience; 
and their team role bases on their contribution through relating and 
interacting with the other team members. This makes the member-tool 
combination central to teams.  
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3.3. Group Theories 
 
 
Social sciences divide theories about groups into two categories: 
individualistic theories and group-oriented theories. Individualistic theories 
explain group phenomena through the individual member’s characteristics 
and behaviour, where group-oriented theories explain phenomena through 
the group as an undivided whole. (Svedberg, 1997) 
 
Behaviourism is a psychological school that represents the individualistic 
view of groups. Researchers of behaviourism are interested in the 
individual’s behaviour and the factors that affect that behaviour. Homans 
(reprinted by Svedberg, 1997) connected the behavioural view with studies 
of groups and organisations. He explains that individual members of a 
group control each other’s behaviour by exchanging costs (input) and 
rewards (profit). He claims that people try to maximise profits and 
minimise costs (or avoid them altogether), and that is the principle guiding 
the formation of a group. The continuous existence of a group depends on 
whether the profits exceed the costs. (Ibid.) 
 
The group-oriented views have their roots in sociology and they view 
individuals as parts of a larger system, which can be a group, an 
organisation or a society (Svedberg, 1997). There are a number of theories 
based on this view and I have chosen to describe shortly the mainstream 
directions that may give meaningful perspective for this study. 
 
Symbolic interactionism agrees at large with the behavioural view, but the 
distinguishing factor is the concept of behaviour. Symbolic interactionism 
believes that behaviour cannot be understood as an isolated issue, but that 
behaviour is social action, which in turn means that it always needs to be 
put into the group context. Therefore they also prefer to discuss the 
“dynamic whole”. Symbolic interactionism studies the groups’ influence of 
individuals and how individuals interpret the groups they are in. The 
individual’s self-image is believed to be socially determined and a sum of 
group identities. (Svedberg, 1997) 
 
Field theories claim that human behaviour always is a combination of 
personality factors and experiences of mutual dependence. The past 
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experiences are thought to be a psychological field where the individual is 
influenced, and the influence comes from the outside, e. g. a group. Since 
the factors in the environment (in this case the group) that influence 
individuals are not static by character, the interdependence of these factors 
are dynamic. A simple conversation between two people according to this 
view owns more nuance and complexity than what first meets the eye. To 
be considered are the individuals’ interpretation of the conversation and the 
situation, which both will definitely interpret differently with regard to their 
“psychological field” of past experiences. The definition of the group then 
evolves to Schellenberg’s (reprinted by Svedberg, 1997) description:    
 

“A group’s behaviour, alike the behaviour of an individual, is based on a 
collection of mutually dependent factors. A group is therefore not a collection of 
individuals, but rather a number of relations between individuals. It is the 
mutual dependence in these relationships that makes the group, not the 
individual members’ characteristics.” (Svedberg, 1997, page 35) 

 
Systems theories is a combination of psychology and sociology with the 
main interest to investigate the relations between the fraction and the 
whole; the individual and the group, the group and the organisation, and 
between organisations and society. They recognise that personality is 
established through interpersonal processes, and social structures are 
established through a network of interpersonal processes. A group in 
systems theories is an open system where human action and human 
problems arise due to the interplay. Everything comes down to 
relationships, processes and structures in a group and its relation to the 
surrounding organisation. To demonstrate system theoretic thinking 
Svedberg describes the case of a number of students that cannot read within 
a class. Traditionally that would be exactly how it would be referred to, a 
certain portion of students who cannot read. Systems theories would 
approach the problem instead by saying that there is a portion of students 
who have not learned to read yet. The difference is that systems theories do 
not apply a ceiling, but rather set a floor. In other words they recognise 
systems conflicts that has resulted in problems. This type of approach 
generates qualitatively different measures to be taken while fixing the 
problem than the traditional view. (Svedberg, 1997)   
 
In summary, group theories can be divided on the basis of group process 
level. The individual group process level concentrates on the individual and 
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his/her behaviour. The interpersonal level looks at the relationship between 
two (or more) individuals. The third level is where the group is thought of 
as an undividble whole, with something of a life of its own. Relationships 
between individuals are not separated from the whole. The fourth level is 
the intergroup level that studies beyond the limits of the group to other 
groups and systems, and how they are intertwined. The interpretation of the 
group’s life and dependence affect the analysis’s made. (Ibid.)  
 
I have adopted the systems theories approach of an open system. I have 
also limited the size of the groups to be studied to small as defined by 
Sjölund earlier. A more detailed look at systems theories central concepts is 
presented as follows.  
 
 

3.4. Group Dynamics  
 
 
The term group dynamics refers to the dynamic relations between the 
individuals in a group (Bennis, Parikh & Lessem, 1994). McGrath (1984) 
attempts to capture the essence of group dynamics by explaining the 
difference between static and dynamic perspectives. He explains that when 
studying the relations among group members at one point in time or even 
the difference between two (or few) points in time, it is studying from a 
static point of view. A dynamic point of view requires studying the 
development of the interaction processes as a whole, because dynamic 
relationships are in a constant state of change. 
 
This approach reveals the underlying assumption that a group has a life, 
during which it continuously develops and changes. This development or 
change is described to be the result of three levels of causal dynamics that 
shapes the group. These three levels are called local dynamics, global 
dynamics and contextual dynamics. It should be pointed out that the 
boundaries of these levels are fuzzy, not distinct. (Arrow, McGrath & 
Berdahl, 2000) 
 
The three levels of causal dynamics that shape group dynamics are the 
building blocks for understanding groups as complex systems. Systems 
refer to the systems theories perception of the group as an open system as 
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opposed to closed systems. Traditionally groups are perceived as closed 
systems, and studies conducted focuses on the processes between its 
members in the group. Open system recognises active two-way exchanges 
with individuals, groups, and other entities within an array of contexts, 
such as physical, temporal, sociocultural, and organisational contexts. The 
group is thereby an intact social system both towards the group and to other 
directions. Complex systems add the concept of complexity to the term. 
Complex in this case implies high complexity due to the group being 
viewed as a collection of members, which are both connected and 
distinguished from one another in a highly articulated structure of roles, 
relationships, and activities. In contrast, groups whose members all perform 
basically the same task in the same way, or loose groupings of people 
whose collective behaviour shows little coordination and lots of random 
activity, have low complexity as systems. (Ibid.) 
 
The first level of causal dynamics is the local dynamics. They are the 
individual factors that are connected into a system of interaction at the 
systems level. The linking of these factors are done by studying their 
activity as parts of the system, which are coordinated through the rules that 
govern that activity. These rules may be implicit as well as explicit norms 
or procedures. The central concept to local dynamics is the coordination. 
Coordination in this respect has three meanings. First, the synchronisation 
of the behaviours and interactions of two or more people so that their 
actions fit together into an intended pattern. For example the procedure 
used in a team when the members speak to each other. On an implicit level 
this can mean that the members understand not to speak all at once, but to 
take turns. On an explicit level this can mean that the team has rules about 
the order in which the members get to speak. (Ibid.) 
 
Coordination in the second meaning is the achievement of explicit or tacit 
agreement among the group members regarding the meaning of 
information and events. This includes shared understanding about the 
nature of embedding conditions and the threat or opportunity they pose, 
agreement on procedures for pursuing goals, agreement on criteria to 
measure progress toward goals, agreement on division of work, status, and 
reward structures etc. In other words what is coordinated is the 
understanding to shared meanings and norms. Coordination in the third 
meaning refers to coordination of goals. It is the mutual adjustment of 
individual purposes, interests and intentions. (Ibid.) 
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Members must adjust to one another interpersonally in order to be able to 
coordinate goals, understanding and action. They must also order and 
sequence a host of links among tasks, tools and members. Coordination 
cannot be perfect, it is always relative, partly because there are many paths 
to a group’s goals and partly because members interests cannot be fully 
harmonised. (Ibid.) 
 
Global dynamics refers to the pattern or structure that arises through the 
interaction of local variables. For example what roles are given to each 
member of the group and what status those roles withhold in comparison to 
each other, depends on the processes of coordination that the group has 
worked out. (Ibid.) 
 
The global pattern or structure in turn constrains the future behaviour of the 
local variables. An example of global dynamics could be the status 
structure of a group. A group can have a set of asymmetric influence 
relations between members in which one person (low-status) tends to be 
influenced by words or actions of another (high-status). It is often difficult 
to predict which members of a group will achieve high- and low-status 
positions in different aspects of the group, if roles are not specified and 
imposed in advance to the group, through e. g. job description. The role 
system that emerges from group interaction produces a patterned or 
structured set of links among members. Once this type of an emergent 
status structure is in place, it patterns the activities of the members. (Ibid.) 
 
Contextual dynamics are made out of various contextual parameters, or 
features, that affect the dynamic operation and hence constrain the pattern 
of global variables over time. An example can be drawn from the 
recruitment and socialisation of group members. Average member 
commitment to groups and the turnover in the group membership follows 
different dynamic patterns depending on the supply of potential members 
in the group’s embedding context and the number of alternative groups that 
members can choose among. The existence of only few alternative groups 
to choose among and an ample supply of desirable potential members for a 
given group results in overall higher member commitment. When attractive 
groups are numerous and potential new members are a scarce resource, 
then member commitment is likely to rise and fall rapidly along with small 
changes in the perceived relative attractiveness of the groups. The turnover 
is then higher and members switch groups in a more chaotic fashion. (Ibid.) 
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The three levels of dynamics will be explored in further detail in the 
following three chapters. Micro level variables or local dynamics that are 
connected into a system of interaction and therefore affect the relational 
development in a team need to be coordinated. This will be looked closer 
into in chapter 4. The relational processes that a team goes through 
coordinating the micro level factors leads to certain patterns e.g. 
asymmetric influencing patterns or asymmetric information channels 
between the team members. These are the system level variables or global 
dynamics that is the will be discussed in chapter 5.  Finally, the contextual 
dynamics that may change these patterns from time to time will be 
discussed in chapter 6.    
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4. Teams and Managing Micro Level 
Variables 

 
 
This chapter’s main focus is then to discuss important factors or variables 
that affect the relational development in teams and how they can be dealt 
with. The discussion includes how team size and efficiency correlate with 
each other, how teams can be given direction and purpose, and how 
cooperation, competition and conflict can relate to a team.    
 
 

4.1. Size and Efficiency 
 
 
First it should be understood that teams in practise almost inevitably belong 
to the field of small groups research. Previous researches have come to the 
conclusion that the optimal team size is 5-9 members. Small groups are 
rarely over 25. This is due to the team characteristics of complementary 
roles, integrated interaction and working together towards a common goal. 
(Lind & Skärvad, 1997) 
 
Ultimately the team size should be determined by the purpose of the team. 
However, it should be noted that there are some obvious disadvantages that 
come with too many added members. For example finding roles and tasks 
which match the skills of each member, increasing risks for 
misinterpretations in communication, dangers of sub-group formations and 
conflict, and arranging meetings so that the times are acceptable to all 
members. (Cormack, 1987)     
 
Several researchers have been interested in the size of a team and how it 
correlates with the team’s efficiency, productivity and problem solving 
ability. Svedberg (1997) has summarised the results according to Hare in 
the following model:  
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Figure 4.1.1:  How group size correlates with efficiency  

(Hare according to Svedberg, 1997, page 89) 
 
 

4.2. Direction for a Team 
 
 
There has been several studies conducted about how teams become 
efficient and high performing. According to a study made in University of 
California, Los Angeles  (reprinted in Lind & Skärvad, 1997) there are 
three conditions that need to be fulfilled to increase the possibility of a high 
performance team to come about. The first condition is that the team 
members need to know what is expected from them and they should be 
given clear tasks to solve. The second condition is that the assignments 
have to be experienced as meaningful in order for the members to feel 
motivated. The third condition is that the members of the team must be able 
to function as a team. (Lind & Skärvad, 1997)  
 
Cormack (1987) declares in his works that to increase the possibilities for 
an efficient team to arise, a purpose, a vision, and targets are needed. These 
do not necessarily translate to a measurable goal. Mazany (1995) claims 
that if the vision is properly set in place it pushes the team effectively 
forward. The vision should be a statement that the team can share, identify 
with and aspire to or it will be interpreted as an empty, insincere 
management platitude.  
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Tamminen (2001) adds to the above statements that visions and goals have 
to be clear and feasible. By clear he means that it should in closest possible 
ways communicate the action needed to achieve them. Fuzzy, general 
statements are hard to translate into action plans. By feasible he means that 
the visions and goals set must reflect the capacity of the team within a 
reasonable timeframe. Unrealistic visions and goals have negative effects 
on teams; they deteriorate motivation and self-confidence.  
 
Campbell & Yeung add to the debate of the importance of having a 
powerful vision and mission in organisations with their article (reprinted in 
de Wit & Meyer, 1998) where they define the concepts of vision and 
mission, and what they are made of. It seems to me also applicable for 
teams with an organised structure.  
 
Campbell & Yeung (reprinted in de Wit & Meyer, 1998) define some 
elementary differences between mission and vision. A vision articulates a 
realistic, credible and attractive future to the organisation, a condition that 
is better in some important ways than what exists currently. Vision is 
thereby an image of a desirable future state. A mission normally refers to 
the present. It is supposed to be a timeless explanation of the organisation’s 
identity and ambition. When a vision is achieved, a new vision needs to be 
formulated, but a mission can remain the same. Therefore a vision is more 
associated with a goal, whereas a mission is more associated with a code of 
behaviour. However, the differences are not absolute, a vision and a 
mission can be one and the same.  
 
Bennis, Parikh & Lessem (1994) address the power of visions in an 
organisation. They conclude that when, on one hand, an organisation seeks 
to maximise its rewards from its position in the external environment, on 
the other hand individuals seek to maximise their rewards from 
participating in that organisation. When an organisation has a clear sense of 
purpose and direction, and this image is widely shared, it enables the 
individuals to find their own roles both in the organisation and in the larger 
society of which they are a part. This empowers and confers status upon 
them, because they can see themselves as part of an enterprise worthwhile. 
Under these conditions the human energies are aligned towards a common 
end, and a major precondition for success has been satisfied.  
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Tamminen (2001) stresses the meaning of visions as the driving force, they 
help to concentrate energies in a team towards the right direction. He 
promotes the importance of reminding the team of the goals actively, 
especially during weaker times, since according to him it is the one of the 
most important things that empowers and gives self-assurance. 
 
There are two concerns, however, which should be kept in mind with 
visions. First, a vision begins to loose its power as a driving force once it is 
achieved. Secondly, a vision that is too ambitious and unlikely to be 
achieved in the next five or ten years loses its power to motivate and 
stimulate. (Campbell & Yeung, reprinted in de Wit & Meyer, 1998) 
 
Mission is concerned with the way the organisation is managed currently, 
that is what the behavioural standards are, and its purpose. Both these 
should be seen as enduring ideas that ideally can supply an unbounded 
source of fulfilment and energy. Campbell & Yeung have created a model 
(see figure 4.2.1) to demonstrate what a strong mission includes. They have 
illustrated four elements, and how they are tightly linked together, 
resonating and reinforcing each other. The four elements are purpose, 
strategy, behavioural standards and values. (Campbell & Yeung, reprinted 
in de Wit & Meyer, 1998) 
 

 
Figure 4.2.1: The four elements of mission  

(Campbell & Yeung, reprinted by de Wit & Meyer, 1998, page 
876) 
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Purpose should answer to why the organisation exists or even more for 
whom the organisation exists. The answers can be divided into three 
categories according to Campbell & Yeung. There are the organisations 
that exist solely to create wealth to their shareholders. Then there are the 
ones that strive to satisfy all their stakeholders: shareholders, employees, 
customers, the public, environment etc. All of the stakeholders have equal 
priority. In the third category are the organisations that seek to identify a 
purpose that is greater than the combined needs of the stakeholders, 
something to which all the stakeholders can feel proud of contributing. 
They aim toward a higher ideal; they seek to do more than what their 
stakeholders expect from them. Purposes expressed in terms of 
stakeholders tend to emphasise their various selfish interests. Higher ideals 
seek to deny these selfish interests or at least dampen their legitimacy. 
Campbell & Yeung believe that it is easier to create employees with 
commitment and enthusiasm if a purpose aimed at higher ideal is chosen, 
and this makes it easier to bind the organisation together. (Campbell & 
Yeung, reprinted in de Wit & Meyer, 1998) 
 
Strategy is needed to achieve a purpose. Strategy provides the commercial 
logic, it must explain how the purpose can be achieved in terms of which 
business the organisation is in, the position it plans to hold, and the 
distinctive competence and competitive advantage that the organisation has 
or plans to create. (Ibid.) 
 
Behaviour standards are the purpose and strategy converted into action, 
policy and behaviour guidelines that help people in the organisation to 
decide what to do on a day-to-day basis. Since strategy provides the 
commercial logic, it can also be described as the left-brain logic of the 
organisation. However, human beings are emotional and often driven more 
by right-brain motives than left-brain logic. Therefore the behaviour 
standards provide some philosophical or moral rationale for behaviour 
alongside with the commercial rationale. (Ibid.) 
 
Values are the beliefs and moral principles that the organisation’s culture 
rests on. Often the values are not explicit and can only be understood by 
examining the philosophical rationale behind the behaviour. (Ibid.) 
     
Finally, Campbell & Yeung explain why their model is diamond shaped. It 
illustrates the purpose and how it is linked to behavioural standards. There 
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are two rationales linking them together, the commercial rationale of left-
brain reasoning is about strategy, and the ethical rationale or the right-brain 
reasoning is about values. When these two are in tune, reinforcing each 
other and bound by a common purpose, the mission is strong. If there are 
contradictions and inconsistencies, the mission is weak. (Ibid.) 
 
Campbell & Yeung also air the thought that a mission is not the same as 
sense of mission. A mission can be analysed and discussed unemotionally. 
Sense of mission is not that kind of an intellectual concept; it is emotional 
and deeply personal. Individuals may have a sense of mission with varying 
degrees of intensity. Also, it is possible to have one corporate mission and a 
different mission to each business unit (and/or team) however, good 
mission planning ensures compatibility between different missions. (Ibid.) 
 
Campbell & Yeung’s (reprinted in de Wit & Meyer, 1998) model includes 
the important coordinating functions that Arrow, McGrath & Berdahl 
(2000) describe in their study about the local dynamics. If the vision is 
correctly defined with a purpose and direction that is widely shared in the 
organisation, it serves to coordinate the individual needs and goals with the 
common goal of the team and the organisation. Further, the mission, 
whether it is explicit or implicit, serves to increase the understanding of the 
meanings and norms that the team shares. Together these help the team 
members to coordinate their actions to fit the intended patterns. 
 
 

4.3. Cooperation and Conflict 
 
  
Successful teamwork depends on cooperation, because the intra-group 
relations between individuals and possible sub-groups that form the overall 
entity are based on cooperation (Bennis, Parikh & Lessem, 1994). Deutsch 
(reprinted in Cartwright & Zandler, 1953) defines the cooperative social 
situation to be one where the goals for the individuals or sub-units in the 
situation entered are shared, at least to some degree. The separate goals are 
interrelated in a way that a jointly shared general goal (or goals) can be 
identified. The group effort is needed to achieve the jointly shared goal, 
otherwise there would be no interest to come together as a group for the 
task of achieving it (Mazany, 1995). 
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However, Deutsch identifies an another situation as well, the competitive 
social situation. That is when the one or few individuals or sub-units 
achievement of their goals leads to other individuals or sub-units inability 
to reach their respective goals, at least to some degree. In real-life 
situations very few, if any, situations are purely cooperative or competitive 
in term of goals. Most situations of everyday life involve a complex system 
of goals and sub-goals. Consequently there are many situations where one 
goal is in a cooperative position and an another goal is in a competitive 
position although it is with respect to the same individual or group. For 
example, a basketball player may have a cooperatively interrelated goal to 
win the game, but a competitively interrelated goal to be the “star” of the 
team. (Deutsch, reprinted in Cartwright & Zandler, 1953)  
 
Cooperation, therefore, does not exclude competition, not between the 
individuals within the team, nor towards other individuals or teams in the 
team’s milieu. Differing group members with different goal systems should 
be welcomed, although in reality they seldom are. Differences cause 
conflict and generally conflict is regarded as a bad thing. Those who 
disagree with the general consensus are considered aggressive and 
disruptive, because they are “rocking the boat”. And yet the paradox with 
conflict is that the lack of constructive conflict leads to everyone adopting 
exactly the same outlook (or they leave the group) and the group becomes 
over-conformed. This sheep mentality called “groupthink” is a dangerous 
pathological state for a work team. (Bennis, Parikh & Lessem, 1994) 
 
Janis (reprinted in Katz, 1988) has found in his studies of high-level 
governmental decision-makers the eight main symptoms of groupthink. 
Janis found that most of all the members of the group suffering of 
groupthink share an illusion of invulnerability, which makes the group 
overoptimistic and willing to take extraordinary risks. They also fail to 
respond to clear warnings of dangers. They also collectively construct 
rationalisations for the purpose of discounting warnings and other forms of 
negative feedback, that otherwise might lead the group to reconsider their 
assumptions. Another symptom of groupthink is that the group members 
believe unquestioningly in the inherent morality of the group, justified or 
not. They also hold strong negative stereotyped views of the competing 
groups. To justify further the shared illusions, the victims of groupthink 
often apply direct pressures to any individual who momentarily may 
express doubts. This  reinforces self-censorship behaviour among the 
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members; they keep silent about the misgivings and minimise the 
importance of their doubts to themselves. This in turn reinforces the 
illusion of unanimity within the group. Finally, victims of groupthink 
sometimes appoint themselves as mindguards to protect the other group 
members and the group leader from adverse information that might damage 
the complacency they shared about the effectiveness and morality of past 
decisions.  
 
The consequences of groupthink are various, the group limit their 
discussions to match their shared illusions, decisions on courses of action 
are based on limited information, risks and problems are not considered 
seriously in planning stages, and alternative courses of action are not 
examined properly. Failures are not investigated either, merely brushed 
quietly under the rug. (Ibid.) 
 
However obvious the pathological state of groupthink is for an outsider, the 
comfort it offers to its group member’s should not be underestimated. 
Many people have a deep-rooted fear for conflicts, whether they are 
constructive or not. This fear is oftentimes even stronger when it comes to 
conflicts at the work place. Yet it is the difference of opinions, values, and 
interests that should be capitalised on. Diversity is at best a competitive 
advantage and a great way to prevent groupthink from developing. 
However, welcoming conflict does not mean welcoming unending disputes 
between incompatible interests. (Bennis, Parikh & Lessem, 1994) 
 
Constructive conflict needs to be dealt with the right way in order for it to 
be constructive. First notion is that it should be dealt with period. A 
common way of dealing with conflict is domination, where the one with 
power uses it. The problem with domination is that even when it is applied 
successfully, the resulting victory is often a victory of the moment only. 
Another common resolution is compromise, which involves each side 
giving up something of their own demand. But compromise is neither 
efficient of effective, the differences are not truly resolved in the long run, 
since often after the settlement each side will seek to consolidate their 
positions, and every such effort is seen by the other as an attempt to upset 
the agreed equilibrium. Therefore Bennis, Parikh & Lessem speak for 
integration as the ideal way to deal with conflict. Many people know this 
method as “increasing the cake” or “win-win negotiations”. It is not an easy 
solution, since the techniques involve depersonalising the issues causing 



Factors and Processes that Shape Group Dynamic Patterns in Work Teams 
 
 

35 
 

conflict, setting personal values and feelings aside, uncovering the real 
differences behind the conflict, examining the problems and solutions 
offered objectively, and inventing creative solutions. A prerequisite is for 
the parties to be willing to find a solution that satisfies both parties needs 
and this usually calls for open and reliable communication. (Ibid.) 
 
The plus value of constructive conflict is foremost that without the 
competition of desires, wants and aims, and the tensions that they create, 
individuals as well as groups and organisations do not move forwards. In 
worst case groupthink soon causes the group to loosing touch with reality 
altogether. A group should strive to sustain healthy competition embedded 
in their cooperation, Bennis, Parikh & Lessem calls this the “unbeatable 
formula” for success. (Ibid.)   
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5. Teams and System Level Variables 
 
 
This chapter focuses on the system level or the relational processes in 
teams. The chapter will begin with a discussion of the alternative ways to 
organise teams. The discussion will be continued with discussing the 
different aspects of roles that individual members in a team carry, and their 
importance in determining the member’s positions in the team. 
 
 

5.1. Organising Teams 
 
 
Groups have a number of structural alternatives, when dealing with tasks. 
The one that is chosen, or the one that evolves, should allow the team 
members to pool their efforts so that the assignment can be completed 
successfully, without creating negative group pathologies. Simple tasks 
usually benefit from simple structures, simple forms of interdependence 
and coordination, but more complicated tasks generally require more 
complicated structures, flexible roles, reciprocal independence, and 
coordination by means of lateral relationships and mutual feedback. Unless 
a group is able to work out a structure that fits its task, performance and 
morale will suffer, and group pathologies will multiply. (Bolman & Deal, 
1991)  
 
Cormack (1987) points out in his works that teams have a limited life, due 
to the nature of their humanity. Some teams have higher turnover of 
members than others do, but the point is that every time a member is lost or 
added, a new team has started. This does not always call for drastic 
measures, if the team has an organised structure. Organised structure 
involves mutual understanding of the relationships in the team –roles, 
status, responsibilities and authorities- either implicitly or explicitly 
through written guidelines. This has a tendency to bring a higher degree of 
permanence to the team, which allows some turnover in membership. 
 
Bolman & Deal (1991) present some of the common structural solutions. 
The one-boss arrangement has one formal “boss” of the other members. 
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The boss is the hub of the communications flow, the members provide 
information to him and he is responsible for communicating it to the other 
members.  
 

 
Figure 5.1.1: A one-boss arrangement as a structural solution for organising a 

group (Bolman & Deal, 1991, page 104) 
 
 
By creating a second managerial level, a middle managers arrangement 
can be achieved. In this arrangement the information from the boss flows 
down to two (or more) middle managers, and they pass it downwards the 
specific chain they are responsible for. The information from the bottom of 
that chain also passes the middle managers before reaching the boss. (Ibid.) 
 

 
Figure 5.1.2: Middle managers as a structural solution for organising a group 

(Bolman & Deal, 1991, page 104) 
 
 
Another possibility is to create a simple hierarchy. That is when there is 
one person between the boss and the other members. The upside of this 
model is that the boss can focus his resources to manage the issues 
considering the organisation and its context outside the team. The 
downsides are that the person in charge of the team, in between the boss 
and the members, gains considerable power over information flows. (Ibid.) 
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Figure 5.1.3: A simple hierarchy as a structural solution for organising a 

group (Bolman & Deal, 1991, page 105) 
 
 
In a circle network the information flows sequentially from one member to 
another. It simplifies communication since each member only has to worry 
about communicating with two others, but the major downside is that while 
everyone adds and modifies the information that passes them, the messages 
may be seriously distorted. (Ibid.) 
 

 
Figure 5.1.4: A circle network as a structural solution for organising a group 

(Bolman & Deal, 1991, page 106) 
 
 
By modifying the circle network to an all channel network it becomes 
possible to create a highly interactive team, which allows each member to 
talk to everyone else. Information will flow freely, and decisions require 
touching base with all the members. An all channel network also tends to 
produce high morale, but it may also be a slow method for communication. 
(Ibid.) 
 
The all channel network can be further modified by putting someone in the 
centre. This does not change the information channels flowing from each 
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member to everyone else, it merely would point out someone to be 
responsible for the information flows functioning. (Ibid.) 

 
Figure 5.1.5: An all channel network as a structural solution for organising a 

group (Bolman & Deal, 1991, page 106) 
 
 
Teams often develop to an all channel network, since it best fits highly 
integrated and interactive teams. But team structures usually vary in 
coordination, interdependence and differentiation, and each member in the 
team does not communicate with equal will and power to everyone else. 
The influencing relations between the members in a team may be 
asymmetric in the sense that one (or a few) persons with low status tends to 
be influenced by one (or a few) higher status persons’ words or actions 
(Arrow, McGrath & Berdahl, 2000). This makes teams unique and 
differing from one another in their flow patterns. A team also differs in 
structural development over time and in different phases of work. This is 
also why teams experience setbacks when a member leaves the team and/or 
a new member is added, the members have to find a new balance in the 
flows in the network. (Bolman & Deal, 1991) 
 

  
Figure 5.1.6: A real life example of an all channel network (Author’s own 

modification from Bolman & Deal, 1991, page 106) 
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The main factors affecting information flow patterns are the roles and 
linkages between members and they will be examined as follows. 
 
 

5.2. Team as a Composition of Roles 
 
 
The ties between the group elements may be largely predetermined by an 
outsider, e.g. when a higher level manager outside the group has created the 
group; or the ties may be determined by one group member or a subset of 
group members, e.g. the group founders or appointed leaders. The group 
can also be self-organised and collectively develop the ties and component 
networks; or they can be implicitly assumed and enacted by all or a subset 
of group members on the basis of prior experience from similar groups. 
(Arrow, McGrath & Berdahl, 2000) 
 
When the group is created according to a plan by outsiders or group 
members, many of the ties may be specified in advance. Specifically those 
ties that are important for completing the group’s assigned task are given 
top-down. Groups that are formed in a bottom-up fashion search for an 
effective system of connections primarily through elaboration and 
modification in the group. (Ibid.) 
 
There are three groups of attributes, which are relevant to task activity, 
effective group processes and strong interpersonal relations. The first group 
of attributes includes knowledge, skills and abilities. The second group of 
attributes is values, beliefs and attitudes. The third group of attributes is 
personality, cognitive and behavioural styles. As a group of people, 
relatively unknown to each other, work together, they easily observe each 
other’s attributes in the first category of knowledge, skills and abilities at 
performing certain tasks. (Ibid.) 
 
Belbin (1993) makes a different notion. He claims that people make their 
first judgement by what is visible to them: gender, age and physical 
features. If such features should fail to provide adequate information about 
the roles people adept at work, other cues are introduced. People engage in 
dialogue for the purpose of weighing up each other and form perceptions 
about each other’s roles in relation to the group of people they are in.  
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When people work together in a team they have certain roles. All people 
have a task-oriented role, also called a functional role, and a relationship-
oriented role, also called a team role. Some people are task-oriented; they 
keep the team on the right track with the assignment in mind, while other 
people are more relationship-oriented, they keep the group together. This is 
the most commonly used division of roles. The functional roles are based 
on the first group attributes described by Arrow, McGrath & Berdahl 
(2000), which are knowledge, skills and abilities. The functional role is 
what a person contributes by meeting the technical and operational 
demands of the job (Belbin, 1993). The team roles would include both the 
second and third group attributes described by Arrow, McGrath & Berdahl 
(2000) as values, beliefs and attitudes, and how they are expressed in 
personality, cognitive and behavioural styles. The team role is what a 
person contributes while interrelating with other people (Belbin, 1993). 
Matching and balancing the tools available in terms of knowledge, skills 
and abilities with the member qualities and how those qualities add value to 
the team’s performance, is required in any attempt to make the team 
efficient. (Lind & Skärvad, 1997, Svedberg, 1997, Arrow, McGrath & 
Berdahl, 2000) 
 
Various proposals have been presented about what team roles are required 
in a successful team. However, Belbin’s (1993) study where he identifies 
nine team roles is the most frequently referred to in these contexts. 
Therefore I find it appropriate to present his constellation.  
 
Belbin (1993) summarises the main in his extensive researches briefly with 
a few points. He claims that particular individuals in a team take on 
particular team roles and the pattern of role balance in the team exercises a 
crucial effect on the outcome of the work of the team. A poor balance of 
roles would produce poor results, even if the individuals themselves were 
very able in regards to the task they were supposed to carry out. On the 
other hand, a team needs able people in order to succeed. Therefore Belbin 
emphasises that there is not only a demand for the right kind of balance of 
roles in the team, but there needs to be a match with functional roles as 
well.  
 
A plant is a person (in a role) described as creative, imaginative and 
unorthodox. He may be allowed the weaknesses of ignoring details and 
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being too preoccupied with communicating, because he is a solver of 
difficult problems. A resource investigator is an extrovert and enthusiast. 
He explores opportunities and develops contracts, but may sometimes be 
overoptimistic and loose his interest once initial enthusiasm is passed. A 
coordinator is a mature and confident “chairperson”. He clarifies goals, 
promotes decision-making and delegates. His weakness is that he may 
sometimes be viewed as manipulative. A shaper is challenging and 
dynamic, he thrives on pressure. He is the one who has the drive to 
overcome obstacles, but he may also have a tendency to provoke others and 
hurt people’s feelings. A monitor evaluator is strategic and discerning, he 
sees options and judges accurately. His weaknesses may be the inability to 
inspire others and sometimes being overly critical. A teamworker is 
cooperative, mild and diplomatic. He listens, builds and averts friction, but 
sometimes he may appear indecisive and easily influenced by others. An 
implementer is disciplined, reliable and efficient. He turns the ideas to 
practical actions. However, he may sometimes seem inflexible and slow to 
respond to new possibilities. A completer is painstaking and conscientious; 
he searches for errors and omissions. He may be inclined to worry unduly 
at times and is reluctant to delegate. Others may also find him to be a 
nitpicker with certain issues. A specialist is single-minded, self-starting and 
dedicated. He provides knowledge and skills in rare supply to the team. 
However, he contributes only a narrow front and may dwell on 
technicalities. He may also have a tendency to overlook the “big picture”. 
As presented in the constellation, each strength of contribution in any of the 
roles is commonly associated with particular weaknesses as well. Belbin 
calls these allowable weaknesses. He also makes a list of not allowable 
weaknesses that has a destructive effect on the team and its work. For 
example a monitor evaluator cannot be allowed to become cynical and 
illogical, and a teamworker cannot be allowed behaviour where he avoids 
all situations that may entail pressure. (Belbin, 1993) 
 
According to Lind & Skärvad (1997) the organisation of the roles in a 
group should be determined by the work it is supposed to carry out. 
Different types of assignments demand different kind of patterns in the 
group’s role constellation and interaction, and the level of coordination 
needed. Lind & Skärvad divide the type of teams specifically studied in this 
thesis into role-integrated teams and role-complementing teams.  
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In a role-integrated team each member has a specialised role within the 
team, but the individuals need to interact while performing the task. The 
demand for interaction comes mainly because the individual tasks that the 
individual members perform are dependent on each other and performed 
simultaneously, without the interaction the assignment as a whole cannot 
be performed. Therefore the interaction is often planned for in advance. 
However, even though the individual tasks and roles are specified in 
advance, there is a need for the members to flexibly adapt to upcoming 
situations while performing the tasks, since they work as a team. This type 
of a team requires good communicating ability, trained coordination of 
tasks and roles and a functioning chemistry between the members. A role-
integrated team also requires clear goals and leaders that make sure the 
needed tasks and roles are occupied, coordinated and that the team 
members are trained to adapt to quick re-organisations to match new 
situations. (Lind & Skärvad, 1997) 
 
Role-complementing teams also have specialised roles and they are 
integrated as in role-integrated teams, but there is an additional 
requirement of the members complementing each other. The cooperation is 
achieved through tight interaction, flexibility and improvised action. Role-
complementing teams also perform their tasks simultaneously, but they 
must constantly be prepared to complement each other’s personal strengths 
and weaknesses. The members of the role-complementing team have to be 
highly adaptive to each other and arising situations, therefore the leadership 
is not predetermined; the member with the strengths that the specific 
situation requires takes on the leader role and passes it on when situation 
changes to someone else’s advantage. (Ibid.) 
 
The role-integrated teams and role-complementing teams according to Lind 
& Skärvad (1997) can be further analysed in the light of what Arrow, 
McGrath & Berdahl (2000) described earlier in this chapter. A role-
integrated team is the type of group where the appointed leader who has 
created the group and coordinates the team efforts predetermines the ties 
between its members. A role-complementing team may be created by 
someone else outside the group, but the ties between its members are self-
organised and collectively developed.     
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6. Teams and Contextual Dynamics 
 
 
This chapter will discuss some of the contextual factors that may influence 
the internal relations in a work team positively or negatively.  
 
 

6.1. The Team’s Environment 
 
 
Cormack (1987) addresses the issue of the team’s ability to function as a 
team. He recognises that each member of the group comes from an external 
environment made by their homes, offices, classes and/or departments. The 
members bring with them to their teams the problems, concerns and values 
of their respective environments. In some cases these environments act 
supportively, in other cases destructively, and in the later case it has to be 
dealt with.  
 
Bolman & Deal (1991) address the same issue. They recognise that 
individuals spend much of their time in organisations interacting with other 
people, either one-on-one or and in groups. Both individual satisfaction and 
organisational effectiveness depend heavily on the quality of those 
interactions, and the quality in turn often is affected by the individual’s 
social and personal needs that he or she brings to the work place. Only a 
fraction of these needs are actually created by the job and at the job, most 
of them are already shaped when the individual arrives to his workplace. 
Leaders need to understand that groups always operate at two levels: tasks 
and processes, and both levels need to be managed in order to be effective. 
Therefore any negative influences affecting the group’s relationships 
and/or efficiency that come from the member’s environment, if and when 
they are identified, need to be resolved as a conflict situation.  
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6.2. Recruitment of new members 
 
 
Tamminen (2001) recognises that although leaders often have main 
responsibility over the results of the team performance, he rarely has the 
power or resources to build the team he wants. He acknowledges the team 
building process being something of putting together a puzzle, it is 
important that the pieces go together and the recruiter has to have an eye 
for the whole picture.  
 
The odds for making a successful recruitment can be increased in 
Tamminen’s opinion by applying certain measures. First the recruiter has to 
be aware of the purpose and the goals of the team in order to find the 
necessary energy pulling towards the right direction. The greatest limitation 
to recruiting is often the economic and personnel resources. It is important 
to prioritise and find the right balance of skills and roles. Tamminen also 
sees external and internal disturbances that can influence the recruiting 
negatively. Recruiting decisions may be affected by situations where there 
are a number of views about the recruits and they differ vastly from each 
other. Competitors may also further complicate the situation by fishing for 
the same persons; merited applicants are a catch to many employers. 
Tamminen feels that in situations like that the person or persons who 
makes the final decision about a recruit should not let the various views and 
attackers become a disturbance and influence the process unduly. A 
recruitment may also turn out to be an error in the terms that it does not 
work for the team. A ”mistaken” recruitment may for example be based 
solely on technical skills , the recruiter may have missed that the persons 
team skills are not adequate. Such carelessness may have long term 
negative effects and should be avoided to the extent possible. Some 
remedies offered are to discuss new recruits with existing team members 
and ask for honest opinions before making decisions. (Tamminen, 2001)   
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7. Leadership and Teams 
 
 
This chapter is for the exploration of the meaning of leadership in teams. 
The chapter will start with an overlook on the main leadership theories and 
then examine Hersey & Blanchard’s model about leadership styles and 
their correlation to efficiency in detail.  
 
 

7.1. Leadership Theories 
 
 
According to Cartwright & Zander (1953) it appears that the existence of 
leadership requires three minimal social conditions: a group, a common 
task (or goal oriented activities) and differentiation of responsibility (some 
of the members have different duties).  
  
Leadership is a broad theme and although it has been discussed for 
centuries, the only thing that seems to become clearer about the “right way” 
of leading is that there is no one right way. Per Sørensen (reprinted in 
Svedberg, 1997) illustrates the various meanings of leadership, which 
makes it so problematic to explore. He has gathered a list of paradoxes that 
a leader is supposed to balance successfully. For example, a leader has to 
have a close relationship to his employees. It is a precondition for open 
communication, and being able to inspire and motivate. At the same time a 
leader must keep his distance, he must be able to evaluate, judge, and make 
decisions that his employees do not necessarily agree with. A leader has to 
be visible and a good example, but he must also keep a low profile, let his 
employees show and grow. He needs to be open, yet discrete; a visionary, 
with both his feet firmly on the ground; strive for consensus, yet decisive; 
self-assured, yet humble. And the list goes on (Svedberg, 1997) 
 
A popular leadership theory is oftentimes also a reflection of the time and 
society it lives in. The history of leadership theories in the western world is 
considered to begin with Niccolò Machiavelli’s “The Prince”, a 
controversial revelation about human vanity and the lust for power from 
1513. (Ibid.) 
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The rationalistic leadership theories began in the late 1800’s with Max 
Weber’s theories about the bureaucracies. He identified the hierarchical 
leader as an ideal, because it brought stability and predictability to 
organisations. At the same time period Frederick Taylor presented the 
scientific management. His thought was that the management would 
express sensible and clearly defined rules, and that tasks given to workers 
should be logical consequences from stated goals. Henri Fayol is also 
considered as one major contributor to the rationalistic leadership theories 
with his administrative management model. His administrative principles 
of planning, organising, leading, coordinating, controlling and 
communicating when leading people and work processes is the basis for 
modern business administration literature as we know it. (Ibid.) 
 
The human relations school doubted the assumption that a leader (or a 
manager) can be regarded as a profoundly rational and logical person. The 
human relations school brought attention to the psychological and social 
factors that affect productivity, such as solidarity, sense of belonging to a 
group and the existence of an informal organisation alongside with the 
formal one. Kurt Lewin’s classical research from 1938 about authoritarian 
leadership versus democratic leadership showed the direct consequences of 
the leadership styles. The consequences of the authoritarian style was that 
the workers soon stopped thinking for themselves and became less 
independent, while a democratic leader who engaged his workers and 
created common values and goals was soon surrounded by an independent 
and responsible staff. (Ibid.) 
 
In 1980’s the view on leadership shifted, the interest lied no longer in 
finding methods for a leader to successfully organise people, material and 
money, the focus turned instead on the leader and what made a person a 
great leader. This branch was later named the great man theories. The great 
man theories generated an another branch of leadership theories, the 
theories about leadership styles and how they correlated with efficiency in 
an organisation. Two popular theories in that particular branch is Hersey & 
Blanchard’s model about situational leadership and Adizes’ theory about 
the need for different type of leadership in different stages in an 
organisation’s lifecycle. Hersey & Blanchard’s model will be discussed 
further as follows. (Ibid.) 
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The 1990’s dove deeper in to the internal and external psychological world 
of leadership. The past decade generated theories about the meaning of 
leadership for individuals, societies and cultures. For example symbolic 
leadership focuses on how leadership is understood, what it symbolises, 
and what kind of heroes and myths they create to cultures. Strategic 
leadership theorists are trying to find answers to organisations searching for 
methods to deal with a turbulent and unpredictable world around them. 
(Ibid.) 
 
I have chosen Hersey & Blanchard’s model about leadership styles and 
how they correlate to efficiency since I believe it to be useful when 
discussing leadership of teams. Teams can be viewed as mini-organisations 
and, as discussed in earlier chapters, they do pass various stages of 
development. With Hersey & Blanchard’s contribution I wish to extend this 
discussion further in the following chapter.  
 
 

7.2. Maturing Teams and Situational Leadership 
 
 
Lewén & Philip (1998) discuss the common mistake made by many leaders 
of teams and that is not recognising that in all interacting groups, the need 
for leadership varies depending on the group’s maturity. They point out 
that it is important to distinguish between the maturity as a sum of 
individual characteristics that the members have and the group’s maturity 
as a whole, and it is the later form of maturity that should be focused on. 
The group’s maturity as a whole refers to the collective knowledge about 
the assignment at hand, the group’s awareness about their strengths and 
weaknesses in relation to that assignment, what attitudes and value system 
they carry, ability to work together, developing capacity towards taking 
responsibility, their go-ahead spirit and will. Lewén & Philip argue that 
team leadership needs to be adapted to the various stages of maturity that 
the group passes.  
 
Situational leadership is based on the interplay of three factors: the amount 
of guidance and direction (task behaviour) a leader gives, the amount of 
socioemotional support (relationship behaviour) a leader provides, and the 
readiness level that followers exhibit in performing a task. To be more 
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precise Hersey & Blanchard defines task behaviour as being characterised 
by one-way communication from the leader to the follower, and its goal is 
to help the follower to achieve a certain goal. Relationship behaviour is 
two-way or multi-way communication and it includes listening, facilitating 
and supportive behaviours. These two behaviours are separate and distinct 
dimensions as shown in figure 7.2.1, task behaviour is on the horizontal 
axis and relationship behaviour on the vertical axis. Follower readiness is 
comprised of ability, which are the group member’s knowledge, experience 
and skills, and willingness, which are the group member’s confidence, 
commitment and motivation to accomplish the task given to them. Hersey 
& Blanchard emphasise that when they speak of unwillingness it should not 
be necessarily understood as a direct lack of commitment or motivation; 
unwillingness to do a task often has to do with insecurity in the face of an 
unfamiliar task. If the leader does not handle this insecurity it will lead to 
lack of commitment and motivation. (Hersey & Blanchard, 1993) 
 
The model of situational leadership recognises four stages of development 
of a group. The first stage is the start-up phase, where the group’s degree of 
maturity is low. The group’s maturity is not equivalent to the individual 
member’s maturity; the members may be very mature, while the group is 
immature. According to Hersey & Blanchard’s model (see figure 7.2.1) the 
group’s (or follower’s) readiness for the task is low, they are unable and 
unwilling or too insecure to perform the assignment. The knowledge of the 
task at hand is low and the commitment and motivation in the team is 
unrealistic or low. The group is situated in the follower readiness box 
number 1 and they are in need of direction. This follower readiness level is 
than matched with the leadership style (leader behaviour box number 1) 
that is called “telling”. Telling is direct leadership where the leader is 
engaged in task behaviour by providing specific instructions, closely 
supervising performance and motivating the group. (Ibid.) 
 
In the second stage the group has started their work. They are still unable, 
but they are trying, and showing willingness and confidence. The leader 
shifts mode to the selling stage. This stage is box number 2 in leadership 
style in figure 7.2.1, and characterised by high task behaviour and high 
relationship behaviour. The leader is still applying task behaviour, since the 
team still is unable, but he also applies extensive relationship behaviour, 
because the group member’s need support for their motivation and 
commitment. The difference between telling and selling is that selling 
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provides an opportunity for dialogue, it helps members “buy in” 
psychologically to what the leader wants. The leader is now 
communicating, facilitating interactions, listening actively and providing 
feedback. (Ibid.) 
 

 
Figure 7.2.1: Stages of situational leadership adapted to group’s maturity 

(Modified from Hersey & Blanchard, 1993, page 186) 
 
 
In the third stage the group has become mature in relation to their task, but 
they have just developed the ability for the task and have not gained 
confidence in doing it on their own. They are able, but insecure. The leader 
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number 3 in figure 7.2.1. This stage is characterised by low task behaviour 
from the leaders side, the processes becomes more follower or group 
directed. The leader’s task is to provide plenty of support in solving 
problems and soothing apprehension. (Ibid.) 
 
In the fourth stage the group has reached full maturity and become 
independent. The group is characterised by high motivation and 
competence. The group knows their task and each other, and they are both 
willing and able. The leader applies leadership style in box number 4 in 
figure 7.2.1, delegating. This style is  characterised by both low task 
behaviour and low relationship behaviour, the leader turns over the 
responsibility for decisions and implementation to the group. His main task 
is now to merely to observe and monitor, and to be available if needed. 
(Ibid.) 
 
Hersey & Blanchard (1993) claim that situational leadership helps leaders 
to be more effective in their daily interactions with others, because the 
leader’s behaviour is adapted to the readiness of the followers. The leaders 
first and foremost task is to help the group to develop through the various 
stages and this cannot be done with one style only, because no one style is 
effective in all situations. In Lewén & Philip’s (1998) opinion any changes 
in the group’s composition or goals always result in some fallback in 
maturity and therefore the leader should take behavioural changes into 
account when external change is imposed on the group. Hersey & 
Blanchard (1993) further argue that most problems concerning discipline, 
low motivation and bad results can be traced to leadership styles that are 
incorrect for the situation at hand.  
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8. Pre-school Teams 
 
 
In this chapter the empirical material concerning pre-school teams is 
presented. The chapter will begin by providing some background 
information about pre-schools in order to increase the readers 
understanding to the framework of the activity. Further the interviewed 
subjects are presented. I will not account for the interviews separately, 
instead chosen citations will be presented in the text.  
 
 

8.1. Background  
 
 
According to the Swedish law, all municipalities have to arrange for 
childcare to children who are permanent residents and between the ages 1 
and 12. The acceptable forms of childcare, listed by the law, are to be run 
by personnel educated or experienced in children’s needs for care and 
pedagogical activities. The law also states that the size and constellations of 
the groups of children have to be suitable. Further, in Linköping the 
children in need of supervision are promised a placement in a municipal 
form of childcare within four months. (Leaflet from Linköpings Kommun) 
 
I have interviewed four persons from the pre-school sector. Marianne 
Eriksson, is the assistant director for the education unit in Ryd, a unit 
within the city of Linköping in Sweden. She has specific responsibility 
over the pre-school activity for children ages 1-5 years old and registered 
childminding homes in the Ryd region. There are seven pre-schools in her 
area of responsibility, eight starting January 2002. She is the chief of a 
personnel comprised of approximately 65 persons. Marianne Eriksson has 
worked in her position for 30 years, but her title, assistant director, came 
about with the reorganisation of the units in 1994. 
 
Stefan Boson is a pre-school teacher in Ellen Key pre-school in Linköping, 
Sweden. The children at Ellen Key are divided into to separate groups. 
Although they are situated under the same roof, they are in their own 
“departments”. Stefan works with children in the ages 3, 4 and 5, in the 
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department called “Stora Björnen”. He has worked at Ellen Key for 14 
years and is in charge of the 3-year-old’s activities.  
 
Iréne Printz has worked at Ellen Key pre-school in Linköping for 8 years, 
where she came to after the pre-school she earlier worked at was 
discontinued. She also works at the department “Stora Björnen”. Iréne is a 
pre-school teacher, but also the resource person for her pre-school. A 
resource person is in charge of pedagogical development in his/hers 
respective pre-school together with the assistant director and a special 
pedagogue. 
 
Paula Viljanen is an educated assistant nurse. She has substituted in several 
pre-schools in Finland during the course of a couple of years. Her interview 
was added to give some “outside” perspective from a person who has not 
been integrated into the working teams on a long-term basis. It is worth 
mentioning that the fundamental prerequisites for childcare in Finland are 
the same as mentioned earlier for Sweden.  
 
 

8.2. Size and Structures 
 
 
Monica Carlström is the director for the education unit in Ryd. The unit 
also has four assistants with respective areas of responsibility, two are 
called assistant principals and are responsible for the schools in the area, 
there is a superintendent responsible for the youth recreation centres and 
then there is Marianne Eriksson who is the assistant director of pre-school 
activities and registered childminding homes. There are approximately 250 
children and 55 employees in the pre-schools in Marianne’s area, one of the 
pre-schools being the Ellen Key pre-school. (Internal material “Utbildning 
Ryd”) 
 
Stefan Boson and Iréne Printz in Ellen Key pre-school both work in a team 
of six persons and two assistants. Stefan explains that they work together 
with the department for children under 3-years old around certain issues, 
but mainly within their own work team.  
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8.3. Visions  
 
 
The educational unit in Ryd has a written vision where they state that they 
want the children and the youth in Ryd to have a sense of security and joy, 
and learn to learn in order to face the future society as independent and 
responsible individuals. The vision is specified in further details, among 
others it states that in today’s society language is one of the most important 
tools. Pre-schools and schools have concentrated on goals on language and 
communication. The employees working with the vision have been given 
guidelines stating that their work should be characterised by a holistic 
perspective on children and youngsters, sense of security and joy, belief in 
future, mutual respect, responsibility, and cooperation with children, 
youngsters, personnel and parents. (Internal material “Verksamhetsidé för 
Utbildning Ryd”)  
 
Marianne Ericsson reflects over the meaning of the written vision: 
 

“You might think that it is just fancy words, but we have discussed 
this a lot. I want to point out specifically the language part, we work 
a lot with that, and the pre-schools are very good at it, in my 
opinion. Then there is further aspects concerning the children’s 
needs which are stated in the education plan and other directive 
documents.” 

 
The vision is a group effort by the unit’s director and the assistants. 
Marianne Eriksson explains how they started to write down ideas and 
thoughts in the management team when the current unit director started in 
her position three years ago. They made a trip together with the 
management team where they got to know each other, discussed leadership 
philosophy and formulated the vision. Then the documented vision was 
passed around in pre-schools and schools where they added their points of 
view, and the vision was modified accordingly. They take up the vision 
yearly and go through it. In the pre-schools and other units the vision is 
broken up to specific goals and activity plans. Each department work from 
the set goals, and they document their proceedings. At the end of the year 
Marianne makes a summary of the activities carried out in the pre-schools: 
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”...I pick out the things from all 17 departments that everyone stands 
for. Then we take it up at the study day, now in January, and see 
where we are, what we have done, how it looks and if we need to 
change something. It is not an formal evaluation, that is done at the 
end of the term.” 

 
Marianne Eriksson acknowledges that they have had the activity plans for 
two years now. The director of the unit had the idea with her from her 
previous workplace. Marianne found it somewhat complicated at first, but 
now when she has worked with it for a while she finds it very useful. She 
understands that all the personnel has not come that far yet: 
 

”I do not think that all personnel is embracing it [the activity plan] 
yet, we have come different lengths in thinking. You have to think this 
over, but it is useful once you get it. But, like I said, the groups have 
come different lengths there, however, they are all writing and 
making notes in their activity plans. I see it as a supportive tool for 
the personnel” 

 
Iréne Printz sees that the activity plans they have currently is a definite 
improvement to what they had before: 
 

“...Now we have the activity plans with all the goals. But we try and 
improve it even more as we go along. Before we had activity plans 
that we sat and read through, and every year they were revised, and 
it was just layer on layer: we had 10 goals that looked different, but 
when you worked through them you noticed that 8 of them stood for 
the same things. That we have got rid of, so now we have this little 
one, on a couple of pages, and we proceed after the education plan.”  

 
Stefan Boson explains how the overall vision is handled in the departments: 
 

”There is an overall vision for the unit, the one the management 
team has formulated and presented... 

 
...We break it down to our groups of children... 

 
...I am responsible for the youngest children [3-year-olds at the 
department] and I have specific goals for that group of children. 
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...We do not discuss [the vision] that much, our discussions are more 
about these ’themes’, we work a lot with documentation and such. 
That is a much bigger part in our discussions.”    

 
The documentation and the “themes” are specific for the way Ellen Key 
pre-school works. Iréne Printz explains the concept: 
 

“On one hand we document everything that can be of delight to 
parents or children. On the other hand we do what is called 
pedagogical documentation. That is when we for example tell 
children to build each of their houses in clay. And then we sit for 
example with three children and they build their houses and you are 
with them and ask ‘how do you want to this now?’ and the child 
explains ‘here I must have a wall’ or ‘here I want a round ladder’ or 
they can say just about anything. And so you write it up and next 
time when they are going to finish or continue their building, then 
you go back to what they said and discussed last time, so that they 
sort of discover themselves how they have been thinking. That is the 
pedagogical part. And that way both the parents and the personnel 
can see concretely what we are doing in the pre-school. We never 
had such measuring tools before. For schools it has always been 
easy, they have math, Swedish, and all that. We have social 
interaction, psychology, abstract situations, conflict handling, 
cooperative training and things like that. With this [documentation], 
it is unbelievably good, because it is so appreciated and simple, but 
it takes a lot of time. It is sometimes hard to make the time for it, 
because you have to have the pen right on and write and write. We 
prefer to write down exactly what the children say, because they say 
the most awesome things! Sometimes you just cannot believe the 
things they say!”  

 
Stefan Boson explains that the ”themes” relate to the documentation in the 
way that every year the personnel at Ellen Key jointly pick a theme. The 
whole house, both the small children groups and the bigger ones have the 
same theme, and it is a common ground that they all work creatively from. 
For example last year the theme at Ellen Key pre-school was ”I” and the 
year before it was ”Roots”. The theme foundation for common work has 
been implemented for six consecutive years now. 
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Paula Viljanen also recognises the documentation concept as a tool that is 
also used in Finland. The form varies to some extent, the children have 
individual goals set for them, small goals to the small children and bigger 
goals for the older children. The proceedings in the goals are also checked 
every fall and spring, that is, what has been accomplished in the child’s 
development. 
 
 

8.4. Missions and Goals 
 
 
Iréne Printz and Stefan Boson both feel that they work first and foremost 
for the children. Stefan Boson reflects: 
 

“Like this documentation that we work with, it is for the children’s 
sake, and for the parents, to illustrate what the children do here. And 
we get the opportunity to go back and see the development, when 
they began and what happened the next six months, what actually 
has happened during that time... 
 
...It is for the sake of putting the child in the first room, his or her 
skills and abilities, and then showing them for parents and others.” 

 
Iréne Printz acknowledges that although children are their first priority, it 
has not always been so, and situations shift even today: 
 

“...We feel more and more, when we are asking ourselves ‘who are 
we working for?’ that it is in first hand the children, in second hand 
the parents, in third hand the unit, and then comes the municipality 
and all that. But maybe just 10 years ago it was not entirely like that, 
then we worked foremost for the parents, then the social services, 
depending on the situation. Our principals makes themselves 
reminded depending on the situation you are in. If my director of the 
unit comes to me and says ‘now there is a situation like this, so this 
is the money we have and this post has to be cut’, well, you are 
suddenly reminded about the fact that you are working for the city of 
Linköping.”   
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Iréne Printz also discusses their everyday goal in their work: 
 

“...Our work team has the classical visions, we want first and 
foremost that the children feel secure and trust in us, but also that 
they have a decent day with us. As simple as that. It does not always 
have to be so joyful, but it has to be okay for them. And you do not 
always have to be super-activating them, but somewhere in the week 
there has to be something that is a little exiting or something that 
they are looking forwards to, longing for. But to have a decent day 
and to make it as good as possible for the children when they are 
here... 
 
...And we have discussed this a lot. And this we have come back to 
many, many times in our discussions.”   

 
Marianne Eriksson points out that the laws and guidelines from the state 
and municipality also regulate their work. However, she recognises 
children and youngsters as the main principals too, she explains that the 
parents at pre-schools get questionnaires to fill out about how satisfied they 
are with the work done by the pre-schools. At the schools the pupils fill out 
their questionnaires. The results are then used as an evaluating tool when 
planning for work. 
 
The most important explicit behavioural standard recognised by all the 
interviewed subjects is the professional secrecy, a document they all have 
to sign. The professional secrecy is taken very seriously, like Paula 
Viljanen explains: 
 

”[Breaking the professional secrecy] would no doubt be the end for 
doing any work within the profession. The information would be 
passed to all pre-school managers.” 

 
Some other formal rules also apply, Iréne Printz acknowledges the 
regulations that apply for most of the employed in municipalities: 
 

“There is for example [regulation that states] you are making a 
breach of duty if you never have development discussions or you 
never call in parents for parents discussions, or that you have to 
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exercise certain judgement in your clothing and things like that. That 
is written, but of course they can be interpreted in many ways.”    

 
Stefan Boson also recognises some rules of a more implicit nature: 
 

”When we work like this with children, then it is a lot about being a 
good role model, and that is very important, and it applies to 
everything from table manners to how we talk to each other. The 
children notice everything like that. Generally it can be said that 
everyone who comes here and has had some form of education 
knows that you are a role model when you work at a pre-school.” 

 
Marianne Eriksson also discusses implicit rules: 
 

”We discuss how to behave and such things, but that is not explicitly 
written down anywhere... 

 
...I hope that the thing with rules is that it is less rules and more of 
personnel being open with one another... 

 
...For example maybe someone is being a little harsh and someone 
else can point out that ’maybe you were a little bit too hard on this 
person’. That there is certain control exercised against one another. 
And I guess we talk about that sometimes when we sit in groups, 
about how to be and behave and such. But there are no rules saying 
’now you have to be like this or else’... 

 
...Then we discuss extensively values, about how to be with parents 
and such things. But that is not written down either... 
 
...Then of course there are certain common rules that the pre-schools 
have agreed on, for example when they are outside, then the children 
are not allowed to do certain things. But I do not know what exactly 
each pre-school has agreed on in that respect, they are rules they 
have created themselves.” 

 
None of the interviewed could think of any direct sanctions for breaking 
the agreed norms. Stefan Boson explains: 
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“Maybe a reprimand. Telling [the person in question] that this was 
not so good, what you said or did in front of the children. But then it 
is usually pretty serious stuff, and it is our bosses that issue the 
reprimand.” 

 
He does add that he has not witnessed such a situation as of yet. Iréne 
Printz sees it much more common that problems lead to discussions: 
 

“It is almost always like that in our situation, that whatever happens 
around us, the first thing you do is to set off time for discussions, and 
things go from there. Oftentimes we are supposed to discuss us to 
values, norms and how we are going to have things around here.” 

 
 

8.5. Cooperation and Conflict Solving 
 
 
Iréne Printz sees that cooperation skills is the most important 
characteristics that a person working in the pre-school and childcare sector 
must have, but that is not all: 
 

“...You must have tremendous cooperative skills and at the same 
time you must be able to work independently. That is a combination 
you must have 100% if you are going to be good at what you do... 
 
...With good cooperative skills I mean that you have to be able to 
cooperate smoothly, but also be able to assert what you believe in, 
what is important... 
 
...And you should be able to go into multiple work teams, and melt 
in, but still clearly be able to show that a new person has arrived! 
 
...If you do not have good cooperative skills, then it is easy to get 
problems.”   

 
Iréne Printz emphasises however, that cooperation does not equal 
consensus: 
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“...Fact is, we can never discuss ourselves to joint decisions that 
way, we simply have to decide what way we are going to take, 
regardless if I have got there in my thinking yet or not. I call that 
being professional. To do what you have to do, or what you were set 
out to do. And it is a requirement that the joint decisions we make, 
those decisions everyone must stand for. So maybe I do not agree 
completely [with the decision made], but this is the way it is going to 
be in this situation and somewhere I have to stop, because everything 
cannot be about what I think all the time. Then we could never solve 
anything...  

 
...And then it is not only about making decisions, you have to try and 
live them too. We have tried to go even a step further, not being 
satisfied with stating that we will try, but to have the attitude that 
‘this has been decided and that is the way it must be!’ For too many 
years it was too much about trying to talk people on board, the 
attitude has been so unbelievably humble instead of prioritising 
professionalism. But I feel that now we are on our right way. And 
that feels good.” 

 
Iréne Printz recognises that her workplace and the profession in itself are 
the kind that is characterised by people prone to solve conflicts through 
discussion. She does not object to that but thinks it is also important to 
draw a line somewhere: 
 

“[In a good team] the decision making processes should not be long. 
You have to have the ability to waiver certain things. See which 
things are important and need to be discussed in further depth; is the 
question of having curtains one of them or not. You must be able to 
see the larger context. Then there are those who feel very strongly 
about the curtains, but I cannot really agree there, because that is 
not what my working situation is dependent on.” 

 
Iréne Printz also emphasises the need for the right kind of discussions when 
trying to define a problem: 
 

“In a bad team where people are not professional...well, for 
example, let us say that there is a child who screams a lot and is 
kicking and hitting, and then you are going to sit down with the team 
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to find out how we are going to work with it and why it is like this. 
And then it becomes a discussion simply about the child’s social 
situation, how the parents are, and people are putting in a bunch of 
judgements and all kind of oddities, and in the end you have not done 
anything constructive. To me that is not taking your profession 
seriously. That calls for a leader who is very clear about how to 
proceed when defining the problem. It has something to do with 
methodology too, discussion methodology... 
 
...You are there to solve an assignment in your work situation and 
that is something I really acknowledge. To have a professional 
attitude when you are sitting down [for discussions], and that is 
maybe something we should be educated in too."  

 
She also speaks for solving the conflict situations by action: 
 

“...You must take time [to solve the risen problem], but not too much 
time... 

 
...You must do something in the situation [when there is a conflict], 
otherwise you get this situation where you have too much talking 
behind each others back, and that does not make a good climate for 
working. We try constantly to work out and away from such 
situations. Even though there are many people in this house and 
there is some that say that there is a certain ‘social abuse of talking 
trash’ and I can agree to some extent. But people need it, all people 
need it, but it cannot be allowed to go from bad to worse. It has to be 
a ‘friendly trash’ so to say. 
 
...But you sit down and try to work out a solution.”  

 
Stefan Boson agrees that conflicts are best worked out actively, and that the 
solving must start in the team: 
 

”...It is smoothest to try and work it out by yourself [with the team], 
than taking in supervisors and bosses. Then it is often way beyond 
repair when you have to call in supervisors and bosses.”  
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Stefan Boson acknowledges that a good team has to have ‘a high ceiling’, 
there has to be an atmosphere where it is easy to talk to each other both 
about fun things and the hard things, and maybe about private things. Then 
it is often easy to identify problems and solve them before they grow into 
big conflicts. He acknowledges that their team is like that, they exercise 
both carefulness and go-ahead spirit, and they support one another. He sees 
cooperation as crucial, a good team is the difference between enjoying your 
job or hating it.  
 
Marianne Eriksson also sees that in the well working teams she has 
experience from the members have trust in each other. They have faith in 
each other’s abilities and do not need to control one another. In her opinion 
such teams stands for the same values and knows what is important for 
them. She also says that they in the management try to participate actively 
in solving problems, but it usually requires that someone steps forwards, an 
employee or a parent, in order for them to hear about the problems, since 
the management team is not located under the same roof with any of the 
pre-schools. 
 
According to the interviewed there were no arranged joint activities outside 
work time and work place with the purpose of boosting positive 
development of the internal relationships or a positive atmosphere at work. 
Stefan Boson explains: 
 

“...Now I have my own family and all that, so that time is so 
precious... 

 
...Before I had my own family we [people from the work team] could 
go bowling together, or played soccer, but it was with a bunch that 
did not have families.”  

 
Iréne Printz discusses keeping private life off-limits in some way to the 
things that happen at work: 
 

“I have hardly ever anything private with my colleagues and that is 
a conscious choice. But that is something you feel, if there is a 
further demand or wish to meet someone off-work.” 
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After a while, however, she acknowledges that they have made some trips 
to Stockholm with the whole team, not just with certain members, for 
theatre or something alike. She feels very positive about those experiences: 
 
 “...I think you get a different feel for each other... 
 

...You look at each other in a different way. I think that is positive, 
but at the same time I feel that it cannot be imposed on a team [as it 
is often a requirement for work teams at private pre-schools to get 
together for certain arrangements outside work time]”  

 
Marianne Eriksson also recalls that a few teams that she experiences as 
good work teams has arranged to go out together: 
 

”I think they have gone out to the theatre together, and sometimes 
during the term they go out to IKEA to purchase things [for the pre-
school]. They do it in the evening and have coffee together.”  

 
 

8.6. Roles 
 
 
Iréne Printz thinks that there definitely are some distinguishable team roles 
in the team: 
 

“We are alike in one way, and even though there are not any roles 
that particularly stick out, there are definitely clearly distinguishable 
roles, sometimes to the extent that it is just hilarious... 
 
...We have had in-service training where these things [roles] have 
been discussed, and we [in the team] all look at precisely the same 
person at the same time, ‘there we have Iréne [in that role]’ and 
‘there is Carina’ and so forth. So surely, the roles are there.”        

 
Stefan Boson sees also that the functional roles are tied to the team roles: 
 

“Maud and Iréne has been the driving forces behind this 
documentation project and they have taken on themselves to pep us 
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others to take that step, get a feel and take advantage of 
documentation in our work... 

 
...Maud and Iréne are good at it and they are burning for that way of 
working.” 

 
Paula Viljanen recognises that in certain places the different status between 
the childcare nurses and pre-school teachers becomes a clear division in the 
functional roles: 
 

”The childcare nurses do the routine work, while the pre-school 
teachers plan and carry out the directed activities like singing and 
playing... 

 
She continues that this division may become problematic if there is also a 
clear age difference present. Specifically if the childcare nurses are older 
persons who have considerably more work experience and the pre-school 
teachers are young and fairly recently graduated. It may give rise to a clash 
in statuses that can result in resenting behaviour from the older childcare 
nurses. Paula acknowledges that there has been cases where the younger 
pre-school teachers has transferred and tried out other pre-schools because 
the situation has developed into unending disputes and constant resis tance 
to any new suggestions made by them.   
 
However, Paula points out that this is not common and certainly not the 
situation in good teams. There the brainstorming and planning is done 
together and the overall activities are discussed regularly at meetings after 
work. Everyone is taking equal responsibility for everything. 
 
Stefan Boson confirms the observation: 
 

”...In Linköping there is no explicitly expressed responsibility that 
pre-school teachers have that the childcare nurses would not have... 
 
...In some places it can probably be seen that some pre-school 
teachers make decisions about what the others are to do. But not 
here in our team. Of course there are things that someone may be 
very good at and they take responsibility for that part, for example 
Lena and Åsa at the small children’s department are very good at 
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schedules, and they have taken on the responsibility to help the 
others with scheduling. They see to the whole house if there are 
things that need to be rescheduled.”  

 
Marianne Eriksson acknowledges that good teams only need to be similar 
in certain aspects: 
 

”...I have a team which I experience as exceptionally good. They 
have been together for 6 years and they are mixed ages as a matter 
of fact... 

 
...But you can tell that they have the same basis for values and their 
attitudes correspond with each other. There is magic to the way they 
interact with each other, they know exactly where they have each 
other.” 

 
Iréne Printz recognises that it is important to get feedback for the work 
performed both as a team and as an individual, in order to support a 
sustainable positive development of the team: 
 

“We all have our roles and even though I am a very strong person 
and I do not have a need to be seen, I prefer working in the silent, I 
do not need to be the one presented on the podium ‘This is Iréne, it 
was her idea’. Not that way. But it is not the same thing as not 
needing feedback or to be seen by my boss, because everyone needs 
that! And my boss needs to be seen by her boss, so that need is in all 
of us, whatever we work with or whoever we are. And it has been 
somewhat lame in that area lately... 

 
...I can understand that my boss has not had the time to do 
everything. And then I think it is easy to make the mistake of thinking 
that everything is going so well that there is no real need for 
feedback. But there really is a need to hear someone say ‘good! Keep 
doing what you do this way’ or ‘be careful with this’. The whole 
team needs that.” 

 
She does point out, however, that the team members give each other 
feedback within the team regularly at the planning meetings, mostly in an 
analysing and evaluating manner. Stefan Boson agrees that there is a need 
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for confirmation both from the management, team members, children and 
parents. He acknowledges that there can never be enough of that. Paula 
Viljanen also recognises the need for feedback, both negative and positive. 
Negative in the sense that what should be developed in one’s own work and 
positive feedback about what works well the way it is.  
 
Marianne Eriksson admits that the management is maybe not doing all they 
can to give enough credit to the teams working well. She recognises that 
the positive feedback is often indirect, the pre-school team members doing 
exceptional work are often invited to certain events like pedagogical café’s 
where they get to tell other pre-schools about what they do. The education 
unit in Ryd has many exceptional projects that are recognised widely 
beyond the limits of the city of Linköping. Of course formal personnel 
development discussions are held for each employee once a year, but she 
admits that there is a further room for improvement in giving direct 
feedback more frequently. 
 
 

8.7. The Team’s Environment 
 
 
Marianne Eriksson believes that the parents are a group in the immediate 
environment that influences the work teams both positively and negatively. 
She does point out, however, that she seldom sees other than the negative 
cases, because she is not living the everyday life at the pre-schools, she 
only gets called in if there is a problem: 
 

“I have one group right now where they find a child too rowdy and 
they are calling me wondering what to do and what I am going to do 
about the situation. And we have been having meetings and such. So, 
that does affect... 
 
...And I also notice if there is something that the parents find 
disturbing, then they call me, and that affects the personnel, they 
become troubled. If the personnel are not in a stable situation then, 
maybe there is new personnel, then it might begin to falter.”  
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The management has a special pedagogue who is called in for situations 
like that, she goes into the personnel group to support and strengthen the 
team. And together with her and a speech therapist they make a specialist 
group who deals with a variety of issues.   
 
Stefan Boson also recognises the management group as something that 
affects them through the decisions they make about resources. Especially in 
situations where they have applied for extra resources for specific children 
in need of further support. 
 
 

8.8. Leadership and Recruitment 
 
 
Marianne Eriksson describes what she sees as her main responsibilities as 
an assistant director for the education unit in Ryd: 
 

“My most important assignment is to be the driving force of the [pre-
school] activity... 

 
 ...Because that is the most important thing, not to stand still... 
 

...I am responsible for the wellbeing of the children and the 
personnel, and that everything works as it should...” 

 
She explains that her tasks include visiting the pre-schools in her area, both 
by herself and with a pre-school team comprised by her, a special 
pedagogue and a speech therapist. The purpose of the visits is to have 
discussions with the pre-school teams and make sure that everything works 
as it should. She also has the administrative responsibilities of recruiting 
personnel, organising pre-school placements for the children in the Ryd 
area etc.  
 
Marianne Eriksson admits that recruiting is a part of her job that has 
become a problem: 

 
...My responsibility for the personnel feels like a very big portion of 
my job right now, because it is so hard to get new personnel. It 
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consumes quite much of my time currently. That is why I feel stress, I 
have 5-6 positions to be filled by January [2002], and I have 4 that 
are filled... 
 
...But then I have a couple of positions that are in the interviewing 
stage, and we have a week left to get them done. 

 
...It is hard because there is a shortage of people. It is a problem 
right now. We have discussed it with our bosses and they have tried 
to help us with announcements and things like that, but it is just 
hard. It is tough to get hold of pre-school teachers. We have very 
good childcare nurses, but it is important to have a balance, to have 
both pre-school teachers and childcare nurses at a pre-school, but 
there are just not enough of pre-school teachers in Linköping. And 
the situation is the same everywhere, not just in Linköping, but the 
whole country... 
 
...You try to do as well as you can with the applications that you 
have. But it is difficult... 
 
...I write announcements to papers and the Internet for open 
positions, take phone calls, interview and take references. If there is 
any pre-school teachers applying, you feel really happy! We have 
one now and I am just chasing her. I want her to come, because I 
need two pre-school teachers and I have not had any luck so far.”   

 
Marianne acknowledges that the situation is probably going to get even 
more difficult in the future, she feels that even schoolteachers and childcare 
nurses are becoming scarce resources. Currently she has a lot of assistant 
nurses applying for the positions. 
  
The personnel at the pre-school with an opening position gets to influence 
the recruiting process to a certain extent. Stefan Boson says that the 
assistant director and the management team who has announced the 
opening position and received the applications make the recruitment 
decision. The existing personnel at the pre-school come in at the interview 
stage: 
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”If it is a matter of recruiting to us here [at Ellen Key pre-school], 
we get to look at the applications that has arrived and share our 
views about the applicants. Oftentimes it may be so that someone we 
have had as a substitute earlier has applied for a fulltime position. 
So we get to influence the process, and it is very important too, to 
feel that...well, it demands incredibly much from people in order to 
have a functioning work team.” 

 
Marianne Eriksson is not carrying the leader responsibilities of the pre-
school activity all by herself, each pre-school also have a resource person, 
who is more or less a link between her and the pre-schools in question. The 
resource persons are responsible for working together with her and a 
special pedagogue in developing the pedagogical activities in the area. 
Marianne Eriksson describes what other responsibilities applies to resource 
persons:  
 

”...They meet me three times during a term, maybe four times... 
 

...They participate in meetings at the pedagogical centre, where we 
try to enhance new thinking. They convey information and 
knowledge to the other teachers at personnel meetings. There lies a 
special responsibility at the resource persons to take care of new 
personnel whenever they arrive, and see to that they get the 
information that they need. They need to be introduced to policies 
concerning routines for development discussions, education and 
action programs etc. That facilitates my job. The resource person is 
a link between me and the personnel at the pre-schools. Resource 
persons did not exist when I first began, they came about only four 
years ago.” 

 
Marianne Eriksson explains that the resource persons were chosen from 
amongst the pre-school personnel, who had announced their interest to the 
position and applied for it. After that they have not been exchanged, 
although such a discussion has been had, that maybe it should be a position 
where the person changes every once in a while. However:  
 

“...They went out once a year and asked if someone else would like 
to take over, but oftentimes there was no volunteers. And then they 
‘grew in’; they have become something of a management team in the 
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pre-schools. The resource persons have also got to know each other 
very well and they can provide support to each other.”  

 
Iréne Printz was chosen to be a resource person after she had applied for 
the position. She recalls that she was chosen based on her qualities and 
merits. She acknowledges that there has been some discussion about 
changing the resource person every once in a while, but she disagrees about 
it benefiting anyone: 
 

“We [resource persons] have three year behind us now and we think 
that the position does not benefit from switching the person, because 
you collect a lot of competence. And it should be about using that 
competence to be a better resource pedagogue, and we think that is 
the way you should be able to work, to be able to delegate and put 
some arms around your environment, because that you must also be 
able to do. From that perspective it is not right if you are going to 
switch persons all the time and start rebuilding from scratch over 
and over again. You get to one point and then you switch, and start 
over just to reach that same point again, even if people does have 
different kind of competence to begin with. So, the though, I guess, is 
to make something so good out of this that it could in the future 
qualify to be an appointed pedagogically responsible post and that 
way assure the continuance of this way of working.”  
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9. Ice Hockey Teams 
 
 
In this chapter the empirical material concerning ice hockey teams is 
presented. First some background information about ice hockey will be 
given to increase the readers understanding to the framework of the 
activity. Also the interviewed subject are presented. I will not account for 
the interviews separately, instead chosen citations will be presented in the 
text.  
 
 

9.1. Background on SM-liiga, Elitserien and NHL 
 
 
Professional ice hockey clubs, whose players, coaches and main staff are 
on fulltime employment contract, are commonly registered associations or 
limited companies. The Swedish professional league, Elitserien, includes 
12 ice hockey clubs. The clubs playing Elitserien are all shareholders in 
Svenska Hockeyligan AB, who is representing the clubs common sports- 
and commercial interests. These include radio- and TV rights, and the 
shared main sponsorships. The turnover for Svenska Hockeyligan AB is 
approximately 13 million Euros. (http://www.hockeyligan.se)  
 
Riksidrottsförbundet, the national association that regulates team sports in 
Sweden, states in their rules which the teams have to implement, that clubs 
may be reorganised to limited companies, but private interests can only be 
minority shareholders. The original association must hold the majority. 
(http://www.aftonbladet.se) 
 
In Finland the situation is quite different, 12 out of the 13 clubs who play in 
the professional league in Finland, SM-liiga, are incorporated companies. 
There are no rules about how much of the shares can be held by private 
shareholders. This development came about with a change in the regulating 
laws in 1995, that determined that ice hockey players are professionals 
employed by their clubs. This change in the legal relationship between 
players and their clubs ended officially the period under which ice hockey 
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was more or less considered to be hobby- or sport activity, and not profit-
making business. (Suikki, 2000a). 
 
The total generated income of the clubs in SM-liiga for the period 2000-
2001 was 42 million Euros. The ice hockey club Jokerit stands for the 
largest portion with their 6 millions Euros, and smallest portion is 
generated by JYP with their 2 million Euros. Approximately half of the 
income is generated through ticket sales to games, and the other half is 
collected from sponsors.  (Suikki, 2000b)     
 
The North-American professional league is called the NHL, short for the 
National Hockey League. The NHL is played in Canada and the U.S. The 
clubs has been run as private enterprises far longer than in both Finland and 
Sweden. The size and scope of these enterprises are far greater than any 
clubs or sports enterprises in Scandinavia. Often a NHL club is only a part 
of the activity the enterprise is running, for example the NHL club New 
York Rangers are owned by a cable-TV company, who also owns the 
basketball team Knicks and the arena Madison Square Garden where they 
play at (http://www.aik.se). Several NHL clubs have a turnover of 50-85 
million Euros, which is more than the Swedish Elitserien or the Finnish 
SM-liiga has in total. (http://helsinginsanomat.fi)    
 
The ice hockey clubs produce entertainment. The main part of the product 
is the ice hockey game, but it should be understood that it is not the whole 
product. The team itself and its individual players are also a part of the 
product; the whole concept of fan merchandise builds on those grounds. 
The arenas the hockey teams play at can also be considered as a part of the 
experience of going to a hockey game. Restaurant services, V.I.P-booths, 
even sauna’s are just a few examples of how the arena’s add to the product 
sold to the viewers. The definition of what the entertainment product as a 
whole is made of differs from organisation to organisation, country to 
country, and consumer to consumer. (Ibid.) 
  
I have interviewed five persons from the ice hockey business. Torgny 
Bendelin and Mats Weiderstål are the coaches for the Swedish Elitserien 
club LHC (Linköping’s Hockey Club). They were interviewed to air a 
leadership perspective for this study. Torgny Bendelin is a former ice 
hockey player, who has been a professional coach for the past 20 years. He 
has experiences from several teams, among others AIK and Leksand. Mats 
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Weiderstål is a former journalist, who has been coaching fulltime for 4 
years. Both coaches are working their second year for LHC.  
 
Three ice hockey players will air the team member perspective. Juha 
Hautamaa is an ice hockey player in Elitserien for the club Timrå. 
Hautamaa has played 8 years as a professional hockey player. He has 
earlier experience from the Finnish SM-liiga. 
 
Ari Vallin plays in the Finnish SM-liiga for the ice hockey club Jokerit. He 
has played hockey 6 years as a professional.  
 
Ville Nieminen plays his second year for the NHL club Colorado 
Avalanche. This is the 6th year for Nieminen as a professional hockey 
player. He has earlier experience from AHL in the U.S. and the Finnish 
SM-liiga. 
 
To avoid any unfortunate and misguided associations, all the players in 
question have long careers in ice hockey and they are reflecting their 
experiences over this whole period, including a number of teams, coaches 
and consolidations, not just the clubs they play in currently.  
 
 

9.2. Size and Structures 
 
 
Juha Hautamaa describes the main components of an ice hockey team to be 
the organisation’s board of directors, a CEO, a team manager, 1-4 coaches 
and 20-30 players and maintenance personnel. Traditionally, the CEO is in 
charge of the overall economy, which means player contracts, 
sponsorships, fund raising etc. This is also the person that the coach (or 
coaches) negotiates with concerning new recruits. The team manager 
travels with the team and is responsible for the day-to-day economy, 
including flights, busses and food. The number of coaches and their 
respective responsibilities varies. Often there is a head coach with the main 
responsibility of the team’s performance and one or two assis tant coaches 
assist him. The goalkeepers of the team may also have their own coach. 
From among the players one is chosen to be the team captain, two or three 
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others are assistant captains. The main purpose of the team captain is that 
he is the official link between the management groups and the players.  
 
Mats Weiderstål and Torgny Bendelin explain that LHC’s organisation is 
not completely structured that way. LHC does not have a CEO, his 
responsibilities are held by the club’s Chairman of the Board. Further, both 
coaches are head coaches, and they have equal responsibility for results. 
 
Torgny Bendelin explains how they have divided the entire team of 20 -
some players into smaller, manageable units:  
 

“We have a fairly large group, we have a few more guys than we 
need and it is because we have to be able to deal with situations 
where players are injured... 

 
...Since there are five men on the ice for every line-up, those five 
work together as teams within the team. Further we have offence 
lines that work together, and defence players that work in couples”     

 
Ville Nieminen says that organisations in the NHL differ first and foremost 
in size and level of professionalism. For example Kroenke Sports 
Enterprises, the owner of Colorado Avalanche, also owns the basketball 
team Denver Nuggets and Pepsi Center, the arena they play at. A large 
number of people have a fulltime job at the Pepsi Center, not only on 
game-days like the case is at most Scandinavian arenas. The organisation is 
large and very structured; there are different groups in the organisation with 
very specific areas of responsibility, e.g. Player Personnel who is 
responsible for players, the Scouting Group who is in charge of the 
recruiting base, PR-persons who take care of all media and player projects 
and a Community Relations group who is in charge of all relationships with 
the community. There is also much more personnel travelling with the team 
to games that are out of town. 
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9.3. Visions and Goals 
 
 
LHC as a club is not yet an established team in Elitserien. After visiting 
Elitserien the season 1999-2000, they fell back to the lower Division I 
league. However, they managed to play themselves back to Elitserien for 
the season 2001-2002.  
 
Torgny Bendelin explains LHC’s vision: 
 

“The club’s vision about the future is to become an established club 
in Elitserien, and that is what we are striving for now. The goal this 
year is to stay in Elitserien and next year we want to be among the 
eight best teams, and further qualify to semi-finals. Those are the 
explicit goals”  

 
Torgny Bendelin explains further that there is an extra incentive for LHC to 
achieve the first short-term goal. The city of Linköping has agreed to 
discuss building a new ice hockey arena in Linköping if the team manages 
to hold on to their spot in Elitserien. Conversely that discussion will 
probably be postponed to an indefinite time if LHC should drop down to 
Division I again.   
 
According to Bendelin there is a difference, however, in who and how the 
vision and the short-term goals have been created. LHC’s board of 
directors has formulated the vision. The team, within the framework of the 
vision, then creates the short-term goals. Bendelin comments: 
 

”It is not the team’s or the player’s task to create visions for the 
[organisation’s] future, their task is to set internal goals and create 
visions about how they are going to make them happen.”     

 
The practice seems accepted by many other teams as well. Juha Hautamaa 
describes the process of setting goals for the season: 
 

”First we discuss possible goals in smaller groups, then the team 
gathers and the results that the small groups has come up with are 
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written on a board. A joint decision is negotiated to, it is something 
of an average from the different results.” 

 
While asking Hautamaa if a coach may decide the goals for the season all 
by himself, he thought that it may happen, but rarely, joint processes are 
highlighted in these respects.  
 
Ari Vallin further explains that team goals are also supported by personal 
goals and vice versa. His team Jokerit has a common goal to finish as 
champions in SM-liiga, but he, like the other team members, also have 
personal targets in terms of points made etc. He finds them to be 
motivating, since they often also have a positive effect to the content of the 
pay cheque. 
 
When asked if personal goals could compete with the team goal, Juha 
Hautamaa could not think of any such situation. He believed that if a 
player’s personal goal is to make the national team and make a certain 
amount of goals in the season, it could only benefit the team.  
 
 

9.4. Mission and Individual Goals 
 
 
Torgny Bendelin answered the question of LHC’s purpose by discussing 
the concept of playing for the club, he said that ”having heart for the club” 
is one frequently cited purpose. LHC is the only team both from the city of 
Linköping and the region of Östergötland playing at the highest level of ice 
hockey in Sweden. Therefore they consider themselves representatives of 
both Linköping and Östergötland in Elitserien and they take great pride in 
that. But in comparison for example with a regular limited company, they 
are not trying to maximise monetary profit for a certain group of people. 
Even though LHC has currently a very good economic situation and 
generates a turnover of approximately 4,8 million Euros, the money is not 
seen as the primary purpose. Surely it is recognised that if good economy 
does not exist, it diminishes the resources available and the possibilities to 
generate good results. So money does help while running the business and 
the best way to generate income is to play well.  
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Ville Nieminen sees a difference in NHL where the business is bigger. The 
team is run more professionally in the sense that it is more a business 
enterprise than a sports club. After all there is a lot more money involved in 
the NHL than in ice hockey anywhere else. The team is managed 
professionally and the players are more professional. The players see 
themselves first and foremost as representatives of their occupation and 
that is followed by the representative role for the team and the sport. 
 
Behaviour standards do exist in ice hockey teams, both on explicit and 
implicit level. LHC has explicit guidelines about a range of things, Mats 
Weiderstål describes: 
 

”We have rules in connection to the hockey activity, that is the ice 
training. You have to show up a certain time in advance, prepare 
yourself mentally, concentrate, warm up, and so forth. Then we have 
other rules about what we eat and how we eat. Maybe they are not 
that formal rules, more like unwritten...  
 
...Even about how you manage your partying during the game 
season, or how you manage your physics. We have a bunch of rules, 
some more formal than others.” 

 
However, most of these rules are understood more in the fashion of an 
agreement, Bendelin and Weiderstål do not consider sanctions to be the 
best regulating factor in their team. Bendelin and Weiderstål believe self-
regulation to be currently the most effective way to manage the upcoming 
situations. Bendelin describes why self-regulation works in ice hockey 
teams: 
 

”The players know the competitive situation that we are in, and if 
they do not behave themselves, or do not live up to the expectations...  
 
 ...Like if a player is behaving listless at a game someone else will 
soon replace the person in question. There is an immense 
competition in professional sports... 
 
...There is a pressure on us from the outside [by players who try to 
make the team], since we are the ones who take out the team and 
make the decisions, but we can also transfer that pressure on the 
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players [who has made the team] by handling situations in a certain 
way”   

 
Mats Weiderstål has a similar opinion: 
 

”The group pressure does [regulate] more than our pressure. That 
is, that you are not letting down your coaches as much as you are 
letting down your teammates if you violate the rules. But that is also 
a goal generally for a leader of a team to try and build up that kind 
of group pressure...  
 
...That the team has its own soul, that you feel that you are failing 
them [the team] and not the coaches. Otherwise it would not be that 
effective [if the pressure only came from the coaches]”  

 
Torgny Bendelin does however cautiously admit to certain type of 
sanctions existing, like sometimes a player or two has been known to be 
picking up pucks after practise.  
 
Hautamaa has experiences from teams where there are direct sanctions in 
the form of fines. The fines concern mainly practical situations like being 
late for practice, breaking the stick and taking a stupid 10 minutes penalty 
at a game [given for unsportsmanlike behaviour]. However, the players 
eventually use the collected fines, for example by paying for an evening out 
after the season ends. 
 
According to Nieminen Colorado Avalanche also uses fines as a 
controlling method, but not very extensively. Nieminen does not want to 
call what they have rules: 
 

”...They are more like instructions. No one is going around actually 
controlling if they are followed. Of course, if the coach sees you on 
your way to your hotel room after 11 p.m., which is the curfew the 
day before a game, you are fined. But there is nobody going around 
checking with the specific purpose of controlling if you have 
followed the set curfew” 

 
Mats Weiderstål does not believe fines to be a good way to sanction players 
for breaking rules. He sees that one immediate problem with a fining 
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system is that it may give rise for the opportunity of weighing the fine 
against breaking a rule: 
 

”It may be worth taking a little fine for the exchange of partying one 
Friday night.”  

  
Most of the interviewed agreed that the team’s values and culture have 
more effect on the team member’s behaviour than rules and regulations. 
Mats Weiderstål explains that mutual respect is one of the most important 
ingredients when welding the team members together:  
 

”Maybe everyone does not like everyone, that cannot even be 
expected... 
 
 ...There is a big difference to Elitserien today. In the past you could 
have a team where everyone was between 22-24 years old, today you 
have some who are 35 and have three small children, and others 
who are 20 and does not have a girlfriend, and that is quite a 
difference...  
 
...But I do not think that it [similarity between team members] should 
be striven for either, I think it is good that players have differing 
social circles... 
 
...What matters is that there is great respect for each other and that 
there is no condescending behaviour [towards one another]. 
 
...In order for a team to accomplish something together, it is not 
enough that everyone is pulling towards the same direction, you 
must have loyalty too”   

 
Juha Hautamaa adds to the concept of respect that it also applies as an 
implicit agreement to relations outside the team, for example towards the 
media: 
 

”There are no rules for behaviour [against persons and groups] 
outside the team, like towards the media, but common sense rules! 
Everyone understands that trashing your team behind their back 
backlashes eventually on your own career.” 
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9.5. Cooperation and Competition 
 
 
Cooperation in a team is something of a condit ion for them to perform any 
work of value, but what factors affect cooperation? Hautamaa starts by 
discussing the meaning of team spirit: 
 

“Mental agility is important, a poor teamspirit [off-ice] cannot be 
transformed to a good one on ice”  

 
Mats Weiderstål agrees: 
 

“As a leader one is conscious about the meaning of having a team 
that functions even off-ice, because it reflects on how they can 
cooperate on ice.” 
 

Ari Vallin makes a point by stating that success like winning a 
championship requires an efficient way to cooperate and that in turn 
requires that the team members get along. 
 
Torgny Bendelin also believes that the team’s ability to get along off-ice is 
a condition for working together. He explains that they try to create such 
formations that work together extensively, which means that they can solve 
problems and conflicts by themselves as well as give each other credit 
when they have done a good job. He sees that off-ice activities and having 
fun together are one of many things that can influence the creation of a 
better team. Mats Weiderstål agrees and admits that they try to arrange for 
occasions where the team does other things together than just work, but the 
tough Elitserien schedule is something of a restricting factor.  
 
The awareness of the importance of a positive atmosphere that gives rise to 
teamspirit seems to have resulted into ice hockey teams arranging for 
events and activities outside work time and work place in order to boost the 
positive development of the internal relationships. All the interviewed 
described it to be a widely spread practice. Hautamaa reasons: 
 

“Ice hockey teams spend much more time together than teams at 
normal work places, the team just has to get along. Coaches arrange 
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for all kinds of activities and evenings together in order to weld the 
team members together.” 

  
Ville Nieminen agrees that it is an absolute condition for the team activity 
to get along off-ice as well as on ice, since they spend so much time 
together travelling, living in hotels, playing and training weekly. 
 
At the same time as cooperation is crucial, there is an another aspect to the 
game: competition between the members of the team. Torgny Bendelin 
explains: 
 

”The thing is [in ice hockey teams] that you can be a team member 
even though you are playing in different formations [within the 
team], and there is competition between the different formations... 
 
...It is good with a little competition and battle between the 
formations internally. Like when we are practising, we are 
practising against each other. If it is too nice with ”oh dear friend, 
are you okay after my tackling?” Then it is not good either. There 
has to be some rivalry too... 

 
...We want competition and rivalry when we practise, but in between 
practises and trips, as soon as one enters the dressing room, it needs 
to be shaken off. Good comradery on the side.”  

 
Hautamaa sees that individual goals are the driving force in teams, 
especially if the team is not a top team. He sums cooperation and 
competition into one sentence:  
 

“Practise for yourself, play for your team.” 
 
Mats Weiderstål talks about finding a balance between collectivism and 
individualism, which he sees as a problem that they as coaches share with 
many other leaders in different work places. He sees it as a problem if it is 
so that only the team or group acts, and the individual does not feel like he 
is growing. He describes it as a “school class syndrome”: 
 

“...I think that in a team where there is tremendous loyalty and 
humbleness, maybe to the point that it starts resembling school class 
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behaviour towards the coaches and all that, it can become almost, 
well, too loyal. There is no one who is sticking out. Sure, in the 
cooperative forms of working it becomes very efficient, but your 
team’s game also becomes very predictable. It is always about trying 
to find a balance between individual performances and the collective 
performance. So, there might actually arise a need for some egoism, 
individuals who really like to be seen, and step up... 
 
...We had something of a school class syndrome last year, so we felt 
that we were looking for guys who wanted to be something of a 
“star”, wanted to be seen. We felt that the group could handle it. But 
then there is a limit too, if there are players [in the team] that 
becomes “diva’s” to the extent that it creates irritation in the other 
team members, then it may start to damage [the teamwork]. But that 
is something that needs to be balanced constantly.”       

 
Hautamaa agrees that different kinds of persons are, and should be, always 
an enrichment to a team, but also acknowledges the limitation that it is only 
allowable to the extent where it does not start tearing on the teamspirit and 
the team’s performance. When differences blow up into an open conflict 
due to someone’s bad behaviour and disrespect against the other members 
of team, the situation is quickly handled:  
 

“[The person] finds himself quickly having a one-on-one talk with 
the coach, and if that does not help he has the next discussion with 
the CEO of the club. Or the person in question may also find himself 
in an another team.” 
 

Ville Nieminen airs his experiences about the different perception to 
conflict situations in the U.S. compared to Scandinavia: 
 

“Here [in the U.S.] conflict situations are understood completely 
different [compared to Scandinavia], there is an understanding for 
that ‘it is not people that fight, it is the game that fights’. Everyone 
are professionals and conflicts are not taken personally!”  

 
He also points out that team spirit is more or less vulnerable depending on 
how well the team has succeeded in their work. In Colorado Avalanche 
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they have no problems, since there are a lot of players and they have had a 
fair share of success to reward their efforts.    
 
 

9.6. Roles 
 
 
According to the experience of all the interviewed an ice hockey team is 
created by the coaches in cooperation with the club organisation’s people 
who have been appointed responsible for the economy concerning player 
purchases. 
 
In ice hockey teams the players ”team role” has a very high importance. 
Mats Weiderstål explains: 
 

”Generally it can be said that the hockey-technical qualities are 
much less in the grounds for the evaluation of a player than the 
general public thinks. We consider and weigh mental qualities and 
personal qualities a lot more [than what the public may think].” 
 

Torgny Bendelin agrees largely with this view. He explains that when a 
team is created, they look for different kind of personalities and characters: 
 

“A player can have one role on ice and another off-ice, in the 
dressing room. It [creating a team] is a matter of filling these roles 
and get a good total...” 

 
...During the team creation process you are looking for different 
personalities, different kind of characters. But it is a little dependent 
on what needs you have too. It can be so that you are looking for a 
good power-player on ice, but at the same time you are looking for 
someone to ease up the atmosphere in the dressing room, or 
someone with leadership character.” 

 
Mats Weiderstål does not disagree, but critic ises the situation in the other 
extreme:  
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...A good player that does not go well with the team, or does not 
function well in the team, does not benefit the team much. Because as 
the situation is today, where everyone is so well trained and have 
good opportunities for training, the differences in player’s technical 
qualities are quite marginal.”   

 
Juha Hautamaa sees the different roles, both on ice and off-ice, to be the 
main components when trying to establish a successful team: 
 

“There has to be a balance in the team, players with good skills but 
also players with good mental qualities... 

 
...The chemistry has to work, there has to be young and hungry 
players but also older and experienced players who cool down the 
game. There has to be speed, hardness, strength, craziness, and a 
large enough portion of everything. Having just one of the qualities 
mentioned is not enough to make it in the professional leagues today. 
However, some qualities are more represented in one team than in 
another.”   

 
But Hautamaa does not either want to weigh the importance of personal 
qualities over talent and skills altogether: 
 

“You have to understand that you cannot drive a moped to the 
highway. If you do not have enough talent and skills, then you cannot 
be fighting for the championship” 

 
He does however recognise that there are some teams in the Finnish SM-
liiga who do not have the resources to play for anything else but positions 
8-13 in the league, year after year. It does not make them necessarily 
failures as teams. He says that some of those teams have good internal 
conditions and the guys enjoy playing. They are simply good work places. 
And if you as a player play well, you always have the opportunity of being 
scouted to a better team and that works as an incentive to perform at your 
personal best. 
 
All the interviewed agreed that while functional roles can be and has been 
given for players, off-ice roles often cannot. Torgny Bendelin describes 
how the player’s on-ice roles are explained to them: 
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“It is quite explicitly explained [to the players] what is required in 
each position, like if a defence player is supposed to be more 
offensive or defensive. We have been quite careful with explaining 
these roles. Plus it may happen that players need to switch roles, like 
right now we have three centres injured and that means that we have 
to move someone else to centre position. Then it is crucial to explain 
that role, what is expected for that role, and most importantly what 
the other players expect from that role. Ice hockey is much more 
detailed than most outsiders ever understand. There is an enormous 
amount of roles, in power play and box play, different defence 
situations and offence situations, and all of them require different 
actions. 

 
Bendelin states that his assignment is enormous and time consuming due to 
the fact that ice hockey is a game where many different roles have to be 
programmed into individual players since the game in itself has so much 
speed, that it leaves no time for thinking. The players have to rely on their  
in-programmed reactions. 
 
Mats Weiderstål holds a similar perception about the functional roles: 
 

“...Hockey is a sport that is technically immensely hard, one of the 
hardest, and it is played in a limited space, so cooperation is 
important. Therefore it is also fairly controlled, how players are 
supposed to act in situations with respect to each other and the 
opponents. Players cannot just jump in and try to find their role 
freely. We form the team and tell them what position they play, each 
formation of five on ice have clear guidelines on how they are 
supposed to act in a number of situations, both in respect to each 
other and themselves, and how they are supposed to read 
situations... 
 
...[When the opponent has the puck] they know who is supposed to 
go forwards or backwards, who marks who, who skates into the 
corners. It is very controlled. But when we have the puck some things 
are controlled, but other things are better solved if the players get to 
be creative and solve the upcoming situations in the spur of the 
moment. There are certain things that a player solves better in a 
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100th part of a second than we [the coaches] could, if we so racked 
our brains sleepless a whole night.”  

 
Although off-ice roles cannot be given, Hautamaa acknowledges that the 
team role is moulded in the interaction with the team, and the coach may 
have a significant role in supporting the formation of those roles. 
 

“The coach may support by for example encouraging: ‘the other 
players listen to you, so make some noise in the dressing room!’” 

 
Ville Nieminen also acknowledge that team roles are not dealt to the 
players, they develop in interaction with the others: 
 

“...Some people just makes more noise than others in the dressing 
room, some people forget things and we laugh at that. [The goal 
tender, Patrick] Roy might even be rude, but it is because he wants 
to win.” 

 
 

9.7. The Team’s Environment 
 
 
All the interviewed who reflected around their experiences from Sweden 
and Finland spoke about the importance of the other work groups 
surrounding their team, the organisation’s management, maintenance 
personnel, formal and informal leaders, fans and media.    
 
Both the coaches and Juha Hautamaa listed the organisational management 
in the club as the most influential, since with the decisions they make about 
the use of resources affect the framework in which the team works. Mats 
Weiderstål also emphasises the importance of the maintenance personnel: 
 

“...In the day-to-day work, when it comes to atmosphere and 
everyday life here [at the workplace], if the players are excluded I 
would say it is the other leaders who are significant. We have two 
persons in charge of materials who works fulltime, and one guy in 
physics and diet, who is simultaneously the team manager [in charge 
of the day-to-day economy]. Their concrete tasks are only half of 
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what they do, the other half is how they are as persons. Their ability 
to heighten the spirits, be difficult or service-oriented, has a 
significant effect on the atmosphere in the dressing room... 
 
...If there are some people who create a pleasant atmosphere just by 
the way they are, it is certainly as important as how well they 
sharpen the ice skates or put tape on sticks.”   

 
The interviewed agreed that media has an effect on the team atmosphere, 
for better or worse. Juha Hautamaa explains: 
 

“When things are written about the team [in papers], whether it is 
good or bad, the players do read them and the writings are often 
discussed. An individual player being praised or insulted is just 
something they have to learn to ignore themselves, it is the 
journalist’s job to praise or insult, that is just the way it is. Of 
course, some players take it more personally than others do. In my 
opinion it is much more serious when certain situations are created 
by the media, for example when there is wide spread speculations 
about a player trade the day before a game, like we had in our team 
just recently. A player was trashed [in the media] and there were 
speculations about another player who may be signing a contract 
soon and replace him. This caused tremendous pressures on the 
player in question and he made several mistakes at the next game 
only due to nervousness and pressure, mistakes he normally does not 
make.”   

 
Hautamaa also acknowledge that fans that are present at games have an 
instant effect on the team’s mental agility: 
 

“If the fans boos and shouts insults to their own team on ice, it 
instantly decreases the mental agility. The opponent’s fans do not 
have a significant effect, because their noise is usually directed at an 
individual player. If they are screaming ‘Hautamaa go home”, it is 
not that awful...”  

 
Ville Nieminen agrees that media and fans affect the team’s performance 
and spirit, especially during bad times. Nieminen further contemplates 
about the difference between the life in a team in the Finnish SM-liiga and 
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NHL by rounding up numbers: in Finland the teams play approximately 57 
games a season, in NHL 82 games. Last year when they went to the finals it 
was an addition of 23 games. This year there is also the Olympic Games, 
which means yet additional games to many of the player’s schedules, 
including his. Nieminen explains the implications that has: 
 

“...The players are almost always from elsewhere in the U.S. or the 
world, so they do not have family or friends in Denver [hometown of 
Colorado Avalanche]. Therefore it is important that they feel at 
home in their team... 
 
...The organisation arranges for joint activities to some extent, but it 
is the wives of the older player’s that are really active in arranging 
things to do together... 

 
...We have events together where even the families are included, as 
often as our hectic schedules allows it, we have for example 
Christmas parties, Super Bowl parties, Halloween etc. The wives and 
girlfriends also have their own activities while we are not around... 
 
...We [players] are away from home [at games out of town] 
approximately 80 days a season! So it is important that the wives 
have joint activities to keep them busy.” 

 
Nieminen says that the team members take very good care of each other, no 
player is supposed to feel uneasy, at least not because he is alone in a 
strange city. Generally he feels that there is support and help available in 
all thinkable ways. For example the players have a 24-hour hotline where 
they can call about any problems they have, including difficult things like 
alcohol, drugs and gambling. No one is left to get by on his own. 
 
Torgny Bendelin and Mats Weiderstål also discusses the special situation 
that they have as leaders, the enormous pressure they have to deal with 
because their job is as public as it is, and the implications that has. 
Weiderstål explains: 
 

“This is a job, and there is not many jobs like this, where you get 
such instant response to how you are working in terms of results. 
There is a game every other day and it is just the latest game that is 
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meaningful, that is the basis for people’s view on how you have 
managed your job. So, surely this is like no other job. If you are a 
manager for a company you get maybe two years before an 
evaluation is done. Here it is just the latest game... 
 
...But then the media plays a big part in that too, since this is a job 
where people have constantly opinions about how you are managing 
it... 
 
...Then I also believe that leaders have different abilities to tackle 
media too... 
 
...The closer you get to the top, the more important certain qualities 
become. I think that maybe as an Allsvensk soccer coach or 
Elitserien ice hockey coach, the thing that is crucial for surviving in 
the business is maybe not so much the soccer or hockey knowledge 
you posses, but the qualities that makes you put up with the constant 
evaluation and criticism. Because if you start feeling bad about 
people constantly having opinions about you, and when the papers 
are writing negative things about you, then I do not think you want to 
work for much longer.”       

 
Torgny adds: 
 

”We [coaches] are in a situation that if it does not go well, the 
easiest and fastest solution is to replace one person, the coach, 
because you cannot replace 20-22 men [the players]. You cannot 
even replace 5-6 men. And that makes our position a very exposed 
one... 

 
...What makes sports so special is the enormous demand for results. 
We basically get a results analysis three times a week, since the 
games are our results analysis’s. And we are evaluated by a number 
of journalists... 

 
...Plus you have the score table where you can see loud and clear 
how you are doing in relation to your competitors. This results 
frenzy causes people to attack when the smallest little detail is not 
perfect: ’what is wrong? What is not like it should be? Why is it this 
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way? Why is not power-play going like it should?’ And it is a tough 
situation. And maybe the real reason behind it is that one person is 
not comfortable, or someone is having problems at home. It can be 
any number of factors playing in. So, as a coach you are held 
responsible for many things, even things that you sometimes have no 
power over.”  

 
 

9.8. Leadership and Recruitment 
  

 
The tasks and roles of a coach in an ice hockey team are many. Mats 
Weiderstål explains that they prepare the team physically; practise on ice 
and off ice for strength and condition. They are also responsible for 
creating the team, recruiting, deciding who plays with who, and how the 
cooperation processes are formed. They prepare the team for games as 
well, it may call for individual redirections with respect to the team they 
are playing against. The work also involves keeping the team together 
mentally and heightening the spirits. Then a number of other things that 
belong to the coaches on the side of the immediate team, such as speaking 
to sponsors, visiting companies and junior teams. 
 
When it comes to being a leader to the team Torgny Bendelin admits that 
he tries to be a leader who acts according to the situation. He explains: 
 

”I would say that I have a leadership mix, some things are situation 
related, and some things are never changed. The situation related 
leading may come to expression in ways as when, for example, it 
goes very well for the team, then you take a step back as a leader. 
But when the team is vulnerable and it is not going well, then you 
take a few steps into the team instead, and make your role clearer... 

 
...And then I might think that in this job, where we have 50 rounds to 
play, it is obvious that we [coaches] are in greater form at the 
beginning of a series. Now when we are right in the middle of the 
routine everyday life, then you are a different kind of leader as 
well.”  
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Mats Weiderstål also discusses different types of leaders, and finding the 
balance in the leadership style: 
 

“...A leader that is so strong that he directly controls everything, 
does not give individuals room to grow. I have seen that happen in 
clubs, even those at the top, nobody blooms out, nobody gets better. 
The team gets better and better, but no one feels that they are 
developing as an individual, and that is not good either... 

 
...I experienced that as a journalist as well. We could have very 
strong leaders who got up and told exactly what we would do for 
articles and everything, and they thought that they were brilliant 
leaders. But in the end everyone who wrote articles just died. There 
was no joy; you just got assignments thrown on your desk. But then 
there were leaders in the other extreme, everything was incredibly 
woolly, ‘Do what you want’, but eventually you only had half a 
paper of articles... 
 
...And that is the way it is for sport teams as well, the hard part is to 
find a structure where you have some guidelines and some tightness, 
but if the individual drowns, then it is not good either. The art is to 
find a balance.”   

 
The players all seem to respect the hard work that the coaches do and the 
multiple roles they have with the various stakeholders. They all 
acknowledge that they want and need the coaches to ask, discuss and give 
feedback. Juha Hautamaa explains that the coach has a central role in 
making or breaking the team: 
 

”...How the team is constructed, what kind of players has been 
bought and what their price/quality relation is. In other words how 
good the coaches and the CEO’s are in their work [as recruiters]. As 
leaders they should be neither too passive nor too active... 
 
...Basically they have to be able to get the maximum performance 
with the material they have every day... 
 
...They also have to be able to zero out good games as well as bad 
ones, focus the team’s concentration to the next game...  
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...A bad organisation wastes money, the pay cheques do not arrive 
on time, average class players get top class salaries. The coach is 
screaming his head off and meddling in the players private life which 
is in no ways his business.” 

  
Mats Weiderstål recognises that the environment may affect the leadership 
style of a coach more than many people think: 
 

”I would say that it is fairly common that when it start going down, 
at this level where you are exposed to a constant rain of opinions, a 
common mistake is that you start changing and roving in your 
course. If we assume that you have worked one course since August 
and you are in that course August, September, October, and then you 
start getting beat up. If you get beat up at 3-4 games and everyone is 
writing that this is the end of you, that you are worthless and should 
resign, the players are starting to whine and all that, then it is really 
easy to start changing the course... 
 
...And oftentimes the problems are not on that plain, instead it may 
be a mental thing or something else. The margins that makes things 
go bad are very small, but if you start roving and deserting a course 
you have used three months to build up for a new course you have 
had a week, it usually is very short-sighted. Soon you will be back to 
your old course anyway. So, it is best if you can be strong and keep 
your course all the way.”   

 
The interviewed subjects also pointed out that the coaches are not the only 
leaders in the team. As explained earlier the team also has a captain and 
two or three assistant captains. Ari Vallin explains: 
 

“The coaches create the game, so they are the main leaders. The 
captains have leading roles as well, they have the main 
responsibility when the coaches are not around.” 

  
Juha Hautamaa describes the captains as exemplary team spirit creators and 
fighters on ice. The captains are the link between the players and the 
management. They are either appointed by the coaches or voted to their 
positions by the team.  
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Weiderstål and Bendelin appoint the captains for LHC. Mats Weiderstål 
explains the criteria used: 
 

“We make a judgement about who we think are leaders in the team, 
and who can, if they are given the status, become good leaders. But 
then there may also be informal leaders in the group, persons that 
you maybe have not appointed, who appear during the season. That 
can be both positive and negative. It is important that the informal 
leaders and the formal leaders pull towards the same direction, 
otherwise you do not stand a chance as a coach. Then you have to 
find a way to break it up somehow.” 

 
Nieminen also acknowledges the world famous stars in their team, like Joe 
Sakic, Patrick Roy and Rob Blake to be something of spirit raisers and 
informal leaders to the team because of the status they have. They act as 
examples for many of the younger players in the team. He does feel, 
however, that sometimes the coaches direct hard, even at times unnecessary 
criticism against the ‘lower category players’, because the ‘big guns’ need 
to be taken care of and kept happy. But in the competitive situation that 
exists, that is just something to be lived with. 
 
The recruiting of players is done by the coaches in cooperation with the 
persons in the organisation who are responsible for the club’s economy and 
that the available resources match the player’s contract salaries. The club’s 
CEO and/or Chairman of the board usually carry these responsibilities. The 
players in the team also have some influence in the recruiting of new 
players. Ari Vallin and Juha Hautamaa point out that it is mainly in the 
situation where a coach expresses his interests towards a certain player. 
Then players who has worked with the subject of interest previously may 
be asked for an opinion on whether the player could fit their team. 
 
This activity, doing background research on players, is called scouting. A 
difference between Scandinavian leagues and the NHL is that in Sweden 
and Finland the recruiters do the scouting themselves. In the NHL there are 
hired specialists, situated all over the world, in charge of the scouting 
activity. Torgny Bendelin describes recruiting routines: 
 

“We ‘scout’, that is talk to players and leaders that has worked with 
the player [that is a potential recruit] before, and clubs he has 
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represented previously, about how he has conducted himself. We 
also test our new players sometimes... 

 
...But of course it is hard, just because someone has been one way in 
one team it does not guarantee that he will be the same way in 
another team. I have experienced that many times. It is completely 
dependent of what roles that player gets in the team.” 

 
However, both Weiderstål and Hautamaa make a point of the fact that 
although recruitment is important and has to be given appropriate attention, 
it is not something that belongs to their everyday work. The average 
turnover of team members during a season is merely something like five 
players. Weiderstål says that he and Bendelin has made a conscious choice 
to try and keep the recruiting period limited to the pre-season and keep the 
processes as short as possible, because recruiting always creates certain 
anxiety in the team.  He does not feel that it is especially hard to find 
recruits either: 
 

”[The player market] is almost like a raw material exchange market, 
it was not like that 10-15 years ago... 

 
...Basically all players today have an agent who sends out faxes and 
call us when a player’s contract is running out and they are 
available...  

 
...Now there are many clubs reading the faxes and calling the agents, 
picking players and trading in the middle of the season. And some 
players are really good at marketing themselves and presenting how 
many points they have made. But I get the feeling, when I am looking 
at the situation as a coach, that maybe all clubs have not learned to 
handle the situation altogether.” 

 
Ville Nieminen sees the situation in the NHL to be somewhat the same as 
in Scandinavia, the players do not have extensive influence over 
recruitment’s made there either: 
 

“The older players and the star players, or the players that have a 
significant role in the team, are often asked for an opinion in the 
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lines of ‘how would you like to play with this guy?’ and ‘do you think 
you would play well with this guy?’... 
 
...The [talent] scouts are the ones doing the research on players and 
they may come up to me and ask about certain players if they know 
that I have played with them previously. But usually the players they 
have questions about are the ones that are somewhat ‘unknown’ to 
them, like players from Europe... 
 

He notes that it is much more common that coaches from Finland calls him 
up to ask about players elsewhere who are planning to move to Finland to 
play. 
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10.  Analysis 
 
 
This chapter will provide for an analysis of the empirical material within 
the frame of reference given in this study.  
 
 

10.1.  Size and Efficiency 
 
 
Ice hockey teams are often at the upper limit of the small group’s 
theoretical size and thereby maybe not at the optimal efficiency level. 20-
30 players are still a necessity to the sport, since they can suffer 
periodically of larger amounts of injuries in the core team and therefore 
they have a demand for keeping players in “reserve”. However, the way to 
deal with a large team seems to be to divide it into smaller teams that work 
together. As Torgny Bendelin explained that team members practice as a 
line-up of five men, which at times is split up so that the offence line of 
three men and the defence couple, and they work separately at their tasks 
and roles. The size of these smaller groups comes much closer to the 
optimal size in terms of efficiency, productivity and problem solving 
ability. The problems that Cormack observed with a large group was for 
example the danger of split-ups and sub-group formations which in turn 
would increase the danger of conflict between the sub-groups. This does 
not seem to be an obvious danger with ice hockey teams, since it is in the 
strategic nature of the game to shuffle the member constellations of the 
line-ups from time to time. Neither is conflict considered completely 
unwelcome, since the sub-groups are formed intentionally for the purpose 
of competition. For these reasons it can be claimed that the danger of 
certain sub-group formations in terms of negative effects they may pose for 
the team is smaller than maybe in many other teams where there is no 
conscious effort to change formations from time to time. Also, difficulties 
like arranging meetings so that the times are acceptable to all members is 
not really an issue for ice hockey team. The members are professional 
players and do not have interfering commitments like a daytime job or 
individual tasks at the job that they have to take care of in addition to their 
work in teams. They show up for “meetings” as people show up at work. 
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Also the space of an ice hockey arena allows for all members to participate 
simultaneously, as opposed to a team of 20-30 gathering in a meeting room 
in any average company would probably be uncomfortable and 
problematic. 
 
Pre-school work teams are well in the optimal size in terms of efficiency, 
productivity and problem solving ability. Stefan Boson and Iréne Printz 
worked in a team of 6+2 members, which may be considered quite 
common in pre-schools. This is due to the law in Sweden that regulates the 
size of the groups of children attending the pre-schools to “suitable” and 
although it can be argued to be a fuzzy statement, it limits the size 
effectively so that it rarely exceeds the optimal size. 
 
 

10.2.  Direction for a Team 
 
 
Ice hockey teams seem to be highly aware of the importance of visions and 
goals; they appear to make full use of their powers to push the teams 
towards the right direction. LHC’s vision to become an established club in 
Elitserien is reasonable, which would fulfil the requirement of feasibility as 
discussed by Tamminen. The vision has been clarified by breaking it up 
annually, the current goal is to stay in Elitserien and the goal for the 
following year is to be among the eight best teams in Elitserien. The vision 
becomes thereby also measurable. An extra incentive to stay in Elitserien is 
provided by the promise of a new ice hockey arena, which could be 
considered as a motivating factor since it is an improvement in the physical 
workplace as well as maybe a rise in the status of the players and the team.  
 
The player’s active part in dividing the longer-term visions into short-term 
goals, and the joint process it involves, effectively increases the vision’s 
nature to become a statement that the team share, identify with and aspire 
to. The joint process is also beneficial due to its ability to increase the 
awareness in the team for what is expected from them. Further, the 
members get to influence the meaningfulness of the vision. The members 
also get an opportunity to consolidate their personal goals into the common 
goals of the team and thereby influence the reward of participating in the 
organisation. The short-term goals formulated by the team members fulfil 
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the requirement of clarity as Tamminen defined it, where the goals in 
closest ways possible should communicate the action needed for their 
achievement.  
 
Since the teams go through the process of creating short-term goals every 
season, it serves a regular opportunity to check the valid ity of the visions in 
terms of what has been achieved and what is the next desirable future state. 
This effectively decreases the risk of the visions becoming obsolete and 
therefore loosing their power as a driving force. It can also serve as a 
reminder to the management who creates the longer-term visions to 
respond to possible needs for altering them so that they correlate with the 
team’s achievements. In the studied teams there does not seem to be a 
mismatch between the management’s understanding of the level of 
ambition of the general vision and the player’s understanding of the 
possibilities to achieve it, but that is not to be interpreted that the danger 
would not be present.   
 
The process in general terms seem well thought of and structured. The 
management has a role of creating longer-term visions, since they carry the 
understanding about the organisation’s needs and demands directed at them 
from the environment. The players are responsible for the internal goals 
and creating visions about how they are to be realised. Maybe the high 
awareness of the meaning of visions and their power is not such a 
coincidence in ice hockey when giving consideration to the product they 
produce. The product they develop supports the creation of visions, since 
the product in itself is intangible. Entertainment is also a product partly 
made by the image associated with it and therefore it gains status from 
visions that are promoted in media.  
 
The visions of the pre-school teams do not transfer to an equally high 
degree of measurability as the visions in ice hockey. Thereby it is not said 
that they would not be clear and feasible, quite the contrary. The visions 
seem to communicate aspects that the teams share and identify with. The 
studied teams have for example found language and communication 
meaningful and it is included in their vision. The clarity has been increased 
by stating specific actions needed to achieve the vision: holistic perspective 
of children and youngsters, sense of security and joy, belief in future, 
mutual respect, responsibility and cooperation with all parties involved in 
raising children.  
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The feasibility of the vision has also been increased by allowing the 
separate pre-school teams to break down the vision to match their 
respective groups of children and the specific needs they carry. Very much 
alike the ice hockey teams the pre-school teams have taken the 
responsibility of creating shorter-term visions, internal goals and finding 
means to realise them. In Ellen Key pre-school this has resulted in 
developing new ways to work, the documentation and “themes”, which in 
their opinion has increased measurability of their work efforts in a positive 
way. This seems also to be an accepted practice in a similar form in 
Finland. Generally the pre-school teams communicated feelings that they 
know what is expected from them and view their tasks to be clear and 
meaningful.  
 
The vision and goal creating processes seem generally well thought of and 
structured in the pre-school sector too. Also the pre-school management 
has the role of creating the longer-term and more generally stated visions, 
and the team members concentrate their efforts to create internal visions 
and goals to match the children they work with. The pre-schools seems to 
have gained advantage from constant evolution through continuous 
interaction between the management group and the pre-school teams about 
all aspects concerning the vision. The interviewed communicated the 
process to be very much alive and seeking measures to achieve better 
efficiency.  
 
The purpose as a source of fulfilment and energy in ice hockey seems to 
correlate to Campbell & Yeung’s category for organisation’s who exists for 
a higher ideal. LHC see themselves as proud representatives of the city of 
Linköping and Östergötland’s region at the highest level of professional ice 
hockey in Sweden. The players do not view themselves as merely members 
of the teams they play in, but also representatives of their occupation. This 
individual identification with other players of the same occupation seems to 
be especially true for the NHL players, which is understandable since they 
often have looser connections to their respective clubs. The players are 
rarely from the city or region of the club, rarely shares the clubs history, 
and they are bought and sold over North-America, without having much of 
say in the process.  
 
These representative roles communicate a purpose greater than the 
combined needs of the stakeholders. This role is also embedded in the 
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behavioural standards of the teams that were described by the interviewed 
in various terms all transformable to a quest for great personal 
professionalism. The policies included guidelines in the ice hockey activity 
such as warming up before practice and games, concentrating, what to eat, 
how to manage the partying during game season etc. The behavioural 
guidelines were described in words like self-regulation, not failing you 
team mates or publicly trashing your team and so forth. The culture that the 
ice hockey teams communicate seem to often be expressed in terms of 
mutual trust, respect and personal understanding for the various, even 
contrasting personalities as an opportunity for positive diversity that can be 
transformed into a competitive advantage. It is worth noting that the 
interviewed did not judge egoism or being something of “a diva” instantly 
as a negative characteristics, they rather discussed to what extent it was 
acceptable and that limit being when it becomes a disturbing factor for the 
team and the team spirit. The excess supply of ice hockey players play an 
important role as a regulating factor in behavioural standards and 
maintaining the desired culture in teams. The player’s and coaches’ 
awareness about the desirability of the positions they occupy in their teams 
lowers the tolerance for behaviour experienced as negative. On the other 
hand it gives incentive to the players to try and develop personal 
competitive advantages, either in their functional role or in their team role, 
that would make them less replaceable for the club and the team.   
 
The strategy of ice hockey teams can be best described as finding the 
optimal efficiency with the player material they have access to. The 
professional competence is viewed in fairly rational terms: it is dependent 
on the competence of the players, which in turn is dependent on the 
purchasing ability of the club. The best players cost money and the clubs 
need to consolidate their economy while creating the team. This does not 
mean that competitive advantage cannot be created in all teams, but there 
seems to be some understanding to the limitations that economy presents to 
strategies and goals available. However, if the goals and resources are 
matched the team can still achieve success in relative terms.      
 
The purpose of the pre-school teams also falls into Campbell & Yeung’s 
category for organisation’s who exists for a higher ideal. Certainly they 
strive to satisfy all of their stakeholders: the parents, the education unit of 
their region, the municipalities etc. But over time they seem to have 
evolved to the next stage by putting the children above all the other 



Factors and Processes that Shape Group Dynamic Patterns in Work Teams 
 
 

102 
 

stakeholders and making them a purpose greater than the instant needs the 
children need to have fulfilled. They are responding to something that can 
be described as an inner drive to do more for the children than what is 
expected from them, and they are communicating pride and excitement for 
doing so. The content of the purpose is certainly of a more implicit nature, 
but it can be understood from such descriptions given by the interviewed 
like: supporting the child’s development, showing their skills and abilities 
to parents and others, making them feel secure and able to trust them, and 
making the best of their day while they are in their care. These descriptions 
also provide the strategies pursued to achieve the higher purpose.  
 
The purpose is also embedded in the behavioural standards of the pre-
school teams. The policies include explicit regulations about professional 
secrecy and parent meetings and discussions. The behavioural guidelines 
were understood in terms of being a good role model for the children and 
everything that it implies from table manners to the way the personnel 
spoke to each other and the children. That seems to be a deeper value that 
permeates the culture that the pre-school teams communicate, to evaluate 
ones own and the others behaviour against the role as a role model to the 
children. It becomes something of a self-fulfilling purpose, to teach the 
children about the right kind of values and behaviour by having and 
showing the right kind of values and behaviour. This creates a need for an 
open atmosphere where behaviour and values can be discussed, and it 
seems that those pre-school teams that are considered high performing are 
characterised by such an emotional and deep personal sense of mission that 
gives rise for an open atmosphere and extensive discussions. Also in the 
case of pre-school teams all the dimensions above can be interpreted as a 
quest for greater personal professionalism. 
 
Since there is no excess supply of pre-school teachers, or other pre-school 
personnel for that matter, the strong regulatory effect of the type 
experienced for example by ice hockey team members is not present. That 
is not to be interpreted as a lack of regulatory pressures from outside, in the 
case of pre-schools there is substantial regulatory pressures from outside, 
mainly from the parent groups, but also from the management team, the 
municipality and the state. Since the purpose is something of a driving 
force in the pre-school activity it serves as a vision and a personally 
experienced responsibility towards the children, which lowers the tolerance 
against what is perceived as negative behaviour. 
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10.3.  Cooperation, Competition and Conflict 
 
 
An atmosphere for open and reliable communication in pre-schools seems 
also to have led to understanding the advantage that diversity in teams 
poses, but maybe not in the same way as in ice hockey. The diversity in the 
team is described in one interview as a combined skill of cooperating and 
melting into the team, but still being able to clearly show that a new person 
has arrived. This kind of noticeable diversity is likely embraced due to its 
ability to add to the diversity in discussions, i.e. it adds to the array of 
perspectives which in turn demands integration of conflicting views in the 
manner described by Bennis, Parikh & Lessem. There is an underlying 
attitude of welcoming constructive conflict. Maybe it is a consequence 
from some of the specific factors characterising the work in pre-school 
teams, one of them being that the task or purpose that they are solving in 
the teams is on-going, it does not have a time specific end anywhere. If 
groupthink manners arise in such a team it becomes an especially heavy 
burden to bear for the individual members. Constantly limiting the flow of 
information and discussions with self-censorship and mindguarding, 
wavering the risks and problems in planning and actions, and not 
investigating failure multiplies in a work place where the actual work is 
interaction and communication. The highly interrelated tasks exclude the 
possibility of hiding behind your computer or separating yourself from the 
group in other similar ways on bad days. The team members are simply 
stuck with each other for better or worse. Therefore it is maybe not odd that 
the interviewed seemed to acknowledge the positive effects of diversity and 
constructive conflict and its meaning for efficiency and finding creative 
solutions.  
 
Diversity in perspectives and opinions does not seem to include great 
diversity in the values that the team members hold. The fundamental values 
are the framework within which the diversity is allowed. The pre-schools 
are characterised mainly by what Deutsch calls a cooperative social 
situation, the goals of the individuals are shared and interrelated, the 
common denominator being the team’s purpose. There is a very low degree 
of competitive goals; at least none explicitly expressed by the interviewed. 
Maybe it is due to this that there is no extensive need for boosting positive 
development of internal relationships and atmosphere through arranged 
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joint activities outside work. However, it seems that they have enjoyed 
such occasions and acknowledged their positive influence on the team.  
 
In ice hockey teams the situation differs. They have a cooperative and a 
competitive social situation as described by Deutsch. The players have 
strong individual goals that at minimum includes gaining status to the 
extent that they are not outperformed in the group, something that helps 
them to secure their position in a competitive environment. At best it can 
also be the quest for a ”star” status and everything it includes in terms of 
better salary, becoming more irreplaceable, attention, affirmation etc. The 
cooperative social situation in ice hockey is the mutual goal of having a 
high performing and successful team, since the own goals are interrelated 
to the mutual goal: it is easier to be recognised and get attention if you play 
in a successful team. Therefore it can be said that the individual goals are 
subordinate to the team’s common goal in a healthy way. 
 
The coaches also describe how they use this mix of a cooperative social 
situation and a competitive social situation to draw advantage for better 
efficiency and performance from the team. The competition seems to give 
an extra boost to the performance, but it is not emphasised to the extent that 
it would override the importance of joint effort and cooperation. 
Competitive goals seem to also function as a regulator that prevents 
groupthink from happening. By encouraging rivalry on ice, none of the 
team members should be able to fully avoid conflict or develop an illusion 
of invulnerability or unanimity. 
 
There is also a need to leave the competing individual goals on ice. All the 
interviewed subjects from ice hockey discussed the common practise of the 
clubs arranging for joint activities outside work time in order to support a 
positive team spirit and a positive development of internal relationships. Ice 
hockey players spend more time together than workers in average 
companies do, during the season they travel together and live at hotels 
together weekly, and on top of that they work together daily at practices 
and games. It can be assumed that there is some need for other forms of 
being together than the day-to-day routine, so that unnecessary tensions do 
not build up. In the NHL there seems to be a further demand for joint 
activities for both players and their families in order to support their lives in 
unfamiliar settings, since most of the players are from elsewhere in the U.S 
or from abroad. The player’s families also take responsibility for each 
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other, since it may be a very lonely life for the player’s families when their 
respective spouses or boyfriends are travelling so much. There seems to be 
an understanding for the general well being of the family, or how the lack 
thereof potentially affects the player’s adaptation to the team and 
concentration on the performance negatively.  
 
 

10.4.  Structures, Roles and Recruiting 
 
 
Both ice hockey teams and pre-school teams had clearly an all channels 
network structure as described by Bolman & Deal. The complexity of the 
tasks in both team environments has resulted in variations in coordination, 
interdependence and differentiation, and it can be claimed that the 
influencing relations are to a higher or lower degree asymmetric.  
 
The ice hockey teams are created by the coaches in cooperation with the 
managers appointed responsible for the economy concerning player 
purchases. The players’ influence on the choice of new members is limited 
to giving their opinion of whether a certain player would fit their troop or 
not. The recruiters thereby largely predetermine the ties between the team 
members’ in their functional roles: who plays offence, defence, power play, 
box play and so on. Although players do switch functional roles between 
each other, it is the coach who determines the who’s and when’s of the 
switches. Team roles cannot be given, particular individuals take on 
particular team roles and coaches may support these processes, but that 
does not seem to imply that team roles cannot be “scouted” for. It seems 
that it is particularly in this matter that the players get to voice their opinion 
about the suitability of new recruits.  
 
Also a pre-school team constellation is created by the managers in charge 
of the recruitment. Even here the existing team members’ influence is 
limited to giving the opinion of which applicant is most suitable. However, 
pre-school teams do not work in close connection to their manager, the 
manager is situated elsewhere, and the functional roles are not as clearly 
distinguishable as in for example the ice hockey teams. Therefore the teams 
are largely left to self-organise and collectively develop the ties between 
them through elaboration and modification. Also at pre-schools it is true 
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that particular individuals take on particular team roles, but the interviews 
do not support the assumption that the team roles are consciously “scouted” 
for as in ice hockey teams. This does not necessarily mean that it is not 
done unconsciously, the team members have influence on the choice of the 
new recruits and the pre-school workers expressed it to be a merit if the 
applicant had worked with them before. It can be assumed that they had at 
least a feel for what kind of person the applicant was in terms of values, 
beliefs and attitudes, and how they are expressed by this person in 
personality, cognitive and behavioural styles. It can also be a reasonable 
assumption that their opinion about the potential recruit has developed 
through the notion of how successful the interaction and potential 
integration process, both at the functional and team role level, between the 
person in question and the existing team had been during previous 
encounters. However, the potential recruits being a scarce resource for the 
pre-school sector, it effectively poses some restrains to the member’s 
influence. Furthermore Arrow, McGrath & Berdahl’s observation about the 
member commitment’s likeliness to fall rapidly when the relative 
attractiveness of a group falls seem to be true, at least to some extent, 
according to one of the interviewed. Pre-school teachers have an array of 
choice as for where to work and there seem to have been cases where they 
have transferred to other, more attractive groups when they have 
experienced a conflict situation not to be worth dealing with.   
 
An ice hockey team seems to fit Lind & Skärvad’s category of a role-
integrated team. The members have specialised roles and there are 
extensive needs of integration while they perform their task on ice. As a 
matter of fact, the individual performance has little or no value without the 
interactive integration to the other members’ performance. The interaction 
is planned for in advance, and the coordination of tasks and roles is trained 
for, this is basically why ice hockey teams practice together. Clear goals 
and leaders are required in role-integrated teams and in ice hockey teams 
they seem often to be provided for as well.    
 
Pre-schools seem to fall into the category of role-complementing teams as 
described by Lind & Skärvad. The members complement for each other’s 
strengths and weaknesses, they are highly adaptive to each other and 
arising situations, and therefore the leadership is not predetermined to any 
single team member. Certainly formal positions as the resource person 
exists, but strictly speaking the resource person’s responsibility is limited to 
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the development of the pedagogical activities. The position is a leadership 
position in that particular function, but it may not be interpreted as a formal 
team leader position at all times. The interviewed implied that different 
work forms bring on different leaders. The interviews also indicated that 
clear distinguishing between certain functional roles like pre-school 
teachers and childcare nurses, and the leadership role it gives to the higher 
status positions of pre-school teachers, is not an optimal solution. The 
explanation may lye in the fact that in such situations the pre-school team 
becomes a role-integrated team instead of a role-complementing team, and 
the structure of the role-integrated team is not as good of a fit to the task 
they perform as the role-complementing structure.  
 
Also the pre-school teams seem to be more in need of feedback from the 
environment than for example ice hockey teams. Maybe the nature of the 
role-complementing structure can offer one explanation. Due to the fact 
that the team members are highly adaptive to each other’s strengths and 
weaknesses as well as situations that arise constantly, they also need 
feedback on how they are doing more often. Role-integrated teams like the 
ice hockey teams only have extensive need for interaction and integration 
existing for a limited time and that is when they are on ice. Then there is 
time for an evaluation process that can lead to certain modifications and 
further training of certain aspects before the next game. Pre-schools do not 
have this type of evaluation “pauses” in between performances. Another 
explanation may also be that ice hockey being a sport under the close 
surveillance of the public enjoys large media attention and therefore the 
individual members get external feedback well over their needs. Also the 
results of the games are often accounted for in various types of score tables, 
some even accounting for individual performance results such as goals 
made and assists made. The players therefore already have access to 
measurements on their performances, which decreases their need for 
feedback in comparison to the pre-school teams who are formally evaluated 
for their individual work performances merely once a year. 
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10.5.  The Team’s Environment 
 
 
The external evaluation and feedback from the public and media to the ice 
hockey teams is both for better and for worse. As positive attention has 
various positive effects on the team as a whole and its members, the 
quantitative nature of sports (only the number of goals made matter in the 
end) triggers certain negative phenomena like result frenzy. As recognised 
by the interviewed they are not immune to negative feedback from the 
environment even if it would be uncalled for. The effects of negative 
attention can be hard on the teams performance and spirit especially during 
times when their performance is not at the highest level to begin with. Also 
the organisation’s management, maintenance personnel, formal and 
informal leaders are seen as having direct influence on the team. As 
mentioned before the NHL sees also families and their social needs as an 
important factor that can potentially have a negative effect on individual 
player performances, since it is not self-evident that the families have the 
ability to take care of their social needs themselves. 
 
In pre-schools the main external group that has a potential influence on the 
work team is the parents. However, the management group is also 
acknowledged due to its influence on the resources available for the pre-
schools.   
 
According to Bolman & Deal the key to the problems that are absorbed 
from the environment is ultimately the leader and his ability to identify and 
resolve them. However, the question is if it is reasonable to have one or 
two persons alone responsible for a number of influential external groups, 
especially when it can turn out to be a very time consuming job on the side 
of the leader’s actual tasks that he is supposed to carry out. This seems to 
be an unresolved question in for example ice hockey, where the coaches are 
also more or less exposed to the same criticism as the team, and ultimately 
may have to take the fault and resign. In the pre-school sector they seem to 
have found a more reasonable solution when they have made specialists 
available in situations where there is a conflict with an external party.    
 



Factors and Processes that Shape Group Dynamic Patterns in Work Teams 
 
 

109 
 

10.6.  Leadership 
 
 
Hersey & Blanchard’s model of situational leadership seems applicable to 
ice hockey teams, but when limiting the discussion to professional ice 
hockey teams it effectively also limits the discussion of situational 
leadership to phases three and four, where the team members are already 
mature and able in relation to the tasks they have to perform. This is due to 
the fact that the professional players have already passed phases one and 
two concerning their inability and immaturity in relation to their tasks in 
the junior leagues. Individual players newly recruited to a professional 
team for the first time may be exceptions, but they do not affect the team’s 
overall maturity in such drastic ways that the team would fall back into the 
initial phases of immaturity.  
 
The main factor playing in at phases three and four in situational leadership 
and follower readiness is the confidence respective insecurity of the 
followers. This seems to be confirmed by Torgny Bendelin, he recognises 
that when it goes well for the team he can step back as a leader and turn 
over responsibility to the team. Conversely, when it does not go that well 
for the team he steps in and clarifies his role again. Mats Weiderstål 
discussed a similar thought when he spoke about finding a balance between 
giving room for the individuals to grow and providing direction as a leader. 
Hautamaa seemed to imply situational leadership as well when he spoke for 
leaders who are neither too passive nor too active. 
 
It can reasonably be argued that situational leadership is the suitable form 
of leadership for ice hockey teams, since during the actual performing the 
coach is not on ice giving directions. The speed at which the game is 
played does not even make it possible to direct the game while it is played. 
Therefore it seems obvious that the leaders will try to achieve the fourth 
stage of maturity for the team which turns over the responsibility for 
decisions and implementation to the team on ice, and leaves them the task 
to observe and monitor. 
 
Situational leadership seems equally applicable to pre-school teams, but the 
special character of the pre-school teams being role-complementing teams 
also plays a part in the discussion. The first and second stage are passed 
during the start-up phase of a pre-school and after the team members have 
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reached the third and forth stage in their development it can be considered 
exceptional that they would fall back to phases one and two of task 
immaturity again. Theoretically that situation could arise if a majority of 
the team members were replaced for some reason during a very short time 
period or the performing of the majority of tasks as usual would abruptly be 
ended and replaced with uncommon new routines. However, it is more 
likely that the teams oscillate between the stages three and four, due to 
periodically increasing and decreasing confidence. There is also the 
question of who is the team leader in a pre-school team. In the light of the 
interviews it may be reasonably concluded that the leadership is shared. 
When there is extensive need for support and soothing apprehension, for 
example due to blazed up conflict with an individual or group in the team’s 
environment or within the team, then it is the assistant director with the 
help of specialists that take on the leader role. When the need for support 
and soothing is not that extensive, for example when the arisen problem 
can be considered minor, the leader role is taken over by someone within 
the team. The interviewed communicated desire to solve arising conflicts 
first and foremost with the team, the situation was considered to be serious 
if there was a need to call in someone from the management team. 
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11.  Conclusions 
 
 
In this chapter the conclusion of the thesis within the framework of the 
stated purpose will be presented. 
 
 
Although the initial framework and conditions for production for the 
studied work teams in pre-schools and ice hockey seemed very different, I 
dear to argue that the appearance is deceiving. The difference in framework 
and conditions for production does not seem to give rise to radically 
different development of group dynamic structures and patterns. The 
common features seem to clearly outnumber the differences. 
 
At the factors or variables level that affect the relational development in 
teams, the studied teams seem to be drawn to the efficient constellations in 
terms of their size. Although the ice hockey team as a whole is a large unit, 
it has found a way to work with smaller units that correlate better with 
efficiency, productivity and problem solving ability. This is allowable 
largely due to the nature of the assignment, the team’s overall performance 
does not suffer from it being divided into smaller units, quite the contrary.  
 
The process of creating visions is characterised by interaction, open 
communication and negotiation towards efficient and satisfying outcomes 
to all parties involved. The interviewed did not communicate the visions to 
be compromises, but functioning solutions where different interests have 
been integrated in a way that “increases the cake” instead of “dividing the 
cake”, there is something to gain for everyone in the achievement of the 
vision. The division of tasks is clear between the management and the 
teams, each carry responsibility of directing their own assignments towards 
a common direction. The interviewed communicated that the teams are not 
concerned with the whole organisation’s business. They are given the 
freedom and limitations of concentrating to perform the best possible 
results in their given assignments, without shattering energy to every 
direction. The underlying philosophy for teams can be expressed as a 
responsibility carried with pride. 
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The visions and missions can be expressed in some idealistic terms of 
“having your head in the clouds but your feet on the ground”, but the 
meaning of the balance can by no means be understated! The balance is 
delicate and seems to be best achieved through awareness of an evolving 
process made by the interaction of the various factors involved and 
described in the analysis. Monitoring the process of visions and mission so 
that they become clear and strong, that the various parts reinforce each 
other and the rationale behind the mission is consistent seems to be a key 
factor to enable high performance for the teams.   
 
The team cultures seem to be characterised by high level of regulation of 
behaviours, there is extensive interplay between self-regulation and the 
team member’s constructive regulation against each other. Both these are 
constantly directed towards a joint effort by outside pressure threatening to 
interfere if the team cannot solve its group dynamics advantageously. There 
is also a clear borderline that is not crossed and that is going past 
constructive regulation of each other to non-constructive criticism. Respect 
seems to be the key word in communication.  
 
Cooperation appears to gain advantage from diversity in knowledge, skills, 
abilities, personality, behavioural and cognitive styles, but not necessarily 
with a high degree in diversity in attitudes, beliefs and values. The degree 
of tolerance towards diversity seems to be to some extent related to the 
level of competitive goals that are embedded in the cooperation. It can be 
argued that a higher level of competitive goals embedded in the 
cooperation gives rise to greater complexity and variations in coordination, 
interdependence and differentiation, which in turn gives the influencing 
relations in the all channels network a higher degree of asymmetry. This 
can be thought to have a neutralising effect on the conflicts that arises from 
diversity and competitive goals. For example a player that could be 
described as egotistical, but who possesses certain valuable skills to the 
team, may lack greater influence on the other team members. If the 
influential powers are held by team members who are more team-oriented 
and less egoistic, they neutralise the distinguishing player.         
 
Intragroup relations have an important role as establishing the climate 
under which tasks are accomplished (or made impossible to accomplish). If 
these relationship patterns fail, energies are wasted sorting out relationships 
and roles within the group, leaving work and task solving for minimal 
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attention and inhibiting on creative processes and motivation to work. It 
can therefore be argued that when relationships and role links between 
members are clear, the team concentrates on the tasks at hand and focuses 
on the goals. That would imply that the leaders should consider the 
development of favourable relationships as important, since it has a 
tendency to pay-off as higher efficiency further on in task performance. 
 
There were some implications that personal satisfaction of the team 
members seems to play an important part in the quest for higher efficiency 
in team processes. Team members seem to strive for high performance due 
to the personal satisfaction it gives and personal satisfaction seems to 
support the striving towards maintained high performance. This can be 
thought to be dependent on the long-term effects of personal 
dissatisfaction, at some point it must lead to the team discontinuing itself. 
 
The biggest difference in my opinion in the group dynamic patterns, is the 
role systems that the respective environments of ice hockey and pre-school 
work teams has developed. Ice hockey has developed a role system in 
accordance to the role-integrated model and the pre-schools in accordance 
with the role-complementing model. Both of solutions appear to have 
evolved from the need to match the specific characteristics of the roles and 
the nature of tasks. Both systems seem to be the ideal solution for the 
environment in question. These different role systems have some further 
implications on, for example, the amount of feedback that the respective 
teams have demand for.  
 
The ice hockey teams appear to be less protected against the negative 
influence individuals and groups from the environment, partly because of 
the exposed situation the publicity presents, but also due to the lack of a 
functional solution in who can effectively work as a buffer against negative 
influence from outside. Pre-schools are more protected from negative 
influence coming from the environment. 
 
Situational leadership seems to more or less implemented, although in this 
case the pre-schools are less protected against proper leadership styles, 
since a formal leader does not exist within the immediate team. This calls 
for strong or responsible team members who fill in this role when needed. 
A high performing team need to have reached the fourth stage maturity in 
order to work at the highest level of efficiency. Temporary fallbacks to 
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insecurity brought on by changes in the environment often demand for 
leader intervention to restore the balance, and if this is understood then the 
team is resting on a far more stable ground in the long run.  
 
The key words could in my opinion be summarised in awareness and 
perspective. There is a high awareness among the members of a high 
performing team and their leaders to the meaning of different factors and 
processes, and the potential patterns that they can form. Much of the 
performing is done with these consequences in mind and whenever 
possible the development of the patterns are not left to chance, but are 
actively influenced and directed towards the desired results. This awareness 
also gives rise to perspective, at least in the key members of the teams. 
They manage to rise above their personal feelings and values from time to 
time in order to judge what is best for the team, even if it requires an 
occasional sacrifice in personal rewards. The awareness and perspective 
can develop in different ways. In the case of ice hockey teams it seems to 
have developed through profound personal experience that comes with 
playing in many teams. This essentially can be thought to depend on the 
short-term nature of player contracts, they often expire in one or two years. 
In pre-school teams it seems more common that the awareness and 
perspective is developed jointly in a group process where the team 
experience the consequences of different actions and modify the factors 
and patterns accordingly. This in turn may be thought to depend on the 
long-term nature of the pre-school personnel employment contracts. It is 
not likely for pre-school personnel to switch teams every couple of years. 
 
Teams also seem like something of an on/off –function, either they become 
high performing teams that create a synergetic effect and efficiently 
produces their respective products or services, because they strive together 
for a common goal, solve the problems needed to be solved and simply 
push through obstacles. Any deviation from this definition seems to result 
in no team at all, since the team members do not work integrated and 
through active interaction to solve their common tasks. The empirical 
studies in this thesis does not give arise to the thought that some type of 
“stuck-in-the-middle” team exists, the next step down from a team is a 
more or less a loosely coupled group that does not fulfil the conditions of 
the definition of a team.  
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It can further be argued that due to the extensive demands of adaptation 
that members of a team experience, the existence of high performing teams 
is maybe more likely in environments where they are the only option in 
carrying out the needed operations. If a loosely coupled group can perform 
the needed tasks, the members are more likely to choose independence and 
personal rewards over self-sacrifice to a team. 
 
I conclude that the study I have made indicates the existence of reoccurring 
group dynamic patterns in highly integrated work teams. I believe that it 
further implies that the identification and monitoring of the factors and 
processes from where these patterns arise improves the odds for creating a 
high performing work team. 
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Appendix 1 
 
 

Interview Outline for the Assistant Director  
 
 
1. Name and title 
2. Background (How did you become assistant director? How long have 

you been in your position?) 
3. Could you describe the organisation you work in? 
4. How would you describe your assigned tasks as a whole? 
5. What other leader roles are there in your team(s)? How has these leaders 

been chosen? 
6. Does your team(s) have a vision? 
7. Who has formulated that vision? Do you have action plans on how that 

vision will be realised? 
8. Do you feel that you and your team have a specific purpose, that is, 

have you reasoned around who your customers are? 
9. Does your team have rules and regulations (explicit or implicit) that the 

members are expected to live up to? 
10. Do you think visions and missions are important as tools to give 

direction to the team(s) or do you prefer other tools? 
11. What personal qualities do you consider to be important for someone 

who works in a pre-school team? 
12. What does the recruiting process look like? Who influences your 

decisions of recruitment? 
13. Do you believe it is important that the team members get along outside 

work as well as at work? Do you arrange for joint activities for the team 
outside work to promote positive development of intragroup relations? 

14. Are there occasions where the team(s) gathers to give each other 
feedback on the work performed?  

15. Do you think feedback on performed work is important? 
16. Do you in some ways reward persons or teams that has performed their 

work exceptionally well? 
17. Are there persons/groups outside the team that affect the team positively 

or negatively, e. g. the atmosphere or resources you work in? 
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18. Do you have negative experiences concerning teams? What do you 
consider to be hardest in such teams? 

19. What characterises an excellent team? 
20. Do you consider your role as a leader to be different at different times of 

the year, that is, do you use different leading styles in different 
situations?  

21. Do you think I have missed something important that you would like to 
add to this discussion? 
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Appendix 2 
 
 

Interview Outline for Pre-school Teachers and 
Childcare Nurses  

 
 
1. Name and title 
2. Background (How did you become a pre-school teacher/childcare 

nurse? How long have you been in your position?) 
3. How many members are there in your work team? 
4. Who has leader roles in your team? How has this leader/these leaders 

been chosen? 
5. Does your team have a vision? Who has formulated that vision? 
6. Do you feel that you and your team have a specific purpose, that is, who 

do you consider to work for: the state, the children, their parents, or 
someone else? 

7. Does your team have rules and regulations (explicit or implicit) that the 
members are expected to live up to?  

8. Is a breach followed by sanctions of any kind? 
9. How would you describe your assigned tasks? Are they different from 

the other team member’s assigned tasks, that is, do you all have 
different roles, or does each one the same things? 

10. Do you have different ”team roles” in your team? 
11. What personal qualities do you consider to be important for someone 

who works in a pre-school team? 
12. What does the recruiting process look like? Does the team have an 

opportunity to influence the selection process? 
13. What happens if someone does not ”match” your work team? How do 

you solve arising conflicts? 
14. Do you believe it is important that the team members get along outside 

work, as well as at work? Does your team have joint activities outside 
work to promote positive development of intragroup relations? 

15. Are there occasions where your team gathers to give each other 
feedback on the work performed?  

16. Is feedback on your input important to you personally? 
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17. Are there persons/groups outside the team that affect the team positively 
or negatively, e. g. the atmosphere you work in? 

18. Do you have negative experiences concerning teams? What do you 
consider to be hardest in such teams? 

19. What characterises an excellent team? 
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Appendix 3 
 
 

Interview Outline for Ice Hockey Coaches 
 
 
1. Name and title 
2. Background (How did you become a coach? What teams have you 

coached earlier?) 
3. How many members are there in your team? 
4. How would you describe your assigned tasks as a whole?  
5. What other leader roles are there in your team? How has these leaders 

been chosen? 
6. Does your team have a vision? 
7. Who has formulated that vision?  
8. Do you feel that you and your team have a specific purpose, that is, 

have you reasoned around who you are playing for, who do you 
win/lose for? 

9. Does your team have rules and regulations (explicit or implicit) that the 
members are expected to live up to?  

10. Is a breach followed by sanctions of any kind? 
11. Viewers of ice hockey often times have very strong opinions about what 

players should be bought and sold, but these opinions are often based on 
the players technical skills. When you are building a team, what other 
qualities do you look for in a player? Are they more important than the 
player’s technical skills? 

12. What does the recruiting process look like? Who influences your 
decisions of recruitment? 

13. I understand that the players have a formal task to the extent that a 
goalkeeper is a goalkeeper, and some players are backs while others are 
forwards and centres, but beyond that, to what extent do you describe 
their tasks and responsibilities to them (or are the players supposed to 
find their ”roles” on ice themselves)?  

14. Do you believe it is important that the team members get along outside 
work as well as at work? Do you arrange for joint activities for the team 
outside work to promote positive development of intragroup relations? 

15. Do you think there is room for one or two ”divas” in a team? 
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16. Are there occasions where your team gathers to give each other 
feedback on the work performed? Are there other people besides the 
team involved on these occasions? 

17. Are there persons/groups outside the team that affect the team positively 
or negatively, e. g. the atmosphere or resources you work in? 

18. If you could wish for a change in anyone of these persons/groups, 
something that would make your work easier, what would it be? 

19. What do you consider to be hardest in building and leading a team? 
What are in your opinion the worst pitfalls that can lead to failure in 
building and managing teams? 

20. Do you consider your role as a coach to be different at different times of 
the season? 

21. Do you think I have missed something important that you would like to 
add to this discussion?  
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Appendix 4 
 
 

Interview Outline for Ice Hockey Players 
 
 
1. Name and age 
2. Background (playing position, how many years have you played as a 

professional, name of club currently employing you) 
3. How many members are there in your team? Do you all work together 

as one team or smaller units inside the team? 
4. How would you describe your assigned tasks? In your opinion, do you 

have a ”work role” as well as a ”team role”, and if so, describe them. 
5. Is the coach the leader of your team? Do you consider there to be other 

leaders in your team, and if so who are they, how have they been 
chosen, and how do they influence the team?  

6. Does your team have a vision? Who has formulated that vision? 
7. Does the team have other (short-term) goals? Do you find them 

motivating, or do you motivate yourself with your personal goals? 
8. Does your team have rules and regulations (explicit or implicit) that the 

members are expected to live up to? Is a breach followed by sanctions 
of any kind? 

9. Can the team members influence new recruiting to the team?  
10. Do you believe it is important that the team members get along outside 

work, as well as at work? Does your team have joint activities outside 
work? 

11. Do you think there is room for one or two ”divas” in a team? 
12. Are there occasions where your team gathers to give each other 

feedback on the work performed? Are there other people besides the 
team involved on these occasions?  

13. Is feedback on your input important to you personally? 
14. Are there persons/groups outside the team that affect the team positively 

or negatively, e. g. the atmosphere you work in? 
15. What characterises an excellent team?  
16. What characterises a bad team?  
 


