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THE SCIENCE BEHIND THE HIGHEST-PERFORMING LEADERSHIP TEAMS.

The latest findings from new in-depth research
analysing more than 2,000 Leadership Teams worldwide.

An introduction to the Research.





About the Research
This new global study has been developed from a unique breadth of research analysing the 
effectiveness of Leadership Teams around the world. 

Our sources include:

1. An analysis of over 250 peer-reviewed studies into the effectiveness of more than 2,000 
Leadership Teams worldwide. This analysis was carried out by The Reputation Partnership 
in 2021-2022.

2. An in-depth analysis of 32 Leadership Teams across Japan, China, Hong Kong, Malaysia, 
Singapore and Indonesia carried out by The Reputation Partnership between 2017-2022.

3. A comparison between the high-performing Leadership Teams in this sample versus the 
poorer-performing Leadership Teams. Effectiveness was measured by research among 
each team’s primary stakeholders conducted by The Reputation Partnership between 
2017-2022.

4. Interviews conducted by The Reputation Partnership with a further 50 CEOs of 
multinational corporations in 2020-2022.

5. Interviews conducted by The Reputation Partnership with an additional 250 members of 
Leadership Teams in 2020-2022.

6. Findings from an historical analysis of 127 Leadership Teams around the world carried out 
by professors from Harvard University in partnership with the McClelland Centre for 
Research and Innovation, published in 2008.

7. A global review of the latest trends in Leadership Team design, carried out by The 
Reputation Partnership in 2020-2022.

8. Insights developed from The Reputation Partnership’s experience working with more than 
80 Leadership Teams across Asia Pacific between 2016-2022.

This study therefore provides CEOs with the most comprehensive and up-to-date analysis of 
Leadership Team effectiveness today.



Every CEO’s success depends on the effectiveness of their Leadership Team. Yet research consistently 
shows that many Leadership Teams are underperforming today. 

For example:
• 79% of Leadership Teams are either ‘mediocre-’ or ‘poor-performing’ teams, according to an

analysis by professors from Harvard University in partnership with the McClelland Centre for
Research and Innovation.

• 82% of Leadership Team members describe their own team as ‘not very effective’, according to
recent research by the Centre for Creative Leadership.

Our analysis suggests that many Leadership Teams are underperforming for two fundamental reasons:

Is your 
Leadership Team
designed for today?

1. Leadership Teams are seldom designed for today’s dynamic business environment.

The traditional Management Team model was created to maximise the performance of large-scale industrial 
companies in the 1920s – by directing and managing operational efficiency through a top-down, hierarchical and 
siloed organisation. 



This traditional model is being challenged by the biggest issues in business today: Digitisation, data, AI, CX, EX, ESG, 
innovation, transformation, the pandemic – all demand agile, integrated teamwork across the enterprise at speed.

But most Leadership Teams are unable to deliver such agile, integrated teamwork – for some fundamental reasons:

2. Leadership Teams contain uniquely complex interpersonal dynamics.

Every Leadership Team is made up of senior executives with powerful positions, important constituencies, strong 
opinions, clear goals and serious ambitions. These unique characteristics combine to impede
effective teamwork at the most senior level of the organisation in several critical ways:

As a result, many CEOs are finding that their traditional Management Teams can be frustratingly unproductive 
– frequently stuck in siloed thinking, riddled with personal agendas and lacking in critical skills.

Business today demands integrated teamwork across the enterprise – at speed.

Is your Leadership Team equipped for the new world of business?

Digitisation Data Systems Integration IoT AI CX & EX

Web3 ESG Innovation Transformation Pandemics Geopolitics

8 reasons why many Leadership Teams are underperforming teams.

Does your team face any of these common challenges?

Source: Research by The Reputation Partnership; Wageman, Nunes, Burruss, Hackman

The same skills that have helped Senior Executives become high-performing team 
leaders often make them extremely poor team players 

Surprisingly, members of Leadership Teams seldom share a common 
understanding of – and commitment to – their CEO’s priorities and principles

Leadership Teams are high-risk environments, containing a challenging combination 
of extreme power-centralisation with dynamic member influence 

Leadership Team decisions can have significant implications for the priority, 
resources, power, performance – and future – of each individual member

Team members typically prioritise their own individual roles, requirements and 
ambitions over those of the Leadership Team – or, even, the enterprise

Members of Leadership Teams commonly control their information and their 
communication in order to protect and advance their own personal interests

Disagreements between team members are frequent, but seldom addressed or 
resolved – so they fester under the surface, undermining team performance

Decision-making often requires corporate prioritisation and trade-offs – leading to 
dynamic (and often disguised) ‘mixed-motive’ negotiations between members

CONTRARY SKILLS

LACK OF ALIGNMENT

POWER DYNAMICS

HIGH STAKES

COMPETITIVE AGENDAS

COMMUNICATION CONTROL

FESTERING ISSUES

COMPLEX NEGOTIATION



Learn the science behind 
the highest-performing 
Leadership Teams.

While many Leadership Teams may be underperforming today – our research has found that around 20% of them 
are exceptionally high-performing teams. 

And these high-performing Leadership Teams have an outsized effect on the companies they are charged to lead.

For example, a series of studies consistently show how high-performing Leadership Teams oversee companies that 
deliver superior performance on almost every dimension:

What is the secret behind these high-performing teams?

We have analysed the highest-performing Leadership Teams and compared them with the average- and 
poorest-performing Leadership Teams.

The differences are clear, consistent and compelling: 

High-performing Leadership Teams follow dramatically different disciplines in both team design and team management. 

Our research clarifies the most profound and consistent differences between these high-performing Leadership 
Teams and the rest, helping you to:

1. Find out if – and how – your own Leadership Team could be improved.
2. Understand why most Leadership Teams are underperforming today.
3. See how CEOs are designing today’s most effective Leadership Teams.
4. Hear how CEOs are managing today’s most effective Leadership Teams.
5. Discover how CEOs are reinventing their Leadership Teams for the new world of business.

How high-performing Leadership Teams transform corporate performance.

Improving your Leadership Team can transform your business.

• Better financial performance
• Faster growth
• Superior decisions (M&A etc)

BETTER BUSINESS RESULTS

• Greater corporate agility
• Faster change and transformation
• More effective innovation

SUPERIOR CHANGE & INNOVATION

• Stronger company cultures
• Better inter-company collaboration
• Less organisational conflict

Research among more than 2,000 Leadership Teams consistently finds that those Leadership 
Teams which work better together oversee organisations that are both more collaborative, agile 
and innovative – and more effective, productive and profitable.

Source: The Reputation Partnership analysis of 2,000 empirical research studies

MORE EFFECTIVE OPERATIONS

• Greater employee satisfaction
• Better employee retention
• Superior workforce productivity

MORE PRODUCTIVE WORKFORCE



Does your Leadership Team have any of these classic symptoms?

1. Find out if – and how – your own 
Leadership Team could be improved.

You may be satisfied with the performance of your Leadership Team. You may be frustrated. 
Or, like many CEOs, you accept your team the way it is – but make occasional changes to personnel, believing 
that new membership on its own will improve team effectiveness.

This analysis will help you assess the effectiveness of your own Leadership Team objectively – and consider a 
range of proven, practical solutions to transform its performance.

This study will help you understand:

• The most critical challenges that face every Leadership Team today
• The simplest ways to tell if your own Leadership Team could be performing more effectively 
• Practical, pain-free strategies that are proven to help CEOs transform the performance of their 

Leadership Team – fast
• How the highest-performing Leadership Teams are designed and managed

Source: Research by The Reputation Partnership

10 common signs that a Leadership Team is an underperforming team.

Members keep 
checking their emails

in meetings

A few members
always dominate

discussions

Meetings review past
performance vs. 

future plans & issues

Team includes
10 or more 
members

Most members can’t
describe their team’s

primary purpose

Members agree
to agree in the

meeting – but then
disagree outside

Members frequently
find reasons to
avoid attending

meetings

Personal 
responsibilities are

always prioritised over
team performance

Meetings include
unit reviews that

are irrelevant
to many members

There is little
active debate on

the biggest
business issues



The analysis explains the fundamental reasons why so many Leadership Teams are underperforming. 

For example, we explain and illustrate:
• The unique challenges provided by teams made up of senior executives
• How many CEOs fail to follow the most critical principles of team design
• How many CEOs fail to follow the fundamental disciplines of team leadership

This study will help you understand:
• The critical challenges that could be limiting the effectiveness of your own Leadership Team
• Proven techniques to help you overcome each of these challenges
• How CEOs who lead the most effective Leadership Teams overcome these challenges in unique ways 

to completely transform their team’s performance

2. Understand why most Leadership Teams 
are underperforming today.

CEOs who lead the most effective Leadership Teams take a highly strategic, analytical and 
uncompromising approach to team design.

3. See how CEOs are designing today’s most 
effective Leadership Teams.

The most common mistakes that CEOs make – and must avoid. 

Are you making any of these critical mistakes?

Source: Research by The Reputation Partnership; Wageman, Nunes, Burruss, Hackman¹

CEOs “give insufficient thought to how they create, structure and support their top teams, 
thereby unintentionally capping the potential of their team’s contribution to the enterprise”1

Members of Leadership Teams are most commonly appointed because of their position 
in the company – not because of their ability to contribute to team performance

Many CEOs will add members and/or guests to their Leadership Team, but are reluctant 
to remove any – so the team grows increasingly cumbersome, unclear and ineffective

CEOs rarely identify specific tasks and measurable goals for their Leadership Team to 
deliver together as a team – beyond the overall goals of the enterprise  

Even if CEOs have identified important tasks and goals for their Leadership Team – they 
still demand members prioritise their individual/unit responsibilities over the team’s

CEOs often choose to surround themselves with ‘like-minded’ team members who share 
a common commitment or attitude – thereby reducing diversity, and increasing ‘groupthink’

Many CEOs prefer to minimise active debate, disagreement and conflict in their 
Leadership Teams – so errors, misjudgements and alternative ideas are commonly missed

Amazingly, Leadership Teams can be some of the worst-managed teams in the enterprise, 
with many CEOs failing to follow the most basic disciplines of team management

INSUFFICIENT ANALYSIS

DEFAULT MEMBERSHIP

AVOIDING TOUGH CALLS

UNCLEAR OBJECTIVES

ROLE PRIORITISATION 

LACK OF DIVERSITY

COMFORTABLE CULTURE

POOR MANAGEMENT



CEOs must prioritise between these five potential roles for Management Teams.

What is the primary role you want your team to perform?

CEOs are continuing to refresh the skills within their Leadership Teams.

Does your Leadership Team have the skills it needs to succeed?

A few examples:

• They simply don’t accept the status quo. They are determined to find the optimum team structure to 
meet the needs of their business today, regardless of corporate tradition or personnel sensitivities.

• They analyse and identify the precise role they want their Leadership Team to perform, in order to 
deliver on their business imperatives.

• They clarify the combination of skills, experiences and perspectives that their Leadership Team 
needs to succeed – and they select membership accordingly.

• They keep their Leadership Team as small as possible. As a result, they make tough calls, 
selecting members based on the needs of the business – not on positions, politics or egos.

LEADERSHIP TEAM

COORDINATING TEAM

CONSULTATIVE TEAM

INFORMATIONAL TEAM

REPORTING TEAM

Members work as one team to make the most important enterprise-wide decisions
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Members actively collaborate to execute company initiatives across units/divisions

Members share, discuss and debate their issues to improve their thinking and plans

Members present their own plans and performance reviews for team information

Each team member provides CEO/CFO with unit updates and receives directions

Roles that CEOs have added: last 5 years Skills that CEOs plan to add: next 5-10 years

1. Chief Innovation Officer  

2. Chief Digital Officer

3. Chief Strategy Officer

4. Chief Data Officer

5. Chief Ethics Officer

1. Digital Transformation

2. Innovation

3. AI

4. Data Science

5. Behavioural Science

20%

15%

14%

9%

7%

55%

53%

43%

33%

25%

Source: Research by The Reputation Partnership, adapted from Wageman, Hackman

Source: CEO Imperative Study 2021, EY; The Reputation Partnership Research 



The impact of Team Size on the effectiveness of Leadership Teams.

Are you sure that your Leadership Team is the right size?

4. Hear how CEOs are 
 managing today’s most 
 effective Leadership Teams.

Because of their inherent complexities, the performance of Leadership Teams depends on effective 
team management more than any other team in the enterprise.

Yet, amazingly, our research finds that Leadership Teams can be some of the worst-managed teams in 
the entire organisation.

Invariably, however, the highest-performing Leadership Teams are led by CEOs who are the most 
disciplined in team management.

The data consistently shows how leaders of high-performing Leadership Teams are relentlessly 
committed to a few simple but critical management disciplines.

• They construct a strategically-designed ‘Team of Teams’ around their Leadership Team – to 
support, supplement and extend its impact throughout the enterprise. 

This study will help you understand:

• The most critical design principles behind the highest-performing Leadership Teams
• How these principles are proven to transform Leadership Team performance
• How CEOs around the world are implementing these design principles successfully
• How CEOs are managing resistance to these design changes among their senior executives

1 2 3 4 5 6 7 8 1 2 3 4 5 6 7 8

Number of Members Number of Members Number of Members

1 2 3 4 5 6 7 8

Source: Steiner; Hackman et al; Research by The Reputation Partnership

POTENTIAL
PRODUCTIVITY

PROCESS
LOSSES

ACTUAL
PRODUCTIVITY



The analysis will help you understand:

• The critical principles behind the effective management of the highest-performing Leadership Teams
• How CEOs are applying these principles to transform the performance of their Leadership Teams today
• Simple ways that CEOs are putting these principles into practice – without this taking up too 

much of their valuable time and attention

5. Discover how CEOs are reinventing their 
Leadership Teams for today’s challenges.

Today’s dynamic business environment demands innovative, agile and integrated Leadership Teams 
that can drive corporate strategy into practical implementation across the enterprise – at speed.

As a result, many forward-looking CEOs are creating entirely new team structures to achieve 
competitive advantage today.
 
We have reviewed the latest trends from around the world, illustrating how progressive CEOs are 
making their Leadership Teams fit for purpose in the new world of business.

How CEOs manage the highest-performing Leadership Teams.

Could you be managing your Leadership Team more effectively?

Source: Research by The Reputation Partnership; Wageman, Nunes, Burruss, Hackman

COMPELLING
PURPOSE

ENTERPRISE
PRIORITY

MEMBER
ALIGNMENT

RESOURCES
& SUPPORT

METICULOUS
MEETINGS

PSYCHOLOGICAL
SAFETY

CONSTRUCTIVE
CONFLICT

DISCIPLINED
REVIEWS

CEO defines a clear, 
compelling and 

business-critical Team 
Purpose that must be 

addressed for the enterprise 
to achieve its goals

CEO confirms that every 
member is equally 

accountable for both their 
individual responsibilities 

and the performance of the 
team

CEO employs simple 
disciplines to uncover, 
address and overcome 
any misalignments that 

may exist among 
team members

CEO makes sure that 
the team has access to all 

the facilities, support, 
information and education 

it needs to achieve its 
Team Purpose

CEO ensures that all 
meetings are essential, 
prepared and managed 
to achieve measurable 

progress on a few 
important enterprise tasks

CEO creates a team 
culture in which every 
member feels free to 

speak up with fresh ideas, 
opinions, concerns 

or questions

CEO actively encourages 
serious discussion, 
forceful debate and 

disagreements in order 
to generate the 

highest-quality outcomes 

CEO plans team 
reviews to take place at 

team launches, mid-points, 
completions – and 

challenges – to drive 
continuous improvement 



How CEOs are reinventing their Leadership Teams for the new world of business.

Is your Leadership Team designed for today?

This analysis will help you understand:

• Some of the most interesting and innovative models for Leadership Teams around the world today
• The advantages that these innovations have been designed to achieve
• The effectiveness of these new models, based on the data to-date

TRADITIONAL AGILE PARALLEL TIERED TARGETED

HUB & SPOKE MULTI-TEAM
SYSTEM

PERFORM +
TRANSFORM

DEVOLVED OPEN

Source: Analysis by The Reputation Partnership



Research Briefings 
and Workshops

We provide CEOs with a range of briefings, in a variety of tailormade formats that are designed 
to meet their personal priorities, time pressures and business needs. 

These include:

1. A Personal Presentation on the Key Findings

Depending on your schedule, these in-person presentations provide CEOs with a comprehensive 
overview of the most important findings in a series of flexible formats:

 1. Quick Snapshot over coffee  15 minutes
 2. Brief Overview of Key Highlights  30 minutes
 3. Summary of Main Findings  60 minutes
 4. Detailed Findings with discussion  2 hours

2. Short, 30-minute Presentations on Specific Issues 

We also provide a range of six succinct, in-person briefings that focus on specific issues uncovered by 
the research, according to your interest:

 1. How every CEO can transform the performance of their Leadership Team – fast.
 2. How CEOs must design high-performing Leadership Teams.
 3. How CEOs must manage high-performing Leadership Teams.
 4. The challenges of Hybrid Leadership Teams – and how to manage them.
 5. The challenges of Multicultural Leadership Teams – and how to make them work.
 6. New, innovative Leadership Team models – for the new world of business. 

3. High Impact Workshops for Leadership Teams

We also design bespoke workshops that employ the research findings to educate and engage members 
of Leadership Teams in the improvement of their own team’s performance – by:

 • Evaluating their team’s dynamics, issues, challenges and effectiveness
 • Considering new solutions that can transform their team’s performance
 • Developing an action plan for the improvement process

 
Time-lengths:   - 2 hours     - Half Day     - Full Day 





Further
Information
If you would like to learn more about the research, the briefings 
or the workshops – please ask your assistant to let us know via 
any of the channels below:

  connect@TheReputationPartnership.com

 (+852) 2158 9182

 The Reputation Partnership,
 Three Garden Road, 
 Champion Tower, 
 Level 43-44,
 Central, Hong Kong

 www.TheReputationPartnership.com/contact

As a result, many CEOs are finding that their traditional Management Teams can be frustratingly unproductive 
– frequently stuck in siloed thinking, riddled with personal agendas and lacking in critical skills.



The Reputation Partnership

www.TheReputationPartnership.com


