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feamwork

Multifunctional teams belp companies
cut through bureaucracy and unleash
creativity to improuve their Dotton: line

Susan J. Ainsworth
C&EN Contributing Editor

hether they produce polyethyl-
W ene or peniciilin, all companies

are feeling greater competitive
pressure, Today, they share the same
urgency for cufting costs, improving ef
ficiencies, and, most important, for
speeding preducts from the laboratory
to the customer's hands,

To help them meet these
goals, companies across a wide
range of industries have been
focusing on their professional
workforces—devising ways to
optimize their performance.
And an increasing number of
companies are reorganizing
these employees into powerful
cross-functional teams that by-
pass the traditional and bureau-
cratic department-by-depart-
ment approach to product or
process development.

Fortified with representa-.
tves from such diverse disci-
plines as research, marketing,
finance, manufacturing, engi-
neering, and service, as well
as vendors and customers, these teams
can cross-examine a new product or
process at every stage from conception
to commercialization. The team matrix
structure balances entrepreneurial ap-
proaches with access to corporate re-
sources. 1t allows companies to create a
svnergy that they might never achieve if

they waited for isolated departments to

bridge their efforts. Consequently,
teams work to optimize performance,
profitability, development, and efficien-
cv and thus ensure growth.

Proponents of cross-functional teams
say they are simply more reliably pro-
ductive than any other organizational
configuration. “In short, we do believe
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that teams are the only- way fo succeed
in today’s environment,” says Kelvin
Cooper, senior executive director for
candidate synthesis enhancement and
evaluation at Pfizer Central Research,
Groton, Conn.

And companies like Pfizer that set up
their first cross-functional teams years
ago are now husy developing more so-
phisticated mechanisms for supporting

A

A meeting of the Impurity Advisory Council at Pfizer C
Research. In the foreground on the left; Thomas C. Crawford
and Bijan Rasadi; on the right: Kelvin Cooper.

those groups and optimizing their
efficiency.

Although chemical and pharmaceuti-
cal companies equally value the power
of cross-functional teams, they crave
their benefits for different reasons. In
the chemical industry, where sales are
growing a mere 4% per year on average,
teams help companies prune costs and
dominate mature markets, notes James
R. Bowers, vice presideat for chemical
industry consulting at the Hay Group, 2
Philadelphia-based human resources
consuliing firm. They are a key element
in company strategies for meeting
shareholder expectations and improv-
ing their returns.

Chevron Chemical, for instance, says
that “basic economics” is the main driv-
ing force behind the formation of its
multifunctional teams, which have in-
creased in number over the past few
years. “We're leaner, so we must work
together more and {bridge] various
functions to save time and resources
and produce better products and solu-
tions for our customers,” says Robert
Buesinger, manager for polymers re-
‘search and development and customer
technical service at Chevron.

Chevron is forming cross-functional
teams fo enhance product application
and development, boost customer sat-
isfaction, slash overhead costs, and re-
design work processes. “We've always
had a team-based structure,” Buesing-
er savs, “but getting the perspectives
of different functional groups is a man-
datory part of team formation now.”

In the pharmaceutical industry,
where sales are growing a more spright-
ly 8% per year, cross-functional teams
help companies beat competitors to the
market, which can yield big
benefits, Bellwether compa-
nies win more market share
and more time tnder their pat-
ents to enjoy exclusive control
of a market niche, says Ber
nard R. Tyrreli, national sector
head for pharmaceuticals at
the Hay Group. Today, if’s not
unusual for a drug company
launching a new chemical en-
tity to rake in: a whopping half-
billion dollars in sales in the
first year, he explains. “Com-
paties are marshaling their

resources so that within 24
e;;,a, hours of FDA approv_al, they
have product being shipped to
pharmacies.”

Merck, for example, has
taunched more new products in the past
five years than during any other compa-
rable time span in the company’s histo-
ry. It's no coincidence that Merck’s reii
ance on cross-functional teams has ris-
en tremendously over that same period,
says Scott Leavitt, a director of business
strategy at the company. Cross-func-
tional tearns have been a key compo-
nent in “a new approach to managing
our business” to deal with sea changes
both inside and outside of Merck. For
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ing rapidly. Today, 58,000 people work

five years ago, Leavitt reports. “At the
same time, the market in which we op-

one, the company’s workforce is grow- |

for Merck, which is 11,000 more than_
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erate has grown more crowded, more
complex, and more competitive.”

To compete today, companies need
to be more innovative than ever. And
cross-functional teamns, which allow for
the cross-poilination of ideas, are the
perfect forum for coming up with cre-
ative solutions or products, says Donald
Nelson, vice president of employee re-
sources for central research at Pfizer.

“Team diversity leads to more ideas,”
Chevron's Buesinger adds. “When you
have the benefit of different perspec-
tives, you can come up with better ways
to solve problems.” The company has
been able to elevate its level of customer
service, thanks to its feedstock quality
teams—which bring together manufac-
turing, lab, and technical support folks,
as well as business unit and marketing
people. Collectively, team members
have developed more efficient systems
to inventory raw material quantity and
quality. This, in turn, allows Chevron to
better anticipate the needs of customers
and provide products that meet their ex-
act specifications.

Teams can also help companies keep
functional divisions and international
boundaries in sync. At Merck, for in-
stance, cross-functional teams allow the
company to more efficiently coordinate
strategies, objectives, and resources
around the needs of its individual thera-
peutic franchises. The company’s world-
wide business strategy teams—which
bring together key executives across the
organization—develop global franchise
strategies and identify and resolve ongo-
ing issues related to a franchise, such as
HIV or osteoporosis, Leavitt says.

One of the greatest benefits of the
cross-functional team structure is that it
allows for a continuity that’s lacking un-
der the traditional departmental struc-

Chevron's polyethylene
management team
discusses performance
improvement projects. Left
front: Robert Buesinger;
seated: Steve Smith and
Ron Abbott; standing, from
feft: Mitch Krutilek, Bill
Bybee, and Ed Miller; at
computer: Steve Galland.

ture. “Passing the baton
from one function to the
next, companies find they
can't anticipate problems
that will pop up during the
next stage of develop-
ment,” says Bowers of the
Hay Group. “When com-
panies are organized functionally, it’s
possible to go through the process of
designing a product, making if, and sell-
ing it without an awareness of what the
customer really wants, what purpose
the product is going to serve, and what
its market potential is going to be.”
Under the departmental structure,
“R&D would make something, throw it
over the wall to manufacturing, and hope
that they picked up where we left off,”
employing the exact same process and
getting the same results, savs Jane Bry-
ant, R&D project manager for an assay
development team within Abbott Labora-
tories’ Diagnostics Division, Abbott Park,
HL That's not a problem for her anymore.
Her assay development team includes

chemists, biologists, and employees with
strong manufacturing experience “who
can ensure that the assay we are develop-
ing is sound technically and can be man-
ufactured.” Along each stage of develop-
ment, some of the same people are still
involved; they know the history of the re-
search and can foster a smooth transi-
tion. Now as a team, “we can see the big
picture,” she says.

When employees are organized info
well-managed cross-functional teams,
“information flows earlier to the right
people,” says Nelson. When Pfizer first
established its advanced candidate man-
agement teams, which inclhuded a signif-
icant marketing presence, “we suddenly
had fast access to a lot better market
data that could guide us through the
product development pipeline.”

The team structure allows employ-
ees from a variety of departments to
have the same, unified understanding of
the goals and objectives of a project,
says Timothy C. Gerrish, manager for
new product development in Hercules'
Food Gums Division. He was part of a
team that was recently honored by the
American Chemical Society's Heroes of
Chemistry program for innovations in
food and agriculture. The team devel-
oped a pectin product, Slendid, which
forms an invisible, odorless, tasteless
barrier on raw french fry strips to re-
duce the amount of oil they absorb dur-
ing deep frying. By working in a team,

Some members of Merck's worldwide business strategy team for arthritis, which helped to
ensure that strategle, clinical, manufacturing, and marketing issues were addressed and
communicated throughout alfl areas. From left, standing: Beth Seidenberg, Gary Sender,
Robert Silverman, Sumreet Sud, Errol McKinney, Grey Warner, and Wendy Dixon. From left,
seated: Scott Leavitt, Thomas Salzmann, Roger Perlmutter, and Javier Rodriguer.
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Employees must nurture different skills to thrive under team umbrella

The davs of working alone at a lab bench
or in an office cubicle are ali but gone.
Today, many companies expect their pro-
fessional employees to participate on
crossfunctional teams in which they col-
laborate with colleagues from other disci-
plines. As a result, the rules of the game
are changing for both prospective em-
ployees and those already on the pavroth.
To get ahead, they must demonstrate and
sharpen different skills than their col-
Jeagues did even 10 or 15 years ago.
Certainly, excellence in an individual
discipline will never go out of style.
“First and foremost, we always look for
functional expertise,” says Scott Leavitt,
director of business strategy at Merck,
“1 can't see that ever changing.”
However, the most successful em-
plovees today are those with great in-
terpersonal skills. The communicative
team player has the edge in today’s job
market, attracting the best employers,
reaping the most coveted awards, and
enjoving enhanced job security.
Increasingly, managers value people
who are open to working on teams.
“(yood teaming behavior begins with a
good teaming attitude,” says Peter A.
McCarthy, senior executive director for
drug discovery and head of chemistry
recruiting for Pfizer Central Research,
Groton, Conn, “Someone with a team-
ing attitude understands their codepen-
dence on other team members and val-
ues them for their skills and contribu-
dons. A team player understands that
the team succeeds or fails together;
there is no way to claim personal suc-
cess in the face of team failure.”
That kind of cooperative spirit really

paid off for two structural chemistry
teams at Schering-Plough Research In-
stitute, Kenilworth, N.J. Staffed with the
same types of professionals, each team
set out to determine the three-dimen-
sional structure of a different enzyme
encoded by the hepatitis C virus. That
structural data is critical for synthetic
and computational chemists as they set
out to design and synthesize more spe-
cific inhibitors with high affinity for the
target proteins, Rather than compete,
each team helped the other, notes Patri-
cia C. Weber, senior director for struc-
tural chemistry. Even though the teams
worked in separate laboratory areas and
did not attend the same meetings, they
were diligent about informally sharing
advice and progress. The insights they
gained from each other helped the teams
determine the structures more quickly
than if they had been working alone, she
says. “The communication has just
been excellent,” Weber says.

Indeed, it’s important for employees to
possess strong communication skills
both in delivering and in receiving infor-
mation. In a team environment, the clear.
communication of ideas, questions, and
answers is critical, says Joseph C. Coury,
a process technology specialist for Albe-
marle at its Houston plant.

To be successful on a team, employ-
ees must also have an abundance of
self-confidence in their area of exper-
Hse. Team members must be comfort-
able enough to “admit when they are
wrong without fear of embarrassment,”
Coury says, “They must not be afraid to
make educated guesses and ask ques-
tions. They must always be willing to

qualify opinions and conclusions so as
not to mislead.”

Cross-functional teams generally
have only one person representing each
discipline, “so each person must be
able to communicate results as well as
accept suggestions from people outside
that area without feeling threatened,”
notes Weber. A confident team member
is free to be more open-minded and
“willing to listen to what appears to be a
far-out idea from a nonexpert.”

Fven while team members must re-
main strong in their area of expertise,
they must also cultivate a broad per-
spective, “Today, researchers are expect-
ed to be more broadly conversant across
scientific disciplines while maintaining
expertise in a smaller number of disci-
plines,” Weber savs. This reflects not
only a culture change toward tearnwork
but also the evolution of computer tech-
nology that allows researchers 1o simulta-
neously examine several aspects of a
project and guickly access information
from a multitude of sources, she says.

To encourage employees to be more
broad-minded, Pfizer brings in employ-
ees from other disciplines in the compa-
ny to help train its newly hired medici-
nal chemists. When they become mem-
bers of a team, “we want them to
consider more than just the chemistry;
they need to think about what the drug
metabolism and biology team members
are thinking about,” Pfizer’s Kelvin
Cooper says.

As they ook at their projects from dif-
ferent perspectives, “it’s crucial that the
team feaders and members be flexible
and open-minded,” says Timothy C.

people from each fanctional area were
able to focus on the same issues and
process them in parallel, making it pos-
sible to meet clear targets and time-
lines, he says.

Because they are married to so many
segments of the corporation, cross-
functional teams can often win corpo-
rate approval of a new product or idea
faster. For example, when marketing,
clinical development, regulatory affairs,
and mantfacturing employees can all

agree on an approach to a problem, it's

easier for them to go back to their own
functional areas and sell the idea to the
other key stakeholders or decisionmak-
ers. Leavitt points out. Thanks in part to
this cross-functional advocacy, Merck
was able to submit Vioxx, the compa-
ny's new osteoarthritis pain reliever, for
FDA approval one moath earlier than
originally planned.
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Cross-functional teams may be as
valuable for their ability to expedite prod-
uct development as they are for their abil
ity to squelch it. Often, crossfunctional
teams are the best vehicle for deciding
whether a company should enter a new
market or continue to underwrite a prod-
uct or process that is aiready in the pipe-

line. At each step along the way, they can

ask whether the candidate will be a viable
marketable product or provide any dis-
sinct market advantage.

Although cross-functional teams can

be 4 tremendous boon fo companies,

they also have the potential to create
roadblocks and to sguash innovation.
*Companies have to ensure that their
multifunctional teams speed the deci-
sion-making process, not increase bu-
reaucracy and slow it down,” says Larry
Cunningham, vice president for human
resources at biotechnology company

Centocor, which merged with Johnson
& Johnson early last month. Eduardo
Baralt, a lead research chemist within
Chevron Chemical's Petrochemical
Technology group, echoes that point.
Companies can fall into the trap of form-
ing a team to deal with an issue that is
“not really that crucial or could best be
resolved by one or two people rather
than 10,” Baralt says.

Managing a new team can be tricky.
“When teams frst form, there’s often a lot
of counterproductive conflict,” says Bow-
ers. Individuals may understand the
importance of working on a team, but
functoning as-a group may not ¢ome nat-
urally. “The team has to find & way to co-
alesce and set some standards and expec-
tations that will allow it to move forward
and actuallv achieve i{s goals.” .

Indeed, every successful team needs
to establiish ground rules to govern
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ish, manager for new product de-

pment at Hercules’ Food Gums

sion. “Feam efforts are hard work
weryvone.”

eing part of a team can also be

e stressful, especially for new grad-

's, Coury says. Generally, technical

ns are assigned lofty goals, and ev-

team member is held accountabie

specific contributions. “To main-

t their health and job performance,

duates must have a plan to cope

h these stresses. Those who take

e of themselves and manage their

255 are the ones who will perform

ter in a team environment.”

Despite the accompanying hard

tk and stress, employees generally

e being part of a team. If the meet-

15 are run well and the team is pro-
ictive, employees generally will buy
to the process, Leavitt says. One
nefit of being on a team is that em-
oyees are more likely to believe they

m make a difference, notes Eduardo
aralt, a lead research chemist for
hevron Chemical’'s Petrochemical
echnology group. In the past, when
eople worked more independently,

n employee was never sure if his or
er contribution eventually led to a better
+ yduct or made a difference in a pro-
es. Now, as part of a team, each indi-
idual is involved in a greater part of the
ife of a project. “You get to see the im-
act that you ultimately have over pro-
luction, for example. That in itself really
s a big reward,” Baralt says.

Personality plays a role, too, in wheth-
2r an employee feels good about being
part of a team. “Some scientists enjoy
working alone and following their own
ideas on their own tHimetable,” Weber

An Albemarle technical team discusses the
operation of a newly installed piece of equipment
at the company's Pasadena, Texas, plant, From
left: Davis Su, Wylie Barrow, Dhiraj Sood, Robert
Bruce, Kate Swartz, and Don Vash.

says. “For themn, it can be frustrating to
have to present preliminary results just
because it's time for the monthly team
meeting,”

On the other hand, many people natu-
rally appreciate the synergy that comes
from the exchange of ideas between team
members. “What I like most about heing
on a teamn is the interaction with other

that’s not a problem,” Bryant says. And
it’s not uncommeon for teammates to
pitch in and help a team member stay
on schedule while she tends to a family
emergency. Maternity leave has less of a
stigma, too. If a teammate needs to take
time off to care for a newborn, “we don’t
resent that person. We are excited for
her,” Bryant adds, “Se I think that, be-

the people who bring biochemistry and
biology expertise to the table. I find it
very interesting that we alt have differ-
ent ways of looking at a problem.”

Pfizer's Cooper is among those peo-

ple who value the collaboration that
teams invite, “It’s great to be able to
share the excitement about the work
you just produced,” he says. “As a
chemist, there’s nothing better than
running down to the biologist or the
drug metabolism [colleague] to get the
latest results and being told that the
theory you had is panning cut.” That
kind of epen cooperation between dis-
ciplines “is very rewarding.”

Indeed, the camaraderie and flexi-
bility that often develop on teams can
be . very gratifving, savs Jane Bryant,
an R&D project manager at Abbott
Laboratories’ Diagnostics Division.
The members of the assay develop-
ment team she leads have developed
a close working relationship that
kelps each of its members, who all
kappen to be women, balance their
work and family responsibilites. “We
don’t adhere to a rigid 9-t0-5 sched-
ule. If someone has a sick child and
needs to come in late, for example,

people,” sayvs Vasudha Sullins, an associ-
ate scientist within Abbott’s Diagnostics
Division. “Coming from a chemistry
background, [ am able to learn a lot from

cause we are all women and the majori-
ty of us have children, we may have a
different viewpoint on how work fits into
our personal lives.”

tearz-member participation, says Nel-
son. For example, leaders need to make
sure that each team member gets equal
“alr time” at meetings to prevent one in-
dividual from dominating the team’s re-
sults or recommendations. “And, as mun-
dane as it sounds, we are constantly
pushing to clarify roles and responsibili-
ties, so that each team member has a
good sense of what he or she is expect-
ed to contribute,” he says.

Managers also need to ensure that
team members are thinking outside
their functional areas. “The chalienge
becomes, how do you take somecne
who has done tremendous things indi-
vidually and motivate that person to
shift gears and become a team player?”
says Tyrrell of the Hay Group. This is
egpecially important in the biotechnolo-
gy business as companies move from
the research lab into product develop-

ment and form their first cross-functen-
al teams.

Developing a cross-functional per-
spective is an Important goal in many in-
dustries, “In our environment, at least.
sclence and business have to blend to-
gether,” says Martha Caughey, human
resources manager for Abbott Laborate-
ries’ Diagnostics Division. “Scientists
are not isolated in a lab anymore; they
are helping to solve real problems and
make crucial business decisions.”

Requiring top scientists to think along
business lines can pay off. At Merck, for
example, the company’s top researchers
are expected to wear the hats of both sci-
entist and business leader, Leavitt savs,
For example, Roger Perlmutter, execu-
tive vice president of worldwide basic re-
search and preclinical development. led
the strategy tear for Viexx, Another of

Merck's top scientists, Joanne Wald-

streicher, executive director of clinical re-
search at Merck. serves on the prostate
heaith worldwide business strategy team.
She has played z key role in integrating
the company’s science and marketing ef
forts for Proscar, Merck's treatment for
benign prostatic hyperplasia, an enlarge-
ment of the prostate gland. “Is she tops in
her area of research? Absolutely,” Leavitt
savs. “But, ke Perlmutter, she also views
herself as accountable for the overall
business success of her products.”

To help its employees develop the
skills they need to be effectivé on tross-
functional teams. Hoechst Marion Rous-
sel has launched an initiative calied Pro-
cess Improvement and Team Effective-
ness. Reaching from team members to
top management, this training strategy
is designed to significantly optimize
project team dynamics and knprove per-

formance and productivity throughout
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How do students get team savvy?

It's always been tough for graduates to
adjust to the first job out of college. It's
not easy to take years of theoretical
course work and apply them to a real
industrial environment. But now, new
hires face additional challenges as they
start jobs that require them to work ef-
fectively on cross-functional teams. As
new employees, few have had the op-
portunity to hone the skills necessary
for working in these groups.

What's more, the tenets on which
teatns are based are often contradictory
to the doctrine for university success, In
college, students spend years focused on
one discipline, creating a mind-set
around bijochemistry or chemical engi-
neering, for example. And all work is
done independently. “Success is based
not on how you cooperate with your
peers but on how you compete against
them,” says Eduardo Baralt, a lead re-
search chemist for Chevron Chemical's
Petrochemical Technology group. In con-
trast, when these students start a corpo-
rate job, they are usnally assigned imme-

diately to a team that requires them to

view problems across disciplinary
boundaries, work closely with others,
and share their knowledge in order o
succeed, he adds, .

However, there are ways to alleviate
that culture shock. Students can get
actual hands-on experience with cross-
functional teams by participating in
work-study programs. Chevron Chemi-
cal, for example, offers cooperative
programs for students at the Universi-
ty of Houston’s downtown campus and
Texas A&M. Both sides benefit in the
deal, Baralt says, “Students gain expe-
rience working on a team; we gain ad-
ditional resources for projects as well
as a chance to know people we might
want to hire when they finish school.”

Students at the University of Wiscon-
sin, Madison, can gain experience
working on a multidisciplinary team by
participating in a unique Technology

Enterprise Competition. Now in its
third year, the competition requires stu-
dents to form cross-disciplinary teams
and create a business plan for a new
technology-hased business. Each team
must include at least one student with a
science ‘or engineering background and
one student with a business back-
ground. The final plans and presenta-
tions are judged by a panel of entrepre-

neurs, venture capitalists, and business .

professionals,

The competition is sponsored by the
Fechnology Enterprise Cooperative, a
University of Wisconsin, Madison, cam-
puswide organization supported by the
College of Engineering, School of Busi-
ness, and College of Agriculture & Life
Sciences, The cooperative’s mission is
to give faculty and students the opportu-
nity to experience the technology-based
entrepreneurial process firsthand.

Chernical engineering students made
a showing in the 1999 competidon on a
team that tied for second place. That
group developed a business plan to li-
cense technology and reprocess the
U.S. government's piles of uranium
hexafluoride into useful products. .

“We have found that many students
do not have an opportunity to interact
with peers from other disciplines,” says
Margaret Tongue, director of the stu-
dént leadership center. “Yet when they
go out into industry, they will most cer-
tainly be working with these other disci-
plines at some time. The team skills
they learn in this competition will allow
them to build connections to other dis-
ciplines” that may be valuable later,

The competition is also meant “to
foster and develop creativity, innova-
tive thinking, and an entrepreneurial
spirit in our students,” Tongue says.
By participating in the competition,
students enhance their creative prob-
lem-solving skills and gain experience
in building teams, applying knowl-
edge, and developing new technology-

based ventures. In short, it prepares
students for a future in a competitive in-
dustry in a way that university course
work eannot,

That kind of experience is valuable
when it comes time to secure a job.
Those who recruit and hire chemists
say they favor candidates who have ex-
perience working alongside scientists in
other disciplines or with people outside
the research realm. But they are quick
to point out that valuable team experi-
ences can occur outside the academic
or industrial environments. Students
can demonstrate an aptitude for team-
work in a variety of settings.

Often, summer job experiences give
students insight into how teams work
and allow them to develop skills that
translate into the business world, savs
Martha Caughey, human resources
manager for Abbott Laboratories’ Diag-
nostics Division. She recalls a candi-
date who had gained valuable team ex-
perience as an assistani manager at a
fast-food restaurant. “On a daily basis,
he had to clearly communicate the ex-
pectations for each employee, main-
tain productivity, and resolve conflicts.
Even though his experience was not in
an academic or industrial setting, he
was able to demonstrate all the fraits
we look for in a great team leader.”

Extracurricular activities can be an-
other avenue for building team-orient-
ed skills, says Elizabeth Gallimore, a
human resources project analyst for
Chevron Chemical, When recruiting,
she looks for candidates who have
served on teams in school or in the
community. In the past, she has been
impressed with candidates who have
done missionary work, built houses for
the homeless, or worked with disadvan-
taged children. Gallimore notes: “When
a candidate stands for values like protect-
ing the environment, giving back to the
community, and helping the less fortu-
nate, we assume that they have humility
and compassion—traits that can be at-
tractive in team members and leaders.”

the company’s Drug Innovation and Ap-
proval process.

Still, few companies offer training
programs aimed at developing strong
team members. “Companies have al-
ways offered employees training or de-
velopment programs designed to sharp-
en ‘'hard’ technical skills,” Bowers says.
“However, most companies fail to offer
training on ‘soft’ skills such as interper-
sonal communication, especially for em-
pleyees outside management.” What
they fail to realize, he adds, is that the
softer behavioral skills are what differ-
entiate the successful teams from the in-
effective ones.

58 NOVEMBER 15, 1999 C&EN

Still, some companijes offer training
programs that dovetail with team con-
cepts. For example, Abbott's Diagnos-
tics Division offers a class on diversity
awareness that encourages employees
to value thoughts, opinions, expertise,
and management styles that might be
different from their own, Caughey says.
The class is not designed specifically
with team members in mind, but it
teaches employees to be more open-
minded, which is a valuable skil} for any
effective team member to have, she
notes,

Many companies say the best way to
groom employees for their roles on

teams is through mentoring. “If a man-

ager senses that a new hire is not fitting

well into a team or is having problems

adjusting to teamwork, then it is impor-

tant to step in and help,” Pfizer's Cooper

says. At Hoechst Marion Roussel, man-

agerial candidates must be able to dem-.
onstrate an ability to coach and mentor,

as well as to develop and nurture strong

teams. ]

To boost morale and optimize team-
member productivity, team-focused
companies are using the same incen-
tives they always have: awards, promo-
tions, bonuses, and salary increases.
However, they are struggling with the
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ietails: Whom do you reward—the indi-
fidual or the entire group? Indeed, “the
nultifunctional team structure is put-
dng pressure on organizations to take a
different view of compensation,” says
Centocor's Cunningham. “It's important
for companies to align their rewards

~systern around team objectives,” How-

ever, many companies coancede that
they are just learning how to do that.
The reward structure within Pfizer's

. Discovery Research group still revolves

around an individual's performance,
says Peter A, McCarthy, senior execu-
tive director for drug discovery and
head of chemistry recruiting for central
research at Pfizer. The company recog-
nizes exceptional team efforts with team
awards and celebrations, but raises and
bonuses are not currently handed out
in groups. “While matters have im-
proved dramatically in my 15 years at
Plizer, I think most [emplovees] would
agree that we don't do enough to recog-
nize and reward teams and teaming be-
havior,” he says.

Some company compensation poli-
cies lean the other way. These firms rea-
son that it's not always appropriate to
single out a few individual employees
for their technical expertise and perfor-
mance when they are part of a team. If
employees are asked to work in sync as
a team, then it follows that they be re-
warded as a team. “It is so critical that
team members work together effective-
ly, I think that many of us here feel com-
fortable with rewarding the entire
team.” says Pairicia C. Weber. senior di-
rector for structural chemdsiry at Scher-
ing-Plough Research Institute, Ken-
ilwerth, N.J. For example, the Presi-
dent’s Award, the company’s most
prestigious award, recognizes excep-

Anthony Mannarino, and Michaei Cable.

Schering-Plough's protein production team members in their
proximity of the labs heips the team to informally share data and excitement. From left: Paul
Reichert, Nanhua Yao, Shane Taremi, Winifred Prosise, Eric Ferrar

Some members of Abbott's assay development team hold a meeting. From left:
Gretchen Gabriel, Vasudha Sullins, Lynne Fleischmann, Agata Kempa, Jane Bryant,
Shereen Woods, Alice Chang, and Mary Beth Rogers. Not pictured: Cassie Coor, Bark
Daanen, Linda Lindmeier, Angela Opoiski, Joan Prillaman, and Kris Schraufnagel,

tional teams by presenting each mem-
Ler with a cash award.

Some companies hesitate to reward
entire teams because it removes the
personal acceuntability that some em-
plovees need to motivate them. “Under
the team reward structure, slackers en-
joy the benefits of being on a team that
succeeded despite them, not because of
them,” says the Hay Group's Bowers.
“And so the challenge is to come up
with measures for personal contribu-
tions that equate to effective teamwork.”
When judging employee performance,
companies need to focus on how an em-
ployee might have made a team more ef-
fective rather than on technical criteria
such as the number of customer trans-
actions handled. In other words, compa-
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nies need 1o send the message that “be-
ing a catalyst for change may be more
important than being a superstar,” he
says.

Sometimes, the best way to deter
mine an employee's effectiveness is
through peer review. The traditional
review system—in which a supervisor
sizes up an individual emplovee—is
becoming obsolete in today's more
team-oriented companies, Because
most teams include only one person
from a functional area, it's rare that an
emnplovee and his or her supervisor
work together, Bowers points out.
That makes it difficult for the supervi-
sor to assess the emplovee's perfor-
mance. 50, as people work increasing-
ly on teams, the best reading of their ef-
fectiveness will come from
the people they work with
and the people who repre-
sent their internal and ex-
ternal customers.

Finding ways to hold ev-
ery team member account
able can be critical. “The
performance of team mem-
bers is probably the most
important factor’for success
in any company,” Pfizer's
Cooper says. “Without input
from all the different types
of people, things can get
bogged down very quickly.”
But when team members
are in sync, “they c¢an really
break through barriers.” «

NOVEMBER 13, 1990 C&EN 58



