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EXAMPLE

To illustrate the important balance between the frameworks that the manage-
ment sets for the team, and the framework in which team members will be able 
to flourish, Harvard professor J. Richard Hackman (1940-2013) has compiled 
the figure below (Hackman, 2002). Hackman is considered one of the pioneers 
in team psychology.

THE MANAGEMENT SPECIFIES THE OBJECTIVES

THE MANAGEMENT  
SPECIFIES THE MEANS  
TO ACHIEVE THE GOAL

 No
 
 

Yes

No Yes

Anarchy! Self-managing, where the team 
works purposefully

Demotivational and 
the worst possibility

Waste of the team’s potential and 
more like a traditional ”old-fash-
ioned” workgroup.

According to Hackman, the best result is achieved if the management specifies 
what the team should achieve, but does not interfere with the means used to 
achieve the goal. If the management specifies both goals and means, this is a 
traditional workgroup, which may be all right, but we will not free up the extra 
resources found in good teamwork.

FIGURE 5.12 The bal-
ance between objec-
tives and means.

THE NURSERY, ‘THE FIELD MICE’
There were three nurseries in the muni- 
cipality of X-town, each with one manager. 
The municipality needed to make some 
cutbacks, so they decided to discontinue 
two of three management positions and 
to turn the employees of each nursery into 
self-governing teams.

The implementation of the new 
scheme had taken place quickly and 
firmly. One Friday afternoon, all the in-
stitutions of the municipality closed at 2 
p.m. – incidentally, causing great irritation 
to the parents – and all employees had 
been summoned to a meeting at the town 
hall. For 1½ hours, the head of the child/
youth department, together with an ex-
ternal consultant, had presented what 
was to happen. Everyone had listened, 

even though murmurs rose among those 
gathered, especially when what was said 
seemed unrealistic or incomprehensible. 
By the end of the meeting, 15 minutes 
were available for questions. However, 
the few questions that were asked were 
about very practical matters and mostly 
concerned who was going where, chang-
es in uses of rooms, etc. After two hours, 
-the head of the child/youth department 
thanked everyone for attending, and the 
new scheme could now enter into force 
the following Monday.

Let’s turn the clock half a year forward 
and look at how one of the nurseries – the 
Field Mice – was working under the new 
scheme.
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