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Team
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 A distinguishable set of two or more people who interact, dynamically, 
interdependently, and adaptively toward a common and valued 
goal/objective/mission, who have been assigned specific roles or functions 
to perform, and who have a limited life-span of membership

• Salas, Dickinson, Converse, and Tannenbaum (1992)

https://www.sciencedirect.com/science/article/pii/S1048984301000935#BIB102


Teams in the Hollowcore world
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 Sales – Project Mgt – Production plant

 Plant management team

 Production team: Operators and a Team leader
• Cutting

• Lifting   

• Preparing & stressing

• Batching & mixing plant

• Casting

• Modification

• Stockyard & loading

• Internal logistics



What makes the production team challenging?
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 Process flow
• Once you start you can’t stop until you are done and the equipment is cleaned

• Hard to call a meeting without directly reducing the output of the day substantially

• Its tough to build a strong team, when there is very limited time to communicate all in one room

 Long distances
• Few operators working far apart from each other

• Equipment for efficient communication is needed

 Sequence
• Heavy machinery takes time to move – do it right the first time

• Tasks performed in the right sequence is of upmost importance

regarding the output of the day. 

 High complexity 
• Our products are made to order

• Elements for different projects with different requirements can be produced on the same bed

• The elements are heavy and big and we want to minimize the number of times we need to lift them



How does the team work?

5 San Salvo, October 28-29, 2021IPHA Production Seminar 2021

 Common goal
• Output i.e. 4 beds & 10 truckloads

 High degree of interdependence
• All the task need to be performed to reach the common goal

 Effective teams are expected to be adaptive to environmental 
conditions

• No day is the same

 Communication is needed to exchange information 
• Team members need to coordinate themselves with each other in order to adapt to the 

changed conditions and resources might need rescheduling



Leadership and Team performance
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 Effective teams
• Successful integration of the team members individual actions

 Team failure 
• May reside not only in member inability but also in their collective failure to coordinate and 

synchronize their individual contributions

 Environment
• The increasing rate of change, poses the need for more adaptive coordination of activities

 Effective leadership processes is the key factor to ensure a 
successful integration in a dynamic environment



What is leadership?
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 The process of influencing people to direct their efforts toward the 
achievement of a common goal

 Effective leadership combines the two types of leadership, both 
transactional and transformational

 Effective leadership involves the ability to inspire and influence the 
thinking, attitudes, and behaviour of people

 A leader inspires others to act while simultaneously directing the way 
that they act. They must be personable enough for others to follow 
their orders, and they must have the critical thinking skills to know 
the best way to use the resources at an organization's disposal.



The importance of leadership
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 In our new plant in Bergen, the output varied between 1 and 3 beds -
with the same amount of operators

• and I dare say that the difference lied in the presence of leadership

 Lack of leadership – consequences 
• Motivation started fading

• People started doing things in other sequences – having separate goals

• They established a culture where they at midday said, its better to not make the last bed today 
to avoid the risk of overtime

• New habbits kept popping up

• The sickleave days increased

• New conflicts arose

• Frustration took a lot of time

• Other plants had to take over some of the projects



The role of the team leader
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 Safety – ensure a safe working environment

 Set goals and make sure everyone know about them

 Facilitate – do the things that no one does to ensure a good flow

 Plan and assign resources to the teams tasks – resource mgt

 Reschedule during the day to handle the disturbances that crop up

 Training – competence – flexibility

 Lean – etablish best practise and standardize

 Continuous improvement

 Human relations including conflict handling

 Motivator – Drive

 Connector to other departments– maintenance, planning etc
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 Getting home in one piece is by far the most important!

 Everyone is responsible for their own safety but the team leader is 
responsible for enforcing a safe work environment

• Risk assessments are in place

• 1-1 safety talks

• PPE is being used as prescribed

• 5s – everything should have its regular place

• Ensure that a SJA is made when something out of the ordinary

is to take place 

 Dilemma between reaching the output goal and doing every operation 
in a safe manner – as a leader, you should know that this is not a 
dilemma – safety is always most important!

Safety – ensure a safe working environment
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 Set clear 
targets that 
are easy to 
understand 
and as 
specific as 
possible

 Make them 
visual 

 and well 
known to 
all

Set common goals
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 Move machinery to 
where it will be used 
next

 Collect the steelplates
needed for the next bed

 Scan the labels, and 
make sure all the 
produced elements are 
registered as such

 Refill the work stations 
with consumables like 
plastic caps, etc

Facilitate
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Resource management

Make a 

plan, and 

note that 

the only 

sure thing 

is that it will 

not go 

according 

to plan

The 

sequence 

is crucial, 

and making 

it right is a 

challenging 

leadership 

task!
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Recheduling during the day

Be present as 

much as 

possible

Observe

Reschedule the 

resources to 

meet the target

Make it visual 

on a board to 

avoid confusion



15 San Salvo, October 28-29, 2021IPHA Production Seminar 2021

Training – competence – flexibility

Make sure you have a good overview of the competences needed, what you have and what you lack,

Make a plan for training to attain good flexibility – high level of automation increases the importance!
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 Involvement
• ownership

 5S 
• for safety – efficiency – maintenance – cost efficiency – first impression - quality

 Standardize
• The more you standardize the easier it gets for the team to understand the next steps of their 

colleagues and act in a way that enhances an efficient flow

 Visualize
• One Point Lessons

 Continuous improvement
• Make time for it, listen to your operators

Lean – etablish best practise and standardize



17 San Salvo, October 28-29, 2021IPHA Production Seminar 2021

 Make a simple 
system to handle 
improvements 

 Suggestions

 Assign tasks

 Track progress 
using PDCA

 If not implemented-
state why

 Visibility -
motivation

Continuous improvement
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 Within transactional leadership there are tasks that need to be 
handled

• Keep track of working hrs & overtime

• If the same people in the team always end up with overtime, it might create a conflict – make 
sure that a rotation system is in place

• Make sure they get paid the correct amount of hrs

• 1-1 talk to check the motivation & go through the competence chart  

 There will always be some operators who are not best of friends
• Conflict handling is important to help the operators to understand each other better and to help 

them focus on the things which they contribute to the team – and appreciate that. 

• Very often, the source of conflict lies within misunderstandings, and a good talk 1-1 with each 
part first, and afterwards a collective talk all three together might very often be enough to clear 
the air, and focus on how to improve the relation in the future

Human relations including conflict handling
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 Understanding how to motivate your team members can positively impact 
productivity and reduce your turnover rates

 An effective leader must therefore have a thorough knowledge of 
motivational factors for others.

• Leadership style

• Recognition and appreciation

• Meaning and purpose

• Feeling of accomplishment

• Positive company culture

• Professional development opportunities

• Financial benefits

• Flexible work schedules

Motivator – Drive
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 Team leadership is also about being the point of contact between the 
team and other departments

 Maintenance
• To make sure any irregularities with the machinery is delt with

• To make sure the right casting machine is ready on time

 Planning
• To get the production plan, wire pattern and labels right to enable the resource planning

• To inform the planner if things have not gone according to plan so that the planner can 
reschedule the missing elements again

 Quality issues
• Report internally the issues that occur

• Inform the team members about quality issues reported from the building sites

• Participate in investigating activities  and make actions to avoid them reoccurring

Connection to other departments



Best practise leadership
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 Honesty and Integrity, Lead by example

 Decision making capabilities

 Good communicator, Explicit & Systematic

 Calm when stressed

 Enthusiastic with an inner drive, passion, and a winner instinct

 Target focused – what needs to be done to achieve eight beds today

 Find something to like in all your team members

 Know when to step aside

 See the needs of your individual team members & target your motivation 

 Have the overall perspective to restructure and facilitate the flow

 Focus on continuous improvement & empowerment



Leadership – fresh goods
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 Leadership is fresh goods

 It needs maintaining and training regularly
• If not, it withers away

 My experience: if developing leaders – meet to follow up once a 
month

• Evaluate the leadership targets from last month

• Set new targets for the leadership development for this month 

• Be as precise as possible



To sum it all up
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 Go to Gemba – be there – use your senses, get a good grip of the 
situation

 Give precise instructions – remember visibility 

 Be enthusiastic about reaching the goal

 Facilitate to ease the flow

 Keep focus on the sequence of the activities

 See your people – what motivates each individual team member?

 Rotate the roles of the team members to achieve the desired 
flexibility & reduce the strain 

 Give praise for good behavior, teach them how to do it right if they 
fail and do not tolerate any breach on safety regulations! 


