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Why focus on the 
behavioral dynamics of boards?



 Board effectiveness: a fundamentally human process
 The board as information processing unit
 Individual and group biases (selective perception, 

pluralistic ignorance, polarization, groupthink….)
 Balance ́ hardware´ and ́ software´ of board effectiveness

Based on: Canals, 2024; Hambrick, 1994; 1995; Hambrick & Mason, 1984; Westphal & Zajac, 2013



Behavioral dynamics – pain or gain?

 Board as strategic partner 
(Boivie et al., 2020)

 Monitoring and shaping 
the future (Sakasai, Ormazabal, & 
Canals, 2024)

 Increased diversity (e.g., 
McDonald et al., 2018)

 Requirements for self-
assessment and ´good 
corporate governance´ 
(e.g., Sasakai et al., 2024)
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Sakasai, Ormazabal, & Canals, 2024

Board defining characteristics  



Sakasai, Ormazabal, & Canals, 2024

Board directors´ relevant personal skills
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What type of behavioral dynamics 
should we focus on?

Teamness



Teamwork is the best option for complex 
tasks

+
Strategic decision making at the top of 
organizations is particularly complex

=
In boardrooms and executive suites, we will 

find the strongest and most smooth-
functioning possible teams



Leaders are role models for organizational 
behavior

+
There is a strong rationale in many, if not most, 
organizations for people to be ´team players´

=
In boardrooms and executive suites, we will find 

the strongest and most smooth-functioning 
possible teams





The “Teamness” 
of Top Teams

Based on: Hambrick, 1994; 1995; 
Simsek et al.,2005; Raes et al., 2013

Joint decision making
1. Team members usually let each other know when their 
actions affect another member’s work.
2. Team members have a clear understanding of the joint problems 
and needs of other team members.
3. Team members usually discuss their expectations of each other.

Information exchange
1. Quantity of ideas.
2. Quality of solutions.
3. Level of creativity and innovation.

Collaborative behavior
1. When a team member is busy, other members often volunteer 
to help manage the workload.
2. Team members are flexible about switching responsibilities 
to make things easier for each other.
3. Team members are willing to help each other complete jobs 
and meet deadlines.

On a 1-5 
scale, 
please 

indicate 
your 

agreement 
with the 

following 
items 

1 = completely 
disagree / very bad
5 = completely 
agree / very good



 Better decision making
 Idea generation and implementation
 Creativity and improvisation
 Effective balance of innovation & execution
 Positive and collaborative culture
 Organizational performance

Based on: Hambrick, 1994; 1995; Simsek et a.,2005; Based on: Lubatkin, M.H., Simsek Z., Ling, Y. & Veiga J.F., 2006, Luo, B., Zheng, S., Ji, H., 
Liang, L., 2018; Magni, M., Proserpio, L., Hoegl, M., & Provera, B., 2009; Raes, Bruch & De Jong, 2013;  Xi, C., Qu, X., & Liu, Q., 2024



MANFRED KETS DE VRIES, 2020

“Many leaders, however, are 
ambivalent about teams. They 
fear overt and covert conflict, 

uneven participation, tunnel 
vision, lack of accountability 

and indifference to the 
interests of the organisation

as a whole. Also, more than a 
few have no idea how to put 

together well functioning 
teams. Their fear of delegating 

– losing control – reinforces 
the stereotype of the heroic 

leader who handles it all”.



Worldwide 4th 
biggest vegetable 
breeding company; 
4,000 people, 30 
countries

Grown average 
of 10% in past 
25 years

Leadership 
structure: team-
based



This person is perfect in every 
way, oversees everything in the 
market, is on top of all research 
developments and techniques, 
does not make any mistakes, 
is a well-balanced person etc. 

01

This person should be 
100% loyal and not all of a 
sudden quit, get a heart attack, 
or die in a car accident. 

02

This person should give a 
guaranteed two-year notice 
before leaving to ensure 
flawless succession with no 
loss of expertise and oversight.

03

“I think that a single 
leader is better than 
a management team 
when three conditions 
can be fulfilled” 
BEN TAX, RIJK ZWAAN MANAGING 
DIRECTOR, IESE CASE, 2022



“We always discuss information and arguments and only 
take a decision when all of us are on board with that 
decision. (...) Some might say that this slows down our 
decision making. That is true, but what it also does, is 
improve the quality of decisions. For us, the quality is 
more important than speed”.

MARCO VAN LEEUWEN, RIJK ZWAAN 
MANAGING DIRECTOR, IESE CASE, 2022



What type of behavioral dynamics 
should we focus on?

Teamness
Conflict balancing



Conflict balancing
 Not too much
 Not too little
 Keep it task-focused

Based on: Amason, 1996; Greeg et al., 2018; Jehn, 1995; Raes et 
al., 2013; Rink et al; 2013; Veltrop et all., 2021  



Based on 74 TMTs of German companies; 
see also Raes et al., 2013
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As compared to 
real teams…

Perceived 
team unity -16% -10% -9%

Effective 
leadership -8% -6% -7%

Innovation -15% -14% -11%

Findings based on 74 TMTs of German companies; see also Raes et al, 2013



What type of behavioral dynamics 
should we focus on?

Teamness
Conflict balancing
Psychological Safety



“Petri [Hosté] takes the role of ´bad cop´
without any effort. She dares to ask the 

questions that the rest of us only think...”



What type of behavioral dynamics 
should we focus on?

Teamness
Conflict balancing
Psychological Safety
Common purpose



25IESE Business School A Way to Learn. A Mark to Make. A World to Change.

Align strategic 
priorities
5 executives of 
a top team were 
asked to list the 
company´s 10 
highest priorities

23 priorities in 
total were listed



26IESE Business School A Way to Learn. A Mark to Make. A World to Change.

Align strategic 
priorities
5 executives of 
a top team were 
asked to list the 
company´s 10 
highest priorities

2 appeared 
on every list



27IESE Business School A Way to Learn. A Mark to Make. A World to Change.

Align strategic 
priorities
5 executives of 
a top team were 
asked to list the 
company´s 10 
highest priorities

7 appeared on the list of 
more than 3 executives



28IESE Business School A Way to Learn. A Mark to Make. A World to Change.

Align strategic 
priorities
5 executives of 
a top team were 
asked to list the 
company´s 10 
highest priorities

13 of the 23 priorities 
appeared on only one list



What type of behavioral dynamics 
should we focus on?

Teamness
Conflict balancing
Psychological Safety
Common purpose



How to study board behavioral 
dynamics?



 Observation and analysis of board meetings 
(cf. Raes et al., 2006; Veltrop et al., 2021)

 Survey research (cf. Boivie et al., 2020; Chen, Groysberg, Healy, & 
Vijayaraghavan, 2021; Raes et al., 2023; 2022)

 Combine data collection with board self-
assessment process and feedback (Rink et al., 2022; 
Veltrop et al., 2021)



Future research

Start looking at board as part of interfaces of 
board – TMT – culture - employees
Get primary data about board dynamics
Synergy between behavioral and 

economic/accounting perspectives
Better insight, help in board member selection, 

onboarding and, ultimately, better organizations



Thank you!

http://www.iese.edu/
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