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Agenda

50%

Presentation of 
research 

25%

breakouts 

25%

Feedback and 
discussion 

Agile cross-functional team: Characteristics & benefits 

Impact on HRM practices  

Dimensions of agile cross-functional teams 

Exercising leadership in agile cross-functional teams

Reintegration dilemma – break outs

Sum up & key take aways 

Managing people 

Q&A



An agile cross-functional team can be defined as a temporary organization 
composed of small group of people (4-7) from different functions with 
different areas of expertise to complete projects in sprints or iterations

and to create a unique outcome. 

Agile cross 
functional 
teams

Level of functional 
diversity in the 
project team 

Borrowing 
resources from the 

line organization 

Percentage of 
involvement in the 

project team



Agile cross-functional teams| Characteristics

Individual member 
status

Organization type 

Purpose 

Chain of commend  

Structure 

Functionally aligned teams  Agile cross-functional teams

Departmental: based on one 
functional area  

Permanent organization with history  

Tactical excellence
Exploitation 

“Owns” resources (staff, funds)
Clear and direct delegations 

Process centric decision making

Title /promotion conscious 
members

Cross-functional: based on several 
functional areas  

Projects as temporary organizations 

Rapid iteration and experimentation 
Exploration 

“Borrows” resources (staff, funds)
People centric decision making 

More focus on what value and 
insights each member brings to the 

team

Information flow 
Information channel constraints (up 
and down rather than out or across)

Information flows in all directions 
(circular structure) and in and out of 

team from all areas and from 
customers



Support our culture 

• Embracing diversity of experience, knowledge and skills 
(INCLUSION)

• Breaking down hierarchical and functional boundaries and 
increase trust (TOGETHER) 

• Creating opportunities for employees to expand knowledge 
and learn skills (FREEDOM)

Business value 

• Reducing time to market
• Improving organizational agility
• Implementing product development projects that are driven 

by customer needs and insights 

Innovation 

• Promoting innovation through harnessing the power of 
diversity

• developing collective creativity via empowerment 

Agile cross-functional teams| Benefits



What percentage of agile cross-functional projects fail?

More than
20%

More than
50%

More than
70%



What percentage of agile cross-functional projects fail?

More than
70%

Quality 

Time 

Scope Money 

Levels of impact

Reaction

Learning

Business 
impact 

Behavior



• Collaboration
• Design and experiment
• Build up and implement
• Deliver

Pre-project

• Aiming and envisioning
• Defining the scope
• Coordination
• Allocating people

On-project Post-project

• Handover to business
• Implementation review
• Debrief with the team
• Close out

Dimensions of agile cross functional projects

FORMING

Team meets and 
learns about the 

opportunities and 
challenges. 

STORMING

Personalities start 
to bump against 

each other as 
group dynamics 
are discovered. 

NORMING

An understanding 
emerges of what is 

acceptable 
behavior.

PERFORMING

Consensus and 
cooperation have 

been well-
established.

ADJOURNING 

Team concludes 
and disassembles, 

recognizing 
contributions. 

Team

Project 

Tuckman’s 
model

Individual 
Inspire & allocate  Know, Learn and Develop

Deliver & 
Reintegrate  



Agile cross-
functional 

project 
teams 

Motivation, skills and 
competence

Individual learning and 
growth

Aiming 

Managing 
people

Managing 
project 

Leading 
team

Stress Management

Leading agile cross-functional project teams 

Maintaining discipline and 
accountability  

Team motivation and 
performance 

Team cohesion & social 
capital

collaborating Cooperating

Adapting 

Diversity management 



Managing people |Challenges at 

the Individual Level

Reintegration dilemma  

Role conflicts and confusions 

Misaligned demands of different performance 
control structures

Unrealized expectations and unclear career paths

Violation of perceived psychological contract with 
the line team 

Burnout and stress to fulfill performance 
expectations 



Reintegration 
dilemma

Organizational 
performance

Employee 
engagement 

and motivation  

Knowledge 
transfer, tacit 
and non-tacit  

The extent and speed of re-integration is likely to have an influence on 

Reintegration is a process that allows an employee who worked away from 
their functional team in a temporary cross-functional team return and re-adjust



Reintegration 
dilemma

Turnover intentions from the permanent 

line organization due to ineffective 

reintegration

30%

50%

20%

With turnover intention Wihtout turnover intention

Back to a project



Reintegration path

0
2

Self -efficacy & self -
updating      

Acceptance & self -growth 

Reintegration

Socializing activities

Repositioning in the 

team
Pre-return from 

temporary project 

Actual return to the 

functional team

Pre-return training and 
conversations  

Organizational context

Functional team environment and behavior

Individual project worker 

Project managerLine manager HR manager Project worker



What is your company doing to mitigate the 
challenges associated with reintegration experience 
of employees?

15 minutes 



Takeaways from breakout session 



It is all about having authentic “presence”.

Exercising 
leadership in 
agile cross-
functional 
teams



Blended leadership 

Blended leadership is an equal use 

of both power and attractiveness

POWER ATTRACTIVENESS

Confidence

Influence 

Abrasiveness 

Arrogance 

Agreeableness  

Approachability 

Diffidence 

Submissivenes



What three things would you do differently  to 
prepare a leader for a cross-functional temporary 
project?



Your input



• Survival Guide for 
employees

• Modular offering & 
flexible journeys

• Training

• Match jobs in cross 
functional teams and 
home teams with 
employees in good time

• Build relevant 
development plans

• 121 to ensure follow-
through and effect

• No link between 
performance review 
and pay / bonus

• Focus on clear goals 
and potential - not 
performance

• Mandatory regular 
team review 
(retrospectives) and 
121’s

Agile cross-functional teams| HR practices 

Employee journeys Talent review   
Performance 
management 

Leadership 
Development

• Facilitation Team to 
help – not advise

• Community to share 
learnings and network

• Training on leading x-
functional teams

• Survival Guide for 
managers



Devolution of HR responsibilities to the line and beyond

Leadership motivation and support is not the issue – leaders of cross-functional teams are 
overwhelmed and require practical help

Make sure the people you deploy to deliver help are real practitioners that can teach 
people how to fish

Build new leadership capabilities and ways of working - but use old delivery mechanisms 
like org review, talent review and development planning

Safeguard critical talent – sometimes assigning your best talent to agile cross functional teams is 
the most effective way of loosing them!



Adopting a project-based organization influences the configuration of
the HRM function and the devolution of HRM responsibilities to line managers and 

project managers 

HR practices 
in a project-
based 
organization 

How do HRM 
practices need to 

take shape?

To what extent do 
HRM practices need to 
be devolved to project 

managers and line 
managers?

Are line managers or 
project managers 
sufficiently trained 

and/or motivated to 
carry our HR 

practices? 



Agile cross-functional teams|
Sum up & Key take a ways

Sum up
 Managing people is the most challenging part;
 Moving people in and out of the projects is easier to said than done;
 An improved understanding of reintegration has the potential to not 

only contribute to the personal development and satisfaction of 
employees, but also to knowledge transfer in the organization;

 Leadership is the ability to connect authentically with the thoughts 
and feelings of others;

 Many HR practices need to be devolved to the line and project 
managers, but we need to make sure they are motivated and 
capable of doing them. 

Key take a ways
 It is time to give more attention to human aspects of project 

management;
 Capability building to ensure that the right skills and mind-sets 

are embedded in the right people is not a topic to defer to 
another day;

 We need to think, rethink, test, question, and accept imperfection 
rather than adopt a standardized elegant solution or leadership style 
to overcome challenges of adopting projects.



Food for thought 



Appendix
A sample of tools developed to support cross-functional 

project workers and leaders at Milestone 



Forming Storming Norming Performing Adjourning 

C
h

a
ra

ct
e

ri
st

ic
s

• Displaying eagerness
• Socializing
• Generally polite tone
• Sticking to safe topics
• Some anxiety and 

questioning

• Feelings 
like defensiveness and 
competitiveness

• Emergence of conflicts 
due to differences 

• Purpose and goals are 
well-understood

• More confident
• Improved commitment
• Relief (lowered anxiety) 

and trust 
• Establishing cohesion, a 

problem-solving process 
and a code of conduct 

• High motivation, trust, 
and empathy,  a sense of 
harmony and synergy

• Quick and effective 
decision making and 
problem solving 

• Producing deliverables
• Consistent performance
• Demonstrations of 

interdependence and 
self-management

• Potential sadness, 
satisfaction and 
uncertainty 

• Recognition of team and 
individual efforts

• Disbanding 

Te
a

m
 le

a
d

e
r 

a
ct

io
n

s 

• Taking the ‘lead,’ 
• Being highly visible
• Providing the ‘big picture’ 
• Giving the team a 

platform to know each 
other 

• Give clear goals and 
directions 

• Establishing clear 
expectations

• Communicating success 
criteria

• Present Tuckman’s model

• Requesting and 
encouraging feedback 

• Identifying issues and 
facilitating their 
resolution

• Normalizing matters
• Building trust by 

honoring commitments 
• Staying focused on the 

tasks

• Recognizing individual 
and team efforts

• Providing learning 
opportunities and 
feedback, 

• Monitoring the ‘energy’ of 
the team (reinforce the 
team spirit)

• Delegate some tasks 
• Staying involved 

• ‘Guiding from the side’ 
(minimal intervention)

• Celebrating milestone 
achievements 

• Be a gateway 
• Encouraging collective 

decision-making and 
problem solving

• Let the team members 
co-lead 

• Recognizing change
• Providing an opportunity 

for summative team 
evaluations ('lessons 
learned’)

• Providing an opportunity 
for individual 
acknowledgments

• Helping team members 
reintegrate into their 
functional team s

• Celebrating the team’s 
accomplishments 

How to manage the different phases of team development?
A tool for leaders of cross-functional teams at Milestone



Principles of cross functional teams' leadership at 
Milestone

Principle 2:

People grow and organization 
improves through constructive 
feedback .

Principle 4:

Leaders take a balance of 
head and heart.

Principle 6: 

Leaders connect collaborative 
commitments into individual 
motivations. 

Principle 8:

Leaders balance autonomy 
and accountability by setting 
transparent boundaries 
expectations.  

Principle 1:
Leadership is a collective 
phenomenon shared among 
all team members.

Principle 3: 

Diversity and inclusion is a 
business priority. 

By virtue of candore, 
people don’t feel silenced. 
The interpersonal fear is 
minimized with a sense of 
social connectedness and 
group membership. 

Principle 5:

No one holds a critical 
opinion without speaking 
up about it. 

Principle 7:

Intelligent failures must be 
considered good news 
because of the value they 
bring.

Under the shared leadership, 
we can identify emerging 
leaders and our people can 
exercise their leadership 
skills.

By demonstrating willingness 
to receive and act upon 
feedback, you show to the 
team what a leader would 
expect from others.

We are disciplined about 
diversity of thinking and 
committed to cultivate an 
inclusive mindset and to 
demonstrate inclusive 
behaviors.

Leaders give productive 
responeses that include 
expressions of appreciation 
and destigmatization of failure 
to reinforce a learning 
organizaion. 

Effective leadership is a 
practice of toggling back and 
forth between analytic 
network and the empathic 
network in the brain. 

A relationships of trust, 
respect and open 
communication is built on a 
clear understanding  of the 
individual objectives. 

A relationships of trust, 
respect and open 
communication is built on a 
clear understanding  of the 
individual objectives. 



Survival guide

5 TIPS for employees who join cross-functional project teams
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