
Wearing Many Hats
Successful team structure
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Hat interaction
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How do hats interact with each other in your company?

Edit

Aud

Dev

Sales
Advertising sales, classifieds, 

sales support, custom content

Operations
Ad ops, Production, art 

department, Marketing 

Automation,  

manufacturing and 

distribution

Audience 

Development
Database Ops, Consumer 

Revenue, Customer Service

Finance
Billing, FP&A, budgets, 

financial models 

Editorial
Editors, reporters, edit 

assistants, copy editors, 

etc

Product

Management
UX, roadmaps, prioritization

Engineering



Team Structure: Attributes
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What makes a successful team?

• Flexibility
• Efficiency 
• Process driven
• Diversity/collaboration
• Prioritization
• Communication
• Empower decision making
• Strategy around problems and what problems are 

most important to tackle
• Accountability
• Clearly defined roles/responsibilities
• Strong communication and penchant for learning
• Trust



Qualities of High Performing and Dysfunctional Teams

Constructive Conflict

Commitment

Accountability

Results

Trust

• Safe environment to speak-up

• Team members help each other

• Leverage strengths for the team

High Performing 

Teams

Dysfunctional 

Teams

• Confront problems & issues quickly

• Develop practical solutions

• Get input from team, minimal politics

• Confront problems & issues quickly

• Develop practical solutions

• Get input from team, minimal politics

• Poor performers are managed and held 

accountable

• Same standards for everyone

• High performance, team based results

• Highly motivated team

• Hesitate to ask for help

• Conceal weaknesses from others

• Dread meetings and avoid team

• Go around problems

• Do not confront tough issues

• Lack of transparency drives confusion

• Ambiguous direction and priorities

• Revisits discussion again and again

• Absenteeism

• Missed deadlines and key deliverables

• Poor performance is tolerated and 

creates environment of resentment, 

hopelessness

• Poor performance and results

• Team turnover

Source: https://strategyppt.com/

https://strategyppt.com/


Multiple Hat Syndrome
Avoid hat burnout and maintain focus

ACKNOWLEDGE 

PEOPLE’S HATS
As a leader, acknowledging the many

responsibilities your team members

have lets them know you understand

their workload.

USE VENDORS
Focus on your business’ priorities by

allowing vendors or third parties to

focus on items that may not top your

priority list.

CREATE 

BOUNDARIES
Make sure colleagues and vendors

understand which hats your team members

are wearing and who to go to for support.

PRIORITIZE
Make sure the corporate and

department goals and priorities are

well communicated and understood in

order to keep the team on track.

ROTATE HATS
Rotating responsibilities or projects

ensures each team member

continues to learn about facets of

the business and garners respect

for each hat.

DELEGATE
Don’t miss the opportunity to let

your team member help you help

yourself. This provides an

opportunitiy for others to learn

and for you to focus on your

highest priorities.



Honing our hats

• Ask “Is this the right team?
• What are the team goals?

• Can we utilize outside vendors to help us 
focus on our goals?

• Create a diverse team 
• Ensure team members’ career goals are in 

line with company goals

• Foster education within the team 
members. 

• Use team meetings to allow each team 
member to present a concept on their area of 
expertise

• Crain’s has started using Slack to foster 
collaboration and informal Q/A sessions 
among teams. IE: Digital Editors chat

A frequently referred to set of statistics 

from Kaplan and Norton state;

1. 9 of 10 companies fail to execute 

strategy

2. Only 25% of managers have incentives 

linked to strategy

3. Only 5% of the work force understand 

the strategy

4. 85% of executive teams spend less 

than one hour/ month discussing strategy

5. 60% of organization don’t link budgets 

to strategy
Source: https://www.fastcompany.com/795028/why-are-goals-and-objectives-

important

https://www.fastcompany.com/795028/why-are-goals-and-objectives-important



