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Leading Change

“Leaders inspire others, providing emotional support and tried to get employees to rally around a common goal, it is also to play a key role in creating the vision and strategic plan for an organization” (Kreitner et al., 2002).  This paper will providing a basis for understanding what elements are part of exceptional leadership, and how to use techniques to transform an organization.  A fictional company called Good Sport (GS) is use as an example, which was referenced from the course simulation Managing Across the Organization.
GS, founded by a former pro-basketball player, is a manufacturer of fitness equipment.  The company is a hierarchal structure, which serves as a challenging example of how to deal with dynamics in power struggles situations.  As the company plans to expand, the simulation asked for the participant to assume the various roles of Senior Manager R and D, Vice President of Production, and CEO.  This is a difficult task due to the lack of cohesiveness built into the firm.  Considering the fact that every business unit develops its own unique culture (relatively), the different employee positions mentioned need to be approached with care.
When dealing with the production team, sales team or leading the company, conflict existed because of the hierarchy.  A consumer might view GS as a purring motor financially; however, the reality is that the firm possesses inherent culture problems.  Whether the disagreement is about the need for concept selling from the sales department, concern for higher manufacturing costs from the production department, or changes in power positioning, the hierarchy creates ongoing issues.  The role of the CEO would be to eliminate the conflict, while working on implementing proactive change management policies.
“Of course, just as fragile; it can be destroyed by a single remark, act or omission...This is why the empowerment evolution represents a stairway to trust: consolation, participation, and delegation” (Kreitner et al., 2002).  Ideally, GS needs every employee to have intrinsic motivation that will drive results.  When irrational power structures remain, people cannot make reasonable moves to change the firm.  Though perhaps an improvement will occur in a particular business unit, an uncontrollable activity somewhere else may sabotage the change.  Piercing through the corporate veil by using positive/cross-cultural concepts is the only way to overhaul a limited hierarchal structure.
Political coalitions could jeopardize the future of GS.  An honest view of the firm is the realization that ideas result as reactions.  If a department involved in a process is not included, it will not feel part of the change process.  Simple human nature principles should be more discussed in professional business culture.  By not involving input from the production apartment the cultural “political subsystem becomes active” (Kreitner et al., 2002).  Alignment cannot occur with a culture that does not strive to update into evolved humanistic philosophies.  Organizations are living because of the people who nourish it.
The culture of GS exists at a subconscious level.  In order to understand the culture, one has to peel back the layers of the structure.  Individuals, departments, and networks struggle within the system to make sure that activities produce the GS exercise products.  Integrative (win/win) versus distributive (win/lose) power crisis occurs because of the unnoticed root causes of problems.  Peeling back the onion or analyzing the iceberg structure are concepts that can help the company identify were troubled exists.  Using a combination of various power delegations at lower levels, and cross functional empowerment alignment, the firm will be able to accomplish goals.  For this to be successful, strategic objectives must be efficiently embedded into processes.  
“Organizational politics involves intentional acts of influence to enhance or protect the self interest of individuals or groups.  An emphasis on self interest distinguishes this form of social influence” (Kreitner et al., 2002).  When the simulation asks the participant to assume the role of CEO, the Vice President of Sales and Senior Manager Production express dissent.  This is a problem, and in order to move forward, the CEO will need these people to trust in the leadership.

According to the course readings, three distinct levels of political movement exist: network, a coalition, and individual.  At the network level, the employee is concerned with mutual self-interest, the coalition level involves group interests, and the individual level describes an individual person’s self-interest (Kreitner et al., 2002).  When these divisions exist, the entity is fragmented by ego and starves for cohesion.  If the firm is not functioning with goal oriented processes, sustainable results are unpredictable.  Above all, with selfish decisions being a part of a company history, the target market will not be well assessed.  The company will eventually lose sight of the costs of quality; revenues will decrease, thus developing into a downsizing and eventual exit and industry.
Instead of allowing political structures to exist, the CEO could have established a presence of communicating and implementing change management principles into current processes. Process excellence methodologies such as Six Sigma are very expensive; therefore, knowledge of principles will be sufficient to redirect GS.  With the hierarchal/reactive structure the company has, a new system restructuring will be an improvement.  The Board of Directors should establish new policies to require participation in paid ongoing education for change management principles, and strategic process control methodology.
Dealing with the traditional decision-making structure of GS requires a fresh perspective,  assuming the different roles in the simulation helps the participant realize the need for a leader capable of unifying the company vision.  In order to make better decisions, the paper will now expand on a few qualities that create a leader, and how to use these strengths to manage change.
“By emphasizing the behavior of leaders, something that is learned, the behavioral style approach makes it clear that leaders are made, not born.  This is the opposite of the traditional assumption of the trait theorists” (Kreitner et al., 2002).  Modern trait theory maintains that leaders can learn to possess the desired traits successfully to transform an organization.  A very famous explanation of ideal traits are Jack Welch’s four E’s; energy, ability to energize others, an edge to make tough decisions, and execution.  GS needs a leader who can synthesize these traits to help Sales, Production and R and D act under a single strategy string.

Transparency is one of the best ways to ensure a firm is on the same track.  Open communication will help develop a consistent and forward motion, by establishing how departments will be able to work towards the same goal. The ultimate path to success, when involving employees, is by proactively seek global input.  When an employee feels a part of a project, the person will boost commitment, and potentially encourage the same in associates.
If this philosophy was part of good sport, then Matt Fernandez (Senior Manager in Production) may not have been as uncomfortable about the CEO promotion decisions.


According to Ohio State researchers, two dimensions of behavior are important: consideration and initiating structure.  Consideration involves creating mutual respect and trust.  Initiating structure has to do with making sure that employees are performing the right tasks efficiently.  These are the two important ideas which should be clearly communicated throughout GS.  A simple pamphlet could be the spark needed to set up an important reframed perspective.
Fred Fiedler, the organizational behavior scholar, conducted many studies on employee motivation.  This contingency model found that a leader's ability to succeed depends on control/influence, support, process focus and vision.  These are fundamental concepts that most modern change models accept universally.


In addition to Fiedler's model, another is called Path-Goal theory.  The concept is focused on the simple fact that people will achieve more when the future becomes a direct result of their behavior.  For example, by creating a means of assisting with career path navigation, an employee will develop an “expectancy” to drive activities. A person can take a horse to water, but no one can make him drink.  Truthfully, knowledge that is not in use tends to fade.  Therefore, leaders should update the philosophies daily and share the vision with employees.


How can GS develop a sustainable ethical climate that thrives because of a strategic construct?  By identifying which practices add value and eliminating those that do not.  This is a straightforward thought; however, dealing with people requires optimized planning that hopefully, results in ideal productivity. Whether the subject is a process or product design, employees must be reminded of the importance of the customer’s voice, while nourishing path/goal needs.  Strong leaders will outline standards to realign the firm, or repetitive interactions tend to fade focuses.  Proven combinations of transactional and relational rewards help keep people interested in maintaining strategic alignment, and a transparent plan should be in place to accomplish both short and long-term success.


“Command-and-control management is giving way to participative management and empowerment.  Ego-centered leaders are being replaced by customer-centered leaders” (Kreitner et al., 2002).  Organizational behavior is helping firms implement cross functional initiatives, because by knowing the psychology of employee behavior, the firm can lead to value targets and greater productivity.
Creating a learning ability is an extremely important task for employers.  After a firm achieves transparency while planning strategic implementation practices, the employees will need help in managing conflict.  “Learning to manage conflict is a critical investment in improving how we, our families, and organizations adapt and take advantage of change” (Kreitner et al., 2002).  Knowing the root causes of individual or team conflict will help avoid problems before they turn into a crisis.


As mentioned earlier in this paper, even a remark by an employee can become a detriment to a firm.  One staff member may interpret the thought into an emotion that, if unmanaged, could destroy a department.  Though behavior experts have theorized that constructive conflict can sometimes energize productivity, most situations prove to result in some sort of anti-alignment reaction.  Even the slightest departure from organizational objectives is potentially damaging.  Instead of risking the hard work of optimized planning and restructuring, why not collectivize the corporate determinants that inspire sustainability and convey them in a positive context.

The common conflict distinctions are termed as functional and dysfunctional.  Instead of thinking this way, the firm should have intrinsic motivation directives built into the system. This should eliminate the need for plus or minus concept struggles.  A more advanced way of dealing with resistance to change is by implementing cross functional standards that teach the business units how working together can benefit all stakeholders.  Believing in a win-win mentality will help the company achieve better results.

Though GS will ideally hope to trust teams to deal with conflict, leaders will realistically have to find ways to identify the root causes.  By knowing different types of friction, management will be able to extinguish early problem areas.  Basic types are personality, value, intergroup, and cross-cultural.  Personality has to do with each unique person, and the day to day interactions. Value conflict describes a person's belief system.  Both personality and values are subject to intergroup (within) and cross-cultural (outside the group) challenges (Kreitner et al., 2002).  In addition, an employee’s values are either a necessity (terminal) or instrumental (preference).  Knowing how a group and individual functions as a result of these modes can unearth very important productivity issues.  For example, by asking the production leader conflict type questions, a proposal will be better targeted for the firm.  An organization is a living entity because of people, and will always require proper attention for it to glow.  While the firm should be functioning as a whole, the staff must not mistake cohesiveness for a groupthink (in agreement, yet un-productive).  Protection from biased relational behavior is achieved by emphasizing process focus on maintaining customer value.

After cross-functional policies are introduced, management will have to use metrics to ensure that conflict is being managed properly.  Words such as cooperative should become commonly used in interdepartmental relations.  A fundamental item such as an anonymous suggestions forum, to a lunch room ice machine, helps employees access to same platforms.  The firm should discourage concepts such as programmed conflict or devils advocacy from decision-making tools.  When inviting input from employees, maintaining good relations should be  essential at all times.  The simulation showed how different roles can produce all kinds of friction, and minimizing the conflict through optimized planning will help mitigate unnecessary risks.

Transitioning from role to role in the GS simulation is very difficult, considering the traditional structure of the company. After an effort to build a team mentality is in place, all levels of employment will feel more connected. Viewing the company from an ecology conscious perspective often strengthens goal orientations. In order to complete this, management should become more familiar with how to support the firm’s vision by emphasizing team responsibilities.


Initially, employees will have to gain understanding of the primary differences between a groups and teams. Groups form easily; however, a team will efficiently and effectively work towards a common goal. After setting targets on the determinants of success, senior leaders will have to put methods in place to ensure activities are on the correct path. “Team building is a catch all term for a whole list of techniques aimed at improving the internal functioning of work groups” (Kreitner et al., 2002). AlliedSignal’s Winning Together program is a proven example of how to establish goals, and use the strength of teams to improve processes, productivity, and innovation.


An essential part of how to create better teams is to discover root causes of problems. Depending on the barriers between departments, business unit representatives may be joining the effort to further selfish needs. Leadership is very necessary. Strong, cooperative people should be chosen to develop team understanding, encourage a healthy environment, and inspire cohesiveness. “The biggest pitfall in a team is not having raised issues early enough” (Kreitner et al. 2002). When an employee regognizes a dilemma, it should be announced to a supervisor and dealt with immediately.

Transforming GS requires new decision making forums. Many successful companies have found focus groups very effective. For example, senior leaders could choose members from different departments to discuss the path of the company. “ The researcher creates a permissive environment in the focus group that nurtures different perceptions and points of view, without pressuring participants to vote, plan or reach consensus” (Pyzdek, pg 113, 2203). To make the focus group successful, several topics should be planned. In addition, the participants should consider the event a break form their day to day schedule, and be encouraged to share ideas from their departments. Developing cohesiveness involves a transparency that connects management meetings with employees. Imparting a sense of company excitement can help contribute as well.

Interdepartmental teams can also help update current processes, while improving the system itself. According to Thomas Pyzdek, in the Six Sigma Handbook, 5% to 15% of improvements are from improved processes, and the remaining 85% to 95% will be from re-engineering the system (Pyzdek, pg 168, 2003). Therefore, teams will have to work together to reach results. Good Sport is continually challenged by departmental issues and a team effort will provide support. All teams should be educated on the importance of activities and how they integrate to bring value to the customer.

Quality circles are also commonly used. These small discussion groups should be used to reinforce perspectives on strategic objectives. Most importantly, participants in these groups should remind eachother which topics are related to the company or a distraction (processes instead of politics). Employees must remember that sessions can work to the firm’s advantage or possibly cause problems that never existed. Ideally, a person will be elected to take minutes. This should apply to both focus groups and quality circles. The minute taking is for the purpose of ensuring specific guidelines are being adhered to.

All members of any team needs to be familiar with ways to deal with conflict. When groups acknowledge a few rules, the development of ideas will occur much easier. 1) Use logic, clarity, and rationale when stating positions. 2) Be aware of group think. 3) Avoid hasty agreements. 4) Do not try to placate a disagreement by changing views. 5) Identify any win/lose statements, encourage integrative decision making (win/win). 6) Maintain a positive attitude throughout the meeting, “look on the brightside”. 7) Work as a consensus, and invite everyone’s input (Pyzdek, pg 172, 2003).

Before the focus groups or quality circles meet, rules should be defined and responsibilities designated. The evolution of the discussions can be governed through the use of a proven group development model. A famous model by Bruce Tuckman identifies 4 stages: forming, storming, norming, and performing. Forming involves cooperative and considerate procedure explanation, storming allows for individual opinions without hierarchal barriers, norming asks for participants to define responsibilities, and performing requires members to function within the group. The success of Tuckman’s model will rely upon how well problem identification is rationalized into realistic goals.


As focus groups and quality circles become more present within the company, management leaders should conduct ongoing assessments to make sure that these group development activities are successful.  Value creation through these group techniques are meant to support the company, however, have the potential to cause distraction.  Anytime employees gather for a meeting, a checklist should be gone through before the proceedings.  By establishing standards that the entire can internalize, progress will be made.


Leaders have a great responsibility to uphold the new continuous improvement philosophy by committing to update themselves on a daily basis. The company intranet should be used to share these ongoing discoveries, which will help inspire others seeking the same enlightenment.  This is the type of behavior that develops into a learning organization.  Changes occur over time, and should be thought of as long-term improvement goals.  Many successful companies have created overarching themes, which help remind all personnel how valuable short-term decisions can become long-term success.

Good Sport has an opportunity to re-engineer the system without incurring excessive cost. As explained in this paper, by inviting employees to draw upon continuous improvement principals, an inter-departmental alignment can be achieved. Leadership must understand change management principals and communicate them with the entire company on a day to day basis.
As employees become more familiar with strategic horizon updates, the overall system will improve.

References

Byrne, John., How Jack Welch Runs GE (1998). McGraw-Hill Companies, Retrieved February

 7, 2009 from the World Wide Web, from 

http://www. Businessweek.com/1998/23/b3581001.htm

Chase, Richard B., Jacobs, Robert F., Aquilano, Nicholas J., (2006) Operations Management for Competitive Advantage, 11e, The Mc Graw-Hill Companies, New York. 
Kreitner, Robert., Kinicki, Angelo., Buelens, Marc., (2002) Organizational Behavior, Euro 

Edition, 2e, The McGraw-Hill Companies, New York.

Pyzdek, Thomas. (2003) The Six Sigma Handbook. McGraw-Hill Companies.  New York. 






