Scenario #6:  Change:  More Pain than Gain?
I.  Introduction
The scenario depicts the difficulties that arise when two companies merge and highlights the role conflicts employees face in such situations.  Analyzing this case will generate a rich discussion of the issues involved in promoting the acceptance of change and managing a difficult change process.      
II.  Learning Objectives
1. To assess students’ understanding of change concepts and the challenges of change management.
2. To identify ways to decrease resistance to change.
3. To analyze and evaluate change leadership behaviors.
III.  Scenario Description:
Overview:  A national media communications company acquires a regional communications company.  As a result of the merger the regional marketing department is re-organized, combining the staff of the two organizations.  Our Manager is overseeing the restructuring process and is having a lot of difficulty with people shifting roles, sharing assignments and adapting to new hierarchies.

The manager meets with two department members who are very displeased with the new changes. The employees eventually ask the manager to leave the company and head a start-up – funding is already in place.

Profile:

· Carlos Alarcon is the Vice President of Marketing at MediaWorld and manages a team of 120 people.  MediaWorld recently acquired Franklin/Warner a regional company where Carlos has worked for 14 years.  Carlos was a key player in organizing and managing this merger.
· Rita Finch is the Associate Director of Advertising and has worked at Franklin/Warner for eight years.  Since the merger, a second Associate Director of Advertising, Ronny Peters, has been moved into Rita’s office suite.  Over the course of their six months working together, Rita has found Peters insulting and uncommunicative.
· Juan Rayes is the Creative Director and has worked at Franklin/Warner for seven years.  Since the merger, a second Creative Director, Bill Jackson, has been moved into Juan’s office suite.  Like Rita, over the course of their six months working together, Juan has found Jackson uncooperative and deficient in his creative skills.

References:  The references included in the DVD are:

· Concepts in Change (PPT 6-3)

· Merging Organizational Cultures (PPT 6-4)
· Forces Resisting Change (PPT 6-6)
· Reducing Resistance (PPT 6-8)

Back History:  Alarcon, Rayes and Finch have been working together at MediaWorld for over eight years and have a very amicable working relationship.  Since the merger, Finch and Rayes are now sharing their roles with two employees from the merger company, Jackson and Peters.  They both perceive Jackson and Peters to be incompetent and a hindrance to the productivity of their departments. Each have different issues, complaining of arrogance, condescension, slacking, and poor communication skills, but at the root of the problem, they are furious that they are in essence working under people who are less experienced and less knowledgeable than they.
Scene Set-up: Alarcon is having check-in meetings with all of the employees in his department, to assess the progress of the reorganization since the merger took place.
Scene Location: Alarcon’s Office, MediaWorld; 3:00pm Friday
The Meeting - Summary:  Carlos apologizes for the delay in meeting and asks them to share their feelings.  Rita and Juan complain that their new counterparts are difficult to work with and they are very dissatisfied with their roles and their jobs in the new organization.  Carlos says that they need to work out the personal issues on their own.  Juan and Rita both indicate that they don’t see a future and are ready to quit.  They insinuate that they would like Carlos to leave with them so they can work together “on their own”.  Carlos firmly rejects this offer and, while he admits the transformation is difficult, he says he plans to stay focused to make it work.
Afterthoughts – Summary:  Carlos is concerned about Rita’s and Juan’s actions before they leave.  He wants to protect company property and clients because he is sure that they will leave the organization sooner or later.  He did not think that it was ethical for them to approach him about leaving the organization with them – especially in the workplace.  He is concerned that they indicated that many people are unhappy and admits that he needs to ensure the communication channels are open so that he can prevent further turnover.  Carlos suggests that he would have tried harder to keep them if he didn’t think their minds weren’t already made up.  While he hates to lose this talent, the merger plan accounted for some turnover to occur.
Dossier:  The specific artifacts included in the DVD are:

1. New Hierarchy/ Department Structure

2. Rayes’ notes on Jackson’s daily schedule over the course of two weeks

3. Voicemails left for Rayes from various clients stating that they would rather have their accounts managed by a new company instead of continuing with MediaWorld.

IV.  Discussion Questions: 

The References and related Discussion Questions may be found in PowerPoint slides 6-1 to 6-9.
Learning Objective #1: To assess students’ understanding of change concepts and the challenges of change management.

1. Refer to “Concepts in Change” (PPT 6-3).  What stage of change is this organization in?  How do you know?
At this point the merger has already occurred and employees are performing in their new roles.  Therefore, they are in the refreezing stage where decisions are made and policies are enforced that support the new organizational structure and direction.

2. Which strategy would be the most effective in merging these company’s organizational cultures (see PPT 6-4)?  Provide justification for your answer based on information from the scenario.

The separation strategy would be the least appropriate because we know that the employee’s from Franklin/Warner and MediaWorld have the same positions and job titles.  This indicates that the companies provided the same services.  Keeping their cultures separate would hinder the successful integration of their strengths. 
From the conversation, it seems that Franklin/Warner had a positive culture in which the employees enjoyed working with each other.  Therefore, deculturation would likely inhibit the productivity and acceptance of change on the part of Franklin/Warner employees.  

Given the fact that MediaWorld is a much larger company than Franklin/Warner was, assimilation may work well depending on how strong and effective MediaWorld’s culture was.  Integration may also be appropriate if both had relatively weak cultures.  The scenario does not provide definitive information on this point.

( 1.  Why does Rita mention feeling alone?

A. Assert control

B. Win sympathy

C. Reprimand him

Rita is indirectly trying to reprimand him for being so hard to reach and communicate with during the initial period of this merger.
Learning Objective #2: To identify ways to decrease resistance to change.

1. Refer to “Forces Resisting Change” (PPT 6-6).  Which of these factors are most strongly affecting Rita and Juan?  Support your answer with examples from the scenario.

Clearly, incongruent team dynamics are seriously affecting Juan and Rita’s job satisfaction.  They feel that their counterparts from the other company do not treat them with respect.  They also feel that the quality of their work does not meet the standards they and their clients expect.

Breaking routines is another major factor for Rita and Juan because they now have to perform their jobs in concert with their counterparts rather than working autonomously.  Therefore, every aspect of how they do their job is affected by this.

Having to share responsibilities with someone else also creates resistance because the employees want to “save face”.  They may feel belittled and denigrated by now having to share the jobs they used to do alone.  

(
4.  Why does Carlos share his perspective?

A. Create camaraderie

B. Persuade them

C. Assert power

Carlos would like Juan and Rita to stay but indicates that they have accounted for turnover when planning the merger.

Learning Objective #3: To analyze and evaluate change leadership behaviors.

1. How effective is Carlos in decreasing Juan and Rita’s resistance to change? (see PPT 6-8)

It’s not clear what he has done prior to their meeting.  Presently, he seems to not have been available for his employees and is apologetic for that.  This has reduced the communication between them.  Had the communication been more free-flowing earlier, they may not have been at the point of wanting to leave.  

During the conversation, he does not attempt to negotiate with them to make up for something they’ve lost.  He places the responsibility of making the merger successful back on them.  He suggests that they need to work out their personal differences on their own.  These actions do not indicate that he is too concerned with losing these employees.
(
2.  What is Carlos’ goal?

A. Calm them 

B. Get clarification

C. Redirect responsibility

Carlo’s goal is to redirect responsibility to them for working out their differences with their new coworkers.
( 3.  Carlos’ response demonstrates:

A. Complacency

B. Empathy

C. Attempt to intimidate

Because Carlos mentions the fact that turnover has been accounted for (while not Rita and Juan specifically), it seems he is being complacent about their dissatisfaction and impending departure.
(
5. How should Carlos respond?

A. Win them back

B. Fire the other two

C. Say goodbye

Given that Juan and Rita have been long-time effective employees, Carlos should probably have made more of an attempt to win them back.  Instead, he seems to be completely prepared to say goodbye.  Firing the other two would not facilitate the merger of these companies because employees of the other company would feel threatened.
(
6. Carlos’ response to their proposal is:

A. Appropriate

B. Short sighted

C. Premature

Acting as an agent of the company in his managerial role and change agent, Carlo’s response was entirely appropriate.  His main goal is to ensure that the merger and its transition operate as smoothly as possible and result in a productive and profitable end state.  
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