Activities

12-4-15-9W

BIO activity 12–4

Activity 12-4W: Diagnosing an Organization — WWW Exploration
Objective

To diagnose the major features of an organization based on the information provided on the WWW.

Task 1:

As we have seen, the Internet hosts a variety of sites and provides useful information about companies.  Surf the Internet and visit any one of the many company sites.  As you are surfing the information about the company, make a list of the key features of the organization.

Task 2:

Visit a second company site and repeat the activity of listing the key features of the organization.

Task 3:

Compare the key features used with the ones listed in this module.  What are some of the similarities and differences?  What are some reasons for the similarities and differences?

bio activity 12-5

Activity 12-5W: Learning from a Manager about Her/His Company

Objective:

To spend some time with a manager and learn about the manager’s organization.

Task 1:

Review carefully the key concepts discussed in the module and develop an interview guide for a 45– to 60–minute interview with a manager.  Additional guidance for specific questions can be found by reviewing Activity 4–1.

Task 2:

Visit the manager and discuss the nature of the manager’s organization.  Try to learn about the history of the company, what made it successful, some of the challenges that the company is currently facing, and something about the manager’s vision of the company five years down the road.

Task 3:

Write up your findings and be ready to share them in class.

Activity 12-6W: Colonial Automobile Association: Job Design Inventory
Objectives:

a.
To analyze jobs on different job dimensions.

b.
To involve students in a job enrichment opportunity.

Task 1:

Read the Colonial Automobile Association case, with a special focus on Susan Quayle’s job as claims adjustor.  Then work alone to complete the following worksheet.  (Alternative: The instructor may ask you to focus on one of your past jobs instead and to follow the same steps listed below.)

a.
With the instructor’s direction, list knowledge and skills Susan must have to perform her job.  Group the knowledge and skills under the various job dimension categories.  For example, under Skill Variety, the job requires communication and computer skills among others.

b.
After listing required knowledge and skills on the five dimensions, rate Susan’s job using the worksheet’s seven–point scale.  Assign a score for each dimension and enter it to the left.

c.
Predict Susan’s degree of general job satisfaction using the same scale.

Task 2:

a.
Individuals share with other members of the group their lists of knowledge and skills required and their ratings on all job dimensions.

b.
The instructor will provide Susan’s own ratings for comparative purposes.  Strengths and weaknesses will be discussed.

c.
The instructor will give a brief lecture on job characteristics and job enrichment theories, preparing students to rebuild Susan’s job.

Task 3:

Group members use job enrichment theory and their own ideas to rebuild Susan’s job.

a.
Individuals work alone to list job enrichment ideas and other design options.

b.
Groups discuss their ideas and prepare a consolidated list of the most promising ideas.

c.
A spokesperson from each group reports to the entire class.

d.
The instructor comments on the proposed changes and discusses additional ideas raised by students in past OB classes.

This activity was contributed by Professor Michael Stebbins, College of Business, California Polytechnic State University, San Luis Obispo, California 93407.  We are grateful to Professor Stebbins.

Work Sheet

	Scale:
	1 = Extremely low
	5 = Somewhat high

	
	2 = Very low
	6 = Very high

	
	3 = Somewhat low
	7 = Extremely high

	
	4 = Neither high nor low
	


	________________
	Skill variety.  The degree to which the job requires a variety of activities that challenge her or his skills and talents.

	________________
	Task identity.   The degree to which a job requires completion of a whole and identifiable piece of work (doing a job from start to finish).

	________________
	Task significance.  The degree to which the job has a substantial impact on the lives or work of other people.

	________________
	Autonomy.  The degree to which the job gives freedom, independence, and discretion to the individual in scheduling the work and carrying it out.

	________________
	Feedback from the job.  The degree to which the worker, in carrying out the work activities, gets direct and clear information about the effectiveness of her or his performance.

	________________
	Overall job satisfaction.  A global rating of satisfaction with all aspects of the job.


Case Study: Colonial Automobile Association

In 1989, Susie Quayle interviewed for a position with Colonial Automobile Association (CAA), in hopes of landing a job as a claims adjustor with the firm.  Two days following her interview, she received a phone call from Mr. Taylor, manager of the claims department of CAA, offering her a position as an adjustor — level I.   All college graduates started at adjustor — level I throughout CAA.

Prior to arriving at CAA, Susie Quayle, like all of the other entry–level adjustors, was required to spend approximately two and one–half weeks training, learning how to operate the company computer, filling out computerized claim forms, and filling out all of the paperwork required as part of the task of being an adjustor.  In training, management stressed the importance of maintaining “a high level of customer service.”  Management believed that high customer service translated into higher overall productivity; thus everyone was measured on productivity (i.e., the number of claims processed and completed monthly).

The theme of productivity carried over into motivation and job enrichment at CAA, which consisted of monthly contests among adjustors based largely on volume of processed claims.  Subrogation contests, an effort to retrieve money from outstanding claims in favor of CAA, was another area in which management tried to stimulate employee motivation by offering bonuses to employees who collected the firm’s outstanding claims.

Following her preparation training at the corporate office, Ms. Quayle assumed her position as a claims adjustor at the Colonial offices in Palo Alto, California.

CAA — Palo Alto

CAA — Palo Alto employed 15 entry–level claims adjustors at a modest salary of $1,800 per month.  Each adjustor was responsible for processing 10 to 15 new claims daily.  The nature of these claims varied from auto accidents to vandalism to injuries.  In addition to new claims filed daily, each adjustor was responsible for all pending claims in her file.  (The statute of a claim in the state of California is three years.)

Processing claims included roughly 45 minutes of interaction with the customer or claimant.  Additional time to prepare and file paperwork as well as to follow up with the respective parties involved was necessary.  For example, one auto claim could conceivably involve (1) the CAA client, (2) the claimant, (3) the claimant’s insurance company, (4) a rental agency, (5) an injured party, (6) medical expertise, (7) auto body quotes, (8) police reports, and (9) a decision as to who is liable (at fault).

When Susie Quayle arrived at CAA, she found more than 200 pending claim files at her cubicle.  These files belonged to her predecessor.  Overwhelmed at the sight of over 200 claim files, she had no idea what to do.  So she decided to ask the adjustor working adjacent to her cubicle.  He told her not to worry about it because he had about 250 pending files of his own.

Following this brief conversation, Susie’s telephone rang.  She politely answered the phone and engaged in a conversation with a rather abrupt and agitated customer.  Unable to help the customer, she jotted down his problem and phone number, promising to return the call as soon as she could find a solution.

Susie’s day continued with more phone calls from disgruntled customers demanding resolution from the insurance company.  Her daily mail included new insurance claims.

Energetic and determined to get the job done, Susie maintained a positive attitude toward her work for several weeks.  However, her outlook changed as more claims rolled in on a daily basis, mail began to pile up, phones rang off the hook, customers continued to complain, management’s pressure to control monthly targets mounted, and outside parties to claims demanded instant resolution.  To say the least, Susie Quayle was overwhelmed.

Distraught by pressures at work, Susie engaged in an after–work discussion with several of her peers.  She asked her colleagues whether they were going through similar challenges and pressures.  One adjustor pointed out that Susie should not take the problems too seriously.  “Everyone is overworked and underpaid.  Just take a day or two off once in a while,” he said.  Susie brought up management’s goal of meeting its monthly claim targets and was told by another adjustor that “management doesn’t really care as long as we come close.  The worst thing that can happen is that your name is posted at the end of the month with the number of completed claims next to it.”  She added, “I would rather have my name and claims posted than have my goofy picture on the ‘adjustor of the month’ plaque at the reception desk.”  As for the subrogation contest, Susie was told not to bother with it because the bonus was not worth the amount of time spent on each file.  As one adjustor noted, “Besides, Bill Baron wins every month because he has been here the longest (18 months) and knows how to cut corners.”

Activity 12-7W: Kate and Jake’s Flaky Cakes — A Self–Design Simulation
Objectives:

a.
To demonstrate the use of self–design theory within a familiar setting.

b.
To provide students with an experience in organizational problem solving.

c.
To demonstrate the iterative nature of self–design and the principle of continuous learning.

Task 1:

This activity is based on a short case supplemented by role descriptions for people in the Kate and Jake’s organization.  You are to read the case plus an assigned role description along with other material provided by the instructor before attending class.

Task 2:

The instructor will introduce the activity and present materials on the self–design approach including steps in the design process.  Groups will be formed with 9 to 11 members each.  Participants should review the case and then each person should discuss her or his own responsibilities as covered in the role description, as well as problems experienced in performing the work.  The case and roles follow the instructions.

Task 3:

Each group should agree on the main issues and write them down.  The next step is to formulate design criteria.  A list of criteria must be recorded before the group moves to task 4.

Task 4:

Each group will generate one alternative design to address the current situation.  The design should be summarized on a flip chart, white board, or chalk board so that the rest of the class can view it.  The group should elect two people to act as spokespeople.

Task 5:

Spokespeople for each group will present their respective designs.  If the room allows it, the rest of the class can move to the group’s workstation for the presentation.

Task 6:

The instructor will lead a discussion on (1) the designs proposed and (2) learning about self–design as a process.

Source: This activity was contributed by Saraf Anjali and Chris Roth.  We are grateful to them for their contribution.

Kate and Jake’s Flaky Cakes

Background

As tourists are drawn to the smell of fresh baked cinnamon rolls and blueberry muffins, they discover heaven on earth.

Kate and Jake’s Flaky Cakes is nestled in a small seaside California town on the east end of a minimall.  The cinder block and glass facility has been the home of this local bakery for 15 years.  The original owners, Kathleen and Jackson Kittrell, retired to pursue their first love — sailing.  Justin Redo, current owner of Kate and Jake’s, bought the bakery four years ago when he was lured by the clean air and luscious green countryside of this small town.  However, he has never had any experience in the bakery business.

Justin is ecstatic about the popularity of this bakery.  It has a large and fairly complex menu that can be tailored for custom–cake orders.  Free menus can be obtained from virtually any newsstand in town, resulting in abundant phone orders and deliveries.

Justin has recently noticed that inefficient operations caused profits to stagnate despite the continued popularity of Kate and Jake’s products.  Orders are sometimes misplaced because of the frantic pace of the bakery during peak hours.  For example, customer service representatives field both walk–in and phone orders on 3x3 generic paper invoices.  These invoices are usually crumpled, smeared, splattered, and speared after traveling through the baking and decorating processes, posing problems for customer service representatives and deliverers.  Furthermore, some order slips are lost before the completed cakes are placed in the storage refrigerators.  In such cases, customer service representatives must rely on memory, ask customers to reiterate the inscription of their cake (provided they remember it), or go through the baker’s file to find the cake information.  This is not an easy task, and the wrong cake can be presented to a customer.

Kate and Jake’s recently began supplying local stores with cakes on a daily basis.  This arrangement has increased deliveries tremendously.  However, bills sent to these customers are often incorrect because of problems such as loss of delivery receipts, improperly invoiced prices, and incorrect line items.

Justin Redo realized that his company faced many problems.  He decided to take a walk on the beach to reflect on his business.  As he dodged surging tides, he was startled by a high–spirited golden retriever.  The retriever nudged and circled Justin playfully.  The retriever’s owner ran up shortly afterwards and apologized for his canine’s intrusion.  Justin and the man laughed and introduced themselves.  It turned out that the dog’s master was a business professor at the local college.  The subject of Kate and Jake’s difficulties arose during the conversation.  After assessing the situation, the professor suggested Justin involve his employees in a creative management approach called self–design.  Justin resolved to discuss the idea with his staff the following day.

Key Players

Owner Justin Redo

Mr. Redo purchased Kate and Jake’s Flaky Cakes four years ago due to his financial security and love for the area.  His lack of bakery expertise explains his hands–off approach to day–to–day operations.  He leaves everyday decisions up to his employees, who were trained by the previous owners.

Justin is a very outgoing and personable individual.  He enjoys listening to people and discussing their personal concerns.  When he is at the bakery, he spends most of his day chatting with customers.

Baker

The baker takes pride in the taste, texture, and aesthetics of his or her creations.  He or she is familiar with a variety of recipes, allowing Kate and Jake’s to cater to the most refined tastes.  The baker’s daily duties depend on the complexity of orders, which can range from a simple sheet cake to a multitiered wedding cake.  He or she receives handwritten sales orders from the customer service representatives.  These orders are skewered on a corkboard directly above the baker’s station.

To ensure maximum freshness, the baker processes only the next day’s orders.  This system results in fluctuations in productivity.  Next–day orders are found by searching through the numerous notes on the board.  This task is time–consuming and often results in overlooked due dates.

Once the baker completes the baking process, he or she places the cake in a traditional pink cake box.  The sales order slip is taped to the exterior of the box, which is placed on the “Baked Cakes” rack in the refrigerator for the decorator.

Decorator

The decorator takes pride in the artistic and creative appearance of his or her work.  The decorator’s ultimate responsibility is to give the final product the appearance of quality.  This forces the decorator to be creative and unique with every cake, especially those that are custom–ordered.

The decorator randomly retrieves the baked cakes from the refrigerator.  The sales order slips for standard cakes are easy for the decorator to interpret because the amount of information on the slip is minimal.  However, custom–ordered cakes are more difficult to interpret because of the abundance of information on the sales slips.

Occasionally, one custom cake can take the decorator’s entire shift to complete.  In those instances, the decorator must periodically be interrupted to complete other cakes.

After cakes are completed, both pickups and delivery cakes are placed on the “Frosted Cake” rack in the refrigerator.  Occasionally, due to overcapacity, frosted cakes are placed on the “Baked Cakes” rack, causing confusion for the decorator, customer service representatives, and deliverers.

Accountant

The accountant takes pride in balancing Kate and Jake’s books.  The accountant is responsible for billing customers, paying vendors, and creating monthly statements.

The accountant relies on the customer service representatives to provide a copy of the sales slips each day.  These sales slips are the sole pieces of information that generate a bill for large–order customers.  Customer service representatives often misplace the sales slips or incorrectly complete these slips, causing the accountant to bill a customer incorrectly.

The accountant relies on the purchaser to provide bills from the vendors.  A misplaced bill can cause the relationship between the vendor and Kate and Jake’s to deteriorate.

The accountant is responsible for creating monthly statements for Justin Redo.  However, inaccuracies in billing of large–order customers and payment of bills to vendors create inaccurate monthly statements for Justin.

Purchaser

The purchase is responsible for replenishing inventory as requested by the employees of Kate and Jake’s.  The baker, decorator, and customer service representatives verbally communicate their inventory needs to the purchaser.  This communication takes place only when any of the above personnel find that their supplies are depleted.  The baker, decorator, and customer service representatives expect their supplies to be replenished immediately.  The purchaser finds this reactive approach to retrieving inventory very stressful.

The purchaser also deals directly with the vendors.  He or she obtains bills from the vendors to give to the accountant.  Often these bills are misplaced, causing the accountant’s records to be inaccurate and bills to be overdue.

Customer Service Representatives

The customer service representatives are the first line of contact for the customers both on the phone and in person.  Therefore, the representatives must be both cheery and knowledgeable about Kate and Jake’s operations.

Customer service representatives take pride in the aesthetics of Kate and Jake’s environment.  They are responsible for arranging the cakes and pastries in the display cabinets, stocking drinks in the cooler, and cleaning tables after customers leave.

Customer service representatives take cake orders both by phone and in person.  They attempt to place these recorded orders on sales slips in a pile behind the counter throughout the day.  At the end of the day, one copy of each order is skewered on a corkboard above the baker’s station and another copy is given to the accountant.

Customer service representatives also retrieve cakes from the refrigerator when customers come in to pick up their orders.  Many times a cake is difficult to find because the sales slip with the customer’s name on it is no longer readable.  Often customer service representatives find cakes on the “Baked Cakes” rack instead of the “Frosted Cakes” rack.  Many times customer service representatives must obtain help from the decorator to locate a cake, interrupting the decorator’s work.  Customer service representatives generally end up asking the customer for the inscription on the cake and then open every cake box until they find the right cake.  This process is time–consuming and often irritates the customer.

Drivers

The two drivers are responsible for delivering cakes to residential and business areas each day.  Drivers are expected to deliver a cake on time to each customer.

Drivers are not given a delivery schedule each day.  Instead, they are expected to go through the cakes in the refrigerator each morning and find the cakes to be delivered that day.  They must divide the deliveries between them in the manner they find will work best for them.  Drivers are only casually reminded of cakes that must be delivered to big accounts each day.

Drivers must handle any customer complaints that may arise during a delivery.  Since they are not the ones who originally take the cake order, they are usually unable to resolve customers’ complaints.

Activity 12-8W: Designing Parallelization of Product Flow
No, you are not a technical designer, but a social scientist. Yes, you are in socio-technical systems design, not in manufacturing technology or logistics.  Why then this highly technical case exercise?  The answer is straightforward: In order to be able to create well-functioning self-managed work teams, you have to assure that the ‘conditions’ are set well.  More then once the organization of production, and the lay-out of the production situation prevent semi-autonomous work groups from proper functioning.  So, please try for once in your lifetime to engage in a bit of technical re-design of production flows.

Stream-based Production

The idea is quite simple: Instead of organizing in the traditional functional way (organiz-ing by process: preparation, production, finishing for all products), Dutch STS propagates the creation of parallel streams to produce whole products (organizing by product: prep-aration, production, finishing for product family 1 = stream 1; for pf 2 = stream 2).
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Figure 1
A Schematic Representation of Organizational Structures

In the traditional production situation production orders will flow through the factory in a very complex way.  The same kinds of machines / processes are grouped together in a functional way.  The physical lay-out of such a system is very complicated, see Figure 2.
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Figure 2
Lay-Out of a Functional Production Organization

Legend:
A = process 1

G = process 7



B = process 2

H = process 8





C = process 3

I = process 9

D = process 4

J = process 10






E = process 5

K = process 11



F = process 6

To better understand the complexity of the logistics, now we will look into the details of the actual production schedule.  This factory produces 19 different product groups, and in Figure 3 you can see the routings of each of those.
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Figure 3
Routings of 19 Different Products

So, product group 1 travels the following route: E, J, K, G, J; product group 19 travels K, K, J.  Look in Figure 2 how the products are actually moving through the factory.  Look how often they go up and down the production floor!  Imagine how it is for 19 different product groups!  The complexity of the flows is astonishing...

You have to know that for each process there are different amounts of machines available.  This is called ‘machine capacities’.  You can see them in Figure 1, by simply looking at the number of letters in each box.  For your convenience, here is the list again, see Figure 4.
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Figure 4
Machine Capacities for the Production Situation in Figure 2

Legend: 
        Bewerking   = Process

Aantal machines  = Machine Capacity

                         ∞ = Infinite Machine Capacity

In order to socio-technically re-organize such a production situation effectively, we definitely have to simplify the product flows considerably, so that semi-autonomous work groups really are able to produce ‘whole products’, and have their own individual territories.  Without changing the organization of production and the actual production lay-out it is impossible to get there!

So, here is your assignment:
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1.  Try to develop independent families of products which can use their own machines.

2.  Design a new lay-out (as in Figure 2) to show the new territories for the self-managed teams to be formed.

Because you are not specialized in technical re-design, here are some guidelines to use:

1.  Start with rang-ordering the processes in terms of machine capacity (Figure 4).  Put the processes in a horizontal row.  Start with the processes that have the least capacity: C and D.  We call these the ‘critical capacities’.  Add to the row the remaining processes in this order: A, B, F, H, E, G, K, I, J.  This will ease the creation of the ‘parallel streams’.

2.  Next, you are going to sort the 19 different product groups, starting with the products which use one or more of the critical capacities C or D.  The first Product group which uses C or D is Product group 2.  Start to make a table with as headings the processes (which is the result of step 1), and as columns the Product groups.  The first row will be formed by the routing of Product group 2, as follows: Put a check in the columns C, A, H, and I (ignore the specific routings).  The next Product group that answers the criterium mentioned before is Product group 4. This becomes row 2 in your table: fill out the checks D, B, F, and I, etc.  Continue this process till no further C’s and D’s are found any more.  The order of your Product groups will be: 2, 4, 5, 9, 11, 14, 18.  And those will form your first product family, your first ‘parallel stream’.

3.  Next, you are going to add the rest of the Product groups to the table (start with Product group 3, 6, 10, 16, 1, and 19.  Remember, each time you have to place either one or two checks in the cells of the appropriate columns, dependable on the number of machine capacities which are required.  Here you have your second parallel stream.

4.  Finally, continue with Product group 7, 8, 12, 15, and 17: your third parallel stream.  End with Product group 13.  Unfortunately, this Product group uses machine capacities in different streams.  

5.  Now, draw the new lay-out, based on your designed parallelization of the product flows.  Start with visualizing the lay-out of parallel stream 1: Draw the processes as boxes: C, D, A, B, F, H, and I, not necessarily in a row.  Make a nice rectangular area for this mini-factory.  Now draw the different routings for product group 2, 4, 5, 9, 11, 14, and 18.   Start with Product group 2, by placing arrows between the boxes A, C, H, and I, see Figure 2.  Do the same for the other product groups, always referring to Figure 2, which contains the respective order of the different product flows!

6.  Continue drawing the lay-out for parallel stream 2, by drawing the lay-out for Product groups 3, 6, 10, 16, 1, and 19 (use Figure 2).  Create another rectangular space for this mini-factory.

7.  Finish with drawing the lay-out for parallel stream 3, drawing the lay-out for Product groups 7, 8, 12, 15, and 17.  Finally draw the lay-out for Product group 13, and discover that the parallel streams 1 and 3 are not completely independent, because Product group 13 uses both.

8.  Now you are finished.  Reflect on what you have done so far.  See how you have managed to re-organize the technical system in order to get three separate territories for semi-autonomous work teams in which they can produce ‘whole products’ independently from each other.

P.S.  Have you checked whether you have used either all or too much machine capacities, compare Figure 2 or Figure 4?

12-9W: SWOT Analysis-go to the link below
http://www.mhhe.com/business/management/nickels_assess/SWOT_Analysis/exercise.html
12-10A: Participative Self-Design

Overview

This activity can be used as alternative activity for Activity 13-5W.  An instructor, workshop facilitator, or consultant uses this activity in the context of teaching about the design of human systems and of de-mystifying the design process.  This activity could precede or follow theory related to: organizational design; job design; systems for problem solving, decision making, and communication; forms of redesigned sociotechnical systems.

Objectives

a.
To understand the concept of participative self-design.

b.
To identify situations in which one might use participative self-design in organizations.

c.
To be aware of the phases basic to participative self-design.

Activities

A.
Introduce this activity by suggesting that creating, recreating, and changing human systems is quite common in organizational life.  Define “design” and “human system”, for example: “to design” means thinking and planning “a human system” means agreeing to a combination of policies, procedures, guidelines, rules, and techniques which structure some aspect of human behavior.  Offer some examples of human systems in organizations.  For example, compensation systems, communications systems, decision-making systems, personnel systems, problem-solving systems, systems for getting work done, etc.  Ask the students, participants, or clients for their ideas for systems which structure their behavior in their organization.  Ask, “who thought out and planned these systems?”  Push for specific people in specific positions.  Often we experience these systems as unplanned, unthought out, or as coming “from above.”  It is important that we begin to understand that real people create, maintain, and re-create these systems, both formal and informal.  Note any themes which emerge, for example: a particular level in the hierarchy, a particular kind of position or occupation, individual or group design, and the sorts of feelings and thoughts that are coming out as people answer this question.

Now, focus the discussion on a level of systems design which would be common to the students, participants, or clients.  In other words, make the idea that they think through and plan human systems relevant to them and to the context in which this activity is being used.  Brainstorm situations in which they might be required to design systems which structure their own or other people’s behavior.  Post this list.

B.
Present a design situation which will have particular relevance for this audience.  Any situation which presents a challenge to re-design a job, organization, or human system will do.  Examples:

1. You are department head.  You have been ordered by headquarters to cut your personnel by 30%.  How will you do so and still get the jobs done in your department?

2. There are major problems with communications among a small factory to which you consult.  How will you improve the way the different departments communicate?

3. As supervisor of a clerical pool, you must redistribute the type of work done by each secretary and the method by which assignments are made.  How will you do this so that the workloads are manageable and assignments completed in a timely manner?

Have individuals work alone for 15 minutes listing the steps they would go through to re-design the situation.  Be sure that everyone understands that the focus is on the process for thinking and planning the required changes—not on the specifics of change.  This is crucial to this activity and a core problem that often comes up for people.  They confuse process and content of changes.

All individuals could work on the same situation or different situations.  However, limit the number of situations so that small groups can be formed of those individuals who have been thinking about the same situation.

Form small groups in which members are to reach consensus on those steps which they would go through.  Depending on the size of the small groups, about 30 minutes should be sufficient to come to an agreement and to raise some points of concern for the upcoming whole group discussion.  Have them write their steps on newsprint and pick a spokesperson.

C.
The spokesperson for each small group reports on the steps agreed to by the small groups.  After each small group has reported, lead a reflection on differences and similarities in the design processes proposed by each group.

At this point, also note the types of concerns, issues, and disagreements which came up or didn’t come up in their small groups.  Possibilities include: who should make the decisions, who should be consulted or included and how, how much flexibility in re-designing is permitted, and the level of complexity of the design process.

D.
Present lecturette, “Phases in Participative Self-Design.”  Relate this design process to the themes which emerged in activity “D.”  Lead discussion which results.

12-11A: Work Design Simulation
12-11 IM - Work Design Simulation: Self-Managed Teams - Additional Activity: *
Overview

This simulation was designed to illustrate the benefits and concepts of self managed teams.  The simulation demonstrates the basic concepts of self managed teams and has proven very beneficial as a learning tool.

Objectives

1.
To demonstrate the use of self managed teams in motivating a workforce.

2.
To illustrate how different management interventions impact the performance of self managed teams.

3.
To allow the participants to recognize the impact of the task with the use of self managed teams.

Group Structure

· The class needs to be divided into at least three groups of 4 to 5 participants each.

· An observer is assigned to each group (apart from the 4 to 5 group members).

· A theory X manager leads one group.

· A theory Y manager coaches another group.

Time Required

30 to 45 minutes from instruction to completion.  Additional time requirements listed in the process.

Materials

1.
Three identical bags of Legos (or any imitation construction set) containing at least 500 pieces.

2.
One symmetrical object for each Lego set to act as a starting block (see Suggested Starting Block Design).

3.
Stop watch to time activity.

Physical Setting

Separate rooms are needed for each group to plan their strategy.  Each room should be equipped with sufficient table space and chairs.  One room should be large enough to act as the general meeting room.  This room should contain equally sized tables and a sufficient number of chairs for all participants.

Process

1.
Divide participants into three groups.  Assign one member of Group One the role of manager (Theory X), and provide him/her with the Manager Check List.  Assign one member of Group Two the role of supervisor (Theory Y), and provide him/her with the Supervisor Check List.
2.
Assign each group an observer to observe the group’s interaction and productivity and to monitor the time limits.  Provide each observer with either questionnaire number one or two, labeled Observer Check List (1) or Observer Check List (2), to be filled out during the group activity.

3.
Participants should be given the following instructions:

a.
Each group will break up into separate rooms for ten minutes to plan the construction and assembly of a block structure.

b.
The starting block must be incorporated in each structure.

c.
The final structure must be symmetrical along two axes.  The top and bottom must be mirror images as must be the left and right of the structure.

d.
The team using the most Legos in the structure wins.

e.
At the end of the ten minutes the groups will reconvene in the general meeting room.  Then the groups will have three minutes to reconstruct their structure.

4.
Each group should be assigned a separate room (for privacy), and given a bag of Legos.  Each bag of Legos must be identical to each other in quantity and composition.

5.
A hard copy of the instructions listed in step three should be placed in each bag of Legos.

6.
Once each group gets to work in their respective rooms, the observer should begin timing.

7.
After ten minutes of planning, the groups reassemble in the general meeting room.  The bags are collected and redistributed to different teams to discourage pre-assembly.  All pieces should be unassembled except the starting block.

8.
The teams are given three minutes to assemble their symmetrical structures with as many Lego pieces as possible.  At the end of the three minutes, the team with the structure consisting of the most pieces while still being symmetrical wins.  The starting block must be incorporated in the design.

9.
During the construction, the information obtained by the observers are tallied onto the Observation Summary Sheet (1) or (2) for discussion purposes.  It is recommended that the Observation Summary Sheet be used as an overhead.

10.
After the assembly exercise, each group member should submit a piece of paper with their rating of the group’s productivity (Scale of 1-10).  These figures should be tallied and averaged for a single group rating.

Suggested Starting Block Design

Using basic Lego rectangle pieces:
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Manager Check List

The manager does partake in the design and assembly phases.  He directs all group activity, but does not get his hands dirty.  The manager has final approval on all decisions made by group members.

Assign each member a job duty and job description based on the following list:

Assemblers:
Select two members to act as assemblers.

Checker:
One member to act as the quality checker insuring symmetry is maintained.

Gatherer:
One member to find and bring the Lego pieces to the assemblers.

As a manager you should make the members critically aware of the time constraint.  You should control the direction, by disallowing deviations from the above.

Supervisor Check List

The supervisor may join in the design and assembly phases.  He encourages group members to direct their own activities.  The supervisor has final approval on all decisions made by group members.

Assign each member a job duty and job description based on the following list:

Assemblers:
Select two members to act as assemblers.

Checker:
One member to act as the quality checker insuring symmetry is maintained.

Gatherer:
One member to find and bring the Lego pieces to the assemblers.

As a supervisor you should mention the time constraint to the group.  You can allow group members to deviate from the above if a consensus is reached.  When conflict arises, attempt to focus group toward consensus agreement.

Observer Check List (1)

Please do not participate in the activities.  You are observing the interaction of the group, their overall productivity, and their individual participation.  Assign each member of the group a number and evaluate each member from the following questions.  Place member names in the following blanks.

1.


2.



3.


4.



5.


6.



A.
Did member’s participation increase, decrease or remain the same during the course of the activity?  Place an ‘X’ in the appropriate column.

	Member #
	Increase
	Decrease
	Remain Same

	1
	
	
	

	2
	
	
	

	3
	
	
	


B.
Do you see a rivalry or struggle for leadership?  Yes  No.  If yes, between member # ____ and member # ____.

C.
How do members react to conflict?  Place an ‘X’ in the appropriate column.

	Member #
	Withdraw
	Pick a Side
	Try to Mediate

	1
	
	
	

	2
	
	
	

	3
	
	
	


D.
What level of cooperation did group members possess.  Place an ‘X’ in the appropriate column.

	
Member #
	Forces their ideas
on other members
	Makes sure all
ideas included
	
Follows the crowd

	1
	
	
	

	2
	
	
	

	3
	
	
	


E.
Describe work atmosphere.

	Satisfactory
	Yes
	No

	Playful
	Yes
	No

	Resentful
	Yes
	No

	Frustrating
	Yes
	No

	Cooperative
	Yes
	No


F.
Rate overall group productivity 1 to 10 (1 being the lowest).

G.
Any additional observations:

Observation Summary Sheet (1)

A.
Did member’s participation change during the course of the activity?

	Group #
	Increase
	Decrease
	Remain Same

	1
	
	
	

	2
	
	
	

	3
	
	
	


B.
Do you see a rivalry or struggle for leadership?

	Group #
	Yes
	No

	1
	
	

	2
	
	

	3
	
	


C.
How do members react to conflict?

	Group #
	Withdraw
	Pick a Side
	Try to Mediate

	1
	
	
	

	2
	
	
	

	3
	
	
	


D.
What level of cooperation did group members possess.

	
Group #
	Forces their ideas
on other members
	Makes sure all
ideas included
	
Follows the crowd

	1
	
	
	

	2
	
	
	

	3
	
	
	


E.
Describe work atmosphere.

	Group #
	Satisfactory
	Playful
	Resentful
	Frustrating
	Cooperative

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	


F.
Rate overall group productivity 1 to 10.

	Rating
	Group #1
	Group #2
	Group #3

	Observer
	
	
	

	Group
	
	
	


Observer Check List (2)

Please do not participate in the activities.  You are observing the interaction of the group, their overall productivity, and their individual participation.  Assign each member of the group a number and evaluate each member from the following questions.  Place member names in the following blanks.

1.


2.



3.


4.



5.


6.



A.
Participation

1.
Who were the high participators?

2.
Who were the low participators?

3.
Did member’s participation change during the course of the activity?

B.
Leadership

1.
Did any members have a particularly high influence over the group?

2.
Did any members have a particularly low influence over the group?

3.
Was there a rivalry or struggle for leadership between members?

C.
Cooperation

1.
Did any member or members push decisions through over other members’ objections?  Did they call for a vote?

2.
Were there attempts to get all members to participate in decisions?  What effect did this have on the group?

D.
Group Atmosphere

	Satisfactory
	Yes
	No

	Playful
	Yes
	No

	Resentful
	Yes
	No

	Frustrating
	Yes
	No

	Cooperative
	Yes
	No

	Other
	
	


E.
Rate overall group productivity 1 to 10 (1 being the lowest).

F.
Any additional observations:

Observation Summary Sheet (2)

A.
Participation

1.
Who were the high participators?


Group #


1


2


3

2.
Who were the low participators?


Group #


1


2


3

3.
Did member’s participation change during the course of the activity?


Group #


1


2


3

B.
Leadership


1.
Did any members have a particularly high influence over the group?



Group #



1



2



3

2.
Did any members have a particularly low influence over the group?


Group #


1


2


3

3.
Was there a rivalry or struggle for leadership between members?


Group #


1


2


3

C.
Cooperation

1.
Did any member or members push decisions through over other members’ objections?  Did they call for a vote?


Group #


1


2


3

2.
Were there attempts to get all members to participate in decisions?  What effect did this have on the group?


Group #


1


2


3

D.
Group Atmosphere

	Group #
	Satisfactory
	Playful
	Resentful
	Frustrating
	Cooperative
	Other

	1
	
	
	
	
	
	

	2
	
	
	
	
	
	

	3
	
	
	
	
	
	


E.
Rate overall group productivity 1 to 10 (1 being the lowest).

	Rating
	Group #1
	Group #2
	Group #3

	Observer
	
	
	

	Group
	
	
	


Observations/Conclusions

Check List (1) and (2)

The first question asks about each group member’s participation level.  It is interesting to note the different levels of participation with respect to the management intervention present in each group (i.e. theory X, theory Y, no management),

Check List (1) and (2)

The second question determines if there was a struggle for leadership.  This question can be omitted when presenting the tallied results.  However, it is a good measurement of how a manager or supervisor is perceived by the group and how the presence or lack of management intervention affects relationships between group members.

Check List (1)

The third question determines group member’s reactions to conflict.  Individuals with more group experience will tend to mediate conflict rather than withdrawal or pick a side.

Check List (1) and (2)

Through the measurement of group member’s cooperation, we are able to determine the members’ receptiveness to the group.  If there is no conflict, this question will provide information as to the degree of cooperation within the group.  A typical theory X manager will force their ideas on the other members.  A typical theory Y supervisor will make sure all ideas are heard.

Check List (1) and (2)

The work atmosphere question gives an indication as to the impact group members’ interactions have on the entire group.

Check List (1) and (2)

The final question, where the observers rating of the team’s productivity is compared to the average team rating to show how group members and outsiders may view productivity.
13-5W: Fostering Creativity & Innovation in the Intercon Semiconductor Company
Activity 13-5W: Fostering Creativity and Innovation
(Based on “The Intercon Semiconductor Company Case”)

The case study for this activity is unique and complex.  We have used this case activity with graduate classes.  We have tried this case only once with an undergraduate class.  The senior students in the class seem to have gotten a lot from the case.  If your class is advanced and is used to case studies and/or has used some of the detailed Harvard case students in the past, this case is likely to be very beneficial to their learning.  Due to the complexity of the case we recommend that in the preparations for the class discussion you try to analyze the case from a multiple orientation (i.e., behavioral, decisional, system).

Some specific suggestions for use of the case with less experienced students follow:

Have the students analyze the case using one of the following specific models from the module:

1. the figure from the module: “Conceptual Links among Creative persons, Processes, Situations and Products”

a. This is effective in creating a multi-level approach to solving the dilemma. Students can identify the inputs at each of the three levels and the creative outcome that the President hopes for

b. Focusing on the intervening factor, transformation, will help students determine what is restraining innovation in this case in terms of people, processes and design, and develop some strategies for change.

Or

2. Using “Characteristics of  Innovators and Adaptors”

a. With some understanding of the difference between the two, ask students to identify the adaptors and innovators in the case.

b. Students can be asked to develop a strategy for bringing these types together to resolve the dilemma facing the organization.

Intercon Role Play 

This is an effective way for students to  experience some of the concepts from the module and apply the understanding of these concepts to the case. Students engage in the various stages of innovation, and experience the value of using teams in developing new ideas and strategies.

President Bergman (the facilitator) announces that s/he is looking for advice on thee three issues stated as the Dilemma at the end of the case:

· How to develop a shared vision of the company’s competitive strategy?

· What can the company do to both foster and shorten the new product development process?

· How to achieve optimal alignment of the competitive strategy, organization design and new product development process while maintaining zero-defect production and increasing bottom-line profit?

1. Students should first answer these three questions individually.

2. Divide the class into teams, using the current company divisions as a guideline. If there are a large number of students, there are a variety of ways to group them: functional specialty, divisions, departments etc. 

3. Each group is given one, two or three of the concerns above. 

4. The group brainstorms as many ideas as possible with one member recording the ideas. (this can be described as the idea generation stage.

5. The group then arranges the ideas into themes.

6. If the case is studied in more than one class session, each student takes the list of themes and ideas home. Subgroups may be assigned separate themes (this can be described as the incubation period).

7. When the group comes back together, additional ideas or insights made by the students are presented to the group.

8.  Ideas are now combined or eliminated to produce the top three ideas to be presented to the President on each question. Guidelines for selection might include:
--Is it realistic?
--Can it be implemented?
--How can it be evaluated?

9. After presentation, the President may decide to have one member from each team meet as a group with the president to decide on the best idea for each question. The rest of the class observes. When final decisions are made, discuss the following questions:

A) Were any of the final ideas originally generated by you? By your team?

B) Were the final ideas better than those generated by you and your team?

C) What does this tell you about using teams versus individuals to generate creative ideas?

D) To what extent did this process use some of the concepts you have studied about creativity and innovation?

Innovation Debate:

1. In this case, a variety of opinions about innovation are expressed. Students can be asked to identify these viewpoints and then discuss their validly.

2. To make this activity particularly interesting, assign the viewpoints to different groups of students and have a debate. This helps students uncover some myths and or misconceptions about innovation, and develop their own understanding of the complex processes involved.

3. At the end of the debate, discuss the implications of having conflicting viewpoints about  the innovation process and how they might most effectively be brought together through leadership, organizational design and decision-making.

Activity 13-6W: Assessing Your Creativity Quotient
http://www.mhhe.com/business/management/management_tutor_series/creatQuot/exercise.html
Activity 14–1W: Another Look at the Trouteville Police Department Organizational Culture

Objective:

To use the concepts and model of organizational culture identified by Schein to analyze the Trouteville Police Department.

Task 1 (Individual Homework):

a.
Using the classification scheme presented in the module to identify the relevant symbols and cultural dimensions of the police department.

b.
List ways in which the organizational cultural aspects were functional or dysfunctional to the individual, to the group or to the department, and to the organization.

Task 2:

a.
Individuals are to share their analyses in teams.

b.
Teams are to identify common patterns among the analyses and discuss their impact on the individual and group effectiveness.

Task 3:

a.
Class discussion on the cause–and–effect relationships between organizational culture and effectiveness.

Activity 14–5W: Symbol Generator
Part of your writing assignment involves collecting a list of 100 symbols from your organizational surroundings.  This may sound like an overwhelming task, but it should prove easy as long as you keep in mind that a symbol is simply any person, place, event, organizational process, or structure that individuals infuse with personal meaning.  Thus we are not limited to obvious symbolic manifestations as such (i.e., rituals and ceremonies of a public sort).  To help you generate your list, this list is provided.  Its purpose is to jog your imagination.

Objects

Rooms

Arrangements of offices

Executive dining rooms

Golf courses

Decoration schemes for offices, hallways, and so forth

Company cars, parking spaces

Clothing and uniforms

Secretarial pools

The president’s office

Memos

“Hot numbers” (e.g., earnings per share per quarter)

Money

Bonuses

Machines, computers

Bars and restaurants frequented by organizational groups

Work sites in other parts of the country

The home office

The federal government

Newsletters

Organizational structures and processes

Hiring procedures

Performance evaluations

Committees

MBO

Training programs

Personnel transfers

Planning and strategy formulation meetings

Rules of all sorts

Attendance policies

Equal opportunity laws

The organization chart

People

CEOs

Competitors

Union leaders

Key subordinates

Litigants

Lowest level employees

Secretaries

Co–workers

Political rivals

“Older workers”

Japanese competitors

Professionals in the organization

“Younger workers”

Informal leaders

Consultants

Corporate personnel

Stockholders

Individuals about to be fired

“Fast trackers”

Scapegoats

Mentors

Events

Picnics, parties, and so on

Board meetings

Dinners

Award functions

Watercooler meetings

Stressful times

New product meetings

Planning meetings

Trips

Committee meetings

This list is not intended to be exhaustive.  Chances are you will come up with items that are not included, and you may well skip over some as irrelevant to you.  Again, the purpose of this list is to jog your imagination.

Activity 15–7W: Andersson’s Challenge at Berol Kemi

Objective:

To appreciate the process and role of organizational culture and the management of change.

Task 1 (Homework):

Participants are to read the attached case and respond to the questions at the end of the case.

Task 2 (Classroom):

a.
Teams are to reach a shared perception of the major characteristics of Berol Kemi under Ralph Edebo’s leadership.

b.
Teams are to reach a shared perception of the major characteristics of Berol Kemi under Andersson’s leadership.

c.
Teams are to discuss the process of managing change.  (For example, What was Edebo’s approach?  What was Andersson’s approach?  How was Edebo’s approach different from Andersson’s?  What would have been the ideal process to change the organization?)

Task 3:

The instructor will have each team share with the entire class the team’s perceptions of Berol Kemi’s culture under the command of the two leaders.

Task 4:

The class will discuss the relationships between organizational culture, managing change, and its effects on organizational behavior and productivity.

Task 5:

The instructor will give a short lecture on organizational culture, managing change, and the role that the process plays in fostering or hindering effectiveness.

Case Study: Nobel Industries — The Case of Berol Kemi

This description of the Berol Kemi developments focuses on the period from the late 1970s to the early 1990s.  This period starts and ends with changes in top management.  We will, however, briefly touch on some of the challenges and later developments in what is now called Berol Nobel.  Following a merger in 1988 the company is in the midst of transformation.  The company’s top management feels a discussion of the current transformation process would be premature.

The question that faced the manager entering Berol Kemi in the late 1970s was, How do you create a new management philosophy and wide employee commitment to that philosophy when entering a company in crisis and with downsizing likely in the near future?

The Berol Kemi developments in the late 1970s provide an example of how this may be done with very positive effects.  A cooperative process resulted in the establishment of mutual commitment for business goals, high performance, and high quality of work life.

We will also briefly describe the work organization and wage system of one of the factories.  That description focuses on the question, How may work be organized when complex, potentially dangerous chemical processes are to be monitored and controlled?

Source: This case was written by T. Stjernberg and A. B. (Rami) Shani and was presented at the conference “Successful Business through People” at Cornell University in October 1992.  The case was selected by a panel of key business leaders and experts in the Swedish Employers Confederation, the white–collar and blue–collar trade unions’ confederations, and the Work Environment Fund as one of three illustrative cases for the conference.

Berol Kemi: A State–Owned Company, 1973–88

From 1976 to 1978, Berol Kemi (owned by Statsföretag, the Swedish state–owned group) was bleeding heavily.  With a turnover of SEK (Swedish Kroner) 500 millions, the loss was SEK 180 million in 1978.  Statsföretag’s marketing director, Ralph Edebo, had been opposed to buying Berol Kemi in 1973 but was placed as deputy representative on its shareholders’ board.  He was very critical of some of the Berol Kemi management investments in the mid–1970s and resigned from the board in 1976.  When the top management of the Statsföretag Group in 1977 decided that new top management was needed in Berol Kemi, Edebo was asked to find a candidate.  Six candidates were approached; all turned down the offer.  Finally Edebo agreed to take the assignment as a project.  One principal task was to study whether the company should be closed.  The alternative of closing the company was going to cost the group SEK 300 million due to long–term contracts.  Table 15–1 gives data on Berol Kemi in 1978.

Table 15–1: Berol Kemi in 1978

· 100 percent of the shares owned by Statsföretag, but operating with a shareholders’ board with influential members in business and government (and with union representatives according to law).

· 1,200 employees, with head office and main production facilities for surface chemicals (raw materials for detergents, etc.) at Stenungsund, about 30 miles outside Gothenburg, and additional production of cellulose derivatives at Örnsköldsvik in northern Sweden.

· Invoiced sales of SEK 500 million.

· Loss of SEK 180 million.

· Estimated cost for shutting down SEK 300 million.

· 65 percent of production exported.

· One union with company representation for the factory workers (blue–collar) with almost all employees in this category as members.  One union for salaried workers with about 95 percent membership.  One union for graduate engineers with more than 95 percent membership.  Together the two latter organizations form the PTK (the common negotiating organization for white–collar employees).  In addition, the supervisors’ union has members but no local organization.

Taking Command by Jointly Developing a New Management Philosophy and Structure

Two weeks after Edebo took over in February 1978, he called together 80 key persons, 25 of whom were union representatives.  In advance a document was distributed, Suggested Management Philosophy.  The three–day seminar started with a discussion of the suggested philosophy and issues such as prices, profits, profit center managers’ authority, how to calculate results, and the management of information systems.  The discussions led to an agreement about a management philosophy.  During the evening 10 parallel groups worked to answer the question, Given this philosophy, how should Berol Kemi be organized?  Similar suggestions were presented by 8 of the 10 groups in the morning of day 3.  Edebo and the top–management committee discussed the suggestions until late that day and made an organizational chart that was presented and accepted by the board of directors the day after.

Thus within three weeks a new organization and management philosophy — widely accepted by middle management and union leadership as well as by the parent company — had been established.

A few weeks later a management control system was worked out, partly at a seminar with key persons and union representatives.  By mid–March a process of rebudgeting started, which led to the establishment of new cash flow targets and the identification of a possibility (and a necessity accepted by the unions) to reduce the staffing by 300 to 350 employees.

The Berol Kemi Model of the 1980s: Management and Unions in Close Cooperation

Berol Kemi became known for its employee participation in management and operations during the 1980s.  Already before the changes in 1978, Berol Kemi had developed an elaborate system of advisory groups as the means for employees to become informed and to influence decision making.  The general attitude to this system (according to Ralph Edebo) was that it created red tape but little influence and commitment.  Edebo therefore asked the chairman of the factor workers’ union to suggest a better system of employee participation.

The new system meant that 16 internal boards were formed, one for each division and one for each principal support unit.  This included a board for strategic development.  (Figure 15–1 shows the firm’s structure in the 1980s.)  Ralph Edebo exercised his decision–making power as chairman of the internal boards.  All of these boards had union representatives.  The management group board consisted of Edebo, the vice present of finance, the director of industrial relations, and two union representatives.  They met every Monday for the entire morning.  This group of people may be seen as the center of power in Berol Kemi.  Meetings were characterized by a high degree of trust between top management and union representatives.  All formal requirements for informing and negotiating with the employees, according to the codetermination act, were automatically taken care of through the activities of these boards.  Only on five occasions during the 1980s were issues taken out from the boards for a more formal negotiation.  Wage negotiations were done outside this model of influence according to general Swedish practice.

In the beginning of the 1980s, the employees gathered around the issue of saving the company.  As managing director, Edebo felt that one of his main challenges during the 1980s was to energize the organization and to create continuous commitment and sharing of interests and goals.  Sequential “Lifts” were launched.  The first, “The Lift,” was an internal marketing effort headed by the VP of personnel.  One idea was to get every employee to suggest three ideas for improvement.  This was followed by “The Computer Lift” when 80 percent of the employees participated in 40 hours of computer training during their free time.  Participants also received a personal computer after the course.  One effect, according to Edebo, was that the operators then managed to do most of the production planning and computer programming by themselves.

“The Total Quality Lift” during 1986 and 1987 was followed by “The Environmental Lift” in the late 1980s.  “The Environmental Lift” meant 10 hours of instruction during employees’ free time followed by a one–day excursion.  According to Edebo, this Lift led to noticeable environmental improvements such as a 50–ton reduction in ethylene oxide released into the environment.

Berol Kemi became well known in Sweden for its participative work system as well as for its elaborate systems to encourage worker commitment.  LO–tidningen (the paper published by the Swedish Confederation of Labor) called Berol Kemi “the best workplace in Sweden” in a feature article in 1989.  Table 15–2 compares two indicators of the firm’s quality of work life over a 13–year period (1978–91).  Figures 15–2 and 15–3 show the firm’s financial performance over that time.  (The 1988 merger explains the leap in sales that year.)

Figure 15–1:  Berol Kemi in the 1980s
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Table 15–2: Berol Kemi/Berol Nobel — Comparative Indicators of the Quality of Work Life

	
	Short Sick Leave
	External Turnover
	Number of Employees

	
	Operators
	Salaried
	Operators
	Salaried
	Operators
	Salaried

	1978
	5.6%
	2.8%
	6.3%
	9.8%
	336
	448

	1985
	5.7
	3.1
	2.7
	5.2
	350
	366

	1991
	2.9
	4.8
	3.3
	3.0
	447
	459


Note: Short–term sick leave means sick leave less than one week.  Most remarkable is the opposite trends in sick leave figures for the operators and salaried employees.

Figure 15–2: Invoiced Sales and Profits in SEK millions, 1978–91
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Figure 15–3: Profits (Exclusive of Financial Issues) as a Percentage of Invoiced Sales, 1978–91

The Work Organization — Self–Managed Teams

Prior to 1978 the maintenance department initiated experiments with autonomous groups.  When the new amines plant was started in 1977, the work organization was based on the principle that all members of each shift of six persons should be able to do all the tasks, including coordinating the team.  A career ladder was established with plans for gradual buildup of competence, skills, and pay.  Tables 15–3, 15–4, and 15–5 present data on the amines plant.

Table 15–3: Production at the Amines Plant, 1980–90

	
	1980
	1985
	1990

	Production (1,000 kg)
	8,875
	13,100
	25,460

	Workers (excluding loading)
	35
	36
	38

	Production (1,000 kg) per employee
	253
	364
	670


Note: The increase in quantity means that the complexity of the production process has increased.

Table 15–4: The Amines Plant in 1992 (in Principle the Same Work Organization as in the 1980s)

· Part of the Ethylene Amines division that has 55 employees, including marketing, R&D, and production.

· Main products are ethylene amines produced according to a unique process.

· Forty–four employees in production; production manager, five engineers (working daytime and rotating the role of call on duty), logistics and loading (one manager and five workers on daytime), clerical support, five shifts of six workers rotating the roles of lab operator (the starting position), three outside operators, control room operator, and coordinator.  During the nights and weekends, teams take full responsibility for the plant with a possibility to call the engineer on duty.

· Typical age of workers on the teams is 25, with a few workers in their 40s on each team.  Twelve are coordinators, and three more will be appointed within a month.

Table 15–5: Wage System, 1978–92

1978: (1) Base pay plus (2) pay based on level of competence 1, 2, or 3 plus (3) pay based on experience after two years, plus (4) for employees in the amines plant and the maintenance unit, pay for being a coordinator during the period they actually worked as coordinator.

1985: Same as in 1978, but pay is based on experience in six intervals, after 2, 4, 5, 6, 8, and 10 years — adding SEK 200 per month for each step.

1992: Same as in 1985, but in addition to the pay as coordinator, when a person is actually working as coordinator, there is an extra fixed coordinator pay after one year, three years, and five years — adding SEK 250 in each step.

Pay levels: In 1992 pay for a factory worker with 10 years experience who is working as coordinator is a maximum of SEK 14,000 per month plus on the average 3,900 for shift working, and 500 to 750 for the time actually working as coordinator, depending on the size of the group.  The minimum wage for an adult (base pay) is SEK 9,350.

The model of the amines plant (and another pioneering unit, maintenance) diffused during the 1980s.  Almost all production teams in the company introduced a system with no formal supervisor but instead a coordinator.  You may apply for the coordinator role after being recommended by your teammates and after having reached a sufficient skill level.  The production manager decides who should be accepted for training to become a coordinator.  Being coordinator means reaching the top pay in the knowledge–based wage system.  The youngest coordinator today at the amines plant is 23.  To date, according to the production manager, all the coordinators have lived up to the demands of the job.  In fact, people “grow” when given the role of being coordinator.  Rotation of the coordinator role takes place every five weeks in each of the teams.  Each team is very different in character.  A distinct culture has developed in each team, reflecting the personalities of the team members.

In the amines plant, the level of complexity in the production process has increased greatly during the 1980s — with no corresponding increase in staffing.

Challenges of the 1990s

In the late 1980s, Statsföretag changed its name to Procordia and also changed its strategy and portfolio of business in the group.  Berol Kemi was put up on the transfer list.  Several potential buyers were considered.  According to the principles of Berol Kemi, the unions were heavily involved in the choice of new owners.  During a period of six months, the unions participated in secret meetings with seven potential buyers.  Finally the Nobel Group bought Berol Kemi.  The CEO of the Nobel Group, Anders Carlberg, visited Stenungsund, the Berol Kemi head office, on two occasions and met with the unions to discuss the planned merger with Nobel, which at that time had 400 employees.  During a period of about a year, Ralph Edebo stayed on as managing director of the new company, called Berol Noble.  In fall 1989 Christer Andersson joined Berol Nobel to take over the role of managing director.  The formal transition of managing director took place in March 1990.

The story of the merger of Berol Kemi and Nobel is interesting from several perspectives.  It reveals the unions’ strong position and also the mutual trust between the top management (Edebo) and the union leadership in the 1980s.

The story also raises the issue of how a new top management team should approach the need for further development.  Andersson saw a need to develop the company’s strategy and to create a new vision and business focus.  He has also identified a need to develop the middle management and their position in the company.  In the old organization, middle managers sometimes felt that their subordinates were better and more quickly informed about business decisions.  The union members, through the unions’ participation in the many boards, had quick access to information and a mechanism for sharing it.  There were 16 internal boards, which usually met about five times per year, with four union representatives on each board.  These included internal boards for regions, staff units, and divisions.

The challenge for the new top management was to develop a new business–oriented and management–led culture that could unite the two merging parts: Berol Kemi and Nobel.  That process is well underway.

In the new organization, the managing director, the Management Group, and the Business Coordination Group are the centers of power.  The link between the sales units and the division are more direct — the divisions are mirroring the customers rather than the production.  Also the relations between the support structure (such as personnel and administrative services) and the line organization are changing.  The number and influence of the joint labor–management committees has decreased.  The joint committees for each support function have ceased to exist.  Instead, the support functions are now seen more as the resource for management and for the line organization.  The support specialist may veto a line manager’s decisions — but he or she may not make the decision “for” the manager.  The link between the divisions and the regional sales organization has become more direct.

The changes in the early 1990s have not been directed toward the principles of the work organization.  The amines plant is still built on the basic organizational principles from 1978; the coordinator role rotates among those who have been recommended by their teammates and have passed a test.  A person is coordinator for a fairly long period each time — up to five weeks.  Table 15–6 and Figure 15–4 present the firm’s business and organizational components in the early 1990s.

Table 15–6: Berol Nobel in 1992

· 100 percent of the shares owned by Nobel Industries since 1988.

· 1,100 employees at four facilities: Nacka, the former Nobel head office with 60; Stenungsund, head office and main facilities of Berol Kemi with 530; Sundsvall, a Nobel plant, with 160; and Örnsköldsvik, a Berol Kemi plant with 130.  In addition, there are 150 employees abroad in the sales organization.

· Invoiced sales (in 1991) totaled SEK 1,700 million, which was 8 percent of the group’s sales.

· Return (in 1991), inclusive of financial items, was SEK 67 million (15 percent of the group’s earnings).

· 90 percent of production was exported.

· Union membership was roughly the same as in 1978.

Figure 15–4: Berol Nobel as Organized in April 1991
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Conclusions and Reflections

One way of summarizing the changes around 1980 and in the 1990s is to see them as strategies to empower the people in the company.  In the 1980s, efforts to empower people and to create commitment were directed at the employees in general.  In the 1990s, empowerment efforts focus on the line organization, especially middle management.  It should be possible to strengthen the power of middle management and the employees simultaneously.  But how will the unions’ position and influence be affected by the attempt to strengthen the position of middle management?  And to what extent can the unions themselves influence their own future position and strength?

The developments in Berol Kemi in the 1980s provide an example of a successful strategy for saving a company in a crisis situation.  The Lifts were attempts to energize the organization by mobilizing the employees.  Does a process, such as the one in Berol Kemi, have a natural “life line” where the mobilization is dependent on the existence of a real crisis?  What are the possibilities to sustain the mobilization in a longer time perspective?

The organization and culture of Berol Kemi seem to have been well fitted to the personality and values of Ralph Edebo.  Is the organizational culture in reality only an expression of the personal style and values of the managing director of the company?

The developments in Berol Kemi during the 1980s and early 1990s are interesting in their own right.  They illustrate the power of collaboration in a crisis and the strength of a process where many parties and persons are involved in solving problems and in developing a new philosophy and culture.  They also raise important questions about the viability of such a culture and management philosophy.

Assignment

Prepare notes on the following questions:

1. Based on the limited information presented, identify and briefly describe the major characteristics of Berol Kemi under the leadership of Ralph Edebo.

2. Identify and briefly describe the major characteristics of Berol Kemi under the leadership of Andersson.

3. How did the organizational culture change?  What caused the change?  What effects did the culture change have on human behavior and organizational performance and effectiveness?

Activity 15–8W: Revisiting the Paper Mills Corporation

Objective:

To use the concepts and model of organizational culture, planned change, and the management of change to analyze the Paper Mills Corporation case.

Task 1 (Individual Homework):

Read the Paper Mills Corporation case that follows and answer these questions:

a.
Using Schein’s classification scheme, identify the relevant cultural dimensions of the Paper and Carton Product Division.

b.
List ways in which the organizational cultural aspects were functional or dysfunctional to the individual, to the group, or to the division.

c.
Capture in your own words the planned change process that was implemented at the Paper and Carton Product Division.

d.
If Mr. Meiri, the general manager of the division, had chosen to follow the reengineering planned change process (instead of the TQM approach), what would have been the differences in the change process and its management?  What other challenges would he have faced?

Task 2:

Individuals are to share their analyses in teams.  Teams are to identify common patterns among the analyses described and discuss their impact on individual and group effectiveness.

Task 3:

The class is to discuss cause–and–effect relationships between organizational culture, alternative planned change strategies, and effectiveness.

The Paper Mills Corporation

The Corporation

The American–Israel Paper Mills Corporation Ltd. was founded in 1952 as a joint venture of Israeli and American investors.  It was the first Israeli company whose shares were traded on the New York and Tel Aviv stock exchanges.  Annual paper consumption in Israel increased from 10 kilograms to 110 kilograms per person on average between 1952 and 1994.  The Paper Mills Corporation manufactures approximately 40 percent of the paper consumed in Israel.  Most of its products are for the local market.  In 1994 its sales amounted to $285 million.  The number of employees in the corporation is 2,160.  The plants are dispersed around 10 sites in Israel, but the main activity takes place in Hadera, a medium–sized city in the center of the country.

The corporation’s policy is based on several targets and principles: attaining a profit for the firm’s continuous existence and as a base for achieving its other targets; securing the existing market share and increasing the scope of sales to the local market; providing products and/or services that will meet customers’ requirements and expectations; increasing productivity and improving product quality; decentralizing authority to the plants by delegating business, managerial, and operational responsibility; adopting advanced managerial approaches; fostering environmental quality and quality of work life; and contributing to immigrant absorption and to the community.

The central reason that motivated management to enter the field of quality improvement, as a systemwide program, was the need to reduce manufacturing costs and to improve the quality of the products.  This was to increase profitability and also to keep up with rising overseas competition.  For almost 40 years, the Israeli paper industry had enjoyed a monopoly of paper supply and price setting, and all of its products had a guaranteed market in Israel.  The government’s decision to remove protective customs barriers and open up the Israeli market to products from overseas served as a catalyst in exploring ways to reduce manufacturing costs and to improve the quality of the products and services.  These circumstances also led to the decision to investigate potential markets overseas.  Adopting innovative management systems and attaining ISO 9002 certification were established as the paths to growth and success.

The process chosen by the corporation entailed a gradual process with two sequential phases: first, develop a quality circle (QC) program within each of its four divisions; second, following the successful implementation of the QC programs, implement a Total Quality Management (TQM) program.  Furthermore, in the first phase, the Paper and Carton Product Manufacturing Division was the only division chosen to carry out the experiment.

The Paper and Carton Product Division

The Paper and Carton Product Manufacturing Division is located near the city of Hadera and includes three plants for manufacturing paper (white paper, brown paper, and domestic paper production plants) and four support and service units (engineering, projects authority, administrative, and production systems authority).  (See Figure 15–5).  The number of employees in the division is 800; it is the largest among the corporation’s units.

Source: This case was written especially for this book by Professors Yoram Mitki, Ruppin Institute, Israel, A. B. (Rami) Shani, California Polytechnic State University, U.S.A., and Zvi Meiri, Plant Manager, Israel.

Figure 15–5: The Paper Mill and Carton Division; Organizational Structure
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The Paper and Carton Manufacturing Division’s business strategy is derived from the targets set by the corporation’s management.  It stresses several elements: the centrality of the customer in organizational perception; reviewing product quality as the highest value; introducing an approach and habits for continuous improvement; developing advanced processes and innovative technologies; widespread implementation of team work; creating channels of communication at all levels and in all directions; and the management obligation to achieve these aims and to adopt and lead the required changes.

The initiative for entering the total quality program was led by the divisional general manager (GM).  The first task was to create a divisional structure that is more conducive to learning and continuous improvements.  Following a study of alternative design configurations, a design based on three semiautonomous business units that are based on three different production processes was adopted and implemented.  Among many advantages, this design was based on the production processes; provided clearer focus on processes, products, and service; and allowed for better integration between the support and staff departments and the production plants.  (See Figure 15–6.)

Figure 15–6: The Paper Mill and Carton Division’s New Structure



Following the restructuring of the division, the GM was interested in implementing a systemwide TQM program.  Yet at the start of 1987, the TQM approach was new in Israel, and data concerning results and implementation were scarce.  Starting with a QC program was perceived as a safe first step that would likely yield the targets set by corporate.

The risk of introducing QC is relatively low; the required investments for its implementation are also low.  A QC structural configuration was established to house and guide the change effort.  By the end of 1988, nine QCs operated in the Paper and Carton Division.  By the end of 1994, the program encompassed 45 QCs, involving 630 workers (approximately 85 percent of all workers in the Paper Mills).  The success of the QC program earned the division the first prize in 1991 as an organization excelling the implementation of QCs in Israel.  The QCs provided the infrastructure for the TQM effort that follows.

Based on the success of the QC program, a systemwide TQM program was launched during 1992.  The program was set to accomplish the following objectives: It would supply products and services that would answer customer demands and expectations; every worker would take and receive full responsibility for his or her part in executing the work process; everyone would be responsible for quality; the company would choose suppliers who meet the quality policy and conform to the company’s quality requirements; the management and the workers, as one, would lead the company to work quality improvement and to fulfill the aims and targets set in its policy framework; and the quality assurance procedure would be prepared according to the ISO 9002 principles and the corporation’s quality policy.

The vision of the quality program is that of a long–term program that results in cumulative and continuous improvements.  Accordingly, the program’s implementation is gradual and its stages are constructed layer on layer.  Successful existing activities and mechanisms that have already been implemented aid in widening and deepening the program.  Table 15–7 summarizes the process of introducing the quality program thus far and indicates stages of its development.

Table 15–7: An Overview of the Change Process

I.
Context

A.
Business situation — Dynamic business environment; increased competition; cancellation of protective customs on imports.

B.
Business strategy — Maintain market share; achieve the European standard in quality and price (attain ISO 9002); identify market niches for export in the European market.

II.
The Nature of the Quality Program

A.
Vision
Improving effectiveness.

Developing a quality system while modifying the organizational culture to maintain competitiveness.

B.
Orientation
Systemwide continuous improvement program; QC; SPC; BMT; team–based organization.

C.
Key Events and Activities

1987
Managerial decision to enter the quality program; QC as first stage.  Workshops on QC for managers and setting up steering committees.  Building QC structural support configuration; implementing two experimental quality circles.

1988
First course in organization for QC leaders/facilitator.  Implementing nine QCs.

1989
Increasing number of QCs to 14.  Organizational survey for evaluating results of quality program.

1990
Publishing a manual for QC leaders/facilitator.  Crystallization of strategy, structural support configuration, and quality policy.

1991
Activating quality leaders/facilitator forum.  Number of QCs increased to 30.  Fifth course for QC leaders/facilitator.  Plant management decides to implement TQM program.

1992
Establishing mechanism for implementing the TQM program.  Plant gains Quality Award of Israel Quality Association.  Two process improvement teams begin their activity.

1993
Seven process improvement teams active in plant.  Forty–two QCs involving 600 participants (80 percent of all employees).  Eighth course for QC leaders.

1994
Five process improvement teams active in plant.  Forty–five QCs involving 620 participants.  Completion of 10th course for QC leaders/facilitator.  Six pilot “internal customer–client improvement teams” formed.  Eight “lost time analysis teams” formed.  Twelve “cost–cutting teams” formed.  Attainment of ISO 9002 certification.

III.
The Parallel Learning Mechanism

A.
Goals
· To translate the strategic quality targets to an operative program.

· To provide the structural support and the linking pin between the different continuous improvement initiatives.

· To set the broad continuous improvement policies and to determine devices, systems, and rate for executing the program.

· To develop evaluation, feedback, and learning mechanisms.

B.
The Structural Configuration
1. Key elements: The supplemental structure responsible for continuous improvement and organizational learning includes central steering committee, central quality steering committee, process improvement teams, QCs, statistical process control teams, internal customer–client improvement teams, lost time analysis teams, communication improvement teams, and cost–cutting teams.

2. Key characteristics:
Formulation
High
Centralization
Moderate
Flexibility

Moderate
Integration

High

C.
Involvement

High involvement of internal organizational customers and suppliers.
Low involvement of external organizational customers and suppliers.

D.
Training

Multilevel learning programs.

E.
Rewards
No direct monetary rewards for participation.  Certificates of Merit, managerial appreciation, and social group events.

The Learning Mechanism

The integration of quality in the division’s business strategy, coupled with management commitment to a continuous quality program, resulted in the creation of a parallel learning mechanism.  This mechanism, operating parallel to the existing organizational structure, was charted with the responsibility of introducing and advancing the continuous improvement program.  Its main functions are to translate the quality strategic targets into operative programs and to lead and guide its implementation.  The parallel learning mechanism is in charge of determining the tools, methods, systems, and rate of the program’s implementation.  This body is also responsible for the development of the essential learning processes, evaluation, and feedback.  The Parallel Learning Structure Configuration includes a central steering committee headed by the divisional general manager; its participants are all the unit managers in the division and five members of the TQM authority.  The committee convenes once every two or three weeks to refine vision and general strategy, establish broad procedures, and review progress.  The steering committee does not interfere in internal departmental topics chosen for handling by quality teams.  It decides, at this stage, on interdepartmental or overall divisional processes needing improvement, appoints process improvement teams, and discusses and reviews recommendations presented by the teams.

The central quality steering committee is responsible for the ongoing daily operation of the quality program on both the logistic and the professional sides.  This body is composed of the administrative unit head and four members, each of whom is in charge of one of the operative fields of the quality program; one person is responsible for QC, one for TQM, one for training, and one for finances.  The central quality steering committee convenes at least once a week.  The learning’s structural configuration also includes seven clusters of different quality teams that report to the central quality steering committee: the QCs, the process improvement teams (PITs), the internal customer–client improvement teams (ICCITs), communication improvement teams (CITs), lost time analysis teams (LTAs), statistical process control teams (SPCs), and cost–cutting teams (CCTs).  The PITs are composed of four to seven members from different units in the division; they function as an ad hoc team to address a specific topic.  (See Figure 15–7.)

Figure 15–7: The Paper Mill and Carton Division and Its Parallel Learning Structure



As the program evolves, the number of teams and the kind of teams change.  For example, as this paper is written, there are 45 QC teams, seven process improvement teams, six pilot internal customer–client improvement teams, 50 communication improvement teams, eight pilot lost time analysis teams, and 12 cost–cutting teams.  The QCs, which include more than 85 percent of the entire plant staff, have operated continuously for the past five years.  The QC teams improve work processes and production technologies in the organic departments and within the parameters of the processes that they are responsible for.  Each of the 45 QCs meet regularly every other week.  A forum of QC leaders meets once every three months to clarify and solve organizational and logistical problems related to the QC and TQM activities.  The leaders’ collaboration assists in removing obstacles and in improving the implementation of the quality principles.

During 1994 internal customer–client improvement teams were added to the parallel learning structure.  The purpose of the ICCITs was to establish another learning mechanism that will focus on the working relationships between the different units.  Following a systematic process through which every unit had to identify its internal customers, the internal mapping of the customer chain was created.  Six key chains were identified and proposed by the central quality steering committee and six pilot teams were created.  The ICCITs received basic training and were given their charts.  Following the outcomes and learning from the pilot ICCITs, the parallel learning structure will modify the process; divisionwide diffusion is planned to be executed by the end of 1995.

The parallel structural configuration and its dynamics with the formal organizational system influence its ability to achieve its aims in an effective manner.  Knowing the structural characteristics of the quality program permits understanding of the internal dynamics of its operation and also permits making a comparison between it and other programs.  One characteristic is the degree of formalization of the program, which is expressed in the extent to which processes and procedures upon which the activity is performed in the organization are executed.  The level of formalization in the Paper Mills is high.  (See Table 15–7.)  The procedures and courses of action are clear and fixed, use of tools and methods is defined, the framework for convening is given in advance, and the communication and information–sharing mechanisms (including summaries of discussions and postperformance follow–up) are permanent and expected.

A second characteristic, the degree of centralization, refers to the measure of authority and autonomy for making decisions given the various units.  The level of centrality in the Paper Mills is moderate.  Quality teams are given autonomy in everything related to process improvement and work efficiency proposals in the organic departments; to process improvement and work efficiency proposals in the organic department; 95 percent of the decisions taken in QC are also executed.  But in interdepartmental or plantwide processes, the decisions are made by the central steering committee.  The process improvement teams’ and the central quality steering committee’s powers in these areas are relatively limited.

A third characteristic is the degree of flexibility that allows the program to adapt itself to new needs arising from internal and/or external changes.  The flexibility level in the Paper Mills is moderate.  The training setup in the organization is based on perennial, annual, and monthly programs; almost all programs are planned from the standpoint of schedules and are budgeted for financially.  The various units in the organization are planned in advance in order to release managers and/or workers for training.  Organizational activity of this type reduces the scope of flexibility.  At the same time, there is great flexibility for QCs and steering committees to choose topics needing improvement.  The selected processes can be adapted to varying states of reality.

The fourth characteristic is the program’s degree of integration.  This dimension measures the coordination and mutual nourishment performed between all the factors participating in it.  There is a high degree of integration in operating the program in the Paper Mills.  The program is an integral part of the business strategy; it is clearly articulated; control and reporting mechanisms are in place; and the steering committee, which oversees this program, includes all the unit managers.  Furthermore, the program is coordinated by the central quality steering committee (CQSC) and meets regularly to coordinate and review working processes.  Members of the CQSC are also a part of the central steering committee.  Another factor that contributes to integration is the permanent updating received by workers of all levels via periodic meetings with managers and via ongoing information sharing about every phase of the program.

Continuous Learning: Some Key Features

The Paper Mills’ learning paradigm (as practices and articulated during the past seven years) has a number of prominent characteristics.  One characteristic concerns the learning aims.  Learning is intended to achieve two purposes: (1) introducing values and new norms that are at the foundations of the quality culture that the organization is interested in embedding and (2) providing methods and tools (such as SPC and process analysis) that foster changes in work patterns and behavior.

A second characteristic concerns learning and understanding of the learning processes.  In order to design suitable learning setups for its predetermined aims, the division implemented a system of cautious and gradual implementation.  Experience was obtained first in one QC, in one process improvement team, or in one department; after evaluating the experimental program, specific ideas for improvement were articulated, and systemwide diffusion took place.

A third characteristic relates to the organizational hierarchy involved in learning.  Learning in the Paper Mills is performed at several organizational levels: individuals, groups, and an entire system (the plant).  Learning is undertaken in organic teams (such as departmental teams or production shifts) as well as in mixed teams (for example, the steering committee and process improvement teams).

A fourth characteristic relates to the program’s scope and time horizon.  The training program in the Paper Mills is perennial and multirecurring.  Long–term perspective enables the building of training routes that on the one hand are compatible with workers’ and/or managers’ needs and that on the other hand match the rate of the quality program’s progress and the adaptations required to be made in it following changes in the business environment and/or the corporation’s policy.  The recurrence of organizing courses permits the establishing of a common base of knowledge for a large number of workers or teams, all of it according to their needs, the rate of their progress, and the function that they fill in the quality program.  All of these characteristics make it possible to relate to the topic of learning as an ongoing process.

Results

Results of a quality program must be examined over a few years.  A seven–year follow–up at the Paper Mills indicates that impressive results were achieved in performance measures, in developing processes, and in “hard” measures that express manpower behavior in the organization.

Performance Measures: Work hours required for producing a ton of paper were reduced over the past six years by 56 percent, from 16 work hours per ton in 1988 to 9 in 1994.  The work hours reduction trend is illustrated in Figure 15–8.  Furthermore, the average output of the four major paper production machines rose 10.7 percent between 1991 and 1994.  (See Figure 15–9.)

Figure 15–8: Paper Production by Working Hours, 1988–94
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Water consumption for manufacturing a ton of paper went down by 55.4 percent without damaging the production process or the paper quality.  In a growing country such as Israel, water conservation is a national target.  Figure 15–10 illustrates the change in water consumption from 1989 to 1994.

Electricity in the manufacturing process is supplied from two sources; there is transmission line electricity and self–produced electricity.  The self–produced electricity is cheaper by more than 2/3 than the linear form (linear electricity costing 1.5 kW/h).  Between 1991 and 1994, a decrease occurred at a rate of 9.4 percent of linear electricity, and there was an increase of 28 percent in self–produced electricity.  This saved the corporation $515,00 per annum.

The raw material for paper manufacturing is based on fibers arriving from two sources: cellulose imported from overseas and waste collected in Israel.  The corporation’s objective is to reduce the use of cellulose as much as possible and to increase the use of waste.  From 1991 to 1994, use of cellulose fibers for paper manufacture decreased by 7 percent, and recycled fiber consumption rose by almost 5 percent.

Figure 15–9: Paper Production Machines Output, 1991–94

Figure 15–10: Water Consumption, 1989–94



In the paper production industry, quality of products is measured by defect ratio per 10,000 sheets of paper.  Defect ratios were reduced from 6.2 in 1991 to 5.5 in 1992 to 4.2 in 1993 to 3.84 in 1994.  Customer satisfaction is measured in the industry by the number of complaints per month.  The average number of complaints per month fell significantly from 8.8 in 1991 to 6.8 in 1992 to 4.5 in 1993 to 2.7 in 1994.

Improvement in Work Processes: Improvement in work processes is a key ingredient of a quality program.  At Paper Mills, several processes were developed and improved to make work more efficient, increase saving, and raise profits.  One example is developing the deinking (ink extraction) process.  This process of treating paper waste and recycling it permits the exploitation of many elements of waste cleaning for paper manufacture.  Waste can be used in this manner instead of cellulose, saving the division and the state the expense of foreign currency.  Inherent in this is a contribution to environmental quality by preventing pollution from refuse that is not recycled.

A second example is developing an entire setup of water recycling that includes instrumentation for cleaning water and fiber extraction (both of which are reused) and extracting dirt and various pollutants.  The recycled water serves for the operation of some of the production machines, mainly those that manufacture cartons.  Water recycling lowers the cost of water consumed, minimizes the division’s dependence on fresh water supply, and reduces the amount of water flowing out into industrial waste.

Improvement in Work Behavior: One measure for testing the implications of the change program is the rate of worker absenteeism.  Even though presence at work can be explained by many factors, quality program designers at the Paper Mills assumed that the investment in a worker, in training the worker, in enriching the job, and in improving the quality of life at work would influence workers’ satisfaction and presence in the plant.  An integral part of work at the Paper Mills Corporation is participation in professional training and development.  During the past four years on an average, each employee received 36 hours of classroom training a year out of which 12 hours were devoted to TQM–related training and 24 hours were devoted to technical/professional training.  Managers participate in 90 hours of training a year, most of which focused on TQM–related content over the past three years.

The average rate of absenteeism by workers was 18 percent in 1988, 16 percent in 1990, and 15 percent in 1992.  By 1994 it had decreased to 10.5 percent.  The cumulative rate of lost work days stemming from absenteeism, work accidents, and illnesses went down by 50 percent between 1988 and 1994.  Finally, in 1988, there were 122 work–related accidents.  Following a gradual drop, 46 accidents were reported in 1994.

Questions

1. Identify the key success factors in the quality management process at the Paper Mills Corporation.

2. How would Deming, Juran, Feigenbaum, and Crosby critique the quality improvement process implemented at the Paper Mills Corporation?

3. How did the process of managing total quality affect individual and team behavior?

4. Describe the effects of the total quality process on organizational performance.

5. You were asked by Mr. Meiri (general manager of the Paper and Carton Products Division) to generate some ideas on how to continue and improve the way quality is managed in his division.  What would you propose?

6. The president of the Paper Mills Corporation asked you (as an expert who successfully implemented TQM in his Paper and Carton Products Division) to help him get his other divisions to implement the total quality process.  Propose an action plan.

Activity 15–9W: Bill (or Bonnie) Dawson’s Challenge at Crofts Products Company

Objective:

To use course concepts for (1) analysis of a management situation and (2) planning goals and strategy.

Task 1 (Individual Homework):

a.
Study the accompanying Crofts Products Company case.  Read each memorandum carefully.

b.
Scan the text for concepts that would help in problem analysis.  (There are many.)

c.
Complete the assignment questions at the end of the case study.  The instructor will indicate whether this is to be a written examination or notes for class discussion.  (Caution: Read each memorandum carefully to make sure you understand each paragraph.)

Task 2 (Classroom Activity, First Hour):

a.
Teams are to decide on the three most important problems facing Dawson and rank them.  The cause of each problem should also be given.

b.
A spokesperson for each team will report the team’s list of problems, and the instructor will list them on the board.

c.
Discussion of similarities and differences follows.

Task 3 (Classroom Activity, Second Hour):

a.
Teams are to decide on the three most important goals and list them in order by priority.

b.
Teams are to report while the instructor lists goals on the board.

c.
The instructor will present a model for systematic analysis of goals.

Task 4 (Classroom Activity, Third Hour):

a.
Teams are to decide on Dawson’s managerial strategy for handling problems and achieving goals during the week ahead.  They also are to sketch out a schedule for using the time available during that week.

b.
Teams are to report their decisions.

c.
The instructor will comment on team reports.

Case Study: Crofts Products Company — In–Basket Case Study

Crofts Products was one of those companies started in the early 1920s by a few creative men who later prospered by manufacturing their own inventions.  Pat Harrison, the present president and one of the original group, had bought out the other shareholders over the years.  Last year he looked at the increasing competition, the declining profits, and his advancing years and sold out to Lilliewhite Corporation.  The corporation acquired Crofts with the requirements that Pat Harrison remain in his position for another two years and that Alvin Alberts, the executive vice president, remain one year and then retire.  It also recruited, from a company manufacturing product lines related to those of Crofts, a young executive named Bill (or Bonnie) Dawson who had a fine track record and great potential.  The agreement was for Dawson to understudy Alberts as assistant executive vice president for six months and then to assume full responsibility as executive vice president; Alberts was to stay on as a consultant for his remaining time.

However, Dawson had been on the scene only one week when Alberts had a massive heart attack.  Dawson learned that Alberts would not be accessible for several weeks and would not return to work.

You are Bill (or Bonnie) Dawson.  You are most anxious to do well with Crofts, particularly since Lilliewhite Corporation offers opportunities for future advancement.  So far you have hardly had time to learn the names of your management team.  Pat Harrison, however, says you are already an experienced executive, and he decides he wants you to assume responsibility as executive vice president.  He assures you that you are in complete control, that he will in no way interfere with your decisions, and that your team will jump in and help you.  His role is to work with the corporation and the outside contacts; you are to run the company.  This all happens on Thursday, April 14.  On Friday morning, you get word to all those reporting directly to you (see the organization chart in Figure 15–11), asking them to write you a memorandum if they have any immediate problems to be discussed with you the following week.  By the end of the day your in–basket contains the memorandums.  You take these home so you can plan your next week’s activities.

Figure 15–11: Organization Chart Prior to Alberts’s Heart Attack


Assignment

Part I

Study the assigned attached memorandums carefully and write the answers to the following questions:

1. What are the problems facing you?  Make a list.  Rank them in order of importance.

2. What are the causes of the problems?

3. Now that you have analyzed the problems, what are the goals you want to accomplish?  List these in priority order.

4. What strategy or techniques will you use to work on these problems and goals during the coming week?  Make a time schedule showing how you will use the hours of each day of the week.  For each entry, state the purpose of the listing, who is to be present (if anyone), what approach you will use, and why.  Be specific; don’t say, “I am going to solve the problem.”  Say how you are going to do it.

Part II

How would you handle Rita Lanstrom?  Be specific on a step–by–step plan for resolving the situation.  Give reasons for your plan.  Remember to think in terms of consequences.  

(Note: This is an opportunity to apply the course concepts in organization behavior to a simulated situation.  You will be graded on your ability to use them.  Your reports should be typed double–spaced.)

Crofts Products Company: In–Basket Memorandums

Office Memorandum

To: Mr./Ms. Dawson, Executive V.P.
Date: April 15

From: Barbara

Subject: Your correspondence

These are all the memos that have come in today.  The most important is Mr. Harrison’s, which is on top.

Note I already have scheduled you for the following times next week:

	Monday, April 18, 1:00 PM–5:00 PM
	Corporation meeting

	Tuesday, April 19, 11:30 AM–1:30 PM
	Retirement lunch

	Wednesday, April 20, 8:00 AM–9:00 AM
	Your weekly staff meeting

	Thursday, April 21, 10:00 AM–12:00 PM
	Meeting with Pat Harrison and the corporation.  (Note: You are to make presentation.)


The following agenda items were already scheduled by Mr. Alberts for your Wednesday staff meeting, which is attended by all managers reporting directly to you:

	1.  Energy conservation discussion.


a.  Turning out lights in buildings.

b.  Lowering room temperatures.

c.  Employee car pools.

d.  Gasoline supplies on hand.
	3.  Change in retirement benefits.  (Chris
Charleston needs 30 minutes for this.)

	2.  Paper shortage problems.
	4.  Expanding opportunities for women and minorities.  (Ginny Stein, Personnel, to make presentation.)


Have a good weekend!

-----------------------------------------------------(CUT ON LINE) -----------------------------------------------------

Office Memorandum

To: Mr./Ms. Dawson, Executive V.P.
Date: April 15

From: Pat Harrison

Subject: Attendance at meetings

1. In meetings prior to your arrival on the scene, we decided to accelerate the expansion of our hardline products.  We have not been making appropriate progress with plans for new hardline developments, and decisions must be made soon for allotting funds and workers to this area.  I would like you to present new ideas for hardline products when you and I meet with the corporation representatives from 10:00 AM to 12:00 PM, Thursday, April 21.

2. One thing I am specifically unhappy about is the development of our latest hardline item, the PQS machine, since I have not received the latest monthly report, which was due a week ago.  Please have this completed and bring it to my office for the Thursday meeting.

3. I am supposed to attend the monthly corporation meeting in the downtown office on Monday, April 18, from 1:00 to 5:00 PM but will be out of town until late Tuesday afternoon.  Alberts usually sat in for me when I could not be present.  I would appreciate your attendance, since it will be a good chance for you to meet some of the executives.  The meeting agenda does not pertain specifically to Crofts, so no preparation is necessary.  Just listen for your own information.  The corporation will send me a copy of the meeting summary.

-----------------------------------------------------(CUT ON LINE) -----------------------------------------------------

Office Memorandum

To: Mr./Ms. Dawson, Executive V.P.
Date: April 15

From: Rita Lanstrom

Subject: Request for Appointment

1. If you have an open door policy, I would appreciate an opportunity to speak with you before I make an important career decision.

2. I have been employed here for six months in the controller’s office.  Today I completed my first appraisal interview with Lynn Joseph.  It may be difficult for you to understand when I express great dissatisfaction for receiving a fitness report that was just about perfect.  For me, however, the report described the stereotype of the bright, effective, but conforming young professional that this organization would like me to be.  The report has little reality for me in terms of how I see my own capabilities or how I feel about my job.  My specific complaint is that my attempts to use my analytical abilities and training have been greatly frustrated.  I am allowed considerable leeway as to how to do my work, and I am encouraged to write and say anything I want, but my ideas are having no influence on what is happening here.  Also, I do not see the controller’s office controlling anything at Crofts.  Most of the departments do about as they please regardless of requirements.  How can I be effective when my role does not permit it?

3. Although by background, education, and interest I feel exceptionally well suited for this organization, I have concerns about working under the present type of management system.  I hope you will want to hear more of my views on this matter.

(Note from Barbara)
Mr./Ms. Dawson: This just came in as I was about to leave the office.  Rita is one of five MBAs Crofts has recruited over the past two years.  She seemed upset when she brought this memo in, and she wanted me to put her down for an appointment.  For some reason she does not want anyone to know she is trying to see you.  When do you want to see her?

-----------------------------------------------------(CUT ON LINE) -----------------------------------------------------

Office Memorandum

To: Mr./Ms. Dawson, Executive V.P.
Date: April 15

From: Jamie Jamison, Manager, R&D

Subject: Need for funds

1. You will probably hear we are having problems with the PQS machine, but I wish to assure you everything is proceeding normally, and we expect to have the final report out next month.  There is something more pressing on which I need your support.

2. Al Alberts promised me we could get $200,000 immediately to start on new developments.  Some of our guys have unique and original ideas that could have big payoffs, and they are already starting work on them.  Could you arrange to have Lynn Joseph spring loose the $200,000?  If we go through all the administrative nonsense of writing formal plans for review and approval of the money, we will not only lose valuable time but also may interfere with the “inventive process.”  Remember, Crofts Products is here today because a few creative guys had some ideas.  They never would have made it if they had spent half their time on paper project proposals.

-----------------------------------------------------(CUT ON LINE) -----------------------------------------------------

Office Memorandum

To: Mr./Ms. Dawson, Executive V.P.
Date: April 15

From: Lou Jackson, Manager, Engineering

Subject: Engineering Activities

1. Our shop is in excellent shape so we have no immediate problems to take up with you.  We are prepared to brief you on our ideas, activities, and plans whenever you can work it into your schedule.

2. You will probably hear something about the PQS machine developments.  Although there is no immediate urgency in this regard, we cannot proceed with redesign until we get the latest final report from R&D.  They tell us we already have received from them all the data we need, and their final report confirming this is only a formality.  My men say they do not have all the data required.  I discussed this with Al Alberts a couple of weeks ago and he was going to take it up with Jamison.

-----------------------------------------------------(CUT ON LINE) -----------------------------------------------------

Office Memorandum

To: Mr./Ms. Dawson, Executive V.P.
Date: April 15

From: Chris Charleston, Manager, Administrative Services

Subject: Retirement Luncheon

1. Sam Frank, one of our oldest production employees, will retire this month; a noon banquet has been scheduled in the Hotel Intown’s Beef and Bourbon Room for Tuesday, April 19, from 11:30 AM to 1:30 PM.

2. Al Alberts was to make the farewell talk and present the company gift, since he felt this was an important occasion to show the company’s intense interest in the fine quality of those working here at Crofts.  I have asked Seymour Simon to fill in for Al, but I was sure you would want to be with the rest of the management team to salute Sam’s farewell, so I asked Barbara to put it on your calendar.

-----------------------------------------------------(CUT ON LINE) -----------------------------------------------------

Office Memorandum

To: Mr./Ms. Dawson, Executive V.P.
Date: April 15

From: Mary Merriweather, Manager, Marketing and Sales

Subject: PQS Machine

I would appreciate an early opportunity to brief you on our needs and planning, which are based on the most recent information from our field representatives.  The most urgent pending matter is the PQS machine.  This should go on the market immediately, priced at least as low as our competitors, or it could start affecting our well–established products.  Although it is not a major items in itself, it is timely in the sense that businesspeople want to experiment with it.  Alvin Alberts assured me that I was right on this and that I had his complete support for the earliest date of completion.  The pressures on our representatives in the field are great, and they have been telling their customers that we will  have the PQS on the market by May 15.  We can’t let them down.
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