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C H A P T E R11
Organizational Design: Structure, Culture, and Control
Overview of the Chapter
This chapter discusses the importance of organizational structure and culture as well as their impact on a firm’s competitive advantage. Organizational culture and structure are considered important because of organizational inertia, which is a firm’s inability and resistance to change. Students need to understand that the strategic fit between a firm and its environment is not static but rather dynamic. That means the environment changes all the time and so should the firm. In order to adapt successfully, a firm needs to change its strategy and also frequently its structure and culture. This chapter also discussed mechanistic and organic organizations as well as different types of common organizational structures. The chapter concludes with a discussion of organizational control and its relation to organizational culture.
Learning Objectives 
LO 11-1  Define organizational design and list its three components.

LO 11-2  Explain how organizational inertia can lead established firms to failure.

LO 11-3  Define organizational structure and describe its four elements.

LO 11-4  Compare and contrast mechanistic versus organic organizations.

LO 11-5  Describe different organizational structures and match them with appropriate strategies.

LO 11-6  Describe the elements of organizational culture, and explain where organizational cultures can come from and how they can be changed.
LO 11-7  Compare and contrast different strategic control and reward systems.
Chapter Outline

1. CHAPTERCASE 11 Zappos: An Organization Designed to Deliver Happiness
2. How to Organize for Competitive Advantage (LO 11-1)
a. Strategy Highlight 11.1 Draw Me Yahoo’s Org Chart
3. Organizational Inertia and the Failure of Established Firms (LO 11-2)
4. The Key Elements of Organizational Structure (LO 11-3)

a. Strategy Highlight 11.2 W. L. Gore & Associates: Informality and Innovation

5. Assembling the pieces: Mechanistic vs. Organic Organizations (LO 11-4)
6. Matching Strategy and Structure (LO 11-5)
a. Simple Structure

b. Functional Structure

c. Strategy Highlight 11.3 USA Today: Leveraging Ambidextrous Design
d. Multidivisional Structure

e. Matrix Structure 

7. Organizational Culture: Values, Norms, and Artifacts 
a. Where Do Organizational Cultures Come From? 
b. How Does Organizational Culture Change?
c. Strategy Highlight 11.4 HP: Cultural Change via Shock Therapy
8. Gaining & Sustaining Competitive Advantage [image: image1.png]


 Organizational Culture (LO 11-6)
9. Strategic Control and Reward Systems (LO 11-7)
a. Input Controls
b. Output Controls
10. CHAPTERCASE 11 / Consider This…
11. Discussion Questions
Lecture Suggested Outline
I. Overview

AFI Framework: Strategic Implementation.
Strategic implementation is the only way to get things so firms can realize the value of strategies.
Organizational design is part of strategic implementation. 
 Teaching Tips
Instructors can ask students about their strategies to survive this semester. Students may give answers such as study hard, come to class, take notes, work hard in groups, do research after class, and so on. Then, instructors can ask students which one/ones (strategies provided by students) would work for you. Some may say come to class, some may say take notes, some may say read the textbooks, and so on. So this example illustrates that each student can be considered an independent firm and their strategies may be different than others. Also, instructors can ask the students, if you do not come to class, do not take notes, and do not work hard in groups, what might happen? Students may respond that they will fail the class, get a C or D, and so on. This also gives the students a personal example of implementing strategies or the failure to do so.
II. ChapterCase 11 Zappos: An Organization Designed to Deliver Happiness
How does Zappos deliver WOW to customers?
Zappos has a 365-day no-hassle return policy, free upgrades to express shipping, and courteous and helpful customer representatives, all of which help make customers very happy. 

What are Zappos’s core values?

See Exhibit 11.1.
Show PowerPoint Slides 11.4 thru 11.6
Key Points of Case
 Teaching Tips
Zappos is a well-known online shopping site for apparel, and customer satisfaction is a key strategic objective for the company. To achieve the strategic objective, Zappos developed a set of values and integrated them into the company’s culture. This culture can provide behavior guidelines once the employees internalize the culture. 
A video is available of the Zappos CEO, Tony Hsieh, describing how he set company culture as a top priority when growing the Zappos organization. The video is an interactive exercise included with McGraw-Hill’s Connect. You may wish to assign this as an auto-graded homework assignment for the students. It covers Learning Objective 11.6 on organizational culture.
III. How to Organize for Competitive Advantage
Organization design is the process of creating, implementing, monitoring, and modifying the structure, processes, and procedures.
Show PowerPoint Slides 11.8 thru 11.11
How to Organize for Competitive Advantage
Strategy Highlight 11.1 Yahoo’s Org Chart

 Teaching Tips
Discuss the importance of having an appropriate organizational structure. Why it is needed? Link the Yahoo case to “structure follows strategy.” Structure provides stability and flexibility, which are considered important when implementing new strategies. Also, instructors may discuss whether Yahoo has well-defined strategies or not. It is likely that Yahoo did not have clearly defined, well-articulated strategies at the time, and thus the performance suffered greatly.
UPDATE TO TEXT: On September 6, 2011, Carol Bartz was unceremoniously fired from Yahoo. Here is a link to an article on her termination: http://www.nytimes.com/2011/09/07/technology/carol-bartz-yahoos-chief-executive-is-fired.html?_r=1andscp=2andsq=carol%20bartzandst=cse. 
As of October 2011, there is much uncertainty about the future of Yahoo. The board of directors seems to be positioned to sell all or parts of the firm. Here is a link to Yahoo’s uncertainty, but we suggest you check up on the status of Yahoo before a class discussion since the situation is very fluid at press time. http://bits.blogs.nytimes.com/2011/09/30/jack-ma-wants-to-buy-yahoo/?scp=5andsq=yahooandst=cse. 
IV. Organizational Inertia and the Failure of Established Firms
Organizational inertia refers to a firm’s resistance to change.
The dynamic nature of their environments forces firms to adapt by initiating strategic changes over time.

Show PowerPoint Slides 11.10 and 11.11
Organizational Inertia and the Failure of Established Firms 
 Teaching Tips
Instructors can give the example from Chapter 4, which is Strategy Highlight 4.1 How Nintendo Focused on Casual Gamers. The students should be quite familiar with Nintendo Wii, Sony PS3, and MS Xbox 360. However, the strategic changes and Nintendo’s extensive knowledge on casual gamers allows Wii to capture 49 percent of the market share as of 2010. While Sony and MS focused on die-hard gamers with all the graphics and technological features, the companies largely ignored the casual gamers, which may help Sony and MS broaden their customer base. This can be viewed as an organizational inertia example. Recently, both Sony and MS introduced motion detection devices that are similar to Wii Remotes, which means finally the companies “woke up” and realized that the casual gamers should not be ignored. However, Nintendo already established a first-mover’s advantage in the market niche and it will be very difficult and costly for Sony and MS to compete with Nintendo. Time will tell how this market evolves. 
For additional information along these lines, instructors may want to use MINICASE 11 Sony’s Silos Prevent Collaboration across Divisions as a further discussion on how established and even successful firms can fall to organizational inertia.
V. The Key Elements of Organizational Structure 
Specialization: degree to which a task is divided—for example, the U.S. military.
Formalization: codified rules and formal procedures—for example, McDonald’s.
Centralization: where the decision is made—for example, BP.
Hierarchy: formal, position-based reporting lines—for example, the government.
Show PowerPoint Slides 11.13 to 11.15
The Key Elements of Organizational Structure
 Teaching Tips
The four key elements of organizational structure are specialization, formalization, centralization, and hierarchy. Instructors may use examples to facilitate student learning. In terms of specialization, the U.S. military can be used as an example here because it has the Air Force, Army, Navy, and Marines, and all of them have their own specialties. Instructors can use McDonald’s as the example for formalization because of the standardized operation process. British Petroleum can be used for centralization because of the Gulf Oil Leak crisis which indicated that the strategic decision-making authority of top management leads to a slow response to environment changes. Every government has a hierarchical structure and it can be used as the example here for hierarchy. 
A McGraw-Hill Connect online interactive video exercise is available that covers the concepts behind organizational inertia and the four elements of organizational structure in more depth. You may wish to assign this as an auto-graded homework assignment for the students. It covers Learning Objectives 11.2 and 11.3. 
Show PowerPoint Slide 11.16
Strategy Highlight 11.2 W. L. Gore & Associates
1. What are the key structural elements that you can observe in this case?

There is a low degree of formalization and decentralization in W. L. Gore and the organizational structure seems to be flat. It is because the company empowers the employee to make real-time decisions to fix the problem and to quickly satisfy customers that the company encourages face-to-face communication to keep channels open and smooth. Further, all the employees are the shareholders of the company, so it promotes a tighter structure and employees will do their best for the company due to the fact that everyone is the “boss.” 
2. What are the core values of W. L. Gore?
The four values are Fairness to each other; Freedom to grow knowledge and skills; Ability to make one's own commitments; Consultation with others before taking action. Those can be seen as the building blocks for W. L. Gore’s organizational culture. Because the culture is well articulated and defined, it enables the company to develop a flatter structure with less monitoring and fewer rules.

VI. Assembling the Pieces: Mechanistic vs. Organic Organizations
Organic organization has a low degree of specialization and formalization, a flat organizational structure, and decentralized decision making.
Mechanistic organization is characterized by a high degree of specialization and formalization and a tall hierarchy that relies on centralized decision making.

To gain and sustain competitive advantage, not only must structure follow strategy, but also the chosen organizational form must match the firm’s business strategy.

Show PowerPoint Slides 11.17 and 11.18
Assembling the Pieces
 Teaching Tips
Zappos and W. L. Gore are great examples of organic organizations. McDonald’s is an example for a mechanistic organization. Instructors also need to discuss Exhibit 11.3 because it provides a nice summary of the four key elements of structure and organic/mechanistic organizations. Instructors can use the examples in Exhibit 11.3 to enhance student learning.
Slide 11.17 has a link to a 10-minute video by MIT professor Andrew McAfee embedded at the bottom. The video addresses how Web 2.0 may change the workplace. 
https://www.mckinseyquarterly.com/Business_Technology/BT_Strategy/How_Web_2_0_is_changing_the_way_we_work_An_interview_with_MITs_Andrew_McAfee_2468?gp=1 
VII. Matching Strategy and Structure
The four basic organizational structures are discussed here. The chapter also provides figures for each structure. Some exhibits also summarize key points here which are very useful.
Simple structure: used by small firms and startups with low organizational complexity.
Functional structure: groups employees into distinct and specialized areas.

Multidivisional structure (M-form) consists of several distinct strategic business units (SBUs), each with its own profit and loss responsibilities.

The matrix structure is a combination of the functional structure and M-form structure.


Show PowerPoint Slides 11.20 thru 11.24
Matching Strategy and Structure
 Teaching Tips
Understanding that structure follows strategy is crucial for students to have a better understanding of the AFI framework. First, effective structure provides stability and flexibility. The stability is needed when a firm is actually implementing the strategy because it implies the capacity required to consistently and predictably manage daily work routines when actualizing strategy. The flexibility provides for the opportunity to explore competitive possibilities and the allocation of resources to activities that shape needed competitive advantages. Those two characteristics are critical for implementing strategy. Further, structure follows strategy also implies that organizational structure can be dynamic because strategy is dynamic in nature. Firms need to find an appropriate structure for the time being when initiating strategic change. In sum, strategy and structure have a reciprocal relationship

A McGraw-Hill Connect online interactive exercise is available that explores these concepts more fully. You may wish to assign this as an auto-graded homework assignment for the students. It covers Learning Objective 11.5. 
Show PowerPoint Slide 11.25
Strategy Highlight 11.3 USA Today: Leveraging Ambidextrous Design

1. What forced the firm to integrate USA Today and USA Today.com?

Due to the uneven resource allocation for USA Today.com, it lost some key editorial talent. This forced the integration of USA Today and USA Today.com to reconcile the resource allocation. This approach encourages cross-functional collaboration, thus helping the organization be “ambidextrous.”
 Teaching Tips
The USA Today integration of USA Today.com was an attempt to build an ambidextrous organization by balancing exploitation and exploration. Exploitation is the enhancement of the company’s current operations or routines, in this case it is USA Today’s printed circulations, and exploration, which is finding newness in terms of market opportunities as well as new services/products—in this case, it is USA Today.com. By integrating them together, it promotes cross-functional collaboration and coordination with the hope of creating synergies.

Show PowerPoint Slides 11.27 thru 11.30
Multidivisional Structure
 Teaching Tips
The multidivisional structure centers on the use of separate businesses or profit centers. The M-form is used by many organizations that compete in the global economy. General Electric is an example of a company that uses this structure. Each unit is operated as a separate business with its own corporate staff, including its President. Some parent companies do little more than provide capital and guide units to an organization-wide strategy. The overall goal is to maximize the organization’s performance. In order to accomplish this, managers at the parent company use a combination of strategic and financial controls to ensure the function across divisions.
Show PowerPoint Slides 11.31 thru 11.34

Matrix Structure
 Teaching Tips
The matrix structure can be pretty controversial. We ask in the class what type of organizational structures our students are familiar with. Some of them have worked in matrix organizations. The feeling of having “two bosses” is a common problem with this structure. 
As noted in the text, this subject can be used to tie back to global strategy in Chapter 10. Exhibit 11.9 in particular can be useful to make this connection for the students. 
VIII. Organizational Culture: Values, Norms, and Artifacts
Organizational culture describes the collectively shared values and norms of an organization’s members. Employees learn the culture through socialization.
Show PowerPoint Slides 11.36 thru 11.43
Organizational Culture: Values, Norms, and Artifacts
Gaining and Sustaining Competitive Advantage 
 Teaching Tips
An organization’s culture develops to help a firm cope with its environment. Organizational leaders are confronted with many complex issues during their attempts to generate organizational achievement in turbulent environments. A leader's success will depend, to a great extent, upon understanding organizational culture. It is also helpful to students when using an example. In this instance, how about “marriage”? Ask the students questions about marriage. Isn’t it a combination of two different families? If yes, then does that mean a combination of two family/organizational cultures? Was the combination process smooth? Any problems, issues, or mismatches? Has the newly integrated culture changed their behaviors? Finally, ask students to use this analogy with business organizations.
Slide 11.42 has an embedded four-minute video by Professor Michael Beer on how high-commitment, high-performance companies approach economic downturns. The URL is here: http://bigthink.com/ideas/14909. 

Slide 11.43 is Small Group Exercise 2 from the back of the chapter. It brings up the idea of culture and organizational issues when there are business requirements for a layoff at the workplace. 
A video is available of the Zappos CEO, Tony Hsieh, describing how he set company culture as a top priority from the very beginning of the Zappos organization. The video is an interactive exercise included with McGraw-Hill’s Connect, which is available with this textbook. You may wish to assign this as an auto-graded homework assignment for the students. It covers Learning Objective 11.6 on organizational culture. 
Show PowerPoint Slide 11.41
Strategy Highlight 11.4 Carly Fiorina at HP: Cultural Change via Shock Therapy

Let students discuss the rise and fall of Carly Fiorina. Were her initiatives failures? Why or why not?
 Teaching Tips
HP’s board is not looking very good…

As noted in the text, this subject can be used to tie back to global strategy in Chapter 10. Exhibit 11.9 in particular can be useful to make this connection for the students. 
IX. Strategic Control and Reward Systems 
Strategic control and reward systems are internal governance mechanisms put in place to align the incentives of principals and agents.

Input controls vs. output controls

Show PowerPoint Slide 11.45
Strategic Control and Reward Systems
 Teaching Tips
The control and rewards system is a CRITICAL part of a successful implementation process. “What gets measured gets done” is a common sentiment in business management. Properly thinking through what to measure, and how to measure it is a vital and often overlooked element of implementation. Often, no better way to “rally the troops” exists than to have a reward and control system that rewards accomplishments in line with new strategies and supports continued innovation and risk taking. 
Embedded at the bottom of this slide is a 10-minute video by RSA of Daniel Pink’s work on motivation and the surprising results that paying more actually yields lower performance… The video is referenced in the text in the output controls section. The video URL is here: http://www.youtube.com/watch?v=u6XAPnuFjJc.  
RSA Animate is well worth a look if you have not explored their video library yet. It can be found at http://comment.rsablogs.org.uk/videos/, or at their home website (http://www.thersa.org/) when searching for “animate.” 

X. CHAPTERCASE 11 / Consider This…
 We revisit the opening case with an actual example of “WOW” customer service and a very real financial implication of its costs. Suggested thoughts/answers to the case questions are provided next.  
Show PowerPoint Slide 11.46
Zappos / Consider This…
XI.  Take-Away Concepts
 Here we list the take-aways for a student review of key points from the chapter.  
XII.  Key Terms
 Here we show the key items from the chapter for a review and a test of understanding.
END OF CHAPTER ANSWER GUIDE

 Teaching Tips
A variety of case, discussion, ethics, and explicit small group questions are provided at the end of every chapter. Instructors may find it useful to assign some for homework and some for general class discussion. Many concepts in strategy do not yield hard and fast answers, and if the students have a chance to interact together during the class it helps stimulate better discussions on issues of nuance or context, which are internalized best through discussion or intensive written assignments. 

CHAPTERCASE 11 / Consider This…
1. What elements of an organic organization are apparent from the chapter material on Zappos? 
Zappos does rotational training for job flexibility. They also drive all employees to focus on customer service as their core competency. They empower their customer service representatives to make key decisions that other firms would make at higher levels of the organization. 
2. How does Zappos’s business strategy match its organizational structure? 
Zappos’s business core competence is customer satisfaction (WOW service) and the company is highly service-oriented. Since Zappos is positioned at the very end of the value chain (provider to end users), it deals with the environment, especially customers, directly. That is, high mobility and flexibility are needed for the company’s business operation. Therefore, the company’s structure is a low degree of formalization, a low degree of centralization, and a flatter structure, which enables Zappos to become a more organic organization. 
3. Which strategic control and reward system discussed in the chapter would be most appropriate for Zappos? 
Output control seems to be the appropriate control mechanism for Zappos in this case. Customer satisfaction can be maximized, especially for a service-oriented company, by 
offering fast delivery, no-hassle returns, friendly and reasonable customer service, and product packaging. Zappos is currently doing so, and output control seems suitable.

4. Do you think Zappos decision to honor every sale, despite its explicit business terms and conditions that would allow it not to do so, was a sound one? Why or why not? 
Apparently Zappos was able to transform this minor crisis (mislabeling the price tag) into a huge opportunity to maximize customer satisfaction and secure returning customers. Simply ask the students what you think about the way Zappos handled the situation, do you like it or not. Most of them will like it. Why, because they will answer the question from the customers’ perspective. That said, posting a $1.6 million dollar sales loss from six hours (from midnight to 6 a.m.!) of sales is a major financial hit for any firm. What if the mistake had not been discovered for a full 24 hours? The mistake could have been MUCH bigger and harder to resolve in this manner. 
Discussion Questions
1. Why is it important for an organization to have alignment between its strategy and its organizational structure? 
Usually structure follows strategy. This is because strategy is dynamic in nature, and so the structure needs to reflect this dynamism. Structure provides stability and flexibility, which are of utmost importance when a firm is trying to implement strategies. Structure provides stability for strategy implementation in terms of division of labor, communication channels, and resource allocation. Structure provides flexibility for implementation in terms of real-time problem solving, learning capability, and a better chance to adapt to external environmental forces successfully.
2. The chapter notes that changing an organizational culture is daunting and provides examples of Yahoo, GM, and HP. What other firms have attempted to change their culture in recent years? What techniques did they use for the transition? Was it successful?
· A great example comes from the early 1990s, when Chrysler had terrible customer service and press relations, with a history of innovation but at present had outdated products. Its market share was falling, and its fixed costs and losses were high. Bob Lutz, then the president, wanted Chrysler to become the technology and quality leader in cars and trucks, which was a clear, globally applicable vision. A program of cultural change called Customer One was built around it. The results were impressive: overhead was cut by $4.2 billion in less than four years, the stock price quadrupled, and the company reversed its slide into bankruptcy and became profitable. A completely new and competitive line of cars or trucks has appeared each year since. New engines produce more fuel economy and power as new cars provide more comfort, performance, and space. They did this with the same people, but working in different ways, with a changed culture.
· Another example would be what Lou Gerstner and Sam Palmisano have done successfully at IBM. Interestingly, both Michael Dell (Dell Computer) and Howard Schultz (Starbucks) have come back into operational roles after retiring as founders. In both cases, they are trying to bring back some of the original culture and passion that was key to their earlier success. 
3. Strategy Highlight 11.1 discusses the informal organizational structure of W. L. Gore & Associates. Go to the firm’s website (www.gore.com) and review the product scope of the firm. 
A. What commonalities across the products would likely be enhanced by flexible cross-functional teams? 
The results of R&D can be considered cross-functional. R&D departments wants to collaborate with marketing department for a better understanding on how to design better products to satisfy customers. It also can be done with manufacturing department to gain knowledge about how to improve product quality and features.
B. What would be your expectation of the type of norms found at W. L. Gore? 
Most students will say a laid back kind of atmosphere and friendly environment, which creates fewer political issues at the company.
Ethical/Social Issues

1. As noted in Chapter 5, many public firms are under intense pressure for short-term financial improvements. How might such pressure, in combination with output controls, lead to possible unethical behaviors.

· Output control is performance- / outcome-oriented, and most of the time, one evaluates performance by using financial analysis. This may create pressures to “cook the books” or inappropriately report items (or NOT report items) in the financials. When a company is short sighted solely for short-term financial improvements, problems will emerge. For instance, Bernie Madoff began the Ponzi scheme, the Enron scandal occurred, and so on. We should NOT use financials as the only measure of performance. 
· Other types of output controls, like the ROWE system discussed in the text, can be difficult to control “shirking” employees who are not pulling their fair share of the workload. As the Daniel Pink video (http://www.youtube.com/watch?v=u6XAPnuFjJc) demonstrates though, firms need to give more attention to intrinsic motivators that unleash unparalleled creativity and enthusiasm for getting the job done. 
2. Strong company cultures can have many benefits, such as those described in the Zappos example. However, sometimes a strong organizational culture is less positive. Name some examples of an organizational culture leading to a business failure, criminal behavior, or civil legal actions?

· GM’s strong culture combined with its bureaucratic structure made it a liability to the company and caused it to fail recently.

· Enron’s culture and control was performance-driven and output-oriented. This lead to one of the biggest financial scandals in U.S. history.

· Fannie Mae suffered from its subprime mortgage approvals, which helped cause the financial market crash. 

3. What makes some strong cultures helpful to gaining and sustaining a competitive advantage, while other strong cultures are a liability to achieving that goal?

· Leadership is one of the important factors. If the company’s top management team has integrity and cares for the company as much as the customers, it should be able to provide a clear guideline as to what to do and what not to do. We discuss this further in Chapter 12.
· Failure to change cultures to adapt to the changing environment is another factor. Recently, we’ve experienced a paradigm shift from product-oriented operations to market-oriented operations. A firm like GM failed to adapt to the change and so it suffered greatly for not being able to change its culture. 

Small Group Exercises
Small Group Exercise 1
Your classmates are a group of friends who have decided to open a small retail shop. The team is torn between two storefront ideas. The first idea is to open a high-end antique store selling household items used for decorations in upscale homes. Members of the team have found a location in a heavily pedestrian area near a local coffee shop. The store would have many items authenticated by a team member’s uncle, who is a certified appraiser.

In discussing the plan, however, two group members suggest shifting to a drop-off store for online auctions such as eBay. In this business model, customers drop off items they want to sell, and the retail store does all the logistics involved—listing and selling the items on eBay, and then shipping them to buyers—for a percentage of the sales price. They suggest that a quick way to get started is to become a franchisee for a group such as “I Sold It.” (www.877isoldit.com).

1. What is the business strategy for each store concept?

· One is a retail store and the other one is an online storefront with a middle-man approach.
2. How would the organizational structure be different for the concepts?

· The direct retail store could use a simple structure and the other one could use a functional structure with the emphasis on online retailing (E-tailing).

3. What would likely be cultural differences in the two store concepts?

· Retail store deals with customers face to face, so courteous and friendly service is needed. The culture for online retailing might need to focus more on prompt responses to customers.
4. How would the control and reward systems be different?

· The control and reward system for the retail store will be both input- and output-oriented, while the online store will be output-oriented.
Small Group Exercise 2
Employee morale can directly affect productivity in the workplace. A poll taken in January 2010 found that 50 percent of respondents (in small- and medium-sized firms) indicated employee morale was down. Assume your group is brought in to a business unit, and your analysis shows a significant excess headcount in the accounting and purchasing departments. Your team is now responsible for developing a plan to lay off 25 percent of the employees in those departments. You have six months to identify who to lay off and to reduce the headcount. (If you have no personal experience with work-force reductions, use an Internet search engine and look up “successful layoffs” for some guidance.)

1. How can you downsize the departments without hurting the morale of the remaining workers?

· Make sure there is strong leadership and frequent communication with (and education of) the employees so the concept and message will be delivered clearly. One tendency is for senior leadership to hide or “circle the wagons” during times of layoff. This sends a very poor signal to those remaining workers. As tough as it is, managers must be especially visible and walking the halls to look their employees in the eye and be honest with them on their future and the future of the organization. Even if that future is uncertain…
2. What steps do you take to treat with dignity those employees forced to leave?

· Well-designed benefit packages, courteous communication from top management, and using a face-to-face approach. You can ask students whether they have seen the movie Up in the Air. Up in the Air describes a guy, Ryan, whose job is to “fire / lay off people on a company’s top executives’ behalf.” As one knows, firing people is usually a tough job for any manager. It needs to be handled personally by a manager and not handed off to some outsider. 
Strategy Term Project

Module 11: Organizational Implementation Processes
1. From your knowledge, identify a major strategic change the firm should seriously consider. Briefly describe what the goal of the initiative is for the organization:

By this point in the project, students should have a good idea of what is working well at their firm and what areas need improvement. Encourage the students to look at trouble areas and come up with a concrete strategic change the firm should make. Get them to write out that proposed change and a tangible and realistic set of goals for achieving this new strategy. Then, have the students work through the steps provided in Exhibit 11.12. 
If the students don’t have a change or a suggested area of improvement, they can think about future trends in their industry and develop a strategy to meet new challenges facing the firm (digital technology, globalization, and demographics are good candidates for prompting future changes). 

2. Work your way through the six stages in Exhibit 11.12, answering as many of the questions as you can for the proposed strategic change.
Here the students need to work through the questions. It may be helpful to pair them up to discuss implementation concerns for their own focal firm with another student. 
myStrategy11: For What Type of Organization Are You Best-Suited?
1. Review Exhibit 11.3 and circle the organizational characteristics you find appealing. Cross out those factors you think you would not like. Do you find a trend toward either a mechanistic or organic organization?

This question can help students find the culture of the company that they want to work for in the future. It may also help them understand why they may be dissatisfied with their current or previous employer.
2. Have you been in school or work situations in which your values did not align with those of your peers or colleagues? How did you handle the situation? Are there certain values or norms important enough for you to consider as you look for a new job?

There must be some values and norms that the students hold dear. The values and norms may be from different cultural or international backgrounds. Ask the students how to deal with the cultural conflicts. Did they make compromises? On what grounds? Why or why not make compromises?
3. As you consider your career after graduation, which control and rewards system discussed in the concluding section of the chapter would you find most motivating? Is this different from the controls used at some jobs you have had in the past?

The students may use input, output, or a balanced control and reward system. As for their personal opinions, compare and contrast them with each others’. This will help in their understanding of the last section.
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