Skills Development: Downsizing 

Objective
To examine the interdependence among team members and to provide insights into the concept of culture. To study culture, we may examine the cul​ture of a group that shares certain cultural traits. The goals include:

1. To compare decisions made by individuals with those made by the group. 
2. To practice effective consensus-seeking techniques. 
3. To gain insights into the concept of cultural values.

Process
Part A – Prior to Class

Step 1. Determine group membership and role as assigned on web, each group constituting an executive committee. Individually read the employee profiles that follow and in the Individual Decision Worksheet rank-order the 10 employees on the work sheet from "1" for least likely to "10" for most likely to be expendable. Participants are to enter their ranking in column (1) on the Executive Committee Decision Work Sheet. 
Observers may use the Observer Form located at the end of this simulation to gather data on group process.

1. Executive Vice President, Marketing

2. Executive Vice President, Finance

3. Executive Vice President, Manufacturing

4. Executive Vice President, Human Resource Management 
5. Executive Vice President, Research and Development 
6. Observer (extras)

DOWNSIZING: DELTA CORPORATION

Delta, started in 1988, is a small, family-owned firm in the microcomputer business. The company grew rapidly because of its microcomputer boards, disk drives, optical disks, tape 

backup drives, and innovative approaches to solving computer hardware problems. Both managers and workers have put in long hours, often sacrificing their personal time to get the company off the ground.

Unfortunately, a significant downturn in the economy has caused a reduction in sales, and it is increasingly apparent that some adjustments will have to be made if the company is to survive.

Your committee will have to make a series of recommendations for a downsizing (lay​off) of employees, all of whom are married, of the same age (28), and all with no previous experience before joining Delta.

The president has asked you to examine the personal information of the 10 employees in the company who are most expendable. They are all good employees but because of re​duced sales and earnings and declining economy, Delta needs to be prepared for a 10 per​cent reduction in workforce (RIF). Therefore, you are meeting to rank-order from "1" for least likely to "10" for most likely to be "riffed." There are at least 11 employees in each of the five departments. The employees other than those on the list given to you have been with the company at least eight years, and it is not feasible to RIF them at this time.

Among the criteria you may want to consider are:

1. Education

2. Performance 
3. Seniority

4. Technical ability 
5. Attitude 
6. Leadership 
7. Effectiveness 
8. Efficiency 
9. Job function

10. Social ability

EMPLOYEE PROFILES

Finance

Gwen-seniority 3 1/2 years; 4-year college education; has performed about average on annual appraisal (75 percent); average technical abilities and leadership potential; a steady, grinding worker; works long hours, has been working on employee benefit plan for 2 years; is a nonsmoker and nondrinker; has frequently complained about working with cigarette smokers.

Hal-seniority 5 1/2 years; 4-year college education; has been rated average and above in annual appraisals (80 percent); high technical abilities; average leadership; always in on Saturday mornings; frequently works through lunch hour; has been working on committee to computerize payroll for past 18 months; is well liked and gets along with fellow workers; is a very neat and stylish dresser.

Research and Development

Carole-Ph.D. in engineering; seniority 2 1/2 years; has been above-average research engineer in performance appraisal (90 percent); high technical and leadership abilities; works unusual hours (sometimes works late at night, then doesn't come in until noon the next day); developed patent on a new solid-state circuit device last year; seldom attends social events; is said to be friendly but often disagrees and conflicts with fellow workers.

Dave-M.S. in engineering; seniority 3 1/2 years; has been average to above average on performance appraisal (75 percent); average technical abilities; average leadership; works steady 8 A.M. to 5 P.M., is working on several R&D projects but none yet completed; always ready for a coffee break or joke-telling session; is well like by coworkers; never complains about bad assignments.

Marketing

Tony-M.B.A. degree; seniority 2 years; has been rated as performing better than 90 percent on performance appraisal; high technical abilities; above average leadership; works erratic hours (often comes into office at 9:30 and frequently plays golf on Wednesday afternoons); sold the highest number of product units in his product line; seldom socializes with fellow workers; is often criticized because his desk is messy and disorganized, piled with correspondence and unanswered memos.

Ken-4-year college degree; seniority 18 months; has been rated an above-average to outstanding performer (80 percent); high technical abilities; average leadership; has been criticized for not making all his sales calls, but has a good sales record and developed advertising campaign for new product line; although a good bowler refuses to bowl on company team; has been rumored to drink quite heavily on occasion.

Human Resources Management

Eduardo--4-year college degree; seniority 18 months; has been rated above average as performer (80 percent); average technical abilities; high leadership; is frequently away from desk and often misses meetings; has designed and implemented a new management development program; is well like although frequently has differences of opinion with line managers; often takes long coffee breaks and lunch hours.

Frank-2-year college degree; seniority 4 years; has been rated average to above average as performer (70 percent); low technical abilities; above average leadership; works long hours; regularly attends all meetings; has been redesigning performance appraisal systems for past 2 years; is involved in many company activities; belongs to Toast Masters, Inc.; is known as a friendly, easygoing guy.

Manufacturing

Irv--4-year college degree; seniority 15 months; rated an outstanding performer (90 percent); high technical abilities; moderate leadership; has been criticized for not attending committee meetings; designed and implemented the computerized production con​trol process; does not socialize with fellow employees; is know as a sloppy dresser (often wearing white or red socks with a suit).

Jackie-high school; seniority 6 years; rated an average performer (75 percent); average technical abilities; low leadership; always attends meetings; works steady 8 A.M. to 5 P.M. hours and Saturday mornings; has chaired committee to improve plant safety for past 2 years; participates in all social events; plays on company bowling and softball teams; is known for a very neat, organized office.

EXECUTIVE COMMITTEE DECISION WORK SHEET
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INDIVIDUAL DECISION WORK SHEET
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Part B – In Class Activity

Step 1. Executive Committee Meeting

Through group discussion, exploration, and examination, try to reach a consensus decision reflecting the integrated thinking and consensus of all members. Remember, a consensus decision involves reaching mutual agreement by discussion until all agree on the final decision.

Follow these instructions for reaching consensus:

1.
Try to reach the best possible decision while at the same time defending the importance of your department.

2.
Avoid changing your mind simply to reach agreement and to avoid conflict, but support solutions with which you are able to agree.

3.
Avoid "conflict-reducing" techniques, such as majority vote, averaging, or trading, in reaching your decision.

4.
View differences of opinion as a help rather than a hindrance in decision making.

At this point, meet together as the Executive Committee and enter your results in column (2) on the Executive Committee Decision Work Sheet.
Step 2. Each team lists its results on the blackboard, and the instructor posts the actual performance ranking. Enter the performance ranking in column (3).

Step 3. Using the answers given by the instructor, score your individual and team answers by subtracting the Personal Ranking (column 1) and Committee Ranking (column 2) each from the Actual Performance Ranking (column 3). Then record the absolute difference as the Individual Score (column 4) and Team Score (column 5), respectively. By totaling the points, an individual and a team score can be calculated. Column (4) provides an indication of the individual participant's "correctness," and column (5) provides an equivalent meas​ure of each group's performance.

Step 4. Team members individually complete the Value Survey and Conflict Survey Forms.  As a team, discuss and come to a team rating on the Value and Conflict Survey Forms. The observer feeds back information on the team process using the Observer Form as a guide.
Step 5. The instructor leads a discussion of the activity, letting each team explain its scores on the Value Survey and Conflict Survey Forms. Consider the following points and compare the results for each team:

1.
The consensus process within each group: things that went well and difficulties, whether the rules were followed, and the dynamics behind the posted scores.

2.
The extent to which efficiency, effectiveness, and member satisfaction were emphasized in the meeting.

3.
The culture that will likely develop at Delta as a result of the decisions made in the meeting.

4.
How could an OD program help Delta and your management team?

VALUES SURVEY FORM

Below are several value orientations. Based on the following scale, individually rate the values at Delta based on your team's decision. Record your choice in the left column and record the team rating in the right column.

1
2
3
4
5
6
7
8
9
10
::
   :
   :          :           :          :          :          ::
Not at All


Somewhat



Very

Characteristic

Characteristic
Characteristic 

	Values
	Individual Rating
	Team Rating

	1.  High Productivity
	
	

	2.  Effective Relationships
	
	

	3.  High Quality
	
	

	4.  High Achievement
	
	

	5.  Seniority
	
	

	6.  Time Consciousness
	
	

	7.  Dress/Neatness
	
	

	8.  Amount of Education
	
	

	9.  Positive Attitudes
	
	

	10.  High Professionalism
	
	


CONFLICT SURVEY FORM

Rate your team, individually, on how differences were resolved during your team's meeting. Record your choice in the left column and your team rating in the right column.
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:

:
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      Not at All




     Somewhat




            Very

Characteristic




Characteristic




     Characteristic

Individual
Team

Factor
Rating
Rating 
1. Not Afraid of Conflict
___________
_________
2. Express Differences
___________
_________
3. Ignore Disagreements
___________
_________
4. Open Discussion
___________
_________
5. Analysis of Differences
___________
_________
6. Debate of Issues
___________
_________
7. Trust
___________
_________
8. Confrontation
___________
_________
9. Encourage Openness
___________
_________
10. Flexibility
___________
_________
COMMUNICATION FLOW 
Draw direction arrows for communication flow. Be sure to indicate strength and frequency of communication.  Identify behaviors shown by participants.
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