Skills Development: Transforming Organizational Cultures
Objective

To develop skills in formulating action plans for changing organizational culture.
Scenarios  (Note:  The scenarios below are based on actual companies.)
Scenario 1— Creating a “Team-Based” Culture

The Micro-X Corporation, a major computer hardware manufacturer, is a very traditional or​ganization in many ways. It is very hierarchical, and managers tend to be highly authoritarian in their leadership styles. The organization is “functionally” structured, meaning that work tends to be organized by functional area (e.g., marketing, human resources, finance, etc.). Owing to this structure, there is little interaction across functional areas in the com​pany. Employees’ jobs tend to be highly specialized and relatively narrow.


In response to competitive pressures and the need to design and manufacture better computer components more efficiently, the company has adopted a “team-based” approach in which cross-functional teams are formed and given the responsibility for product development. Early indications from the new team-based approach are that its employees are not embracing it. A key barrier is that the culture of the organization still emphasizes ‘functional” thinking and individual effort as opposed to the cross-functional and team oriented mentality needed now.

What would you do to change the culture of Micro-X?

Scenario 2—Creating a “Learning Organization” Culture

Wilson Motor Company, a global leader in the design and manufacture of a full line of sport.-utility vehicles and trucks, is experiencing extreme competitive pressures from other auto​motive companies in the United States and in Germany and Japan. A major problem for the company has been that it seems to make the same mistakes over and over again. For ex​ample, the redesigns of its current models tend to be consistently oft in relation to the needs and desires of its target customers. The exterior styling of the vehicles themselves is viewed as being “weird” or “boring.” The interiors of many vehicles use an excessive amount of cheap-looking plastic material

One of the major reasons for the company’s inability to learn from its mistakes is an in​grained corporate culture that emphasizes “good news”: Management is not interested in hearing about problems or weaknesses in the organization. Positive results tend to be em​phasized at management meetings. Bad news results in a “shoot-the messenger” ritual that makes people fearful of discussing anything negative with management. Although management perceives that everything is okay, their view does not match reality.

If you were a consultant, what would you do to change the culture at Wilson Motor in order to create a “learning organization” that learns from good and bad news?

Scenario 3 - Creating a “Merit-Based Culture”

North American Air, one of the major airlines in the United States, has always possessed a culture that emphasized being a family and taking care of employees. Traditionally, this was reflected in the company’s employment practices, such as pay and promotion-from-within policies based on length of service to the company. This has led to the creation of an “entitlement” culture in which employees felt that it was their right to receive generous pay increases each year independent of actual job performance.

Unfortunately, North American Air’s performance has dropped significantly in the last three years. Profitability, customer satisfaction, and operating efficiency have all declined.
The CEO of North American Air realizes that the company must focus more on achieving bottom-line results.  This will require a major cultural shift for the company in terms of employees on the basis of their actual contributions to the success of the company.
What would you do to create a merit-based culture in this firm?
Issues for Discussion
1. Develop an action plan for changing the culture in each of the scenarios.  Answer the specific question provided with each scenario.

2. Which guidelines for changing organizational culture did you incor​porate into your action plan? Why?
3. What are some general obstacles to changing an organization’s culture? What would you do to address these obstacles?
4. What elements of culture could you use to develop your new culture?

5. How might you integrate some of the suggestions from today’s reading in to making a more change capable organization in the future?
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