CASE STUDY
Based on the article, consider the approaches to organizational design. Analyze the effects and applications of the various organizational structures and levels of authority. Given the benefits and motivations mentioned in the article, share an analysis of the referenced company’s impact on employee motivation, morale, and organizational culture.
Your response should be two pages in length, not including the title page or reference page. You are required to cite at least one article from the CSU Online Library (not including the referenced case study article). All sources used must be referenced; paraphrased and quoted material must have accompanying in-text citations in the proper APA format.
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How to increase your employees' morale and productivity
I remember a quote from former ABC executive Thomas Murphy, who said, "If you hire the best people and leave them alone, you don't need to hire very many." While I think retailers should be hiring the best people possible, and treating them well, it may not always be best to leave them alone. Especially during the holiday season.
With the holidays almost upon us, retailers are scrambling to hire the best seasonal workers--more than 520,000 of them--while retaining their top performers. And during the most crucial selling period of the year, there is no time for mistakes. Executives know that good employees can bolster the image of a store and unsatisfactory employees can be disastrous.
More often than not, finding good workers is high on the list of challenges facing retail executives. And keeping those people is even more difficult.
Turnover in the retail industry is nothing new, and it is not a problem that will disappear anytime soon. After Sept. 11, many retailers experienced low turnover as employees waited for the job market to improve. Now that the economy is back on track, workers are keeping an eye out for new opportunities, and many are moving on.
Statistics reinforce that theory: According to the 2005 NRF/Mercer Retailer Compensation and Benefits survey, released last month, turnover for store managers rose 20% last year over 2003.
Leading HR experts seem to agree that traditional approaches to management haven't been working. Author Bruce Tulgan, a consultant who spoke in June at the National Retail Federation's Loss Prevention Conference, talked about the mind-set of the new American worker and said that the best way retailers could keep their employees was to find out what people want and use it to drive performance.
Best Buy is one of those retailers. Nearly half of the 3,500 employees at Best Buy headquarters have embarked on a radical strategy that enables employees to work where and when they want, as long as their job gets done. The approach seems to be working, as executives maintain that this new program has reduced turnover and increased productivity at the same time.
Other retailers, such as Costco, believe that the way to their workers' hearts is through their wallets. Costco's employees earn an average of $17.41 an hour and receive some of the most generous health benefits in the industry. Perhaps that's why they are able to maintain a low turnover rate of about 17% per year.
However, money isn't everything. In his presentation, Tulgan also featured several non-financial elements, such as people needing to be satisfied with their jobs. One of those basics, giving employees control over tasks, is an area where Trader Joe's has an upper hand. Instead of giving employees specific instructions on how to merchandise and what to feature, Trader Joe's trains the staff on their products and gives them the green light to handle the rest. By offering workers some creative authority, the environment tends to be more personal, more original and more fun.
But not all retailers are quick to paint their entire employee base as worthy of keeping around. Applebee's recently implemented a program that ignores overall turnover but instead rewards managers for keeping turnover low among top-performing employees. They call it "Mix Management": the idea is that not all employees perform equally, nor should they be mourned equally when they leave. By focusing on the top tier, Applebee's has been able to keep turnover low among their very best performers.
Retailers don't need to be reminded that employees are always an extension of their stores, or that keeping turnover low can reduce overhead costs in the long run. But as the retail landscape becomes more competitive, turnover will start to matter more, and the retailers with the best employees will win. Maybe we don't need to be leaving our employees alone, but we might want to think about giving them a little more leeway.
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Organizations are changing nearly daily. The only constant in organizational life today appears to be the presence of continuous change. One area of organizations that continues its metamorphosis is the design itself. That is, the way in which companies are configured today is changing. 
The contingency approach to the structure of current organizations suggests there is no "one best" structure appropriate for every organization. Rather, this approach contends the "best" structure for an organization fits its needs for the situation at the time. This implies then, that the "best" structure for an organization may indeed change over time - as the situation within which the company operates changes and the environment changes. 
Few other areas of organizational theory are as influenced by century- old work as are organizational design theories. 
Today, however, the winds of change are blowing through firms as they decide how best to configure their organizations. Perhaps the biggest change in design is the move away from stable designs to more fluid designs. The traditional pyramid that characterized firms for nearly a century finds its roots in the military. It is rapidly being replaced by more dynamic designs. 
The key is to structure firms such that the level of responsiveness is improved and organizations are able to reduce some of the uncertainty in their environments. The top heavy bureaucratic pyramid cannot respond and easily to critical changes in the environment. This structure is stable and does not lend itself to change. Its strength lies in its very stability and the formal chain of command - thereby precluding the ability to respond to external changes quickly. 
Today's organizations are viewed as open systems. That is, firms fuel the transformation process by obtaining inputs from their environment and then the output of the transformation process must be absorbed into the firm's environment. This, then, suggests the organization must constantly focus on the external environment. The design of the organization, then, must take into account the need to adapt to this environment and be flexible. The organization and its stakeholders are linked closer to the external environment than ever before. 
The environment of the twenty-first century requires that organizations identify their core competencies and their competitive advantage. In so doing, they concentrate their organizational efforts in this area. Other non-essential functions can then be outsourced to other organizations. Firms can maximize their flexibility by contracting out non-essential functions. Companies then establish strategic alliances with other firms. As their needs change or the strategic direction of the business is fine-tuned, these alliances can be changed. 
The trend today is toward flatter, horizontal organizations. The virtual organization is more characteristic of companies in this environment - losing traditional boundaries and using information technology. The boundaryless organization throws out the chain of command, uses self-managed teams instead of functional departments and broadens the span of control. Participative management is also embraced in these new structures. 
Some examples of new organizational forms include networks, clusters, modified matrix, strategic alliances, joint ventures and American keiretsu. Newer designs are characterized by increased interaction between functional areas since the key is to organize around processes instead of organizing around the more traditional activities. These progressive designs maximize flexibility while linking the organization's stakeholders. The term modular corporations captures the essence of these newer designs implying moveable pieces that are more fluid. 
With these majororganizational design changes, subtle changes are also seen deeper in the recesses of the organization. While structure is defined as the "relationship of organizational resources" it is perhaps the human resources that requires the most adaptation in redesign. The skill sets required of people within the firm are changing to better meet the challenges of these redesigned organizations. Structural changes lead to the necessity for training of the firm's human resources and an updating of skills. 
Changing Skill Sets 
More organizations are utilizing cross functional teams. These teams are comprised of people from various areas within the company. For example, accountants work with marketers, human resource people with engineers and finance individuals with operations employees. People from one functional department are placed on teams with people from other functional areas. The ultimate goal is to improve organizational performance by cutting production time or time to market. 
This requires managers be skilled at dealing with others. No longer do accountants only work with accountants. Good communication skills are also required to ensure managers on cross functional teams are able to clearly articulate their function's position and expertise to the rest of the team members. 
According to Joseph Weiss, "As work becomes more cross functional and integrated, teams and clusters will continue to change and/or replace certain supervisory functions." The more stable structures of the past provided substitutes for leadership in many organizations. Their very rigidity substituted for leadership in many cases. And a dedication to rigid policies and detailed procedures replaced the need for leadership. 
Cross functional teams, however, often work without a great deal of hierarchy. Managers then get things done with strong interpersonal skills, rather than the traditional legitimate power that was inherent in the formal position within the organization. 
There will be more focus in these designs on leadership instead of management. Managers working in the team environment must possess an ability to self-- manage. In turn, they must teach others this skill. 
Liaison positions become more critical in the new structures. Stakeholders and teams are linked. The position requires strong interpersonal skills and a good grasp of diversity management - as the stakeholders being linked become more and more diverse. 
More fluid structures require that managers improve their strategic orientation. As organizations must be better equipped to respond to change in their external environment, managers must be more skilled at reading the environment and grasping the big picture. They need to be adept at reading the trends in the environment and then determining what they mean specifically for their own organization. In addition, strategic directions for the company must be identified in light of these changes. Stephen Robbins suggests that " ... managers in virtual structures spend most of their time coordinating and controlling external relations, typically by way of computer network links." 
It is critical managers in these new structures be able to see the big picture. That is, they must overcome the silo mentality and be able to see beyond their own functional area or department. They must be able to understand the ripple effect or the consequences of their actions in other areas of the company. A strategic orientation is essential to help the company thrive in today's highly competitive environment. 
Part of the responsive nature of the organization as a whole comes from the people themselves. People within the company must be dynamic and not wed to the past. This involves a basic orientation toward change. It is no longer enough in today's dynamic environment to insist the workforce deal With change. 
Now this must be taken a step further. Today's environment requires that managers lead the culture shift. Managers must set the example and provide the appropriate role model for their employees. This means managers must be able to not only embrace change, but must be skilled (and comfortable with) creating change. Achieving this requires managers be skilled at using various perspectives. They must continually change the lens through which they view their world. 
Employees in these more organic structures need to be motivated differently. Managers must then develop a new bag of motivational tricks. They are also responsible for instilling trust in their employees. Managers take on more responsibility with all stakeholders than ever before. Trust no longer comes from the organization itself, but rather from those managers closest to the employees. Managers are also responsible for sharing information - including ensuring that people are well informed about the new organizational forms. The very design of jobs themselves is changing. 
The move from more rigid mechanistic structures to more flexible structures requires people be rotated through various functional areas of the firm. This helps the company develop more generalists with broader based skill sets. It should no longer be seen as a sleight to be offered a lateral move, but rather as a reward and another step toward becoming a valued generalist. 
The newer organizational structures use team problem solving. This requires that managers think differently and teach employees to think differently. Problem solving now involves the people who are experts in the issue - not necessarily those in high positions in the organization. Decision making is becoming more and more comfortable for those throughout the organization as the need to make decisions is distributed more evenly across all organizational levels. 
Managers must also think very openly about their own position in the new designs. Often times, they (and/or their employees) may be loaned to customers or suppliers as those links among the stakeholders are forged. As status and rank become less important, expertise becomes the key in the new organizational structures. 





