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Blake Sports Apparel Executive Management 
Strengths
	One of the major strengths of the executive team was loyalty to the company. During the transition after the newly negotiated team with Howell, all members of the executive team supported Baker’s position which saw the company get a better deal. The committee members loyalty to the company ensured that they shared the same vision of their CEO and helped him overcome the challenges of working with new partners. Besides, all the executives were competent and most had been at the company for several years and contributed substantially to its growth. The head of Global Market and Merchandising aptly descried passion and loyalty as major strengths that motivate the executive members to collectively work towards achieving the set company goals (Groysberg & Baden, 2017). 
	In addition, the executive team’s strength is highlighted by its entrepreneurial fighting spirit that saw the company take on the challenges of working with its new partner Howell. The executive team spent five months trying to solve the challenges of working in a merger by travelling the world, surveying the marketplace, examining  pricing, and familiarized themselves with customers to ensure the new partnership with Howell was successful (Groysberg & Baden, 2017). 
	The relatively short period it took for Blake Apparel to build a global infrastructure and tripling Howell business within five years shows the management’s focus on growing the business through sheer hard work.  The company worked with more categories in the Howell portfolio than its competitors and was on track to become Howell’s largest-volume partner (Groysberg & Baden, 2017). The binding focus on revenue was also a major strength of the executive team since all members acted in the interest of the company and its shareholders. 
	Another major strength of the executive team was the mutual respect that members held for each other. For instance, members often described their colleagues as passionate, entrepreneurial, knowledgeable, competent, self-motivated, and dedicated (Groysberg & Baden, 2017).  The positive outlook within the executive team was ideal for conducting healthy debates on the company’s directions and ensuring that all members work towards fulfilling the same mission. 
Surface level problems
	Despite the loyalty to the company and the competence of the executive members in fulfilling their roles, the team is dysfunctional due to inadequate collaboration, growing mistrust, poor communication and inadequate conflict resolution processes (Groysberg & Baden, 2017). These surface level problems are noticeable from the inability to collaborate on fulfilling customer orders on time, and violation of basic customer requirements due to unprocessed test orders. In addition, there is growing tension among employees stemming from the differences between executive-team members. These differences have caused some employees to create allegiances to their respective departmental heads to the detriment of the company since it kills their collaboration with employees from opposing departments (Groysberg & Baden, 2017). 
	The lack of timely collaboration and the unwarranted tensions have led to delayed addition of new customers into the company’s systems, and a violation of shipping terms. These shortcomings negatively impacted new customer acquisition and a loss of revenue for almost six months (Groysberg & Baden, 2017). In addition, a lack of collaboration between various department heads led to additional inventory costs with finished products lying idle at distribution stores pending shipment to customers. Baker admits that executive-team members perceive each other as competitors rather than collaborators thereby hurting internal relationships and the company’s perception by external parties (Groysberg & Baden, 2017). 
	Information sharing among members of the executive team has also suffered a setback with each one engrossed on data concerning their department in disregard of the overall benefit to the company. For example, withholding pertinent information about a department’s data has significantly slowed down the company’s efficiency and caused unnecessary delays in fulfilling customer orders (Groysberg & Baden, 2017). Meanwhile, miscommunication about the demand for a new product may lead to stock outs or excessive production resulting in losses for the company. Shifting blame to other departments in case of poor performance also creates tension within the company and mistrust of other employees’ intentions. 
	Likewise, pricing decisions, which are at the core of the business operations often face delays with the Finance department laying blame on other departments for providing vague or inadequate information for them to make informed decisions on margin (Groysberg & Baden, 2017). The executive team is also poor at conflict resolution, which has created resentment between employees of various departments. Delayed conflict resolution inhibits collaboration between departments and grows resentment and between among team members. Meanwhile, failure to attend important meetings, unresponsiveness to emails, and lack of a common agenda during meetings, and inviting subordinates to crucial meetings signify divisions among executive team members (Groysberg & Baden 2017). 
Causes of the problems
Team Processes
	One of the major causes of inadequate communication between members of the executive committee stems from the company’s policy of protecting information to avoid leakage. For instance, the Procurement and Planning Department does not share key customer information with the Sales Department in the same spreadsheet (Groysberg & Baden, 2017). Likewise, the Sales Department focuses only on what their accounts are doing to prevent them from pursuing those customers when they leave the company. Consequently, the company’s policies supported withholding of pertinent information thereby limiting information sharing and collaboration. The executive team further holds discretionary power on information sharing with sensitive information shared being inaccessible or hard to leverage (Groysberg & Baden 2017). 
	Another major cause of inadequate collaboration among executive members is the autonomy of each executive member to make their own decisions leading to a misalignment of goals and competing priorities. The competing priorities between production, sales, and profits also present a dilemma for departmental heads who may not have the same priorities to meet their individual targets (Groysberg & Baden 2017). Consequently, each member of the executive team is likely to follow the approach that enables them to fulfill their individual goal. The CFO affirmed that “what might be good for one executive member may not necessarily be good for others, thereby creating conflict and trust issues (Groysberg & Baden 2017, 5).”
	Mistrust and inadequate collaboration is also a result of the self-centeredness of the individual executive member, which forces them to pursue team self-interest before company goals. Olivia Hermida observed that “the executive team consists of Type-A personalities who are self-motivated, aggressive, and want to win” (Groysberg & Baden 2017, 5). Ideally, a team comprising of competing members will have issues of mistrust with each member seeking to outperform the other. The self-motivated executives could also build mistrust and contempt for collaboration given that Barker promised discretionary funds to compensate exceptional performers. Mistrust also occurs between departments, whereby when one department informs that another department is losing money on a product, the result would be name-calling and shifting blame (Groysberg & Baden 2017). 
	In addition, each executive build their own reporting mechanisms. Building individual reporting mechanisms could create bias with each executive focusing on what favors their department by disregarding useful data from other departments on seasonal variations and changing customer needs, which affect the company’s sales and bottom line. In such a scenario a given department could go ahead and build their own plan if the metrics looked favorable and ignore the overall effect it would have on the company (Groysberg & Baden 2017). For example, Operations could authorize mass production of a product in large during an off-peak season to create adequate inventory and reduce the product’s cost without consulting the Sales and Marketing department on possible changes to customer preferences during the peak season.

Leadership Issues
	The power dynamics within the team also hinder collaboration with the degree of control wielded by Finance creating a lack of trust between it and other departments. Arguably, the Finance head controls the majority of the company and should be better integrated with the rest of the business to provide more solutions rather than feedback (Groysberg & Baden 2017). Other members of the management team considered the CFO to be tough and manipulative, which hinders collaboration and trust in his motives. 
	A major leadership issue that has created the dysfunctional team at Blake is the lack of an empowered mid-level management team to focus on routine activities. The executive management team does not focus on strategic growth of the company, but instead concentrates on routine activities (Groysberg & Baden 2017). The focus on routine leadership activities creates has led to unnecessary competition among executive members as they deal with challenges of mistrust and inadequate collaboration as they try to outdo each other. 
Action Plan
	The priority for the company should be to decentralize the power held by the Finance Department. Baker should build a more cohesive unit whereby the entire management takes part in participative decision making. Baker should organize a meeting and spell out how the new approach will work with each departmental head enjoying the same opportunity during consultative meetings. This approach will help to build collaboration by changing the negative perspective that other departmental heads previously had against the CFO. A weakness of this suggestion is that the CFO may not willingly cede his authority given Baker’s laid back leadership approach (Groysberg & Baden 2017). Creating a more collaborative executive team requires a change to Baker’s leadership style, which is difficult to change given that he may fail to make the CFO accountable for failing to open up the collaborative space. In addition, the resentment between executive team members limits the effectiveness of this move in turning around the company’s fortunes.  
	In addition, Baker should move to empower its middle level managers from all departments to tackle the operational activities of the company. A major strength of this suggestion is that empowering middle level managers will give the executive managers ample room for collaboration among themselves to set the mid and long term goals for the company (Groysberg & Baden 2017). Consequently, the executive managers will focus more on collaborating and communicating on strategic choices and decisions that have a long term impact on the company rather than their personal differences, which are shaped by daily interactions. Besides, the executive team will only meet on scheduled occasions and analyze what their subordinates are doing across departments.
	 The company’s changing fortunes as seen by the drastic drop in profitability requires a more focused strategic team approach, which majorly tackles shifts in the industry. A major weakness of this suggestion is that some departmental heads may not want to cede some of their power to subordinates due to lack of succession planning (Groysberg & Baden 2017). In addition, it may take time for the middle level managers to get acquainted to their new positions to change the company’s fortunes. 
	Baker should also focus on changing his leadership style by adopting a more participative and inquisitive style by coaching the members of his management team (Groysberg & Baden 2017). For instance, Baker should seek suggestions from the members of the top management on what needs to be changed to improve communication, collaboration and trust within the team. Baker should lead the change process by adopting the best communication and information sharing solutions rather than leaving the members to implement the suggestions. 
	A major strength of this approach is that it would increase the confidence of team members who think there is no day-to-day leader who understands their challenges. However, making such drastic challenges to his leadership style may force Baker to deviate from the more important role of leveraging external resources, such as professional organizations to improve the company’s position (Groysberg & Baden 2017). 
	Ultimately, Baker should consider dissolving and later reconstituting the executive management team since the team members are unable to work together. The drastic drop in profitability requires deceive action to save the company and the current executive team shenanigans will hinder the much needed recovery. Although dissolving the team is not an easy decision since most of the members are loyal to the company and have contributed significantly to its growth, it has to be done. The company may suffer slightly since most of the executive team members are major assets to the company and finding competent replacements may take a long time. In addition, dismissing some of the executive team members may cause disquiet among employees for a short while given the love they command within their departments (Groysberg & Baden 2017). 
	In conclusion, dissolution is the ultimate solution after handling the power dynamics within departments and empowering middle level managers. Restructuring the team by letting go of some members will help to build up a new and more cohesive team, which is important to the long term success of the company. The new team should collaborate more often, share information and trust to ensure success. When reconstituting the team, Baker may also create new positions such as head of E-commerce to tap into new market opportunities. 
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