Dr. Jean Chen looked at her schedule for one final time before closing her laptop. She switched off her table lamp and slowly walked towards the French windows overlooking the bay. There were ships moving in and out of the harbor even at this late hour. She could see storm clouds gathering on the horizon “is it a premonition of the difficult days ahead for Pharmakos Corp?” thought Jean as the initial rain drops of the approaching storm started to hit the glass panes. Thinking back Jean recalled the accomplishments that brought her to the present stage in her career.  She was a well-known researcher and developer of new products. During her 15-year tenure as head of the research and development unit of a large, Fortune-500 pharmaceutical company, she had a history of successful product launches. However these successes had only fuelled her passion to work harder as she pursued her dream of setting up her own company. Finally when she was able to rally financial support from a group of local investors, Dr. Chen (Jean) resigned her post, launched Pharmakos Corp. and went straight to work on her dream. During her prior tenure at the Fortune 500 company, Jean had developed a reputation as a hard worker and a perfectionist.  Talk about Jean’s spending full days (and nights) working on new products with her prior research and development team was legendary.  In part, Jean’s success was attributed to her near-obsessive attention to detail in the new drug application process, which included not only product formulation but also lab tests, clinical trials conducted by universities and other research partners, patents, and sometimes difficult interactions with government regulatory agencies.
Jean could not sleep well last night; she kept thinking about the important meeting that she had scheduled today. She had convened the key players of her development team to assess the status of the approval process of a new product named Blokex. Jean had touted Blokex as a product with a promising future while wooing investors. Her aggressive selling of the possibilities offered by Blokex was the reason why many investors came on board when they finally decided to put their money in Pharmakos Corp. Using a revolutionary active ingredient produced through a combination of proprietary techniques, Blokex was expected to become the leading treatment of high blood pressure while avoiding many of the side effects of other, more common high-blood pressure treatment complications. However, Blokex had encountered severe obstacles in the development process, thereby dampening the initial enthusiasm. It had been in the pipeline for four years already, and the final approval date was still not in the horizon. The product development team that Jean had put together at Pharmakos Corp did not seem to have its act together; there were constant arguments between the manufacturing and quality assurance teams, and each area kept blaming the other for the delay. At their last board meeting, Pharmakos Corp’s board of directors had expressed serious concerns about the significant delay in launching Blokex; they indicated that investors were starting to lose their patience, and that this new product launching was needed to guarantee the survival of Pharmakos as a stand-alone corporation.
The manufacturing operations at Pharmakos Corp were headed by Claudia Holmes, an energetic, no-nonsense chemical engineer. She was a trusted member of Jean’s prior team at the Fortune 500 Company. Claudia had moved out of the Fortune 500 Company along with Jean to become a key player of her top management team at Pharmakos Corp. Claudia’s job of Manufacturing Director involved overseeing all manufacturing operations, including those concerning new product launches at Pharmakos. Claudia knew Jean well from her prior employment, and often praised Jean’s scientific knowledge and her ability to work endless hours. However, Claudia had been known to criticize Jean’s obsession with detail once in a while. For instance, Jean always insisted on seeing all reports before they were distributed to other areas. Jean had a knack for editing virtually every report that ended up on her hands, and for insisting that all reports comply with the very specific format guidelines that she had developed. In addition, Jean wanted to be kept abreast of the daily progress in new products, and for that reason she routinely held daily sit-downs with her closest and most seasoned managers like Claudia. Claudia, the Manufacturing Director, was passionate about her work and emotional by nature. She was the kind of person who would openly speak her mind, and whose reactions could sometimes be emotional. Many in Pharmakos Corp. preferred to count on Claudia as a friend. Although Jean had brought her to Pharmakos, Claudia had occasionally voiced the opinion that Jean’s tight control of the drug launching process was excessive. Specifically, she had been known to cite a lab report regarding the initial trials of a new drug named Blokex; this report went through five rounds of revisions before it was released, since Jean felt that its format was not consistent with the standards that she had set for this kind of reports. According to Claudia, this delay was responsible for having fallen behind the initial roll-out schedule, which planned to have the product in the market two months ago.
The Director of Quality Assurance at Pharmakos, Patricia Lemus, was a calm, balanced manager who had worked her way up from line quality inspector to supervisor, then manager, and now director of QA for Pharmakos. Her job description included overseeing that all the products manufactured at Pharmakos Corp., including new product launches, complied with quality and good manufacturing practice standards. Patricia was a soft-spoken manager who had developed a reputation for being kind and patient with others. She took a very methodical, by-the-book approach to her role of QA Director.
The company grapevine was abuzz with stories about what was by then known as “the Blokex meeting;” Jean had called the meeting early last week, and asked both the manufacturing and QA areas to prepare a full report of their progress towards project completion, as well as their revised roll-out schedule for the new product. The rumor mills had it that “all the big wigs” would be at the meeting. Forecasts expecting “fireworks” at the meeting anticipated that some heads would roll. As usual, Jean had not forgotten to oversee the details this time. She had asked Claudia and Patricia to turn in to her all the materials to be presented at the meeting a few days in advance, so that she can have time to look at them beforehand. Virtually every employee of the manufacturing area had been seen working late in preparation for this meeting, and apparently they all worked throughout the weekend. In the Quality Assurance area, on the other hand, it appeared to be “business as usual,” with the exception of the Director of Quality Assurance Patricia Lemus, who always worked late anyway. The first materials to be presented at the meeting that arrived at Jean’s office a few days ago were from Claudia in the manufacturing area. Jean recalled that, after glancing over these materials, she had asked Claudia to come to her office to clarify a few points. Claudia did go to her office and answered her questions satisfactorily. However, Jean also remembered that, during their conversation, Claudia seemed a bit sarcastic. Every time she referred to the numbers on the report, Claudia would start the sentence with “as I told you before.” Upon leaving her office, Claudia had asked Jean if she’d not mind her making a suggestion. After Jean replied “sure, go ahead,” Claudia noted that she and Jean had already discussed these figures at least twice in the past, and went on to suggest that perhaps Jean should trust her a bit more instead of asking for every single detail of her work. “Haven’t I demonstrated to you that I always deliver?” She inquired. Jean thanked her for the suggestion, which led her to reflect on her management style. Jean could see that her attention to detail sometimes drove her employees crazy. On the other hand, she felt that this same attention to detail had been responsible for quite a few successes in her career. Specifically, she credited the speedy approval of a number of the products she launched at her previous job on her ability to oversee and keep up with details. “The devil is in the details,” she thought to herself.
The meeting was scheduled to start at 9:00AM in Jean’s meeting room. Jean was using her computer to review the last online reports on Blokex produced by the QA area, and taking some notes to bring to the meeting. Then her phone rang. It was her administrative assistant, letting her know that those attending the meeting had started to arrive. She closed the application on her computer, got up, and left her office towards the meeting room next door. As she arrived, she noticed that sitting around the table were Claudia and Patricia representing the manufacturing and QA areas, respectively. As she glanced over, Jean noticed that while Patricia was engaged in a cordial conversation with another attendant, Claudia’s face appeared red as she questioned one of her assistants, who seemed visibly intimidated. After shaking hands with the other members of the top management team, Jean asked everyone to have a seat. She then proceeded to explain that this was an important meeting because the future of Blokex and possibly of Pharmakos Corp. were at stake. Jean then proceeded to distribute copies of the meeting agenda, which listed just the following items:
MEETING AGENDA
Blokex Product Launch
1. Product dissolution issues. Patricia Lemus, Director, Quality Assurance
2. Process management. Claudia Holmes, Director, Manufacturing
3. Conclusions. Jean Chen, CEO
Jean first invited Patricia to proceed with her report. She started with a series of lab results that suggested dissolution issues with the new product, Blokex. Product dissolution was an essential quality control test for any new product. As Patricia started to share the results of the product dissolution test, Claudia abruptly interrupted her. Pointing her finger at Patricia while she looked at Jean, Claudia said “I have told her a thousand times that those lab results are not trustworthy; the lab assistant who performed them was brand new, and he didn’t know what he was doing,” “I asked them to repeat the tests, but they just don’t listen,” “if he were my employee, I’d have fired him a long time ago,” she added. Claudia used the terms “sick” and “unrealistic” several times when referring to what she called “control freaks” in the Quality Assurance area. Patricia looked at Jean and asked “should I continue with my presentation? I think it demonstrates that these results are correct.” Jean nodded and, looking at Claudia, she added “please let her finish; you’ll have your chance later.” Shaking her head, Claudia stated “go ahead, but these tests are a good example of your area’s obsession with crunching meaningless numbers” which, she added, was responsible for the already significant delay in the launching of Blokex. Visibly upset, Claudia still recalled hearing the lab technician’s excuses for not being able to repeat the product dissolution tests; she felt that such excuses were used to disguise his incompetence, and had actually told the lab technician that she did not have time for his explanations. Claudia felt that Patricia was way too soft on her employees, who often took advantage of her as the case of the lab technician illustrated
Now, step back from the case for a moment and take the time to answer the following questions by selecting the answer that best describes your style using the following scale:
1. Definitely would not proceed in this manner
2. Not likely to proceed in this manner
3. Would proceed in this manner once in a while
4. Very likely to proceed in this manner
5. Definitely would proceed in this manner
1. If you were in Jean’s situation, to what extent would you be inclined to relax your control of the details regarding the launching of Blokex?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
2. If you were in Claudia’s situation, to what extent would you be inclined to interrupt Patricia and voice your concerns about the accuracy of the product dissolution lab results?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
3. If you were in Patricia’s situation, to what extent would you be inclined to address Claudia’s criticisms of the lab results?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
4. If you were in Claudia’s situation, to what extent would you be inclined to tell the lab technician that you did not have time for his excuses?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
5. If you were in Jean’s situation, to what extent would you be inclined to ask Claudia to let Patricia finish?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
6. If you were in Jean’s situation, to what extent would you be inclined to ask Claudia and Patricia for all the reports that they will be presenting at the meeting beforehand, so that you can preview them?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
As Patricia continued her presentation, Claudia could not help but remember the last meeting she had with one of the supervisors in the manufacturing area about the Blokex dissolution issue. While Patricia was presenting, she kept thinking about this manufacturing supervisor, because the batches of product coming from his shift were the only ones failing the dissolution tests. She had asked this supervisor to conduct an in-depth investigation of the root causes behind the product dissolution problem weeks ago, but she did not have any answers yet. She made it clear that, if she did not have a full investigation report on this issue by the end of the week “heads would roll.” Claudia felt that the manufacturing floor worked worst when this particular supervisor was in charge. Ed Wales, the Vice-President for Engineering, had virtually forced her to acquire a new tableting machine to manufacture Blokex, and this particular supervisor seemed unable to get the hang out of this new machine. Claudia felt that the supervisor’s constant excuses about the machine being “no good,” as he called it, were just that, excuses intended to hide his lack of effort. Once, Claudia felt that she did not have a choice but to confront him in front of his own employees. She told him that she could not afford to keep supervisors who could not handle their assigned duties. Later on, in private, she told him that he was not conscientious enough for a supervisor, and that she was not sure whether or not he was suited for his job. The supervisor had argued that the delay was provoked by faulty installation of the new tableting machine. As he handed out a work release form to Claudia, he suggested that, rather than continue trying, the entire shift should go home early and let the mechanics handle the problem. Claudia, who could not believe the supervisor’s answer, accused him of being lazy, and then torn up the work release form into pieces. Claudia then informed the supervisor that she had a “zero-tolerance policy” for this kind of insubordination, and that she was going to write him up for this. Claudia’s thoughts were suddenly interrupted when Jean asked if anyone had any questions for Patricia, who had apparently concluded her presentation.
Now, step back from the case for a moment and take the time to answer the following questions by selecting the answer that best describes your style using the following scale:
1. Definitely would not proceed in this manner
2. Not likely to proceed in this manner
3. Would proceed in this manner once in a while
4. Very likely to proceed in this manner
5. Definitely would proceed in this manner
7. If you were in Claudia’s situation, to what extent would you be inclined to tell the supervisor that “heads would roll” if she did not have a full investigation report on the product dissolution issue by the end of the week?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
8. If you were in Claudia’s situation, to what extent would you be inclined to tell the supervisor that his references to the new tableting machine being “no good” were just excuses to hide his lack of effort?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
9. If you were in Claudia’s situation, to what extent would you be inclined to confront the manufacturing supervisor as Claudia did?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
10. If you were in Claudia’s situation, to what extent would you be inclined to tell the supervisor that you could not afford to keep supervisors who cannot handle their assigned duties?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
11. If you were in Claudia’s situation, to what extent would you be inclined to tell the supervisor in private that he was not conscientious enough, and that she was not sure whether or not he was suited for his job?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
12. If you were in Claudia’s situation, to what extent would you be inclined to accuse the shift supervisor of being lazy, and then to tear up the work release form into pieces?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
13. If you were in Claudia’s situation, to what extent would you be inclined to tell the supervisor that you had a zero-tolerance policy for this kind of insubordination, and that you were going to write him up for this?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
Since there were no questions, Jean thanked Patricia and then asked Claudia, the Director of Manufacturing, to take the floor and start her presentation. As Patricia went back to her seat, Ed Wales, the Vice-President for Engineering who was sitting next to her, whispered “nice job, Patricia.” “Thank you,” she whispered back. Claudia took the floor and opened up her presentation with a chart. The chart suggested that product dissolution issues appeared in May of this year, right around the time in which Patricia hired a new lab technician to perform the dissolution tests. According to Claudia, nothing had changed in the manufacturing process with the exception of the fact that a new lab technician was charged with performing the dissolution tests. Patricia was aware of Claudia’s intense dislike of the new lab technician who had conducted these tests; since Patricia had heard these same arguments from Claudia multiple times in the past, she could not help it but to disconnect from Claudia’s presentation. Her thoughts drifted back to the many interactions that she and Claudia shared in the past few months.
Patricia did not dislike Claudia; in fact, she respected her for her commitment to her job. However, she felt that Claudia’s temper was exasperating at times. For instance, Claudia had the bad habit of abruptly entering her office to ask her questions for which she demanded immediate answers. Patricia had thought about asking Claudia to come back later on when she was less busy on several occasions, but somehow she never got the courage to do so, and instead ended up attending to her requests right away.
Recently, one of Patricia’s top employees had requested a transfer to Claudia’s area. Patricia had the suspicion that Claudia had talked this employee into requesting the transfer in exchange for a promise of immediate promotion, but she could not prove it. In her conversations with this employee and with Claudia, she had felt the need to give both of them the impression that she was leaning towards authorizing the transfer immediately, and yet she felt that it’d help her a great deal to delay the transfer until she found and trained a suitable replacement. Incidentally, Patricia also remembered the time when one of Claudia’s supervisors approached her about an issue he was having with Claudia; he was uncomfortable with her boss’ tendency to scold him in front of his own employees, and had asked Patricia whether she had any openings in the quality assurance area that he could fill. Patricia considered offering him a job in the quality assurance area, but later on she decided against it because she did not want to upset Claudia. However, she agreed to talk to Claudia about this issue, and tried to convince her about not scolding this employee in front of others. When she told Claudia about this issue at their next meeting, Claudia dismissed her comments and told her that these were just excuses that the supervisor had come up with to disguise his lack of effort. Patricia further considered insisting on this issue, but she knew that Claudia was stubborn and decided that insisting would only make things worse, and that her advice would go nowhere. In her prior conversation with this supervisor, he had brought up that many of his problems with Claudia stemmed from the new tableting machine bought to help with the manufacturing of Blokex. According to this supervisor, the new tableting machine was giving out of specification results on the dissolution test (dissolution is a property directly related to the hardness of the tablets). Patricia knew that Ed Wales, who was the Vice-President for Engineering and probably the strongest supporter of hers among top management, was the primary responsible for the acquisition and implementation of this new tableting machine. She had considered voicing this supervisor’s concerns about the new machine at today’s meeting, but she decided against it because she was afraid of losing Ed Wales’s support, especially at this difficult time when she really needed it.
Patricia was exhausted, and she hardly had the energy to deliver today’s presentation. Jean had asked her to submit all the materials to be presented at the meeting before the weekend, and she had hardly time to follow through. Unfortunately, she ended up completing all the preparations for today’s meeting almost by herself, with practically no help from her team. One of her key staff members had previously requested a few days off last week, and yet another staff member had called in sick one day last week. She trusted the one employee who had requested a few days off; she knew that she had been planning a family reunion on that same week for a while, and she felt it would be unfair to ask her to cancel her plans so that she could help with preparations for today’s meeting. The employee who called in sick, on the other hand, had a history of being unreliable, and he often called in sick, especially before and after weekends. Claudia had told Patricia about her own “zero-tolerance” policy against absences; Patricia felt that such a policy was too insensitive and, although the thought of calling this employee at home and ask him to come to work crossed her mind, she felt that it’d probably be easier to do the job herself.
Now, step back from the case for a moment and take the time to answer the following questions by selecting the answer that best describes your style using the following scale:
1. Definitely would not proceed in this manner
2. Not likely to proceed in this manner
3. Would proceed in this manner once in a while
4. Very likely to proceed in this manner
5. Definitely would proceed in this manner
14. If you were in Patricia’s situation, to what extent would you be inclined to give both the employee requesting the transfer and Claudia the impression that you were leaning towards authorizing the transfer immediately?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
15. If you were in Patricia’s situation, to what extent would you be inclined to insist with Claudia that she stop entering her office asking questions and demanding immediate answers?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
16. If you were in Patricia’s situation, to what extent would you be inclined to offer Claudia’s supervisor a job even if that upsets Claudia?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
17. If you were in Patricia’s situation, to what extent would you be inclined to insist on your advice to Claudia regarding not scolding her employees in front of others even if that upsets Claudia?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
18. If you were in Patricia’s situation, to what extent would you be inclined to voice the supervisor’s concerns about the new tableting machine at today’s meeting, even though that may imply losing Ed Wales’s support?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
19. If you were in Patricia’s situation, to what extent would you be inclined to ask your trusty employee to cancel her family reunion plans so that she could help you prepare for today’s meeting?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
20. If you were in Patricia’s situation, to what extent would you be inclined to ask the employee who called in sick to come to work and help you prepare for the meeting?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
Before long, Claudia was done with her presentation. Both Patricia and Claudia had noticed that Jean did not seem to pay a great deal of attention to their respective presentations. Both of them were correct. Although she tried to appear attentive, Jean could not help but think about possible solutions to the predicament in which she found herself. First of all, she wondered whether or not she should continue to have daily sit-down meetings with Claudia and Patricia. Both of them were seasoned managers, and perhaps they did not need such close supervision. On the other hand, it was this kind of close supervision that had taken Jean where she was now. Jean recalled several of these meetings where she heavily criticized Patricia for not complying with the format requirements that Jean wanted all reports to observe. Jean knew that she was picky about format requirements, and yet she had learned throughout her career how important neat, clean documentation was for regulatory agencies. Jean felt that Patricia’s reports were particularly weak, and had started to ask her to submit a preliminary outline of the report in advance; the purpose was to give Patricia feedback on the outline, so that she would not have to waste additional time reading a poorly prepared report later on.
Although Jean felt that Claudia’s reports were much better than Patricia’s, Jean still found that Claudia’s reports deviated from her format requirements at times. When she confronted Claudia about this, Claudia argued that the reports still contained the desired information, even though it was not placed in the exact section of the report where Jean wanted it. Claudia added that, although she did not have a problem with Jean reviewing all of her reports in advance, she felt that Jean would do better by focusing on the content rather than the format of the reports. Jean replied that report standardization was critical because it allowed one to find the desired information much faster if there were a request from a regulatory agency. She also added that adopting a single style made it easier for everyone to read and understand all reports. When reflecting on the whole issue, Jean thought that a possible course of action would be not to compel Patricia and Claudia to turn in all reports to her before they were sent to other units and, instead, let them submit the reports directly to the units. While Jean was still weighing her options, Claudia had finished her presentation. After thanking Claudia, Jean turned to the group and said: “I have some bad news to share. A competitor had recently filed a patent for a product very similar to Blokex and, unless we get our act together, chances are that they will beat us in taking their product to the market. It’s clear that we need to fix the dissolution issues affecting Blokex. However, it seems to me that the issues we are facing are of not only a technical nature, but also stem from the manner in which we work with each other. I would like everyone to put the issues on the table and let us think about how each one of us, including me, needs to change to work more effectively towards our goal of obtaining approval for Blokex in the next six months.”
Now, step back from the case for a moment and take the time to answer the following questions by selecting the answer that best describes your style using the following scale:
1. Definitely would not proceed in this manner
2. Not likely to proceed in this manner
3. Would proceed in this manner once in a while
4. Very likely to proceed in this manner
5. Definitely would proceed in this manner
21. If you were in Jean’s situation, to what extent would you be inclined to continue your daily sit-down meetings with Claudia and Patricia?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
22. If you were in Jean’s situation, to what extent would you be inclined to reduce your criticism of Patricia’s deviations from your established format requirements for all reports?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
23. If you were in Jean’s situation, to what extent would you be inclined to continue requiring Patricia to submit an outline of her reports to you in advance, so that you would not have to spend extra time later on reading poorly prepared reports?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
24. If you were in Jean’s situation, to what extent would you be inclined to let Claudia place the desired information on other sections of the reports different from the ones stipulated in your format requirements?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
25. If you were in Jean’s situation, to what extent would you be inclined to focus on the content rather than the format of Claudia and Patricia’s reports when reviewing them?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
26. If you were in Jean’s situation, to what extent would you be inclined to encourage Patricia and Claudia to adopt a standard report style, so that it would be easier for everyone to read and understand all reports?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
27. If you were in Jean’s situation, to what extent would you be inclined to let Patricia and Claudia submit their reports directly to other units?
Definitely would not proceed in this manner
1
2
3
4
5
Definitely would proceed in this manner
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