too Much intelligence?

The rapid growth of Pace Technologies was due in no small part to sales manager Ken Bodine and to the skills of the savvy young sales staff that he had assembled. Bodine prided himself on finding and hiring top grads from two major business schools in the area. In addition to the top salaries offered by Pace, the grads were attracted by Bodine’s energy, innovative thinking, and can-do attitude. He was the embodiment of Pace culture—moving fast, ahead of the knowledge curve in high-tech. Pace’s sales force consistently stunned the competition with their high performance level.

Among other things, Pace had the reputation for aggressive business intelligence. Competitors found both amusing and frustrating the company’s ability to outma- neuver others and capture accounts. Bodine enjoyed the air of mystery surrounding the Pace organization. Aware- ness that some competitor sat on the verge of a big sale always stirred Bodine’s passion for sales and ignited his desire to “one-up these guys” and grab the sale out from under them.
“If this was a poker game,” one board member mused, “Pace would win every hand. It’s like Bodine as well as his staff possess the uncanny ability to know the cards your company is holding. He keeps a straight face, a low profile throughout the game, and then suddenly he lays his cards on the table and you’re sunk. Here at Pace, we all love it.”
A former military intelligence officer, Bodine brought that “sneaky” air into the Pace culture, adding a bit of excitement to the day-to-day business of sales.“With a great product, great staff, and great business intelligence,” Bodine was fond of saying,“you can dominate the market.” He wanted everyone—customers, competitors, and the media—to see Pace everywhere.“Every time the compe- tition holds a staff meeting,” he said, “the first question should be,‘What’s Pace doing?’”
The sales staff was a mirror image of Bodine—younger, but with the same air of invincibility, and very competitive with one another. This, too, Bodine encouraged. A chess player, he enjoyed observing and encouraging the compe- tition within his own sales staff. And seeing the thrill it brought “the boss,” ambitious salespeople worked vigorously to prove their competitive worth.
Bodine’s latest competitive “match” pitted Cody Rudisell and Ali Sloan in an intellectual and strategic struggle for a coveted assignment to a potential major account with a company that had just expanded into the region. Bodine let it be known that Cody and Ali were being considered for the assignment, and that each could submit a proposal
to lure the account to Pace and away from its top rival, Raleigh-Tech.
Both Cody and Ali eagerly grabbed the opportunity to expand their influence within the company and to build their reputations. Putting together their presentations within a short time period meant working long days and late nights. On the evening before the presentations, Cody bounded into Ali’s office and dropped a file on her desk. “ Top that!” he said.
Ali began thumbing through the file, and as she looked up in startled amazement, Cody slammed his hand on the folder and jerked it from her desk.
“That’s like a watershed of Raleigh-Tech’s trade secrets,” Ali said.“Where did you get that?”
“My secret, sweetie,” Cody replied, taking a seat and noisily drumming his fingers on the folder.“With this information, R-T doesn’t have a chance. And neither do you.”
“You could get into all sorts of trouble,”Ali said.“When you lay that on Bodine’s . . .”
“Bodine’s espionage side will love it,” Cody interrupted. “This is classic Bodine, classic Pace. You can’t tell me that with all of the brilliant moves he’s made over the years, Bodine hasn’t done the same thing. This is business, cut- throat business, and I may have just topped the master. See you tomorrow.”
As he left, Ali sat in stunned silence. “Cutthroat, in- deed,” she whispered, reaching for the phone. She held the phone for a moment, wondering who she should call. This is unethical, illegal, she thought. She hung up the phone. Should I let him hang himself tomorrow? What if Bodine re- ally does love it? If I call some manager tonight, will everyone see me as a sore loser and a crybaby? Is this really what it takes to win in the big leagues? Is this really the culture of this organization?


Questions


1.	How has Ken Bodine shaped the sales culture at Pace Technologies? Do you consider this culture to be at a preconventional, conventional, or postconventional level of ethical development? Why?
2.	What should Ali Sloan do? What would you actually do if you were in her place? Explain.
3.	How might Cody Rudisell’s decision differ if he based it on the utilitarian approach vs. individualism approach vs. practical approach to ethical decision making? Which approach does he appear to be using?



Central City Museum

The recently completed new building to house the exhibits and staff of the Central City Museum was located adjacent to the campus of a private university. The new building was financed by the generosity of local donors. The university provided the land and would cover the annual operating expenses with the understanding that the museum would provide a resource for student education. The new govern- ing board would be made up of key donors, as well as se- lected university administrators and faculty members.
The planning committee of the governing board hired two business students to interview various stakeholders about the future direction of the museum in its new rela- tionship with the university. These interviews were con- ducted in person, and the interviewees seemed uniformly interested and eager to help. The major questions pertained to the future mission and goals of the museum. Some excerpts from the interviews are listed here:
A major donor: I think the museum should be a major community resource. My wife and I gave money for the new building with the expectation that the museum would pro- mote visits from the public schools in the area, and particu- larly serve the inner-city children who don’t have access to art exhibits. We don’t want the museum to be snobbish or elitist. The focus should definitely be local.
A university administrator: The important thing is to have lively contemporary exhibits that will attract both university students and community adults and provide new insight and dialogue about current events. We can bring attention to the museum by having an occasional
controversial exhibit, such as on Islamic art, and exhibits that appeal to Hispanics and African Americans. This ap- proach would entail bringing in traveling exhibitions from major museums, which would save the administrative costs and overhead of producing our own exhibits.
Head of the art history department: The key thing is that the museum will not have the artistic resources or the financial resources to serve the community at large. We have a wonderful opportunity to integrate the museum with the academic faculty and make it a teaching institution. It can be a major resource for both undergraduate and graduate students in art education and art history. We can also work with engineering students, architecture students, and liberal arts students. This is a unique opportunity that will dis- tinguish our art history department’s teaching mission from others in the country.
A faculty member in the art history department: The best use of the museum’s relationship with the university is to concentrate on training Ph.D.-level students in art history and to support scholarly research. I strongly urge the mu- seum to focus on graduate education, which would increase the stature of the university nationally. Graduate students would be involved in the design of exhibits that would fit their research. Trying to make the museum popular on cam- pus or in the community will waste our limited resources. Our Ph.D. graduates will be sought after by art history de- partments throughout the country.
The reason that you have been given this information from the interviews is that you have been invited to inter- view for the position of museum director. The previous director retired with the understanding that a new director would be hired upon the completion of fundraising and construction of the new building. You are thinking about what you would do if you took the job.
Questions
1.	What goal or mission for the Central City Museum do you personally prefer? As director, would you try to implement your preferred direction? Explain.
2.	How would you resolve the underlying conflicts among key stakeholders about museum direction and goals? What actions would you take?
3.	Review the “Manager’s Shoptalk,” earlier in the chapter on page 222. Do you think that building a coalition and working out stakeholder differences in goal preferences is an important part of a manager’s
job? Why? 



the Office
Krista Acklen was the “golden girl” of metropolitan govern- ment in a large Midwestern city. The top graduate of a local high school, she studied in France and interned at Vogue in Paris before returning to the States to get an MBA, and she landed a position with a top New York PR firm. She knew everyone, and chatting with or “doing lunch” with the rich and famous was a normal day for Acklen.
The only child of a single mom, Acklen dropped it all and willingly returned to her Midwestern hometown when her mother’s health declined suddenly. She had barely set- tled in and established home care for her mother when the mayor’s office contacted her with a job proposal. Would Acklen consider a position developing and directing a pub- lic arts program for the city? She enthusiastically accepted the job. With her winning connections, drive, and abilities, she quickly expanded her mission to develop a range of arts programs. Donations and grant money poured into programs under her established nonprofit organization developed to support city parks. Headquarters for Acklen and her staff was a comfortable, unused third-floor space in the city library that used to hold books and magazines that were now stored digitally.
Then John Mitchell, director of parks and recreation, summoned her to a meeting “to learn of a decision I have made that will affect your group.” Acklen was curious to find out what was going on. Knowing that budget fac- tors recently forced reduction in staff and office space throughout city government, and aware of the importance of dealing carefully with public opinion, as well as the feelings of employees and other stakeholders, Acklen felt that she was prepared for any decision Mitchell might have reached.
She tried to get comfortable in the chair across from Mitchell, who seemed ill at ease. Avoiding small talk, Mitchell said that he intentionally did not discuss the deci- sion in advance because he believed Acklen would object. He would not accept her objections anyway, he indicated, so the decision was final.
“What is the decision?” asked Acklen.
“The mayor wants half of your group’s office space for the Greenways project,” Mitchell replied,“and I see no al- ternative except for you to agree. Her idea makes sense, and you must go along.”
Acklen felt fury rising in her chest as she stared at Mitchell while thinking, “This people-pleasing, brown- nosing jerk. He will do anything to win the mayor’s favor.”
The Greenways project, directed by Lisa Todd, had developed a number of beautiful areas throughout the city. In recent years, Greenways had received the bulk of new money and attention from the federal government, and Todd’s staff had grown with the additional funding and development projects.
As Acklen regained her composure, she shot back at Mitchell,“Not consulting me on this is unacceptable. I should be part of any decision affecting my staff
and program. I could have helped plan a solution that worked for everyone.” Mitchell started to speak, but Acklen cut him off.“You have a responsibility to my group, as well as to Mayor Simpson and the other projects of this city. I think you are giving us the shaft as an easy way to please her.”
The two argued a while longer, but Mitchell wouldn’t budge. Finally, Acklen said,“John, since this was your deci- sion, you should be the one to tell my people. You better come over soon before the word gets out.”
“No,” Mitchell said,“you are their immediate boss. You have to tell them. That’s your job. Where is your team spirit, anyway?”
Acklen returned to her office, seething, and vented about the problem to Joanne Franklin, her most senior employee.“Oh no,” Joanne moaned.“We really need all this space. Our program is growing, too.”
Acklen agreed, but she explained Mitchell’s support of the suggestion from the mayor’s office to make additional office space available to Lisa Todd and her staff. Joanne started brainstorming.“I suppose we could pair up in the offices.”
Acklen shook her head.“We are team players. But John Mitchell and the mayor need to know that this was not handled in a way that shows respect for our employees.” After a pause, she continued,“I’m too frazzled to think about it anymore today. Let’s talk about this tomorrow.”

Questions
1.	What mistakes do you think John Mitchell made with the way he solved the problem of limited office space? Explain.
2.	What approach would you have used if you were Mitchell? Why?
3.	What are Krista Acklen’s options for responding to Mitchell’s decision? What should she do now? Why?





Abraham’s Grocery Store

The first Abraham’s Grocery Store was started in 1967 by Bill Abraham and his sister Doris. They used a small inher- itance to start a small grocery store in a suburb of Atlanta, Georgia, and it was immediately successful. The location was good, and both Bill and Doris had winning personali- ties and a “serve the customer” attitude. Abraham’s rapidly growing number of customers enjoyed an abundance of good meats and produce, for which Abraham’s became well known.
By 2007, Abraham’s had over 200 stores. Company headquarters moved to downtown Atlanta to supervise stores throughout the southeastern United States. There were four regional managers responsible for about 50 stores each. Within each region, there were four districts of 12 to 13 stores each.
Because the stores specialized in excellent meats and produce, there was a separate meat department manager, grocery department manager, and produce department manager within each store. The grocery department man- ager also served as the store manager, but this person did not have direct authority over the meat department or the produce department. The store meat department manager reported directly to a district meat manager specialist, and the store produce department manager reported di- rectly to a district produce manager specialist. The store manager (who is also the grocery department manager) reported directly to a district store supervisor. This direct line of authority for each store department provided ex- cellent quality control over the meat, produce, and grocery departments within individual stores.
However, there was growing dissatisfaction within the stores. The turnover of store managers was high, mostly because they had no control over the meat and produce de- partments within their stores. Coordination within stores was terrible, such as when a store manager decided to pro- mote a sale on Coke products as a loss leader. Hundreds of cartons of Coke were brought into the store for the big sale, but the meat and produce department managers would not give up floor space to display Coke cartons. The frustrated store manager insisted that this was no way to run a busi- ness and quit on the spot. Many stores experienced conflict rather than cooperation among the meat, produce, and
store managers because each was very protective of his or her separate responsibilities.
Doris Abraham asked a consultant for advice. The con- sultant recommended a reorganization within each store so that the meat, grocery, and produce departments would all report to the store manager. The store manager thus would have complete control over store activities and would be responsible for coordinating across the meat, produce, and grocery departments. The meat department manager in each store would report to the store manager and would also have a dashed-line relationship (communication, co- ordination) with the district meat specialist. Likewise, each store produce department manager would have a dashed- line relationship with the district produce specialist. The store manager would report directly to the district store supervisor. The district meat and produce specialists would visit individual stores periodically to provide advice and help the store department heads to ensure top quality in the meat, produce, and grocery areas.
The consultant was enthusiastic about the proposed structure. Store managers would have more freedom and responsibility. By assigning responsibility for all store de- partments to the store manager, the new structure would encourage coordination within stores and give managers the ability to adapt to local tastes and customer needs. The dashed-line relationships would ensure excellent meat, gro- cery, and produce departments across all stores.


Questions
1.	Based on the information available in the case, sketch a picture of the original structure within an Abraham’s store and the store managers’ relationships with district specialist managers. What type of structure is this? Explain.
2.	Based on the information available in the case, sketch a picture of the consultant’s recommended structure within the store and the relationship of store depart- ment managers with district specialist managers. What type of structure is this? Explain.
3.	What are some of the advantages and disadvantages you see for the two types of structures? Which struc- ture do you think will work best for Abraham’s? Why?




Cleaver’s Sausage house

Allison Elam, vice president of operations for Cleaver’s Sausage House, a maker of fine sausages in Minnesota, was stunned. She felt numb. Just 30 minutes ago, she had been happy and excited about the upcoming meeting, which would decide whether to launch the new material requirements planning (MRP) software system that her department had been planning. Now the meeting was over, and Cleaver’s executive committee had not agreed to launch the system.
She thought the go/no-go decision would be just a formality. But David Martin, CFO, expressed a doubt about implementing the system, and things went downhill from there.“I so thought he was on board,” Elam hissed to herself. Other senior staff then pushed back hard. They warned that the change could be a costly disaster. The vice president of sales doubted whether the MRP system could provide the solid sales forecasts that Cleaver needed. He called MRP “just big corporate BS.” He also feared it would result in shortages of raw materials. The director of logistics, Susan Frisch, warned about problems that had erupted at one of her previous employers when a similar system was installed. She related a horror story about customers not getting orders and trucks leaving the plant half-full. Her final comment was,“We are successful. Why upset the apple cart?”
Cleaver CEO Jayden Anderson had hired Elam to take the position vacated by his ailing brother Stefan, who died in late 2009. Elam has been on the job for ten months, spend- ing much of her time working alone on the MRP project. Stefan had purchased the MRP software prior to his illness, but it had sat unused since then. She sometimes wondered if Stefan would have had an easier time with implementa- tion had he lived to see the project through. Elam was a veteran of big companies such as Heinz and Coca-Cola, and Anderson wanted an outsider like her to bring in new technology to help operations get to the next level. Elam had worked with successful MRP systems in the past, and she had assured Anderson that the new system would overhaul procurement, production, and shipping and would impose
much-needed discipline on operations. She estimated that the system would increase annual cash flow by $600,000 and save up to $200,000 annually by reducing waste. This was serious money for a company with only 350 employees.
Elam wondered if the real problem was that imple- menting the MRP idea would require a radical overhaul of every facet of Cleaver’s operations. Making the system work would require at least 25 Cleaver managers and employees to change how they did their jobs. Still angry, Elam thought,“What are the VPs and department heads so scared of?”
Prior to the executive committee meeting, Elam had encountered plenty of obstacles. She was unable to get data from several people to create a mock-up of how the system would work. Some key managers or their direct reports came late to the first and second meetings or simply skipped them, and she had complained about the lack of cooperation to the CEO. It was obvious to Elam that the topic was not a priority for the other VPs and department heads. Anderson’s response was to suggest forming a cross- departmental task force to help her. Elam told him,“I be- lieve in this technology, and I will get it done. A task force will just slow me down.”
Allison Elam was a pleasant, reserved individual who did not like conflict. She had been mentally unprepared for the executive committee’s no-go decision, and she shuddered at the thought that the MRP system might not be adopted at all. She decided to sleep on it for a night or two and then plan a course of action to get this system implemented, both for Cleaver’s benefit and for her own conscience.
Questions
1. What do you think are the reasons for people’s resistance to the MRP implementation? Explain.
2. What is the value of the task force idea suggested by the CEO as a way to facilitate implementation? Explain.
3. Which implementation tactics do you think Elam should follow? Why?




A Nice Manager

The management promotion process at Chisum Industries was a benchmark for providing lateral moves, as well as promotion to the next level within the company. With offices, plants, and warehouses located in seven Texas cities, opportunities for the best and brightest at Chisum were extensive for middle management employees. The process invited candidates to explore their goals, strengths, and weaknesses, and to recount real-life scenarios and accom- plishments. The selection team also visited the work sites of candidates for on-the-job observations and talks with fellow workers before bringing the final candidates to Dallas for interviews. The process offered personal insight and growth opportunities to all candidates for promotion. In March 2011, top management, including Marcus Chisum, Karl Jacobson, Mitch Ivey, Wayne Hughes, and Barbara Kennedy, were midway through a meeting to consider which of four middle management candidates to promote to the top posi- tion in the San Antonio office.
Marcus:“Who do we have next?” Barbara: “Harry Creighton.” Scanning the group, Marcus saw a few nods and a shrug. Marcus: “Feedback?” Karl and Wayne, simultaneously:“Great guy.”
Karl:“We all know that Harry came into a situation in which that particular location was suffering a drop in per- formance. Morale was low, and there were rumors of lay- offs. He came in and calmed employee fears and has done a good job of raising performance levels.”
Wayne:“He has a great relationship with employees. As we went around and talked to people, it was obvious that he has developed a level of trust and a vision that workers buy into.”
Barbara: “The word that kept coming up among the workers was ‘nice.’”
As was his habit during meetings, Mitch leaned back in his chair, tapping his pencil on the table. Initially annoyed by the habit, the team had gotten used to the sound over time.
Marcus: “Mitch, your initial reaction to his name was a shrug. What are you thinking?”
Mitch: “Just wondering if nice is what we’re looking for here.”
The remark was met with laughter.
Mitch: “ Tell me, how does a manager achieve an across-the-board reputation as a nice guy? I’ve worked for and with a number of managers during my life. I respected them, thought many of them were fair and up-front in their treatment of us, thought some were jerks who should be canned . . .” 

Marcus: “I hope I don’t fall into that last category.” (Laughter)
Mitch: “I don’t recall any consensus about a manager being nice.”
Karl: “Several people mentioned that Harry always has their back.”
Barbara:“I got the impression that Harry covers for them.”
Marcus: “Meaning what?”
Wayne: “Meaning, giving them some slack when it comes to things like overlooking their weaknesses, a little sloppiness with deadlines or taking time off.”
Barbara: “Several mentioned that he’s always willing to . . . let me look at my notes . . .‘Always willing to step in and help out.’ The phrase came up more than a few times and when I pressed them, they didn’t elaborate. But I wondered . . .”
Karl: “. . . Is he managing or taking on some of their responsibilities?”
Barbara:“Exactly.”
Mitch:“It’s bothering me that he comes across as the parent who does his kid’s project for the science fair.”
Wayne:“I don’t think it’s that bad, but when you look at him in comparison with the other candidates, it makes me question whether he can take on the tough part of top man- agement. There is nothing distinctive about him or his style.”
Karl: “There’s no edge here. No sense of boundaries. Does he want to manage employees or be popular with them? Can he say ‘No’ and mean it?”
Barbara:“Does Harry have the capability to walk that fine line that separates leaders; that distinguishes respect versus popularity or encouragement and support over step- ping in and helping out?”
Marcus: “So, we see some good things about Harry. He has a lot of potential. But we also see that he has not yet reached a level where we can entrust him with this top management position. Our task here then, is to move on with the selection process, but over the next weeks, I would like for us to consider ways to help Harry reach that poten- tial for future opportunities.”


Questions

1.	What does nice mean to you? Is being considered nice a good trait for managers to have or the kiss of death?
2.	Is nice related to any concepts in the chapter, such as agreeableness, conscientiousness, or emotional intel- ligence? Discuss.
3.	If Harry is passed over for promotion, what feedback and advice should he be given about how to improve his management skills for possible future promotion?


“What’s Wrong With the team?”
What’s wrong with the team? What’s wrong with the team?
Nichole Dyer’s words repeated over and over in Henry Rankin’s head as he boarded the plane from Los Angeles to Chicago.
Rankin is responsible for the technical implementation of the new customer relationship management (CRM) soft- ware being installed for the sales offices in both cities. The software is badly needed to improve follow-up sales for his company, Reflex Systems. Reflex sells exercise equipment to high schools and colleges, as well as to small to mid-sized businesses for recreation centers, through a national force
of 310 salespeople. The company’s low prices have won a lot of sales; however, follow-up service is uneven, and the new CRM system promises to resolve those problems with historical data, inquiries, reminders, and updates going to sales reps daily. The CEO of Reflex has ordered the CRM system installed with all possible haste.
Rankin pulled a yellow pad and pen from the side pocket of his carry-on bag and tossed them on the seat beside the window, stashed the bag in the overhead com- partment, and sat down as other passengers filed past. In an effort to shut out his thoughts, he closed his eyes and con- centrated on the muffled voices and low whooshing sound the air vents. He wrote “What’s wrong with the team?” three times and began drawing arrows to circles bearing the names of his team members: Barry Livingston and Max Wojohowski in L.A., and Bob Finley, Lynne Johnston, and Sally Phillips in Chicago.
He marked through Sally’s name. She had jumped ship recently, taking her less-than-stellar but still-much-needed talents with her to another company. It was on a previous LA-to-Chicago flight that Sally had pumped him for feedback on her future with Reflex. She had informed him that she had another job offer. She admitted it was for less money, but she was feeling under pressure as a member
of the team and she wanted more “quality of life.” Rankin told Sally bluntly that her technical expertise, on which he placed top importance, was slightly below her peers, so future promotion was less likely despite her impressive people and team skills.
He wrote “quality of life,” circled it, and then crossed it out and wrote“what the hell?”“Why should she get quality of life?” he mused.“I’ve barely seen my wife and kids since this project started.” Rankin’s team was under a great deal of pressure, and he had needed Sally to stick it out. He told her so, but the plane had barely touched down when she went directly to the office and quit, leaving the team short- handed and too close to deadline to add another body.
What’s wrong with the team? Rankin furiously scribbled as his thoughts raced:
(1) The deadline is ridiculously short. Dyer had scheduled a ten-week completion deadline for the new CRM soft- ware, including installation and training for both cities.
He suddenly stopped writing and drew a rider and horse, then returned to his list.
(2) I feel like some frazzled pony-express rider running back and forth across the country, trying to develop, build, set-up and work the kinks out of a new system that everyone at Reflex is eager to see NOW.
He was interrupted by the flight attendant.“Would you care for a drink, sir?”
“Yes. Make it a scotch and water. And be light on the water.”
Rankin took his drink and continued to write.
(3) Thank God for LA. From the outset, Barry and Max had worked feverishly while avoiding the whining and complaining that seemed to overwhelm members of the Chicago team. The atmosphere was different. Although the project moved forward, meeting deadlines, there
appeared to be less stress. The LA guys focused tire- lessly on work, with no families to consider, alternating intense work with joking around. Those are my kind of people, he thought.
(4) But there is Chicago, he wrote. Earlier in the day, Sam Matheny from sales had e-mailed, and then called, Rankin to tell him that the two remaining members of the Chicago team appeared to be alternating between bickering and avoiding one another. Apparently, this had been going on for some time.“What’s with that?” Rankin wondered.“And why did Sam know and I didn’t?” So that morning, before his flight, Rankin had to make time to call and text both Finley and Johnston. Finley admitted that he had overreacted to Johnston.
“Look, man. I’m tired and stressed out,” Finley said. We’ve been working nonstop. My wife is not happy.”
“Just get along until this project is completed,” Rankin ordered.
“When will that be?” Finley asked before hanging up.
Rankin thought about Nichole Dyer’s persistent com- plaints to him that the team appeared to have a lack of passion, and she admonished him to “get your people to understand the urgency of this project.” Her complaints only added to his own stress level. He had long considered himself the front-runner for Dyer’s job when she retired in two years. But had his team ruined that opportunity? The sense of urgency could be measured now in the level of stress and the long hours that they had all endured. He admitted his team members were unenthusiastic, but they seemed committed.
Rankin wondered,“Is it too late to turn around and restore the level of teamwork?” He tore off the sheet from the pad, crumpled it in his hand, and stared out the window.

Questions
1- How would you characterize Rankin’s leadership style? What approach do you think is correct for this situa- tion? Why?
2- What would you do now if you were Rankin? How might you awaken more enthusiasm in your team for completing this project on time? Suggest specific steps.
3- How would you suggest that Rankin modify his leader- ship style if he wants to succeed Dyer in two years? Be specific.



Lauren’s balancing Act

DeMarco’s Department Store manager Lauren Brewster’s “Wow” moment came when she observed a Chicago restau- rant staff ’s gushing treatment of an international celebrity.
“Everyone dreams of that kind of star treatment,” Lauren told her assistant, Jack Klein.“Think about it. Peo- ple brag about their bank or the local bar where ‘everybody knows your name,’ or enjoy showing off a favorite restaurant where the hostess always remembers their favorite table.”
DeMarco’s, like other upscale department stores, suf- fered the double whammy of a slumping economy and increased competition from discount retailers and online s h o p p i n g . H o w c o u l d t h e s t o r e , t h e “ b o x ,” c o m p e t e , r e t a i n its old customers, and build a strong future customer base?
“We’ve always known that it’s all about customer service,” Lauren said.“But what’s so great about grabbing a giant plastic shopping cart and slogging through some giant warehouse in your shorts and flip-flops, and then joining the herd at the checkout? That is not a shopping experience.”
“And what isn’t great about being treated like Oprah from the moment you hit the door until the sales associate swipes your card and hands over something lovely that you just purchased?” Jack asked.
Lauren’s idea was that store customers receive that personal, upscale, “you’re somebody special here” treatment at DeMarco’s. Sales associates would raise their own pro- fessional level, regard customers as worthy of personalized service, and build their own clientele. As added incentive, the entire DeMarco’s sales team was changed over from hourly pay to straight commission.“Your pay is built through your own initiative and individualized service that makes customers return to you again and again,” Lauren instructed the sales force at the outset of the experiment. The idea intrigued Corporate, which approved a two-year experiment.
As expected, the new plan created a minor exodus among those who wanted the assurance of a “regular pay- check.” But as the program moved through its first year, both store and corporate management was pleased with the overall results. Marketing pushed the new image of elite, personalized customer service, and statements such
as “Katherine at DeMarco’s helped me select this outfit,” or “Damien always lets me know when something new arrives at DeMarco’s that he thinks is perfect for me” became the typical boast of savvy shoppers.
Now, two years into the experiment, Corporate urged Lauren to submit a full assessment of the program as a po- tential model for implementation throughout the depart- ment store chain. Sales numbers vouched for the overall success, particularly over the last two quarters of the second year. Certain associates, including Katherine Knowles in designer dresses and Damien Fotopolous in women’s shoes, showed significant gains as a result of straight commissions, and sales associates and customers responded favorably overall, urging a continuation of the program. Reliance on commissions inspired these and other sales associates to treat their individual department as if it were their own small business, becoming experts on nuances of merchan- dise, exploring designs and trends, finding ways to promote their expertise, and building an impressive number of loyal customers.
The satisfaction level of customers was apparent in the numbers—not only sales numbers, but in repeat business, customer referrals to friends, and customer comment cards, all of which had been tracked since the beginning of the program.
The downside of the experiment was that while some associates soared, others either veered toward an aggressive, pushy sales style or became intimidated by coworkers and teetered, monthly, on the verge of being replaced because they weren’t making sales. The once-proud tradition of cooperation among sales staff was, in many instances, being eaten away by relentless competition. Work assignments away from the sales floor were resented. In addition, the managers and sales associates of certain departments, such as women’s accessories, complained of lower wages because, as one sales associate pointed out,“My commission on a $50 belt is nothing compared to Katherine’s commission on a $2,800 designer dress.” Resentment was mounting among those who witnessed the extravagant wages of a few.
“If we change this program, if we keep straight com- mission for some and return to hourly pay for others, how does that fit with our new image?” Lauren said to Jack.
 
“How does it deal with the difference in pay scale? How does it assure us that the attitudes of our sales team and the culture of this store will not return to what we were before—just another store?”


Questions
2.	Do you think the complaints of lower-paid sales as- sociates are legitimate? Why? How do you suggest that Lauren respond to these complaints, such as the gripe that the system offers few opportunities for large com- missions in some departments?
3.	Have the successes of sales associates such as Kather- ine or Damien created a situation in which customers’ loyalty to particular salespeople is stronger than their loyalty to the store? For example, if a successful associ- ate leaves DeMarco’s, might the customer leave also?
1.
What do you see as the advantages and disadvantages of the incentive system that DeMarco’s is using for sales associates? What impact do you think it’s having on the DeMarco’s culture? Explain.


e-mail Adventure
The toy industry is highly competitive and can be as cutthroat asanypirateadventure. Yo-ho-ho!Snooping,corporateespio- nage, and efforts to keep emerging ideas under wraps are all part of life in the toy industry. A certain level of managerial paranoia is expected. But when the private e-mail of an indus- try CEO was discovered and began making the rounds, it un- leashed a firestorm and brought disastrous results on company morale, unwanted media attention, and public embarrassment.
Howard Tannenbaum is the longtime CEO of a major toy company. Over the past few years, his company worked to develop a new product line, called Brainchild, that all concerned believed would be a blockbuster. The passion of Tannenbaum, this new line of toys was so top secret that portions of the line were created and produced piecemeal among the various divisions. In the beginning, it was all very hush-hush. But as the line moved closer to comple- tion, with the expected Christmas season launch date more than a year away, press and industry rumors gained momentum.
At 8:00 a.m. on a June morning, Barry Paine, Tannen- baum’s attorney and longtime friend and confidante, arrived at his office, opened his e-mail, and saw a flagged message
from Howard:
Barry:
We have a disaster in the making here. looks like I’m going to have to come down hard on all of my managers. somebody will go—perhaps several people—before this situation is over.they’re obviously getting eXtreMelY slack on design security. I won’t say now how I discov- ered the breach or what was stolen with regard to the new product designs, but suffice it to say that at this point, everYone is suspect. needless to say, I am fUrIoUs! When I find out who it is—and it could be anyone—believe me, heads will roll!!! I’ll call you later this morning.We neeD to Meet.thanks for letting me vent. now, I can compose the real e-mail to managers.
howard
Later that same morning, managers throughout the company received the following:
to all Managers:
We have a situation here in which product design infor- mation on the new line, information that should have been under the hIghest seCUrItY, has been breached. let me make it clear that each of you is responsible for inves- tigating your division and finding the source of the leak. Please be thorough in your investigation and be totallY honest with me in presenting your findings in this mat- ter. someone will pay for this.thIs Is toP PrIorItY!
howard tannenbaum, Ceo
Many recipients of the e-mail felt personally attacked and threatened. Before day’s end, e-mail, phone calls, and rumors were flying. By the following day, Tannenbaum felt pressured into trying to defuse the anger by issuing a
615
second, apologetic e-mail. However, events were already spiraling out of hand, as somehow the contents of the original e-mail to Barry Paine began circulating throughout management and beyond—to employees and at least one member of the press, who dubbed the debacle “Toy-Gate.” The perception of a CEO and a company out of control increased, and the stock price took a minor hit.
“The first e-mail left me stunned,” one longtime man- ager said.“But when I saw the e-mail to Paine about how Howard really felt and the level of contempt he showed for all of us, making us all appear incompetent and dishonest—that, for me, is the last straw. Even if I stay, it has destroyed my relationship with Howard forever.”
Now Tannenbaum sat, head in hands, in Paine’s office. “Barry, I was simply trying to find the truth.”
Paine walked over to a bookshelf and pulled an old, well-used volume.“Do you remember your Sophocles from school, Howard? In one Greek tragedy, Oedipus the King and his persistent search for truth in the murder of his pre- decessor, King Laius, followed a path that abandoned reason and led to his own undoing. My friend, in your case, it’s not the search for truth, but it’s the path you take—what you say, how you say it, and to whom you say it—that is important.”
“OK—what do you think I should do next?”

Questions
1.	What is the underlying communication mistake in this case? Why do you think Howard Tannenbaum sent those e-mails?
2.	How do you think Tannenbaum should have commu- nicated his concerns about the information link? Why?
3.	What should Tannenbaum do now to try to recover from the negative impact of his e-mails? Suggest specific steps.


Are We a team?

Hi. My name is Jenny McConnell. I am the newly ap- pointed CIO of a medium-sized technology company. Our company recruits top graduates from schools of business and engineering. Talent, intellect, creativity—it’s all there. If you lined up this crowd for a group photo, credentials in hand, the “wow” factor would be there.
Our company is spread over a dozen states, mostly in the Northwest. The talent pool is amazing across the board, both in IT and in the rest of the company. But when the CEO hired me, he said that we are performing nowhere near our potential. On the surface, the company is doing fine. But we should be a Fortune 500 organization. With this much talent, we should be growing at a much faster rate. The CEO also said that I was inheriting “a super team with disappointing performance.” His task for me was to pull the IT stars into a cohesive team that would meet company needs for new IT systems and services much faster and more effectively.
Without making our superstars feel that they were being critiqued and second-guessed, or indicating “there’s a real problem here,” I wanted to gather as much informa- tion and feedback as possible from the 14 team members (regional CIOs and department heads) who report to me. I held one-on-one meetings in order to give a voice to each person, allowing each individual to provide an honest as- sessment of the team as well as areas for improvement and a vision for the future of team efforts.
I was surprised by the consistency of remarks and opinions. For example, a picture emerged of the previ- ous CIO, who was obviously awed by the talent level of team members. Comments such as “Bob pretty much let us do what we wanted” and “Bob would start the meeting and then just fade into the background, as if he found us
intimidating” were typical. The most disturbing comment, “Bob always agreed with me,” was expressed by most of the team members at some point in our conversation. It was as if the regional heads believed that the CIO wanted them to succeed by doing as they thought best for themselves.
I queried members about the level of cooperation dur- ing meetings and uncovered areas of concern, including the complaint that others at the table were constantly checking their iPads and smartphones during meetings. One depart- ment head told me,“You could turn off the sound while watching one of our meetings, and just by the body lan- guage and level of attention, tell who is aligned with whom and who wishes the speaker would just shut up. It would be comical if it weren’t so distressing.”
Such remarks were indicative of a lack of trust and respect and a breakdown of genuine communication. One team member told me,“I recently encountered a problem that a department head from another region had success- fully solved, but the information was never shared, so here I am reinventing the wheel and wasting valuable time.” It was apparent that these so-called high performers were ter- ritorial, and that the “each division for itself ” attitude was becoming a cultural norm that, unchecked, was slowing our response to line departments and customers.
I was also struck by the similarity of the regional IT leaders in their backgrounds, comments, and attitudes, which presented a whole new dilemma: How do we create diversity, jump-start ideas, and reignite passion? This looks like a group of individualists who don’t know how to play as a team. I don’t want to diminish the individual talent, but I am concerned by the lack of cohesion. I need to find a way to help people think less about themselves and more about sharing work and information and achieving collec- tive results for the good of the company. Team building is an art, anchored by trust and communication, and committed to mutual success. What I’m seeing looks like team dysfunction to me. Now I have to determine the steps necessary to build a cohesive, visionary team.


[bookmark: _GoBack]Questions
1.	What type of team does the new CIO have? What do you see as the key problem with the team?
3.	What suggestions do you have for the CIO to help her turn this collection of individual regional and department heads into a top-performing team? Explain.

2-  How do you think that the team evolved to this low level of cooperation and cohesiveness?



Five Stars

Cousins Jeri Lynn DeBose, Tish Hoover, and Josephine ( Joey) Parks looked forward to meeting up during the Christmas holidays to compare notes on the results of mid- year teacher evaluations.
All were public school teachers in districts scattered over the state. In the pressured search for new levels of teacher accountability demanded by legislators, the state department of education joined 16 other states in imple- menting a new teacher evaluation system. The goal is to hold teachers accountable for student learning progress in the classroom. Under the guidance of the National Council for Teacher Quality, criteria varies by state, but in most cases, 40 percent of each teacher’s accountability score would be based on the principal’s evaluation and ranking based on personal observation, 30 percent would be based on personal observation by a master teacher from outside the district, and the other 30 percent would be based on student test score gains. The state department of education would set a performance goal for each school district, and the principal would set a performance goal for each teacher. In preparation, the state conducted intensive training sessions for principals and designated master teachers who would conduct the evaluations based on four class observations per teacher. Officials used standardized achievement tests to derive value-added scores that measure student learning over the year.
Teacher ratings were 1–5, with 1 being the lowest and 5 representing near perfection. The publication of the first year’s evaluations stirred interest and controversy, particu- larly among teachers who worried about the possible long- term effects on job retention and tenure.
Now, with the first-year evaluations in hand, the three cousins pored over their experiences. The three represented different types of school systems within the state. Jeri Lynn worked for a metropolitan system in the state capital. The system included many low-income stu- dents whose first language was not English, and several schools within the system were teetering on the brink of state takeover if improvement in student scores didn’t materialize this school year. Tish worked in a county system dominated by upper-income residents, and Joey taught in the rural community in which all three grew up. The rural community had high unemployment, and a low percentage of graduates went on to college. As a re- sult, the cousins came to the table with differing teaching experiences.
“The numbers are all over the place,” Jeri Lynn re- marked as she studied the pages.
“The whole system is flawed and they need to make changes,” Joey said.“It’s too subjective. The principal and master teacher observations are subjective because there are personal factors that affect a true outcome.”
“Yeah, look at the numbers from your upper-income district,” Jeri Lynn said to Tish.“How can 60 percent of the teachers score 5s?”
Tish chuckled.“Yeah, lucky us. Our schools are over- flowing with children from wealthy families. These are the kids who will apply to Ivy League schools. I can tell you that the principals are going to avoid confrontation on all fronts. No principal is going to give any indication that their students are receiving an education that’s less than perfect, and that means cramming the rankings with 5s. They claim a higher level of motivation for students, and thus the selection of an elite team of educators. So with those pressures, I don’t think we get personal feedback that is accurate.”
“At the other end of the spectrum, we have my rural district,” Joey said. “The big problem is that the principals know everyone and have longstanding relationships with everyone in the county, so I think scores are based on per- sonal history. We could almost predict who would get high or low scores before the observations. For principals, it can go back as far as ‘his daddy and my daddy hated each other in high school, and now I get to evaluate his daughter.’”
“I think that in many cases, principals feel pressure to align scores with state expectations. The state expected my district to have high scores and expected rural schools such as yours to be lower,” Tish said.
“But isn’t that partially offset by lower goals for the rural school districts?” responded Joey.
“The key to the accountability system is the princi- pal in each school,” Jeri Lynn suggested.“With several of the schools in Metro teetering on the edge of state takeover by the end of the year, we had lots of strict prin- cipals who wanted to hold our feet to the fire with lower scores.” 
“I thought the whole idea was to provide the teachers with feedback so that we would know the areas where we need improvement,” Tish said.
“The principals were supposed to conduct two observa- tions in the fall and two more in the spring,” Jeri Lynn said. “I think that’s asking too much of them when they already have so much on their plates. I think a lot of them are skimping on their visits. I know I only had one observation last semester, and I’m sure Mr. Talley just faked the second set of numbers. The master teachers make only two ob- servations a year, which may be more objective but counts for less.”
“I’m wondering, too, how a principal measures perfor- mance in a course area outside his area of expertise, such as math,” Joey said.“If the guy has a phobia about math, anything the teacher says or does is going to look bril- liant—thus a 5.”
Tish and Jeri Lynn looked at each other and laughed. “Maybe we picked the wrong subjects,” Tish said.
“My question is one of perception,” Jeri Lynn said. “A large percentage of my students are ELL. That affects their scores. How do you measure a 3 in my situation against a 5 for Tish? At the end of the school year, little Carlos is thrilled that his reading in English has improved, but there’s no Big Bang here. It’s a slow steady improvement that may not actually show up in big strides for a couple of years.”
“So the question is how do they create a system that is fair?” Tish asked.
“And accurate,” added Jeri Lynn. 

Questions
1.	What do you see as the major strengths and flaws in the feedback control system used in the schools in this scenario? What changes do you recommend to over- come the flaws?
2.	Is a 1–5 grading system by principals and master teach- ers a valuable part of a feedback control system for teachers? Why?
3.	How might the state control the accuracy of principals who are conducting teacher evaluations? Explain.
