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case 3 Building a Coalition
Learning Goals

Many of the most important organizational behavior challenges require coordinating plans and goals among groups. This case describes a
multiorganizational effort, but the same principles of accommodation and compromise also apply when trying to work with multiple
divisions within a single organization. You'll create a blueprint for managing a complex development team’s progress. steering team
members away from negative conflicts and toward productive discussion. You'll also be asked to help create a new message for executives
so they can lead effectively.

Major Topic Areas

»Group dynamics
#Maximizing team performance
»Organizational culture

e Integrative bargaining

The Scenario

The Woodson Foundation. a large nonprofit social service agency. is teaming up with the public school system in Washington, D.C., to
improve student outcomes. There’s ample room for improvement. The schools have problems with truancy, low student performance, and
crime. New staff quickly burn out as their initial enthusiasm for helping students is blunted by the harsh réalities they encounter in the
classroom. Turnover among new teachers is very high, and many of the best and brightest are the most likely to leave for schools that aren’t
as troubled.

The plan is to create an experimental after-school program that will combine the Woodson Foundation's skill in raising private money and
coordinating community leaders with the educational expertise of school staff. Ideally. the system will be financially self-sufficient, which
is important because less money is available for schools than in the past. After several months of negotiation. the leaders of the Woodson
Foundation and the school svstem have agreed that the best course is to develop a new agency that will draw on resources from both
organizations. The Woodson foundation will provide logistical support and program development and measurement staff: the school
svstem will provide classrooms and teaching staff,

The first stage in bringing this new plan to fruition is the formation of an executive development team. This team will span multiple
tunctional areas and establish the operating plan for improving schooi performance. Its cross-organizational nature means representatives
trom both the Woodson Foundation and the school district must participate. The National Coalition for Parental Involvement in Education
(NCPIE) is also going to be a major partner in the program. acting as a representative for parents on behalf of the PTA.

Conflict and Agreement in the Development Team

While it would be perfect if all the groups could work together easiiy to improve student outcomes. there is little doubt some substantive
conflicts will arise. Each groun has its own interests. and in some cases these are directly opposed 13 one another.

Schoo! district representat os want to ensure the new jobs will he umonired and will operate in ¢ wen consistent with current school boars
policies. They are very concerned that if Woodsen assumes too dominant a role. the school board won't be able to control the operations of
the new system. The complexity of the school system has led to the development of a highly complex bureaucratic structure over time. and
administrators want to make sure their policies and procedures wili stili hoid for teachers in these programs even outside the regular schooi

day. They also worry that jobs going into the new system will take funding from other school district jobs.

Woodson. founded by entrepreneur Theodore Woodson around 191t stil] bears the hallmarks of its founder’s way of doing business.
Waodson emphasized efficiency and experimentation in evervthing he did. Many of the foundation’s charities have won awards for
minimizing costs while still providing excellent services. Their focus on using hard data to measure performance for all their initiatives is
not consistent with the school district culture.

Finally. the NCPIE is driven by a mission to increase parental conirol. The organization believes that when communities are able to drive
their own educational methods, students and parents are better abic ieve success together. The organization is strongly
Sa3fcommitted 1o ing diversity along racial. gender. ¢ =aDHITY status categories. s members are most interested in
the process by which changes are made, ensuring everyone has the shility © weigh in.

Seme demographic diversity issues complicate the team’s situation. Most of the students served by the Washington, D.C.. school district
are African American. alonz with large populations of Caucasians and Hispanics. The NCPIE makeup zenerally matches the demographic
diversity of the areas served by the public schools. The Woodsen foundation. based in northern Virginia. is predominantly staffed by
Caucasian professionals. There is some concern with the idea that a new group that does not understand the demographic concerns of the
community will be so involved in a major change in educational administration. The leadership of the new program will have to be able to
present an effective message for generating enthusiasm for the program across diverse stakeholder groups.

Although the groups differ in important ways. it’s also worth considering what they have in common. All are interested in meeting the
needs of students, All would like to increase student learning. The school system does benefit from any thing that increases student test
scores. And the Woodson Foundation and NCPIE are united in their desire to see more parents engaged in the system,

Candidates for the Development Team

The development team will consist of three individuals—HR representatives from the Woodson Foundation. the schools. and the NCPIE—
who have prepared the following list of potential candidates for consideration.

Victoria Adams is the superintendent of schools for Washington. D.C. She spearheaded the initial communication with the Woodson
Foundation and has been building support among teachers and principals. She thinks the schools and the foundation need to have larger
roles than the parents and communities. “Of course we want their involvement and support. but as the professionals. we should have more
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say when it comes to making decisions and implementing programs. We don’t want to shut anyone out, but we have to be realistic about
what the parents can do.”

Duane Hardy has been a principal in the Washington area for more than 15 years. He also thinks the schools should have the most power.
“We're the ones who work with these kids every day. I've watched class sizes get bigger. and scores and graduation rates go down. Yes.
we need to fix this, but these outside groups can’t understand the limitations we're dealing with. We have the community, the politicians.
the taxpayers—everyone watching what we’re doing. everyone thinking they know what’s best. The parents, at least, have more of a stake
in this.”

“The most important thing is the kids.” says second-year teacher Ari Kaufman. He is well liked by his students but doesn’t get along well
with other faculty members. He's seen as a “squeaky wheel.” “The schools need change so badly. And how did they get this way? From
too little outside involvement.”

Community organizer Mason Dupree doesn’t like the level of bureaucracy either. He worries that the school’s answer to its problems is to
throw more money at them., “I know these kids. | grew up in these neighborhoods. My parents knew every single teacher I had. The schools
wanted our involvement then. Now all they want is our money. And I wouldn’t mind giving it to them if I thought it would be used
responsibly. not spent on raises for people who haven’t shown they can get the job done.™

Meredith Watson. with the Woodson Foundation, agrees the schools have become less focused on the families. A former teacher, she [eft
the field of education after being in the classroom for 6 years. “There is so much waste in the system.™ she complains. “Jobs are
unnecessarily duplicated, change processes are needlessly convoluted. Unless you’re an insider already. you can’t get anything done. These
parents want to be involved. They know their kids best.”

Unlike her NCPIE colleagues. Candace Sharpe thinks the schools are doing the best they can. She is a county social worker, relatively new
to the D.C. area. “Parents say they want to be involved but then don't follow through. 1" need to step it up. we need to lead the way.
Lasting change doesn’t come from the outside, it comes from the home.”

Victor Martinez has been at the Woodson Foundation for 10 vears. starting as an intern straight out of college. “It’s sometimes hard to see a
situation when you're in the thick of it.” he explains. “Nobody likes to be told they re doing something wrong, but sometimes it has to be
said. We all know there are flaws in the system. We can’t keep the status quo. It just isn’t cutting it.”

Strategies for the Program Team

Once the basic membership and principles for the development team have been established. the program team would also like to develop a
handbook for those who will be running the new program. Ideally. this set of principles can help train new leaders to create an inspirational
message that will facilitate success. The actual content ot the program and the nature of the message will be hammered out by the
development team. but it is still possible to generate some overriding principles for the program team in advance of these decisions.

630631
Your Assigament

The Woodson Feundation, the NCPIE, and the schools have asked vou to provide some information about how to form teams effectiv ely.
They would fike your response to explain what shouid be done at each step of the way . from the selection of appropriate team members to
setting group priorities and goals, setting deadlines. and describing effective methods for resolving conflicts that arise. After this. it e d
like you to prepare a brief set of principles for leaders of the new Iy established program. That means you will have two audiences: the
development team. which will receive one report on how it can eftectively design the program. and the program team. which will receive
one report on how it can effectively lead the new program.

The following points should help you form a comprehensive message for the development team:

1.The deveiopment team will be more effective if members have some idea about how groups and teams typically operate. Review the
dominant perspectives on team formation and performance from the chapters in the book for the committee so it can know what o expect.
2.Given the proiiies of candidates for the development teum. provide suggestions for who would likely be a good group member and wha
might be less effective in this situation. Be sure you are u the research on groups and wcams in the textbook to defend your choices.
3.Using principles from the chapters on groups and teams. describe how you will advise the team to manage conflict effectively.
4.Describe how integrative negotiation strategics might achieve joint goals for the development team.

The tollowing points should help vou form a message for the program team:

1.Leaders of the new combined organization should have a zood idea of the culture of the school district. the NCPIE. and the Woodson
Foundation because they will need to manage relationships with all three groups on an ongoing basis. How would vou describe the culture
of these vartous stake-holder organizations? Use concepts from the chapter on organizational cuiture 1o describe how they difter and how
they are similar.

2.Consider how :eaders of the new program can generate 4 transformational message and encourage employee and parent trust, Using
material from the chapter on leadership, describe how you would advise leaders to accomplish these ends.

3.Given the potential for demographic fault lines in negotiating these changes. what would you advise as a strategy for managing diversity
issues for program leaders?

case 4 Boundaryless Organizations

Learning Goals

The multinational organization is an increasingly common and important part of the economy. This case takes you into the world of a
cutting-edge music software business seeking success across three very different national and organizational cultures. lts managers need to
make important decisions about how to structure work processes so employees can be satisfied and productive doing very difterent tasks.

Major Topic Areas
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#Organizational structure and boundaryless organizations
#Organizational culture

s Human resources

»Organizational socialization

The Scenario

Newskool Grooves is a transnational company developing music software. The software is used to compose music, play recordings in
clubs. and produce albums, Founder and CEO Gerd Finger is. understandably, the company’s biggest fan. “I started this company from
nothing. from just me. my ideas. and my computer. I love music—love playing music, love writing programs for making music. love
listening to music—and the money is nice, too.” Gerd says he never wanted to work 631632for someone else. to give away his ideas and let
someone else profit from them. He wanted to keep control over them. and their image. “Newskool Grooves is always ahead of the pack. In
this business, if you can’t keep up, you're out. And we are the company everyone else must keep up with. Everyone knows when they get
something from us. they’re getting only the best and the newest.”

The company headquarters are in Berlin, the nerve center for the organization, where new products are developed and the organizational
strategy is established. Newskool outsources a great deal of its coding work to programmers in Kiev, Ukraine. Its marketing efforts are
increasingly based in its Los Angeles offices. This division of labor is at least partially based on technical expertise and cost issues. The
German team excels at design and production tasks. Because most of News-kool's customers are English speakers, the Los Angeles office
has been the best group to write ads and market products. The Kiev offices are filled with outstanding programmers who don’t require the
very high rates of compensation you’d find in German or U.S, offices. The combination of high-tech sofiware. rapid reorganization, and
outsourcing makes Newskool the very definition of a boundaryless organization.

Gerd also makes the final decision on hiring every employee for the company and places a heavy emphasis on independent work styles.
“Why would I want to put my company in the hands of people I can’t count on?” he asks with a laugh. “They have to believe in what we're
doing here. really understand our direction and be able to go with it. I'm not the babysitter. I'm not the school master handing out
homework. School time is over. This is the real world.”

The Work Culture

Employees want to work at this company because it’s cutting edge. Newskool's software is used by a number of dance musicians and DJs,
who have been the firm’s core market. seeing it as a relatively expensive but very high-quality and innovative brand. Whenever the rest of
the market for music software goes in one direction. it seems like Newskool heads in a completely different direction in an etfort to keep
itself separate from the pack. This strategy has tended to pay off. While competitors develop similar products and therefore need to
continually lower their prices to compete with one another. Newskool has kept revenues high by creating completely new types of products
that don’t face this type of price competition.

Unfortunately, computer piracy has eroded New s-kool's ability to make money with just software-based music tools. und &t
maov 2 o the production of hardware. suck 2« 2 Rines and amplifiers thar incorporate its computer technolog: .
m: > market change might be challenginz to- mnies. but for an zation that reinvents itself every 2 « -

Newskool does. the bigger fightisa constant war against stagnation and rigidi[_\f.

f:la_\ had to

nig

The orzanization has a very decentralized cuiture. With only 113 employvees. the original management philosophy of aflowing aii

employ ees to participate in decision making and innovation is still the lifeblood of the company s culture. One developer notes. = At
Newskool, they want you to be part of the process. If you are 2 person who wants to do what you're told at work. you re in trouble, Most
times. they can’t tell you what they want you to do next—they don’t even know what comes next! That's why they hire emplovees who are
creative. people who can try to make the next thing happen. It's challenging. but a lot of us think it’s very much an exci ‘ironment.”

The Boundaryless Environment

Beceause so much of the work can be performed on computers. Gerd decided curly to allow employees to work outside the office. The
senior management in Berlin and Los Angeles are both quite happy with this arrangement. Because some marketing work does require face
-io-tace contact. the Los Angeles office has weekh in-persan meetings. Emplorees who like Newskool are happiest when i Socan work
threvuzh the night and sleep most of the day_ fin

Ao cumputers to get work done at the drop of a hat. Project discussions otien
happen via social networking on the company s intranet.

The Kiev offices have been less eager to work with the boundaryless model. Managers say their computer programmers find working with
so iittie structure rather uncomfortable, They are more used to the idea of a swrong jeadership structure and well-defined work processes.,

“When [ started.™ says one manager. “Gerd said getting in touch with him would be no problem. getting in touch with L.A. would be no
problem. We're small, we're family. he said. Well. it is a problem. When [ call L.A.. they say to wait until their meeting dav. I can't always
wait until they decide to get together. | cail Gerd—he says. “Figure it out.” Then when I do. he says it isn"t right and we have to start again.
It he just told me in the first place. we would have done it.”

Some recent events have also shaken up the company s usual way of doing business. Developers in the corporate offices had a major
communications breakdown about their hardware DJ controller. which required many hours of discussion to resolve. It seems 63263 3that
people who seldom met face to face had all made progress—but had moved in opposite directions! To test and design the company s
hardware products, employees apparently need to do more than send each other code: sometimes they need to collaborate face to face.
Some spirited disagreements have been voiced within the organization about how to move forward in this new environment,

The offices are experiencing additional difficulties. Since the shift to newer products. Sandra Pelham in the Los Angeles office has been
more critical of the company. “With the software. we were more limited in the kinds of advertising media we could access. So now, with
the hardware—real instruments—we finally thought. *All right. this is something we can work with!” We had a whole slate of musicians
and DJs and producers to contact for endorsements, but Gerd said. “No way.” He didn’t want customers who only cared that a celebrity

http://devry.vitalsource.com/books/9781269551120/print?from=629&t0=632&skip_deskto... 9/15/2014



Print | Organizational Behavior Page 4 of 4

PRINTED BY: nov18scorpio2002/yahoo.com. Printing is for personal, private use only. No part of this book may be reproduced or
transmitted without publisher's prior permission. Violators will be prosecuted.

liked us. He scrapped the whole campaign. He says we're all about creativity and doing our own thing—until we don’t want to do things
his way.”

Although the organization is not without problems. there is little question Newskool has been a standout success in the computer music
software industry. While many are shuttering their operations, Newskool is using its market power to push forward the next generation of
electronic music-making tools. As Gerd Finger puts it. “Once the rest of the industry has gotten together and figured out how they’re all
going to cope with change. they’ll look around and see that we're already three milés ahead of them down the road to the future.”

Your Assignment

Gerd has asked for your advice on how to keep his organization successful. He wants to have some sort of benchmark for how other
boundaryless organizations in the tech sector stay competitive despite the challenges of so many workers heading in,so many different
directions. You will ndgd to prepare a report for the company’s executive committee. Your report should read like # proposal to a corporate
executive who has a gred deal of knowledge about the technicl aspects of his company hut might not have much/knowledge of
organizational behavior.

When you write, make sure youYeych on the following poihts:

LIdentify some of the TkeTy T occur in a boupddaryless organization like Newskool Grosyes. What/are the advantages of
boundaryless organizations?
2.Consider some of the cultural issues-that-rifg

not be repremiaﬁ%eﬂiﬁﬁ'tﬁ;ﬁ:iums of ¢
have to perform?
3.Based on what you know about motivation and/ what tvpes of people are likely to be satig aeh arca of the company2

a company operating in such different parts oI the

Ar1d and whose employees may
elycountry. Are the conflicts you observe a function of]

e different types of work people

Use concepts from job characteristics at refationships perspective o 7
change to increase employee satist:

4.What typ&S ofhumamTesources practices né euf of organization? What principles of selection
likely to be effective? Which Big Five traityand abilities might Newskool supervisoss want to use for selection?
5.What kind of performance measures might you want to see for each office?
6.How can the company establish a socjdlization program that will maximize employee creativity'and independence? Do employees in all
its locations need equal levels of creagiKity?

and hiring are
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Assignment and Guidelines Back to Top

The Case Study for this week is Building a Coalition, which appears on page 629 of the course text.

Each student is required to analyze this week’s case study and submit a two- to three-page paper
addressing the key questions identified below. Remember that all case studies present both too much
and too little information. There may be information presented that is not really relevant, and there may
be scant information about a key area. This analysis does require interpretation of the information and
there is not one right answer. However, you must explain and defend any assumptions you made or
conclusions resulting from your analysis with citations from the text or from the case itself. There is no
need to research outside sources for this paper.

Your paper must include the following labeled sections.

Category Points | Description

Identify and summarize the stages of group development.

Reflecting on the case and textbook material, what stage is the
group at now? How could an understanding of the stages of
15 group development have assisted The Woodson Foundation in
building a cohesive coaliticn?

Fart I: Group
Development

Support your conclusion with evidence from the case and our
text.

ldentify key problems.

identify primary and secondary problems the Woodson
Foundation is facing. ldentify what the organization should

30 have understood about individual membership in teams in
order to have built group processes that were supportive of her
groups' goals.

Part II: Problem
Identification

Do not necessarily limit yourself to only team theory here.
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Category Points | Description

Plumb any concepts we have covered to date in class if you
feel they are relevant.

Given that there is no one perfect solution for this
situation, identify, describe, and defend two possible
solutions to the primary problem(s).

Clearly identify and defend both courses of action. Identify and
discuss specific steps needed to implement your selections.
Support your selections with evidence from the case, the text,
or weekly discussion.

Part 111 Remember that deciding on a course of action entails
Retrospective 40 envisioning and planning the steps to success. Be sure to
Evaluation identify implementation steps for both possible solutions.

Almost every situation presented with relation to group
dynamics and behavior can have multiple avenues for remedy.
It is important to develop the ability to critically evaluate more
than one alternative and rationally identify pros and cons of
each.

Presenting pros and cons for the identified afternative solutions
in a table format within: the paper is acceptabie.

Part IV: 15 What would you advise as a strategy for managing diversity
Reflection issues for program ieaders?
Grading Rubrics Back to Top

Met Minimum

Failed to i Good S i
ai Standards Satisfactory o uperior
Criteria i~
Minimum 60% = 60 70% =70 80% =80 90% = 90 points,
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® points, D s Pa |
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development i ifi
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Development |summary dnf:ve opment eve.opment primary issues
e | LY does |with some and ties theory |presented by the
(15 points) not tie theory summary, and |to the case case with clear
" back to the case |ties theory to  |situation with supporting
the case supporting evidence from the
9 situation with  |evidence from |case
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