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is independent, the design components should promote individual task perfor.
mance.” The other relevant task dimension concerns task uncertainty, which
has to do with the amount of information processing and decision making
that need to occur during task performance. When a work group has an
uncertain task, then task structure, group composition, performance norms, and
team functioning should promote self-regulation. Members should have the nec.
essary freedom, information, and skills to assign members to appropriate tasks, to
decide on production methods, and to set performance goals.*” For example,
when self-regulation is needed, task structure might be relatively flexible and
allow the interchange of members across group tasks; composition might include
members with multiple skill, interpersonal competencies, and social needs; per-
formance norms would support complex problem solving; and efforts would be
made to develop healthy interpersonal relations. On the other hand, when tech-
nology is relatively certain, group designs should promote standardization of
behavior and groups should be externally controlled by supervisors, schedules,
and plans.*

550 Analysis
Application 52 presents an_ example of applying group-level diagnosis t0 a top-
management team engaged in problem solving

Examination of the group's outputs shows that it i ineffective at problem solving
Members report a backlog of unresolved issues, poor use of meeting time, lack of
follow-through and decision implementation, and 3 general dissaisfction with the
team meetings. Examining group inputs and design components and assessing the fit
among them can uncover the causes of those group problems.

“The key inputs into a work group are the design and culture of the larger organi.
zation. The Ortiv Glass Corporation's decentalized philosophy allows each plant to
set up its own organization design. Freedom to innovate in the manufscturing plants
is probably an outgrowth of the finr's OD actvities and culture, which promote par
ticipation and innovation. Although ltle specific data are given about the new plant’s
organization design, tasks are structured into functional departments that must work
together to produce plate glass. The team's problem.-solving activities reflct this nter-
dependence among the departments as coordination among team members is needed
1o resolve plantwide issues. The team meetings also seem to involve many issues that
are complex and not easily solved, so there is probably uncertainty in the technology
or work process. This ambiguity is typical in a new plant and makes it diffcult for 3
problem.solving team to determine the causes of problems or to find acceptable solu-
tions. Consequently, members of the top-management team must process considerable
information during problem solving,

Diagnosis of the team’s design components answers the fllowing questions:

1. How clear are the group’s goals? The team’s goals seem relatively clear: they are to
Solve problems. There appears to be no clear ageeement, however, on the specific
problems to be addressed. As a result, members come late because they have “more
pressing” problems needing attention.

2. What is the group’s task structure? The team’s task structure includes face-to-face
interaction during the weekly meetings. This structure allows members from differ-
ent functional departments to come together physically to share information and to
solve problems mutually affecting them. It faclitates coordination of problem
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produce consistent piano quality through continuous
improvement. A separate handerafted concert grand
piano operation has also tried to use continuous
improvement methods to create consistently high-
quality instruments. More than any other high-
quality piano manufacturer, Yamaha has been able
to emulate and compete with Steinway.

THE STEINWAY ORGANIZATION

Steinway & Sons offers several different pianos,
including two brands (Steiway and the less
expensive Boston brand) and both upright and
grand piano models. The company handrafts its
grand pianos in New York and Germany, and sells
them through more than 200 independent dealers.
About half of the dealers are in North and South
America and approximately 85% of all Steinway
pianos are sold through this network. The company
also owns retail outiets in New York, New Jersey,
London, Munich, Hamburg, and Berlin

The dealer network is an important pat of Stein-
way's strategy because of its role in the “concert
bank” program. Once artsts achieve a certain sta-
tus, they are invited to become part of this eite
group. The performer can go to any local dealer, try
out different piancs, and pick the one they want to
use at a performance for only the cost of bringing
the piano to the concert hall. The concert bank con-
tains over 300 pianos in more than 160 cities. In
retum for the service, Steinway is given exclusive
use of the performer's name for publicity purposes.

Creating a Steinway concert grand piano is an
art, an intiicate and timeless operation (although
alternate methods have been created and improved,
the basic process hasn't changed much. It requires
more than 12,000 mostly handcrafied parts
and more than a litle magic. The tone, touch,
and sound of each instrument is unique, and 120
technical patents and innovations contribute 1o the
Steinway sound. Two years are required to make &
Steinway grand as opposed 1o a mass-produced
piano that takes only about 20 days. There are
three major steps in the production process: wood-
diying lwhich takes about a year), parts-making, and
piano-making

Wood-drying operations convert moisture-ich
lumber into usable raw material through ai-drying
and computer-controlled kilns. Time is a crtical ele-
ment in this process because slow and natural
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drying is necessary to ensure the best sound-
producing qualities of the wood. Even after all the
care of the drying process, the workers reject
approximately 50% of the lumber.

After drying, the parts-making operations begin
‘The first of these operations involves bending of the.
piano rim (the curved side giving a grand piano its
familiar shape). These rims are formed of multiple
layers of specially selected maple that are manually
forced into a unified shape, held in presses for sev-
eral hours, and then seasoned for 10 weeks before
being joined to other wooden parts. During this
time, the sounding board (a specialy tapered Alaska
Sitka spruce panel placed inside the rim to amplify
the sound) and many other case parts are made.
The final ciitical operation with parts-making
involves the fabrication of the 88 individual piano
action sets that exist inside a piano. Piano "actions”
are the intricate mechanical assemblies—made
almost completely of wood and some felt, metal,
and leather—that wansmit finger pressure on the
piano keys into the force that propels the hammers
that strike the stings. The action is a particularly
important part of a piano because this mechanical
linkage gives Steinways their distinctive feel. In the
action department, each operator s responsible for
inspecting his or her own work, with all assembled
actions further subject to 100% inspection.

Piano-making operations include "bellying,”
finishing, and tone regulating. The bellying process
involves the precise and careful fitting of the
soundboard, iron piano plate, and rim to each
other. It requires workers to lean their stomachs
against the rim of the piano to complete this task.
Because of individual variations in material and the
high degree of precision required, bellying takes
considerable skill and requires several hours per
piano. After the bellying operations, pianos are
strung and moved to the finishing depértment. Dur-
ing finishing, actions and keyboards are individually
fitto each instrument to accommdate differences.
in materials and tolerances to produce a working
instrument. The final piano-making step involves
tone regulating. Here, the pianos are “voiced” for
Steinway sound. Unlike tuning, which involves the
loosening and tightening of strings, ~voicing
requires careful adjustments to the felt surround-
ing the hammers that strke the strings. This oper-
ation is extremely delicate and is performed by
only a small handful of tone regulators. The tone
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regulators at Steinway are widely considered to be
among the most skilled artisans in the factory.
Their voicing of a concert grand can take as much
25 20 t0 30 hours. All tone regulators at Steinway
have worked for the company in various other posi-
tions before reaching their present pasts, and sev-
eral have more than 20 years with the firm. Finally,
after tone regulation, all pianos are polished,
cleaned, and inspected one last time before pack-
ing and shipment

Steinway produced more than 3,500 pianos in
2002 at its New York and Hamburg, Germany,
plants. Almost 430 people work in the New York
plant and all but about 100 of them work in

production. They are represented by the United
Furiture Worker's union. Seventy-five percent of
the workers are paid on a straight-time basis; the
others, primarily artisans, are paid on piece rates.
Retaining workers has proved increasingly difficult
a5 welkained Steinway craftspeople are coveted
by other manufacturers, and many of the workers
could easily set up their own shop to repair or
rebuild older Steinway pianos. Excess inventories
due to weak sales both pre and post Septerber 11
forced Steinway to adjust its production schedule;
rather than lay off highly skilled workers needed to
buld its pianos, workers in the New York plant
reported to work every other week.

pianos means that customers can put pressure on prices, although they are clearly
willing and able to pay more for quality. In the middle and lower segments,
the number of buyers is much larger and fragmented. It is unlikely that they could
collectively exert influence over price. Finally, the rivalry among firms is severe.
A number of well-known and well-funded domestic and international competitors
exist. Almost all of them have adopted marketing and manufacturing tactics similar
to Steinway’s in the high-end segment, and they are competing for the same custo-
‘mers. The extensive resources available to Yamaha as a member of their keiretsu, for
example, suggest that it s a strong and long-term competitor that will work hard to
unseat Steinway from its position. Thus, powerful buyers and suppliers as well as
keen competition make the piano industry only moderately attractive and represent
the key sources of uncertainty that Steinway faces. Overall, Steinway executives’
perceptions of the general and task environments seem to be accurate,

‘The following questions are important in assessing Steinway's strategy and organiza-
tion design:

1. What is the company’s strategy? Steinway's primary strategy is a sophisticated
niche and differentiation strategy. It attempts to meet its financial and other objec-
tives by offering a unique and high-quality product to sophisticated artists. However,
its product line does blur the strategy’s focus. With both Boston and Steinway
brands and both upright and grand models, a question about Steinway’s commit-
ment to the niche strategy could be raised. No formal mission or goals are men-
tioned in the case, and this makes it somewhat difficult to judge the effectiveness
of the strategy. Nevertheless, it seems reasonable to assume a clear intent to main-
tain its dominance in the high-end segment. However, with new owners in 1995, it
s also reasonable 1o question whether goals of profitability or revenue growth,
implying very different tactics, have been sorted ou.

2. What are the company’s technology, structure, management processes, human
resources systems, and culture? First, Steinway's core technology is highly uncer-
tain and moderately interdependent. The manufacturing process is craft-based and
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dependent on the nature of the materials. Each piano is built and adjusted with the
specific characteristics of the wood in mind. So much so that each piano has a dif
ferent sound that is produced as a result of the manufacturing process. The technol-
agy is moderately interdependent because the major sieps in the process are not
closely linked in time. Making the “action sets” s independent of the “bellying” pro-
cess, for example. Similarly, the key marketing program, the concert bank, is inde-
pendent of manufacturing. Second, the corporate structure is divisionl (pianos and
band instruments), while the piano subsidiary appears o have a functional structure
The key functions are manufacturing, distribution, and sales. A procurement,
finance, and human resources group is also zeasonable to assume. Third, manage-
ment processes are focused on the production system. There are specific mentions
of inspections by bath the worker and the organization. For example, 100% inspec-
tion (as opposed to satstical sampling) costs time and manpower and no doubt is
scen as crical to quality. In addition, there must be some system of kecping track of
work-in-progress, finished goods, and concert bank inventories. Fourth, the human
resources system i highly developed. It includes a reward system that s both hourly
and picce rate; @ unionized employee reltionship; worker retention programs; and
global hiring, compensation, benefits, and traning progeams. Fift, while there is it
tle specific information, Steinway's culture can be inferred. The dominant focus on
the high-cnd segment, the craft nature of the production process, the importance of
the concert bank program, and the long history of family influence all point to a
culture of quality, craftsmanship, and responsiveness. These values are manifest in
the way the organization chooses its raw materials, the way it caters to ts prized
customers,the care in the production process, and the image it works to retain.

Now that the organization inputs, design components, and outpus have been
assessed, it is time 10 ask the crucial question about how wel they fit together. The first
concern is the fit between the environmental inputs and the strategy. The moderate com.
plexity and uncertainty in the general and task environments argue for a strategy that is
flexible enough to address the few critical dependencies but formal enough to control a
sophisticated production process. Steinway’s focus on the high-end segment of the industry
and the moderate breadth in s product line support this fleibilty. It clearly intends to
differentiate its product by serving the high-end segment with unique high-quality pianos.
However, the market for higher-priced and more specialized concert grands is much smal
ler than the market for lower-priced uprights and limits the growth potential of sales
unless Steinway wants to compete vigorously in the emerging Asian markets where the
Astan companies have a proximity advantage. Steinway's lack of clear strategic goals in
general and policies that suppart neither growth nor proftabilty also would make entry
into new markets dificult. Steinway's flexible and responsive manufacturing process sup.
ports and defends its preeminence as the top grand piano maker in the world. It also miti-
gates the powerful buyer forces in this segment. Steinway's moderate product line breacth
gives it some flxibiliy and eficiency as well. It can achieve some production efficiencies
in the upright and medium-market grand piano segments, and its brand image helps in
‘marketing these products. Steinway must be careful not to broaden its product line too
much, however, as this could dilute its strategic focus on the high-end market. Overall,
the alignment between Steinway's environment and it strategy appears sound.

‘The second concern is the alignment of the design components to support the strat-
egy. There appears to be a good fit between Steinway's strategy and the organization
design components. The differentiated strategic intent requires technologies, structures,
and systems that focus on creating sophisticated and unique products, specialized

Copyright 2013 Cengage Learning. All Rights Reserved. May not be copied. scanned. o duplicated,in whole orin pat





image4.png
106 PART2 THE PROCESS OF ORGANIZATION DEVELOPMENT

‘marketing and distribution, and the concert bank program. The flexible structure, formal
inspection systems, and responsive culture seem well suited for that purpose. Steinway's
technology appears aligned with its structure. The production process is craft-based and
deliberately not standardized. The functional structure promotes specialization and
professionalization of skills and knowledge. Specific tasks that require flexibilty and adapt-
abilty from the organization are given a wide berth. Although a divisional structure over-
lays Steinway's corporate actvites, the piano division’s structure is functional but not rigid
and appears to be responsive to the craft and the artits it serves. In addition, the concert
bank program is important for two reasons. First, it builds customer loyalty and ensures
future demand. Second, it is a natural source of feedback on the instruments themselves,
keeping the organization close to the artists demands and emerging trends in
sound preferences. The well-developed human resources system supports the responsive
production and marketing functions as well as the global nature of the enterprie. Finally,
Steinway's culture of quality and responsiveness promotes coordination among the produc.
tion tasks, serves to socialize and develop people, and establishes methods for moving infor-
mation throughout the organization. Clearly, any change effort at Steinway will have to
acknowledge is long-established culture and design an intervention accordingly. The stzong
culture will cither sabotage or faciltate change depending on how the change process aligns.
with the culture’s values and norms,

Based on this diagnosis of the Steinway organization, at least two OD interventions
seem relevant. First, in collaboration with the client, the OD practitioner could suggest
increasing the clarity of Steinway's strategy. In this intervention, the practitioner would
want to talk about formalizing-—rather than changing—Steinway's strategy because the
culture would likely resist strategy change. However, there are obvious advantages to be
gained from a clearer sense of Steinway’s future goals, its businesses, and the relation-
ships among them. Second, Steinway could focus on better coordinating its structure,
‘measurement systems, and human resources systems. The difficulty of retaining key pro-
duction personnel warrants continuously improved retention systems as well as efforts o
codify and retain key production knowledge in case workers do leave. This would apply
to the marketing and distribution functions as well, since they control an important
interface with the customer.

55 Group-Level Diagnosis

Work groups are prevalent in all types and sizes of organizations. They generally consist
of a relatively small number of people working together on a shared task either face-
to-face or virtually via electronic communication. Work groups can be relatively perma-
nent and perform an ongoing function, or they can be temporary and exist only to per-
form 2 certain task or to make a specific decision. Figure 5.2 shows the inputs, design
components, outputs, and relational fits for group-level diagnosis. The model s similar
to other popular grouplevel diagnostic models such as Hackman and Morris's
task group design model,** McCaskey's framework for analyzing groups®” and Ledford,
Lawer, and Mohrman’s participation group design model *

55 Inputs
Organization design and culture are the major inputs to group design. They consist
of the design components characterizing the larger organization within which the group
s embedded—technology, structure, management processes, and human resources
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systems—and organization culture. Technology can determine the characteristics of the
group's task; structural systems can specify the levl of coordination required among
groups. Management processes can determine how much information the group receives
and how much decision making and self-control it can exercise. The human resources
and measurement systems, such as performance appraisal and reward systems, play an
important role indetermining team functioning® For example, individual-based,
forced-ranking performance appraisal and reward systems tend to interfere with team
functioning because members may be concerned with maximizing their individual per-
formance to the detriment of team performance. Organization culture can influence the
norms that groups develop to conizol member behavior. Collecting information about
the group’s organization design context can greatly improve the accuracy of diagnosis

55 Design Components
Figure 5.2 shows that group designs have five major components: goa clarity,task struc-
e, group composition, team functioning, and performance norms;

Goal clarity involves how wel the group understands ts objectives In general, goals
should be moderately challenging: there should be a method for measuring, monitoring,
and feeding back information about goal achievement; and the goals should be clearly
understood by all members.

Task structure is concerned with how the group's work is designed. Task structures
can vary along two key dimensions: coordination of members” efforts and regulation of
their task behaviors** The coordination dimension involves the degree to which group
tasks are structured to promate effctve interaction among group members. Coordina
tion is important in groups performing interdependent tasks, such as surgical teams and
problem-solving groups. It is relatively unimportant, however, in groups composed of
members who perform independent tasks, such as a geoup of call center specialsts or
salespeople. The regulation dimension involves the degree to which members can control
their own task behaviors and be relativel free from external controls such as supervi-
sion, plans, and programs. Sclf-regulation generally occurs when members can decide
on such isues as task assignments, work methods, production gosls, and membership.
(Chapter 14 discusses OD interventions for designing group task structure.)

Group composition concerns the membership of groups. Members can differ on a
number of dimensions having rlevance to_group behavior. Demographic. variables,
such as age, education, experience, and skills and abiltes can affect how people behave
and relte to cach other in groups. Demographics can determine whether the group is
composed of people having task-relevant skills and knowledge, including interpersonal
skills. People's internal needs and personal traits also can influence group behaviors.
Individul differences in social needs can determine whether geoup membership is likely
to be satisfying o stressful ¥

Team functioning is the underlying bass o group e 1t involves group processes hav-
ing to do with how members relate to cach other, which s important in work groups
because the qualiy of reltionships can affct task performance. In some groups,for exam.
pl, interpersonal competiton and conflct among members resut in ther providing litde
support and help for cach other. Conversdly, groups may become too concemed about
shating good feclings and spend too e time on task performance. In OD, considerable
effort has been invested in helping work-group members develop healhy interpersonal el
tions,including an ability and a willngness to share felings and perceptions about e
bers behavors 50 that interpersonal problems and sk diffcutes can be worked through
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and resolved* Group functioning, therefore, involves task-related activites, such as advo-
cacy and inquiry; coordinating and evaluating activiies; and the group-maintenance func-
tion, which is directed toward holding the group together as a cohesive team and includes
encouraging, harmonizing, compromising, setting standards, and observing* (Chapter 10
presents interpersonal and group process interventions)

Performance norms are member beliefs about how the group should perform its task
and what levels of performance are acceptable.* Norms derive from interactions among.
members and serve as guides to group behavior. Once members agree on performance
norms, either implicily or explicitly, then members routinely perform tasks according
to those norms. For example, members of problem-solving groups ofien decide carly in
the life of the group that decisions will be made through voting; voting then becomes a
routine part of group task behavior. (Chapter 10 discusses interventions aimed at helping
groups to develop appropriate performance norms.)

55¢ Outputs

Team effectiveness has two dimensions: performance and quality of work life. Perfor-
mance is measured in terms of the group’s ability to control or reduce costs, increase
productvity, o improve quality. It is a “hard” measure of effectiveness. In addition,
effectiveness is indicated by group members” quality of work lfe. It concerns work sats-
faction, team cohesion, and organizational commitment.

550 Alignment

Diagnosing team effectiveness requires assessment of how well the group clements
described above fit with each other.

1. Does the group design fit with the inputs? As shown in Figure 5.2, the key inputs
into group design are the larger organization’s design and culture. Organization
designs and cultures that are highly flexible and promote agile and adaptive orga-
nizational behaviors generally fit with work groups compased of highly skilled and
experienced members performing highly interdependent tasks. Conversely, organi:
zation designs and cultures that are bureaucratic and support standardized beha-
viors generally align with work groups that have clear, quantitative goals and
norms and structures that support routine task behaviors and interactions.
Although there is litle direct rescarch on these fits, the underlying rationale is
that congruence between organization design and culture and group design sup-
ports overall integration of task behaviors within the organization. When group
designs are not compatible with organization designs and cultures, geoups often
conflict with the organization.** They may develop norms that run counter to
organizational effectiveness, such as occurs in groups supportive of horseplay,
goldbricking, and other counterproductive behaviors.

2. Do the group design components fit with cach other? The nature of a group's
task determines how the design components should align with each other. When
the task is highly interdependent and requires coordination among group mem-
bers, goal clarity, task structure, group composition, performance norms, and
team functioning all need to promote effective task interaction among members.
For example, task structure might physically locate related tasks together; group
composition might include members with similar interpersonal skills and social
needs; performance norms would support task-relevant interactions; and healthy
interpersonal relationships would be developed. Conversely, when a group’s task
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