Question #6

"Discuss the two cases that you read this week, as outlined in the instructions below. Please enter your initial discussion and rebuttals under the topic titled, "What went wrong/right at OURCO?"

Please read and follow the instructions provided in the link below:
Case Study and Outcome Summary
The same instructions are found near the end of Lecture 10 on the Managing Virtual Project Teams page.

Reading Material:
Case Study and Outcome Summary

Introduction to “What Went Wrong, or Right, at OURCO?” 
Please proceed in the following order: 

1. Familiarize yourself with the questions below. 

2. Read the Case Study entitled, "Whether 'tis Nobler to Team." 

3. Then read the Outcome Summary 

4. View the Video Clips 

5. Participate in the “What Went Wrong, or Right, at OURCO?” discussion 

First you need to read the case study entitled, "Whether 'tis Nobler to Team," refer to the questions below as you read. Some of what you read will be of use when you participate in the “What Went Wrong, or Right, at OURCO?” discussion coming up next. 

Use whatever sources you would like to answer the questions and you cite those sources in the discussion, if necessary. 

The Questions
· Do you believe that the team approach will improve the quality of work life for the employees of OEM? Will turnover decrease? 

· What work structure benefits will OURCO give up when they move the OEM group to a Self-Directed Work Team and abandon the Serial Work Structure? 

· What work structure benefits has OURCO gained with the LDP team structured as a Self-Directed Work Team? 

· If you were the project manager for “Project Big Mac” would you have left the OEM groups in their teams or had them revert back to a serial work structure (an assembly line) to better handle the repetitive tasks required in the project? 

· Can you see examples of points from this lecture being used in the case? 

· If you were asked to play the same role as Dr. Morning played and the time was now rather than 1983, would you have made the same recommendations that he made? 

· If the shift from a serial work structure to self-directed work team is successful and the benefits are realized, who do you believe should get most of the credit? 

· If it fails, who should be blamed? Do you think that the shift was successful or a failure? Why? 

Read the Outcome Summary 
Next you will need to read the outcome summary, provided here: Outcome Summary. After reading the Outcome Summary, please proceed to the video clips linked below.
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Whether ‘tis Nobler to Team

An Actual Situation

The situation at OURCO (fictional company name) was "tailor

made" for the consultant that had been hired from the Harvard

Business School. That is, there was a new approach to work

structuring (The Team Approach) being used by OURCO.

OURCO had also, for some time, adopted the older more

traditional Serial Approach to work structuring in all of it functional

operations (manufacturing, administration, engineer-ing, finance,

etc.). OURCO was now in a situation where departments were

being merged through reorganized and the two approaches

would conflict.

Ben Morning, Ph.D., from Harvard saw the potential of this

situation to compare and contrast the two and publish the results

to the business world who were still waiting to see what this new

Team Approach was likely to provide in terms of business efficiencies.

Dr. Morning also saw other possibilities, beyond the obvious monitory rewards, of such an

engagement. The work he was about to undertake could become a "standard" in the world of

business cases. These "standards" had long been used by the business community as guidelines

for organizing tasks or corporate structure. Cases, such as the one that would result from the

engagement, could also be published and used for decades in academia to teach future MBA

candidates the basics of structuring the workforce. Professors who carried out these

engagements and had their names affixed to these "standards" could look forward to a long

tenure as speakers on extended lecture tours.

The Serial Vs Team Approach

OURCO

OURCO is a computer company founded in the 1950's. It has, over the last thirty-five plus years,

grown rapidly to a ranking in "Fortune 100". It has a wide and varied product offering of computer

hardware, software, services and other computer related products.

This document was prepared

by Senior Lecturer,

James F. Cormier.

It should be used to facilitate

discussion of the intricacies in

dealing with situations

involving work structuring

within a business environment.

A Serial Structure is a series or line of tasks. The people working within a serial structure

perform one or two of the tasks. Their measurements deal only with their tasks and are

determined by management.

The Team Approach uses groups of people that share common responsibility for a group of

tasks. They are empowered by management to make all decisions related to the completion of

those tasks. They mutually agree on how the work is divided and how they are to be measured.
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It approaches its marketplace by dividing its profit and loss entities in market groups. There is not

a single market for computers that is not incorporated into one of OURCO's Product Lines. The

two product lines, merging now under a single market group, are Original Equipment

Manufacturer (OEM) and Laboratory Data Products (LDP).

OEM

OEM is the largest of the OURCO product lines. It is one of twelve product lines but generates

one third of the corporate revenue and over a 12th of the profits. OEM offers products to the

segment of the market that takes basic computer products and builds "Value Added" into the

product. "Value Added" usually constitutes hardware and software of the customers' design and

adds functionality to the finished product. Sales to OEMs are basic "vanilla" products, ordered in

large numbers and deliveries are planned to support the OEMs' production and sales schedule.

OURCO OEM sales personnel have been described, in the past, more as order takers than as

Salesmen or women. This is because the orders are always the same, not very complex

technically and administered via multi-year contracts.

LDP

LDP is smaller, in terms of revenue and profit contribution, than OEM, but has a commanding

presence in their market. LDP offers a collection of products that would be used in medical as

well research fields. The typical LDP customer is a hospital, medical school, medical group

practice or any organization that needs a full range of computer functionality, from billing patients

to processing their blood tests. Hardware and software offerings are extensive and how the

finished product is configured is critical. Numerous times in the past a system has been ordered

with a collection of "add-ons" (accessories) that cannot operate together.

An LDP customer will order one system that they believe will handle their needs for the next five

years. The price for such a system is two to three times higher than the more generic offering of

OEM. LDP has a large customer base, but these customers appear once every five years, order

one system and then are not heard from again for another five years.

In short, LDP orders are more complex both technically and contractually and the administration

of these is very active from "quote to cash".

The (new) Technical Group Order Administration & Sales/Marketing Support Group

The OEM and LDP Product Lines are being merged into the Technical Group. Two functions

within each of these product lines, the Order Processing & Sales/Marketing Support Departments

(OA) are also being merged into one.

The task that falls to these two groups is the same. Both departments are responsible for

receiving orders from the customer via the OURCO Sales Group. Both OEM and LDP OA then

process these orders to the point of confirming to the customer that the order has been received,

is correct technically and in its contractual terms and conditions. They also confirm that the order

has been scheduled for production and will be delivered on a date OURCO is now legally

required to meet.
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The Technical Group Order Process

The People - Management & Workers

Tim Camararia, OEM/LDP OA Manager - Tim was the manager for the OEM OA group before

the purposed merger. He has been in the organization for the last five years and has seen the

department grow by "leaps and bounds" during that time. He is very much a "serial approach"

manager. Tim has managed or supervised a number of organizations and always employed the

Serial Approach. He has been described as a "stickler for detail" and his attitude toward the

Team Approach can best be summed up by this quote, "There is no time in a business operation

of all this human relations hand holding bunk!" He has agreed to change the work structure of the

OEM OA people, but only at the urging of his management.

Jim Hancock, OEM OA Supervisor - Jim has held a number of OA supervisory positions over the

years. He has been with Tim for the last two and half. He agrees with Tim's assessment of the

Team Approach. He also agrees with Tim's belief in the need for attention to detail. He plans to

support Tim in implementing the new approach and like Tim he sees little chance for its success.

Joy Williams, OEM OA Supervisor - Shortly after the implementation Jim Hancock was

promoted to OEM OA Manager and hired Joy to fill his supervisory slot. Joy recently received her

MBA from a prestigious university. She is the first woman supervisor that many of the OA team

members have encountered.

John Trewe, LDP OA Supervisor - John is major supporter of the Team Approach. He has been

using teams in his group for over a year and has found it to be "the only way to run any kind of

production unit." He has received a get deal of attention over the last six months due to his use of

this approach. He has lobbied extensively for its use in other groups. He was somewhat

disappointed by the fact that a new merged organization would be adopting the team approach

and he was not asked to head that group.

OA Coordinator I - The workers are divided into three job classifications. OA Coordinator I is the

entry level. The OA Coordinator I is generally assigned the more menial tasks in both OEM and

LDP OA. Most recruits are hired into OURCO from the local area, which have been

predominately "blue collar" mill and factory workers for over a century. All are high school

graduates and about 20% have had a year of college but none have received a degree. Most of

the OA Coordinator I's plan to stay with OURCO for their entire working life. The average

OURCO worker will be promoted two to three times in their career and they start this career at

positions like the OA Coordinator I.

Receive Order Admin Edit Technical Edit Schedule Material

Schedule

Production

(aka "Slot")

Book &

Acknowledge to

Customer
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OA Coordinator II - The OA Coordinator II has more experience and more responsibility. Since

nearly all of the OA Coordinator IIs were promoted from OA Coordinator I, they have the same

characteristics of experience and background.

Technical Editor - The Technical Editors are salaried and this is entry level for lead, supervisory

and management positions at OURCO. The position brings with it responsibility for the ultimate

quality of the product. If a Technical Editor fails to do their job properly than OURCO stands to

lose a great deal of customer satisfaction and revenue. The Technical Editor is traditionally

promoted from the ranks of OA Coordinator and has the same characteristics of experience and

background.

Dr. Morning's Analysis

Ben spent a great deal of time working with and understanding the present and future needs of

the two OA groups (OEM and LDP). His recommendation is that they are kept separate, as

working groups, but both should adopt the Team Approach.

His rationale for the decision was based on a number of factors, but came down to a "Quality of

Work Life" issue. The LDP Group had similar tasks to perform, seemed to be as effective as

OEM, yet they (LDP) had a lower turnover rate. That is, the people of LDP stayed in the

department longer than their counterparts in OEM. So, Dr. Morning reasoned, if all other factors

were equal then the Team Approach would slow the turnover in OEM, save on the costs of

constant retraining and ultimately improve the quality of work life (and morale) for the OEM

employees.

Dr. Morning's Group Comparison

OEM LDP

Present Work Structure Serial Team

Number of Orders per Month 400 78

Average Value per Order $50,000 $100,000

Days to process Order 1.5 4.0

Number of Change Orders per Order 1.3 3.0

Employee Turnover rate High Low

Absentee Rate - days per year 10 7

Average months with OA 6 18

Months training required 1 3

Number of OA Employees 18 9

Job Levels in Group 4 4

Promotion Rate per Year 1 in 3 1 in 7
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The Implementation and Project "Big MAC"

The members of the LDP team moved smoothly into the merged organization and remained as

effective and efficient as before.

The OEM workers were brought together, shortly before the implementation, for a "Teaming

Exercise". In this exercise, they were placed in a conference room and told that their task was to

divide into teams that would be responsible for all OEM OA tasks for a region. There were to be

four regions and each region would account for approximately one-fourth of the orders

generated. All managers and supervisors would be absent from the session, it was up to

individuals to form and populate the teams. They were given the entire day to perform the task,

told that lunch would be sent in and then left to the task. One hour after lunch was served the

group emerged from the conference room with the task completed. They had formed the four

teams and populated them using a "skills required" model. Each team had an equal mix of the

three job classifications required to perform all the tasks for which the team was responsible.

(Note: One of the participants, when questioned separately by Jim Hancock, told Jim that the

selection exercise was completed in the first hour. The group's first decision as a total team was

not to leave the session until after the [free] lunch was served.)

All the teams, both OEM and LDP, participated in Team Approach Training before and after the

implementation. At implementation, the new teams took up their responsibilities and the work

progressed, as before, with no greater or lesser efficiency being noticed in the measurements

produced by the group.

Project "Big MAC" was started in the OEM OA section six months after the implementation. There

had been a growing demand for OURCO product in the OEM market and a shortening supply.

The OA group was challenged with providing scheduled delivery dates that were growing longer

and customers were starting to look elsewhere for their basic products. The situation was

compounded by OEM management's decision to stop all communication of delivery dates while

attempts were made to allocate critically short product fairly to the large and then smaller

customers. Several allocation schemes were attempted and as each was developed the backlog

of waiting orders was processed, the results analyzed, found not to provide the desired result and

then undone to be redone with the next scheme.

This processing, de-processing and reprocessing caused the backlog of unprocessed orders to

grow to levels never before seem at OURCO. The OA work required had passed that which could

be achieved in a normal business day, so the decision was made to move to a "24x7" work

schedule. The OEM OA regional teams were temporarily dissolved and replaced with three

teams to staff the new work hour requirements of two twelve hours shifts.

Three months and six iterations of the order backlog scheduling process were required to

achieve the desired results. The successful completion of "Big MAC" resulted in the teams

returning to their former teams and normal work schedule.

The Harvard Study

One year after the implementation, Dr. Morning came back to OURCO with his staff and a film

crew. He planned to write and publish a case detailing the events at OURCO. He planned to

support the written case with two videos of the LDP and OEM participants giving their

impressions of the situation and outcome. The case was published, the videos were produced

and both have, for many years, been incorporated into the curricula of numerous graduate and

undergraduate programs. Dr. Morning also make's himself and/or his staff available to "guest

lecture" in support of the case presentation.
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Assignment

Read the case and then attempt the questions or read the questions and attempt

the questions as you read the case.

Record your answers. Some will be of use in the Discussion Assignment coming

up next and some are examples of teams and team dynamic we have just

discussed.

Use whatever sources you would like to answer the questions and you should be

prepared to cite those sources should those answers be published in the

discussion assignment.

The Questions:

Do you believe that the Team Approach will improve the Quality of Work Life for

OEM and will turnover decrease?

What work structure benefits will OURCO give up when they move the OEM

group to a Self Directed Work Team and abandon the Serial Work Structure?

What work structure benefits has OURCO gained with the LDP Team structured

as a Self Directed Work Team?

If you were the project manager for “Project Big Mac” would you have left the OEM

groups in their teams or had them revert back to a serial work structure (an assembly

line) to better handle the repetitive tasks required in the project.

Do you believe that the Team Approach will improve the Quality of Work Life for

OEM and will turnover decrease?

Can you see examples of the points from this week’s lecture being used in the

case?

If you were asked to play the same role that Dr. Morning played and the year was

2005 and not 1983, would you have made the same recommendations that the

Doctor made?

If the shift from Serial to Team is successful and the benefits are realized, who

do you believe should get the most of the credit? If it fails, who should be

blamed?

Do you think that the shift was successful or a failure? Why?
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Jim Cormier Whether tis nobler to Team – Out Come Summary

Whether ‘tis Nobler to Team

Outcome Summary

The situation at OURCO never showed the hoped for improvements for the OEM Team. This is

not to say that there were not improvements in the “Quality of Work Life” or operating metrics of

the group. There were improvements in all of these, but not the expected levels.

With the end of the “Big Mac Project,” The OEM Group settled into what could be called “steady

state” for a Self Directed Work Team.

Individual member interviews (shown on the video clips) would lead the viewer to suppose that in

the minds of team members there was little difference in life as Team versus life in a Serial

Structure. Management interviews (see Hancock Video) would show that while many of the

hoped for effects had been realized they did not reach the expected levels. Management also

could not identify a single reason for this lack of total acceptance of the team approach.

Implementation plus Five Years

Five years after implementation it was noted that the OEM OA group continued to be organized

into teams. The operational demands (number of orders, etc.) had doubled and the staff size had

remained the same as at the point of implementation. This productivity gain can be, at least,

partially explained by technology improvements but is, in part, due to the organization of the

group into Self Directed Work Teams.

If “employee turnover” is a gauge of “Quality of Work Life”, it should be noted that longevity

increased and turnover dropped during this period. An example of this is that of the three OEM

Team members interviewed (see OEM Team Members video) who claimed to be looking to leave

the group, two where still there four years after the video was made.

