Problem Solution: Harrison-Keyes Inc.     1

Issue and Opportunity Identification

[Triple click anywhere in this paragraph to begin typing.]

Stakeholder Perspectives/Ethical Dilemmas

[Triple click anywhere in this paragraph to begin typing.]


Frame the “Right” Problem

[Triple click anywhere in this paragraph to begin typing.]


Identify the Alternatives and Benchmarking Validation

[Triple click anywhere in this paragraph to begin typing.] 


Evaluate the Alternatives

[Triple click anywhere in this paragraph to begin typing.] 

Narrowed List of Alternatives

[Triple click anywhere in this paragraph to begin typing.] 


Identify and Assess Risks
[Triple click anywhere in this paragraph to begin typing.] 


Make the Decision

[Triple click anywhere in this paragraph to begin typing.]


Develop and Implement the Solution
[Triple click anywhere in this paragraph to begin typing.]


Evaluate the Results
Table 1
Issues and Opportunities Identification
	Issues
	Opportunities
	Reference to Specific 

Course Concept 

	Harrison-Keyes does not have company wide implementation strategy for their new initiative.
	The implementation plan will need to permeate all parts of the organization.  This creates an opportunity for setting short term wins, developing a rewards system and gaining company wide consensus on the strategy.
	1. The relationship between strategic management and project management: there is a lack of understanding and consensus on strategy among top management and middle-level (functional) managers who independently implement the strategy, They refer to this as the “implementation gap.”
 (Gray & Larson, 2006)



	
	
	

	
	
	

	
	
	

	
	
	

	
	
	




Table 2
Stakeholder Perspectives and Ethical Dilemmas
	Stakeholder Perspectives and Ethical Dilemmas

	Stakeholder Groups with Competing Values
List: Group X 
versus Group Y
	The Interests, Rights, and 
Values of Each Group

	The Ethical Dilemma Based on the Competing Values


	
	
	

	
	
	

	
	
	



Table 3
Table 3

Analysis of Alternative Solutions
[Click Twice on Table to Change, see instructions on next page] 
[image: image1.emf]Maintain technology leadership in 

auto manufacturing



Maintain significant US domestic 

market presence



Expand auto sales to Central and 

South American Markets



Reduce total cost per vehicle by 

reducing labor content cost per 

vehicle

5 4 5 3

A) Hybrid engine mfg in US. Auto 

body mfg in Mexico.

4 1 3 5

3.18  

B) Hybrid engine mfg in US. Auto 

body mfg in Mexico. Other 

technology mfg in Mexico.

1 4 2 1

2.00  

C) Both Hybrid engine & body mfg in 

Mexico as partner, not licensee.

4 3 3 3

3.29  

D) Both hybrid engine & body mfg in 

Mexico, under license.

3 5 4 2

3.59  

E) 

-    

A & D

4 3 3 2

3.12  

A & C

5 5 5 1

4.29  

C & D

5 3 5 3

4.18  

5 = High

4 = Middle to High

3 = Middle

2 = Low to Middle

1 = Low

Alternative Evaluation Matrix

GOALS

Secondary Alternatives

Primary Alternatives

ALTERNATIVES

 Relative Importance (Weight)==>

Final 

Rating

SCALE==>



Table 4
Risk Assessment and Mitigation

	Risk Assessment and Mitigation

	Alternative
	Risks and Probability
	Consequence and Severity
	Mitigation Techniques and Strategies

	
	
	
	

	
	
	
	

	
	
	
	




Table 5
Pros and Cons of Alternative Solutions

	Alternative
	Pros
	Cons

	
	
	

	
	
	

	
	
	




Table 6
Optimal Solution Implementation Plan

	Action Item Deliverable
	Timeline
	Who is Responsible

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	




Table 7
Evaluation of Results

	End-State Goals
	Metrics
	Target

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	









Instructions for the Issue and Opportunity Identification Section (Step 1, Part A):





There is a lot of information in the scenario. In this brief paragraph, isolate the most important events that led you to identify the issues and opportunities you list in Table 1.





Delete this box of instructions before submitting your final paper.











Instructions for the Stakeholder Perspectives/Ethical Dilemmas Section (Step 1, Part B):





You will want to write this section after you have completed Step 9 – the Instructions for Gap Analysis and Estimated Implementation Costs, Evaluation of Results Section.  





In Step 1, Part B, you will discuss whether the solution you selected will actually resolve the ethical dilemmas you identified in Table 2. Explain either how these ethical dilemmas are addressed or why they were not addressed in a concise paragraph.





Delete this box of instructions before submitting your final paper.











Instructions for the Problem Definition Section (Step 2):





A good litmus test for a problem statement is that it should:


1.  be short and easily understood.


2.  be about realizing opportunities.


3.  not reflect a specific solution–it should lend itself to many solutions.





One way to begin to think about how to craft a problem statement is to think about what the organization aspires to be and the range of opportunities it must seize to achieve that vision. If you combine the two ideas into a single thought, ask yourself:





A = What does Harrison-Keyes Inc. aspire to be (e.g., an ebook industry leader, an organization    with a culture that is adaptive to change)?





B = What is the range of opportunities that will help accomplish its vision?  This should focus exclusively on the concepts from the course and should reflect a range of solutions. Avoid stating one specific solution.





Fill in the blanks -----------> Harrison-Keyes will become____(A)____ by ____(B)_____.





Delete this box of instructions before submitting your final paper.














Instructions for Narrowing the List of Alternative Solutions Section (Step 5, Part B):








Choose the best two or three alternatives. Keep in mind you should not have more than three second-tier solutions. Explain your logic in a paragraph or two. 





Delete this box of instructions before submitting your final paper.











Instructions for Analysis of Alternative Solutions Section (Step 5, Part A):





In a concise paragraph, justify the relative importance (weight) that you gave to the goal you ranked highest in Table 3.





Delete this box with instructions before submitting your final paper.











Instructions for Risk Assessment and Mitigation Section (Step 6):





In this step, the two or three remaining alternatives are each evaluated to identify potential risks and negative consequences. Part of benchmarking is to identify potential risks associated with the best practice or process used by real companies. In one paragraph, qualitatively assess the probability and severity of the risks materializing and any mitigating tactics which you fully detailed in Table 4. Be sure to let the reader know how you went about researching the risks and mitigation techniques you are reporting. Use citations as appropriate.  





Delete this box of instructions before submitting your final paper.














Instructions for Selecting the Optimal Solution Section (Step 7):





In Table 5 you identified the pros and cons of your various alternatives. Tell the reader what your solution looks like and describe how it will help the subject company to achieve its vision. Describe how your optimal solution will realize the desired end state and end-state goals. Justify your optimal solution using scholarly terms and concepts from the associated text. Use citations as appropriate. 





It will be very important in the final paper to develop and explain a comprehensive solution. For example, you cannot just say “Harrison-Keyes needs a new implementation process.” You will need to define what that means from the benchmarking and text (probably a paragraph) and then you will need to detail what the solution looks like (a couple of paragraphs) and describe how it will help Harrison-Keyes achieve its strategy and the end-state goals/desired end state. Use citations as appropriate. 





Delete this box of instructions before submitting your final paper.








Instructions for Developing an Implementation Plan Section (Step 8):





You have now built your final recommended solution.  Coming up with a great plan is only part of the challenge for leadership.  A plan that looks great on paper but can’t be implemented is not a great plan. At least half the issue is getting the job done. Your next step is proving how your plan can be implemented and showing the value a successful execution can bring to the organization. Remember that neglecting to provide the organization with sufficient evidence that your plan has the ability to achieve success can diminish your credibility as a leader and inhibit your plan from entering the implementation phase.





As a skilled researcher you can also find articles on strategic implementation, implementing initiatives, and project implementation steps that identify best practices and derailers. Investigate at least one article that includes implementation steps.  Identify any derailers or risks from the article(s) as well.  Use citations as appropriate.  Refer back to Table 6 and remind the reader how your solution mirrors the established practice you identified from your research.





For example, when companies create a new system or process, what steps do they go through?


Identify major deliverables and milestones. 


Develop a timeline


Determine who will do what


Determine what resources will be needed





Delete this box of instructions before submitting your final paper.











Instructions for Gap Analysis and Estimated Implementation Costs – Evaluation of Results Section (Step 9):





Detail for the reader how success will be measured to determine how well the end-state goals were met. Lay out your metrics for measuring success and address the strengths and weaknesses of the chosen metrics.





Important Note Regarding Research:  In order to successfully research examples and or best practices of an implementation plan it will be important to stay on the correct path to obtain the appropriate research information. While conducting your research make a point to focus on the following: how companies have executed a successful implementation plan, what they did, what steps they took, how long it took to do them, what problems they ran into, and how they overcame them. In addition find out how they measured their success of the implementation along the way. Finally after you’ve completed your research, incorporate what you learned to improve your proposed final solution.





Delete this box of instructions before submitting your final paper.



































































































































































































































































































































Instructions for Completing Table 3:





When you summarize your alternative solutions in the table, you will be relating the solutions to your end state goals and will perform a weighted analysis for each alternative. Paraphrase your alternatives and goals so that they easily fit into the table.





Remember, seldom is there a single "best solution." Secondary alternatives integrate the best of various primary alternatives into a "second-order" or "second-tier" alternative. When evaluating alternatives, ask yourself:





How does each alternative meet the end-state goals? 


Are there goals which, if not met, would eliminate the solution?


What are some best-case solutions?


Are there state or federal regulations that may limit my choices?





Choose the best two or three alternatives. Keep in mind you should not have more than three secondary solutions. 





By clicking twice on Table 3 you will be able to enter your goals, alternatives, and the relative importance (weight).  You will only be entering data in the sections with blue type.  The Final Ratings section (yellow tint with black font) automatically calculates the final ratings for each alternative.  





Delete this box with instructions before submitting your final paper.











Instructions for Completing Table 6:





For Table 6 you will consider the steps companies go through to create a new system or process.





In Column One (Action Item Deliverable) you will identify major deliverables and milestones. 


In Column Two (Timeline) you will develop a timeline.


In Column Three (Who is Responsible) you will determine who will do what.








Delete this box of instructions before submitting your final paper.








Instructions for Completing Table 5:





       You need to consider the pros and cons for each alternative that you are considering.





In Column One (Alternative) you will list each alternative you are considering.


In Column Two (Pros) you will list the possible advantages or pros of selecting each alternative.


In Column Three (Cons) you will list the possible disadvantages or cons of selecting each alternative.





Delete this box of instructions before submitting your final paper.














Instructions for Completing Table 2:





This is the section of your paper that will identify the key stakeholders in the Harrison-Keyes Inc. scenario, as well as the primary competing values and rights between pairs of stakeholders that might lead to ethical dilemmas for the organization. Remember that ethical dilemmas come from competing values or rights, both of which are fair and reasonable. There are a number of values to consider that are at the heart of an ethical dilemma in the business setting. Some of these are: accountability, fairness, respect, social responsibility, integrity, and honesty, among others.





When describing an ethical dilemma, tell the reader what values are conflicting or competing with each other and why they are conflicting.





In Column One, Stakeholder Groups with Competing Values, list the pairs of stakeholders at Harrison-Keyes Inc. that have competing rights or values. Limit it to their primary values or rights that are conflicting. 





In Column Two, The Interests, Rights, and Values of each Group, tell the reader what values conflict or compete with each other and why they conflict.





In Column Three, The Ethical Dilemma Based on the Competing Values, explain to the reader the eth        ethical dilemmas that result from the competing values of the stakeholders.








Delete this box of instructions before submitting your final paper.




















Instructions for Completing Table 4:





In this table, the two or three remaining alternatives are listed in Column One.  The potential risks of each alternative are listed in Column Two followed by the probability of occurrence as rated by high, medium, or low.  In Column Three, each alternative will be evaluated the consequences of risk occurring, and if the risk were to occur, the expected severity to Harrison-Keyes Inc. Part of benchmarking is to identify potential risks associated with the best practice or process used by real companies. 





Delete this box of instructions before submitting your final paper.

















Instructions for Completing Table 7:





Think about the specific metrics that will let you know that you have achieved this desired end state. These are your end-state goals. In this scenario, think about end-state goals relative to the concepts of human resources (motivation, rewards, staffing, employee development, and human resources systems) and firm performance. 





Example:


If an End-State Vision is ( Effective employee development strategies that give employees the skills and knowledge they need to support Harrison-Keyes’ strategy


Your End-State Goal is ( Skills and knowledge of employees aligned with Harrison-Keyes strategy


Your Metric is ( Employee skills and knowledge audit scores


Your Target is ( 100% of employees equipped with necessary skills and knowledge





Identify several end states and then list the associated end-state goals, metrics, and targets.





Delete this box of instructions before submitting your final paper.











Instructions for the Alternative Solutions and Benchmarking Validation Section (Step 4):





After conducting your generic benchmarking research for Harrison-Keyes, take this opportunity to use your research and your problem statement to formulate alternative solutions to meet the end-state goals. Make sure to ask yourself during this step, “Do my possible solutions support my problem statement?” Your list of opportunities is a good source of ideas to use when formulating alternatives.





	Example:





Issue: Harrison-Keyes has not institutionalized their strategy which has created barriers between departments as well as between the company and its premier authors.


Opportunity:  Creating a culture of change and anchoring the strategy across the organization provides the opportunity to get all major stakeholders behind the strategic implementation plan.


Alternative Solution:  Adopt a plan for anchoring organizational structure, leadership, and culture to the strategy so it permeates daily decisions and actions in a manner consistent with long-term strategic success.





Here is the standard three-step approach to formulating alternative solutions from your benchmarking data:





Summarize the benchmarking findings. Include the relevant citations expected in all scholarly research.


Explain the relevance of this benchmarking to Harrison-Keyes Inc.


Identify a specific solution that you can detail for Harrison-Keyes Inc. based on this finding.





Delete this box of instructions before submitting your final paper.








Instructions for Completing Table 1:





Begin by creating a list of the strategic implementation concepts from your assigned text, articles, or other sources. Think about how each concept could have an impact on the current and future performance of Harrison-Keyes Inc. In the context of the scenario, determine how the concept reflects both an issue and or opportunity. Place the issue and/or opportunity in the table accordingly in Columns One and Two, providing a brief summary of the concept underlying the issue. In Column Three, provide a brief description of how this concept is creating an issue and reference the specific course concept. See Table 1 for an example.





Delete this box of instructions before submitting your final paper.
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		Alternative Evaluation Matrix

		Relative Importance (Weight)==>				GOALS										Final Rating

						Maintain technology leadership in auto manufacturing		Maintain significant US domestic market presence		Expand auto sales to Central and South American Markets		Reduce total cost per vehicle by reducing labor content cost per vehicle

						5		4		5		3

						0.2941176471		0.2352941176		0.2941176471		0.1764705882		0		17

		ALTERNATIVES		Primary Alternatives

				A) Hybrid engine mfg in US. Auto body mfg in Mexico.		4		1		3		5				3.18

				B) Hybrid engine mfg in US. Auto body mfg in Mexico. Other technology mfg in Mexico.		1		4		2		1				2.00

				C) Both Hybrid engine & body mfg in Mexico as partner, not licensee.		4		3		3		3				3.29

				D) Both hybrid engine & body mfg in Mexico, under license.		3		5		4		2				3.59

				E)												- 0

				Secondary Alternatives

				A & D		4		3		3		2				3.12

				A & C		5		5		5		1				4.29

				C & D		5		3		5		3				4.18

				SCALE==>		5 = High

						4 = Middle to High

						3 = Middle

						2 = Low to Middle

						1 = Low
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