Discussion Topic #2
 Preparation:
Before going any further in this assignment, be sure you have actively read and reviewed all of the materials in the Week Two Readings content area. 

Formatting Instructions:
*From week one 

Structural 


Disciplinary roots - sociology


Frame Emphasis - Rationality, formal roles and relationships


Key Concepts - Rules, roles, goals, policies, technology, environment


Key Frame Processes - Division of labor and coordination of individual 





activities 

Frame is a essentially a mental map - window and tool (Bolman & Deal 2013). see some things that others do not and effectiveness depends on choosing the right tool and knowing how to use it. 

Discussion Topic #2 Prompts
Prompt #1:  What did you learn about organizations, and/or the behavior of individuals within an organization?  How do the ideas presented in Part Two (the Structural Frame) of the B&D textbook enrich your understanding of the ways in which organizations and the people working in them function?

During Part II of our text, I discovered what defines a structural frame and explored its issues, configurations, and its power within teams (Bolman & Deal 2013). The structural frame focuses on an individual making the ‘right’ decision according to his/her role, position or title in the organization. Creating structure within the organization revolves around matching employees to their best roles and relationships (Bolman & Deal 2013, p. 45).


Although the structural frame has historically been successful, I do not consider it my most favored approach. Unfortunately, it does not emphasize the emotional aspect of a job. The structural approach, “may, for example, waste time and money on massive training programs in a vain effort to solve problems that have much more to do with social architecture than with people’s skills or attitudes,” (Bolman & Deal 2013, p. 66). I think people’s emotions strongly affect their productivity in a  work environment. Because this approach fails to acknowledge human relations, I would adopt certain characteristics of the structural frame, including role identification and rationality, but I would also provide an outlet to instill a satisfactory work-life balance. 


A section that I enjoyed reading regarded the power of teams from the structural perspective. Within my studies, the concept of small group management has appeared repetitively. Through workshops, I have been taught similar characteristics when organizing a group or team. Within Chapter 5, Bolman and Deal (2013) identify variables that I have witnessed the positive influence of structure on a small group. I believe that it is imperative, regardless of the leader’s frame or approach, that teams maintain a common goal, plan steps towards that goal, delegate tasks according to special skills, identify how success will be measured and what could potentially deter the team from the aimed success. 


Before my new store manager arrived, my location had gone through 4 managers within the last 16 months. The business lacked structure because the employees were no longer receiving proper, consistent, guidance. The laissez-faire attitude that the managers adopted led to a high turnover rate, a customer decline, and a decrease in employee morale. Previous leader’s poor decisions created structural dilemmas involving, differentiation, lack of clarity, too loose approach, and a goalless and irresponsible environment (Bolman and Deal 2013) Luckily, the organization improved when a young, motivated leader arrived and started to apply the necessary changes to gain its previous reputation back. By communicating effectively, developing roles and responsibilities, providing vision, reiterating standards and policies, and establishing rules, our new manager restructured our store to align with its environment.  

Prompt #2:  How can you apply the concepts that you have learned about in the readings to your personal or organizational life?  Be specific.


I have witnessed application processes of the structural perspective many times within numerous work environments. At my current job, Starbucks, nearly every action an employee carries out is guided by a cycle, sequence, routine, or process aimed to achieve better efficiency, productivity, and consistency. When I disregard the employee benefits and excellent human resources I am offered at my job, I notice that the core of the organization is stems from a structural frame. A pressure encountered is the strategic apex, when, “top management tends to exert centralizing pressures. Through commands, rules or less obtrusive means, top managers continually try to develop a unified mission or strategy. Deep down, they long for simple structure they can control,” (Bolman & Deal 2013, p. 85). It is hard to imagine a massive company like Starbucks as a “simple structure”, but the company has nearly every section of their business organized to have simple and complex tasks, including training, carried out systematically. 


The store I work at is a small, old Starbucks with only 12 individuals on the staff payroll. We function as a small team so it is very important that we train and prepare our new employees the best we can before they are “live” on the floor. Within the last six months, a new, very long overdue, training program became available. No longer are barista trainers reading from a manual, but rather they are actively monitoring/guiding the trainee with the assistance of an interactive computer training program. Having been a barista trainer for more than four years, I can assure you that the restructure of the training program was beyond necessary and is undeniably a vast improvement. 


Improvements in the training program created new opportunities for the instructor to increase their attentiveness while the trainee completes the required sections and lessons. The restructuring eliminated a few of the current dilemmas by filling in gaps of trainer responsibilities and eliminating the lack of clarity and still allowing a proper amount of trainer creativity. The changes also provided the correct balance of excessive autonomy and extreme interdependence (Bolman & Deal 2014). The program provides the trainee with a feeling of independence as they carry out prompts and complete sections. Additionally, the trainer is equipped with autonomy during interactive demonstrations and practice sessions.  
 

Prompt #3: What are the “structural imperatives” identified by Bolman and Deal?  In other words, what is the universal set of internal and external parameters that organizations need to respond to when choosing its structure?  How does structure influence what happens in the workplace?


According to Bolman and Deal (2013), there are six specific dimensions considered to be structural imperatives. During chapter three, I am reminded that  no single approach will consistently lead to organizational success. When speaking of structural imperatives, Bolman and Deal (2013) acknowledge that an ideal structure does not exist, and every organization has to respond, in its own way, to the six universal internal and external parameters (p. 60). “These parameters, or contingencies, include the organization’s size, age, core process, environment, strategy and goals, information technology, and workforce characteristics. All these combine to dictate the optimal social architecture,” (Bolman & Deal 2013, p. 60). When leading with a structural perspective, it is important to identify how the dimensions impact the organizational flow.


When comparing McDonald’s and Harvard on page 58, (Bolman & Deal 2013), we find that two successful organizations structure their businesses entirely different. The size of McDonald’s Corporation, along with its variety of its geographic locations, alter the tactics used to develop the envisioned structure. In order to create consistency most work, “is controlled by technology; machines time the preparation of French fries and measure soft drinks.” This “highly centralized, tightly controlled organization” utilizes to ensure customer satisfaction and guarantee quality standards at all McDonald’s locations, (Bolman & Deal 2013, p. 58). It is clear that McDonald’s has gained success, but they acquired it differently than the powerhouse of Harvard University. 


Considering Harvard is a different business, with different goals and visions, it is no surprise that their structural approach varies in comparison to McDonald’s. Even though Harvard is smaller in size than McDonald’s, their similar administrative groups are considerably more decentralized. Unlike Harvard, McDonald’s major decisions are made mostly by a small staff outside of Chicago. The way Harvard developed its method for managing its organization is nearly incomparable.  Within a few square miles, Harvard controls an assortment of schools from numerous offices. “Each has its own dean and its own endowment and, in accordance with Harvard’s philosophy of ‘every tub on its own bottom,’ largely control its own destiny,” (Bolman & Dean 2013, p. 59). This approach leads to success for Harvard, but when McDonald’s attempted to loosen up on standards and stopped sending out inspectors, the organizational quality deteriorated and some restaurants were in such bad condition that police became involved. When comparing organizations like Harvard and McDonald’s, one begins to understand how the six structural imperatives influence the overall structural frame of an organization. 
Prompt #4:  In Chapter Four, Bolman and Deal describe eight basic structural tensions that organizations face when searching for an appropriate structure.   Consider an organization in your life (perhaps your family, or any other organization with which you are familiar).  Make some connections / discuss this organization in light of at least a few of these structural tensions.


Shortly after graduating High School, I was hired at a local bead shop, Bead Heaven, to make, sell, and fix jewelry. Since the business was family owned it had a different structure than the corporate business I work for today. Throughout my employment at Bead Heaven, I experienced countless frustrations due to the business’s poor management and weak organizational structure. Issues surfaced shortly after my employment and I soon realized that Bead Heaven did not have an effective system, or system at all, to lead its business towards success. 


The first dilemma I experienced was the lack of clarity versus the lack of creativity during my first week training. The rules and polices were unclear and my training was accompanied by three different trainers in four days. It took months for me to feel comfortable and confident completing designated tasks. The training process was unclear, disorganized, and, worst of all, boring. The failure to train me led to the dilemmas of underuse and overload. After training concluded, I was overloaded with information but with no guidance I was being underused as an employee. “If employees have too little work, they become bored and get in other people’s way,” (Bolman & Deal 2013, p. 71). I felt like I only knew how to complete portions of tasks so I did not complete any at all. 


As time went on, another tension derived that can be considered as the “too loose versus too tight attitude,” dilemma. Depending on the manager/boss I was working with, I would either have a strict list of goals, or I was told to find a task myself, which led me to saunter around with no direction. The whole organization was goal-less  and failed at developing a common vision. Since the boss’s did not provide an organizational structure, the employees started lacking commitment and motivation. Sadly, within the three years I worked at this poorly managed, but wonderful establishment, I saw it deteriorate and eventually close its doors. 

Prompt #5:  Throughout your progression in the Organizational Leadership program, you have had a number of courses that include content that could be viewed through the structural frame.  Please highlight what you would consider to be two of the most important things (ideas, concepts, theories, models, processes, skills, etc.) that you have learned in previous coursework that you can relate to the structural frame.  Briefly discuss each key learning, the course where you learned it, and its connection with the structural frame. 

Last semester, I took COM 250, an introduction to organizational communication class. My class spent the semester exploring various approaches to organizational communication studied and practiced throughout history. One of the first methods we studied was the classical approach. For those unfamiliar with the classical approach, it gained popularity during the industrial revolution and is commonly referred to as the “machine metaphor.” Within this approach, organizational focus is placed on employee specialization and standardization, with the notion of replaceability. “When conceptualizing organizations as machines, the same principle holds for the human ‘parts’ that work in the organization. That is, if a worker on an assembly line quits, a machine-like organization can easily replace that worker,” (Bovée & Thill 2015, p. 18). When I first started reading about the structural frame, I was instantly reminded of the classical approach. Similar to the structural perspective, the classical approach emphasizes employee roles and is highly guided by rules, standards, and policies. 


Another concept taught in my COM 250 class was the difference between the human relations and the human resources approach. Although both methods consider the needs of the employees, the human resources approach incorporates characteristics from the classical approach, as well.  While human relations came in response to the classical approach, the human resource approach became a perfect balance of the two. “Human resources theorists recognize that individuals in organizations have feelings that must be considered and also recognize that individual labor is an important ingredient for meeting organizational goals,” (Bovée & Thill 2015, p. 45). The human resource approach is not only my preferred approach to leadership because it considers the employee’s needs, but also because it provides a structure through its job design, style of management, and other organizational factors (Bovée & Thill 2015, p. 45). If the structural frame adopted processes including employee needs, I would favor it more, but it focuses too heavily on the division of labor and role coordination for me to apply it all the time. 

Prompt #6:  How has structure impacted the culture and outcomes (for customers, employees, stockholders, surrounding community and/or any other stake-holders) in an organization with which you are affiliated?  Describe enough of the situation concretely to provide context and use concepts from the readings in your response.


Before January 2015, Starbucks did not allow its employees show their tattoos, wear jeans or facial piercing, or even scarves. As Starbucks continues to shift its standards with the requests of its employees, they now permit workers to show their tattoos (unless deemed inappropriate), wear accessories (scarves, hats, and headbands), and expanded the dress code to include black skirts, shorts, and jeans. These changes may seem small to an outsider, but for an organization that follows standards and procedures mechanically, the changes were anything but small to Starbucks’ employees. Within the decision to update its dress code, Starbucks restructured part of its organization. 


To eliminate structural dilemmas, Starbucks developed a strategy to apply as a buffer. The updated dress code policy integrated employees that had visible tattoos and those who always wanted them. Although Starbucks has provided a welcoming and belonging environment for works and customers alike, the standards and rules of the organization firmly mold it’s employees to fit a certain criteria. Starbucks has established its own culture unlike any community in comparison, and a change in any of its policies is likely to redefine its culture. Starbucks truly attempts to include all stakeholders in the decisions of their company, and that is partially why they have a website called mystarbucksidea.com. This site is mostly advertised towards customers, but it holds a reserved section specifically for employee ideas. This outlet allows individuals to share their thoughts, feelings and ideas with the corporation so that it can be considered and possibly applied. Although Starbucks has provided a welcoming and belonging environment for works and customers alike, the standards and rules of the organization firmly mold it’s employees to fit a certain criteria. 
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