Discussion Topic #3
Some Tips for Doing Well on Discussion Topics:
There are seven prompts associated with this discussion topic.  Describe your reactions, perceptions and significant insights gained from Part Three of Bolman and Deal’s textbook, Reframing Organizations – The Human Resource Frame.  Be specific to demonstrate your engagement of the reading.  Your responses to the prompts should not be a summary of what you read (as your professor already knows what the readings say) or a simple “regurgitation” of what you read, but be focused on synthesis and application.
Discussion Topic #3 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 Three (the Human Resource Frame) of the B&D textbook enrich your understanding of the ways in which organizations and the people working in them function?
     Part Three of our text, Reframing Organizations: Artistry, Choice & Leadership (2013), Bolman and Deal examine the Human Resource Frame. Undeniably, this section of the book consists of concepts that I consider most valuable when leading and restructuring an organization. I do not dread the readings of human resource management because I firmly believe its effectiveness. 


Although many concepts were familiar to me in this portion of the text, there were still details that expanded my knowledge of specific topics. Aligning the needs of the organization and the employee is the principal focus within the human resource frame. However, defining what those needs are, is not a simple task. To identify these needs, Bolman and Deal (2013), mention various models of motivation at work that include, Maslow’s Hierarchy, McGregor’s Theory of X and Y and Argyris’ beliefs on personality in organizations. 


Unlike the others listed, I did not recall learning about Chris Argyris and how, “ he saw basic conflict in between human personality and prevailing management practice,” (Bolman & Deal 2013, p. 124). Similar to Maslow and McGregor, Argyris believed organizations treated their employees like children and went against the natural need to self-actualize and gain independence (Bolman & Deal 2013, p. 124). This gentleman had comparable values to mine, which both question the effectiveness of traditional/classical management. 

Prompt #2:  How can you apply the concepts that you have learned about in the readings to your personal or organizational life?  Be specific.
     A leader cannot gain enough experience when interacting with people. Keeping an open mind and experimenting with new approaches will help determine how to handle future situations. The teachings within Part Three (2013), can be especially effective when welcoming and training new employees. As the lead trainer within my organization, I am always altering methods and approaches to fit the needs of the trainee.

     A recently repetitive issue I witness is the hiring of an employee that does not fit the role. Aspects that should have been noticed during initial interviews are overlooked and become an issue once the new hire is behind the counter for the first time. “The organization benefits from a talented, motivated, loyal, and free spirited workforce. Employees, in turn, are more productive, innovative, and willing to go out of their way to get the job done,” (Bolman & Deal 2013, p. 138). The talents the new hires possess are not being utilized in this environment. 

     To put it in perspective, we just hired an employee who just graduated with a teaching degree, is extremely religious, and lacks the confidence to complete even the simplest tasks. There is nothing severely wrong with her personal characteristics, but in our work environment and after only three weeks, they are already conflicting. Since before her interview, this new hire has been actively searching for her dream job of teaching English. A great personal goal, but as a manager, it may surface doubts of keeping her as a long term employee. Second, I support whatever religion or belief an individual may have, but her strict Catholic upbringing has caused her to come off rigid, cold, and harsh, lacking every bit of a sense of humor. Our store is a ‘wild n crazy’ bunch, consisting mostly of young, clues (but determined), individuals who enjoy playing jokes, speaking sarcastically and partaking in outings that usually gather around a bar. Lastly, her timid demeanor makes her question all the actions she takes, decreasing her efficiency by wasting valuable time. 

     When put in an unfitting environment, “many news employees leave, or are terminated, shortly after joining the work force, both sides having learned that a worker does not fit into the firm’s culture and cannot stand its pace,” (Bolman & Deal 2013, p. 142). I hope I am wrong, and this new hire develops a sense of belonging to our establishment, but past experiences and current research have shown when personality does not match a work environment, employees are often dissatisfied and either leave or negatively influence the organization. 

     I think that it is the time I talk to my manager, the one who does the hiring, and confront him about the detrimental cycle I have noticed. Properly communicating my observations will not only shed light on the issue, but it will also show my dedication to improving the organization. Even though he is my superior, it is just as important to considering his needs while we have this conversation. To fix our hiring issues, I would like to offer my assistance during the recruitment process. If my help is declined, I will not get discouraged, but rather emphasize the significance of figuring out what you want in an employee and then being selective when hiring (Bolman & Deal 2013, p. 139 - Exhibit 7.1). 

 

Prompt #3:  List the reasons cited in the text (Chapter 7) as why managers persist in pursuing less effective strategies than those obtained through high involvement, high performance or high commitment management practices.  How have you experienced these organizational pressures in your own work life (please elaborate)?

      Our text considers three reasons why managers continue using ineffective strategies. The first reason mentioned involves McGregor’s Theory X and how managers under this label consider workers to be in strict need of constant guidance. With this perspective, the manager leads with control and consequently develops a fear of losing it. The second reason listed considers the time and persistence of the approaches high commitment managers practice. Instead of investing in their employee’s this type of manager will cut costs by altering strategies, reorganizing, and downsizing. The third factor acknowledges, “the dominance of a ‘financial’ perspective that sees the organization as simply a portfolio of financial assets,” (Bolman & Deal 2013, p. 139). Personally, I think the financial perspective is the most difficult to change because greed usually follows directly behind any financial decision. 

     I have witnessed all three of the listed reasons why managers disregard the need for new strategies. When I worked at a restaurant, as a hostess, I worked under an extremely authoritative man that only required me to stand at the counter, take names, and look pretty. Even though the turnover rate was extremely high, he continued to withhold new responsibilities from me until the day I quit. This same manager at the restaurant also shared the second reason, considering he had the perspective time and resources should be spent on tangible things like remodels, menu updates, and a new name. If he had only read the reviews online, he would have realized most one-time customers complained about the customer service and waiting staff. Another job I worked in high school was Yankee Candle. I have never worked for an organization so driven my sales and numbers. Maybe it was this particular store, but the numbers, promotions, sales prompts and pressures where too much for me to handle. I quit after working there for two months, and I am not a quitter, but I felt the goals were too demanding, and I was ultimately invaluable to the company. 
Prompt #4: As outlined by Bolman and Deal (Chapter 7), although every organization with productive people management has its own unique approach, most of their strategies can be captured in six general strategies.  What are these six basic human resource strategies?  How have you experienced these general strategies in your own work life (please elaborate)?
     Exhibit 7.1 demonstrates specific practices of six basic human resource principles including most variations of a productive people management approach (Bolman & Deal 2013, p. 140). Although it may sometimes seem like an impossible task, a leader can “get it right” by understanding, “the need to develop an approach to people that flows from the organization’s strategy and human capital needs,” (Bolman & Deal 2013, p. 139). The first principle, build and implement a Human Resource strategy is based directly on the people that make up the organization. When an organization adopts a mission statement, they are using a simple way to create a shared philosophy. After this mission statement/philosophy is established, structures and systems must be put in place to standardize adopted approaches that represent the mission statement best. Starbucks mission statement is, “To inspire and nurture the human spirit - one person, one cup, and one neighborhood at a time.” To carry out this statement, employees provide a welcoming environment, follow a “just say yes” policy, and participate in training to identify customer dissatisfaction. 

     As I mentioned in Prompt #2, the hiring of the individual can lead to higher employee satisfaction and long-term organizational commitment. Considering what you want and who you need, as a manager is necessary when interviewing. Additionally, keeping these employees is equally important as hiring them in the first place. At Starbucks, we are rewarded very well added benefits to the list of employee incentive. They also focus on developing their employees, to promoting within, from the day they are first interviewed. Starbucks also provides its employees with stock options, and each employee becomes a shareholder upon hire. “Employee ownership tends to be a durable arrangement and to make the company more stable -- less likely to fail, to be sold, or forced to lay off employees,” (Bolman & Deal 2013, p. 146). When employees hold a percentage of an organization, no matter how small, it will help instill a sense of empowerment, appreciation, and commitment. 


I am fortunate to work currently for an organization that focuses a lot of time and resources investing in its employees. When I first started at Starbucks, I had no interest in developing, or moving up in position or role. I was surprised by how much emphasis was put on it and shoved it off for about two years. After my beloved manager that hired me left, I finally felt the desire to move up to a shift supervisor. “Learning in an organization takes place when three elements are in place: good mentors who teach others, a management system that lets people try new things as much as possible, and a very good exchange with the environment,” (Bolman & Deal 2013, p. 147). During my training, I had two out of three of these things, as I lacked a proper mentor. However, even with an inexperienced new store manager, I was able to complete the training with ease thanks to the strategic management system and ability to practice and adapt to my new role. 


As the book mentions, it is important to empower employees. “Empowerment includes keeping employees informed, but it doesn’t stop there. It also involves encouraging autonomy and participation, redesigning work, fostering teams, promoting egalitarianism, and infusing work with meaning,” (Bolman & Deal 2013, p. 147). I have worked in environments that have exemplified such characteristics and unfortunately I have experienced a workplace that failed in every aspect of empowering its employees. I mentioned before that I worked briefly at Yankee Candle. It is evident the company was financially motivated during my employment, but this did not need to affect the work environment so significantly. Since all actions revolved around numbers, sales employees were uncomfortably interrogated by managers about product information, promotions, and sales goals. Information was exchanged one-on-one, verbally, during shifts while expected to multitask. And even though I was constantly being quizzed, I felt more like a child (back to McGregor and Argyris), than someone who could develop and benefit the company. 


I had the pleasure of working at The Bulls/Sox Training Academy in Lisle, IL for about five years. The combination of basketball and baseball led to gatherings featuring a diverse group of people. Primarily working for the basketball program, I interacted with Hispanics, African Americans, Europeans, and more. I enjoyed it because no matter the individual’s background, they were at The Academy to do the same thing, play basketball. “If a company devalues certain groups, word tends to get out and customers become alienated,” (Bolman & Deal 2013, p. 156). The Academy had an original approach that appealed to all types of customers.  

Prompt #5:  Throughout your progression in the Organizational Leadership program, you have had a number of courses that include content complementary to the human resource frame – perhaps more connections here than with any other frame (in your various leadership courses – and courses like OGL 220 Behavioral Dynamics in Organizations, or BIS 343 Social Processes).  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 Human Resource frame.  Briefly discuss each key learning, the course where you learned it, and its connection with the Human Resource frame. 
     In BIS 343, Social Processes in Organizations, I was required to participate in a group to complete Harvard Business Publishing course pack providing us with a simulation to climb Mr. Everest together. This simulation was a difficult one. Our group did not know what to expect; we only had one opportunity and I do not think any of us had any experience with a similar project. I remember one of the most important lessons being the significance in proper communication. Communicators are, “process-oriented, human resource-frame individuals who serve as facilitators and consensus-builders,” (Bolman & Deal 2013, p. 175). During the simulation, a team member did not properly follow our united decision (whether it was just an error, I don’t know) and ended up hiking alone for weeks, severely increasing our survival risk while decreasing our score. Surprisingly, we still completed the task successfully when we reached the top of the mountain with all group members. 

     In the same class, we focused our attention on how a leader can effective manage group decision-making. Without leadership among members, “a group becomes rudderless or moves or moves in directions that no one supports,” (Bolman & Deal 2013, p. 181). It is important to note the differences between leading individuals and leading teams and I believe it takes a bit more creativity to steer the whole group in the desired direction. “Leadership, whether shared or individual, plays a critical role in group effectiveness and individual satisfaction. Leaders who over control or understructure tend to produce frustration and ineffectiveness,” (Bolman & Deal 2013, p. 181). During my previous studies, I stated group involvement leads to better decisions and in comparison to Bolman and Deal (2013), my thoughts have stayed consistent with my research. 

Prompt #6:  How do the Human Resource aspects discussed work in an organization with which you are (or have been) affiliated?  What sorts of personnel policies and management strategies are espoused theories versus those in use?   (This is about the concept/frame not an HR department.)
   When I worked at a bead store, where I created and fixed jewelry, it was very clear the employees were the reason the business was open so long. With only five employees at the small shop, and only three working full-time, the customers that entered would likely know each worker by name before they left that same visit. This bead store exemplifies how the human resource frame revolves around the fact people and organizations need each other. When the store owner decided to get more involved in the business, she started micromanaging every aspect, including her employees. Consequently, a few months later only I and the first manager that hired me were on the payroll. The store manager was oblivious to her employee’s needs and it caused tension within relationships. “Both individual satisfaction and organizational effectiveness depend heavily on the quality of interpersonal relationships,” (Bolman & Deal 2013, p. 182). With the failure to strategize, develop structure and communicate effectively, I eventually got tired of the confusion and mistreatment and quit. Sadly, about six months later the bead store closed. 

Prompt #7:  How does morale or other human resource issues affect outcomes in your place of employment (for customers, employees, stockholders, surrounding community and/or any other stake-holders).  Describe enough of a situation concretely to provide context and use concepts from the readings in your response. 

     We have one customer that comes into our Starbucks location every day. She is cold in appearance and will not make eye contact with you when she orders her complicated, grande, nonfat, no foam, extra hot, no whip cream, filled to the brim two and 1/4 pump white chocolate mocha. If she sees someone she does not recognize on the espresso bar; she sternly requests another barista to make her beverage. When her drink is handed off, she takes it savagely and sips it immediately. No matter who made her drink, how perfect it is to recipe or how many times she has been to our location, she is never satisfied with the first attempt. It is at the point where I start steaming a second pitcher of milk for her second drink because I know she is going to request another one before I get the chance to make the customer’s drink after her. After the second drink is handed off, made the exact same way I might add, she routinely snatches it and walks out  before I can say, “thank you.”

     Even though I am appreciative of the human resource approach Starbucks has worked so hard to establish, it satisfies customers, while leaving employees with the feeling of helplessness. The human resource philosophy Starbucks has developed, teaches its employees how to handle unsatisfied clients and what actions to take to recover from the bad experience. While other aspects of the job include the acknowledgement of employee needs, in this situation Starbucks is focused on the needs of the customer. 
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