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PART 1

Introduction

The task of “catalyzing action” in an organization begins with a diagnosis of the job and the organization.  This document begins with strategic job and role planning — a dynamic process that allows you to understand the key demands and changes in the job that you will be taking on.  This is followed by an assessment of your current job and roles, an analysis of the organization using the three lenses (strategic design, political, and cultural) and leadership planning.

This leadership diagnosis can be done for an actual job or, as is the case for our class, in conjunction with a case.  It is meant to help assess the major demands and actions that a new leader should take when confronted with a new often unstructured job, a complex organizational context, and immediate leadership expectations.

What will this guide do for you?

1.  Enrich your understanding of the social network in which your job is embedded.

2.  Enable you to decipher what others in your organization expect of you and who other key “stakeholders” of your job are.

3.  Enable you to obtain a deeper understanding of your organization and its dynamics.

4.  Enable you to relate your own and your subordinates’ work to the mission and strategy of the organization.

5.  Enable you to plan effective leadership action, taking into account your job and the organizational context.

Please use this document to help you produce a leadership action plan for Eric Peterson.  This exercise is somewhat time consuming but will become easier over time.  The exercise should help you to do a thorough and accurate diagnosis of the situation that Peterson faces and actions that he should have taken.  In the future this guide can be used as you begin, or simply reassess, a new job where you are expected to be a leader.  It is particularly helpful in changing organizational contexts, in which job and role expectations are often ill defined and rapidly shifting.

Spontaneous Redesign of a Job or Role

by Edgar Schein
The power of job and role analysis was illustrated in another company that had recently lost its vice president for administration. I was working with the company in a one-day workshop on career development. During lunch, the president and his other key subordinates said that they had some business to attend to, and that I could hang around but would have to excuse them while they decided who should replace the lost executive.

It turned out that they had one candidate in mind, Joe, but they had some reservations about him. I listened for about a half hour while they discussed all the pros and cons of giving Joe the job, citing Joe's strengths and weaknesses in general personality terms and in terms of past job history. He was a good manager, but not so good in his external relations; he handled people well; he knew the technical areas of the company well, etc. In general, the picture was very positive, but somehow the group members could not agree that he was right for the job.

At this point, I became curious about the job itself and asked quite innocently what the vice president for administration did, who the major stakeholders surrounding the job were, and what the executives perceived that job to entail in the future. The group members started to list things such as personnel, legal, purchasing, information systems, and public relations. When they came to this last item, someone interrupted and said, "You know, as I think about it, Joe is good in all of those areas except public relations. He is just not good with outsiders and, as we look ahead, those outsider relationship are going to become much more important."

This comment produced immediate agreement from all members and led one of them to the big insight. He asked the group whether public relations had to be part of the job. After only a few minutes thought, the group agreed that public relations did not have to be part of the job, that, in fact, the other parts were growing so rapidly that there already was enough in the job, and that they easily could shift public relations to one of the other senior vice presidents until a person could be found to do solely public relations. Once they had redesigned the job, they immediately reached agreement on Joe's appropriateness for it, and, incidentally, discovered that public relations was going to become so important in the future that they needed a full-time person to handle it.

This example illustrates the importance of doing job and role analysis and planning for key executive positions in a group that has the power to redesign the management system. We often assume that the present structure of jobs is appropriate and reexamine individual jobs only when major reorganizations occur. But restructuring of the sort that this group did will become more and more common as the environment becomes more dynamic and as stakeholder expectations change.

Job-and-Role-Planning-Output As Job Description

This next section focuses on using job and role analysis as a tool for understanding one's job. The importance of this was illustrated by a group of senior managers who were analyzing their own roles as part of a general strategy process. They carefully assessed the stakeholders, the environmental changes that would occur, the changing expectations of the stakeholders, the impact that those changes would have on the job of senior manager, and the qualifications that were crucial in any future holder of the job. All of this was summarized on five flip-chart pages as output from the group discussion.

At the end of the two hours of work, one of the group members said, "You know, I wish that when I received my promotion into this job, someone had handed me something like those five pages. That would have been infinitely more helpful to me in figuring out what I was supposed to do than the job description that was dry, dated, and static. If I could have had the benefit of this kind of thinking, I would have become productive much faster." How many job holders do you think would say the same thing?

Part 2
My Current Job and Roles

Use this document to assess Eric Peterson’s job and roles.

1.  BASIC DIMENSIONS OF MY JOB

Using your job description and anything else (such as performance-appraisal forms), try to identify the primary dimensions of your job. A good way to start is to list your basic responsibilities, then your resources — subordinates, budgets, equipment, etc. — then the main skills, talents, and attitudes you need to do the job.

1. List your basic responsibilities

2. List your primary resources for getting the job done

3. What skills, talents, attitudes, etc., do you need to get the job done?

4. Given the above analysis, to what extent do you have the necessary skills to get the job done?  How can you best use your skills to get the job done?  Where can you get help in areas that you need it?

2.  MY CURRENT ROLE NETWORK AND KEY STAKEHOLDERS

The purpose of this part of the activity is to help you to identify your role network (the people who expect things of you) and, within that network, to identify who your key stakeholders are (those whose own work or life would be upset if you did not meet their expectations).

Notice that although your job is the focus of this analysis, your role network probably will include your family, friends, and some members of the community. They also expect things of you—some of your time, effort, and commitment. In terms of key stakeholders, some of them may be more central than some of the people at your place of work. An example of a role network is provided on the next page.

On the page after the example, draw your own role network. Put yourself in the center and then draw all the members of your role set around you, identifying them either by name or title. Draw arrows from each to you and from you to each of them. Make each arrow more or less thick to represent how important the link is or how extensive the expectations of the stakeholder are.

Think broadly about all possible categories of stakeholders: your superiors on the job, your subordinates, your peers, internal and external customers, internal and external suppliers, vendors, regulating bodies, colleagues outside your immediate job, your spouse or significant person, your children, special friends, and others in the community to whom you are connected.

It is important that you do this thoroughly so that you can appreciate the complexity of the context in which your job is embedded.


























*    In the center one should always place a specific person who may, however, represent a generic role such as first-line supervisor. Or, one may put oneself in the center.

**  The width of the arrow can represent the strength of the relationship.

Sample Role Network of a First-Line Supervisor

3.  DRAW YOUR OWN ROLE NETWORK ON THIS PAGE.

4.  WHO ARE MY CRITICAL STAKEHOLDERS AND WHAT ARE THEIR EXPECTATIONS OF ME?

Go back over your diagram and pick out the five or six stakeholders whose expectations influence you the most. (To help to identify them, ask yourself who would be most upset if you failed to meet their expectations.) Then add yourself, because you also have a concept of your own job and expectations of yourself and are, therefore, one of the major stakeholders.

For each of the critical stakeholders, write down the most important expectations they hold. If you are not sure what their expectations of you are, put down your best guess.

Stakeholder 1:

Major Expectations:

Stakeholder 2:

Major Expectations:

Stakeholder 3:

Major Expectations:

Stakeholder 4:

Major Expectations:

Stakeholder 5:

Major Expectations:

Stakeholder 6:

Major Expectations:

List any additional, important stakeholders below.

ANALYZING ROLE AMBIGUITY, ROLE OVERLOAD, AND ROLE CONFLICT

Once you have identified your role network and the major stakeholders within

it, you will notice that if you scan the various expectations you have identified

three kinds of issues will surface.

Role Ambiguity

One of the first things that you will notice is that—with respect to some stakeholders—you will have trouble figuring out what their expectations of you actually are or will be in the future. This has been called role ambiguity. It is an increasingly important issue in organizations.

If you are experiencing such role ambiguity with respect to selected stakeholders, you have two basic choices:

1. You can develop a communication process to reduce the ambiguity (i.e., you can go to the stakeholders and ask them to share their expectations of you or give them your perceptions and ask them to correct them); OR

2. You can decide to "live with the ambiguity" (and watch the stakeholders' future behavior for clues until you have deciphered what they want).

Obviously, the first alternative is the better way to cope if you have the access and opportunity to obtain "role clarification." You will have to take the initiative, because the stakeholder probably is not aware that his or her expectations of you are not clear to you.

Role Overload

A second issue is role overload. This occurs when you realize that the sum of what your critical stakeholders expect of you far exceeds what you are able to do. If the stakeholders are not equally important, role overload typically is handled by ignoring the expectations of the less important stakeholders. However, this manner of coping often creates difficulties, because the ignored stakeholders may react powerfully to being ignored.

A second coping mechanism for role overload is to compromise on each of the stakeholders' expectations by doing only a part of what each of them expects. Unfortunately, this may make you look relatively less competent in each of their eyes.

The best way of coping with role overload is to communicate the condition to your key stakeholders and to involve them in the process of setting priorities. You need to find out what is most important to them. These stakeholders may not even be aware of one another's expectations of you. Once you have communicated to them that you are overloaded, they can decide between themselves what is most important or they can choose to empower you to make the decision.

Role Conflict

Role conflict occurs when you realize that two or more stakeholders expect things of you that are in conflict with one another. This occurs most often in three forms:

1. What your superiors want is opposite to what your subordinates want.

2. What one of your peer stakeholders wants is in conflict with the expectations of another peer.

3. What one of your critical stakeholders wants is in conflict with your expectations of yourself.

Each of us is a stakeholder in his or her own job, and we have expectations of ourselves. Often, we are unwilling for a number of reasons to do what is expected of us. This leads to ethical, moral, and motivational dilemmas.

In each of these instances, role renegotiation with the stakeholders is essential so that the emotional cost of conflict can be minimized. What this means in practice is that you must find a way to communicate to the various stakeholder how their expectations create conflict so that they can become involved in the resolution or decide to empower you to resolve the conflict. If you act unilaterally to resolve the conflict, you run the risk of disappointing a stakeholder and giving the impression that you are either not motivated or not competent to meet his or her expectations.

A special case of role overload or role conflict occurs when the expectations of your family or friends conflict with the expectations of your work stakeholders. This type of "work/family" overload and/or conflict is becoming more prevalent and will become an even larger problem as organizational boundaries loosen. For example, overload might be reduced if more work is done at home, but working at home may involve assumptions about responsibility and commitment that are out of line with current attitudes about organization/employee relationships. The solution to this kind of problem requires not only an understanding of the future form of organizations but also complex negotiations with both the work organization and the family and, ultimately, some change in cultural assumptions about the nature of work.

Planning

Summarize the most important stakeholders and their expectations.  Summarize key areas of role ambiguity, overload, and conflict.  Produce a plan to meet these expectations.  Include specifics on what you will do and when you will do it.

When you have finished analyzing your current role network, go on to the next step: analyzing the organization.

Part 3
THE ORGANIZATION

Any job diagnosis that does not examine the strategic design, political, and cultural elements of the organization in which the job resides, is incomplete. This section concentrates on this analysis.

STRATEGIC DESIGN

1. What is the organizational design? Include key grouping, linking, and alignment mechanisms, e.g., reward and control systems.  If it is helpful, draw a diagram of the basic organizational structure.

2.  Analyze the key fits:

a)  Does the strategy fit the external environment?

b)  Does the organization fit with the strategy?

c)  Does the grouping, linking, and alignment facilitate the major tasks?

d)  What are the biggest concerns around design?  Fit?

POLITICAL

1.  Who holds power and influence in the organization?  What form does it take?

2.  What are the key areas of conflict in this organization?  Is conflict handled effectively?

3.  Who are my allies and adversaries in this organization?

CULTURAL

1.  List the key artifacts that exemplify the organizational culture for you.
	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


2.  What key values are represented by these artifacts?

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


3.  What key assumptions represent this culture?

a) 














b) 














c) 














d) 














Part 4
Leadership Planning

Now that you have assessed your responsibilities and role network and diagnosed the organization, it is time to think about how to catalyze action in this situation.

1)  Given your diagnosis, what are the three to five key priorities for your organization?

1.

2.

3.

4.

5.

2)  Before moving ahead is there more information that you need to understand the situation?  What do you need to know?

3.  How will you get that information?

4)  Given your priorities, who do you need to work with to get the job done?
	a.
	
	f.
	

	b.
	
	g.
	

	c.
	
	h.
	

	d.
	
	i.
	

	e.
	
	j.
	


5)  How will you manage these relationships?

a.

b.

c.

d.

e.

f.

g.

h.

6.  Given your priorities, what tasks need to be completed by when and at what level of performance?

	WHAT
	BY WHEN
	PERFORMANCE

EXPECTATIONS

	1.
	
	

	2.
	
	

	3.
	
	

	4.
	
	

	5.
	
	

	6.
	
	


7.  What process can you put in place to accomplish those tasks?  Who is responsible?

8.  Given that you are the key role model in this organization, what behaviors and actions do you need to engage in to send the correct messages to your people?

Now your analysis and planning are complete and it is time for action.  Use your action plan to measure how well you achieve your leadership priorities.  As jobs and organizations change rapidly, you should reassess and replan on an ongoing basis.  Good luck.
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