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SECTION A: COMPULSORY

Read the case and answer the questions that follow.
OUESTION 1. Restructuring at Motorola

Competitive pressures from home and abroad have forced many firms to consider
ways to cut costs and eliminate waste. At the same time fins sought ways to cut
costs, they also look for ways to increase the flow of innovative ideas. Many
companies responded to these twin challenges in the 1980’s by reducing the levels of
management and increasing the spans of control. These flatter structures had the
advantages of reducing costs by eliminating managerial jobs ( and salaries) and
increasing the flow of ideas by giving individuals more authority to make decisions.
Reports of the positive results of these restructuring efforts filled the popular press.

Notable success stories include Ford Motor's acknowledgements that its 12 layers of
management should be reduced and brought more in line with Toyotas 7 and Xerox
Corporation’s reduction in middle management. Even those firms with records of
efficient operations announced that they were attempting to do better by reducing the
managers in their organisations. For example, Dana Corporation (an acknowledged
efficiency leader) announced its intention to reduce its five levels of management to
four. These success stories came to the attention of Motorola’s top management, who
instructed the company’s human resources professionals to evaluate potential gains
through flattening the structure.

Motorola’s top management was particularly concerned with how any efforts to reduce
managerial personnel would affect the company’s long standing commitment to
certain values. The company enjoyed the reputation of treating employees with
respect and dignity, including protecting employees who have served the company
well in the past. Any restructuring effort to eliminate managerial jobs would have to be
consistent with the company’s reputation. Top management was also concerned with
how managers themselves would respond to efforts to reduce managerial jobs. Would
they see such efforts as threats, particularly if it meant reducing personnel in their own
departments?

Aware of these issues, human resource professionals devised the following strategy
for dealing with the necessity to cut costs and, at the same time, to adhere to people-
first values. The process consisted of five steps involving the managers and human
resource professional in joint activities:

Step 1: Data gathering on reporting relationship as indicated in the organisation chart,
what actually went on in various units, as distinct from what is supposed to go on.
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Step 2: Analysis. Human resource professionals analysed the charts and identified
issues for discussion with managers. The issues included too many managerial levels,
too narrow span of control and overlapping responsibilities

Step 3. Discussion of the analysis results with various managers and were given
opportunities to explain and clarify relationships shown on the charts.

Step 4: Goals negotiations. As discussions between managers and human resource
staff were problematic, managers were asked to propose solutions. When they
disagreed with the staff, they were challenged to present their own analysis and
solutions.

Step 5. Implementation and tracking. They tracked the changes and the resulting cost
savings from the implemented programme. The sources of the savings were from
management salaries who were not replaced on retirement or transfers. Other savings
came from management replacements by non managers at lower salaries.

Thus through elimination of some jobs and redefinition of others, Motorola succeeded
in its efforts to reduce costs by restructuring its organisation. The restructuring has
caused Motorola’s managers to constantly ask themselves whether they each can
effectively direct one more employee. They ask, “ if | manage five, why not six?”
Results of restructuring have been impressive in economic terms, with savings in
excess of $4.3 million in the first year. it has resulted in other major improvements that
are linked to restructuring.

Questions:
1. Based on the experience of Motorola, can you make the case for flat
organisations being relatively more effective than tall organisations in dealing
with competitive pressures? Explain your answer. (30 marks)

2. If Motorola had not been pressured by competition, would it have restructured

its organisation? Explain your answer. (20 marks)
Total (50 marks)
SECTION B

(Answer any two questions from this section)
QUESTION 2

Discuss how the contemporary approaches of redesigning jobs and
organisations differ from the traditional approaches
(25 marks)
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QUESTION 3

“Usage of power and political influences can aid in influencing positive behaviour
and organisational performance”. Critically evaluate this statement in relation to
any of the organisation(s) you are familiar with in Swaziland. (25 marks)

QUESTION 4

Discuss the usefulness of aiding employees in their career paths within any
undertaking. (25 marks)
QUESTION 5

Explain the meaning of organisational development. (6 marks)

Discuss five (5) organisational development (OD) intervention strategies that are
commonly used by practicing managers. (20 marks)



