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 2003   Enterprising Intrapreneurship:

Putting Academic Learning into Real World Contexts


The innovation process – business review questions. 
Tutor’s notes

All businesses and organisations face problems with staffing levels and the allocation of work. Well run enterprises keep such issues under review and look for opportunities and economies. These are intrapreneurial activities. This case explores some of the opportunities and constraints for managers in looking for new and innovative changes.  It uses a real situation but participants are not asked to suggest solutions for Jugglelink Inc. This case is about creating the process, deciding what questions to ask and how to proceed such at innovation can occur. 
The real life actions that inspired this case study are described in the tutors notes to be used in the de-briefing session. This describes the situation for individual working in a large organisation (which prefers to remain anonymous) when asked to make changes to roles and staffing levels
The case is designed for use with participants working together in groups of about four to six participants. It is not designed for individual study.  It will normally run well in one three hour session. It is suitable for use with any participant from any academic background where an understanding of business practice is an aim and where the skills enhanced include discussion, negotiation, team working, creative thinking, presenting, criteria based decision making ........

How to run the case study

Please read the  participants handout.

Considerations about its use

It makes good sense to be sure the participants are clear about the learning objectives and to put these upfront. You should be able to answer the participants’ question ‘Why are we doing this?’ positively and knowledgeably. (see also OHT p9)
There are two objectives for participants in this case study:
1. to develop skills in questioning and interviewing.

2. to design a process to gather ideas for innovation through team working.

Skills and knowledge enhanced include:    
· Team working –  your  team has worked together to achieve the objectives

· Interviewing skills, preparation and practice
· Understanding of how businesses make decisions

· Knowledge of interactions within employment situations

· Awareness of how innovative thinking can be used to best effect

· Awareness of how organisations positively encourage intrapreneurship
Note: The development of skills is not the same as learning about a specific technical area. You can examine the way that participants have learnt a subject. You cannot easily examine the skills level that they have achieved. 

This type of exercise extends the skill development process: a participant may understand what a skill is, yet may not be particularly proficient. The route to proficiency is practice, supported by feedback from peers and others, and reflection on what has been attempted.  This point will be worth reinforcing with some groups in your introduction. 
The reflection phase is essential if participants are to develop their skill base effectively, and we suggest that sufficient time be given to ensure that participants do reflect on their development and learning. A participant who reflects well on learning experiences should develop this habit in other areas of their work. Assessing the depth and quality of reflection is more appropriate than attempting to assess their current level of proficiency.

‘To change and to change for the better are two different things’.  Mertvago, P. 1996 Dictionary of 1000 German Proverbs, Hippocrene Books, New York. 
Planning before the case study

There are a number of important issues to think about. These include administration (organizing participants into groups, arranging for papers to be handed out), and the layout of the working space that will be used. Sometimes significant benefit can be achieved by involving a recent graduate or local business manager (they can add reality to the issue anecdotally, and their presence reinforces the view that this case is reality-based, and not just an academic exercise).
Please note that in the Participants Notes  Tasks 2 and 3 have  ‘Hints’. We think these will be helpful for undergraduates in years 1 and 2, but you may want to remove these for more mature students, masters and graduate groups where you could expect them to need fewer prompts. 
Running the Case Study

Suggested timetable (OHT 1  p10)  - this will need adjusting depending on the number of groups. 
Put participants into groups as they arrive. Groups of  6 are ideal.  For the purposes of this exercise, it would be useful if you organize the groups before the session, not ‘friendship groups’ as it offers the participants the opportunity to work in a new group dynamic.  
Handout  the Participant’s Brief.

Introduction – 09:00 – 09:15 (15 mins) this is generous – 10 minutes will do! 
Discussions and Planning - 09:15 – 11:15 (2hrs) Keep the participants in the same room if possible and be encouraging if a group appears not to gel and discuss. 
10.45  Go round the groups and tell them what you want their presentations to focus on.  We suggest half the group focuses on task 3, and half the groups focus on task 4.  Hand out OHT and pens as appropriate.  But make them aware that questions will cover both tasks 3 and 4.   (OHT 3 p12)

Presentations to Management Team - 11:15 – 11:45 (30 mins)  The management team is the whole group and yourself. Ask probing questions, encourage participants to ask questions and give feedback on the presentations.  

Debrief  and reflection – 11:45 – 12:00 (15 mins)

Introduction – you will need to cover the following issues:

· Welcome

· An outline of the case study. 

You, your group, are managers in a large organisation called Jugglelink Inc.  You have a problem. Head office has asked for a reduction in numbers of staff and you are working with a structure that was once viable but with recent reorganisations and changes in the work of the organisation, you need to re-think how to run your department. Morale is very low. You can also see though that there are opportunities for creative re-organisation and that done well the result may be a stronger set of teams.  

Your task explores some of the opportunities and constraints for managers in looking for new and innovative changes at work.  It uses this real situation but you are not asked to suggest solutions for Jugglelink Inc. This case is about creating the process, deciding what questions to ask and then how to proceed so that innovation can occur. 

· The skills to cover - select from above to suit your case. (OHT 1 p10)
· Learning outcomes – again select and be clear about the skills and the business context. 

· Timetable  - use OHT 2,  p11
· By the end of the session you should develop a  better understanding of the need to have criteria based decision making, and you will have developed some criteria; and  an understanding of the development of a policy and implementation plan based on the work place culture and organisational structure.

· Please emphasize that this is taken from a real, national organization for which this was a critical exercise, and it happens everywhere. 

Whilst participants are working in groups:

Please walk around the groups in the first ten minutes and check that each group understands its task – this is time well spent, as confusion at this stage can remove much potential learning if it is not sorted out quickly.

De-briefing
It is absolutely essential to de-brief the skills and learning outcomes before you tell them what actually happened. 

Reinforce messages about negotiation, talking to new people, coming to decision, getting agreement, managing their time between the tasks, how task 2 could be useful preparation before any meeting or discussion,  ……

Make sure there is time to complete the reflection sheet  (p13) 
What actually happened in a the real  large UK organisation.

At the time of this review, there were three Business Service Managers whose jobs and grades were protected. The staff work in the areas of general administration, telephony, catering, facilities management and large-scale projects such as office refurbishments at a cost of up to £1 million. The Regional Business Service Manager, John Newby (not his real name) thought that there were problems with replication of staff and processes, at a time when budgets cuts were being made across the board.

He put forward a suggestion for a staff and resources review and, which was supported by the Regional Management Team (RMT). He was given three months to come up with some ideas.

The Process

1. John ensured that management, staff and trade unions were all involved from the outset. He arranged regular staff meetings and contacted the union every week.

2. The managers and the staff started to gather information about their work. They were asked to look at what happened in each department, what each process was and which staff were involved.

3. Each member of staff was asked how they thought the situation was currently and could it be improved.

4. As a national organisation, the region had to consult Head office in case there were national impacts to any changes they might make. 


For example any changes potential in job grades or reporting lines in this organisation must be dealt with by national personnel which created additional consultations. This sense of inertia became very frustrating for staff who were able to see the benefits for change.

5.
The proposed changes were put forward for RMT approval. At this point, two other departments decided that they wanted to carry out the same process, which again slowed down the process. 

6.
Whilst reviewing all activities, they also looked at strengths and weaknesses of staff.

7.
Staff were asked for ideas for change for improvement – they suggested hundreds of ideas.

8.
John decided to hold evening meetings where staff could freely suggest ideas. He only had his existing budget to carry out this process so he was unable to ‘reward’ his staff in the way that the private sector might. However, he held these meetings at a premiership football ground and a local hotel and a national exhibition centre. He felt that this engendered a feeling of well being.
9.
Every person’s idea was looked at and prioritised into: ‘big wins’; ‘wins’; ‘will look at’. It is a continuous process of improvement.

10. John was determined where possible to move the work to the people, not people to the work which had the benefit of reducing costs and making staff feel secure.

11. From the outset a policy of no compulsory redundancy was reaffirmed to allow staff to think things through positively.

Outcomes  -  this is entirely optional part of the de-brief

1. A report was made to RMT with five options from which to choose

i) do nothing – keep the 54 posts

ii) centralise the services – 42.5 posts

iii) centralise the services and keep 4 managers – 48 posts

iv) keep structures but Regional Office Business Services Manager became  Head of Function – 54 posts

v) reduce by 1 manager at Regional Head office – 53 posts

RMT chose Option 2 – it was the highest risk in the short term but delivered most impacts..

2. Implementation began 1st March 2002

3. For the first time the department are meeting their Customer Service standards.

4. They have moved from 54 to 42 staff without having made any redundancies, saving £280,000 – when they began this process they had many vacancies.

5. Vacated two buildings – saving 500k per annum.

Potential Blockages

1. The status of John’ peers, Business Service Managers in other regions, as this total reorganisation would not allow for promotion for John.

2. Other regions felt that one team of 42 was too large to be workable.

3. Some staff had been through previous reorganisations and were suspicious of change. John too had been through re-organisations and learnt that that there are two key issues to change, consult early and explain the process personally.
This is seen as a very successful project and may now be used as a template in other parts of the organisation.
11.45  Reflection   Please customise the sheet p13 to your participants needs.
The innovation process – business review questions.
Participant’s Notes

This task is about working with people, developing your skills and understanding of individuals and areas for development. You are working in a group of c6 as a  team that has a Manager’s task to deliver. You have the advantages of many brains to work together to present a strong case to your Management Board. The Management Board are all the other groups and they are very scary people who will ask tricky questions.  You are going to prepare a radical plan to make radical changes to your organisation.

By the end of the session you should have achieved two objectives:

1. developed your skills in questioning and interviewing.

2. designed a process to gather ideas for innovation through team working.

You need to read about your ‘organisation’ below, but it will help you to read this if you are clear about your task for the next 2 hours. 

There are no instructions about how you manage your group but you may find it helpful to appoint a chair person and a time keeper. The time keeper should prompt you to get the three tasks done in time for the presentations. 
Your tasks:   (Read through the all tasks first  so you understand your aims)
Task 1    Read the Jugglelink Inc.  brief below.  This case explores some of the opportunities and constraints for managers in looking for new and innovative changes.  It uses this real situation but you are not asked to suggest solutions for the example business. This case is about creating the process, deciding what questions to ask and then how to proceed so that innovation can occur. 

Task 2     The question and answer or interview session. 

You cannot revise a company structure unless you know what people do. You need to ascertain exactly what each member of staff does in their current job and what are their skills? In order to be able to find this information, you will need to devise questions to ask them to find out all you can about their role and how they function in that role.

Based on your questions, the group must then devise a set of criteria for looking at the staff situation so that your decisions are seen to be fair and evidenced.

Hints:

1. Suppose you were asked to do this task somewhere where you work. What questions would you ask fellow employees to find out what they do, what aspects of a job they enjoy, what motivates them and what they might change about a particular role or process? 

2. How would you discover what skills they have but they are not using.

3. The key to this is to make the person feel comfortable. In these situations people can feel threatened. They know that changes are inevitable but are often unsure how it will effect them. Not everyone thrives on a dynamic changing workplace.

4. Setting this scene will need to be reflected in the questions you ask – think very carefully about this. You are trying to find out information but also bring out the best in them.

Please use the attached form Appendix 1 to develop your questions.

Task 3  Making the changes

How will you work in your team to help colleagues at Jugglelink Inc through a potentially difficult period when changes must happen. How can you act intrapreneurially and how can you encourage your team to come on board and make suggestions to help? 

Hints: 
1. Often when organisations are introducing change they will use different methods to ‘help’ the staff. If a brand new team is created, they might go on team-building workshops which range from the standard outdoor pursuits such as raft-building, to something more creative such as a day course with a professional photographer followed by an exhibition of the group’s work.

2. What you need to do is to think about the process and approach to your team. 

3. Some questions to help you focus on this process.

· For example for the Q&A session, would you do it at work? Somewhere else, off-site?

· How would you inform the staff if the project were slipping? Timetable had changed?

· How will you allay their fears and concerns?

· How will you inform them of the changes? Again in the office, somewhere else?

4. What could you do to bring together the new team? Budgets are tight so think creatively. 

Task 4  Sharing your decisions

Your group must prepare a presentation outlining the process you would develop. 
You will be briefed on the topic for your presentation 30 minutes before you present.  
Jugglelink Inc

Your group is considering the options for a Regional Business Manager working for Jugglelink Inc, a large organisation  with 10,000+ staff in England and Wales.  The organisation is the result of a merger of several organisations in the 1990s. The organisation is divided into several regions. Each region has its own regional Head Office and outlying area offices. Each area is divided into district offices.


[image: image1]
National and regional head offices have the following internal structure:
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This structure is also mirrored in to some degree the area offices.

In recent years the organisation has undergone a series of radical changes, usually with policy development at Head Office being implemented at regional levels. There is occasionally some resistance to this as the regions feel that policy developed centrally cannot always reflect actual practise on the ground. 
Head Office ultimately sets the budgets for the regions within which they are bound to operate. As Regional Business Manager, you manage the Legal and Business Services Department in Regional Head Office. Your department covers general administration, telephony, facilities management all legal work and large-scale projects. In other words your staff keep the business running - from duties such as dealing with large numbers of public enquiries to maintaining the fabric of the buildings to all security issues. There is a Business Service Manager in each of the three area offices.

Most of the work carried out by your staff at Regional Head Office is replicated in each of the three areas. For example the organisation issues permits to its staff which they need to carry out site visits. At this point in time one person in all four offices is fully trained to issue permits yet the number of permits issued by those people varies from 20 at one office to 190 at another, thus workloads are uneven.

The organisation is planning for a reduction in numbers so you are tasked with looking at how to reduce the number of employees in your department as a whole. You need to undertake a review. The Regional Management Team has given you three months to complete the task.

Key Facts

There are 220 staff at regional head office and 790 in the three area and district offices.  Each office works to different standards and service levels.  Some things are done well, some not so well.  

· Business Services consists of 54 posts across the Region, 20 at Regional Office and 34 across the areas. 

· There are four teams and there are many different skills within each team. 

· Some members of staff have worked in previous organisations for 30 years, whilst some have been with the current organisation 6 months. 

· Staff morale is low.

· Some staff are members of the trade union.

· Your budget currently stands at £5 million.

· You occupy 12 buildings at a cost of £2 million.

Three colleagues were asked to make personal statements about their roles: 

“I have worked for this company for 32 years and seen a lot of change, some good, some not so good. My job hasn’t changed that much but I have seen plenty of managers coming in with new ideas they want to try. 

I don’t know why people want to change things all the time, why can’t things stay as they are? I have only got 3 years left to go before I retire and I reckon if I keep my head down and do what I’ve always done, they might leave me alone to get on with it.  I’m too old to change, leave that to the younger ones.”  Frank
“I’ve been here just under a year. I love the job, there is so much variety. One day you can be working on reception, meeting new people all the time, another you can be out on site, helping other members of staff sort out their problems.  Before this I was temping, moving jobs all the time. That was no good as sometimes it could take me an hour to get home and I need to pick the children up from the childminders. Now it only takes me one bus to get here. I wouldn’t want to change offices.” Sarah
“There have been a lot of issues in our organisation in general due to re-organisations, staff numbers and budget cuts. However I am looking forward to working with my manager to look at the department and see where we can work most efficiently. If we approach this in a positive way, then everybody should feel secure about the future. I know some people are worried about change and I get the impression that people spend time talking about their concerns which are all speculation at the moment.” Diane

You need to move from 54 to 42 staff without any redundancies to meet a manpower target for cost savings. You currently have 6 vacancies.  Where else might you save money?

You need to act as an ‘agent for change’ – an ‘intrapreneur.’ The difficulty you may encounter is trying to make a difference, with limited resources. 

There are no right or wrong answers to this case study, you will need to think about the process that will bring about change and offer three solutions to the problem. This exercise will be more effective if the whole group gets into the Regional Business managers role. What does he / she need to know?
Appendix 1

	a. Questions about the role

	

	

	

	

	b. Questions about the skills required for the role

	

	

	

	

	

	c. Questions about the individual

	

	

	

	

	

	d. Questions about change

	

	

	

	

	

	


Now create criteria for each of the four categories to help you make changes. Your decisions will need to be seen as being fair and evidenced. 
For example, one organisation rewards its staff for innovative ideas. They will be promoted before those who prove un able to demonstrate that they have been thinking of ways to be more efficient or ways to ‘build the business.’

Criteria 

OHT 1

Objectives for participants in this case study:

1.      to develop skills in questioning and interviewing.
2.  to design a process to gather ideas for innovation through team working.
Skills and knowledge enhanced include:    

1. Teamworking –  your  team has worked together to achieve the objectives

2. Interviewing skills

3. Understanding of how businesses make decisions

4. Knowledge of interactions within employment situations

5. Awareness of how innovative thinking can be used to best effect

6. Awareness of how organisations can positively encourage intrapreneurship

OHT 2
Introduction 09:00 – 09:15                        (15 mins)

Discussions and Planning  09:15 – 11:15     (2hrs )

Presentations to Management Team 11:15 – 11:45 
                                                                   (30 mins)

Debrief and Reflection    –  11:45 – 12:00 (15 mins)

OHT3
Presentations

Prepare a 4 minute presentation that describes your thinking and decision process. 

Groups  A, B, C, D, E    Focus on 
Task 2     The question and answer or interview session. 

Groups  F, G, H, I, J   Focus on 
Task 3  Making changes at Jugglelink Inc
OHTs and pens available
Presentations start at  11.15

Every group will be asked to contribute questions and comments. 
The innovation process – business review questions. 
Reflecting on your understanding of skills, decision making and intrapreneurship.

Take some time to think about how you and your group worked today. 

1. What have you learned about how groups operate during these discussions? 

…………………………………………………………………………………………………………………

…………………………………………………………………………………………………………………
2. What skills would you like to enhance next time you are involved in  group work?
……………………………………………………………………………………………………………….

………………………………………………………………………………………………………………….
3. How well did your group act as negotiators? 

      ……………………………………….…………………………………………………………………………

………………………………………………………………………………………………………………….

4. What have you learned about criteria based decision making?
       ……………………………………………………………………………………………………………….

       ……………………………………………………………………………………………………………….
      5.    What have you learned about business planning and delivery? 

     ………………………………………………………………………………………………………………..

  ………………………………………………………………………………………………………………..
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