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Analysis and intervention proposal for Carparts: Minimax

Introduction

In the course of this analysis and intervention proposal, I will begin by analyzing different 

aspects of the Minimax initiative. I will both point out the strengths of the Minimax initiative, 

which led to some positive changes, as well as point out how the lack of consideration of other 

theories/methods caused less desirable results.    

I will then look more generally at the situation, and describe what could have been done 

differently, and which methods or theories could have been taken into account before the re-

organization to prevent the difficulties the company is now facing. Finally I will propose some 

initiatives which could be commenced now in order to improve the situation.

Before I begin the analysis, I will generally outline the organizational structure of the company, 

and what the targets and motives for the re-organization were.  

Organizational structural design

I will begin by looking at the organization’s structural design. According to Hatch (1997, p. 

192) “An organization’s structural design can be used as a kind of cognitive map of how managers 

think about the internal differentiation and integration of their organization.” To get an impression 

about Carparts’ structural design, I will look at its organizational flow chart, which gives a general 

representation of it’s hierarchy of authority and division of labor (Hatch, 2006). From the 

organization chart, Carparts can be described as having a functional design, which groups activities 

according to a similarity in work functions (ibid). Functional designs can help maximize the 

economy due to the specialization of each group, which limits duplication of effort (ibid). Carparts 

is divided into two main branches: the business branch and the technical branch. Each branch is 

then further divided into sub-branches with middle-managers coordinating integration from the 

different sub-branches. The two branch managers then report to a Chief Executive Officer creating 

a hierarchical structure. The company also has a reasonably high level of formalization and 

centralization, which together with its hierarchical structure would qualify it more as a mechanistic 

organization, according to Burns and Stalker’s differentiation of management systems (ibid).   

Motives and targets for the re-organization

The reorganization of Carparts was mainly due to the increase in competition pressure as a 

result of globalization. The existence of global competitors increases the rate of innovation, and 
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puts a greater pressure on companies to come up with new ideas of how to increase production and 

quality, while reducing costs (Frese in Chmiel 2000). It calls for a higher level of specialization, as 

well as improved technology and the training of employees in new skills (ibid).  

Carparts was forced to devise a new strategy to adapt to the rapidly changing environment. The 

term strategic fit defines a successful strategy as one that “brings what the organization can do (its 

competencies) into alignment with the needs and demands of its environment (Hatch 1997, p. 103).” 

The new strategy, as explained by Carl (CEO), is to “keep fix costs low, quality and flexibility high 

(case, p.4, 9).” Following the strategy-structure ‘fit’ model (Senior in Chmiel 2000) the company 

had to make some changes in its structure, especially in the production, in order to achieve their 

strategy. The decision was made to focus on the core competencies of the company, so plans were 

made to reduce costs by means of structure reduction and staff concentration. The change in 

structure was not a radical or frame-breaking change, as most of the structure remained the same 

(ibid). It did however require a reduction of 20% of the assembly line and maintenance staff and 

their managers. This change can be seen as a converging change, as small-scale changes allowed 

the company to perform more effectively by optimizing the consistencies between strategy, 

structure, people and processes (ibid). The reduction in staff was made possible by an increased 

flexibility of work shifts and the purchase of new technology. 

A: Analysis

In general, it was a positive initiative to change strategy and focus on core competencies of the 

company, as it allowed the company to specialize in producing high quality products. The reduction 

in production staff, as well as their managers, reduced the horizontal differentiation in the 

organization making it easier to integrate and retain control (Hatch 2006). However, the many 

problems Carparts is now experiencing could perhaps have been avoided if certain considerations 

had been taken into account in the more overall structural and organizational design of Minimax. I 

will go further into detail on this topic in the later sections of this report. First, however, I would 

like to bring up various more specific issues included in the re-organization of Carparts.

New technology

 Investment in new state-of-the-art machines was a good initiative and can bring a great 

improvement to production. Wickens (1992) proposes three main benefits of automation through 

technology (Tattersall in Chmiel 2000). First, automation can be used in hazardous or dangerous 

situations to increase safety to humans. Second, automation can improve efficiency, especially 
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when there is a high level of workload. Third, automation can enhance the worker’s performance in 

tasks where the operators may demonstrate limitations in for example memory or attention (ibid). 

 However, there can be a number of drawbacks connected to automation as well, if certain 

considerations are not taken. Automation, when used in certain contexts, can leave the worker with 

feelings of loss of control. In cases of highly automated systems, the reduction in the use of certain 

skills can also lead to an impairment in performance in the case of a system breakdown (ibid). Like 

in the case of Minimax, if the workers do not feel totally comfortable with the machines or if they 

are under a lot of time pressure, they will often return to doing the work manually, therefore not 

utilizing the technology to its full potential (ibid).  To have promoted more positive results, the 

Minimax-creators could have taken some other methods into account while making decisions about 

task allocation.

 In more recent years it has become increasingly clear that it is important to look at technology 

within an over-all systems-based or ‘macroergonomic’ framework (Waterson in Chmiel 2000). The 

Socio-technical systems (STS) approach is a good example of an approach which takes into 

consideration the effects technology can have on the social factors of work and organizational 

concerns. One of its main features is the recognition that “organizations should consider the joint 

optimization and parallel design of both social and technical systems when designing new 

technology.” (Waterson in Chmiel 2000, p. 237) This means it is important that a focus on the 

technical aspects of the system, doesn’t compromise the work of the people doing the job or the 

organization as a whole. Buchanan and Boddy (1983) did a study in a biscuit-making factory, which 

showed that technology can often be a ‘double-edged sword.’(Waterson in Chmiel 2000) When the 

technology performed tasks that were viewed by the doughmen as tedious and repetitive, the effect 

was positive. However, when the technology took over tasks that were viewed as important in terms 

of control and decision-making, it led to jobs that were less satisfying than before the introduction 

of the new system (ibid).  

 By incorporating the STS approach, the management of Carparts could have included the 

employees from the technical branch in the decisions regarding the choice and design of the new 

technology.  This could have been done through interviews with those likely to be affected. The 

management could also have familiarized themselves more with the tasks of the production and 

drawn on the knowledge and skills of the workers to find out how best to utilize the new 

technology. By using a socio-technical tool in a meeting or workshop with the production 

employees, the workers could contribute in brainstorming and evaluating different possible options. 

In this way the best possible investment could be made in terms of machines that increase the 
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production work, and there would also be less resistance from the workers to the new changes 

(ibid).

Flexible shift work

 Another good initiative to increase productivity and decrease costs was the implementation of 

flexibility tools in relationship to shift work. Stand-by and split shifts enabled the management to 

better utilize the machines and to be able to respond to the variations in demand in an effective way. 

One of the negative results of this initiative, however, was already mentioned in the case. 

Employees working hours can easily increase over the official 40 hours a week. Although many of 

them are happy for the extra pay, it is important to look at the results from research investigating the 

effects of shift work on a worker’s well-being. 

 Research has shown that psychological workload cannot be measured in mere hours of work, 

because work hours are not consistently related to stress or health measures.  Shiftwork, especially 

rotating shiftwork, is related to both social problems and increased illness (Karasek, 1990). Recent 

studies have shown elevated incidences of myocardial infarction and coronary heart disease in 

workers who have worked for several years in rotating day and night shifts (ibid, p. 139). Flexible 

shiftwork forces workers into the unfortunate bargain of trading health for productivity (ibid). 

 With these considerations in mind it still might be the management’s choice to implement 

flexible shift work, as it is much more effective for productivity. However, it is then important to 

keep that extra stress factor in mind, and try to relieve some of the stressors elsewhere. As Karasek 

points out, “Adverse physical conditions and shiftwork schedules often exist together with adverse 

psychosocial conditions.” (Karasek, 1990 p. 140)

Safety Precautions and Stress Prevention

 I can see from the case that many initiatives to protect workers against environmental and task 

related hazards have already been implemented, for example the use of hydraulic tools, ear plugs, 

safety shoes and gloves. These are good and important initiatives; however, as can be seen from the 

absentee levels as well as from the interviews, there are definitely some considerations that are 

being overlooked with respect to health and safety regulations.

 To begin with, it is important that the management prioritize workers’ well-being as a separate 

goal in its own right, instead of just an intermediate step on the pathway to profitability (Karasek 

1990). Beyond the clear ethical issues, there are also more economic reasons why this is important. 

With the demographic changes in our part of the world and increasing numbers of people getting 

educated and “overqualified” for manual labor, it will become more and more difficult to find 
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workers to perform this kind of unergonomic work (ibid).  Also from the standpoint of ‘worker as a 

consumer’ a worker’s health and well-being is important to his level of satisfaction as a consumer in 

society (ibid). 

 With this consideration taken into account, it is important to invest not only in preventing 

accidents or hazards but in preventing long-term strain, both physically and in the form of 

psychosocial stress.

- Effective Training

 Odette, the Occupational Safety and Health Manager, mentioned that the workers did not get 

training in ergonomic muscle use with the hydraulic tools. It is important with the implementation 

of new technology that proper training is carried out, also with respect to health and safety 

measures. Lack of training can either lead to injury through misuse of tools or can cause workers to 

go back to using older more dangerous methods because of lack of trust or understanding of the 

new machines (Tattersall in Chmiel 2000). I will address training again later in the intervention 

section.

- Workload

 Another aspect that has a key effect on performance, well-being, health and safety is workload. 

Workload can be described and defined in many different ways. One can also distinguish between 

physical and mental workload (Tattersall in Chmiel 2000). In describing what he calls 

‘psychological job demands,’ Karasek (1990) includes time pressure, stressors from social conflicts, 

job insecurity, and even psychological arousal from physical exertion. However he notes that ‘task 

requirements’ or mental workload is the central component of psychological job demands for most 

workers (Karasek 1990, p.63).  Kramer (1991) gives a simple definition of mental workload as “the 

costs that human operators incur in performing tasks.” (Tatttersall in Chmiel, p. 183) Especially 

when implementing new technology or organizational changes, it is important to use effective 

workload assessment methods to evaluate the effects of these new changes on the individuals’ well-

being and health (ibid). There are many different methods for assessing workload, utilizing various 

techniques such as subjective assessment, performance measures and physiologically based 

procedures (ibid). Choice of the appropriate method depends of the particular task and 

circumstances as well as the aim of the assessment process (ibid). Therefore, when setting daily 

goals for the production workers, it is important for the management to have evaluated the 

workload, taking into account the psychological demands of shift work, heavy physical labor, 

stresses of adapting to new technology, as well the stress connected to job instability, instead of 

only basing the goals upon the number of workers on the job. If proper consideration is not taken, 

workloads can have both acute short-term effects in terms of performance quality, and chronic long-
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term effects in terms of the worker’s health and well-being, which later will also affect productivity 

(ibid).

- Decision Latitude

When the issue of modern work environments causing illness and injury was presented to 

psychosocial researchers, a research project was undertaken where 1,600 randomly selected 

Swedish working men were interviewed in 1968 about their work and about heart disease symptoms 

(Karasek 1990, p.5). The results showed that symptoms for heart disease were most common in 

workers who described their work as both psychologically demanding and low on a scale measuring 

latitude to make decisions (ibid). From these results and numerous other varieties, Karasek 

developed the demand/control model, where psychological demands (which we discussed earlier) 

and decision latitude are seen as two major contributors to whether or not a worker will suffer from 

stress or illness (ibid). An interesting point from their discoveries was that although psychological 

demands, along with time pressures and conflicts, are significant sources of risk factors for coronary 

heart disease, they are not the primary source of risk. In many cases the increase in risk due to 

psychological demands appeared only in interaction with low control on the job (ibid). It can now 

be shown that decision latitude, or how much control one has over job demands and how one uses 

one’s own skills, plays the most consistent role in the development of stress-related illness (ibid).   

This is not only the case in relationship to illness; it also affects productivity levels. In a study 

including i.a. two auto accessories manufacturing firms (Karasek 1981a in Karasek 1990), 

productivity was associated with high job demands only if decision latitude was high. If decision 

latitude was low, then increased job demands only reduced productivity levels (ibid, p. 175). 

This is an especially important area for Carparts’ management to consider, as occupations with 

the lowest decision latitude combined with high psychological workload are found to be machine-

paced operatives such as assemblers and cutting operatives (ibid, p. 42). The assembly line worker 

in the automotive and electrical equipment industries is so low in decision latitude that it is often 

omitted when publicizing the results (ibid, p. 44)!  

Another finding which supported the demand/control model was Dement’s observation in 1969 

that “vital relaxation related to REM dreaming was inhibited if animal subjects were placed on a 

treadmill, with actions as constrained as they are for assembly line workers after periods of 

exposure to extreme psychological stressors (Karasek 1990, p. 39).” The continuation of such 

circumstances eventually led to mental collapse (ibid). 

Based on these findings and the demand/control model, Karasek et al. suggest the restructuring 

of work environments to increase conditions for well-being and health for workers (ibid). With this 

theory taken into consideration, Carparts could have incorporated into the Minimax initiative more 
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decision latitude for the production workers, including more involvement in design and task 

allocation in relationship to the new technology, as well as at least partial influence over the goals 

and details regarding their own work.  These changes could have had a large effect on not only the 

number of sick leaves, but also on the level of engagement from the workers and quality of their 

work.

Social support and work stations

Research has also shown how social support on the job positively affects psychosocial health 

(Karasek 1990). Social support not only acts a buffering mechanism between psychological 

stressors and adverse health outcomes, but it also facilitates active coping patterns that affect both 

health and productive behavior (ibid). As a result of this knowledge, it is a very positive step for 

both health and productivity that parts of the assembly work in Carparts now take place in work 

centers. However there are still many workers, who must work at stand alone centers, and together 

with the intense workload and time pressure, this could be very detrimental for their long-term 

health.

Management feedback tools 

Bente, the business manager, explained to us that the reorganization also included an 

introduction of modern management tools, such as 360 degree feedback. This can be seen as a 

positive initiative, which gives the managers a chance to be evaluated from their subordinates as 

well as their peers and superiors (Fletcher in Chmiel 2000). However, the value gained through 360 

degree feedback depends largely on how it is carried out (ibid). Bente expressed that the 

management only ever receives negative feedback from the production. This is not in itself a 

negative reflection on the feedback system. However it points out that in order for this feedback 

tool to have a positive effect, other aspects of the organization’s structure especially with respect to 

the relationship between workers and management have to be addressed (ibid). 

B1: What could have been done differently?

The conception of Minimax

The first ‘milestone’ which Carl identifies in the reorganization process was finding a manager 

who could conceive and propose a new business concept and manpower planning. (case p. 4, 10-12) 

Carl admitted that they “didn’t know exactly what to look for” (case p. 4, 12) and ended up choosing 

Bente with the help of an Assessment Centre (AC).  
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The first step which could have been taken into consideration here was to do a job analysis, so it 

would be clearer which qualifications and skills they were looking for in a business manager (Lees 

& Cordery in Chmiel 2000). Once a job analysis had been done, it would have been easier to know 

if an AC was the best method to use for appointing someone for the job. The criterion-related 

validity of the AC is strong, more so when predicting potential than actual performance; however it 

is important to remember that its construct validity is typically weak (Anderson & Cunningham-

Snell in Chmiel 2000). This means that the results show more clearly the candidates abilities in the 

specific tasks completed in the AC, rather than a more general evaluation of their skills (ibid). 

Regardless of how Bente was chosen for the job of business manager, I believe the most key 

problem was that she was left to develop the whole concept on her own. As Carl later admitted, 

“Maybe I gave her too much freedom in letting her alone conceive Minimax (case p. 4, 15-16).” 

This was especially problematic as it was the technical branch who suffered the consequence of the 

changes; however Thomas, the technical manager, was not involved in these decisions at all. This 

also caused an imbalance in the structure of the organization. In the mechanistic structural design, 

Bente and Thomas should have equal status. However, letting Bente have full control over the 

Minimax initiative, positioned Thomas in an inferior role to Bente.  

This could have been handled differently by slightly altering the structure. Instead of retaining 

its mechanistic structure based on the strategy-structure fit thesis, Carparts could have changed to 

having a slightly more organic structure, making it more able to cope with change (Senior in 

Chmiel 2000). For example they could have chosen to create a senior ‘management’ team, where 

Carl, Bente, and Thomas would work together to brainstorm and plan the new re-organization and 

how it was to be carried out (ibid p. 355).

Organizational Change

After the construction of the new re-organization concept, the next step would be carrying out 

the organizational change. In relationship to organizational change one can talk about two different 

elements of organizational life: the formal and informal organization (Senior in Chmiel 2000).  

- Organizational Structure

The formal organization consists of the strategy and structure, as well as the organizational 

systems, procedures, financial resources, etc. According to French and Bell (1990) this part can be 

referred to as the visible part of the ‘organizational iceberg’ (ibid). As I previously mentioned, by 

keeping the main functional bureaucratic structure, but shifting it to become slightly more organic, 

Carparts could keep the benefits of its differentiated structure while making it more flexible to 

change in an unstable environment (Hatch 2006). By incorporating, where applicable, project teams 
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or task forces (Senior in Chmiel 2000), it would promote innovation and increase integration 

through decentralizing some of the decisions so that those possessing relevant knowledge could 

communicate directly (Hatch 2006). 

- Organizational Culture

Equally important, however, is the invisible part of the iceberg, the informal organization, 

which can also be called organizational culture. Shein (1992) defines organizational culture as “the 

deeper level of basic assumptions and beliefs that are shared by members of an organization that 

operate unconsciously and define in a basic ‘taken for granted’ fashion an organization’s view of 

its self and its organization (Senior in Chmiel 2000, p. 358).”  

Although, like the invisible part of an iceberg, organizational culture cannot often be seen or 

experienced by those involved, it encompasses almost everything that happens in an organization 

and has large impact on how the organization functions (ibid). Kotter et al., while investigating the 

effects of cultural strength on organizational performance, found that “culture significantly 

influenced organizational performance when it either helped the organization to anticipate or adapt 

to environmental change or interfered with its adaptation (Hatch 2006, p. 189).” Therefore in order 

to bring about any kind of significant organizational change, it is important to address and manage 

the organization’s culture (Senior in Chmiel 2000).  

However, changing an organization’s culture is not easy, as it means changing people’s 

attitudes, beliefs and values (ibid). Therefore, it can be a good idea to carry out an assessment of 

‘cultural risk’ before attempting to initiate a culture change. This assesses the degree to which the 

culture of an organization will support or inhibit the changes being made in the organization (ibid). 

In order to do this one must be able to measure organizational culture and then determine how it 

will influence the organization’s response to the changes involved. Schwartz and Davis created a 

matrix framework in order to do this, where the elements of the proposed strategy changes are 

plotted against their importance to that strategy and the degree to which they are compatible to the 

culture (ibid). After assessing the cultural risk, choices can then be made regarding whether to 

ignore the culture (not recommended in most cases), manage around the culture, try to change the 

culture, or change the strategy to fit the culture (ibid). By analyzing the organizational culture 

before the implementation of Minimax, as well as assessing the cultural risk, steps could have been 

taken to prevent the conflicts which later arose between the Carparts employees and management.  

Organizational Development (OD)

An approach which could have helped Carparts to implement the new changes in its re-

organization is called Organizational Development (OD). OD can be distinguished from other 
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approaches to change in that it is above all “an approach that cares about people and believes that 

people at all levels of an organization are, individually and collectively, both the drivers and the 

engines of change (Senior in Chmiel, p. 368).” In OD, change is seen as an ongoing and cyclic 

process of confrontation, identification, evaluation and action (ibid). It is also firmly based on the 

assumption that everyone who might be involved in the change should be part of the decision-

making process (ibid). This approach could have significantly prevented much of the experienced 

conflict in Carparts, seen as much of the discontentment expressed by the employees from the 

technical branch was due to the fact that they had no influence on the decisions imposed upon them. 

OD is bases on action research and has five stages which continue in a cyclic form so that it is 

always an ongoing process (see diagram) (ibid).  

The OD Model for Change

Source: Fig 15.6 The OD model for change - Barbara Senior in Chmiel 2000, p. 369 

- Stage 1 (a & b) represents diagnosing the current situation and developing a vision for 

change. In this stage it is crucial that the individuals and groups that will be involved in the 

change have been consulted and have given feedback. If not, they would have little or no 

incentive to ‘buy into’ the vision (ibid).

- Stage 2 can be seen as gaining commitment for the vision, where again it is very important 

that people are not merely informed about the vision, but have been adequately involved 

(ibid).
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- Stage 3 is the development of an action plan. In this stage it is important to address 1) who

is to guide the planning and later implementation of the change, 2) what needs to change, 

and 3) where the intervention should take place (ibid). To answer the question of ‘who’ it is 

crucial in the OD approach to have a change agent who has the skills and knowledge to 

facilitate the change. This person need not necessarily be one of the managers and can come 

from outside or from within the organization. The important thing is that they have the 

characteristics and skills necessary to guide the organization through this change process 

(ibid). The responsibilities connected to implementing the change can be organized with the 

help of the ‘responsibility charting’ technique developed by Beckhard and Harris (1987), 

which helps to coordinate the behaviors of all the responsible people involved (ibid). To 

help decide what and where to implement changes, Pugh (1986) created a matrix which 

helps to plan the type of intervention as well as the level at which it should take place (ibid). 

- Stage 4 represents the actual implantation of the change. 

- Stage 5 includes assessing the change, by means of surveys, interviews, performance 

analysis, etc., and reinforcing or consolidating the change. It is important not to expect the 

change to persist if the new behaviors are not reinforced by means of appraisal, development 

and reward systems (ibid).     

B2: Intervention – what can be done now?

Conflict Resolution

On top of all the issues I discussed in the analysis, the main problem Carparts seems to be 

experiencing is conflict between the blue collar (BC) and the white collar (WC) employees, and 

more specifically between the technical branch and the top management. According to Hatch (2006, 

p.279), conflict is in general “centered on some state or condition that favors one group over others 

and occurs when the activities of one group are perceived as interfering with the outcomes or 

efforts of other groups.” Walton and Dutton’s Interunit Conflict Model provides a useful framework 

for assessing the possible sources of organizational conflict, which can thereby lead to intervention 

in those areas (ibid). This model is especially relevant in relationship to Carparts, as their theory 

was based on the study of conflicts between sales and production departments in two firms. With a 

basis in Walton & Dutton’s Interunit Conflict Model from 1969, I have selected the elements from 

the chart which I feel fit most accurately to Carparts’ situation, and have created a model which can 

be used to narrow in on some of the major causes of the conflicts Carparts is experiencing.
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Carparts’ Interunit Conflict Model 

Based on Fig. 8.3 (Hatch 2006, p. 282) 

As seen from the model, the observable indices which we can observe in Carparts’ situation can 

be traced back to different local conditions, of which I have selected those I feel best fit to Carparts’ 

situation. These local conditions can be related back to problems originating from one of six main 

areas outlined by Walton & Dutton (ibid).  

This model can give us a good overview of the situation so that we can focus in on areas of 

intervention to improve the current situation. As shown in the model, the change in the environment 

and the following change in strategy is in itself can be a main cause of conflict, especially when 

jobs are at stake (ibid). Such changes can alter power relations between units, and can easily lead to 

the group characteristics we see between the BC and the WC workers.  

Social Structure

The strategy of the organization can be seen as being very closely linked to the social structure. 

In the case of Carparts, the heavily bureaucratic and mechanistic structure combined with the status 

incongruity between Thomas and Bente lead to many of the problems currently plaguing the 

company. A convergent (or small-scale) change in structure, making the company more organic, for 

example by establishing more project teams, could help relieve some of the conflicts (Senior in 

Chmiel 2000). It would both bring about a slight decentralization, giving the employees in the 

production more decision latitude as well as increasing teamwork and communication among 

employees. The most important structural change, as I mentioned before would be to equalize the 

imbalance between Bente and Thomas’ positions by creating a senior management team, where 

they could work more closely together. 

Context Local Conditions Observable Indices   

¶ environment  
¶ strategy
¶ social structure 
¶ physical structure 
¶ technology
¶ culture 

¶ group characteristics 
¶ goal incompatibility 
¶ status incongruity 
¶ communication

obstacles

¶ distrust/disrespect 
¶ ’we-they’ rhetoric 
¶ lack of 

cooperation
¶ avoid interaction 
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Physical Structure

- Layout and Design

Connected to the issue of social structure is physical structure. Differences in the quality or style 

of the physical settings which differentiate groups can often lead to feelings of superiority or 

inferiority among work units (Hatch 2006). In the case of Carparts, Bente’s office is on the top floor 

of the administration building with a panorama view, while Thomas’ office is in the production hall 

surrounded by the noise of the machines. From a modernist perspective, issues such as proximity 

would be a major problem here, because the more distance separating people the fewer 

opportunities for direct interaction (ibid). From a more postmodern perspective, the differences in 

the quality of the workplaces are status indicators and power symbols, clearly causing incongruity 

in the status between to two managers. In order to improve this situation, I would suggest that Bente 

and Thomas get equal quality working spaces in close proximity of each other, without also being 

too far away from their subordinates.

- Safe work climate

Another intervention method regarding physical structure is the improvement of the work 

climate for the BC workers. Besides ‘good house-keeping’ and the use of safety devices, this 

includes establishing a ‘safety climate’ where there is personal involvement from the management 

in routine safety activities, regular safety training, and where safety and long term health is a 

priority in production scheduling (Chmiel in Chmiel 2000).     

Technology

The choice of technology can also lead to conflict, especially when those who are affected most 

by the change have no say in the design or choice of the technology. Intervention methods which 

could be implemented now would include a good feedback system where the workers involved with 

the technology could report to the management about their experiences with the machines and 

suggests areas for improvements (Waterson in Chmiel 2000).  

- Training programs

Another key area is the implementation of a better training program to help all the workers feel 

more familiar with the machines, so they can use them to their fullest potential. Patrick (1992) 

points out three factors that affect training design:

1) Training content- different content may involve different categories of learning that 

require different training designs. 



15

2) Training methods and strategies- should include pre-training, guidance in the form of 

demonstrations and verbal advice, breaking tasks into parts, determining spacing and 

duration of training, over-training to make sure the skills are resilient to stress and other 

factors.

3) Trainee- it is important to adapt the training to the individual trainee and take into 

consideration individual difference variables such as age, intelligence, and learning 

strategy (Patrick in Chmiel 2000 p. 112-113).  

Culture

Subcultures develop due to divergence in basic assumptions between groups, and this can often 

be the basis for communication barriers and conflicts to arise. In order for Carparts to fully 

understand its organisational culture, I would recommend constructing a ‘cultural web’ of the 

organisation (Senior in Chmiel 2000). The cultural web positions the ‘organisational paradigm’ in 

the center, representing the main philosophy of the organisation, and surrounds it by the 

organization’s stories, symbols, rituals and routines, as well as the more formal structures, control 

systems, etc. Constructing a web takes time, but is well worth it, as it is a very useful tool in 

depicting the current culture and making plans for how one would like to shift the culture in the 

future.

Once Carparts has an idea of what its current culture is like and how they would like to change 

it, I would recommend assessing the cultural risk, which I explained before, prior to trying to make 

any changes. It is important to remember that changing culture isn’t easy, so it is best to chose 

cultural changes that the current culture will be able to support.

Conclusion

As global competition increases around the world, the need for innovation and cooperation are 

becoming increasingly crucial for the survival of smaller companies (Frese in Chmiel 2000). It is 

also becoming clearer how the overall well-being and level of decision latitude of the individual 

employee is influential on the increase of productivity (ibid). Therefore, in order for Carparts to 

evolve with the growing market, it is important to focus on creating a structure and culture that 

promotes cooperation, continual development, and individual involvement at all levels of the 

organization. Utilizing the skills and knowledge of your BC workers by both involving them more 

in decision making, focusing on their needs in terms of health and safety, and increasing their 

possibilities for social interaction can be seen as one large step in the direction of achieving these 

goals.
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