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Facts Surrounding the Case


Chris Peterson, an IT specialist at DSS Consulting, puts together a team that is supposed to work on a product that will be used to revive the position of DSS Consulting, a company that builds products that provide administrative support to small and large school districts. The company is experiencing a transition as the founders have relinquished their roles and have let new individuals, such as Meg Cooke, the new CEO, to take over leadership in the organization. The transition has resulted in performance issues, including a decline in market performance, which calls for a new strategy that will aim at creating superior products aimed at both small and large school districts.


The company has resolved to restructure and put in place cross-functional teams that comprise of skilled individuals from the four functions. Chris has organized a cross-functional team that aims at building an integrated planning and budgeting system for small and large district schools. The team has the experience and competence, but lacks the expertise to realize the product. To address the gap, the team consults with professionals from the functional teams, who are unwilling to provide any support. Also, the CEO, show less interest, but the team continues to work on the product following the positive comments made by stakeholders in the school district.  Chris and the team are motivated, and undertake research to complete the project. Chris is eager to inform Meg that the project is ready for a test. However, Meg requests the meeting and cancels the project, and state that Chris’ team should focus on marketing the company’s products rather than developing them. 
Identification of Key Issues


At DSS Consulting, some primary issues exist as follows. First, the roles are not clearly defined. Meg, the CEO, let Chris work on the project until it is ready to get tested, and did not inform her that the function was not part of the task assigned to her team. Meg hesitated because she did not clearly understand what roles were to be played by the cross-functional team created by Chris. 

An additional issue is the lack of team spirit. The case has shown that the members were rarely interested in what other teams were doing. When Chris and her team members needed support from other parties, including the CEO, they all showed no interest in the project. Some even declined taking up the request seriously, and said they could only address it after they are done with their ongoing activities. 


More so, some communication problems exist in the organization. The individuals who have taken leadership positions are unable to clearly articulate what needs to be done. The communication between Meg and Chris is ineffective, where communication fails to serve its purpose. They do not treat each other respectfully, which is part of the communication process (Fullan, 2011). The behavior needs to change.

Finally, the organization lacks a realizable vision. While Meg seems to know what the company needs to achieve in the coming years, she lacks a clear plan for achieving the goal. Also, she does not know about the teams or individuals that are supposed to realize the desired vision and business goals. As such, the business environment does not have a definitive goal.

The Alternative Course of Actions

Some actions could be taken to ensure that the issues are adequately addressed. First, the clear roles of the cross-functional teams should be defined, and communicated. The roles defined need to align with the overall business strategy that entails the creation of administrative products that meet the changing needs in the education sector. The activity should be spearheaded by the CEO, as she has the authority. 

Also, the cross-functional teams need to be structured collectively. As noted in the case, Chris created her own team, and defined own goals and objectives. When such happens, it is challenging to create a team spirit, as other organizational members are not made to feel as part of the team (Bridges & Bridges, 2017). The approach will help the organization establish collective goals and objectives.

Additionally, the Meg, the CEO, needs to assign specific roles to individuals that are qualified to handle them. For instance, while Chris has the knowledge and expertise, she lacks the skills required in developing a product that will adequately compete in the market. As such, she fits another role more than the one she had assumed. 

More so, the organization needs to establish a clear framework of communication between individuals and the cross-functional teams. As noted, the company does not have a communication mechanism that ensures there is real-time communication and relaying of feedback. Sometimes, a person has to request a face-to-face meeting, which results in delayed support and wasted time. Failure to undertake these actions will result in even more problems and failure to realize the set business goals. 


Further, the organization needs to closely involve the external stakeholders. Chris and her team show how important the insights from the customers are. In this light, the organization should establish a formal approach to engaging the customers. As shown, the founders who have left had contacts that were used to closely involve the customers. The aspect should be continued through establishing a system for closely involving the customers. 

The Evaluation of the Alternative Course of Action


Clearly defining roles is an important course of action that could be taken by the organization. As earlier noted, the organization is in a transition, and needs to clearly define roles in order to make the various teams and individuals to optimally participate. As it appears, the teams are not fully aware of what needs to be done and by whom. To realize change, roles need to be defined, and the various parties empowered to ensure that they can realize the set goals and objectives (Bridges & Bridges, 2017). Notably, the change leader should be at the center of the process, meaning that Meg should play the central role in ensuring each party and team is aware of the desired outcomes. 

Additionally, when defining roles, the cross-functional teams need to be restructured collectively. It means that the leadership needs to work on the new roles together in a bid to foster community and team spirit. As detailed in the case, the company needs team spirit that will enable the individuals to work together towards a common goal. The desired goal must be communicated by the leadership. Meg has the authority and power; thus, she should make the communication. On the other hand, the roles should be assigned to individuals qualified to handle them. It is one area that Meg needs to work on, and stop assuming that the individuals know their roles. As realized with Chris, she and the team have spent time on a product that did not realize the success it anticipated. As such, it is imperative that Meg assigns roles and responsibilities to individuals best suited to them. 

More so, the company needs a clear framework for facilitating effective communication. Notably, when fostering a change process, communication is vital as it enables the parties to stay informed. More so, some of the parties are unaware of the tasks ahead of them; thus, communication provides them with the needed guideline and support (Ogden, Karim, Choudry & Brown, 2007). As the change leader, Meg, needs to be central to the communication process by ensuring that individuals and teams can communicate freely, share ideas, and provide feedbacks. Also, it is imperative to establish a medium of communication that will promote interaction among the individuals and teams to avoid delays in communication, which tend to drag business performance. 

On the other hand, the business needs to establish a customer relationship management system that will bring all potential customers closer to the organization. Chris has demonstrated that the insights from the customers are crucial, as they inform the design of a product or a service. By establishing such a system, the business will find a source of insightful information, regarding the exact needs that must be addressed. 
Recommendation for the Best Course of Action


Clearly defining roles is deemed the best course of action. As learned, the teams and individuals, such as Chris, are not adequately aware of the goals they need to pursue. Chris established her own team, and set the goal that was to be attained. The reactions of the colleagues and the action taken by Meg, indicates the unclear roles in the organization. If Chris had learned about her role earlier, she could have worked on a program or a project that could have beneficial to the business. 

As noted, the roles need to be defined collectively, such that each team and individual know what is expected from them. Meg, the CEO, should be at the center of the activities, and needs to ensure that every party knows what to do during the implementation of the change as well as the realization of the desired business goals. In defining the roles, the parties and teams should be made to understand how the role contributes to the change process, and how it contributes to the eventual outcomes (Spotswood, 2016). Such an understanding is vital as it motivates the team members, which helps is enabling faster implementation of change. 

Further, the clear definition of roles will boost communication between the leader and the teams. The definition of roles is about clear and objective communication about what needs to be achieved. As such, the interactions will result in enhanced team spirit and collective performance, which are needed in order to design products that adequately meet the changing market needs. As the project undertaken by Chris has shown, team performance is essential, as no teams have all that they need. In this respect, the definition of roles should show team and individuals how to work closely together and pursue common goals that are about meeting the changing market needs. Meg should be central to the activities to communicate the new vision, and how it should be attained. 
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