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All exercises collected during the module on Organization. 

Exercise: Delegation of work
Role manager
You have invited co-worker Anna for a conversation at two o’clock. You want to ask her to take an important task which might be just a little bit too difficult for her. Nevertheless you trust with a little help that she can. You ask her to develop a management training plan for middle managers in the whole civil service.


Role of co-worker Anna
Your manager has invited you for a conversation in his office at two o’clock. He said that he want some thing to do with a certain urgency. You are busy with your work and also in the evening you follow a middle management course for which you hope to get your certificate by the end of the month.


Exercise: Optimizing processes by using Swim Lane

1) Estimate the duration of the tasks in Swim lane.
2) Propose optimized process for the Swim lane.



Exercise:  Swim lane

Develop a swim lane diagram for:
Group 1: Process of getting holiday permission
Group 2: From vacancy to selection interview



Exercise: Which S?
Mc Kinsey identified seven factors that have to be tuned.
Identify the right S when some choices are made:

	Which S factor is meant?
	Manchester City, Bayern or Ajax (in 2018)
	Liverpool, Frankfurt or Feyenoord (in 2018)

	
	individualistic
	United we stand

	
	Training on one touch football
	Training on keeping the ball

	
	offensive
	defensive

	
	Young, talented players
	Experienced players

	
	innovative
	stabilized

	
	3;3;4
	5;3;2

	
	Skilful intelligent forwards
	Big and strong defenders





Exercise: What are the characteristics of an effective and efficient organization?
(exercise in total takes approximately 45 minutes)

a. List individually as many characteristics as you can in 5 minutes time
b. Share your characteristics with your neighbour and he/she with you in 10 minutes time. Make together one list with characteristics.
c. Share as a pair the list with another pair in 10 minutes time and again come to one list.
d. Share with your group of four your list with another group of four in 10 minutes time and repeat the task to come to one list of characteristics.
e. One of your group of eight write the list on a flip chart. The other group of eight does the same for their group.
f. Ask in plenary which of the characteristics is unclear. One of the owners provide with an explanation.
The trainer provides feedback on both lists and uses it as an introduction to other topics in the organization module


Exercise: Style
Style is one of the seven factors of McKinsey’s theory to analyse the performances of an organization. It is important to have connection between these factors to get effectiveness and efficiency.
Here are five situations on the management style. Which effective alternative action would you choose and why?

Situation 1
The achievements of your group are increasingly visible. You have ensured that all members are aware of their responsibilities and the expected achievement demands made of them.
a. Deal with the group in a friendly way but continue to ensure for clarity on responsibilities and achievement demands.
b. Do not take properly described measures.
c. Do what you can to give the group a feeling of being important and involved.
d. Emphasize the importance of the work and the limited time available.

Situation 2
The members of your group are not able to independently resolve a problem. You usually do not step in. The achievements and the interpersonal relationships have always been good.
a. Work together with the group to solve the problem.
b. Let the group deal with it.
c. Act quickly and determinedly to correct and get things on track.
d. Encourage staff to deal with it and support their endeavours.

Situation 3
You are considering making a change. Your staff have always carried out their tasks well. They do not agree with the need to change.
a. Let the group be involved in the change and do not manage too much.
b. Announce the change and carry it out; keep supervising clearly.
c. Let the group describe which direction to take.
d. Make use of the recommendations made by the group but manage the change yourself.

Situation 4
Your staff, who are normally perfectly able to take responsibility do not react to the norms and demands you have re-established.
a. Allow them their say when re-establishing the norms and do not conduct checks.
b. Describe the norms again and supervise closely.
c. Avoid confrontations and collisions by not exerting any pressure; let the situation go its own way.
d. Make use of the recommendations made by the group but ensure that the new norms and demands are adhered to.

Situation 5
Recent information indicates that there are some internal problems between your staff. The group has attained remarkably good results. Group members have been able to maintain very effective long-term goals. During the last year they have worked together harmoniously, They are all highly qualified for their task.
a. Try out your solution with your staff and investigate the need for a new working method or approach.
b. Allow the group members to investigate what is needed.
c. Act quickly and determinedly to correct and put on track.
d. Contribute to a problem solving discussion and support your staff.



Exercise: Using SWOT (25 minutes)
1. Eliminate “non changeable”
2. Select one weakness (what are criteria selections?)
3. Describe desired result (= objective)
4. How to measure?




Exercise: Action plan after SWOT
1. Identify all stakeholders
2. Action plan
	TIME
	WHAT
	RESPONSIBILITY
	TEAM
	DONE/NOT DONE

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	






Exercise: SWOT analyses
A SWOT analysis can help you defining the strategy of your organization.

Take a good look at the organization you work in.
Define in sub groups of max four in 30 minutes one or more examples of the four blocks in the attached sheet.
[image: TOWS Analysis Template]
Each sub group present their outcomes on the flip chart.
Discuss in plenary the quality and usefulness of the SWOT’s.


Exercise: SWOT exercise 30 minutes
1. Build two groups
2. Agree on “your” organization
3. Do SWOT individually
4. Pin cards
5. Build clusters


Exercise:  Strategic planning and management systems

During the module on organization three strategic planning and management systems have been introduced: the Balanced Scorecard, the 7S framework and the cybernetic model.
a. Prepare in sub groups of max four during 30 minutes a brief example of each of the three systems by looking at one organization where one of you are working.
b. Which of those systems do you find most useful to steer the organization and why do you think so?
c. Discuss the outcomes of a and b in plenary.




Exercise: Objectives
The objectives an organization wants to achieve should be distracted from its mission and vision. From there they define their strategies to achieve that. Objectives are within that the concrete results you want to achieve. In order to measure results you have to define them SMART.

What is your opinion on the following 10 objectives? 
Improve them when you not satisfied.

1. Within three months’ time our company has recruited a new sales manager. 


2. At the end of next year our organization has shown to be unique.


3. Our website contains all information how to define smart objectives at the end of the calendar year.


4. We want to become the best in the market.


5. We want this year 10% more visitors on our website than the year before.


6. All stewards of Georgian Airways are going to follow the latest workshop “Dealing with aggression and violence”.


7. Within three years Dinamo Tbilisi has won the Champions League.


8. The number of registered cases of aggression in our stadium has diminished by 25% compared to the year before. 


9. In exactly two years our company has opened a store in the capital.


10. The sick leave in our organization will diminish by organising physical training during work hours.


Exercise: Organigram

1. What comments could you make about the organigram of the organization you work in?

2. How would you describe the organizational system? (line, staff, functional etc)

3. If you were the director which changes would you make in the organigram?

Can you finally comment on the following concepts used in your organization:
a. Coordination of the activities
b. Description of functions
c. Homogenisation versus differentiation
d. Classification and motive
e. Flat/steep
f. Span of control
g. Organizational system



Exercise: assignment Process control cycle
Q1. Formulate as concrete as possible an objective your department want to achieve. Define that output. Use for this a concrete example from your organization.
Q2. Describe which input is necessary to realize that output.
Q3. In which way does your organization measure to what extent you meet that objective?
Q4. In which way will be decided to a correction on the input on the basis of the result checking?




Exercise: Method for improvement by MBO (management by objectives)
Define a concrete output of your organization/department.
2. What are the core tasks of co workers to realize that task.
3. What are the quantative and qualitive norms for that task.
4. What is the current situation for that task.
5. What is the desired situation for that task.
6. Find the found gaps to work on.
7. How to bridge the gap.



[bookmark: _GoBack]
 
Exercise: Work consultation statements
To which degree do you agree or disagree or have no opinion on the following statements?

a. GOAL
The goal of work consultations is to attain a greater team spirit and hence have greater pleasure from work.


b. AUTHORIZATION TO DECIDE
Work consultations allow people to talk about their work with the boss but naturally he/she is the one who decides. He/she remains the person responsible.


c. FUTURE VISION
Work consultations let you create better relationships and hence probably allow for staff regulation


d. MANAGEMENT VISION
Work consultations are instruments used by Management so that good ideas launched by staff can be taken over.


e. WORK CONSULTATIONS
Work consultations go back to pre-history. If you worked well you always participated in consultations about work.


f. OPENNESS
One condition for work consultations is that people are not afraid to speak out so that information is provided with which something can be done higher in the organization.


g. MOTIVATION
Work consultations form an excellent Management tool to enlarge staff motivation.


h. ORGANIZATION
If the atmosphere in an organization is very open, then you don’t really need structured work consultations.


i. TRUST
For good work consultations it is necessary that people can trust their boss. Given that he/she has supervisory task, it is not strictly necessary that he/she trusts his staff when it comes to their achievements.


j. WORK CONSULTATIONS AT THE TOP
Management does not need to participate in structured work consultations. At all level there are enough meetings.


k. CHAIRMAN WORK CONSULTATIONS
The Head of the Department may not be the chairman of the work consultations. He/she would be tempted to fix matters according to his/her own judgement.
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Strength-Opportunity strategies

Which of the company's strengths
can be used to maximize the
opportunities you identified?

Strength-Threats strategies

How can you use the company's
strengths to minimize the threats
you identified?
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What action(s) can you take to
minimize the company's weaknesses
using the opportunities you identified?

Weakness-Threats strategies

How can you minimize the
company's weaknesses to avoid the
threats you identified?





