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Chapter 2 Seminar activity – Restructuring Junction Hotel

Tutor notes

Duration – 50 minutes plus preparation time.

There are three parts to the exercise:

1. Based on the extract from the running case (reprinted on the student worksheet) students should, in groups, try to draw the current structure. Each group will present their drawing of the structure. Slide 1 shows the diagram of the original structure from the book. 

2. Students are asked to think about the problems with the current structure. Problems suggested in the book are:

Too many chiefs at the top—there are too many levels of hierarchy with just one person occupying each level. Meg and Adam both seem to be running the hotel, and bringing in Phil results in another level of management at the top.

Hunter assists Meg, but his actual role in the hierarchy is ill-defined—he seems to ‘float around’ at the side—and similar can be said of Phil, who is assisting Adam.

Linda Wilkinson seems to be overburdened with supervisory responsibility (34 people) in addition to the other tasks she performs.

While this chart outlines the official structure and associated roles and responsibilities at Junction Hotel, it doesn’t tell the full story. People are acting in unofficial capacities not shown by the chart. 

Slide 2 includes dotted lines to show some of the unofficial responsibilities and relationships, described in the book thus:

Meg intervenes regularly in the supervision of reception and cleaning staff. Hunter also tries to influence reception procedures, while Weaver now has responsibility for the development of the fitness centre. It is unsurprising that Wilkinson, although having a huge amount of official responsibility, is confused as to her exact power and authority within the hotel. This is shown with the waiting staff, in particular, where lines of authority are confused between Wilkinson and Graham Effingham. Effingham himself seems to have the future of his restaurant in the hands of Phil Weaver, even though the official organization structure suggests the restaurant is under Effingham’s control.

Overall, there is a picture of confusion, with ill-defined, blurred roles and responsibilities coupled with an unevenly distributed hierarchy that is too narrow at the top and too wide at the bottom.

3. Students are asked to think about how they would restructure Junction Hotel to overcome the problems identified. They should be prepared to explain how their structure will make Junction Hotel easier to manage and overcome the problems identified. 

Slide 3 is the suggested restructure. In the book, the following improvements given by the new structure are suggested:

· The structure creates defined roles. Previously, people have taken on tasks because of who they were or who they knew, or had simply fallen into doing different jobs over time. Now, the role will take precedence, with staff being allocated to appropriate positions. Each role will have a written job description which will outline precisely the tasks to be performed.
· Chance will assume a more hands-on role as General Manager.  Beneath him, the managerial workload will be split more evenly, with new positions and levels of hierarchy being created.
· A Front-of-House Manager will have all responsibility for the reception area, including reception staff and porters. Given Meg’s tendency to concern herself with reception matters, she is deemed most appropriate for this role. From the receptionists and porters, there will be a promotion within each team to the positions of Head Receptionist and Head Porter, each reporting directly to Meg.
· Cleaners and maintenance staff will be the responsibility of a Domestic Manager, a role to be filled by Linda Wilkinson. Promotions within each of the two teams—cleaning and maintenance—will create another layer of hierarchy. Linda will now have a definite and manageable workload. The lines of authority drawn out also mean that Meg no longer has a legitimate cause to interfere in the work of the cleaners.
· Phil Weaver will fill a new role of Business Manager, with responsibility for finance, marketing, and business development. The restaurant and fitness centre will fall under this part of the structure, as will the position of Hotel Accountant. Graham Effingham will remain as the Head Chef of the restaurant, with a Sous Chef and a Maitre d’ forming a further level of hierarchy over the kitchen and waiting teams respectively. This clears up the confusion over who manages the waiting staff, placing them firmly under Effingham’s control. One of the fitness centre staff will be promoted to manager of the fitness centre. Finally, David Hunter will report to Phil Weaver as Chief Accountant; his ‘cosy’ relationship with Meg will be broken up. Both Weaver and Hunter’s uncertain roles within the organization are now cleared up and made definite.
 
At the end of the seminar, if time permits, some general questions can be asked about the consequences of the restructure. For example, how will Linda react to so much of her responsibility being taken away from her? How will Effingham feel about appearing lower in the hierarchy than previously? How will the new structure disrupt the social side of the organization, for example the close friendship between Meg and David? This final discussion encourages students to consider that, whilst a restructure may be rational from a technical point of view, it entails disruption to the human and social side of the organization. 



© Oxford University Press, 2022. All rights reserved.
image1.png
y, OXFORD

UNIVERSITY PRESS





