Management and Leadership Style of the Head of Bayer Clinical Operations
Introduction
Bayer AG is a strategic management holding company, run by its Board of Management with the goal of increasing the company’s enterprise value and achieving defined corporate objectives. 

Bayer Ag has 3 subgroups, Bayer Healthcare, Bayer Crop science and Bayer Material science. For the purpose of this report, I will be focussing on Bayer Health Care. Bayer healthcare is well known world wide as the makers of Aspirin (pain reliever). They are a German pharmaceutical company founded in 1863 (Bayer, 2009) and a global enterprise with core competencies in the fields of health care, nutrition and high-tech materials.

The company’s products (5000 products) and services are designed to benefit people and improve their quality of life. At the same time, Bayer creates value through innovation, growth and high earning power. In fiscal 2009, Bayer employed 108,400 people and had sales of €31.2 billion. Capital expenditures amounted to €1.7 billion, R&D expenses to €2.7 billion (Bayer, 2009). They also reported strong gains in sales and earnings, first quarter of 2010. Bayer is represented around the world by 302 companies with a global headquarter in Leverkusen, Germany.
Bayer Clinical Operations
The role of Bayer clinical Operations is to execute ongoing & planned clinical trial studies (projects) according to agreed upon timelines, budget, regulatory and legal requirements. The role of the head of GMStM (global monitoring and study management) includes:

Provide strong and visible leadership

Ensure a climate within GMStM which fosters continuous improvement

Build & strengthen relationships both internal partners & external customers
Mission Statement
To develop and maintain a motivated and high performance monitoring and study management team in an open and cooperative environment. This will be achieved through effective leadership, support and inspiring acceptance to change, while implementing process improvements and standardization across the organization. Bayer clinical operations have 3000 employees in 32 countries. I am a global study manager at Bayer with some line management responsibility.

Former Bayer clinical operations department consist of data management, drug safety, statisticians, early clinical drug development team.

New Bayer clinical operations department after the merge with study management and monitoring on the 4th November 2008 consist of global clinical study managers, assistants to study managers, country line managers, clinical monitors, statisticians, data management, drug safety and early clinical drug development team.
Purpose of this Report
The purpose of this report is to examine interactive behaviour at work issues at Bayer Healthcare resulting from the appointment of Julie Roeschen to manage the global monitoring and study management group. This report will focus on the themes relating to leadership styles, power struggles and structures, intercultural differences, employees and employer communication methods and Barriers.
Definition of Interactive Behaviour at Work
According to Guirdham (2002), Interactive behaviour at work refers to the reciprocal communication conduct of two or more people. It covers both their overt behaviour and the factors and processes underlying it. Interactive behaviour at work otherwise known as IBW also extends to the use of communication for purposes such as self presentation, co operation, influencing others, working in groups and leadership. It is important to mention that interactive behaviour at work also deals with a number of models and theories to cope with the above mentioned issues. For example the social exchange theory, transactional theory, Quinn’s model of leadership and equity theory.
Background

Bayer Healthcare
Bayer’s acquisition of Schering AG became official in March 2006, creating Bayer Schering Pharma. On the 4th November 2008, the global study management group in charge of monitoring and study management (i.e. a group of 500 employees) was combined with the global clinical operations group (i.e. a group of 2500 employees). The reason for this merge is to promote efficiency and transparency and to ensure optimal operations within the organisation.

The new global clinical operations group was managed by Julie Roeschen who is based in New York and although all affiliates of Bayer Schering Pharma had line managers who made decisions on travel, project allocation and other major country activity when the old structure was in place, with the new structure all decision making must be done by Julie Roeschen.

Julie Roeschen’s style of leadership and micromanagement meant that no country line manager had the authority to approve local travel, employee expenses and other local task which involves financial liability. All major activities and most minor activities from study managers, clinical monitors and line managers of 32 countries (i.e. Bayer affiliates) must be approved by her.
Definition of the themes:
I have identified the following behavioural issues for evaluation:
Leadership Styles and Power Struggles:
Micro management

Power struggle between the global head and local Country line managers

Inappropriate leadership style from the head of global monitoring and study management, Julie Roeschen

Unclear definition of goals and objectives from Julie Roeschen

Lack of prioritization by Julie Roeschen leading to severe delays in major activities which has both financial and operational cost implications
Intercultural differences:
Bias is introduced as some countries get preference over others
Employees and Employers communication methods and barriers:
Lack of ownership / commitment to certain tasks as line managers have no clear definition of their roles and responsibilities.
Evaluation

Leadership style and power struggles

Problem Identification
Bayer operates a hierarchical organisational structure where every entity in the organisation except one, is subordinate to a single other entity. In Bayer, the hierarchy consists of a singular group of power at the top (Julie Roeschen) with subsequent level of powers beneath them (local country line managers). A true hierarchy of authority according to Stewart R, (1999) makes for a sharp distinction between administrators and the administered or between management and workers. Within the organisation ranks, there should be clearly defined levels of authority. This structure is quite common with large organizations such as government bodies, organised religion and pharmaceutical companies.

Whilst there is an advantage to having this structure, i.e. the streamline of communication to the global head, this advantage is also a major limitation.

With the new Bayer clinical operations, although there is a hierarchal structure, the subordinates (Country line managers), do not have any local powers to make decision on a Country level. This meant that all decisions are made on a global level for 3000 employees in 32 Countries. It is not common practice in large organisations to have one person make the decisions from a central point without local input as this creates discontent within the team and gives too much power to one individual. The Country line managers are also being micro managed as they have to give a weekly account of their day to day tasks to Julie Roeschen at the end of the week, this puts unnecessary pressure on the country line managers and also on the rest of the team especially when we have tracking systems in place to track the progress of all activities.
Strategic Implication of the problem
Bayer clinical operations function can be outsourcing to a service provider if performance of the group continues to be poorly managed

Impersonal relations can lead to stereotyped behaviour and a lack of responsiveness to individual incidents or problems

According to Kotter (1996), a leader accomplishes goals through other people by aligning, motivating, and setting them in the right direction. Christian Kraus was the former head of global monitoring and study management before the merge of the group and he was a democratic leader. He openly discussed issues with group members and welcomes their input on decision making activities. In the last few months (January 2010), Julie Roeschen’s autocratic leadership style has come under scrutiny and severe criticism from Bayer global senior management and other Bayer stakeholders.
Leadership Theories
Psychologist Kurt Lewin (1951) studied leadership methods by designing an experiment to compare autocratic and democratic leadership styles. As the experiment progressed, one of the democratic leaders was recategorised laissez-faire. The three major styles of leadership are:
Autocratic leadership
This is an extreme form of transactional leadership, where leaders have absolute power over their workers or team. Staff and team members have little opportunity to make suggestions, even if these would be in the team's or the organization's best interest. Autocratic leadership leads to high levels of absenteeism and staff turnover. For some routine and unskilled jobs, the style can remain effective because the advantages of control may outweigh the disadvantages.
Democratic leadership or participative leadership
Although democratic leaders make the final decisions, they invite other members of the team to contribute to the decision-making process. This does not only increases job satisfaction by involving team members, but it also helps to develop people's skills. Team members feel in control of their own destiny, so they're motivated to work hard. Because participation takes time, it can be quite limiting when urgent timelines are at stake.
Laissez-faire leadership
This French phrase means "leave it be," and is used to describe leaders who leave their team members to work on their own. It can be effective if the leader monitors what's being achieved and communicates this back to the team regularly. Most often, laissez-faire leadership is effective when individual team members are very experienced and skilled self-starters. Unfortunately, this type of leadership can also occur when managers don't apply sufficient control.

According to Uris (1964), effective managers use all three methods of leadership depending on the particular circumstance. Although Christian Kraus democratic leadership style was effective in the global monitoring and study management organisation, I am sure there are individuals within my organisation who felt otherwise and possibly wanted a more autocratic leader as the pharmaceutical company environment is fast paced and everyone is under immense pressure to achieve their goals and targets. Having said the above, Julie Roeschen’s constant autocratic leadership style alienates people and affects employee productivity.

Autocratic leadership should only be used on rare occasions. I, however agree with Uris, that an effective manager uses all three methods of leadership depending on the circumstance.
Diagram illustrating leadership styles source from nwlink.com

Power
Yuki (1989) defines power as an agent’s potential influence over the attitudes and behaviour of one or more designated target persons. Leadership experts report the increased success of what is sometimes considered a feminine style of leadership (Joseph and Nye, 2006).

In terms of gender stereotypes, a feminine style of leadership can be perceived to be cooperative, participatory, integrative and aimed at co-opting the behaviour of followers compared to a patriarchal leadership style which is assertive, competitive and autocratic (Joseph and Nye, 2006) however as women have fought their way to the top of organisations into stereotypically masculine roles, they now more often adopt a male style, violating the broader social norm of female niceness. This is true for Julie Roeschen; her promotion to what was previously a male dominated role within Bayer might have influenced her to adopt an autocratic leadership style. There are five bases of power which was identified by French and Raven in 1960, which laid the groundwork for most discussions on power and authority in the latter half of the twentieth century. These five types of power are coercive, legitimate, reward, referent, and expert. I would describe Julie Roeschen’s position power as coercive.
COERCIVE POWER.
Coercive power rests in the ability of a manager to force an employee to comply with an order through the threat of punishment. Coercive power typically leads to short-term compliance, but in the long-run produces dysfunctional behaviour.

Coercion reduces employees' satisfaction with their jobs, leading to lack of commitment and general employee withdrawal. The use of coercive power results in an atmosphere of insecurity or fear. Coercive power may also materialize as organizations attempt to streamline their operations for maximum efficiency. If employees must be fired, those who fail to conform to the organizational goals for survival will be the most likely candidates for termination. This is true for my department as country line managers have been demoted or made redundant because they openly challenged Julie Roeschen’s leadership style and hard power. Leadership can be perceived to be less heroic, in heroic terms when it involves issuing commands however when it involves sharing and encouraging participation throughout an organisation, it is considered heroic. The behaviour of the global head contradicts the set role for the Bayer clinical operations group (refer to beginning of report) and stakeholders are concerned about the future of the group.
Intercultural differences

Problem Identification
I work for Bayer as a global clinical study manager with some country line management responsibilities however we have a general Country line manager whose responsibility is to support the UK monitoring and study management team and also ensure that all UK team members are allocated projects. When there is a need for a project manager, a request is sent by Julie Roeschen to all Country line managers asking them to put their best candidates forward with information on experience, capacity and availability.

The final decision on who is assigned is now made by Julie. There are no guidelines or formal document in place suggesting how the final decision is made. It has been observed within the global clinical operations group that certain countries are allocated more projects than others even when their lack of resources or capacity to conduct the project is obvious to all.

On one occasion, an oncology project was allocated to a favoured country, i.e. Australia, who then had to request the use of contractors to execute the project as they had no resources at the time. This was surprising because at the time, we had 5 full time permanent staff in the UK all of whom were put forward for the project and none of them were selected. No explanation was provided as to how the selection was made. This is an issue because it has an adverse effect on the team and affects intercultural relations. Employee behaviour can change towards other members working in favoured countries and this would have a negative effect on future collaborations the UK might have with the favoured countries.
Strategic Implication of the problem
Possible high turn over of staff in some countries

If experience on project is ignored, possible data collected at the end of the project might be poor, considering a project can cost as much as £20m from start up to execution (Bayer, 2009) this would have a huge cost implication for Bayer

Future collaborations with favoured countries might be hampered as certain individuals with strong union backings will refuse to work in partnership with the favoured countries e.g. France

According to Hofstede, (1980 – IBM Research), organisations may have strong corporate cultures but if operating in different countries then the culture variations across nations must be taken into account. Prof. Geert Hofstede conducted perhaps the most comprehensive study of how values in the workplace are influenced by culture. He analyzed a large data base of employee values scores collected by IBM between 1967 and 1973 covering more than 70 countries, from which he analysed 50 countries in 3 regions. From the results, Hofstede developed a model that identifies four primary Dimensions to assist in differentiating cultures: Power Distance - PDI, Individualism - IDV, Masculinity - MAS, and Uncertainty Avoidance - UAI. Geert Hofstede, added a fifth Dimension after conducting an additional international study with a survey instrument developed with Chinese employees and managers. That Dimension, based on Confucian dynamism, is called Long-Term Orientation - LTO and was applied to 23 countries. Please kindly refer to appendix C for details on the five Hofstede dimensions.

Geert Hofstede Cultural Dimensions for the United States, 2003.
Result Analysis
There are only seven (7) countries in the Geert Hofstede research that have Individualism (IDV) as their highest Dimension: USA (91), Australia (90), United Kingdom (89), Netherlands and Canada (80), and Italy (76).
 
The high Individualism (IDV) ranking for the United States indicates a society with a more individualistic attitude and relatively loose bonds with others. The populace is more self-reliant and looks out for themselves and their close family members.
 
The next highest Hofstede Dimension is Masculinity (MAS) with a ranking of 62, compared with a world average of 50. This indicates the country experiences a higher degree of gender differentiation of roles. The male dominates a significant portion of the society and power structure. This situation generates a female population that becomes more assertive and competitive, with women shifting toward the male role model and away from their female role.
 
The United States was included in the group of countries that had the Long Term Orientation (LTO) Dimension. The LTO is the lowest Dimension for the US at 29, compared to the world average of 45. This low LTO ranking is indicative of the societies' belief in meeting its obligations and tends to reflect an appreciation for cultural traditions.
 
The next lowest ranking Dimension for the United States is Power Distance (PDI) at 40, compared to the world Average of 55. This is indicative of a greater equality between societal levels, including government, organizations, and even within families. This orientation reinforces a cooperative interaction across power levels and creates a more stable cultural environment.
 
The last Geert Hofstede Dimension for the US is Uncertainty Avoidance (UAI), with a ranking of 46, compared to the world average of 64. A low ranking in the Uncertainty Avoidance Dimension is indicative of a society that has fewer rules and does not attempt to control all outcomes and results. It also has a greater level of tolerance for a variety of ideas, thoughts, and beliefs.

I find the result rather fascinating as they put into perspective, my experience within the group and indicate that the cultural dimension of the USA does affect individual leadership styles and power base. My experience with the other countries also rings true.
Employees and Employers communication Methods and Barriers

Problem Identification
All communication on systems and processes sometimes is sent directly to us by Julie Roeschen, bypassing the country line manager(s). On several occasions country line managers are not aware that projects have been assigned to their team members as this is not communicated to them by Julie Roeschen. Employees can receive information directly from Julie Roeschen however need to respond through their manager to ensure they maintain the hierarchical line of communication which is confusing. The internal communication breakdown transcends from the management level through to lower level employees.
Strategic Implication of this issue:
Fear of retribution meant that Julie Roeschen cannot be questioned on her communication style

Communication barriers can affect quality of work produced and can severely impact on key targets and milestones

Julie Roeschen can be described as a transactional leader. Transactional Analysis was founded by Eric Berne, and the famous 'parent adult child' theory is still being developed today.

In the 1950's Eric Berne began to develop his theories of Transactional Analysis. He said that verbal communication, particularly face to face, is at the centre of human social relationships and psychoanalysis. Berne’s theory outlines that when two people meet, they each assume one of three roles or ego-states behind each and every transaction which he characterises as:

Parent –responding as we have been taught

Adult – responding as we think we should based on experience and logic

Child – reacting as we would feel we should, from our emotions

Source: from Business Balls, 2010.

I would describe Julie Roeschen’s ego state as parent to child. There is no general rule as to the effectiveness of any ego state in any given situation (some people get results by being dictatorial (Parent to Child), or by having temper tantrums, (Child to Parent), but for a balanced approach to life, Adult to Adult is generally recommended.
Alternative options for resolving problem:

Strategic Alignment:
Create official subordinate positions and reporting lines within the structure of the new group and align all team members by therapeutic area. I.e. Country line managers will report to regional therapeutic area heads, who will report to global area heads, who will then report to the global head of clinical operations (Please refer to appendix D for an illustration of the structure). All objectives, roles, responsibilities and communication lines will be established and communicated immediately after the merge, with an independent group created at the global level, tasked with overseeing the new structure and auditing the performance of the group. This independent group will also be tasked with addressing, where possible, interactive behaviour at work issues that have occurred / might occur as a result of the structure of the group.

Johnson et al (2005) defined strategy as the direction and scope of an organisation over the long term, which achieves advantage in a changing environment through its configuration of resources and competences with the aim of fulfilling stakeholder’s expectations. An alternative definition cited by Lynch (2006), is that “corporate strategy is a pattern of major objectives, purposes or goals and essential policies or plans for achieving those goals, stated in such a way as to define what business the company is in or is to be in and the kind of company it is or is to be”

The objective of Strategic Alignment is to enhance an organisation’s capability to successfully implement its chosen business ambitions. In my opinion, strategic alignment is very important as it defines further, employee’s roles within an organisation. The creation of subordinate structures within Bayer clinical operations would ensure that the work load and expectation tasked on the current global head would be significantly reduced and would also promote global input into local country discussions and decision making which currently is non existent in the present structure. According to Mullins (2007), it is suggested that without an explicit strategy it becomes more difficult for expanding organisations to reconcile co-ordinated actions with entrepreneurial effort. Strategic alignment in my opinion is important for people to co-operate together in order to achieve the benefits of mutual reinforcement. Without strategic alignment especially in very large functions, the intentions of senior management at Bayer clinical operations may not be communicated clearly to those at lower levels in the hierarchy who are expected to implement these intentions.

It can be argued that, creating strategic alignment can increase the level of bureaucracy within the Bayer clinical operations group as over emphasis on rules and procedures; record keeping and paperwork may become more important in its own right than as a means to an end however the benefits of having a more effective leadership structure, strategically aligned to meet the needs of stakeholders of the organisation surpasses the disadvantages.
Choice of Option:
Bayer global senior management chose to make Julie Roeschen the global Head without in-depth discussion on how she plans to manage a function / group of 3000 employees which was an oversight on their path. This has resulted in criticism between Bayer clinical operations and other stakeholders (appendix G).
Conflict Management
According to Thomas Kilmann model on conflict management “Because no two individuals have exactly the same expectations and desires, conflict is a natural part of our interactions with others”. Thomas Kilmann defined conflict situations as “Those situations in which the concerns of two people appear to be incompatible” He went further by suggesting that in a conflict situation, an individual's behaviour can be described along two basic dimensions:

(1) Assertiveness, the extent to which the person attempts to satisfy his own concerns, and

(2) Cooperativeness, the extent to which the person attempts to satisfy the other person's concerns.

These two basic dimensions of behaviour define five different modes for responding to conflict situations; (please refer to appendix H for more information). Based on Thomas Kilmann model of conflict management, it is clear that Julie Roeschen’s assertive behaviour indicates that she is competitive by nature. This claim tallies with her autocratic and transactional style of leadership and her hard power approach to situations. It also ties in with the cross cultural difference dimension model for the US by Geert Hofstede.

A more collaborating and compromising approach to conflict management and a democratic style of leadership and soft power will make Julie Roeschen a powerful leader in Bayer and would enable employees working under her to thrive. This would lead to retention of global talent, and a successful group.
Implications for Julie Roeschen’s style of leadership include but are not limited to:
Creation of resentment in both "vertical" (manager-subordinate) and "horizontal" (subordinate-subordinate) relationships

Adverse effect Bayer’s public image amongst stakeholders which can lead to loss of sales of key products which would have huge financial implications for Bayer

Damage to trust in both vertical and horizontal relationships

High staff turnover

Loss of global talent

Quality of data collected from projects conducted in countries with no experience or resource can lead to significant delays and both cost and operational implications

Group function can be outsourced to a service company as a result of poor performance from the group.
Rationale for Choice:
Julie Roeschen had the confidence of Bayer senior management to head the merged group. I feel the decision was a political one as Julie Roeschen have been with Bayer for over 15 years and although I am sure she has the right experience and qualification, she also has friends in high places. This appears to be the culture in Bayer. You are promoted to a senior level position not because you can do the job or that you have the skills to learn on the job but because you have coffee with some members of senior management. Some of Bayer’s functional structure is heavily autocratic and bureaucratic. According to Stewart (1999) on bureaucracy, Hierarchy of authority makes for a sharp distinction between administrators and the administered or between management and workers also he claims that within the organisation ranks, there are clearly defined levels of authority. In Bayer, this statement rings true.
IMPLEMENTATION OF OPTION:
Werner Wenning, chairman of the board of management for Bayer Ag, retired in April 2010 (Bayer 2009). The new chairman, Dr. Jörg Reinhardt is both an autocratic and democratic leader. He has visited most of Bayer sites around the world, addressing stakeholder questions and listening to concerns from both internal and external stakeholders. I am pleased to say that he has started the process of strategic alignment within large functions in Bayer.
Timescale of Implementation:
The above implementation is currently taking place and people are currently being interviewed for the therapeutic global head and regional head positions. This process should be completed by August 2010.
Conclusion:
Julie Roeschen was appointed global head of clinical operations on the 4th November 2008 and operated a highly autocratic system with all decision making process concerning local countries, made at a central point in the US without local input. This system of leadership and management was greeted by criticism from major stakeholders in the organisation. The stakeholders felt that this approach was not the best, for such an important group in Bayer health care. Bayer Ag has appointed a new chairman for the board of management, Dr. Jörg Reinhardt, who is eager to change the autocratic style of leadership present within the organisation. He has started asking for large functional groups to be strategically aligned to enhance Bayer’s strategic capabilities and business ambitions.
Recommendation:
I would propose that an independent group (audit) responsible for checking compliance is created to ensure that a more democratic style of leadership is in operation in all large groups
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Appendix A:

Bayer group structure
Figure 1, Bayer group structure, source from Bayer.com
Appendix B

Soft Power, Hard Power and Leadership

Type of power

Behaviour

Sources

Examples
Soft

Attract and co-opt

Inherent qualities

Communication

Charisma

Persuasion

Hard

Threaten and induce

Threats, intimidation, payment, reward

Hire, fire, demote, promotions and compensation
What is power?
Power is the ability to influence the behaviour of others to get the outcomes one wants. There are several ways to affect the behaviour of others.

You can coerce them with threats.

You can induce them with payments.

Or you can attract or co-opt them.

Converting resources into realized power in the sense of obtaining desired outcomes requires well-designed strategies and skilful leadership. Yet strategies are often inadequate and leaders frequently misjudge
Soft power
Soft power is getting others to want the outcomes that you want. It involves co-opting people rather than coercing them.
The interplay between hard and soft power
Hard and soft power are related because they are both aspects of the ability to achieve one's purpose by affecting the behaviour of others. The distinction between them is one of degree, both in the nature of the behaviour and in the tangibility of the resources. Command power which is the ability to change what others do can rest on coercion or inducement. Co-optive power is the ability to shape what others want and can rest on the attractiveness of one's culture and values or the ability to manipulate the agenda of political choices in a manner that makes others fail to express some preferences because they seem to be too unrealistic.
Transformational and Transactional Leadership
According to Nye, 2006, we can use the terms “transactional style” to characterise what leaders do with their hard power resources and “inspirational style” to characterise leadership that rests more on soft power resources.
Appendix C

Power Distance
The extent to which the less powerful members of organisations and institutions (like the family) accept and expect that power is distributed unequally. Society’s level of inequality is endorsed by the followers as much as the leaders. Power distance is high in India and Malaysia but low in the United States, Sweden and Germany.
Individualism
Individual societies have loose ties between individuals where each individual is expected to look after own self and family. Collectivist societies act as part of cohesive group. Individualism is high in the USA, France, Sweden and Germany but low in India, China and Spain.
Uncertainty Avoidance
This deals with a society’s tolerance for uncertainty and ambiguity. It refers to a man’s search for truth. People in uncertainty avoiding countries are more emotional and motivated by nervous energy and more rule bound. This dimension is high in France and Spain but low in the USA and Sweden.
Masculinity
This refers to the distribution of roles between the genders and their respective values. It distinguishes between hard values, assertiveness and competition and soft feminine values of personal relations caring about others and quality of life. This dimension is high in Germany and the USA and low in Sweden, Spain and France.

Long-Term Orientation (LTO) versus short-term orientation: this fifth dimension was found in a study among students in 23 countries around the world, using a questionnaire designed by Chinese scholars it can be said to deal with Virtue regardless of Truth. Values associated with Long Term Orientation are thrift and perseverance; values associated with Short Term Orientation are respect for tradition, fulfilling social obligations, and protecting one's 'face'. Both the positively and the negatively rated values of this dimension are found in the teachings of Confucius, the most influential Chinese philosopher who lived around 500 B.C.; however, the dimension also applies to countries without a Confucian heritage. High in China, Hong Kong, Taiwan and Japan, low in Zimbabwe, Pakistan, Nigeria UK.
Appendix D
Structure of New group I.e. Country line managers will report to regional therapeutic area heads, who will report to global area heads, who will then report to the global head of clinical operations. All objectives, roles, responsibilities and communication lines will be established and communicated immediately after the merge with an independent group created at the global level, tasked with overseeing the structure and auditing the performance of the group and also addressing where possible, interactive behaviour at work issues that have occurred / might occur as a result of the structure of the group.

Global Head,

Julie Roeschen

Global Head for Asia

Global Head for Europe and Rest of the world

Global head for the US, Canada and Australia

Area head 1

Asia pacific and central Asia

Area head 2

Africa, Israel and central Europe

Area head 3

West Europe and Eastern Europe

Area head 4

USA, Canada and Australia

Independent group responsible for conducting performance audits
Appendix E:
Tannenbaum and Schmidt Continuum 1973 model, Encyclopaedia 2006

Tannenbaum & Schmidt defined 7 levels of delegated freedom which moves from manager-oriented to subordinate-oriented.
Appendix F:
Research supporting Strategic Alignment
Strategic Alignment is based on three major premises.
1. That there is a relationship between the nature of the operating environment and the form of the organisation. Moreover, certain combinations of operating environment and organisational types produce superior performance. This is the concept of Strategic Fit.

2. That the attributes of organisations are not randomly distributed through the population of organisations. Instead, these attributes cluster together in a number of different patterns. These patterns, or archetypes, are found repeatedly when researching and describing organisations.

3. That competitive advantage is an outcome of the activities of the organisation and how

These activities interact with the environment. We will consider each of these premises in turn.
Strategic Fit
The concept of strategic fit has its origins in the ‘Strategy-structure’ debate. Alfred Chandler

(1962) made a major contribution to this debate in his longitudinal study of 20 major US

Corporations. His basic premise was that the form of the organisation should shift in response to the changes in environmental conditions. Indeed, he found that certain organisational forms appeared to be better suited to certain environmental conditions. Chandler argued that the strategy of the organisation (in response to the environmental conditions) would give rise to a specific organisational form. When this organisational form produced a ‘fit’ with the strategy, the organisation enjoyed superior economic returns. The conclusions that may be drawn from these and more recent work are:

There is no universally desirable strategy.

There is no universally desirable structure and organisational form.

The appropriate strategy is contingent on the operating environment.

The appropriate structure is contingent on the strategy being implemented.

Strategic fit is the condition that exists when the strategy, structure and environment are all compatible, that is, when there is ‘fit’ between the elements.

Performance of the organisation is enhanced under conditions of sustained strategic fit.
Organisational Archetypes
The work of Carl Jung is perhaps the best known in the field of archetypes. As opposed to

Stereotypes, archetypes describe the different patterns made up of the clusters of individual

tendencies. Miles and Snow have identified a number of organisational archetypes that they have found to be robust and enduring. The ‘defender’, ‘analyser’, ‘reactor’, and ‘prospector’ types are all described in detail in their work. Subsequent research has found that these models of organisational type are useful for the development of various functional strategies, including human resources and IT.
Competitive Advantage
Competitive advantage comes about where an organisation has positioned itself within an operating environment in such a way that it is better placed to meet the expectations of stakeholders than its competitors. Michael Porter argues that the sustainability of the position achieved is the key to this competitive advantage. Since competitive advantage is an outcome of the organisation’s activities, it follows that these activities have to be performed in a superior manner to those of the competitors. In his recent research on the origins of competitive advantage, Porter argues that this superiority comes about as a result of the trade-offs made in the resource allocation of the organisation.
Appendix G

Bayer Clinical Operations Stakeholders:
Employees

Providers of finance

Consumers

Community and environment

Government regulatory bodies i.e. MHRA and the FDA

Other organisations or groups
Appendix H
Thomas Kilmann Model (cont)

Competing is assertive and uncooperative—an individual pursues his own concerns at the other person's expense. This is a power-oriented mode in which you use whatever power seems appropriate to win your own position—your ability to argue, your rank, or economic sanctions. Competing means "standing up for your rights," defending a position which you believe is correct, or simply trying to win.

Accommodating is unassertive and cooperative—the complete opposite of competing. When accommodating, the individual neglects his own concerns to satisfy the concerns of the other person; there is an element of self-sacrifice in this mode. Accommodating might take the form of selfless generosity or charity, obeying another person's order when you would prefer not to, or yielding to another's point of view.

Avoiding is unassertive and uncooperative—the person neither pursues his own concerns nor those of the other individual. Thus he does not deal with the conflict. Avoiding might take the form of diplomatically sidestepping an issue, postponing an issue until a better time or simply withdrawing from a threatening situation.

Collaborating is both assertive and cooperative—the complete opposite of avoiding. Collaborating involves an attempt to work with others to find some solution that fully satisfies their concerns. It means digging into an issue to pinpoint the underlying needs and wants of the two individuals. Collaborating between two persons might take the form of exploring a disagreement to learn from each other's insights or trying to find a creative solution to an interpersonal problem.

Compromising is moderate in both assertiveness and cooperativeness. The objective is to find some expedient, mutually acceptable solution that partially satisfies both parties. It falls intermediate between competing and accommodating. Compromising gives up more than competing but less than accommodating. Likewise, it addresses an issue more directly than avoiding, but does not explore it in as much depth as collaborating. In some situations, compromising might mean splitting the difference between the two positions, exchanging concessions, or seeking a quick middle-ground solution.
