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Abstract
This dissertation is written for the creative centre of International Fragrances and Flavours in Hilversum. The HR management of IFF is in search of opportunities to change the communication of employees in project teams to a more effective communication. 

By evaluating cultural dimensions that are explained in theories written by G. Hofstede and F. Trompenaars a questionnaire was designed to measure the level in which the cultural dimensions are present in the actual and desired organizational culture. Eight cultural dimensions are used to determine the actual and the desired organizational culture for IFF. Those cultural dimensions are: power distance, masculinity vs. femininity, uncertainty avoidance, universalism vs. particularism, individualism vs. communitarianism, specific vs. diffuse, neutral vs. affective and achieved status vs. ascribed status.

By means of a quantified definition of the actual and desired organizational culture, outlines for the actual and desired communication were drawn. The outlines are depicted by a list of characteristics that are illustrious for the cultural dimensions. By means of a gap analysis (“where are we?” and “where do we want to go?”), opportunities to solve the ineffectiveness of communication in project teams at IFF are explored.

The gap analysis defines two themes that are reoccurring in all cultural dimensions that were measured and confirmed to demonstrate a gap between the actual and desired communication.  The two themes led to conclude in the opportunities for IFF to realize their desired communication. This research concludes with an advice for IFF about how they can solve the ineffectiveness of communication in project teams based on a comparison of the actual and desired communication with regards to organizational culture.

I hope that you will enjoy reading this dissertation. 

Structure of the rapport
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6. Mainly affective

1.1n general team members speak up when they disagree with the way things are going in a project team
but will try not to make it a problem

2. Emotions are expressed in a moderate way when an employee experiences distress

3. Employees stand up for themselves and are capable of expressing their personal needs and opinions

4. Employees are expressive about their emotions and feelings but not often over-expressive

5. Employees are capable to speak their mind without getting too emotional

6. Employees know what level of expressiveness is appropriate in different situations and in most situations
2pply this knowledge

7. When attending a meeting employees are able to handle a more cool and uniform style of
‘communication without having negative feelings about the approach

8.1n a project meeting it i preferred that attendants stick to the point. Meetings are in general relatively
long because it often happens that topics that are not on the agenda come to the discussion

5.1n a project meeting a manager sees to it that there is some room for elaborate discussion as long as
relevance s clear and that it does not take up too much time

10.1n 2 project meeting managers and other team members speak in equal frequency and intent to stay
clear and direct

7. Mainly diffuse

1. Within project teams the overall approach to, and communication about a project s indirect, sometimes
even aimless

2. Overall communication is evasive and tactful sometimes even opaque

3. Project teams have an open communication dlimate about the projects that are at hand they are
‘commonly discussed with employees that are not in the project team to get a second opinion

4. Discussions and differences of opinion are seen interrelated with personal relationships with the other
team members that are involved and are communicated along the line of the relationship

5. Management is seen as an activity to guide a continuously improving process by which along the line
qualities of employees and the final product increase. There are no specified end or starting points.

6. Managers are likely to have close personal relationships with other team members, when it comes to
‘work related situations they find it diffcult to set this personal relationship aside and act solely on a
professional level

7. Managers work mainly through evasive, tactful, ambiguous, even opaque techniques

8. Briefings about activities are usually indirect and leave much room for personal interpretation by other
team members

8. Status mainly
accorded
to achievements

1. Status is communicated on the basis of the achievements of a person but also irrelevant status symbols
come to the discussion

2. Employees communicate about the competence that they bring to a task but also less relevant matters,
like life experience, are brought to the discussion

3. Respect for team members is mainly based on knowledge and skill. Other features like age, educational
background and work history and position at IFF also play a role in the accordance of status in project teams
4. Decisions of managers are challenged on technical and functional grounds. Mainly by persons with a
higher authority
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IFF
In this research IFF refers to the business unit of International Fragrances and Flavours in Hilversum unless stated differently. 

HR

Human Resource 

The term communication in this rapport is used to describe all interactions between and behaviours of employees in project teams.   
Desired communication refers to the ideas of the HR management of IFF about what the communication in project teams should be like. 

Actual communication refers to the communication within project teams as it is in reality at time of this research at IFF.
With “the gap” is referred to the difference between the between the desired and actual

communication of employees in project teams at IFF.

1.
Introduction 


1.1
General Introduction 

IFF wants to improve communication between team members in project teams. Improving communication is expected to have a positive effect on the performance of employees in project teams. 
“We (the HR management of IFF)  spend a lot of time repairing mistakes that are a product of miscommunication in project teams. Ineffective meetings, unrealistic planning and a lack of sharing of information are only a few examples of things that need improvement.” (H. Schellevis, 07-12-2007)

An improvement means that the actual communication needs to change in some way. Before implementing change with the desire to improve the quality of the actual communication the HR management of IFF needs to specify their goals.  There is no outline for the desired communication nor is there specific information available about the actual communication. The HR management believes that the definition of the difference between the desired communication and actual communication can be found by focussing on its organizational culture.

“We believe that our problem begins with the “unseen” aspects that influence the way of communicating of employees that can be identified in our organizational culture. The way that employees communicate and perform within project teams is in a manner that they have learned from our organizational culture.  We would like to know what aspects about the ideal situation that we envision clash with the actual situation based upon an examination of our organizational culture.”   (H. Schellevis, 07-12-2007)

The HR management wants to identify the differences between the desired communication and actual communication in order to be able to specify their need for change. This rapport defines and assesses the gap between desired communication and actual communication. The examination of the actual organizational culture brings insight into the way in which underlying cultural dimensions have affect on the actual communication of employees in project teams. By establishing a quantitative outline for the actual organizational culture an outline of the actual communication can be made. The outline of the actual communication will be measured against the outline of the desired communication. A comparison between the actual and desired communication allows for the definition of the gap. The definition of the gap leads to conclusions about in what cultural dimensions in the organizational culture of IFF lead to communicational characteristics that need to change in order to establish the desired way of communication at IFF. The recommendation is in the form of an advice to the HR management about in what fields of communication they can optimize communication and management of employees in project teams.

1.2
Introduction to the organization International Fragrances and Flavours (IFF)

(In this paragraph the abbreviation IFF is used to refer to the whole multinational organization of which IFF Hilversum is a business unit as creative centre). 

IFF was the product of a merger between Polak & Schwarz in 1958. As a product of the merge the company underwent major international growth and became a major supplier in the flavour and fragrance business. In the year 2000 IFF acquires Bush, Boake Allen Inc., creating the world's largest flavour and fragrance producing company. IFF produces fragrances and flavours by using various techniques that optimize their production standard. IFF facilitates fragrances and flavour for the following product categories; Beverages, Dairy, Fabric Care, Fine Fragrances, Home Care, Ingredients, Oral care & Pharmaceutical, Personal Wash, Savory, Sweets, & Toiletries (Hair, Skin, Deos).  

IFF is a multinational with entities spread over thirty different countries and employs over five thousand employees. The headquarters of the company is based in New York, this is also where the Board of Directors is situated. Because of its international ground setting many cultures are represented within the various entities that make up IFF.

1.3 
Purpose and rationale of study


The research that is described in this rapport is written upon a request by H. Schellevis IFF Director Human Resources Central & Northern Europe and J. Parmentier Human Resource Manager of the IFF creative centre in Hilversum. Their request to me was to quantify and elaborate the difference between the desired and actual communication. By comparing the outlines of the desired and actual communication a definition of the scope of the gap between the two can be visualized.  The outcome of the gap analysis will define per measured cultural dimension where and if are opportunities for IFF to increase the effectiveness of communication of employees in project teams at IFF. 

The recommendations in is an advice about how the HR management can improve the effectiveness of communications project teams at IFF based upon the defined gap between the desired and actual communication.

1.4
 Restrictions to the research

Time is a factor that will restrict the extent of my research. The hand-in date for the final version of this dissertation is on the 8th of June 2008 and as a logical consequence the research has to be finalized before that date. 
To maintain the feasibility of this research a number of factors that are likely to influence the outcome of the questionnaire will be left out of consideration during the design and analysis of the questionnaire. The only factor that is taken into consideration is that the respondent is employed by IFF and working in project teams at time of the distribution of the questionnaire.  

The response rate to the questionnaire will determine the level in which the described research results are representative for IFF.
The theoretical framework is set to function as a raster to the cultural dimensions that are covered in this research. The raster set by the theories will help to keep this research feasible. Only a selection of the cultural dimensions that are described in the two selected theories will be used in the outline of the desired and actual communication at IFF. 

This research is conducted for IFF. Their request for the content of this rapport and their provision of resources to conduct this research are restricting factors. 

2. 
Problem Definition

2.1 
Description of the problem

There is no outline for the desired communication nor is there specific information available about the actual communication within project teams at IFF.  Without this information the HR management cannot determine where there are opportunities for change with the aim to reach the desired communication. 

2.2 Problem definition

How can IFF solve the ineffectiveness of communication in project teams by means of a comparison of the actual and desired communication with respect to organizational culture?

2.3        Operationalization of the problem.

· What is communication in the eyes of the HR management of IFF?
· What cultural dimensions of the organizational culture of IFF should be measured to develop an outline of the actual communication?

· What is the actual organizational culture of IFF and how does this result in the actual communication?
· How can the cultural dimensions in the actual organizational culture of IFF be quantified and elaborated?
· What basic assumptions can be made about the actual communication when evaluating the actual organizational culture of IFF that will lead to an outline of the actual communication?

· How can the desired communication be measured and quantified? 

· How can the desired communication be translated into a quantified desired organizational culture for IFF?
· How can the gap between the desired and actual communication based upon the measured cultural dimensions be defined?  How can the gap be quantified?

· What cultural dimensions need change in order to get from the actual communication to the desired communication? 
· How can the change of these cultural dimensions be approached by the HR management of IFF?

3.
Methodology



3.1
 An explorative, descriptive, and explanatory research approach

Explorative

“An explorative study seeks new insight, investigates what is happening and asks questions to assess phenomena in a new light.”(Sandberg, et al, 2003). 
  
I chose to use the explorative research method because this research is the first step of IFF to explore the actual organizational culture that in a later stage of this research will lead to the outline of the actual communication of IFF. The approach to the problem by investigating cultural dimensions that are part of the organizational culture is based on the assumption of the HR management of IFF that the problem finds its origin in the organizational culture of the organization.
I will mainly use the explorative research method in the initial phase of my research; it will later be followed by a descriptive and explanatory research approach. The form of explorative research I will use is the in-depth expert interviews.
Descriptive
“Descriptive research is used to obtain information concerning the current status of the phenomena to describe "what exists" with respect to variables or conditions in a situation.” (James P. Key, 1997) .

I will use the descriptive research method with the purpose of getting a more exact understanding of the basic assumptions of the actual organizational culture of IFF. This research is descriptive in its conclusions about the differences between the actual and desired communication of IFF. The desired communication of IFF will also be outlined by means of the descriptive research method.
“Explanatory research is employed to analyze causes and relationships, explaining which causes produce which relationships.”
 ( Nachmias, C, F 1996)
The explanatory research method is used to explain the underlying basic assumptions that come along with the level of presence of the measured cultural dimensions that make up  the actual organizational culture of IFF. The desired communication that is defined in an interview with the HR management based upon the outline of the actual communication will result in a quantified description of the desired organizational culture of IFF.  
3.2 
Qualitative standard
There are three different ways to define validity. First, validity is when a researcher measures what he or she intends to measure. The second one is that the empirical and the theoretical framework correlate. The third definition of validity is the absence of systematic measuring faults. The validity of this dissertation will be considered throughout the whole study.
 (Rosengren, 2002)

3.3 
Qualitative and Quantitative.

The outcomes of the research will be presented in both a quantitative and qualitative way. The quantitative description will allow a clear and visualized comparison between the desired and actual organizational culture of IFF. The qualitative description will allow for a more detailed evaluation of the actual organizational culture and desired organizational culture that form the base for the outline of the actual and desired communication.
3.4 
Introduction to Methods

The methods that are used to answer the policy question are selected on the grounds of the timeframe and available resources of the research. Those used are: desk research, a questionnaire, and in-depth interviews with experts in the field of communication in multi-cultural organizational organizations and the HR management of IFF.  

3.5 
Desk Research.


Desk research provides secondary data that result from previously conducted research by others. Desk research is used mainly in the orientating and concluding phases of this report. I will focus my research with books, and academic articles. The internet will be used as an additional information source. Desk research provides knowledge and useful leads to create a strong backbone to support the questionnaire and expert interviews with qualified theories and factual information. 

The theoretical framework introduces theories that will function as a raster within which this research is conducted. It will be primarily based upon theories that have been produced by researchers whom have gathered primary data, or have conducted a comparative study.  By making use of already established theories I will be able to create an academically based framework for the conduct of this research. 

3.5.1 
Application of desk research 
Desk research will allow me to answer the following questions:

· What cultural dimensions of the organizational culture of IFF should be measured to develop an outline of the actual communication?

· What is the actual organizational culture of IFF and how does this result in the actual communication?

· How can the cultural dimensions in the actual organizational culture of IFF be quantified and elaborated?

· What basic assumptions can be made about the actual communication when evaluating the actual organizational culture of IFF that will lead to an outline of the actual communication?

· How can the desired communication be measured and quantified? 

· How can the desired communication be translated into a quantified desired organizational culture for IFF?
· How can the gap between the desired and actual communication based upon the measured cultural dimensions be defined?  How can the gap be quantified?

3.6 
Questionnaire 


The main goal of the questionnaire is to gain insight into the actual organizational culture of IFF and to generate responses from which assumptions about the actual communication can be made. The questionnaire will be prepared according to the guidelines of the standardized concept. This means the questionnaire will be built with questions that are formulated and structured in the same way for all respondents. As a result the responses given to the questions will be assumed to be perceived and answered based on similar understanding by all respondents. The questions will be designed using a rating scale of 4 scores (1,2,3 or 4) so that the answers can be quantified. The quantified outcome is easily comparable with the quantified outcomes of the expert interview with H. Schellevis. In the interview the desired communication is discussed based upon the aspects which are addressed in the outline of the actual communication. The outcomes of this interview are analysed and translated into a desired organizational culture.
The questionnaire will be distributed and filled out on-line. The distribution of the questionnaire will be under the name of Henk Schellevis to all employees at IFF. The online questionnaire is designed with the services of SurveyMonkey
. Half way towards the deadline for filling out the questionnaire periods a reminder will be sent to all respondents whom have not yet responded. The deadline for filling out the questionnaire will be two weeks from the sending date. A two week period is chosen to give all travelling employees time to fill out the questionnaire upon their return to IFF. 
3.6.1 
Application of the questionnaire

· What is the organizational culture of IFF and how does this result in the actual communication?

· What basic assumptions can be made about the actual communication when evaluating the actual organizational culture of IFF that will lead to an outline of the actual communication?

3.7
Expert Interview 

Interviews with experts in various professions with relevant expertise related to the subject of study will accommodate the research by providing more in-depth information. The input provided by the experts will to reference assumptions where applicable to the research. Their words will also be taken into account during the writing of the recommendations to the HR management of IFF.
The experts will be selected on the ground of their previous studies, experience, and current positions within the companies that they are employed by. The experts will initially be addressed via email. Interviews will be completed personally, via telephone, or via email. The manner in which the interview is held will be dependent upon the preferences on the expert and their current location. 
3.8.2 
Application of expert interviews
· What is communication in the eyes of the HR management of IFF?
· What cultural dimensions of the organizational culture of IFF should be measured to develop an outline of the actual communication?
· How can the desired communication be measured and quantified? 

· How can the desired communication be translated into a quantified desired organizational culture?
· How can the change of these cultural dimensions be approached by the HR management of IFF?

The experts interviewed for this research:
1. H. Schellevis. Director Human Resources Central and Northern Europe at IFF. 
2. A. Petersen.  Self-employed, freelancer, and co-manager of  Encompas English Communication for Professionals. 
4. Theoretical framework. 


4.1 Introduction. 

Two cultural theories that  are introduced in this chapter are: Geert Hofstede’s cultural dimensions, and Fons Trompenaars theory about cultural competence. These theories describe cultural dimensions and their influence in society as a whole but also more specified to their effect within organizations. The theories are merely introduced in this chapter. A more specified application of the theories is found in relevant chapters. 
Only a selection of the cultural dimensions that are described in the two selected theories will be used in the outline of the desired and actual communication at IFF. From the theory by Geert Hofstede the dimensions of power distance, masculinity vs. femininity and uncertainty avoidance are selected. From the theory of Fons Trompenaars the dimensions of universalism vs. particularism, individualism vs. communitarianism, neutral vs. affective, specific vs. diffuse and achieved status vs. ascribed status are selected. 
A gap analysis is used as a tool to measure the difference between the desired communication and actual communication that are a product of those cultures. The gap analysis is used to determine the starting point, the actual communication, and the point to where IFF wants to go, the desired communication. 

4.2 
Geert Hofstede’s  cultural dimensions

Geert Hofstede created an inductive theory of culture by gathering statistical data form one hundred thousand employees of IBM around the world to determine on which values cultures vary. His analysis concluded that there are five dimensions that can be used to differentiate and rate various cultures
 (Hofstede, 1980). The 5 dimensions that Hofstede has defined: Power distance, Masculinity vs. Femininity, Uncertainty Avoidance, Individualism vs. Collectivism, and Long-term vs. Short-term orientation.

4.2.1 Three dimensions elaborated   

1. 
Power distance 
The dimension that addresses the power distance within cultures, refers to the extent in which people with little power in society consider inequity normal and acceptable. Those cultures with a high power distance accept power as a scarce resource and power differences as natural and inevitable. In these sorts of cultures there is a greater centralization of power, and there is a great importance placed on status and rank. Cultures that have a low power distance value the minimization of power differences (Hofstede, 1980). Although hierarchy might exist people who are higher in the hierarchy are not assumed to be superior to people lower in the hierarchy. 

2.
Masculinity vs. Femininity
The second dimension that is described by Hofstede’s theory is one that focuses on the relationship between biological sex and what is considered to sex-appropriate behaviour. Masculine cultures are those that use the reality of biological sex in the creation of distinct roles for men and women. In masculine cultures, men are expected to be assertive, ambitious, and competitive; women are expected to be, supportive, nurturing, and deferent. Feminine cultures are those that have fewer rigid roles for behaviour based on biological sex.” (Hofstede, 1980)
 Men and women are equally permitted to be assertive, or deferent, competitive or nurturing. Instead of rigid gender roles, the focus in feminine cultures tends to be on the facilitation of the interpersonal relationships and concern for the weak. 

3.
Uncertainty Avoidance 

As a cultural dimension, uncertainty avoidance refers to the extent to which “people within a culture are made nervous by situations which they perceive as unstructured, unclear, or unpredictable.” (Hofstede, 1986)
 Those cultures that seek to avoid ambiguity are known as high uncertainty avoidance cultures, they need a structured and workplace where rules are rigidly followed. Cultures that are low in uncertainty avoidance tend to accept ambiguity and lack of structure more easily. Rules are often rejected or ignored, and punctuality has to be taught and reinforced. 

4.2.2 Application of Hofstede’s Theory
· This theory provides dimensions that are used in the design and evaluation of the questions for the questionnaire.
· Elaborations and assumptions about the actual organizational culture that result in the outline of the actual communication are based on this theory.

· Elaborations and assumptions about the outline of the desired communication that result in the definition of the desired organizational culture are based on this theory.
4.3
Fons Trompenaars intercultural competence
 
The cultural dimensions in this theory are explanatory with a focus on the manners in which business is conducted, general management is executed, and the responses that people are likely to have when they are confronted with ethical dilemma’s. Fons Trompenaars proposes seven dimensions that explain cultural differences;  Universalism vs. Particularism, Individualism vs. Communitarianism, Neutral vs. Affective, Specific vs. Diffuse, Achieved Status vs. Ascribed Status, Time Orientation, Internal vs. External Orientation.

4.3.1 
Five dimensions elaborated
1.
Universalisms vs. Particularism

This first dimension is concerned with the manner in which people form judgments about the behaviour of people around them. Do rules or relationships matter more? The behaviour of an universalistic oriented person is based upon rules and is therefore mainly abstract. In the view of universalistic societies equality is assumed for all to whom the rule is relevant. Another feature of typical universalistic thinking is that exceptions that might weaken the rule should be minimized so that the system will stay strong. Particularistic judgments about the behaviour of other people puts emphasis on the claim that the circumstance in which a behaviour takes place has much effect on the behaviour of the other person. In a particularistic society members will, based upon their relationship with a person, sustain, guard, or mark down a person no matter what the rules state.

2.
Individualism vs. Communitarianism 

This dimension is concerned with the way in which people distinguish their individual wants and the interest of the group to which they belong. The main question is; do we pursue our individual goals or do we act in the interest of the public and so collective good? Individualism has been described (Parsons and Shils) 
 as ”a prime orientation to the self,” and Communitarianism as “a prime orientation to common goals and objectives”. The most crucial conflict areas in this dimension are negotiations, ways of decision-making, and motivation. 

3.
Neutral vs. Affective
When people have relationships of any kind there is always reasoning and emotions involved. The question of which of these two features is dominant is dependent on the manner in which people express their feelings. A person is affective when there is a clear display of her or his emotions, or neural when there is little display of emotions. In cultures where a neutral way of expressing emotions is the norm, the controlling of emotions and their display is seen to be civilized behaviour.  People that are used to a clear display of emotions in any situation tend to feel that those people coming from a neutral culture are cold and have no feelings. 

4.
Specific vs. Diffuse
The range in which people tend to get involved with others is dependent on ones’ cultural background. This dimension describes the level of engagement in relationships with others to be either specific of diffuse. Specific engagement refers to situations in which a person becomes involved in a specific area of life and single levels of personality. Diffuse engagement occurs when the degree of engagement with other people lies in multiple areas of our lives and at several levels of personality at the same time. Kurt Lewin developed a scheme that clarifies the differences in the openness of people living in a certain society by relating to “life spaces” and “personality levels”
 The way in which people divide personal and public space are determinants for the way and extend in which a relationship with these people can be formed. In a specific culture people hold a large personal space where in diffuse cultures ones public space may be expected to be outsized. 

5.
 Status vs. Ascribed Status 

In societies in general certain members are obtain higher status than others. The manner in which status is assigned differs between cultures and the various criteria by which status is accredited, it can be based on achievements e.g. the educational background of a person or ascribed to a person that acquires status on the ground of his or her being e.g. age or gender. The level of status that a person has as perceived by the people around him or her have effect on the relationships that a person has with others. The level of status also leads to expectations about the behaviour and communication of a certain person. In a culture where status is ascribed rather than acquired in accordance to former achievements, people that enjoy status have certain expectancies of the behaviourism towards them by people with a different status level, just because they have a certain status. They do not feel that they have to achieve to deserve of support their status. Members of a culture in which status is conferred on the base of achievements might be seen as aggressive because they are direct in their way of trying to prove and thus establish that they have a level of intelligence and knowledge that should result in a certain level of status.

4.3.2 
Application of Trompenaars’s theory Hoi Henk,

 

Het hierbij toegevoegde document is de outline waarmee je precies kunt zien wat je mag verwachten van het eind resultaat van mijn scriptie. Over 3 weken moet de uiteindelijke versie zijn ingeleverd op school. Aankomende maandag lever ik een concept versie van het onderzoek in. Deze versie van het onderzoek zal ik ook naar jou mailen maandag. Het concept voor mijn scriptie wordt bekeken door mijn studie begeleider en aan de hand van zijn feedback zal ik de uiteindelijke versie schrijven. De uiteindelijke scriptie zal niet veel afwijken van het concept dan maandag klaar is. 

 

Gezien de tegenvallende uitslagen van de questionnaire met betrekking op de 1e onderzoeksvraag (waar gaan culturen clashen binnen IFF?) hebben we besloten de vraag te veranderen. De huidige vraag is deze: 

 

2.2 Policy Question
How extensive is the gap between the desired organizational culture by HR management and the actual organizational culture that is present within IFF? How can communication bridge the gap in order to accomplish an organizational culture that lays along with the wishes of the HR management?

 

Nu levert deze nieuwe vraag wat problemen op voor mij. Ik spreek in de bovenste vraag van een disired organizational culture ( raising the bar for individual performance ) 
· This theory provides dimensions that are used in the design and evaluation of the questions for the questionnaire.
· Elaborations and assumptions about the actual organizational culture that result in the outline of the actual communication are based upon this theory.

· Elaborations and assumptions about the outline of the desired communication that result in the definition of the desired organizational culture are based upon this theory.
4.4
Gap analysis

A gap analysis (figure 1, pg 22) is a research measurement tool that is used to identify the gap between the present and optimized situation. It helps an organization to identify where there is room for improvement. 
4.3.2 
Application of the gap analysis  Hoi Henk,A
· How can the gap between the desired and actual communication based upon the measured cultural dimensions be defined?  How can the gap be quantified?

· What are the main differences between the desired and actual communication? 
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Figure 1.

Gap analysis for the desired and actual communication at IFF

5.
Actual Communication 


5.1
Introduction


It is important for IFF to know what is their organizational culture is. An organizational culture is a collection of relatively uniform and enduring values, beliefs, customs, traditions and practices that are shared by an organization’s members, learned by new recruits and transmitted from one generation of employees to the next.
 When the organizational culture is defined an outline of the actual communication in project teams can be set up. The basic outline of the actual communication is necessary for the HR management when setting objectives for a change of the actual communication towards the desired communication.

This chapter quantifies the actual level of existence of the eight cultural dimensions that were selected to be measured in the organizational culture of IFF. Based upon assumptions made through the evaluation of the theory behind the measured cultural dimensions and answers to the questionnaire an outline for the actual communication is presented.  

5.2 
Quantified actual organizational culture
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Figure 2.
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Actual level of power distance in the organizational culture of IFF

The organizational culture of IFF has a relative low level of power distance with an average score of 15.4. 
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Figure 3. 
Actual level of masculinity vs. femininity in the organizational culture of IFF
The organizational culture of IFF is mainly feminine with an average score of 18.6. 
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Figure 4. 
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Actual level of uncertainty avoidance in the organizational culture of IFF
The organizational culture of IFF has a relative high level of uncertainty avoidance with an average score of 15.5. 
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Figure 5. 
Actual level of universalism vs. particularism in the organization of IFF
The organizational culture of IFF is mainly universalistic with average score of 14.5.  
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Figure 6. 

Actual level of individualism vs. communitarism in the organizational culture of IFF
The organizational culture of IFF is mainly communitarian with an average score of 16.4.
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Figure 7.  

Actual level of neutral vs. affective in the organizational culture of IFF
The organizational culture of IFF is mainly affective with an average score of 16.2. 
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Figure 8.  

Actual level of specific vs. diffuse in the organizational culture of IFF
The organizational culture of IFF is mainly diffuse with an average score of 16.7. 
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Figure 9.  
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Actual level of achieved status vs. ascribed status in the organizational culture of IFF
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The organizational culture of IFF mainly accords status to achievements with an average score of 13.5.




5.3
Outline actual communication






Table 1. 
Outline actual communication

[image: image23.jpg]Very universalistic

|_Mainly universalistic

Mainly particularistic

6 105 15 195 2

== Desired level of universalism vs. particularism at IFF is between 10.5 and 15




[image: image24.jpg]Mainly communitarian |, Very communitarian

B 105 15 195 2

== Desired level of individualism vs. communitarianism at IFF is between 10.5 and 15





Part 2.
Outline actual communication
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Table 1 is the result of my interpretation of the following books:
· “ Riding the Waves of Culture”. By Alfons Trompenaars and Charles Hampden-Turner. Published in 1998. Publisher: McGraw-Hill Professional.
· “Cultures and organizations, intercultural cooperation and its importance for survival, software of the mind”. By Geert Hofstede. Published in 1991. Publisher: Profile books LTD.
· “Applying Communication Theory for Professional Life”. By Marianne Dainton and Elaine D. Zelly. Published in 2005. Publisher: Sage Publications.
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6.
Desired communication
6.1
Introduction



 






It is important for IFF to know what their goal will be in the desired change. Without a quantified image of the organizational culture and a clear outline of the desired communication it will be difficult for IFF to specify their goals for the change. 

This chapter quantifies the desired level of existence of the eight cultural dimensions that were selected to be measured in the actual organizational culture of IFF. Based upon an evaluation of the answers to the questionnaire by H. Schellevis
 representing the HR management the desired organizational culture was quantified. Through the evaluation of the theory behind the measured cultural dimensions and answers to the interview an outline for the desired communication is presented.  

6.2
Quantified desired organizational culture
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Figure 10. 
Desired level of power distance in the organizational culture of IFF

The HR management of IFF would like for IFF to have a relative low level of power distance in its organizational culture. 
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of power distance

1. Project team members see each other as equal in all communication
2. Arelative flat hierarchical structure enables upward and downward communication flows

3. Thereis a relative low threshold for communication between team members with different positions
in the organizational hierarchy

4.1tis relatively simple for a team member to communicate wishes and ideas to other members of the
project team

5. Team members feel relatively free to disagree with their superiors and opt ideas of their own about
activities and decisions

6. Managers are resourceful democrats

7. The use of privileges and status symbols in project teams is based on the position in the hierarchical
structure of 2 person but does not very frequenty happen

8. Managers expect initiatives from employees

9. Project team members expect to be consulted about important decisions about a project

10. Team members have limited dependency on managers and are capable to work independently on
their tasks

2. Mainly Feminine

1. Communication between employees s based upon equality
2.1 discussions and conflicts skills in negotiation and reaching consensus are used

3. In accomplishing individual tasks communication is relatively timid and mostly pursuing modesty

is important for all team members

4. Gender roles of team members are mainly feminine

5. The main stress of management activities is on equality and solidarity

6. The hierarchical structure in project teams is mainly established for practical reasons

7. Managers use intuition in decision making and strive for consensus in decisions and conflict situations
8. Conflicts are mainly resolved through compromise and negotiation. When tough decisions have to be
made managers find it difficult to take the lead and differentiate between team members

5. In accomplishing individual tasks communication is timid and careful

3. Relative high level of
uncertainty avoidance

" During a project team members communicate with each other on a very frequent basis and need
elaborate discussions about actions they want to take or decisions they want to make i the execution of
their personal tasks with other members of the project team

2.Team members do not ke to enter a discussion with an uncertain outcome

3. Employees do not often communicate their ideas when they are not sure what other team members think
about them

4.Team members need rules to provide a structure to their work

5. Team members have a low tolerance for deviant and innovative ideas

6. Team members experience stress in unknown situations

7. Managers only take small riss in their management and working methods

8. Managers do not stimulate and guide employees to become more innovative and creative in
‘accomplishing their tasks

9. Managers are relatively conservative and careful in their work and management style

4. Mainly universalistic

1. short metaphors and elaborations used in the argumentation of opinions are tolerated until they start
loosing relevance or become too indirect with regard to the subject that s discussed

2. The planning of a project is communicated in detail. When there is a change in the planning team
members notify each other timely

3. Criticism in project teams is mainly directed to a situation and is not taken very personal by the person
that is addressed about the situation

4. For all team members it must be clear what their tasks are and for when a deadline is set

5. Managers value rules and regulations more that the persons that are involved in resolving confiicts

6. Managers provide rules an regulations which are used as a basic structure and guideline by all team
members in a consistent manner

7. Managers strive for consistency and uniform procedures rather than to build an informal network and
create private understandings with employees

5. Mainly
communitarian

1. Members of a project team often discuss projects during informl meetings
2. Differences of opinion amongst group members are not common. In case a difference of opinion does
occur itis negotiated and discussed. A decision that is most benefical for the whole team s looked for

3. Employees look for common gain when communicating with other team members

4.The responsibility for the outcome of a project i taken by a project team as a whole

5. Managers take individual decisions based upon regular consult with the project team

6. Individual decision making about the completion of the personal tasks of team members i not common,
most decisions are discussed with other team members
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Figure 11. 
Desired level of masculinity vs. femininity in the organizational culture of IFF

The HR management of IFF would like for IFF to have a good balance between masculine and feminine basic assumptions to be present in its organizational culture. 
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activities and decisions

6. Managers are resourceful democrats

7. The use of privileges and status symbols in project teams is based on the position in the hierarchical
structure of 2 person but does not very frequenty happen

8. Managers expect initiatives from employees

9. Project team members expect to be consulted about important decisions about a project

10. Team members have limited dependency on managers and are capable to work independently on
their tasks

2. Balance between
masculinity and
femininity

1. Communication between employees is based upon equality but the focus of communication is on
individual performance

2.1 discussions skills in reasoning and persuasiveness are as important as skills in compromise and
negotiation

3. Gender roles are equally divided between masculine and feminine

4. The stress of management activities is on equality and solidarity but individual achievements are
acknowledged and desired by team members

5. Hierarchical structure in project teams is mainly established for practical reasons

6. Managers use reason and intuition and strive for compromise in conflict situations

7. Modesty is appreciated in project teams but exceling by individual performance is important

8. Conflicts are resolved by compromise and negotiation when tough decisions have to be made managers
are not affraid to take the lead and differentiate between team members

9. In accomplishing individual tasks communication is assertive and aggressive

3. Relative very low
level of uncertainty
avoidance

1 Members of a project team communicate with each other frequently but do not need elaborate
discussions about actions they want to take or ecisions they want to make, in the execution of their
personal tasks, with other members of the project team

2.Team members are not afreid to enter a discussion with an uncertain outcome

3. Employees often communicate about their ideas to find out what other team members think about them
4. Team members need lttle rules to provide a structure

5. Team members have a high tolerance for deviant and innovative ideas

6. Team members experience lttle stress in unknown situations

7. Managers have a risk taking approach to their management activities and working methods

8. Managers stimulate and guide employees to be more innovative and creative in every aspect of their work
9. Managers are innovative and creative in their work and management style

4. Mainly universalistic

1. short metaphors and elaborations used in the argumentation of opinions are tolerated until they start
loosing relevance o become too indirect with regard to the subject that s discussed

2.The planning of a project is communicated in detail. When there is a change in the planning team
members notify each other timely

3. Criticism in project teams is mainly directed to a situation and is not taken very personal by the person
that is addressed about the situation

4. For all team members it must be clear what their tasks are and for when a deadline is set

5. Managers value rules and regulations more that the persons that are involved in resolving confiicts

6. Managers provide rules an regulations which are used as a basic structure and guideline by all team
members in a consistent manner

7. Managers strive for consistency and uniform procedures rather than to build an informal network and
create private understandings with employees

5. Mainly indivudualistic

1. Employees discuss projects only in relevant meetings unless a very pressing issue comes up that needs
immediate solving

2. Differences of opinion amongst group members are common and are negotiated and discussed. A

decision that s equally beneficial for the individual as for the whole team is looked for

3. Employees look for personal gain when communicating with other team members

4. The responsibility for the outcome of a project is taken according to individual tasks that were performed
by individual team members

5. Managers take individual decision based upon regular consult with the team

6. Individual decision making about the completion of the personal tasks of team members is common





Figure 12. 
[image: image32.jpg]Cultural dimensions

Outline desired communication

6. Balance between
neutral vs affective

1.1n general team members speak up when they disagree with the way things are going in a project team
but will try not to make it a problem

2. Emotions are expressed in a moderate way when an employee experiences distress

3. Employees stand up for themselves and are capable of expressing their personal needs and opinions

4. Employees are expressive about their emotions and feelings but not often over-expressive

5. Employees are capable to speak their mind without getting too emotional

6. Employees know what level of expressiveness is appropriate in different situations and in most situations
2pply this knowledge

7. When attending a meeting employees are able to handle a more cool and uniform style of
‘communication without having negative feelings about the approach

8.1n a project meeting it i preferred that attendants stick to the point. Meetings are in general relatively
long because it often happens that topics that are not on the agenda come to the discussion

5.1n a project meeting a manager sees to it that there is some room for elaborate discussion as long as
relevance s clear and that it does not take up too much time

10.1n 2 project meeting managers and other team members speak in equal frequency and intent to stay
clear and direct

7. Mainly specific

1. Within project teams the overall communication about a project is blunt, precise, definitive and
transparent

2. Overall communication is direct to the point and relevant

3. Project teams have an open communication climate about the projects that are at hand they can be with
‘employees that are not in the project team to get a second opinion

4. Discussions and differences of opinion are seen loose from personal relationships with the other team
members that are involved

5. Management is the realization of objectives and standards with rewards attached. There are specific end
or starting points.

6. Managers can have close personal relationships with all team members when it comes to work related
situations this personal relationship is set aside

7. Managers mainly work through precise, blunt, definitive and transparent instructions

8. Briefings about activities are clear, precise, and detailed and do not leave much room for personal
interpretation by other team members

8. Status accorded
to achievements

1. Status is communicated on the basis of the achievements of a person
2.Team members communicate about the competence that they bring to a task

3. Respect for team members s based on knowledge and skill. The status of team members is accredited
only by his or her achievements

4. Decisions are challenged on technical and functional grounds and not only by people of higher authority




Desired level of uncertainty avoidance in the organizational culture of IFF

The HR management of IFF would like for IFF to have a very low level of uncertainty advance in its organizational culture. 
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Figure 13.
Desired level of universalism vs. particularism in the organizational culture of IFF 
The HR management of IFF would like for IFF to have a mainly universalistic organizational culture. 
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Figure 14. 
Desired level of individualism vs. communitarism in the IFF organizational culture

The HR management of IFF would like for IFF to have a mainly individualistic organizational culture. 
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Desired level of neutral vs. affective in the organizational culture of IFF

The HR management of IFF would like for IFF to have a balance between neutral and affective ways of expressiveness by employees in the organizational culture. 
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Figure 16. 
Desired level of specific vs. diffuse in the organizational culture of IFF

The HR management of IFF would like for IFF to have a mainly specific organizational culture. 
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Figure 17. 
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Desired level of achieved status vs. ascribed status in the IFF organizational culture

The HR management of IFF would like for IFF to have status only to be accorded to achievements organizational culture. 

6.3
Outline desired communication
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Table 2.
Outline desired communication 
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 Part 2.
Outline desired communication
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Table 1 is the result of my interpretation of the following books:
· “ Riding the Waves of Culture”. By Alfons Trompenaars and Charles Hampden-Turner. Published in 1998. Publisher: McGraw-Hill Professional.
· “Cultures and organizations, intercultural cooperation and its importance for survival, software of the mind”. By Geert Hofstede. Published in 1991. Publisher: Profile books LTD.
· “Applying Communication Theory for Professional Life”. By Marianne Dainton and Elaine D. Zelly. Published in 2005. Publisher: Sage Publications.
[image: image5.png]



[image: image43.jpg]Status accorded to  Status mainly accorded
achievements. to achievements

= Desired level of achieved vs. ascribed status at IFF is between 19.5 and 24.

% Actual level achieved status vs. ascribed status at IFF: 13.5




7.
Gap analysis


7.1
Introduction


The actual and desired organizational culture of IFF have been measured and quantified in chapters 5 and 6. Based on the scores of the cultural dimensions that were measured to determine the actual and desired organizational culture, the outlines for the actual and desired communications were drawn. 

This chapter assesses the gap between the actual and desired organizational culture. A comprehensive overview of the total gap can be found in figure 26, pg 49. The outlines of the actual and desired communication are compared based on an evaluation of the divergence between the listed characteristics which are used to give significance to the outlines. The gap analysis concludes with an overall assessment of the gap that establishes the most important areas for a more effective communication in project teams.

7.2
Overview of the gap between the actual and desired communication per cultural dimension







7.2.1
Power distance
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== Desired level of power distance at IFF is between 15 and 19.5.
W Actual level of power distance at IFF: 15.4





Figure 18. Gap between the actual and desired level of power distance in the organizational culture of IFF
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Table 3. 
Gap between the actual and desired communication & Power distance
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Both the actual and desired organization has a relative low level of power distance. This indifference leads to the conclusion that the characteristics which are described for the actual and desired communication overlap. Because of the overlap no opportunities become apparent for the cultural dimension power distance to facilitate IFF in solving the ineffectiveness of communication in project teams. 

7.2.2  Masculinity vs. Femininity
Figure 19. Gap between the desired and actual level of masculinity vs. femininity in the IFF organizational culture
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Table 4. 
Gap between the actual and desired communication & Masculinity vs. Femininity


The actual organizational culture of IFF is mainly feminine. The desired organizational culture is build up with a balance between masculinity and femininity. It would be possible for the average score that indicates that the organizational culture of IFF is mainly feminine to fall in the range of 13 to 17 that was set for the desired organizational culture. The average score on the cultural dimension masculinity vs. femininity is 18.6 and so a gap exists between the actual and desired organizational culture. The identification of the gap between the actual and desired organization has as a consequence that the characteristics described in the outlines of the actual and desired communication will indicate dissimilarities. Because a gap is defined opportunities become apparent for the cultural dimension masculinity vs. femininity to facilitate IFF in solving the ineffectiveness of communication in project teams. 

Reviewing table 4, pg 37, leads to the conclusion that the main topics in the gap between the actual and desired communication with regards to the cultural dimension masculinity vs. femininity are: 

1. The focus of communication 

2. Skills used in discussions 

3. Division of gender roles 

4. The stress of management, the team vs. the individual

5. No difference

6. Management of conflict situations 

7. Modesty is appreciated in project teams but superior individual performance is important 

8. Role of management in conflict situations

9. Communication about individual tasks 
7.2.3 
Uncertainty avoidance



Figure 20.  Gap between ideal and actual level of uncertainty avoidance in the IFF organizational culture.
Table 5. 
Gap between the actual and desired communication & Uncertainty Avoidance


The actual organizational culture of IFF has a relative high level of uncertainty avoidance. The desired organizational culture has a very low level of uncertainty avoidance. The difference between the actual and desired leads to the conclusion that there is a gap between the actual and desired organizational culture with regards to the cultural dimension uncertainty avoidance. The identification of the gap between the actual and desired organization has as a consequence that the characteristics described in the outlines of the actual and desired communication indicate dissimilarities. Because a gap is defined opportunities become apparent for the cultural dimension masculinity vs. femininity to facilitate IFF in solving the ineffectiveness of communication in project teams. 

Reviewing table 5, pg 39 leads to the conclusion that the main topics in the gap between the actual and desired communication with regards to the cultural dimension uncertainty avoidance are: 

1. Frequency of communication, individual decision making

2. Attitude toward discussions with an uncertain outcome 

3. Communicate about ideas

4. Need for rules to provide structure  

5. Level of tolerance for deviant and innovative ideas 

6. Amount of stress experienced in unknown situations  

7. Level of risk taking in management communication and activities  

8. Stimulate and guidance of team members employees 
9. Management style



7.2.4
Universalism vs. particularism




Figure 21. Gap between the desired and actual level of universalism vs. particualrism in the IFF organizational culture
Table 6. 
Gap between the actual and desired communication & Uncertainty Avoidance

Both the actual and desired organization is universalistic. This indifference leads to the conclusion that the characteristics which are described in the outlines of the actual and desired communication overlap. Because of the overlap no opportunities become apparent for the cultural dimension universalism vs. particularism to facilitate IFF in solving the ineffectiveness of communication in project teams. 

7.2.5
Individualism vs. communitarism

Figure 22. Gap between the desired and actual level of individualism vs. communitarism in the organizational culture of IFF

Table 7. 
Gap between the actual and desired communication & Individualism vs. communitarian


The actual organizational culture of IFF is mainly communitarian. The desired organizational culture is mainly individualistic. The difference between the actual and desired leads to the conclusion that there is a gap between the actual and desired organizational culture with regards to the cultural dimension individualism vs. communitarianism. The identification of the gap between the actual and desired organization has as a consequence that the characteristics described in the outlines of the actual and desired communication indicates dissimilarities. Because a gap is defined opportunities become apparent for the cultural dimension individualism vs. communitarianism to facilitate IFF in solving the ineffectiveness of communication in project teams. 
Reviewing table 7, pg 42 leads to the conclusion that the main topics in the gap between the actual and desired communication with regards to the cultural dimension individualism vs. communitarianism: 

1. Frequency of (in)formal project meetings
2. Negotiating differences of opinion 

3. Gain from communication 

4. Responsibility for the outcome of a project
5. Management decision making

6. Individual decision making 

7.2.6
Neutral vs. affective


Figure 23. Gap between the desired and actual level of neutral vs. affective in the IFF organizational culture
Table 8. 
 Gap between the actual and desired communication & Neutral vs. affective 


The actual organizational culture of IFF is mainly affective. The desired organizational culture is build up with a balance between a neutral and affective way of expressing emotions. The average score that indicates that the actual organizational culture of IFF is mainly feminine is 15.4. This score falls in the range of 13 to 17 that was set on the rating scale for the desired organizational culture. This leads to the conclusion that no gap exists between the actual and desired organizational culture. This indifference leads to the conclusion that the characteristics which are described in the outlines of the actual and desired communication overlap. Because of the overlap no opportunities become apparent for the cultural dimension neutral vs. affective to facilitate IFF in solving the ineffectiveness of communication in project teams. 
7.2.7
Specific vs. diffuse








Figure 24. Gap between the desired and actual level of specific vs. diffuse in the IFF organizational culture
Table 9.
 Gap between the actual and desired communication & Specific vs. diffuse 



The actual organizational culture of IFF is mainly diffuse. The desired organizational culture is mainly specific. The difference between the actual and desired leads to the conclusion that there is a gap between the actual and desired organizational culture with regards to the cultural dimension specific vs. diffuse. The identification of the gap between the actual and desired organization has as a consequence that the characteristics described in the outlines of the actual and desired communication indicate dissimilarities. Because a gap is defined opportunities become apparent for the cultural dimension specific vs. diffuse to facilitate IFF in solving the ineffectiveness of communication in project teams.

Reviewing table 9, pg 45, leads to the conclusion that the main topics in the gap between the actual and desired communication with regards to the cultural dimension specific vs. diffuse are: 

1. Overall approach to communication 

2. Communication style  

3. No difference

4. Influence of relationships on discussions and differences of opinion
6. Personal relationships between team members and influence on professionalism

7. Management techniques

8. Briefing style of management
7.2.8
Achieved status vs. ascribed status






Figure 25. Gap between the desired and actual level of achieved status vs. ascribed status in the IFF organizational culture
Table 10. 
Gap between the actual and desired communication & Achieved vs. ascribed status



In the actual organizational culture of IFF status is mainly accorded to achievements. In the desired organizational culture it is only accorded to achievements. The difference between the actual and desired leads to the conclusion that there is a gap between the actual and desired organizational culture with regards to the cultural dimension achieved status vs. ascribed status. The identification of the gap between the actual and desired organization has as a consequence that the characteristics described in the outlines of the actual and desired communication indicate dissimilarities. Because a gap is defined opportunities become apparent for the cultural dimension achieved status vs. ascribed status to facilitate IFF in solving the ineffectiveness of communication in project teams.

Reviewing table 10, pg 47, leads to the conclusion that the main topics in the gap between the actual and desired communication with regards to the cultural dimension achieved status vs. ascribed status are: 

1. Viewpoint about status

2. Communication about personal competence and status symbols

3. Foundation for respect amongst team members 

4. Challenging  decisions

7.
Overall Conclusion


Figure 26.  Overview of the entire gap between the actual and desired communication for all cultural dimensions that were measured 

In the gap analysis that is described in the previous paragraph it becomes clear that there is no gap between the actual and desired communication for each of the eight measured cultural dimensions. 

There is no gap between the actual and desired communication with regards to the dimension:

· Power distance

· Universalism vs. particularism

· Neutral vs. affective

There is a gap between the actual and desired communication with regards to the dimension:

· Masculinity vs. femininity

· Uncertainty avoidance

· Individualism vs. communitarianism

· Specific vs. diffuse

· Achieved vs. ascribed status. 

The gap that has been defined gives insight into the opportunities for IFF to solve the ineffectiveness of communication in project teams by eliminating the  difference between the actual and desired communication. 

An assessment of the gap between the outlines of the actual and desired communication leads to conclude that `Individuality´ and ´uncertainty´ are keywords in the gap between the actual and desired communication of IFF.  Stimulating individuality and decreasing the level of uncertainty avoidance of team members will contribute to solving the ineffectiveness of communication in project teams.
8.
Recommendations
“How can IFF solve the ineffectiveness of communication in project teams by means of a comparison of the actual and desired communication with respect to organizational culture?” 

Research showed that individuality and uncertainty are important underlying factors because of the inefficiencies which arise in the communication in project teams. To reduce the inefficiency it is important to strengthen individuality and to reduce uncertainty for members of project teams. In order to accomplish this the following points of attention can be taken into account: 

· The development of assertiveness of individual team members.

· The development of individual responsibilities for the performance of the whole team. Team members ought to appoint concrete individual responsibilities to the end result of a project. 

· The development of conversational and discussion techniques; which team members will be able to express their creativity and to adopt the ideas of others in a safe environment. 

· Team members must learn to cope with the divergence between personal and professional relationships.

· The development of prestige criteria based on which team members can accredit their achievements.

The five points listed above are, in my opinion, the most opportune fields in the gap between the actual and desired communication for IFF to consider in solving the ineffectiveness of communication  in project teams. The points listed below are an advice for IFF in how to solve the ineffectiveness of communication by keeping in mind the above listed five points of attention. 

· Individual development

· Workshops and trainings

· A shared problem 

· A safe environment

· In house-projects

· Yearly congress

· Facilities

Solving the ineffectiveness of communication in project teams at IFF cannot be done without a structure. A framework of objectives and policies are necessary in order to guard the quality of the result of the change. The most basic need for employees in this change process is knowledge and understanding. When employees understand what will be changed and how it will effect them they are less likely to have a resistant attitude towards the change. The management of the change should be structured by a transparent implementation and a policy plan that is built upon set objectives for every change. The objectives must be SMART: Specific, Measurable, Achievable, Realistic, Timed.

IFF can consider to make use of a change agent (any member of an organization seeking to promote, further, support, sponsor, initiate, implement or deliver change. Change agents are not necessarily senior managers and do not necessarily hold formal ‘change management’ job titles and positions).
  

Keep the change actual and alive. Commitments to produce short-term wins can help to keep complacency down and encourage the detailed analytical thinking that can usefully clarify or revise transformational visions. 

The actual change and the implementations of the change is highly reliable on the attitudes and capabilities of all individuals involved. The HR management of IFF should investigate and critically assess the human resources that are available to them and keep in mind what they desire from their employees. 

1. 
Individual development

Employees must be encouraged to see opportunities instead of restrictions. Team members are desired to become more assertive, creative, open minded and less afraid of uncertainties.  There are many ways to support the individual development of employees (eg. offer scholarships to employees to develop creativity). I believe that the most important aspect of individual development in the change that is envisioned for employees at IFF is the support that they receive from the organization. 

To support the desired change IFF must provide a sound base to facilitate evaluation. This can be accomplished by the development of a ‘Personal Development Plan’ for all employees that work as in project teams. Reduce insecurities and employees will feel strengthened in their personal development. Individual achievements must be visualized to stimulate the desired change.  In these plans the following must be evaluated: educational needs, training needs, competencies. The ‘Personal Development Plans’ can be discussed in a yearly cycle (1. Planning, 2. Progress evaluation, 3. Functioning evaluation, 4. Appraisal, 1 Planning… etc). 

2. 
Workshops and training 
Employees must be facilitated in their change by knowledge and acquired skills that can be provided through workshops and training. In my opinion IFF should first train and educate their management before they can implement the change for the rest of the employees. 

3. 
A shared problem  

A shared problem means that all members of a project team are co-owners of the “problem” . With a problem I mean the obvious need for something that has not yet been fulfilled: the goal of the project. Synergy should be key to this solution. Team members decide together about a plan of approach to solve a problem.  It is important for all team members to become as involved as possible with a project so that they will feel important and responsible for the solution of the problem. Everybody is involved in accordance to their personal competence. Synergy comes at play when individual employees deliver results to the maximum of their abilities strengthened by the performance of their fellow team members.
4.
A safe environment

Project team members are relatively apprehensive regarding new circumstances, methods and ideas. Employees must be facilitated with a work environment that takes away or at least reduces the uncertainty that is experienced by the employees. When the relative high level of uncertainty is lowered employees are more likely to be open to new, creative, out-of-the-box and original ideas. 

5.
In-house project


To create a situational experience whereby the success of individual team members is accentuated in multidisciplinary teams. In-house projects familiarize employees with competition and a challenging attitude. An example for an in-house project could be: ‘develop The IFF fragrance’, so that that is a resemblance of the image that team members have about IFF.  The winning project team will be appropriately awarded. The one thing that the HR management of IFF must consider is the time and resources that are available to their employees to work on an in-house project. The gain from creating an artificial experience is that it eliminates the direct consequences that a real life situation would bring along. Employees will be more free in taking risks and challenges and can explore themselves and new ideas and methods while working in a situation with a low level uncertainty.

6. 
Yearly congress 


In order to fuel reciprocal competitiveness IFF can organize a yearly event whereby a number of most successful projects from the previous year are presented to all employees at IFF. The individual input of team members are accentuated during the presentation of the projects. 

7. Facilities

IFF can arrange facilities for their employees to encourage creativity and innovation. An example of an encouraging facility is: 

- Creative project rooms: In these rooms project teams, or individual team members, can come to be inspired. I think that in an environment that is designed to be inspiring, employees will be more likely to come up with creative and innovative ideas that will increase the quality of the final result of a project. I believe that the effectiveness of communication will increase because there are direct stimuli that allow for a more free communication about ideas and thoughts. 

IFF can arrange facilities for their employees to encourage professionalism and reduce the influence of personal relationships on communicational effectiveness. An example of an encouraging facility is: 

- Formal meeting rooms: Project teams can come here to have a formal discussion. I think that individuals will be influenced by a formal environment in such a way that makes them act more professional and more capable to set aside the personal relationship they have with their colleagues in the hallways of IFF. 
In conclusion I advice the HR management of IFF to bridge the gap between the ineffective communication in project teams at present and effective communication in project teams that is desired in the future by increasing the individuality of employees and decreasing uncertainties in communication, figure 27, pg 55. 

Figure 27. 

Bridging the gap to effective communication in project teams for IFF 
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