Unit 11 Assignment
J.C. Penney's Case
Consider the following case:

PLANO, Texas When Mike Ullman took over as chief executive officer of J.C. Penney Co. in late 2004, he found a formal corporate culture that in some ways seemed to evoke the 104-year-old retailer's earliest days.  Employees still referred to senior management and store managers as Mr. and Ms., rather than using first names.  At the company's headquarters, casual attire wasn't officially acceptable, even on Fridays. Decorating cubicles too elaborately, such as placing personal items on top of file cabinets, was a no-no.  A team of "office police," reporting to human resources, enforced decor guidelines.

Penney also had a practice of promoting almost exclusively from within.  To advance, ambitious employees had to work their way up through the stores, with many starting behind the cash register.  Serving as a store manager was an assumed requirement to reach a senior-management position.  

Mr. Ullman decided that the stringent code of conduct and in-house hiring were not only a factor in the company's high turnover rate, but also an obstacle to recruiting new talent.  While Penney's financial performance has enjoyed gains over the past few years profit more than doubled in 2005, totaling $1.1 billion, and Penney shares have surged more than 80 percent to $60.82 over the past two years the company realized it could find further gains by stemming employee turnover, the cost of which it attempted to quantify last year.  It estimated that each employee who left Penney cost the company about a third of that employee's wage.  All told, for 2005, those departures added up to $400 million in costs to the bottom line.  Penney, which targets middle-income consumers, faces a difficult competitive environment, as discounters lure shoppers with lower prices than Penney's, while higher-end department stores offer designer brands. To continue growing, Mr. Ullman insists that inspiring the company's current workers, and recruiting new ones, is mandatory. "In retailing today, you have to realize that there is too much property and too much merchandise," he says. "What there isn't enough of is talent."
"Transforming corporate culture is a focus for many companies today," says Batia Wiesenfeld, professor of management at New York University's Leonard N. Stern School of Business.  Today's emphasis on culture change is shifting from stemming the bleeding of the last five years to paying attention to broad cultural adaptations that will deliver a competitive advantage," she says.   But bringing change to a company that prides itself on its history isn't easy, she says, "especially when a company's legacy is part of its marketing."
Much of the way Penney operates today is rooted in its 1902 beginnings, when James Cash Penney opened his first store, called The Golden Rule Store, in Kemmerer, Wyo.

When the rapidly growing chain was incorporated in 1913 and renamed J.C. Penney, Mr. Penney instituted a ceremony for loyal employees to affirm their commitment to the company's motto, known as HCSC, which stands for Honor, Confidence, Service, and Cooperation.
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In our class discussion, we talked about corporate culture and how it is developed.  All of you know Penny's, and what it is like to shop there.  You know how the culture feels to a customer.
For your assignment, we will divide the class into groups of 4-5 people.  From your knowledge of Penney's, the class discussion and your text book, I would like the groups to formulate ONE concept that could help Penney's change its culture.  As you will recall, we talked about creating and changing culture with the use of rituals, stories, symbols, esoteric language, rules and practices.  You can pick any one of these areas, or some other idea you think might work.  Your task is to create ONE recommendation Penney's management could use to resolve its turnover problem, and to create a more user-friendly environment in its stores.  

After you have had some time for discussion, we will ask each group to report.  When we have completed the discussion, I will tell you what Penney's decided to do. 
