Unit 12 Assignment

United Motorcar Company
United Motorcar Company (UMC) is a large domestic manufacturer of automobiles.  Last year they had sales of $83 billion and is one of the icons of the national economy—albeit one in steep decline.  Last year, the company lost nearly $1 billion and has lost well over half of its value on the stock exchange.  In addition to high labor costs and a declining market share, UMC is burdened with huge costs from retirees and medical benefits. These total over $1500 per car sold last year.  Sales are dropping, with All-Nippon Motor Works, a foreign competitor now surpassing UMC's domestic sales.  

Normally, companies in this situation will attempt to lay off staff and shrink production until they reach a point of profitability.  However, UMC can't do this.  Even if UMC were to lay off workers, they still must have their insurance and other benefits covered.  That means that UMC would be paying out money for nothing…not a good idea in times of trouble.  Furthermore, they are bound by union contracts, and the only way to really break these would be to declare bankruptcy and go out of business.  Obviously, this is not a desired outcome.  

Analysts agree that the company must shrink, and give them about 5 years to accomplish this.  Fortunately for the company, it was profitable for many years.  There is a strong cash position, and lots of assets that could potentially be sold.  But sooner or later, the company is going to have to change.  Management has not been willing or able to see this.  There has been a lot of resistance to change in the top ranks.  The feeling by many of the old-timers is that this is a temporary problem, and if the company will just "stay the course" all will be well.  After all, the company has been around since the 1930's and has survived wars, and multiple recessions.  

The reaction of the company has been to spend money to develop new models.  However, these new models were created along the lines of the old ones, and while there are some interesting design changes, they came on line just as gas prices began to skyrocket.  The new models are no more energy efficient than the old ones, and sales have been sluggish at best.  

The company needs to change.  At present, the changes being discussed are to shrink the company's overcapacity.  This would reduce production to match a market share that the company seems to be able to hold—brand-loyal customers who buy UMC no matter what.  This strategy will mean reducing the number of models sold, which may actually eliminate some of these older customers who will see the brand to which they are loyal disappear.  

Experts agree that the company needs a dramatic overall.  This will cost billions, and will require the buy-in of armies of workers, suppliers and investors—all of whom are highly dependent on UMC not only surviving, but thriving.  The problems at UMC are not unlike the problems at other domestic car makers, and you probably know other factors impacting this business from news reports and commentaries in the media.  

Creating Change at UMC

Your assignment is to apply "force field analysis*" to the problems at UMC.  The theory of force-field analysis is based on the idea that people resist change because of opposing positive and negative forces.  The positive forces are called "thrusters."  These include those forces that demand change to occur.  The negative factors are called "counter-thrusters" or "resistors."  These are those things that push people toward the status quo.  
To facilitate change we need to identify run a force field analysis.  We do this in the following steps:

1.  Create groups.  In your group, determine the major thrusters and counter-thrusters that  UMC's management is facing.  Write these on the attached form.

2.  To the right of each of these forces, attempt to determine their strength.  For thrusters, the strength is the degree to which this change is essential for the company to survive and thrive.  For the counter-thrusters, it is the degree to which management, employees and other "stakeholders" will resist change on this factor.  For consistency, use a scale of 1-10 for each strength.  A strength of 10 is high, and a strength of 1 is low. 

3.  Analyze your results.   Your desire is to have the value of the thrusters exceed the value of the resistors.  You can change this relationship in two ways:

a.   You can strengthen thrusters and/or reduce the potency of resistors.  If you do this, 
explain how your change will accomplish this.


b.  You can add new thrusters or eliminate resistors.  Explain how.

Your task is to swing the balance from counter-thrusters having the upper hand, to thrusters being the stronger.  In doing this, you need to create realistic ways in which you can change this balance.  Each step you take should address either the number of strength of thrusters and counter-thrusters in a realistic way.  

Force-Field Analysis Worksheet

1.  Names of Group members
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