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Transformational Leader: Organizational Silos 
[bookmark: _Toc504752740][bookmark: _Toc504850934][bookmark: _Toc504911520][bookmark: _Toc505017593][bookmark: _Toc505106663][bookmark: _Toc505117487]Background of the Problem
The rapid growth in technology, combined with globalization has increased the pace of business and challenged the traditional approaches to leadership. Organizational teams must therefore collaborate and stay internally connected to remain competitive. The lack of communication and collaboration can result in business failure (Kotter, 1997). In the current scenario, it was established that the major contributor to the organization’s inefficiency and steadily diminishing performance was from employees who functioned in departmentally segregated silos, not working synergistically across the organization. The purpose of this paper is to present on the writer's actionable ideas as a newly appointed Chief Executive Officer (CEO) to develop a strategy utilizing transformational leadership skills to create an organizational culture that encourages communication and collaboration. The writer's knowledge and experience as a CEO for various companies over the past eighteen years, combined with leadership theories and concepts by scholar-practitioners in the field of organizational leadership provided the lens to view the problem, as well as an approach in crafting a strategy to dismantle the organizational silos.
[bookmark: _Toc504752741][bookmark: _Toc504850935][bookmark: _Toc504911521][bookmark: _Toc505017594][bookmark: _Toc505106664][bookmark: _Toc505117488]Organizational Silos
Silos is an organizational metaphor, which Diamond, Allcorn and Stein (2004) used to describe compartmentalization and segregation, or fragmentation and organization dysfunction according to Greenberg and Baron (2003). An organizational silo can consist of people in one department such as accounting, or they can extend across multiple departments to include similar worker types such as administrative assistants or managers (Sessoms, 2018). Each group works to protect its own interest rather than with other groups across the organization. According to Sessoms, siloed organizations often separate higher-level employers from front-line workers such as salespeople or production workers. 
Organizational silos create major problems and form when employees develop more loyalty to a group than to the employer (Govindarajan, 2016). As they solidify, members become insular thinkers and distrustful of other employees or departments making it increasingly difficult for groups to work together and bring about substantial organizational change. According to Engle (2011), organizational silos usually are resistant to change, operating to prevent easy access to the information they hold and throwing up barriers to change and cooperation. According to Sessoms (2018),  
When employees interact poorly with people outside of their 'silo', it becomes difficult to 	do the work of the business. A tight-knit department that works well together can be a 	plus for a business. However, organizational silos can be like fortresses within a company 	and eventually cause serious problems that might not be noticed until the damage is 	done. (p. 1)	Comment by Mark E. Hardgrove: Good point showing both the positive and negative aspects of silos.
[bookmark: _Toc504850936][bookmark: _Toc504911522][bookmark: _Toc505017595][bookmark: _Toc505106665][bookmark: _Toc505117489]Consequences of Organizational Silos
The consequences of organizational silos can have a tremendous impact on an organization. Cilliers and Greyvenstein (2012) stressed that organizational silos refer to an unconscious state of mind and mentality that impacts team identity. According to Cilliers and Greyvenstein, the silo mentality creates an invisible barrier that sometimes results in lack of trust, collaboration, and feelings of disconnection. Similar to Cilliers and Greyvenstein’s findings, Kotter (2008) identified three major components that organizational silos impact: trust, communication, and foster complacency. In contrast, Cromity and de Stricker (2011) argued that silos result from the corporate information culture. Cromity and de Stricker also maintained that silos create major obstacles to efficiency and stressed that the level of distrust among employees determines whether they share knowledge effectively.
Without trust, one cannot create teamwork across an organization, and without a team that moves quickly, organizations fall behind their competitors (Kotter, 2008). When there is little or unclear communication between groups, the right hand does not know what the left hand is doing. In an organization where employees in different departments have minimal interaction with each another, it is easy for employees to become inwardly focused and complacent. Trust, communication, and complacency are three of the most damaging effects of organizational silos and are detrimental to an organization's ability to succeed (Kotter, 2008). As the newly appointed CEO it would be incumbent upon me to understand the consequential damages of these three components in order to craft a strategy that will help to transform the current organizational culture. As a result, I will take the following steps to break down the organizational silos and create efficient teams across the organization using transformational leadership skills. 	Comment by Mark E. Hardgrove: I read through the bottom of the page and have not found an identifiable step, only more information on transformational leadership.  
[bookmark: _Toc504850937][bookmark: _Toc504911523][bookmark: _Toc505017596][bookmark: _Toc505106666][bookmark: _Toc505117490]Breaking Down Organizational Silos using Transformational Leadership Skills
The presence of silos in an organization represents the absence of an effective leader. To eliminate organizational silos a CEO must understand how to drive change and bring people together. Transformational leadership is the most effective leadership style to drive change within an organizational culture. An emerging body of scholars suggested that the most effective style of leadership in today’s world is transformational (Ely & Rhode, 2010; Goffee & Jones, 2015; Warrick, 2011). According to Bass (1985), the central feature in current theories of transformational leadership is the process by which leaders appeal to followers’ values and emotions in organizations. Gujral (2013) defined transformational leadership as an approach that causes a change in individuals and social systems. In business, transformational leadership theory highlights the importance of leaders’ influence on followers’ emotional state (Ashkanasy & Tse, 2000; Slavich & Zimbardo, 2012). Yukl (2013) describes a transformational leader as one who strengthens the existing vision or builds commitment to a new vision. Therefore, as the newly appointed CEO, my first actionable response would be to strategically eliminate the silos and increase performance by ensuring that all employees are committed to the organization’s mission.	Comment by Mark E. Hardgrove: Previously stated!

[bookmark: _Toc504911524][bookmark: _Toc505017597][bookmark: _Toc505106667][bookmark: _Toc505117491]Actionable Response
To increase performance and create a competitive advantage, my first duty as the newly appointed CEO would be to communicate the organization’s mission, vision, and strategy to all divisions and teams within each department. I would also ensure that all employees understand and adopt the strategy in accomplishing the organizational goals. Lack of shared goals or mission may result in lack of alignment in organizational, departmental and individual priorities (Kotter, 2008). Over the past eighteen years, I have employed more than two-hundred employees and controlled five corporations. My professional experience exposed me to various challenges that executives encounter in managing efficient teams.
The inability to manage efficient teams to increase overall organizational performance in the current scenario is a good example of the complex challenges executives face in leadership today. As a new CEO, my main priority would be to review, and if necessary, revise the organization’s strategy and change the organizational culture to one that will foster increased collaboration and information sharing among departments and teams. According to Schein (as cited in Yukl, 2013), transformational leadership is the ability to step outside the culture and begin an evolutionary change process as well as develop the ability to manage self, rationally calculate risk, and accept change. In this case, change and team building will be a necessary ingredient for success.	Comment by Mark E. Hardgrove: How? What specific measures will you enact?
[bookmark: _Toc504850938][bookmark: _Toc504911525][bookmark: _Toc505017598][bookmark: _Toc505106668][bookmark: _Toc505117492]Change and Team Building
As a transformational leader, I understand how to promote a teamwork environment. To initiate organizational change and effective team building, I will take a top-down approach and set the tone by communicating the new strategy first, to key organizational and departmental leaders, and then down to employees. Dismantling organizational silo begins at the top (Engle, 2011). I will hold the departmental leaders accountable to encourage open communication among their team members or the employees they supervise. By conducting regular meetings and facilitating discussions, departmental leaders will be positioned to reinforce the organization’s mission and vision so that each team has a clear goal and direction on how they can contribute to the organization’s success.
To build effective teams, it is necessary to establish organizational interventions. Organizational interventions such as teambuilding sessions will address issues that affect the whole organization and enhance team effectiveness. Teambuilding sessions will allow teams to identify more effective ways of working together (Hodges & Gill, 2015). Such sessions help improve a team’s efficiency, relationships among its members, and highlights the team's contribution to the performance of the wider organization. According to Yukl (2013), transformational leaders make followers aware of the importance and value of their work and persuade followers to disregard self-interest for the sake of the organization. I will introduce a reward and recognition system to help reinforce teams and departmental alignment with companywide goals. As the former CEO of a staffing agency, I found there is synergy when a team can produce something beyond the sum of individual member’s contribution. A change initiative that includes team building will encourage teams to increase collaboration, information sharing, and communication.  
My ability to inspire others, entertain new ideas, and use the insights of others are key characteristics of my transformational leadership skill set. To eliminate organizational silos a CEO must be able to inspire a culture of openness to communication and receptive to new ideas. The following eight-step framework for implementing critical change by Kotter (1997) would also be useful for eliminating organizational silos: (a) create a sense of urgency, (b) build a guiding coalition, (c) form a strategic vision and initiatives, (d) enlist a volunteer army, (e) enable action by removing barriers, (f) generate short-term wins, (g) sustain acceleration, (h) institute change. In addition to the change initiative and teambuilding plan I identified above, I will consider incorporating Kotter’s recommendation of creating a sense of urgency and generating short-term wins to my approach. While my change initiative of crafting and communicating a new organizational strategy, enlisting departmental leaders, conducting regular meetings will keep the momentum going, Kotter’s suggestion of generating short-term wins will ensure that senior leadership and teams remain motivated and inspired.
[bookmark: _Toc505017599][bookmark: _Toc505106669][bookmark: _Toc505117493]Creating a Sense of Urgency
	Establishing a sense of urgency goes beyond motivating and inspiring others; it means trying to change the current situation—by pushing employees out of complacency to the realization of how critical it is to accept change sooner rather than later. According to Kotter (2008), establishing a sense of urgency helps managers and leaders of organizational change to fight against complacency. Kotter argues that there is need for a sense of urgency in the change process, because without urgency, employees will not commit to the extra push of hard work. As the CEO for a commercial real estate firm, part of my responsibility is to motivate complacent agents. If employees are complacent and demotivated, there is no real reason to work on a change initiative. An effective leader must first gain the trust and interest of employees to convince them that putting in the effort would be worth their time or energy (Govindarajan, 2016). If I fail to create a sense of urgency, it will ultimately be difficult to accomplish any short-term goals; it will hinder the change process, and impact the interest of our investors and stakeholders.  
	Therefore, the interest of stakeholders is another reason why I would incorporate Kotter’s (2008) strategic plan for creating a sense of urgency. The ultimate challenge for a newly appointed CEO is to produce results that benefit the organization and its stakeholders. After experiencing five years of diminishing performance, creating a sense of urgency will become a critical component of my strategic plan. Without creating a sense of urgency, employees will not give one-hundred percent, and this will perpetuate the cycle of the previous leadership. It also makes it more difficult to accomplish the organization’s short-term goals. Being proactive and taking an active role in growing the organization are characteristic behaviors of a transformational leader (Ashkanasy & Tse, 2000). In view of that, I will focus on the short-term goal of eliminating the organizational silos by creating a sense of urgency across the organization. 	Comment by Mark E. Hardgrove: This sentence seems out of place to me. What is the connection with the paragraph?

[bookmark: _Toc505017600][bookmark: _Toc505106670][bookmark: _Toc505117494]Short Term Goals
	If a CEO fails to accomplish the short-term goals, they will never achieve the log-term objective. As a missionary, I had the privilege to travel around the world. Prior to traveling to India, our group created short-term and long-term goals. The long-term goal was simple—return home safe. However, our short-term goals were more detailed, and we accomplished them one day at a time. According to Kotter (2008), short-term wins rarely happen on their own, and as such, require careful planning. The challenge I foresee as the new CEO would be staying focused on the short-term goal of changing the silo-mindset of the employees and not become overwhelmed by the long-term strategy of organizational transformation.	Comment by Mark E. Hardgrove: How would you accomplish both at the same time?

	As a transformational leader, I would set realistic and achievable short-term goals. In addition, I would communicate the vision throughout the organization. According to Kotter’s (2008) research, organizations who experienced significant short-term wins between 14 and 26 months after the change initiative process were more likely to complete the transformation.   
Therefore, the short-term goal would focus on getting everyone to understand the adverse impact of organizational silos. 
[bookmark: _Toc505017601][bookmark: _Toc505106671][bookmark: _Toc505117495]Using a Culture of Collaboration and Knowledge Sharing to Break Down Silos
An organization cannot be motivated or productive if departments continue to operate in silos. Knowledge is power only when it is translated into deeds (Drucker, 2004). If a department fails to share pertinent information with another department in the same organization, or if they share conflicting information, the organization as a whole will suffer. Silos create a situation where decision makers are unable to act quickly and take advantage of an opportunity, or in some cases, mitigate imminent threats—this holds true in large corporations, medium size establishments, or with small businesses (Kotter, 2008).
As a human resource director of a large corporation, a CEO of a medium and small organization, I realize that knowledge management is valuable to every organization. Sharing knowledge effectively can have a significant effect on large and small business decisions (Cromity & de Stricker, 2011). For employees who may feel burdened with request from other departments, the advances in technology now means that teams are able to collaborate easily. For example, data management solutions that allows for central repositories of information eliminates the need for overwhelming e-mails (Murphy & Salomone, 2010). The use of collaboration tools such as Skype allow teams to conduct departmental meetings in a virtual setting, and applications such as SharePoint allow individuals to turn information into knowledge.
As the new CEO, I will change the organizational culture to encourage knowledge sharing. According to Drucker (2004), effective executives take the following steps to inspire change: they consider what needs to be done, ask what is right for the organization, develop action plans, take responsibility for decisions and communication, focus on opportunities rather than problems, run productive meetings and think about the organization as a whole by using “we” rather than "I." Educating and communicating how individual employees can directly contribute to the organization’s performance is a powerful way of eliminating barriers between the departments and teams. As the CEO, I would run productive meetings and put the organization’s priority first to ensure that everyone in the organization feels responsible and accountable. In addition, I will maintain effective communication by adhering to the listen first and be slow to speak rule (James 1:19-21, New International Version).	Comment by Mark E. Hardgrove: This doesn’t relate well to the remainder of the paragraph.

[bookmark: _Toc503953212][bookmark: _Toc505017602][bookmark: _Toc505106672][bookmark: _Toc505117496]Conclusion
	Whether in the workplace or in ministry, no institution is immune from the creation of organizational silos. However, adopting a transformational leadership approach to the situation can bring about substantial organizational change. In this paper I provided a practical approach to solving a contemporary organizational issue utilizing transformational leadership skills. Globalization calls for a new type of leadership in order to remain competitive. In this case, after five years of steadily diminishing results, management recognized the problem—organizational silos. Communicating the organizations mission, vision, and strategy to all the divisions and teams within each department will increase performance and create a competitive advantage. I demonstrated how I would revise the organization’s structure and change the organizational culture to one that fosters collaboration and information sharing to break down the organizational silos.	Comment by Mark E. Hardgrove: The paper has much regarding theory and results of studies. However, specific actions are much fewer in number.	Comment by Mark E. Hardgrove: More presentation of specific actions are needed.

As the CEO, I exhibited how organizational interventions would build effective teams. My ability to inspire others and entertain new ideas will be the pillars of my transformational leadership approach. Incorporating Kotter’s (1997) eight-step model for implementing organizational and sustainable change will help guide my actions to creating a sense of urgency and meeting short-term goals. In addition, combining Drucker’s (2004) ideology into the change process will provide the framework for employees to transition from focusing on individual accomplishments to working towards a shared goals mindset that will break down the silos.	Comment by Mark E. Hardgrove: Drucker’s ideology of? Elaborate.
	Organizational silos impact various components in the workplace. In this paper, I discussed trust, communication, and complacency, and I followed the theoretical and conceptual framework of scholar-practitioners in the field of leadership and organizational management. I also applied my transformational leadership and professional experience to offer solutions and recommendations to break down silos and create efficient teams across the organization. 	Comment by Mark E. Hardgrove: Why not list your recommendations as conclusive remarks rather alluding to them.

As a CEO, chaplain, missionary, and doctoral scholar at an intercultural university, I realize that the most efficient organizations do not have people with similar skills or cultural backgrounds—they consist of people who understand teamwork and are led by transformational leaders. Organizations and institutions that combine the diverse talents and backgrounds from a pool of diverse individuals operate better as a whole than in segregated silos. Paul, a transformational leader, understood this concept from a theological perspective and concluded that there are many parts working together for the good of the body. If the whole body were an eye, where would the sense of hearing be? If the whole body were an ear, where would the sense of smell be?  But in fact, God has placed the parts in the body, every one of them, just as he wanted them to be.  If they were all one part, where would the body be? As it is, there are many parts, but one body (1 Cor. 12:17-20 NIV).

This paper has a disjointed mix of theory, experiential background and proposal, with proposal being the least discussed portion of the paper. The “how you will create efficient teams and increase overall effectiveness” is lost in the presentation of theory. It is obvious the relationship to theory is strong. However, the paper falls short when translating theory into well-thought out goals and action plans.  
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