Motivating Teams During Major Changes:

The Merger of Two Aerospace Giants
The following case study examines the merger of two aerospace organizations, highlighting the actions that were taken to insure team member motivation during the most challenging of times. The motivational lessons learned are timeless and can be applied to any number of industries and organizations. 

Author worked as a facilitator on the project to integrate General Dynamics Space and Missile Systems programs into Hughes Missile Systems (now Ratheon). Hughes had purchased a number of defense programs from General Dynamics. The programs included Tomahawk, Stinger, Ram, Phalanx, and Standard Missile. 

Obstacles to Project Success 
By way of background, this project faced the following seemingly insurmountable obstacles: 

• At the time, the aerospace industry was in disarray given intense downsizing pressures resulting from a significant reduction in defense spending at the end of the Cold War. 
• Prior to the acquisition by Hughes, the two companies had been fierce competitors and strongly disliked each other. Now they not only had to work together but also were charged with creating a new and hopefully better way of operating these programs. 
• It was necessary to physically relocate these highly complex and technical manufacturing processes from California to Arizona and do so in the face of intense time pressures. 
• These programs also faced an exceptionally powerful and skeptical customer (the U.S. Navy) who, at best, was very wary of the physical move of the programs from California to Arizona. 
• Adding incredible pressure to this process was the looming decision by the Navy to choose a single source provider for Tomahawk within the year. (Both Hughes and McDonnell Douglas were manufacturing this weapon system and only one would be chosen to continue manufacturing Tomahawk.) If Hughes lost this single-up competition, the rationale for its acquisition of these programs would be put in doubt. 
• There were huge people issues. Seven months after the acquisition was announced, only 30 or so of the most senior managers in the two companies knew whether they had jobs or not. In effect, none of the people working directly on the program transition teams knew whether they would be permanently assigned. Everyone knew that a significant number of current employees would not have positions at the end of the transition process. 

The Process: Key Aspects for Motivation 
As part of the transition process, each missile program defined the critical elements necessary for a successful transition. Each transition team had one person from General Dynamics and one person from Hughes representing each critical element. 
There were 11 to 14 critical elements for each team depending on the program or process being transitioned. In reviewing what appeared to be insurmountable obstacles to maintaining team member motivation, success looked to be impossible. Yet, team member motivation was preserved, and the transitioning of programs was successful. The five most significant motivation-related lessons learned are listed below. 

1. The need for a well thought out and articulated planning process. The planning process every team went through needed to make sense to the people involved. The people charged with implementing the process viewed each of the many steps in the process as important. 
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