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Blog 1: The Interview Part
1.1 The interviewer profile










Thomas Zhang is the General Manager of Perfection Logistics Service Co.,Ltd, who has more than 15 years of management experience and leadership responsibility for 1000 or more people.











1.2 Invitation and Acceptance
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1.3 The interview Protocol or Guide

	Interview Protocol or Guide

	Interview Protocol Project: the leadership challenges facing in the changing
                                                operating environment

Time of Interview: 3:30p.m. 

Date: July,5th, 2021

Place: office of Perfection Logistics Service Co.,Ltd

Interviewer: LING LIN 

Interviewee: Thomas Zhang, 

Position of Interviewee: the General Manager of Perfection Logistics Service 
                                        Co.,Ltd

Questions:

1) Mr.Zhang, Could you please introduce your  company?

[bookmark: _Hlk76246543]2) Perfection Logistics Service Co.,Ltd went public successfully in 2015, any
     transformation of organisation happens to response to this development?

[bookmark: _Hlk76247158]3) Perfection Logistics Service Co.,Ltd has been expanded market in Asia since
    2018, how do you manage the shifting employee demographics?

[bookmark: _Hlk76247341]4) Does Covid-19 pandemic turbulence cause leadership challenges? 

[bookmark: _Hlk76247423]5) Could you please talk more about the cross-sector partnership?

6) Does rapid technological change influence Perfection?

[bookmark: OLE_LINK2][bookmark: _Hlk76247450]7) Could you please talk about your company’s leadership culture? Is it dependent, 
    independent or interdependent leadership cultures? 


Note: for the interview transcripts, please refer to the Appendix I in detail.
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Blog 2: Leadership Challenge-All You Need to Know

[image: ]      (Source: Feedough)

       In May, I started a challenging and exciting module, leadership and decision-making in complex environments, leading by an excellent senior lecturer Julie Hayward, who was also a Talent Manager at Tata Steel Europe, based in Port Talbot. The combination of her academy and business background experience makes me have high expectancy of Dr. Julie’s module, and it is indeed!

     Turbulence is not new and even enduring feature of contemporary business, especially after the breakout of Covid-19 pandemic. The concept of turbulence refers to ‘situations where events, demands, and support interact and change in highly variable, inconsistent, unexpected or unpredictable ways’ (Ansell and Trondal, 2018, p. 43). It was originally used to describe stormy weather or complex river currents etc. chaotic fluid dynamics, and it is intimately in line with interdependence and uncertainty concepts. Turbulence is also applied in organizational context, causing by factors both external and internal to organisations (Ansell and Trondal, 2018). Taking Perfection Logistics Service Co.,Ltd as an example, whether the Covid-19 pandemic (external) and market expansion causing shifting employee demographics (internal) contribute to leadership dilemma arousing my interest to dig deeper. If the researcher has awareness of what they do not know, Lincoln and Guba (1985:269) suggest to apply structured interview in which researcher could frame questions that relying on respondent to tell the answers of required knowledge.

A structured interview with a real leader who is having more than 15 years of longevity in leading organization with more than 1000 employees could be meaningful to aid my depth understanding of the leadership dilemma theory learning in lectures; Vice versa, highlighting the leadership dilemma identified in this interview underpinned by academic theory also offers consultancy value for the enterprise.
This interview covers both external and internal factors leading to turbulence within organisation context. The internal reform of Perfection that it went to public in 2015; its expansion into other Asia countries cause even more complex operation; its cooperation with external stakeholders; All these factors make the turbulence embedded in the Perfection enterprise. The technology innovation and Covid-19 pandemic are the external turbulence environment that Perfection has to face. The distinction between technical skills and leadership capability is essential (Heifetz, Grashow and Linsky, 2009; Northouse, 2018). The internal and external factors belong to technical (problems are clearly defined with known solutions mentioned in the interview), technical and adaptive (challenges are clearly defined but without known solutions). However, how to motivate employees’ innovation and creativity would be the most difficult part, which belongs to adaptive (challenges are not clearly defined but without known solutions). The talent stratification becomes a problem, young generations are good at handling particular business rather than comprehensive consideration due to the lack of working experience.  Referring to small self-organizing teams in Amoeba and Haier as "micro enterprises" could be a feasible way to trigger employees’ innovation and proactive performance, overcome the talent pool stratification problem, employees share ownership, and are responsible for all kinds of decisions like contracting, recruitment and budgeting. Meanwhile, it is also meaningful to improve leaders’ boundary spanning capability (operational resilience) in complex, uncertain and interdependent business context (Allen, Datta and Christopher, 2006).
[image: ]

Figure 1 Five dimensions of boundaries leaders have to work across
(Source: Yip, Ernst and Campbell, 2016)

        Figure 1 are the five main dimensions of boundaries cited across senior executives survey. It is noticeable that the horizontal dimension to work across functions and expertise occupied the highest percentage (71%). 
[image: ]
     Before Perfection went public, it was common to employ hierarchical structure. After that, the horizontal rather than vertical dimension has been applied, the development of informal organization networks with flatter organization structure requiring collaborations and social interactions within the organization.
        "Management by all" philosophy in the employee training to work across horizontal boundaries in terms of their comprehensive ability and management awareness. From the conversation of interview, Mr. Zhang mentioned solutions to overcome four challenges Perfection faces, for example, the middle-management problem and employee motivation problem. He only mentioned about the workshop training to improve employees’ consciousness, and then the continuous learning and practice. 
Single long-term objective could play a beacon role for employees, guiding all employees to judge how to make commitments for themselves and colleagues. Highlighting a desired future is beneficial for employees contributing to in a free manner. 
[image: ]

      Here, taking the demographic and geographic dimensions into account, which encourage employees to work across diverse groups, regions and locality (Perfection expand its market in Asia countries, employees indeed come from diverse groups, regions and locality). It is pivotal for leaders to adopt strategies for hugging complexity through simplification by commencing new processes and systems (Backx, et al., 2017). Mr. Zhang also mentioned Perfection would like to adopt the modular organization structure similar to Haier case (Minnaar, J.,2020), let employees share ownership, and be responsible for all kinds of decisions like contracting, recruitment and budgeting. Role and tasks allocation among employees are all voluntary, employees reach a consensus in terms of decision-making.  Leadership roles among these small teams emerge naturally by vote.
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	Figure 2 Reflective Learning Cycle (Adapted from Source: Kolb,2014; Gibbs,1998)

      The reflective learning cycle in Figure 2 is the combination framework I adapted from Kolb’s theory and Gibb’s reflective cycle, which facilitates learners’ learning and transforms what they learnt into new knowledge through four stages (6 steps) of learning cycle. It helps me understand my learning trajectory as a novice researcher in Actor Network Theory and gives me vision, serving as a conceptual framework for my reflection and learning in terms of the quality of the posts thread.

[bookmark: _Hlk56793951]Concrete Experience/Description/Feelings

[bookmark: OLE_LINK3]        We are required to write a series of ‘tweet’ style social media posts that draws attention to the identified leadership dilemma and uses the #leadershipdilemmas.  Due to the limitation to share these posts on social media such as Twitter, LinkedIn (firework block in China), we are suggested to share these posts in the #leadershipdilemmas channel in this course module Teams site. The followings are five of the posts as well as the responses.
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I feel I really adore this task proposed by Dr. Hayward, actually I always write a mini blog to reflect after each week’s lessons, these posts thread inserted in each of the mini blog playing the summary role, which could be super linked to my open social network like Twitter or LinkedIn. This could be an accurate map of my learning and research network bridging my inside and outside world. It is a pity that I only post them within the limited Teams channel due to geography reason, however, this task still let me realize the significance of network development and have network perspective (Cullen, et al.,2014)
[bookmark: _Hlk56804528]
Reflective Observation /Evaluation

“Reflective observation is about critically analyzing the learning and the impact of what has been learned” (Ha and Verishagen, 2015, p.193).  Accurate maps of network in institution would be very helpful for leaders to identify nodes people playing an outside role bridging different departments together and diagnose organizational diversified issues.

[bookmark: _Hlk56806177]Abstract Conceptualization
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Appendix I

Interview transcripts


1. Interviewer: 
     Mr.Zhang, Good afternoon! Thank you for your time to help me to finish my academic task. I am a DBA student of University of Wales, Trinity of Saint David in the U.K. Professor Zheng highly recommend you to me. I am learning a course named Leadership and Decision-Making in Complex Environment. I would like to interview with you in terms of the leadership challenges or dilemmas that you have encountered in your working process. As what I know, your enterprise has been expanded markets in other Asian countries like Australia, Singapore, Malaysia etc. beyond China, which catalyses the leadership environment even more complex than ever. Before we really get started, could you please introduce you company first?
Interviewee:
     Ok. Perfection Logistics Service Co.,Ltd (NEEQ:833570) is comprehensive provider of logistics services, specializing in associated International supply chain management solutions and B2B joint distribution. The company was established in 1993, as one of private enterprises to get first-class international freight forwarding qualification earliest in Fujian Province, is National AAAA comprehensive service logistics enterprise, ISO9001 certified company.
      By combining "Internet, Trade Flow, logistics"，Perfection Logistics Service Co.,Ltd is becoming the only 3PL company has preliminary ability of integrated distribution function in FMCG and Fresh Food area of Fujian Provinces. Company's trading platform has become the largest FMCG and Fast consumer online marketplace in Fujian.
     Since 2015, China has been continuously developing the One Belt and One Road economic zone, which involves 49 countries along the Belt and Road, covering the Asia-Pacific, Central and West Asia, Southeast Asia, Europe, Mediterranean and Africa. The export of goods and services involved accounts for 23.9% of the global total, and the economic scale is about 21 trillion US dollars, accounting for 29% of the global total. We found the overseas extension business integration opportunities of our existing attribute customers growing in matrix in this turbulence environment with national policy support. In 2017, we started to set up offices in Shanghai in East China and Fuzhou in South China. In Xiamen, Perfection has set up Frontier Distribution Centre (FDC) of three import ports, which is mainly engaged in the transit warehouse of imported FMCG and pre-packaged food. The storage area is about 20,000 square meters, which has formed the offline trading center of FMCG, and has experimentally extended the B2B online trading platform.  We do not get involved in commodity sales, but integrate the personalized needs of small, medium-sized agents and dealers to the procurement through the big data analysis of overseas mining and domestic sales. In 2018, pilot stage of this single business revenue was about 10 million RMB, and the number increased to nine times in 2019, until now, this business brings to revenue has exceeded 2019, now it is the biggest port of FMCC and pre-packaged food in south China region. For different industries, we set up a 10,000 square meters RDC in Singapore for consumer electronics customers in 2018, which is mainly engaged in the integrated warehousing and distribution business of black home appliances and beige home appliances. At the same time, we continue to set up FDC according to customer demand  to ensure the improvement of supply chain delivery efficiency of B-end customers and reduce their overhang cost ratio in Asia-Pacific region, for example, we set up FDC/RDC and CDC in Thailand, Malaysia and New Zealand successively.
Today, the end user would like to pursue the highest cost performance and superior service experience, which requires the brand company not only focus on their price and infighting, channels need to be flatter to demand change orders for agility, or demand change orders for the adaptability of the flexible supply chain. Take the Philip black home appliance LED TV as an example, before the establishment of FDC and CDC, we analyzed their overburden cost ratio (average performance cost per ticket/average revenue per ticket) of about 18%~22%, which means that the logistics cost is accounted for the 18 ~ 22 RMB in every 100 RMB appliance cost, the market competitiveness of their products is fatal.  through the optimization of the process, FDC intelligent allocation system, unnecessary logistics node reduction, the overall cover rate reduced to about 9.5%. This project has greatly promoted the sales competitiveness and market share of Philip black home appliance. 
2.Interviewer:

     Perfection Logistics Service Co.,Ltd went public successfully in 2015, any transformation of organisation happens to response to this development?
Interviewee:

    After we went public in 2015, we adjusted the overall operation culture and mode of the company, focusing on the training of Amoeba operation and management concept for the core backbone and employees with development potential. We have restructured
our organization structure as streamlined by reducing the levels and layers, which has made the leadership and management flatter and could adapt to the market agilely. As we all know, development is people-oriented, so we advocate "management by all" philosophy in the employee training to work across horizontal boundaries in terms of their comprehensive ability and management awareness. For example, we have weekly corporate training and set up a reading workshop. In the past, we had four disadvantages:
First, the transition role of the staff is slow, the management awareness and ability need to be developed further. Second, the crisis consciousness is weak, learning motivation is not sufficient. Third, middle-level managers have strong business skills, but poor
communication skills. Fourth, the lack of motivation, always feel that is the work for others. To improve the above problems, we increase the cross-boundary practice, let employees aware of the necessity of their role transition through the reading workshop
first, and then improve their management ability gradually. Because the latter could not
be achieved within a short time, it needs to continue learning and practicing.
      When we face extremely difficult business environment, such as the impact of this pandemic of covid 19, it is essential to have continuous encouragement to employees,
constantly strengthen their crisis awareness, management position is just like “a boat sailing against the current, sink or swim” Only to keep learning to make progress and
become innovative.
       Most of the middle management have been promoted from the lower level, so they are relatively strong in business capability. However, their skills of leadership and communicating with superiors and parallel departments still needs improvement. This requires middle-level managers to be aware of this and adjust as soon as possible to transform their business ability into management ability and strengthen communication ability. Middle managers are like the "spine" connecting the "mind" and "limbs". Only when they have the sense of ownership, can they actively transmit the decision-making thought and strategy execution of the senior leaders, and influence the employees below.
3.Interviewer:

    Perfection Logistics Service Co.,Ltd has been expanded market in Asia since 2018, how do you manage the shifting employee demographics?
Interviewee:
For middle and senior managers in each region, we will introduce internal training similar to amoeba operation and management based on different working environment and cultural factors in each country, and conduct online reading workshop training. At the same time, we regularly rotate the middle and senior managers of overseas subsidiaries. Some of them are transferred back to the group headquarters for training, and some are exchanged across regions, so as to enrich the comprehensive management ability of each leader and the ability to lead different teams for innovation.
4.Interviewer:

     Does Covid-19 pandemic turbulence cause leadership challenges? 
Interviewee:
     It is pivotal for leaders to sense the context they work in; this Covid-19 pandemic is unpredictable and make the context chaotic. From the macro perspective, the epidemic has a great impact on the global commodity supply chain and import and export trade. Many traditional manufacturing enterprises shut down; the global volume of shipments fell sharply. From the micro perspective, logistics enterprise is highly dependent on the circulation of goods, shutdown means that the logistics industry suffered a huge impact, so do my enterprise.  Our company's operating data has also been greatly affected. Business came to a standstill because all the staff could not work in the office as usual. Leaders need to take action to maintain order and enterprise stability. We followed the government governance, adopting top-down communication to react this unpredictable situation clearly and directly. The cross-sector partnership is also our current direction to overcome turbulence. 
5.Interviewer:

     Could you please talk more about the cross-sector partnership?

Interviewee:
As the organisation expansion, we try to expand our footprint to every corner of Asia country. The headquarter has been set in Singapore, we go beyond the enterprise boundary to cooperate with external partners, like Philips, Millet, Lenovo, Shanghai Automotive, Nanfu Battery, Heineken beer, Australian Joe Will wine, Amber wine, Uni-President foods, Biho foods,  so that we can pool all talent people and resources to develop further, especially during the pandemic turbulence, local parterners alliance are beneficial for us to carry out localization strategy, gaining competitive advantages.
6.Interviewer:

Does rapid technological change influence Perfection?

Interviewee:

Technology is the primary driving force of logistics innovation, such as OMS omni-channel orders of various types, WMS in warehousing and logistics parks, DMS in sorting system and TMS in distribution nodes, which are exactly our professional field and core competitiveness. Big data continuously push the development and change of the whole logistics industry, the data value in the logistics field will become the key point of success or failure in the next few years, the personalized demand, efficiency and cost optimization are ubiquitous. Improving supply chain efficiency, reducing manufacturing cost in order to enhance vitality of the front-end customer group and avoid marginal effect. This is also our core competitiveness to facilitate customer stickiness. Perfection has set up a supply chain technology platform to collect data through cloud computing and big data etc., taken data computing as the basis for technical applications. At the same time, it carries out mutual system data exchange, classification, analysis and application with B2B clients, services more customers through supply chain model design, sales order forecast, intelligent goods complement, supply chain finance.
7.Interviewer:

What do you think is the biggest leadership challenge in Perfection?

Interviewee:

Just like the internal factors including organization structure, leadership behavior, cooperation with external stakeholders and external factors covering technology changes innovation, Covid-19 pandemic we talk about, all could be dealt with known solutions. I think the biggest leadership challenge is about people management. How to motivate employees’ innovation and creativity would be the most difficult part. The talent stratification becomes a problem, young generations are good at handling particular business rather than comprehensive consideration due to the lack of working experience. So referring to small self-organizing teams in Amoeba and Haier as "micro enterprises" could be a feasible way to trigger employees’ innovation and proactive performance, overcome the talent pool stratification problem, employees share ownership, and are responsible for all kinds of decisions like contracting, recruitment and budgeting. Role and tasks allocation among them are all voluntary, every decision is made by reaching a consensus.  Leader role among these small teams emerges naturally by vote and could be replaced if performance declines.
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Interview Invitation .
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Dear Mr.Zhang,

Iam a DBA students of University of Wales, Trinity of Saint David in U.K. Professor Zheng recommend you to me. I am learning a course named Leadership
and Decision-Making in Complex Environment. I would like to interview with you in terms of the leadership challenges or dilemmas that you have encountered
in your working process. As what I know, your enterprise has been expanded markets in other Asian countries like Australia, Singaport, Malaysia etc. besides
China, which could catalyse the leadership environment even more complex than ever. Could you please arrange this interview for me and reply me the exact
date, time and location asap. Really appreciated your valuable academic support. Looking forward to receive your reply!

Sincerely,

LING LIN
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By ssemrEmEAcy AIEnE
Hi LING LIN,

Yes, Professor Zheng has phoned me this week about your interview issue. I will be available about 30 minutes in July 5th, next Monday. You can come to
my office at 3:30 p.m.

Best Regards

Thomas Zhang

General Manager

Global Supply Chain Division

Perfection Logistics Service Co.,Ltd
Add:5/F,Hugian Building, 203 FuFei Road,Fuzhou,Fujian,PRC
Jiang Yin Industry Zone, Fuging,Fujian,PRC
Tel:0591-87879053/85966862
Fax:0591-85968690
Cell:(86)13600882964
Web:www.perfectionglog.com
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"It is painfully obvious: the system in which many people
still work was created for a stable, clow and predictable
world that no longer exists." (Minnaar and Morree, 2020)
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If you want to build a ship,
don’t drum up the people
to gather wood, divide the
work, and give orders.
Instead, teach them to yearn,

for the vast and endless sea.
--Antoine de Sanit-Exupery
the author of The Little Prince
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To be successful in this extremely complex and unstable business environment, simplification matters. This is exactly reflected
in David Marquet's leadership from leadership behaviors (leader-leader mode), structure (flatter, encourage cooperation,
innovation), process and systems(employees are empowered to make decision by justification starting with "I
plan..."#bmdbleadershipdilemmas #complexity#simplification
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Have you come across the term 'simplexity’ in your reading? This is an interesting article that also refers to
Ashby, BMDB7004 - LDMICE_GRP: https://run.unl.pt/bitstream/10362/11582/1/wp534.pdf
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“only simple organization provides enough space for individual agency to match environmental turbulence in the
form of complex organizational responses.” very intersting point!
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The four debate topics include whether UBI is the only way to redistribute wealth in the future work; A robot is coming for
your job; The era of management is over; To Gig or Not to Gig. It is noticeable that artifiical intelligence (Al) is the principle
axis to connect all these four topics and lead to the leadership dilemma. Due to the techonology advancement (Al
developement), the gig economy is growing rapidly, which cause the imbalance of power between workforce and business,
the trade-off between flexibility and the need for mutual respect and ethics from companies and traditional organisational
structures of the past being in full decline, forcing leadership management has to be changed and innovative
correspondingly. New models of distributing wealth are being looked to with increased urgency though is technology. In
specific, people fear that it is poised to automate a growing proportion of jobs. Lower education levels are most likely to be
displaced by robots. Many with lower-level skills will be left without job opportunities at all and will be forced to live on social
security for a long term, without future prospects. So UBI is proposed by many experts, scholars and politicians as financial
support to get reskilling and ready to play roles in bended human/tech teams. However, UBI still face an uphill battle and
cause the leadership dilemma. What will be the source of financing of UBI? Will it cause overburden to the government and
raise lazybones? #leadershipdilemma #Al #UBI #Gigeconomy #management era
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I couldn't agree more and has resonated with Rick Altizer's talk in Ted. Recalling my personal experience, I study three
degree in three different countries; speak 6 different languages(including dialects); travel more than 10 countries, switch
career in business world to academy institution to experience the requisite variety, to become a whole people capture
meaning, value and beauty in my life.#bmdbleadershipdilemmas #requisite variety
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Different experiences grant variety for the individuals and organizations which is of great significance and offer more

opportunities and choices in the complex world.
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The cynefin framework is a very useful sensemaking framework developed to help people make sense of complexities. It
is divided into five domains based on the cause and effect relationship. It is beneficial for leaders avoiding the stereotype
thinking of management based on their own experience. It should be noted that there is no black or white boundaries
between these five domains, which will be converted between each other.#bmdbleadershipdilemmas #sensemaking
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® When dealing with complex business environment, rational thinking and well-structured leadership framework could
be rather helpful.

Wanyun He (1906569) 23:50
Cynefin framework is a useful and practical tool for the leader's decision-making especially in the
complex environment.




image1.jpeg




