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Introduction:
The LEA is beset by problems common to many organizations: role ambiguity and conflict; poor communication; and a lack of leadership. Such serious issues can create inefficiency and conflicts within organizations. Without leadership training for managers, clearly defined roles and responsibilities, improved communication, and a change in organizational culture, the LEA will ultimately lose credibility, which will adversely impact service delivery. 

We respect cross-cultural differences and recognize that it is a mistake to talk about organizational change without being fully aware of the nature of LEA culture. We do feel it is imperative that LEA divest itself of the cultural practices of passive leadership and assigning blame, and focus on fulfilling its obligations. In providing recommendations, we will offer both long and short-term solutions- the former pertaining to the underlying causes, and the latter to immediate crises in need of an expedient resolution.
Long-Term Solutions:

LEA will benefit from providing managers with formal leadership training. Leadership is crucial in producing organizational continuity and structure, both of which are currently absent in the organization. With leadership skills and training, managers become effective role models whose behaviors exemplify a high standard of performance. LEA managers need to sustain the mission and direction of the organization by leading their staff, reinforcing positive behaviors, encouraging innovation, and communicating high expectations. (Trice & Beyer, 1991)

 It is recommended that LEA create and implement a positive organizational culture that discourages “maintaining the status quo”. LEA culture should transition from valuing conformity to policies and procedures “dictated” by top administrators in favor of a culture that promotes employee empowerment by sharing ideas, openly discussing problems, and employing creative solutions (Morgan, 2006). The process should start with managers rethinking the current values and transforming them to align with LEA’s mission (Fitzgerald, 1988).   

Currently, highly centralized decision-making processes in LEA are alienating managers from their work, while discouraging problem solving and accountability. Mid-level administrators and managers need to be participatory in an open and free decision-making process were the values of the organization are represented (Morgan, 2006). This process not only builds accountability into the organization’s leadership, it allows managers to make policy and procedure decisions that align with department goals and values. Through a decentralized decision-making process, managers can create policies that lead to cultural and behavioral change (Morgan, 2006).   


Short-Term Solutions:
In addition to embracing an organizational culture that promotes open communication from within, LEA may need to reach out to the community in order to repair its public image. Providing services in a reliable and consistent fashion is the first step toward bolstering LEA’s reputation, and such a change hinges largely on the commitment of Mr. Rakovich. 

While the LEA operates under the guise of having an organizational framework, its existing structure neither satisfies the needs of the upper administration, nor those of the citizens it serves.  Organizational structure should consist of relatively permanent patterns of behavior in an organization (Rubin, 1992).  Determining which elements of the existing structure work well, and which need revision would be of great benefit to LEA management. Therefore, it is recommended that the LEA restructure its organization through performance analysis.  Performance analysis is, “the evaluation of the effective performance of agencies in carrying out their objectives" (Denhardt, 2006).
Once the LEA has completed its performance analysis, the next step would be to develop quality circles, in order to solve the agency’s most pressing problems. A quality circle is “a small group of people who do similar or connected work and meet regularly to identify, analyze, and solve work-process problems" (Denhardt, 2006). Enforced quality circles can improve communication and help the organization identify risks they may be facing. Additionally, they can help the organization enforce individual’s roles and responsibilities.
Without well-defined roles and responsibilities in an organizational structure, employees can experience role ambiguity. Position clarification is the process of “analyzing and organizing jobs on the basis of duties, responsibilities, and knowledge and skills required to perform them” (Denhardt, 2006). Role ambiguity occurs when the rights and responsibilities of the job are not clearly conveyed and/or understood. Such ambiguity is not limited to within the organization. LEA can decrease both role and environmental ambiguity by focusing on each employee and communicating his or her job roles and duties, thereby creating small assignments and information processing systems that manage the organization more effectively. 

Giving managers purely symbolic decision-making discretion will undermine efforts to resolve problems locally, because such alterations “do not fundamentally change the level of decision-making authority extended to the lowest levels of the organization” (Bolman & Deal, 2003). In order to repair the strained working relationship between LEA and REA, Mr. Rakovich must work in partnership with Mr. Gvozd to clarify expectations and develop creative solutions to local concerns. 

While it is a simple thing to prescribe inclusive and egalitarian remedies, developing a different set of cultural norms requires those in positions of leadership to model the desired behaviors they wish their staff to adopt: leading by example, not command (Bolman & Deal, 2003).  In a culture that values following the example set by authority figures, Mr. Rakovich’s inclination to be out of the office during the peak morning hours signals to staff that he is removing himself from the day-to-day operations of LEA. It is vital that Mr. Rakovich continue to meet with local principals and administrators, but such meetings should be scheduled in the afternoon, when he is not needed as urgently in the office. 

Recommendations
· Decrease Role Ambiguity and Role Conflict

· Increase Communication, meet as a Group on a Regular Basis

· Lead by Example

· Repair Relationships

· Implement leadership training for managers.

· Build a positive organizational culture that encourages employee empowerment, decision-making, and problem solving.
Conclusion:
We recognize that the environment is not easily controlled. Changing organizational culture, values, and rituals is no simple task. For example, top-down decision-making remains a fixture of many former Soviet states, and the transition toward more liberal forms of governance is still a work in progress. It will be an enormous and challenging process to transform the beliefs, values, rituals, culture, and behavior of LEA, but the benefits to the organization and the community will far out-weigh the costs (Morgan, 2006).
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