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Introduction
Deutsche Bank is one of the world`s leading international financial service providers, serving customers in 74 countries by roughly 65,000 employees worldwide. The bank`s domestic market is Europe, with a strong position in Germany. It provides private and business clients with an all-round service extending from account-keeping, cash and securities investment advisory to asset management. Further, the bank offers corporate and institutional clients a wide range of services including M&A advisory. Here, the report deals with learning focusing on individual learning by meeting the challenges and opportunities I was facing during the innovative task of finding attractive markets in Germany, establishing branches, recruiting and training staff. Organized as project the top priority – even today – is on supporting the branches towards profitability and efficiency during the first two years since founding. 
This essay sheds light on following issues. First, my individual roles and changes are introduced, highlighting the importance of different and sometimes contradicting stakeholders. Communication turned out to be the most crucial skill in negotiating issues a project requires. Managing stakeholders seems to be easier in theory than in practice, as conflicting goals may prevent the optimal solution, and because during the project stakeholders may emerge who have never been thought of. Second, challenges and weaknesses are introduced, focusing on feedback culture. Regular feedback is essential for a learning organization and for a developing company. Despite, concerning direct communication there remain some hindrances due to hierarchy, thus the challenge is to cope with them and create an open climate of reflection and learning. Third, business ethics and power are discussed. My personal learning outcome is that individuals define ethical behavior of their own and often colleagues and customers are involved as ethics are reflected in many attitudes, e.g. towards work or leisure time. Morality in contrast to ethics effects the world outside the company, ethics has its goal inside the organization. And finally, personality as a driving force is discussed. It plays an important role in handling situations and conflicts, and in some cases, may trigger different feelings of what is acceptable in an ethical sense, and what should be rejected.
Individual roles
Running a project of establishing new types of bank branches in Germany since March, 2006 my roles varied between `interpersonal (e.g. leadership), informational (e.g. spokesperson) and decisional (e.g. resource allocator)` (Mintzberg, 1973, in OUBS B830, unit 1, p.16) as the task requires and as I assess my leadership. Besides the Managing Director`s (MD) reflections on my work structured feedback from staff in December 2006 disclosed predominating behaviors  of a creative and imaginative person who needs to expand abilities in communication, a `plant` according to Belbin`s team roles (Belbin, 1988, in Henry, 2001, p.126). This form of feedback was initiated by the organization, Deutsche Bank, as it usually takes place to give staff the opportunity of direct but anonymous response to leadership. Then, as feedback needed to be discussed by direct report – me – and, in my case, the Managing Director, he analyzed my role as individualistic and masculine, not a typical Germanic style in the eyes of Hofstede who emphasized masculinity as well as uncertainty avoidance, but put less emphasis on individualism and power-distance in Western Europe (Hofstede, 1984, 1991, in Henry, 2001, p.137). The MD admitted that during the initial phase of the project both individualistic and masculine type of leadership cared for quick implementation and results, and on the other hand a more charming and soft style would better fit team members` expectations. Consequently, we agreed that I would stick to the familiar style until December 2007 and would need to develop my communicative skills beginning with the start of the branches.

Decisions permanently need to be made about how to live the roles: as I understood my role - `taken`- or as my influencers expected it - `given` (Krantz and Maltz, 1997, in OUBS, B830, unit 1, p.15). Consistent with the challenges of the job my understanding of the role depended on the task, for example in case of sales and marketing and in customer relations my role seemed to be taken, in case of structured training of staff my role emerged as given. As colleagues observed, I neutralize the `inevitable forces of conservatism that would obstruct innovation`, as well as I defend `historic structures, competencies processes and mindsets`, `dynamic capabilities`(Teece et al., 1997, in OUBS, B830, unit 6, p.80) by `learning from the environment` need to be developed (Tidd et al., 2001, in OUBS, B830, unit 6, p.97). 
Challenges and weaknesses

Change needed to happen by transforming traditional serving of bank customers into acquisition of other banks` clients – the term `customer` indicates a technical relationship, whereas `client` points at highly individual relationship. This process turned out to be a kind of `three-stage model of planned change` as Lewin figured out (Lewin, 1951, in OUBS, B830, unit 1, p.54), a process from `unfreezing` to `moving` to `refreezing`. As staffing the new branches with both already existing and newly hired consultants I focused on `radical` instead of `incremental` innovations in sales behaviour (Freeman, 1982, Tidd et al., 2001, in OUBS, B830, unit 6, p.83) to quickly implement a fresh culture to gain advantage from diffusing innovations (cf. Westley and Mintzberg, 1989, in OUBS, B830, unit 6, p.97), e.g. acquiring strangers in the street as customers by using convincing rhetoric, charming style, and nearly unbeatable financial services - `no single, simple magic bullets but a set of learned behaviors` (Tidd et al., 2001, in OUBS, B830, unit 6, p.97). This different approach to acquisition was communicated to staff from the beginning, and as I learned, it had to be repeated again and again. Open climate, empowered staff, and flexible structures characterize the creative organization (cf. Henry, 2001, p.35) advocating `innovative management techniques` (Drucker, 1985, in Henry, 2001, p.92) such as entrepreneurial forms of management and shifting the old to new paradigm, e.g. from reductionist to holistic, from rational to intuitive (Henry, 1997, in Henry, 2001, p.94). To illuminate the change, an example: frequent meetings of salespersons, project team, and MD triggered intense communication and supported open climate - the hierarchy is still existing today, but the way how communication happens is different to formerly established branches – it is more open and more direct. 

During the first months I learned the following:
· Not all staff shared my enthusiasm.

· Not all staff wanted to outperform.

· Only few co-workers liked to work overtime.

· Some less experienced staff did not see a radical change in sales behavior.

· A few consultants disliked means of visualization which I regard as essential.

· Some still regard the job as a means of earning money, not of having fun.

The last experience seems to be rich source for further analysis, e.g. team-building, hierarchy of needs, motivation, utility theory. The above shown learning points reflect regular staff thinking as one of Deutsche Bank`s Human Resources managers diagnosed. Therefore I had to concede – to access average sales behavior. After giving in, I worked in a more relaxed manner with the team – but it is still an ongoing process as I usually convey my own attitude towards work to staff. As a consequence, the results were affected in a less positive way, they did not meet the project team`s expectations.
Tackling wicked situations by changing the intended strategy often seems to lead to results. A theoretical framework to represent divergent strategies is offered by Mintzberg and Waters, 1985 (in OUBS, B830, unit 1, p.41) who talk of the intended strategy which moves to deliberate strategy by unrealized respectively emergent strategy which cease in realized strategy. After some weeks to weak results I decided to change strategy by asking team members `what hinders, what helps` - one of the creative problem solving techniques. Other methods I used were brainstorming – invented by Osborn more than 50 years ago - `creative problem solving` with its steps fact-finding, idea-finding, solution-finding (cf. Osborn in Henry, 2004, p.127) – which led to acquisition directly in the street in front the new branch. Strategic thinking in a sense of `stretching` was highlighted by Prahalad and Hamel (Segal-Horn, 1998, p.18) in contrast to traditionally regarding strategy as fit. Thus, to ask what the market wanted and `resource leverage` (ibid. p.18) led to unintended behavior which up to now care for extraordinary success – as customers tell us they like to be approached in a fresh and natural way without having to step into the bank.
Ethics and power
Political awareness emerged automatically as a learning issue. Internally the project turned out to be a political issue as many parties and stakeholders are concerned with the project and some goals are conflicting, e.g. providing the project with financial resources contradicts the common course of saving – but, earning money requires investing money first. `Reading` - understanding the external world – and `carrying` skills used to manage the world (Baddeley and James, 1987, in OUBS, B830, unit 2, p.61) seemed to be essential for success in a sense of satisfying all stakeholders, e.g. co-workers, neighbors, customers, and, therefore, to behave as an `owl` - a stereotype for a wise animal: politically aware and acting with integrity (ibid. p.62). My own learning process was triggered when I incidentally witnessed a conversation of staff and a member of the workers` council concerning established ways of approaching people and working hours. From that moment on I acted extremely careful, considering all legal constraints and internal rules. Additionally, I had to learn that stakeholders emerged whom our project team had not noticed before, e.g. the owner of the marketing budget attacked us for overstretching marketing expenditures. Another high-ranking supervisor felt to be offended because of our training concept which we had not agreed with him. So, what could I learn in a `political arena`… playing `games` (Mintzberg, 1983, 1984, in OUBS, B830, unit 3, p.111). My findings were following:
· Involve all stakeholders at the earliest stage of the process.

· Communicate all steps – even the small ones.

· Ask stakeholders for their opinions.

· Go to them, do not let them come.

· Interact directly, not by using third parties.

During a serious conversation with the project team I discovered that I had underestimated the power of communication. Thus, tensions appeared as my leadership style I agreed with the MD did not match the needs of all stakeholders. Consequently, I had to train communication skills by enhancing meetings for information, listening, and caring for needs of others. Business ethics appear both internally and externally. Moral behavior consist of `moral sensitivity, moral judgement, moral motivation and moral character` (Rest, 1994, in OUBS, B830, unit 2, p.55) with focus on sensitivity in communication with staff and focus on character in relationship with customers as complaints of staff as wee as customers reflect. Consequently I hired a coach for one day for the whole team including me to train communication – we have been ameliorating, but there is till room for improvement. The problem I realized concerned complexity and individual awareness that there is not only one best way to communicate ethically. Based 
on Kohlberg (1984, in OUBS, unit 2, p.58) individuals progress six stages of moral development which are experienced differently depending on the nature of competition, responsibilities, honesty and loyalty, whereas Weber (1991, in OUBS, B830, unit 2, p.59) suggested that moral behavior seems to be easier in theory than in practice. Open learning climate in the newly built team – improved by frequent meetings with high-ranking individuals of the organization – impeded `self-serving bias` and `impression management` (Trevino, 1986; Payne and Gaicalone, 1990; Snell, 1996 – in OUBS, B830, unit 2, p.59) and flat hierarchy fostered teambuilding and ethically working together. `Bend the rules, don`t break them` (Badaracco, 2001, in OUBS, B830, unit 2, p.61) seems to be a necessary norm as the project was installed as pilot in Germany. Thus all stakeholders should be served in a moral way – ethics not being an optional extra, but an essential ingredient in culture. My findings between start of the project in March 2006 and the present concerning ethics are the following:

· Check rules before starting an action to care for conformity with law.

· Discuss ethical topics with senior managers to understand the organization.
· Care for diversity to keep balance with stakeholders.

· Ethics often concern performance goals.

· Unethical behavior must not be fostered by the organization.

Still problems do exist concerning ethics in the consulting and selling area, especially in case less performing staff feels to be denounced if goals are not met. As interviews with them reflect they seem to have serious concerns about ethics and morality, e.g. what products fit customers` needs, when the products should be sold, or how many products a customer should use. Product is the term for a financial solution for customer demand. 
Power can restructure a situation, whereas influence can only touch an issue. As experiments demonstrate power defines behavior , e.g. command-and-control by Milgram (1971, in OUBS, B830, unit 3, p.130) and police-prisoner-relationship by Haney et al. (1973, in OUBS, B830, unit 3, p.131), and often leads to abuse of power in contrast to positive use of power which may foster effectiveness, as the seven-steps-model suggested by Pfeffer (1992, in OUBS, B830, unit 3, p.133) demonstrates. After critical reflection I recognized that if ethical issues were implemented in basic considerations, all subsequent steps could be synchronized. Power determines responsibilities and vice versa. Carroll`s pyramid of responsibilities (1991, in OUBS, B830, unit 2, p.72) reflects the importance of economic 
success as the basis of all considerations and ethical as well as philanthropic goals at the top. Thus, the question should be raised, how much economic success needed to be earned to afford ethical behavior – or the other way round: if ethical and philanthropic goals were bottom, how much economic success could arise out of it? These thoughts were topic of a team meeting with sales staff of the new branches, and the overall opinion was to concentrate on ethical selling, represented by high quality, a goal that can be measured, e.g. by structured customer feedback or by complaint rates.
Personality

Personality is a driving force for success. Additionally, it may define ethical behavior. Concerning my own personality I go along with the `4P` by Henry (2001, p.18) – positivity, playfulness, passion, persistence, and to cite the MD `with focus on playfulness` as my last feedback in January 2008 showed. Emotional intelligence (after Goleman, 1998, in Henry, 2001, p.24) should be expanded in terms of empathy as prioritising personal and business goals for team members sometimes differ. `Command-and-control labor relations`do no longer work in dynamic environments (Bunting, 2004, in OUBS, B824, unit 2, p.11) and, according to my personality, the `transformational` leadership style (Westley and Mintzberg, 1991, in Henry, 2001, p.26) is my favourite one, complemented by `helicopter thinking` (Handy, 1991, in Henry, 2001, p.28) which often, but not always occurs and thus needs to be developed, for example by being coached. My use of warlike metaphors, e.g. attack on all fronts, as well needs to be turned into more soft and less aggressive metaphors, e.g. sporting or spiritual metaphors. Sports, however, in my eyes is similar to war as far as competitions are concerned. `Proactive` instead of `reactive` learning (Knowles, 1975, in OUBS, B830, unit 1, p.22) deals with complex situations and thus requires life long learning – an all-embracing framework is the Kolb learning cycle (OUBS, B830, unit 1, p.7) which encompasses experience, observation, conceptualization and active experimentation as a permanent cycle. Supplements for dealing with complexity – especially with learning – are Smyth`s questions for critical reflection (1987, in OUBS, B830, unit 1, pp.32-3) and John`s model of structured reflection (1994, in OUBS, B830, unit 1, pp.32-4). To reach the goals of managing complexity of the project I commissioned an external coach for two days to support my reflection and help me extend sensitivity and adequate response to critical situations.
Conclusion

Informally I used a Personal Development File to stick to a plan I created for me to improve qualities as a manager. The goals I defined along the SMART model - which is an acronym for specific, measurable, attractive, realistic, and terminated – were specified by the following questions: How do I want to achieve it? What resources do I need? Who needs to be involved? Then, in reflection phase, I asked myself: What did I do? Why? What did I learn? How will I use this? What are further actions? This plan was communicated to the MD because I welcome his advice. Another outcome of the plan was the experience that it is an appropriate means of supporting self-management and learning. Up to now, the learning process is ongoing, and as far as it can be judged at the present, it will never end because targets of the project are moving. In contrast to an agreed target which is used for salespersons the target of a project may vary. My most exciting learning experience came up with stakeholder discussions as from time to time some contradictory expectations could never be met. Due to electronic exchange of news the hierarchical flow of information needed to be respected – in case a piece of information was given without careful consideration it may have been diffused into the world, thus a learning point was to think about whom to give what kind of information and to consider the effects an information might have. Concerning the project up to now all stakeholders are in balance with the exception of the workers` council which discusses opening hours on Saturdays throughout Germany – Saturday opening is still an innovation since the late Sixties when the Monday-to-Friday week was introduced.
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