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Praise for Change Management Masterclass

“This book covers the complex subject of change management in a highly readable
way. It provides an invaluable resource for managers or MBA students wanting to
learn how to manage change successfully.”

Dr Tim Hughes, Bristol Business School

“A thoroughly practical and straightforward change management handbook, full of
useful ideas and handy tips.”
Chris Bones, Principal, Henley Management College

“An excellent practical read. It consolidated my existing learning, and at the same
time introduced me to some new and useful models, which I shall use.”
Anjali Arya MBA, Organizational Development Consultant

“Change Management Masterclass provides a structured way to navigate through the
complex subject of change management. Students and operational managers alike
should benefit from this useful book, that combines relevant theory, experience and
best practice.”
Philip Lawrence MBA, Programmes Manager, Alcatel Lucent

“This brings together everything on change management I can ever remember
reading or studying into a very structured and logical framework, and presents a
clearly balanced view of academic models and commercial insight, drawing from
organization examples and management experience. I would see this book being

valuable to students or senior business leaders either as a framework to read
completely for a comprehensive learning of the subject, or as a reference guide by
using selected elements of the ‘task and process framework’ from which you could
build specific knowledge and ideas.”
Deborah Bateman MBA, Manager, Business Support & Development, Halifax

“Change Management Masterclass is an excellent guide for both managers and students
to learn how to manage change better within their organizations. The well-organized
structure and case study approach makes the subject very accessible to the reader. I
have really enjoyed reading this book and would highly recommend it.”

Maria Jesus Fernandez-Gutierrez, Enterprise Core Voice Proposition Manager, Vodafone UK

“It illustrates clearly that there isn’t just one answer or approach to managing
change successfully. The key message from this book for senior managers of large
organizations is the importance of developing strong and adaptable leadership
capabilities to support and align every phase of the change process.”
Pascoe Sawyers, Director, Leadership Academy, Improvement & Development Agency



“This book provides a comprehensive coverage for those studying change and those
engaged in it. It deals with the interaction of all aspects of change and acknowledges
just how challenging it can actually be in practice. There are clear explanations of
the dimensions of change and good, practical advice on how to tackle change.”
Martin Broomfield MBA, Limeblue Consulting

“I have been drawn back in over the week and discovered new things in the book
each time I looked. What I liked most of all was the author’s emphasis on high-
lighting the most robust models and frameworks and linking this directly with the
application of these tools and techniques to the chosen case studies.

Bob Gorzynski, Centre for Strategic Thinking”

“This is a powerfully straightforward book because the author has the gift of being
able to summarize and show the relevance of quite complex ideas. The text is
convincing in its practical approach. I particularly welcome the chapter which relates
personality data to change leadership and change skills, which trainers ought to find
of real value. An excellent introductory text of particular value to professionals and
middle managers engaged in a process of change. It should help them make sense of
how people respond to change and of the leadership challenges involved.”
Professor Colin Carnall, Director of Executive Programmes, Warwick Business School,
University of Warwick
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There is nothing more difficult to take in hand, more perilous to conduct,
or more uncertain in its success, than to take the lead in the introduction of
a new order of things.

(Niccolo Machiavelli, The Prince, 1532)

Out of the earth to rest or range

Perpetual in perpetual change,

The unknown passing through the strange.
(John Masefield, 1878-1967, The Passing Strange)

There’s nothing constant in the world,

All ebb and flow, and every shape that’s born

Bears in its womb the seeds of change.
(Ovid, 43BC-AD17, Metamorphoses)
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The Edge

It doesn’t have to be terrifying.

Sometimes it’s simply curling your toes

over the end of the high dive,

bending your knees and lightly bouncing

up and down, as if your wings were fluttering.

Or it might be the moment when you’re waiting —
dawn-at the border —

for the man in the blue uniform

to hand back your passport,

to say it’s all right to leap

from the train to the platform.

And after the flying and the splash,

after you haul your bag up on your shoulder,
it’s safe to say that before long

you’ll come to the edge of something

and have to leap again.

Maybe it’s someone you didn’t see

by the pool, wearing a flowered bathing suit —
maybe the love of your life.

or maybe it's a museum with one painting
that finally explains everything.

And even if death is waiting,

you can still love

the perfect fit of the doorknob

in your hand as you open the door.
You can still search for the immortal
painting and buy postcards of it

to send all over the world.

You can leap

and let the water hold you,
throwing one hand over the other,
hoisting yourself up

to dry your body in the sun.
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You can lift your rucksack —

the road rolling away before you —

and walk on joyfully,

going forward, forever leaping,

loving the high dive as well as the bottom stair,

loving the held breath, loving the tired feet.
(Richard Jones, “The Edge’, from The Blessing: New and Selected Poems.
Copyright © 2000 by Richard Jones. Reprinted with the permission of
Copper Canyon Press, www.coppercanyonpress.org)

Introduction to change management

Change Management Masterclass seeks to introduce the concept of change
management through looking at why organizations need to change;
discussing the different ways of approaching change; describing a process for
successful change management; and learning what works and what doesn’t
when managing change.

This book is designed to lead you through the change process in a rela-
tively orderly fashion - looking at the different phases of the change process;
introducing tools and models and ways of tackling issues at each stage; giving
examples of what has worked and what hasn’t; drawing on both academic
research and people’s experiences in the thick of change.

One of the key tests of the various models is whether they are practical
tools for mapping, analysis, insight and action in the world of organizational
change. Throughout this book I have tried to test them out through their
application in a variety of different organizational settings. I have drawn
from my own experiences as a change practitioner, from that of colleagues
and of course from published research. There are a number of organizations
that I have observed as they have managed their change initiatives and I have
drawn out some of the key findings which hopefully will enlighten our
discussions.

One objective of this book is to present a way of looking at and managing
change, drawing on different models that have stood the test of time and
have demonstrated their usability, and combining them with current
thinking on, for example, emergent change, systems and complexity theory.
Principally though, I would wish to suggest a way that students and
managers alike can make sense of change and manage it more effectively by
using some or all of the concepts in this book.
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Given the new competitive
landscape around the world,
with more countries from
Eastern Europe entering the
European Union, the
explosion in manufacturing
capability in the Indian sub-
continent and China, and
similar trends emerging in
South America; given the
growth in outsourcing, off-
shoring and shared services;
given the continuing and
increasing possibility of global

culture clashes, and the escalation of local and national conflicts; all with a
backdrop of global warming, climate change and mass movements of people,
there seems to be little let up in the exponential growth in change. And of
course on an organizational level, whichever industry, whichever country,
there will be the responses to these trends and a developing awareness of
diversity issues and corporate social responsibility.

How well do organizations manage change?

Gartner estimates that less than 10% of enterprises and their Chief Information
Officers have attempted to institutionalize change management in even the most
basic way: by training managers, by creating a program management office
(PMO) or by any other means... We’ve all heard the stats. The specific numbers
vary but the fact remains: most large-scale projects that fail to achieve their stated
objectives are dramatically over budget or are delivered late. According to
Gartner, a full 66% of projects meet at least one of these parameters.

(CIO Australia’s Magazine for Information Executives, 5 June 2006)

A recent McKinsey survey (2006) suggested that only 6 per cent of change
management projects were completely successful (with a further 32 per cent
‘mostly’ successful). During the changes the mood of the organization was

characterized by:

Successful projects Unsuccessful projects

(%) (%)

Anxiety 44 51
Confusion 22 43
Frustration 23 44
Fatigue 24 34
Resistance 24 28
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On the positive side there was a marked sense of focus, enthusiasm, feelings
of momentum, hope and confidence in those organizations successfully
managing change.

Worrall and Cooper (2006), in an organizational change management
study, found that over 90 per cent of managers in all organizations were
affected by change, with that figure rising to over 97 per cent in public-listed
companies and public sector organizations. They highlighted that:

The proportion of managers affected by three or more forms of change
increased from 45% to 53%. The triad of cost reduction, the use of contract staff
and culture change increased... to more than half the managers responding...
This triad has had significant implications for the attitudes and behaviour of
many managers: as a result of change, their loyalty and morale have declined
and their sense of job security and well-being has plummeted:

Percentage of managers feeling that change had negatively affected their:

Motivation: 51%
Sense of employee well-being: 48%
Loyalty: 47%
Morale: 61%
Sense of job security: 56%

Change

Kurt Lewin introduced his concept of organizational change during the
middle of the last century (Lewin, 1951). His work was deeply embedded in
looking at how human systems operate and the different dynamics at play.
His central model comprises three stages: unfreezing, effecting change and
then refreezing. Starting with a status quo, you move things and then
continue with the new status quo. Some critics have suggested that this is too
linear a model of change for these turbulent times of exponential change —
that there is no initial ‘stable equilibrium’ that needs to be unfrozen to allow
change to occur. Likewise there’s no promised land of a renewed equilibrium
position where we can all rest, recuperate and not worry any more.

There are however certain key tenets of Lewin which are true for all
change scenarios:

® change doesn’t operate in a vacuum but within an interactive system
which itself is within a wider environment;

® any human system will have a variety of forces at play which can help
and/or hinder movement. These forces need to be addressed; and

® the change process is helped through a process of observing or being in
the system and exploring what works and what doesn’t.
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So what Lewin was suggesting was that in any human system there are
different states of dynamic equilibrium and to move from one state to
another the forces at play within the system need to be redirected to achieve
movement towards the preferred state. We sometimes try to treat change as
if it were a discrete object which has clear definable boundaries as if nothing
went before and nothing comes after, frozen in time and space.

Change doesn’t just start at page one but in fact in countless thoughts,
ideas, experiences, conversations, incidents and motivations stretching back
many years. Likewise it doesn’t necessarily stop once put in motion.
However, we can take some snapshots of change in motion, see some action
replays and make some predictions based on the lines of trajectory as to
where it may lead.

Similarly this book is a staging post for people, managers and students who
want to further their thinking and develop their change management skills.
The aspiration is to enable you to manage change better in the future with, I
hope and trust, a consequential knock-on effect of improving organizational
and individual performance and well-being.

The philosopher of comparative religion, Alan Watts, once famously drew
the universe as a squiggle across a page and then explained that what
humankind does is put some sort of grid across it in an attempt to make sense
of it, create some order out of chaos, and perhaps gain some control over it.

This book is such an attempt — to look at the
change process in a relatively ordered and
structured way. This isn’t to say that change
is a straightforward thing or process, rather
that if you come at it in a structured and
ordered way you may have a greater chance
of dealing with the unpredictability and
emergent themes along the way.

Format of the book

Despite my tenet about the nature of
the universe, in the actual setting out
of the book I will try to approach
change in a relatively orderly way,
even if the nature of change itself is not
so well planned.
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The following is a straightforward model of change which captures both
the task and process sides of change:

® orientation is the direction, positioning and preferences for change;

®  organization is the more formal arrangements, systems and formulations
of the change process;

® mobilization is the process of involving, engaging and catalysing the stake-
holders affected by the changes;

® implementation is the process of carrying out or executing the changes;

® /ransition is managing the passage of people through the changes;

® ntegration is the embedding of the changes and the realizing of the trans-
formation to produce a qualitative step change.

Orientation

Organization Mobilization

Mindset
Culture
Leadership

Implementation

Integration

Figure 0.1 Tasks and processes in change management
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Central to the change process and interactive at all times are the funda-
mentals of:

® the mindsels we have when we approach the change arena;

® the organizational culture within which we operate; and

® the leadership at all levels and at all stages to make the change a successful
one.

This book comprises three parts. Part I sets the scene and direction and
explores why we need change in the first place and how the way we concep-
tualize change affects how we manage change. Part 11 describes eight organi-
zational change case studies drawn from different public and private sector
settings. Part IIT looks at the process of change from different angles through
a number of stages.

A useful accompaniment to change

Things which are put together are both whole and not whole, brought together
and taken apart, in harmony and out of harmony; one thing arises from all
things, and all things arise from one thing.

(Heraclitus, 540-475BCE)

A relatively straightforward model for approaching change ‘in the moment’ as
you progress along the change process outlined above is one that I and my
colleagues have tested over the years with various managers, and indeed with
political leaders. There are many choices with many dynamics and I've found it
useful to appraise any situation by applying this model of leadership of change
(see for example, 1&DeA, 2006; Leadership Development Commission, 2003).

® Managers are in the business of achieving certain outcomes or at least
gaining tangible results. For this to happen there needs to be clarity
about what it is that needs to be achieved and the structures, systems and
strategies in place to attain that.

® No matter how well planned, structured and organized the intervention
is it is unlikely to work unless you pay particular attention to three
further aspects of the change process.

® The emotional component of change cannot ever be divorced from the
change itself. To make a change is to disturb the equilibrium of indi-
viduals, of teams and of the organization. Indeed that is most likely what
you want to do! As Heifetz and Laurie (1997) say, ‘Followers want
comfort and stability, and solutions from their leaders. But that’s
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Outputs and Outcomes
Developing and
delivering business
outcomes

Self
and
Leadership

Stakeholders and
Interests
Mobilizing influence,
power and authority

Emotions and
Culture
Enabling people and
culture to adapt

Figure 0.2 Leading outcomes, interests and emotions

babysitting. Real leaders ask hard questions and knock people out of
their comfort zones. Then they manage the resulting distress.’

® There will inevitably be a number of stakeholders in the change — those
who will have a view; those who will want a say; those who will be
affected; those who will need to change or adjust; those who will win;
those who will lose; those who will have an interest; those who will have
some energy; those who will have some commitment; those who will not.
Managing change successfully will need to take account of the voices and
positions of these stakeholders, and agents of change will need to nego-
tiate their way through the often competing and conflicting needs and
wants of the stakeholders.

® Right in the middle are those who are the prime movers of the change —
be they the CEO, the project manager, the change team or a team leader
in a remote part of the organization. The way this person or group enacts
the change is all so crucial. How much they attend to the task; how much
they attend to the people; how much they plan; how much they allow to
emerge; whether they’re autocratic or democratic, authoritative or affil-
iative — all these things impact the probability of achieving successful
outcomes, the level of communication and engagement with stake-
holders, and the emotional well-being of those affected.
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So we enter the world of change with a process, a route map;
a set of key dimensions to be looking out for; an under-
standing that our own personalities affect how we respond to
and manage change; and a flexible enough mind and
attitude to allow for some emergences if not emergencies
along the way.
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1. Approaching Change

Orientation

Organization Mobilization

Approaching
Change

Implementation

Integration

Wisdom lies neither in fixity nor in change, but in the dialectic between the
two.
(Octavio Paz, b. 1914, Mexican poet)

Things do not change; we change.
(Henry David Thoreau)

Like a man who has worn eyeglasses so long
that he forgets he has them on,
we forget that the world looks to us the way it does
because we have become used to seeing it that way
through a particular set of lenses.

(Kenich Ohmae)
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Introduction

We all approach change in different ways. That’s partly because of our
different personalities and it’s partly because of our individual histories. We
see the world in different ways and also react to it in different ways. The
whole area of change management is one where these ideas have a particular
relevance and resonance.

If we conceptualize change in a particular way then perhaps we will try to
manage it in a way that is seemingly logical within our reality, whilst leaving
no room for the idea that it’s just our reality or certainly just one way of
looking at the world.

In this chapter we will look at our assumptions about how organizations
work and our assumptions about change. We can then see how these assump-
tions might shape some of the approaches to change, hopefully leading to a
more comprehensive and flexible set of interventions.

Metaphors and paradigms

In Making Sense of Change Management (Cameron and Green, 2004) we drew
upon Morgan’s (1986) book, Images of Organization to suggest that we can view
organizations in four different ways — and those different ways can lead us
towards a greater understanding of organizational dynamics and what might or
might not work when it comes to trying to change the organization:

organizations as machines;

organizations as political systems;
organizations as organisms; and
organizations as flux and transformation.

0 o=

Table 1.1 Metaphors, beliefs and assumptions

Metaphor Key beliefs Key assumptions

Machine Each employee should have only The organization can be
one line manager changed to an agreed end
Labour should be divided into state by those in positions of
specific roles authority
Each individual should be managed  There will be resistance, and
by objectives this needs to be managed
Teams represent no more than the Change can be executed

summation of individual efforts well if it is well planned and
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continued. ..

Metaphor

Key beliefs

Key assumptions

Political system

Organism

Management should control and
there should be employee discipline

You can't stay out of organizational
politics. You're already in it.
Building support for your approach
is essential if you want to make
anything happen

You need fo know who's powertul,
and who they are close to

There is an important political map
which overrides the published
organizational structure

Coualitions between individuals are
more important than work feams
The most important decisions in an
organization concern the allocation
of scarce resources ie, who gefs
what, and these are reached through
bargaining, negotiating and vying
for position

There is no ‘one best way' to design
or manage an organization

The flow of information between
different parts of the systems and its
environment is key to the
organization’s success

It's important to maximize the fit
between individual, team and
organizational needs

well controlled

The change won't work
unless it's supported by a
powerful person

The wider the support for
change the better this

It's important to understand
the political map, and to
understand who will be
winners and losers as a
result of this change
Positive sfrategies include
creating new coalitions and
renegotiating issues

Changes are made only in
response fo changes in the
external environment (rather
than using an internal focus)
Individuals and groups need
to be psychologically aware
of the need for change in
order fo adapt

The response fo a change in
the environment can be
designed and worked
fowards

Parficipation and
psychological support are
necessary strategies for
success
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Table 1.1 Metaphors, beliefs and assumptions

continued. ..

Metaphor Key beliefs Key assumptions
Flux and Order naturally emerges out of Change cannot be
transformation chaos managed; it emerges

Organizations have a natural
capacity to self-renew
Organizational life is not governed
by the rules of cause and effect
Key tensions are important in the
emergence of new ways of doing
things

The formal organizational structure
(feams, hierarchies) only represents
one of many dimensions of
organizational life

Managers are not outside the
systems they manage; they
are part of the whole
environment

Tensions and conflicts are an
important feature of
emerging change
Managers act as enablers;
they enable people to
exchange views and focus on
significant differences

Source: Cameron and Green, 2004

Organizations as machines

This metaphor reflects upon the idea that an organization functions like a
machine — if all the parts are properly constructed and connected and force
applied in the right place and right direction then the machine will start to
move and continue to move until it needs repair or replacement or
encounters resistance. It feeds into the notion that it is possible to design a
perfect well-oiled machine and to plan a change that will take the organi-
zation from state A to state B in clearly defined stages with the likelihood of
success as long as everyone does what’s in the plan. You can see this as the
ideal metaphor for a simple project management approach to change where
everything not only can be put onto a Gantt chart but everything and
everyone will perform as if it really were a piece of machinery.

Of course the organization as a machine metaphor has its place because
many products and services rely on clear, predictable, reliable and compliant
processes:

Fast-food restaurants and service organizations of many kinds operate... with
every action preplanned in a minute way, even in areas where personal interac-
tions with others are concerned... Even the most casual smile, greeting,
comment, or suggestion by a sales assistant is often programmed by company
policy and rehearsed to produce authentic results.

(Morgan, 1986)
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Organizations as political systems

This metaphor suggests that everyone who inhabits an organizational space
is in the midst not only of a human system but one where there are
competing forces and pulls on scarce resources and where different players
have different degrees of power. It is the awareness and management of
these forces and these players that allow work to be achieved. There is an
understanding of who is an enabler and who is a disabler; who stands to gain
and who stands to lose; who is supporting you and who might be against you.
These are all factors you need to consider when you want to effect change
and enter this reality:

organizational goals, structure, technology, job design, leadership style, and other
seemingly formal aspects of organizational functioning have a political dimension
as well as the more obvious political power plays and conflicts.

(Morgan, 1986)

Organizations as organisms

This metaphor posits that organizations are not discrete singular entities but
are composed of a number of internal subsystems operating in an external
environment and there are flows and interaction throughout. It is an open-
systems approach as defined by Von Bertalanfty (1968). Operating within this
metaphor an organization would be organizing itself around the changing
environment — the more turbulence in the environment the greater the need
for adaptability. Its internal subsystems — structural, human, managerial,
informational — would all need to be capable of receiving data from the envi-
ronment and other parts of the system and responding intelligently:

organizations are open systems and are best understood as ongoing processes
rather than as collections of parts... Thus, we see strategy, structure, tech-
nology, and the human and managerial dimensions of organization as
subsystems with living needs that must be satisfied in a mutually acceptable way.

(Morgan, 1986)

Organizations as flux and transformation

Entering into the metaphor of flux and transformation can be a discon-
certing experience. We are moving into a world where we need to review our
understanding of what an organization actually is. Rather than a machine or
a social system of power bases, or an organism that interacts symbiotically
with the environment, it is a place that has form and movement but events
which cannot be predictable. There is a dynamism that can lead to equi-
librium or disequilibrium depending on factors or ‘attractors’ at play:
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organizations are characterized by multiple systems of interaction that are both
ordered and chaotic. Because of this internal complexity, random disturbances
can produce unpredictable events and relationships that reverberate
throughout a system... despite all the unpredictability, coherent order always
emerges out of the randomness and surface chaos.

(Morgan, 1986)

So we can see quite early on that when approaching change it may be that
you are operating within one particular metaphor and you will attempt to
enact change through that particular lens, regardless of the circumstances
prevailing at the time. Or it may be that the organization is operating within
one particular metaphor and will only accommodate one way of thinking
about change and what needs to be done.

Paradigms of change

de Caluwé and Vermaak (2004) have categorized approaches to change in a
somewhat different way. Reviewing the literature they have identified five
different ways in which we can conceptualize what happens when we want to
make change interventions (see Figure 1.1). They have given colours to each
of these approaches. Some of them relate to the four organizational models
and indeed to the three-ball model of outputs, interests, and emotions and
culture that we met in the introduction.

Blue — change through design — is most often the one we see occurring in organ-
izations. It is the project management approach to change and involves
careful planning and detailed analysis before the change happens. It links
quite well with the machine metaphor of organizations and leading outcomes
in the three-ball model. It is very much about the rational way to enact
change. If we have done the initial analysis well enough and can plan the
steps and stages comprehensively enough then the inputs that we make will
produce the outputs that we want.

Yellow — change through addressing interests — addresses the political aspect of
organizations, recognizing that there are winners and losers in all change situ-
ations and that directly addressing the different wants and needs of the
various stakeholders is a necessary element in getting positive movement
forward in the driving forces for change and a useful way of attending to those
forces that are restraining or against the change. This is most closely aligned
to the political metaphor and also leading interests in the three-ball model.

Red — change through people — recognizes that change in an organization is
predominately done through people, and for the outcome of any change
initiative to be successful it will not only need to have addressed the concerns
of the organization’s people but to have engaged with them in order for new
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Blue:
Change
through
design

Yellow:

Green:

Change
Change through
through addressing

learning interests

White: Red:

Change Change
through through
emergence people

Adapted from de Caluwé and Vermaak, 2004

Figure 1.1 Five approaches to change

attitudes, skills and behaviours to have been acquired or learnt and certainly
demonstrated.

White — change through emergence — is about creating the conditions for
change to occur without specifying the exact nature of the changes. Drawing
on the flux and transformation metaphor it suggests that we cannot logically
and rationally design, plan and manage change in a linear way. What is
required is an enabling environment, people to make sense of what is
happening, and to spot where the organizational energy is and take steps to
removing hindrances and obstacles. Perhaps requiring a leap of faith, this
approach is based around the belief that systems will self-organize and, even
in the midst of chaos, order and evolution will occur.

Green — change through learning — is concerned with change happening as a
direct result of learning. Here we are talking about individual and team
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learning and also the concept of the learning organization. The key focus is
on creating the environment necessary for individuals and teams to acquire
the necessary knowledge, skills and experience to step into the new state and
also how collectively the organization can embed any new knowledge for
sustained performance. This also covers the single-loop and double-loop
learning of Argyris (see Chapter 9) and ways in which the organization can
monitor and evaluate itself throughout the changes.

Implications and different roles of leaders and change
agents

Entering into a change process when operating within one of the four change
metaphors or five paradigms has implications for how you construct your
change process and what sort of role you need to play.

Using the machine metaphor or the ‘change through design’ paradigm will
entail a rigorous project management approach with a leadership style that is
one of architect and grand designer. The terrain is about efficiency and effec-
tiveness of project planning processes and their well-oiled implementation.
It’s about an unambiguous mapping out of the plan to get from A to B and the
careful planning, managing, monitoring and controlling of this process.

The political metaphor and ‘change through addressing interests’ will
require a greater focus on managing stakeholders, the informal organization
and ensuring that key players are brought on board, and potential winners
are motivated enough and potential losers’ needs are managed. The terrain
for the change agent within this paradigm is all about power and the
harnessing ofit. The change agents themselves have to have perceived power
as well as requiring powerful sponsors.

The organism metaphor requires the change agent to be monitoring the
environment and taking the pulse of the organization. A key focus will be to
create an enabling environment where people can learn to become
responsive to the environment and the changes that are needed. It is also
necessary to be aware of the process in order for responses, reactions and
adaptations to be factored in as the change proceeds.

The flux and transformation metaphor and the ‘change through emer-
gence’ paradigm recognize that change cannot be explicitly managed, but
rather needs to emerge. The tensions, the conflicts and the hot spots within
the organization and those on the boundary are where the change agent is
focused. Once again the role is one of enabling emergence rather than
directing and controlling it. The concepts of setting parameters, acting as a
container and reminding people of core values are critical to this process.



Approaching Change 21

The ‘change through learning’ paradigm draws on the key ideas from the
organizational development movement originating in the 1960s, and the
writers and researchers of the learning organization. Coaching, training and
group and team facilitation are all ways of providing opportunities for
learning to take place.

The ‘change through people’ paradigm is
situated between the learning paradigm
and the interest paradigm. It recognizes
the need to include, involve and engage
with all stakeholders, but principally
managers and staff in order to create
solutions that address the important
issues. Given that change happens
through people, winning the hearts and
minds of the people is clearly a key factor
in this. Affiliative and democratic management styles, human resource
management and a collaborative culture are strong indicators of change
agents operating within this paradigm.

Types of change

When approaching change it is also useful to be able to understand the
extent of the changes that you are facing or are going to initiate.

Balogun and Hailey (2004) have segregated the nature of the change
(incremental and ‘big bang’) from the end result (transformation and
realignment), which results in four fundamental types of change:

1. Adaptation —is a ‘non-paradigmatic change implemented slowly through
staged initiatives’.

2. Reconstruction — is also a ‘non-paradigmatic change to realign the way the
organization operates, but in a more dramatic and faster manner’.

3. Evolution —is a ‘transformational change implemented gradually through
different stages and interrelated initiatives’.

4. Revolution — is ‘fundamental, transformative change... but it occurs via
simultaneous initiatives on many fronts, and often in a relative short
space of time’.
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Stace and Dunphy (2002) distinguish a number of levels of change on a
continuum:

® Level 1 — Fine tuning. Addressing and improving the fit between strategy
and the organizations people, processes and structure, for example,
policy and process changes; continuous improvement teams; devel-
opment of reward mechanisms and training programmes tied into
strategy. Refining, clarifying, interpreting group norms and operating
procedures.

® [Level 2 — Incremental adjustment. Relatively modest changes around the
organization in the light of external drivers for change. Typically changes
involving strategy, structure and management process. Shifting the scale
and scope of the operation; changing the product or service mix;
addressing production inefficiencies; evolving the structure so that it’s fit
for the purpose of the refined strategy.

® [evel 3 — Modular transformation. Major restructuring and realignment —
focusing specific parts of the organization rather than the organization in
its entirety. For example, a restructuring of the marketing department
around distribution channels rather than product lines, or a decentral-
ization of the HR department into business units (or more likely a
centralization of HR into shared services); appointment of different key
personnel; significant shift in the strategy of a cost or profit centre; intro-
duction of new information systems that redefine key business processes.

® [Level 4 — Corporate transformation. Fundamental shift in organizational
business strategy involving new statement of vision, mission and/or
values; major restructuring that changes the power bases within the
organization; radical changes to structure, systems and processes across
the whole organization; key appointments recruited from outside the
organization.

Top-down/bottom-up — planned/emergent

Higgs and Rowland (2005) when looking at approaches to change catego-
rized them along two axes: a uniform approach (top-down) as against a more
disseminated or differentiated approach (bottom-up) and change as a
predictable phenomenon (planned) as against change as a more complex
phenomenon (emergent). Their research suggested that when there was
large scale change an emergent approach was more successful — ‘change is a
complex activity’ — and the more that change was planned as a simplistic
machine metaphor then the less successful was the outcome. Indeed there
was a negative correlation between effectiveness and the directed approach.
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An emergent approach which was not overly dictated by top management
was shown to be more effective than the other approaches. It is important to
note here that the authors state:

it was apparent that the emergent approach occurred in the context of a change
framework that was more planned and structured. It is feasible, from this data,
to propose that the emergent approach describes how change actually happens
as opposed to how change is articulated.

What this could mean is that there’s a crucial role of senior managers or
change agents to frame the changes in an overarching vision or set of guiding
principles but then to create an enabling environment for more local change
agents to initiate and implement change. This recognizes fully the emergent
nature of change.

Kahane (2004) looked at three types of complexity in change situations:

1. dynamic, where the questions is whether to focus on the whole system or
just a specific part;

2. generative, where the question is whether to take a planned or emergent
approach; and

3. social, where the question is who to involve in the change.

When there are low levels of complexity you can see causal effects more
clearly and it is probably worthwhile focusing on one part of the organization
at a time. If the strategic and operational environments are relatively
predictable and have low turbulence then it is easier to plan a whole change
approach. When the organization and its stakeholders are fairly well aligned
and have shared vision, values and assumptions, then if the leader has his or
her finger on the pulse, he or she can perhaps involve fewer people in the
decision.

However, when the level of complexity is relatively high a different set of
solutions might be appropriate. When the causal links are harder to make, a
whole system approach might be indicated. If the strategic and operational
environment is more turbulent or rapidly changing then a planned
approach may not work so well, with a more emergent, organic approach to
change indicated. The greater the level of complexity the more you might
need contributions from around the organization — horizontally and verti-
cally and from external stakeholders too.
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Culture

Like individuals, organizations have their own identity — a way of being and
behaving which differentiates them from other organizations. Culture is
sometimes defines as ‘the way we do things around here’. It captures the
general feel, but culture is more complex than that. Trompenaars and
Hampden-Turner (2001) see that:

Every organization has its own unique culture even though they may not have
consciously tried to create it. Rather it will have been probably created uncon-
sciously, based on the values of the top management or the founders or core
people who build and/or direct that organization... [you can] regard culture as
referring to the shared assumptions, beliefs, values and norms, actions as well as
artefacts and language patterns. It is an acquired body of knowledge about how
to behave and shared meanings and symbols which facilitate everyone’s inter-
pretation and understanding of how to act within an organization.

If we want to manage change within specific cultures and if indeed we want
to change the cultures themselves as a way of changing strategy or enhancing
performance it is essential to understand what culture is and how culture
itself changes.

Schein (1999) identified three different levels of culture with three
different levels of difficulty in changing it:

1. Artefacts — are the things that you will encounter as
you enter the organization and move around: what you
see, what you hear, what you feel about the place. There
may be car parking spaces reserved right by the front
door for the most senior managers whilst other staff
don’t have any car parking at all. In others there are no
allocated spaces. Some organizations will be very formal
and people wear suits and smart clothes. Other organi-
zations will be somewhat ramshackle and people work
in jeans. Some organizations will be open plan, others will have indi-
vidual offices. In some organizations drinks are ‘on tap’, whereas others
will have pay machines.

2. Espoused values — at this level of culture you will find out some of the meaning
behind what you have encountered, the organizational rules — either made
public and lived, or tacit and followed as the norm. There may be a stay late
culture even though the working times are clearly set out. There may be an
acknowledgement that in order to get something through the decision-
making process you have to network it round the key players first. Often
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these rules are laid out in a set of organizational values and sometimes trans-
lated into behavioural imperatives. Everyone knows what the deal is.
Sometimes the espoused values are not the value-in-practice (Argyris, 1990)
and although teamwork is valued people are rewarded for individual effort;
or integrity is a core principle but if you can get away with something then
that’s ok too.

3. Basic underlying assumptions — this level deals with the core of the organi-
zation’s identity and can be related back to its history and how it came to
be successful or survived due to the values, attitudes and beliefs of the
key people in its history. Schein says, ‘the essence of culture is these
jointly learned values, beliefs, and assumptions that become shared and
taken for granted as the organization continues to be successful. It is
important to remember that they resulted from a joint learning process.’

Schein goes on to suggest that there are six different ways in which culture
evolves. Some of these can be influenced by leaders and change agents and
some cannot:

1. ageneral evolution in which the organization naturally adapts to its envi-
ronment;

2. a specific evolution of teams or subgroups within the organization to
their different environments;

3. a guided evolution resulting from cultural ‘insights’ on the part of
leaders;

4. guided evolution through encouraging teams to learn from each other,
and empowering selected hybrids from subcultures that are better
adapted to current realities;

5. planned and managed culture change through the creation of parallel
systems of steering committees and project-oriented task forces; and

6. partial or total cultural destruction through new leadership that elimi-
nates the carriers of the former culture (turnarounds, bankruptcies, etc).
(Cameron and Green, 2004)

There are a number of models you can use to help identify your culture. In
the context of change the key point is using a model that illuminates where
the organization is now and highlights a range of different cultures that
might potentially better fit the preferred end state.
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Harrison’s four cultures

Charles Handy’s four types of culture are well known — cultures based
around the concept of power, role, task and person. He based his ideas on
those of Harrison (1972):

1. A power culture is one where decisions are based around the sources of
power within the organization and are often centrally controlled. From
entrepreneurial companies to organizations with strong charismatic
leaders the operating paradigm is based around ensuring you have the
necessary people ‘on side’ and have the power and authority to make deci-
sions relatively quickly without any particular bureaucratic hindrances.

2. The role culture on the other hand tries to fit the workings of the organi-
zation into clearly defined structures and roles, with accountabilities
being aligned to the role and each person in their role knowing where
they fit into the system. Large bureaucratic institutions would typically
display the characteristics of a role culture.

3. lask culture is characterized by getting things done, and power and
authority emanate from the ability to achieve the tasks in hand. What is
rewarded is not necessarily position but task accomplishment, with systems
and structures designed to enable that to happen. Project management
organizations and meritocracies would often have a task culture.

4. A person culture would have the needs of the people pretty central to its
ethos. This might be at the expense of the overarching aims of the organ-
ization. Academic or professional associations or partnerships might
display elements of the person culture, with decision-making more
consensual and explicit displays of power being shunned.

Goffee and Jones’s ‘character of a corporation’

Goftee and Jones (2000) teased out the differences in culture through
looking at the degrees of sociability and solidarity within an organization.
Sociability is the degree to which people are friendly with each other and
work towards a social cohesion within the organization. Solidarity is in their
words, ‘a measure of a community’s ability to pursue shared objectives
quickly and effectively, regardless of personal ties’. The resulting matrix
describes four possible cultures:

1. Networked (high sociability, low solidarity). The networked culture is one
where cohesiveness across the organization is valued, with people
encouraged to use both formal and informal networks to achieve their
objectives and have a fulfilling time. Relationships form an important



Approaching Change 27

part of the work environment, with the giving and receiving of support a
key aspect.

2. Fragmented (low sociability, low solidarity). The fragmented culture on the
other hand doesn’t value social cohesion and relationships within the
work environment. People are that much harder to get to know (for
friendship and for work accomplishment). Individualism, autonomy and
freedom are valued, with individual efforts and achievements being
rewarded.

3. Communal (high sociability, high solidarity). The communal culture is both
cohesive and collaborative, with people committed to each other, the
organization and the products and services the organization provides.
Often a very ‘values-based’ company with high levels of passion
commitment and teamwork.

4. Mercenary (low sociability, high solidarity). The mercenary culture is high on
task focus, low on people process. There is little movement towards cohe-
siveness though high degrees of collaboration when a task needs
achieving. As a result relationships tend to be transactional with people
being used for their abilities to help the task, not for who they are.
Communication will tend to be on a need to know basis.

An understanding of culture is crucial during change for three reasons:

1. knowing whether the culture you are in will be the best for the end state;

2. knowing how the culture will aid or detract from the change effort; and

3. being aware that the culture you are in will consciously or subconsciously
shape your thoughts, ideas and decision-making processes when
engaged in discussing change.

Personality

The Myers-Briggs Type Indicator (MBTI®) is one of the most widely used
personality profilers in the world today. Based on initial work by analytical
psychologist Carl Jung in the early part of the 20th century, the MBTI was
devised by Katherine Briggs and daughter Isabel Myers and has been well
documented and researched over the past 60 years.

MBTI® identifies four different personality dimensions (giving eight pref-
erences) that we all use at different times. However, each person will have a
preference for one combination over the others. This generates a possible 16
different ‘types’.
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Two things are of interest to us in exploring change: different personalities
approach, address and respond to change in different ways; and organiza-
tions themselves can be seen to exhibit the personality traits of their indi-
viduals, which in turn affect how they will respond to change.

’ ’ Depending where you are on the extroversion—intro-

version dimension you will be more outgoing, externally
oriented and more likely to be enthusiastic about getting
things done (extraversion), or more likely to think things
through, spend time planning and be more cautious
about taking action (introversion).

Some of us will naturally be more practical and pragmatic, searching for
tangible results and focusing specifically on what needs to be done. Others of
us will want to see how things fit into the bigger picture, be inspired by clear
visions of the future and be less interested in the detailed implementation
(sensing-intuition).

The thinking-feeling dimension separates those who approach change in
an analytic, logical, objective way ensuring that the business case sets out the
costs and benefits clearly, from those people who make decisions based on
their values, or the values of the organization. They will be sure to factor in
the potential impact on the people that the change will be affecting.

The judging-perceiving dimension will sort people into those who are
structured and organized in their approach to life and those who like to keep
their options open and are more at ease in ambiguous and less well defined
situations.

The net result is that those with particular preferences are more or less
likely to react to change in different ways — whether they initiate it or whether
they receive it.

Grouping the MBTI® types into four categories, we have four types of
personality, which will be found in all organizations, exhibiting significant
differences in behaviour:

1. The thoughtful realists will want to know why there’s a need for change and
will require some good evidence-based arguments. When initiating
change they will adopt the view that if it isn’t broken why would they
want to change it. They therefore might be seen as more cautious when it
comes to change; not necessarily against change, but needing some time
to think it through.

2. The thoughtful innovators also need time to think things through but not
from the viewpoint of retaining things, more ensuring it fits with the
bigger picture, the wider strategy and that all the component parts are
interlinked.
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3. Action-oriented realists are happy to kick-start the changes and get things
moving. Their natural energy and enthusiasm will create the momentum
but they do need to have a clear focus and that focus needs to be practical
and based on improving efficiency and effectiveness — what, why, how,
who and by when would be typical questions.

4. The final group are the action-oriented innovators who are similar to the
action-oriented realists in their energy and enthusiasm but also are more
like the thoughtful innovators in their focus on the future and different
ways of changing and the possible different scenarios.

The implications of personality run throughout all aspects of change and
particularly in the initial framing of the change, the implementation plan
and the communication to and engagement with the stakeholders. A project
team with all four personality types would have the capability of being able to
complement each others preferences — unfortunately there would also be the
possibility of a recipe for conflict.

A particular case worth mentioning is the management team.
Management teams both in the United States and the UK are skewed from
the natural distribution of Myers-Briggs types within the whole population.
Typically they are composed of more managers with the thinking and
judging types. This can result in management teams making decisions about
change by valuing a logical, analytical, ‘business case’ approach rather than
spending time on how the decisions tie in with core values and what the
impact on people is going to be. You can see the result of this in many change
programmes across organizations today.

There can also be a tendency to want to close things down, having made a
decision, rather than keeping options open and living with an element of
uncertainty but also with the possibility of enhancing and improving on the
changes. The most commonly used management tool is strategic planning:

For the past 12 years, Bain & Company, a firm of consultants, has asked
companies around the world how much they use such tools, and how satisfied
they are with them. Its latest analysis, out this week, shows that strategic
planning, used by almost four out of every five companies, is currently the most
popular.

(Economist, 9 April 2005)

Yet, all the evidence shows strategic planning doesn’t work! ‘Realized strategy
is only 10% to 30% of the intended (ie planned) strategy’ (Grant, 2003).

The realized strategy emerges from the way in which managers (change
agents) implement the plans based on their own experiences, their capabilities,
the capabilities of the organization and the extent to which external events let
them implement the strategy. An individual’s interpretation of a plan will be
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affected by all his or her experiential influences as well as preferences and atti-
tudes and, of course, the actual resources available (as opposed to the planned
resources) — together with his or her attitudes, experiences, etc — and the
external constraints and opportunities prevalent at the time of implementation.

Groupthink

Irving Janis looked at significant decisions made by people in authority
which turned out to be disastrous. He established that a phenomenon he
defined as ‘groupthink’ occurs in certain situations and when certain criteria
are met. He defines groupthink as ‘a mode of thinking that people engage in
when they are deeply involved in a cohesive in-group, when the members’
striving for unanimity overrides their motivation to realistically appraise
alternative courses of action’ (Janis, 1972).

In hindsight decisions such as the Bay of Pigs invasion
of Cuba, the Chernobyl nuclear plant disaster and the

10 0
ol ' Challenger space shuttle disaster were seen to suffer
f m from the type of decision making that Janis high-
"\ lighted. More recently the fruitless search for illu-

sionary weapons of mass destruction, the subsequent
invasion of Iraq, and the consequent failure to predict
and prepare for the ongoing insurgency has been blamed on groupthink.
Janis (1972) described some of the attitudes and behaviours in a group
suffering from groupthink:

® an illusion of invulnerability, shared by most or all the members, which
creates excessive optimism and encourages taking extreme risks;

® collective efforts to rationalize in order to discount warnings that might
lead the members to reconsider their assumptions before they recommit
themselves to their past policy decisions;

® an unquestioned belief in the group’s inherent morality, inclining the
members to ignore the ethical or moral consequences of their decisions;

® stereotyped views of enemy leaders as too evil to warrant genuine
attempts to negotiate, or as too weak and stupid to counter whatever
risky attempts are made to defeat their purposes;

® direct pressure on any member who expresses strong arguments against
any of the group’s stereotypes, illusions, or commitments, making clear
that this type of dissent is contrary to what is expected of all loyal
members;
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self-censorship of deviations from the apparent group consensus,
reflecting each member’s inclination to minimize the importance of his
or her doubts and counterarguments;

a shared illusion of unanimity concerning judgements conforming to the
majority view (partly resulting from self-censorship of deviations,
augmented by the false assumption that silence means consent);

the emergence of self-appointed ‘mindguards’ — members who protect
the group from adverse information that might shatter their shared
complacency about the effectiveness and morality of their decisions.

Summary

When we approach change we do so with a particular mindset of how change will
work. By using Morgan’s mefaphors and de Caluwé and Vermaak's paradigms we
can begin fo understand some of our own assumptions about change and what
might or might not be appropriate in this particular organization for this particular
change. The most appropriate of Morgan’s metaphors are the machine, the
political, the organism, and flux and transformation.

De Caluwé and Vermaak's paradigms are change through design; addressing
inferests; people; emergence; and learning.

Different researchers have identified different types of change. Balogun and
Hailey identified change along the axes of incremental-big bang and transfor-
mation—realignment. This resulted in four types of change: adaptation, recon-
struction, evolution and revolution.

Stace and Dunphy saw change on a confinuum from minimal change through to
a fundamental shift: Llevel 1 —fine tuning; level 2 — incremental adjustment; Level 3
— modular transformation; Level 4 — corporate transformation.

Change can also be classified between planned and emergent with some
management researchers highlighting the fact that the more complex the change the
more likely that an emergent approach would be more effective.

Culture was seen as a crifical component when managing change by idenfifying
the current culture and how change can be managed within that culture; and by
identifying the preferred culture that would more likely be able to sustain the new
corporate strategy.

On an individual basis we saw how four basic personality types might approach
and respond fo change. On a team basis the cautionary phenomenon of group-

think was highlighted.
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2. Orientation

Orientation

Organization Mobilization

Implementation

Integration

If we do not learn from history,
we shall be compelled to relive it.
True.
But if we do not change the future,
we shall be compelled to endure it.
And that could be worse.

(Alvin Toffler)

I cannot say whether things will get better if we change; what I can say is
they must change if they are to get better.
(G C Lichtenberg)
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The future is ever a misted landscape, no man foreknows it,
but at cyclical turns there is a change felt in the rhythm of events.
(Robinson Jeffers, 1887-1962, poet)

The best way to be ready for the future is to invent it.
(John Sculley)

Introduction

This chapter looks at how the organization can become oriented towards
change. We will first look briefly at the need for change and at how our
approaches to change will influence our orientation; establish what some of
the key things are that you need to do to orientate your organization to
change: and discuss a number of frameworks which may help in this process.

There are many excellent texts on corporate strategy (Johnson et al, 2005;
Sadler, 2003a; Thompson, 2005) and we will not be going over too much old
ground but sketching out the processes whereby we can arrive at a place in
time where we can consider our strategic options enough to plan and
implement the change processes that the rest of the book will describe. It is
important when you’re stuck in the midst of change that you remember what it
was that you wanted to change in the first place. The whole purpose of the
change will be to respond to changing circumstances in the external or internal
environment. We will not know whether we have managed change successfully
unless we can compare what we end up with to where we started from.

The need for change

The need for change can come from within the organization or from without.
It can be imposed by regulatory bodies or made necessary by the actions of
competitors. It can emerge from a perceived need within the organization as
a result of a planned process of strategic review, as a result of a crisis or a
change in leadership. It is important to understand what drives change in
order to ensure that the aims and objectives for change are well framed and
referred to when initiating and implementing change. This section looks at
the drivers for change and some of the tools and techniques used to ascertain
what needs to change and why. Often the eventual success or failure of the
change will be seeded in this initial analysis. Crucially, what needs to change
emerges from these analyses.
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Direction

At any discrete point in time, an organization will have a direction and a
momentum of its own. How the direction and the momentum were arrived
at can be traced back through various iterations of cause and effect, some-
times influenced by external events, sometimes by internal events, more
often than not through a combination of the two. The direction of the organ-
ization will, in a rational world, be articulated through its vision, mission,
objectives, strategy and tactics (VMOST). These might be quite explicit —
published and in the public domain - or they might be implicit — inferred
from the activities of the organization over time.

The organization’s momentum — the speed at which it is moving towards
its objective — can be seen to be a combination of three factors:

Vision
The organization's vision is a description of what it
aspires fo be, where it is heading and in the future
where it wants fo be.

Visions need fo be lofty and strategic, compelling
and engaging to have any worth for the stakeholders
in the organization

Mission
The organization’s mission defines what the organization’s purpose is — its raison
d'étre — what it is in existence for.

Objectives
Aims and objecfives are more specific realizable goals that can be quantified and
qualified and which you'll know when you achieve them as they are measurable.

Strategy
The strategy is the plan of how you are seeking to get from here to there — the real-
ization of the vision. This might be the actual plan or the perspective or position that
you'll be adopting o realize the plan.

Tactics
The tactics are the shorterterm plans and behaviours for achieving milestones within
the overall sirategy.

Values
Not necessarily part of the VMOST, an organization's values are the set of explicit
or implicit rules, conventions and guidelines within which people in the organi-
zation operate in order fo maintain the organization’s infegrity in achieving its
goals. Values reflect what the organization and its employees hold dear.
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1. the clarity and congruence of the VMOST;
the ease with which the organization’s external environment enables
progress to be made; and

3. the efficiency and the effectiveness of the deployment of the organi-
zation’s internal resources.

However, at some stage a need will arise to change the VMOST as a conse-
quence of the external environment or the internal capabilities changing.

Mapping the system

By way of introduction to understanding the need for change it is useful to
map the organizational system at a high level.

The external environment for
any organization can be
conceptualized by a number of
concentric circles. Its imme-
diate environment would be
the part of the market it is in —
which itself will be within the
larger map of the industry.
This would include its competitors, suppliers and any partnerships it has.
Beyond this would appear the general political, social and economic
framework at both national and international levels. Public sector institutions
would populate a slightly different terrain, with less competition, no share-
holders but many more interest groups.

An organization’s internal environment would be all the things that go to
make up the organization - its structure, its systems, its processes, its people,
its financial resources, its culture, for example.

We could look at the external environment and at the internal envi-
ronment to assess the need for change. However, looking at stakeholders as a
separate dimension can aid the assessment process. A stakeholder is a person,
group or entity that has an interest in or will be impacted by the activities of
the organization either directly or indirectly.

As a change agent you may wish to take a long hard look at your organi-
zation and ask what shape it’s in and what it’s capable of doing and then look
at the environment it finds itself in. Alternatively you may want to scan the
external environment to assess what is happening out there and then look to
see what needs to change in here. Of course in reality this is an iterative
process and perhaps one of the essential skills of the change agent — the
alchemy of internal and external transformation.
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External environment
PESTLE

By understanding the wider context or bigger picture of political, economic,
social, technological, legal and environmental (PESTLE) forces you will be
able to see what possible future scenarios might be facing your organization.
What this external analysis does is to scan the current and future envi-
ronment to see what trends might impact on the strategic decision-making
process. Under the various headings below are listed the sorts of questions
that a leader or senior management team might care to ask.

Political

® What are the key policy directions of the current government
(European, central and local) as it relates to our operating environment?

® What are the possible and likely alternative policy directions on the
horizon (of this and any future government)?

® What are the effects of the wider global political environment?

Economic

® What are the current trends in the economy and how might they impact
(favourably or adversely) on our organization, market and industry?

® What are the trends in individuals’ prosperity and how will this impact
on our current and future offering?

Social

® What are the social trends that will affect our customers and markets?

® In what ways will demographics, changes in purchasing patterns,
families and community cohesion influence our strategy?

Technological
® How will new technologies help us get our products and services to market?
® What challenges and opportunities will technology present in the future?

Legal

® Given current and emerging trends in national and international legis-
lation, what do we see as the most significant factors?

® What are the internal and external requirements of future legislation?

Environmental

® What environmental factors are likely to influence or require us to adjust
our strategy?

® How are the unfolding environmental crises (potential oil shortages,
climate change, etc) likely to impede our direction and what opportunities
might arise?



38 Change Management Masterclass

The purpose of doing the PESTLE analysis is twofold: identification of
general external trends or events that will influence the organization’s ability
to deliver; and identification of the key factors that will either enhance or

impede any current or future strategy of the organization.

Having collected and sifted the data, you need to draw some conclusions as
to the likely impact and the depth of impact. Similarly, if opportunities
present themselves one has to assess the importance and possibility of
grasping them.

Table 2.1 takes a snapshot in time of the PESTLE environment and applies
it to three different industries. As you will see, different factors loom larger in
the different industries.

Table 2.1 PESTLE snapshot

Financial

Pharmaceutical

Social housing

Political

Economic

Social

Technological

legal

Environmental

Llooming pensions
crisis

Regulatory regime
Security issues

Increasing household
debt

House prices continue
fo rise

Increased public
sophistication
Family breakdowns

Student debts

Greater ease of
access to online
accounts

Greater potential for

fraud

Increased regulatory
framework

Ethical investment

Llow-cost drugs for
developing countries
High cost of drugs for
hospitals

Security issues

More money to
purchase life style

Shift towards alternative

medicine

Movement towards food

as a channel for taking
medicine

Confinuing development
of efficient and effective

production methods

Increased regulatory
framework

Rise in compensation
culture

Ethical issues around
drug tesfing

Uncertfainty around
Government's ability
fo tackle housing
crisis

House prices
continue fo rise
Lack of affordable
housing

Ageing population
requiring more
residential care

Systems
improvements fo
allow for internal
efficiencies and
better customer
service

Increased regulatory
framework

Greener house

building
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Key questions to ask in each case would be:

What is the meaning of this?

What is the probability of this?

What is the likely impact of this?

What are the implications of this, on revenue and/or on costs?
How might we respond to this?

Industry, competitor and market analysis

The next part of the jigsaw is to look at the immediate operating envi-
ronment. By this I mean the industry you are in and the competitors that are
there or may well be there in the future. As an aside, managers within the
public sector or not-for-profit organizations would still benefit from doing
this analysis, though they may prefer to use different terminology.
Increasingly the boundaries between public and private are being eroded
and for better or worse managers need to be able to operate across these
boundaries.

What we are looking at in terms of change are a number of things. First
how the macro-environment might impact the industry; second how the
different constituent parts within the picture might be acting and reacting
now and into the future; and third how the overall structure of the industry
might change.

You may also wish to conduct a market analysis to ascertain where you
should be focusing your efforts. Principally, in any given situation you will
have a number of options:

to focus on current products and services in current markets;

to expand your current products and services into new markets;
to develop new products and services for current markets; and
to develop new products and services in new markets.

Responding to any and all of these options will mean adapting something in
your organization. Indeed, only if in the first option there were no changes in
customer expectations or buying patterns; there were no changes in
competitor activity; there was a stable economic environment; and there was
a stable equilibrium within the organization, would you not need to make any
changes.
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Scenario planning

As we scan the environment and scrutinize our particular operating envi-
ronment for what might happen in the future we’ll note that there are some
things that we’re pretty sure will happen while other things might have some
chance of happening. With others, they may or may not happen — we don’t
know the probability. Each will have different meanings when viewed within
the overall context of the future. Rather than take a view on just one set of
circumstances coming about and planning for that, it can be useful to
construct a number of different future scenarios and see how well placed the
organization is to meet and master those.

Conclusion

An external analysis looks at the macro and micro factors that may or may
not impact on your organization and its performance in the short, medium
and long term. Having done the initial analysis you can then generate a
number of possible futures that would suggest some of the scenarios that you
may wish to plan for and exploit. Each of the factors that might impact your
organization can be seen as a potential threat or a potential opportunity.

Internal analysis

We now need to turn our focus inside the organization to assess its current
capabilities and to see whether it is fit for the purpose for which we want
it to be.

There are a number of ways to look at an organization’s efficiency and
effectiveness:

® track and map the value chain and identify areas of misalignment or
under-performance;

® assess the level of resources that the organization has in terms of its
financial, physical, intellectual capital, human, customer and social
capital; or

® identify the organization’s core competences.

In Making Sense of Change Management (Cameron and Green, 2004) we
suggested that:

the McKinsey 7S model is a rounded starting point for those facing organiza-
tional change. This model of organizations uses the same metaphor, repre-
senting the organization as a set of interconnected and interdependent
subsystems. Again, this model acts as a good checklist for those setting out to
make organizational change, laying out which parts of the system need to adapt,
and the knock-on effects of these changes in other parts of the system.
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The 7S categories are:

1. Staff — important categories of people within the organization, the mix,
the diversity, retention, the development and the maximizing of their
potential.

2. Skills — distinctive capabilities, knowledge and experience of key people.

3. Systems — processes, I'T systems, HR systems, knowledge management
systems.

4. Style — management style and culture.

5. Shared values — guiding principles that make the organization what it is.

6. Strategy — organizational goals and plan, use of resources.

7. Structure — the organization chart and how roles, responsibilities and

accountabilities are distributed in furtherance of the strategy.

In looking at what core competence and distinctive capabilities the organi-
zation has, the 7Ss are a useful way of assessing the infrastructure of the
organization as it is now and what it needs to be like in the future in order to
maintain or attain a competitive advantage or sustained effective
performance.

Structure

Strategy Systems

Shared Values

Skills
Style

Staff

Figure 2.1 McKinsey’s 7S model



42 Change Management Masterclass

Strategy, structure and systems are more tangible and are sometimes the
ones that people concentrate on when managing change. If there are
problems managers often want to change the strategy, or upgrade the system
or restructure. The beauty of this model is of course the inter-connectedness
— if you change one thing it affects all of the others, and then in turn they
interact with the external environment.

The internal analysis is the mirror side of the external analysis. It looks at
where the organization is currently, either in its capability of maintaining or
improving performance in relationship to furthering its strategy, or where
there is malfunction or unease. In the same way that the external analysis
reveals opportunities and threats the internal analysis reveals strengths and
weaknesses.

Stakeholder mapping and analysis

In our assessment we have been looking at forces, situations, scenarios,
competencies, structures and the like. This can be a heady mix, but what they
all have in common is people. People will overlay or underpin all of these
elements. Whether they are politicians or the general public; the executives
or the sales force of the competitors; your staff or your management; the
shareholders or the customer; the sponsors or end user — each of these will
have a stake in your organization’s future. They will have an interest, they
may have a voice, they will have some needs and some wants. One of Lewin’s
(1951) insights was that in human systems there are forces at play, and
generally these forces can be identified when you begin to look at where the
various stakeholders are sitting in relationship to the changes envisaged.

The purpose of stakeholder mapping and analysis is to bring these often
disparate interests into focus and establish what they want from any change,
how they may be affected by the change and how they may be managed
through the change.
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POWER

INTEREST

LOW

Figure 2.2 Power and interest matrix

At this stage identifying and then placing stakeholders on a matrix as shown
in Figure 2.2 is a useful exercise. It is really establishing the levels of interest
and importance in any situation, or their general feelings and behaviours
towards the organization. One axis has the degree of positive attitude or
interest from very positive to very negative; the other axis charts the level of
power and influence. There are three important considerations when you
undertake the mapping:

1. Segmenting everyone into stakeholders can be an inexact science. When
it comes to change you might want to differentiate some staff from
others, indeed some managers from others.

2. Inorder to place stakeholders on the matrix you need to establish where
they are — what their attitudes really are, rather than just surmising.

3. Remember that those stakeholders with little current interest or power
may well still be important, either because you have social or corporate
responsibilities to address the needs of those without a voice, or they will
emerge as people who find some power and some interest when you start
to make your changes.
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SWOT analysis
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Figure 2.3 SWOT analysis

Looking at the external and internal analyses, you will have generated a set
of potential opportunities in and threats from the environment, and some
strengths and weaknesses in the organization. You will have discussed the
attitudes of your stakeholders and therefore know their views on the current
situation and the future. You will have identified various future scenarios
which necessitate changes to the organization.

The point of a SWOT analysis is to ensure that key strengths and weak-
nesses within the organization, and key opportunities and threats from
without, are considered, prioritized and addressed. One of the main aims is
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to identify whether or not there is an imbalance between an organization’s
current capabilities and future needs.

The strengths and weaknesses will relate to the internal aspects of the
organization. They are those aspects that your organization has more ability
to influence. In contrast, the opportunities and threats are those aspects in
the external environment over which you might have a limited degree of
influence, you cannot control but which will have an impact on your organi-
zation. Once the points have been entered into the matrix the organization’s
position and potential may be analysed.

The principal idea, in terms of strategy formulation and strategic posi-
tioning for the future, is to maximize the strengths of the organization in
relation to potential opportunities, whilst minimizing the weaknesses and
threats. It is important to remember, however, that strengths, weaknesses,
opportunities and threats are relative concepts, relative, that is, to the whole
organization’s efficiency and effectiveness.

You should by now have a clearer idea of where the organization is in
relation to its internal performance and its ability to operate in its external
environment, and you will have a good understanding of future challenges
and possible scenarios. This in turn will lead to your reviewing your VMOST
and creating an agenda for change.
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Figure 2.4 SWOT assessed
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It is important to re-emphasize just why we’ve done the analysis in the first
place. It identifies:

the ways in which your external operating environment will change;
possible areas that can help profitability and areas that will hinder;

what you're good at now and what you're capable of developing; and
areas where you either need to improve or mitigate the effects of poor
performance.

In summary, it gives you the baseline from which you need to change and
gives you a wealth of ideas on what to change and in which direction to go.

Change formula

Beckhard and Harris (1987) developed a change formula which identified
the factors that need to be in place for change to occur:

C=[DxVxFS]>R

where:

C is the change that will occur;

D is the level of dissatisfaction with the status quo;

V is the desirability of the proposed change, the end state or vision;
FS is the first practical steps of the change; and

R is the resistance to change.

Although very simple, the formula does capture the essence of many a
change project. Indeed if ever your change initiative is stalling, a quick check
of the status of the factors will reveal where the potential problems lie. As in
any such equation the basic premise is that factors D, V and FS must be
greater than the resistance or cost of the change for progress to occur.

The multiplication signs imply that if any one factor is not present (ie zero)
then the change effort itself will definitely be faltering as the product of the
equation will also be zero. So if there is very little dissatisfaction with the
status quo, or if there is no compelling vision, or if there is no clearly under-
standable plan then momentum is unlikely to build.

Beckhard and Pritchard (1992) later added a further factor of believability
(credibility that there’s something wrong with the status quo, that the new
vision is realistic and there are cogent plans in place) and De Woot (1996)
added the concept of capability (the organization has the means to make the
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Figure 2.5 Balancing the equation

change). From my own work with organizations going through rapid change, I
would also add capacity (the resources available).

Dissatisfaction with the status quo

When we look at the organizational case
studies in Chapter 3, we see that they all had
significant internal or external drivers for
change, or that the change emerged from a
continuous process of engagement and
dialogue with stakeholders (principally
customers/end users and staff).

Each had taken the chance to formally or informally review the changing
nature of their operating environments and assess their internal capability to
maintain momentum or change direction. Typical questions which were
explicitly or implicitly asked were:

® What are the significant trends in the PESTLE environment and how do
we factor them in to our worldview?

® What are the short to long term challenges emerging in our immediate
operating environment and how shall we respond?

® What are our customers or clients telling us they want and what do we
need to do to meet these requests?
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® What are our key stakeholders telling us and how can we respond?

® What are our core competencies and how can we improve on them?

® Where are the areas of internal risk and what are we going to do about
them?

® Are we on purpose, both externally (mission) and internally (values)?

In Beckhard’s terms we are looking at a felt need to change, either because
something right now is causing discomfort, or something looming will. There
may be a preferred way of doing things that has been spotted or an oppor-
tunity emerging. Our stakeholders may well have said they are dissatisfied or
want something better. All these in effect are saying we are motivated to move
from where we are. It is not necessarily saying that we definitely know where
we want to go.

Vision, mission and direction towards the end state

Each of the case study organizations wanted to create or continue to create
something that was ‘fit for purpose‘ and was motivating and exciting to be
part of. What they all had in different degrees was a real sense of where they
were in terms of immediate strengths and possible weaknesses. They also had
a clear understanding of some of the internal and external forces that were
either shaping the way they were thinking or needed to in the future. They
had an emerging sense of where they needed to be. For some this formed
into a clear vision, for some a sense of direction. Some, as we shall see in the
next chapter, had a specific plan of how to move the organization, others set
off without this detail. But what each organization did have was a set of values
they wanted to adhere to in the process of getting from here to there:

We started the journey armed with two essentials — a route map and a compass.
The map showed the point of departure and the destination, with all the stops
in between and the nature of the tasks to be performed at each stop. Our
compass kept us on track.

Once you’ve decided on a specific change that has a clearly defined outcome
(for example, a systems change or a restructure) then you are more likely to
be able to use the analogy of needing a route map that can specify different
inputs which will result in specific outputs. A compass on the other hand is
useful when you have the general direction but aren’t necessarily sure on the
exact nature of the end state. You just know that it’s over that particular
mountain range and in the direction of, for example, ‘world class customer
satisfaction’.
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The importance of mission and vision

When I became Director of Strategy for IBM, the communications department
came to see me almost immediately and said, ‘We need a mission and vision
statement for publication in the annual report. Will you help us?’ Being new in
the senior planning job, I said ‘Ok, let’s work on it.” And we worked and worked
and finally produced a statement that was printed in the 1990 annual report.
It’s absolute trivia. Why? Because there was no involvement of the CEO. There
was no involvement of top management. There was no involvement of people
in the company...

We changed CEOs in early 1993. The new CEO, Lou Gerstner, called me up
on his first day and said, ‘Let’s talk about strategy.” I went to see him with a long
list of strategic issues that had to be dealt with, headed by the topic of vision. He
responded, ‘Let’s not worry about vision for now, let’s get right down to the
issues — the problems that are making this company a poor performer. Let’s get
to profitability, our software and our hardware architecture, and the guts of our
distribution system.” And so vision got scratched off the list.

I think you know what happened next. Last July, Lou Gerstner told the
press, ‘the last thing the IBM Corporation needs now is a vision’.

(Pete Schavoir, Director of Strategy, IBM)

(Of course, he changed his mind three years later: “‘What IBM needs most
right now is a vision.” March 1996, Louis V Gerstner)

What is the purpose of a mission and a vision? Well, on a simple level they
tell everyone inside and outside of the company where you want to be; what
your ultimate aim is. The organization’s mission or purpose is to state what
business you are in, and the values state what’s important to you. The vision
is the overarching direction and ultimate goal you are heading for. In that
sense it’s an excellent tool for orientating the organization and starting the
process of change. But what we will see in the case studies is that generally
‘the vision thing’ came after the change process had started. It was only one
component of the package, and for some it acted as a summary of what had
been agreed beforehand and for others it acted as an inspiration for what the
organization could be.

Although most organizations now have mission and vision statements,
often combined, there has been little research into the effect they have on
organizational performance. Certainly those involved in developing the
statement report back a sense of purpose and motivation from the process.
In the case studies, where a statement was produced it certainly had the
effect of engaging stakeholders.

Sidhu (2003) found in the Netherlands that mission statements can lead to
superior performance. Bart ef al (2001) had previously found similar results
in that mission statements are correlated positively with:
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performance and make a positive contribution towards it. Thus mission state-
ments matter! However, for a mission to be successful there are several provisos.
Ultimately, it must have the proper rationale, contain sound content, have
organizational alignment and bring about sufficient behavioural change in the
right direction. To get the maximum effect out of a firm’s mission requires that
a number of intermediary variables be properly managed. Only when
employees feel the heat of the mission or have a sense of mission, will they be in
a position to execute and implement it with profound passion and resolve.

Force field analysis

As part of Lewin’s model of organizational change in which he said you
needed to unfreeze the current situation, make the changes and then
refreeze the organization, he highlighted the importance of spotting and
working with the forces at play. In order to do this he devised his force field
analysis. Starting from the premise that any given present situation repre-
sents equilibrium between forces driving change and forces resisting change,
which are in tension (ie, a force field) the point is to identify those forces,
their direction, nature and strength, and how they can be modified. This is
an effective tool in change situations as it helps picture ‘the whole’ system at
play. One of the key aspects is that you work on both sides — the driving
forces, yes, but also those restraining forces.

Force Field Analysis

Driving Forces |]|:||::> <:||:|[| Restraining Forces

> | <===m
> | <===m .
n——> | <=
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> | <===m
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Figure 2.6 Force field analysis



Orientation 51

What we can see appearing
is the desire to move away
from the current situation

% gS) and the need to have an
understanding of the end

ﬂD':> <:|DH state to which you have to be
moving. When you start

taking the first steps to
increase the driving forces

and reduce the restraining
forces you will get movement

Ability to
intervene

Ability to
intervene

Impact of
intervention

Impact of
intervention
towards the end state.
There are a number of stages to the process:

1. Make a clear statement about where you want to be or your outcome.
Identify and list all those elements that are driving forces, and
restraining forces. These are likely to include personal, interpersonal,
group, inter-group, cultural, administrative, technological and environ-
mental forces. (Make sure you include yourself!)

3. Analyse each of the forces. How influential/strong are they and have you
any control over them? What are the connections between the forces, eg
if you influenced one would it affect another? Rank those that you can
influence in order of importance. Identify practical actions that you
could take which will build on driving forces, and reduce resisting forces.
It is important to note that building the driving forces alone will
generally have the effect of increasing the resisting forces. A classic
example of this is increasing management force in an industrial dispute,
which will normally have the effect of increasing union/staff resistance. A
government taking an intransigent line during a fuel shortage crisis will
increase resistance! At this stage it is often the case that managers
discover that the outcome identified at the beginning is too large scale
and complex to deal with in one analysis, and the individual ‘forces’ have
their own force fields to be identified.

4. Develop a detailed action plan with target dates. Remember that making
small steps on a number of fronts is usually more effective in the long run
than trying to achieve too much in a short space of time.

From > To analysis

From > to analysis is a technique designed to help bring into focus the
possible consequences and actions resulting from adopting one strategy
rather than another. It helps to simplify strategic choices in the change
process to enable clear business decisions to be evaluated and taken.
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It primarily contrasts existing and potential future characteristics of the
organization and encourages evaluation of the consequences of alternative
actions. It is particularly useful when sketching out the intended future state
to get a clearer picture of that state, and also to ensure that there’s shared
understanding between the initiators of the change. It is also a way of
engaging with stakeholders either to start the mobilization and engagement
process or to involve them in deciding what the future will look like. Finally,
it is an important tool in beginning to flesh out a set of objectives and
supporting activities necessary for the change to happen.

At this stage a preliminary exercise is useful to ensure that the orientation
is correct by defining what the current situation and the preferred future
state are. The level of detail of this analysis will vary according to the type of
change. A business process change may have to define exactly the nature of
the end process so that software can be written to deliver the process. A
restructuring may be detailed to an outline level — perhaps the top two tiers —
so that people know in general what the new departments are, but the actual
working through of the finer detail of job roles and accountabilities may be
best left to local line managers. In culture change, where the new culture is
defined as primarily one of enhanced customer service, this may well start
with a statement of guiding principles but these will need to be interpreted
very differently in different parts of the organization with different
segmented customers.

Table 2.2 Developing more autonomous business units designed to deliver
enhanced customer service

From > To Consequences Actions

Functional > Business unit More results focus 1. Cost centre

structure structure Recruitment of management
business managers 2. Decentralized HR
Changes in reporting or shared services?
systems 3. Balanced scorecard

4.

Poor > Outstanding Cusfomer service 1. Training programme

customer customer revolufion 2. CRM system

service service Training budget 3. Account managers
Greater consultation 4.

Infernally > Market focused  Reorientation of 1. Reengineering

focused services 2. Market
Joint planning segmentation
QOutcome focus 3. Sales force training
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Approaching change

If we look at our approaches to change from Chapter 1 we see that the
different approaches will have different things to say about orientating for
change.

The machine metaphor assumes that those in charge will design the process
that will have a clear direction and be able to formulate a plan that will simply
get us from A to Z, the final destination. The design process will probably
follow straightforward analytic lines — external and internal analysis, assessing
strengths and weaknesses and generating strategic options through a rational
problem-solving decision-making process. Once the direction or end state has
been decided then it really is just a problem to be solved as to how to carry it
out. Any hurdles in the way can be resolved in technical terms and the human
side of change doesn’t figure too much in the thinking.

The political metaphor will involve considerably more discussion and
negotiating a way through the various stakeholder groups and communities
ofinterest. It will be no use in setting out in a particular direction unless there
is a real sense that the key players are ‘on board‘ with the idea. The more you
can factor their ideas into the final direction then the more confident you can
be of a successful change process. The change is not seen so much as a tech-
nical problem to be solved as a coalition of the willing.

The organism approach to change would suggest a more

ongoing responsiveness to external conditions, emerging

needs and internal dysfunction, so a final destination

might not be fully envisaged, although various organiza-

tional imperatives might emerge as the key issues that

need to be worked on. Given that the health of the organi-
zation is at a premium, a lot of effort would be made in ensuring there was
healthy functioning across the organization as a whole and especially at its
boundaries. The direction could well be in making the organization better,
more responsive, more effective, maximizing its potential in the now rather
than a theoretical end state.

Like the organism metaphor, an organization immersed in the flux and
transformation mindset is more likely to be focusing on themes emerging
within the present rather than the future. Effort would be put into building
capability and capacity and enabling the organization to respond to and
harness environmental changes and to spot areas of movement,
improvement, creative tensions and innovation hot spots and blow on those
particular emerging embers.

In terms of de Caluwé and Vermaak’s paradigms of change, we can see
that the orientation process would take different paths depending on which
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paradigm you were operating from. So the blue (change through design)
would follow similar lines as the machine metaphor in using strategic analysis
and a project and programme management mindset and toolkit. The yellow
(change through addressing interests) would be similar to the political
metaphor in bringing together different interests groups and power-broking
agreement. The white (change through emergence) would involve a greater
collaboration with perhaps future search conferences, open space meetings
and self-organized task groups looking into areas of special interest:

Open Space technology is ‘a whole system participative work approach...
enabling participants to define their own agendas and focus on the issues they
consider most important. It relies on four basic principles: Whoever comes is
the right person; whatever happens is the only thing that could have; whenever
it starts is the right time; and when it is over, it is over.’

Future Search is a ‘large-group intervention method developed by Weisbord
and Janoff which aims to create a vision of a desired future for a department,
company or community. It explores possible agreements between people with
divergent views and interests, and helps them to search for common ground
and plan consensually. This approach is particularly suited to addressing
complex problems within large systems.

(Huczynski, 2001)

Red (change through people) would probably use a variety of techniques
depending on the industry and the prevailing company culture. Typically
organizations operating out of this metaphor would have well developed HR
processes and as such might well have processes of engagement to involve
staff at critical stages of the change process. Early participatory workshops
and employee reference groups could be a feature of the orientation process.
The green (change through learning) may well have previously invested in
knowledge management processes tapping into the explicit and tacit
knowledge within the organization, have installed feedback loops to monitor
organizational performance and have ways of changing course as a result.
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Summary

Before any change is undertaken it makes complete sense to undertake an
appraisal of the organization and its operating environment. This would comprise
an external and internal analysis together with a stakeholder mapping and analysis.
The resulting highlighting of internal strengths and weaknesses, with external threats
and opportunities, and understanding the needs and wants of stakeholders, should
combine into an understanding of what needs to change in the vision, mission, and
strategy.

Beckhard and Harris's change formula is a simple but practical tool to evaluate
where you are stand in the change process:

C=[DxVxFS]>R

Where C is the change that will occur; D is the level of dissatisfaction with the status
quo; V is the desirability of the proposed change, the end state or vision; FS is the
first practical steps of the change; and R is the resistance o change.

Undertaking a rigorous ono|ysis of both the external and internal operating envi-
ronments will help you decide on the need for change but also help you arficulate
the level of dissatisfaction with the status quo.

Creating a clear vision and mission of where you want fo go linked to rectifying
the causes of the dissatisfaction is a crucial early stage in the change process.

Developing clarity of from where and to where you are moving (from > fo
analysis) coupled with a force field analysis will help sef your direction.

Remember, the different approaches to change will dictate the degree to which
you focus on a planned or emergent approach and the style you take: machine,
political, organism, and flux and transformation metaphors; change through design;
addressing interests; emergence; people; and learning paradigms.




56

This page is left intentionally blank



Part |



58

This page is left intentionally blank



3. Organizational Case

Studies

Orientation

Organization Mobilization

Implementation

Integration

Introduction

59

Over the course of the last two years I tracked the management of change in
seven organizations:

the organizations were managing change relatively well;
there was a mixture of large and small organizations;
there was a mixture of public and private sector and some in between;
there was a variety of changes being managed including a large scale
global information system rollout, a Europe-wide restructure, a merger,
a culture change, a start up and operational performance improvement;
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there was a variety of leadership styles; and
there was a variety of change approaches adopted.

The organizations and their orientations

® Aster Group is a registered social landlord, very successful and
expanding fast.

® The Institute of Public Health in Ireland was set up as a result of the
Good Friday Agreement to foster better cross-border working on health
matters.

® Biogen Idec is a global biotechnology company.

® The British Council has a worldwide presence in over 100 countries
promoting education, development and the fostering of relationships
between the UK and the rest of the world.

® The County of Aarhus is the largest county in Denmark, serving over
600,000 people, and has an innovative approach to managing change.

® A small entrepreneurial kitchenware company that has doubled
turnover and increased profitability six-fold in six years.

® A primary school that has transformed itself into a highly effective
school.

® A medium-sized financial services organization seeking internal
realignment through restructuring.

Drawing in on ideas from the last chapter there follows a brief summary of
how each organization oriented itself.

Aster Group

For Aster there were a number of internal and external drivers for change
which shaped the future orientation. There was the move away from the local
government culture and mindset towards a more entrepreneurial one; the
untimely death of the Chief Executive; the significantly increasing compe-
tition in the sector; a continuing housing crisis in the UK with not enough
new and affordable houses; and the Housing Corporation’s decision to
restrict the number of housing associations it did business with.

These factors led Aster to appoint a new chief executive who would meet
these challenges and develop a strategy based on growth, building houses
and securing efficiencies of service and economies of scale as it went. This was
all underpinned by the need to create a culture that would underpin the
delivery of this.
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A number of growth strategies were considered but two stood out — organic
growth through the acquisition of land to build new homes, and the possi-
bility of partnering, merging or acquisition. Both needed to produce
economies of scale and synergies across the organization.

This was later encapsulated in its vision — ‘passion for excellence, pride in
performance’ — and its values: to be customer responsive; honest; open and
true to their word; and fair to all.

Although quite clear about the direction, it realizes that sensitivity to the
external environment is one of the key factors affecting its change process. In
many senses it is operating under the organism metaphor.

The Institute of Public Health in Ireland (loPH)

The IoPH was set up as a result of the Good Friday Agreement to foster better
cross-border working on health matters. The new Chief Executive had the
authority to develop the Institute within quite broad parameters. Through
careful and constant networking with a multitude of stakeholders the Institute
developed a vision for tackling inequalities in health across Northern Ireland
and the Republic of Ireland. This vision has been a critical factor in its success,
and the many innovative programmes it has set up to do this suggest that its
primary approach has been one of change through learning.

Biogen Idec

A key aspect for Biogen Idec in its orientation was its ongoing commitment to
constantly reviewing and refreshing its global development, manufacturing
and commercial capabilities in pursuit of its vision of making advances in
human healthcare. It was uncompromising in its challenge of existing
processes and practices and therefore didn’t shirk from asking the tough
questions of whether or not its European structure and way of doing business
was fit for purpose. Ifit was challenging in this respect it was also very clear in
adhering to its core values in making those challenges and subsequent deci-
sions — quality, integrity, honesty and team as a source of strength being para-
mount. So the combination of having a clear vision about excellence in its
field coupled with an emerging dissatisfaction with the status quo led it to
start a review process into its European structure, which was the first prac-
tical step on the road to change. The approach that Biogen Idec took was a
relatively planned one, given that the nature of the change was one of
restructuring, which had a number of employment law implications. Having
said that, the process was well planned and structured, but the solutions
(moving its European HQ and the setting up of a number of centres of excel-
lence) emerged from the process.
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The British Council

The British Council’s change originated from a strategic review. The review
revealed the need to design and install a new information system throughout
the UK and the rest of its global operations. This review had identified a
number of internal and external drivers for change which impacted on the
Council and moved the thinking towards an integrated system that would
reduce costs, enable open data flow across all parts of the organization and
allow decisions to be made at a local level in a competitive environment
around the world. There was also a felt need within the organization for
these changes to happen as staff wanted to provide a service to clients and
customers without relying on old systems that didn’t communicate.
Culturally the Council also tried to engender openness of communication,
customer service and a learning environment. There was dissatisfaction with
the way the systems created a feeling of separate businesses and functional
silos. In addition to these changes linking directly to the new vision and
strategy there were clear outcomes required:

total organizational information and communication integration;
the breaking down of functional and departmental barriers;
the same consistent real time information for all areas; and

the capability to analyse data in a variety of critical ways, for example,
budgets could be viewed at any sector, unit, country or regional level.

The County of Aarhus

In Aarhus the organizational change was contained within the county’s orga-
nizational model. The model created a common language and frame of
reference; it established the links between different parts of the organization
and the decision-making process; and it clearly articulated the county’s
political goals. The model laid out very clearly the underpinning values and
their behavioural indicators that any management of change needed to abide
by, namely dialogue, openness, respect, willingness to develop, commitment
and credibility. So, change in Aarhus was driven by a negotiation through
dialogue between the citizens, their political representatives, the end users
and the professional staff. Change management would be done through a
process involving openness, transparency, mutual respect and dialogue.

The vision translated into providing a high level of professional care in a
coherent and integrated fashion. The main driver for change was the
mismatch between a structure based on professional lines and one which had
the end user in mind.
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The kitchenware company

The kitchenware company, which was purchased by two entrepreneurs,
wasn’t punching its weight in the market. It had poor product lines, a bad
customer fulfilment reputation, high central overheads and demotivated
staff. These drivers coupled with the enthusiasm of the new owners led to
radical changes within the company. Focusing primarily on customers the
company recognized it needed to refresh its product lines, change its
fulfilment practices, but above all focus on the customers and their needs.
The change approach was one of top down but emergent as different oppor-
tunities presented themselves over the course of a number of years.

The primary school

The primary school had clear internal and external drivers for change in
that, although performing satisfactorily, there was a real danger of becoming
complacent and performance easing off. These drivers for change, the
appointment of a new head with new ideas and the parents’ successful
campaign to get a new school all helped shape the nature and the direction of
change.

The head began to address the current state of the school as part of the
health of the whole community system. By seeing the school as one sub-
system of the community she realized that all stakeholders needed to
contribute towards its overarching vision and development.

The orientation of the school therefore was conducted with strong
visionary leadership from the head but tapping into the communities of
interest; a vision and values-making process involving all stakeholders; and
continuing to focus on business as usual as well.

The financial services company

Through a process of diversifying some of its saving and lending functions
and through the acquisition of a number of smaller businesses, the financial
services company had developed a transition vision that it would ‘transform
itself from a traditional bank into a group of confident, successful and
specialist financial services businesses’.

The increases in the scope, scale and complexity of'its activities had led to
the need to restructure into a clearly defined group of businesses.

It was envisaged that the new group structure would better enable the
bank to achieve its strategic aims in three key ways:
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1. The new group structure would facilitate the management of an
expanding group of distinctive businesses. It would enable the acqui-
sition and management of a number of separate business units with
minimal disruption to other parts of the group.

2. The development of distinctive business units within new group
structure would enhance individual business unit competitiveness. This
would result from increased focus and commitment from all business
unit management and staff to the delivery of the business unit customer
propositions and achievement of competitive advantage.

3. In addition to improving the effectiveness of the management of the
group business activities, the new group structure would facilitate the
effective management by the group CEO of the relationship with its
overseas parent and other relevant external relationships (Bank of
England, the City, etc).

Aster Group

Introduction

The Aster Group is a thriving group of companies providing homes and
housing-related services in central Southern and South West England. The
Group has assets of over £420 million, annual turnover of over £65 million
and employs over 680 staff. The operating companies own and manage over
15,000 homes and provide services to over 40,000 people.

Aster Group is one of the Housing Corporation’s Lead Investors and
provides development agency services to other organizations and the New
Futures partnership of regional and specialist housing associations.

Aster Group operating companies have a substantial degree of operational
independence but work closely together to gain maximum benefit from their
combined strength and resources.

Residents and other clients play a strong role in influencing the operation,
and surveys show that Aster enjoys high rates of satistaction with the services
it delivers, with around 90 per cent of tenants saying that they are very or
fairly satisfied with their landlord.

The strong growth over the last three years was recognized in
2006 when Aster Group was given the ‘Beacon Company’
award by the South West Regional Development Agency. It is
the first housing association, and one of just a few not-for-
profit organizations, to have been given this award, which
‘brings together some of the South West’s most forward
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thinking and ambitious companies to promote success and spearhead the
growth of the region’. This status is given to companies that can demonstrate
outstanding achievement across a range of criteria. In Aster’s case the rapid
growth and influence of the Group was a factor in its nomination. Other
companies can turn to Beacon Companies for examples of leadership and
business performance.

Housing Corporation Assessment for Aster Group

Viable
The Group meets the expectations set out in the Regulatory Code in ferms of
financial viability.

Properly governed
The governing body gives effective leadership and control, has a wide range of
skills and experience and, supported by appropriate governance and executive
arrangements, is improving its own performance and that of the organization.

Properly managed
The Group generally meets the standard expected given the context in which it
works and the available resources.

Development
The association demonstrates a good performance by achieving or exceeding ifs
annual targets, maintaining good progress against targefs during the year and
delivering quality housing that meets our standards.

[Housing Corporation’s assessment, June 20006, hitp://www.housingcorp

.gov.uk/)

History, culture, orientation

The Aster Group’s history can be traced back over a decade when Sarsen
Housing Association was born out of a housing stock transfer from the Local
Authority. The Local Authority Director of Housing became the new Chief
Executive and a board was set up comprising four tenants, three representa-
tives from the Council and eight independent people from the business and
community.

For five years the Association focused on delivering on its original promise
of improving homes to modern standards whilst keeping rents stable. Sarsen
was efficient and effective in its operation. As a result it was able to begin to
generate revenue surpluses in 2004, three years earlier than envisaged in the
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original plan. Both the board and the management then realized that they
needed to develop their strategy further.

The board and the Chief Executive quickly became more entrepreneurial
and began to seek out opportunities for growth and development. So, for
example, during 1997 they began new initiatives — ‘care and repair’ for
elderly people, developing new homes outside their original base and
putting their toe in the water of market renting being just three. This was
evolutionary change but they were beginning to be more confident of their
capabilities and began to ask the more strategic question of where they might
go from here.

Aster was 110th in the league table of housing associations, with 5,000
housing units. A relatively medium-sized association, to be in the top 50 it
would have to grow to 10,000 units.

Sadly the Chief Executive died suddenly in November 2001, sending a
shockwave through the organization. The new Chair, John Heffer, had been
in place just a week. Appointing an interim Chief Executive from in-house
Aster began to look for someone to lead it who was entrepreneurial, pace-
setting, had a track record but who would work with its values and its staff.

One of those short-listed — Richard Kitson — wanted to know from his side
whether Sarsen was ambitious, keen, prepared to take calculated risks and
adventurous. A match had been made.

Richard had experience within the public sector — leading and growing a
local authority housing service, and within the housing association world —
managing the fastest-growing region of a well respected national association
with a long history of success, including managing large numbers of staff in
an operation that was noted for its efficiency and its substantial development.
He also had prior industry credibility as the President of the Chartered
Institute of Housing.

Sarsen entered its second transition period as it moved further away from
the local authority world, shedding a rather bureaucratic culture. One of the
first tasks was to create a group structure to facilitate the growth that was the
emerging strategic theme. One or two senior people left, of their own accord,
and this provided the opportunity to recruit senior people with an ethos of
not only delivering a stable high quality housing service but also those with
an eye on proactivity, seizing development opportunities and the continuous
improvement of existing services together with a move towards creating
innovative new products and services.

The organization turned more outward, making connections, using its
networks to get business, establishing a reputation with its stakeholders and
attracting new blood into the organization.
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A formal new group structure was created in the autumn of 2003 and a
new top team was formed with new teams underneath them. Silbury Group
had been launched.

An important focus was to increase the capacity and capability across the
organization. This required shifting the culture away from the traditional
local government mindset. New members were recruited to the Group
board, which became a blend of the old and the new, and a management
development programme was launched for the top 30 managers. Individual
managers and groups of staff were asked what the key organizational issues
were and this in turn informed the design of the development programme.

A theme throughout this period was the relative stability of the board.
There was a clear demarcation between executive management functions
(the management team) and the governance (the board) and working rela-
tionships were always excellent. The board did change over time as the
Group grew. It had to cope with governance issues over an ever increasing
range of activities — hence one of the reasons to adopt a group structure,
which enabled the different companies to be managed and have effective
governance. And of course the board sought to get the requisite variety of
people onto it with a mix of skills appropriate to the businesses being
overseen. Interestingly the board was not committed to growth for growth’s
sake. In John’s words, ‘We are not bothered about being big but about being
the best, and if growth can add to economies of scale and synergies then so
much the better.’

Drivers for change

There were a number of internal and external drivers for change:

® the continuing shift away from a local authority culture to one of an
autonomous not-for-profit business;

® the untimely death of the Chief Executive and consequential re-evalu-
ation of strategy and need to appoint a new chief executive;

® the Housing Association world continuing to grow with the creation of
organizations receiving the housing stock of local authorities, a particular
feature of South East and South West England. This change was signifi-
cantly increasing competition in the sector;

® 2 continuing housing crisis in the UK with house prices increasing
dramatically year on year and not enough new homes being built to
satisfy demand;

® migration of older people to the South and South West of the country
looking to retire with affordable housing but also the necessary services
for their population group; and
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® a pivotal event was the Housing Corporation’s decision to restrict the
number of associations it did business with.

Rather than invest in over 350 separate organizations it decided to restrict
itself to investing in around 70. Silbury had been 110th in the league so
therefore needed to redouble its efforts to grow. A number of growth
strategies were considered but two seemed to be paramount — the devel-
opment team had been acquiring land and building new homes and was
continuing to prove successful at that. But the board also began to think in
terms of partnering, mergers or acquisition. They considered a number of
associations informally but there were obvious reasons for not moving ahead
— too different geographies, unaligned systems and processes and strategies,
and different world views. However they became a preferred partner in their
own right, scraping in at number 69 out of 71.

The Role of the Housing Corporation

The Housing Corporation is responsible for investing public money in housing asso-
ciations which are registered with the Corporation (legally known as Registered
Social Landlords) to provide homes that meet the needs set out in local and regional
strategies and, through regulation, for protecting that investment and ensuring that it
provides decent homes and services for residentfs. .. to encourage innovation and
good practice and fo promote improved performance.

The growth agenda had been set and they started actively to seek out
potential partners. They already had links with one similar sized organi-
zation and both Chief Executives, Board Chairs and Vice-Chairs had a
number of informal meetings to see if there was a match. All were keen on
exploring each other’s philosophies and the degree of compatibility. This
wasn’t just six people, it was who they represented. The informal meetings
became formal and then there was widespread consultation with all stake-
holders — especially tenants’ representatives and staff. Testway — the other
association — set 20 criteria for the selection of a merger partner.

The two Chief Executives realized they needed to acknowledge that there
would be winners and losers from individuals’ and different teams’ perspec-
tives. This led to some tricky but open discussions — ‘let’s think about this and
come up with an acceptable formula’.

They also agreed that a group structure would work best with a continuing
fair degree of autonomy for individual businesses. All key players were
involved and those people most likely affected were engaged.
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As the grouping became more and more likely the meetings of necessity
became more formal, but from the inception of the idea staff in both organi-
zations were given full updates and asked to contribute their views. Managers
recognized the need to disseminate information and build confidence
throughout the new Group. So, when in April 2005 the grouping happened
it seemed that no one really noticed — it was effected with the minimal degree
of disruption. The Aster Group had taken off.

Following the successful grouping the board were becoming more and
more comfortable with the decisions of the Chief Executive and fully
supported him when, for example, he formed a working partnership with a
black and minority ethnic housing association in an urban area — away from
Aster’s heartland. He also pushed for becoming one of the four strategic
partners in an important sub-regional configuration of urban local author-
ities. Aster was bidding against national and established competition but was
short-listed and successful, being described as coming with ‘A fresh approach
and a good team’. Currently it is a major player in the region and another
housing association has since joined the Group.

Leadership

Although the previous Chief Executive had led the Association out of local
authority control to being a stable housing association in its own right, he had
done this with a rather autocratic management style. Richard Kitson was
determined to move the organization away from that. A rather coercive style
— useful in some situations — can lead to a risk-averse culture and create
dependency upon its leader. Creativity and innovation can also be stifled.
There were elements of all of these in the previous culture.

Richard managed this transition carefully. On the one hand he relied on
voices from outside to feed back to staft and managers inside what sort of
leader he was; and on the other hand he engaged in regular and open
conversations with staff and all managers. Naturally they were apprehensive
at first but, through staff briefings, conferences, small group and individual
discussions, they saw that here was a man they could trust and follow, and
who was open to ways in which they could contribute to the future.

His initial style can be described as pace setting — knowing where he wants
to go, having the intellectual firepower to argue his corner, encouraging
people around him to participate in creating the future, leading from the
front and by example and taking people with him. What was interesting was
how the culture as a result shifted from one of, “‘We don’t normally do this’ or,
‘I’'m not sure we can do that’ to one of, ‘Let’s try’ and, ‘I think we can win this
contract.’
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In the longer term Richard is aware that he needs to spread the leadership
across the senior management more and down into the organization. His
challenge is to sustain the success by becoming a leader who is primarily a
facilitator or enabler and also to continue to build the leadership capacity
throughout all parts of the Group. The relationship between CEO and
Chairman has been a critical success factor. They share similar viewpoints
and both operate on the basis of no surprises for each other. Once convinced
of the other’s arguments they are both willing to promote the arguments.
The board seeks to challenge and test the ideas and suggestion from the
management team and once satisfied that the thinking has been rigorous
enough they tend to be happy for the managers to proceed.

The Aster Board mirrors the Aster GMT in that they are focused on longer
term strategic issues rather than this year’s bottom line. And as such the oper-
ating businesses have considerable autonomy in terms of day-to-day opera-
tions.

No shotgun wedding

Testway had a somewhat different route to the grouping. John Spens as
Chief Executive had steered the association out of local authority control just
four years before, delivery of a premier housing service to its tenants being a
primary aim.

For Testway the first three years after the housing stock transfer was one of
finding its feet, establishing its reputation and credibility and also, in a sense,
discovering its new identity. By the spring of 2003 there was some pressure
for change — managers and board members were beginning to ask what was
next in the strategic picture. They recognized their vulnerability due to their
size. The initial impetus of the transfer had made them fully aware that they
hadn’t transferred out of local authority control just to stand still. They spent
some time with an external adviser working out strategic options for the
future. Their deliberations started by taking a long hard look at their internal
capabilities and assessing the current and future market and external envi-
ronment.

Through a combination of an ongoing working party and a series of board
away days they developed the following options:

1. Stay as we are.

2. Stay as we are plus increased development activity.

3. Stay as we are plus increased development activity plus acquiring other
local authority stock.

4. Growth through merger.



Organizational Case Studies 71

They concluded that if they could find the right partner then the fourth
option was the best.

It was at this time that the Housing Corporation announced its intention to
limit the number of its strategic partners (external driver) and also, following
a number of performance issues, it was decided to replace its development
team (internal driver). Informal links were made with the neighbouring
Silbury, which offered help resourcing the development function. Continuing
in that vein of cooperation, the two Chief Executives started to seriously
discuss the possibility of closer working between the two associations.

The grouping criteria were agreed and both parties looked at whether
there was indeed a match. The other partner needed to be:

® of equal size (and equal partners);
® an active developer;
® high performing:
- upper quartile
- meeting Housing Corporation Key Performance Indicators
- low rent arrears
- efficient turn around of vacant properties
- good repairs record
- good rent collection;
® reputable (eg with the Housing Corporation);
® with a geography that would be different enough to avoid overlap but
close enough to produce synergies;
® financially strong;
® with a natural synergy when it came to attributes such as stability, being a
charity and having similar values.

The Testway board went through a rigorous process of analysis and
assessment of the 35 or so associations within the distance specified and
filtered them down to 10. A series of meetings and further appraisal reduced
the possibilities down to just three or four. However, there was one clear front
runner. The board were already witnessing the two CEOs working well
together and trusting one another and they recognized that there was most
likely a good cultural fit.

Staft and tenants were kept updated with open communication and
consulted about all of the options. The grouping proposal went through the
usual due diligence processes — assessing the financial, cultural, commercial
and legal risks; the two Annual General Meetings; and a number of board
meetings. The difficult issues were put on top of the table (not under the
table!) and discussed, with a clear challenge on the tricky issues — “What’s best
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for the business?” The grouping was ratified. As a symbol of the beginning of
the new organization and to demonstrate that it was a merger of equals a new
name was given and Aster was born.

The transition period — one year on

Aster Group is now beyond the honeymoon period. At a high level there
was a cultural fit — and indeed the set of espoused values are very much
values in practice — but the devil will always be in the detail and differences
have emerged. This is not surprising, given the somewhat different back-
grounds, some different attitudes and different sets of competencies. So a
period of learning how to live together was experienced. But, continuing
the wedding metaphor, they decided against an exit clause or pre-nuptial
agreement.

The glue in the first few months was the two Chief Executives (or rather
the new Chief Executive and his Deputy Chief Executive). They kept the
dialogue going as and when differences or issues emerged.

Aster’s vision of ‘passion for excellence, pride in performance’ is encapsulated in ifs
mission to be a leading provider of high quality affordable homes and services and
to help create thriving and successful communities. s business objectives for

2006-2009 are:

Achieving excellent customer and community focused services.
Delivering more new homes.

Strengthening the foundations.

Maintaining robust businesses.

Developing our people.

Ok wN =

The Group has adopted a sef of values that underpins how it operates. These are to
be customer responsive, honest, open and true to their word and fair to all. VWithin
this there is a strong emphasis in involving and responding to the needs of
customers.

(Housing Corporation’s assessment, June 2006, http://www.housingcorp
.gov.uk/)

On a detail level the cultures, although similar, had different emphases.
There were many more similarities than differences, but where there were
differences they needed to be identified and discussed and worked through
to reach a common understanding and an appropriate way of working
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together. There were good and bad aspects to each of the cultures, but there
was enough openness for people to say, ‘Hang on a minute, let’s talk about
this’.

Also there was a difference in life stage — one had been autonomous for
almost a decade, the other until quite recently had still been wrestling control
away from the local authority (which found it hard to relinquish control).

A number of binding and bonding interventions have helped the different
companies operate alongside each other, managing the ‘what’s tight — what'’s
loose’ tension between each other and the centre. An expanded management
development programme has brought the senior managers together on a
number of occasions and there are clear signs that a new Aster culture is
emerging.

Many staff — often the managers — have embraced the change whole-
heartedly and have been focused on making things happen by just doing it.
Others further away from the decision-making process felt it was more like
the proverbial emotional roller-coaster. The pace of change was such that on
an emotional level there were a lot of feelings to deal with and on a task level
there were quite a number of things that needed doing or clarifying.

Whenever a new structure is implemented there are always issues around
the difficulties of managing and control — where are decisions made, where
the power and authority lie, who has clarity about roles and responsibilities.

What helped people during this time was the development and communi-
cation of a clear strategy, the reflection back of a core set of values that were
role-modelled by senior mangers, a sequence of staft briefings and cascades
and the establishment of an annual staff conference to celebrate success,
involve and engage staff in the future direction and test out ideas.

It seems that there has been no period of consolidation — the Group grows,
other partners seek to join and change continues at a similar fast pace.

Project management

Both the technical and psychological aspects of the project management of
the grouping process were conducted with openness and no hidden agendas.
A key question all parties returned to when there were difficult decisions to
be made was, ‘What’s good for the business?” Staff were asked for their views
and ideas about what form the partnering should take.

An external project manager was appointed who had the sponsorship of
the two Chief Executives. The project manager was called in from outside for
a number of reasons:

® the project seemed too big for anyone to take ownership of and do their
business as usual as well;
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® they wanted an experienced credible project manager for such a high-
profile initiative; and
® both associations welcomed an objective third party.

The project itself was run along effective best practice project management
guidelines with a detailed plan of activities, all tasks having a responsible
person owning it and clear reporting procedures.

A key wish was for there to be limited staff upheaval, certainly no redun-
dancies, and indeed with the growth agenda, promotion of cross-organi-
zation staff opportunities.

Terms and conditions differed in the different parts of the Group and
whilst some integration has taken place many of the differences are actually
down to the varied levels of maturity and development of the businesses and
the fact that the same set of policies and procedures wouldn’t necessarily fit
across the whole. There no doubt will be convergence over time if appro-
priate. Part of the process is defining what is tight and what is loose —
movement towards one integrated I'T system makes sense; a coordinating
HR function with semi-autonomous units in the businesses might also evolve.
Financial control systems and diversity and equality policies emanate out of
the centre — but financial management is left with individual businesses. A
central tenet is to give as much autonomy as possible to individual businesses
provided they perform against business plan and budget. Where there is
scope for efficiencies and synergies, grab them.

Organizational development

During the initial period of change prior to the grouping, external
consultants were brought in to help Silbury manage organizational change.
As part of the mobilization process all managers and a cross-section of all staff
were invited to give feedback as to how they saw the organization, what the
key issues were and what some of the solutions might be. The following were
the main themes to emerge from the discussion groups and interviews with
managers.

Developing common purpose, values and shared understanding

of objectives

Some managers and staff were very clear about what the Group’s vision and
values were. Others were not so sure. People needed more clarity about what
the new organization would look and feel like in the future.
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Developing a shared understanding of what sort of organization

we need to build for the future

People saw the need to further develop the vision and values for the organi-
zation through greater communication and engagement, both vertically and
across the organization.

Managing for growth

Balancing the drive for growth whilst maintaining and improving the level of
current service emerged as quite a creative tension. Ways had to be found to
increase management capacity and capability.

Balancing between managing and leading

Managers needed to shift the balance from managing the increasing
complexity of the Group (planning, organizing, controlling and problem
solving) to demonstrating leadership and strategic thought (through setting
a direction, aligning people, motivating and inspiring).

Where do we need to innovate as managers/management team?

More creative and innovative ways of doing things were needed to get to
grips with the challenges. That included creating an environment where
some risk taking was more acceptable and mistakes were inevitable but could
be learnt from.

Individual and collective energy

Managers needed to be able to match their efficiency (doing things right)
with their effectiveness (doing the right things). As roles, responsibilities and
structures change the challenge on an organizational level seemed to be,
‘Where should managers’ time best be deployed and how much can they
empower their staft?’

Personal responsibility

Managers acknowledged the shifting culture and are generally and
genuinely signed up to developing it and taking their part in shaping it.
However, it might be difficult to step fully into the new role of manager and
leader and even more difficult to develop staff to play their part.

Developing management and leadership capacity and
capability

A series of workshops were designed to address these issues:

® to help managers share knowledge and understanding across the whole
Group;
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® to develop skills to better manage change;

® for managers to understand their management style and the impact it
has on others; and

® to address the important and pressing issues arising from a dynamic and
changing organization.

In addition three working groups were set up to:

® develop practical ways in which people will ‘buy-in’, own and act out the
values;

® develop ways for managers to keep their ‘finger on the pulse’ — know the key
issues emerging for staff and the organization to take action on; and

® generate ideas as to how people can take on responsibility and grasp
opportunities.

Managers and staff were involved, in a variety of ways, with developing the
ongoing agenda for change. In addition to the workshops there were staft
briefings, staff discussion groups and a staft conference (which now continues
annually) where the forward agenda was communicated, ideas generated,
and potential obstacles highlighted and worked on collaboratively.

A key component of the grouping was the bringing together of all the
managers from both organizations. They spent time together over two days
addressing the following challenges:

® meeting and getting to know one another’s organizations and ways of
working;

® developing a shared view of Aster’s strategic opportunities;

® identifying some of the practical synergies for individuals and
constituent businesses; and

® agreeing key lines of ongoing organizational development.

As a result of the workshop three working parties were set up, initially with
managers from across the Group and then involving staff. The key themes to
be addressed were:

®  Direction — guided by Aster’s vision and values and taking account of the
strengths and weaknesses of the Group, where would you want Aster to
be in five years’ time?

® /mprovement — examine current service improvement practices to
confirm, a) whether they are appropriate for Aster Group and, b) how
they can better engage and be made more meaningful to staff and
customers.
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® People — taking account of the staff surveys across Testway and former
Silbury Group, examine and made recommendations of what we need to
do to make the Aster Group a better place to work.

At the time of writing a further housing association has joined and once again
managers and staft have been enfolded into the Group. Roles and responsi-
bilities, synergies and business opportunities were all discussed openly and
frankly. Whilst still embedding the previous grouping, Mendip Housing
Association approached Aster as it was desperately seeking a partner. It
needed support, protection, guidance and advice. Aster GMT recognized the
resource implication and recruited a dedicated person to deal with these
aspects of the Group’s development. The joining criteria were different for
Mendip. Whereas Testway had a reputation for award-winning community
development and Silbury had a reputation for development, Mendip had
expertise in care and support and the elderly. The process was the same as
for Testway/Silbury but was concertinaed into a much shorter timeframe.

A key creation has been the concept of the Aster Group Manager —
someone who not only exhibits good management and leadership within his
or her own area of the business but who has rights and responsibilities across
the Group both at an operational level (for example, spotting and sharing
best practice, efficiencies and economies of scale) and a strategic level (for
example, shaping and responding to the external environment and key
partners, contributing to leadership thinking and development of strategy
across the whole organization).

The challenge for the Aster Group going forward is how to maintain
momentum in its growth strategy whilst embedding the changes that have
already been made; and how to manage change fast enough for the senior
management but at the right pace for staft to continue to perform effectively
and provide an excellent service to their customers. Of course, since Aster is
now the largest in the South West the relationship with the Housing
Corporation has changed from one where it was needing to seek attention
and probably had very limited influence, to one where it plays an important
part in the Corporation’s plans and as such could always pose a risk if it
doesn’t perform. Aster very much sees itself as a true partner with the
Corporation — the challenges now being to continue the growth strategy,
staying on the preferred list of partners and having to make year-on-year
efficiency savings as laid down by the regulatory authorities.
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The Institute of Public Health in Ireland

The Institute of Public Health (IoPH) in Ireland, funded by the respective
Departments of Health in Northern Ireland and the Republic of Ireland, was
established in 1999 to promote cooperation for public health in the whole of
Ireland. It was a major cross-border initiative, which emerged at the same
time as the Belfast Agreement intended to end the centuries-old conflict.

At a high level the Institute’s remit includes providing public health infor-
mation and surveillance; strengthening public health capacity; and advising
on health policy. In reality it has made its major focus the tackling of inequal-
ities in health across Northern Ireland and the Republic.

The Belfast Agreement was signed on 10 April 1998, a Good Friday, hence its
unofficial fitle of the ‘Good Friday Agreement’. Former US Senator George Mitchell,
Canadian General John de Chastelain, and the Finnish ex-Prime Minister Harri
Holkeri chaired the multi-party talks that led to the historic Agreement. The partici-
pants included the governments of the Republic of Ireland and the UK, and 10
political parties representing unionist, loyalist, nationalist, republican and cross-
community constituencies in Northern Ireland. The US President Bill Clinton
provided political support and encouragement.

The work of the Institute

The Institute of Public Health has been engaged in the development of infor-
mation, policy and practice relating to poverty and health as part of the orga-
nization’s overall commitment to combating health inequalities in Ireland.

The Institute uses the World Health Organization’s definition of health as
‘a state of complete physical, mental and social well-being and not merely the
absence of disease or infirmity’.

It also has developed an all-Ireland Population Health
/ @ W Observatory that supports those working to improve health
/’ and reduce health inequalities by producing and disseminating
health intelligence, and strengthening the research and infor-
mation infrastructure in Ireland.

The Institute firmly believes that the development of strong multi-sector
partnerships is a crucial step in tackling inequalities in health. As a result it
has developed a framework for partnerships in health and organized the first
all-Ireland conference on partnerships for health.



Organizational Case Studies 79

It has developed an all-Ireland Leadership Programme to create a
network of leaders from different sectors who will work collaboratively and
creatively for a healthy society. Over the last five years it has produced publi-
cations and reports, held numerous seminars and conferences on key issues
in public health, developed innovative and effective programmes and
contributed to significant policy developments in Ireland and Northern
Ireland. It has worked with a range of partners to bring people and organi-
zations from across Ireland together to promote collective action for
sustained improvements in health.

Beginnings

The original idea for an all-Ireland health body came from the Chief Medical
Officer in Northern Ireland who began conversations with his counterpart in
the Republic. He identified the need for greater cooperation on health.
There was an exploratory small group set up by him and his counterpart.
They discussed the idea and its potential for success with a whole range of
people across the field, from universities to environmental health. One of the
key observations was that people clearly didn’t want any duplication, though
something with a low resource and probably with an emphasis on things
uncontroversial (ie, not political) such as focusing in on specifics like a
register of diseases. The political context was delicate and so the focus at this
early stage could only really be about information exchange.

Through careful networking and discussions, the civil service and some
politicians were eventually won over. The Good Friday Agreement provided
the necessary momentum to crystallize the idea and the Institute of Public
Health for all Ireland was established — the germ of an idea with the starting
point of employing just six people from different health professions and
seeing what happened.

The Director’s job was advertised later that year. The Institute actively
sought someone who would develop the original ideas and move the health
agenda forward proactively with limited resource, which was highly credible
in the health field but politically astute concerning all the North-South sensi-
tivities. Jane Wilde was appointed as Director of the Institute in the autumn
of 1998. She had been active politically in the Northern Ireland Women’s
Coalition and professionally as Director of the Health Promotion Agency.
She had been a consultant in public health and on a health board, having
trained both in the UK and the United States.
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Initial challenges

Immediately a number of challenges arose for the Institute. One key issue
was where it was to be located — in the system, more than geographically. The
Republic and Northern Ireland had different jurisdictions, different
cultures, different health structures organizationally, different budgetary
regimes and time periods and clearly different political institutions.

The Institute was to be housed literally and metaphorically within the
Royal College of Physicians in Dublin. It was a beautiful building with
porticos and marble. However, the Institute hadn’t been allocated any space
—it had to work from what amounted to a broom cupboard with no windows
and a redundant PC.

One possibility was to be further absorbed into the Royal College but the
College was focused on standards, training and exams. It was steeped in
history, some might say rather archaic. Jane conceived of the Institute as
being modern, transparent and permeable, facilitative and enabling rather
than imposing and laying down the law.

For the first six months she went out meeting people all over the island,
initially those in the more obvious public health roles. She saw her job as
going out and meeting, asking people what they were doing and reassuring
them that the Institute was not in competition with them. Her endeavours
were generally met with support and warmth. The timing was right as over
80 per cent of the Republic’s population had voted for the Belfast Agreement
and there was a strong feeling of wanting this North-South process to begin.
Health was a relatively non-contentious issue so it had the possibility of
progression.

Although the Director initially knew only a few key people in the Republic
the Chief Medical Officer acted as her chief sponsor, engaging her in conver-
sations and meetings. She had had a credible track record and indeed, first
by listening to people and then explaining what they were willing and able to
do, people became interested and wanted to be involved.

Concurrently the organization’s infrastructure was developed.
Technology, web and internet, e-mail and other lines of communication were
established. Recruitment processes were set in motion, and budgetary,
purchasing and financial systems established. It became clear that the future
of the Institute required independence to set its own direction.

During this initial time people were recruited based on what they could
contribute and deliver on certain things, rather than from what profession
they came. It was during this period also that the Director and her emerging
team began to shift the focus away from just providing advice and infor-
mation towards tackling health inequalities, though not straying from the
original remit. There was a certain nervousness at having it as a main aim but
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the Institute was convinced that its focus should be on the wider determi-
nants of health, highlighting the inter-connections between transport,
housing, education and social networks, and how these are intimately
connected with health and well-being. Initially radical, the approach is now
more widely accepted. This set the scene for the Institute to be involved in
areas outside the usual health arenas. It was going beyond the disease model,
using systems thinking and seeing its place in the whole system.

It recognized that it had a small place in the system, with little responsi-
bility or executive power. It had its ambitions for influencing and impacting
health inequalities without becoming a gigantic bureaucratic institution.

Of course the more you start to become successful the greater the demands
on your limited resources. One of the key philosophies of the IoPH was to be
innovative and light many fires across the health scene. That suggested there
would always be this tension between concentrating on running the
successful projects and continuing to develop and implement new ideas and
initiatives.

Strategy implementation

The strategy development process involved a lot of time together with the
new team. It involved stakeholder mapping and brainstorming, and shaping
the future possibilities within the context of understanding future needs and
possible scenarios. These were then shaped up into work programmes,
which were generally cross-cutting themes rather than one or two specialist
areas — such as developing a diabetes register — which might have been too
limiting. This was partly looking at the longer term and positioning the
Institute in the context of the wider health picture - it could easily have got
bogged down in just one important time-consuming initiative. It decided to
operate more at a ‘meta-level’ and wanted to start out as it planned to
continue.

Soon people were seeing the Institute as a resource that could be utilized.
For example, the Department of Health in Ireland saw it as really useful in
developing the National Anti-Poverty Strategy specifically to produce health
targets. This in turn developed into a wonderful networking opportunity to
better connect with the web of people and institutions absolutely essential for
the IoPH to realize its aims.

The Institute works at a whole systems level providing some resource and
expertise, supporting and influencing through facilitation via its networks.
Its aims include building capacity and capability within its own organization
to do the same for all organizations involved in the all-Ireland health agenda.
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Vision and values

Jane Wilde had a very clear take on the importance of the vision and values
to the organization and its way of working:

The vision and values are crucial, even more important than a clear set of objec-
tives. At the top are the vision and values, at the bottom is the infrastructure —
accounting, systems, processes — both very worked out and clear and effective.
In the middle is the room to juggle and be flexible — we don’t need to fight for
our existence, we fight for our vision.

The Institute has its work plan developed from its strategy process but it
recognizes that things will come up or it'll spot things and need to decide
whether to factor them into the ongoing work. It has its flagship programmes
which are the core of its work, and are quite responsive at taking on addi-
tional things during the year, mobilizing resources and spending additional
funding quickly and easily and in a very focused manner.

It is more interested in things being achieved than being precious about
keeping ownership of things or about who controls the resources. It’s not
about being territorial, more about effective deployment of resources.

Vision and values come out all the time, whether it’s the way the offices are
furnished or how the senior management team and management board
minutes are published. Keeping communication open between the Belfast
and Dublin offices can sometimes be problematical though regular video
conferences are organized and face-to-face ‘programme’ days are scheduled.
It can be difficult to get people who have no reason to go to the South, say, to
get to know about the South, though the ethos is to constantly reiterate the
need for an all-Ireland focus.

A very cosmopolitan staff group have been recruited, drawn from many
countries. They operate with a belief that says tensions are more about where
they should invest their energies rather where there’s conflict to be avoided.
They try to do everything to a high standard, with a real attention to both the
task and people process, ensuring clarity of agendas and outcomes and that
all staff are supported. They support and look after each other with team
days designed to allow time for creativity, reflection, de-stressing, growth and
development.

Leadership style

The leadership style exhibited by the Director and her senior management
team on the one hand reflect the personalities and values of the managers
themselves, and on the other hand, mirror the requirements of the Institute
from formation through to being a successful player in the Irish health field.
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A balance was struck between being affiliative, democratic and authori-
tative. The Institute needed to get close to all of its stakeholders, build trust
and discover what the needs and ideas were of all of these bodies and the
constituencies that they represented. It then had to craft a vision and a
strategy that would command respect, be authoritative and encourage
engagement.

Core values which permeate the leadership are:

® being determined to stand up for what they believe (ie, tackling health
inequalities in an inclusive way);

® setting out a motivating vision;

® setting consistently high standards;

® being collaborative, building relationships and fostering networks
wherever and whenever it’s possible; and

® building and maintaining momentum on a number of fronts with a
number of initiatives.

A key leadership competency for the senior management team is being polit-
ically astute, with no game-playing whilst watching and managing the
political and organizational boundaries.

In the top team the Director’s style is very facilitative; occasionally she
needs to remember — or be told — that she has to take the lead and make the
final decision. As a matter of course there is a collaborative and consensual
approach to strategy making, problem solving and decision taking.

Management board

The non-executive management board had the ultimate responsibility for
directing the Institute, though in reality the process seemed to be one of
collaboration and negotiation. The Director and senior team would go to
them with ideas and get approval for the agenda. Initially more directive, the
board evolved a way of working that is rather low key, but open, honest and
transparent. The relationship between the non-executive management
board and the executive senior management team has developed over the
years. A lot depended on the differing states of maturity of the board as
opposed to the senior management team (maturity in terms of knowledge
and experience of the organization, its agenda and its place within the health
arena).

The Institute tended to be senior management-led within the broad
parameters laid down by the board. In some ways this reflects the confidence
the board had in the senior management, though in other ways it probably
needed to demonstrate greater critical challenge.
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Working across the border

A key challenge was the need to work across the border with both the political
sensitivities and cultural differences that implied. The line across the border
proved to be a very big line indeed. The two governments had different ways
of transacting and different priorities. The Institute acted as facilitators
between the two in an attempt to better align the different health agendas
and priorities. For example, at one stage there was restructuring in the
South, another time budget cuts in the North. At both these times people
outside of the Institute tended to look more inward and take their eyes off
the collective agenda. It was for the Institute to hold firm to its vision and
work with what and who was available. Indeed it found that rather than wait
for a total agreement on any one initiative it would start things off in one area
and other areas would pick it up if they saw any value in it.

Leadership programme

The leadership programme is a good case in point as its aim was to build
leadership capability and capacity across all organizations working on the
island. This innovative programme focused on personal development,
systems change and collaborative leadership, addressing individual lead-
ership challenges whilst promoting and developing networks. In addition to
the individual and group learning there have also been two specific products
created by the participants — an imaginative book, Reflecting Leadership, and
an advocacy toolkit which is being further developed as a web-based
resource. Four programmes have been run with 100 people from all health
sectors nominated or self-selected to attend. These include academics, public
health doctors, community health workers as well as managers from local
government.

The programme didn’t just focus on individual leadership development
but also on the impact on their respective organizations — creating a cadre of
leaders, making wider connections and operating in an all-Ireland system.
The ongoing peace process has helped - creating more porous borders,
being more fluid and less threatening. Likewise this increased level of
communication and understanding has helped the peace process.

A key symbolic act on the Director’s part was to enrol in the first leadership
programme along with some of her associate directors. She recognized that
full and wide participation on the leadership programme was important. By
acknowledging that she was prepared to show her vulnerabilities, address
her weaknesses and further develop her strengths she set a particular tone
for the Institute itself and for all leaders and would-be leaders across the
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health arena in Ireland. This was one of the factors that ensured other high
profile people attended, and the programme became something which
others wanted to attend.

Learning

The key lessons from this change process are as follows.

Good sponsorship

It was imperative to have a good level of sponsorship from someone who was
already respected and had power and authority in the field. The Chief
Medical Officers played this role during the birth of the organization and its
crucial first few months and this role has now been adopted by members of
the management board.

The importance of inclusivity — looking after your stakeholders

This means identifying all of the stakeholders, discovering their needs and
wants and factoring them into your strategic deliberations and demon-
strating that they have been listened to.

Appropriate influencing skills

The Institute was a legitimate entity but was operating without specific
powers. It adopted an influencing style based on drawing people into discus-
sions and deliberations and offering knowledge, experience and resource as
a way of gaining commitment and engagement.

Features of this style would typically be building on others’ ideas, testing
understanding, seeking information, being democratic and sharing power,
being involved and building trust. Interestingly this works best when one has
no formal power.

The importance of vision and values

The ‘what’ of the vision and the ‘how’ of the values provided a compass en
route to achieving the objectives. They were used as a crucial part of the
decision-making process and provided a raison d’étre for the organization
rather than having to concern itself with ideas of growth and acquiring and
monopolizing resources.

Developing a lean, agile, responsive organization

As a consequence of clarity of vision the organization didn’t need to demon-
strate success by growth, assets or size but by how well it enabled the health
inequalities agenda to be moved on. To do this it need to develop a lean, agile
and responsive organization which it did through recruitment of the right
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people (professionally and attitudinally); particularly good influencing and
enabling skills; demonstrating value through building flagship projects and
programmes; investing time in research and reflection; spotting the right
opportunities in the myriad of issues and initiatives; and harnessing the
power and influence of the networks around it.

Transformational leadership style
The senior management team adopted more of a transformation leadership
style. Some of the qualities associated with this style include:

® setting out and working towards a longer-term vision;

® creation of a facilitating environment, enabling people to operate in an
environment of trust, openness and empowerment;

® working towards changing the status quo and not being afraid to
confront (in skilful ways) situations or people that are not committed to
this process;

® recognizing that building overall capacity and capability rather than
being directive and hierarchical is a means towards the end; and

® sceing and demonstrating that authority comes from the ability to
influence through a network of relationships and a relationship of
networks.

The use of reflection as an aid to action

Partly because the organization is involved in research and reflection, partly
due to the personalities of the senior management team, there is a great
emphasis placed on individual and team reflection and addressing the group
process. The organization recognizes the need (as demonstrated in its lead-
ership programme) to invest in leadership processes that pay due regard to
individual and team development and dynamics as a prelude to taking
action.

Non-executive board and senior management team

For an organization to be operating at full effectiveness there needs to be a
stronger relationship between the non-executive board and its senior
management team. Healthy relationships need to be brokered between these
two groups to ensure clarity of goals and effective operating processes.
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Biogen Idec

Biogen Idec Incorporated is a global biotechnology company which develops
products and capabilities in oncology, neurology and immunology. Its two
major drugs are used in the treatment of Non-Hodgkin’s lymphomas, a type of
cancer, and multiple sclerosis. Its core capabilities are drug discovery, research,
development, biomanufacturing, and commercialization of its products. The
company is one of just a few biotechnology companies that have biological bulk-
manufacturing facilities, with one of the world’s largest cell culture facilities.

Biogen Idec has headquarters in Cambridge, Massachusetts, and was
formed in 2003 from the merger of two of the world’s leading biotechnology
companies — Biogen, founded in Switzerland in 1978, and Idec, founded in
San Francisco, California, in 1985. Biogen Idec’s history has been one of
developing partnerships and achieving mergers with strategic fit, for
example same location different drugs, different presences in different
markets. In 2005 Biogen Idec invested $684 million — 31 per cent of
revenues — in continued research.

The company has research centres of excellence in San Diego, California,
and Cambridge, Massachusetts, and additional offices in Canada, Australia,
Japan and throughout Europe, including the international commercial and
administrative centre of excellence in Zug, Switzerland. In 2006, the
company employed approximately 3,400 people worldwide.

For more than 25 years the company has grown through the discovery,
development and commercialization of its own innovative products and
through its strategic alliances.

Biogen Idec vision and values

Vision
With passion, purpose and parinerships, we fransform scientific discoveries info
advances in human healthcare.

Mission
We create new standards of care in oncology and immunology through our
pioneering research, and our global development, manufacturing and commercial
capabilifies.

CoreValues
Courageous Innovation
We apply our knowledge, talent and resources to yield new insights and bold
ideas. We confront challenge and uncertainty with zeal, fenacity and vision and
seize opportunifies o excel.
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Quality, Integrity, Honesty

Our products are of the highest quality. Our personal and corporate actfions are
roofed in mutual trust and responsibility. We are truthful, respectful and objective in
conducting business and in building relationships.

Team as a Source of Strength

Our company is strong because our employees are diverse, skilful and collabe-
rative. We pursue our fullest potential as individual contributors, team members and
team leaders.

Commitment to Those We Serve

We measure our success by how well we enable people to achieve and to thrive.
Patients, caregivers, shareholders and colleagues deserve our best.

Growth, Transformation and Renewal

Consistent with our core values, we as individuals and as a corporation are dedi-
cated to creative and constructive growth, transformation and renewal as a source
of inspiration and vitality.

Up until recently the international headquarters were based in Paris.
However, following a strategic benchmarking review, the decision was made
to establish a number of centres of excellence across Europe, moving from
France and basing the new commercial and administrative headquarters in
Zug, Switzerland, where most of the international functions reside.

What were the thought processes that led to this decision and how well was
this restructuring and cultural shift managed?

The Paris headquarters had responsibility for
all finance, legal, HR and commercial activ-
ities. Other international functions like regu-
latory affairs, drug safety and logistics were
locally divided. The prevailing culture in the
European operation was one of a relatively
centralized controlling style with many deci-
sions being made in the headquarters.

Due to the bureaucratic process, decision making was seen as rather slow
and onerous and perhaps not totally aligned with the business culture the
company wanted to live across its European operations.

While the company had direct presence in most West European countries,
it operated via distributors in Latin America, Central and Eastern Europe
and the Middle East. In 2003, the company was revisiting its business
strategy while it was striving to launch new products and to grow its direct
presence in emerging markets.
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The change

A project team was appointed to conduct the reassessment of the business
strategy. The key objective was to conduct a benchmarking study for the best
location, in order to optimize the organizational structure and processes and
develop more effective relationships with the European affiliate companies
on the one hand and the corporate headquarters in the United States on the
other. The head of the international business was appointed to be the project
leader, supported by the directors of commercial operations, human
resources and international legal affairs. The first stage was pure data gath-
ering of internal and external information. The company was intent on
following best industry practice. If, for example, staff were to be relocated or
made redundant, the team needed to base its decisions on industry and
regional best practices. Data gathered here related, for instance, to relocation
and outplacement.

The second stage was to look at future options regarding distribution of
functions and allocation of resources across Europe. In principle it was
decided to create three ‘centres of excellence’, by moving commercial and
administrative functions to Switzerland (international headquarters), regu-
latory affairs and drug safety to the UK, where the European Regulatory
Authority is based, and logistics to Holland, where the packaging operations
was based.

Part of the discussion was the role of the international headquarters as
opposed to the affiliate companies. As mentioned before, there was always
the possibility of tension between the two and the potential for conflict, as
long as roles had not clearly been defined, in particular due to the fact that
the former international headquarters and the various affiliates had grown
their resources simultaneously.

As part of the move towards empowering the affiliates it was decided to
redefine the role of the HQ as primarily sharing best practice, voicing
local/international needs to corporate and ensuring alignment between the
various operations Therefore, the affiliates had to become self-sufficient:
additional resources were allocated on a local level while resources on the
international level were reduced. As an example, the HR function was
designed to no longer primarily report into headquarters, but into the
managing directors of the affiliates, with a ‘dotted line’ relationship to
the Vice President Human Resources. Actions such as these reflected the
empowerment of the affiliates and the local managing directors. There was
some resistance to change in the reporting lines but this was remedied by
groups and individuals relinquishing a direct reporting line for at least a
dotted line. In this manner, some connections were retained, but looser. This
reinforced the notion of a move away from a largely centralized web culture
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to a more networked one, based on a matrix. From an early stage and to
comply with employment legislation, follow best practice and to be true to the
company’s “leam as a source of strength’ corporate value, the team actively
involved staff representatives through the representatives of the Works
Council.

Data gathering and option generation

The team looked at potential sites for the new centres of excellence.
Copenhagen, London, Paris, Munich, Zurich, Belgium and Amsterdam as
well as the existing location in Paris were included in an in-depth analysis.
These locations were looked at through various filters — biotechnology
industry, healthcare and business environment, employment and recruiting,
infrastructure, transport (eg direct flights to Boston) education, languages, as
well as other social and cultural aspects. Data was drawn from multiple, well-
accredited sources, eg the World Economic Forum and Arthur D Little’s
Global Headquarters Benchmarking Study European Headquarters. Finally
Switzerland and the UK were short-listed.

One of the benchmarking studies taken into account was the Mercer Human
Resource Consulting’s Quality of Life Survey (http://www.mercerhr.com). This
analysis was based on an evaluation of over 30 quality-of-life criteria for
selected cities, including political, social, economic and environmental factors;
health and safety; education; transport facilities; and other services. They
mapped the different locations against the different criteria and with a balance
between company costs and benefits and employee costs and benefits.

In the end Zug was rated high with a good multinational business envi-
ronment, international schools, high quality of life, taxation and cost of living
reasonable.

The legal process in France was extremely rigorous with employee rights
paramount. The company involved the employee representatives completely
throughout the decision-making process, consulted them on the current and
future organizational structure, and provided them with a detailed analysis
of how it would impact employees and what was intended to ameliorate their
situation.

Local government agencies were equally involved.

Affiliates and culture change

A key aspect of the structural changes was to clearly outline key roles, respon-
sibilities and processes in order to improve decision making and increase
organizational flexibility.
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The most immediate effect was on the affiliate companies. The
management teams of these were given additional resources (made available
from the decentralization process) and given more control related to their
local organization. The ability to take more leadership was offered and taken.
Business development opportunities could be seized more readily.

As with any reorganization, both the formal and informal lines of commu-
nication, authority and responsibility were shifted. There was a need to clarify
responsibilities, rebuild relationships, share best practice, agree boundaries
and define parameters. Once again the existing culture and values assisted
this process as did the role modelling of senior change makers.

The corporate body set the overall strategy but empowered the affiliate
businesses to operationalize this. Corporate defined the strategy and ensured
international alignment of the strategy across the region, while operational
responsibilities were assigned to local management.

Strong business results in the international markets following the restruc-
turing, and extremely positive results of a corporate employee survey in
which more than 90 per cent of all employees participated underlined the
success of the reorganization.

Criteria for good change

Get the right specialist support from the beginning

Depending on the nature of the change, specific specialist functions can be
crucial to success. In this case the project team recognized that external legal
advice related to the complex employment matters and design of the social
plan was crucial. Also, a public affairs resource was something that the
company didn’t have internally in International and consequently estab-
lished in the Zug office.

Support from top management

A change team has more chance of success if it has unequivocal support from
senior management. The project team closely cooperated with internal
decision boards, external resources and local authorities.

Clarity of direction
The change team defined the objectives — to assess and review the location of
the centres of excellence and put forward the recommendation on the best
location and concurrently to address strategic and business requirements of
its affiliates.

They went into this decision-making process with open minds but were
clear that they would reach a decision and take the necessary actions to bring
about any changes, if changes were indicated.
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Figure 3.1 Stakeholder mapping, Biogen Idec

Clarity of decision making

They relied heavily on the prior acquisition of the necessary information to
be able to make reasoned judgements and give a compelling business case to
all interested parties. This also included being very clear about the criteria on
which a decision would be made. Their data were comprehensive and drawn
from both internal and external sources.

Leadership

They adopted an authoritative style of leadership which relied on their
having clarity of direction, an understanding of the needs and wants of the
various stakeholders, a certain credibility with staff and business partners but
also an openness to incorporate different views and new data as they
emerged, but always within predefined parameters.

Their treatment of staft was based on fairness and equity. There were no
special cases or exceptions when it came to redundancies, promotions or
relocations. They tried to achieve the balance between being clear, consul-
tative and direct.

The transition

The Zug authorities turned out to be extremely supportive in their
approach, reflecting their business-oriented mindset when Zug was being
considered as potential location for the new commercial and administrative
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headquarters. The Swiss joint venture was co-located with the new office.
The office is five minutes walk from the railway station which in turn is 45
minutes from Zurich airport with its direct flights to Boston.

Current employees in Paris were encouraged to conduct site visits to Zug
in case they expressed interest in a potential relocation to Switzerland. At the
same time tax simulations were ran for interested individuals. The project
team did a risk assessment on losing key talent and decided that benefits
exceeded any perceived risk.

Once it was agreed who wanted to move and who wanted to leave the
company, or take up positions elsewhere round the globe, the French
contracts were terminated and new Swiss contracts issued. A fair severance
package and comprehensive outplacement supported those employees who
decided to leave the company to find a new job. New staff was recruited in
Switzerland, the UK and the Netherlands to fill the gaps and these were
drawn from more than 17 different nationalities.

Centres of excellence were established across Europe. For example to the
west of London, UK and close to the EMEA (European Medicines Agency,
the drugs regulator), the company established its international regulatory,
clinical research, data management and pharmaco-vigilance centre.

The British Council

Founded in 1934, the British Council is a non-departmental public body
(NDPB) and public corporation with charitable status, receiving grant-in-aid
from its sponsoring department, the Foreign and Commonwealth Office
(FCO), of £185 million per annum (2005/06). It has a presence in over 110
countries and its overall turnover is currently £502 million per annum
including partnership funding, revenue from teaching, administration of
exams and development contracts. The Council’s purpose is to build
mutually beneficial relationships between the UK and other countries and to
increase awareness of the UK’s creative ideas and achievements overseas.

During a strategic review in 2003 the senior management team developed
a vision for the British Council.

Given the British Council needs information systems that underpin the
stated objectives within the vision, allied to the strategy-making process, a
review of the internal information systems was undertaken. This revealed the
need to design and install a new system throughout the UK and the rest of its
global operations.
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By 2010:

We will be a world authority on cultural relations, English language teaching, and
the international dimensions of education and the arts.

We will understand the needs and aspirations of those we are seeking to reach
much better.

We will be using our expertise and knowledge to help millions of people reach their
goals and make a difference.

We will have built many lasting re|oﬂonships between peop|e in the UK and other
countries and strengthened trust and understanding between our different cultures.
We will be welcomed as an effective and sensitive partner for societies wanting to
bring about a fairer and more prosperous world.

We will be connecting millions of people with creative ideas from all over the UK
and with each other, both face to face and with innovative online and broadcast
communications.

We will be broadening the UK's world view, particularly how young people in the
UK understand and value other cultures and traditions.

And everyone who works for the British Council will feel valued and will enjoy
opportunities to be creative and realize their potential.

The first stage was the implementation of the
new system across the UK, particularly within
its main Manchester and London offices. This
case study tracks how the project was
managed and delivered on time and to
budget. The UK government’s National
Audit Office concluded its review of the
project implementation by stating that it was
a ‘very successful implementation’.

Drivers for change

Internal drivers

The British Council systems had evolved over a number of years and at the
time of the review UK operations didn’t have a particularly clear vision of
where IT provision was going. It had between 25 and 70 separate systems
(with a myriad of smaller localized bespoke systems), which weren’t inte-
grated with one another. There was a serious question over the Council’s
ability to provide an IT infrastructure for the future growth and devel-
opment of the organization’s business.
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People at all levels within the organization identified a need for change.
Indeed there were frustrations articulated from the people at the operations
end who needed to provide a professional service to clients and customers
but were increasingly held back by the antiquated systems. Furthermore,
ideas being generated for regionalization across the world meant there was a
compelling case for a standardization of systems.

External drivers
The internal drivers were further accentuated by the growing need of part-
nering organizations to interface with the same system across geographies.
Governmental intervention had led to a drive for increased performance
and better service. In July 2004 Sir Peter Gershon published his review of
public sector efficiency, ‘Releasing resources to the front line’, and the British
Council was being asked to show £13 million of savings, the majority of which
would be realized through the successful implementation of this project.
The other important external driver was the increasingly competitive
environment that the British Council was facing in some of its trading areas.
So, a focus on costs and overheads was a compelling reason for these changes.

The business case

There were up to 70 bespoke systems across the British Council and its
regions, from large scale investments through to tailored spreadsheets. They
were all at different stages in their lifecycles. There was a complex interface
leading to expensive communications which hindered the free flow of infor-
mation across functions and processes. This engendered a sense of separate
businesses or silos. And of course poor information hindered managerial
decision making. A less fragmented system would allow for centralization, or
decentralization or regionalization. It would allow for the organization to
become more flexible and responsive. Partner organizations were at the same
time decentralizing and empowering operatives in the field to bid and
manage development projects locally.

The software solution which emerged was Enterprise Resource Planning
(ERP), which is the technical term for the range of activities supported by
multi-module application software that assist the organization to manage and
administer the important parts of its business. It does this by integrating and
automating many aspects of these business operations.

After considered and considerable debate, an off the shelf solution was
agreed which would provide the whole British Council with a consistent
solution. Allied and aligned to this would be the creation of 10 core business
processes across the world. Key benefits of the system would be:
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total organizational information and communication integration;

the breaking down of functional and departmental barriers;

the same consistent real time information for all areas; and

the capability to analyse data in a variety of critical ways, for example,
budgets could be viewed at any sector, unit, country or regional level.

All these benefits had links with and indeed underpinned the 2010 strategy
and were aligned with creating a cohesive business direction. It was to be the
biggest change project in the British Council’s history. It was a radical
response and would affect every single department across the organization,
with 360 global job losses, and 80 reductions planned in the UK central
finance department in the first year of implementation.

Key players and stakeholders
Key stakeholders included the following.

Senior management

Senior management took a very close interest in the project as it was so inti-
mately tied in as an enabling strategy for the 2010 vision. At implementation
stage the Deputy Director General was appointed as the senior responsible
owner (SRO), which sent a clear message to the whole organization of making
this a top priority.

The programme board

The programme board was set up as the senior sponsoring and monitoring
group, with representatives of all the major stakeholders on board and
chaired by the Deputy Director General. It provided informed challenge and
stakeholder management. A support office was set up to ensure a uniform
approach to change management and tracking and monitoring of delivery
and efficiencies gained.

The business
All parts of the business were consulted and involved at each stage of the
process.

Consultants

The consultants’ consortium was an important and critical part of the
project. There was one large consultancy and a number of smaller specialist
consultancies. The decision was to have a representative of the consortium
on the programme board in the interests of open transparent communi-
cation and good partnership working.
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Finance and IT

The finance and IT departments were most directly affected, partly with
both having important roles to play in the design and implementation, but
also with the finance department requiring restructuring as a direct result of
the changes, with a reduced headcount and a decentralization process.

Staff

All staff were affected to an extent. Their involvement and interest in the
project was in direct proportion to the degree of change which they would
undergo and the timescale in which it was to occur. The British Council ethos
was one of openness and consultation and this was embodied in the way that
people were involved, communicated with and consulted.

Union

The trade union was an important stakeholder to work with, address
inevitable staff issues related to the change and to negotiate a way through
them. The union was also an important communication tool and ther-
mometer for taking the emotional temperature of the organization.

Other stakeholders

The FOC, the government’s stakeholder, was content to be at arm’s length
and, although with considerable power, would only get interested if major
issues were highlighted.

Senior
- Management
2 Programme
UK Board Programme
Government Team
9]
chz Management  The Business
o Regions
2 Consultants
% Consortium
o Trade
Union
Staff Other Staff — IT &
= Staff Departments Finance
S Global
Low Interest High

Figure 3.2 Stakeholder mapping, The British Council
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Although the first phase was a UK rollout, managers and staft from other
countries were interested, mainly for three reasons to ensure:

1. business continuity;

2. difficulties in implementation were resolved before the overseas rollout;
and

3. full understanding of the impact of this large integrated solution on both
UK and overseas operations.

Programme team

The programme team comprised people drawn from finance, technical and
operational sides of the business, the change training team and members
from the consortium. The programme team demonstrated their credibility
by being recruited not just from the finance and I'T departments (though of
course they were fully represented) but through selection on the basis of
their operational track record, experience in the business and change
management expertise.

Richard, the programme manager, had been a director for the British
Council in Indonesia, with experience in change management and process
re-engineering. Paul, the Change Communications Manager, had had 10
years’ experience teaching and teacher training in Hong Kong and had been
involved in overseas business development.

Design stage

The programme team followed the programme guidelines and terminology
as laid out by the Office of Government Commerce (OGC). The programme
support section became a centre of excellence (in OGC terminology),
followed the managing successful programmes methodology and aligned the
various project management methodologies which had grown up across the
Council.

OGC works with public sector organizations to help them improve their efficiency,
gain better value for money from their commercial activities and deliver improved
success from programmes and projects. Our priorities are to support the delivery of:

® the public sector's £21.5 billion annual efficiency gains by 2007 /08;
® ¢£3 billion saving by 2007 /08 in central Government procurement;
® improvement in the success rate of mission critical projects.
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At an early design stage a significant decision was taken. The systems review
had reached a decision on what was needed but the 2010 strategy process
had not been completed. One of the first acts of Robin, the Deputy Director
General, on becoming SRO was to declare that ‘Strategy leads the system not
vice versa.” As a result the project, now called Finance and Business System
(FABS), was held back for six months to allow completion of the strategy
work. A key aim was to keep the strategy and the system development
together. So, for example, a decision was made to restructure and downsize
the finance department at the same time as changing the finance system.
Although challenging and in some ways doubling the amount of change
during a specific time period, the alternative was to do them sequentially, and
having the wrong structure and the wrong people operating a new system or
having a new way of working with new people but not the system to deliver
the new objectives. In some quarters this was seen as brave, in others seen as
potentially foolhardy.

A series of senior management workshops was held to engage managers
from across the Council in the strategy-making process; to involve them in
looking at the consequences and implications of developing the new system;
and to elicit their support for the change process and the turbulence it might
cause. This resulted in a document outlining the new strategic direction, the
challenges ahead, and clear outputs and outcomes.

The prevailing culture at the British Council was one of a collegiate
decision-making process. This produced a ‘dynamic tension’ in different
stakeholder relationships:

® the design team were keen to move forward at a rapid pace;

® the consortium consultants tended to come from a culture of proactivity
and focused action; whilst

® British Council operational staff were immersed in their usual way of
doing things.

Various dynamics were at work in that many staff, as previously mentioned,
were keen to update the systems and develop more responsive ways of
working. However, they also needed to be listened to and asked for input.
There were different levels of engagement in different parts of the
business which needed spotting and managing. Inevitably there were some
winners and some losers. One aspect was that some areas, previously bene-
fiting from bespoke systems, were now being asked to give up those systems
for the greater organizational good. Overall 100 staff participated in the
design stage, which included, in addition to the finance and IT functions,
both the UK business and representatives from the overseas operations.
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Implementation process

On the programme manager’s appointment the implementation process
started with a ‘mobilization and visioning’ event: in effect a two-day team
workshop bringing together the technical people, the business people, the
change training team and the consortium. This struck a balance between
getting organized on the task and focusing on how that might be done — the
process. This generated a commonly held and understood vision and also a
set of guiding principles for team working.
The implementation process followed a normal systems project:

configuration (done mainly by the external consortium);
proof of concept;

realization;

integration;

user training;

user readiness; and

go live.

Critical activities in the whole programme included the process of installing
the software; getting staff to understand what the changes were for and how
they would affect the way of working; and helping staff learn what to do.

Change management workshops were designed and run for all staff.
Coordinators were appointed in all areas and managers were asked to
complete a business readiness grid (BRG) detailing the extent to which they
were prepared for the changes in their particular area.

An effective project management structure was established with a clear line
into the programme management board. There was business representation
for all strategic discussions whilst a business assessment group assessed the
blueprint, the training and user acceptance, and reported back to the board.
There was a clear governance structure with a senior responsible owner and
clear responsibilities and accountabilities. An issues log and a risk
management log were part of the everyday process.

One key point in the implementation process was the decision in the
summer of 2004, following a Gateway Review, to delay the go live date. There
were previously agreed criteria, evidence based, to assess whether both the
system and the business were ready for implementation.

A business assurance group (BAG), drawn from both the business and the
project, had been set up for this very purpose. It was a critical part of the
change process. Delaying go live was a difficult decision, though the BAG was
empowered to take that decision. There was pressure from many quarters
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(the consortium, some senior management and the programme team) to
press ahead.

The OGC Gateway Process examines a programme or project af critical sfages in
its lifecycle to provide assurance that it can progress successfully to the next stage.
Purposes of the review:

® Confirm that the business case is robust.

® Confirm that appropriate expert advice has been obtained as
necessary.

® Esiablish that the feasibility study has been completed satisfactorily.

® FEnsure that there is internal and external authority, if required, and
support for the project.

® Fnsure that the major risks have been identified and outline risk
management plans have been developed.

® Esiablish that the project is likely to deliver its business goals and that it
supports wider business change, where applicable.

® Confirm that the scope and requirements specifications are realistic,
clear and unambiguous.

® Ensure that the full scale, intended outcomes, timescales and impact of
relevant external issues have been considered.

® Ensure that there are plans for the next stage.

® Confirm planning assumptions and that the project team can deliver
the next stage.

® Confirm that overarching and infernal business and technical strategies
have been taken info account.

® FEsiablish that quality plans for the project and its deliverables are in
place.

(Office of Government Commerce, http://www.ogc.gov.uk/)

There were some tensions around this decision, it being an admission that
the project wasn’t ready. Though there was the potential for some negative
consequences in terms of the project and people’s perceptions, all agreed
with the overarching aims to deliver a successful implementation. It was a
dramatic decision to delay the go live, but it was felt that the British Council
was a healthy enough and robust enough organization to withstand this.

The programme board took the decision to delay go live but regained the
lost time by merging that implementation phase with the next one.
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Everyone agreed that the business readiness grid had been an extremely
useful tool as it highlighted the extent to which the whole business was ready
and the areas in which the change team needed to prepare some more.
Generally, though, all managers were somewhat overly optimistic and
thought they were more ready than indeed they were.

Although a productivity dip had been planned, the extent of it hadn’t been
fully predicted. Many affected areas were operating in competitive environ-
ments with clear contractual obligations to existing clients and ongoing work
projects — the idea of turning inward and putting resource into assisting the
change process at the expense of the operational imperatives was not partic-
ularly welcomed.

In each area, staff who were acquainted with the changes and had the
necessary specialist skills were appointed as ‘power users’ or FABS coaches to
help others familiarize themselves with the new system.

Communication

Communication was seen as a critical success factor, due to the prevailing
culture of openness and transparency within the Council and because the
change team knew that communication is one of the keys to success. Indeed
there is a considerable overlap between what change management is meant
to do and the function of a good communication strategy. As early as January
2003 Paul, the Communications Manager, had organized a global ‘web chat’
on the company intranet to provide a forum for information dissemination
and addressing any queries or concerns. Only a few people were needed for
the blueprint, design and user testing stages, which lead to the interesting
question of ‘How do you keep people informed when they don’t actually
need to do anything?’ If you start too early people will feel disinclined to
show an interest, or their interest will wane; if you start too late then you run
the risk of rumours, gossip and disinformation taking the place of the
intended knowledge transfer.

Communication with the trade union continued throughout the design
and implementation phases. The management stance was to always be open
and always attempt to gain agreement through discussion. Therefore
management was generally consultative with a negotiated agreement on how
to deal with the various job losses — through redeployment and voluntary
redundancy. Given the legal nature of the consultation, though open, it was
formal and through HR channels.

At some stages there was criticism that people were consulted but there
were no changes as a result of that consultation, which left some wondering
why bother with the consultation. This is often a criticism of consultation, and
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the change team and those consulted needed to be clear what is open for
discussion, consultation and consequent change, and what is just infor-
mation. Additionally, if ideas were taken on board there needed to be a mech-
anism for letting people know that changes had been made and that they
were seen to be made.

During the implementation process a network of 80 FABS coordinators
was set up, acting as a formal communication conduit between the
programme team and the affected areas. They had a key communications
role in being the eyes and ears for the programme team and, having their
fingers on the pulse, could be an integral two-way communication channel. It
was through them that it became apparent which departments were having
difficulties coming on board and therefore highlighted where more commu-
nication effort was needed. The coordinators also had a role in ensuring that
the relationships between business and project were managed effectively.

The programme team invested heavily in the coordinators and ensured
there were monthly meetings, regular updates, teleconferences and work-
shops.

Training

The programme team didn’t see communication as one distinct area and
training as another — for example, there’s an overlap between communi-
cating something to someone and explaining how to do something.

There were one or two things that were not aligned and the training in
some instances missed the mark. Training was seen (after the event) as being
too generic. The initial evaluations were positive, but once people had a
chance to work on the new system the evaluations dropped.

Training could have been more contextual, and more specific for particular
groups. The potential of the new system was hinted at but it was left to indi-
vidual departments to work out how this might be engineered. There could
have been more partnering with the business to understand what was needed.
One of the challenges was the level at which to pitch the training — how specific
can you get when the imperative is to communicate generally with all staff?
Resources didn’t allow for bespoke training across the organization and yet it
was felt that some training needed to be given before the system went live. As
the go live deadline approached there were still changes occurring in what the
operators would see when they viewed the system on their PC, so what the
operators saw in their training sessions was not what they saw on their screens
on day one of go live. This investment in upfront training — for many people
there were five days of training — could, perhaps, have been better spread over
training and coaching post-implementation.
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A turther difficulty was the interplay between the outside consultants who
knew the system intimately, the staff who knew the British Council workings
intimately and the programme team who knew how the original off the shelf
system had been tailored to British Council needs. Each group was coming
with a different knowledge base and different understanding, and sometimes
transfer of knowledge was lost in translation.

The ERP system, although meeting all the criteria from a business and
systems perspective, was counter-intuitive and so, in order to acclimatize
oneself to the system there was an element of learning by rote. This then had
a knock-on effect on the training, because however you designed a familiar-
ization package, unless there was enough resource for tailored training for
each section, department and person, there was always going to be a sense of
the training not being truly fit for purpose.

Lessons were learnt for the overseas rollout and corporate finance trainers
were located in specific departments before the changes were implemented,
during the go live process. Most important, they stayed on site after go live
until local managers and staff were capable and confident in operating the
system.

Leadership

The leadership style of the key players involved in the change process was
characterized by an outwardly calm attitude with a focus on balancing the
different aspects and demands of the programme, involving all stakeholders
every step of the way, including the consultants’ consortium.

At crucial decision points — when to delay implementation or merge two go
live dates — they had to hold their nerve and balance the need to be authori-
tative with the need to be both democratic and aftiliative.

The programme manager at times had to focus more on the people than
the task; for example, on the morale of his team when getting stuck and
getting stick during the immediate post-implementation phase.

Likewise the DDG as senior responsible owner needed to network with all
senior and key people. Generally hands-off when it came to project imple-
mentation, he was available if there was a need to escalate any concerns. A
communication structure was set up between the consortium and the
programme board and team to ensure that there was direct and regular
contact between the opposite numbers within each organization.

During key points in the change process the SRO took the lead. For
example, when assessing business readiness he held meetings with each area
of the business to establish, through frank and open discussion, whether or
not each area was confident enough to go live.
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Leadership throughout the project was variously described as ‘firm but
responsive’ and ‘honest but robust’. Getting the appropriate style for the
different situations within the change cycle was important. Before the go live
decision was made the DDG had one-to-ones with all the managers to
ascertain whether or not their area was ready. This was leadership by asking
the difficult questions and demonstrating that a) this was a business critical
decision, b) that the line managers were jointly responsible for the decision,
and c) there was a collective confidence in going live.

When the organization was facing changes that it had never managed
before, an overly directive style would not work. Accessing the shared
wisdom of all the key players was crucial. As time went on people became
more competent and confident in this change process and were more able to
take the lead in their own specific areas.

The Deputy Director General didn’t know enough about the intricacies of
the ERP system to make individual executive decisions. He built on the
consensus within the programme board. Ultimately responsible for deci-
sions, invariably it was always after consultation and reflection. That didn’t
stop decision making — he recognized that it was better to make a decision
and be sensitive to the impact of that decision than not make a decision at all.

The leadership style was based on the context, on the level of complexity
of the project and the levels of shared knowledge and wisdom. For example
the Deputy Director General felt quite able to make decisions based on his
widespread knowledge of the security situation in Saudi Arabia without
reference to a programme board, whereas the ERP was a different arena.

He also recognized the capacity of people, when in high risk situations, not
to accept responsibility for their actions, and as such was keen to instil an
ethos of no blame, no retribution within the board and programme team.

Working in partnership

This systems implementation was the British Council’s biggest ever
commercial contact. The risks were huge if it were to go awry, given the
history of failed and costly government I'T initiatives. At each level within the
organization there was a suitably credible and competent individual to
interact with the equivalent manager within the consortium. For example,
the Director General met the CEO of the main firm of consultants on a
regular basis, the programme team had a good commercial manager who
formed a good working relationship with his opposite number, and at least
90 per cent of all issues were easily resolved. There were monthly meetings
and all potentially big issues were discussed openly and frankly.
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The programme team always had a clear plan of the outcomes they wanted
and as a consequence were never browbeaten into agreeing something they
later regretted. They were also aware of needing to manage the relationships
both with the main consultant and the various sub-contractors.

One of the main areas of potential tension was the differing cultures of the
various organizations. For example, from the consultants’ side, the British
Council was perceived to have a culture of ‘consultation about everything at
the rate of the slowest’ whereas they saw themselves at the opposite end with
the project management ethos of one accountable person who would get on
and do what they needed to do — make a decision and tell people what it was.

Another tension was the pool of knowledge between the consultants, the
programme team and staff throughout the business. There was the need to
translate ERP technical language into an understandable form for staff oper-
ating an ERP system with their own unique processes.

The dynamic between consultant and client organization is often under-
standably taut, with in-house people wondering whether the consultants
really understand the client organization, and questioning whether the
consultants were willing to learn and adapt from the client rather than
impose a system on them.

Post-implementation

From the programme teams’ point of view go live happened on time and
relatively smoothly. It was up and working when it was meant to be and the
team felt justifiably satisfied with their achievements.

The major issue on go live was the effect of not having had enough
bespoke training. Although users had access to desktop learning support, a
central helpdesk and power users to coach and support within each
department, the fact that individuals didn’t quite know what to do meant that
for each seemingly trivial question, the user would not be able to use the
system until their query had been answered.

People saw their small part of the process but hadn’t really been shown
where it fitted into the whole process and so were looking at how to do their
bit well rather than leveraging the capability and potential of the whole end-
to-end process.

Calls to the business support centre (helpdesk) increased dramatically as
did requests for assistance to the power users. Both support mechanisms
were overloaded for a number of days.

In retrospect it became clear that the power users were the ideal people to
have done the training. They were very familiar with the British Council
operation, were from the departments and involved from the beginning
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(from user acceptance and testing). They would know what it was that people
needed and also what the system could provide and in what ways.

A few software design faults and systems interface issues emerged. There
were also some legacy system problems which hadn’t previously been
spotted.

A key change management issue was ensuring that the support and assis-
tance post-implementation were available. Investment in the original training
could have been reduced and reallocated to either more bespoke training
prior to implementation, or coaching and supporting around the time of
implementation. For a different sort of change, the logistics might have
prevented it (geography, health and safety, time constraints, etc). It was,
perhaps something that either the consultants’ consortium might have better
advised on or the programme team in terms of their research on implemen-
tation of similar systems elsewhere.

The prevailing culture and focus on the customer ensured that staff were
immensely tolerant and worked hard to achieve their goals during this
period — a reflection on the strength of the British Council culture and core
values.

The programme team quickly set about looking at remedial action for the
support levels and the glitches that had appeared. Monthly monitoring
reports led to setting up of specific projects to tackle outstanding issues and a
variety of workshops were organized to address the issues.

Stabilization and embedding

The programme office had created stabilization criteria for each part of the
process and used a traffic light system to track progress. From the imple-
menters’ point of view an important tension then emerged between, on the one
hand, the programme team focusing on the next phase —rolling the system out
overseas — and on the other addressing the stabilization issues in the UK.

From the users’ perspective a tension arose between accepting the new system
with limited knowledge and creating ‘workarounds’ on the one hand and on the
other hand gaining the necessary expertise to fully exploit the system.

Business process ownership resided within the business, within the process
itself. This idea fitted with ensuring empowerment and indeed ownership
where it belonged, but it did require specific responsible managers being
appointed and enough resources attached to those roles. As often happens
within organizations, managers with a full load of duties and responsibilities
are asked to take on the additional responsibilities. Unless the role is recon-
figured around the process the role might be either too large or
cumbersome, or deflect from giving the process adequate focus.
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The programme support office established a set of key performance indi-
cators (KPIs) to have a reasonably objective measure of how things were
going and which were used to:

decide on areas that needed following up;

decide which areas that were a priority for action;
illustrate and illuminate where things were going well; and
manage expectations of the stakeholders.

Managing expectations helped at this stage in introducing the new system as
it addressed the following key questions:

Does each part of the system function — yes or no?

Are we able to process sufficient volumes at sufficient quality?
Are we operating more efficiently than before?

Are we demonstrating best practice?

The reviews of KPIs themselves formed the basis of an understanding of
what had worked well and what needed to change.

Next steps

The next, overseas rollout, phase is now in full flow with various technical
and business functions fused into one business support centre. A global
implementation team has been appointed with the necessary technical
expertise and a programme management office set up. Training needs have
been identified and change teams set up across the regions. A process of
consultation and stakeholder involvement has begun. For the overseas
rollout, people won’t be exposed to anything unfamiliar to the programme
team and staff will this time have specific training. So, for example, all the
processes are now well documented, there is revised, high quality training
material and the ‘sandpit’ practice, play areas are identical to what users will
see on their desktops.

All this in turn feeds into a larger vision for the future of IT within the
business — an integration of corporate I'T with other business applications
into a single commercial management function, perhaps even outsourcing to
a leading provider.

Likewise the project itself has gone through a lifecycle for staff as the intro-
duction of the new system with all the resource and attention generated the
idea of'a ‘process is king” mentality. Having come to the foreground it is now
subsiding as people start to use the technology and the new processes to
deliver better customer service.
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County of Aarhus, Denmark

The County of Aarhus is the largest of the 14 counties on which the local
government system in Denmark is based. It serves over 600,000 people,
employs over 22,000 staff and has a budget of £1.25 billion. Services
provided include a complex and comprehensive network of hospitals,
schools, institutions for the disabled, housing, the road network, envi-
ronment and bus system.

In 2004 the County of Aarhus was awarded a prize by the Bertelsmann
Stiftung Foundation of Germany for being the most effective public organi-
zation in Europe.

The management board has developed an organizational model which has
a number of objectives:

® to generate a common language and a common frame of reference;

® to create integrated analysis and documentation of endeavour and
results;

® 1o give a collective description of the County of Aarhus’ political goals.

Political goals and decisions
1

Organizational Foundation
e Mission
¢ Vision
e Strategy
¢ Values
! | ‘ |
Budget Structure Service Goals Effect requirements
Resources Organization Services Effect
Human resources Structures and Service types and Professional quality
Budgets systems contents User experienced _5
Buildings, facilities Examination Activity figures and quality s
and equipment Process organization| | production 2l
Management Service goals &
Cooperative Productivity
relationships

Accounts and financial Organizational Goal and activity Quality surveys,
reports development reports etc

| Political follow-up |

Figure 3.3 Organizational model, County of Aarhus
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The model has been developed to allow the efficient and eftective running of
the County with clear direction and accountability from the politicians and
translated into meaningful objectives for the management to operationalize.

The outcome of an enhanced reputation should produce positive answers
to the following questions:

® Is the County known for providing high quality services?

® [sit financially well run?

® Are the employees satisfied with what they deliver and how they are
managed?

® Is the County’s infrastructure and environment well looked after and
attended to?

There is a rolling review of the eftect of the County’s services and therefore
on the services themselves. Consequently the organization is reviewed and
the deployment of resources across its divisions and geography.

The model is underpinned by the County’s five fundamental values which
in turn contribute to the maintenance and development of an enabling
culture in which staff work and deliver the services. The county’s five values
are:

Dialogue.

Openness.

Respect.

Willingness to develop.
Commitment.

GU 00 o=

In any organizational change there is reference back to this set of values to
ensure the changes are being managed properly.

Dialogue. Expressed as a willingness fo enter info fruitful dialogues with citizens,
end users, employees and other partners and stakeholders

Openness. Expressed by the development of a transparent process of decision
making whilst holding client confidentiality as sacrosanct.

Respect. An important focus for all interactions is the aim to understand and respect
users' needs and desires and maintain an equity and equality of service. This is also
demonstrated by the valuing and capitalizing positively on the difference and
diversity found in the community and the workforce.
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Willingness fo develop. Developing the ability to adapt and improve services to
better meet the needs of the user goes hand-in-hand with the need to develop the
capacity and capability of the organization and its human resources.

Commitment. Staff are recruited for their professionalism, skills and their commitment
to their work and there is a requirement on sfaff to take responsibility to carry out
their work to the best of their ability.

A further value of Credibility was added in 2004 which was concerned with
ensuring that statements and actions would be believed and build confidence and
provide quality fo the customer.

At the beginning of 2002, as part of the rolling review looking at service
improvements, it was decided to restructure the psychiatric service in the
County, merging local and social facilities with the hospital services. The final
decision about this change was a political one, though the pre-planning had
been worked on by managers for a couple of years. This work was headed by
the Directory of Psychiatry in the County of Aarhus, assisted by a group of
consultants.

Jorgen’s organizational development unit was called in to help facilitate the
restructuring in one of the four general psychiatric units of the County. In
effect a new organization was created. In this unit there were 300 employees,
a top team of four reducing to three and a management population of 25.

As you might imagine in an environment providing psychiatric services,
second only to the care and treatment of patients, the health and well-being
of staff are a prime concern. Any change within the organization can be quite
disturbing for clients. This then creates additional stresses on the staff
providing the service. In turn the management population have to manage
the changes and support staff through the changes.

Jorgen’s task was to work with the management group to create and move
everyone into the new organization. He called this stage of the development
process the ‘founding and grounding of the new organization’.

The idea was to work with the top team to develop new organizational
mission, vision, strategies and values. The mission is to ensure psychiatric
treatment to the population of the region, and the vision translates as:
everyone who needs psychiatric treatment, from whatever the sector — social,
local or hospital —is assured of a high level of professional care which is given
in a coherent and integrated fashion.

The process was started with a two-day workshop which adopted a slightly
different approach than some more conventional interventions. The accent
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was on developing dialogue, understanding and insight. As Jgrgen described
it:

dialogue means to discuss with the intention to implement. That is, a situation
or problem exists which demands new ideas in order to proceed... ideas, atti-
tudes and opinions are exchanged, and a common insight arises... a common
space is established in which everyone can participate without consideration of
organizational position, professional or scientific experience.

Martin Buber used the term ‘dialogue’ to ‘describe a mode of exchange among
human beings in which there is a frue turning fo one another, and a full appreciation
of another not as an object in a social function, but as a genuine being'.

Physicist David Bohm saw that:

Dialogue would kindle a new mode of paying attention, to perceive... the
assumptions taken for granted, the polarization of opinions, the rules for
acceptable and unacceptable conversation, and the methods for
managing differences. .. the group would have fo learn to watch or expe-
rience ifs own tacit processes in action. Dialogue's purpose. .. would be to
creafe a setting where conscious collective mindfulness could be main-
tained.

(Senge, P et al, 1999)

In addition, over a six-month period there were monthly facilitated meetings
with the three senior managers. The outcomes from this process were a well
defined vision, mission and strategy to lead the unit into the future. This was
underpinned by the adoption of a set of values which were aligned with and
also informed the corporate values.

In this approach there are two crucial underlying assumptions. The first is
open systems. The organizational system that the managers and staff found
themselves in cannot be taken in isolation. Every system is to some degree
connected to other systems. These systems are therefore in some ways inter-
related, in some dependent, in some influencing — always therefore having
an impact. The change agents themselves were also part of this wider system.

The second is the unconscious. In Jgrgen’s words again:

we have an assumption that human beings have thoughts, ideas, fantasies,
emotions, reactions, actions, and many other things, which are both rational
and irrational. As individuals we do not always act consciously or rationally. Our
actions are controlled also by the unconscious and irrational, values and
valencies... and unconscious actions can though, to some extent, be investi-
gated. Groups and organizations are the result of the conscious and uncon-
scious actions of human beings.
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Of course the idea of open systems and the unconscious, if true in this setting,
is also true in all organizational settings. However, in Aarhus this was
deepened by the knowledge that the decisions made by the management
would not only be affecting staft but would clearly be affecting the end user,
the psychiatric patients, with their myriad vulnerabilities and anxieties. This
in turn would impact on staft and management who are required to create an
environment ‘good enough’ to allow the healing process to take place.

Organizing in the units — development of leadership (2003-4)

Having put down the foundations of the new direction the task was now to
create an organizational structure that would be ‘fit for purpose’ — the
purpose of delivering the new strategy. The two key elements here were to
develop a workable formal organizational structure, and to ensure that the
structure was supported by the necessary lines of two-way communication,
which in turn were based on a common understanding of roles and responsi-
bilities and a healthy engagement vertically, horizontally and externally
within the new structure.

So, working with the management group, Jgrgen and his change team
planned further developmental interventions focusing on the leadership, the
organization and collaboration across the organization. In parallel managers
reflected upon, discussed and planned their own personal development
needs.

Connect to
Vision,
Mlssmn and
Community Values Community
Change
Team Clients’ feelings
and behaviours
Organlzatlonal Plan Build new
Organlzatlon
Managers’ » Staff feelings

feelings and and behaviours
behaviours \ ‘j

Restructuring
Community Community

Figure 3.4 Map of the system/causal effects
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A two-day working seminar for all 30 or so leaders was arranged with the
primary task of establishing the necessary structures, communication and
information protocols, and formulating leadership development activities.
This was once again based upon a working model of iteration between
dialogue, construction (or application) and reflection. The working seminar
was designed in a way that made it possible to work on this double task:
formulating drafts and ideas to make the organization more effective while
simultaneously investigating and interpreting attitudes and values among
the leaders present at the seminar.

The following year saw a period when both the structure and the people
within it ‘settled” in. There were new jobs, new roles and responsibilities and
different reporting structures. There was cross-disciplinary working and
collaboration — something that had not been a particularly common feature
before. Issues were surfaced and dealt with in a number of ways: regular
leadership meetings; supervision/coaching sessions for individual managers;
and a programme of leadership development activities.

Further development of leadership (2004-5)

Interestingly, although both the structure and staff interactions were
proceeding relatively well, there was a shared feeling that something was
missing in the system. It was something that was not particularly obvious, that is,
not conspicuous by its absence, but something that, on reflection wasn’t there.

There was quite some thought given to and dialogue around this. It was
acknowledged that there had been different speeds of development of both
the new service structures and the managers themselves. There had also
been different levels of engagement — or ‘buy-in’ — to the process of change,
and there had been tensions between those in professional roles and those in
managerial or leadership roles. These tensions were also a challenge within
some individuals themselves. How much focus do I have on the professional,
specialist part of my job and how much focus do I have on the managerial,
leadership part of my job? At the same time managers had stepped into their
roles perhaps as traditional leaders, or leaders with a traditional notion of
leadership. Through continued reflection and dialogue what became
apparent was that within the new structure there needed to be the notion of
shared joint leadership.

Again a two-day working seminar was run with the theme of shared joint
leadership, and with a double task as in the former working seminar. In the
local psychiatric units there were instances where two leaders would have a
real responsibility for a department or work area. Across the organization as
a whole there was the need to establish a common understanding of lead-
ership and enact it. You could call this ‘strategic leadership’, but it was more
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than that. In the example of the individual who had tensions between his or
her professional role and his or her operational (hierarchical) leadership
role, there is the added dimension of what responsibilities that individual has
for managing and leading across the organization as a whole and what
responsibilities for co-creating the future direction of the organization.
Typical questions arising were:

® How do two people take shared leadership for an area of work, or more
likely an agreed organizational objective?

® How do they agree on systems, policies and processes across the organi-
zation whilst being an advocate for their own areas?

® How do they allocate scarce resources equitably across the organization
whilst arguing for more for their own areas?

® How do they spot and transfer best practice across the organization?

® How do they create an enabling environment where shared joint lead-
ership can become a living reality?

The structure of the working seminar was designed in some ways to simulate,
mirror or replicate the organization in the minds of the participants.
Consequently the very issues that the management group were grappling
with in Aarhus emerged within the workshop setting itself. These issues
could then be confronted in the here and now - issues related to leadership,
shared understanding, relationships, communication, and the like. Indeed
the stated aim of the workshop was:

Starting from the existing organization of management, the primary task is to
investigate, develop, discuss and formulate activities, which aim at developing
and making more efficient the leadership in the units, through the implemen-
tation and utilization of shared joint leadership.

All participants were asked to use the workshop as an opportunity to fully
experience the organization (temporary though it might be), reflect, engage
in dialogue, collaborate, learn and construct appropriate actions. The imper-
ative involved:

Listening to other participants’ experiences and opening both these and their
own experiences to investigation, in order to try to understand why things
happen as they do. The individual must himself, or herself, decide how many of
these experiences to open to investigation, by the way the individual decides to
manage his or her role.
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New Challenges, 2005-06

So, following the laying of the foundations of the new organization (in terms
of its vision, mission, values and strategy) Aarhus spent a considerable time
organizing the way that that should be done. This time was well spent. It
afforded the agents of change the time and the space to set a course while
organizing and orientating themselves and their staff. They highlighted the
areas of tension, spotting the examples of best practice and continuously
monitored the organization as it emerged.

The day-to-day reflections were supplemented by frequent leadership
supervision and coaching sessions and the regular workshops or working
seminars, which created an environment where both task and process could
be confronted in the spirit of trust, openness and a willingness to collabora-
tively tackle issues which got in the way of the organization fulfilling its
purpose for the people of Aarhus. This period amongst other things was one
of ‘grounding’ or embedding the changes and the way of working together.
At the same time of course, there were further changes made and even more
radical ones were on the horizon.

At the time of going to press a new challenge has emerged. From 1 January
2007 following a governmental review there will be a wholesale restructuring
of public services generally in Denmark, consequently breaking up the
current organization, established in 2002. The 14 counties will be reor-
ganized into five large regions.

The County of Aarhus will merge with two other counties, precipitating
the biggest change in history of the public sector in Denmark. The recently
planned workshop has therefore to take this on board and ask some
searching questions:

® What do the managers feel about this and how are they going to react?

® How will they factor in these new changes into their other strategies or
will these new changes supersede all that’s gone before?

® How will they manage the current changes, prepare for the new changes
and still focus on the patients and the delivery of services to the patients?

® How might they support, enable, motivate and sustain staff throughout
this coming period?

Figure 3.5 summarizes the changes during the period 2002-06.
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An organization is established — lives — and breaks up
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We can look at different types of leadership through this change — the three
senior managers and the role of the change agent. The three managers were
quite different personality types with a consequential variation in leadership
styles. One was a quiet thinking type of person who had quite a few ideas but
also always allowed time for reflection before a decision. The second also
thought things through but was more outgoing and translated ideas into
creative possibilities. Interaction with others was important for him as
through his questioning approach he was able to discover new avenues of
thought and action. To complement the first two, the third manager was
much more focused on the here and now, had an eye for detail and required
proper ways of doing things. Rules-driven might be one description; another
would be attention to the quality of the process and the procedures. He had
a handle on the resources and allocation of those resources.
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The internal consultants/change agents applied their model of organiza-
tional change quite strictly early on, to allow participants to, a) familiarize
themselves with the process, and b) to ensure that everyone felt ‘safe enough’
to be able to enter fully into the realm of dialogue. Once trust had been estab-
lished such rigid boundaries were, to a degree, softened.

The consultants on their part, as interveners in the system, inevitably
picked up emotions from different people and groupings within the system.
As part of their working practice the team underwent its own supervision in
which it in turn could reflect upon their experiences, enter into dialogue
with one another, and further ideas for action could be generated and then
fed back into the system.

Key features of this approach

Key features of the approach adopted by Jgrgen and his team were:

® Always have the end user in mind, and refer back to them when deciding
on what changes to make.

® Hold the organizational values in mind and refer to them as a ‘touch-
stone’ in both what you do and how you do it.

® Address both the task issues (project implementation) and the process
issues (the group/team dynamic) as an imperative.

® Entering into real dialogue with key stakeholders takes longer but ulti-
mately enhances the chances of successful outcomes.

® Taking the time upfront to create a ‘facilitating environment’ that will
enable you to allow tensions and potential conflicts to be raised and
addressed reduces the possibility of those conflicts being ‘acted out’ nega-
tively during the change process itself.

® (Creating dialogue means everyone’s voice is heard, thus increasing the
possibility of ‘buy-in’ and engagement in the change process.

® Having complementary leadership styles in the top team creates a
broader spectrum of leadership capability.

® Providing coaching, supervision and development for the management
population — linked to strategic objectives and operational realities —
enhances management capability and provides emotional support (and
challenge) during times of change.

® (Creating the time and space for the change team itself to address (ie,
confront and work through) the ‘emotional baggage’ they may have
picked up during the change process.

Jorgen Jgrgensen was the organizational consultant working on this change.
He can be contacted via jj@udd.aaa.dk.



Organizational Case Studies 119

The kitchenware company

It was almost 15 years ago when Dennis and Nick, two young sales execu-
tives, were chatting together as they were driving to see one of their clients.
The topic was careers and what they really wanted to do with their lives. Like
many people they dreamt of running their own business. But unlike most
people they held onto their vision and commitment and drive over many
years to make it a reality.

From that initial conversation, it took another seven years for them to
refine their vision, decide on the nature of their business, spot their oppor-
tunity and get the finances agreed and then to step into their new lives.

They were kindred spirits, with a mutual affinity for sales, and they
alighted on the fast-moving homeware business as the one where they had
knowledge, competence and skills enough to make an impact.

During this gestation period they set about
acquiring more skills and contacts in their
chosen field and also putting money away to
finance their potential loss of earnings
through the period of transition. Nick was
working as a sales director in the homeware
industry for a household name. Although
extremely successful he was frustrated at
being constrained in his ability to shape the
future of the brand and the business. He was
the guardian of the brand — getting customers
to accept what the brand was like, not taking feedback from the customer to
improve the product and the brand. That was decided not by customers, not
by employees, but by the senior management. Dennis was in a similar
position, again in the UK homeware industry.

They bought a very small company where they had a remit for sales but
subcontracted the existing warehousing and logistics to a long established
company. Dennis took over the running of this operation whilst Nick
continued in his employment for a further year. The business grew to a £1
million turnover and they decided to separate from the warehousing company.
However, the larger company’s owner wanted to sell his company to them.

They approached the acquisition with optimism and although their research
suggested this was a viable company, they based their decision more on a sense
of their own competence, their knowledge of the market and their abilities in
sales, marketing and managing a sales force. The acquisition was completed
with the managing director of the homeware company taking a one-third stake.



120 Change Management Masterclass

The company turned out to be more problematic than they first thought.
It had poor quality products, a large slow-shifting stock, a sales force and a
strategy that targeted wholesale outlets rather than key retailers, and the
warehouse itself was 200 kilometres away from the head office. They had a
small number of key customers and the majority of their purchases from the
Far East were paid in US dollars. The economic environment had been rela-
tively stable for the previous five years and there were no indications of a
downturn. The company was purchased. The deal was financed by their
borrowing £1.5 million to refinance the business and agreeing a scheduled
purchase of all shares owned by the previous management over a period of
10 years. With more attention to detail and less of a gung-ho attitude they
probably could have negotiated a better finance deal.

Drivers for change

In the first 12 months, four of the company’s main clients were lost — two
accelerated their pre-existing, but unbeknown, plans to withdraw, one went
into receivership, one into administration. At the same time the exchange
rate for the dollar against the pound moved from around $1.70 down to
$1.40. The more the new owners met their customers the more they realized
how bad their customer relationships actually were. Fulfilment was perhaps
the single highest irritant from their customers’ perspective.

Internally they began to realize that the stock that was moving was the
stock that was newly bought. There was a considerable amount of old stock
which was not being moved at all and hadn’t for some considerable time.

It wasn’t long before Dennis and Nick realized that the managing director
they had inherited was out of his depth. He suffered from a lack of ability to
establish meaningful relationships with key customers, an unresponsiveness
to market demands and a poor buying and stock management capability. His
sales force management skills were also lacking.

Nick went out to meet one of the longerterm customers who had decided to move
his business elsewhere. He was met by the ownermanager who's first comment
was, "You're the worst f***
you is your sales agent has always done the best he could, in bloody difficult

ing supplier I've ever had. The only reason I'm still with

circumstances.’

Nick, as part of his preparation for the meeting, had visited various ouflets and
realized that there were a number of lines that were missing. He talked straight:
"This is unacceptable and we'll do something about it starting foday.” The customer
stayed with the business and sales have increased sixfold!
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Taking the bull by the horns

On entering the business they had decided to take six months to understand
it before trying to change it. They agreed that you don’t change something
until you understand it. One of their two core product ranges was described
generally as something that was a little grubby, poorly perceived, and an
undervalued secondary brand. For many people this would have been an
ideal opportunity to ditch the product and concentrate on the other, higher
value brand that they had. Their analysis, after evaluating the product and
seeking customer views, was that it could be turned into a cash cow and today
it is one of the most widely distributed in the industry, well known and recog-
nized everywhere, ‘from wholesalers to Harrods’ as Nick likes to put it.

After six months they realized they needed to concentrate on the front end
of the business:

1. Marketing became the main focus, developing one product line into a
bolder brighter brand. It had exceptional distribution, was quite well
known but had appalling packaging. By radically re-branding this they
could set their business apart from similar suppliers and make a huge
impact on the store shelves. With the second product line a new award-
winning product was launched — a better quality, innovative ergonomic
range of kitchen tools, designed to be comfortable and functional for
both left- and right-handed users.

2. They extended the spread of distribution by saying ‘yes’ to anything —
whether the customer wanted the company brand, their own brand, or a
modification. Their aim was to consolidate the customer base, by under-
standing all their customer requirements.

3. They shifted the emphasis from predominantly wholesale distribution to
include retail.

4. They invested heavily in wooing the buyers from the range of super-
markets and stores just under the main supermarket chains — the buyers,
more personable, had greater decision-making power and also were able
to respond much quicker. This was a key business decision. The decision-
making process for the larger players was often cumbersome and drawn
out. With the many smaller players there was immediacy in the contact
and both parties could agree to tailor their needs and responsibilities
according to what the relationship demanded.

Whilst developing a number of strategies to make this happen they also had
to address some other key issues within the organization.
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The sales force were suspicious of the new owners who wanted a new sales
process quickly implemented. As Sales and Marketing Director, Nick actively
set about upgrading the sales aids for the sales force — quality literature was
produced (rather than the shabby dog-eared photocopied brochures that
they were used to). A national accounts manager was recruited from the
industry to manage the key accounts tightly.

The nucleus of back office staff in the HQ were entrenched in their own
culture and uncaring of the downtrodden warehouse staff. A tough decision
was made — to close down the head office and relocate it in to the warehouse.
Those who wanted to move could, but the reality was that a whole new
tranche of people would be recruited and subsequently were employed
locally. The huge overhead cost of the previous offices stopped; the
prevailing culture was disbanded at a stroke; and the warehouse staff felt that
something significant was occurring which made them realize the new value
that was being put on them. Having been largely ignored for a number of
years they had developed into a relatively undisciplined and at times rather
disrespectful group. Dennis and Nick from early on had demonstrated that
the relationship needed to change. They had moved the HQ there, they
showed drive, energy and commitment to the business and also a real interest
in the staff and what they were capable of.

This was reinforced the first time Dennis and Nick visited the warehouse.
They were met with a whiteboard on the wall which read, ‘Problem
Customers’ and had a large list of customers who wanted something different
in terms of product specification, price, delivery or relationship. Rather than
fulfilling the different customer needs the warehouse staff saw these needs as
problems. Dennis and Nick had the whiteboard removed.

They also created an ethos of promoting from within unless there wasn’t
the capacity or the capability. The old stock was got rid of — sold at knock-
down prices or dumped. It had merely been keeping the warehouse full and
using up valuable space.

Leadership

The company strategy was all about getting close to the customer and deliv-
ering what they wanted. Their vision became ‘Grow our business stronger
and better.” In Nick they had a front person who was the customer’s advocate
— committed and passionate about the products and satisfying the needs of
the customer.

War stories soon became commonplace as the new owners worked tire-
lessly on reorientating the company, developing better customer relations
and supporting and challenging the sales, warehouse and back office staff.
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For example, at Europe’s biggest trade fair they spent the day and evening
wooing customers and suppliers, and galvanizing the sales force and then
returning late at night to their hotel rooms to work on the business (or battle)
plan. Dennis and Nick’s personalities and roles complemented one another.
Dennis, very affable and focused on relationship-building dealt primarily
with suppliers and with employees. Nick was very focused on the task of
engaging with customers and galvanizing the sales force.

Moving forward

Given that they were in a market with lots of competition, low-cost goods and
little margin, all the players were relatively indistinguishable with very little
points of difference. They were being squeezed on cost by the supermarkets on
one side and price increases on new stock from the other.

Where the company seemed to stand out was through its poor and incon-
sistent stock fulfilment! The move towards a sales driven/customer needs
culture, however, was under way. They relied heavily on their customer
feedback, which they actively sought and then responded to wholeheartedly.
They invested in the stock that was wanted and gave continuity with guar-
anteed supply. It wasn’t about price, it was about availability.

It took nine months for customers to understand and embrace this
approach but over that time customer orders rose 40 per cent and this
provided some room to move prices up 17 per cent.

However, there were unintended consequences. With orders starting to
flood in there were more and more strains put on the warehousing and
procurement staff. Dennis and Nick had put the majority of their efforts into
the customer-facing front end. When orders flooded in, the back end
collapsed. The sales effort had created real success and orders were climbing
month on month. However, the warehouse was falling behind in its
fulfilment. Indeed events came to a head and Nick one day dramatically took
his whole sales force off the road and brought them into the warehouse to
pick orders.

They had inherited a nightmare in the warehouse — there were 36,000
square feet and 2,000 active stock lines but no stock management system.
They had tried appointing a stock manager from within but there was no real
expertise in the company so they externally recruited a capable operations
manager, but it still took 18 months to produce an efficient and effective
system.
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Taking stock

They had doubled the turnover, increased profitability six-fold, created a
stable workforce and were beginning to get a reputation in the industry for
fulfilment and customer responsiveness.

They had learnt from initial enthusiasm to be more disciplined, to hold
regular strategic reviews and to be extremely responsive to customer needs
on the one hand and adding to the product ranges on the other. They
needed to be incredibly fleet of foot.

On the product side, although there was a wide range of products which,
overall, were selling, there was a real need to improve. They were in a market
where it was hard to differentiate one company’s offerings from another, and
small improvements in terms of product enhancement or new product lines
would, at least for a little while, provide an advantage.

Their attentiveness to their customers’ needs was matched only by their
attentiveness to their suppliers. So not only did they convey what was needed
from their customers, they also listened to what the suppliers believed would
be good ideas. This listening and engagement led to suppliers, over the
course of time, becoming less intransigent and more flexible in their respon-
siveness.

Stakeholders

Staff were treated as colleagues with an open door policy and ability to
contact managers at any time. Significant policy changes were communicated
early and discussions were held about significant company issues and any
customers needs.

The sales force are involved with setting the sales plan. The plan is agreed
using a bottom-up process with all the sales force engaged in agreeing their
targets with their managers and the final sales plan is endorsed by them.

Other staff ownership is connected into the customer supply chain devel-
oping a teamwork ethic where there is no divide or barriers between sales
force, warehouse staff and administration. As one of the staff said, ‘It’s not
just about moving boxes, it’s about making our customers feel they’ve chosen
the right company to supply them.’

The small number of private investors are clearly a crucial stakeholder
group, with most dealings and the bulk of communication through the major
shareholder who heads the group of investors. As Chairman and non-exec-
utive director, Paul takes the role as the fulcrum. He is highly credible, finan-
cially minded and trusted by both the managers and the other shareholders.
Whilst Dennis and Nick take full responsibility for day-to-day operations, the
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Chairman is fully consulted at critical stages in the yearly cycle. Although
primarily ‘hands off’, the Chairman, as the major investor, is clearly very
interested in how the business has been running and was able to identify
certain key issues which needed rectifying. The static stock lines were a case
in point. He was clear that all that was being done with these lines was they
were being housed and heated and dusted from time to time. Whatever their
book value they needed to be sold, whatever the price.

Likewise he identified the poor product literature as something which just
shouldn’t be put up with. Although funds were short the message was clear —
invest in new marketing literature and it will repay the investment.

One of the things the Chairman brought was the role-modelling of identi-
fying key business issues, assessing the risk between taking or not taking
action, and then making the decision and getting on with it. Business is about
taking risks and both Dennis and Nick began to see that it’s better to take a
qualified risk, make a decision and live with the consequences, rather than
letting things continue in a sub-optimal state.

‘If you’re not growing then you're dying,” Paul would say. Having chosen
to invest in the company he was focused on making it profitable in the short
term and a viable business in the medium to long term. He worked at arm’s
length with Dennis and Nick, believing that they were there to manage
suppliers, customers and all the operations in between, seeing one of his key
roles as being to question and challenge.

Coming from a finance and banking background he was focused on getting
a good return on sales and establishing a higher profitability relatively quickly.
That did not necessarily mean increasing sales, but stabilizing them whilst
developing excellent customer relationships and good products, and ensuring
that operations were cost-effective. Working on the business plan with Dennis
and Nick they decided on a few key performance indicators, set realistic but
stretching targets, and then established good monitoring processes.

Paul wanted to ‘give the work back to the people’ — enabling them to do the
job they’re best at, matching people and their skills to the roles critical for
business success. He played to people’s strengths by giving them the leeway
and headroom to get on with the job whilst mitigating their weaknesses by
getting others to take on those aspects of the job.

Paul’s entrepreneurial style was encapsulated by the desire to make deci-
sions, take action, review progress and, if necessary, take remedial action.
Although reviews and reflection were built into the process, Paul believed
that the company needed to capitalize on opportunities when they came
along. Mistakes were perhaps inevitable, but if you create an open culture
and if everyone learns from the mistakes then this will lead to better
performance.
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Paul believed more in evolutionary change than coming in to a business
and causing maximum upheaval and distress. Focusing on performance,
reducing blockages, those people who felt they had a contribution to make
would stay and they would contribute; those who didn’t fit the culture would
leave.

Paul also believed in more emergent change rather than overly planned
change. Yes, there was a business plan, which was monitored and questions
asked if there were deviations. But there was also a culture established which
sought opportunities when they arose. The failure of a competing business
led the very same day to establishing contact to buy them out.

Paul was concerned to maintain the momentum for growth within the
company, whilst at the same time not wishing to lose the entrepreneurial
culture that Dennis and Nick had established. One of the ways that this was
maintained was by having the organizational infrastructure lag somewhat
behind the sales — as demonstrated by probably employing n-1 people rather
n+1 when n is the current level required in an expanding situation.

Many customers, employees and suppliers through the changes have
required deliberate focus and energy. Changes to product, product lines,
structures within the company, acquisition of other companies, taking on
other companies’ accounts, all impact on stakeholders’ perceptions, create
instability and can generate anxiety. Dennis and Nick seek to engage
customers and suppliers alike in these changes through a combination of
nurturing the relationships and straight talking.

Next steps

The strategy continues to work well, with customer orders continuing to
grow. The UK kitchenware market, however, is declining so standing still is
not an option. They need to grow organically or through acquisition, and this
growth can be through existing or new products. They had demonstrated
they could grow organically through greater customer relationship
management and fulfilment; they had responded to customers’ needs and
suppliers’ ideas and enhanced the brands and developed the product range.
They were also alert to their competitors and the possibility of acquisition as
and when they fell on hard times.

In the last 20 months they have made two acquisitions of companies with
similar product, low-value, high-volume profiles covering similar accounts.
The advantages to the customer was having to deal with a smaller number of
suppliers, the advantage to them was a greater product range, new ongoing
accounts and expanded existing accounts. The company has itself attracted
the attention of a larger European company keen on expanding into the UK
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market. The challenge for Dennis and Nick is how to embed the current
success into a sustainable growing business.

Indeed there are challenging plans for expansion by doubling turnover to
£25 million over the next three years. One of the ways to achieve this will be
to establish more product lines. Given this in itself can take up to three years
to become profitable, they are currently investigating partnering with a large
Dutch firm with whom there is a strategic fit. The Dutch have the product
lines already established, and they have the territory covered in the UK.

However, as the company grows there is probably the need for more
formal training and development, more formal soft management skills and
perhaps more attention paid to sustaining an entrepreneurial culture. Such a
large expansion will require different skills and capabilities across the organ-
ization; issues both of organizational capacity and capability will have to be
addressed.

The primary school

This particular case looks at a small primary school in the South West UK.
Situated in a rural community, it has 150 pupils between the ages of 4 and 11,
with 26 full- and part-time staff of whom 8 are teachers.

In 2001 a new headteacher was appointed. The previous head had moved
the school from one that had been in decline to one which the Government
Inspection Agency (Ofsted) had described as ‘satisfactory’.

Ofsted Scale

Very Good
Good
Satisfactory
Unsatisfactory

(http:/ /www.ofsted.gov.uk/)

Nicky, the new headteacher, inherited a school that had somehow plateaued
and was now facing a number of challenges:

® the previous head had been in post for 10 years and was suffering
declining health;

® the chair of governors had also been there for many years and was
himself approaching retirement;
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® the governing body had traditionally looked to these two figures for
direction;

® a further Ofsted inspection was looming;

® the school’s financial situation was tight but manageable;

® the school itself was overcrowded and was a classic mixture of an
outdated Victorian building and a number of ‘temporary’ Portakabins
which had been there for several years, together with outside lavatories
for the pupils; and

® the school could be characterized by falling morale and a rather
controlling and dependent prevailing culture.

On the positive side, as a result of a principally parent-led campaign, the
school had secured new premises and the children and staff were due to
move into the new building in September that year.

Although Nicky had previously worked at the school some years before,
this was her first job as a headteacher. She saw her immediate tasks were to:

® familiarize herself with pupils, teaching and non-teaching staff;

® manage the day-to-day duties of being a head;

® begin to think about the current health of the organization; and

® prepare for the wholesale move to new premises.

Nicky realized that there had been quite a lot of management — very often
micro-management — at the school but very little leadership. Indeed the only
real leadership exhibited had been by the parents’ action group in their
campaign for securing a new school.

Nicky set in train a number of things that would result in developing a
shared vision of the future and also an increase in distributed leadership across
the organization. She formed a leadership team consisting of the two senior
teachers and herself and she began conversations with each subject head to
shift them away from seeing their role as merely ordering mathematics books,
for example, to developing a vision and strategy for that particular subject.

She invited all staff and all governors to an initial vision-
creation workshop where they focused on different
aspects of what the school could be. This was the
beginning of a process that gradually became more and
more familiar to the participants. Initially starting off
with perhaps an air of cynicism and certainly a feeling
that they would prefer the head to set the direction,
participants soon realized that they had a genuine stake
in the future of the school and the creation of a specific future for the school.
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Her rationale for developing a vision was:

® that the process itself was inclusive and might engage many of the very
people she needed to rely upon;

® it would highlight both the areas of agreement and those areas where
there was some tension;

® it would bring people together around a common purpose;

® it would ‘start the ball rolling’ by creating some momentum and hope-
fully some remotivation;

® it would create the backdrop for developing a coherent strategy and
agreement on choice of priorities given scarce resources; and

® it would allow all the school’s stakeholders to see themselves and their
interests represented.

Of course many of the outcomes of the process would be dependent on, a)
the visioning process itself, and b) the components of the vision. The process
modelled one of the school’s core values, which was to generate the spirit of
collaborative inquiry. The components that were generated covered all
aspects of the school’s work and life.

At this early stage Nicky had already involved the pupils. Although aged
just 4 to 11 years old, they were asked their views on what sort of school they
would like.

Children who....

Are happy Are sensible
Help each other Don't smack or fight
Are kind Are friendly
Help Share

Listen and leamn Pray

Teachers who...

Explain things well Are kind

Listen Are nice

Help us learn Make work fun
Help you when you're stuck Like you

Work hard

A playground where...
There's lots to do

There's a big area to play in
Children cooperate

Children chat and shout
Children look affer each other
There are brilliant colours

Children are careful
Children play nicely
There's lots of air
Children aren’t naughty
Children are safe
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The final school vision was:

The children in our care will be high achieving, self-confident learners who
have respect for themselves and others.

Individual talents, interests and needs will be recognized through the
provision of an imaginatively structured curriculum that promotes the all-
round development of children and prepares them for citizenship in today’s
world.

Along with the vision creation process the head conducted one-to-one discus-
sions with all staff to understand their current role and also how they saw
their role in the future of the school and to share with them how she saw the
school’s culture developing. It was also an opportunity to have frank discus-
sions as to what is expected of staff in terms of performance, and clarification
of what was expected of them and what they could expect from the head in
terms of support.

What makes an excellent school?

Children who... Teachers who...
Support staff who. .. Parents who. ..
Governors who. .. A head who...

A community which. .. An environment where...

A Local Education Authority that...

The head was perhaps fortunate in needing to appoint teachers to two
vacancies so she could demonstrate what sort of co-workers she would like to
see employed.

There was also the need to build the relationship with the governing body.
Here again there was room for improvement. By this time the Chair had also
retired, which allowed for a new, more motivated and energetic person to
take over. The Chairs of the relevant sub-committees were also newly
appointed and over the coming months it became apparent that the
governing structure needed a rethink. Governors reviewed their effec-
tiveness and realized that what they needed was a more streamlined, less
bureaucratic body, with the Chairs taking on more responsibilities and the
sub-committees being delegated more responsibility and authority.
Consequently the number of full governors meetings could be reduced.

Leadership style

The head’s leadership style was very much symbolized by three pictures that
had struck her as encapsulating the task ahead: one of a woman having to
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juggle many things of different shapes and sizes; one of someone trying to get
a flock of penguins to move in the same direction; and one of her on a high
diving board ready to take the plunge!

These three pictures symbolized to her the need to be very clear about
what she was embarking upon (in terms of vision and strategy); to be aware of
all the diftferent, and sometimes competing, interests amongst the stake-
holders; and to recognize that going through change oneself and leading
others through change can be a scary, anxious but exciting experience.

How did she approach this? Initially by constructing a mental roadmap of
where she was headed with the process and then by investing time and
energy in the individuals and teams that made up the teaching and support
staff. Underpinning this was the need to hold onto a sense of the important
when crises came and went. This was why it was so important for her to ask
herself at regular intervals what the leadership task now was; to differentiate
between when she was managing and when she was leading; and to step into
an appropriate leadership style for the current situation, whilst not being too
distracted from the overarching objectives.

A key aspect of this was forming the leadership team and also for all
members of staff not only to take a lead on something but to demonstrably
link that into pursuit of the vision and the strategy. So it wasn’t just about
ordering a new set of geography books but about how to make what was
happening across the world relevant for pupils in a way that would engage
them, concern them and lead them towards being more able and under-
standing citizens.

The initial visioning process was more purposefully led by the head and
over time this control was gradually relinquished. Staff had a greater say, as
did the parents who, through a newly revitalized Parents’ Forum, were also
included. The pupils were encouraged to set up a School’s Council and also
become ‘Associate governors’. Of course this wasn’t just a way of tapping into
the wisdom of the children: it was also a way of promoting ideas of citizenship
and representing others in the community. Building on this the school began
to see the pupils as researchers — tapping into their ideas and insights as the
basis for future curriculum development. For example, the children wanted
more time devoted to foreign languages and certain elements of science
(astronomy!). It was also from the pupils that the idea of a peer mentoring
scheme was set up — children from the higher years were then encouraged to
buddy with the younger children on a one-to-one basis, resulting in the
younger children being supported academically and emotionally whilst the
older children learnt some teaching skills and also how to take on responsi-
bility. As one of the teachers said, ‘It’s so powerful when you hear a five-year-
old speak their mind, tell you what is wrong and what could be different!’
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Building capacity involved developing all groups of stakeholders, for
example, Pupil Voice (the children’s representatives), the leadership team,
the development teams and focused parents’ working groups.

In terms of the school’s wider set of stakeholders — primarily the Local
Education Authority and the geographically clustered schools — discussions
were had and decisions were made as to what the nature of the relationship
should be. Given the school’s high standing the Education Authority’s
attention and budgets were focused on the less well performing schools. This
enabled the primary school a certain degree of independence. Likewise, with
the cluster group of similar schools it was found that their needs didn’t fit
with the school’s needs. As a result of these two things links were made with a
newly funded group of networked schools which were drawn together
through their desire to experiment with both an action inquiry approach to
learning and a desire to expand the international dimension of the learning
environment. This was linked to the UK’s National College for School
Leadership. Its Leadership Network, launched in 2002, consisted of over
250 heads who were engaged in innovation and reform in their schools and
committed to collaborating in stimulating national debate and informing
policy development. A key plank of this initiative was determining how
schools move forward and had at its core the idea of the head as a researcher.

Culture change

There were a number of shifts intended in the culture. Some were quite well
defined earlier on, whilst some developed later as the head and the school
became more confident with the changes:

® [rom a culture of dependency to one of distributed leadership where the
roles and responsibilities of the different stakeholders within the school
community were redefined. This process engendered a stronger sense of
participation and interest in the development of the school and created
the basis for an ongoing model of consultative leadership.

® From head as heroic leader to head as co-researcher — this provided a
model of headteacher as head learner. By engaging in school-based
research and enquiry, the headteacher was able to model the behaviours
of a reflective and analytical practitioner. This gave rise to rich profes-
sional dialogue regarding a strategy for change management and within
a short space of time teachers were keen to engage in lines of collabo-
rative enquiry to develop practice in their curriculum subject areas.

® from curriculum-centred to pupil-centred, moving away from the ‘one
size fits all’ philosophy to understanding the development needs of each

pupil.
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® From rural community to citizenship in the world, expanding the
number of perspectives with which we can view the world.

Leadership and personality

It was interesting to see the interplay between the head’s personality and her
leadership style, and it was important for her to assess her strengths, develop
her other areas and engage with others to leverage their strengths.
Organizationally she:

® provided insights and design skills for the future;

® translated and organized ideas into structured action plans;

® identified and worked to remove obstacles along the way to the stated
objectives; and

® had strong ideas of what the school could become.

Therefore she could lead by making use of these strong ideas and convic-
tions; by enabling the team to define, decide upon and begin to action its
strategy; and also keeping the team on course by emphasizing the bound-
aries.

Her strengths were the ability to drive both herself and others towards
their goals; to act strongly and forcefully; to be pretty tough minded (again
both with herself and her team); and to be able to step back and conceptu-
alize what was going on and generate new models and ways of working for
the whole system.

Of course there were downsides to this way of working. Taken to extremes
she could appear unyielding, might work out on her own the ‘best way of
doing something’ and may come across as too task focused and somewhat
uncaring of others’ contributions and efforts.

A tale of two schools

A windswept evening the lone parent struggles up the dark street to find the school
gate closed. She looks atf the piece of paper she cluiched in her hand. The
governors’ meeting was open fo the parents and it was on fonight. She stood on
fipfoe to see over the gate. There was a light on around one side, and she followed
the fencing until she found a side entrance, unmarked but unlocked. She headed for
the light, entered the building and hear the sound of muffled voices. She paused for
just a moment and summoned up enough courage fo knock. A few moments more
and a voice says, ‘Come in." She pokes her head around the door and asks if this
is the school governors’ meeting. A person at the head of the fable says, "Yes it is
and who may you be?’
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‘A parent’ she says. ‘A parente” is the reply.

A cold Thursday evening two weeks before Christmas, over 60 parents repre-
senting a maijority of the children at the school gratefully accept a warm mulled wine
and hot mince pie as they are welcomed into the new school hall. They have come
for the annual governors’ report — a meeting which the school has to have by law
but only used to attract a handful of parents. Now, because of the increased partic-
ipation and inclusion of parents in seffing the direction of the school, people turn up
in droves to hear not just what has happened but fo have a say in what will happen.
Tonight they are also blessed with the presence of the Ofsted inspector who, by
special request, has been asked to present his initial findings. They are that:

the School is a highly effective school where pupils achieve very well and
have very good affitudes to their leaning. The headteacher provides
outstanding leadership and the school is well managed. Teachers are very
enthusiastic and knowledgeable, and work well as a team. They have
very high expectations of what pupils can achieve and give lots of praise
to encourage them to do well. The school provides a very rich and varied
curriculum, which contributes significantly to the high quality of pupils’
education. There are excellent links with parents and no significant issues
for improvement.

Conclusion

Nicky saw her role as headteacher as focusing on a number of areas:

Making sense of headship.

Manageability.

Streamlining systems.

Clarifying roles and responsibilities.

Quality assurance.

Development of an ‘Excellence model’ providing a guiding visionary
framework.

She saw her leadership challenge as:

Developing leadership.
Building capacity.

Distributed leadership.
Researching informed practice.
International learning.
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And what it meant for the children:

Children valued as stakeholders in the learning process.
Student Council.

Pupil Voice.

Pupils leading their own learning.

Personalized learning.

Pupils as ‘Associate governors’.

Looking ahead:

Futures thinking.

Revisiting vision, values and purposes.
Embedding consultative processes.
Considering ‘remodelling’.

Working collaboratively.

Building capacity for continuous improvement.

Finally, Ofsted reported that the school is:

a highly effective school. Pupils achieve very well and have very good attitudes
to their learning, relate extremely well to each other and are very well taught.

The headteacher provides outstanding leadership. The school has made a
considerable improvement in the standards it achieves and in the quality of
education it provides for its pupils since the last inspection. The school offers
very good value for money...

...it helps pupils of all abilities to make very good progress and to achieve
results that are very high...

...it provides high standards of teaching. Teachers are very enthusiastic and
knowledgeable, and work well as a team. They have very high expectations of
what pupils can achieve and give lots of praise to encourage them to do well.

The school provides a very rich and varied curriculum, which contributes
significantly to the high quality of pupils’ education.

The headteacher provides outstanding leadership and the school is very well
managed.

There are excellent links with parents.

There are no significant issues for improvement.



136 Change Management Masterclass

EXCELLENCE MODEL

CITIZENSHIP
& PSE

CURRICULAR PLANNING

INTERNATIONAL &
CU%ETCTSSAR DIMENSION SETTING
PROVISION EXPERIENCE
\\WQSE OF TEACH//V@
RAISING 3 4/, ASSESSMEN

RECORDING
2, a

REPORTING

PURPOSE

CARE,
SUPPORT

VISION CoUMUNITY

&
GUIDANCE

SHIGIOHEMNS _ G,
] Q,

IN7E )
INAT)
P It
s
SOt
S

HEALTH &
SAFETY

VALUES

MONITORING
& EVALUATION

VISION:
0S| &
e & 405HSHIP T NI\GE“@‘\ GOVERNANCE

LESAUDBEJFE§;|P PERFORMANCE
LEADERSHIP MANAGEMENT

Figure 3.6 Application of the excellence model to the school

The financial services company

This case study takes the form of a review into the effectiveness of an organi-
zational realignment of a medium-sized financial institution. It focuses espe-
cially on the leadership role of the top team and the areas for further
learning. It specifically highlights the planning, objectives, risks and exec-
utive team working prior to the realignment; the task and people processes;
the executive team working; and leadership during implementation.
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Planning

The top team spent many months planning the
realignment. Although the nature of the
proposals introduced by the CEO and his
deputy varied little from the final structure, all
the executive team were involved in testing its
validity, and at times forcefully arguing for one
way or the other. The executive went through a
facilitated process of ensuring the ‘integrity’ of
the structure, assessing the risks and reaching a common understanding of
the reasons for the realignment.
The executive also began to look at how the realignment might work in
practice through:

finalizing the top level structure;

clarifying the composition of regulatory committees;

drawing out the various decision-making processes; and

agreeing a ‘high level split between business units, shared services and
group functions.

Although the logic of the structure was understood and accepted, the moti-
vation for supporting or challenging it were never really addressed. The
proposed realignment was no doubt a fait accompli and this led to an
inevitable demotivation and marginalization of some of the team.

Although the realignment decision-making process was well planned and
well implemented, the degree of planning of the actual changes by the exec-
utive as a whole did not stand up to the rigours of implementation, as we
shall see. Specifically:

® there was no executive team discussion and agreement on the organi-
zation structure one level down;

® people who could have contributed meaningfully to developing the best
structures lower down were excluded;

® there was not anywhere near the 100 per cent clarity on the split between
business units, shared services and group functions;

® there was no plan to involve the next level down in the process; and

® there were unrealistic timescales jointly agreed.
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Objectives

The proposed vision was that the organization would ‘transform itself from a
traditional bank into a group of confident, successful and specialist financial
services businesses’.

Reasons given to realign in support of this new vision was that it already
had started successfully to implement this strategy, for example through a
process of diversifying some of its saving and lending functions and through
the acquisition of a number of smaller businesses. The increases in the scope,
scale and complexity of its activities had led to the need to restructure into a
clearly defined group of businesses.

It was envisaged that the new group structure would better enable the
bank to achieve its strategic aims in three key ways:

1. The new group structure would facilitate the management of an
expanding group of distinctive businesses. It would enable the acqui-
sition and management of a number of separate business units with
minimal disruption to other parts of the group.

2. The development of distinctive business units within new group
structure would enhance individual business unit competitiveness. This
would result from increased focus and commitment from all business
unit management and staff to the delivery of the business unit customer
propositions and achievement of competitive advantage.

3. In addition to improving the effectiveness of the management of the
group business activities, the new group structure would facilitate the
effective management by the group CEO of the relationship with its
overseas parent and other relevant external relationships (Bank of
England, the City, etc).

This was a transition vision — setting out the broad changes that the group
was seeking to achieve. Whereas previous visions had the ability to motivate
internally and describe a core aspect of customer strategy externally (eg,
world class customer satisfaction, world class company) this vision did not
seek to do that.

What was important therefore was to ensure that both staff and customers
were able to feel included in the primary purpose of the organization. For the
business units this might be somewhat easier than the other parts of the
organization.

A greater business focus has got to be good for the company.
(Employee)
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In terms of the rationale for the realignment the first key point, of facilitating
the expanding group of distinctive businesses, was overwhelmingly accepted
by managers and staff as sensible and logical. However, there was no mention
of the customer in this greater business focus and no articulation of what
greater business focus actually meant.

The second key point of increased focus and commitment from all business
unit management and staft to the delivery of the business unit customer
propositions and achievement of competitive advantage, was to be one of the
key indicators of strategic success over the coming months. Comments with
varying degrees of frequency had been made that questioned whether there
was enough impetus for this to really make an impact on organizational effec-
tiveness and the bottom line.

The third key point of sustained business unit focus required certain
behaviours to occur, namely that:

® the chief operating officer would spend more time with the business
units and less time with Group-wide issues;

® the business units heads would not get involved with overseas parent or
Group ‘bureaucracy’;

® reporting lines through to the CEO and directors at the centre had been
rationalized.

Additionally, the realignment could have addressed the challenges and issues
that were not being addressed previously — in terms of, for example, further
developing the organization’s core competences and overcoming organi-
zation dysfunctional behaviours, etc.

Potential risks

The executive also assessed the potential risks in implementing structural
change and identified some issues as potential risks in the implementation of
the new organizational structure. The risks broadly split into risks inherent
in the new structure itself, and risks inherent in the process of change. A
subjective assessment, by the executive, of the perceived level of risk was
undertaken. (Risks inherent in the new structure are shown in Table 3.1;
risks inherent in managing change in Table 3.2.) It was suggested that the
organizational structure change management plan should include solu-
tions/contingencies to mitigate all these risks.
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Table 3.1 Risks inherent in the new structure

Risk Perceived
level of
risk

Costs may increase if we move fo devolved support functions. Cost High

inefficiency is a risk — the structure may lead to some duplication of

costs across the business units

Inadequate clarity of role and responsibility between the central High

services, shared services and business units

Inadequate motivation of those in the centre re: their relationship High

with the business units (‘policeman’ role) and central management

Inadequate business unit control and consistency to enable Medium

adequate servicing from the centre

Loss of integrity of the strategic group marketing function low

([product/market matrix) which may result in a lack of clarity about

the boundaries of the businesses

Centre and shared services may remain under existing constraints Llow

Risk that shared and central services may not be closely aligned low

culturally and process-wise with the business units that they interact

with

Devolution of shared services may impact effectiveness and Llow

efficiency

Core group identity may be dissipated low

In some areas staff's ‘affinity’ with the group may be significantly Llow

diminished

Throwing the baby out with the bathwater — possibility of getting low

rid of what is good as well as bad

Croup-wide synergies may be harder to exploit Llow

Loss of knowledge — inadequate capture and transfer of low

knowledge, eg strategy formulation and implementation

Inadequate transfer of best practice and innovation across the group Llow

Risk of ‘unilateral declaration of independence’ by business units low

and not fully engaging with central services and group issues

Change at the macro level will not necessarily provoke change Llow

af business unit level

Business unit management may feel ‘un-empowered’ low
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Table 3.2 Risks inherent in managing change

Risk Perceived
level of
risk

Staff as a whole may feel that the organization is retuming to functional High

or business silos with inconsistent values across the organization

Not keeping the people we want fo keep High

During the change process the organization may spend ¢ months to a High

year with its ‘eye off the ball’

Lack of change/implementation expertise and skills Medium

The executive tends to get 'bored with the detail” quickly and therefore Medium

may lose interest and impetus

Staff may ‘misread” the implications of the new structure Medium

An inadequate change programme will be developed low

Reputation as ‘poor managers of change’ may inhibit change process low

Staff may see this as ‘yet another restructure’ nof tackling the ‘real Llow

problems’, and therefore become demotivated

Not having the best people possible for each job low

Managers not having the necessary capabilities to run their part of Llow

the business and manage the transformation

All the perceived risks rated at medium to high either materialized or were
kept on the ‘at risk’ register. All require active management of the risk involved.

The one possible exception was the short-term retention of key staff. Due
to factors such as individual managerial interventions, the majority of senior
management staff were retained. However, there was an ongoing major risk
that over the following year the turnover of middle managers and staff would
rise as a direct result of the management of these changes.

All the perceived risks rated as low still required attention and
management with varying degrees of focus.

Executive team working

Prior to the full planning process the executive commissioned a ‘health
check’ to assess the degree to which they were being effective as a team. Key
observations were:

® There were uncertain priorities.
® The organization’s key indicators of strategic success (KISS) did not drive
the agenda.
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There needed to be greater clarity of purpose and roles.
There was confusion as to who was progressing the agenda.
Too much time was spent on the trivial.

Some felt there was not enough meaningful time together.
Collectively the executive was not good at planning.

Some cliques were seen to unduly influence decisions.
There was not enough of a culture of challenge.

There was little mutual support in times of change.

There was a need to translate strategy into action.

Everyone agreed there was a need to manage change better.

Implementation

The observations and conclusions below are a summary of the one-to-one
discussions held with the majority of senior and middle managers during the
process of realignment, together with updates from individual directors,
focus groups of staff and a further survey of the management population.

The broad conclusion is that the executive collectively failed to manage
and lead the realignment process and consequently demonstrated to the
organization the way not to manage change and as a result lessened the
chances of true transformation. The risks inherent in managing change
highlighted above either came true or are likely to be proved true without
further positive executive action.

I honestly cannot provide thoughts on any aspect that was well managed. It was
the most poorly managed restructure I have ever known!
(A recipient of change)

Clearly, individual directors have sought to fulfil their responsibilities as best
they can — collectively they did not manage this.
From a project, ie task perspective, some things were managed well:

® The process of cascading the restructure from the top down was in
theory right.

® Initial communication to everyone on the strategy, the structure and the
rationale.

® [Initially there was documented and formal communication.

® Initial communication was good, briefings arranged, etc.

® Updates via the intranet were useful to a point.

From a project perspective some things could have been managed differ-
ently:
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The message that only a few, that is 5 per cent, of people, all managers,
would be affected came to be seen either as a deliberate attempt to down-
play the traumas ahead or a gross miscalculation of the affect.

The timetable slipped from day one with no detailed timetable of actions
for managers to plan time in their diaries.

It soon became clear that the appetite for communication faded once the
more senior appointments had been made.

There was an unnecessary vacuum whilst all level-one managers were
appointed. This took an inordinate length of time, whilst appointments
further down were generally rushed through leaving many people
without sufficient time to think through their future.

The level of work required was never fully scoped, particularly around
recruitment — warnings given at the outset regarding target date of 1
April being set before the change workshops were held and the tasks
identified were generally ignored.

There was a danger that once remaining issues were left to the new
business units or the functional areas to resolve they would never get
addressed but lost.

There clearly wasn’t a full scoping of what had to be done before
announcing a timetable.

There has been a general feeling that there should have been more time
available to complete the various stages with more thought about how
the detail would work — clear timetable, plan of activities, key milestones,
checklist for managers, etc.

Once the initial communication was over there was a lull, which should
have been replaced by the executive, individually and collectively
communicating with staft.

There was no contingency planning evident — some departments moved
much quicker than others.

Some managers believed that there was a lack of compliance with
requirements to consult with staff.

I am embarrassed by what has taken place here over the past few months. The
loss in productivity of those staff directly affected by the changes must be huge.

(A manager)

From a people perspective some things were managed well:

Initially there was a high level commitment to communication.
Management managed to tell people before the grapevine did.

It was recognized that this amount of change needed to be managed into
the business whereas in the past it had been less planned.
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® The use of external expertise to assist the organization through the
process.

® Commitment of top management in the early stages of the process and
their willingness to commit key people to the programme.

® After ‘the lull’, internal communication was comprehensive and at the
right frequency, especially the use of the intranet.

® The initial round of senior appointments divided between being
completed quickly with clear and timely communication, and becoming a
long drawn out affair that affected structures and appointments lower
down.

From a people perspective some things could have been improved:

® There could have been more involvement and consultation.

® There should have been more honesty about the likely impact.

® There should have been a better appreciation of how the changes would
feel at grassroots level.

® There could have been a clearer and consistent set of ‘rules’ about how
structures were formed and who got what jobs; eg some senior managers
were consulted, others just issued a structure; some were recruited, some
just selected their direct reports.

® There was the need for more support for those affected at team leader
level and below, as their line managers were often not feeling able to offer
quality support at a critical time.

® The process of change management could have started earlier, indeed as
soon as the executive decided on its new vision and new structure. The
bottleneck in decisions throughout the business fuelled rumours, and as
this early period was unmanaged from a communication point of view
there was a far greater business impact and people started building up
their defences.

® Opverall the recruitment process was far too long and hit morale and
productivity.

® (losed pool arrangements made it difficult for displaced employees to
know which roles they could apply for in other parts of the business and
which were not yet open to candidates from outside that area.

® There should have been some checks that line managers were doing
what was expected of them in terms of communication, revised struc-
tures, job descriptions, proper selection processes, etc.

® The process for matching people to roles was not followed in each
business unit, with appointments made in advance of selection processes
and some selection processes failing to happen.
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There could have been more genuine two-way consultation for a closed
period, with no selections made whilst collective consultation took place.
There could have been individual consultation to establish employees’
real wishes and aspirations rather than those assumed by the line
managers.

It was very hard keeping a busy business area running through a very unsettled
period when my boss was made redundant and I had to wait over two months
to find out what was happening to me personally. I don’t think anyone really
appreciated the impact this had on individuals in my position either at the time,
or longer term.

(Team leader)

Next steps

There are a myriad of tasks and activities that now need to be undertaken and
which the executive management team are beginning to address:

Remaining implementation actions (eg new budget processes,
outstanding appointments) need to be delivered before business as usual
issues take over priorities.

Training and development of displaced people needs to be in place from
now, to up-skill/re-skill employees.

Building a sense of identity in those areas where the old identity has gone
with a clear direction established as to where the business focus should
be, short, medium and long term.

A formal learning review amongst senior management, which would
include the output from consultation groups of staff at different levels.
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4. Organization

Orientation

Mobilization

Implementation

Integration

What we anticipate seldom occurs, what we least expected generally
happens.

(Benjamin Disraeli)

If you can’t describe what you are doing as a process, you don’t know what
you're doing.
(W Edwards Deming)

It is a bad plan that admits of no modifications.
(Publius Syrus)
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Introduction

The aim of this chapter is to look the ways in which change can be organized.
We will consider a number of ways of deciding how to address change and
one or two frameworks which will assist in that process. We will cover:

Balogun and Hailey’s change kaleidoscope.
The 7Ss.

Johnson and Scholes’ cultural web.

Tichy’s three change levers.

Project and programme management.
Different approaches to change.

The change kaleidoscope

Balogun and Hailey (2004) have devised what they call the ‘change kaleido-
scope’ to help the change agent who ‘faces a bewildering array of implemen-
tation decisions — the design choices — that need to be made about how
change should be implemented’.

They suggest that there are a range of design choices, based upon the
nature of the change — some significant aspects of the organizational change
context that need to be factored into the design. They have six categories of
design choices, discussed below.

Change path

Depending on the end state and how the change is to be implemented, there
are four principal change paths. If you are looking for a total transformation
in an incremental way then the change path will be evolutionary. If you want
a transformation but with a ‘big bang’ approach then the change path is revo-
lutionary. On the other hand if you are looking for realignment then you
could adopt an incremental change path (adaptation), or a reconstruction
approach via a big bang approach.

Depending on the approach, different levels of organization and readiness
for change are necessary. Likewise different leadership styles may be called
for.



Organization 151

Change start-point

The change start point defines where in the organization you wish to initiate the
change. We touched upon the top-down or bottom-up approach in Chapter 2.

In the overwhelming majority of cases significant
change in organizations is initiated or approved by
a top-down process, although that is not to say that
the change starting point would necessarily be at
senior executive level.

A top-down approach might be driven by a
strategic review which necessitates a company
restructuring — say from having nine departments
into having five departments. Typically this would
mean recruiting five new (or old) departmental
heads who would then seek to structure their new
departments, beginning with the second tier and
cascading all the way down the organization.

A bottom-up approach might result from the
organization wishing to become ‘more customer focused’ and invest
customer-facing staff with the task of generating ideas, and new processes
and behaviours, to enact the change. Of course some organizations may well
combine these two approaches. For example, a set of overarching values or
operating guidelines might be generated at executive level and each func-
tional or business unit might be empowered to translate these into appro-
priate behavioural imperatives. Likewise a new planning and performance
system might set corporate goals, but individuals and teams might set their
own target that then moves up the hierarchy until they meet the corporate
objectives coming down. At the meeting point (often middle manager level)
there is negotiation between the two sets of figures.

A fourth possibility, which would fit with a more emergent or flux attitude
to change, is that of spotting pockets of good practice or innovative working,
and fanning those particular fires. Seemingly haphazard, this can, of course,
be more formalized through setting up processes — such as continuous
improvement groups, knowledge cafes, away days, and the like — which
would have the effect of encouraging or rewarding this type of activity.

Change style

This covers the sort of approach you wish management and the change team
to adopt in their interaction with the organization during the change.
Typically this could range from collaboration through to coercion. A number
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of Goleman’s styles of leadership (see Chapter 8) might be appropriate
depending on the situation. Here it is quite important to note a number of
key points:

® just because the management team have an ingrained or natural style
doesn’t mean to say it’s the best style for the change situation;

® different styles might be appropriate at different stages in the change
process; and

® particular styles might be more congruent with the type of change you
are bringing about.

Change target

By this Balogun and Hailey mean to what depth the change should be
intending to go at an individual level. Are we trying to change the
performance outputs of the organization as a whole, are we wanting to
change the behaviours of people within the organization, or are we trying to
fundamentally shift people’s values? Different targets will take different types
of intervention and need different timescales.

Change roles

These are the different roles that are needed to initiate and implement
change in an organization. Different people can play different roles and
indeed have multiple roles within the organization. In the organizations that
we have used as case studies we found that there were different change lead-
ership roles:

® project or change teams;

® people from the business who were either 100 per cent seconded to the
change team or part time;

® people from the change team who were located within the business;

® external consultants who were located within the change team or within
the business;

® people who were solely in the business who had a specific ongoing or
short-term role to manage change within their area;

® groups of managers who had a collective role to play within the change;

® groups of staff who had a representative role to play within the change;

® functional disciplines that had experience or expertise related to the
change;
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® functional disciplines that had specialist knowledge which was needed as
part of the change process;

® line managers;

® staff.

The change levers are ‘the range of levers and interventions to be deployed
across four subsystems — technical, political, cultural and interpersonal’. You
could use a number of frameworks to assist you in this. We’ve already
encountered McKinsey’s 7Ss framework, which allows us to identify what
needs to be changed in the strategy, structure, systems, management style,
staff and their skills together with the organization’s shared values.

7S framework

A useful way of moving from orientation to organization is by combining the
From > To analysis with, say, McKinsey’s 7Ss or Goffee and Jones’ cultural
matrix. Table 4.1 uses the 7Ss as it applies to one of the case studies (Aster
Group; see Chapter 3).

Table 4.1 The 7S framework and the Aster Group

7Ss Before After

Strategy To improve homes to To be a leading provider of high

modern standards whilst quality affordable homes and services

Structure

Systems
(IT HR, financial)

keeping rents stable
through high quality
mainfenance work and
infernal cost efficiency

Classical functional
structure

Uniform systems, policies
and procedures

and fo help create thriving and
successful communities through
achieving excellent customer and
community focused services;
delivering more new homes; and
maintaining robust businesses. This
mission fo be achieved by focus on
growth through acquisition, internal
development and diversification

Group of businesses with maximum
autonomy with some shared central
functions and corporate governance

Enhanced systems for an expanding
group of companies failored to each
company’s needs, but compatible with
group decision making and strafegy
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Table 4.1 The 7S framework and the Aster Group  continued...

7Ss Before After

Management Autocratic, centralist style Authoritative, pacesetting with

style Managerial distributed coaching leadership at a

local level

Staff Right staff in the right part Recruitment of staff to fit with new
of the hierarchy enfrepreneurial ethos

Skills Right skills to do business Equip sfaff to operate in a more
as usual competitive environment which is

constantly changing
Greater cross-group working and
sharing best practice

Shared values Central ethos of providing ~ Cusfomer responsive, honest, open
a good quality service fo and frue to their word and fair fo all.
cusfomers with a looked- Within this there is a strong emphasis
after workforce on involving and responding fo the

needs of customers

You can extend the analysis by describing the future state of the organization
in terms of each of the seven dimensions.

It is worth remembering that these factors are all interconnected. Moving
from current to the intended is not just about changing the ‘easier’ factors
like the structure but actually also about the whole system’s architecture.

Using Goftee and Jones’s cultural matrix you can map the current culture
and the preferred culture. In the example above the current culture was best
described as networked (high sociability, low solidarity) with perhaps some
elements of the fragmented culture with its slightly functional and silo
nature. There was cohesiveness across the organization and an emphasis on
doing a good job well in a conducive atmosphere.

The new vision required a shift to the communal (high sociability, high
solidarity) with perhaps a slight mercenary bent. Group cohesion was
important and with more partnering and grouping taking place these was a
need for people to be committed to each other, the organization and the
services it provided. What were required were high levels of passion,
commitment and teamwork. Goffee and Jones (2000) see a number of inter-
ventions that will assist this process:

® Regularly benchmark; compare yourself to radically different kinds of
organizations.
® Build opportunities to discuss and critique credo.
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® Ensure values and associated behaviours are built into the appraisals and
reward systems.
® Expose to others (alliances; consultants; bring in new people).

They offer further words of advice:

® Resist the temptation to let friendship get in the way of business deci-
sions.

® Make sure your appraisal system focuses on objective measures.

® Fight complacency by reminding everyone of the power of existing and
potential competition.

® Make the mission live. Don’t let it become a tablet of stone that can’t be
revisited.

You can now use the framework in a number of ways to help organize the
change. Depending on the nature of the change, you can either, a) flesh out
the desired state and begin to design a programme of work which would
achieve it, or b) analyse the gap between the current reality and desired
future state and design a process to bridge the gap.

For example, in looking at the shift from an autocratic, centralist mana-
gerial style to a more authoritative, pacesetting style with distributed
coaching leadership at a local level, clearly you cannot wave a magic wand
and have all the managers start behaving in the new way. A structured
management development programme — with options ranging from formal
courses through tailored on-site programmes to action learning sets and one-
to-one coaching — would be more realistic and appropriate. Of course the
programme can be aligned, in time, with the structural changes, which
would allow and require more empowerment and distributed leadership,
and some of the systems changes which would allow a greater degree of
autonomy in the new business units.

The systems themselves, however, might be designed from a blank sheet of
paper with business analysts looking at key processes necessary for a group of
independent operating companies with shared central services.

A dual approach might be taken in terms of ensuring that staff skills fit the
desired state. A training needs analysis could be undertaken which would
look at the desired competencies and see in what areas there were skills gaps
in the existing staff. Training interventions could be designed and developed
to raise the internal capabilities of staff. In parallel the HR department may
wish to use a new set of behavioural competencies in their recruitment
programmes.
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So we can see how the 7Ss can be used, first to diagnose the current
internal state of the organization, second to articulate the desired future state
and thirdly to start the process of working programmes of change.

Cultural web

Johnson and Scholes (1999) have designed what they call a ‘cultural web’, the
elements of which go to make up the prevailing culture of an organization
and which if adjusted can enable cultural change to occur in furtherance of
the organizational change initiatives. At the centre of this web is what they call
the ‘paradigm’, an underlying set of assumptions embodying what the organ-
ization is all about — where it’s going, how it’s going to get there and the core
values to which it adheres. The organization’s control systems monitor and
evaluate its operating performance. Some organizations will have tight
control systems (for example, banks or publicly accountable operations),
others will be looser (for example start-ups or more entrepreneurial firms).

Organizational structures will represent the hierarchical structure, lines of
accountability and responsibility, and communication and production flows.

Power structures on the other hand map out where power and authority lie
in terms of decision making and mandate holding, whether power is
centrally held or locally dispersed, whether leadership is located at the top of
the organization or is distributed, and on what power is based — whether it’s
position or role, or expert power or personal charismatic power. Symbols
would be artefacts or architecture which somehow encapsulates what the
organization values. These might include designs such as the corporate logo
and uniform but would also include building design and such things as office
space and car parking space. Rituals and routines cover how the organization
has come to organize and structure some of the things that it does — hence the
norm for organizational meetings, how reports are written and presented,
how people are enfolded into the company and how they leave. Stories and
myths are what get chosen to be communicated formally and informally
around the organization when describing significant events and personalities
in its history, in its current situation or as part of its future strategy.

As the name implies, a web is very interconnected and one element will
impact on others and be influenced in turn by them. Table 4.2 illustrates an
old cultural web compared to the preferred new one.
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Element of the cultural

web

Old culture

New culture

Paradigm

Control systems

Organizational structures

Power structures

Symbols

Rituals and routines

Stories and myths

Trustworthy

Reliable

‘Steady as she goes’
Marketing led

Annual review
Planning committee
Financial reporting
Strong and tight
compliance culture

Functional

Technical departments
Pyramid

Managing Directfor
Credit board

Direcfor of Finance

Chief auditor

Tower block as HQ
Chauffeurs for executives
Staff restaurant

Board meetings
Annual reports
Summer party af the
sports club

Historical anecdotes
"Who you know' not
"What you do’
Cossip about the
executive board

Entrepreneurial
Individual responsibility
Joint accountability
Sales driven

Business unit profit centres
Core 'tight" controls and
discrefionary ‘loose’ controls
Coaching culture

Separate business units
Shared services
Flatter organization

Chief Operating Officer
Business unit MDs

New open plan building
Atrium with break-out areas
Riverside cafe

Quarterly reviews
Business units ‘doing their
own thing’

Sales successes

"What you achieve’ not "'How
long you've been there’
‘Sales success’ stories

Tichy’s change levers

Tichy (1983) suggests that the three fundamental change levers are the tech-
nical, political and cultural systems at play within the organization, and that if
you only concentrate on one of these then you risk sabotaging the change.
The technical system are the arrangements whereby goods and services are
produced from the various inputs; the political system is how power and
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resources are allocated and distributed within the organization; and the
cultural system is the shared values operating within the organization.
Tichy goes on to say that mission and strategy, organizational structure

and systems, and human resource management are the three management
tools through which the change levers can be pulled. I have adapted a matrix
from Tichy (see Table 4.3) to highlight the key questions that need to be
asked and answered when effecting change across the three systems using
the three management tools.

Table 4.3 Tichy’s three management tools

Mission and strategy

Organization
structure and
systems

Human Resource
management

Technical Have you conducted an

system

Political
system

Cultural
system

external and infernal
analysis and created a
new vision and sfrategy
fo address your findingse

Have all stakeholders
been identified and key
ones involved in the
strategy and change
processe

Are the espoused values
and culture aligned with
the stated mission and
strategy®

Have you fitted the
structure fo the new
strategy®

Are the systems in place
fo support both structure
and strategy?

Is power and decision-
making authority located
in the correct places

for the changes to be
effective?

Does the management
style fit with the
accomplishment of the
strategy and is if
aligned with the
desired culture?

Is there clarity of role
definition and
allocation?

Is there a performance
management system in
place which ties
organizational
objectives to individual
objectives and
manages performance?

Is it clear who gefs
rewarded and for
what?

Are we recruiting,
developing, rewarding
and refaining the
people who fit the
desired culture?

Are rewards in place
fo support the desired
culture?®
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Project management methodology

A project management methodology is frequently used to organize and
implement change initiatives. It is not the purpose here to describe in any
detail how to manage projects — there are a host of books (Boddy, 2001;
Turner et al, 1996) and a number of methodologies (Prince 2, MSP) which
will do this. It is important, however, to discuss the similarities and differ-
ences between change management and project management and why this
book focuses on a somewhat different terrain than project management.

A project management method organizes, manages and controls discrete
projects such as the technical aspects of installing a new system or a new
structure. Managed successfully it should deliver the right changes, on time
and within budget. It should help manage risk, control quality and deal with
any obstacles and issues that arise during the project. Projects will be clearly
defined in terms of scope, goals and objectives, with allocation of personnel,
roles and responsibilities. There will be well defined and measurable business
outcomes; a corresponding set of organized tasks to achieve the outcomes; an
allocation of resources; and a project organization structure to manage the
project.

The essential difference between project management and change
management is that the project will tend to focus on the technical aspects of
the change whilst change management will tend to focus on the psychological
aspects of the transition from one state to the other. That is not to say that
good project management will not use good leadership, interpersonal skills
or focus on people, but often that is not its primary purpose. So, for example,
a project might focus on the technical aspects of managing a restructure by
identifying components of the new structure, generating job descriptions,
developing equitable interviewing processes and designing appropriate
redundancy packages. Change management will encompass managing the
psychological transition from one way of working to another, dealing with the
emotional aspects of change and the disturbances that can occur. Managing
what is seen as resistance to the change tends to come under the remit of
change management.

A project may well be deemed completed when a new information system
has been successfully installed, gone live and staft trained to operate it.
However, the management of change may well continue through the need
for a different style of leadership, building a different type of culture and
interacting with customers in a different way. It deals with embedding the
changes in the organization.
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Organizing for change

Project management is a process for implementing change that takes you
from the process of defining the change from the business strategy through
defining the project scope, understanding enablers and constraints, to devel-
oping a project strategy and plan, and then to project implementation, moni-
toring, control and learning.

There is also the need to cascade the objectives down to more and more
detailed sets, from the overall change objectives, through the programme,
project objectives to the work area, team and individual objectives.

Typically, project methodologies would
cover the following areas:

® understanding the drivers for business
change;
® managing the business change process;
project and programme management team with the relevant roles and
responsibilities;
benefits management and realization;
business case;
identification and management of stakeholders;

communication;

risk management;

issue management;

quality management;

programme planning and control;

quality management strategy;

project and programme management processes.

Two key roles in the organization and implementation of any change
management project are the project manager (the person primarily respon-
sible for running the project), and the project sponsor, or Senior Responsible
Ofticer (SRO) in project management terminology (the person who oversees
the project’s successful journey, and in terms of the project’s relationship
with the rest of the organization has the power and authority of corporate
governance). Our case studies suggest that both roles are critical to the
successful outcome of the initiatives.

The project manager or change team leader needs to have an under-
standing not only of the task/technical side of the changes but also the ability
to understand and mobilize people on a psychological/emotional level both
within and beyond the change team.
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The change manager must have relevant power and authority within the
team (be they full-time, part-time or seconded individuals) and be able to
exercise influence and impact within the pertinent areas of the business.
Clearly the change manager needs to be leading and managing the team;
effectively communicating to all stakeholders; be outcome focused; successful
in juggling the time, budget and quality dimensions; using relevant
management, change management and project management techniques and
methodologies; monitoring and evaluating progress; being risk aware but
not necessarily risk averse; and being able to escalate where necessary.

Different approaches to change

As we discussed in Chapter 2, different organizational paradigms will elicit
different approaches to this phase of change organization.

The machine metaphor or the ‘change through design’ paradigm fits
extremely well with a rigorous project management approach where there is
a very planned and sequenced approach to change using project
management methodology and a well thought out mechanistic approach—
structured, organized and systematic. As we can see from the case studies, the
systems changes and parts of some of the business restructuring can rela-
tively easily begin with this approach. The initial business analysis of the
systems, the design of the software and the building up of a project plan and
rollout schedule improve the chances of success. Likewise the due diligence
process in a merger is a systematic way of appraising the feasibility of the
initiative. These types of change lend themselves to careful planning,
managing, monitoring and controlling.

The political metaphor and ‘change through addressing interests’ suggest
that the key focus in entering the change process is to ensure that you have a
power base and that a careful analysis has been made of the positions of the
key stakeholders — their views and their willingness to be advocates or
blockers of the change. Understanding motivations and who are the likely
winners and losers as a result of the change will help assess, a) the feasibility
of the change, and b) where one should be putting one’s energies. We saw in
the majority of the case studies a greater or lesser focus on actively managing
stakeholders, ensuring they were brought on board at an early stage. Some of
this was formalized within the project management process; generally this
was done in a relatively informal, but nonetheless proactive way. In fact we
saw in all the case studies that stakeholders’ interests were acknowledged,
mapped and addressed — and we can see that this is perhaps an essential



162 Change Management Masterclass

ingredient in why they all had successful outcomes. Each organization had a
stakeholder with enough power to thwart any change (be it the Local
Education Authority, the government, the shareholders, the tenants, or the
staff) but they were successfully engaged and in all cases became forces for
driving the change forward rather than restraining it.

The organism metaphor requires the change agent to be monitoring the
environment, taking the pulse of the organization and creating an enabling
ethos where people can learn to become responsive both to the environment
and to the changes. Organization within this metaphor occurs around the
monitoring systems in place on a strategic level (PESTLE and SWOT
analyses, developing future scenarios, etc) and on an operational level (real-
time feedback from customers and frontline staff, etc). Where there isn’t an
over-engineered project plan in place the changes can become more flexible
and adapt to changing circumstances. Apart from the implicit vision of the
kitchenware company (‘Grow our business stronger and better’) they didn’t
plan what needed to be done, because they didn’t know what needed to be
done, initially. However, they got close to the customers, the suppliers and
close to the staft, and a set of possible changes emerged. Aster, having set itself
up as a group focusing on growth through mergers, was constantly scanning
the environment for emerging opportunities.

The flux and transformation metaphor and the ‘change through emer-
gence’ paradigm assume that change cannot be explicitly managed, but
rather needs to emerge. So, for example, the Institute of Public Health didn’t
have a thoroughly worked out plan when it was established but stayed close
to its stakeholders and adapted its strategies accordingly. It watched where in
the health network across Ireland there were tensions, opportunities and hot
spots, then it focused its resources there and developed products and services
to meet the emerging wants and needs.

The ‘change through learning’ paradigm, rooted in the organizational
development movement, and latterly the concepts of the learning organi-
zation and knowledge management, approaches the organization stage of
change by ensuring there is the building of change capacity in the organi-
zation and establishing processes for feedback and learning and transfer of
knowledge. This requires thoughtfulness, itself needing time, space and
reflection. The change process at Aarhus exemplifies change through
learning with its structure of exploring people’s feelings and emotions as an
explicit and crucial part of change. Indeed, with the kitchenware company
and the Institute there were deliberate attempts to capture valid data and
information from the wider system. In parallel, both the Institute and Aster
set up management and leadership development programmes as part of the
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change effort, and a key plank of both these programmes was learning about
external and internal systems and the process of change.

The ‘change through people’ paradigm recognizes the need to include,
involve and engage with all stakeholders, but principally managers and staff,
in order to create solutions that address the important issues. The primary
school put the children at the centre of all the changes that took place. The
management and staff development processes at Aarhus, the Institute and
Aster set out to develop capability on the one hand and tap into their ideas on
the other. We said earlier that since change happens through people,
winning the hearts and minds is clearly a key factor in this. Focus on an
inclusive and engaging management style combined with setting up proper
human resource management systems and focusing in on creating an
enabling culture are characteristics of organizations operating within this
paradigm.

Case study analysis

A key theme emerging from the case study analysis was the need to clearly
define the current state of the organization along certain axes and then
develop a clear, cogent and coherent description of the end state. The focus
at the organization stage of the change process is being able to identify the
steps it would take to bridge the gap between the two. It is often the strategy,
structure and systems that are more easily defined.

Although many of the organizations took a planned approach to change
the analysis suggests that actually the overall parameters were well defined
but there was always room for manoeuvre within the change process itself.
For example, Aster had developed a clear overarching vision with an agreed
structure and an initial business plan. However, the actual working out of
what was going to remain local and what was going to be centralized was
open for discussion. Likewise, although there was some convergence of
policies and procedures, each business unit was allowed to adopt what was
best for its situation.

The Institute of Public Health on the other hand had a clear vision and set
of values. It also knew who its major stakeholders were. It was only during
the ongoing developing relationship with these stakeholders that an
acceptable strategy could be formulated, and this strategy for change was
always going to be subject to evolution.

Biogen Idec’s change organization process was along project management
lines, very much evidence-based — with a lot of data gathering from reputable
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sources and looking at best practice across the industry, across geographies
and across specialisms. The decision-making process was well planned and
methodical and although the initial outcome of the change — deciding on the
new location — was uncertain, the next phase of negotiations with staft,
restructuring plans and finding new offices and transferring old staft and
recruiting new staft lent itself to be extremely well project planned.

The British Council’s change initiative was organized through a
programme team comprising people drawn from the affected stakeholders
and the business, and with experience in change management and process
re-engineering. The team also had a strong, visible sponsor in the person of
the Deputy Director General. In terms of organization the team followed the
programme best practice as laid out by the Office of Government Commerce
using the Managing Successful Programmes methodology. It was important
to note that at all times the systems change was subservient to the organi-
zation’s strategy and didn’t deviate from this alignment.

In developing the plan for how to restructure the department in Aarhus,
the change team didn’t concentrate merely on the mechanics of the change
but developed a programme which addressed both task and process. They
developed a workable formal organizational structure and a plan for imple-
menting it, but they also ensured that the structure was supported by the
necessary lines of two-way communication and a common understanding of
new roles and responsibilities, and the healthy engagement vertically, hori-
zontally and externally, within the new structure.

The organization of change within the kitchenware company was relatively
straightforward — they listened to what their customers wanted and re-
engineered their back office processes to deliver the right products on time.
Everything was driven by the customer.

One of the first actions of the primary school head was to form a leadership
team and then quickly extend involvement to all staft and all governors.
These comprised one-to-one and small group discussions, and culminated in
an initial vision-creation workshop. Through her actions the head was organ-
izing for change, orienting the organization and mobilizing stakeholders into
action.

In the financial services company case study, the company planned the
high level structure very well, involving all key people in the conversations
and developing an implementation and communication plan.

Summary

Whatever your approach fo change it is important that you have a conceptual
framework in which to operate so that you are clear how you will approach
change. You need to understand what needs to be planned and what can emerge.
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A useful checklist for organizing change comes from Balogun and Hailey's
change kaleidoscope:

change path;
change start point;
change style;
change target;
change levers; and
change roles.

There are a number of useful tools and frameworks to map the current state and the
preferred future sfafe across a number of relevant organizational dimensions.

The McKinsey 7Ss — how will you organize getting from here to there on the seven
dimensions of:

strategy;
structure;
systems;

styles;

staff;

skills; and
shared values?

NO AN —

Alternatively on which of the key areas of Johnson and Scholes’ cultural web are
you focusing:

paradigm;

control systems;
organizational structures;
power structures;
symbols;

rituals and routines;
stories and myths?@

How might you deploy Tichy's three management tools of mission and strategy,
organizational sfructure and systems, and human resource management within the
technical, polifical and cultural systems?@

To what degree will you adopt a project management or programme
management methodology and which will it be?

How will you choose what overriding approach to use (in ferms of the metaphors
and paradigms| given the nature of the change and the current culture?
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5. Mobilization

Orientation

Organization

Implementation

Integration

Whatever you can do, or dream you can, begin it.
Boldness has genius, power, and magic in it.
(Johann Wolfgang von Goethe)

I am personally convinced that one person can be a change catalyst, a

‘transformer’ in any situation, any organization. Such an individual is yeast

that can leaven an entire loaf. It requires vision, initiative, patience,

respect, persistence, courage, and faith to be a transforming leader.
(Stephen R Covey)

Never doubt that a small group of thoughtful, committed citizens can
change the world. Indeed, it’s the only thing that ever has.
(Margaret Mead)
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Introduction

Mobilization is the process of involving, engaging and catalysing the stake-
holders affected by the changes. The aims of this chapter are to:

® understand what will motivate and mobilize people towards change;

® provide some frameworks for understanding stakeholders involved in
the change;

® ook at ways to address specific groups in the change process; and

® understand the types and levels of communication required in change.

If the art and act of mobilization are the process of involving, engaging and
catalysing the stakeholders affected by the intended changes then we need to
address a range of issues in order for us to successfully accomplish this. We
will need to understand what motivates people to be ‘on board” and engaged
with the change process in the first place; we will need to identify who the
stakeholders are, where their interests lie and what their possible contribu-
tions to the change process will be; we will need to identify certain generic
and specific groups of people who will need to be involved in the change
process; and we will need to have a range of strategies to communicate with
those who will be part of the change.

Motivation and mobilization

On a very basic level we can ask, “‘What will motivate anyone and everyone to
be positively involved in change? What gets people up in the morning?” More
specifically, what will get people engaged in the changes that we want to
happen? You will recall from Chapter 2 that we identified four different
personality types:

1. the thoughtful realists who need to have a very good reason for change
based on solid evidence and tangible reasons;

2. the thoughtful innovators who will want to know where the changes are
heading and how they fit with the overall strategy;

3. the action-oriented realists who will want to get started on improving things
but will need clarity of direction and definitely some actionable first
steps; and

4. the action -oriented innovators who will, no doubt, embrace change, as long
as they can be a part of it and as long as they are inspired to follow it.
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Each of these personality types will be motivated in different ways. It may
explain why some people may appear less enthusiastic or more reluctant to
engage with what you say and how you say it. So, when you start planning
how you might mobilize people it is worth spending some time in under-
standing the different types of language that will be required to get everyone
on board. Successful mobilization will address these difterent personality
needs.

Not only will different people be motivated by different things, it is indeed
a good discipline for change managers to address the types of issues that
different personalities see as important. So it is necessary to create an
inspiring vision of the future which people can aspire to and work towards,
but it is also critical that the vision — and of course the changes themselves —
are grounded in reality. There does need to be an evidence-based rationale
for change and some practical ways into the changes with tangible and
specific objectives. This leads on to the need for a coherent business case
which has an inherent logic, but this needs to be tempered with an under-
standing that change impacts people and can impact the core values of an
organization. Some people will focus on the impact on people and values
before they turn to the logic of the business case. Some people will tend to
want the change to be presented (and implemented) in a structured,
systematic and orderly way with little or no deviation. Others will feel
hemmed in by this approach and will be better motivated to join the change
journey if they believe it to be more of a voyage of discovery with options and
possibilities emerging as the change progresses. In that sense it’s about
holding the tension between tying things down and keeping options open.

Another way of looking at mobilization is through some of the research on
motivation. Porter and Lawler (1968) have tied together a number of moti-
vation theories in an integrated model which is based on the three compo-
nents of effort, performance and satisfaction. One can argue that for people
to be motivated to be involved in change, those three components need to be
aligned and these key questions satisfactorily answered from the individual’s
perspective:

® Effort — is the change worth the effort that will be involved? Will the
benefits outweigh the costs?

® Performance —am I able to achieve the performance that will be required
by the effort I need to put in? Indeed, am I competent to deliver the
necessary changes if I get involved?

® Satisfaction — will I achieve enough satisfaction through the level of the
extrinsic and intrinsic rewards on offer? What is it worth, my getting
involved?
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From the change manager’s view the questions take on a slightly different
bent, essentially becoming, ‘How can we sell the benefits of change enough to
enable people to make the effort to deliver the performance that we are
looking for?” This in turn generates the need for the change manager to
create a picture of the future that is attractive (remember, for all types!);
understand and communicate what level of performance and types of
behaviour will be needed; and what level of commitment and effort is realis-
tically expected.

In Making Sense of Change Management (Cameron and Green, 2004) we
looked at a number of motivation theories that have some relevance when it
comes to mobilizing people in general and also identify areas which you as
change agent may need to address directly. The behavioural school of
psychology, for example, will suggest employing the possibilities of rewards if
you engage with the change and punishments if you don’t. Adherents of
Herzberg may warn that you need to be clear that the changes that you are
suggesting can have both motivating and demotivating effects, and not
necessarily in the way you may have imagined. Whereas an increase in
Herzberg’s hygiene factors (for example: pay, working conditions, status,
levels of job security) may not actually increase motivation, a decrease in
these factors may well increase demotivation. Getting a car parking space
may be ‘nothing special’; taking it away will cause anger or annoyance.
Herzberg suggests that factors such as the possibility of increased
achievement, advancement and responsibility will tend to be motivating
factors in any change. Though we might add... as long as the rewards are
commensurate with the efforts.

Finally, it can be useful to check how the changes you are suggesting might
impact on people’s hierarchy of needs according to Maslow (1970).

The change equation

In Chapter 2 we introduced the change formula. Based on Beckhard and
Harris’ original formula, amended by De Woot (1996) and added to by me
from my change practice, we can use the formula to help us establish what is
necessary for the momentum for change to outweigh the costs and resistance
to change:

pressure a clear capacity capability actionable resistance
for x | shared | x to X to X first > to
change vision change change steps change
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By analysing the formula at the beginning of change and using it as a
checklist during the process of change we can ensure that the maximum
number of people have bought into it. Remember, different people will be
motivated and mobilized by different dimensions of the change; some
because of the dissatisfaction with the status quo; some by an inspiring and
motivating vision of the future; some because the quantity and quantity of
resources are ready for deployment; and some because there are clear, prac-
tical first steps for them to get a handle on.

Without pressure for change the change effort will never have sufficient
priority: it will languish at the bottom of the ‘pending’ tray. In order to
ensure there is pressure for change you first need to articulate the external
and internal drivers for it, establishing a compelling reason for change and
stating what needs to change. You need to know who has a stake in
promoting change and what issues will have to be addressed through the
change (for example, structure, size, staff, resources, customer organizations,
roles and relationships, working methods and procedures). You may also
need to establish what will happen if you do not change — the costs, benefits
and likely scenarios of not changing.

Without a clear vision the change may get off to an initial start but it will
quickly lose direction. You need to be clear about what will be different
following the changes — what the new situation will look and feel like, how it
will work and how people will be acting differently. Everyone will need to
have a sense of how you will know the change has happened.

Without the organizational capacity there will be stress and frustration, so
itis important to establish whether the organization is ready for change. Does
the organization have the energy to make this change happen? Do you know
what resources you need to apply to the change and are they available? Will
this change conflict with other organizational priorities and might there be
tension between delivering business as usual for today and creating the
future? You may need to let people know that you are increasing the capacity
for change, and this may involve stopping or postponing other initiatives.

Without the organizational capability there will be anxiety and errors. You
will therefore need to establish what skills and competences are required for
you to achieve your vision of the future and also how widely they are
currently deployed and accessible. Part of the mobilization process is to check
how great is the willingness of the workforce to change and what needs to be
done to develop this. On the one hand this might link into the prevailing
attitude towards risk and innovation; on the other hand it might mean
investing in developing or acquiring new skills and competences.

Without actionable first steps there will be false starts, haphazard efforts
and diffused thinking. In order to ensure people set off on the right track
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together you can build support by finding allies and other interested parties,
generating interest amongst them and involvement in what needs to be
done. A good start might be involving people in an audit of the present
unsatisfactory situation, followed by getting ideas from people, and initiating
pilot projects. It might mean the setting up of a change team or change
network of interested parties whose remit is to operationalize the initial plan.

Resistance to the idea of change

Resistance to change can come in many forms and at different times during
the change process. In Chapter 2 we looked briefly at Lewin’s force field
analysis and how, in order to ensure that the driving forces for change do
indeed achieve their stated intent, the restraining forces are reduced. These
restraining forces can be seen as the resistances to change, and as we have
seen from the change equation they need to be less that those forces on the
other side of the equation.

When dealing with resistance to change during the mobilization process it
is important to at least hold the possibility that what you label ‘resistance’
might actually be something quite different. Remember we discussed the
thoughtful realists who have as a motto, ‘If it ain’t broke, don’t fix it and
sometimes, ‘Don’t throw the baby out with the bathwater.” These people
value what currently is, especially if it works. Do not imagine they are
resisting change because they are Luddites — they may well be making a plea
not to rush headlong into change without think through all the implications.

Others, based on their knowledge and experience, may genuinely be
alerting you to the fact that the proposed changes won’'t work. I believe a key
process is to establish where you think resistance is and to discover what the
views of these people are. Let them inform your choices and your designs. It
may be because of some of the reasons just stated or it may be because of
issues such as fear of change; lack of security; fear of conflict; reluctance of
think strategically; having too narrow a perspective (job-only focus), or it
might be the ownership of outdated processes. A key question to ask is, how
might we use this information to reduce the restraining forces or fine tune
the change plan itself?

Schein (2002) suggests that there are two fundamental anxieties that
people have when facing change — the anxiety to survive set against the
anxiety of whether they will be able to learn the new ways of doing things:

Learning anxiety comes from being afraid to try something new for fear that it
will be too difficult, that we will look stupid in the attempt, or that we will have
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to part from old habits that have worked for us in the past. Learning something
new can cast us as the deviant in the groups we belong to. It can threaten our
self-esteem and, in extreme cases, even our identity... You can’t talk people out
of their learning anxieties; they’re the basis for resistance to change.

Survival anxiety, however, works in creating pressure for change within the
individual in relation to the consequences of not changing — being sacked,
appearing incompetent or unwilling. Schein suggests that for change to
occur, survival anxiety has to outweigh the learning anxiety. Of course to do
this you can either raise the level of survival anxiety (for example through
threats of punishment) or reduce the levels of learning anxiety.

From our understanding of force field analysis we can perhaps come to a
similar conclusion to Schein in that it’s best to reduce the learning anxiety by
ensuring that there’s an environment conducive to learning:

The problem is that the creation of psychological safety is usually very difficult,
especially when you’re pushing for greater workforce productivity at the same
time. Psychological safety is also dramatically missing when a company is
downsizing or undergoing a major structural change, such as reorganizing
into flatter networks.

Most companies prefer to increase survival anxiety because that’s the easier
way to go. And that, I think, is where organizations have it absolutely wrong.

So we can see that on an individual level, even at this stage of mobilizing
people, we need to be aware that there are different personality types with
different needs, wants and anxieties, and we need to be working on a number
of key dimensions (from the change equation) to ensure that the changes
have a chance of getting off to a successful beginning.

Stakeholder interests

When we looked at the need for change we saw the importance of estab-
lishing who the stakeholders were and where they stood in relation to the
change. In terms of mobilizing people for change it is crucial to use your
stakeholder analysis to inform how you will manage and communicate with
them throughout the change.

Stakeholder analysis can look at stakeholders from a number of perspec-
tives including the level of power, energy, interest and commitment they have
for the change. Or we can look at the analysis from the perspective of the
impact that the change will have on them. One can sometimes assume that
those with the highest interest would be those who will be most impacted.
However, this isn’t always the case so a separate analysis would bring addi-
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tional benefits. We can also look at the levels of trust and agreement we have
with them. The purpose in establishing these things is to be able to accom-
plish your aims of successful change whilst at the same time being mindful of
the wants and needs of other communities of interest. In Chapter 2 we high-
lighted three important considerations:

1. Segmenting everyone into stakeholders is an inexact science. When it
comes to change you might want to differentiate some staff from others,
some members of the community from others, and indeed some
managers from others.

2. Inorder to place stakeholders on the matrix you need to establish where
they are — what their attitudes really are, rather than just assuming. That
involves communication; it may indeed involve dialogue.

3. Remember that those stakeholders with little current interest or power
may well still be important — either because you have social or corporate
responsibilities to address the needs of those without a voice, or they will
emerge as people who find some power and some interest when you start
to make your changes. This final point is worth underscoring not least
because things change as change happens. What started off as a threat-
ening thing might turn into something positive... or vice versa.

A further important point to note is that stakeholders may well have ongoing
relationships with each other, or they may form relationships because of this
change. This can affect their attitudes to change — positively or negatively.

Let us look at some generic positioning of stakeholders across some of the
possible axes.

Blockers (high energy/low commitment and high
power/low commitment)

HIGH These are people who can obstruct or
prevent the change happening in some
way. They have an interest in the change
POWER but a low commitment to it. Given we’ve
SLEEPERS WG defined them as blockers, this implies
that they have some power to impede.

COMMITMENT HiGH  Alternatively it may be that they have
the energy to oppose the change even though they may not have any power.

Key questions that will inform your strategy here are:

BLOCKERS  gponsoRs

Low

® What are their motivations?
® What is their legitimacy?
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® What are their arguments?
® What is their source of power?
® What is their source of energy?

Possible strategies include winning the arguments; reducing their power and
energy; circumventing their power; escalating to a higher authority; or
engaging them in dialogue.

Sponsors (high power/high commitment)

These may indeed be nominated sponsors for this change project — but they
may not be for two reasons. One is that the nominated project sponsor may
not be totally committed to the project for whatever reason (time, interest or
politics, for example) and the other is that there may not be a project
management methodology operating within the organization. With those
provisos we can however say that all the research suggests that the successful
change management projects are the ones that have a sponsor who is
committed and who has the necessary power and authority to intervene, for
example, to escalate issues, to secure resources, and to open doors and such
like.

The same set of questions need to be answered as for the blockers, but this
is to ensure that they stay onside and are kept informed to the degree with
which they are comfortable. If they are in a formal role then the governance
procedures should go some way to providing a framework for this.

Champions (high energy/high commitment)

These are the people who are advocates for change and may well be active
implementers of change. They may have specific power and authority; they
may have a specific role within the change process; they may have a visible
leading role within the business; or they may be middle managers wanting
change to happen. They will naturally want to be fully involved in the change
and would most likely be able to take other people along with them. A key
need will be for them to have enough information and resource and also
enough support to keep their momentum. Change is an exhausting business
and can sap the energy and motivation of any of us. Sometimes the change
champions can bear the brunt of this and so require nurturing and
sustaining, even though they may not realize it.
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Preachers (low energy/high commitment)

Preachers are people who are in positions of power or opinion leaders whose
view counts within the organization. They are committed yet for some reason
do not have the energy to make this their number one priority. Given the
need for clear, visible sponsorship one may argue that someone who just
preaches might have an unforeseen negative impact on perceptions about
the change. If you look at the typical chief executive of a local government
authority having to juggle competing demands on their time (perhaps being
responsible for housing, social services, education, sport and recreation, the
environment and planning) or a global leader implementing both internal
and customer facing initiatives, perhaps you can understand that they may
have limited time for this particular change. What is key is that the project is
sponsored — perhaps by someone with access to the top person — and that the
preacher is kept focused on this change, so that the limited amount of time
they have available is well directed. They can either act as an ambassador for
the change, or as someone who asks the right questions, or stays on message
in the right forums.

Keeping them informed is important and also watching for signs of lack of
interest (and the possible repercussions thereof).

Willing workers (low power/high commitment)

What I've called the ‘willing workers’ are those who may not have any
particular power base but are nonetheless committed to the change and
willing to pursue and progress it. These may be people intimately affected by
the change or they may be onlookers. Your task will be to focus their energies
into useful work and also to protect them from those who do have power but
who may not be behind the change and may seek to disrupt it. Willing
workers shouldn’t ever be taken for granted: if their enthusiasm wanes you
know you have a problem.

Sleepers (low energy/low commitment and low power/low
commitment|

Sleepers are people who probably can’t be bothered about the change. Perhaps
they are just not interested, or maybe they are not aware of it. It could be that
they’re not interested because they’ve never been invited to be involved. When
those leading the change are racing ahead with enthusiasm and inspiration
these may be seen as the silent majority. The task here is to wake them up and
ensure that they are supportive of the change. Remember the way you wake
them up might determine the degree of support they give to the change!
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Understanding why they are asleep might
be a good place to start — change initiative
fatigue; feelings of powerlessness; too
much pressure in the day job; lack of
awareness about the change; being
comfortable as they are. Developing a
communication and engagement strategy
based on the change equation would be the second step.

The impact/influence matrix

The four categories in the impact/influence matrix are based on the degree
to which the stakeholders are impacted by the change and the degree to
which they may have some influence over the course of the change. Typically
we can position the people who are driving through the change as naturally
being at the high end of the influence dimension, which immediately creates
issues of power and authority and how they are exercised.

Often in changes — due to time pressures, conflicting priorities and
perhaps lack of interest on their part — the change agents tend to minimize
the attention to those in the low impact/low influence quadrant. However,
they are stakeholders, and in that sense they do have an interest even if they
are not interested. At the minimum, making them aware of the changes and
keeping them informed seems sensible.

Those who are in the low impact/high influence quadrant can fall into two
categories: those who are in positions of power within the organization but
who will not be affected personally or professionally by the change; and those
who are perhaps guardians or watchdogs outside of the organization who
have the potential to exercise power and influence, though normally on
behalf of others. Clearly it is important to establish where these groups stand
on the change (in terms of their interest, energy and commitment) and then
to ensure there is some buy-in from them. This can often be done by
addressing their concerns directly.

The high impact/low influence quadrant is often where the majority of the
recipients of the changes can be located — be they citizens or employees.
Interestingly, individuals can often have little or no influence but when they
come together they can be a real force for or against the change. Just because
they have little influence at the beginning of the change doesn’t mean to say
that they can’t affect its successful outcome. Good management practice
would suggest you want buy-in and engagement from this group if you want
the changes to work. Some involvement is required, and communication and
engagement are important.
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Those people in the high impact/high influence quadrant are critical to the
success of the change. You would not just be looking for approval or token
support but high degrees of ownership. Clearly any concerns they may have
need to be addressed but more than that, active engagement is required
because of their position and their being intimately affected.

Trust/agreement matrix

Block (1991) uses the two dimensions of trust and agreement to plot stake-
holder groups and individuals and to develop appropriate strategies of
engagement — or disengagement.

The first step in negotiating agreement and trust is to identify the key
stakeholders and any onlookers, plot them on the matrix and then develop
an appropriate approach for each grouping. However, a health warning
accompanies this — we will typically discover the levels of trust and agreement
through dialogue, not by preconception or prejudice. We mustn’t assume
someone is in a particular box because we think so or someone else suggests
they are, or that they were there in the previous change. It’s fine to have a
hypothesis and plan a strategy on that, but remain open to other possibilities.
In general, to establish where people are you will need to exchange under-
standing about the change vision, purpose, goals and allocation of resources,
affirm or negotiate agreement, and affirm or negotiate levels of trust.

High trust/high agreement

These people are onside with what you are trying to achieve. The main aim
therefore is to do enough to ensure that the levels of trust and agreement
remain high. Don’t take these people for granted: treat them as you would any
friend or valued colleague — you have to nurture and sustain the relationship.

High trust/low agreement

It’s always good to have someone you can trust enough to give you critical
feedback — in both senses of the word ‘critical’. They may not be a friend —
they could be on the other side of the political divide — but you value their
opinion. One of the great things about having an honest opponent is that you
can engage in dialogue with them about the change to sharpen your views;
practise your arguments, unearth any faults or failures in the plan; and also
have the opportunity of bringing them around to your view.

In order to do this you need to start where you both agree — on the
bedrock of the trust you have with each other. You can then outline where
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you stand and seek to understand what views they hold. Dialogue and collab-
orative problem solving can then occur.

Low trust/high agreement

These ‘fair-weather friends’ are those people who you find are supportive of
the change but who you don’t have a particularly trusting relationship with,
and therefore you are unsure how long they will support the change,
whether they will support the next change and what their motivations are.

Naturally you are more guarded with them. They are onside and
therefore should be a force for change and need to be involved in the change.
Perhaps the level of openness and frankness and the degree to which you
discuss any difficulties may be less than with your allies and honest oppo-
nents. There is a paradox here — the more guarded you are the less likely that
trust will develop. On the other hand, if you satisfactorily develop the rela-
tionship during the course of this change, perhaps the more trust there will
be in the future.

Once again you need to enter into dialogue and affirm your levels of
agreement, though you may need to be quite specific about what it is that you
agree and, because of the nature of the relationship, you might need this to be
‘on the record’. You need to acknowledge, at least to yourself, the caution that
exists and that both sides have some reservations. But there is no reason why
you cannot be clear about what you want from them in terms of working
together on the changes, and you can also discuss how you like to work together.

Low trust/low agreement

Some may call these people enemies. If they are an important stakeholder
group they need to be brought on board if at all possible. Remember that you
don’t know that they are definitely against you unless you have tried to
engage them and your attempts at negotiating agreement and trust have
failed. By definition, because you don’t trust them you are in the worst
possible position to exert influence with them. Block’s view is that once
you've tried to move them to one of the other quadrants and failed, the
answer is to let go of them! Perhaps a little more strongly than that, you may
well have to marginalize them when it comes to the changes.

Block’s advice is to reduce the tension and threat that exist in the rela-
tionship and this can be achieved by either eliminating contact with them or
reducing the threat from them by helping them feel understood.

In summary, there are a number of things you need to develop or know in
regard to mobilizing stakeholders:
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a clear identification of who they are and where they sit;

what actual stake they have in the change;

what their roles and responsibilities may be in the change;

the level of engagement needed from each stakeholder;

the level of their involvement in the planning of change;

their potential impact on the change;

their attitudes towards the change and any associated risks;

the effectiveness of your relationship with the key stakeholders and how
this might deepen; and

a stakeholder management strategy.

Communication, engagement, mobilization

In discussing the identification and positioning
of stakeholders we’ve already touched upon
how we might communicate with them. Now,
given the different natures of the change
approaches there may or may not have been a
degree of prior communication and stake-
holder engagement. The notion that it is only
at the stage of implementation that you’ll be
% % engaging with stakeholders would be very
wrong. The evidence from the case studies
suggests the need for identification and communication with stakeholders at
an early stage in the change process.

Daft (1997) defines communication as: ‘the process by which information is
exchanged and understood by two or more people, usually with the intent to
motivate or influence behaviour’. Witherspoon and Wohlert (1996) state,
within the context of organizational change, that:

Communication is the process on which the initiation and maintenance of orga-
nizational change depends... Ultimately the success of any change effort
depends on how effectively the strategy for and the substance of the change is
communicated to those who are the targets of change.

Both of these quotes are drawn from Frahm’s paper on organizational change
communication (2003), which began to look at the differences between what he
calls the ‘monologic’ and ‘dialogic’ approaches. The first, giving a monologue,
tends to be top-down and directed at targeted groups in, most likely, one-way
communication. He suggests that currently many organizations see communi-



Mobilization 181

cation merely as part of the management function, which has a monologic
approach as the default option:

In the absence of genuine commitment and understanding of communication
practices that construct new meaning and processes, the organization relies
heavily on a linear communication model and ad hoc responses. Based on the
findings of the first data collection, monologic communication was not
improving change receptivity; rather it was decreasing it, and creating cynicism
about change.

Given the importance of communication during times of change he suggests,
and the initial research indicates, that a move towards the dialogic approach
will aid successful change, however:

There are times when receptivity of change will not be an issue, and then
dialogic approaches are not so important... Finally, dialogic approaches are
costly. They run the risk of ‘too much talk and not enough action’. Further, just
as it takes someone skilled enough to communicate on this level, it takes
expertise in knowing how to take the dialogue into a tangible outcome, one that
can be recognized for its value to the organization. However, if, as some suggest,
up to 75% of popular change management programs fail (Beer et al, 1990),
perhaps the high cost of dialogue is not as great as failed implementations and
additional change consultants.

The purpose of communication is to move people from one position to another
in terms of their awareness, knowledge, support or commitment to the change.
In that respect we could see the process as a marketing challenge and use the
AIDA(S) framework, which highlights the generic stages that someone would
typically go through when experiencing a change:

A is the need to capture their Attention and increase their Awareness of
the change.

I is the need to gain their Interest in the change usually through high-
lighting the features, qualities, and benetfits of the change.

D is for Desire. Having gained their attention and interest there is the need
now for them to be positively inclined to the change; the more they can
want it and see the benefits of it the more they will be drawn towards it.

A is for the Action that will then happen. Change involves changes in
behaviour with people doing things differently; if the communication
doesn’t have this affect then it has probably failed.

S is for the Satisfaction or realization of the benefits that the person expe-
riences. This becomes a link into the person’s propensity for further
change or, if there is satisfaction arising from short-term wins, then this
will encourage further commitment to this change.
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Arnstein (1969) looked at the degree of participation of citizens in planning
change and her ‘ladder of participation’, though obviously looking at
community change, is nonetheless extremely relevant when thinking about
engaging with stakeholders. As you work your way up the ladder, consider
the level of communication within your organization and think also how
some of these approaches fit with different types of change.

The first two rungs of the ladder are really about non-participation, with
the goals of the initiator to direct people or ‘do to’ them, or ‘cure’ them as if
something were wrong and they had no views themselves. The initiators have
the best plan, the best ideas, the best way forward and the aim of this (non-
participatory) participation is to acknowledge that.

The third rung is that of informing, which is probably the first step on the
way to full participation and dialogue. It forms the basis of communication
even if it is only one-way communication. Of course the distinction can be
made between informing someone before or after the event and also
informing someone before or after they have heard the news from some
other source, be it television, radio or the company grapevine.

Consultation is the fourth rung and can take the form of genuine two-way
information flows, or mere window-dressing with the decision already
having been made.

Arnstein uses the term ‘placation’ for describing the use of communication
as a way of placating stakeholders but not necessarily addressing the real
issues. Unions or employee representatives, for example, might be invited
onto advisory boards or involved in some negotiations but those in power
retain the right to make their own decisions unilaterally.

The sixth rung is that of partnership. Power is redistributed from those
who traditionally hold power to include those stakeholders who can
contribute to the process of change with negotiations, joint planning and
decision making. It seems at this level there is a genuine desire to enter into

Figure 5.1 The ‘ladder of participation’
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dialogue with no prior decision as to what or how the change needs to be
managed.

Delegated power is the seventh rung of the ladder and stakeholders are
given power and responsibility to decide on some of the issues related to the
change without reference back. They have a mandate to take ownership and
accountability of their part of the programme.

In Arnstein’s schema the final rung would be citizen control. Translated
into an organizational change context, responsibility for the change would be
given to the people most affected by the change.

If you were to map this ladder against the top-down/bottom-up —
planned/emergent matrix in Chapter 1, then as you went up Arnstein’s
ladder you would notice a shift from the change being a top-down/planned
approach to a bottom-up/emergent approach.

The purpose of communication at this mobilization stage is to move people
up through the levels of attention and awareness, interest, desire and action.
It'll be your choice as change agent as to how much engagement you want
from the different stakeholders. Fundamentally you will need to decide who
you want to communicate with; what you want to say or discuss; when you
want the process to begin; and how you want to communicate.

® The to who should be generated from your stakeholder analysis in terms
of those who are most affected and those who you want actively engaged
in the process.

® The what should emerge from your understanding of the stakeholders’
needs and how much you may wish to communicate with them.

® The when will be a mixture of the timing of the change management
process; the degree of cooperation you need; and the values within
which your organization is working.

® The from whom is defined by deciding which stakeholders need commu-
nication from whom in the organization — investors will probably need
the CEO or Director of Finance; employees may need their line manager
and a change sponsor.

® The how will be determined by the nature of the stakeholder groups; the
nature and consequences of the change; once again the organizational
values; and the capacity and budget of the change team.

If we return to the adapted change equation at the beginning of the chapter
we can develop a communication grid (see Table 5.1) which is most appro-
priate for the different stakeholder groups.
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Table 5.1 Communication grid

Pressure | Aclear | Capacity | Capability | Actionable | Resistance
for shared | tochange | tochange | firststeps | tochange
change | vision
Who
What
When
From
whom
How

Depending on the stakeholders concerned, you may wish to focus on the
current need to change or you may wish to focus on the vision. If you truly
want a shared vision then you need to decide which group of stakeholders
you wish to be part of that vision, which in turn will lead to when you need to
communicate (before, during or after the vision creation!) How you might go
about this will also be driven by those decisions.

Capacity and capability feed into addressing the readiness for change of
the organization and the resources available for the change, the change team
and line managers. Communicating actionable first steps, apart from
grounding the change in reality, is a crucial way of engaging people in the
actual doing of the change and eliciting some quick wins early on.

By having a column entitled ‘resistance to change’ in your communication
grid you are immediately able to devote some time and energy to seeing
where these resistances may occur and then thinking through some
strategies for addressing them.

The how, that is the medium of communication, can take the form of being
rich or lean. ‘Rich’ would involve higher personal contact (be it individual,
small or larger group) and probably operate on a ‘deeper’ level of connecting
more with people’s emotions. ‘Lean’ would focus less on personal contact and
at a more rational and superficial level.

Many organizations now invest heavily in communicating with their stake-
holders, especially in times of change, but of course there are many different
ways of doing this. Figure 5.2 lists a number of methods, based on the dimen-
sions of lean to rich and monologic to dialogic. Important points to
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remember are to match the communication method to the type of
engagement you want and to ensure the sequence enables feedback, if that is
what you want or need. This will change through time.

In Making Sense of Change Management (Cameron and Green, 2004) we
discussed communication in times of restructuring:

Communication in any change is absolutely essential. However, communica-
tions are often variable. There is sometimes too much communication, but
more often too little too late. An added problem is communication by e-mail.
This is such a useful mechanism when managers need large numbers of people
to receive the same information at the same time, but it is so impersonal and so
heartless when delivering messages of an emotional and potentially threatening
nature.

The more tailored or personalized approach the better. The greater the
access to people who know the answers to the important questions the better.
FAQs (frequently asked questions) are useful to compile and communicate, but
don’t expect this to be the end of the story. Just because you think you have told

Dialogic

Whole
Systems
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Management
Development

Days
.

Open
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Events

Management
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Communication Direction
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Lean Communication Rich
Depth

Figure 5.2 Communication methods
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someone something it doesn’t mean to say they have heard it or assimilated it or
believed. People do strange things under stress like not listen. And they need to
see the whites of your eyes when you respond!

Key questions in peoples’ minds will be:

What is the purpose of the restructure?

How it will it operate in practice?

Who will be affected and how?

What are the steps along the way, including milestones and timescales?
How will new posts be filled and people selected?

What happens to the others?

Where do you go to get help and how do you get involved?

What is the new structure and what are the new roles?

What new behaviours will be required?

Will training and development will be provided?

Communication needs to be well planned and these plans need to be clear
about how to get the right information to the right people at the right time
through the right medium (for the recipient). This includes well-presented
briefing notes for managers if they are to be the channel for further communi-
cation. It is also worth checking for understanding before these messengers are
required to communicate the message.

Change in any form can trigger a number of emotional responses. If the
messages can be personalized the recipient is more likely to receive them in a
better frame of mind. Personalized messages, ie face-to-face and one-to-one
communication, are especially relevant when that individual may be adversely
affected by the change.

Different communities of interest have different needs when it comes to
communications. Some people will need to be involved, some consulted and
some told. It is important that the right people get the appropriate level of
communication. It is important for them and it is important for those around
them. If your manager is seen to be ignored, what does it say about the value of
your work section?

Thought needs to be given to the recipients of the communication. Those
responsible for communicating need to ask:

® What are their needs for information?
® What is their preferred form of communication?
® When is the best time for them to be communicated with?

For example, people in a contact centre just may not have the time to read
endlessly long e-mails informing them of changes in other parts of the business.
However, they would probably like to be told face-to-face of events that will
involve changes to their management structure, or the introduction of a new
way of working.

To prevent the rumour mill growing it is important that communication is
timely and reaches each of the chosen communities at the agreed time. ‘Start —
Stop — Start again’ communications don’t help either. A continuing flow of
communication will engender more confidence in the change process.
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Difference and the cultural dimension

We have touched upon the concept of difference in a number of ways,
primarily individual personality differences and organizational cultural
differences. However, the case studies have shown a number of international
dimensions:

the reflective approach undertaken in the Danish County of Aarhus;

the cross-border working of the Institute of Public Health in Ireland;
the diverse cultures across Europe within Biogen Idec;

the preparation for the global rollout of the new British Council infor-
mation system; and

® the Far Eastern suppliers for the kitchenware company.

Even the small rural primary school had as one of'its objectives the aspiration
for all of its pupils to become citizens of the world.

Never has there been a greater opportunity or indeed a greater imperative
for managers and leaders to understand the cultural dimension of business.
Sadler (2003b) observes that:

increasingly leaders find themselves in the position of leading international
teams. Such teams differ from single nationality teams because of the additional
complexities that stem from such factors as different languages and communi-
cation styles, different ways of looking at the world and processing information,
different behavioural expectations, and different stereotypes held by team
members of each other... among the key skills needed by international leaders
are the following:

how to work with cultures different from one’s own;

how to run a business that is international in scope;

how to lead and manage people unlike oneself;

how to handle a complex array of often difficult relationships;

how to develop the skills and attitudes necessary for effective personal
behaviour.

Hofstede (1991) and more recently Trompenaars and Hampden-Turner
(2001) have researched national cultural similarities and differences.
Hofstede’s classic study compared employees from one multinational
company (IBM) across the globe. He identified four dimensions of distance:

1. Power distance, which focuses on the degree of equality and inequality
within a nation’s society. The higher the index the greater the degree to
which power is distributed unequally across the organization.
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2. Indwidualism, which focuses on the degree to which the society rein-
forces individual or collective achievement and interpersonal relation-
ships.

3. Masculinity, which focuses on the degree to which the society reinforces
the traditional masculine work role model of achievement, control and
power.

4.  Uncertainty avoidance, which focuses on the level of tolerance for uncer-
tainty and ambiguity within the society. The higher the index the more
likely the organization will create rules and regulations to avoid uncer-
tainty.

Hofstede later added a fifth dimension, long-term orientation, which focuses on
the degree to which the society embraces long-term attention to traditional
or forward thinking values (source: http://www.geert-hofstede.com).

Understanding where someone (or a nation) is on these dimensions can
help explain how they are behaving in any given situation. It also suggests
ways in which changes should be handled. If we look at the Biogen Idec case
study along national cultural lines, in Hofstede’s research we can see that
France has a much higher power distance index (68) to that of UK (35),
Switzerland (34) and the United States (40).

Likewise on the uncertainty avoidance dimension France is high (86) when
compared to UK (35), Switzerland (58) and the United States (46). We can
begin to understand that perhaps an organizational cultural shift towards
decentralization and a more entrepreneurial way of doing things might be
more easily enabled in the UK and Switzerland than in France.

Jacob (2003) states that:

Policy makers have to gauge when to design approaches that are global in
orientation and reflect the credo, vision and corporate culture of the organi-
zation. They also have to ascertain when to use methods that are local in char-
acter and scope. Sometimes the challenge is to reconcile the two orientations. At
other times the challenge is to invent approaches that are capable of adaptation
despite inherent dualities. This process of invention has to be an ongoing,
continuous one, given the dynamic nature of intercultural management.

Case study analysis

In mobilizing for change in Aster, the two top teams spent a considerable
time discussing whether there would be a good enough cultural fit. They
discussed, argued and debated, which led to greater levels of agreement and
an ever increasing degree of trust. Having identified the key stakeholders —
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from those most affected by the changes (tenants and staff) through to the
regulatory authorities (Housing Corporation) — and incorporating open and
transparent communication, they aligned all stakeholders to the new vision
and ensured high levels of engagement when the grouping took place.

The Institute also put stakeholders’ needs and interests high on its agenda.
The vision set the scene and the direction, but it was the engagement of the
stakeholders that created momentum.

Biogen Idec was faced with some winners and some losers in terms of its
stakeholders and the outcome of the proposed changes. The vast majority of
staff and management were brought on board by the strategy of empowering
the affiliates, of establishing centres of excellence and a continued strategy of
growth. The potential losers — staff in France — were treated with respect,
were always communicated with and also given attractive options, of leaving
or staying, which meant that no one in the company was left feeling bad
about what had happened to this group of staff.

The British Council programme team managed its key stakeholders fairly
well. The Deputy Director General as the senior responsible owner tied the
senior management into the change, creating a sponsor for the programme
with a route to the top, and signalling to the whole organization the impor-
tance of the change. In addition to having representatives on the programme
board and in the change team, all parts of the business were consulted and
involved at each stage of the process. Communication with the business
managers and staff had begun at an early stage and continued throughout.
The two departments most directly and immediately affected by the change
were involved from the very beginning as part of the decision-making and
design process. Managers and staff from other countries were also included
as they would be impacted by the UK changes in their business operations,
and they would be receiving the next wave of change.

In Aarhus the process of engagement in the change was relatively straight-
forward given that the change team had set out to actively involve people
right from the start. Middle management were engaged as it was seen that
they are often the people who have to translate the vision and strategy into
operational actions, manage business-as-usual, motivate, mobilize and coach
staff through the changes and are often the first people whose roles are
deeply aftected by the changes. The way they tackled this at Aarhus was again
through continued reflection and dialogue - involving the people who were
experiencing the changes, the tensions and the challenges.

The kitchenware company adopted a fairly simple business model — the
key stakeholders who needed to be satisfied were the suppliers, the
customers, the shareholders and the staff. All had been previously dissat-
isfied, and the management actively seeking them out, listening to them and
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incorporating their ideas, needs and wants into the changes, ensured a
movement towards commitment.

The school’s key stakeholders were clear and their levels of interest, power,
energy and commitment were quickly established through conversations.
The head had a clear direction and a set of key principles of culture change
as a framework for the mobilization process. The active engagement of all
stakeholder groups, including the pupils, meant the vision could be made
tangible and practical. It also meant that some previously disengaged parts of
the school community could see that their views were valued and their input
into the changes a necessary resource.

Summary

Mobilizing people in the change is one of the most critical factors in the change
process. Key elements are how motivation affects mobilization, and how different
people will be motivated by different aspects of the adapted change equation. You
need to address each of the categories to ensure movement:

pressure for change;

a clear shared vision:
capacity to change;
capability to change;
actionable first steps; and
spotting resistance to change.

The importance of identifying and managing stakeholders and their interests cannot
be overestimated. By mapping stakeholders on the appropriate combination of the
relevant axes of energy, commitment, power, impact, influence, trust and
agreement, you will be able to develop strategies of stakeholder communication
and management.

Different stakeholders will require you to develop various and varying ways of
communicating and engaging stakeholders. The different forms of communication
(direction and depth) can and should be used to address issues arising in and within
the different stakeholder groups as highlighted by the change formula.
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6. Implementation

Integration

We accept the verdict of the past until the need for change cries out loudly
enough to force upon us a choice between the comforts of further inertia
and the irksomeness of action.

(Louis LAmour)

Daring ideas are like chessmen moved forward; they may be beaten, but
they may start a winning game.
(Johann Wolfgang von Goethe)

The illusion of progress can be achieved by simply rearranging the terms
of description so that new acronyms are created.
(Scott Smith)
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Introduction

The aim of this chapter is to continue our understanding of the change
process by looking at some of the issues related to implementation of change
projects. In Chapter 8 we will be looking at what change means from an indi-
vidual and team perspective in terms of the nature of transition. In this
chapter the focus will be more on the ‘hard’ aspects of change management:

® ensuring that the organization of change is followed through into imple-
mentation;

® highlighting areas of potential difficulty; and

® seeing what needs to be done to ensure alignment between the intended
changes and the organization.

Project management implementation

It is perhaps useful to begin a discussion on implementation with some
lessons learnt from projects that have encountered some disruption and
deviations along the way. I will use two organizations, picked pretty much at
random, by way of illustration. The first is a public body, a government
department, investing heavily in I'T change and working in partnership with
a global consultancy firm. They held a joint review of a systems implemen-
tation in the summer of 2006. The outcomes are listed below.

From the client’s perspective
1. Major business change programmes to be recognized as such, and they
need to adopt a more realistic planning approach.
2. There needed to be a greater shared understanding of the different exit
and entry criteria for each stage of the project.
3. Changes would be more manageable if there were ‘clear islands of
stability’ built into the programme.
4. When managing risk it needs to be acknowledged which organization is
shouldering what level of risk.
5. There should have been a process to ensure all the operational processes
were aligned.
6. Re-engineer the business processes from the outset.
. Skilled and experienced staff from outset would have helped.
8. Trials should not be underestimated and the change effort would benefit
from them.

N}
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9. Integrated and co-located management teams would foster good
working relations.

10. There needs to be better tracking of the development and changes to the
programme objectives.

11. There needs to be a better link between the business change and benefits
management... by looking at the benefits from a customer and business
perspective.

12. Contract to have provisions to enable control and monitoring to be
clearly accountable.

From the consultants’ perspective
1. There needs to be a greater appreciation of the complexity of the client’s
customer relations.
2. Our (global) organization found it difficult to understand the needs of
our client’s individual customers.

Qo

. The contract needs to be more pragmatic, realistic and less inflexible.
4. We need to agree boundaries, and provide a mechanism for changing
these if necessary.
5. ‘Scope creep’ and its impact need to be well managed.
6. We need to ensure stakeholders’ expectations are managed and aligned.
7. We need to insist upon having adequate time to look at the full impact of
any changes requested.
8. We need to ensure that our client’s contractual obligations are clearly
defined and fully understood by both parties.
9. Consultants’ and client’s objectives must be fully aligned.
10. Ensure client’s attendees at meetings are empowered to make deci-
sions.

What was interesting about this review is that it reveals that even when organ-
izations are experts in their field things will go wrong and very basic things
not get done. Although the project turned out to be relatively successful and
the team work and problem-solving ethos of the change team members
worked exceptionally well, there were still problems with the process of
implementation. In that sense good project management methodology is
critical to the successful implementation of projects... though neither at the
expense of over-engineering nor allowing emergent change to occur.

The second example is a financial services company which, having
conducted a strategic planning process, decided to embark upon an
extensive, cross-group reorientation. At one of their reviews they generated
this list of concerns about project implementation:
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18.
19.
20.

. Look for design faults at an early stage and then continue to look for

them.

. Always undertake a potential problem analysis.
. Always build in a process of automatic review.

Be prepared to say no!

Don’t just do learning reviews after each project, build the learning into
the current project.

Ensure you have people with prior knowledge of implementation.

. Have dedicated project management.
. Maintain a network of people and resources.
9.
10.
11.
12.
13.
14.
15.
16.
17.

Have an executive authority overseeing project implementation.
Have significant top-level commitment.

Have clear change objectives.

Differentiate between the what and the how.

Prototyping and piloting work.

Have dedicated people and a multidisciplinary approach.
Ensure time for team building.

Check for over-specification.

The project management capability in client and consultant needs to be
good.

Managing the consultants and their capability is critical.

There needs to be a sound contract.

Research well and double check.

This review covers a number of aspects of change management. There were
once again concerns to ensure that the management of the change project
was well structured and organized, but there was also attention paid to the
people side of change and the idea that the whole thing doesn’t have to be
planned upfront — some piloting and prototyping can occur followed by a
review to see what was working and what wasn’t. Throughout there was an
appreciation that the project wasn’t being done in isolation, hence reference
not only to sponsorship and executive authority but also to ensuring the
project was networked well into the organization and the change stake-
holders.
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Operationalizing the changes

When implementing change there are a number of different aspects that
need to be borne in mind:

® s the change plan on track?

® Are the changes actually being implemented?

® [s the organizational infrastructure being realigned to accommodate the
changes?

® [sbusiness as usual still being undertaken?

Ford and Greer (2005) looked at 22 organizations to see how well
management control systems were used when implementing (planned)
change. Their research suggested that managers used control systems less
widely than other elements in the change process, although they found a
clear correlation between the use of such control systems and change project
success.

In their article on managing change, Pfeifer and Schmitt (2005) recog-
nized the implementation phase to be the most problematical stage of the
change process. They identified four barriers to success:

the management barrier reflects the problem that the focus of management activ-
ities is dealing with daily business, not discussing new strategies. The vision
barrier arises when visions and strategies are not communicated to employees in
a comprehensible way... strategic objectives are not broken down by means of
target definitions on the employee level, with the result that participation of
those affected is not achieved. The resource barrier means that resources are not
purposefully deployed for the implementation of the strategy. In strategic
change, the endeavour to secure acceptance of changes by all employees as a
whole usually fails.

They recognized that the change process itself can stretch
over a number of years and fatigue can set in amongst
managers, or yet another priority can come along. In such
cases they saw the importance of controlling mechanisms, but
mechanisms that were not too constrictive:

Although the implementation process has to be planned and controlled, it is
important to understand that the planning of the implementation and the
implementation itself cannot be separated strictly. A change process is dynamic
and this dynamic always requires adaptations in planning. Therefore the
management should be willing and flexible to adapt even the target definitions,
made in the earlier stage of the change process, if changed boundary conditions
require this step.
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Sirken et al (2005) believe that some of the ‘hard’ factors rather than merely
the softer issues (culture, leadership, motivation, etc) should take more
prominence when implementing change:

What’s missing, we believe, is a focus on the not-so-fashionable aspects of
change management: the hard factors. These factors have three distinct charac-
teristics. First, companies are able to measure them in direct or indirect ways.
Second, companies can easily communicate their importance, both within and
outside the organizations. Third, and perhaps most important, businesses are
capable of influencing these elements quickly. Some of the hard factors... are
the time necessary to complete it, the number of people required to execute it,
and the financial results that intended actions are expected to achieve.

They go on to look at four key factors which came out of their study. They
mention in passing that since the original research, the Boston Consulting
group have used these factors to predict outcomes in more than 1,000
change initiatives across the globe.

The four factors are duration, integrity, commitment and effort. The
duration of the project needs to generate a process of review — ‘a long project
that is reviewed frequently is more likely to succeed than a short project that
isn’t reviewed frequently’. Whether this is a rigorous project management
style review with specific milestones and ‘gateway’ reviews, or whether there
is a more informal reflective review depends on the circumstances and the
approach you are taking to change. In the organizations studied in this book
the more IT-based and restructuring changes needed a clear, transparent
and rigorous set of reviews as did those parts of changes which had legal
implications (mergers and redundancies). However, a notable feature of the
more emergent types of change was the regular reviews either encompassed
in a management workshop (Aster); a stakeholder meeting (the primary
school); the practice of developing dialogue, understanding and insight
(Aarhus); or using a leadership development programme to review progress
(Institute of Public Health).

They define integrity as ‘the extent to which companies can rely on teams
of managers, supervisors, and staff to execute change projects successfully’.
This comprises the interesting mix of knowledge, skills and experience in
getting changes done on time, to budget and the required quality. In each
case study we saw that the change team comprised credible people (from a
change management perspective and from those in the business) with access
to a sponsor with power and authority. But we also saw in most of the cases
that time and effort were spent in building the capacity, capability and
cohesion of the team. They were also well networked into the parts of the
business which were changing.
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Commitment covers the demonstrable willingness of top management,
the change team and the recipients of change to be engaged in the change.
In some ways this is determined by the correct identification of the key
stakeholders and the ability to manage them; by the ability to motivate
employees to make a positive contribution to the change; and to manage
the psychological transition as well as the actual implementation. Once
again we can see good practice coming out in the case studies whereby top
team support and sponsorship were evidently present and employees
were actively engaged in a process, which meant they were less ‘done to’
than being willing participants.

The fourth and final factor is effort. Sirken et al define this as the effort
required ‘over and above the usual work that the change initiative demands
of people’. If no allowance is made for this increased effort, or inadequate
allowance, then the change initiative runs a higher risk of failure. This
includes the focus by sponsors and senior management who will often have
multiple time pressures on them or can move onto the next change initiative.
The change team themselves might be fully focused on and resourced up to
the ‘go live’ date and may not have the time, budget or people to continue the
change process. Managers have the sometimes unenviable task of juggling
business as usual, implementing the changes in their areas, and managing
staff through the transition. They can also be the recipients of change them-
selves, so undergoing both survival anxiety and learning anxiety (Schein,
2002). Finally, staff involved in implementing change need time to do so,
either by a reduction in their normal workload, backfilling, or a recognition
that there will be a performance dip.

Kotter (1995) looked at over 100 different organizations going through
change and picked out eight key aspects of the change process which could
either lead to a failed initiative or, if got right, lead to transformation:

establish a sense of urgency;

form a powerful guiding coalition;

create a vision;

communicate the vision;

empower others to act on the vision;

plan for and create short-term wins;

consolidate improvements and produce still more change;
institutionalize new approaches.

P o Ot 0N

I think what is useful at the implementation stage is to continue to bear all of
these in mind. If you don’t want the momentum to slacken then the sense of
urgency needs still to be evident; likewise the abiding vision, whether or not



198 Change Management Masterclass

it has evolved, needs to continue to be articulated and communicated; the
guiding coalition needs to be sustained and continued levels of empow-
erment enabled across the organization. Progress needs to be acknowledged
as and when it happens and incorporated into the organization’s way of
doing things. In the process of doing these things you will be able to see
whether you have drifted away from the vision or whether the vision needs to
be fine tuned; you will have a greater understanding of the human systems at
play and where you need to focus your attention in terms of possible
resistance or blockages; and you will have a clear sense of whether you are on
schedule according to your plan.

In a later article Kotter (2006) adds to his initial analysis by highlighting
what he calls the ‘four mistakes’ that cause failure and the ‘three key tasks’ to
ensure success. The four mistakes he sees as writing a memo instead of
lighting a fire; talking too much and saying too little; declaring victory before
the war is over; and looking for villains in all the wrong places. The first two
of these relate to the way you communicate and engage with your stake-
holders and employees and the way that you demonstrate leadership and
commitment to the changes yourself. In terms of declaring victory too soon,
Kotter is highlighting the fact that change takes time and a few quick wins
don’t signal that the task has been accomplished:

When a project is completed or an initial goal met, it is tempting to congratulate
all involved and proclaim the advent of a new era. While you should celebrate
results, don’t kid yourself or others about the difficulty and duration of trans-
formation. Once you see encouraging results in a difficult initiative, you are
only six months into a three-year process. If you settle for too little too soon, you
may lose it all. Celebrating is a great way to mark progress and sustain
commitment — but note how much work is still to come.

The following list is adapted from Kotter (1995):

® [stablish a sense of urgency — ensure that the level of current dissatis-
faction or future threat is sufficient to kick-start the change and maintain
momentum.

® Form a powerful guiding coalition — ensure that key stakeholders are
engaged and the change team has the necessary sponsorship, power and
authority.

® (reate a vision — have a clear understanding of what you want to achieve
from the change and for it to be lofty, strategic and motivational.

® Communicate the vision — ensure people are informed and hopefully
engaged with the change by having a shared understanding of and
commitment to the direction of the change.
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® Empower others to act on the vision — ensure that those people who are
needed to make the change happen have the necessary resources,
mandates and enabling mechanisms to achieve their goals.

® Plan for and create short-term wins — be clear that progress is being made
towards the ultimate goals through the achievement of smaller goals
along the way, thus demonstrating success and maintaining momentum.

® Consolidate improvements and produce still more change — build on
improvements in the organization as and when they occur and continue
to move forward with change.

® Institutionalize new approaches — ensure all changes are embedded in
the organization and the organization is fully aligned.

Kotter also highlights the fact that you need to be wary of pigeonholing
certain groups into being resisters to change. It is often not employees who
resist change but senior managers who have their own motives for so doing.
As a consequence Kotter is keen that the guiding coalition is seen as repre-
senting all employees.

The first of the three key tasks is to
manage multiple timelines — noting that
transformative change can take years
and that short-term wins need acknowl-
edging and communication is an
ongoing task. I believe this ties into the
idea that there may be waves of change
(or ripples, if you prefer) each with its
ebb and flow. Communication and engagement need to be attuned to these
happening.

Kotter sees building coalitions as the next key task. As indicated above, the
coalition isn’t just the most senior or most powerful people in the organi-
zation but a grouping of necessary stakeholders. For this you need people
with the right skills, or people who can learn them and people who work well
together: “The best partners have strong position power, broad experience,
high credibility and real leadership skills.’

Another ingredient is to realize that the coalition builds as the change
progresses. Back to the images of the wave and the ripple, where the network
of people involved expands over time and as the changes take place and take
hold across and throughout the organization. Kotter also underscores the
need to invest in the change team throughout the change — we have seen
different change teams from the case studies invest time and effort in
building their vision, developing their operating principles and tackling
issues collaboratively.
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The third of Kotter’s tasks is to build a vision and sustain it throughout the
changes. Here he is not prescriptive; he understands that the process is
more:

emotional than rational. It demands a tolerance for messiness, ambiguity, and
setbacks. The half-step back usually accompanies every step forward. Day-to-
day demands pull people in different directions. Having a shared vision does
not eliminate tension, but it does help people make trade-offs.

In Making Sense of Change Management (Cameron and Green, 2004) we intro-
duced our own adaptation of Kotter — the Cameron Change Model — which
highlighted and accentuated a number of other aspects of implementation.

Creating vision and values emphasizes the need to incorporate values at the
heart of the change process, both in the sense of what type of culture you are
developing and in terms of how you want to implement the changes. It will
be counterproductive, for example, to have wonderful espoused values if you
take a coercive approach to change.

Communicating, engaging and empowering others is an ongoing process as the
change unfolds. This is particularly true if you are operating under a more
emergent or organic premise where those you are engaging with are in
dialogue with you as to how best to implement the unfolding changes.

Noticing improvements and energizing involves staying in touch with the
change process and seeing what is working and what needs attention. This is
more than just monitoring the project plan in a mechanistic way and actively
directing attention, other people’s as well as your own, to emerging themes.
There’s an underlying assumption that this thing called change cannot be
fully controlled but somehow needs different sorts of interventions at
different times.

Case study analysis

Both the technical and psychological aspects of the project management of
the Aster grouping process were conducted with openness and no hidden
agendas. The project itself was run along effective best practice project
management guidelines with detailed plan of activities, all tasks having a
responsible person owning it, and clear reporting procedures. During the
period of change external organizational development consultants were
brought in to help manage the people side of organizational change.

In order for the Institute to achieve its change goals it needed to become
an influential body, by doing everything to a high standard, with a real
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attention to both task process and people process, ensuring clarity of agendas
and outcomes and that all staff were supported.

With Biogen Idec the implementation process, though multifaceted, was
relatively straightforward. The negotiation with French staff, managers and
works council was achieved by setting up a process through a combination of
legal advice, adherence to French labour law and agreeing a common set of
objectives around the negotiating table. The project management of finding
and acquiring a new building for HQ) was achieved through the investigation
of different locations and sifting them through pre-selected and agreed
criteria. At the same time a detailed recruitment plan was put in place to
ensure that any gaps left by those from the old HQ not wishing to move were
quickly filled.

There was also a project plan for setting up centres of excellence across
Europe. As resources were freed up at the centre, management teams across
Europe were given additional resources (made available from the decentral-
ization process) and greater local control allowed for regional decisions and
marketing campaigns. These mandates were agreed through open
discussion and further clarification when needed. The corporate body set the
overall strategy but empowered the affiliate businesses to operationalize this.

The British Council implementation process started with what was called a
‘mobilization and visioning’ event. This two-day team workshop brought
together the technical people, the business people, the change training team
and the consortium. They spent time on task (the what) and process (the
how) and striking a balance between the two, and the first outputs were a
shared and understood vision and a set of guiding principles for the team
working.

The implementation followed a normal systems project. However,
alongside developing the software a key strand of the implementation
process was getting staff to understand what the changes were for; how they
would affect their way of working; and helping them learn what to do.
Change management workshops were designed and run for all staff.
Coordinators were appointed in all areas and all managers were asked to
complete a business readiness grid which detailed the extent to which each
section was prepared for the changes.

An effective project management structure was established with a clear line
into the programme management board. There was business representation
for all strategic discussions and a business assessment group assessing the
blueprint, the training and user acceptance, and they reported directly back
into the board. There was a clear governance structure with a senior respon-
sible owner and clear responsibilities and accountabilities. An issues log and a
risk management log were part of the everyday process.
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The mobilization of the key managers at Aarhus went hand-in-hand with
the task of restructuring. Principally it was the managers who either had the
new jobs, new roles and responsibilities and different reporting structures, or
who had to implement them within their areas of remit. Hence the process of
having working sessions where they came together to address the issues,
reflect, engage in dialogue and reach consensus enabled them to leave the
sessions, go back to their departments to implement what had been discussed
and then return to the next working session to raise and address any issues of
implementation or highlight other issues that had emerged. In this way the
format was similar to an action learning group but with the added dimension
of an organizational perspective and a collective task.

Summary

Even if you have excellent project management methodology, not everything will
necessarily run smoothly. When operationalizing the changes you need to make
allowances for:

management barriers;

the vision barrier;

the resource barrier; and

securing the acceptance of the change by those affected by it.

In any change where there are human systems at work a key focus has to be on indi-
viduals, teams and other groups going through change.

Kotter identified eight things which can contribute to failure of the change
initiative and eight anfidotes:

Establish a sense of urgency.

Form a powerful guiding coalition.

Create a vision.

Communicate the vision.

Empower others o act on the vision.

Plan for and create shortterm wins.

Consolidate improvements and produce sfill more change.
Institutionalize new approaches.

O NO O wnN —

Lleaming from previous internal change projects and best practice guidelines will
help reduce the risk of failure, though the uncertain nature of change suggests that
mistakes, faking wrong turns and abortive attempts are part of the process. An
effective change monitoring process — of task and of emotion — is an important
component of change.
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/. Transition

Integration

Bounds should be set

To ingenuity for being so cruel

In bringing change unheralded on the unready.
(Robert Frost, 1874-1963, US poet)

Tis a strange place, this Limbo! — not a Place,
Yet name it so;—where Time and weary Space
Fettered from flight, with night-mare sense of fleeing,
Strive for their last crepuscular half-being; —
Lank Space, and scytheless Time with branny hands
Barren and soundless as the measuring sands,
Not mark’d by flit of Shades,~unmeaning they
As moonlight on the dial of the day!

(ST Coleridge)
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The evidence is mounting that real change does not begin until the organ-
ization experiences some real threat of pain that in some way dashes its
expectations or hope open to the possibility of learning.

(Edgar Schein)

Introduction

The aim of this chapter is to look at how change affects individuals and teams
and some of the key things that managers and change agents need to be
aware of and do.

The change might be to restructure the organization of 20,000 from nine
divisions into five whilst at the same time increasing customer focus; or it might
be to divide the company into four separate business units with devolved powers
but some shared central services; or it might be to introduce a new performance
management culture into the organization in response to declining market
share. The causes and types of change are endless, but whatever they are they
will involve people and the need for people to change their attitudes and behav-
iours. One of the most critical issues in change management is how you manage
people through this transition and help them adapt to their changed circum-
stances. Much has been written over the last 30 years about the psychological
impact of change on people, and this chapter seeks to explore some of the
findings and suggests some practical things that change agents need to be doing
to ensure that the transition is as smooth as it can be.

Virginia Satir, who practised and wrote exten-

sively on change, once said that ‘change happens

one person at a time’ (Satir et al, 1991). So if you

are the chief executive and your goal is to get the

w whole organization of 20,000 moving in a new
S direction, you may not pause to reflect upon the

fact that each one of those 20,000 people will need

to go through a psychological process. Each one of

those 20,000 will experience the change differently, for a variety of reasons,

as we shall see. A key challenge for you is to be able to pick any one of those
people and to be able to answer yes to the following questions:

® Does that individual know the nature of the change and what is required
of him or her before, during and after it?

® Are there mechanisms in place that will enable that individual to make
the transition in a relatively smooth and trouble-free way?
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® Do we know what that individual needs to be able to psychologically and
professionally adapt to the new situation and are we meeting those needs?

Individual change

Personality and change

We have already seen in early chapters how an individual’s personality can
influence how they respond and adapt to change. We have used ideas drawn
from the MBTI® to explore this. We know that 39 per cent of the UK popu-
lation, for example, are thoughtful realists; 37 per cent are action-oriented
realists; 9 per cent are thoughtful innovators; and 15 per cent are action-
oriented innovators (figures for the United States are similar). We know that
the make-up of the managerial population differs from that of the general

population; see Table 7.1.

Table 7.1 UK population and UK managers compared

IS Thoughtful Realists

IN Thoughtful Innovators

Are concerned with practicalities
learn pragmatically and by reading
and observing

Focus their change efforts on deciding
what should be kept and what

needs changing

Their motto is ‘If it isn't broke don't fix it’

UK Population: 39%
UK Managers: 21%

Are concerned with thoughts, ideas,
concepts

learn conceptually by reading, listening
and making connections

Focus their change efforts on generating
new ideas and theories

Their motto would be ‘lef's think ahead’

UK Population: 9%
UK Managers: 20%

ES Action-oriented Realists

EN Action-oriented Innovators

Are concerned with acfions

Learn actively and by experimentation
Focus their change efforts on making
things better

Their motto would be ‘Lef's just do it’

UK Population: 37%
UK Managers: 26%

Are concerned with new ways of doing
things

Llearn creatively and with others

Focus their change efforts on putting new
ideas into practice

Their motto would be ‘Let's change it

UK Population: 15%
UK Managers: 33%

Source: UK population, OPP Ltd (1996); UK managers, Curd et al (2005)
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You will note that UK managers have a much greater population on the
future-focused (right side) of the table when compared to the population at
large. If you compare the IS thoughtful realists you will see that over 39 per
cent of the UK population are more likely to be wanting change only if there
is a good enough reason for moving from the status quo. This compared to
only 21 per cent of managers. Interestingly, when looking at the EN action-
oriented innovators the situation is reversed, with more than twice as many
managers concerned with new ways of doing things than the general popu-
lation.

The difference in preference when it comes to change means that there
may be a tendency to skew the communication and management of change
along the preferences associated with the managers. It is therefore important
to be able to expand one’s repertoire to accommodate all types. Barger and
Kirby (1995) have identified what each preference needs during organiza-
tional change (see Table 7.2).

Table 7.2 Preferences and associated needs during organizational change

Extraversion

Introversion

Time to talk about what's going on
Involvement — something to do
Communication, communication,
communication

To be heard - to have a voice

Action, getting on with it, keeping up the
pace

Time alone fo reflect on what is going on
To be asked what they think about things
Thoughf-ouf, writlen communication and
one-to-one discussions

Time fo think through their positions
before discussions or meetings

Time to assimilate changes before taking
action

Sensing

Intuition

Real data — why is change occurring?
Specifics and defails about what exactly
is fo change

Connections between the planned
changes and the past

Realistic pictures of the future that make
the plans real

Clear guidelines on expectations, roles,
and responsibilities — or the opportunity
fo design them

The overall rationale — the global realities
A general plan or direction to play
around with and develop

Chances to paint a picture of the future —
fo create a vision that works for them
Options — a general direction, but not
foo much structure

Opportunities to participate in designing
the future, to influence the changes
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Table 7.2 Preferences and associated needs during organizational change

continued. ..

Thinking

Feeling

The logic — why?

What systemic changes will there be?
Why?

Clarity in the decision making and the
planning

What are the goalse What will be the
structure?

Demonstration that leadership is competent
Fairness and equitability in the changes

Recognition of the impacts on people
How will people’s needs be dealt with?2
Inclusion of themselves and others in the
planning and implementing of change
What values underlie the changes? Are
they the right ones?

Demonstration that leadership cares
Appreciation and support

Judging

Perceiving

A clear, concise plan of action
Defined outcomes, clear goals

A timeframe, with each stage spelt out
A clear statement of priorities

No more surprises!

Completion — gef the change in place

An open-ended plan

The general parameters

Flexibility with lofs of options

Information and the opportunity to gather
more

loosen up, don't panic, trust the process
Room to adjust goals and plans as the
process confinues

Source: Barger and Kirby (1995) Modified and reproduced by special permission of the publisher, CPF, Inc., Mountain
View, LA 94043, USA. Copyright 1995 by Davies-Black Publishing, a division of CPF, Inc., all rights reserved. Further
reproduction is prohibited without the Publisher’s written consent.

Anxiety and change

In Chapter 5 on mobilizing for change we looked at Schein’s ideas on the
need for survival anxiety to outweigh the individual’s learning anxiety, and
that the process should generally be one of reducing the learning anxiety
rather than raising the anxiety levels about survival. Individuals faced with
the need to change may well have a number of fears associated with it:

® Will they be losing their work identity through losing their current role?
® Will they be losing their set of formal and informal work relationships?
® Wil they be able to cope with the demands of the new way of doing

things?

® Will they be competent enough to perform adequately?
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Questions such as these exemplify the
natural concerns of individuals facing
change. There is often a performance dip
across the organization when change is
implemented, partly due to the extra focus
needed on installing the changes in terms
of resources, energy and effort, but also
due to the need for people to acquaint themselves with the new way of doing
things —be it a new system or a new way of interacting with the customer. This
performance or learning dip can be seen in different stages. The first stage is
when the individual moves from unconscious competence (previous status
quo) through a growing awareness that things need to change because they
are not necessarily doing the right things or the things right (from uncon-
scious incompetence to conscious incompetence). It is at this point people
can have doubts about their ability to survive the new regime. With the right
support people can move through to learning how to do things the right way
up until the point is reached when it’s done automatically (from conscious
incompetence through from conscious competence to unconscious compe-
tence). Clearly there are ways of supporting them through this phase. One of
the ways in which you can manage people’s anxieties is by ensuring that there
is a motivating vision of the future in which they feel they will be a part and
have a contribution to make.

Giving them a clear understanding of where they fit and what is expected
of them is another commonsensical thing to do, along with equipping them
with the right tools to do it. The right tools include the resources and the
necessary training. In some of the case studies we saw different ways in which
these capabilities were encouraged — through practice areas, general and
specific training, management development, help desks, coaching and other
support mechanisms. A culture of not blaming people when they don’t quite
get it right also helps.

Beyond this, as we have suggested in Chapter 6 on implementation, the
organizational infrastructure such as reward systems, I'T systems, structures
and shared values need to be in place and aligned.

The change or transitions curve

Kubler-Ross’s initial research (1969) into the psychological process of those
facing traumatic change, together with those management researchers who
have extended her model to organizational change situations (for example,
Adams et al, 1976) indicates that individuals go through a number of stages
when dealing with change.



Transition 209

The change or transitions curve (see Figure 7.1) describes a typical
trajectory through these stages though we should recognize that not
everyone will necessarily experience all these stages nor necessarily in this
sequence. Indeed it is possible for people to get stuck and not move on, or
move through the curve and then find themselves back at the beginning.

Even when change comes as no surprise it is often experienced as a shock.
The change may have been on the horizon and you had mentally understood
that it was approaching, but this doesn’t allow for the bodily and emotional
feeling when it does come. It’s the conversion into reality which makes
people close down and switch off, resulting in a numbness. This can be expe-
rienced in expressions such as ‘the walking wounded’. See someone who has
just had bad news — say, that they have been made redundant — and they
really have brought the shutters down between them and the world. This can
then move into a stage of denial where somehow they haven’t been able to
take in the news or the consequences and it’s somehow easier to pretend to
themselves that it hasn’t actually happened. These first few stages I believe
are a prerequisite to people being able to begin thinking and feeling about
the change. We are talking about change that can severely disrupt one’s life
and the means to having a livelihood. Change can challenge the notion of
who you are and it can also turn your world upside down.

When individuals allow feelings about their circumstances to arise (and
this isn’t necessarily a conscious process, remember) then a typical emotion
will be one of anger. People are annoyed at someone else for imposing this
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change, or taking away their role, or their prospects. They may well be angry
with the organization, their line manager or their work colleagues, but they
may also be angry with themselves for allowing this to happen. Even though
it isn’t their fault they may shoulder some of the blame — ‘If only I had
worked harder, or seen it coming’.

These feeling of anger, blame, irritation and frustration can then subside
only to be replaced by feelings of anxiety. Once again the intensity may vary,
but these feelings can range from the merely nervous through to dread and
panic. We have already seen what Schein has to say about anxiety and some
of the contributing factors. Clearly on this emotional roller coaster there will
be real feelings of worry about the destabilization to the present and concern
about the ability to survive into the future, whatever it may bring. This will be
accompanied by the anxieties about competence, the ability to learn and step
into a role which they may not know about, and may not want.

These anxieties can run their course, and leave a sense of depression and
perhaps apathy. There’s a realization that what you have had has probably
gone for ever and you may not have the appetite to accept anything new at
this point. In some ways this stage replicates some of the qualities of the initial
stages of numbness and denial, but this has been transformed into a sense of
loss. There’s often no inclination to do much about the situation, maybe just
passing time or ‘treading water’.

All of these stages are marked by an internal focus (of what’s happening to
me) and most likely rather negative emotions about the present and future. And
then something happens. It may be the gradual realization that you have to
continue with your life, or perhaps it’s been the support or challenge of family,
friends or even your manager. But at some stage you start looking outward and
acknowledge that the past is over and there becomes an acceptance that some-
thing else needs to be done. This looking towards the future can take a number
of guises but will generally be characterized by the idea that you can explore
options and test some of them out. It might be a new role recently advertised, or
a training programme that is particularly relevant. It might be going down the
pub with some co-workers, and you find yourself with the new team. With this
comes some optimism that the worst is over. Exploring these possibilities leads to
learning more about what needs to be done and how well you can do it.
Focusing on this leads to more of an immersion in the new order of things and a
connection with the ‘new’ organization. As time goes by you find yourself inte-
grating these new behaviours, ideas and attitudes into your world view.

The transitions curve can take many forms, but going through it is a
normal and natural process. Knowing about it helps — but doesn’t mean you
don’t go through it! Being someone responsible for others’ well-being means
that you can assist people in going through the process. Table 7.3 suggests
certain generic strategies as you move through the curve.
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Table 7.3 Strategies for moving through the change curve

Stage Description Strategy
Shock Characterized by a sense of Attempt fo minimize shock
Numbness ~ disbelief and non-acceptance of Give full and early communication
Denial the change and maybe “proving’ to of intentions, possibilities and
oneself that it isn’t happening and overall direction
hoping that it will go away
"Let's keep our heads down; we
don't need these changes; perhaps
they'll go away’
Blame Celting angry that you find yourself Listen, empathize, offer support,
Anxiety in this situation, blaming self, protection
Depression  blaming others Do not suppress conflict and
Attempting to avoid the inevitable expression of difficult views or
Celting anxious about whether emotions
you'll survive or be exposed as Help individuals weather the sform
incompetent Recognize how change can trigger
Hitting the lows and responding past experiences in individuals
[or being unresponsive) with Try not to take others’ reactions
apathy or sadness personally
‘| don't want this to work; | don't
think I'm up to it or up for if; and |
don't want to be part of it’
Acceptance The reality of the situation is Help others complete
accepted Allow others to take responsibility
Encourage
| guess those things have gone for Create goals
ever; | wonder whether the changes Coach
will work’
Exploration  The idea arrives that perhaps there Encourage risk taking

are things ‘out there’

Perhaps some of these changes
might be worth at least thinking
about. Perhaps you might just ask
to see the job description of that
new job

'"Maybe these changes are working;
perhaps | could try something on for
size; maybe | could contribute’

Exchange feedback
Set up development opportunities
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Table 7.3 Strategies for moving through the change curve continued. ..

Stage Description Strategy
Optimism  As you enfer this new world there's Discuss meaning and leaming
learning the discovery that things aren’t as Reflection
Integration  bad as you imagined, perhaps the Overview of experience
company was telling the truth when Celebrate success
it said there would be new Prepare fo move on...
opportunities and a better way
of working

'It's not so bad after all; they're
definitely working; | enjoy
confributing’

An important point again is to remember that different people will go along
the curve at different speeds and different groupings of people will go
through it in different time periods. Often the senior managers and the
change team will be seeing how the changes can be fully integrated whilst
middle managers are maybe only starting to understand some of the possi-
bilities, whilst many staff may still be in the throes of anger, blame, anxiety or
depression. No amount of inspiring communications about wonderful
visions of the future will actually be received, let alone well received by these
communities. Getting back to the questions I posed at the beginning of the
chapter - if you picked any one person going through change would they
have what they and the organization needs for them to survive and thrive
through these changes?

Weinberg (1997), developing ideas from Satir et al (1991), also maps this
process but gives it an additional slant. He highlights that point of inflection
when the inwardly-turned person who has been feeling pretty low one day
moves through acceptance of their situation to being a relatively outward-
looking person. He describes this point when a transforming idea occurs,
which can be from within or from another person. Up until that point the
individual has tried in one way or another to reject the changes or find some
way around them, but the transforming idea occurs and the person’s world
view enjoys a radical shift — such as occurs when you see something in a
totally new way (like the picture of two head silhouettes turning into a vase).
From the moment the transforming idea has occurred, the challenge
becomes how to integrate this into your way of working. The beauty of this is
that you can see how a whole group can shift once they’ve all ‘got it’ and how
the old status quo is replaced by the new one.
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Bridges’ three zones

Bridges (1991) also spans the individual and the organizational when he talks
about transition:

Transition is about letting go of the past and taking up new behaviours or ways of
thinking. Planned change is about physically moving office, or installing new
equipment, or restructuring. Transition lags behind planned change because it
is more complex and harder to achieve. Change is situational and can be
planned, whereas transition is psychological and less easy to manage.

He picks up on this psychological process and segments the transition
process into three — endings, the neutral zone and beginnings. These three
can be readily mapped onto the transitions curve, with endings covering the
space and time between news of the change and towards depression and
apathy; the neutral zone is that period of time experienced at the bottom of
the trough; whilst the beginnings start as the curve moves upwards.

Endings

Bridges made the rather perceptive observation that you can’t actually start a
new beginning without finishing what it was that you were doing. This
ending can be large or small depending on the nature of the change and the
attachment that you have to the current state of affairs. The greater the
attachment then the greater will be the loss, and the sense of loss. Even when
the prospect of change towards something else might turn into a positive
experience you can still feel loss for what is — moving to a new home means
leaving the old one.

It is normal for people to feel this sense of loss, and people can feel a range
of emotions — indeed all those on the transition curve of numbness, blame,
anger, sadness, anxiety, confusion, depression and so forth. In organizational
terms there may be the loss of a number of things: people, ways of working
and indeed events. Here are just a few:

your boss;

your peers;

your team;

the informal network;

your job role/description;

your job objectives and targets;
office location;

desk;

other teams;

other departments;
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® the monthly team meeting;
® the weekly one-to-ones; and
® the annual departmental picnic!

There is also a process that can occur around letting go through what
Bridges describes as disenchantment with the old way of doing things; disen-
gagement from the previous situation and people; and a dis-identification
with what was by stepping outside the situation, though this can result in a
disorientation and unease about the direction in which you may be heading.

The neutral zone

The neutral zone is that limbo land which Bridges calls that ‘nowhere
between two somewheres’. Everyone knows that the changes are taking place
but very few people have adjusted psychologically to this. They know that
things will never be the same again but they don’t quite know what shape the
future will turn out to be. Emotionally, people may well be exhausted from
what they’ve already been through and they may be rather depressed, not
knowing quite what is happening. Some of their islands of stability will have
been lost — for example, their regular routines may well have been disrupted,
an old boss replaced by a temporary manager who has different, as yet
unknown, rules of engagement. Resources might be being reallocated, job
descriptions being revised, people appearing and disappearing. Both the
formal and informal ways in which they used to get their work accomplished
have shifted and people are doing strange things for unknown reasons.
Energy and motivation can ebb and flow, communications can become
blocked. Indeed Bridges suggests that normal rules do not apply in the
neutral zone, and there can be little chance of finding out what does apply.

Beginnings

To get to the beginning you have to have gone through the ending and
endured the neutral zone. The beginning phase is the time when people are
more outward-looking and engaged in creating the future. Once again,
remember that different personalities will reach this stage earlier than others
as will different members of the organization’s hierarchy. The ‘early
adopters’ may well be here whilst the laggards are quite a way away.

Strategies for managing transition

Bridges identifies a number of things you can do at the different stages (see
Table 7.4). They are all concerned with understanding the psychological and
emotional needs of people and designing interventions that will address
those needs.
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Endings

The neutral zone

Beginnings

Identify who's losing what
by understanding what is
going to change and how

Accept the reality and
importance of the subjective
loss by not discounting
individuals” emotional
reactions

Don't be surprised at over-

reaction as you don't know
the extent to which they are
unsetiled by these changes

Acknowledge the losses
openly and sympathetically
by not denying them and
by enabling people fo
discuss their reactions if
they wish o

Expect and accept the
signs of grieving even if
this is uncomfortable or
taken as a sign of
resistance fo the changes

Normalize the neutral zone
by preparing people for the
experiences often felt and
lefting them know that is a
normal and natural part of
the change process

Redefine it by accentuating
that it is @ normal and
healthy part of the process
and not overly negative

Create temporary systems
in the neutral zone by
compensating for those
things that have been lost:
the forming of temporary
relationships, having shorter
ferm targefs and milesfones,
parallel communication
channels

Strengthen intfra-group
connections through
proactively managing the
informal and formal
networks, which will be in
a sfate of flux

Use a transition monitoring
team, which can be drawn
from people immersed in
the changes, to act as a
conduit for feedback and
taking the emotional
temperature of the
organization

Explain the purpose
behind the outcome that is
sought, as communication
is always needed at this
stage

Create a picture of how
the outcome will feel and
look by using o
combination of very
practical analogies along
with engendering a sense
of inspiration and
imagination

Lay out a plan for phasing
in the outcome; this will
appeal to many who need
a roufe map and some
milestones

Give each person a part
fo play in the outcome and
the plan to gef there,
which continues the
philosophy of engaging
with those you want fo be
part of the future

Be consistent in the way
you communicate and
what you communicate,
remembering that the
words are only a small
part of the information
conveyed. Ensure
managers are role-
modelling new behaviours
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Table 7.4 Leading through Bridges’ three stages

continued. ..

Endings

The neutral zone

Beginnings

Compensate for the losses
by acknowledging them
and seeing if something
can be given in return:
tangible, intangible or
symbolic

Give people information,
and do it again and again
by remembering that the
right communication is key
but also that it may not be

heard the first or second time

Define what's over and

what isn't as some people
need fo know exactly what
is changing and what isn't

Mark the endings
symbolically, ritually and
emotionally

Treat the past with respect
by not denigrating it, as if
has its own validity and
value

let people fake a piece of

the old way with them which

connects with valuing the
past and seeing change in
the confext of the past

Show how endings ensure
continuity of what really
matters by connecting info
the core values that will
prevail whatever the new
direction

Use the neutral zone
creatively by allowing and
encouraging different ways
of doing things: there's often
less rigid sfrictures and
structures at this time so
make good use of the

opportunity

Ensure quick successes
through establishing short-
ferm goals and selecting
actions with a good
chance of success

Symbolize the new identity
in communication,
artefacts and rituals

Celebrate the successes
when they occur as a way
of marking the beginnings,
reinforcing the changes
and sustaining momentum

Source: Adapted from Bridges (1980, 1991) and Social Sciences Institute, North Carolina A & T State University
People, Partnerships, & Communities (1998)
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Teams through change

The majority of individuals work in teams towards organizational goals. A
number of significant things can happen to individuals within teams and the
teams themselves during transition. The psychological processes occurring
within individuals mean that their attitude to team working can vary from
the norm — some will want more contact, some less. Some will be working
harder within the team, some less so. The team itself can be affected by the
change — losing members, gaining members, being dispersed or becoming a
new team. Glaser and Glaser (1992) identified five elements that contribute
to the level of a team’s effectiveness or ineffectiveness over time. Each one of
these is disturbed during times of change. The five elements are:

1. Team mission, planning and goal setting, which is the clarity of under-
standing of the team’s purpose, overriding objectives and general
direction.

2. Team roles, which is the allocation of roles and responsibilities and the
degree to which they are clear for each individual and for the team as a
whole.

3. Team operating processes, which are the processes by which the team
will go about its duties together and engage in problem-solving and
decision-making activities.

4. Team interpersonal relationships, which is the level of cohesiveness and
collaboration amongst the team members in pursuance of the team goals.

5. Inter-team relations, which is the degree to which working across bound-
aries occurs within the organization.

At any time during change all five can be disrupted. With
the company’s strategic direction shifting, the team’s goals
may well change, giving rise to the need to refresh and
reconfirm what they are. The organization of work may
need reconfiguring, with different people taking on
different roles with new responsibilities. Levels of training
and competence may present an issue here. Given what we have described
occurring in the neutral zone, a team’s way of working may shift, with team
members being called away on projects, regular team meetings being
disrupted, management information being delayed, etc. All these things will
impact on team relationships as people go through their own transitions
curve and make sense of the changes for themselves. Issues of rivalry and
competitiveness may arise, though pulling together to face a common threat
is just as likely. Finally, the relationship between the team and other
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groupings will typically shift. Even if there was no internal change for this

particular team, the rest of the organization in both its formal and informal
structure and power base may have changed, resulting in the need for team
members to connect, reconnect and forge new links across organizational
boundaries. Table 7.5 lists some of the strategies you can adopt when
managing teams through change.

Table 7.5 Leading teams through change
Task People
Team Establish purpose of change and Ensure understanding and commitment
purpose  feam objectives in relation to from team about change purpose on
change an infellectual and emotional level
Review progress on team purpose  Check out individual engagement to
and objectives, adjust as purpose (enrolment, enlistment,
necessary compliance, resistance)
Discuss differences
Review progress, recognize
achievement
Review team performance against
purpose, recommit as necessary
Team Establish and ensure clarity of Ensure individuals understand their
roles roles and responsibilities of whole roles and those of others
team and individual members Establish whether there are any
Review roles and responsibilities, overlaps or grey areas
adjust as necessary Establish the degree of ‘comfort’ with
Develop strategies for improving individual roles and establish levels of
performance support and challenge required
Highlight areas of tfeam tension
Review progress, recognize
achievements and development areas
Review individual role performance
and structure, recognize achievement
and provide development
Team Highlight the need for team Establish ground rules for team
processes  processes in fimes of change working
Establish processes for decision Check out levels of frust and
making, problem solving, conflict agreement

resolution if not already in place
Review feam processes, adjust
as necessary

Develop strategies for improving
performance

Surface areas of team fension

Review level of team efficiency, adjust
as necessary

Develop strategies for improving
performance
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Table 7.5 Leading teams through change continued. ..
Task People
Team Highlight the need for team Establish ground rules for team
relations  development processes working
Ensure team is agreed on purpose,  Build safe environment for team to
objectives, roles and processes openly express thoughts and feelings
Review feam relations, attend to Review progress, recognize
it necessary achievement
Develop sfrategies for improving Reflect upon level of team
performance effectiveness
Develop sfrategies for improving
performance
Interteam  Establish dependencies on and Highlight the need to establish
relations  with other organizational teams profocols with key organizational

going through change

Establish process for
communicating with other tfeams
going through change

Review level of interteam
working, plan negotiafions if
necessary

Implement actions from review if
necessary and develop strafegies
for improving performance

groupings

Engage with other groupings on how
they will work fogether

Review level of interfeam working,
engage others in negotiating better
relations if necessary

Continue to foster good working
relations with other organizational

groupings

Shadow side of organizations

to light a candle is to cast a shadow

(Ursula K Le Guin)

Given the nature of change and its innate capacity to disturb, it’s little wonder
that seemingly irrational things will happen during change. We have seen how
change can affect individuals and teams and evoke a range of emotions. As an
individual or within a team or larger group, or within an organization, there is
always what is going on above the surface, but invariably there is what is going
on below, too, and change situations can stir these up more than at other times.

For an individual it is what lies in the subconscious or in the unconscious —
those bits of yourself you'd prefer to disassociate from, perhaps not reveal, or
maybe fear. Although you might be unaware of them, it can sometimes be
obvious to colleagues when they take the trouble to look.
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Within the team or group situation the shadow side manifests itself in the
thoughts, feelings and behaviours that people just don’t want to discuss.
When the team is described as or felt as being dysfunctional, more than likely
there are things that are going on below the surface which are getting in the
way of the task in hand being done effectively.

Within organizations the shadow manifests in many
ways — it’s the hidden, the unspoken, the undis-
cussable, the power plays, all the things that sap the
energy from an organization and divert it from
achieving its objectives and addressing the issues that
are holding it back.

Individual shadow

Whether alone or with others we are all a complex mix past, present and
future. We bring with us into any situation bag and baggage from the past.
Our formative years have a critical affect on who we are, how we present to
the world and how we react to situations. Our earlier relationships with
significant figures (mother, father, siblings and the like) can cause us to repeat
patterns that might have been useful then but most likely are inappropriate
now (Freud, 2002).

We have seen how our innate personality can cause us to respond to
different types of communication and put us under stress in different way —
all these things can happen below the level of awareness and can be a great
source of synergy, or more likely, conflict, with people of a different type. Our
life experiences cause us to enter into current situations with a set of predis-
positions, and indeed prejudices that then get us behaving as if they were
true — with the consequential reactions from others.

So the key is to surface the individual shadow by discovering where your
blind spots are, by increasing your self-awareness and by checking out how
you interact with others and where you come into conflict with them.

Team shadow

In any team or small group situation, not only do we all bring our respective
individual shadows but we can and will often display even more seemingly
non-rational behaviour as the team shadow manifests itself. Bion (1961)
suggests that various phenomena might be observed. For example, the
group look towards one person to solve all their problems (the messiah), or
they exhibit fight or flight behaviours, either way avoiding the task in hand.
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Often people will scapegoat one person, either in or outside of the group,
and because there are power and politics at play (beneath the surface) there
can be all sorts of ‘hidden agendas’ which bear little resemblance to the
agenda on the table. Sometimes a team will ‘park the elephant’ in the corner,
that is, they’ve recognized there is an issue which needs addressing but no
one has the appetite to address it.

Information itself is power and not all information gets communicated. So
how can we make the best decisions either for the business or for ourselves?
As people can be preoccupied with the consequences of the change, the
actual agenda is the last thing on their minds. Different people can manifest
political behaviours — someone does everything to please the boss, especially
telling him or her what they think they want to hear, whereas another person
who has suffered in a previous change isn’t going to risk saying anything out
of turn, so doesn’t engage in dealing with the change or the transition.

Organizational shadow

Like individuals and groups, organizations too have a shadow side. With
organizations this can be inextricably linked to its culture, ‘the way things are
done around here’. It can manifest in various guises but you know when
you’ve encountered it by certain feelings and observations:

® Things don’t seem to get done very easily.

® People say one thing but do another.

® The informal organization is better equipped than the more formal
organization.

® There are higher levels of frustration, lack of motivation and more
‘walking wounded’.

® People are put into impossible situations — damned if you do, damned if
you don’t.

There can be something about the culture that gets people not to achieve the
task they are there to do or engage in the changes that are everyone’s respon-
sibilities, no matter how skilled or motivated they are. The values that the
organization espouses are not the values that are enacted or rewarded — ‘the
customer is king” and ‘people are our greatest asset’ bring forth a shrug or a
hollow smile. The top team, rather than bringing stewardship to the organi-
zation, are seen to be individually motivated, mal-aligned and out for their
own ends or for their own areas and not for the good of the company, its
customers, shareholders or staff. Potent symbols and artefacts around the
place accentuate the shadow rather than the vitality of the organization —
customer-facing staff stand talking to themselves; the reception area is full of
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dirty ashtrays; the stories people tell are ones of failure, gossip or to the
detriment of the organization.

A lot of these things go on below the surface and are not discussed — as
Argyris (1990) points out, we cover up certain things and then cover up the
cover — there are things in this organization we don’t discuss and we don’t
discuss the fact that we don’t discuss them.

Surfacing the shadow

Egan (1994) discusses the shadow in organizations in some depth and a
number of practical things you can do to surface the shadow and deal with it.
He suggests you need to focus your attention on the shadow side of things
during times of change as well as all the other things you are doing:

Legitimize the search for and naming of blind spots.

Ask the questions behind the questions.

Welcome new perspectives from others.

Think about ways you might be in the dark.

Sit up when you are surprised by behaviour or events.
Identify the consequences of not discussing the issue.

Use a confidant to discuss fears about negative consequences.
Identify issues that you’re reluctant to discuss.

Identify issues that others are reluctant to discuss.

Develop the ability to name the issue, having put yourself in the
recipient’s shoes first.

Turn embarrassment into learning.

Monitor self-interest.

Use shared problem-solving methodology.

You need to choose viable political strategies, whilst always having the
business needs in mind.

Egan uses the analogy of sport — learning the nature of the game that is
being played, who the key players are and what their motives and motiva-
tions might be. You need to access these networks, developing lines of
communication and forming alliances and coalitions as necessary. This is very
much in the realm of the political metaphor, and Egan certainly uses that
language. It is about negotiating your way through and around the various
competing interests, knowing which are the issues to remain firm on and
which you can yield a little on.

Baddeley and James (1987) discuss political skills for managers on two
axes, one which runs from the individual being politically aware to being
politically unaware; the other from psychological game-playing through to
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acting with integrity (see Figure 7.2). The first axis is really about how
emotionally intelligent (Goleman, 2000) you are in being aware of your self
and being able to pick up on what is going on around you in the organization.
Clearly when operating within a political metaphor, or when the shadow side
is rising, being politically astute is important. The other axis is really
concerned with the values that you hold and the values of the organization.
Acting with integrity would be the natural aim for managers in most organi-
zations and as such is a good model for enacting change, as the ‘how’ of the
change is as important as the ‘what’, and the how of the change needs to be
aligned with the organization’s future vision and values.

Case study analysis

At Aster a number of binding and bonding interventions helped the different
sections operate alongside each other, managing the ‘what’s tight — what’s
loose’ tension between each other and the centre. An expanded management

Politically Aware

A
% Drawn to power
Unprincipled Aware of purpose and interested v

Aggressive but well masked in direction

Not spontaneous Can cope with being disliked
‘What information do | need and how Good interpersonal skills

o)) shall | get it?’ Thinks before speaking
< Checks gossip, aware of others’ Excellent listener
> viewpoints Sense of loyalty and friendship
o Basically insecure, but well defended Knows how the organization works >
Q- Knows how the organization works Open, shares information Q
@ Knows ‘who cares, who can, who knows’ In tune with grapevine =1
IS Recognizes and exploits key weaknesses Uses coalition, negotiates, cooperates «Q
8 in allies and adversaries Likes win-win situations =

< > =
© Not skilled interpersonally Principled, ethical Z
ke Unprincipled | Relies on authority oy =1
(o) Hates to be ignored Doesn't appreciate political 5% A'.': I/I/;q')"‘ c"D"
ke Associates with power purpose %}4—"‘" Y «Q
8 Doesn’t recognize purpose or direction Doesn’t network, doesn’t know b J =
[S) Plays psychological games but doesn’t how to get support <
5’- read those of others Listens but doesn’'t hear
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Figure 7.2 Political skills for managers
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development programme brought the senior managers together on a
number of occasions and clear signs of a new Aster culture emerged.

The pace of change was such that on an emotional level there were a lot of
feelings to deal with and on a task level there were quite a number of things
that needed doing or clarifying. There was a degree of cooperation and
genuine willingness of managers to fully engage together in working on their
collective challenges — an indicator perhaps that the pre-merger work on
managing the fit between the people, the culture and the business objectives
had been repaid.

What helped people during this time was the development and communi-
cation of a clear strategy; the reflection back of a core set of values which were
role-modelled by senior mangers; and a sequence of staft briefings and
cascades and the establishment of an annual staff conference to celebrate
success, involve and engage staff in the future direction and test out ideas.

For the Institute the main focus of managing the changes was ensuring
that all the stakeholders were on board and engaged. This was done through
the many joint initiatives created and also the continual networking of the
managers and staff with the communities of interest across all of Ireland. The
leadership development programme — which members of the Institute them-
selves attended — was an impressive way of developing, learning, sharing best
practice and enhancing overall leadership capability in furtherance of the
shared vision.

Biogen Idec communicated a lot on creating a positive and alluring vision
of the future for the location of the new HQ, for the centres of excellence
across Europe and for the greater devolved powers.

At the British Council the Change Communications Manager’s main tasks
were to ensure excellent communication to and from the business, ensuring
business readiness and aligning communication to enable change
management. It is important to note that those areas of the business which
were under-represented demonstrated a lower level of engagement and
readiness for change.

Throughout the transition period communication and engagement were
paramount. From the first global ‘web chat’ on the company intranet at
inception through to feedback reviews after go live there was a forum for
two-way communication — information dissemination and addressing any
queries or concerns.

The coordinators’ network was set up at an early stage with the aim of
acting as a formal communication conduit between the programme team and
the affected areas. They had a key communication role in being the eyes and
ears for the programme team and, having their fingers on the pulse, they
could be an integral two-way communication channel. The coordinators also
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had a key role in ensuring that the relationships between business and
project were managed effectively. Later on they transformed into ‘Power
users’ or coaches and were on hand in situ available to support people
through the learning process.

At Aarhus the implementation and transition went hand-in-hand. The
process for gathering data, making decisions and agreeing actions allowed
those involved in the change to surface emotional issues and highlight areas
of tension and conflict. The change team built this into the programme with
a series of interventions focusing on the leadership, primary task and collab-
oration across the organization. At the same time managers had individual
time to reflect upon, discuss and plan their support and development needs.
Issues related to leadership, shared understanding, relationships and
communication were raised and time and space created for them to be fully
aired and resolution or routes to resolution agreed.

For the kitchenware company, staff were treated as colleagues, with an
open-door policy giving them the ability to contact managers at any time.
The significant policy changes were communicated early, and conversations
and discussions had around important company issues and any customers’
needs. The sales force was fully engaged with setting the sales plan, using a
bottom-up process.

Changes to product, product lines and structures within the company,
acquisition of other companies, and taking on other companies’ accounts all
impact on stakeholders’ perceptions, create instability and can generate
anxiety. Managing customers, employees and suppliers through the changes
required deliberate focus and energy.

The changes at the primary school were framed in a very positive light —
the new school building and the appointment of a young credible, dynamic
head inspired confidence amongst staff, children and parents. On the one
hand the change process created involvement and engagement (for
example, the vision-creation sessions), which allowed people to begin to feel
much more a part of the process. On the other hand the head needed to have
some frank discussions with individual members of staff as to what was
expected of them in terms of their performance and what they could expect
from the head in terms of support. Parents as a key stakeholder group were
invited to contribute in various ways.

A number of things were symbolically changed, such as the old style annual
general meeting where the head and governors sat in a long line and spoke at
those parents who had made the effort to turn up. These meetings became a
10-minute report on historical events and the rest of the meeting was used to
talk about changes that were planned over the coming year and how the
future could be co-created. Parents were also invited to contribute through a
newly revitalized Parents’ Forum.
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Summary

Change happens one person at a time and you need to identify the range of
different personalities who might be involved in change and manage their
particular needs. The MBTI® personality indicator is one method of tailoring your
approach to different personality types.

Schein identifies different types of anxiety (survival and leaming) which need to
be addressed in order fo allow change to progress. The more you can reduce the
learning anxiety which prevents movement, the more effective the change will be.

The change or transition curve is a representation of an important psychological
process that identifies key stages which individuals will progress through during the
transition. This is a normal and natural process and should not be underestimated.
Strategies to manage people’s distress will make the changes smoother. However,
remember people disturbed by change are less likely to hear what you are commu-
nicating and will need time to adjust, and those initiating change or at the forefront
of change will be at a more advanced stage of the change curve. Those you are
communicating with may well be further behind and more inwardly focused.

Bridges described three zones (endings, neutral, new beginnings) which people
will go through during the change process. Different inferventions are called for at
each of these times. It is much harder fo create a new beginning if the organization
hasn't fully managed the previous ending.

Teams experiencing change also need to be supported by addressing their
change needs along the following five dimensions:

team purpose;
team roles;

feam processes;
team relations;
interteam relations.

Ok wN =

Unconscious processes may become overt during fimes of disruption, with the
shadow side of the organization appearing on an individual, team and organizo-
tional level. This needs to be spotted and addressed.




227

8. Leading Change

Integration

We'd be the first to admit it. We're in serious need of some inspirational and
focused leadership. We need to promote a strong sense of purpose in teams whose
morale and confidence are low... we need to develop a clear strategic vision if
we're to deliver the kind of services this great fown and its people deserve.

Which is why we need a credible and highly accomplished change manager
like you. Someone able to champion a new vision while focusing all our resources
on the things that matter most. Not least the delivery of our ambitious yet realisfic
goals.

It's obviously not going fo be easy. But it will present you with the kind of chal-
lenges your talents deserve. And make full use of your proven ability to raise aspir-
afions, expectations and performance levels.

Here, you'll do this with the support of a senior management team which you
yourself will shape, and by strengthening relationships with our many partners.
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You're a radical thinker who's bold but not reckless. A hardedged decision
maker and skilled negotiator. A charismatic ambassador and custfomer champion.
And an inspirational leader with experience of transformation in a comparable
organization. But most of all, you'll be able to take us from being one of the biggest
fo one of the best.

(Job advert for a chief executive, 2006)

Introduction

The aim in this chapter is to bring together some of the themes discussed in
previous chapters to establish what it is that needs leading and how leaders
go about this successfully. The job advert above suggests a number of things:

leadership is needed to manage change;

leadership is complex;

leadership requires a considerable skill set; and
leadership might be an impossible task... for one person.

This chapter looks at ways in which leaders can help ensure that change is
managed successfully within their organizations. In our definition of leaders
we include change agents at all levels within the organization, for reasons that
will become apparent.

Characteristics of leadership

Here are three quotes about leadership from three prominent leaders and
leadership researchers which display some of the different aspects of the
complexity of the subject:

Leaders must be seen to be up front, up to date, up to their jobs and up early in
the morning.
(Lord Sieft, Marks & Spencer)

Managing is helping to make happen what is supposed to happen anyway; lead-
ership is making happen what isn’t going to happen anyway.
(R Pascale)

A crucial difference between managers and leaders lies in the conceptions they
hold, deep in their psyches, of chaos and order. Leaders tolerate chaos and lack
structure... managers seek order and control.

(A Zaleznik)
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The first quote suggests following the line of the classical leader who is out in
front of his troops and on top of everything and moving forward fast. Of course
this definitely has its place in leadership, but we shall see that there are a number
of styles you can choose from and a number of situations in which different
styles might be more appropriate. The second two quotes distinguish between
what managers do and what leaders do, but they come at it from different
angles. Although there is great discussion about whether one can separate the
two roles, or whether there is someone who just manages or someone who just
leads, what we shall do is to separate the two for the sake of analysis whilst regis-
tering that they usually go hand-in-hand within the same person.

Pascale is making a clear statement that leadership is fundamentally about
change - effecting change in the organizational world, whilst Zaleznik is
more concerned with the idea that it takes a certain sort of person, a certain
sort of perspective to lead. We have seen that often change takes the form of
emergence or evolution as plans start to be put into action, and Zaleznik is
suggesting that living with the sense of chaos (Bridge’s neutral zone?) and
helping others through it in a confident fashion is a sign of leadership.

In the introductory chapter we presented a model that looked at leading
outcomes, interests and emotions with the self at the centre (see Figure 8.1).
When we have asked senior managers and political leaders to populate the
boxes with leadership characteristics they came up with the statements in
Table 8.1.

Outputs and Outcomes
Developing and
delivering business
outcomes

Self
and
Leadership

Stakeholders and
Interests
Mobilizing influence,
power and authority

Emotions and
Culture
Enabling people and
culture to adapt

Figure 8.1 Leading outcomes, interests and emotions
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Table 8.1 Characteristics of leadership

Outcomes

Stakeholders

Emotions

Self

Scanning the
environment

Developing vision,
values and sfrategy

Deciding priorifies,
resources,
performance

Planning and
performance
framework

Structures, systems,

styles

Ensuring delivery,
evaluation, learning

Decision making

The leadership fask
in this area is
defining outcomes
and developing
strategies to delivery
them

Stakeholder

identification

Involvement and
engagement

Drawing together
diverse views

Negotiating a way
forward

Incorporating
diversity

Partnership working

Championing

Sharing leadership
and power

Being an
ambassador

The leadership fask
in this area is
ascertaining what
interests and voices
there are about this
change and
negotiating a way
through and forward

Communicating

Enrolling

Developing

Supporting
emotional movement
through transition

Inspiring

Adapting cultures

Enabling and
empowering

Changing
behaviours

Spotting and
nurturing talent

The leadership fask

is to spot the
challenges
possibilities and
dilemmas individuals
and groups will face
and enable the fo be
addressed

Maintaining
personal values
Developing self-
awareness and
knowledge

Developing self-
management skills

Developing
interpersonal and
organizational
awareness

Developing
leadership skills
Coping with
complexity,
uncertainty,
ambiguity and risk

Developing
resilience

The leadership fask
is to spot the task
and make use of
the appropriate
leadership style
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The leadership task

If we return to the adapted change equation and Kotter (1995), we can begin
to see some of the tasks to which the leader or change agent needs to attend.

Ensuring that there’s pressure for change and establishing a sense of
urgency are key elements in alerting people that change needs to happen
and will be happening. The style can vary depending on the situation, but
what is needed is communication with relevant stakeholders in a convincing
way. In may need the leader to be challenging:

Followers want comfort and stability, and solutions from their leaders. But
that’s babysitting. Real leaders ask hard questions and knock people out of their
comfort zones. Then they manage the resulting distress.

(Heifetz and Laurie, 1997)

Creating a vision is sometimes the domain of the executive team, sometimes
the whole organization may be involved, but being able to draw on people’s
ideas and imagination to then craft a vision which is lofty and strategic is a
leadership task. The degree to which it is a shared and understood vision is a
function again of style and inclusivity, but it will depend on the level of buy-in
that it receives. Remember too the different personalities — lofty visions are
inspirational for some of us, what it actually means ‘on the ground’ is motiva-
tional for others of us.

Developing the capacity and capability for change involves a number of
tasks. There is ensuring that the mechanics of change are in place — change
team project management methodology, resources, etc — and the need for
the ‘powerful guiding coalition” which can involve clear sponsorship and
varying levels of stakeholder connection. Capacity can be both about
resources in terms of the implementers of change and also allowing for the
performance dip associated with organizational change. Capability is
concerned with ensuring that there are the necessary levels of skills and
competence within the organization or brought in from outside.

Actionable first steps can ensure that the change is taken seriously, that it
has started and, when linked to planning for and creating short-term wins,
that it has momentum. But leadership is not always about being at the helm,
and one of the tenets running throughout the book, backed up by some of
the research quoted and demonstrated by the case studies, is that stakeholder
involvement, inclusion and engagement support the change process.
Continuous communication of the vision and empowering others to act on
the vision allows this to happen, as does noticing improvements and ener-
gizing areas that are flagging.
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Spotting where there is resistance to change, understanding why there is
and acting appropriately (by redoubling efforts, altering course, communi-
cating, challenging or supporting more) are key leadership duties.

One of the complaints levelled at leaders is their propensity to move on to
other things after the change is in train but not yet achieved. Leadership can
be about ensuring that improvements are consolidated, change is integrated
and then further change can happen.

Heifetz (1994) sees the leadership task
as first ‘getting on the balcony’ to know
what’s going on strategically and opera-
tionally, what’s happening now and
what’s on the horizon. From that
perspective you can then decide what
the ‘adaptive challenges’ are. He differ-
entiates technical change, which is
probably accomplished with minimal
effort or disruption, from adaptive
change, which will challenge, disturb or
destabilize the organization and those in
it. Given this propensity to knock
people out of their comfort zones, part of the leadership task is to manage
that process by recognizing the psychological component of change and tran-
sition and help people through it. Maintaining disciplined attention is about
getting the right balance between being on the balcony, focusing attention on
the adaptive challenges and ensuring business as usual. Giving the work back
to the people is ensuring there is distributed leadership across the change
initiative and understanding that a leader’s task is not to do it solely on your
own but to involve others in the change effort. A leader’s role is also to
ascertain feedback — what’s working what’s not — and acknowledge that you
haven’t got all the answers and others have valid points of view.

Table 8.2 The leadership task

Get on the balcony See the whole picture, the environmental challenges, the
boundaries and relationships within the organization and
between it and other providers, suppliers, communities and
stakeholders. Make sense of and see the connections between
changes, pressures and objectives
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continued. ..

Identify the
adaptive
challenges

Regulate distress

Maintain
disciplined
aftention

Give the work
back to the people

Protect the voices
of leadership from
below

Identify those challenges that cannot be met by continuing to
work in the same way — challenges to the underlying beliefs and
culture of the organization. Recognize when the values that
made us successful are becoming less relevant and we need to
develop different ways of thinking and behaving

Understand the impact of change on people’s work and help
them to make sense of the purpose and outcomes of the change,
fo see the big picture. Provide clarity even if you cannot provide
certainty. Do not inflict change unnecessarily

Ensure that even in times of change the detailed demands of
cusfomers and other stakeholders are met — do nof lose sight of
the real business

Ensure that people are able to get on with their work without
'inferference’ from above, build trust, support people in reaching
up fo fake on bigger challenges and do not lean down fo do the
work of more junior people (just because you can do it well)

Recognize that the people who challenge are demonstrating a
concem for the organization and a commitment to ifs goals —
take care of the people who bring contentious issues info the

open: they may have an important perspective

Adapted from Heifetz (1994) and Heifetz and Linsky (2002)

Leadership roles

Senge sees leadership occurring at different locations within an organization.
There are the executive leaders who have the traditional hierarchical posi-
tions who exercise the more formal leadership, but there are also the more
local leaders who have the job of translating the vision into tangible actions,
and network leaders who adopt a role of connecting different parts of the
organization involved in change. In the machine metaphor you will have
leaders who are the architects of change and probably operate through a
project management methodology, ensuring plans are implemented with
allocated roles and responsibilities, with project manger and project sponsor
in place. The other metaphors would bring forward other skills — the leader
as negotiator, the leader as coach, and the leader as facilitator. Bate (1995)
generates an amazingly long and varied list of leaders in cultural change
drawn from his idea of five dimensions of cultural leadership:
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1. the aesthetic, dealing with ideas about change — ‘the sensate, the
ideational, and the idealistic; the spices of culture’;

2. the political, dealing with the meaning of change — ‘putting the idea into
words, and giving the ownership of that idea to the organization
community’;

3. the ethical, dealing with the standards within the change — ‘a guided
learning process’;

4. the action, dealing with the practices around change — ‘converting
cultural meanings into cultural practices — and back again’; and

5. the formative, dealing with the structures around change — ‘the archi-
tecture of culture’.

Leaders as: Artist, Poet, Rebel, Adventurer, Jester, Utopian, Inventor,
Storyteller, Myth-maker, Gossip (but not quite of the usual sort), Pathfinder,
Rule-maker, Teacher, Coach, Mentor, Whistleblower, Critic, Devil’s Advocate,
Advocate, Champion, Salesperson, Implementer, Architect, Designer,
Draughtsman, Builder, Sculptor.

(Bate, 1995)

Higgs (2003) and Higgs and Rowland (2005) identified three distinct
groupings of:

1. shaping behaviour: by communicating what specific behavioural change
was necessary and by holding people to account;

2. framing change: by establishing the parameters of change in terms of
defining the why, the when and the how, covering both the mechanics
and guiding principles; and

3. creating capacity: by ensuring the necessary resources and focus are
available along with enabling connections and communications across
the organization.

The strategy implementation team of a financial services organization under-
going major change generated a set of competencies for their local change
leaders. In addition to the general project management ones they included
the following.

Role model/framework provider

Embodies confidence in the way that they manage the change process, has a
handle on the current situation, demonstrates what needs to be done to keep
the change progressing, gives a sense of being on top of things.
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Wider context

Has the ability to see current changes in the wider context of team, division
and organization. Not only sees how change fits with overall organizational
strategy but transfers that understanding to others.

Empathy

Has the ability to see how others are experiencing change, understands and
acknowledges what they are going through and takes this into account when
managing the change process.

Communication/being straight
Communicates facts about current and future changes in an appropriate and
timely manner. Keeps their people fully informed. Differentiates between
fact and opinion. Links overall purpose of change with the likely conse-
quences at a local level.

Is straight with both good news and bad. Can be relied upon to be open
and honest about change and how it affects individuals and groups.

Counselling

Adopts a supportive stance towards those going through change, with a
demonstrated understanding that the emotional component of individual
change needs to be acknowledged and respected.

Challenging

Is able to confront individuals and groups with the reality of the situation and
to identify and communicate what are unacceptable attitudes and behaviours
and work towards acceptable solutions.

Involvement

Actively demonstrates the belief that those going through change have a
contribution to make in ensuring that the change is successful. Encourages
individuals and teams to engage fully in the change process.

Reframing

The ability to see the situation from a range of different perspectives and
within the wider context, and get others to do likewise. To proffer and
provoke creative solutions in order to put the current situation into a more
coherent framework.

Enabling learning
Acknowledgement that changing situations require the acquisition of new
skills, knowledge and behaviours. Enables their people to attain these.
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Reviewing

Recognizes that true learning takes place only when past experience is linked
to new behaviour through reflective activity. Ensures that regular reviews
occur as part of the normal management process.

Recognition

Sets a positive ‘can do’ environment, acknowledges progress at all stages and
gives positive feedback to individuals and groups when they have accom-
plished their objectives.

Leadership style

Goleman (2000) quotes research by the consulting firm Hay/McBer drawing
on a sample of 3,870 leaders that found six distinct leadership styles, each
building from different components of emotional intelligence. The different
styles correlate positively and negatively to the overall organizational climate
and performance of an organization, with the facets of organizational climate
studied being clarity, commitment, flexibility, responsibility, rewards and
standards. Goleman found that the most effective leaders were those who
could use the styles flexibly by developing competence in more than just one
and by deploying different styles, dependent on the challenges of any given
situation. He found that the most effective leaders had access to not one, two
or even three of the styles, but were able to demonstrate at least four of the
styles, which was optimal.

The coercive style, later relabelled ‘commanding’, is characterized by the
leader telling you what to do. Useful in situations which require immediate
compliance (like an emergency), it doesn’t allow for followers to think for
themselves or be creative. The authoritative style, later relabelled the
‘visionary’ style, is one concerned with vision building and demonstrates
authoritativeness by establishing respect and credibility and being able to
bring people with you due to your ability to engage with others and be clear
about the direction. The affiliative style is one used mainly when the focus is
people rather than task. Often used when there is conflict or discord, its
primary purpose is to get people aligned and cohesive. The democratic style
is best used when you want or need people to be engaged in the decision-
making process. It’s not focused on the people as such but on what they can
contribute. The pacesetting style is one often seen in organizations that have
big change agendas and energetic and committed people (often at the top).
As the name implies, it’s leadership from the front with a clear idea of where
the change is going. It gets change moving but can result in burn-out of the
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people leading change or leaving the rest of the organization (ie the
followers) behind. The coaching style of leadership is used appropriately
when bringing on people and developing the organization’s capability by
developing the people. It is best used when there is time and space to invest
in the process.

Leaders who have mastered four or more — especially the authoritative,
democratic, affiliative and coaching styles — had the most positive impact on
climate and performance. Each style, if deployed appropriately, had short-
term uses and benefits but over time the coercive and pacesetting styles
produced a negative impact on climate and performance.

Effective leaders were seen to be flexible in their deployment of the styles
and sensitive to the impact such styles had on others within the organization.
Very few leaders demonstrated all six styles and even fewer, according to
Goleman, know when and how to use them.

Different leadership styles appear to be appropriate at various points in
the change process, as Table 8.3 suggests.

Table 8.3 Leadership styles and their appropriate use in change situations

Leadership style Change situation

Coercive When there's an organizational crisis and action needs to be
taken immediately. The leader needs to have the necessary
competencies fo make the right decisions

Authoritative When a vision needs to be articulated and moved towards.
People need to be engaged and the leader needs o have
credibility

Affiliative When people are going through transition and need support.

When different interest groups need conflict resolution or
coalition building

Democratic When stakeholders need to be engaged in creating the solution
or when the complexity of the change is such that solutions will
be achieved through collective endeavour and collaborative
problem solving

Pacesetting When the change needs kick-starting and there's the willingness
and enthusiasm fo initiate and implement the changes. When
there is @ community of change champions

Coaching When the underlying ethos is one of learning, growth and
development. When the organization needs to build ifs
leadership capability and is willing fo invest in it

Source: Goleman (2000)
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Case study analysis

At Aster the previous rather coercive style shifted to a more pacesetting style.
Richard engaged in regular and open conversations with staff and all
managers, using staff briefing, conferences, small group and individual
discussions. He demonstrated that he knew where he wanted the organi-
zation to go, had the intellectual firepower to argue his corner and
encouraged people around him to participate in creating the future. What
was interesting was how the culture as a result shifted from one of “‘We don’t
normally do this’ to one of ‘Let’s give it a try.” In the longer term leadership
needs to spread across the senior management and down into the organi-
zation. The challenge is to sustain the success by becoming a leader who is
primarily a facilitator or enabler and also to continue to build the leadership
capacity throughout all parts of the Group.

The leadership style exhibited by the Institute’s Director and her senior
management team was a balance between being affiliative, democratic and
authoritative. The Institute needed to get close to all of its stakeholders, build
trust and discover what the needs and ideas were of all of these bodies and
the constituencies that they represented. It then had to craft a vision and a
strategy which would command respect, be authoritative and encourage
engagement. These needed to be underpinned by a set of core values which
permeated everything it did — tackling health inequalities in an inclusive way,
setting out a motivating vision, setting consistently high standards, being
collaborative, building relationships and fostering networks wherever and
whenever possible.

Biogen Idec adopted an authoritative style of leadership which relied on it
having clarity of direction, an understanding of the needs and wants of the
various stakeholders, a certain credibility with staff and business partners but
also an openness to incorporate different views and new data as they
emerged, but always within predefined parameters.

Its treatment of staff was based on fairness and equity. There were no
special cases or exceptions when it came to redundancies, promotions or
relocations. It tried to achieve the balance between being clear, consultative
and direct.

The leadership styles of the key players at the British Council focused on
balancing the different aspects and demands of the programme.
Involvement of all stakeholders every step of the way, was a guiding prin-
ciple. At critical decision points it had to hold its nerve and balance the need
to be authoritative with the need to be both democratic and affiliative. Going
through periods of turbulence it sometimes had to focus more on the people
than the task. Leadership throughout the project was variously described as
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‘firm but responsive’ and ‘honest but robust’. With the organization facing
changes that it had never managed before, an overly directive style would not
work. Accessing the shared wisdom of all the key players was crucial. The
leadership style was based on the context, on the level of complexity of the
project and the levels of shared knowledge and wisdom.

The three Aarhus managers had quite different personality types, with a
consequential variation in leadership styles. One was a quiet thinking type of
person who had quite a few ideas but also always allowed the time for
reflection before a decision. The second also thought things through but was
more outgoing and translated ideas into creative possibilities. Interaction
with others was important for him as, through his questioning approach, he
was able to discover new avenues of thought and action. To complement the
first two, the third manager was much more focused on the here and now; he
had an eye for detail and required proper ways of doing things. Rules-driven
might be one description; another would be attention to the quality of the
process and the procedures. He had a handle on the resources and allocation
of those resources.

Nick and Dennis demonstrated the quite classical leadership style of
leading from the front and showing and sharing their enthusiasm and
commitment to the project. What was striking though was their willingness to
listen, learn and act on what customers, suppliers, staff and the Chairman
had to say. They were extremely focused on the moment and for the long
term, but had the flexibility to alter their tactics if people or the environment
intervened.

The head’s leadership style was very much symbolized by three pictures
that had struck her as encapsulating the task ahead:

1. A woman having to juggling many things of different shapes and sizes.
2. Someone trying to get a flock of penguins to move in the same direction.
3. Being on a high diving board, ready to take the plunge!

These three pictures symbolized to her the need to be very clear about what
she was embarking upon (in terms of vision and strategy); to be aware of all
the different, and sometimes competing, interests amongst the stakeholders;
and to recognize that going through change oneself and leading others
through change can be a scary, anxious but exciting experience.
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Summary
The key leadership questions through change are:

Are you addressing the different dimensions of leading change?
Have you identified the leadership task within the change?

Do you understand the leadership roles within this change?
What are the key competencies of change management?
What are the most appropriate leadership stylese

During change leaders need to juggle the different dimensions of:

outputs and oufcomes — developing and delivering business outcomes;
stakeholders and interests — mobilizing influence, power and authority;
emotions and culture — enabling people and culture to adapt; whilst

maintaining the appropriate authenticity and congruency in their lead-

ership style.

leaders can use the adapted change formula to ensure they are fulfilling their task.
What are the leadership fasks in each of the following variables:

pressure for change;

a clear shared vision;
capacity fo change;
capability to change;
actionable first steps; and
spotting resistance fo change?

Heifetz suggests the following are the key leadership tasks when managing
change:

get on the balcony;

identify the adaptive challenges;

regulate distress;

maintain disciplined attention;

give the work back fo the people; and
protect the voices of leadership from below.

Bate identifies a number of leadership roles in culture change:

® the aesthetic, dealing with ideas about change;
® the political, dealing with the meaning of change;
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® the ethical, dealing with the standards within the change;
® the action, dealing with the practices around change; and
® the formative, dealing with the sfructures around change.

Higgs and Rowland identified three distinct groupings of:

1. shaping behaviour: by communicating what specific behavioural
change was necessary and by holding people to account;

2. framing change: by establishing the parameters of change in terms of
defining the why, the when and the how, covering both the mechanics
and guiding principles; and

3. creating capacity: by ensuring the necessary resources and focus are
available along with enabling connections and communication across
the organization.

One change team developed the following set of competencies for their local
change leaders:

® role model/framework provider; ®  wider context;

® cmpathy; ® communication/being straight;
® counselling; ® challenging;

® involvement: ® reframing;

® enabling learning; ® reviewing; and

® recognition.

Coleman’s research suggests effective leaders need to access at least four of the
following styles:

1. coercive;

2. authoritative;
3. dffiliative;

4. democratic;

5. pacesetting;

6. coaching.
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9. Integration

The completion at last

We were once only the embryo, implanted by faith

Cultivated from ideas, some old — and some new

Nourished with a desire — to seek our fate

Beginning to flourish - from dreams, left — from the cool
Morning dew —

If we survive the drought in the summer, of prejudice and hate,
Where lack of love — threatens to cut us down, like an unwanted
Weed

Providing winter’s cold heart, — doesn’t uproot us in war, only —
To fill - its own selfish plate.

Then perhaps — the following season, will bring us the promise
We so desperately need
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For spring may bring us warm hearts, to expose our unstable

Petals, to a whole new light,

With April’s tears of remorse, for discrimination, and ignorance,

Which, created such gloom

Replenished with hope — we continue to grow, there’s no stopping

Us now, for now, —it’s all done right.

From here it unfolds, — the completion at last, for all of God’s care,

Will soon be in full bloom
(Dave Tanguay, “The completion at last’, © 2006 Dave Tanguay. Reprinted with
the kind permission of the author. davesplace@suwanneevalley.net)

Introduction

The aim of this chapter is to look at how change becomes embedded in the
organization and the degree to which learning has occurred and how
changes can be sustained going forward.

Looking through the lens of the machine metaphor, the changes will be
completed once the project plan is done. If the diagnosis, design and imple-
mentation were effective then the change will have occurred. In terms of
Lewin’s unfreeze, change, refreeze model, integration occurs at the time of
refreezing the organization. If part of the design was to move from one state,
as described in the From > To analysis, to the future state then this end state
will be achieved when, for example, the strategy is in place, the new structure
and systems are functioning, the staff with the appropriate skills and the
management with the appropriate style are all working in line with the
shared values. This will have been achieved though the organization and
implementation of the changes, and the mobilization and transition of the
stakeholders.

From the perspective of the organism metaphor, we can see that integration
has occurred when the organization has fully adapted to its new environment.
Integration will have occurred within the political metaphor when the new
configuration of the power base has settled in and a new status quo has been
negotiated. Within the flux and transformation metaphor, integration isn’t
necessarily the prime concern. Given that the way the changes have evolved
has allowed scope for emergent themes to take hold and take shape, it may well
be that some things which work, or which have ‘stickability’ have become a part
of the way of life whilst other things have faded away. In some of these other
metaphors it is as if the organization were in free-flowing mode and for change
to occur it had to be frozen and then unfrozen — the mirror image of Lewin’s
original idea. From a task point of view, integration occurs when the project
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plan is completed and the change team goes home. From a personal
perspective, integration occurs when people have gone through the transition
curve individually and entered Bridges’ new beginnings zone.

Embedding change

In a sense we are back at the beginning, because if we have orientated
ourselves, organized and mobilized, implemented and made the transition,
then we will have achieved our aims. Roberto and Levesque (2005) interest-

ingly say:

the seed of effective change must be planted by embedding procedural and behav-
ioural changes in an organization long before the initiative is launched... to achieve
effective institutionalization, core process and enabling conditions must be
embedded into the organization well before the change initiative is rolled out... to
embed change in an organization, managers have to create the conditions that
enable employees to take ownership of the new procedures and systems and inte-
grate and apply the key principles of the initiative to the way day-to-day work is
done... These enabling conditions occur in three contexts: structural, procedural
and emotional.

By ‘structural’ they mean the way in which the organization structures itself to
enable its people to focus where and on what is needed, which links into the
way they will be rewarded for the behaviours and the outcomes that are
preferred. The ‘procedural’ context is the degree of fairness with which the
change process is initiated and implemented, as perceived by the employees.
Depending on whether the organization is doing it commensurate with its
stated values and with an attempt to involve and engage staff, there will be
more or less integration of the changes into the fabric of the organization. The
‘emotional’ context refers back to many of the aspects of transition that we have
previously discussed. If preparation for the change does not seek to address
the fears and anxieties of those who it will affect, there will be less support and
mobilization.

As a precursor to these embedding mechanisms, Roberto and Levesque
define four antecedent processes which contribute towards an enabling envi-
ronment in which change can occur; see Table 9.1.
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Table 9.1 Four antecedent processes

Chartering The process by which the organization defines the initiative’s
purpose, its scope and the way people will work with one another
on the programme:
® Boundary setting — definition of scope of initiative
® Team design — definition of roles, responsibilities, norms and

ground rules for teamwork

learning How managers develop, test and refine ideas through
experimentation before full-scale rollout:
® Discovery — data and information gathering to define goals of
initiative and means of achieving objectives
® Experimentation — testing and refinement of initiative prior to full-
scale rollout

Mobilizing The use of symbolism, metaphors and compelling stories fo engage
hearts as well as minds in order to build commitment to the project:
® Siorytelling — use of stories and metaphors to create compelling

accounts about need for initiative and explain specific changes
® Symbolic action — use of symbols fo reinforce credibility and
legitimacy of core team and its message
Realigning A series of activities aimed at reshaping the organizational context,
including a redefinition of roles and reporting relationships as well as
new approaches to moniforing, measurement and compensation:
® Job redesign — alteration of underlying structures and processes
that support jobs

® Performance management — invention of new metrics to measure
the effectiveness of initiative and incorporation of the mefrics info
employee performance appraisal process

Source: Roberto and Levesque, 2005

Learning

However, in all cases learning will have happened and it is this ability to learn
new things and learn about the process that allows change. Weinberg (1997)
describes this well in his model of how transformation occurs. Often the
status quo is so strong or the prevailing paradigm so hard to shift that any
attempt to introduce something new (what he calls ‘the foreign element’) is
resisted. Initially, resistance takes the form of outright rejection, but if that
fails then there is an attempt to absorb the new element into the existing
state. If a new counter-culture leader comes into the organization then there
may be attempts to undermine them; if that fails then there are attempts to
get them to play by the existing rules. It’s only when that fails that there’s an
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attempt to adapt to the new element and transform the organization, and this
attempt can either succeed or fail. If the latter then the cycle begins again; if
it succeeds then we can see that the organization has shifted.

We have seen that a key capability of the organizations that manage change
successfully is to be learning as they make the changes. They may pilot some-
thing and see what the consequences are, and then adapt their change
initiative accordingly. But they may be doing something in addition: they
may also be looking at the way they take those decisions, implement those
initiatives and review their practice. This is what Argyris and Schén (1978)
call ‘double-loop learning’.

Single-loop learning happens when an action is taken and the intended
outcome achieved or, when there is some deviation from the outcome, you
try something different to achieve the outcome. There is not any thought
about how you went about this or the underlying assumptions you may have.
With double-loop learning you seek to understand why these actions are not
working and then develop other strategies — with that knowledge — to
remedy the situation. The additional thought process is about gaining some
understanding of cause and effect and insight into prevailing assumptions or
beliefs.

A further loop can be incorporated if the change principles themselves
come under scrutiny. The challenge might be what kind of organization we
want to be. If single-loop is concerned with whether we are doing things right,
and double-loop concerned with whether we are doing the right things, then
triple-loop learning is concerned with how we decide what is right. It is similar
to the transforming idea in individual change since it involves a paradigm
shift — a shift in the way you perceive the world around you.

As an example, the IT department wants to install a new system in the
finance department. It meets with resistance in the shape of certain processes
not working. It rewrites the processes (single-loop). It continues to meet
resistance and recognizes that maybe it hasn’t gone about it in the right way
and decides to make sure that stakeholder discussion is part of the project
plan (double-loop). It continues to meet resistance and realizes that it is oper-
ating within the machine metaphor when what is really called for is for it to fit
with the prevailing political metaphor. It shifts its paradigm (triple-loop).

The learning organization

Senge et al (1999) suggest that for organizations to sustain change through
learning and learning through change, there are five disciplines they need to
master:
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1. Personal mastery. Formulating a coherent picture of the results people
most desire to gain as individuals alongside a realistic assessment of the
current state of their lives today.

2. Mental models. Discipline of reflection and inquiry skills focused around
developing awareness of the attitudes and perceptions that influence
thought and interaction.

3. Shared vision. This collective discipline establishes a focus on mutual
purpose... by developing shared images of the future they seek to create,
and the principles and guiding practices by which they hope to get there.

4. Team learning. Through techniques like dialogue and skilful discussion,
teams transform their collective thinking, learning to mobilize their
energies and ability beyond the sum of individual members’ talents.

5. Systems thinking. In this discipline, people learn to better understand
interdependency and change, and thereby to deal more effectively with
the forces that shape the consequences of our actions.

Pedler et al (1996) identified five dimensions of an organization’s operations
with 15 supporting aspects that would characterize a learning company. It is
interesting to note that there is a focus on flexibility, permeability, partici-
pation and, of course, learning, which correlates well to the aspects of good
change management within the case studies.

1. Strategy would include a learning approach with regular
reviews, pilot projects and plans modified and built on as
progress is achieved. Also within this category would be the
notion of participative policy making, which would involve all
members of the organization and other key stakeholders,
with policy being co-created rather than being driven
purely from the top down.

2. Looking in to the organizations would be areas such as the use of infor-
mation technology to inform and empower people and their actions
(informating); accounting and control mechanisms which enable learning
and freedom to act within less rigid compliance and risk averse regimes
(formative accounting and control); internal exchange covers the idea of their
being mutually productive relationships between internal suppliers and
customers with a free flow of information across the organization; and
[flexibility of reward allowing for more creative and flexible ways of moti-
vating staff, with a degree of involvement from all.

3. Structures and how work is organized is flexible enough to allow
creativity, innovation, development and responsiveness to occur
(enabling structures) to meet current needs as well as preparing for the
future.
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Looking out covers the use of boundary workers as environmental scanners
and nter-company learning. Both these areas allow for permeable borders
and are aligned to that of a healthy organism where information flows
between customers, suppliers, partners and others with a stake in
improving the business.

Learning opportunities address the learning climate and the opportu-
nities for self-development for all. A climate is fostered whereby people can
experiment, take risks, make mistakes and learn through doing. This
would be supported by the necessary training and development oppor-
tunities. There would be a two-way contract here, with the organization
enabling learning but with individuals encouraged to take responsibility
for their development as well.

Case study analysis

At Aster, after the change process, it needed to address some key issues:

how to hold a strategic view across the Group whilst attending to opera-
tional issues within one’s own business;

how to spot and transfer best practice across the Group;

how to build one’s own identity as a business but be true to the Group
ethos; and

how to equip managers to be able to manage still more change in the
future.

A series of workshops were designed to address these issues:

to help managers share knowledge and understanding across the whole
Group;

to develop skills to better manage change;

for managers to understand their management style and the impact it
has on others; and

to address the important and pressing issues arising from a dynamic and
changing organization.

Managers and staff were involved, in a variety of ways, with developing the
ongoing agenda for change. In addition to the workshops there were staff
briefings, staff discussion groups and staff conferences where the forward
agenda was communicated, ideas generated and potential obstacles high-
lighted and worked on collaboratively. Over time a number of working
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groups were set up to address different organizational development themes
as they emerged:

® Develop practical ways in which people will ‘buy-in’, own and act out the
values.

® Develop ways for managers to keep their ‘finger on the pulse’ — know the
key issues emerging for staft and the organization to take action on.

® Generate ideas as to how people can take on responsibility and grasp
opportunities.

® Direction — guided by Aster’s vision and values and taking account of the
strengths and weaknesses of the Group, where would you want Aster to
be in five years’ time?

® Improvement — examine current service improvement practices to
confirm, a) whether they are appropriate for Aster Group, and b) how
they can better engage and be made more meaningful to staff and
customers.

® People — taking account of the staff surveys across the organization,
examine and made recommendations of what we need to do to make the
Aster Group a better place to work.

The Institute wanted to embed the changes by broadening and deepening
the networks across all of Ireland, which would lead to better health for all.
By developing the network and having open dialogue with all stakeholders,
the vision of health equality could take hold across the island.

The leadership programme was a good case in point as its aim was to build
leadership capability and capacity across all organizations working on the island.
Four programmes have been run with 100 people from all health sectors nomi-
nated or self-selected to attend, including academics, public health doctors and
community health workers as well as managers from local government.

The programme didn’t just focus on individual leadership development
but also on the impact on their respective organizations — creating a cadre of
leaders, making wider connections and operating in an all-Ireland system.
The ongoing peace process has helped, creating more porous borders, more
fluid, less threatening. Likewise this increased level of communication and
understanding has helped the peace process.

For Biogen Idec there were four key things that needed to happen as a
result of the change:

1. anew fully functioning headquarters in Zug;

2. amore devolved and autonomous culture;

3. centres of excellence established in specific specialisms and functions
across Europe; and

4. greater empowerment and autonomy to the affiliates.
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The physical movement from Paris to Zug coupled with the reduction in staff
ensured that the changes would last. The old way of doing things clearly
could not be sustained. Likewise, movement of some of the key functions
away from the HQ and the establishment of these functions (centres of excel-
lence) in locations that were naturally better placed to operate them — inter-
national regulatory, clinical research, data management and
pharmaco-vigilance centre close to the European drugs regulator and
logistics at Hoofddorp, building on an already established centre with a
central location, excellent transport and distribution facilities. At the same
time the company’s resources were devolved to the centres and the affiliates.
Reporting lines were reconfigured to put power and authority in local oper-
ations rather than a controlling centre. All the changes were monitored, not
just for effectiveness of execution, but also for how well they were received by
staff, customers and investors.

At the British Council the programme office had created stabilization
criteria for each part of the process and used a traftic light system to track
progress. From the implementers’ point of view they needed to manage the
balance between focusing on the next phase — rolling the system out overseas
—and addressing the stabilization issues in the UK.

System users had to manage the tension between accepting the new system
with limited knowledge and creating ‘workarounds’, and gaining the
necessary expertise to fully exploit the system. Management attention was
needed to ensure business optimization and exploitation of the system, by
attempting to engender inquisitiveness and to stop any backsliding by, for
example, minimizing the amount of paper that was printed out.

Business process ownership resided within the business, within the process
itself. This idea fitted with ensuring empowerment and indeed ownership
where it belonged, but it did require specific responsible managers to be
appointed and also enough resources attached to those roles. As often
happens within organizations, managers with a full load of duties and
responsibilities are asked to take on the additional responsibilities. Unless the
role is reconfigured around the process, the role might be either too large or
cumbersome, or deflect from giving the process adequate focus.

The programme support office worked on establishing a set of key
performance indicators (KPIs) to have a reasonably objective measure of how
things were going and which were used to:

decide on areas that needed following up;

decide which areas were a priority for action;

illustrate and illuminate where things were going well; and
manage expectations of the stakeholders.



252 Change Management Masterclass

Managing expectations helped at this stage in introducing the new system, as
it addressed the following key questions:

Does each part of the system function — yes or no?

Are we able to process sufficient volumes at sufficient quality?
Are we operating more efficiently than before?

Are we demonstrating best practice?

The KPIs need adjusting as you pass through these phases. By focusing to
start with on ‘Does it work, yes or no?” you indicate that this is the level of
your expectation. Going straight into assessments of whether you are imme-
diately more efficient is unrealistic and can be dispiriting, as the answer can
often be a no. The reviews of KPIs themselves can form the basis of an under-
standing of what has worked well and what now needs to change.

Within the kitchenware company the strategy continues to work well, with
customer orders continuing to grow. The UK kitchenware market, however, is
declining, so standing still is not an option. It needs to grow organically or
through acquisition, and this growth can be through existing or new
products. It had demonstrated it could grow organically through greater
customer relationship management and fulfilment; it had responded to
customers’ needs and suppliers’ ideas and enhanced the brands and
developed the product range. In the last 20 months it has made two acquisi-
tions of companies with similar product profiles (low value, high volume)
covering similar accounts. The challenge for Dennis and Nick is how to embed
the current success into a sustainable growing business. As the company grows
there is probably the need for more formal training and development, more
formal soft management skills and perhaps more attention being paid to
sustaining an entrepreneurial culture. Such a large expansion will require
different skills and capabilities across the organization; issues both of organi-
zational capacity and capability will have to be addressed.

For the primary school the key ways that the changes were embedded were
through the continued use of the processes that had been set up. These
processes became part of the cultural shift and tapped into all the major
stakeholders:

® All the power originally invested in the head was devolved to the lead-
ership team, and further devolved to curriculum heads.

® The establishment of the children’s representatives through the School’s
Council and Pupil Voice became ongoing parts of the termly cycle.

® Parents’ Forum and the forward-looking annual general meeting
became regular events, along with focused working groups looking at
key aspects of the school and its curriculum.
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Discussions with the Local Education Authority led to the school being
able to have greater degrees of decision making as it was deemed to be
operating effectively.

Links were made with a newly funded group of networked schools that
exhibited many signs of sharing the same ethos, with an action inquiry
approach to learning and a growing international dimension.

Links were established with the National College for School Leadership’s
Leadership Network of over 250 heads engaged in similar innovation
and reform in their schools and informing national policy development.

Summary

Paradoxically, integration processes need to be designed, developed and imple-
mented atf the beginning of the changes.

Roberto and Levesque suggest you have to install enabling conditions in three
confexts: structural, procedural and emotional. As a precursor to these embedding
mechanisms they define four antecedent processes that contribute towards an
enabling environment in which change can occur: chartering, learning, mobilizing
and realigning.

Senge suggests for the learning organization to take root, organizations need to
practise the five disciplines of:

personal mastery;
mental models:
shared vision;
feam learning; and
systems thinking.

Ok —

Pedlar, Burgoyne and Boydell identified the following components of a learning
company:

® strategy, with a learning approach and participative policy making;

® |ooking in to the organization, with informating; formative accounting
and confrol; infernal exchange; and flexibility of reward;

® siructures, fo include enabling structures to meet current needs as well
as preparing for the future;

® |ooking out, covering the use of boundary workers as environmental
scanners and intercompany learning;

® |earning opportunities that address the leaming climate and provide
opportunities of selfFdevelopment for all.
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10. Conclusion

Managing change - best practice

Hiatt and Creasey (2003) highlighted findings from three Prosci research
studies (www.prosci.com). These looked at change management in more
than 400 companies worldwide and found that the greatest contributors to
success were:

® cffective sponsorship from senior management in terms of active visible
support; ongoing support throughout the life of the initiative; acting as
role models for the change; communicating and being ambassadors for
change;

® buy-in from front-line managers and employees, which got the change
moving and kept momentum going;
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® continuous and targeted communication throughout the project,
tailored in depth and breadth to the different interested communities;

® an exceptional change management team taking the form of an expe-
rience credible team who maintained good internal working relations
and also networked into the organization; and

® 3 well planned and organized approach that is best fitted to the type of
change being managed.

The major factors that contributed to change failure were:

poor executive sponsorship;
employee and staff resistance;
middle management resistance;
corporate inertia and politics; and
limited budget, time and resources.

What was interesting in the research was that staff wanted to hear about the
changes from two people — the most senior person involved in the change
and the local line manager. It is as if they need to hear the overarching vision
and strategic direction from someone who means what they say, and they
need to hear about the change in a way that is translated into the local
context. They also need to know that their manager is committed to what'’s
happening. In addition, the sooner they hear about the change the better,
linked to the sooner the organization planned for the change the better.

Given that staff and middle manager resistance were factors in project
failures, the reasons for this resistance are important. Reasons for employee
resistance were they do not actually know about the changes, or not being
told enough about the implications of the changes; the fact they were unsure
of what the future held for them and the organization; and also a proportion
of them were not dissatisfied with the way things were.

Middle managers resisted change because they often had too much
business as usual to occupy them, and so their current pressures, priorities
and general workload meant they couldn’t get engaged with the changes.
Also, a fear of losing control was expressed, which manifests itself in terms
of a loss of power. Looking back at Chapter 7 on transition, it is easy to
understand where this fear comes from when you are losing your current
way of doing things and unsure of the future state because you are in the
neutral zone.



Conclusion 257

Lessons from the case studies

Key elements for organizations managing change successfully through the
change process were as follows.

Orientation

There needs to be a good process for addressing both external and internal
drivers for change, together with openness for change backed up by detailed
data gathering and a rigorous decision-making stage.

In the majority of cases there was a co-creation of direction with key stake-
holders. By connecting with them, a motivating shared vision could be built.
An important component was having the end user — customer, client, pupil —
always in mind and also the ability to refer back to them when deciding on
what changes to make.

After the future state — outline or specific — had been mapped, it needed to
be supported by a clear and convincing business case. This means ensuring
that the drivers for change do lead to improvement coupled with a set of
principles for the way the changes will be handled.

In each case holding the organizational values in mind and referring back
to them as a ‘touchstone’ was a natural and integral part of the plan. What
you do and how you do it emerged as an important concept. Clarity of vision
and commitment to a core set of values was crucial in direction setting and/or
in execution.

Those organizations where stakeholders felt a sense of readiness for
change seemed to make the transitions more smoothly.

Organization

There was an imperative to address both the task issues (project implemen-
tation) and the process issues (the group/team dynamic). The projects were
run by dedicated, credible people with meticulous planning on the things
that needed to be got right.

There tended to be a credible project team with ongoing top level spon-
sorship. Where appropriate (eg systems change, due diligence) a well
thought out project management methodology with a very clear decision-
making and problem-solving process was evident.

In all cases the business and other stakeholders’ needs were represented
on the team and they fed into the design process and the solution generation.
Being responsive to the customer, listening to the staff and suppliers or
consultants aided the process.
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Mobilization

Entering into real dialogue with key stakeholders took longer but ultimately
enhanced the chances of successful outcomes. Taking the time upfront to
create a ‘facilitating environment’ enabled change agents to allow tensions
and potential conflicts to be raised and addressed. This reduced the possibility
of these conflicts being ‘acted out’ negatively during the change process itself.

Involvement and engagement of all stakeholders with targeted communi-
cation according to need was demonstrated time and time again to be an
indispensable factor in the successful management of change. Part of this was
by ensuring that managers were engaged, involved and trained for the
change and staff had many opportunities to feed back their views. Even those
initially against the changes could be engaged in this process.

Holding onto the vision and having visible involvement of senior
management supported the Prosci research findings. The combination of
visible sponsors and top team commitment increased momentum and
reduced organizational drag.

Communication channels were established really early on and a series of
continuous and targeted communication occurred throughout the process.
The various change teams engaged people in all of their relevant networks —
especially the operational side of the business.

Engaging stakeholders was best achieved through attentive and active
listening. Creating a motivating vision that all communities can get behind
and then demonstrating that you can and will deliver builds short-term cred-
ibility and enables mobilization to happen more readily.

Recognizing and acting on the fact that different personality types like to
be communicated with in different ways doesn’t have to be an overly planned
affair. But you do need to shape your strategy accordingly — for example, a
series of one-to-one, group, team and stakeholder ‘events’ can tap into
everyone’s energy and enthusiasm and allow everyone to make contributions
— first in terms of the direction, and second in terms of commitment to action.

Implementation

Providing coaching, supervision and development for the management
population — linked to strategic objectives and operational realities —
enhances management capability and provides emotional support (and chal-
lenge) during times of change.

As the changes take place, parts of the organizational infrastructure will
change in line with the change direction — for example, a new structure and
new locations went hand-in-hand with devolving power and budgets.

A very effective project management structure was established when the
nature of the change required a more planned, top-down approach. This
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always came with a clear line into the programme management board. There
was business representation for all strategic discussions and a business group
assessed the blueprint, the training and user acceptance and reported back to
the board. There was a clear governance structure with a senior responsible
owner and clear responsibilities and accountabilities. An issues log and a risk
management log were part of the everyday process.

Understanding the politics of the situation always helps as does going
where the energy for change is. Spotting where the changes were being
disrupted or where help was needed was also a distinguishing feature.

Transition

Creating dialogue means everyone’s voice is heard, thus increasing the possi-
bility of ‘buy-in’ and engagement in the change process. It's important for
issues to be raised so that they can be addressed.

Workshops for affected managers to address issues of concern and
planning for the future were shown to be useful change interventions in a
number of the case studies. If the changes are conducted openly and with a
lot of communication then the change team are more likely to get valid
feedback about progress. The more you can forewarn people and clearly link
the changes to the strategy, the more understanding will be the people
affected by change.

Building capability and capacity through development programmes and
time out to review and reflect was a major plank in a number of the changes.
The transition period tended to be managed through dialogue and
engagement. There were some meetings where boundaries, such as
performance management issues, were laid down, but generally it was the
movement from one culture to another done though dialogue and
engagement.

That is not to say that change was always smooth. Disturbance is an
inevitable part of the process and there will most likely be a period where the
organization is in Bridges’ ‘neutral zone’.

Integration

Building staft and management capability and capacity, and getting struc-
tures, strategy and systems realigned and fitting with the new culture were
key challenges for integrating the changes. It is important to recognize that
additional resources are needed not only during the changes but most likely
for a period of time after the changes have been implemented.

It is useful for senior management and the change team to ensure
continued focus at the stabilization phase and to ensure learning reviews take
place and are transmitted to the next change team.
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Even if you are travelling at speed, do make sure from time to time that
you put in the infrastructure to sustain the changes. You can also embed the
changes by developing the leadership capability and the cohesiveness of the
formal and informal organizational networks.

Leadership

Having complementary leadership styles in the top team creates a broader
spectrum of leadership capability.

Creating the time and space for the change team itself to address (ie
confront and work through) the ‘emotional baggage’ they may have picked
up during the change process wasn’t a universal theme, but did appear to
ensure the lack of dysfunction of the change teams where it did happen.
Having a project team being a cohesive unit helped the effectiveness of the
team during the implementation process.

There doesn’t seem to be any need for a particularly visibly charismatic
leadership, but there does need to be a variety of leadership styles adopted at
different points in the change process. Understanding the nature of the lead-
ership task during these different phases was highlighted as a key element. A
low key but authoritative style in keeping all stakeholders on board proved to
be particularly effective in a number of the case studies.

In terms of Goleman’s six styles of leadership, the most prominent ones
that emerged in the case studies were the authoritative, affiliative and demo-
cratic, with some coaching style demonstrated. In a couple of organizations
and in a number of situations the pacesetting style was prominent.

Conclusion

Managing change is no easy thing. Often, during the process, you may be
accused of being too focused on the task, or too focused on the process. You
may be consulting and communicating too little, or too much; you may be
very clear about the end state, leaving no room for emergent possibility, or
creating unease in the organization because you haven’t fleshed out the
specifics of the change.

This book has been an opportunity for change managers and others inter-
ested in managing change successfully to look at change from a number of
different perspectives; to understand how other organizations have managed
change well; and to offer some ideas and insights into the change
management process. In summary, there is no one right way, but there are a
number of frameworks within which you can find a way that is right for your
change today.
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