Organizational change

MODELS OF AND APPROACHES TO

ORGANIZATIONAL CHANGE

Now we have set the backdrop to organizational behaviour and our
assumptions about how things really work, let us now examine ways of
looking at organizational change as represented by the range of models
and approaches developed by the key authors in this field. Table 3.2 links
Gareth Morgan’s organizational metaphors with the models of and
approaches to change discussed below.

Table 3.2 Models of change and their associated metaphors

Model or approach

Lewin, three-step model

Bullock and Batten,
planned change

Kotter, eight steps

Beckhard and Harris,
change formula

Nadler and Tushman,
congruence model

William Bridges,
managing the transition

Carnall, change
management model

Senge, systemic model

Stacey and Shaw, complex
responsive processes

Metaphor

Machine Political Organism Flux and

system
v
v
v v
v
v
v
v
v

v

transformation

109



The underpinning theory

Lewin, three-step model: organism, machine

Kurt Lewin (1951) developed his ideas about organizational change from
the perspective of the organism metaphor. His model of organizational
change is well known and much quoted by managers today. Lewin is
responsible for introducing force field analysis, which examines the
driving and resisting forces in any change situation (see Figure 3.1). The
underlying principle is that driving forces must outweigh resisting forces
in any situation if change is to happen.

Management Board
asking for this
We have little time free to
e ;
tackle this
Will free up time for us <

.
Customers will be
Provides opportunity for disgruntled by changes

questioning customer

) B S—
requirements
3 SAP will overrld‘e all this in
2 years time
Good PR for us <

%

Figure 3.1 Lewin's force field analysis
Source: Lewin (1951)

Using the example illustrated in Figure 3.1, if the desire of a manager is
to speed up the executive reporting process, then either the driving
forces need to be augmented or the resisting forces decreased. Or even
better, both of these must happen. This means for example ensuring that
those responsible for making the changes to the executive reporting
process are aware of how much time it will free up if they are successful,
and what benefits this will have for them (augmenting driving force). It
might also mean spending some time and effort managing customer
expectations and supporting them in coping with the new process
(reducing resisting force).

Lewin suggested a way of looking at the overall process of making
changes. He proposed that organizational changes have three steps. The
first step involves unfreezing the current state of affairs. This means
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defining the current state, surfacing the driving and resisting forces and
picturing a desired end state. The second is about moving to a new state
through participation and involvement. The third focuses on refreezing
and stabilizing the new state of affairs by setting policy, rewarding
success and establishing new standards. See Figure 3.2 for the key steps
in this process.

Take action
UNFREEZE Make changes
Involve people

\ Make change

Examine status permanent
quo Establish new way
Increase driving MOVE of things
forces for change Reward desired
Decrease resisting outcomes
forces against
change
REFREEZE

Figure 3.2 Lewin's three-step model
Source: Lewin (1951)

Lewin’s three-step model uses the organism metaphor of organizations,
which includes the notion of homeostasis (see box). This is the tendency of
an organization to maintain its equilibrium in response to disrupting
changes. This means that any organization has a natural tendency to
adjust itself back to its original steady state. Lewin argued that a new state
of equilibrium has to be intentionally moved towards, and then strongly
established, so that a change will ‘stick’.

Lewin’s model was designed to enable a process consultant to take a
group of people through the unfreeze, move and refreeze stages. For
example, if a team of people began to see the need to radically alter
their recruitment process, the consultant would work with the team to
surface the issues, move to the desired new state and reinforce that
new state.
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HOMEOSTASIS IN ACTION

In the 1990s many organizations embarked on TQM (total quality
management) initiatives which involved focusing on customer satisfac-
tion (both internally and externally) and process improvement in all areas
of the organization. An Economic Intelligence Unit report indicated that
two-thirds of these initiatives started well, but failed to keep the
momentum going after 18 months. Focus groups were very active to start
with, and suggestions from the front line came rolling in. After a while the
focus groups stopped meeting and the suggestions dried up. Specific
issues had been solved, but a new way or working had not emerged.
Things reverted to the original state of affairs.

Our view

Lewin’s ideas provide a useful tool for those considering organizational
change. The force field analysis is an excellent way of enabling for
instance a management team to discuss and agree on the driving and
resisting forces that currently exist in any change situation. When this
analysis is used in combination with a collaborative definition of the
current state versus the desired end state, a team can quickly move to
defining the next steps in the change process. These next steps are usually
combinations of:

® communicating the gap between the current state and the end state
to the key players in the change process;

® working to minimize the resisting forces;

® working to maximize or make the most of driving forces;

® agreeing a change plan and a timeline for achieving the end state.

We have observed that this model is sometimes used by managers as a
planning tool, rather than as an organizational development process.
The unfreeze becomes a planning session. The move translates to imple-
mentation. The refreeze is a post-implementation review. This approach
ignores the fundamental assumption of the organism metaphor that
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groups of people will change only if

there is a felt need to do so. The change /;\\-
process can then turn into an ill- /\_
thought-out plan that does not tackle

resistance and fails to harness the
energy of the key players. This is
rather like the process of blowing up a
balloon and forgetting to tie a knot in
the end!

Bullock and Batten, planned change: machine

Bullock and Batten’s (1985) phases of planned change draw on the disci-
plines of project management. There are many similar ‘steps to
changing your organization” models to choose from. We have chosen
Bullock and Batten's:

® exploration;
® planning;
® action;

® integration.

Exploration involves verifying the need for change, and acquiring any
specific resources (such as expertise) necessary for the change to go
ahead. Planning is an activity involving key decision makers and tech-
nical experts. A diagnosis is completed and actions are sequenced in a
change plan. The plan is signed off by management before moving into
the action phase. Actions are completed according to plan, with feedback
mechanisms which allow some replanning if things go off track. The final
integration phase is started once the change plan has been fully actioned.
Integration involves aligning the change with other areas in the organiza-
tion, and formalizing them in some way via established mechanisms such
as policies, rewards and company updates.

This particular approach implies the use of the machine metaphor of
organizations. The model assumes that change can be defined and moved
towards in a planned way. A project management approach simplifies the
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change process by isolating one part of the organizational machinery in
order to make necessary changes, for example developing leadership
skills in middle management, or reorganizing the sales team to give more
engine power to key sales accounts.

Our view

This approach implies that the organizational change is a technical
problem that can be solved with a definable technical solution. We have
observed that this approach works well with isolated issues, but works
less well when organizations are facing complex, unknowable change
which may require those involved to discuss the current situation and
possible futures at greater length before deciding on one approach.

For example we worked with one organization recently that, on
receiving a directive from the CEO to ‘go global’, immediately set up
four tightly defined projects to address the issue of becoming a global
organization. These were labelled global communication, global values,
global leadership and global balanced scorecard. While on the surface,
this seems a sensible and structured approach, there was no upfront
opportunity for people to build any awareness of current issues, or to
talk and think more widely about what needed to change to support
this directive. Predictably, the projects ran aground around the “action’
stage due to confusion about goals, and dwindling motivation within
the project teams.

Kotter, eight-steps: machine, political, organism

Kotter’s (1995) ‘eight steps to transforming your organization” goes a
little further than the basic machine metaphor. Kotter’s eight-step
model derives from analysis of his consulting practice with 100
different organizations going through change. His research high-
lighted eight key lessons, and he converted these into a useful eight-
step model. The model addresses some of the power issues around
making change happen, highlights the importance of a ‘felt need” for
change in the organization, and emphasizes the need to communicate
the vision and keep communication levels extremely high throughout
the process (see box).
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KOTTER’S EIGHT-STEP MODEL

1. Establish a sense of urgency. Discussing today’s competitive realities,
looking at potential future scenarios. Increasing the ‘felt-need’ for change.

2. Form a powerful guiding coalition. Assembling a powerful group of
people who can work well together.

3. Create a vision. Building a vision to guide the change effort together
with strategies for achieving this.

4. Communicate the vision. Kotter emphasizes the need to communi-
cate at least 10 times the amount you expect to have to communicate.
The vision and accompanying strategies and new behaviours needs to
be communicated in a variety of different ways.

The guiding coalition should be the first to role model new behaviours.

5. Empower others to act on the vision. This step includes getting rid
of obstacles to change such as unhelpful structures or systems. Allow
people to experiment.

6. Plan for and create short-term wins. Look for and advertise short-
term visible improvements. Plan these in and reward people publicly
for improvements.

7. Consolidate improvements and produce still more change.
Promote and reward those able to promote and work towards the
vision. Energize the process of change with new projects, resources,
change agents.

8. Institutionalize new approaches. Ensure that everyone understands
that the new behaviours lead to corporate success.

Source: Kotter (1995)

Our view

This eight-step model is one that appeals to many managers with whom
we have worked. However, what it appears to encourage is an early burst
of energy, followed by delegation and distance. The eight steps do not
really emphasize the need for managers to follow through with as much
energy on Step 7 and Step 8 as was necessary at the start. Kotter peaks
early, using forceful concepts such as “urgency’ and ‘power” and ‘vision’.
Then after Step 5, words like ‘plan’, ‘consolidate’ and ‘institutionalize’
seem to imply a rather straightforward process that can be managed by
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others lower down the hierarchy. In our experience the change process is
challenging and exciting and difficult all the way through.

When we work as change consultants, we use our own model of orga-
nizational change (see Figure 3.3), which is based on our experiences of
change, but has close parallels with Kotter’s eight steps. We prefer to
model the change process as a continuous cycle rather than as a linear
progression, and in our consultancy work we emphasize the importance
of management attention through all phases of the process.

Establishing the

need for change \

Consolidating Building the
change team

Noticing
improvements
and energizing

Creating vision
and values

Empowering

Communicating
others

and engaging

Figure 3.3 Cycle of change
Source: Cameron Change Consultancy Ltd

STOP AND THINK!

Q 3.4 Reflect on an organizational change in which you were involved.
How much planning was done at the start? What contribution did
this make to the success or otherwise of the change?

Beckhard and Harris, change formula: organism

Beckhard and Harris (1987) developed their change formula from some
original work by Gelicher. The change formula is a concise way of
capturing the process of change, and identifying the factors that need to
be strongly in place for change to happen.
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C = [ABD] > X

A = Level of dissatisfaction with the status quo

B = Desirability of the proposed change or end state

D = Practicality of the change (minimal risk and disruption)
X = ‘Cost’ of changing

Figure 3.4 Beckhard's formula

Beckhard and Harris say:

Factors A, B, and D must outweigh the perceived costs [X] for the change to
occur. If any person or group whose commitment is needed is not sufficiently
dissatisfied with the present state of affairs [A], eager to achieve the proposed
end state [B] and convinced of the feasibility of the change [D], then the cost
[X] of changing is too high, and that person will resist the change.

. resistance is normal and to be expected in any change effort.
Resistance to change takes many forms; change managers need to analyze
the type of resistance in order to work with it, reduce it, and secure the need
for commitment from the resistant party.

The formula is sometimes written (A x B x D) > X. This adds something
useful to the original formula. The multiplication implies that if any one
factor is zero or near zero, the product will also be zero or near zero and the
resistance to change will not be overcome. This means that if the vision is not
clear, or dissatisfaction with the current state is not felt, or the plan is obscure,
the likelihood of change is severely reduced. These factors (A, B, D) do not
compensate for each other if one is low. All factors need to have weight.

This model comes from the organism metaphor of organizations,
although it has been adopted by those working with a planned change
approach to target management effort. Beckhard and Harris emphasized
the need to design interventions that allow these three factors to surface
in the organization.

Our view

This change formula is deceptively simple but extremely useful. It can be
brought into play at any point in a change process to analyse how things
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are going. When the formula is shared with all parties involved in the
change, it helps to illuminate what various parties need to do to make
progress. This can highlight several of the following problem areas:

® Staff are not experiencing dissatisfaction with the status quo.

® The proposed end state has not been clearly communicated to key
people.

® The proposed end state is not desirable to the change implementers.

® The tasks being given to those implementing the change are too
complicated, or ill-defined.

We have noticed that depending on the metaphor in use, distinct
differences in approach result from using this formula as a starting
point. For instance, one public sector organization successfully used
this formula to inform a highly consultative approach to organizational
change. The vision was built and shared at a large-scale event involving
hundreds of people. Dissatisfaction was captured using an employee
survey that was fed back to everyone in the organization, and
discussed at team meetings. Teams were asked to work locally on using
the employee feedback and commonly created vision to define their
own first steps.

In contrast, a FTSE 100 company based in the UK, used the formula
as a basis for boosting its change management capability via a highly
rated change management programme. Gaps in skills were defined
and training workshops were run for the key managers in every signif-
icant project team around the company. Three areas of improvement
were targeted:

® vision: project managers were encouraged to build and communicate
clearer, more compelling project goals;

® dissatisfaction: this was translated into two elements, clear rationale
and a felt sense of urgency. Project managers were encouraged to
improve their ability to communicate a clear rationale for making
changes. They were also advised to set clear deadlines and stick to
them, and to visibly resource important initiatives, to increase the felt
need for change;
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® practical first steps: project managers were advised to define their
plans for change early in the process and to communicate these in a
variety of ways, to improve the level of buy-in from implementers
and stakeholders.

Nadler and Tushman, congruence model: political, organism

Nadler and Tushman’s congruence model takes a different approach to
looking at the factors influencing the success of the change process
(Nadler and Tushman, 1997). This model aims to help us understand
the dynamics of what happens in an organization when we try to
change it.

This model is based on the belief that organizations can be viewed as
sets of interacting sub-systems that scan and sense changes in the
external environment. This model sits firmly in the open systems
school of thought, which uses the organism metaphor to understand
organizational behaviour. However, the political backdrop is not
ignored; it appears as one of the sub-systems (informal organization —
see below).

This model views the organization as a system that draws inputs from
both internal and external sources (strategy, resources, environment) and
transforms them into outputs (activities, behaviour and performance of
the system at three levels: individual, group and total). The heart of the
model is the opportunity it offers to analyse the transformation process in
a way that does not give prescriptive answers, but instead stimulates
thoughts on what needs to happen in a specific organizational context.
David Nadler writes, ‘it’s important to view the congruence model as a
tool for organizing your thinking... rather than as a rigid template to
dissect, classify and compartmentalize what you observe. It's a way of
making sense out of a constantly changing kaleidoscope of information
and impressions.’

The model draws on the sociotechnical view of organizations that looks
at managerial, strategic, technical and social aspects of organizations,
emphasizing the assumption that everything relies on everything else.
This means that the different elements of the total system have to be
aligned to achieve high performance as a whole system. Therefore the
higher the congruence the higher the performance.
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Informal
organization

INPUT
Strategy
Resources
Environment

Work

Formal
organization

OUTPUT
Individual, team and
organizational
performance

People

Managing change — transformation process

Figure 3.5 Nadler and Tushman's congruence model
Source: Nadler and Tushman (1997). Copyright © Oxford University Press.
Use by permission of Oxford University Press, Inc.

In this model of the transformation process, the organization is composed
of four components, or sub-systems, which are all dependent on each
other. These are:

® The work. This is the actual day-to-day activities carried out by indi-
viduals. Process design, pressures on the individual and available
rewards must all be considered under this element.

® The people. This is about the skills and characteristics of the people
who work in an organization. What are their expectations, what are
their backgrounds?

® The formal organization. This refers to the structure, systems and
policies in place. How are things formally organized?

® The informal organization. This consists of all the unplanned,
unwritten activities that emerge over time such as power, influence,
values and norms.
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This model proposes that effective management of change means
attending to all four components, not just one or two components. Imagine
tugging only one part of a child’s mobile.
The whole mobile wobbles and oscillates
for a bit, but eventually all the different
components settle down to where they

were originally. So it is with organiza-

f
tions. They easily revert to the original k. %{;@@"’
mode of operation unless you attend to ";’f"j‘%%% Fbﬂ,

all four components.

For example, if you change one

component, such as the type of work done in an organization, you need
to attend to the other three components too. The following questions
pinpoint the other three components that may need to be aligned:

How does the work now align with individual skills? (The people.)

How does a change in the task line up with the way work is organized
right now? (The formal organization.)

What informal activities and areas of influence could be affected by
this change in the task? (The informal organization.)

If alignment work is not done, then organizational ‘homeostasis’ (see
above) will result in a return to the old equilibrium and change will fizzle
out. The fizzling out results from forces that arise in the system as a direct
result of lack of congruence. When a lack of congruence occurs, energy
builds in the system in the form of resistance, control and power:

Resistance comes from a fear of the unknown or a need for things to
remain stable. A change imposed from the outside can be unsettling
for individuals. It decreases their sense of independence. Resistance
can be reduced through participation in future plans, and by
increasing the anxiety about doing nothing (increasing the felt need
for change).

Control issues result from normal structures and processes being in
flux. The change process may therefore need to be managed in a
different way by, for instance, employing a transition manager.
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® DPower problems arise when there is a threat that power might be
taken away from any currently powerful group or individual. This
effect can be reduced through building a powerful coalition to take
the change forward (see Kotter above).

Our view

The Nadler and Tushman model is useful because it provides a memo-
rable checklist for those involved in making change happen. We have also
noticed that this model is particularly good for pointing out in retrospect
why changes did not work, which although psychologically satisfying is
not always a productive exercise. It is important to note that this model is
problem-focused rather than solution-focused, and lacks any reference to
the powerful effects of a guiding vision, or to the need for setting and
achieving goals.

As an alternative we have found that the McKinsey seven ‘S” model is
a more rounded starting point for those facing organizational change.
This model of organizations uses the same metaphor, representing the
organization as a set of interconnected and interdependent sub-
systems. 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.

The seven ‘S’ categories are:

staff: important categories of people;

® skills: distinctive capabilities of key people;
® systems: routine processes;

® style: management style and culture;

® shared values: guiding principles;

® strategy: organizational goals and plan, use of resources;

structure: the organization chart.

See Managing on the Edge by Richard Pascale (1990) for full definitions of
the seven S framework.
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William Bridges, managing the transition: machine,
organism, flux and transformation

Bridges (1991) makes a clear distinction between planned change and
transition. He labels transition as the more complex of the two, and
focuses on enhancing our understanding of what goes on during transi-
tion and of how we can manage this process more effectively. In this way,
he manages to separate the mechanistic functional changes from the
natural human process of becoming emotionally aware of change and
adapting to the new way of things.
Bridges says:

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 re-structuring. Transition lags behind planned
change because it is more complex and harder to achieve. Change is situ-
ational and can be planned, whereas transition is psychological and less
easy to manage.

Bridges’ ideas on transition lead to a deeper understanding of what is
going on when an organizational change takes place. While focusing
on the importance of understanding what is going on emotionally at
each stage in the change process, Bridges also provides a list of useful
activities to be attended to during each phase (see Chapter 4 on
Leading change).

Transition consists of three phases: ending, neutral zone and new
beginning.

Ending Neutral zone New beginning

Figure 3.6 Bridges: endings and beginnings
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Ending

Before you can begin something new,
you have to end what used to be. You
need to identify who is losing what,
expect a reaction and acknowledge the
losses openly. Repeat information about
what is changing — it will take time to sink in. Mark the endings.

Neutral zone

In the neutral zone, people feel disoriented. Motivation falls and anxiety
rises. Consensus may break down as attitudes become polarized. It can also
be quite a creative time. The manager’s job is to ensure that people recog-
nize the neutral zone and treat it as part of the process. Temporary struc-
tures may be needed — possibly task forces and smaller teams. The manager
needs to find a way of taking the pulse of the organization on a regular basis.

William Bridges suggested that we could learn from Moses and his time
in the wilderness to really gain an understanding of how to manage
people during the neutral zone.

MOSES AND THE NEUTRAL ZONE

o Magnify the plagues. Increase the felt need for change.

o Mark the ending. Make sure people are not hanging on to too much
of the past.

e Deal with the murmuring. Don’t ignore people when they complain.
It might be significant.

e Give people access to the decision makers. Two-way communication
with the top is vital.

e Capitalize on the creative opportunity provided by the wilderness.
The neutral zone provides a difference that allows for creative thinking
and acting.

e Resist the urge to rush ahead. You can slow things down a little.

e Understand the neutral zone leadership is special. This is not a
normal time. Normal rules do not apply.

Source: Bridges and Mitchell (2002)
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New beginning

Beginnings should be nurtured carefully. They cannot be planned and
predicted, but they can be encouraged, supported and reinforced.
Bridges suggests that people need four key elements to help them make
a new beginning:

® the purpose behind the change;
® a picture of how this new organization will look and feel;
® astep by step plan to get there;

® a part to play in the outcome.

The beginning is reached when people feel they can make the emotional
commitment to doing something in a new way. Bridges makes the point
that the neutral zone is longer and the endings are more protracted for
those further down the management hierarchy. This can lead to impa-
tience from managers who have emotionally stepped into a new begin-
ning, while their people seem to lag behind, seemingly stuck in an
ending (see box).

IMPATIENT FOR ENDINGS?

As part of the management team, | knew about the merger very early, so
by the time we announced it to the rest of the company, we were ready
to fly with the task ahead.

What was surprising, and annoying, was the slow speed with which
everyone else caught up. My direct reports were asking detailed ques-
tions about their job specifications and exactly how it was all going to
work when we had fully merged. Of course | couldn’t answer any of these
questions. | was really irritated by this.

The CEO had to have a long, intensive heart to heart with the whole
team explaining what was going on and how much we knew about the
future state of the organization before we could really get moving.
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Our view

This phased model is particularly useful when organizations are faced
with inevitable changes such as closure of a site, redundancy, acquisition
or merger. The endings and new beginnings are real tangible events in
these situations, and the neutral zone important, though uncomfortable.
It is more difficult to use the model for anticipatory change or home-
grown change where the endings and beginning are more fluid, and
therefore harder to discern.

We use this model when working with organizations embarking on
mergers, acquisitions and significant partnership agreements. In partic-
ular, the model encourages everyone involved to get a sense of where they
are in the process of transition. The image of the trapeze artist is often
appreciated as it creates the feeling of leaping into the unknown, and
trusting in a future that cannot be grasped fully. This is a scary process.

The other important message which Bridges communicates well is that
those close to the changes (managers and team leaders) may experience a
difficulty when they have reached a new beginning and their people are
still working on an ending. This is one of the great frustrations of this type
of change process, and we counsel managers to:

® recognize what is happening;

® assertively tell staff what will happen while acknowledging their
feelings;

® be prepared to answer questions about the future again and again
and again;

® say you don’t know, if you don’t know;

® expect the neutral zone to last a while and give it a positive name such
as ‘setting our sights’ or ‘moving in’ or ‘getting to know you'.

Carnall, change management model: political, organism

Colin Carnall (1990) has produced a useful model that brings together a
number of perspectives on change. He says that the effective management
of change depends on the level of management skill in the following areas:
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® managing transitions effectively;
® dealing with organizational cultures;

® managing organizational politics.

A manager who is skilled in managing transitions is able to help people to
learn as they change, and create an atmosphere of openness and risk-taking.

A manager who deals with organizational cultures examines the current
organizational culture and starts to develop what Carnall calls ‘a more
adaptable culture’. This means for example developing better information
flow, more openness, and greater local autonomy.

A manager who is able to manage organizational politics can understand
and recognize different factions and different agendas. He or she
develops skills in utilizing and recognizing various political tactics such as
building coalitions, using outside experts and controlling the agenda.

Carnall (see Figure 3.7) makes the point that ‘only by synthesizing the
management of transition, dealing with organizational cultures and
handling organizational politics constructively, can we create the envi-
ronment in which creativity, risk-taking and the rebuilding of self-esteem
and performance can be achieved'.

Managing
transitions \
/ effectively Creativity
risk-taking \
Internal & Dealing with and learning Achieving

external —— > organizational organizational
pressures cultures Rebuilding change and
for change self-esteem learning
Managing and /
organizational/ performance
politics

Figure 3.7 Carnall: managing transitions
Source: Carnall (1990). Printed with permission of Pearson Education Ltd.

Our view

Carnall’'s model obviously focuses on the role of the manager during a
change process, rather than illuminating the process of change. It provides
a useful checklist for management attention, and has strong parallels with
William Bridges’ ideas of endings, transitions and beginnings.
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STOP AND THINK!

Q 3.5 Compare the Nadler and Tushman congruence model with
William Bridges’ ideas on managing transitions. How are these
ideas the same? How are they different?

Senge et al: systemic model: political, organism, flux and
transformation

If you are interested in sustainable change, then the ideas and concepts in
Senge et al (1999) will be of interest to you. This excellent book, The Dance
of Change, seeks to help ‘those who care deeply about building new types
of organizations” to understand the challenges ahead.

Senge et al observe that many change initiatives
fail to achieve hoped for results. They reflect on why
this might be so, commenting, “To understand why
sustaining significant change is so elusive, we need
to think less like managers and more like biologists.”
Senge et al talk about the myriad of ‘balancing
processes’ or forces of homeostasis which act to
preserve the status quo in any organization.

HOMEOSTASIS IN ACTION

We wanted to move to a matrix structure for managing projects. There was
significant investment of time and effort in this initiative as we anticipated
payoff in terms of utilization of staff and ability to meet project deadlines. This
approach would allow staff to be freed up when they were not fully utilized, so
that they could work on a variety of projects.

Consultants worked with us to design the new structure. Job specs were
rewritten. People understood their new roles. For a couple for months, it
seemed to be working. But after four months, we discovered that the project
managers were just carrying on working in the old way, as if they still owned
the technical staff. They would even lie about utilization, just to stop other
project managers from getting hold of their people.

[ don't think we have moved on very much at all.

Business Unit Manager, Research Projects Department
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Senge et al say:

Most serious change initiatives eventually come up against issues embedded
in our prevailing system of management. These include managers’ commit-
ment to change as long as it doesn’t affect them; ‘undiscussable” topics that
feel risky to talk about; and the ingrained habit of attacking symptoms and
ignoring deeper systemic causes of problems.

Their guidelines are:

® Start small.
® Grow steadily.
® Don’t plan the whole thing.

® Expect challenges — it will not go smoothly!

Senge et al use the principles of environmental systems to illustrate how
organizations operate and to enhance our understanding of what forces
are at play. Senge says in his book, The Fifth Discipline (1993):

Business and other human endeavours are also systems. They too are bound
by invisible fabrics of interrelated actions, which often take years to fully play
out their effects on each other. Since we are part of that lacework ourselves,
it'’s doubly hard to see the whole patterns of change. Instead we tend to
focus on snapshots of isolated parts of the systems, and wonder why our
deepest problems never seem to get solved.

The approach taken by Senge et al is noticeably different from much of
the other work on change, which focuses on the early stages such as
creating a vision, planning, finding energy to move forward and deciding
on first steps. They look at the longer-term issues of sustaining and
renewing organizational change. They examine the challenges of first
initiating, second sustaining and third redesigning and rethinking
change. The book does not give formulaic solutions, or ‘how to’
approaches, but rather gives ideas and suggestions for dealing with the
balancing forces of equilibrium in organizational systems (resistance).

What are the balancing forces that those involved in change need to
look out for? Senge et al say that the key challenges of initiating change
are the balancing forces that arise when any group of people starts to do
things differently:
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® ‘We don’t have time for this stuff!’ People working on change initia-
tives will need extra time outside of the day to day to devote to
change efforts, otherwise there will be push back.

® ‘We have no help!” There will be new skills and mindsets to develop.
People will need coaching and support to develop new capabilities.

® ‘This stuff isn’t relevant!” Unless people are convinced of the need for
effort to be invested, it will not happen.

® ‘They’re not walking the talk!” People look for reinforcement of the
new values or new behaviours from management. If this is not in
place, there will be resistance to progress.

They go on to say that the challenges of sustaining change come to the
fore when the pilot group (those who start the change) becomes
successful and the change begins to touch the rest of the organization:

e ‘This stuff is I” This challenge concerns the discomfort felt by
individuals when they feel exposed or fearful about changes. This may
be expressed in a number of different ways such as ,'This stuff is taking
our eye off the ball’, or “This stuff is more trouble that it's worth.’

® ‘This stuff isn't working!” People outside the pilot group, and some of
those within the pilot group, may be impatient for positive results.
Traditional ways of measuring success do not always apply, and may
end up giving a skewed view of progress.

® ‘We have the right way!’/They don’t understand us!” The pilot group
members become evangelists for the change, setting up a reaction
from the ‘outsiders’.

The challenges of redesigning and rethinking change appear when the
change achieves some visible measure of success and starts to impact on
ingrained organizational habits:

® ‘Who's in charge of this stuff?” This challenge is about the conflicts
that can arise between successful pilot groups, who start to want to
do more, and those who see themselves as the governing body of
the organization.
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® ‘We keep reinventing the wheel!” The challenge of spreading knowl-
edge of new ideas and processes around the organization is a tough
one. People who are distant from the changes may not receive good
quality information about what is going on.

® ‘Where are we going and what are we here for?” Senge says,
‘engaging people around deep questions of purpose and strategy is
fraught with challenges because it opens the door to a traditionally
closed inner sanctum of top management’.

Our view

We like the ideas of Senge et al very much. They are thought-provoking
and highly perceptive. If we can persuade clients to read the book, we
will. However, in the current climate of time pressure and the need for
fast results, these ideas are often a bitter pill for managers struggling to
make change happen despite massive odds.

Whenever possible we encourage clients to be realistic in their quest for
change, and to notice and protect areas where examples of the right sort
of behaviours already exist. The messages we carry with us resulting from
Senge et al’s thoughts are:

® consider running a pilot for any large-scale organizational change;

® keep your change process goals realistic, especially when it comes to
timescales and securing resources;

® understand your role in staying close to change efforts beyond the
kick-off;

® recognize and reward activities that are already going the right way;

® De as open as you can about the purpose and mission of your enterprise.

There are no standard ‘one size fits all’ answers in the book, but plenty
of thought-provoking ideas and suggestions, and a thoroughly inspira-
tional reframing of traditional ways of looking at change. However,
those interested in rapid large-scale organizational change are unlikely
to find any reassurance or support in Senge et al's book. The advice is,
start small.
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STOP AND THINK!

Q 3.6 Reflect on an organizational change in which you were involved
that failed to achieve hoped-for results. What were the balancing
forces that acted against the change? Use Senge et al’s ideas to
prompt your thinking.

Stacey and Shaw, complex responsive processes: political,
flux and transformation

There is yet another school of thought represented by people such as
Ralph Stacey (2001) and Patricia Shaw (2002). These writers use the
metaphor of flux and transformation to view organizations. The implica-
tions of this mode of thinking for those interested in managing and
enabling change are significant:

® Change, or a new order of things, will emerge naturally from clean
communication, conflict and tension (not too much).

® As a manager, you are not outside of the system, controlling it, or
planning to alter it, you are part of the whole environment.

In Patricia Shaw’s book Changing Conversations in Organizations, rather
than address the traditional questions of ‘'How do we manage change?’
she addresses the question, ‘How do we participate in the ways things
change over time?’ This writing deals bravely with the paradox that ‘our
interaction, no matter how considered or passionate, is always evolving
in ways that we cannot control or predict in the longer term, no matter
how sophisticated our planning tools’.

Our view

This is disturbing stuff, and a paradox that sets up some anxiety in
managers and consultants who are disquieted by the suggestion that our
intellectual strivings to collectively diagnose problems and design futures
may be missing the point. Shaw says, ‘I want to help us appreciate
ourselves as fellow improvisers in ensemble work, constantly
constructing the future and our part in it’. Stacey says of traditional views
of organizations as systems, ‘This is not to say that systems thinking has
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no use at all. It clearly does if one is trying to understand, and even more,
trying to design interactions of a repetitive kind to achieve kinds of
performance that are known in advance’.

Ralph Stacey and Patricia Shaw have both written about complexity
and change. Managers, and particularly consultants, often find this diffi-
cult reading because on first viewing it appears to take away the rational
powers we have traditionally endowed upon our managers, change
agents and consultants. Patricia Shaw says of the traditional view of the
process consultant:

| would say that [the] ideal of the reflective practitioner [who can surface
subconscious needs so that groups of people can consciously create a
directed form of change] is the one that mostly continues to grip our imagi-
nations and shape our aspirations to be effective and competent individual
practitioners engaged in lifelong learning. Instead, | have been asking what
happens when spontaneity, unpredictability and our capacity to be surprised
by ourselves are not explained away but kept at the very heart [of our work].

In contrast, those working in hugely complex environments such as the
health sector or government have told us that they find the ideas in this
area to be a tremendous relief. The notion that change cannot be
managed reflects their own experiences of trying to manage change; the
overwhelming feeling they have of constantly trying to push heavy
weights uphill.

But how can managers and consultants use these ideas in real situa-
tions? We have distilled some groundrules for those working with
complex change processes, although the literature we have researched
studiously avoids any type of prescription for action.

In complex change, the leader’s role is to:

® decide what business the organization is in, and stretch people’s
thinking on how to get there;

® ensure that there is a high level of connectivity between different
parts of the organization, encouraging feedback, optimizing informa-
tion flow, enabling learning;

® focus people’s attention on important differences: between current
and desired performance, between style of working, between past
and present results.
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SUMMARY AND CONCLUSIONS

It is useful to understand our own assumptions about managing
change, in order to challenge them and examine the possibilities
offered by different assumptions. It is useful to compare our own
assumptions with the assumptions of others with whom we work.
This increased understanding can often reduce frustration.

Gareth’s Morgan’s work on organizational metaphors provides a
useful way of looking at the range of assumptions that exist about
how organizations work.

The four most commonly used organizational metaphors are:
—  the machine metaphor;

- the political metaphor;

- the organism metaphor;

— the flux and transformation metaphor.

The machine metaphor is deeply ingrained in our ideas about how
organizations run, so tends to inform many of the well-known
approaches to organizational change, particularly project manage-
ment, and planning oriented approaches.

Models of organizations as open, interconnected, interdependent
sub-systems sit within the organism metaphor. This model is very
prevalent in the human resource world, as it underpins much of the
thinking that drove the creation of the HR function in organiza-
tions. The organism metaphor views change as a process of
adapting to changes in the environment. The focus is on designing
interventions to decrease resistance to change, and increase the
forces for change.

The political map of organizational life is recognized by many of the
key writers on organizational change as highly significant.

The metaphor of flux and transformation appears to model the true
complexity of how change really happens. If we use this lens to
view organizational life it does not lead to neat formulae, or concise
how-to approaches. There is less certainty to inform our actions.
This can be on the one hand a great relief, and on the other hand
quite frustrating.
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® There are many approaches to managing and understanding change
to choose from, none of which appears to tell the whole story, most of
which are convincing up to a point. See Table 3.3 for a summary of our
conclusions for each model.

® To be an effective manager or consultant we need to be able flexibly to
select appropriate models and approaches for particular situations.
See the illustrations of different approaches in Part Two.

Table 3.3 Our conclusions about each model of change

Model

Lewin, three-step model

Bullock and Batten,
planned change

Kotter, eight steps

Beckhard and Harris,
change formula

Conclusions

Lewin’s ideas are valuable when analysing the
change process at the start of an initiative. His force-
field analysis and current state/end state discussions
are extremely useful tools.

However, the model loses its worth when it is
confused with the mechanistic approach, and the
three steps become “plan, implement, review’.

The planned change approach is good for tackling
isolated, less complex issues. It is not good when
used to over-simplify organizational changes, as it
ignores resistance and overlooks interdependencies
between business units or sub-systems.

Kotter’s eight steps are an excellent starting point
for those interested in making large or small-scale
organizational change. The model places most
emphasis on getting the early steps right: building
coalition and setting the vision rather than later
steps of empowerment and consolidation.

Change is seen as linear rather than cyclical, which
implies that a pre-designed aim can be reached
rather than iterated towards.

The change formula is simple but highly effective. It
can be used at any point in the change process to
analyse what is going on.

It is useful for sharing with the whole team to
illuminate barriers to change.
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Table 3.3 continued

Model

Nadler and Tushman,
congruence model

William Bridges,
managing the transition

Carnall, change

management model

Senge, systemic model

Stacey and Shaw,
complex responsive
processes

Conclusions

The congruence model provides a memorable
checklist for the change process, although we think
the seven ‘S’ model gives a more rounded approach
to the same problem of examining interdependent
organizational sub-systems.

Both are also useful for doing a post-change analysis
of what went wrong!

Both encourage a problem focus rather than
enabling a vision-setting process.

Bridge’s model of endings, neutral zone and
beginnings is good for tackling inevitable changes
such as redundancy, merger or acquisition. It is less
good for understanding change grown from within,
where endings and beginnings are less distinct.

Carnall’s model combines a number of key elements
of organizational change together in a neat process.
Useful checklist.

Senge challenges the notion of top-down, large-scale
organizational change. He provides a hefty dose of
realism for those facing organizational change: start
small, grow steadily, don’t plan the whole thing.
However, this advice is hard to follow in today’s
climate of fast pace, quick results and maximum
effectiveness.

The complex responsive process school of thought is
new, exciting and challenging; however it is not for
the faint-hearted.

There are no easy solutions (if any at all), the
leader’s role is hard to distinguish and the literature
on the subject tends to be almost completely non-
prescriptive.
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STOP AND THINK!

Q3.7

Q3.8

Q3.9

Which model of organizational change would help you to move
forward with each of the following changes:

® Combining two well-respected universities to form one excel-
lent seat of learning.

® Turning Boston Philharmonic Orchestra into Boston
Improvisational Jazz Band.

® Evolving a group of mature MBA students into a networked
organization of management consultants.

A fast food organization introduced a set of values recently which
were well communicated and enthusiastically welcomed. The
senior management team publicly endorsed the values and said,
‘This is where we want to be in 12 months’ time so that we are
ready for industry consolidation. You will all be measured on
achieving these values in your day-to-day work.’

The values were put together by a consultancy, which put a
great deal of effort into interviewing a broad range of people in the
organization. People at all levels like the look of the values, but
the situation three months later is that activity and conversations
around the values are diminishing. A lot of people are saying ‘We
are doing this already.’ There is still some enthusiasm, but people
are now getting scared that they will fall short of the values
somehow, and are starting to resent them.

What needs to happen now?

If Stacey and Shaw have ‘got it right’ with their ideas about how
change emerges naturally, does that make books such as this
one redundant? Answers on a postcard!
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