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Get the ever changing basics right ...

... then focus on the change
agenda ...

... and prepare yourself to manage
tension and contradiction



NN F108  Building Organizational Agility

The only thing that is
certain about

the year 2010 is that it
will be different

from all our current
scenarios
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“People aren’t afraid of change.
They are afraid of being changed.”

A senior SAS executive



INSFAD McKinsey study on why change programs don't
sl produce change

B Unclear or wrong goals or vision 25%

B Insufficient communication
and motivation 35%

B Inability to sustain change
and implementation 40%



GE’s Change Acceleration Framework

Proprietary to GE; used with permission

Leading Change \

Creating A "‘S‘;l']ared Need

Shaping A Vision

Mobilizing Commitment -

Current :,.-:3’ Transition :,..::' Improved
State £ State State

Making Change Last

Monitoring Progress ——>

Changing Systems & Structures /
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REFERENCE: C. Kim & R. Mauborgne, “Fair process: Managing in the knowledge economy”,
Harvard Business Review, July-August 1997




Decisions are never fair to everyone ...

... but there are two types of fairness

« Distributive Justice »

Fairness of the
ends/outcomes
achieved

Employee satisfaction with
the outcome

« Procedural Justice »

Fairness of the
approach/process used
to reach the outcome

Overall satisfaction with
the employer; turnover intentions;
commitment and loyalty




INSEAD The five « E’s »

Why do people fail to execute a strategy quickly and effectively? Why do
change programs often NOT produce change? Why do people resist?

B An absence of ENGAGEMENT of people

B An absence of EXPLORATION of the options
B Failure to clearly EXPLAIN the decision

B Failure to establish clear EXPECTATIONS

B Failure to follow through with clear EVALUATION



m An Example:

Attali 11/93
4,000 departures
2 year salary freeze

Result:

HUGE RIOTS!!

SOURCE: An INSEAD/Cedep case study on
Air France by Prof. Jean-Frangois Manzoni

Fair Process at Air France 1993-1994

Blanc 4/94
5,000 departures
3 year salary freeze

30% productivity
improvement

Blanc calls a referendum
84% of employees vofte

81% VOTE YES!!



INSEAD What does fair process involve?

« ENGAGEMENT

— People want their views to be heard
— There is a right to refute
— Communication is sincere and genuine

« EXPLORATION

— Different options are explored



Sell the
problem!!



Thraat\

AT TSN

What happens
if we don’t
change

What happens
if we do
change



INSEAD Norms for Engagement (Constructive Debate)

Use images and stories

Ensure that we agree on goals

Actively listen before you disagree

Focus on the issues, not the personalities

Data, data, data ... Measurement, measurement ...
Ensure balanced power structures

Resolve issues without forcing consensus

Inject humour into the process
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Four Ways NOT to Persuade!

1. The up-front hard sell

2. Resisting compromise

3. The only secret is great arguments
4. 1It’s a one-shot effort




What does fair process involve?

« ENGAGEMENT

— People want their views to be heard
— There is a right to refute
— Communication is sincere and genuine

« EXPLORATION

— Different options are explored

« EXPLANATION

— People are informed of the decision
— Decisions are based on sound facts and reasoning



Translating strategy into behaviors

More of.../Less of... Analysis

Vision

More of

Desired Behaviours Changes

Less of

Clarifying what the
team expects from
the new state in

behavioural terms

SOURCE: GE Change Acceleration Process (CAP), General Electric Corporate Leadership Development Crotonville



What does fair process involve?

« ENGAGEMENT

— People want their views to be heard
— There is a right to refute
— Communication is sincere and genuine

« EXPLORATION

— Different options are explored

« EXPLANATION

— People are informed of the decision
— Decisions are based on sound facts and reasoning

« EXPECTATIONS

— Decisions are translated into clear goals, action plans and behaviors
— The meaning of a commitment is clear
— There is appropriate coaching and support
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CAPABLE? €S

P07 Champions!

Outplacement| Training &

coaching
No

Low High
WILLING?



Sequencing the steps in implementation

Level of focus Unit level Individual or group level

Focus of
change

1 2
Informal Redefinition of ... Coaching/counseling

) roles Z} Training
behavior responsibilities Process consultation
relationships Team building
2 3 < |
M { svst Performance appraisal
Formal castrement system Replacement
_ Compensation system Recruitment

design Information system

Career pathing

Organizational structure : :
9 Succession planning




What does fair process involve?

ENGAGEMENT

— People want their views to be heard
— There is a right to refute
— Communication is sincere and genuine

« EXPLORATION

— Different options are explored

« EXPLANATION

— People are informed of the decision
— Decisions are based on sound facts and reasoning

« EXPECTATIONS

— Decisions are translated into clear goals, action plans and behaviors
— The meaning of a commitment is clear
— There is appropriate coaching and support

« EVALUATION

— Decisions are applied with consistency
— Desired behaviors and results are rewarded
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Strategy, market and business
development (EXTERNAL)

300/0 INTERNAL development

(e.g. Reengineering, cost reduction)
Leverage and linkage across the
organization (HORIZONTAL)

Uncompromising attention to
getting the right people in the right
places at the right times

70%

Q Clarity of objectives and areas of
accountability
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HRM as « GLUE TECHNOLOGY »

Knowledge management Capability management

Global mindset and values

International leadership development

‘ (matrix roles)

Best practice. Cross-boundary Councils, Global Process
know how teams (project steering groups, Management
sharing management)  internal boards

Face-to-face relationships

P. Evans, V.Pucik & J-L Barsoux, “The Global Challenge: Frameworks for International Human Resource
Management’, McGraw-Hill/lrwin, January 2002
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There is too much change ...
and not enough continuity

in change
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... Which leads to a concluding
point about developing leaders
for these changing and uncertain times



Eleven dimensions for the early identification of Global Executives

Seeks opportunities to learn

Acts with integrity

Adapts to cultural differences

s committed to make a difference
Seeks broad business knowledge
Brings out the best in people

Is insightful: sees things from new angles
Has the courage to take risks

. Seeks and uses feedback

10. Learns from mistakes

11. Is open to criticism

1.
2.
3.
4.
5.
6.
7.
8.
9

Ratings by bosses of 838 managers in six international corporations on three continents.
These 11 characteristics distinguished high potentials from solid performers. Based on
factor analysis of questions in the questionnaire.

Source : M. McCall, High Flyers, Harvard Business School Press, 1998
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