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reatmq Real and L.asting Change
hrough Collaboratve

rganization lesign

t sounds so simple. Prepare for the future while
improvi'ng' your organization's current perfor-
mance. Stay close to the customer and simulta-

neously install new technology. Align everyane

in the organization around the company's
strategy while, at the same time, completely transforming
your primary business procasses. And, as if this weren't
enough, also be clear about the organization's purpose
and its global contributions.

As anyone who has tried to accomplish any one of
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balancing participation and progféss; 'Corral\ing the
commitment of leadsrs to change; understanding and
changing an organization's culture; and, building agree-
ments among diverse stakeholders about the desired
future and how to create that promised land.

The two of us, as friends and business .partners, have
been wrestling with these challenges for a long time.
We've worked together on more than 30 significant change
efforts in businesses across all kind of industries. As a

result of this work, we have developsd our own approach

these things knows, all of
this Is easier said than
done. With each of these
tasks there are significant
challenges, cnes which
split your attention and sap

your energy. Amongst

Business

these challenges are the
Processes

following: mobilizing

everyone's attention on
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both the shert and the long
term health of the organi-
zation; serving customers
superbly while preparing
for the future; creating a

compelling vision while
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to creating change, which
we are calling Collabora-
tive Organizational
Design. In this article, we
want to: (1) describe this
approach, showing it as
one which meets all the
key challenges and

dilemmas, thereby

Salrondd -

creating real and lasting

f>

: change; (2) describe the
Strategy A5

pivoial role that leaders
and agreements play in
ensuring that this ap-
proach is successful; and

(3) delineate the prin-




ciples that underlie Collaborative
Organization Design, ones which, if
used well, will help you make the
change initiatives you're supporting

more effective.

An Overview of Collaborative
Organization Design

As a change methodology,
Collaborative Organization Design
enables people to comprehensively
transform their organization. In
part, this is because sufficient
numbers of people come to
understand, in a general way, what
change is, but more specifically, it's
because they all come to agree
with each other regarding the
changes in their organization that
are necessary. Our approach to
change — from day one — begins
with and focuses on those agree-
ments that must be built at every
level, starting with the seniar
leaders. This focus and emphasis
on necessary agreements contin-
ues throughout our process.

Collaborative Organization
Design has six characteristics
which, when present in their
entirety, help our clients achieve the
results they're after. Collaborative
Organization Design, as a method-
ology, rigorously pursues these
characteristics, so it's worthwhile

exploring them one by one.

1. It's Comprehensive. Piecemeal, incremental
change initiatives rarely lead to the degree of change that
most organizations seek. Collaborative Organization 3.
Design is a more comprehensive approach. It considers

all organizational elements, and the fit or alignment among
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Business environment includes
customers, suppliers, competitors, market
trends, economic trends, advances in
tech‘nolégy, ‘governmental regulations,
and demographic shifts. Core goals and
values are what the organization wants to
achieve and what the organization
stands for and holds dear. Strategy is
how the organization creates unique value
and positively differentiates itself from
its competitors. Business processes are
the activities through which products
and services are created and delivered.
Structure includes how people are
organized in relation to each other and
to the business processes. Systems are the
procedures, hardware and software which
make the organization go. They include
planning and goal setting, monitoring and
controlling, information, communi-
cation, human resources, resource allo-
cation. People and skills comprise the
organization's core competencies and
include the types of professions, knowledge
and skills of the people in the organiza-
tion. Culture is the norms of the organiza-

tion, "the way we do things around here.”

R ¢ e o

these elements. This is required if
organizations are to achieve the
significant changes they need to
make. Diagram 1 illustrates the
interdependence among the
Elements of Crganization that we
see and the importance of their
alignment.

2. It's Collaborative.
Change processes are more
effective when they are collabora-
tive — that is, they involve those
who will be most affected by the
change. The greater the degree of
involvement with the change
inftiative, the less "selling" time
that's needed prior to implementa-
tion. There is no substitute for
involvement to generate commit-
ment. And, there's no substitute for
commitment to create real and
lasting change. When those who
are being asked to change
understand how and why they
need to change, and they are a
part of the process of determining
what change is needed, implemen-
tation is significantly more achiev-
able and efficient.

Please see the Principles of
Collaborative Organization Design
for further discussion of collabora-
tion. One of the first agreements
we pursue through our Collabora-

tive Organization Dasign process is

the degree of invclvement desired or required for the
process to succeed (see Phase |, Develop the Foundation
beginning on page 38).

It Builds Agreements. Organizations operate
through a series of implicit and explicit agreements. These

agreements concern many aspects of an organization. For
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example, the agreements involve an organization's mission
(we transport people and goods); its customers (we serve
the business traveler); or its culture (we do not confront
one another in mestings). At base, creating change is
about confirming old agreements or building new ones
about what an organization's leaders and members want
to accomplish and contribute.

Change initiatives are more likely to by-pass the critical
pitfall of everyone, including the leaders, thinking they are
victims of circumstances if options are identified and key
stakeholders have built agreements with one another
about their organization. Collaborative Organization
Design focuses on building agreements about the present
situation, the desired future, and how to create that desired
future. (See Principles of Collaborative Organization
Design for additional discussion about agreements in
change initiatives.)

4, It's Managed to Outcomes and Deadlines.
In complex change initiatives, it is easy to lose sight of the
overall purpose of the project when, day-by-day, you are

enmeshed in the myriad of activities and mountains of data
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that a complex change brings. You can only aveid this
trap by identifying specific business outcomes for the
initiative, dividing the complete initiative into discrete
phases, and targeting specific outcomes into the appropri-
ate time frames. The phases and outcomes for Collabora-
tive Organization Design are described below.

5. It's Client-Led. |eaders cannot delegate
leading a change initiative to staff members cr consultants
and expect to achieve their purpose. Leadership of
change initiatives needs to remain in the hands of the
leaders. This is why the first phase of Collaborative
Qrganization Design focuses on building agreements
among the leaders on three critical issues: (a) the purpose
of the initiative; (b) the approach to creating change; and
(c) the leader's role in it. (See Principles of Collaborative
Organization Design and Phase |, Develop the Founda-
tion.)

6. Ii's Explicit. If the process is clear, explicit and
user friendly, then organization leaders and members are
hetter positioned to lead it, participate in it and learn from

it. If organizations are going to continue to change. Then

— Diagram 2 —

Collaborative Organization Design — An Overview

- Leadership Development
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Phase One: Develop the Foundation

— Diagram 3 —
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& Vision | Approach

Qutcomes:

» Personal vision, dreams, and
hopes for the organization

» Initial assessment of business
environment

» Initial statement of case for change

» Preliminary statement of purpose
and outcomes of initiative

» Preliminary definition of depth
and breadth of initiative, type of
change needed, and role of leaders

» Agreement to build capacity and
commitment of leaders

Qutcomes:

» Agreement on the case for change

» Confirmation or modification of
organization’s mission and vision

» Agreement on purpose and
outcomes of initiative

» Agreement on approach and type
of Change Team members needed

» Agreement on decision-making
process and desired degree and
level of involvement

» Agreement on role of leaders in
initiative and on plan to develop
leaders

» Plans to set the stage for the
initiative

= Agreement on “quick wins” to
pursue

Outcomes:

» Feedback incorporated and “final”
agreements made on Mission and
Vision

» Feedback incorporated and “final”
agreements made on initiative

» Agreement on how project will be
coordinated with other initiatives

» Change Team Leader and
Change Team in place

» Plans to start initiative

» Support of senior and middle
managers in place

» Increased capacity and
commitment of Leadership Team

= All agreements regarding initiative
[purpose, outcomes, approach,
boundaries, guiding principles,
decision-making process, and
roles) documented in a charter

» Mission and Vision, case for
change, and approach to change
communicated to the organization

Leadership
Team

Leacler
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Qutreach Key Managers
(input or and Execufives
feedback)

*

Check in Report or
with ke document
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building an organization's ability to learn and change, is
critical to a long and successful life. Thus, the Collabora-

tive Organization Design process is depicted in "process

maps" (see below) and is described in handbooks for

leaders and the Change Teams appointed by the leaders.

These handbooks include concepts, tools and worksheets

which help leaders and Change Teams work faster and

successfully complete all key steps in the process.

The Collaborative Organi-
zation Design Process

Collaborative Qrganization
Design includes three separate,
but consecutive, phases (see
diagram 2). Leadership Devel-
opment is the one activity which
runs throughout all the three
phases.

Each of thess phases builds
on the previous one. Although
each phase is important, the first
phase — Develop the Foundation
— stands as critical to the rest.
The solidity of the agreements
built among the leaders in this
first phase determines whether or
not their change initiative will
produce real and lasting organi-

zational change.

PHASE 1: Develop the
Foundation

The purpose of this phase is
building all of the necessary
agreements ameng the senior
leaders of the organization. In
particular, there are four key
issues requiring explicit agree-
ments: (1) the reason for change;
(2) the purpose of the initiative;

(3) the parameters of the ap-

proach to the change effort; and (4) the leaders role in this
effort. These four agreements are important because the
conviction and tenacity with which the organization's
leaders lead the initiative is significantly impacted by the
agreements they make around these four issues. The
strength of the agreements made is the foundation for
change and it is determined by the degree of alignment
among the leaders of the organization. Thus, it is critical at

the start of a change initiative to both test and set their
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level of commitment.

The work begins with the top leader of the organization
and ends with the senior leaders of the organization
building agreements among themselves and with those
they appoint to help create change in the organization
(Change Team).

The process map shown in diagram #3 captures the
cutcomes of each of the three sub-phase within this first

phase.

Phase 1-A: Coaching the Leader. Whether the focus
of the change is a portion of a larger organization (unit,
section, department) or the whole organization (operating
company, strategic business unit, holding company), the
leader of the organization must have some "fire” in his or
her belly to effectively lead a change initiative. The "fire"
can come from his or her own personal vision or dream for
the organization; pressures from investors, customers, or
stockholders; threats from competitors; evolving markets
or technologies; or some combination of these four.

The pivotal first step in building
a strong foundation for a change
initiative is for the leader to be
clear about his or her dreams for
him or herself and for the organi-
zalion as a whole. The more the
change initiative is linked to both
the leader's personal and organi-
zational vision, the more likely it is
that the leader will have the
tenacity to shepherd the changes
through to completion. For
example, in a large academic
health care institution, the key
physician leader's hope for himself
was to help increase accessibility of health care to all
people. His commitment to transform the medical center
was extremely high because it was connected to his
personal vision for health care.

By the end of this sub-phase the leader should:

e Be clear about his or her personal vision, dreams and
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hopes for the organization.

e Have an initial case for change, including his or her
assessment of the current and future business environ-
ment.

e Have done his or her own initial thinking about the depth,
breadth and type of change needed.

» Have done some preliminary thinking about the role of
his or her subordinates in change and how to go about
building their capacity and commitment to lead a change
initiative.

Phase 1-B. Aligning the Leadership Team.

Attempts to create significant change will fail if the leader

of an organization attempts to handle all the challenges

and dilemmas alone. The leader needs to build the
understanding, commitment, and capacity of his or her
managers. By doing so, the leader expands the leader-
ship of the initiative and significantly increases the likeli-
hood that it will achieve the desired results.

Aligning the leadership team involves making three
sets of agreements. One set of agreements is about the
purpose and approach to creating long-term change (the
change process). The second set
concerns the role of the leaders in
the change process and, because
of this, how the various senior -
leaders need to change. The third
set is about how to pursue the
parallel path which finds both
"quick wins" (changes which, in the
short term, improve the current
situation) and deeper change
(accomplishments which move
toward the final objective).

Building agreement on the
purpose of the change initiative
includes three important compo-
nents; the arganization's mission, vision, and the more
specific purpose and desired outcomes of the initiative
itself.

The mission states why the organization exists. It
should clarify the primary customer needs the organization

aims to satisfy. The vision is an image cf a desired future
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state to which the organization aspires. This vision is most
effective for comprehensive organization change when it
addresses the desired future state of each Element of the
Organization: (i.e., see Diagram #1, core goals and values,
strategy, business processes, structure, systems, people
and skills, and culture). If the organization does not have a
current statement of vision and mission in place, it is
critical that they develop one. The mission and the vision
provide the over-arching goal and context for a major

change initiative. However, if the organization already has

a current statement of mission and vision
in place, then all the leaders may need to
do is confirm it or update it.

The purpose and desired outcome of
the initiative are often more specific, short-
term goals that support the mission and
vision. For example, the vision of the Far
East division of one of the world's largest
apparel companies stated that they
wanted to be the "Undisputed leader in
preeminent customer service." One
desired outcome (they called it a perfor-
mance target) of the customer service
improvement initiative was to "provide
complete, accurate and on-time delivery
of customer orders."

Building agreements on the approach
also includes three components: (1) the
approach (phases, outcomes, time lines,
boundaries, guiding principles); (2) the
degree and level of involvement (how
many people involved to what level of
decision-making); and, (3) the type of
pecple needed for the Change Team (line
managers, staff members, customers,
suppliers). The principles noted later in
this article are a good starting point for
determining the principles that senior
leaders want to guide the change
initiative (pages 47-52).

Building these agreements may be
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To mobilize the organ-
ization's attention, the lead-
ers need to communicate the
reason for change, enlist
people’s active support and
involvement in the process,
and communicate the pro-
cess through which change
will happen. Now is when
the leaders reach further
down into the organization
to align the next layer of
managers and/ar supervi-
sors and communicate to

everyone...

more challenging than the leader anticipates. Traditionally,
senior managers have seen themselves as primarily
responsible only for their portion of the arganization. They
are not used to considering the long-range future of the
entire organization. They most likely have not seen
themselves as leaders of change for the whole organiza-
tion or functioned as an interdependent team with joint
outcomes. These then may be a difficult stretch for them.
They may not have the know-how to effectively manage

their work together. Thus, the leader will need to commit

time and resources to building agree-
ments with the senior managers on the
need for change, their role in the change,
and how they are going to go about
developing the know-how to effectively
add leading change to their present role
of running the organization. This
development will most likely involve team
building activities and training in leading
change.

By the end of this sub-phase, the
senior leadership group should have

agreed on:
e The case for change

e The current or revised mission and
vision for the organization

e The purpose and outcomes of a
change initiative

e The approach to creating change,
including phases, outcomes, time
frames, boundaries, guiding principles,
roles and decision-making process

e Which "guick wins" to pursue

» Decision-making process and desired
degree and level of involvement

e Their role in the initiative and a plan to
develop the knowledge and skills they
need to effectively act as a Steering
Committee for the change initiative

Phase 1-C: Setting the Stage for

Change. liis imperative that the
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foundation for change extends well beyond
the leaders. To mobilize the organization's
attention, the leaders need to communicate
the reason for change, enlist people's active
support and involvement in the process, and
communicate the process through which
change will happen. Now is when the leaders
reach further down into the organization to
align the next layer of managers and/for
supervisors and communicate to everyone at
all levels the agreements about the initiative
that have been made thus far. This also is
when the leaders appoint the Change Team
who will help the organization assess the
current situation and determine what changes
are needed. Although they are called varicus
names by different organizations (Design
Team, Project Team, Change Team, Change
Agents, etc.), for the purposes of this article
we will call them the Change Team. The
Change Team includes 12 to 15 people who
represent various functions and levels in the
organization. They are respected opinion-
leaders, they understand the business, and
they have good leadership skills. Ideally, the
team is predominantly comprised of individu-
als who are responsible for the business

(versus staff members).

By the end of this sub-phase, the senior leaders and

the Change Team together have accomplished five key

tasks:

e Gathered feedback from key stakeholders and made
final agreements about the case for change on the

purpose of, and appreach to, the initiative;

» Summarized these agreements in a document called a
charter (the charter includes purpose and outcomes for
the initiative, phases, guiding principles, boundaries,
lime frames, roles, and decision-making process);

e Gathered feedback from key stakeholders about the
mission and vision for the organization and made
preliminary agreements in order to provide adequate

direction to the initiative;
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e Increased their capacity to lead change.

PHASE 2: Determine Change Needed

e Communicated all of the above to the organization;

The purpose of this phase is to build agreements on

how the organization needs to change to achieve its
mission, it's vision, and the desired outcomes of the
initiative. It begins with the Change Team developing
themselves as a team and planning how they will accom-
plish the charter assigned to them by the Steering Commit-
tee (the top leaders of the organization). It ends with the
Steering Committee, the Change Team, and stakeholders

planning how thay will implement the changes they have
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determined are necessary.

Phase 2 includes five sub-phases. During these
phases, agreements are built about the current situation,
whether modifications to the current mission and vision are
required, how the organization needs to change, and
finally, how to implement those desired changes. Building
understanding and agreements at each stage is critical to
successful and timely implementation.

During this phase, the job of the leaders is to partici-
pate in making decisions, enlist the participation and
support of stakeholders, continue to educate people in the
organization about the need for change, and develop their
abilities individually and collectively to create change.

If an organization is to be ready to implement major
change at the end of this phase, it is imperative that
leaders begin to develop themselves as leaders. For
example, in a large manufacturer of electrical equipment,
the senior leadership team worked with a consultant to
develop and implement a 360 degree performance
evaluation process. The consultant gathered feedback on
the team members' performance from superiors, subardi-
nates, peers, customers, and suppliers. The findings were
then fed back to each senior leader and used for individual
coaching sessions and for developing the senior leader-

ship team as a whole.

Phase 2-A. Learning and Planning. At this point,
the Change Team has taken on an ambitious task. They
are helping the entire organization determine how it needs
to change itself. Consequently, they need to plan and
implement a process through which members of the
organization can build an understanding of the business
environment, assess the strangths and weaknesses of their
organization, agree on whether and how to modify the
organization's current mission and vision, determine how
the organization needs to change, and develop plans to
implement those changes. It is during this sub-phase that
the Change Team, in concert with the Steering Committee,
makes the critical decisions about how to involve the
stakeholders to the degree and level previously deter-

mined. In short, the Change Team is the vehicle through
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which the organization learns and makes agreements.

In this sub-phase, leaders have two primary tasks.
First, they must communicate to the organization the
purpose of the project and their commitment to it. Second,
they must demonstrate their commitment by making sure
that the Change Team has adequate resources and
support to do the job they have been asked to do.

Depending on the scope of the project, the size of the
organization, and the degree of participation desired, sub-
phase 2A can take anywhers from one to two months.

At the end of this sub-phase the Change Team has
accomplished three critical assignments: (1) Confirmed
their charter (the charter is the summary of all the agree-
ments about the initiative including purpose and out-
comes, phases, guiding principles, boundaries, time
frames, roles and decision-making process); (2) Devel-
oped a project plan, including how they will achieve the
outcome of each sub-phase, communicate and collabo-
rate with others in the organization, and coordinate with
other change initiatives; and (3) Increased their ability to

work individually and collectively.

Phase 2-B: Definition and Analysis. This sub-
phase often is a steep learning curve for the whole
organization. The Change Team, in concert with the
Steering Committee and other members of the organiza-
tion, assess the business environment and profile the
organization.

This includes gathering information about customers,
their needs, requirements, and the challengas they are
facing. It also includes gathering data about trends in the
market, the economy, legislative and governmental
regulations, competition, demographics, industry best
practices, and advances in technology.

Profiling the organization involves gathering information
about the strengths and weaknesses in the organization's
current goals and values, strategy, business processes,
structure, systems, people and skills and culture. Much of
this knowledge resides within the members of the organi-
zation. Profiling the organization also includes an analysis

of the current state of the business. For example, what are
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the current sales volumes? What are
the current profits? What is the return
on sales? What is the current market
share? How do these compare with
competitors?

This is an ideal time to involve as
many stakeholders as is practicable.
Invclving stakeholders accomplishes
two critical tasks; it builds their
understanding of the organization and
it builds their commitment to improving
the organization. Both of these are key
to creating real and lasting change.

The methods for gathering this data
includes individual or group interviews,
small (up to 15 people) or large (15 to
100+ people) stakeholders meetings,
observations, surveys and guestion-
naires, visits with other organizations, a
review of organization documents and

literature searches.

Additional "quick wins" may be apparent at the end of

this sub-phase. For example, at an academic medical

D
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pmﬁling the organization in-
volves gathering information
about the strengths and weak-
nesses in the organization's cur-
rent goals and values, strategy,
business processes, structure, sys-
tems, people and skills and culture.
Much of this knowledge resides
within the members of the orga-

nizatiomn.
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recurring in the future.

working with the current business
processes, inputs and suppliers,
customer feedback mechanisms,
structure and systems; (4) How well
goals, values, and strategy are
understood and implemented; (5)
What supports and hinders
employee performance and
commitment; (6) Benchmarks and
best practices; and (7) Base case
for a cost/benefit analysis.

In this phase, leaders are
responsible for providing input and
feedback on the data; helping the
Change Team build an understand-
ing of — and an agreement on —
the findings from this sub-phase;
and carefully assessing how they
as leaders will need to change
individually and collectively to help

prevent the issues identified from

For example, at a pioneering biotechnology firm, the

center, mistakes in gathering and documenting information
while admitting patients was leading to losses of millions of
dollars in revenues. At the end of this sub-phase, the
Steering Committee and its Change Team sets up another
team to quickly remedy this situation. As with the "quick
wins" identified at the end of the Develop the Foundation
Phase, it is important to continue to pursue these without
derailing commitment to the Collaborative Organization
Design process which, of course, is aimed at helping
ensure the long-term life and success of the organization.
Depending on the scope of the assessment and the
degree of involvement, this sub-phase can take from three
to six months. At the end of this sub-phase the Change
Team has helped the key stakeholders understand and
agree on seven things: (1) Environmental challenges
facing the organization and its members; (2) Who the
customers are, what they need and require, and the long-

term challenges facing them; (3) What is and is not

senior leaders learned how their vague decision-making -
process and cumbersome and lengthy deliberations were
needlessly preventing the organization from responding
quickly to shifts in the marketplace. They clarified what
decisions would be made, how and by whom. They
documented this streamlined decision-making process

and communicated it to the organization.

Phase 2-C: Mission and Vision. Given the increased
understanding of the current business environment and
the organization's current state, the Change Team works
with the Steering Committee to determine what, if any,
changes are needed to the organization's mission and
vision. Frequently, the greatest change needed is in the
area of strategy. Organizations often discover through
their data gathering that they have nct adequately defined
how to positively differentiate themselves from their

competitors or how to use their strengths to better satisfy
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customer needs. They usually also discover that they have
given little, if any, thought to how they could influence their
whole industry.

This is an ideal time to test whether the mission and
vision for the organization is compelling enough to inspire
the degree of change that is necessary. For example, at
the academic medical center mentioned earlier, the
leaders rewrote the mission and vision statements so that
the primary reason for the organization's existence — "To
bring the full measure of human knowledge, talent and
compassion to bear on the healing of sickness and injury
and the advancement of health and wellness..." — was
prominent.

The primary job of the leaders during this sub-phase is
to make sure that they are fully in support of the mission
and vision and are willing to commit their time and energy
to achieving them. They also need
to continue the ongoing job of
building understanding and
support for the change initiative
throughout the organization.

This sub-phase can take one
or two months depending on the
number and significance of
changes to the mission and vision
and the amount of controversy
those changes evoke. The
outcomes of this sub-phase are an
agreed-upon mission and vision
for the whole organization. This
mission and vision, along with the
purpose and outcomes for the
whole initiative, then serve as the
criteria to develop and evaluate
ideas for change in the next sub-

phase.

Phase 2-D: Design. This is the sub-phase for which
everyone has been waiting. Agreements thus far have
been made on the purpose and outcomes of the change

initiative, the current business environment, the
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organization's current state, and the mission and vision.
Now it is time to determine how the organization needs to
change to: (1) respond to the challenges and take advan-
tage of the opportunities in the business environment: (2)
build on its strengths; (3) improve its functioning; (4)
accomplish the purpose and goals of the initiative; and (5)
achieve the organization's mission and vision.

The task of the Change Team is to enlist members of
the organization in generating ideas as to how to signifi-
cantly improve the organization's performance. Once the
ideas are gathered, the team's job — with key stakehold-
ers — is to develop these thoughts into well-developed
ideas with a clear rationale and an initial assessment of the
potential positive and negative consequences.

Many organizations tap people's creativity and build
enthusiasm throughout the organization by holding a
series of large "design input”
conferences. The outcomes of
these conferences are twofold.
The first outcome is a wealth of
ideas for how to improve the
organization. The second
outcome is increased understand-
ing and support for the change
effort among a large number of
stakeholders throughout the
organization. These conferences
are followed by a series of smaller
meetings at which more compre-
hensive recommendations for
change are developed from the
existing plethora of ideas.

For example, in the apparel
company mentioned earlier, one
fourth of the entire population of
the division (500 people) provided
input into how to change the
organization through a series of design conference
conducted in eight countries and five languages. These
500 were from all levels and functions throughout the

division.
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The role of leaders is to provide input to the Change
Team, to add their expertise to developing and refining the
ideas. The leaders also need to decide which recommen-
dations they are committed to implementing and build
understanding of and support for these recommendations
with key stakeholders. Perhaps most importantly, they
must reevaluate their current level of knowledge and skills
and agree on a plan to develop the competencies they will
need to implement the recommendations and to lead the
newly redesigned organization. For example, at the
academic medical center, implementing the new structure
required administrators and physicians to co-lead the
newly formed patient-care centers. Thus, they needed to
increase their ability to work together. Their development
included increasing their interpersonal, meeting facilitation,

and conflict resolutions skills.
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and committed work force.

implementation planning conferences in which the likely
implementors participate in developing the plans results in

well-thought-through plans and a more knowledgeable

The work of the leaders in this sub-phase is to: (1)
contribute their experience and expertise to the develop-
ment of the plans; (2) agree on more refined performance
targets with which to focus and eventually evaluate the
implementation of the recommendations; (3) perform the
analytical work required to determine the resources
required to implement the recommendations; (4) continue
to build understanding and support for the recommenda-
tions with key stakeholders; (5) identify and appoint
stakeholders to the Transition Team and the Implementa-

tion Teams; and, (6) continue their own individual and

Sub-phase 2-D takes three to four months. At the
end of this phase, the Change Team has helped the
organization develop and agree on ideas for signifi-
cant changes including: (1) How to improve business
processes; (2) How to improve the current structure,
systems, people and skills; and (3) How to live out the

strategy, values, and create the desired culture.,

Phase 2-E: Implementation Planning. In this
sub-phase, the needed changes are defined and
agreed upon. At this point, the question before the
organization is how best to implement all of these
changes. Thus, the purpose of this sub-phase is to
determine the appropriate sequence in which to
implement the changes, the resources that will be
required, the steps to take to implement the recom-
mendations, and who will be responsible for what.
As the organization gets closer to implementation,
the prospect of change becomes more real to the
stakeholders. This is when the questions, concerns,
and fears of the stakeholders often come to the fore.
Leaders and the Change Team members can help
organizational members manage their concerns and

remain engaged in the process of change by involv-

ing them in the implementation planning. A series of

— Diagram 5 —
Phase Three: Implement Change
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collective development.

The Transition Team includes four to six members who
have been active in the change initiative thus far and have
the respect of the leaders and their peers. Their job is to
make sure that the implementation of change is efficient,
effective and occurs within the guiding principles. The
Transition Team coordinates the work of the Implementa-

tion Teams; their job is to implement the recommendations
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developed. The organization is either ready to move or it is
not; this readiness will have been determined by the
quality and degree of collaboration evoked during the
previous months of deliberations.

The purpose of this phase is to effectively and effi-
ciently implement and evaluate the changes determined

necessary in the previous phases. By this time, the

and involve key stakeholders in the implementation
process. Implementation team members have knowledge
and experience related to the changes they are imple-
menting. They are experienced team players and are
committed to making the needed changes happen.

This sub-phase takes one to two months. At the end of

this sub-phase, the Steering Committee
and the Change Team have worked with
key stakeholders to create: (1) Imple-
mentation plans for each of the recom-
mendations; (2) A Master Implementa-
tion Plan which includes the sequence
and timing for implementing all the
recommendations; (3) An Early Warning
System to track for early signs of trouble
during implementation; (4) A more
detailed cost/benefit analysis; and (5)
An Evaluation Plan to assess the impact
of the changes that are about to be

implemented.

Phase 3: Implement Change.
The most challenging part of creating
real and lasting change begins at this
point. Now it's time to translate all the
agreements made in the previous two
phases into fact. This is where the
resolve and perseverance of leaders is
tested and the solidity of the agree-
ments among stakeholders is tried.
This is the phase for which the momen-
tum, understanding and commitment

created in the previous phases were

Implementation plans

should include all the activi--

ties and tasks that have to
occur to implement the
changes agreed upon through
the end of Phase Il. In addi-
tion, in order to maintain cur-

rent organizational perfor-

mance while the transition team

is transforming their organiza-

tion, the leaders may need to put

temporary structures, systems,

or processes in place.
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Evaluating Change.

payoffs from the "quick wins" implemented previously

should have been collected and are now ready to help

support implementation of the longer-range innovations.
Phase 3 has four sub-phases: Learning and Planning,

Planning the Transition, Implementing Change and

Phase 3:-A: Learning and Plan-
ning. As the Change Team did in the
Determine Change Needed Phase, the
Transition Team and the implementa-
tion teams need to prepare themselves
for the task before them. This means
they need to understand the work of
the previous phases, understand and
agree on their charter (what they are
being asked to do), develop the
knowledge and skills necessary for
them to do their job, and develop a
detailed project plan. They also must
communicate and collaborate with all
the stakeholders.

The role of the leaders during this
phase is to provide the team members
with support (encouragement and
tangible resources) to do their job and
to continue to visibly express their
commitment to implement the
changes through their words and
behavior.
Phase 3-B: Planning the
Transition: Implementation plans

should include all the activities and
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tasks that have to occur to implement the changes agreed
upon through the end of Phase Il. [n addition, in order to
maintain current organizational performance while the
Transition Team is transforming their organization, the
leaders may need to put temporary structures, systems, or
processes in place. The members of the organization may
also need new knowledge and skills before they can
implement many of the changes. Thus, an overall transi-
tion plan that both keeps the organization going and
supports the implementation of change will need to be
developed and implemented.

For example, at the biotechnical company mentioned
earlier, a few of the more critical current information
systems needed to operate concurrently and in parallel
with the new ones as they were implemented. Also,
hundreds of people in the organization needed to be

- trained to use the new systems before the older ones
could be shut down. At the academic medical center, a
temporary management structure was put in place until the
new one was fully operational. In the power production
plants of a large utility, all employees were exposed to the
concepts of managing personal change to help them
handle the shifts in their jobs prior to the new job expecta-
tions being incorporated into the performance manage-
ment process.

Leaders have two critical tasks during this sub-phase.
First, they must actively provide support and encourage-
ment to those going through change. Second, they need
to make sure everyone is ready to continue to serve
customers during implementation.

For example, in the transition period at the academic
health center, all the senior executives led or participated
in small group meetings throughout the 6,000 person
organization. At these meetings, the leaders continued to
educate people about the changes, the reason for the
changes, their personal commitment to the changes and
their need for everyone's help to continue to take care of
patients while they also successfully implemented change.
Participants asked questions, expressed their concern and
fears about the changes, and agreed upon ways that they

could help. They also told the leaders what they needed
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from them. Leaders either made commitments on the spot
to respond to what was needed or promised to communi-
cate the request to other leaders if the request was not

within their purview.

Phase 3-C: Implementing Change: Dur‘ih_g this sub-
phase, Implementation Teams carry out their plans' while
the Transition Team tracks progress and helps to coordi-
nate the work between teams. Senior leaders monitor the
short-term measures of success and actively participaté in
the implementation of at least one of the recommendations
for change. Leaders also remind themselves and others
that everyone has two major responsibilities: serving
customers while improving the present and preparing for
the future. Leaders also keep the Implementation Teams
cognizant of those shifts in the market that may necessitate

changes in the current implementation plans.

Phase 3-D: Evaluating Change: This phase is often
skipped as the organization gquickly moves onto respond-
ing to the ever-changing competitive horizon. However,
this is an opportunity not to be missed, since it is a time to
assess what the organization has accomplished and to
learn from the experience. Much of the organization has
changed gradually during the process. All that has been
accomplished may not be transparent. For the sake of
learning, building morale, and acknowledging the contri-
butions of everyone involved, organizations are wise to

pause to evaluate the impact of people's hard work.

CONCLUSION

Collaborative Organization Design has been the heart
of our practice for at least the last decade. We've shared it
with clients in all types of industries and, with and through
them, we have seen it produce lasting results. The
following ten principles* are ones which we've come to
understand underlie and energize our success. We

believe they can help any change effort be more effective.

(1) Start where you want to end. The process

through which you change an organization largely deter-
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mines the type of organization you end up with. So, the
change process itself, and the desired outcomes of these
changes need to be consistent; that is, the means and the
ends need to cohere. For example, if the organization
leaders agree they want to create an organization in which
people are more open and honest
with cne another, then they need to
be open and honest during the
change process and they also
need to encourage others to be
open and honest.

In an information systems
redesign project in the biotechnol-
ogy firm mentioned earlier, the
Steering Committee believed that
the new systems and the new
demands of the marketplace were
going to require more frequent and
effective interactions among the
departments. So, the teams
assigned to develop and test the
new systems and supporting business processes were
cross-functional. The teams included representatives of all
the departments that would be affected, including quality,

manufacturing, engineering, and process sciences.

(2) Surface and evaluate current agreements.
As noted earlier, organizations operate through a series of
implicit and explicit agreements. These agreements may
or may not help the crganization achieve its purpose. For
example, one of the implicit agreements at a large automo-
bile manufacturing company was the right of a senior
executive to walk into the design center late in the design
cycle, point at some aspect of the car (for example, the
shape of the front grill), announce that he did not like it,
and walk out. Without challenging or questioning his
comment, the designers would get busy redesigning that
section and throw the production schedule off by many
months. These delays cost millions in rework, retooling,
and lost sales because the cars were late to market. It

was only when this implicit agreement was named and its
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impact assessed that the organization could abandon this
agreement and create a more productive one.

Creating change includes examining the conscious
and unconscious agreements about "how things are" and
building new agreements about "how we want things to be'
throughout the change process.
The challenge for people is taking
on the "sacred cows" of the
organizations, holding them up to
the light of day to see if these
implicit or explicit agreements are
serving the organization's larger
purpose.

For example, cne of the world's
largest soft drink manufacturers
took on the challenge of examining
their more destructive implicit
agreements by developing a video
in which the company's "sacred
cows" were identified and humor-
ously debunked. The video was
shown throughout the organization and inspired conversa-
tions about additional agreements that needed to be

surfaced and evaluated.

(3) Build incremental agreements throughout
the process. Traditionally, change initiatives wait until
the end to build agreements on how the organization
needs to change. This is far too late in the process. If
people do not agree on the need for change, or they do
not agree on the problems and opportunities in the
organization or the business environment, it is unlikely they
will agree on the recommendations for change which
purportedly will solve the current problems or take advan-
tage of new opportunities. By building agreements
throughout the process, you increase the likelihood that the
proposed changes are on target and that the changes will
be implemented. By building agreements as you proceed,
you are building understanding and support all along, as
opposed to waiting until the end, at which point you will

most likely need to "sell" the recommendations to the rest
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of the organization. Such a sales period can take precious
time and resources and delay implementation, increasing
the risk of a loss of momentum. Also, people will have less
understanding of the recommendations themselves or the
underlying rationale because they were not a part of the
thinking as it evolved. This ultimately diminishes people's
willingness to implement the needed changes.

These incremental decisions include agreements on at
least the following: the reason to change; the approach to
change; the most important challenges and opportunities
in the current situation; the mission and vision of the
organization; how the organization needs to change; and
the approach to implementation. For an overview of all the
agreements needed; see the three process maps in this

article.

{4) Strive for maximum, appropriate, meaning-
ful involvement of stakeholders. There are two
approaches to creating change. One is directive, the other
is participatory. Many leaders think they need to choose
between the two. The truth is that
change initiatives are most effective
when they are both. It is a kind of
balancing act. To succeed, change
initiatives require clear direction and
strong leaders. However, on its own,
strong leadership tends to secure only
compliance. Creating real change
involves creating real commitment. So,
change initiatives also require full and
meaningful participation from a signifi-
cant portion of the organization,
especially from those who are expected
to change. By "meaningful’ we mean i
that stakeholders have an opportunity to
provide their perspectives and ideas, as
well as influence the outcomes of the
process. Stakeholders are those who
will be affected by the change, can
block or help the change, or who have

superiors.
final decision-making authority.
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many change initiatives
have failed bercause leaders
have faltered at the first sign of
resistance or disagreement.
It takes significant courage on
the part of any leader to state
they believe and
advocate for that with their

subordinates,

For example, in the redesign of the Far East division of
the apparel company mentioned earlier, the leaders
decided they wanted to involve at least 50% of the
organization's population (approximately 2,000 people) in
substantive project-related activity. They defined "substan-
tive" as being a minimum of two to three days direct
involvement in the analysis of the current situation (Defini-
tion and Analysis) or development of ideas to improve the
arganization (Design). This organization credits the
extensive participation in the change process with their
successful implementation of significant organizational

changes.

(5) Key decision-makers must actively sponsor
and lead the change process. This includes
participating at key decision-making points, modeling the
changes that are needed, and communicating a clear and
compelling reason to change. It also means increasing
their own ability to lead more effectively.

Many change initiatives have failed because leaders
have faltered at the first sign of
resistance or disagreement. It takes
significant courage on the part of any
leader to state what they believe and
advocate for that with their subordi-
nates, peers and superiors. For
instance, in the previously mentioned
electrical equipment manufacturer,
the president publicly declared his
support for a major change initiative
with the top 150 executives of the
company. Nine months into the
project, when the leaders of the
business units balked at tackling the
challenges inherent in improving their
individual organization's perfor-
mance, the president did not con-
e i tinue to advocate for the project.

Consequently, the multi-millicn dollar
change initiative achieved lackluster

results. Everyone in the company
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interpreted the president's acquies-
cence to mean that the project was no
longer a priority. They returned to
business as usual.

Other initiatives have also missed
their targets, not because the leaders
did not support them but because the
leaders themselves did not change.
Frequently, in order to model changes
needed from everyone, leaders need
to learn new skills and behaviors.
This usually involves taking on
personal development work. For
example, the head of the automotive
design center mentioned earlier had
to waork on his shyness and fear of
large groups before he could take on
the greater challenge of eliminating
'witch hunts', which were a destruc-
tive aspect of his organization's

culture.

ence by each stakeholder group,

(6) Balance short-term wins
with long-term innovations. Few
organizations can maintain faith and
financing for change initiatives that take years to recoup
their costs and achieve success. It is critical to pursue a
parallel path of finding "quick wins" which help to improve
the current situation. These "quick wins" can help fund the
longer-term initiative, increase the momentum for change
in the organization, and demonstrate the organization's
ability to improve. These early victories are also an
important signal to everyone that the leaders really mean
what they are saying.

For example, at the start of a Collaborative Organiza-
tion Design initiative at an electrical equipment manufac-
turer, the senior leaders identified their sourcing process
as a potential "quick win". They currently were purchasing
parts, components, and materials from a variety of
sources. This represented 85% of the cost of their

manufactured units. They were able to drop this cost by
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Thez'r are four levels of in-
volvement and decision-making:
(1) being kept informed of
progress; (2) providing feedback
on proposals; (3) providing input
into proposals; and (4) helping
develop proposals, and partici-
pating in making decisions.
Leaders need to define the desired

level of involvement and influ-

in each phase of work.
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20% in the first year by shifting to
fewer suppliers. The cost was lower
and there were fewer variations in the
supplies. The reliability and
replaceability increased. They were
also able to reduce overhead be-
cause of the decrease in complexity
and volume of paper in the purchas-
ing process.

It is critical, however, that these
‘guick wins" have big benefits in
improving the organization's effactive-
ness or efficiency. In other words,
these early victories are accomplished
by picking the "low-hanging fruit' that
yield big benefits. They are not "slash
and burn" operations simply designed
to cut costs without regard to impact
on the long term life of the organiza-

tion and its people.

{7) Clarify the decision-making
process. Participatory processes
can be tricky. When people are invited
to participate they can unknowingly
think that their participation means they will be part of the
decision-making process. When the decisions reached
differ from the ones they advocated, they feel betrayed
and question the authenticity of the change process and
the leaders of the organization. Clarifying the levels of
involvement and the decision-making process helps
people understand the ground rules for their participation.
It prevents confusion, anger, and suspicion as decision
points are approached.

Their are five levels of invalvement and decision-
making: (1) being kept informed of progress; (2) providing
feedback on proposals; (3) providing input into proposals;
(4) helping develop proposals; and (5) participating in
making decisions. Leaders need to define the desired
level of involvement and influence by each stakeholder

group, in each phase of work. For example, the leaders
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may decide that everyone in the organization and all
suppliers to the organization should be keep informed
about the progress of the initiative. A specified percent-
age of the organization or particular stakeholder groups
(for example, customers, sales, engineering, manufactur-
ing) may provide input to the analysis of the current
situation and/or provide feedback on recommendations.
Ancther part of the organization or other stakeholders (for
example, suppliers, marketing, quality control, purchasing,
community members) may participate in developing
recommendations. Lastly, some combination of leaders
and other significant stakeholders may make final deci-

sion.

{8) Make the process explicit, understand-
able, and user-friendly. \When the process is partici-
patory and people understand the
process, they are more likely to
support the resulting outcomes.
The reverse is also true, If people
do not understand the process
and/or it is, or appears to be,
exclusionary, even though they
agree with the cutcomes, then
they are less inclined to whole-
heartedly support implementation
because they don't understand
how those outcomes were
reached. Many change initiatives
fail because key stakeholders did
not like or understand the process
or they ar scme significant number
of their counterparts were not part
of the process.

For example, in one division of
the biotechnology firm, implement-
ing the changes proposed in the business processes were
delayed by a year because one of the key stakeholder
groups did not understand the process through which the
recommended changes were developed. They did not

understand the process and they did not get involved. It
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took twelve months to educate and "sell" these scientists
on the changes. The project lost momentum, credibility,
and several million dollars in consulting fees and delayed
or lost sales.

One way to make the process more explicit, under-
standable and user-friendly Is to post large, graphic, and
colorful process maps throughout the organization to
clarify what is being accomplished by whom and when
throughout the organization. Participants in a change
initiative in an electric power generating plant posted
maps throughout the plant with a large hand pointing at
the appropriate sub-phase as the initiative proceeded.

The hand said, "We are here."

(9) Use effective individual, small group, and
large group skills. Building understanding of an
commitment to needed organiza-
tional changes requires some
degree of collaboration or
involvement with everyone in the
organization. People's responses
to the cutcomes of a change
initiative are influenced by how
they are treated during the
process. !f people do not like how
they are treated during the
process, they are much less
inclined to support the results of
the process. Thus, when people
participate in interviews and small
group or large group meetings,
they need to experience the
process as effective, educative,
and respectful. Skillfully con-
ducted interviews and meetings
are critical to the success of a

collaborative change process.

(10) Increase the organization's ability to
change. Organizations will no doubt nesd to continue to

transform themselves over time. An organization's
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competitive edge will include the quality of its products
and services, the efficiency and effectiveness of the
organization, and the organization's ability to change itself
over and over again. You increase an organization's ability
to change by making the process explicit and understand-
able, using a clear decision-making process, and mean-
ingfully involving large numbers of stakeholders.

This increased ability to change enables organization
leaders and members to focus on three things at once:
more effectively meeting customers' needs now; improving
how the organization will meet those needs tomorrow; and
preparing the organization to respond to as-yet-undefined

needs five to ten years from now.

Conclusion

Even when you use these ten principles, creating
organizational change is easier said
than done. Certainly, Collaborative
Organization Design is an approach
through which an organization can
more easily and effectively manage
the challenges of creating change.
Collaborative Organization Design is
a comprehensive and collaborative
process which is managed to
outcomes and deadlines and led by
the client. It is also an explicit and
documented process. This makes it
easier for organization members to
learn it and use it again in the future.

It's useful to re-emphasize that
Collaborative Organization Design
has three purposes: creating the
profound change required for many
organizations to survive and flourish;
transforming organizations so that
they are better able to respond to and
anticipate challenges and opportuni-
ties in the marketplace; and, building
understanding of and commitment to

change among all members of an process.
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Certainly, Collaborative Or-
ganization Design is an approach
through which an organization
can more easily and effectively
manage the challenges of creating
cﬁange. Collaborative Organiza-
tion Design is a comprehensive
and collaborative process which is
managed to outcomes and dead-

lines and led by the client. It is

organization. Accordingly, Collaborative Organization
Design includes three consecutive phases: Develop the
Foundation, Determine Change Needed, and Implement
Change. Leadership development is an activity which
runs throughout the three phases.

During Develop the Foundation, leaders build all the
necessary agreements to set the initiative up for success.
Those agreements include the purpose cf the initiative, the
approach to it, and their role init. In Determine Change
Needed, with the leadership and support of a Change
Team, the organization builds agreements on how it needs
to change itself. These agreements are about the current
situation outside of and within the organization, the
organization's mission and vision, how the crganization
needs to change, and how to implement those desirad
changes. Finally, in Implement Change, the agreements
are translated into reality. As these
changes are implemented, they are
evaluated.

Some of the principles that
underlie this approach to change
include: start where you want to end;
surface and evaluate agreements;
build incremental agreements
throughout the process; strive for
maximum appropriate involvement;
make sure that leaders are actively
engaged in sponsoring and leading
the change process; balance "short-
term wins" with long-term innova-
tions; clarify the decision-making
process to be used during the
change initiative; make the change
process explicit, understandable
and user-friendly; use effective
individual and group skills; and

increase the organization's ability to

change. (D

*These principles are under the
copyright of Gelinas#James,
Inc., 1997. All rights reserved.

also an explicit and documented
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