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Session Goals

You will learn:
A behavioral roadmap for change

The Culture Compass system for predicting
and de-escalating resistance

The Buy-in Indicators
The Ten Red Flags for assessing readiness
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The Change Equation

Lasting Change equals
Dissatisfaction with the present, times
Leadership’s future Vision, times
Engaging First Steps, times
Sustaining Support Systems

All of the above must be greater than
Resistance to the change
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Why Change Efforts Fail

-

Executing I Sustaining I

Ipplessaiedon

Phases

_I change management

as a linear process

Engaging I
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Why Change Efforts Fail

-

Executing I Sustaining I

Implementation
Phases

The highest organizational

need occurs at the lowest
emotional point

Engaging Planning I

“The Gap” I
Denial I

Emotional
Phases

Acceptance I

Depression
“The Pit”
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Why Change Efforts Fail

—

Executing I Sustaining I

Implementation
Phases

Planning I
To negotiate each phase,

Engaging I

Buy-in
Phases

Early Adopters (16%) Early Majority (34%) I Late Majority (>50%) I

you must win over a certain
portion of the population
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Why Change Efforts Fail

-

Executing I Sustaining I

“The Wall” of resistance
Planning I tests commitment to change
= “The Wall”
= of Resistance
Denial I =

Anger I Depression -
Emotional The Pit {
Phases i
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Acceptance I




Implications of “The Wall”

Over half of the mergers they studied went “straight
downhill in productivity, profits or both”

They were not prepared for the “massive
resistance” encountered in their re-engineering projects

“When new practices made in a transformation
effort are not compatible with the culture, they will always be
subject to regression”

“The major barrier to implementation of quality
improvement is resistance to change”

“‘Development of software applications enjoys
a small chance of success (28% in small companies, 16% in
medium-sized and 9% in large). Lack of user involvement in

the early stage is the single largest reason for failure”
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Why Culture?

Clarifies context for change
Predicts kind and degree of resistance
Acknowledges imbedded norms

Implies strategy and tactics for business
results
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Four Culture Types

“Individualistic’ “Collaborative”

Responsiveness Communication
.. Random
Creativity Teamwork

Entrepreneurship Problem Solving

“Aligned” “Structured”
Values Stability

Harmony @ Accountability

Direction Procedures

Based on the Kantor System Typology and Communicational Domains™ - used by permission
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Descriptors

Decision Making
Leadership
Communication
System Boundaries
Driving Force

Key Processes
Reaction to Change
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Reaction to Conflict

Organizational
Structure

Relationship to
Customer

Rewards
Feedback
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Closed Descriptors

L eaders work the chain
of command effectively

Top down information is
accurate and timely

We follow structured
work processes faithfully

We work in departmental
work groups

We reward loyalty and
respect for the hierarchy
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Leaders are authoritarian

Top down information is
sanitized and guarded

We are completely rule-
bound

We work in silos or
stovepipes

Rising through the ranks is
the only way to get ahead
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Random Descriptors

We are very flexible and Anyone can come and go as
adaptive they please

We are committed to indi- « Individual freedom overrides
vidual freedom & creativity the common good

We encourage individual Individual action is out of
Initiative and risk taking control

We are always changing Our constant changeability
and like it that way puts us in chaos

Conflict is a useful part of « Conflicts escalate without
the creative process resolution
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Open Descriptors

We reach consensus after
open and honest dialogue

Leaders share and rotate
power effectively

We communicate openly
and honestly

We integrate diverse
viewpoints well

We collaborate effectively
to get our work done
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We go round and round
trying to satisfy everyone

Leaders are non-directive
to a fault

We spend too much time
communicating

We are constantly
negotiating and integrating
Overcollaboration
interferes with results
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Synchronous Descriptors

Our vision and values
guide our decisions

People read each others’
signals very well

We include others who
share our vision & values

Conflict recedes over
time

We seek out customers
who are like us

15

We don’t deviate from
the book, regardless

Communication is
indirect and covert

We exclude non-
believers

People in conflict get
marginalized

We only talk to the
converted
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View Four Video Clips

Watch the four video clips of approximately

four minutes each — Top Gun, Witness, Wall
Street, Reversal of Fortune

Pick out the dominant culture type in each
video

Pick out characteristics of the other cultures
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Assess Present Culture

Choose a culture that you know
Keep it a subsystem (department or team)

Rate your system between 1-12 in each of
the four cultures

Connect the four dots
Share your data with your group
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Culture Compass

Synchronous Closed
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Reactions to Change

Closed: Resists and Counters
Random: Encourages and Escalates
Open: Plans and Facilitates
Synchronous: Ignores and Avoids

Question: What are the dominant and
secondary cultures at The Hartford and what
are the implications for the MSM role?
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Exam

Large financia
because of fai

Attempted tec

ple — Top Financial

company lost $100m FY 1999
ed projects

nnology “fix”, resisted by

Random culture

Propagated Closed processes through
“attraction” strategies — voluntary compliance,
high communication, rewards and recognition

Gained acceptance of centralized Project
Management Office

20 ©2003 @PTIONS




Balance

Flexibility

=
=g
I

Random Open

Balanced systems
are the most agile
over time

No single culture
is “best”

Low High
Interpersonal
Cohesion

Interpersanal
Cohesion

Synchronous Closed
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Strength

High
Flexibility

Up to a point, a

stronger culture

will outperform
a weaker one

A non-profit might
have a relatively
weak Open culture

High
Interpersonal
Cohesion

Low
Interpersanal
Cohesion

Synchronous Closed
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Industry Fit

Flexibility

=
=g
I

As creativity is a priority,
an advertising agency
may be higher in Random
and lower in Closed
and Synchronous

High
Interpersonal
Cohesion

Synchronous Closed
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=
=
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Borrowing Strategies

Examples of Programs by Culture Type

Bandom

Provides:
Innovation & Flexibility

Examples:

+ Rapid prototyping

+ Rewards for individueal excellance
+ Coaching

+ Family laave

+ High energy avants

Open

Provides:
Teamwaork & Communication

Examples:

+ Collabomative work spaces

+ Facilitation training

+ 36807 parformance reviaws

+ Dialogue and negotiation skills
+ Diversity awaraness

Synchronous

Provides:
Direction & Alignment

Examples:

+ Clarifying sharad purpose and valuss

+ Visioning wonshops

+ Competency-based succession
+ Knowledge managemant systam
+ Scraening and salection process

Cloged

Provides:
Leadership & Accountability

Examples:

+ Leadership development programs

+ Farformance managameant

+ Top-down strategic planning

+ Process re-angineanng

+ Policies and proceduras manual
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Leadership Tactics

Examples of Key Leadership Behaviors

Random Open

+ Invite challenge + Be honast

+ Brainstorm + Sall-disclose

+ Take risks and reward risk laking + Ask for feadback

* Have fun « Communicate up and down

+ Support individual initalives + Model consensual decision-making
Synchronous Clozsed

+ fodel and reinforee sspoused values + Make exgcubive decisions

+ Kgap common purposs visibls + Sal claar expactations

« Artfculate a clear vision + Follow through with conssquencas
+ Craate meanmngiul fiuals + Foole on arganizational goals

» Acknowlsdge similantiss + Slick to plans and policies
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Behavior Chart

Create or Strengthen Preserve Avoid

Synchronous

Randam
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