
The Other Org Change Mgt. Process

There are a lot of �Change Managements� � in IT Managem ent Change 
Management is a central-keystone- process, and of course Project Management has 
a Change management process as well.

We are going to discuss the often overlooked, or at least under-appreciated, process 
of managing organizational change. 

As a Project Manager, this is the other change management process. 
Communication may be 75% of a Project Manager�s job; but it helps to have an 
understanding of the reasons why introducing Change into human organizations is 
difficult and is likely to be resisted. This will prove helpful in negotiating realistic 
project plans that take into account the time to work through accepting the Change. 
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With any large scale strategic change, organizational inertia may present a 
misunderstood and underestimated barrier to embedding the requisite change in 
behaviors necessary for the strategy to be successful. 

This is also true for smaller changes� 

Culture is a very strong force in any organization. It needs to be understood and 
respected before it can be successfully changed. 
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What would happen if we were to slowly turn the room temperature up to about 90 
degrees? 

Many of us, before we even realized we felt warm, would begin to sweat� 

What would happen if we slowly turned the temperature down to 30 degrees? 

Goosebumps, shivering, grab sweaters. 

This is an example of homeostasis; which is defined as: 

the property of a system that regulates its internal environment and tends to 
maintain a stable, constant condition. 

Our body, brain, and behavior have a built-in tendency to stay the same within 
rather narrow limits; and to snap back when changed. 

This self-regulating system (feedback loop) has positive origins. Equilibrium is 
often a good thing � homeostasis. It characterizes all self-regulating systems �
including organizations and cultures. 
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One thing to keep in mind about feedback loops, there is often a delay between the 
time of the stimulus and the response of the system. 

A water tap can be thought of as a system. When you want to increase the 
temperature of the water flow you turn up the hot faucet. When the water does not 
heat up quickly enough, particularly in an old system or perhaps in a hotel- where 
the tap is some distance from the water heater- there is a tendency to turn the faucet 
up higher. 

The result is, after a delay, the water is too hot and the same game is played in 
reverse. 

This delay can have the same effect when introducing change into systems such as 
organizations. When the change does not have the desired effect, the tendency can 
be to re-apply the force behind the change. In fact, this may be the wrong thing to 
do. 

�Sometimes, the hardest thing is to do nothing.� � Gil G rissom
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Now, this is not a presentation specifically about Thinking in Systems, so we won�t go too far into 
defining that- for our purposes it is enough to realize just a few things about systems: 

�self-regulating systems have feedback loops, they respond to a control mechanism that monitors the 
system and seeks to return it to baseline. 
�There is often a delay between stimulus and the acting of the feedback loop; a delay between 
stimulus and response if you will. 
�While this balancing effect has positive origins�homeost asis works to keep things the same- even 
if they aren�t very good. 

The human body is an example of such an open ended system. 
There is a psychological component to this as well. 

Now- there is a psychological aspect to this as well. This is why it is so difficult to keep our New 
Year�s resolutions; when we hit the first patch of difficulty it is easy to backslide- to fall back into 
old habits � or patterns of behavior.

Aristotle said we are defined by our habits� 
Anyone read the 7 Habits, or been to Covey training? How long do they say it takes? 
I think 21 days is not quite long enough, but the idea is that there is a process that has to be worked 
through to define a new baseline.
It takes time to define that new baseline, then homeostasis works in your favor.

A very good description of homeostasis and understanding how it works when undertaking personal 
change can be found in �Mastery� by George Leonard. 
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The human body is an example of such an open ended system. There is a 
psychological component to this as well. 

This is why it is so difficult to keep our New Year�s resolutions; when we hit the 
first patch of difficulty it is easy to backslide- to fall back into old habits � or 
patterns of behavior.

Aristotle said we are defined by our habits� 

Anyone read the 7 Habits, or been to Covey training? How long do they say it 
takes? 

I think 21 days is not quite long enough, but the idea is that there is a process that 
has to be worked through to define a new baseline.

It takes time to define that new baseline, then homeostasis works in your favor.

A very good description of homeostasis and understanding how it works when 
undertaking personal change can be found in �Mastery� by Ge orge Leonard.

Since, organizations are  comprised of individuals, it is apparent that this 
psychological aspect of homeostasis will impact  our efforts to implement 
organizational changes. 
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It gets worse� 

Not only is there the individual psychological component that must be accounted 
for; organizations are themselves systems. 

The patterns of interaction, independent of the individuals involved, that make up 
organizational behavior will have their own many feedback loops that will resist 
change at the organizational level. 
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It gets still worse� 

There is the formal organization structure we are all familiar with. This is 
represented by the formal organization chart. 

In any organization with more than two people there will also be  an informal 
organizational structure. 

You don�t have to identify this informal structure � but i t is a good idea to recognize 
that it will be there. And it is likely to resist change, homeostasis, even if the leaders 
on the formal organization chart hold a few meetings to announce the change. 
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Any large scale strategic change, organizational inertia may present a 
misunderstood and underestimated barrier to embedding the requisite change in 
behaviors necessary for the strategy to be successful. 

Culture is a very strong force in any organization. It needs to be understood and 
respected before it can be successfully changed. 
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In the Fifth Discipline Peter M. Senge outlines five disciplines that are necessary to build a ’learning 
organization.’ 
He states- ’the ability to learn faster than your competitors may be the only sustainable competitive advantage.’ 

At the level of organizational change we are immediately concerned with disciplines 2 through 4: 

Discipline 2 � Mental Models
Mental models are unavoidable, everyone has them. They help individuals to interpret and navigate reality. 
However, they are models; and all models are necessarily inaccurate. 
The danger comes from automatically rejecting new ideas that do not fit existing models. 
To accommodate the desired strategic change, new models must be built and shared with the organization, 
building toward a new: 

3. Shared Vision
Organizations need an image of their future (and a shared myth of their past) to inspire people around a common 
identity and sense of destiny. 
This is how the organizational culture is defined and changed.
Shared visions are critical to the learning organization because people only learn when they strive to accomplish 
something that matters to them. 

4. I attended a meeting where Michael de la Maza, a coach and trainer in agile project management, asked two 
salient questions: 
�How many of you, in the past year, attended training that was paid for by your employer? (most hands went up)
�How many of you, ever, have attended training that was specifically directed at developing your team? (not too 
many hands went up). 
As powerful as a shared vision can be in motivating people, it will never be more than a dream unless people 
develop the skills to bring the vision to life. 
When individuals learn, they seldom contribute to organizational learning. (it’s true- we always say we are going 
to enforce ’informaton sharing’ - but the pressures of the day prevent this). 
When teams learn, they become a catalyst for learning throughout the organization. When people truly learn 
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together, their combined 
intelligence can surpass the 
intelligence of individuals. 

Teams can produce more, 
while all of their members 
grow more rapidly then they 
could by learning on their own. 
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�� Examine market and competitive realities:  ���%�	������	
;�Help desks are being outsourced
-- Identify crises �� (������
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��� Fundamentally re-envision how the desk works -- shift from 
reactive to proactive

3!�<������������	���;��Establish a team with enough power to lead the change. This can be a 
steering committee, or it can be a team embedded in the organization (e.g. contains the 
project execution team). 

=!�����	����>������	�������	�	
���
����������	�� Mature from a help desk to a service desk or 
Incident Management from CMMI 1 to 3.
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?!����������	������ Use every communications vehicle possible. (Communicate 8 times 8 
ways. Kotter would likely say that even that is not enough. He states that major initiatives 
suffer from under-communication on an order of magnitude approaching 1,000). 
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