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The Other Org Change M gt. Process

There are alot 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 aProject 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 redlistic
project plans that take into account the time to work through accepting the Change.
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+ This file was produced to accompany a presentation on ‘Managing
Organizational Change’ for the SNEC-PMI DECEMBER 2010
FAIRFIELD COUNTY MEETING; December 7, 2010.

If you are reading the presentation— there are notes below many of
the slides that will further explain their content.
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Contact:
bill. cunningham@cppit.com

http.//cppit.com
Twitter: wlcunning

Presentation with notes available at
http://www.cppit.com
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Culture Eats Strategy for Lunch
Every Day of the Week
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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 avery strong force in any organization. It needs to be understood and
respected before it can be successfully changed.



Homeostasis

Homeostasis:

the property of a system that regulates its
internal environment and tends to maintain
a stable, constant condition.
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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 tendsto
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 agoodthing 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 adelay 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 atendency to turn the faucet
up higher.

The result is, after adelay, 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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The Fifth Discipline — Systems Thinking

+ 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—
homeostasis works to keep things the same- even if they
aren’t very good.
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Now, thisis not a presentation specifically about Thinkingin Systems, so we won t go too far into
defining that- for our purposesit is enough to realize just a few thingsabout systems:

self-regulating systems have feedback [oops, they respond to a control mechanism that monitorsthe
system and seeks to returnit to baseline.

Thereis often adelay between stimulusand the acting of the feedback [oop; a delay between
stimulusand response if you will.

Whilethisbalancing effect has positive originshomeost asisworks to keep thingsthe same- even
if they aren t very good.

The human body isan example of such an open ended system.
Thereisa psychological component to thisaswell.

Now- thereisapsychological aspect to thisaswell. Thisiswhy it isso difficult to keep our New
Y ear sresolutions; when we hit thefirst patch of difficulty itiseasy to backdide- to fall back into
old habits or patternsof 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?

| think 21 days is not quite long enough, but the idea isthat thereis a process that hasto be worked
through to define a new basdline.

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 ‘System’ of Psychology

5 MITETON SoLopd

Powerful Lessons 34
in Personal Change

Stephehj Ri.VVCO\lrey

make them habits.

It takes 21 days to embed new behaviors and

When undertaking your New Year's Resolutions

We are defined by our habits the best advice is to anticipate the inevitable
- Atistatie back-slide — it's just homeostasis at work...

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

Thisiswhy it is so difficult to keep our New Year s resolutions, when we hit the
first patch of difficulty it is easy to backdide- tofall 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?

| 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 worksin your favor.

A very good description of homeostasis and understanding how it workswhen
undertaking personal change can be found in Mastery by George 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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Psychology and Organizational Change

+ Organizations are comprised of individuals

* You cannot change ‘organizational behavior’
— Only the behavior of individuals can change
— (and you can’t change it...)

* So, individual psychology — and individual homeostasis- will
have to be accounted for in our project plans
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Organizations as Systems

Emvironment
Allthe elements outside the
system that have the potential
to affect all or part of the
system.
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taken or #
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the external
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f
A continuing source of information concerning
the relationship with the external environment
used to make the necessary changes in order
to survive and to grow.
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It getsworse

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 theformal organization structure we are al familiar with. Thisis
represented by the formal organization chart.

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

You dont have to identify this informal structure buti t is agood 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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Yale ITS - Process
Operations

5/18/2008 v1.0

Initial level of happiness
and productivity.

(C) Copyright, 2008 Yale University. All
rights reserved.

The J-Curve of Change

Trough of
despair
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Culture Eats Strategy for Lunch
Every Day of the Week
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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 avery strong force in any organization. It needs to be understood and
respected before it can be successfully changed.
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Reasons for Failure of
Organizational Change Initiatives

« Difficulty changing the culture of the organization
+ Lack of staff commitment and understanding

+ Lack of education, communication and training

* Responsibility without sufficient authority

+ Lack of effective ‘Champions’

* Loss of momentum after opening hype

» Lack of funding

Source — Pink Elephant (mostly)
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Reasons for Failure of
Organizational Change Initiatives

« Lack of quantifiable long term benefits (ROI)

+ Lack of organizational learning (lessons learned — lack of

iterative culture)
+ Satisfaction with status quo

» Qver-focus on tactical, isolated solutions rather than a

strategic solution

* Trying to do everything at once — over ambitious
Source — Pink Elephant (maostly)

Copyright 2010. Compliance Process Partners, LLC

'2010. Compliance Process Partners LLC

19



Reasons for Failure of
Organizational Change Initiatives

L)

No accountability; lack of clear ownership

Tools unable to support processes

People not skilled enough to support processes

No structured Project Management

Source — Pink Elephant (maostly)
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« Serious organizational change takes 3-5 years
— This does not mean you can’t have quick wins

* You must be prepared for resistance to any significant
organizational change.

* You must also understand that change adoption is not
likely to be linear.
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Peter M. Senge — The Five Disciplines
(towards building a Learning
Organization)

1. Personal Mastery TR

2. Mental Models |
+ 3. Shared Vision

4. Team Learning

5. Systems Thinking

PETER M. SENGE}
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In the Fifth DisciplinePeter M. Senge outlinesfive disciplinesthat are necessary to build a’learning
organization.’
He states- 'the ability to learn faster than your competita's may be the only sustainable competitive advantage.’

At thelevel of organizational change we areimmediately concerned with disciplines?2 through 4:

Discipline2 Mental Models

Mental models are unavoidabl e, everyone hasthem. They help individualsto interpret and navigate reality.
However, they are models; and all models are necessarily inaccurate.

The danger comes from automatically rejecting new ideasthat 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.

Thisishow the organizational cultureisdefined and changed.

Shared visions are critical to the learning organi zation because people only learn when they strive to accomplish
something that mattersto them.

4. | attended a meeting where , acoach and trainer in agile project management, asked two
salient questions:
How many of you, inthe 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 devel oping 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
devel op the skillsto bring the vision to life.

When individualslearn, they seldom contribute to organizational learning. (it's true- we always say we are going
to enforce 'informaton sharing’ - but the pressuresof the day pevent this).

When teams|earn, they become a catalyst for |earning throughout the organi zation. When people truly learn

22



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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Learning Organization

REVISED AN §POATED WITH 180 NEW PARES

NETH

IDISCIPUNES

How to Implement

Si-tttsaf.l:‘ Change
OurFl’rs':ralbm
John P Kotter
Organizational /
N
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Composite Organizational Change Model for the

Individual-
Psychological
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Necessary Conditions for Successful Change:

1. Leadership for the Change

2. Capabilities that are weaved into the fabric of

the organization

-John Kotter
Leading Change
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Implementing Process: Managing Change

Eight Stages of Leading Change, John Kotter

1. Create Sense of Urgency
2. Create Guiding Coalition
3. Develop a Change Vision & Strategy

4. Communicate the Change Vision
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Examine market and competitive redlities: % ; Help desks are being outsourced
-- ldentify crises  ( -

" 34 !
( Fundamentally re-envision how the desk works-- shift from
reactive to proactive
3I< ; Establish ateam with enough power to lead the change. This can be a

steering committee, or it can be ateam embedded in the organization (e.g. contains the
project execution team).

= > Mature from ahelp desk to a service desk or
Incident Management from CMMI 1to 3.
7 > 6 ,
!
?! 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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