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Enhancing Change Capacity.
Client-Consultant Collaboration
and Emergent Change

Kenneth W. Kerber ] Anthony F. Buono™”

1. From ‘Linear’ to ‘Complex’ Change

Companies in every industry are increasingly chaksl to build a capacity for
change, both in response to and in anticipationcaomtinuously changing
competitive, market and technological pressuresesithis need, significant
attention has been devoted to conceptualizing amgireally testing a range of
change management practices. Much of this effomyelver, has focused on how
to best implement specific organizational changéile this emphasis has
improved the ability of organizations to deal witire myriad ramifications of
change, many of these models and prescriptionsnuento fall short of the
challenge (cf. Abrahamson, 2000; Beer, EisensteéBpgctor, 1990; Kerber &
Buono, 2005). An underlying need is to developdbdity of organizations and
their members to change not just once, but contiglyo in response to ever
shifting market conditions, customer demands amdpatitive pressures.

Many organizations are growing increasingly conable with planned change,
especially in terms of their ability to react tdexxal forces, define their preferred
future state, and implement the subsequent ‘plan’atchieving a well-defined
end. In this context, however, change is largebyved as linear and mechanistic,
as a series of discrete and, at times, traumaénts\that need to be controlled to
enable organizations to achieve their goals. Gitieronslaught of changes that a
growing number of organizations now face, this fdke planned approach is
quickly becoming inadequate because the abilitgdapt to a rapidly changing
environment also demands experimentation and inmgabon, in essence
continuous movement toward a largely unknown, epmrfuture state.
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Beyond the abilities necessary to achieve planfexhge, emergent change
requires a broad and deep organizational capamitgifange that includes (1) the
willingness and ability of change makers (change recipients, change dgents
implementers, change leaders/strategists) to assespensibility for continuous
changing, (2) annfrastructure that makes continuous changing possible (e.qg.,
lavish communication, flexible systems and procgssesponsive training and
education); and (3) sufficient resources devoteahanging (e.g., mind share,
time, people, money) (see Kerber & Buono, 2005avidng on our consulting
experience in this arena, the analysis focusesierchallenge of working with
client organizations to stimulate emergent charigmphasis is placed on the
process of creating self-organizing systems and amgcihg the client
organization’s change capacity.

2. Managing Organizational Change

From a conceptual vantage point, there are thresrélated approaches to
organizational change that are present in orgadoimttoday: directed change,
planned change and guided changing (Kerber & Bu@905). Each of these
approaches has certain advantages and disadvaniagesed change is driven
from the top of the organization, relies on auttyoand compliance, and focuses
on coping with people's emotional reactions to geanLeaders create and
announce the change and seek to persuade organaathembers to accept it
based on business necessity, logical argumentseigational appeals. Directed
change reflects a quick, decisive approach to dnicong change in an
organization. Used inappropriately, however, maragand employees
throughout the organization are forced to cope withwell-known and expected
reactions of the recipients of the imposed changterial, anger, bargaining,
sadness, and loss (e.g., Kubler-Ross, 1969; Magks3).

Planned change, which has become an increasingly popular appréachange
management, may arise from any level in the orgdio@ but ultimately is
sponsored at the top. Change leaders and implermesgek involvement in and
commitment to the change by making extensive uspetific actions, identified
through research and experience, that mitigate typcal resistance and
productivity losses associated with directed chafegg., Beckhard & Pritchard,
1992; Kotter, 1996; LaMarsh, 1995). Underlying mpktnned change efforts is
the Lewinian three-stage process of unfreezingnging, and refreezing: (a)
unfreezing or releasing the organization from itsent patterns, (b) transitioning
the resulting, more malleable, organization from ¢urrent patterns to more
adaptive ones, and then (c) refreezing the orgaoizanto a new set of patterns
by weaving them into the fabric of the organizat{tewin, 1947, 1951; Weick,
2000; Weick & Quinn, 1999).

Rather than simply creating and announcing thegdhgolanned change provides
a ‘roadmap’ that outlines a project managementagmtr to the change process. It
attempts to create the conditions for people t@ifmecmore involved in the change
process, identifying and encouraging key stakemnslaeparticipate in both the form
and implementation of the change. Yet, while plahdeange creates an important
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capability in today's organizations, used inappetely it can still result in
significant reductions in productivity, overwhelmganizational members with its
complexity, alienate key stakeholders as a redulinated participation and true
influence in the process, and constrain the ahilitthe organization to achieve its
intended goals (cf. Abrahamson, 2000; Kerber, 20Mdreover, the burden for
initiating and sustaining the change is still pthdirectly on the change strategists,
from identifying the need for change and creatings@én of desired outcomes to
deciding which changes are ultimately feasible.

The planned change approach implicitly assumesattgginizations experience
inertia and that leaders must intentionally credtange and consciously attempt
to minimize resistance to that change. Yet, obsems of organizations today
suggest that it is increasingly common for chargyarise from all levels in the
organization, for people to make both small anddazhanges in their work based
on trial and error and success and failure, andli@anges initiated in one part of
an organization to spread to other parts of thepamy. The reality is that such
continuous changing is a natural part of orgarozei life (Wheatley, 1999).

Guided changing emerges from within the organization and people's
commitment and contributions to the purpose ofddganization. In the context of
the type of over-lapping changes that are charatter of today's
hypercompetitive environment, this approach largelyuses on enhancing and
extending the effects of the myriad changes thataéready underway. It attempts
to take full advantage of the expertise and crégtof organizational members, as
organic changes emerge and evolve, reconfigurimggireg practices and models,
and testing new ideas and perspectives. RefleatimgLewin's (1947, 1951)
seminal contribution to planned change, guided gimgnfollows a different three-
stage process: freezing, rebalancing/ improvisiagd unfreezing (Weick &
Quinn, 1999). Specifically, guided changing invaveausing’ the action in an
organization, at least figuratively, so that se@esn patterns, and
interrelationships can be identifieffrgezing). Change agents can facilitate this
process through vision casting and the creatiotutifiral maps that link different
change efforts and initiatives. Based on a cleamerstanding of what is
happening in the organization, patterns can therrdassessed — re-shifting,
rebalancing, and/or re-sequencing as necessary elintonate obstacles and
blockages to these emergent changesa{ancing/improvising). Instead of telling
people what to do and why to do liodic of replacement), the underlying key is to
inspire organizational members so that they aravmrto and excited by the
possibility of changel@gic of attraction). At this point, the ‘pause button’ is
figuratively released,unfreezing the action and resuming the learning and
improvisation that characterize the guided changingcess. Much of the ideal
underlying guided changing is reflected in appr@eainquiry and its cycle of
discovery, dream, design, and delivery (see Smawast& Cooperrider, 1990;
Watkins & Mohr, 2001).
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Figure 1: The Guided Changing Spiral
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As llustrated in Figure 1, guided changing is &erative process of initial
interpretation and design, implementation and iwigadion, learning from the
change effort, and then sharing that learning syst&le, leading to ongoing re-
interpretation and redesign of the change. The Itieguspiral of learning,
innovation, and development contributes to bothtinoous improvement of
existing change efforts as well as the ability @agrate novel changes and solutions.
Our experience suggests, however, that if usegnogpately, guided changing can
contribute to organizational chaos, as continudwenges and transitions confuse
and frustrate rather than enlighten and supporrozgtional members and other
key stakeholders. The feeling of being in ‘permandnte water’ (Vaill, 1989) and
the need to constantly adapt and adjust can berging experience. Many people
ultimately want organizational change to end, nathan experience changing as a
way of doing business that will, in essence, newek.

As each of these techniques has advantages artVaigages, developing true
change capacity entails the ability to move bac# &orth among these three
change management approaches as required by ticit Moving from
directed change to planned change to guided chgngiowever, involves an
underlying need for significant competence trandfem change strategists to
change recipients, as organizational members beconedfect, the new change
leaders (see Kerber & Buono, 2005). The transifram planned change to
guided changing, in particular, can pose a sigaifichallenge for executives and
organizational members, who are both accustomeHbatong the former lead
change. While resistance is clearly related tcamsts where people feel change
is being thrust upon them, a downside of carefoittyhestrated planned change is
that it might create an artificial sense of seguamong recipients that could
counteract reflection (Werr, Stjernberg & Docheriy997) and, as a result,
suppress the type of learning and improvisatioressary for guided changing. At
the same time, one of the greatest challengesetantplementation of guided
changing may be the unwillingness of change stisteego let go of tight
management control and embrace a messy, dynameeggdhat involves the
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entire organization (Kerber, 2001). It is imperativtherefore, that all
organizational members — in essence the changemaksFcome better informed
about the advantages and limitations of each apprt@ change as well as the
broader context for the change itself.

3. Creating a Culture of Change

Although many client organizations are faced wille theed to stimulate
emergent, guided changing, given their familiamith directed and planned
change approaches, it is typically most effectivebegin by enhancing client
understanding of how to successfully lead plannbBednge in their specific
context. Based on our experience, attempts todotre guided changing concepts
early on in the process are typically met with mserstanding, skepticism,
and/or resistance. Much like the idea of emergdrange itself, it is more
productive to have the motivation to seek out &ed#int approach to change come
from the organization and its members.

Starting with Planned Change.In consulting engagements/workshops we have
conducted, we typically start with a series of ¢joes that prompt participants to
focus on their personal insights about the chamgeegs: (1) What is your most
memorable experience with organizational changey Wit so memorable? (2)
Based on your experiences with organizational obamghat is required to
implement change successfully? (3) What specifangk initiatives aKYZ Co. are
you currently leading (or can influence)? What lemges do you face?

Drawing on the contributions of a number of thoulglatders (e.g., Beckhard &
Pritchard, 1992; Beer & Nohria, 2000; Kotter, 19R&Marsh, 1995), we then work
with client organizations to develop a frameworkctinceptualize the process of
managing planned change within the companyidgitifying the change (including
creating dissatisfaction with the status quo, éstabg a clear vision for the change,
developing a clear process for achieving that m)si2) organizing the change project
(creating a project plan and project team, ensudngnical expertise); (3ngaging
the stakeholders (developing sponsorship, identifying innovatorsl &arly adopters,
positioning skilled change agents, understandirg ricipients of change); (4)
implementing the change (managing the organization’s history of change asitliral
‘rules,” communicating the change vision and precpsoviding education/training as
well as rewards/recognition); and ¢Bpnitoring and sustaining the change (ensuring
short-term wins, tracking metricproblem-solving, collecting feedback, learning,
sharing/disseminating the learning). As part ofeflaying a better understanding of the
planned change process, a powerful approach isatmgb client organizations to
check regularly on the effectiveness of these keyofs during the course of the
planned change project. As an example, Appendoniams a questionnaire designed
to encourage conversation among the change implerseabout these factors at
critical stages during the life of the change mje

While this approach is effective in helping clietdsmore fully understand the
dynamics surrounding changes that have a prectifiped beginning and end
state, subsequent discussion typically revealdrétisn with the limits of this
approach. In prompting the reasons underlying tfrastration, clients typically
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point to situations from their own experience th&drt with little more than a
general directionwithout a clearly defined end state, because the solifton
outcome) is generally not determined, establishedexactly known. This
realization lends itself to a discussion of thefedihg nature of organizational
problems or challenges — in essence the distindiietween what might be
thought of as relatively ‘tame’ and ‘wicked’ probie (see Figure 2) (Conklin,
2005).

Figure 2: The Nature of Organizational Problems
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Tame problems are those challenges that involve relatively fesimilar
stakeholders with a common context. The problesifits clearly defined with a
known solution.Wicked problems, in contrast, are those that demand a different
approach and way of thinking. In these situatidhe, context itself can be very
different (e.g., multiple contexts with many, diserstakeholders) in which the
problem is not clearly defined and the solutioraliso unclear. In essence, the
initial focus on planned change opens clients tatemative, rather than linear,
approach to change that involves establishing amadivdirection, taking action,
assessing results, learning, sharing that learrand, adjusting the direction as
they move toward and refine their goal(s). Themes understand and learn how
to guide emergent change when confronted with sacked problems ultimately
comes from the client organization.

Developing a Diagnostic Orientation.As clients discuss the different nature
of organizational problems, they also begin to taasthe limits of planned
change. At this point, it is useful to prompt ctemo think about the challenges
and skills necessary to ‘move forward’ in dealinghwwicked’ as opposed to
‘tame’ problems. Within this context, the next sispto introduce them to the
ways in whichbusiness complexity (i.e., the number of different components and
extent of organizational differentiation) asakcio-technical uncertainty (i.e., the
extent to which the tasks involved are determimstiblished, or exactly known)
also shape and influence change management dynamicgng from directed
and planned change when dealing with ‘tame’ problésmward guided changing
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when confronted with ‘wicked’ challenges. As illiegied in Figure 3, the primary
driver of the shift from directed change to planeldnge is business complexity,
while the shift to guided changing is driven byisetechnical uncertainty. Clients
can begin to see the need for more of an iterameroach to change as they
wrestle with problems and issues that are not lglelafined.

Figure 3 : Complexity, Uncertainty and Approachesto Change
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Source: Kerber & Buono (2005)

Building Support for Guided Changing in a Large and Medium-Sized
Corporation. Our recent experience with two client organizatierss multi-billion
dollar information management technology compamy Tlech) and a medium-
sized firm that engineers, installs and maintatagesof-the-art access control and
security management systems (SMS Co) — shows hevintits of planned change
can gradually become apparent in a complex, hypepetitive, high change
business environment. Strongly committed to ledulers management, and
employee development, the director of IM Tech’spooate university asked us to
design a workshop that would encourage leaderseatdampany to understand and
apply a planned change approach when implementgigfisant organizational
changes. After nearly a year of delivering workshapthe organization, a global
sourcing initiative within the company’s informatiotechnology organization
provided an opportunity to consult with the CIO duigl leadership team about how
best to plan, announce, and implement a decisiavfféhore critical services to
India. While the objective of this initiative watear and well-defined (low socio-
technical uncertainty), its implementation in ag&r globally dispersed and
culturally diverse organization was quite compléigly business complexity). As
reflected in the situational model of organizatiacteange (see Figure 3), a planned
change approach fit this moderately ‘tame’ situatio

Although not without its challenges, the impleméota of the offshoring
initiative was perceived to be sufficiently sucdéelssand well-received by the
organization’s managers, despite the obvious dlfficof offshoring desirable
technical jobs, that leaders in other parts ofcthmpany took notice and requested
customized workshops that would bring the plannkdnge approach to their
executives and managers. In particular, the custes@ice organization embraced
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a plan to educate its employees about thrivinghigh change environment and its
executives and managers about effectively leadegned change.

The customer service organization was faced witide range of organizational
changes, all happening simultaneously includingritieduction of new products and
services, the integration of people and producs fmultiple acquired companies,
major changes to internal processes and systerfshomfg, significant growth
especially in developing countries, new stratedesigned to have customers pay for
valued services previously offered at no or low,casd, as a result, new relationships
with the company’s marketing and sales organizstioot to mention the company’s
external customers. While some specific organi@atiochanges, such as the
implementation of new processes and systems, weliesuited to a planned change
approach, the executives in customer service biegaxpress dissatisfaction with the
notion that planned change requires a clear désaripf the desired future state of the
organization. During one executive overview of tilanned change approach, for
example, a participant described his dilemma witla@alogy about completing a jig
saw puzzle. Most of us are familiar with the exgace of pouring 1,000 pieces of a
complex jig saw puzzle on a table and then usiagitture on the box cover to guide
the assembly of the puzzle. As this executive ndtedever, ‘Working in customer
service is like having someone pour an addition@DA puzzle pieces on the table,
mixing them with the pieces already there, and th&img away the box cover. You
have to put the puzzle together, and you neecatbrsdw, but you're not sure what
you're building” This analogy led to an impromptliscussion about the three
approaches to change — with a focus on guided itarihe executives at the session
embraced the notion of guided changing as desgribeir situation. In fact, during the
discussion, one executive raised the question,wWBen is each approach to change
most appropriate?’

A similar dynamic took place in SMS Co. Following saries of training
sessions (spread out over a four month period)hiciwthe different approaches
to change were discussed, the management teamledregsith how to best
implement planned change within the firm. The idéguided changing was seen
as an intriguing but impractical approach to deplwith change in their
organization. In a follow-up session that focusedenforcing and applying the
development tools discussed during the trainingsisas, the group began
applying a planned change approach to honing aadgihg the way in which
project bids were determined and integrated amdbegdifferent areas of the
company. As they were working through the procidsecame increasingly clear
that a planned change approach was falling shomtaft they needed to do,
especially in terms of continually adapting to aiag project specifications and
customer expectations. As we were discussing tbblggmm and the limitations of
the current bidding process, one of the particpawted, ‘... hey, wait a minute.
This seems like a guided changing challenge ~ii&g¢alked about in the training
sessions.” As others began to chime in, the grewyisited the guided changing
spiral (Figure 1), using it to think through hovethidding process could be better
integrated across all of the key areas of the compaith an emphasis on
improvisation and sharing learnings throughoutdiganization.

In essence, starting with an understanding andicgtion of planned change,
where they felt the most comfortable, the execstimad managers at IM Tech
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and SMS Co began to realibem their own experience that planned change,
while necessary and effective in many situatiorss,not sufficient for all
situations. As part of the intervention strategyhvihese two companies, we are
now in the process of broadening their understandof the alternative
approaches to change, when each is appropriateh@mdo implement each as
effectively as possible. It appears that both tl@nganizations are well on their
way toward creating a culture of change.

Supporting Guided Changing in a Start-up Organizaton. Although many client
organizations are initially leery about guided ahag, this approach is already quite
common on the Internet (e.g., open-source softd@velopment). As described in the
two examples above, one can also expect to ungmekets of guided changing
within medium- to large-size organizations. Guidgthnging, however, may be
received more openly and enthusiastically in sistalit-up organizations, especially
those focused on experimentation and innovatiog., (¢he life sciences). As an
example, the president of MedCo, an approxima@byirson internal start-up within
a large medical instruments company, approachedast preparing the start-up for
anticipated explosive growth as a revolutionarydpod was being developed and
brought to market. The president believed thattiogga ‘world class’ organization
and establishing a unique, supportive organizdtioaléure were critical enablers to
achieving the start-up’s business objectives, &peduring the expected period of
fast growth. He also believed that his leadersbgmt and the entire organization
needed to own the process of creating such a wiadd organization and culture.

The challenge, however, was that neither the peesidor his leadership team
knew exactly what a ‘world class’ organization wbdbok like in their unique
environment. In fact, during our first meeting, fhresident said, ‘I want to create
a world class organization, and in all honesty, hot sure what that means. But
I'll know it when | see it!" Similar to the puzzlpieces analogy, the goal was to
start changing in the present but without a cleddfined vision of the future.
Although the business complexity of MedCo was nattipularly high, the
uncertainty about the future state presented akéwt problem, pointing to
guiding changing as the most appropriate approach.

As we became involved with this internal start-we discovered that some
steps in this direction had already been taken. pi@sident had written and
distributed several memos describing his prelinjnadeas about the
characteristics of a world class organization amthgany culture. The leadership
team then brainstormed ideas about how world deganizations operate. Based
on focus groups with over 60 employees, actionsaisal been taken to improve
company meetings, enhance overall internal commatioit, and develop the on-
boarding (socialization) process for new employéesa next step, we worked
with the president and his human resources vicsigheat to design a one-day
offsite for the senior leadership team that woudthklish a baseline for further
action — education about guided changing, and @ugsson about the aspects of
‘world class’ that currently needed focus, with airset aside for action planning.
In other words, the offsite was designed to defam&l initiate a long-term,
iterative process for creating a world class orgaion and respective culture by
building on the work that had already been dong. (&he president’s memos, the
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brainstorming session, the focus groups, improveéraetities), and by taking
the next step by re-defining and continuing to iempént the next round of
improvements (see Figure 4).

Figure 4 : Guided Changing at MedCo
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The underlying process was to establish and conwatsian overall, if rather
vague, direction for the company, take action tprowe the organization, learn
from that experience, share the learning with tii#eeorganization, and take action
again — an iterative process moving toward a deamerging definition and
realization of the desired world class organizaéad culture. As an analogy, while
driving a car on a dark, moonless night it is gassto travel hundreds of miles
safely and effectively only seeing as far aheagoas headlights allow. It may take
years for this start-up organization to achievertdiclass’ status, and they may
never get there because the goal is a moving takg#die same time, concrete steps
have begun and are likely to be continued, with dbgective of moving the
organization in the ‘right’ overall direction andjasting the direction as it moves
toward refining their ideal of creating a worldsdaorganization.

Figure 4 attempts to capture the activity at Medfothe guiding changing
spiral. It also points to an underlying challengéthwguided changing —
organizational members tend to uncomfortable in ‘theld Accountable and
Learn’ and ‘Share the Learning System-wide’ stephe process. It could be that
these two steps are less action-oriented and nedlective than the first two.
Given people’s eagerness to jump into action, thedective, learning, and
communication activities may be reduced or elim@dat unless organizational
members are prompted to undertake them. This @@ where consultants can
play a critical role, especially since an emphasisuch learning and sharing is a
crucial component of implementing guided changing.

4. Thinking About Managing Change

Directed change, planned change, and guided clamgay be conceptualized
along a continuum from highly constrained to highhgonstrained self-organization
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(see Figure 5)Sdf-organization is a process in which the internal organizatioarof
open system increases in complexity without beigbtly managed by outside
sources (Olson & Eoyang, 2001). The assumption isefeat any group of people
has the potential to self-organize, in other wotddjecome more organized and to
generate new structures and patterns, that is)ange, based on the parameters of
the situation and the dynamics of the group. Leadenstrain or unleash self
organization by the way they design the parameittke situation. Leaders may
choose to constrain people so that they behavalikechine, or they may choose
to unleash people so that they behave as a liystgrs.

Figure 5: The Change Continuum
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As illustrated in Figure 5, three primary factordluence the degree of self-
organization in a system — the ‘container’ withdefining boundaries, the extent
of differences within the container, and the typégxchanges that occur among
the participants. If (1) the parameters of a paldic change are tightly defined
and unchanging, (2) the participants in the chgmgeess have few differences
and those that do exist are hidden or suppressedd(3 discussions about the
change are minimized and communication about tfengd is one-directional
from the leader, self-organization will be reduagdeliminated. In other words,
directed change involves telling people what tcadd how to do it, with little or
no opportunity for input about or modification dfet change goal or process. At
the opposite extreme, as (1) the parameters of racydar change become
increasingly flexible, (2) the participants in ttlgange process are diverse and the
differences are highlighted and celebrated, andd{@ussions about the change
are maximized with a focus on true dialogue, sajanization is increased. In
this instance, guided changing involves identifyarg overall direction and then
giving people the opportunity to modify both theange goal and the change
process. Planned change falls in between thesexwemes, for example, when
people are involved in designing how to implemerglatively unchanging goal.

Figure 5 suggests that rather than three approasiesange, there are in fact an
infinite number of change approaches along a ammmfrom tightly constrained to
highly unconstrained. Our experience suggest®tiw organizational members begin
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to understand the various approaches to changeatbejuite capable of determining
the appropriate change strategy — if given the ppity. As an example, Figure 6 is a
snapshot of a flip chart from a recent interven@nM Tech, with those in the
workshop indicating which approach to change theyght was most appropriate for
the challenge(s) they were facing. By assessingelative business complexity and
socio-technical uncertainty associated with thigiragon, the flip chart suggests that
they were quite capable of determining where theyulsl be operating along the
change continuum. Discussion also focused on wgikirthe boundaries, as the types
of change strategies blur together in practiceores moves from directed change, to
planned change, to guided changing, leaders mustug control based on rules,
procedures and tight supervision and substituteosgnization based on overall
direction, principles and values.

Figure 6: Conceptualizing Change Strategies at IM Tech
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As captured in Figures 3 and 5, the appropriateegegf self-organization depends
on the nature of business situation and changéengel Too frequently in today’s

organizations, people are overly constrained basetthe leaders’ need for control
and predictability in contrast with what is reqdirby the circumstances. In the
appropriate situation, unleashing self-organizatian have very positive benefits,
including engagement, creativity, innovation, ar@mmitment to change. The
greatest challenge to building support for guidegihging may be the unwillingness
of leaders to let go of tight management contral ambrace a messy, dynamic
process that involves the entire organization.itiraons requiring creativity and

innovation, leaders must be more willing to trds intelligence throughout the
system, not just a relatively small number of etgoer people at the top.

5. Conclusion

Client organizations can be prompted to broadeir ttigange management
repertoire, creating a culture in which organizagiomembers understand and
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support different approaches to change, ask angomesto questions that
stimulate change (e.g., the ‘architecture of paldsip see Finlayson, 2001),
create a supportive change infrastructure, andemeral, develop a high capacity
for change. The initial impetus for moving from ebted to planned change,
which is driven by business complexity, can be mgadaas part of a traditional
training and development approach, broadening e iw which organizational
members view successful change. From a consultperspective, however, the
impetus for moving from planned change to guidegainging, which is driven by
socio-technical uncertainty, must come from thertgliorganization. As discussed
in the paper, clients are often leery of the idearxonstrained systems, seeing
them as more ideal than realistizitil they experience the limitations of planned
change. This dynamic, of course, may change oner #&s organizations become
more familiar with these different approaches targe. It is in these instances
that consultants, working and collaborating with thient, can prompt a broader
appreciation of the range of appropriate changeagugmes and when turning a
system ‘loose’ may be the most effective way tocpanl. The goal is to work with
clients to create organizations that are ‘builickange’ (Tichy, 1998), not just
once, but on an ongoing basis in response to aadtinipation of a continually
changing environment.
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Appendix 1: Leading Organizational Change Questionnaire

With reference to th&¥WY project, evaluate: [A] themportance of each element of successful change,
listed below, to achieve the goals of the projant [B] theeffectiveness of the effortsthus far to use
each change element to achieve the goals of thegpro

Rate each itentwice, once for importance (IMP) and once for effecte®n (EFF)with reference to
the XWZ project. Use the 0 to 10 scale as follows:

Unimportant ---------------------- IMPORTANCE Very Important
0 1 2 3 4 5 6 7 8 9 10
Poor EFFECTIVENES Excellent

1. Dissatisfaction with status quo (among the peegio must change):

IMP EFF

2. Clear vision for change (among the people whetrabiange):

IMP EFF

3. Clear process for achieving the vision (amorgaople who must change):

IMP EFF

4. Project plan (i.e., scope, milestones, scheduld, resources):

IMP EFF

5. Project team:

IMP EFF

6. Technology and technical expertise to accommisiiect milestones:

IMP EFF

7. Sponsorship:
IMP EFF

8. Perceived costs of change (among the peoplemwisbd change):

IMP EFF

9. Innovators and early adopters:

IMP EFF

10. Skilled change agents:
IMP EFF

11. The people who much change:

IMP EFF

12. History of change:
IMP EFF
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13. Cultural ‘rules’

IMP EFF

14. Communication of the change vision and proesall stakeholders affected by the change):

IMP EFF

15. Education/training (of all stakeholders affedby the change):
IMP EFF

16. Rewards/recognition (among all stakeholderscééd the change):
IMP EFF

17. Short-term wins:

IMP EFF
18. Metrics:
IMP EFF

19. Problem-solving:

IMP EFF

20. Quality of feedback:
IMP EFF

21. Learning and sharing the learning:

IMP EFF
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