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Introduction





This product is one of the outcomes from a European initiative called Adapt. Adapt is a European Commission human resource initiative aimed at ensuring competitiveness in Europe by part funding transferable, innovative, human resource research and development initiatives across Europe, including projects which deal with the concept of the Information Society.  The title “Adapt” is very applicable as the programme is about “adapting” to the changes that are all around us in our working lives.





This Booklet


The booklet, which is primarily about organisation change is the product of the combined work of three European organisations.  Aughinish Alumina Ltd, a privately owned alumina refinery (part of the Glencore Group of companies), situated in the Republic of Ireland; Vitamine W, a Belgian non-profit making organisation in the areas of training, consultancy and development (particularly with low skilled workers and the unemployed) and ACEREP, a privately owned French training and consultancy organisation.


Organisational Links


There are several common links between the organisations, the first being that each organisation has secured funding under the Adapt European initiative, the second being that each of the organisations has a keen interest in progressive innovative human resource practices.  Thirdly the fit of a private manufacturing company, a private training company and a non-profit making organisation was attractive to all three partners.  Also part of the criteria to secure funding from Adapt is a requirement to engage partners from other European countries who are of similar views and who have projects which have similarity, this is how the three organisations decided to become partners. Each organisation also has a national project, a summary of which can be found in the appendix section of this booklet.





Aim of this Booklet


This booklet looks at change processes as they affect the different actors in the organisation, primarily change agents, managers, middle managers (supervisors) and workers.  It is meant to be a short, thought provoking, awareness raising journey through the process of change to enable the reader to understand the different dimensions involved in change. 





It was compiled by professional training, consulting and human resource practitioners drawn from each of the three organisations and is based on their experience in leading change processes both in their own and client companies. 





We hope the booklet will be useful and provide you with the stimulus to better prepare you for your change journey.  It is not meant to be an exhaustive guide on change but merely a series of hints, tips, pointers and case studies to help you to see change in a different light.
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Chapter 1 - The Nature of Change





More and more of today’s companies find themselves confronted with a dynamic competitive environment, manifested by such things as competition on a global scale, changing technology, stricter legislation and changing employee expectations.  To be able to meet these challenges and to survive in this changing environment, companies are looking for new ways of organising and competing. 





Some examples of this new reality are corporate decentralisation, the concept of the learning organisation, self directed team-working, outsourcing, rightsizing, benchmarking and replicating best practice, business process re-engineering, to name but a few.  All of these type of activities have one common thread, that of change.





Change itself is very often associated with uncertainty and fear but we cannot escape it. Sometimes it is precipitated by an imminent crisis or situation, sometimes by a desire to become more efficient or simply to improve the business in the face of future competition. Waiting for a crisis to happen will ultimately increase the depth, speed and human cost of the necessary change required as a crisis supplies a very virulent driver. It is also possible that the change will come too late for the business to survive.





It is far better to be proactive in recognising that change is needed well in advance of any impending crisis.  Conversely those organisations who do not change will become victims of change regardless, as the world will pass them by.  While employees often see change as a threat, it can also be seen as an opportunity.  Change can be introduced through different avenues such as team-working, training, new work systems or even recruitment. 





Successful and long lasting change is not a once off event, it is a continuous process with a starting point, milestones but without end.  It is not an overnight solution; it requires time and effort.  It is a dynamic process, which has to have a multi-level approach.  In other words change must affect the whole organisation.  If it is selective change, affecting only one grouping, it will be seen as an imposition by one group, those who do not change, over another and will ultimately fail. 





So - What is Change ?


Change is about doing things differently, doing things that have never been done before in the organisation, and discontinuing what has been done in the past, without devaluing past performance.  This type of change requires new skills, new mental models, openness and willingness to learn at all levels in the organisation, with a realisation that it is easier to lead than to be a recipient of change.  It requires all the actors in the organisation to change especially those who are leading it. 





Change must be visible and tangible to be effective.  Those leading change must become role models in the change process, providing support and guidance for the rest of the organisation.  If not, the lack of this visible support will be viewed by the other actors in the organisation as a lack of commitment and will be used as an excuse not to change.  In other words if those leading change are not seen to challenge the present structure, culture and climate, they will be seen as supporting the status quo and the change process will be doomed.





Approaches to Change


Successful change processes do not come packaged from a shelf; they are the products of careful analysis, vision, commitment and courage combined with a will to improve the organisation, by the people within it.  Often the starting point is a blank page where the only route map is a hazy vision of what’s possible.  This means one cannot use a Newtonian, Cartesian, and analytic approach (which have been used in periods of stability).  On the contrary, one needs an approach in which you can deal in parallel with objectives and means.  A systemic approach has been proven to be worthwhile because it allows action on complexity and uncertainty.   It is by walking that you create your own path.  Change agents should not be deterred that the change process at the outset might only be a set of beliefs and desires.  Time and effort is needed to expand the vision into a tangible detailed strategy with key events and tasks, which need to be achieved.





What this booklet attempts to do, is to raise the awareness of those involved in change by providing tips, hints and tools that can be used to help realise long lasting and continuous change.  The following pages contain a route map of sorts that dissects a change process into its constituent parts.  It focuses on three main actors in an organisation, managers, middle managers/supervisors and workers.
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Chapter 2 - Common Needs


Successful change requires everyone in the organisation to apply effort.  To do this, many needs that are common to all levels, must be met.  By meeting these needs the process of change can be exciting and stimulating for everyone involved.   This approach allows you to tap people’s full potential and mobilise it in the effort to change.  The potential for contribution from people at all levels in the organisation can be surprising.  The rewards derived from addressing these needs far outweigh the effort of doing so.





It is important to remember that no matter what change is being introduced, people will have to cope with not only new work processes, but also with new ways of thinking and new cognitive requirements.  To be effective change must be visible, sustained, acknowledged and promoted.  It can be a great adventure into the future rather than a tentative step into the unknown.





Communication


It is important that everyone understands what the proposed change is and why it is needed.  Everyone in the organisation, at all levels, needs to understand the overall objectives of the change.  One must see a potential benefit - both personal and for the organisation.  Clear and honest communication is necessary to achieve this understanding.





Often only a few people in the organisation may know the impetus for change.  This can lead to fear and misunderstanding.  As change is introduced it is important that everyone can understand the change and its relationship with previous events. People need to be reassured that this is development and growth and not a reflection on their previous work.  They need reassurance that they haven’t failed in the past.  Even though you will not necessarily follow a chain of linked steps, people should understand that you are not introducing random change but have thought through the implications of each change you introduce.  Benchmarking against other organisations that have successfully implemented change can help.  People will be able to see examples of where change has been successful.





People need to understand that their own role has broadened and that they must develop new skills and take on new responsibilities.  If the change involves a re-organisation it important that any new roles are communicated and understood by everyone.  Any new position in an organisation affects many people indirectly.   Even though you may not wish to scope out an individual’s role (as you may wish to give them room for growth) it is important that they understand how they fit in to the “big picture”.  People also need to be introduced to the models that underpin their role in the organisation.





New abilities take time to develop and training will be involved.  Where people have skills and behaviours that are needed in the new organisation, they may be diverted into a training role.  It must be communicated to everyone that this fact is recognised and that they will be supported through this process.





A Two Way Process


All of this communication process must be two-way.  There must be plenty of opportunity for people to feedback their views and opinions.  It is important that all formal communication is understood and that a means exists for checking that understanding.  Often the loudest message received is through non-verbal communication.  Many people find it difficult to express their deepest feelings.  It is important that they be given a safe forum for expressing their views. 





Training


Understanding of a new role does not come through communication alone.  You cannot always convince people that change is good.  Most of the time they must learn for themselves through experiential learning.  Training will not be a one-off event but something that is progressive.  As people experience more of their new role and begin to see things differently, they will need training to bring them to the next level.  





All levels in the organisation will need training support.  However it must be remembered that if training has not been a high priority in the organisation in the past, many people may be wary of it.  Training should be seen as an opportunity and promoted as such.


 


In some instances training will go hand-in-hand with communication.  If people are expected to take a greater interest in the business in the global sense they will need to be able to understand the economic information that is presented to them.  This will require training.





Learning new skills and knowledge can be a daunting experience.  At times people will feel unable to cope with the changes they are experiencing at all levels in their working lives.  They must be kept motivated through these and encouraged to continue.  Support is required for all levels of the organisation and in some instances it may necessary to seek aid from an external consultant or expert.





Some ideas for training areas · Meeting Skills · Social skills · Listening skills · Assertiveness · Appreciating diversity · Leadership skills · Communication skills · Self development · Conflict management · Giving and receiving feedback 


New Behaviour


To live in a period of change requires new behaviour and new attitudes. People need the ability of multilevel thinking, incorporating the different perspectives in the organisation.  Through careful nurturing, a willingness to change can be developed throughout the organisation.  Change can be quite difficult for people at all levels for different reasons. 





Resistance to Change


Everyone has to deal with their own resistance to change, however training, communication and positive experiences of change will help them.  Becoming aware of one’s own assumptions can help. Everyone needs openness to learning.  They cannot be expected to know everything at once.  They must be free to say,  “I don’t know”, and be able to support each other through these personal crisis’s.  Throughout the change, time must be taken to allow people to review their own performance.





Mistakes will happen.  They are not faults; they are opportunities to learn in the change-process. One must be prepared to take the plunge even if one is not sure what will happen.   If things go wrong one should not look for someone to blame - but try to discover what has been have learnt from the experience and use it as a source of knowledge. Trust and co-operation will help this process. This can be developed, by moving from a structure of power to mutual co-operation, highlighting the benefits to everyone when the organisation succeeds.





An added benefit of introducing change can be that it provides a catalyst for the development of an informal process of teamwork.  As people are introduced to new ideas, they come to depend on each other’s strengths and knowledge, and, to appreciate where their co-workers can compensate for the gaps in their own knowledge or training.  Of course, in order for this to succeed people need to be willing to identify their own strengths and to make their knowledge available to their co-workers.  In this way they begin to learn from one another.  This informal process can be formalised later as appropriate.





Recognition


As the organisation changes the skills that people used during their work may no longer be those that are required for the future.  This can lead to a feeling of rejection and a loss of professional identity.  It is important that they realise that they can apply other skills that they already may have to provide a new contribution.  Skills, knowledge and experiences outside the workplace must be acknowledged and tapped as a new resource to the organisation.





Change can be a very frightening word.  However it does not necessarily involve a radical restructuring.  Every organisation that is in business has its successful components (otherwise it would not still be in business).  These components must be supported and recognised during the change process.  They can form a framework, which can be used to develop and support people during the change.





People at all levels in the organisation can feel that the change is being imposed on them.  It can create a feeling of loss of control.  If the main supporters of the change are perceived to be outside the organisation, that change will always be resented.  For it to be successful those inside the organisation must see themselves as initiators and catalysts.  The idea for the change may come from outside but its success is dependent on those within the organisation.  They must become owners of the change process and feel that they are a part of the process not observers of it.





The Change Momentum


Any change that is introduced can take on a life of its own and the momentum can take you off in tangents that you did not expect.  This can be very exciting, but you should remember that if you let it speed ahead, you may lose control of the process.  The speed of the change should be controlled so that it is comfortable for everyone in the organisation. Once employees and managers buy-in to the change they are key to keeping the momentum going, but it should be at a controlled pace.
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Chapter 3 - Different Effects of Change





As can be seen from the last chapter, the effects of change in the organisation can be very similar or common for all levels.  However there are areas that need to be treated differently, as the needs and new behaviour required of the different levels or actors begin to diverge.  This chapter looks at three groupings; managers, middle managers and workers.
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Workers and Change


Real change means also change within the workers-level.  Organisations that move in a direction of a delayered and empowered structure are not only faced with a dilemma concerning their traditional managers and supervisors but moreover they are confronted with a dilemma: what to do with their traditional workers ?  The organisational changes bring, for many front line workers, a fundamental change in work systems.  Operators, for example, who were expected to “leave their brains with the porter”, suddenly are expected to think for themselves.  Those who managed to work on their own previously may suddenly be expected to function in a team.  





Implementing enduring change includes working with the worker-level.  On this operational level often low skilled are found.  The next pages look at the role of the front line workers, with special focus on lower skilled members of the organisation.





Preconditions and Pitfalls


As already stated, the first step in achieving a willingness to change is to make sure everyone understands what is changing and why the change is needed.  Workers often feel threatened by change; some may think the change process is meant to evaluate or to segregate.  This is why a clear and honest communication is necessary.  Moreover, it’s a fundamental requirement to provide information in their own language and to check regularly if their interpretations and understanding are correct, or even better: teach people to check this themselves.  Also, front line workers need to be involved in the change process at an early stage.  They should be asked for their input.  Once they’ve given ideas it has to be clear what’s will be done with these ideas; either take them on board or communicate that they will not be included and the reasons for this exclusion.





If front line workers are expected to become more self-managing, then the organisational culture should make it possible for them to do things for themselves.  A precondition to achieve this is to develop confidence and autonomy in the target group.  Underneath  “I do not want to change” often lies  “I’m afraid to change”.  Don’t forget many front line workers may not have been asked to learn or change for a long time.  





In the process of this confidence building, the supervisor/facilitator and co-workers play an important role.  For example: a supervisor/facilitator who is convinced that a front line worker cannot complete a task without faults or support, will tend to give the task to another.  In doing so the first front line worker isn’t getting a chance to learn.  If this process goes on over time, the assumption of the supervisor/facilitator will become factual; the front line worker will have no confidence in doing the task. Supervisors/facilitators must be conscious of the potential affects of their actions and be prepared to counter them.





Advantages of Including the Lower Skilled


Lower skilled workers can be used as a significant feedback group: they can be seen as a barometer that shows if organisational change is going.  For example; on occasions organisational initiatives are launched without linking them to a communicated strategy: today it’s X, tomorrow Y, in the future Z.  It should be obvious that people lose faith in X, aren’t motivated to do Y, because no matter how hard they try it will become Z tomorrow, they must see a link in the change process.  Having low skilled workers can be an advantage because they force the organisation to progress at a sustainable, acceptable and feasible speed that is sometimes needed to ensure long-lasting change.  This target group can provide feedback if changes aren’t implemented at the right pace or speed. 





Organisational change brings people into contact with each other, perhaps in a fashion that has not been experienced before in the organisation.  By working not only at the managerial levels, all levels within the organisation are brought closer together because they are obliged to communicate with one another.  In other words, the necessity for meaningful communication with lower skilled workers can provide the facility to link different levels within an organisation.   Moreover, employees will have a need to learn from each other and to seek support from each other.  This learning requires differences rather than sameness.  Remember that lower skilled workers are not an inverse reflection of higher skilled: they do have their own unique strengths and weaknesses.  For example: they often show loyalty to their employer, are able and motivated to do repetitive tasks, they more often identify themselves with their job and with the organisation.  However they may possess untapped skills.  In their private lives, they sometimes take roles and use competencies that they are not expected show at work (e.g.: they are involved in local community groups, organisers of events or are computer literate etc.).  Despite this, lower skilled workers are often judged by their educational level.  Competencies they use outside the workplace are not recognised, nor is their job-related experience valued as much as academic or professional learning.  Let’s list a few key fundamentals that workers and the other actors in the organisation will need to internalise about the lower skilled. (In the past these fundamentals may have been the direct opposite.   Making this mind-set change requires a crucial shift in attitude.)





They are able to learn


They are open for progress


They can be responsible


They have the right to ask questions and know this


Once they buy in to change, they are a key to keeping the momentum going





Do not underestimate the willingness and ability of front line workers to change. They need to be empowered.





Role and Identity


Front line workers do play an important role in organisational change.  In many organisations their work forms the core-business, they are the process by which production flows.  When change is introduced, it is important that they are reassured that they have not failed in their previous role.  Change is not non-committal, it comes with obligations: to progress, to ask for information, to be a part of, not a victim of, the change.    





Training and Development


Front line workers seldom look back at their school-time without mixed feelings.  The ways of teaching were not always congruent with their way of learning.  The word “training” can bring back bad memories.   To gain trust, time is needed to revisit these memories and take away mind blocks to learning.


Explaining to front line workers what learning really is helps them overcome their fears: learning is not "going back to school".  It can be helpful to give them the opportunity to experience quality learning before committing to a long training process.  It may also be necessary to stagger training to allow people to gradually accept it as a part of their everyday working lives. This can make them realise that they have the opportunity to learn at their own pace by being trained in an environment that suits their needs.





Training should always be seen as an opportunity.  It is not a criticism of current competencies.  Trainers should not try to change the person, but change their behaviour and give them new competencies.  A trainer should belief in the capabilities of his trainees.  Highlighting their competencies, and acknowledging their skills and resource builds confidence and acceptance of learning.





The trainers and supervisors/facilitators must pay close attention to the impact that this learning has outside the organisation (e.g. private life) and vice versa.   Within both Vitamine W and ACEREP, the use of methodologies for cognitive deficiencies has proven to be worthwhile.  These methodologies concentrate on mediated learning experiences to develop efficient cognitive functions, such as the information gathering, retention or recall etc..  It has proved to be a good idea to utilise worksheets that contain pictures and diagrams because they can function without a dependence on language. 
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Facilitators and Change


Many organisations are using teamwork either as a vehicle for change or as a consequence of change. There are many debates as to whether teamwork delivers as a tool or not, but regardless of the debate it brings very significant change to the main casualty of an organisational change to teamwork, namely the supervisor. Structures within organisations are moving to a flatter, de-layered and empowered structure where the traditional command and control supervisor can no longer function and where facilitation or coaching of teams is the more accepted role.





Organisations which move in this particular fashion are faced with a dilemma, what to do with their traditional command and control supervisors ? In some organisations this role is removed and in many cases so are the majority of the role holders. The expectation and practice in these organisations appears to be to keep the “best” and to change their role to one of facilitator or coach. However, this is a fundamental change not only for the role holder but also for the employees who are facilitated or coached and critically for those who manage the process. 





Former supervisors themselves are faced with a traumatic change not only in their role, but also in their very existence. Their power structure and the tools associated with it are normally eliminated and the essence of their role changes from one of almost policing and enforcing to one of persuasion, coaching and development of the individuals whom they facilitate.


The magnitude of change from supervisor to facilitator/coach cannot be underestimated. It requires skilful management, extensive training and the development of support systems for the new role holders. 





Organisational Structure


There are some fundamental steps that should be taken to support the role holders. They will experience a loss of authority and this needs to be combated by ensuring that their role is perceived differently, to be of more value to the organisation and not diminished. They will need help in “finding” their new role and this role must be communicated and understood by all in the organisation.





Once a decision has been made to move to a facilitation/coaching role, the new role holders must be involved from the start and feel they are driving part of the change and are not just a consequence of change. Their input needs to be sought out in any related change initiatives (this will require them to have free access to information) and this input needs close follow-up by senior management.





They themselves, as a group, need to create a team approach, however this has to be supported by a structure, which allows them a forum both with senior management, and with themselves. This will require the help of a support manager/coach who is there to listen and advise them.


Lastly their skills, whether job related or not, need to be acknowledged and they should be encouraged to highlight their competencies which may be of assistance to them in their new role.





Role and Identity


To be effective, change must be visible. In their new role as facilitators they must lead by example and be accessible. As an empowered group they must learn to empower others. The role requires a realisation that they are part of the management team and once they buy-in to the change, they are the key to keeping the momentum going. They need the ability of multi-level thinking, incorporating the different perspectives of the actors in the organisation. Part of this change is to recognise and communicate the past contributions of employees and provide support for employees through the change cycle. 





As a group they need to give a unified message to employees not only when reviewing the performance of their teams but also when reviewing their own performance. This will require them to know when to facilitate and coach and when supervision is needed.





They have to realise that their role has changed to one of initiating change through people, facilitating the change process itself and part of this is proving that they themselves are changing their style by being more creative in finding new and better ways of doing things.  This is a major step change to employees (former supervisors) who were perhaps more valued for their technical skills as opposed to their people skills. 


Training and Development


Moving to the role of facilitator is a traumatic change and part of any training should reassure the new role holders that they have not failed in their previous role, part of this reassurance can be done by concentrating on the successes of the past before moving on.





To understand change and the function of their new role, they must be introduced to the models that underpin their role in the new organisation and be able to understand how to overcome cognitive deficiencies. 





They must of course be trained to change themselves, as this is the grouping that needs to change most to survive. Their role as a communicator must not be undervalued and significant time needs to be spent on this aspect of training, not only in communication skills but also in disciplines (such as financial information) where their exposure may have been limited in the past. Part of this training should include the realisation that they will not always have the answers to work based questions, nor should they need to. They also need to realise that sharing information in not losing power.





In summary their training and developments needs has to be well thought out, as they will be the most visible change agents in organisations which move to teamwork using facilitation or coaching.
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Managers and Change


Managers are usually the first in the organisation to be faced with the need for change.   Change requires new behaviours and new attitudes throughout the organisation. Managers must be aware of this, and they themselves must learn to behave differently in order to help everybody in the organisation to do the same.





Instead of thinking long-term with long term planning they can sometimes be faced with immediate changes.  Managers who cannot alter their behaviour can stagnate the whole organisation and be the main barrier to improvement.  





“A pool of water that is allowed to sit without movement will stagnate and the water will become useless.  In order to remain fresh new water must be added and some of the water must be allowed to leave.  Similarly for an organisation to remain fresh new ideas must be introduced and some of the old ideas changed.”





The managers are the ones in the organisation who have to set an example. They are the ones that can modify the organisation of work, to comfort and support new ways of working. Managers must supervise and sustain the change during the whole process.


Preconditions and Pitfalls


When managers introduce new methods, they often think that by introducing change, they have already changed themselves and that everyone else will follow automatically.  They sometimes view change as a once-off event, and not a continuing process by which they themselves must change to ensure leadership and visibility.  They must raise their consciousness regarding the fears connected to the unknown and uncertainty. They must be self-conscious that beginning the change process is difficult, even for themselves.  Many managers will probably try to cope with changes as if they were in a stable environment. 





The Systemic Approach


The systemic approach has proved to be very helpful in finding ways to act and to guide changes; the contextual approach is useful to help people to get motivated and involved in collective human processes. 





A doctor treating a patient will take both approaches.  He/she will treat the area of disease but will also treat the patient as a whole in order to ensure the patient is in better health overall, after his/her intervention.





Managers have to deal with their own resistance to change so that they can pay attention to supervisors/facilitators and front-line workers’ resistance. They must derive new ways of dealing with work involving all other employees.





Training and Development


Managers will themselves need training in how to change and how to implement change. Change is difficult, if managers have not experienced it before they may not know how to deal with the resistance they will face.   Effective training in change management will give the manager the tools and processes needed to deal with this problem.  





The training process must allow managers to face their own resistance to change and give them an understanding of the fears of others and how to overcome those fears.





Managers will need support, probably external, or a coach who is there to listen and advise. Throughout the change the manager/s must review their own performance.  They must review how successful their own role and contribution has been in the implementation of the change and make appropriate adjustments.  They must also open themselves to giving and receiving feedback about their performance in the change process.  This feedback should come from all levels in the organisation.  Remember the critical mass in the organisation need to see the value of change and be able to have their fears, concerns and ideas heard.











Attitudes and Beliefs


Once a change strategy has been decided, the management team must give a unified message to the employees, not only in what they say but also in what they do.  They should all be seen as supporting the change how can an employee be expected to buy-in to change if he feels his manager has not.  The manager must “walk the talk”.





Tools such as performance reviews should be adapted to measure not only the performance of employees but also their effort in adjusting to the change, these reviews also can be used as a tool to precipitate continuous improvement.  Failures should be seen as opportunities to learn (if they occur in the context of an employee trying to change). They should not be used as a vehicle for blame.





Managers must learn they do not always have the answer to employees’ questions.  In one of the case study companies, EDF/GDF, as part of the change training, meetings were organised between managers and workers where they explained to each other their new attitudes and the actions they intended to take. Managers committed to informing workers as much as possible; even if that information consisted solely of saying “I don’t know”. The workers said at the end of the meeting: "It is the first time managers have spoken to us".





Even managers who successfully change themselves still have to prove it to their employees.  Small slips in behaviour can indicate to employees that the manager hasn’t changed.  Managers need to be able to hold-up their hands and admit when they have made a mistake and fallen back into the wrong behaviour. Managers must see their own behaviour from the different perspectives of the actors in the organisation (walking in someone else’s shoes, wearing someone else’s glasses).  Of course all of this presupposes managers are open to learn, as they will not succeed if they are only open to change.





Organisation, Structures and Systems


The structures that will support the change, are often created by the managers and if they have listened, by the feedback from the other actors in the organisation.  However, the managers must be central to the change strategy.  It is essential therefore, that they not only see the business need for change and understand it but actually implement it.





Managers have often traditionally been seen as specialists and experts in their field.  They often work in isolation.  In leading change they must develop new skills and rely on the skills of the other managers.  They must take a cross-functional approach and become a team with mutually complimentary skills to bring to the task of leading the change process.





One system that they may find beneficial is benchmarking - both inside and outside the organisation.  Many people see benchmarking as a means of looking at what worked well in other organisations or their own.  However it is also possible to benchmark unsuccessful organisations or changes and learn from their mistakes.  Networking with other organisations or managers who have been confronted with change is a useful way of benchmarking and exchanging information.





Role and Identity


The managers are the initiators and drivers of change.    Their role is central to the success of the change process because they must facilitate it.  Managers must be involved in communicating the change and they have a key role in supporting all employees through the change process; this applies especially to the supervisors/facilitators in their new role.  They must review the progress of the change as a team (of managers) and with their supervisors/facilitators.





Managers need to be even more accessible and visible than they may have been in the past during a change period.  Employees (especially supervisors/facilitators) need to feel that when they find the change difficult they can talk to their manager.  This aspect of change adds the role of coach to the managers’ role.  





Communication


Good communication skills are essential.  Managers must be able to say, “I don't know”.  Managers have to learn to do this and employees have to learn to accept that the manager doesn’t always have the answer.  As managers move into a change process, they no longer have the same level of control - it is this change in environment that creates the gap in their knowledge, not any failure on their behalf.  Bad news is often the most difficult to communicate.  However, managers must learn to tell the truth, no matter how painful it is.  By doing this they can enlist the support and help of all of the employees in fixing the problem.  They also succeed in proving that they have trust in the people they work with at all levels in the organisation.





The perception of loss of power, which is sometimes associated with change, is quickly found to be a misconception as managers discover that by releasing power they have gained the commitment and capabilities of their people.  This frees up the managers’ time and energy to concentrate on higher-level issues in the outside environment, which affect the organisation.





Another misconception that many managers have is that retaining knowledge for themselves gives them power.  They fear that by giving information to employees, they themselves may lose status or their power base.  They must be helped to understand that by giving information they are gaining.  If people understand why something is happening they can help. They must value employees’ input and involvement.





Throughout the whole process the managers can be the masters of the change process.  It is up to the managers to keep the process focused and going in the right direction.  The managers must, at all times, stay focused on the key issues.














Summary


This has been a short exposure to the concept of change.  It draws its experiences from the effects of change on front-line workers, supervisors/facilitators and managers and is not meant to be a comprehensive guidebook.  We merely hope that we have raised your awareness during this short journey through the change process.  As you will have noticed there are many ways of approaching and implementing change, but in our experience there are some fundamentals that cannot be overlooked.  Consequently while there is no one right way, it depends on the internal and external context of the organisation, there are certain things which must be in place in order to succeed. 





We hope you have enjoyed reading this as much as we have enjoyed writing it and we wish you success in whatever change process you are contemplating.





We also wish to express our thanks and gratitude to the European Commission and the National Support Units in our respective countries without whose support initiatives such as this would not be possible. We would also like to thank the companies who kindly allowed us to use their experiences as case studies.


One final piece of advice . . .





�


When implementing Change you have two choices:- take the direct route from decision to implementation or follow the steps of the change process.  The decision is yours! - but remember sometimes what looks like the fastest route can take you twice as long
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CASESTUDIES





CASESTUDY #1


Aughinish Alumina





Description of the Organisation


Today, Aughinish Alumina Ltd., an alumina refinery in Ireland, is a successful and growing organisation.  Since its major restructuring in 1993 the organisation has exponentially outperformed each previous years results.  It is now recognised as a world-class alumina facility with leading edge human resource practices. Achievements in the areas of human resources, training & development and safety have been recognised at a national level by industry, representative and government bodies. In the past year the organisation has received three significant national awards for innovative and sustained practices in the above-mentioned areas of human resources.





This level of sustained performance is in stark contrast to performance levels in the 1980’s and early 1990’s, when the future of the organisation was not only uncertain but bleak in the extreme.  The need for change was obvious as was the realisation that the organisation’s only competitive advantage was its people.





The Impetus for Change


In Aughinish Alumina the impetus came from the fact that in the early 1990s the company was not only making significant losses but suffered from severe industrial relations disharmony. The main drivers for the change programme were the need to reduce operating costs, to increase production capability, provide more autonomy to front-line teams, reduce bureaucracy, remove layers within the organisation and provide a win-win situation for the company and its employees.  This led to a major restructuring in 1993, which focused on technological and capacity change, coupled with a move to a flat organisation. One of the consequences of these changes was the loss of one hundred and fifty jobs across all categories within the organisation.  





The redundancies alone would not have ensured Aughinish’s survival -in effect this only provided 25% of the required drop in costs.  Aughinish’s survival depended on the successful implementation of the restructuring plan. This plan among other things involved the flattening of the organisation structure down to just three levels.  





The change process was initiated and managed by H.R. and a newly appointed management team.  In redesigning the organisation a number of guidelines were set.  Principle among these was that teamwork would be the basis upon which the organisation was structured.  Employees would have greater responsibility, the social and economic differences between staff and direct employees would be removed and the traditional role of supervisor was replaced with that of facilitator.





There are now two structural leadership roles in the new organisation, that of manager and facilitator.  However, leadership is expected and encouraged in all grades.  Facilitation skills are deemed to be critical in carrying out a leadership position in the new organisation.  As facilitators are responsible for up to five teams of front-line workers they no longer have the time, nor does the organisation have the need for them to supervise.  This release of control was perceived to be of major importance in introducing and sustaining team working.





Managing the Change


The change to teamwork was quite significant and involved a lot of change for the individual.  Comprehensive and ongoing training was essential to support the individuals and teams and support the new structures.  The danger of a capability gap arising was very real as the traditional decision maker and problem solver in the form of the supervisor was removed.





While team roles were explained to some degree at the outset of the re-organisation, the lack of thorough guidelines had the potential to cause difficulty.  An initial support structure was necessary and it was decided that a small number of the supervisors and other staff who were being made redundant would be retained for a period of time after the re-organisation to assist in re-training at front-line.





With the benefit of hindsight more up-front training should have been provided ‘as it has to be done anyway’, but the time factor did not allow for this given that the restructuring had to be implemented quickly.   This gap was redressed by the creation of a project team to look at this area.  This team was created in the context of the new environment and consisted of representatives from management, staff and union members. Resulting from the work of this project team, a comprehensive re-training programme took place. 





Today, teams and individual employees discuss their learning and development needs with their facilitator and a plan is devised for them.  Team performance reviews occur on a monthly basis.





Team development in Aughinish has been incremental with teams demonstrating different levels of capability to move to ‘higher level’ activities.  Traditional supervisory activities that were adopted by the teams included: - work scheduling, equipment and tools supply, safety management, materials control, cost control, team meeting organisation, budgeting and selection of new members.





Key Learnings


The process takes time, resources and considerable effort and the business must still continue.


Planning the change is critical - as much as possible know what to expect and plan for it.  This makes the change process easier for everyone.


Communicate.	Two issues that were regarded as crucial in the on-going transition process were the definition of the role of the facilitator and the need to involve the employees and their representatives in the change process albeit after the decision to change had been made.


Management must be seen to “walk the talk” - They can’t expect everyone else to change and to stay the same themselves.


Remember - once you make the change, there’s no way back.








�
CASESTUDY #2


Lighting Industry





Description of the Organisation


The company is a world leading in the lighting industry.  It started its activities in 1955 and today employs approximately 2000.  In fact it consists of two organisations: one that makes the raw material and one that uses this material to fabricate industrial lamps.  Both companies have a variety of departments with a wide range of tasks. A lot of front-line workers are still working in production lines with machines determining the pace of their work.  





The Impetus for Change


The impetus for change came from the fact that (as with Aughinish Alumina) this company was making significant losses in the early nineties.  Therefore a restructuring took place in which 400 people lost their jobs (mainly through voluntary redundancies).  In the meantime unions and employers engaged in discussions about the company’s future by establishing three think-tanks: one focused on the learning organisation, one focusing on communication and trust and one focusing on performance appraisal.  The organisation moved to develop self-managing teams, though until 1998 initiatives for task-groups were taken in a diverse way.  This created a large diversity throughout the company: in some departments task-groups were a fact, in others operators had never heard about them.





In the meantime management wanted to know what competencies and potential were available or lacking at the operational level.  Therefore every operator participated in a one-day assessment.  This resulted in a four-level categorisation of learning potential.





In 1998 the management of the organisation made the strategic choice to implement self-managing teams: in a changing environment one has to be flexible enough to keep ahead.  Consultants were asked to help to accomplish this. Ten pilot-teams were established as self-managing teams, these teams had various starting points based on their experiences to date.





Information was provided by the union-representatives regarding progress.  They particularly flagged that some employees were not able to keep pace with the speed of the change. They proposed a serious investment in “the lower learning potentials”.   The management took these signals seriously and started to rethink their HRM-approach: by not having invested in people for many years they themselves were mainly responsible for the existing lack of potential.





Adapt Approach


In January 1999 the company contacted Vitamine W because of the similarity of their situation with Vitamine W’s the ongoing Adapt-project. Other companies were also contacted to establish who would be the best fit.  Due to this, the negotiations between the client company and Vitamine W took almost six months.  The client organisation found that experienced practitioners with expertise in working with lower skilled were difficult to find.  Many practitioners were working with unemployed, whereas Vitamine W expressed the objective to develop consulting and training for low skilled employees.  One of the main reasons the client company chose Vitamine W was its suggested multilevel-approach: we would not guarantee results if we were not allowed to work with the level above, in particular the direct supervisors.





Finally the real consulting started in July 1999.  The first two months consisted mainly of discussions about underlying assumptions, background and vision of why and for whom the project was needed. 





It was decided to start up a pilot of training-modules by the end of September finishing in December.  This pilot was designed to give feedback and learning opportunities to feed into a further program with 300 employees in the year 2000.





Twenty-four employees who were deemed to be “low-potentials” were chosen from across the plant. A diagnosis then took place with these employees.  This consisted of a one-hour dialogue between their supervisor and a consultant, asking for training needs, linked to job requirements.   Resulting from these dialogues, groups were formed based on common needs.  These consisted of a group of 4 people needing writing-skills and a group of 12 for whom a modular package was made up containing communication skills, assertiveness, teambuilding exercises, a module ‘learning how to learn”, and basic computer and problem-solving.   At the same time, actions were taken by the management to implement new training methodologies within the company.  Therefore trainers from within the company were also committed.  





Again, during the time the diagnosis took place, direct supervisors came together in workshops (5 workshops of 8 supervisors) to discuss the objectives of the project and to outline the desired outcomes.  Some supervisors questioned the engagement of their own direct managers. This perceived lack of engagement was seen as an alibi not to engage themselves.  To get everyone going in the same direction, a document outlining the underlying assumptions and desired outcomes of the project was prepared and distributed to management.  A formal and visible participation was requested from the highest organisational level: How many workshops could take place with supervisors ? How did the training program fit with production requirements ?  Are direct supervisors judged only on production rates (which was the case until now) and/or also on involving all team-members in task-groups, and on the way they developed their own coach-role?   





For direct supervisors to develop their coaching role or facilitators role (besides their roles of being a manager and a supervisor), they must be able to support and to stimulate the learning process of their operators.  Therefore workshops will be developed concentrating on the skills and attitudes needed to ensure operators that use and internalise the things they learn in their daily work-life.  During and in between these workshops supervisors will be brought in contact with the trainers, who will indicate bottlenecks and points of attention and who will observe and monitor individual learning goals.  For supervisors experiencing difficulties with their new role of facilitator, individual coaching modules on the work-floor are planned.





Key Learnings


The negotiation process before starting a consulting process costs time and effort.


One cannot work successful on the operational level, without involving all levels above (multi-level-approach) - often on these higher levels a change in mindset is needed (they must value working with lower qualified people).


Managers and supervisors must be seen to “walk the talk” - they can’t expect everyone else to change and to stay the same themselves.


Low-skilled operators first need to gain confidence in their abilities to learn and to grow.


If project-leaders are not giving enough information about possible outcomes, objectives, background, vision of a project, people tend to fill in this information for themselves.  However, everyone fills in the gap in their own way, what can result in a wide range of interpretations.  It is necessary to get everyone moving in the same direction by communicating on the project background and objectives (not only spoken, but also written communication).


In order to achieve a willingness to participate in the project, everyone needs to understand why change is needed and what implications change has for their own jobs.





Possible Pitfalls


Management as image building can easily use a project focussed on the operational level (‘look how social we are’), without profoundly allowing change.  Consultants should be especially aware of this if they are not allowed to use a multi-level approach.


If a company is restructuring (cutting down) departments, operators could get fired under the cloak of ‘not succeeding in the training program’ or ‘not willing to follow the training program’.  So the project may function as a resource to get rid of people.


Management can decide to carry out a project for operators, just to appease the unions. 


Carrying out a project for a restricted target group risks to label this group as “less smart, less educated, less flexible, less able to change”.  On the other hand people outside the target group can feel injured (the phenomenon of positive discrimination). 





�
CASESTUDY # 3


Vitamine W Recycling Centre





Description of the Organisation


The Vitamine W recycling centre was set up in 1991 via the non-profit association, Vitamine W vzw.  It has now developed into a separate non-profit association with two shops, recognised as a sheltered workshop, and provides employment for one manager, one works manager, one personnel manager, seven supervisors and fifty workers. 





The recycling centre expressly wishes to achieve social objectives (job creation for high-risk groups, the right of high-risk groups to find what they need inexpensively in a reliable shop) within an economic and productive context. This economic context has come to weigh more heavily over the years.  The basic objectives remain unchanged: employment, environment, and social objectives (focusing on the neighbourhood and on custome





Activities


The basic activities of the recycling centre are to collect and sell second-hand goods that are still in a reasonable enough condition to be brought back into circulation. The recycling centre acquires its goods in various ways: a collection team (three lorries) collects material from the public following a telephone call, or people bring things to the recycling centre themselves, or they take them to the container park, where the recycling centre provides a container. 





Organisation of work and working conditions


The goods collected come into the warehouse, where they are sorted into categories (furniture, household goods, clothing) and on the basis of their serviceability and saleability. Goods that cannot be reused are discarded as waste. Goods are priced and taken to the shop as required or stored in boxes. 


In principle, there is one permanent cashier per shop. A number of assistants also work in the shops, to provide information or practical assistance for customers, help carry goods and ensure that customers comply with the house rules. 





Until 1998 the activities were divided up into collection, warehouse and shop, and this system was incorporated into the goods flows. However, this did not correspond to the actual situation, in which for example warehouse staff had to assemble and dismantle furniture in the shops and naturally came into contact with the customers. Moreover, during quieter periods the shop assistants went to help in the warehouse - and the same applied as regards clothing and household goods. Since mid-1998 discussions have taken place regarding a new method of organising the work, where departments are given responsibility for the entire goods flow of one or more groups of articles. This offers the opportunity to train ‘multi-skilled’ staff who can take over one another’s work (job rotation, a faster solution in the event of absences, more variety for workers and greater involvement in the recycling shop as a whole). Workers will be expected to demonstrate this type of flexibility if they want to go on to the normal economic circuit. The new organisation of work also means that workers and supervisors have to give up their prescribed tasks to a certain extent and share responsibility for the department flexibly. This is a process in which a whole series of practical problems admittedly ended up with the works manager at first and were gradually delegated to the supervisors. It has proved possible to create a greater distance between the supervisors and the unit manager, which means that the latter is able to invest more time on strategic matters (such as the future of the recycling centre, a new site for a shop, etc.). The cultural difference between the two shops is striking (the secondary shop is smaller, better organised, the club atmosphere of times gone by still seems to prevail here more), and this was also expressed by a number of customers.





The year 1998 was characterised by a huge increase in the volume of goods coming in (from 449 tonnes in 1997 to 641 tonnes in 1998). This went hand in hand with an increase in turnover of no less than 50% (from BEF 10 million in 1997 to BEF 15 million in 1998).  However, there is another side to the coin: greater pressure of work and more stress. Investments in equipment (e.g. the purchase of 500 carrying trays and 25 carts, the purchase of protective clothing) and measures taken to improve stock management have lightened the workload but have not transformed it. 





In addition to these material investments, investments have also been made in the creation of an image. Workers are not the high-risk unemployed of five years ago, but have made substantial progress. The aim is to create working conditions that are as normal as possible, in a business context that is as normal as possible. The employees are taken seriously and involved more closely in the recycling centre (staff meetings, social consultation). This is supported by training courses. A professional image is gradually gaining ground. This is demonstrated to the general public through regular visits to the recycling centre by schools, associations, professionals, etc. 





Efforts are being made to create working conditions that correspond to those of the normal economic circuit. The work rules and the house rules provide each employee with a framework and a footing on which to operate in the recycling centre. 





Policy in the Recycling Centre 


The following measures have been taken to lighten the pressure of work:


A number of activities have been contracted out: maintenance to a cleaning firm, electrical repairs to the repair workshop, bicycle repairs to a bicycle repair specialist, repair of heating appliances to a qualified specialist, transport of goods to customers to a haulage company;


Investment in equipment: 500 sorting trays to encourage order and clear organisation; 25 carts to facilitate lifting and moving. To solve the stock problem, investments have been made not only in equipment but also the layout of the shops (faster goods rotation), sorting immediately upon entry (only that which is suitable for reuse = goods for resale can be taken in), and the establishment of a container park for bulk goods in the car park. 


An application has been submitted to increase the number of sheltered workers


Cooperation has been established with the OCMW (public social assistance centre) in Antwerp and Schoten to supply those covered by Article 60 to expand the workforce. 


A new works manager was recruited in April 1998 to run the now separate non-profit association along business lines


A personnel manager was recruited in July 1998


Social consultation has been introduced (with the emphasis on communication)


Monthly staff meetings are held (with a view to passing on information)


A new supervisor has been taken on


Efforts are being made to reorganise the work to form self-directing teams 


New working hours have been drawn up for workers


       The working hours were altered because of:


the need for a uniform system whereby everyone works eight hours a day (among other things to facilitate arrangements for replacements, leave, administration)


the need to avoid the same people (e.g. cashier, shop assistants) always having to work on Saturdays (from June 1999 the cashier and shop assistants work two Saturdays a month and one lorry also makes collections on Saturday)


the need to concentrate working hours during the shop opening hours (for collection: less travelling during rush hours and bringing the last lorry in on time so that it can still be unloaded).


Experience-oriented team building has been introduced for the executives 





Of course, it was not all plain sailing immediately. Further follow-up of the social consultation process introduced was lacking. Supervisors who led these consultations were supposed to have the necessary skills overnight (without paying extra attention to settling disputes, dealing with difficult situations, complaints, etc.). Moreover, the management sometimes unconsciously sent out signals indicating that they were not too keen on consultation. So specific times were set aside for consultation, but in reality the consultation was regularly cancelled ‘because something came up’.





During the weekly team meetings of supervisors and the works manager, each individual worker was discussed. In combination with illness, leave and replacements, this became a headache that soon absorbed the entire team time. This situation worsened as more workers joined in.





One of the causes of this inevitable headache was a rather rigid formulation of tasks, which meant that workers did not take responsibilities that lay outside their defined area, even though the organisation sometimes required this. Such a rigid distribution of tasks is sensible at the beginning and when new workers start, but is not enough to meet day-to-day requirements. 





Towards self-directing teams


In July and August 1998 the works manager worked on the shop floor for two weeks.  It became clear to him that it would be better to describe assignments in terms of aims rather than in tasks, that more consultation was required and that workers should take more responsibility to support one another, to help where necessary. He began to consider ideas for the development of self-directing teams.





He undertook a functional review with each supervisor. The content of these discussions was used as to prepare the first team day, which focused on clarifying the distribution of tasks. The works manager formulated a series of questions, clearly expressing the need for change, the need to run the recycling centre on more business-like lines. Initially this came up against resistance and conservatism among the supervisors. The team day ended on a depressed note. External assistance was called in for the next team day (from the HRD department of Vitamine W).





The works manager called for a change in image in favour of employees at risk, under the motto ‘the unemployed at risk of five years ago are now more employees than employees at risk’. After a few years of intensive cooperation with the target group, it may be concluded that a great many of these people have made substantial progress:


they can successfully carry out complex tasks and have even developed expertise here


they can undertake their assignments independently and in a responsible manner 


they can work together with colleagues and supervisors/counsellors 


many of their original problems have been solved or are under control


they identify strongly with their job and with the recycling centre, which means that they will not necessarily move on to other things





In November 1998 the idea of self-directing was put to the supervisors for the first time. On the basis of an analysis of the current situation, agreements were made to pave the way for the future. In the next three months jobs were to be reviewed on the basis of the existing job descriptions so that task definitions and expectations as regards supervisors in the field of responsibilities and support, as well as their positions in the organisation chart were made clear. This was also done for the new position of personnel manager and works manager. Working hours as a whole were to be reviewed on the basis of the required flexibility. Fortnightly bilateral consultations between the works manager and each individual supervisor were introduced to lighten the burden on the team meeting and make time available again to discuss items on the agenda, and to coach the supervisors.





The crucial elements here were as follows:


that the changes were based on an analysis of the current situation


that in the meantime a clear framework was provided (job descriptions were kept as they were for three months as a sort of ‘operational security’)


time was taken for the change (after all, the works manager seemed to be quite a bit farther on in his thinking about self-directing teams than the supervisors; ‘self-directing teams’ was a somewhat emotionally charged term). This is why from then on a monthly team day was introduced. They are based on themes, focus on modernisation, and are held away from the day-to-day worries. They are deliberately not held at the workplace.





In early 1999 the theory of self-directing teams was explained to the supervisors during a team day and they explored how this theory could be put into practice for the recycling centre. The following stages were planned:


STAGE 1: Smoothing out obstacles along the path, mapping out the current situation (the focus of attention on the autumn of 1998).


STAGE 2: Theoretical input on self-directing teams. 


STAGE 3: Preparing a list of positive and negative elements of self-directing teams in two groups.


STAGE 4: Grouping these elements into categories.


STAGE 5: Transforming the negative elements into opportunities (what is required in terms of training and support, for example) and consolidating the positive elements.


STAGE 6: Opting for self-directing teams as a strategic choice. Are we going for it? Are we going to make it ours? 


STAGE 7: Working out a plan of action.


	   7.1. organisational structure (e.g. job analysis, consultation structures, team building)


	   7.2. organisational culture: preconditions (e.g. safety, trust, etc.)


	   7.3. organisational strategy (how and when to involve employees, defining the support required at all levels, etc.)


STAGE 8: Implementation/execution.


STAGE 9: Evaluation/follow-up.





In practice, this process became bogged down after stage 4. Progress was hampered by falling back on the old reasoning (as well as the acquired helplessness at supervisor level). This was subsequently interpreted as an overly strong presence of the past, symbolised in the figure of the unit manager. To enable the team to go through the process of change as a self-directing team, it was decided that the unit manager and the external assistant from HRD would no longer be present on team days.  





To prepare for a clear, possible, feasible and desirable process of change, a questionnaire comprising three sections was prepared:


questions relating to the team of supervisors and employees respectively


questions relating to the team of supervisors


self-directing teams within the recycling centre as a whole (on the basis of the risks and negative elements mentioned)





This questionnaire was explained individually (so that interpretations were checked before the process foundered), completed by the supervisors (during working hours, or if they so wished outside working hours, and a system was devised for making up the time spent) and discussed individually during bilateral consultations. The questionnaire resulted in a list of 13 focal points (including clarification of tasks and responsibilities, communication in teams, team building, agreements and rules, requirements to be able to function properly as a supervisor, etc.).





The initial scepticism (resistance to change, to a new coaching role) was gradually overcome by focusing on these topics during specially arranged team days.  The process of moving towards self-direction initially concentrated on the supervisors and was intended to help make the team of supervisors itself a self-directing team. The DRPI model (Fry and Beckhard) was applied here.  Other models used include the logical levels (NLP) and the onion model (Schein).





Communication and consultation


Communication was seen as one of the pressure points. Because of the interweaving of content and process, external assistance was again brought in for this topic (given the difficulty of being chairman and participant at the same time, i.e. judge and judged simultaneously). This was done during a team day in May. A list was made of convictions and assumptions. Supervisors gave one another and the works manager in-depth feedback on how their assumptions were developing. A step was taken towards greater openness and trust. This was consolidated during a two-day team building session held shortly afterwards via Outward Bound.  Ways of working and communicating as a team were made clearer through experience-oriented exercises on an obstacle course and in the field. What is more, this team building provided a common reference framework for everyone, obstacles were overcome and the process of moving towards greater openness was confirmed.


A positive feeling prevailed after the last team day and the two-day team building session. “We are all going in the right direction, all things considered, we have accomplished a great deal”.   All things were considered by linking the 13 topics to emerge from the questionnaire referred to earlier with everything that has already happened and has yet to happen.





At the same time, in the spring of 1999 the existing consultation channels were assessed.  At the moment, besides the fortnightly team meeting with the supervisors, a team day is organised monthly, bilateral consultations are held fortnightly between every supervisor and the works manager. While social consultations are held monthly between the supervisor and his team (increased to fortnightly since May 1999), a staff meeting is held monthly (since 1997) for all employees, and a briefing takes place daily between supervisors and the works manager (the forms of consultation indicated in italics were introduced in 1999). As regards social consultations, the support previously lacking has been and continues to be provided in the form of coaching for those supervisors who so wish.





The written communication channels are also being reassessed (the diary, the logbook), and attention has shifted to the discipline needed to use these channels effectively. The logbook contains valuable information on employees, which is needed for individual counselling. It was filled in during the team meeting until bilateral consultation was introduced. The logbook is kept under lock and key and is accessible to supervisors, the personnel manager and the works manager. 


Image Building


The target group reached by the Vitamine W recycling centre is often described as ‘the lowest level’. The characteristics of this group vary: people from a poor generation, single mothers, those in receipt of public social assistance, the illiterate, people with addictions or who have spent time in institutions, those with negative school and education experiences, persistent medical problems, etc. One common characteristic is that they are low skilled and had been unemployed for a long period when they were recruited by the recycling centre.





In the quest to develop the recycling centre in as professional a manner as possible (from a project to a growing business), image building plays an important role for the employees. The staff are no longer ‘guests’ in need of assistance, but employees with rights and obligations. The employees should not be overestimated, but certainly not underestimated either. At the same time, security must be created for them so that they (can) leave behind old behaviour patterns. The ultimate aim is to strengthen the employees’ independent behaviour, stimulate their sense of responsibility and help them on their way towards becoming versatile workers with good communication skills. 





As a result of dividing the staff among various shops, and of competition between collectors, in 1999, the group structure on the shop floor has been broken up into a number of departments. The shop assistants’ group has perhaps made the most progress as a ‘team’. A trend may be observed among the employees towards a more training-oriented attitude (e.g. training to become a shop assistant, a telephonist, safety training, back-care training, first aid, cash-desk, category C driving licence). Previously most training was undertaken on the basis of individual initiative, and outside working hours. The atmosphere among employees seems to be developing positively. This is thanks, among other things, to a number of investments, such as the provision of a smoking room (with plants, radio, etc.), where workers can take a break and which keeps the work areas smoke-free (previously a source of a great deal of dissatisfaction). Initiatives like these reflect the readiness to invest in the workforce. Employees notice these investments, and this results in the perception that others consider them worthwhile, which will ultimately be reflected in their own awareness of their worth. 





Career Guidance 


A distinction is made between experienced and new staff members. The latter are given a clear set of concrete tasks and rules.  With a view to the current and planned expansion of the recycling centre (increase in the number of workers and the number of shops) an introduction folder has been prepared for new staff members. The house rules have been adapted and reformulated in simple terms (assessed by a few staff members). The personnel manager and the works manager are developing a number of instruments for individual career guidance (ranging from intake talks and interviews, through the introduction of a new member of staff, to interim assessments and functional reviews).





By mid-1999 checklists were in the development phase for both workers and supervisors (e.g. for closing buildings, absenteeism, industrial accidents).





Conclusion


This case study shows that the personnel policy is twin-tracked. It is not enough simply to make an effort for the workers alone. The supervisors (immediate management) also need to be closely involved. After all, as long as they cling to the old ideas, little or nothing will change in reality.  Image building (the way in which supervisors view the target group, and the self-image of the workers themselves) is an important key to change. As long as employees remain ‘guests’ with whom little can be done, they will have few opportunities to prove themselves. Only when the switch has been made to fully-fledged employees do these people have the opportunity for more self-direction.


 


The theory of self-directing teams has been an inspiration for us here at the recycling centre. This report shows that there is no miracle cure, but that progress is being made towards greater self-direction and responsibility, a process that sometimes involves falls and fresh starts. The products used here (questionnaires, interviews, group methods using during team days) may perhaps not work in a different context, but will need to be adapted to suit the situation. It should also be clear that this does not involve introducing a given product, but setting a process in motion. A process that takes time and for which time must be set aside. 
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CASESTUDY # 4


EDF/GDF





Managing the Change


EGF/GDF are by far the largest supplier of France’s energy requirements.  They were established in 1946 to produce, carry and distribute electricity and gas throughout the country in during the post-war era.  They currently employ 143,000 people throughout France.    They succeeded in implementing organisational change by enhancing the value of the basic activities of their employees and by allowing employees to express their fears in face of change.  “If we had told our employees that we were organising a training programme for them, they would undoubtedly have been reticent,” states one of the managers.  In general, and especially with regard to behavioural training, scepticism was to the fore, on the part of both employees and management.





However, the training-through-action programme that took place at EDF/GDF Limoges from 1997 to 1998, which is currently extended to the operation and organisation of work, was successful.  Undoubtedly, this is because it was based on the questions and opinions expressed by the employees themselves.  It had been decided to take a systemic approach to the training and introduce the changes to the customer service department in an participative way through Maieutica.  Through this method the employees can easily express their fears and accept being coached.  The training involved 120 people and was based on the Maïeutica methodology, which stimulates employees to identify the type of changes required and to be the agents of this change.  “It was the first time that we were all involved together in an action with impact across the organisation.  Before this, people who worked 3 kilometres away didn’t know each other, ”explains the head of a “customer service” office.  Other employees are even clearer: “This is the first time that we were really asked for our opinion.”





The Impetus for Change





The sector in which EDF/GDF operates is increasingly competitive and less stable than ever.  Traditionally, its employees reacted to requests from users; now they must anticipate them and take the initiative of offering personalised services.  Up to now they could simultaneously manage computerised client lists and deal with clients over the telephone and in person.  This is becoming increasingly difficult as client enquiries become more urgent.  “Just two years ago, users who found an error on their bill reasoned that it would be sorted out on the next bill.  Now, however, they take up the phone to ask for an explanation.  Moreover, the employee cannot reply that he/she does not have the authority to resolve the problem.”  This is why EDF/GDF decided to divide the customer services department (or “platform,” to use the company jargon) in two.  One section deals with advising customers while the other manages the accounts.





The last time that reform of operating procedure took place was in 1989.  It was imposed without prior consultation and was not a good experience.  “This time, those involved asked themselves:  “How can we encourage employees to work on this project?”  The underlying question here is:  how do we bring about change and development in our profession?  How do we do this with the support of the employees involved while remaining anchored in our basic know-how, when some of the employees have the feeling that their role as a representative of a large public-service company is under threat?  The Maïeutica method begins by seeking to find out how each person sees the change in question (feelings of anxiety or support, positive opinion or feeling of being dispossessed, etc.), and how each person positions themselves in relation to a project.  (For example: do they consider that past efforts to participate in developments have been acknowledged or not?)





Recognition and Communication


 “What was most apparent was the feeling on the part of employees of a lack of recognition for effort; failure in communication between employees was also stressed.  At the same time, there was a clear willingness to work together and to participate in the project.”  Recognition and communication became focal issued for the managers,   It was agreed that they must be emphasised in the future.  After this, employees were encouraged to think about the changes to their job and to choose between customer service and account management.  During the training-through-action programme (3 x 2 days), employees dissected their current position in minute detail.  They determined the strengths which could form the basis for change and identified their skills to enable them to choose one of the departments.  This meant that a balance was achieved between the choices available, with a clear preference for the “customer service” function.





The managers also worked in groups and acknowledged before the employees (who had requested to see the results of their work) that they did not have all the answers:  therefore, the issue was not a foregone conclusion from the outset.  In this way, it was possible to balance the different perceptions of the constraints associated with the change in process.  Progress was made on how jobs should be performed and on the need for more cooperation.  “For example, the idea of working in pairs was put forward.”





It is Possible to Change


We are currently at the next stage:  changing the organisation.   For example, there will be one telephone number for all of the Limoges office, instead of five, which presumes that personnel will work in networks.  After the training-through-action it was decided to extend afternoon opening hours beyond the current 16:30 closing time to 18:00, even 19:00.  However, these reforms require time, especially as the joint labour and management committees must examine them.  “The process is a little long, but now I am certain that the new organisation will work.  Our customer-satisfaction rating has already improved by 5 points in one year,” adds the director of the Limoges office.  The fact that the method used is firmly anchored in the company’s core business was very important.  “This gives meaning to the action. This starting point leads to better understanding by employees.”  The same method was used for technicians, which despite the reticence evidenced by some, was successful.  “For the first two days I wondered what I was doing in this training programme,” admits one technician.  “Like many others, I considered that I did my job well and it was only gradually that I took the idea on board that it was possible to work differently.”  In addition, the fact that the process led to the publication of a “Customer service technician booklet” contributed to giving credibility to the company’s technique.  This booklet outlines “the fundamentals of our job” in a few words and pictures:  solidarity, safety of people, friendliness, the spirit of service, conscientiousness.  In addition, it includes suggestions for development, based on these fundamental points.  In this way, technicians could see their professionalism acknowledged and reinforced, whereas, as one of them pointed out, “sometimes we have the impression that only the sales staff seem to matter in this company.”   





This method changed many employees’ attitude to training.  Some are now requesting relational training, which practically did not exist prior to this.  “We understand this need, while up to now each person had their own way of working and confronting the difficulties encountered on a daily basis,”  confirms a customer advisor.





THE MAIEUTICA METHOD


The Maïeutica method includes several stages:


Questioning:  Groups of ten or so address a battery of questions with a leader.  These questions concern the company, its environment, past history, values, future development (and, of course, how all of the above are experienced by the employee).  For example:  “What purpose does your company serve?”  “What characterises it?”  Does it leave room open for individual initiative?  What would make it lose its specific features in a situation of change?


A self-questioning on the part of employees on their attitudes to the company and their relational behaviour.  This part works on the basis of statements:  “I feel responsible for giving a good image of the company.”  “I am often asked for my contribution when incidents occur.”  “When I have difficulties, others are willing to help me,” etc.  Employees express their opinions on their investment in projects.  Have they already participated in a project, taken initiatives, etc.?


A training-through-action programme:  first of all this consists of analysing “cases” in groups.  For example, the company X selects employees who can work on new digitally-controlled machines, whereas company Y invested in training all of its personnel.  Dominique likes change whereas Jean is anxious when confronted with a change in his work.  This type of example highlights reaction typologies.  It shows how to enter into a project in a positive way and how each employee can be encouraged to think about their own behaviour based on these case studies.  (They realise that they are not alone in experiencing feelings of apprehension about change in work practices, that it is beneficial to talk about it, etc.)  Employees are asked to point out and classify in order of importance the changes that will affect their work.


Then we move to the collective reflection stage:  what common “confidence zone” can be identified in order to make progress?  What are the strengths (of the company, the job, the sector) on which we can rely?  What negative ideas do we need to overcome?


The occupation as the foundation stone.  It is dissected in detail (we pinpoint the strengths, relations with the environment, etc).  We then assign value to it by producing a plaque representing the job, or possibly by some event which highlights it.


The final stage, where the method is broken down and transferred.
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Project Descriptions


Aughinish Alumina - Self-Managed Development in Flat Organisations - Career 2000





The present organisation structure at Aughinish Alumina (AAL) is based on self-managed work teams.  Facilitators, whose role it is to ensure that the teams have adequate development opportunites and resources to perform effectively to achive the organisation’s goals, support these teams.  





AAL’s HR Strategy is to create a climate that builds a culture where people’s behaviours and attitudes reflect a business ownership approach.  Self-management and the transfer of appropriate resources, information, authority and accountability to individuals and teams is an integral part of the strategy.  This will enable people to contribute fully to the business performance and their own quality of life.  One of the keys components of this strategy is the creation of a learning climate where self-learning and self-development is supported and facilitated.  The Career 2000 project is focusing on this component with a view towards balancing the needs of individual development against the needs of team development.


The overall aim of the project is to create a new people development model appropriate to slim, flat organisations. 





With a move in many organisations to flatter structures, traditional controlled development opportunities have been eliminated.  There is a movement away from traditional promotional opportunities to the need for development of people in a different way/manner.  Effectively, there is a demand for further development of a different nature to that which existed when the focus was almost exclusively on moving up the hierarchy.  There is a demand for self-managed development, which will satisfy in the individual the provision of opportunities for growth and enable the company (in most cases) to retain the services of a highly committed employee.





Key to this type of development is releasing in individuals the ability to choose appropriate career development opportunities from a diverse range that may be available.  This need was addressed by bringing employees through a Creativity Workshop.  The purpose of this was to release participant’s creativity and to encourage them to think creatively about their own potential within the organisation.  This was followed by a Development Opportunities Workshop, which allowed participants to explore their development potential.  The result of this was a realisation of the potential of self-managed learning.  With participants defining their developmental requirements they are much more satisfied with their job roles and are developing them into new and innovative ways.





Our research results have found that in a Flat Organisation with a stable workforce the following characteristics prevail: -


No turnover lessens the training and development strategy


Stagnation can arise due to no perceived need for training or movement


The low skilled/low educated are in greater danger of stagnation and need more assistance


A competency gap exists between staff and industrial.





This implies that development must be looked at from two perspectives.  The first is looking at internal traditional development opportunities, the other is looking at expanding peoples understanding of development.  Both aspects must be aligned and integrated in the future.





This led to the creation of occupational skills profiles to address traditional developmental opportunities.  However these can also be used to encourage and allow horizontal movement within the organisation.;   Employees considering an horizontal move have the opportunity to examine the skills required for a new position and can up-skill themselves prior to the move. 





Another useful tool in creating a learning environment is the European Computer Driving Licence.  Many employees who had not participated in a formal education process for many years were enticed back to it through this programme.  The ECDL is a certificate which indicates that the holder has passed one theoretical test which measures the knowledge of the basic concepts of information technology and six practical tests - which measure the holder’s competence in using the computer.  This provides employees with a recognised certificate of computer competence.  We discovered that children were a major driver in this interest as our employees sought to attain a level of computer-literacy which would allow them to communicate with each other at the same level





Needs being met by the project


	The company needs to develop people so that they can assume significant and ongoing tasks in the organisation.


	There is a needs to tailor individual development to match the competencies required in the new roles.


	There is a need to broaden the scope of career development from a functional/single track.


	There is a need to develop external social learning with internal learning.


	There is a need to balance teamwork-focused development with individual development.


	Individual development should address issues regarding empowerment and broadening of skills ranges so that it becomes a direct replacement for promotional opportunities.





The objectives of the programme are: to give people the skills and opportunity to think creatively; to train people in how that can identify a range of developmental opportunities for individuals, and to identify the entry points to that development; to create possible development paths and portfolios within the organisation.


�
Vitamine W - HRM 2000





More and more companies are being confronted with a dynamic environment. More mobility, more competition, a bigger flow of information, the European dimension and the competition this brings with it, etc.  To be able to withstand this changing context, numerous new forms of organisation are emerging: corporate decentralisation, self-directing teams, small is beautiful, etc.  Companies are concentrating on small, mutually dependent units to be able to react flexibly and proactively to market expectations.  More and more companies are turning back to their core business and using their external networks to outsource other aspects.  Employability seems to be the key word in HRM for the future. 





The altered external context leads to changes in internal organisation, often out of sheer necessity.  This brings with it other expectations as regards personnel, including basic computer knowledge, communication skills, flexibility, job insecurity, versatility, mobility, etc.  In particular, the need to be able to undertake lifelong learning seems to be the main criterion for the future.





The Adapt project HRM-2000, aims to meet these developments, in an internal and external organisational environment, by constructing a basis for tailor-made training and consulting packages, to promote working with a low-skilled workforce.


Approach


The project developed from a highly product-oriented exercise (the development of HR tools, instruments and formulas), to a process-oriented approach (how to introduce tools, how to implement change processes, the preconditions which need to be worked out first, the critical success factors). 





A few of the results


1. An HRM model with influential factors in small and medium-sized enterprises was added on the basis of the observation that existing models focus on large companies.


The model involves an internal environment analysis to explain the HRM, personal policy or management system adopted. The following step is then to add things to the existing elements. One of the end products of the Adapt project will be a service record book for employers. This will also include a directory with the names and addresses of supporting bodies. 





2. An HRM concept based on a multi-track policy (well-supported two-track policy)


Opting for permanent change means opting for a well-supported two-track policy, whereby two tracks - the workers and the immediate management - are set in motion.  These tracks need to blend with one another.  Ideally they should either run in parallel or the managerial track should be started first, and must be supported by the management, the trade unions, etc.  Training and support modules have been developed for workers (learning again, general communication and feedback, settling disputes, etc.) and for the immediate management (coaching concept, intervison model). To support managerial staff, practical checklists and instruments have also been developed for social consultation, functional reviews and self-directing teams. 





3.  Vision and arguments in favour of working with (or continuing to work with) low-skilled workers


These arguments will form the core of a pocketbook to be prepared for works managers. The extent to which this has caught on with employers (a multinational, the national umbrella-organisation for SME`s and self-employed/contractors, SME managers) has been examined.





4.  Handouts and a casestudy of a path towards self-direction in a social workplace


At the Vitamine W recycling centre they have been working towards self-direction.  The detailed process is written down as a case study in this booklet. 
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ACEREP  - Maïeutica





General Context For The Project


Against the background of change and development as a result of the current economic climate, companies and, in particular, all their employees are obliged to confront a situation where their skills and positions are continually called into question.  This frequently produces self-doubt and questioning.





Without the appropriate backup, individuals are often de-motivated and, when the content of their job is called into question, they feel dispossessed and run the risk of losing their professional legitimacy.





Goal Of The Project


The goal of our project is to assist companies facing significant changes.  Our method is anchored in the company’s own culture, stressing all of the available resources: creativity of the company’s human resources, individual potential and skills and, in particular, the logic of cooperation and solidarity, cross-training and optimising the specific characteristics of each person for the benefit of the group project.





The goal of this support was to ensure that all employees become players and therefore parties to the changes they had to confront.  Therefore, it aims to enable them to experience these changes in the best way possible, with the aid of a teaching tool, covering theory, methodology and human relations.  This approach was formalised by means of a training and consulting method aimed at middle management and groups of employees.  We designed an operating method for managers leading the process of change within companies and for the employees concerned.  The method is based on the systemic approach.  The goal of the overall approach is to maintain employment in the company by mobilising all of the internal human resources.  Target audience:  managers, local management and employees concerned by the change; to enable them to identify the way in which their jobs must evolve to remain operational.  Each group of players, at their own level, identifies the way they may contribute to the company’s goals in order to safeguard the company.





General Approach 





We conducted various stages with our project partners:  EDF/ GDF (Electricity and Gas company of France) and ORGANIC ILE DE FRANCE.  





Stage 1 is a questioning stage.  It addresses the people directly concerned by imminent changes in the partner companies.  The goal of this process of questioning is to assist the groups of employees and their immediate supervisors to think about changes they have experienced in the past and the resources they had to mobilise to confront and successfully manage these changes.  In this way, the process highlights their capacity to change, as well as the methods, techniques and organisational systems that helped achieve a successful outcome to these changes in the past, both as seen through their own eyes and through the eyes of the group.





This stage enables people to reduce their fear of the unknown.  It helps to overcome the apprehension felt by employees and management to enable them to enter into future changes with a positive outlook.  Employees no longer feel that their jobs are threatened; they develop a wish to contribute to moulding their future.





Stage 2 is a training stage.  Its goal is to enable these same employees, whether management or staff, to manage the changes in their job, both operationally and within the structure.  It also enables them to identify and to set up the resulting organisational systems on the ground.





It involves identifying known skills, hidden skills and potential, as well as defining the outlines of new projects.





Exercises are used to learn how to anticipate changes to come; other exercises help us to translate these into operational methods.





It is then a case of helping each employee to understand, from the skills we have identified, how each person can contribute to building the future.





To facilitate understanding of how this approach can be broken down, we carried out a study at another EDF/GDF site, the goal of which was to design a methodology that could, in turn, be used at other locations.





As the basis for our study we used the characteristics of the systemic approach to provide those concerned by the changes with a model they could use to manage the situation.  These various approaches are presented in the 2 case studies.





Some Of The Results


All change is managed using the human resources available in the company, thereby protecting jobs.  The skills of the teams and their managers are enhanced, in addition they develop relational and organisational skills.





Uncertainty gives way to the logic of networks and partnership.  Middle management is re-legitimised, employees are confirmed in their capacity to bring about change in their job, or to take over another job in a change of role.





The MAÏEUTICA method incorporates training modules for employees and middle management, a module based on reflection designed for leaders and a module for the introduction of change.
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Change Tools





Change Tools from Aughinish Alumina





Contact person:  Nelius Kennedy or Avril Glynn, Aughinish Alumina, Aughinish Island, Askeaton, Co. Limerick, Ireland








Creativity Workshop


The Creativity workshop is a one day training workshop giving participants skills in thinking creatively and practical applications for creativity through creative problem solving tools and exercises.  The workshop gives participants a clear idea as to the practical benefits of using the creative side of their brain.


Its goals are:-


Increased use of creative tools  in everyday situations. 


To make creative ideas and solutions more accepted and tested.


To increase acceptance that fun and practicality are not mutually exclusive.


To get people to look outside the normal parameters when looking at problems/ issues.





~~~~~~~~~~


Personal Development Opportunities Workshop


This workshop introduces participants to some of the best research on thought and its impact on behaviour.  Bringing participants back into the creative disciplines, participants are given the opportunity to apply sixteen creativity tools to the process of redefining “Personal Development” in an organisation.





Its goals are:-


To provide practice at the practical application of creativity tools


To allow participants to identify their own development needs and opportunities.


To allow participants to identify new ways of developing within the organisation.


To create a willingness to cross-fertilize between departments


To instill an increased demand for “development”.


To increase awareness and acceptance that development does not start and end with “formal education”





~~~~~~~~~~





How to Setup an Intranet Web Page - A Guide


As part of our communications process at AAL, we have set up an intranet site giving information and guidelines on areas related to personal development.  This guide takes the non-IT person through from initial requirements to determining content and style.  We will be using MS Frontpage as the vehicle as it is the most commonly used package for setting up an intranet.  Part of the guide will be a case study on how the Human Resources function in Aughinish set up and maintained its web page, without any major input from its IT function.  The guide also looks at helpful hints and tips to ensure that people access and use the intranet page that you have created.


~~~~~~~~~~


Basic Guide to Using an Intranet for Beginners


As a follow-on from the creation of the Intranet site it was necessary for Aughinish to train people on how to access and utilise the intranet.  This is a very short and simple module that we have developed in order to do this training.  The course is aimed at shop floor level employees who have minimal IT exposure.  The course is short (approximately 30 minutes) but very effective.  It provides them with a step by step guide to accessing the intranet and feeding back to its creators.


~~~~~~~~~~


Guide to Developing Occupational Skills Profiles on an Intranet


This product looks at how to develop both generic and specific occupational skills  for direct employees in a manufacturing environment.  It is important that employees know and can access not only the occupation skills necessary for their job but also the training by which they can attain those skills.  





By using an intranet the employee has ease of access to overview their occupational requirements.  This allows them to map out their future training plan.  Though much of this training will require interface with a trainer, by having it available in the intranet the employee can use the training module as a refresher at any time.  It also allows the trainer to update the module with ease and to include any relevant photographic or video material.


~~~~~~~~~~
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Change Tools from ACEREP





Contact person:  Arlette Yatchinovsky - ACEREP, 182 rue La Fayette 75010 Paris, France.





Foreword:





The tools described in the following pages were designed to assist companies in implementing change.  They have all been designed with a view to enabling those who use them to become active in the process of change, regardless of their position in the organisation.  This method is called MAÏEUTICA; it encourages participants to bring forth the truths within them in order to confront an often uncertain future.


~~~~~~~~~~


Questionnaire on change.  There is a version for both leaders and employees (available in both French and English).


The questionnaire constitutes the first stage of the Maïeutica training-through-training programme.  Based on a process of group reflection on changes in their organisation, players regain confidence in themselves and enter into future changes in a more positive way.  Information can be reconstructed from the questionnaire or the questionnaire may be used alone.  There is an example of a reconstruction available in French and in English from Aughinish Alumina Limited.  It was produced by Pollen, a communications agency.





Theoretical background:  Systemic approach and life history.  The questionnaire enables those involved to position themselves in relation to the organisation.  It enables them to talk about their experience of successful changes and thereby to find an operating method.





The time required to use this tool:  The questionnaire is used with groups of 10.  The leader may select the questions based on the goal.  It may require a half-day’s or a day’s work.


~~~~~~~~~~


Blindex and Fort case study: (available in French and English)


Créditex and Crérésaine case study


The first was written for the industrial and commercial sectors, the second for the administrative and services sectors.





Faced with the introduction of changes, the two companies, Blindex and Fort, implemented very different policies.  The first expressed doubts as to the capabilities of all their in-house personnel to face up to the changes.  On the other hand, the second relied on all of their human resources to successfully implement the changes. 





Theoretical background:  Companies that operate as systems can introduce the main principles of the systemic approach to participants. 


Relational checklist borrowed from the contextual approach 





Time needed to use the tool::  The case is divided into two sections.  It can take 1 - 1 ½ days of leadership work.


~~~~~~~~~~


“Michèle M” case study (for employees) (available in both French and English).


 “To say or not to say” cast study (for managers) (available in French and English).


“Mathieu, Bertrand, you and the others” case study (available in French and English).





These cases show that all employees question their ability to meet change when confronted with it (regardless of their level within the structure).  They give the opportunity to discuss the changes in a group setting and to identify the mechanisms to be developed internally to overcome the obstacles. 





Theoretical background:  This process facilitates the emergence of the logic of cooperation and solidarity, inspired by the principles of both the systemic and contextual approaches.





The time required to use this tool:  These cases can be dealt with in one half-day.


~~~~~~~~~~


“Mathieu and Michèle” case study (for employees) (available in both French and English).


 “To do or not to do” case study (for managers) (available in French and English).


	


These cases illustrate that it is useless to wait when faced with uncertainty.  The very fact of acting brings forth information that in turn enables further action.  The end and the means must be looked at together, moving from a sequential logic to an interactive one. 





Theoretical background:  These cases highlight several precepts of the systemic approach.  They describe how to implement a constructivist approach.


~~~~~~~~~~


Contextual analysis grid and diagnostic grids on the contribution of each person (available in French and English).





These grids enable participants to pinpoint how they helped each other during past changes.  They highlight the relational resources existing within the organisation, which may be mobilised to overcome the difficulties associated with implementing changes. 





Theoretical background:  These grids draw their inspiration from the concepts of the contextual approach.  Using the analogy of the relational resources that may be mobilised within families, the grids use the principles on which this method is based.





The time required to use this tool:  A few hours for each grid.  The first can be dealt with in a group to find common examples and to facilitate participants in using the remaining grids.


~~~~~~~~~~


“Vincent and Michèle” case study (for employees)


This case illustrates both the difficulties one may face, as well as the types of resistance that can be brought to bear by each person in the face of change.  The two protagonists hesitate to take on the change, one because he cannot picture what the company expects of him and the other because he has the impression that he has given a lot in the past but this contribution has not been recognised.





Theoretical background:  The concepts of the systemic and contextual approaches offer some insights that are useful in overcoming these blockages.





The time required to use this tool:  The case can be dealt with in one half-day.


~~~~~~~~~~


School of Paediatric Nursing (available in English)





This case enables the organisation’s personnel to describe the founding myth of their company, as well as its representatives and rules.  In periods of change, it is very useful to highlight the way in which energies can be mobilised to preserve this myth, thereby avoiding change.  


A reconstruction can be produced from this exercise.  An example of the Aughinish Alumina Limited reconstruction is available





Theoretical background:  This exercise is borrowed from the systemic approach.





The time required to use this tool:  One half-day.


~~~~~~~~~~


Operation “Well done”





The operation consists of two small booklets.  The first was designed to help managers to recognise the contributions of their staff.  The second is designed for employees.  It enables them to think about the ways in which they contribute to the organisation to increase their skill in discussing their contribution with management.  The goal of these exchanges is to facilitate communication between managers and their teams.





Theoretical background:  To emphasise each person’s resources with a view to contributing to shared company projects (contextual approach).





The time required to use this tool:  Managers and employees may use the booklets individually and think about them.  Results in interviews of between 1 and 2 hours.


~~~~~~~~~~


The Department Map





The purpose of this exercise is to enable employees to become aware of the ideas they may have about their department (power, challenges, oppositions, alliances, etc.).  This update will lead to a better understanding of some blockages and how to overcome them. 





Theoretical background:  The exercise takes its inspiration from the concept of the Family Map in family therapy.





The time required to use this tool:  A few hours


~~~~~~~~~~





Training module consisting of a series of case studies and exercises called “The Contributory Approach”  (this is a method which promotes the contribution of all involved.)





These case studies were developed with a view to assisting managers to identify the resources and methods required to support their teams throughout the change process. 





Theoretical background:  The concepts developed are borrowed from the contextual approach.  Transposed into the company setting and used by managers, they help to develop relations of mutual trust, thereby enhancing the motivation and commitment of all personnel.





The time required to use this tool:  The complete module lasts for 6 days.  Each exercise or case study can be used in a half-day.


~~~~~~~~~~


Setting up a participatory system based on the characteristics of the systemic approach to introduce change in a work unit.





The idea is to construct a method that can be broken down and that can be easily appropriated by those involved, without the need for a long period of training.


The method is described in Case Study II. 





Theoretical background:  Natural living systems provide the organisation’s personnel with an operating method for change and the management of change.  This is the systemic approach.





The time required to use this tool:  A few days training to enable the management team working on the changes to become aware of the method at the beginning of and during the change process.
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Tools from Vitamine W





Contact Person:- Carine Drijkoningen or Dirk Van de Poel, Biekorfstraat20-24, 2060 Antwerpen, Belgium





All tools described underneath are used in a changing process.  Most of them aren’t products that are useful on their own, without the theoretical background or the process they fit in.  


~~~~~~~~~~


Questionnaire on desired outcomes of a change towards selfdirected teams





The questionnaire is meant to filled out by supervisors and is useful in reducing threats caused by the ideas of change. 





Theoretical background: Neurolinguistic Programming: reflections on current and desired situation, describing a changeproces as an ongoing process from current to desired position.  





Time needed to use the tool: 1 hour to fill in the questionnaire, at least 1 hour to discuss it in a bilateral meeting supervisor-manager, 3 hours to use the answers as input for a joint discussion amongst supervisors.


~~~~~~~~~~


A modular package of training concerning communication, assertivity, teambuilding, cognitive restructuring focused on lowskilled people, with a variety on methodologies that fit this target group.





It can form the base for a ‘tailor-made’ training package, but the energy put into it is only fruitful if also direct supervisors become involved (through training, workshops, individual coaching or whatever).





Theoretical background:  Neurolinguistic programming principles - systemical thinking





Time needed to use the tool: depending on the desired outcomes and depending on the target group.  Exercises can be divided in blocks of 2 hours, but most of the time it’s worthwhile to work half a day or even a day and to repeat this during several weeks and months.


~~~~~~~~~~


Supporting workshops to help supervisors become teamcoaches.


In our vision it’s only worthwhile to train operators, if they are willing, daring and may transfer the things learned into their daily worklife on the workfloor.  In doing is this (or in not doing this) the direct supervisor play an important role.  His representation of a person determines whether or not the operator get the chance to practice his new insights.  Sometimes this requires a switch in mental maps of the supervisors involved.  This surely is a process that needs more than one meeting and personal guidance or coaching is often needed.





Theoretical background: a multilevel approach





Time needed to use the tool:  At least 3 hours a workshop


~~~~~~~~~~


The flying box of “COA-Ching”





Theoretical background: The box consists of 4 drawings, each asking questions following the logical alignment approach used in NLP.  For example: the first drawing focuses on the concept of coaching: what does it mean, what do we understand when using the word “coaching”.  The box is made up as a reminder after having followed a series of workshops.  The box can easily be put on a persons working table to help him bringing coaching into practice.





Time needed to use the tool: varied


~~~~~~~~~~





A Service Record Book On HRM For Executives And Low-Skilled





This book will be finished by July 2000 and contains the underpinning ideas, argumentation, vision in favour of working with (or continuing to work with) low skilled operators.  Besides it will show that it is possible to do so by giving examples on different topics (f.e. recruitment, training, coaching, jobcreation by jobsplitting etc.).  





Theoretical background: a study of the existing literature about changes within organisations, our own experiences within Vitamin W, social enterprises and regular businesses.





Time needed to use the tool: The book will be split up in different modules; each of them can be read separately.


~~~~~~~~~~
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Web Sites


We would like to suggest some web sites that you may find interesting, and may provide you with more information on Change Management


European Unionhttp://europa.eu.int Irish Siteshttp://www.leargas.ie http://www.iitd.comhttp://www..ibec.iehttp://www.shannon-dev.ie French Siteshttp://www.travail.gouv.fr http://www.racine.asso.frhttp://www.ait-perigord-adapt.comBelgian Sites<http://www.shrm.org/hrlinks/manage.htm><http://www.hr2000.com/> 




















�





