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SLOVAK CONTEXT FOR THE TRAINING SERIES

The Local Self Government ASSIstance Center, funded by the UmtedStates
Agencv for InternatIonal Development (USAID), has as one of Its major
program objectIves the strengthenmg of m-eountry traInmg capaCIty to serve
local government's development needs The fulbllment of this objectIve

- Charles Handy

The future for us, too, 15 In our own place, ifwe can learn to see
zt dIfferently and are 'strong In wIll' to change It

FOREWORD

It has been SaId that the only certamty m management today IS the certamty of
change UnquestIonably, the concepts and strategies of management are among
the fastest moymg targets They are rapIdly changmg, for a vanetv of reasons
Frrst, there IS competItIon for scarce resources, partIcularlY m the publIc
domam TIns means that managers are constantly challenged to do more WIth
less Second, demands by customers (and CItIzens) for better servIce, higher
qualIty goods, more responsIve and open orgamzatIons contmue to grow From
my perspecnve, there IS lIttle dIfference between the meanmg of the terms
customers and CItIzens The adoptIon and ImplementatIon of the concept of
customer by many progressIve local government managers IS a good example
of how management concepts and strategies change WIth the nmes TIurd, the
mcreasmg speed and ease of commumcatmg new management Ideas and theIr
use m the market place have been no less than phenomenal m the past few
vears For example, to engage m a bIt of mstant research on the latest
managerIal fads all you need to do IS tap mto the Internet and the mynad of
management related web SItes

Fmally, management, both pnvate and publIc, has become a "legitImate"
professIon TIus means, among other thmgs, that the tools of the professIOn,
management concepts and strategies, are constantly bemg refIned, and
redefIned, m the hands of those who research and WrIte about them and bv
those who use them In fact, It IS almost ImpossIble m this rapIdly changmg
disophne to know where the new Ideas come from Do they emanate from the
halls of academIa, research mshtutes and the growmg ranks of management
consultants who need new wares to market? Or do that ongmate WIth
aggreSSIve and mnovahve operatlng orgarnzahons, the users of management
concepts, strategies and Ideas?
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mcludes the development of trammg matenals, trammg of tramers, and further
Improvement In the management of local government trammg seI'Vlces These
actIVItIes are emboched WIthIn the larger LSGAC goal to help SlovakIa's local
governments be more effeetlve, responsIve and accountable In servIce to theIr
CItIzens The Strengthenmg the Management ofLocal SelfGovernment zn SlovaJaa
workbook senes IS, therefore, mtended to help local governments achIeve
hIgher levels of performance through new and Improved management
pnnclples and practIces gamed through on the Job learmng

THE TARGET AUDIENCE

For publIc managers m SlovakIa (among them the elected mavors and deputIes
as well as CIty managers, department heads and dIrectors of publIc servIce
orgaruzatIons), the task of learnmg new approaches to publIc management, and
puttmg the learmng mto practIce, IS dauntIng You and vour organIzatIon have
been thrust Into the heart of a countrv WIde paradIgm shIft of polItIcal,
econonuc and SOCIal values and norms For local governments, these changes
have created a host of new problems, but also the potentIal to pursue new
opportunItIes GIven the dvnanuc and changmg nature of vour work
enVIronment, thIs senes focuses on concepts and strategtes that can help vou
mold your local government orgaruzatIon to deal more effectIvely WIth the
polItIcal, econonuc and SOCIal changes that are sweepIng your countrv and
regIOn

We have pIcked a few core tOpICS and competenCIes we belIeve are central
to vour current challenges and demands as local pubhc managers and leaders
Consequently, thIs senes of short learnmg expenences IS not a comprehenSIve
course In managenal theones and strategIes No effort has been made to go
back to the early baszcs of management theory that have often set the stage for
many contemporary management Ideas and fads Nor was an attempt made to
explore all the new schools of management thmkmg that consume meters of
space m full-servIce book stores In London and elsewhere Rather, thIs senes IS,
more modestly, an attempt to help vou gam managenal InSIghts and skIlls In a
few targeted areas of managenal practIce so you can Increase the effectIveness,
responsIveness and accountability of your local government organIzatIon, as
assessed by the CItIzens you serve

To reach the goal Intended for the Strengthenzng the Management of Local Self
Government m Slovakza workbook senes, I deCIded to return to the Guzde for
Managzng Change for Urban Managers and Tramers, a workbook I wrote several
vears ago for the Uruted NatIons Centre for Human Settlements (HabItat) The
Workbook has been substantIallv altered and updated WIth the help of an able
and expenenced Slovak adVISOry team and DaVId Tees, a colleague I relv upon
more and more In craftIng learnmg matenals for practItIoners In the publIc
servIce
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EXPECTATIONS

Here IS a bnef oveIVlew of what vou can expect from the Strengthenmg the
lvfa'l'lagement ojLocal SelfGovernment~Slovakza workbook senes

Workbook #1, The Evolvmg Roles and Responslbzlztzes of the Local Government
Manager and Workbook #2, The Manager and Organzzatzon Culture are based on
concepts from which the users of these matenals nught benefIt 1) local
government management roles and how they have evolved over the last few
decades, partIcularly In the Umted States and other Western countnes, and, 2)
orgamzatIon cultures, how thev are mvented and how thev can be changed to
better serve the changmg mandates of local governments as keystone
mstItutIons m bwldmg open and democratIc sOCIetIes These workbooks are
deSIgned to lay the groundwork for plannmg and managmg orgarnzatIon
change as defIned m Workbook #3

The core leammg module, Workbook #3, The Manager as Organzzatzon
Change Agent, focuses on concepts and strategies assocIated WIth the plannmg
and management of changes Wlthm orgamzatIons and theIr ImmedIate
enVIronments WhIle much has been wntten about orgamzatIon development
and planned change, they are stIll relevant and nnportant tOpICS for dIScussIon

TIus !fIodule, m a metaphoncal sense, will be wrapped around another set
of LSGAC supported trammg matenals These are the skill development
workshops on Consultzng Skzlls wIuch focus, m more depth, on two phases of
the orgamzatIon change process, contractmg and data collectIon and analvsIs

Workbook #4, The Manager as VzslOnary and Strategzst, addresses the Issues
and processes assoCIated With strategic plannmg To many, strategic plannmg IS
an allv of the planned change process To others, It IS an overlappmg mtruSIOn
Nevertheless, strategIc planmng IS a potentIally valuable tool for planrung the
future of your commumty As Tom Cannon remmds us, m Ius book, Welcome to
the Revolutzon, "Managers are craftsmen and strategy IS therr day hke the
potter, they SIt between the past of capabilitIes and the future of opportunItIes"

Fmally, some InSIghts are offered on The Manager as Staff Developer
(Workbook #5) The conceptual framework used to descnbe the mstItuhon
buIldmg role of the manager assumes the manager should use dIfferent
management styles based on the work SItuatIon Smce thIs approach to
leadership styles focuses, In large measure, on the maturIty (development) of
the work force to determme the appropnate management response to most
SItuatIons, It offers InsIghts mto the potentIal for staff and orgarnzatIon
development We will also look at the growmg use of mterdlsclphnary and
mterdepartmental teams as essenbal to achIeVIng high performance WIthIn
complex orgamzatIOns
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THANKS TO MANY WHO MADE THIS POSSIBLE

In my short stay In SlovakIa, I have come to apprecIate the valuable
contnbutIons that mayors, Cltv managers and other semor local government
offICIals are makIng to secure an open and democrahc SOCIety for theIr CItIzens I
hope tlus senes of management matenals wIll help you perform your roles and
responslblhnes In strengthemng local self governments to be more effectlve,
responsIve and accountable

Manv mchvlduals and orgaruzatIons have contnbuted to tlus effort These
trammg matenals were ongmally wntten under the sponsorslup of the Umted
NatIons Centre for Human Settlements (HabItat) and the gwdance of
Dr Tomasz Sudra, Onef, Trammg and Capacltv Bwldmg ThIs reVISIon IS
funded bv the Umted States Agencv for InternatIonal Development (USAID)
and managed bv the internatIonal CIty/ County Management AssocIahon
(ICMA) through Its affiliate, the Local Self Government ASSIstance Center
(LSGAC) m Bratlslava, SlovakIa LSGAC, IDltlated and funded bv USAID, IS
devoted to strengthemng local governments m SlovakIa through capacItv
bUIldmg endeavors wIth local support mstItutlons
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Fred FIsherBrattslava, SlovaJaa 1998

These Slovak support mstltutlons mdude the Foundatlon for Trammg In
Self Government of the Slovak Repubhc, the RegIOnal (Local Self Government)
Trammg Centers, the School of Pubhc AdlIUIllstrahon, AcademIa Istropohtana,
and the newly estabhshed Assoclatlon for Management Trammg and
Development In the development of tlus senes, speCIal thanks go to
Dr Anastazla Kozakova, who dIrected the local adVISOry comnuttee, and to the
team of experts she assembled to prOVIde thel! mSIghts and good Judgment
Thev Included CIty managers Jana BlazeJova, Jan DreIslg, Richard HOJer, and
Mana Pfhegelova, management tramers Stefama Hnvnakova, Damela Halasova
and Luba Vavrova, and, Peter BercIk, an adVIsor to the Slovak MIDlstrv of
Intenor Holly Ingram prOVIded an Invaluable servIce as layout and deSIgn
arbst and computer speCIalIst In transmIttIDg complex documents VIa the
Internet And of course, thanks to mv colleague, DaVId Tees, Urnversltv of
Texas at ArlIngton, who prOVIded valuable Inputs to the development of
leammg exerCIses for the serIes
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l\~ INTRODUCTION

V1i&~
The purpose of tlus workbook IS to provIde vou wIth an m-depth learrnng

expenence m the concepts, strategIes and tactIcs of organzzahon change It IS the
longest workbook m the senes and desIgned to cover the full spectrum of
actIvItIes assocIated WIth managmg a planned change process

We have made several assumptIons m wntmg tlus partIcular workbook

• The manager's role as orgarnzatIon change agent IS best learned bv
applvmg the process to a real problem WIth a group of lIke mmded
managers

• GIven tlus, we expect each partIcIpant to come to the workshop
WIth eIther a statement of a problem to be solved or an opporturun
to be realIzed

• Tlus IS a learrnng expenence that managers mIght want to share
wIth other members of theIr management team If so, vou wIll have
an opporturuty to work and learn together m a workshop settIng on
an orgarnzatIonalIssue of vour own choosmg

• Wlule the other modules m tlus senes can be used for self studv, we
belIeve tlus managmg change process prOVIdes greater opporturutIes
to learn the vanous skIlls requIred when workmg WIth others

Each of the workbooks m tlus senes mcludes (1) concepts and strategIes on
the speCInc tOpIC bemg covered, (2) reflectIon exerCIses to help you thInk about
vour own expenence m relatIon to the wntten matenals, and, (3) trammg
desIgns for group learrung The matenals covered m tlus partIcular workbook
wIll be offered m eIther 11/2-day workshops (to mtroduce the concepts and
strategIes to sernor elected and appomted local government ofncials who want
to consIder the longer program for managenal team development), or,
51/2-day workshops for eIther management teams from vanous local govern
ments or mdIvldual managers m skill development workshops Both opoons
WIll be orgarnzed bv the Foundaoon for Trammg m Self Government m
collaboraoon WIth the Slovakia CIty Managers ASSOClahon on the tOpICS
covered bv tlus workbook and others m the senes

Each workbook mclude a senes of matenals and actIVItIes, They are

• Tramer's Notes descnbmg tramer-assISted learmng events and the
tramer's role,

~ge1..



• Concept matenals With reflechon exercises for use bv pamclpants, and

• Self assessment queshonnarres or task sheets to be used bv the tralmng
pamclpants as Individual and group learmng exerCIses

I
I
I

In most of the workbooks, tlus sequence of events IS repeated several hmes The lavout IS

desIgned to provide the tramers and mdIvlduallearners with the full set of learnmg matenals I
to be used m whatever wav seems most appropnate and effechve
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TOpIC Warm up, Opemng Presentahon

TIme reqUIred 60 nunutes

After an lIUtIal warm up exerCIse, parbcIpants are provIded wIth an
overvIew of the managmg change process and InvIted to begm the process
of change management USIng the eIght step Management ofChange model
developed for tlus purpose PartICIpants who regtster for the Organzzahon
Change Agent workshop wIll be expected to focus therr attentIon on the
resolutIon of sIgmfIcant organIZatIon problems or opportumtIes confrontIng
therr orgaruzatIons whIch thev eIther Idenbfv In advance or after amvmg at
the workshop

We are makIng the assumptIon that parbcIpants WIll use the model to
plan the resolutIon of theIr orgaruzatIonal prob1ems or reahzatIon of theIr
opporturutIes In one of two wavs (1) IndIvIdually and In small partIcIpant
dusters WIth smular types of problems and opporturutIes, or (2) In teams of
managers who are attendmg the workshop from the same orgarnzatIon

TASKS

1 To get the workshop underway, ask partIcIpants What zs the first
word that enters your mznd when you hear the word"change"? ProvIde
mdex cards for parbCIpants to record therr response Wlule they
are domg thIs, put two large SIgnS on the wall WIth the words
"pOSItIve" and "negatIve" After wntmg the two words, ask
partIcIpants to go to the wall and attach therr card m the
appropnate place After all the cards are placed (eIther bv tape,
stIck pms or some other means), read the responses In each
category Ask If there are cards that need to be SWItched before
gomg to the next task

After all partIcipants have responded, ask partIClpants another
question As a manager, what would you do zf these were the responses
from 1/0ur workforce to a proposal for change? DIvIde partIcIpants mto
several small groups Ask each group to dISCUSS ways for dealmg
WIth the emplovee responses and to return In about 15 mmutes

TRAINER'S
NOTES
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TRAINER'S
NOTES

TopIC Warm up, Opemng PresentatIon

TIme requIred 60 mInutes

WIth some alternatIve courses of actIon Reports from the
small groups DIscussion

2 Give a bnef overvIew of the managmg change process
focusmg on the manager's role as a change agent and a
ratIonale for the eIght step process for plannmg and
mstItutIonahzmg change m local government organIzatIons
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CHANGE' CAN IT BE PLANNED AND MANAGED? OR, AS A
LOCAL GOVERNMENT MANAGER, WILL IT EAT YOU
ALIVE'

The art of progress 15 to preserve order and cha1ge
and to preserve change an1d order

- ALfred North \\!hri:ehead

ThIs workbook IS deSIgned to provIde some answers to the frrst queshon,
and help vou and vour colleagues stay out of the I mouth of the lIon," as
suggested bv the second The frrst Impulse, as we begm to address thIs Issue
IS to provIde yOU WIth a clear defIrnnon of change as It relates to the Slovak
condInon It seems lIke a reasonable way to start the dIScussIon On the other
hand, you and other local government leaders In SlovakIa have lIved In the
mIdst of rapId, Incessant and often dISruphng changes ever SInce the so-called
velvet revoluhon swept across central Europe In the past few Years, local
government leaders In SlovakIa have been bombarded WIth what one author
calls 2nd order changes, revolunonary changes that bnng about fundamental
shIfts In the SOCIal, economIc and polIncal Insntuhons that defIne socIetal
norms and values

• Democracv CHANGE'

• Local self-governance CHANGEr

• Market dnven economv CHANGE'

• Open borders CHANGE'

• Telecommurncanon revoluhon (could l/OU possIbly lzve WIthout l/our
mobIle phone"?) CHANGE'

• MultIple polItIcal partIes and agendas CHANGE'
• MaJor mdustnes crumble CHANGE'
• Holes m the SOCIal safety net CHANGE'
• InfUSIon of new monev CHANGE'
• GrowIng cnme CHANGE'

• PnvatIzatIon of publIc assets CHANGE'
• Flaunted wealth CHANGE'

• ED standards regardIng local government performance CHANGE
• AND ON, AND ON, AND on

DauntIng Isn t It? Perhaps the Chmese svmbols for change savs It as
c1earlv as anv defuunon we can fInd Separatelv, thev defIne danger and
.., ........ n ...t ',,",1M Tn("T",th","" th"', C:T"!",]l r/'')'H'"
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The begmng of wISdom IS to c.il. tI1ngs by their nght names
- Qmese proverb

What do all these changes mean m the management of local governments?
Are they all dIsruptzve, unsettlzng, unmanageable even dangerous? Or do they spell
challenge and opportunzty? The realIty IS, of course, somewhere m between and
It often depends on the mental mmdset of the person mvolved One certamtv
seems secure Change will contInue to defIne the parameters and pace of
Slovalaa's polItIcal processes, econormc development, SOCIal inventIons,
technolOgical breakthroughs, envIronmental cnses, personal lIfestyles, and
orgaruzatIonal realIty GIven the conventIonal WIsdom that change Will be an
ever present constant m our personal and orgaruzatIonal lIves, It makes sense to
eIther plan for It (If you are not the InstIgator of the change), or to take charge of
changes WIthIn your control and Influence and become an organzzatzon change
agent

'But", you say, 'these are natzonallssues and concerns, regIonal happenzngs,
often sparked by global events What, ifanythzng, can I do as a mayor, CIty manager or
senIOr department head zn my czty to be an organIzatzon change agent?"

SometImes the steps are seermngly small and mcremental Tlus IS the
change process most managers are farmhar WIth It IS contInuous and occurs
WithIn a stable system (or orgaruzatIon) that Itself remaIns unchanged (what
one author has called first-order change) These are the kInd of changes that are
necessary If the local government 15 to remam VIable, effICIent and effectIve m
servIce to ItS constItuents By contrast, second-order changes occur when
tundamental propertIes or states of the sYstem are changed The IrutIatIon of
local self governance and the free electIon of local leaders In Slovalaa were
second-order change events These actIons not only changed the fundamental
way local commurutIes conduct publIc bUSiness, they altered the norms and
values that define governance process In VIllages, towns and CItIes throughout
Slovalaa Here are local examples of what being an organzzatzon change agent IS
all about 1

Example After members of rus management staff attended a sk1l1
development workshop on lme operatIon management, the VIce Mavor of
T ........... ~ C:"'~ 'Yf f" 'J 'Y'/1 0 "f'f"- '-"'''''1'(t h'7f"'l .-l"I7YJrr"rl' TIl"." ''''f'l lfl'Yfnl""Y ~111"l 111 l,flol,... z...,,,,, f'C
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These mdIvIduals, who work m chfferent Cltv operatmg and staff support
departments, are now thmkmg about, and actmg upon, ways to share
InformatIon and other resources across departmental boundanes Thev see
opporturutIes to work together m teams to solve problems, usmg a combInatIon
of publIc and pnvate resources Thev see opportumtIes m workmg together,
opportumtIes to not only contnbute to the goals of theIr IndIVIdual
departments, but to benefIt the common good of the orgamzatIon and Its
CItIzens A small step, perhaps, but If sustamed, one that could have a profound
Impact on the delIverv of all publIc programs and servIces In Tmava

Example The CItv of Lucenec has made major changes to Its annual
budgetmg process For example, the chIef fInance offIcer and her staff
developed a capztal budgetzng process that separates recurrent mcomes and
expendItures from major fIxed asset commumtv mvestments ThIs structural
change In the fmanclal management system WIll serve Lucenec s capItal
expendIture needs when longer term borrOWIng mechamsms become more
readIly available WIthIn the greater Slovak fInanCIal commumty Tlus wIll be
reInforced by publIshIng a "user fnendly" annual report on the new budget
each year ThIs small pamphlet, to be dIstnbuted to all households In the CIty,
brIngs a new level of openness and understandmg to mumcIpal fmances and
how the CItv IS managmg publIc funds

Example Perhaps the fInance dIrector took her lead to be an organIzatIon
change agent from the mayor He has forged successful alhances WIth the
pnvate sector and several regIOnal InStItutIons to promote Lucenec as a r-eglOnal
center for long term econonuc development These opportumtIes have been
made pOSSIble by the kInds of epIC changes that all of SlovakIa has expenenced
In recent years WhIle not specIfIC to Lucenec, the mayor and hIs staff have seen
opporturutIes for theIr commurnty In the growth of pnvate enterpnse and the
expanded potentIal for local government's mvolvement m econOmIC actIVItIes
(both confmed to natIonal InStItutIons before the revolutIon) More Importantly,
the mavor had a VISIon about what the future nught be for hIs Clty VISIon, and
re-VISIon, are central to bnngmg about orgarnzatIon change

--orgarnzatIon change can be as SImple or profound as

I
I
I

• a change of habIts (treatzng cztzzens lzke customers, not nuzsances),

• a change In orgarnzatIon norms and values (open meetzngs wzth
cztzzens to prepare a long range plan for economzc development),

• a change m how the orgaruzatIon IS structured and operates (uszng
project teams from dzfferent munzezpal departments and external
organzzatzons to solve a thorny problem that spzlls over many departmental
and organzzatzonal boundanes e g , drug use In the communzty), and



• a change m how emplovees are rewarded for contnbubng to the
orgarnzanon's long term rmsslon and goals (a l/earll/ dznner for them
and thezr famIllf members to recogmze emplol/ee contnbutlon<:; and celebrate
thezr achIevements)

Fortunately, there IS a nch body of knowledge, research and expenence
about the phenomenon of change, how It affects managers and organIzatIons,
and how to cope WIth It more successfullv The Idea that orgaruzatIons can
"plan and manage change" has been a part of management theory and practIce
for many vears ProfessIonal management books and Journals are replete WIth
references to planned change, managzng change organzzahonaI change change agents
and, more recently, change master They are efforts to make avallable, m usable
formats, a collechon of theones, pnnclples and prachces about change and how
It can be more effechvelv harnessed to serve the needs of orgaruzahons and
theIr clIents TIus workbook IS deSIgned to glean from these efforts a prachcal
and effechve strategy and set of tachcs that WIll help vou become a more
effechve organzzahon change agent

Just Because b..verythJng Is Different
Doesn t Mean Anything LJas Changed

REFLECTION

TIunk about profound changes that may have happened m vour orgaruzanon,
or perhaps vour personal lIfe, and Jot down what they were and how you felt
about these changes at the tIme As you look back on them, do you wIsh your
response had been dIfferent than It was at the tIme? If so, what could vou have
done dIfferently, and why?
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A BIT OF HISTORY

As mennoned above, organzzatzon change, and the broader theme of managIng
change, have a well documented lustorv Hlstonans were wnbng about these
phenomena long before there were acadeffilc dlSClplmes hke management and
publIc adrrurustranon Rather than regale YOU WIth a blow bv blow descnpnon
of how organzzatzon change and managIng change became mamstream to
managenal thmkmg, we will focus on one mdIvldual who has had a major
Influence on much of what we know about managmg change at the present
nme Tlus person IS Kurt Lewm, a SOCIal sClennst who effilgrated to the Umted
States from Germany m the early 1930s

At least fIve of Lewm's research mterests and contnbunons have found
therr way mto contemporarv orgarnzanons and form the baSIS for much of
modem management theorv and practice They will also be used as the
foundation for the strategy and tactics to be recommended m thIs workbook
Lewm's contnbutIons mclude

1 the role of democratzc leadershzp m non-pohtlcal settings, mcludmg the
sharmg of power, authonty, responsIbilIty and declslon-makmg at
all appropnate levels or orgamzatIons and SOCIeties (a major theme
m contemporarv and enlIghtened management practices),

2 group dynamzcs (human relanons) and therr Impact upon the
effectiveness of mdIvlduals and teams m task-onented settings,

3 expenentzallearnmg (leammg by domg) as an approach to developmg
sWls and changmg attitudes and behavlOrs,

4 actzon research, as a pracncal deCISIon-making and problem-solvmg
process, and,

5 the analysIs of forces at work withm and among SOCIal systems - an
Important contnbutIon to the concept oforganzzatzons as open systems
Open systems are those that are mfluenced by, and m turn mfluence,
theIr external enVIronment

These fIve major themes m the management of complex orgarnzatIons and
InstItutiOns dId not alwavs fall on fertlle ground m the years followmg Lewm's
ImtIal research and wnnngs It has taken decades for hIS collectIve efforts to
become wideiv accepted as valuable contnbutIons to the management of
contemporarv orgarnzatIons Nevertheless, many of the contemporary
management schools of thought and action owe therr success to Lewm's early
efforts to denne the baSICS m managmg orgaruzatIon change 'Dus workbook
WIll build ItS case, on how vou can become a more effectIve orgamzatIon change
agent bv focusmg on one of lus major contnbutIons, the process of actIOn • ...,.!:ge 9
research .....
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AcrION RESEARCH AND MANAGING CHANGE

ActIon research IS verY much an operatIng strategy, thus defvmg the
conventIonal wIsdom about research bemg an acadenuc venture As an
operatIng strategy, It produces both knowledge and change, as explICIt
outcomes In the dvnaIIUc world m wluch most orgaruzatIons and managers
operate, Increased knowledge and understandmg are cntIcal and planned
change IS expected ActIon research IS an approach that can accomphsh both

For example, a trammg program for Cltv managers conducted many vears
ago m the Umted States focused on achon research as a management change
strategy The pamClpants carned out an actIon research project In the small
rmnmg town where the four week workshop was conducted Over one hundred
local leaders and CItIzens were mtervIewed to determme what changes they
would hke to bnng about m theIr commumtv The results were analyzed bv the
workshop pamclpants and presented at a town meetIng called by the mavor
and open to all CItIzens Dunng that meetIng, local offICIalS and CItIzens learned
the number one change they wanted for theIr town (as Idenhfled by the actIon
research process) was a pnmary health care center The data collection and
analySIS process had vahdated a need that was WIdely shared but never
amculated by eIther the CItIzens or the town's leadership WIthIn a year, the
town had a pnmary health care center that was operatIng WIth a1full hme staff

The actIon research process mvolved buddmg a problem solvmg
relatIonship between the town offICIalS and CItizens (and the VISItIng workshop
pamcipants), Information collectIon, analySIS and feedback to vanous
stakeholders, mutual efforts to develop an actIon plan, and follow-up efforts to
assure the plan was carned out as deoded by the CItIzens and town leaders In
this case a group of CItv managers, whtle learmng about ways to become
orgarnzatIon change agents In theIr own orgarnzatIons, were able to apply theIr
new-found knowledge and skills to help another commumty plan and manage
an tmportant change WIthIn theIrS

ThIs example demonstrates how action research, as a deCISIon making
process, feeds on Itself bv recychng what IS learned In the conduct of mquIry
back mto the deCISIon makIng process Whtle most baSIC and applIed research
efforts are concerned about the cumulatIve weIght of theIr fmdIngs, actIon
research IS an ImpatIent form of mqUIry, devounng every new inSIght to
Improve deCISIons as the process unfolds In the example Just descnbed, the
actIon research process was brought to the local government by outSIders,
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(external consultants or change agents) Tlus workbook and workshop are
mtended to help you acquIre the knowledge and sktlls requITed to become an
mternal change agent who can plan and manage changes wltlun vour own
orgaruzatIon

ACTION RESEARCH CHARACTERISTICS

• Action research (AR) IS a conceptual framework for t/llnkmg about
problems as well as a managenal phIlosophy that can be used to center all
actzvztzes LSGAC, for example, used an actIon research approach to
form coalItIons of organIZatIons and mdlvlduals to develop the
elected leadershIp trammg program for local government offICials m
SlovakIa

• Action research mvolves wzdespread consultatzon and partzcIpatIOn
Evervone mvolved m the problem IS seen as capable of makIng a
contnbutIon AR IS based on the fundamental belIef that people are
more lIkely to change If they parhClpate m explonng the reasons tor,
and the means of, bnngmg about change

• Actzon research puts a premzum on learnmg by domg Learmng, and
consequently tranung, IS buIlt mto the heart of the process The
mtent IS not Simply to solve m\medlate problems, but to help those
mvolved m solvmg current problems gam the knowledge and skIlls
needed to solve future problems

• 1ctzon research IS practIcal and dIrect It IS carned out WIthIn the
context of real Issues and concerns defmed bv those mvolved

• Action research zs developmental It develops mdIvlduals, teams and
orgaruzatIons to become mOre self-reliant-

• Action research IS expenmental It encourages expenmentatIon and
practIce, recogruzmg the Importance of usmg that whIch IS learned
to gUIde that whIch IS yet to be done

• ActIon research IS senslttve to the cultural context of ItS mvolvement
Wlule the process of actIon research may not be totally free of
cultural bIases, It can and should be responSIve to cultural
dIfferences, gIVen Its buIlt-m feedback and self correctmg features

TIunk of actIon research as the overall conceptual framework WIthIn whIch
we manage orgarnzatIonal changes, a set of pnnczples and values that
encompass the change process, and, the strategy that drIves each of the
tactIcs we will dISCUSS as mtegral to rnanagmg change
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MANAGING ORGANIZATION CHANGE IS A STRATEGIC
PROCESS INVOLVING EIGHT TACTICAL STEPS

The stratggIc nature of the managmg change process has been dIscussed In
some detal1 (USIng actlOn research as the defmmg pnnciple) Now we wllllook
at the specJ.hc steps, or taches, m the orgamzahonal change process "Tachcs as
defmed In one dICtIonary, IS the art or sJall ofemplollmg avazlable forces 'Wzth an end
In vZeuJ a devzce or expedzent for accomplzshmg an end Tachcs are, theretore
never ends In themselves, thev are only means for achIeVIng ends Edward de
Bono savs taches are the seruants ofstrategy

Managmg orgarnzahon change mvolves eIght mterrelated steps or tachcs,
WIthIn the overall strategy These steps are only summanzed below Thev wIll
be descnbed m greater detalilater m the workbook and are shown graphIcally
In the dIagram on page 15

1 Awareness and VISIon

Awareness IS the abilIty to see problems as they are, VISIon IS
perceIVIng opportumhes that don't vet eXIst Both are Invaluable skIlls
m bnngmg about orgarnzahonal change We wIll explore the
dIfferences and how Important each IS to effecnve management

Applvmg awareness to problems and VISIon to opportumhes are also
the hmes when we thInk "who else should I Involve, can I Involve, In
helpmg me solve mv problem, realIze my VISIon" ThIS process IS
often called domg a stakeholder analyszs As Guu Mmg saId many
centunes ago, "the way of war IS to know your opponents" We WIll
put a more posIhve spm on thIs proverb by saymg "the way to
manage change IS to know your stakeholders"

2 BuIldIng A Problem SolVIng Relahonslup

LIke the foundatIon of a house, the relatIonshIp of the people engaged
In problem-solvmg IS the base upon whIch all future actIQns rest
When that relatIonshIp IS one of mutual trust and understandmg, the
process of makIng deCISIons and solvmg problems IS greatly
Improved

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I



.•~_ ~:'; ;~. .' " / : ••~••~. ~ _ _ : .:_ _ '. .. ._:. "4,_

, .,

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

3

4

Buildmg the relatIonshIp means

• Shanng expectatIons and values

• SettIng ground rules

• Assummg useful roles and responsIbIlItIes

• Learnmg how to work as a team

Problem FIndIng and AnalysIs

Decldmg what problem to solve or what opportumtv to realIZe IS not
as easy as one would thInk SometImes It IS necessary to redefine the
problem or opportumtv, even If the elected councl1 or some other
authontv has deCIded what It 15 For example, managers and elected
offICIals may Ident1fv svrnptoms as problems (whIch thev often are)
The problem WIth 1/ solvmg a svrnptom" IS that the real problem WIll
stIll eXIst Or, managers may defIne a solutIon as the problem ThIs, of
course, elIrrunates all other OptIons as potentIal solutIons to the
problem Fmdmg the real problem IS, for manv managers, a very
dIffIcult task Perhaps thIs IS because It IS so much eaSler, m the short
run, to solve svrnptoms and to Implement solutIons, even If the real
problem contInues to eXIst After determmmg what the real problem or
opportumty IS, the task of analvzmg It becomes much eaSIer

Planmng a Course of Achon

Havmg IoentlfIed the real problem (or opportumty) and analyzed It,
the next step IS to deCIde how best to plan for ItS Implementanon ThIs
mvolves

• Narrowmg your chOIces to one pnonty acnon,

• Lookmg at the potennal consequences (what WIll be the Impact,
short term and long range), and,

• Developmg a plan of actlon (to Implement the best actIon, or a
combmatIon of acnons)

ChOIces are the manager's best mend WIthout chOIces, It IS
lInposslble to manage No chOIces, no need to deade If there IS no
need to deCIde, who needs a manager? Plannmg a course of acnon
IS decldmg who WIll do what WIth whom, wlthm what tzme frame and
other valuable resources and determmmg how you WIll know your plan
was successful Plannmg IS deCISIon makmg, and therefore an
Important management responsIbIlIty

~ge13



5 Orgamzabon and Resource MobulZabon

In most local governments, the orgarnzanon and Its emplovees are the
bIggest smgle, on-gomg, most Immedlateiv available resources How
they are organIzed and deployed to accomplIsh any orgaruzahonal
change strategY IS Important So are all the other resources monev,
expernse, equIpment, matenals, tIme, comrmtment, polItIcal goodWIll,
"power" connechons (those WIth suffICIent clout to help YOU clear an
Important unexpected hurdle, If YOU need to), cIhzens (customers ot
the planned change products or outcomes), and many more

6 Expenmentabon, Tesbng and Redeslgnmg

Too many pronusmg soluhons are "Implemented" WIthout a fIeld test,
controlled expenment, or trIal run Before YOU dIve Into deep water
WIth a major untested orgarnzahonal change endeavor, It makes sense
to try your plan out m "the shallow end of the pool" thIS allows the
problem solvrng team to assess how effectIve and workable ItS
proposed plan of achon WIll be, and to redeSIgn It If necessary

7 Implementabon

ThIs IS where vou put your plan mto acnon, and manage the
mtenhonal and unmtenhonal consequences of the ngorous plannmg
that went mto It Even 1f your plan of achon IS well thought out,
anythmg can happen (There IS a savmg, referred to as Murphv' 5 Law
Ifanythmg can go wrong, It WIll) ConsequentlY, It 15 Important to have
back-up plans Other Important managenal tasks assocIated WIth
Implementahon are direchng, coachIng, supporttng, and delegahng
(developmg and mohvahng staff resources)

8 Impact Evaluabon

ThIs mvolves askmg such queshons as dId we do what we mtended to
do? Ifnot, why not? DId the change have the mtended Impact (outcome) we
antzezpated? Ifnot, why not? 5ummahve evaluahons ("summmg up"
the consequences of planned change) are Important, but formahve
evaluahons are more Important to managers Why? Because they feed
back mformahon, data, and 1n5Ights as the change process unfolds, so
those mvolved can re-formulate and re-plan) So, Impact evaluahon IS
one of those steps m managmg orgaruzahonal changes that follows
our progress lIke a shadow
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Anyone can break something up nto small pieces
The tnd IS to knrt: them back together agan

Into a whole wrl:hout compromsmg thell" autonomy

- David Nadler

REFLECTION

Stop for a moment and reflect on the achon research strategy and taches Just defmed How
smular, or dIfferent, are they from the way your orgamzahon goes about planrung and
Implementmg orgamzahon changes now?
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Problem Finding
and ARalysls

Planning a
Course of Action

Implementation

• The Idea of recyclIng IS built Into the approach Once the cycle IS
complete, It should lead to another cycle, based upon what has been
learned and accomplIshed

• The process can be entered Into at any stage In the lIfe of an
orgarnzahon and the ImplementatIon of ItS roles and responsIbilItIes
In other words, It IS not constramed, from a hme perspechve, bv
such thIngs as a budget cycle, or "we Just went through a strategic
planrung process," or, a host of other reasons why the hme IS not
nght to manage change

• The process IS often untldy (yes, messy') movIng back and forth
among the steps In the process, as reqUIred It IS often necessarv to
return to a prevIOus step for one reason or another One may reahze,
for example, that It IS Impossible to plan a course ofactzon (step 4)
WIthout a better understandmg of what the I real' problem or

opportunzty IS you are trymg to address (step 3)
At other hmes, YOU will be able
to skip steps m the
process For example,
the need for plannmg
a course ofactlOn
(step 4) may be so
clear and the hme
so short that
testzng and re
deszgn (step 6)
doesn t make sense The Important pomt IS to

Orgamzatlon and VIew the process as dvnalTIlc, one that IS flexIble
Resource Mobilization and responsIve to the needs and desIres of those

who use It

MANAGING CHANGE IS A MESSY, AMBIGUOUS PROCESS

One £mal set of comments before closmg tlus overview of the orgarnzatIonal
change process The steps m the process are delIberately shown, m the
preceedmg diagram, as a cyclIcal and not a straight lme process, for several
reasons
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TRAINER'S
NOTES

TOPIC Selechng a Problem or Opportunity

TIme reqwred ApproXimately 1 hour

ThIs operung seSSlOn IS desIgned to stImulate partiCIpants' awareness of an
unsolved problem facmg therr orgarnzatIons or an opporturntv that could
brmg substantial benefIt to an orgarnzatIon rl action IS taken to seIze It before
It ceases to be an opportumtv The focus on II real" problems or opportumtIes
can brmg reahsm and nchness to the learrnng expenence aWaitIng
partiCIpants as well as msprre added motIvatIon to learn and applY learnmgs
on returnmg home

TASK

1 Ask partICIpants to descnbe bnefly the problem or opportumty
they have selected for the workshop and to explam whv they have
made thIs partIcular chOlce EmphaslZe that the problems selected
can be drlfIcultIes or challenges facmg the organIZatIon that have
not yet been solved On the other hand, they can be opportumtIes
that could have a powerful mfluence on the wav the local
government operates

[Note If YOU fmd that many partICIpants have not yet selected a
specIhc problem or opporturnty, gIve them a few mInutes to
consIder therr options before movmg on ]

2 After everyone seems to have made a chOlce, ask each partiCIpant
(or a partICIpant representIng a team of partICIpants trom the same
organIZatIon) to report therr respectIve problem/opporturnty and a
ratIonale for Its selectIon Summanze each partICIpant report on a
flIp chart Look for SImIlar problems or opportumtIes that mIght
suggest a way of clustenng small groups of partICIpants around a
smgle, relevant problem dunng the workshop To the extent
pOSSIble, aSSIgn all partICIpants to clusters (4 to 7 partICIpants each)
and suggest that each cluster select one problem or opportumtv
from those reported by Its members as Its cluster task for the
workshop GIve clusters of partICIpants about 30 mInutes to make
these chOlces and get acquamted
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TRAINER'S
NOTES

Topic VISlonmg and Stakeholder Mappmg

TlDle reqUired Apprmamately 21/2 hours

TIns seSSIon IS Intended to demonstrate the value of "viSIOrung' or looking
mto the future to antIClpate the best possible result from efforts to solve the
problem Identl.fled earlIer or tappmg mto an emergmg opporturutv VISIons
of problems solved and opportumtIes gamed create energy for planmng
and ImplementatIon and prOVide a useful gwde for keepmg an
orgamzatIon change effort on track The mclUSIon of stakeholder mappmg
recogrnzes the Importance and usefulness of Includmg kev mdividuals,
orgamzatIons and InstItutIons (stakeholders) earlv m the change process

TASK

1 DelIver a short presentatIon on the human attnbutes of awareness
aI"d "ISIOl"' ;lnd how they are related to the performance of
managers as thev go about the Important tasks of solvmg
problems and seIZmg opportumtIes Include In the dISCUSSIOn the
role of stakeholders as potentIal aIds or obstacles and the
Importance of mvolVIng them from the begmmng

2 PrOVIde each partICIpant WIth a worksheet and InstructIons on
how to prepare a VISIon of the future that antICIpates a time when
the problem to be solved or opportumty seIZed has become a
realIty Encourage partIClpants, workIng mdependently, to
pIcture m therr nunds what the orgamzatIon would be lIke under
these crrcumstances and to descnbe what they see on therr
worksheets

[Note participants who have Jomed clusters may have chosen a
common problem or opportumty to work on m whIch case the
viSlOrung exerCIse would be focused on their common endeavor]

When partICIpants have COmmItted therr VISIOns of the future to
wntIng, dIVide them mto parttClpant clusters Suggest that each
cluster elect one of Its members as a recorder and proVIde each
cluster With a flIp chart, tape and markers Give each cluster
about 30 mmutes to make a lIst of the vanous VISion Ideas and to
combme the Ideas mto a smgle VlSlOn statement After 30
mmutes, ask partICIpants to return to present theIr VISIons
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TOPIC Vlslomng and Stakeholder Mappmg

TlDle reqwred Approxunately 21/2 hours

3 PrOVIde parhcIpants wIth the three worksheets for use m
completmg a stakeholder exerCIse One of the worksheets
contams cIrcles for use m recordmg the names of external
stakeholders (outsIde the orgarnzanon) who could mfluence an\
planned change effort, pro or con The second worksheet contams
ovals for use m recordmg the names of mternal stakeholders
(mside the orgarnzanon) who could mfluence anv planned
change effort, pro or con PartICIpants should work mdependentlv
to complete these two worksheets and then share and consohdate
theIr results mto two composIte stakeholder maps The thrrd
worksheet IS to compile mformanon about the fIve most
Important stakeholders from each of the composIte maps that
mIght be useful In decIdmg how to mvolve these stakeholders m
the change effort After 45 mInutes, ask parncipants to return and
report on theIr results

TRAINER'S
NOTES
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CONCEPTS
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TACTIC 1 AWARENESS AND VISION

Planned change, whether It happens at the mdividual, team, department
orgaruzabon or communIty levels of the local government domam IS
precIpItated bv two major human attnbutes awareness and VZSIon These
attnbutes are most hkelv trIggered bv two phenomena problems and
opportunztzes Or to put It a bIt dIfferently, awareness ot problems and VISIons of
opportumty, when acted upon With dehberabon, trIgger the planned change
process

MakIng deCISIOns and solvmg problems are two of the most Important
tasks that managers perform SeIZIng opportumbes, and actIng on them (whIch
IS also deCISIon makIng), IS another There are some slgmfIcant dIfferences
between problems and opportumbes and the thought processes reqUired to
address them successfully Problem solvzng IS, bv ItS very nature, reactIve You as
a manager, have a problem and react to solve It OpportunztIes requIre a proactIve
style of management, reachIng out to pursue a course of acbon that IS Important
but not urgent Problems are urgent, or they would not be seen as problems On
the other hand, problems are not always Important whIch mav explam why so
many go unsolved

Here are some other dIsbncbons between problems and opportumbes

.. Problems are often onented toward mamtenance (fIx It, solve It, get
on WIth It) Bv contrast, opportunztzes are focused on somethIng we
call development, be It economIC, SOCIal, phySIcal or polIncal

.. Opportunztzes are, nevertheless, problemabc They almost always
mvolve some nsk and uncertaInty Is It feaSible? WIll It work? If It
works, Will It result m the Intended benefIts? Will the benefIts
outweIgh the costs? Problems, on the other hand, can become more
nsky and uncertaIn If they aren't solved

.. OpportunztIes hve m the future and the nsks must be calculated
agamst a future not always predIctable Problems emerge from the
past, resulbng from acbons or macbons that have or have not
happened The results of solvmg problems, or not solvmg them, IS
often more predIctable On the other hand, Peter Senge remInds us
that, fI todav's problems come from yesterday's solunons fI

.. Opportunztzes requIre foreSIght - a VISIon about what can be
Problems more often than not, requIre hIndSight - determInIng
what went wrong

.. When tappmg opportunztIes, the cnhcal queshon IS What zf' The most
Important queshon, when solvmg problems, IS Why')
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• When dealIng WIth problems, we seek soluhons WIth opportunzhes,
the search IS for benefits

• Opportunzhes can be Ignored Problems, m most cases, shouldn't be
Ignored

If problems and opportumtIes are the objects of our managenal affectIons,
how do we sharpen our skills to address them more effectIvely The slalls, and
human attnbutes (because more than skIll IS mvolved), are essentIallY heIghtened
awareness and enlzghtened VISIOn Let's look at these managenal skIlls and
attnbutes more closely

Tappmg opportumtIes and solvrng problems, as managers, begms wIth the
baSIC awareness that somethmg IS wrong (or about to be) and a VISIOn that thmgs
could be better than they are Both awareness and VISIOn mvolve many thIngs
mSlghts (seemg thmgs that are not ObVIOUS to others), perspectzve (lookIng at
thIngs from different pomts of View), mtultzon (hunches from our collectIve
expenences that are Imgermg somewhere m our subconSCIOUS hbrary),
mcreasmg our penpheral VISIOn (takmg off the blmders to WIden our scope)

Both of these managenal attnbutes, awareness and VISlOn, can benefIt from
reflectIon ("stewmg tlme") Often It IS necessary to stew m a problem or
opportumty, m order to understand and appreciate all ItS many ramllicatIons
Stewmg tIme can often keep us from solvmg problems that are best unsolved,
and forgettIng opportumtIes that are better forgotten

WhIle awareness and VISIOn nde some common bram waves, they are also
quantItatIvelv and qualItatIvelv dlfferent as managenal tools required to bnng
about orgarnzatIonal changes Let's see If we can make more sense out of these
managenal attnbutes

• Managenal awareness IS more tactzcal a short range slol1 VzslOn has a
longer range, strategzc qUalIty

• Awareness IS about bezng VlslOn IS about becommg The orne
perspecove reqUIred to exercIse each skIll IS dIfferent

• Awareness attends to detaIls VISIOn pamts the bIg pIcture

• Awareness often reqUIres hmdsIght (deterrnmmg what went wrong)
and re-vzsIOn (how can we fIx It) VZSlOn operates fromjoresIgJzt
(what s over the honzon?) and en-vlsIOnmg (seemg a future that IS
not vet mvented)

• 4.wareness mvolves convergent thmkmg (focusmg m) Vlszon IS best
achieved when our thoughts dIverge from the beaten path



.. Awareness IS often an mtense endeavor, seekIng out the most mInute
clue VZSIon comes best when we transcend our nnmechate
enVIronment
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VISION

THE FUTURE
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.. Awareness IS enhanced bv the analllhcal abIlItv to put two and two
together and get four VISIon benefIts trom conceptual thmkmg,
takIng two and two and puttmg them together so thev equal
mulhple dIgIts

REFLECfION

THE PAST

Both are Important and valuable management skills Each reqUIres Its own
set of tools and most of us are better at one than the other Collechvelv, the
orgarnzahon must mcrease Its awareness of what IS and expand ItS abIhtv to
VIsuahze what can be WIthOut awareness and VISIon, there are few possIblhhes
for managmg orgarnzanonal change As Peter Block remmds us, II the future, In

some ways, IS the cause of our current behaVIOr" Or, to phrase It somewhat
dIfferentlv, we are what we want to be

What about vour own approach to management? Are vou more onented
toward solvzng problems or creahng VIszons? Record those awareness and VISIon
charactonsncs lIsted above that you would most lIke to become more effecnve
In usmg as a manager Lumt your chOIces to two or three m each category

AWARENESS
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EXERCISE
TOPIC

VIsIoning and
Stakeholder

Mappmg

~ge26••

VISIONING WORKSHEET

TIns worksheet IS for vou to descnbe what comes to mmd when vou trunk
about a tune m the next three to fIve vears when the problem vou have
deCIded to address dunng thts workshop has been resolved or vou have been
successful mselZmg the mtended opportumtv Imagme that vou are dnftmg
through the organIzatIon or the commumtv unobserved and can hear and see
everythIng that IS gomg on You feel pnde and satIsfactIon wIth what vou see
and hear Why' Make some notes below on the trnngs vou see happerung
dunng your SOjourn that reflect success m ehmmatlng the condItIons that
caused the problem or takmg full advantage of the opporturutv to benefIt vour
commumty
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WHAT ABOUT STAKEHOLDERS'

It's not too earlv to Hunk about the role of stakeholders m vour efforts to solve
problems, or to seIZe opporturuhes So, who are these stakeholders? Well, the\
are probablv a contradIctorv and llUXed group of people and orgamzahons For
example, there will be those who want 1/0U to succeed tn 1/our plans to manage change
(solve problems, seIZe opporturuhes) and those who would lzke to see 1/0U fazl'
Those who are wlllmg to bet on eIther vour success or fallure (Bethng means
wl1lmg to mvest m helpmg vou succeed, and those who are wlllmg to bet therr
resources to make sure you fall) Also, those who would be willIng to support
vour efforts openly, and those who vou can count on "behmd the scene" And,
don't forget all those who will be affected one way or another by the change
you want to brmg about

The term stakeholder tends to take our dehberahon on tlus Important step
outSIde the orgaruzahon, perhaps because we often take our own staff and
emplovees for granted After all, they should be COmmItted stakeholders m anv
program or process we come up WIth to bnng about organlZahon change Don't
be so sure' Emplovees may feel the most threatened of all stakeholders when
major changes are contemplated m the orgamzahon and the way It operates To
assure the human resources WIthm your orgamzahon are rIghtfully brought on
board as partners m the change process, It mIght be helpful to engage m a
separate stakeholders mappmg exerCIse to cover those m the orgaruzahon who
can contrIbute, support, stonewall, or even sabotage your efforts to brIng about
planned change

Mappmg your stakeholders should be a reoccurrmg achvIty, an exerCIse to
be engaged m at vanous pomts m the orgaruzanonal change process It IS good
to map the stakeholders, m a more general way, even as your awareness or
VISIon for bnngmg about change IS fOrmIng The hst of cntzcal, zmportant and
useful stakeholders mIght begm to change as you engage m senous problem
fmdmg, and defuutely when vou begm the process of resource mobIhzanon
However, these later tlunkmg and aetmg endeavors mIght mvolve stakeholders
who are With vou from the begmrung (TactIc #1, Awareness and VISIOn) and
contInue as members of your "change team" through all stages (tactIcs) m the
change process So, plan to return to thIs Important step m TactIc #1 whenever
It seems useful or Important

";'.27



STAKEHOLDER (EXTERNAL) WORKSHEET

Use the bubble map shown below to Ident:1fv the kev commurntv orgarnzahons
or groups (external stakeholders) that vou feel should be mcluded or whose
mterests should be consIdered m the slgmhcant change effort vou and vour
cluster colleagues are plannmg Complete the bubble map workIng alone bv
puthng the name of one stakeholder m each CIrcle on the map Add new
bubbles If necessarY

Your local Government
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Key Implementation Umt

Use the bubble map snown-below to Idenhfv the ll1dnl 'ld-.lals, groups or umts
WIthIn vour orgaruzatIon (mternal stakeholders) that vou feel should be
mcluded or whose mterests should be consIdered m the sIgmftcant change
effort vou and vour cluster colleagues are planmng Complete the bubble map
workmg alone bv puttmg the name of one stakeholder In each cIrcle on the
map Add new bubbles If necessarY

STAKEHOLDER (INTERNAL) WORKSHEET
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STAKEHOLDER ANALYSIS WORKSHEET

Stakeholder Pro or eon Strategy for Involving Stakeholder

External

1 0 0
2 0 0

'" 0 0.:J

4 0 0
5 0 0

Internal

6 0 0
i 0 0
8 0 0
9 0 0
10 0 0

EXERCISE
TOPIC

Visioning and
Stakeholder

Mapping
Use tms worksheet to consolIdate and analyze the 10 most Important
stakeholders IdentIfIed bv cluster partlapants on the two precedmg worksheets

'-----..... The column on the left sIde of the form can be used to enter external and
mternal stakeholder names and tItles The nuddle column IS to Identrtv the
stakeholder as favorable or unfavorable to the change effort The column on the
nght sIde IS to suggest a strategy about how to mvolve each stakeholder In the
change effort
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Problem Finding
and AnalySIS

-- ~ Awareness and
VISion

Action Research

~ge31
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~----~- Planning a Course

of Action

/
Impact Evaluation

Organization and
Resource Mobilization

Implementation

Experimentation,
Testing and

Redesign
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TRAINER'S
NOTES

TOPIC Butldmg a Problem Solvmg Relahonslup

TIme requrred Approxunately two hours

ThIs seSSIon IS desIgned to help partIcIpants understand the Importance ot
reachIng out to others who should be mvolved m problem solvmg (or
tappmg opporturutIes) and how to build an effectIve workIng relanonshlp
With these mdividuals, groups and orgaruzanons Two Issues are Important
to convev m tlus seSSIon The fIrst IS the Importance of collaboratIon and
partICIpatIOn Few problems and opportunItIes are best addressed alone
Most mvolve others Involvmg others m the problem solvmg process earlv
saves tIme and resources m the long run The second Issue has to do wIth
clanfvmg assumptIons, values, roles and responsIbilitIes as qUIcklv as
possIble m the problem solvmg process

TASKS

1 Dehver a short lecture based upon the WrItten matenals and your
own expenence m workIng WIth others An alternatIve IS to pose
the questIon, "'What are the cnhcal Issues you need to thznk about m
buzldmg a problem solvzng relatIonshIp wzth others?" Follow the query
bv askmg, "Why are these zssues Important?" Once parhclpants have
contnbuted to the dIscussIOn, you can fIll m the mISSIng pIeces
from your own knowledge and the notes provIded In the
workbook

Many alternatIves are possIble as follow Up to the preVIOUS task
You mIght ask each parhClpant to reVIew the lIst of stakeholders
compiled bv theIr clusters durmg the precedmg exerCIse You
mIght contInue by askmg partICIpants to engage m three-way
dISCUSSIon as a way of SOlICItIng InformatIon on the who, why and
how of buildIng problem solVIng relatIonslups In tlus traInmg
approach, one person dIscusses lus or her cluster's problem,
another acts as the consultant/ coach, and the thIrd momtors the
dIscussIOn and gtves both feedback on the substance and the
process of the dIalogue

2 Once partICIpants have dIscussed, In one way or another, who IS
Important to the problem solVIng process vou mIght stage a role
play In each cluster between the person WIth the problem (or
opporturutv) selected by the cluster and another cluster member
who mIght be able to contnbute to the problem's resolutIon (or
tappIng the opporturutv) The potentIal collaborator needs to be
descnbed In some detail (e g, Who IS It? What IS lus or her role?
What IS the relatIonshIp between the two?) The reason for
SOhCItIng InformatIon, whIch 15 as speCIfIc as pOSSIble regardIng the
collaboratIon role, IS to prepare another parhcIpant to plav thIS
nerc::c'ln c:: role In the fnllnw1n!! actlvltv
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Topic Bul1dIng a Problem Solvmg Relahonslup

Time reqwred Apprmamately two hours

Once there IS enough mformatlon about the problem and the
potentIal collaborator, another cluster member mlght volunteer
to plav the role of the collaborator You wJlI want the role plav to
clanfv (1) the problem (opporturntv) and Its ranuflcatlons,
(2) assumptIons about workmg together, (3) values that each
party rrnght hold that are Important to the problem solvmg
venture, and (4) roles and responsibilitles that each can be
expected to fulfJlI

Another cluster member rrnght be asked to volunteer as a tmrd
party observer Durmg the mscusslOn, the observer could take
notes on the ensurmg conversatIon and be prepared to answer
questIons hke What dId they talk about? How was the
problem/opporturntv addressed? Was there any mentIon of
expectatIons (what I want from you, what you want from me)?
How realIstIc are they? Was there dIScussIon of what the person
WIth the problem/opporturutv was wl1lmg to give m exchange
for help? Was mentIon made of where we go from here (next
steps)?

The role-playmg should contInue untIl cluster members feel that
suffICIent learrung has been acmeved from the dIScussIon or It
raIses questIons, eIther m content or process, that could benefIt
from an open dIScussIon mvolvmg all workshop partlcIpants If
tIme pemuts, the three role players rrnght exchange roles or
other cluster partICIpants nught volunteer for a second round of
dISCUSSIOns There IS no magic formula for determmmg this
pomt m a role play Let your Judgment and mtuitIon guIde vour
actIons

3 We have added a questIonnarre called Analyzmg Team
Effechveness to help partIcipants assess theIr work together m
clusters They should be used after partIcipants have been
workIng for three or four hours together m theIr dusters The
questIonnarre can be used at any pomt durmg the workshop
when you feel It nught be helpful

One fInal comment about the above notes Thev are wntten to gIve
you general Ideas about how to handle the seSSIon, not detaJled, step-by
step procedures to follow Trammg IS most effectIve when the tramer has
flexIbility m both deSign and content, given the needs of the tramees Too
often, tralnlng deSIgns are wntten m a ngId lock-step fasmon wmch gives
the tramer lIttle room for adaptatIon Such deSigns deny creatIVIty and mput
from the tramees as well as the tramer

TRAINER'S
NOTES
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CONCEPTS TACTIC 2. BUILDING A PROBLEM SOLVING RELATIONSHIP

Whatever problems or opportumtIes vou and vour orgamzatIon want to
address, the outcome of these endeavors will depend m large measure on vour
ability to grow effectIve relatIonslups, to forge an explIcIt agreement among
slgmflcant partners regardmg vour expectahons of each other and how vou are
gomg to work together The relahonslup among members of an orgaruzahon
has a great deal to do WIth Its ability to solve problems, to learn from each
other, and to plan and manage orgamzahonal change LIke the foundatIon ot a
house, the problem solvmg relahonslup needs to be bUIlt from the very
begmmng, and constantlv mamtamed, smce almost every other actIon depends
upon the strength of thts relanonslup Tlus IS what Peter Block and lus
colleagues call the contractmg phase of developmg productIve consultmg
relatIonslups

f:;!utldlng problem-solving
reLabonshJps 15 an endeavor
that seeks mutual consent

by those Involved

EXPECTATIONS

What expectatIons do vanous partIes to the problem-solvmg process have
about theIr workIng together? Wlthm a trammg seSSIOn, for example, It IS
Important for the tramees to also know the expectanon of the tramers and the
sponsonng organIzatIons LIkeWIse, the tramers need to know what the
tramees expect from the program If these expectatIons are very dIfferent, It
could lead to senous problems m commumcatIng and workmg together To
the extent pOSSIble, It IS Important to work toward a cornmon set of
expectatIons The expectatIons of large groups of employees m many
orgamzanons never get surfaced They contInue to be ludden and the
orgamzahon's abIlItv to make deCISIOns and solve problems IS lundered

Peter Block, m lus book Flawless Consultzng, talks about the Importance of
each SIde declarmg theIr wants What does each partner m the problem solvmg
relatIonslup want from the others In conductmg consultmg skIll workshops m
SlovakIa (based on Block's model) we found that many have a dIffIcult tIme
statIng "wants" For whatever reason, saymg the words IS dIffIcult However,
tlus may not be only typical to SlovakIa BelIeve It or not, many Amencans
have the same reactIon to the task But, tlunk about how Important It IS, when
workIng together, to be able to express vour wants
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If aPICkpocket
meets a holy man.

he will only see hts pockets

VALUES

People who Jorn orgaruzatIons and groups often have strongly held behefs and
values For example, many trarners value shared responsIbIhtv for, and
rnvolvement rn, learnrng - the behef that rndividuais are not taught - thev
learn 1f they are so motIvated TIns suggests actIve rnvolvement rn settIng
learnrng goals and contnbutIng to the learnrng of others The partICIpants also
come WIth therr own values and they may be rn COnflICt Wlth those of the
teachrng staff Srnce values are a part of everv rnteractIon we undertake, they
need to be mutually understood 1f people are to work well together If
employees beheve In shared deCISIon makrng as an orgarnzatIonal norm and top
managers are not willrng to "value" these behefs, the relatIonship wIll be, at a
IDmlmum, strarned

GROUND RULES

A good problem solVIng relatIonship rnvolves establIshmg ground rules that are
understood and agreed upon bv all partIes How many tImes have yOU gone
Into a SItuatIon when you dId not know what the ground rules were? Not a
comlornng feelrng IS It?

A group that stnves to make qualIty deCISIOns and to solve complex
problems needs to establIsh ground rules on how It IS gOIng to operate These
mclude

• How It will go about analvzmg and solvmg problems

• How It WIll make deCISIOns

• How It will set agendas, share mformatIon, and record Important
deCISIOns

• Whether It will have a regular group leader or rotate that
responsibilIty among the partICIpants

ROLES AND RESPONSIBILITIES

The roles and responsIbIlItIes of each party mvolved, and how these are VIewed
bv others, are Important Issues m establIshIng an effectIve problem solvmg
relatIonshIp
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People play vanous roles m groups - some helpful, some not so helpful
We will be lookIng at these roles dunng the workshop and how they affect each
group's work

RESOURCES

Anv task to be undertaken requll'es resources It IS Important to Imnallv assess
whether or not YOU have the necessarY resources avaIlable, or whether YOU can
acqUll'e them u and when they are needed NothIng stops problem solvmg more
qUIcklY than a lack ot resources or the belIef that thev are not avaIlable

Buildmg problem solvmg relahonslups requll'es gettIng to know the
temtorv m whIch deCISIOn makIng and problem solVIng will take place It
mcludes ralsmg and answermg questlons that help develop a level of trust and
understandmg among those who Will be mvolved

MAlNTAINING EFFECTIVE PROBLEM SOLVING RELATIONSHIPS

Buildmg effechve problem solvmg relahonslups IS a necessary step m the
orgarnzatlon change process Mamtammg effechve relatlonslups, from tlus
pomt on, IS Just as Important, and often more challengmg Here are some
mSIghts on group process and how they mIght be used to (1) bUIld effechve
teams that cut across departmental and orgarnzahon boundanes, (2) foster
greater collaborahon and cooperahon among vanous stakeholders, mSIde and
outSIde the orgarnzahon's boundanes, and, (3) deal With confhcts and reSIstance
whIch often anse from efforts to brmg about change Group process mamfests
Itself m many ways ConsIder the followmg

• Group Values and BehaVIOrs

What people do m the problem solVIng relatlonslup IS Important
and may have a greater Impact on what happens than anythmg else
Here are some skills and quahtles that are helpful m bUIldmg a
strong workIng relabonslup

Empathy It IS Important to try to see the sltuahon from another
person's pomt of view - to "tune m" on the person Managers
often forget what It was hke to be a "worker" ReflectIng upon
those expenences can be Important m becommg a more effecbve
manager

Honesty Bemg honest and authentlc m our behaVior
contnbutes to effechve problem solvmg Wlule dIrect
comrnumcatlon has duferent connotatlons m drlferent cultures,
It IS a value worth consldermg
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Respect Havmg a posItIve regard for others and respectmg
theIr feehngs, expenence and potentIal for contnbutIon IS
Important to effectIve relatIonshIps and problem solvmg

Contmltment There are a number of waYS that comrmtment can
be measured mcludmg presence and mvolvement m the task

Flexlblhty Above all, the effectIve problem-solver IS flexIble,
wIllmg to hear others and to change hIs or her mmd when a
better Idea IS presented or a better wav IS found

• KnOWIng How Groups Funchon

Another Important part of effectIve problem solvmg IS an
understandIng of how groups functIon How we mteract WIth others
IS a complex, mterestmg part of everyday hfe Here are some thIngs
to know about workIng together that can be useful m makmg our
mteractIon WIth others more produchve

Content and Process In all human mteractIons, there are two major
mgredlents - content and process The fIrst deals WIth the subject
matter of the task upon whIch the group IS workIng In many
mteractIons, the focus of attentIon IS on the content

The second mgredlent, process, IS concerned WIth what IS happerung
between and to group members whIle the group IS workIng In
many mteractIons, lIttle attentIon IS paId to process, even when It 15

the major cause of meffectIve group actIon

SensItIVIty to group process w1.11 better enable one to dIagnose group
problems early and deal WIth them more effectIvelv Smce these
processes are present m all groups, awareness of them wIll enhance
a person'5 worth to a group and enable hIm or her to be a more
effectIve group partIcIpant

Parhclpahon One mdlcatIon of mvolvement IS verbal partICIpatIon
Look for dIfferences m the amount of partICIpatIon among members

Who says a lot, who doesn't?

Do you see any sluft m partiCIpatIon, e g , U talkers" become
qUIet, qUIet people suddenly become talkatIve?

How are the sIlent people treated? How IS theIr sIlence
mterpreted? Is It seen as consent, dIsagreement, dIsmterest, fear?

Who talks to whom?

Who keeps the dISCUSSIon gomg? Whv?

,!:ge37.....



Influence Influence and partICIpatlon are not the same Some
people mav speak very httle, vet they capture the attentlon of the
whole group Others may talk a lot but are generallY not hstened to
bv other members

Does anyone make a decIsIon and carry It out wIthout checkmg
WIth other group members? (Self-authorIZed) For example, he!
she decIdes on the tOpIC to be dIscussed and munedlatelv begIns
to talk about It

Does the group dnft from tOpIC to tOPIC?

Who supports other members' suggestlons or declSlons? Does
thIs support result m the two members decIdmg the tOpIC or
actlVItv for the grouP?

Is there any eVIdence of the majOrity pushIng a deCISIon through
over other members obJectlons? Do they call for a vote (ma]ontv
support)?

Is there any attempt to get all members partlCIpatmg m a
deCISIon (consensus)?

• Group Roles

For a group to work effectlvely, a number of functlons or roles must
be performed by both the deSIgnated leader and/or the members of
the group The performance of these functlons permIts the group to
satIsfy the needs of Its members and to move toward achIevement of
Its obJectIves There are two mam categones of leadershIp/
membershIp functIons (1) those requIred to meet needs on the level
of "task" achIevement, and (2) those reqUIred to meet needs on the
level of group"mamtenance" A thrrd category of composIte roles
(dual functIons) helps the group to do the Job and also mamtam and
strengthen Itself as a group See the followmg exhIbIt for a hst of the
vanousfuncttons

It IS Important for managers to understand group process and Its
Impact on managenal deCISIon makmg and problem solvmg
Managers rarely work alone TheIr average day IS fIlled WIth
meetIngs - from one-on-one counselmg of valued employees - to
small work sessIOns - to large group settIngs In every case, those
mvolved must conSIder how best to develop the relatlonshIp,
whether temporary or long standmg, so It wIll be productive Those
who know how to bUIld problem solVIng relatlonshIps In a vanetv
of InteractIve CIrcumstances have mastered one of the kevstone skIlls
of beIng an effectIve orgamzatIon change agent
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Task Funchons Relahonslup Funchons Dual Funchons

• Imhatmg Ideas • Encouragmg Others • Assessmg
and DISCUSSIOn Accomphshments

• SeekIng and GIvmg • Momtonng IndIvIdual • Diagnosmg Group Ills
Informahon Contnbuhons

• Tesnngfor • SeekIng OpmIons • SettIng Group
Consensus Standards

• Expressmg • Bemg an effechve • MedIatIng DIfferences
OpmIons and Behefs follower

• Elaboranng and • Expressmg Group
Clanfvmg FeelIngs

• Lmkmg IndIVIdual
Contnbuhons

• Summanzmg
Contnbuhons

• Tesnng For
Reahty

There IS another concern regardmg the art of buI1dmg and mamtammg
problem solVIng relahonslups that IS worthy of dIScussIon at tlus hme It IS
the resIstance you WIll mevitably encounter when engagmg the
organIZahon In any kInd of change process Wlule we will dISCUSS resIstance
to change later m the Tache on Implementatwn, we want to look at certam
aspects of tlus challenge now ResIstance may become eVIdent as early as
the relahonslup bUIldmg stage of managmg change, or what some call the
contrachng phase
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REFLECI10N

Before we look at the Issues mvolved m resistance to change, take a few
moments and record some of your thoughts about your strengths In workIng m
groups Then, record one or two areas where yOU beheve It would be helptul to
Improve vour efforts to work more effechvelv m group sethngs (based on the
Ideas presented above)

RESISTING THE POSSIBILITY OF CHANGE

Change, as we are constantly renunded In the change hterature, can be very
threatenmg to those mvolved and IS often expressed as resistance to change
Wlule reslStance can be a natural, predictable and necessary part of the change
process, many managers fmd It one of the most dJ.fncult and challengmg tasks
they must undertake as an orgarnzanonal change agent Smce resistance IS
commonly encountered m the relanonshlp bul1dmg stage of planned change, It
IS worthy of diScussIon at thls tlme

Peter Block, m Flawless Consultmg, discusses the skl1ls requITed m dealmg
WIth reSIstance Thev are

• IdentIfymg reSIstance when It takes place,

• vIewmg It as a natural process and a Sign that the contracnng phase
IS on target,
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• helpmg your change partner express the resIstance chrectlv, and,

• resIstmg the tendency to take the resIstance personallv

ResIstance to change, accordmg to Block, can be mamfested m a number of
wavs Among the more common are (1) the quest for more and more detaIl on
the proposed change (whIch has the reverse corollarv of the mtended partner of
the change process floodmg you wIth mformahon, much of wluch IS Irrelevant),
(2) the no hme aval1able or It'S the wrong hme response, (3) the proposed
change IS at best lmprachcal (the"get real" response), and others, rangmg trom
anger to silence Success m copmg Wlth resIstance to change IS best achIeved b\
not takIng It personally and bemg able to Idenhfy It when It happens 2

George Bmney and Colm WIlliams, m therr book Leanmg mto the Future
take a shghtlv dtfferent approach to understandmg resIstance Thev IdentIfv
tour reasons why mdIvIduals are unwillmg or unable to change, partIcularlY In
orgaruzahonal work settmgs The reasons are dependency, enforced busy-ness
IsolatIon, and blammg Let's take a closer look at these suggested causes of
IndIVIdual responses to orgaruzatIonal change

Dependency Manv orgaruzatIons foster an aura of mdIvIdual dependency
When faced WIth change, IndIVIduals often feel threatened and react m a vanetv
ot wavs beIng"ratIonal" In explauung why they don't need to change,
beconung aggreSSIve, denvmg the change WIll affect them personallY,
pretendIng they can carrv on as before

Enforced busy-ness Manv orgaruzatIons are obsessed WIth haVIng
employees "beIng busy" Although dnven bv good mtenhons, It has Its
destructIve SIde The need to be "busy' often demes thoughtful reVIew of what
IS happenmg m the nudst of orgaruzahonal change Managers need to create
tIme and space for employees to thmk tlungs through, m an effort to make sense
of the changes as they take place Amencan managers often Joke about Japanese
managers takIng a month to make a deCISIOn they could make m a day The
Japanese then take a day to Implement theIr deCISIon wlule the Amencan
managers are shll strugglmg WIth It SIX months later Bemg "busv" Isn't always
effICient, or effectIve In the long run

lsolahon When people work In IsolatIon of therr colleagues and the
external enVIronment, they often fInd change more dIffIcult to adjust to Tlus
may sound a bIt unrelated when dlscussmg local governments, but Slovak local
governments seem to Isolate theIr employees from what IS happenmg mother
departments and agencies m the Cltv Or, at best, the employees are not
encouraged to collaborate across departmental and organlZatIonal boundanes
IsolatIon can happen even when we are surrounded bv people



.', ~ '.T. _ ' • • ~, • • " • ~~. _~ _ ~

Blanung Orgarnzahonal actors, at all levels, often fall mto the "blame
game" when faced WIth change You've heard It "I'm ready and Wlllmg to
change, but It's the guyS on the shop floor (or, the rruddle mangers) who are
holdmg us up 'TIus reachon IS often dnven bv self-doubt and tear

We Will return to the tOpiC ot resIStance when dlscussmg zmpiementatzon
But, recognIze It as a natural response to change and a resource to be managed

REFLECTION

Smce our abIlIty to deal wIth resIstances to change IS so Important, take a
few rrunutes and Jot down some of the resIstances you have used as a manager
to resIst change And, note some of the others yOU have encountered, and
maybe some thoughts YOU mIght have about dealIng wIth them differently after
readmg the Ideas on resIstance presented above
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ANALYZING TEAM EFFECTIVENESS

QUESTIONNAIRE

5 WI1lmgness to dISCUSS mv feehngs (emotIons) m a group
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7

HIgh

7

HIgh

6

6

5

5

4

4

3

3

2

2

1

1

Low

Low
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TIns questIonnarre IS deSIgned to help vou thInk about vour behavIOr m groups
Frrst, read over the scales and, on each one, place a check mdicatmg the place on
the scale that descnbes vou best After markmg all the scales, pIck out the three
or four areas of personal behavIOr wluch vou would most hke to change On
these scales draw an arrow above the !me to mdicate the deSIrable dIrection for
changmg your behaVIOr

2 AbIhty to mfluence others m the group

1 AbIlItv to hsten to others m an understandmg way

3 Tendencv to build on the prevIous Ideas of other group members

1 2 3 4 5 6 7

Infrequent Frequent

4 LIkely to trust others

1 2 3 4 5 6 7

UnlIkely Likely

1 2 3 4 5 6 7

Unwillmg WIllmg

6 WI1lmgness to be Influenced bv others

1 2 3 4 5 6 7

UnwI1hng WI1!mg

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I



.toZ. . &- ~) :':. '-". ~.
-. . ,.-- ~...." - ~ ....

7 Tendency to run the group

123 4 ~ 6 7

Low HIgh

9 Mv reactIon to comments about mv behaVIor m groups

123 4 5 6 7
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Htgh Tolerance

6 7

Low Tolerance

Low HIgh

8 Tendencv to seek close personal relatIonshIps wIth others m a group

123 4 J 6 i

Reject Welcome

10 Extent to whtch I am aware of the feelmgs of others

1234567

Unaware Aware

11 Extent to whtch I understand why I do what I do

1234567

Low HIgh

12 Reachon to confuct or dIsagreement m the group

1234567

Low Tolerance HIgh Tolerance

13 Reachon to 0pIDlons opposed to mme

12345
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BUilding a
Problem
Solving

RelationshIp

-- ...... Awareness and
VIsion

Action Research

Pro~leiinElnCllng,

/ 8nd;An8IYBis~

~------ Planning a Course
of Action

/
Impact Evaluation

Organization and
Resource Mobilization

Implementation

Experimentation,
Testing and
Redesign
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TRAINER'S
NOTES

Topic Problem FmdIng and AnalysIS, Part I

Tune reqUIred Apprmamately 2 hours

ThIs seSSIOn 15 desIgned to help partiCIpants understand how to IdentJ.h
problems more precrselv On the surface, thIs. may seem unnecessan
After all, a problem 15 a problem Unfortunately, many managers
encounter dt.ff1cultv m carrvmg out therr responsIblhtles because they do
not take tlme to Ident1fv problems more accurately or have the necessary
skIlls to do so In eIther case, thIs IS an Important step In the problem
solvmg process and ments attentlon In management trammg

TASKS

1 Present a short problem fIndIng presentatlon based upon the
wntten matenals In the manual and your own expenence
Focus on the dJ.fferences between problems, symptoms and
solutlons ThIs IS an area where many managers encounter
dlfficultv In the problem-solvmg process

2 A good way to begm IS to have each of the partiCIpant clusters
use questlons In the problem IdentIfIcatlon worksheet to venfv
the problem and to Increase understandmg about the problem
EmphaSIZe the Importance of 'talkmg to the problem," usmg a
cascadIng senes of "why" questIons PerSIstent testlng of the
problem m thIs way IS hke peehng away the outer lavers of an
omon to expose Its heart - chscovenng the core of the problem
as It were Suggest that partlClpants m each cluster alternate
askmg "why" questlons about the problem and wntlng down
on the worksheet what IS learned about the problem at each
round of questlomng

3 The small group dIScussIons can be followed by a plenary
seSSIon to re-emphaslze the kev pomts In problem
IdentIfIcatIon and to answer remammg questIons

4 As a transltlon and thought provoker as partlClpants move Into
problem analYSIS, you ffilght make copIes and crrculate the
page In the workbook contammg "The Toyota Case" Ask
partICIpants to read the case and reflect on ItS use as a model
for problem solVIng In a local government enVIronment After
partICIpants have read the case, ask for theIr Ideas and
reactlons to the posslblhty of usmg a strategy for managmg
change In theIr local governments based on the Tovota case
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CONCEPTS
TACTIC 3, PART I PROBLEM FINDING

Leaders aren t born. they J.l5t Learn how
to ask profound problem fll'ldu1g" queshons

MAKING DECISIONS AND SOLVING PROBLEMS

MakIng deCISIOns and solvmg problems are two of the most unportant tasks
that managers perform They permeate day-ta-day operanons and affect the
long term health of any orgamzatlon In spIte of the common nature of these
two act1V1nes m orgamzanonal hfe, many managers are under-skilled m
carrymg out the processes of decIsIOn makIng and problem solvmg

Skills, of course, are only one aspect of managenal perfonnance m these two
VItal areas of concern Monvanon, resources, tlmmg, and the overall
enVll'onment of tre VJork sett:!.!"g are also unportant to the acts of makIng
deCISIOns and solvmg problems The effectIve manager's /Iskillfulness" should
not only mdude a well-honed set of tacncs but an overall plulosophy and
strategy of management lus or her abilIty to make deCISIOns and solve
problems WIthIn the larger context of communIty needs and values Tlus
reqwres, among other quahtles mature Judgment, consIderation for others,
mvolvement of colleagues, attention to long term as well as short term
consequences Indeed It lS, a passwn for excellence, as the authors of one recent
management book descnbed the personal comnutment that IS reqUIred of those
who would seek to brmg about orgamzanon change

PROBLEM FINDING

In the deCISIOn makIng/problem solvmg process, no step (or tactIc as we are
callmg the steps) can be as dlifIcult as findzng problems (real problems, not Just
svmptoms, or worse vet - solutIons) That's nght, many managers Hunk
solutIons are "problems" and It causes all kmds of, well, problems, as they go
about theIr managenal dutIes But, we wIll spend more tIme on tlus tOpIC In a
moment

Of course, there are tImes when the problems we face are crystal clear No
one questIons them and they can be addressed dIrectly There are other tImes,
however, when problems are fuzzy, ambIguous, dIffIcult to descnbe They even
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go around masqueraded as somethmg else Wlule apportumhes can also fIt these
descnptlve terms, they are more often hnuted bv the lmagmatlon and the
courage of the orgaruzatIon and Its leaders to state them clearlv GIven thIs we
wIll spend most ot our tIme lookIng at the fascmahng and dIffIcult task of
problem jindmg

Thnklng Is Preparabon For Adton
PeoPle ,'v'ho /::.re Afraid Of Adton

Increase The Prepara'bon
- otto FenlcheL

PROBLEM, SYMPTOM, OR SOLUTION THAT IS THE QUESTION

Problems are those thIngs that keep vou or vour organIZatIon from gettIng trom
where you are to where you want to be TIns suggests that vou know where vou
want to be - whIch IS not always the case SometImes problems defy
IdentlfIcahon, let alone solution, because we are not clear about what we want
to achIeve

SettIng goals, or defmmg end results (what would the problem look lIke If
It were solved?), becomes an Important task earlv m the problem solvmg
process WIthout knowmg where we want to go, It IS dIffIcult to detemune (1)
how we want to get there, and (2) whether or not we have arrIved If we don't
know where we want to go, It doesn't help to buv a road map Or, worse vet,
vou won't know when vou have amved

Another IIproblem" m IdentJ.fvmg problems IS the tendency for problems
to mask themselves as svmptoms, or even soluhons Symptoms are those VISIble
aspects of a problem that often bnng the problem to our attentIon Symptoms
rarely explam a problem, thev are only mamfestatIons of the problem For
example, a headache IS a svmptom of somethIng else The problem could be
eyestram whIch, m tum, may be a symptom of somethIng else - a problem
Wlthm a problem We could treat the headache (a svmptom), but the next hme
we read, the IIproblem" returns Effechve problem solvers need to dIg beneath
the surface, where svmptoms reSIde, If sahsfactorv results are to be achIeved

Soluhons also masquerade as problems In a recent management
workshop, partICIpants were asked to IdentJiv a problem thev would lIke to
work on dunng the workshop One local government management team sald
thev needed to mstall water meters throughout the commuruty Problem or
solutlon? SolutIon, of course, but, what's the problem? When thev were asked
whv water meters were a II problem," the team saId water meters would raIse
revenues (the fmance offIcer obVIously lIked thIs defIruhon of the problem),
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and, of course save water, a scarce resource In the regton (whIch warmed the
heart of the enVIronmental officer) TakIng the team's response at face value, the
tramer suggested the problems behInd these benefIts (or solutzons) Inlght be (a)
a revenue denaencv and (b) a hnuted water supplv

Once the management team IdentIfIed the real problem, whIch was an
ImpendIng shortage of water for the Cltv, water meters were no longer seen as a
problem, but a solutIon, and not a verv effectIve one based on other optIons to
conserve water Nor was It clear to them, after thev had thought about It more,
that water meters would eIther raIse revenue, or cut costs (whIch IS another wav
to Improve the fInancIal condItIon of the organIzatIon) As yOU can see bv thIS
SItuatIon, Identlfymg a solutIon as the problem often demes the conSIderatIon of
other solutIons IdentIfyIng solutIons as your problem mav be the bIggest trap
vou set for vourself as a problem solVIng manager

One of the flIst questIons to ask In the problem IdentIfIcatIon stage of
problem solvmg IS "Have we defined the problem or szmply zdentzfied a symptom;>
Whzch zs often a clue to help 1/0U find the problem Or, have we Jumped to a solutIOn and
deczded to callzt our problem;> In thIs case, we almost always denv ourselves the
freedom of havmg potentIal optIons for solVIng the problem

A problem well smed
IS a problem half-soLved

THE PROBLEM DIALOGUE

One way to understand your problem IS to talk to It - ask It a senes of SImple
questIons TIus dIalogue WIth your problem IS perhaps the easIest way to
understand whether vou have a problem and whether or not you want to do
somethIng about It SometImes the best solutIon IS not to solve the problem

Here are some questIons to ask vour problem

• What 15 the problem-the real problem? (Don't be fooled bv
svmptoms and solutIons that go around dressed lIke problems)

• Why 15 It a problem? Another wav to ask thIs IS, what lS causmg the
problem? Some street mamtenance departments spend a lot of tIme
fIxmg potholes and never stop to ask whv the potholes are there m
the fIrst place If they dId, they would probably do somethmg
dIfferent, hke fIX the problem that IS allOWIng the potholes to re
mvent themselves so often WhIch bnngs to mmd the age old notIon
of cause -effect relatzonshzps! There are many fancy exerCIses to map ~
causal relatIonshIps but the one we hke best IS SImple and dIrect It ~age 49
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IS lIke peelIng an omon, a systematIc effort to dIScover the evolutIon
of the problem, one layer at a tlme untIl vou get to the bottom of It
After statIng the "problematzc effect" a svrnptom IS havmg on vour
sItuatIon (could be proJect, personal hie, the orgaruzatIon, a work
relatIonshIp), vou undertake an mterrogatIon process someone has
called repetItIve WHY analyszs Example I have a headache VV1zu 1

Not enough sleep Why? Staved out too late last rught VV1111' Mv car
broke down m the mIddle of nowhere VV1zl/ I well 1I0Zl get the
pzcture The example IS a bIt sillv, perhaps, but the methodology IS
fool proof

• Why should the problem be solved' If thIs queshon can't be
answered, you may not have a problem worth pursumg

• When and where IS It a problem' The queshons help vou pmpomt
the source, or sources, of the problem Back to potholes agam If thev
develop every wmter m a low lvmg area of town, vou mav fmd the
potholes are caused (that "whv" answer) bv poor dramage FIX the
dramage problem and mavbe the pothole symptom WIll go awav

• Whose problem IS It' ThIs IS Just one of several who queshons vou
need to ask For example, Who else would be mterested m solvmg
the problem? Would thev be wIllmg to contnbute to ItS solutIon?
Who mIght be opposed to solvmg the problem? Odd queshon to
ask, but It mIght reveal some keener mSIght about what to do about
the problem

• What, really, IS the problem, and why' It IS Important to contInue
to come back to thIs fundamental queshon, even though vou
thought vou had the answers earlIer

• What would happen J.f we didn't solve the problem? How manv
tImes have vou been so perplexed by a problem that you SImply
Ignored It - and It slowly went awav? Somehmes the best solutIon
to a problem IS no soluhon

These queshons, when taken senously, will tngger a flow of mformatIon
that wIll (1) help you understand the complexIty of the problem and (2) begm
to suggest alternahves for solutIon In fact, vou may be saymg to yourself that
these queshons sound more hke a part of problem analySIS than problem
fmdmg You WIll be surpnsed how many tImes problems can be solved bv
understandmg them better

For example, queshons about whose problem IS It and what IS theIr
comrmtment to solve It, mav begm to tell you that the hme IS not nght to spend
vour energies trvmg to solve the problem at thIs tIme Just because a problem
eXIsts, doesn't mean those mvolved are wIllmg to do anvthmg about It And,
trvmg to solve an orgarnzatIonal problem alone can be a frustratIng and often
unproductIve expenence
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To be sure your descnphon of the problem can be understood easIly bv
others, applY the "3-C Problem Defimnon test

()p tPe otber hand, solvmg the problem may requIre a redefuuhon of both
the problem and those who can help bnng about a soluhon As menhoned
earlIer, IdentIfvmg the problem can be the most dIffIcult step m the decIsIOn
makmgjproblem solvmg process

Thmk about a problem vou are currentlv havmg d1f&culty solvmg Go back to
the problem findmg dzalogue set of queshons and work your way through It
mentally (as we say"rn your head") After domg tIns mental exerCise, Jot down
some of the reasons why you have been havmg d1f&culhes wIth tIns parhcular
problem' Or was It a sl/mptom or maybe even a solutIOn?

.Jge51

Would someone not assoCIated WIth local
government, bke a CItIzen, understand
your descnpnon of the problem?

Old you leave out anythmg Important m
descnbmg the problem?

Is the way you descnbed the problem
suffICIently bnef and to the pomt?

3-C PROBLEM DEFINITION TEST

Complete

ConCISe

Gear

REFLECTION
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SHOULD YOU GO FROM PROBLEM FINDING TO PROBLEM SOLVING?

Before vou go anv further on tlus problem solvmg venture vou need to deCIde
whether or not an attempt should be made to solve the problem, and how soon
Fincimg questIons to the followmg questIons can help vou reach a 'go-no go
deCISIon

• How urgent IS It to find a solutIon to your problem? A problem IS
urgent Ult reqUIres ImmedIate attentIon to avert a cnSlS

• How tmportant IS It to find a solutIon to the problem? A problem
IS zmportant If neglecting It could result m senous consequences tor
the future of the agency confronted WIth the problem (Wlule
wntIng tlus, the Bratlslava transIt svstem was on stnke Was trus an
urgent problem, or Just Important?)

• How feastble IS It to solve-the problem? Some problems can't be
solved WIth eXIstIng levels of technology Or, they mav requIre a
fInancIal mvestment that far exceeds the capabilItIes of the local
government WIth the problem

• Is It Within your control to solve the problem? The cause of the
problem mav be outside the legal )unsdlctIon or polItIcal mfIuence
of vour local government Or, the solutIon mav depend on the
approval of bodies that have lIttle Interest In solVIng the problem, or,
perhaps, have an mterest m preventIng local governments from
solVIng It The case of transformIng the water svstems m SlovakIa
comes to nund Immedlateiv as a problem that IS bevond the control
of local governments to solve on theIr own And, there are those
who have mterests m not solVIng the problem, at least WIthIn the
publIc mterests of local self governments

• Are you wdltng to make a personal commttment to solve the
problem? Problems often become problems because of mdividual or
collectIve mcompetence wltlun the orgarnzatIon, or because of
neglect over tIme, often resultIng from a lack of cormmtment
Solvmg problems may call for a SIzable Investment of tIme, other
resources and even on occaSIon, personal nsk

We have spent qUIte a bIt of tIme on the tactzc of problem findmg Perhaps
more than vou thInk IS warranted given tIme spent on other tactIcs withm the
organzzatIon change agent strategy However, ngorous problem findmg IS, more
often than not, the problem solver's best fnend For a dIfferent approach to
problem fmdmg and solvmg, consIder the followmg case from Japan
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TOYOTA'S PRINCIPLES OF PROBLEM SOLVING

Toyota encourages munedIate reportIng of problems and prevenbng
cover-ups Qwte a dIfference when most orgarnzanons and thell'
mdIVIdual employees try not to adnut a problem IS developmg (after all,
they will probably be blamed for It l ) 50~ often gets covered up so no
one knows about It at the tune As we all know, If the problem gets
really bad, It'S hard to hgure out who to blame

Such a radIcal approach to problem solvmg reqwres a few well adhered
to ground rules (1) No chscJ.plmary achon 15 taken for reporbng a
problem, even Iht shuts down the assembly lme (m Toyota's case)
(2) Prevent the use of defecnve parts or dehvery of Imperfect products
before seekmg the cause of the problem (m other words, don't make the
problem worse than It needs to be) (3) GIve_every worker mvolved m
the work process the authonty to stop work, not to Walt for a supervlsor
to show up on the Job before achon for creatlng produchon machon IS

taken (4) Solve problems at the lowest possIble level 'flus reqwres all
employees to take responsIbility for problem solvmg

The repornng procedure goes lIke tlus stop producnon, report the
problem to all people who need to be mvolved m solvmg It, stop the
delIvery of any defecbve products resultlng from the problem, and,
mvesogate the causes and correct them

NOW, ABOUT THOSE OPPORTUNITIES

EffectIve managmg not onlv Involves makmg deCISIons and solvmg problems It
also requIres a pro-actIve stance bv the manager to search out and selZe upon
opportunzhes, both wItmn the organlZahon and Its external enVIronment
Problem solvmg, by Its very nature, IS reachve The manager has a problem, he
or she reacts to solve It Opportumhes requrre a pro-achve style - reachIng out
for a course of actIon that IS Important but not urgent Problems are urgent, or
thev would not be seen as problems On the other hand they are not always
Important

The dIalogue, vou are encouraged to hold WIth vour problem, can be
equally effectIve In determmmg If the opportumtv vou see has a chance to
succeed and meet vour expectahons Usmg future tense to frame your mqumes
nught help the dIscussIOn make more sense
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The optzmIstzc manager sees an opportumty m eve"! problem whlle the pessImlstzc
manager, when presented wlth an opportumtv, sees onlll problems m tromg to take
advantage of It The Romarnans, dunng the reIgn of Nicolae Ceausescu had a
Joke about these dIfferences The pessmust was reported to say, Tlungs
couldn't pOSSIbly get worse," to wluch the optmust rephed, "Oh Yes, mv tnend
they could get much worse" Sometlmes the dIfference between a problem and
an opportumtv IS only a state of mmd

~ge~
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PROBLEM FINDING WORKSHEET #1

The following questIons are desIgned to help vou defIne vour problem In more
detaIl (If vou have decIded to pursue an opportunIty, manv of the followmg
tasks would also apply )

1 What IS the problem? (Start WIth a rough descnptIon and underline the
kev words and phrases)

2 Why IS It a problem? What would the problem look lIke If It were solved?

EXERCISE
TOPIC
Problem

Finding and
AnalySIS,

Part I
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EXERCISE
TOPIC
Problem

Finding and
AnalysIs,

Part I

PROBLEM FINDING WORKSHEET #2

Why IS It a problem?

."
Why IS It a problem? Why IS It a problem?

Why IS It a problem?
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PROBLEM FINDING WORKSHEET #3

3 Whose problem IS It? Who owns It? (Once vou have determmed who the
problem belongs to, go back and underlme all those vou belIeve are
wl1hng to mvest In Its solutIon and, fInallv, crrcle the mdlvldual, group
or orgarnzatIon vou belIeve IS the most unportant m the problem solvmg
venture)

4 Where IS It a problem? Is It localIzed and Isolated, or IS It wIdespread and
pervasIve?

5 When IS It a problem? (e g, every Mondav mommg at 8 am, once In a
full moon, onlv when It rams, when the boss IS m town) As WIth other
questIons, be as specIfIc as possIble m vour answer

EXERCISE
TOPIC
Problem

Fmdmg and
AnalysIs,

Part I
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7

8

How long has It been a problem? If It 15 a long standmg problem, tlus mav
say somethIng about the ability, wIll or pnontv to solve It

Reallv now, what IS the problem? Go back to your statement In task one
and determIne whether (a) the problem vou defmed 15 a sYmptom of a
bIgger problem, or (b) a soluhon to what YOU thmk IS the problem If vou
deCIde vou are dealmg In eIther svmptoms or solUhOns, go back to Step 1
and trv to Idenhfv the real problem

Fmally, what would happen If nobodY dId anythIng to solve the problem?
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9 Based on the chalogue, re-state the problem
EXERCISE

TOPIC
Problem

Finding and
AnalysIs,

Part I
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TRAINER'S Topic Problem Fmdmg and AnalysIs, Part II

NOTES
Time requued From 2 to 3 hours

After partICIpants have ldentlhed and venfled the problem suffIcientlv, It IS

tIme to (1) translate problems mto objectIves (end results), and (2) analvze
the forces workIng for and agaInst the objectIves

TASKS

1 ASSIst parhcIpants to Idenhfv cntena for settIng objectIves - these
are hsted m the wntten matenals followmg tius tramer s note
Wlule parhClpants wl1l be able to Ident1fv most of the essentIal
cntena for determmmg ob~ectIves,YOU may need to complete the
lIst based on your own expenence and the cntena outlmed m the
workbook (Note vou may fmd, as we have, that gettIng the
parhCIpants to IdentIfy the pomts that would be covered m a
presentatIon IS more effectIve than provIdmg It for them)

2 WorkIng m clusters, ask parhcIpants to spend a few mmutes (no
more than 20) wntIng an objectIve statement relatIve to theIr
problem or opporturuty that meets the cntena PrOVIde each
cluster WIth a worksheet on defIrung objectIves and ask
partICIpants to complete the worksheet as a group before
convenmg WIth other groups Reconvene the total group, have
each cluster report Its objectIve statement, cntIque the statement
and move qUIckly to the next task

3 Take a few mmutes to use the wntten matenals to explam the
concept of force fIeld analYSIS Demonstrate ItS use bv takmg one
of the stated objectIves of one of the clusters and analvzmg It m a
plenary seSSIOn, sohCltIng Ideas and comments from partICIpants
Follow up WIth questIons for clanflcatIon about the process

4 Reconvene the partICIpants m clusters and have them analyze the
forces that WIll have an Impact on the aduevement of theIr stated
objectIves Worksheets are deSIgned to help partICIpant clusters
work through thIs analytIcal process

.J.e60
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Or, as the authors of the recent management book, Tlte Wztch Doctors, say

\Vhere Amencan managers We to make deClSlOl15 their Japanese counterparts
prefer to Let deC15lOns make themselves They uke to compare leadership to atr 

necessary for lrfe but lTlVlStble and InsubstanbaL The art of leadershIP IS to dMne the
wdl of the group not to eLednfy the organzabon with your charlsma-

ANALYSIS IS A TWO STEP PROCESS

Problem analYSIS, as defIned, IS a two-step process (1) translatIng the problem
mto an obJectIve, and (2) analvzmg the forces workmg for and agamst the
tulfillment of the objectIve

~anagement by obJecbves works If you know the obJecbves
Ninety percent of the hne you don t I
-Peter Drucker Management expert

SETTING OBJECTIVES

One can VIew a problem as two splIt halves wIth a gap m between, as shown
below One half IS where we are now, the other, where we want to be The
problem IS the discrepancv between the two

The Current
SItuatIon

The ObjectIve

Problem solvmg 15 the art of dosmg that dlscrepancv

~rev!:,~f"~ P~~"~.s~~~J:ll]t

(Jr" &t-(",,-, Problem Solved
.J"63
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Defmmg obJectlves and puttIng them mto descnptIve words that clearly
state what vou want to accomphsh, mav be the most dJiftcult, certamlv the
dullest, part of the problem solvmg process It requIres a kInd of discIplme that
some of the other steps do not DespIte bemg a dull and dJihcult task, It IS
crucIal to effectIve deCISIon makmg Just thmk, If you don t know where 1I0U want
to go, zt IS zmpossIble to decIde how 1I0U wIll get there, or whether you are reallll where
1/0U thought you wanted to be (the goal) when you amve

Ar1 obJecbve IS a statement
of the outcome you want to accomplJsh

CRITERIA FOR SE1TING OBJECTIVES

For an objectIve to be well wntten (or stated) It should meet most or all of
the followmg cntena

• It IS speczfic It states what IS to be accomphshed m the shortest
pOSSIble terms

• It states an end result, not an aCtIVity

• It IS somethzng the zndIvIdual, group, organzzatzon wants to do, otherwIse
It will have a tendency to slIp away

• It IS measurable, we must be able to know when we reach It and be
able to determme our progress toward It Can we tIme It, count It,
measure It, complete It?

• It has a target completzon date The absence of a date bv wluch the
objectIve IS to be met IS a hcense to Ignore It

• It IS attaznable wzthzn the tzme avaIlable

• It IS largely wzthzn our control WIthout some control, It IS dJihcult to
assure that the objectIve wl1l be accomphshed Wlule It IS recogruzed
that many thIngs about any objectIve may be outSIde of our control,
It IS Important to Il'UIUllUze outSIde mfluence or mterference

The real problem In settmg objectIves IS to state them so we can determme
whether we are makmg progress to aclueve them Our tendency, too often, IS to
state objectIves In a vague way, to make them ''fuzzy'

As vou begm to wnte obJectIves, ask yourself, are they

• Measurable?

• Specmc?

• Result onented?
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• Reahsnc and attamable?

• TIme bounded'

Also ask

• What do I want done?

• Who will do It'

• Who will It benefit?

• When wl1lIt happen?

• How will I know If I have been successful? (What IS the measure of
success?)

\'Vhen a man does not Ialow
what harbor he IS mala1g for

no WInd IS the nght wind
- ':>eneca

Once vou have defined where vou want to go (your obJecnve), It IS hme to
analvze the torces surrounding that obJechve and the changes vou want to bring
about

REFLECTION

TIunk about vour own orgarnzahon Does It have clearlv defined obJecnves? If
so, do thev meet the cntena Just defined' If not, IS tlus somethIng you thInk
would Improve the qualIty of vour orgaruzanon's management? If so, how
mIght vou go about managtng by objectIves 7
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If you have always done rt that way rt IS probably wrong
-Q1arI.es~ Amencan inVentor

FORCE FIELD ANALYSIS

Force fIeld analvsIs IS a tool for assessmg the forces m the enVIronment that wIll
have an Impact on efforts to make the change The forces are of two kInds
dnvmg forces those that push us towards our obJectIves, and restrammg forces
those that stand m the way as obstacles In the diagram below, these forces are
dIsplayed as weIghts (those forces that Will Impede change) and sprmgs (forces
favorable to the mtended change)

At the level where these weights and spnngs meet IS the pomt of
equilibnum (the current state of affaIrs) The current state IS held In tension by
the opposmg forces, but IS qUite susceptIble to sluftmg An unbalancmg of
forces (I e, hghter weIghts-stronger spnngs) can cause the equlhbnum to sluft
either m the dIrectIon of the objectIve or m the opposite dIrectIon, mdlcatIng
slIppage

For example, If a local government has as an objectIve to pnvatIze 500 low
mcome, publIcly-owned housmg uruts wlthm the next SIX months (bv XX date),
the force fIeld would look as follows

1\,

LlllJ\
~ -+-' I

erf'1
~ -+- LlllJf\. \ I

\I~,...I I __

~ -+- LlllJ-=-"\ I

~ -+- lUJ.)\""c.I I _

~A ~ -+- WJj
\

I

t ---... -+- LlllJ
Current State ObjectIve

~ge66
of AffaIrs

Dnvmg Forces Restrammg Forces
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The dnvmg forces are the thIngs local governments have workIng for them
to meet theIr objectIves The restrammg forces are obstacles that stand m the
wav Problem solvers need to determme how to unbalance the forces and shIft
the equilibnum m the deSIred dIrectIon Three processes are mvolved

• DIagnosIs IdentIfy the major forces, dnvmg and restrammg, that
are helpmg to mamtam the current level of actIvIty

• Unfreezmg- Changmg the dIfferent strengths of the mdividual
forces, both pro and can

• Redefmmg (or re-freezmg) the situahon at anew, desrred level of
achIevement-based on mtended results

Gomg back to the dIagnosIs, It IS helpful to assess the relatIve strength of
each force One technIque would be to give the dnVIng and restrammg forces
each 100 pomts and then dIVIde these 100 between the vanous forces on eIther
SIde of the status quo Usmg the weIghts and sprmgs metaphor, trv dIfferent
SIzes as a way of defmmg theIr relatIve strengths

Once the relatIve mdividual strengths have been assessed, there are three
baSIC strategies for brmgmg about change

• Add to the dnvmg forces ThIs generally IS less desll'able smce
addmg dnVIng forces usually results m more opposmg forces, wluch
mcreases tensIon

.. Remove, or reduce restrammg forces ThIs IS usually more deSIrable
and less ObVIOUS

• Add dnvmg forces and elmunate or reduce restrammg forces ThIs
IS probablv the most frequently used strategy

Its not so rruch that we re afraid of change or so In love with the old ways
but Its that place In between that We fear Its Ike beng between trapezes

Its Wnus when hs blanket IS 111 the dryer There s noi:hng to hold on to
- ManLyn Ferguson Amencan futurISt

GUIDELINES FOR USING FORCE FIELD ANALYSIS

Not all forces are easy to Influence or change Some are so rIgid they are
almost ImpOSSIble to move The followmg questIons WIll help you deCIde on the
factors to be given more attentIon and hme m the problem solvmg process

• WhIch of the forces should you dIsrmss as bemg ImpossIble to
change?

-'age.,
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• Whlch of the forces are most vulnerable to change?

• Whlch of those are also more unportant?

Once the forces have been Idenhhed as sigmOcant and vulnerable to
change, consIder whIch ones you want to attempt to change In thIs process, we
suggest an addioonal conduct of mqurry

• Who has access to, or mfluence over, the force vou want to change?

• Wluch force, Ji you change It, wJ11 tngger other forces (for example
mfluencmg a kev leader mav automatIcallv Influence hIs or her
followers)?

• What are the resources vou have avaIlable, or can mobilIze, to bnng
about the deSIred change?

• Where do we have the most leverage to mfluence the forces 7

• What pockets of new resIstance can be expected to develop as vou
begm to strengthen or dUIUIUsh other forces? How can they be
countered?

• Who needs to be mvolved or mformed to eIther lessen the resIstance
to change or to proVIde support for the change?

The force fIeld analvslS prepares you to carry out vour next tactIc (Plannmg
a Course ofAchon) because It Idenhhes vanous optIons or acbons you can take to
achIeve your obJecnve Before movmg on to the next tache, let's look at one of
the traps m the problem analvsIs phase of orgarnzahon change

- THE SATISFICING OPTION

Generatmg optIons, as a manager, can sometlmes become a trap After all,
It'S fun trymg to fIgure out all the vanous ways to solve a problem It can also
gIve the manager an excuse for mdeoslon (1 e, "I haven't looked at all the
altemanves ") The challenge IS to open the door to new Ideas, new wavs of
domg tlungs, WIthout beconung overwhelmed

The manager IS someone who must contmually make deCISIons and solve
problems m less than Ideal conchhons Seldom do managers have enough ome
and other resources to Implement the perfect soluoon More often, the manager
IS obhged to accept the fIrst satIsfactory solutIon, to not let the "best" become the
enemy of the good

~ge68



Herbert Sunon, who has wntten extensively about decIsion makIng m
publIc settIngs, calls thIs the "sansficzng" solutIon As Sunon savs, It IS
Impossible to

• know all the optIons that are potentIally available m anv complex
situatIon,

• foretell future consequences accurateIv (although we must trv to
foresee the consequences of our deCISIOns to the extent we can),

• place a value on events that have not vet occurred

GIven these reahtIes, all deCISion making IS unperfect and subject to lIrmts
of ratIonahtv

Havmg saId thIs, and recogruzmg the need to engage m "sattsficmg"
decIsIon makIng, It IS unportant to resist the pressures that often force us to take
the fIrst available satIsfactory solutIon to a problem Fmdmg new OptIons to old
problems IS how the future gets mvented

The effedJVe manager 15 one who
has one fooi: frmly planted In the present sri:uaiJon

and the other gerri:ly searching for a solid piece of groLD1d
In the terni:ory yet to be trod

';'.69
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EXERCISE
TOPIC
Problem

Finding and
AnalysIs,

Part II
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PROBLEM ANALYSIS WORKSHEET #1

Defmmg the ObjectIve

1 The problem to be solved (opportumty to be tapped) 15

2 GIven the problem (opporturnty), the obJechve IS

3 Is the above stated obJectIve (check t/ all cntena that apply)

o Spectbc?

o Measurable?

o Reallshc (WIthIn our resources)?

o Attamable (Wlthm our will)?

o Results onented?

o Related to the orgarnzahon's mlsslon?

o Challengmg enough to be worthwlule?

o Somethmg that would mterest vou personally?

If the answer to anv of the queshons IS NO, you need to do more work on
the obJechve statement



WORKSHEET INSTRUcnONS

Force-held AnalysIs

In the blank spaces on Worksheet #2, enter

1 The current sltuahon or where vou are now (status quo)

2 The objective or where vou want to be at some future hme

3 Dnvmg forces (condItions that support movement toward the
objective)

4 Restrauung forces (condItions that prevent or slow movement)

In the blank spaces on the left SIde of Worksheet #3, enter

1 Three to hve of the dnvmg forces from Worksheet #2 whIch vou
VIew as verY Important

2 Three to hve of the restrauung forces from Worksheet #2 whIch vou
VIew as verY Important

In the blank spaces on the nght SIde of Worksheet #3 answer the followmg
questions about each of the dnvmg and restrammg forces

Can vou realIstIcallv do anvthIng to change thIs force (mfluence)?

1 Can It be changed to vour advantage wIthtn the time reqUIred to
help vou meet vour objective (time)?

2 Do vou have the necessarY resources to bnng about the change
(resources)?

3 Will vou be able to get the comrmtment of others (stakeholders) to
bnng about the change (comnutment)?

Remember, removmg restraImng forces mav be more effective than
Increasmg dnvmg forces In manv cases, the removal of restrammg forces turns
them mto dnvmg forces (e g, lack of trammg mav be a restrammg force, but
once people are tramed, thev become a dnvmg force)

EXERCISE
TOPIC
Problem

Finding and
AnalysIs,

Part II

.J9071

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I



I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

EXERCISE
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FIndIng and
AnalysIs,

Part II

flJgen

PROBLEM ANALYSIS WORKSHEET #2

FORCE-FIELD ANALYSIS

Obechve

Restramm Forces

1 ------------1
2 1

3 1

4 ~----......
5 1

6 1

7 1

8

Dnvm Forces
1 -1

2 ------------1
3 -1

4 ------------1
5 ------------16 -1
7 -1

8

Current Sltuahon
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EXERCISE

IPROBLEM ANALYSIS WORKSHEET #3 TOPIC
Problem

DRIVING FORCES CHANGING THE FORCE
Fmdmg and

IAnalysIs,
Part II

1 1

I
2 I
3 I

I
2 1 I

2 I
3 I

I
3 1 I

2 I
I

3
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BUilding a
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Vision

Impact Evaluation ---

/

Action Research
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TRAINER'S
NOTES

cloe7•

TopIC Plannmg a Course of Achon

Tune reqwred ApproX1Jl\ately 3 hours

WIth the completIon of problem analysIs, a lIst of pronusmg actIons has
been compiled These actIons should be Viewed as raw matenals for the
development of a plan of actIon Actual preparatIon of a plan of actIon IS a
process COnsIStIng of three steps (1) confrrmmg the goal relatedness of the
vanous actIon actIons, (2) prepanng a detaIled actIon plan for each actIon,
and (3) IdentJ.fvmg and evaluatIng the consequences assocIated WIth plan
Im.plementatIon

TASKS

1 Make a short presentatIon on how to IdentIfy and group the
mynad of tasks that must be accomplIshed m order to launch
actIons for change WIth a reasonable chance of success The
presentatIon, drawmg on wntten matenal m the workbook,
should emphasIze the Importance of ensunng the actIons are
adequately obJectIve-focused and that ImplementIng them wIll not
create more problems than they are mtended to solve MentIon
CPM charts and GANTT charts as methods for sequencmg tasks
IOgIcallv for ImplementatIon

2 GIven the partIClpants' understandmg of the actIons developed to
eIther strengthen the forces favonng the proposed change or
defuse the forces opposmg It, the next step 15 to expand upon and
evaluate these actIons (1 e, use them to develop a plan of actIon)
For tlus exerCIse, ask partICIpants, agam workmg m partICIpant
dusters, to select for the actIon planmng process Just two of the
actIons from the lIst of actIons compiled In the precedmg exerCIse
One of the actIons should be related to strengthenmg a dnvmg
force, the other related to defusmg a resIstIng force The rest of thIs
seSSIon on developmg a plan of actIon will make use of two
worksheets, one for recordmg actIon planmng mformatIon for an
actIon to defuse a resIStIng force (Worksheet #1) and the other, an
actIon to strengthen a dnVIng force (Worksheet #2)

3 After IdentJiymg the two actIons, each duster begms the actIon
plannmg process by dIscussmg and confmrung the prospects for
success Inherent m each of the strategies 'Dus IS followed by an
open dIScussIon of answers to the actIon plannmg questIons on the
worksheet, one strategy at a tlme The eaSIest way to approach thts
task IS to begin wIth eIther one of the two actIons One member of
the cluster, actIng as facilItator, asks partIcIpants to respond, one at
a tIme, to the what, who, when, and how questIons suggested bv
the actIon plan Dus contInues untIl a lIst of pOSSIbIlItIes has been
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-A2
fuushed
-WAlT

-A1
-B2

-B1
-Cl

VIctor -Cl
Wtlham - WAlT

a What IS the cntlcal path? There lSIl't one m the strictest sense You
probably worked out A1-A2.

b 'What 15 the fastest tune to completion based on the cntlcal path? 65 days
As usual, you schedule tasks- fJrst assummg mfuute resource and
then correct for resources at above 100% by smoothmg

c What IS the realIstic shortest actual time It wzll take to get the project
complete' 95 days (You probably started WIth the cntIcal path A1
A2wluch gave you a result of 160 [for VIetor, A1-B1-Cl] or 140 [for
VIctor, A1-Cl-B1] )

d What IS the best sequence a/Jobs? Is It the one suggested by the answer to
a?

TlDle requll'ed ApproX1lIlately 3 hours

TopiC Planmng a Course of Achon

Answers to the. four questIons at the end of the partIClpant's qUIZ are
shown below

I
I
I

r---------------.-.....I
compJled on a flIp chart and partIcIpants have selected a pnontv for
each of the achon plannmg categones on the worksheet The process I
IS repeated for the second actIon and the InformatIon IS then
recorded on two separate copIes of the worksheet

4 When the achon planmng queshons have been answered and the I
answers recorded, the same facilitator or, perhaps, another
partICIpant m that role, ask partICIpants to consIder the pOSSIble
consequences tor the orgaruzahon or the commumty should the plan I
of actIon be Implemented ThIs IS an unportant step Opportumtv
costs may, m fact, outweIgh the benefits

5 In a plenarY seSSIon, ask each duster to prepare and present a short I
report to the total traImng group for diSCUSSIon and cntIque The
report should bnefly descnbe the achon plans, results of the I
consequence analYSIS and a dIScussIon of the process used to reach
these deCISIons

6 As a way of mtroducmg partICIpants to the use of CPM (the cnhcal I
path method) for sequencmg and displavmg actIon plannmg data,
you mIght conSIder usmg a qUIZ prepared bv Eddie Obeng for the
management book, All Change The Project Leader s Secret HandbookS I

I
I
I
I
I
I
I
I
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Only that vJhch 15

provl.5lOnal. endures

- French proverb

TACTIC 4 PLANNING A COURSE OF ACTION

In the pnor two tactics, time has been spent defmmg problems and
opporturutles, estabhshmg obJectlves to address these problems, detemurung
the Importance of vanous objectives and analvzmg the forces that mfluence the
accomphshment of selected objectives The force held exerCise, when done with
ngor, should prOVide the baSIS for your plan of actlon The next phase of the
orgamzatIon change CYcle has four steps deSigned to put the objective Into
action

1 If you haven't already done so, narrow your chOIce of forces, to be
addressed, Into one strategic action (or a combmatlon of actions that
are complementary In achIevmg your obJectives),

2 Develop a detailed plan of action,

3 ConSider the potential consequences of your proposed actions, and,

4 DetermIne the sequence and flow of activIties necessary to achIeve
your objectIves

Let's look at each of these steps In some detail

NARROWING MANY OPTIONS TO ONE (OR A COLLECTION OF ONES)

Wlule most problems can be solved m more than one way, the manager must
often make the "tough chOIce" and deCide wluch optIon he or she IS gomg to
use SometImes the "best" optIon IS obVIOUS Other hmes, It IS more dIfficult to
deClde among vanous alternatIves The force field analySIS technIque can make
the tough chOIces easier and more defensible Particularly, when thev come
under hre by those who stIll oppose the organIZatIon changes set m motIon by
the use of these tactics

In detemunmg what option (or combmatIon of options) nught be most
effective m achIevmg your objectives and Intended results, you apphed a set of
cntena to the more slgrufIcant dnvmg and restrammg forces ReVieWing them
one more time, at thIs stage of the action plannmg process, IS time well spent
Each opnon, to be Implemented as part of vour action plan, should stand
muster to the followmg



• Does It focus on the obJectlve(s) you expect to acmeve?

• Will the option beJeaszble to lIDplement?

• Can YOU obtam the necessarY resources to Carry It out?

• Will thls optIon (or optIons) be adequate to eIther aclueve the stated
objectIve or to support Its acmevement?

• Do you and other keY stakeholders have a commItment to Implement
the options that WIll become your actIon plan?

A DETAILED PLAN OF ACTION

Once YOU and your team have decIded on the "best" optIon, or optIons, It IS
tIme to put together a detculed plan of actIon TIus plan should answer the
followmg questIons

• What are the actIVItIes mvolved (steps to be taken)?

• Who WJ11 take pnmarv responsIbilIty for each action? (Someone
needs to be m charge)

• Who else needs to be mvolved? (Remember all those cntIcal
stakeholders both Withm the orgarnzatIon and out)

• What resources WIll be needed (people, matenals, money, equIpment,
skills)?

• When will each actIon be complete? (Not only how much tIme WIll
be reqUIred - another valuable resource - but a realIstic date of
completIon)

• How WIll you know progress IS bezng made toward carrymg out each
optIon m the actIon plan and whether they are contnbuhng to the
realIzatIon of the mtended results?

You may be surpnsed at how lIttle we have to say about puthng together
the actIon plan In realIty, actIon planrung becomes easy If all the other tactIcs m
the organIZatIon change process have been conducted as recommended

POTENTIAL CONSEQUENCES

After yOU have prepared your actIon plan, It IS tIme to consIder the potentIal
consequences of Implemenhng It By the way, considenng the consequences at
tms tIme m the process may seem a step too late Yes and no We are assunung
that you, your management team and others who have been mvolved m tms
orgarnzation change plannmg process to date WIll have been considenng the
consequences of your mtended actlOns at each step m the process The ratIonale ';'.79
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for puttIng the IdentJ.flcanon of consequences m the process at thIs tlme IS to
assure that they WIll also cover the detaIls of unplementatlon It IS a tlme to
question specrhcs In the actlon plan and the possIble consequences For
example, the department m charge of a specrhc step m the plan may be
deSIgnated to work WIth another department WIth whIch It has had trouble
collaborating on past assIgnments Bv flaggmg the potentIal consequence ot thIs
happenmg agaIn, you are m a pOSItion to consIder other opoons, or to provIde
the departments WIth help m forgmg better workIng relationshIps

Or, you mIght reallZe the future enVIronmental costs of unplementlng a
speclfIc step m the actlon plan IS too hIgh Wlule thIs factor was consIdered m
prevIous steps In the plannmg and decISIon makmg process, the potentlal
consequence wasn't clear untIl you put the fInal pIeces of the plan together

VARYING PERSPECTIVES ON POTENTIAL CONSEQUENCES

PossIble consequences of most orgarnzatIonal changes of any SIgnIfIcant
magmtude can be VIewed from several perspectives

• The more global type consequences These mclude economIC, soeza/,
poLItzcal, envIronmental, and cultural events and trends Not all these
will apply to every plan of action, but they are sbll worth
consIdermg

• TIme bounded consequences It IS unportant to thmk both short
term and long range Often, long-term consequences are not
consIdered The orgaruzatIon or pohtlcalleaderslup deCIdes It can't
hve WIth the short-term consequences, and the long term ones are
never gtven an opportunIty to be heard GIven thIs possIble scenano,
It IS Important to conSIder whether pOSItlve long-term consequences
WIll outweIgh short-term negative ones Or the other way around,
where short term, pOSItive gams will be overwhelmed by long-term,
adverse consequences

• Implementahon consequences What will be the consequences on
mdIvIduals, work teams, the Implementing agency and the
orgaruzatlon as a whole when they begm to unplement the actIOn
plan? What will be the consequences on the fInanCIal and physIcal
resources of the orgarnzatIon? What consequences WIll there be on
the orgarnzatlon's relationshIp WIth others dunng unplementatlon
(e g , CItizens, other stakeholders)

The challenge IS to acmeve those consequences that are planned and
Intended to be prepared to cope WIth those that are unplanned and
unmtended, and to celebrate those that are successful
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b.Very begmng 15 a conseCluence b.very begrmg ends some!ha1g
- Pad. V;Ury French eptgrarnnabst

SEQUENCING EVENTS

The fmal stage of actIon plannmg IS puttmg the vanous actIvloes mto sequence
- some sense of what needs to be done and m what order Certam aCOVI0es are
dependent upon others and some actiVItIes are more cntIcal than others

One tool that IS helpful IS somethmg called the Gantt Chart It IS a SImple
honzontal bar chart that graprucally dISplays the tune relatIonsrups of the
vanous steps m a project or proposed change effort All vou need to put Gantt
to work are task statements, tunes to start and complete each task, and, the
sequence of tasks (wruch will be determmed by the startmg ome of each task)

GANTT Chart

.. n
B I I €b

I I 01c

D I
E

Qe:

s PIIIIMd 8U1t or AeIIVI., 1-~WOrI;

0 ·~tDi..
- ""-"-' flod(If,,~

Another well known procedure (and more sopmstIcated one) for charnng
the sequence of actIVItIes IS called CPM (Cnhcal Path Method) In usmg the CPM
procedure, It IS often more effecove to start at the end pomt (the completlOn of a
proJect) and work backwards through the actIvloes and events that must occur
In reachIng that end pomt For example, If the end pomt IS the Implementaoon
of a verucular free traffIc zone In the central busmess dIStrIct, the success of the
venture IS more than makmg the announcement and puttmg up SIgns It may ~
requIre formal pohcles by the council, defmmg penaltIes for non-eomphance, w-age 81

gethn~ consent from propertY owners who WIll be affected bv the changes



detemunmg how to carry out routIne and expected serVIces, such as refuse
collectIon, desigrung and makIng new SIgns, etc PuttIng each of these actIvitles
on a cnhcal path for unplementatlon will greatly sunphfv the deCISIons about
who needs to do what by when to accomplzsh the goal

Developmg the cntlcal path IS best performed by those"cntIcal"
mdividuals, teams and departments who have responsibilIty for carrVIng out
the actlvitIes Bv bemg mvolved early on m the deCISIon makIng, each partv to
the project begtns to see how hIs or her tasks fIt mto the overall plan The group
also begtns to see how thmgs could be done drlferently Withm the allotted tIme
frame

CPM also proVIdes opportunItIes to make reVISIons m the plan when
thmgs don't work out lIke the ongmal plan saId they would Projects and or
unexpected opporturutIes to complete certam tasks earlIer

Example A publIc housmg constructIon management team, as part of a
plannmg workshop, developed a sunphfIed verSIon of CPM to determme the
sequence of actIVItIes reqUlIed by vanous CIty departments and work uruts over
the lIUtIal weeks of the project Once each work group WIthIn the team (e g ,
bUIldIng Inspectors, commurutv development workers, adnumstratIve offIcers)
deCIded what they needed to do over a set penod of bme to carry out therr roles
and responsIbilitIes WIthIn the proJect, they put these tasks on ~dex cards
These were attached (by usmg maskIng tape) to a large matnx, whIch covered
an entIre wall of the workshop venue The matrIx lIsted all the vanous work
groups, or mdIVIduals, responsIble for carrymg out specmc tasks on the vertIcal
aXIS On the honzontal aXIS (across the top of the chart) was a three and one half
month bmetable, week by week After each of the cntIcal members on the
ImplementatIon team posted therr tasks m the sequence they belIeved they
should carry them out, (by puttmg the " task cards" In a specIfIc tIme slot), they
negotIated WIth other IndIVIduals or work groups a sequence and tImmg whIch
took mto consIderatIon the mterdependencv of therr actIons

-- By-tl'-e ~nd-of the negotlatlOn-5eSSlOn, the ImplementatIon team had created
a 30 foot long CPM chart WIth over 200 mdividual tasks Each of those tasks had
been negotIated (m terms of the overall bme frame) agamst all other
Interdependent tasks More Importantly, the mdiVIdual work groups began to
reahze the unportance of teamwork and commurucatIon CPM charts don't
need to be fancy, they Just need to work to the benefIt of all concerned

At thIs pomt m the planned change process, you should be m a pOSItIon to
tum vour attentIon to mobilIzmg resources and £me tunIng the orgaruzatIon to
achIeve vour Intended results
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How ngorous are you and vour management team on prepanng achon plans?
And, lookIng at the potenhal consequences of your proposed actIons? If your
responses to eIther query IS "not very," you are not alonem the world of
practIcmg managers Jot down a few actions vou nught consIder takIng to
engage more ngorously m tms stage of the organIZatIon change process

CPM~hart

I

It doesn t work to leap a twerrl:y-foot chasm
In two ten-foot .JUIl1P5

- AmencCl1 Proverb

- .....e~ -.-ol"~ •On... P.1h
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EXERCISE
TOPIC

Planning a
Course of

ActIon

ACTION PLANNING WORKSHEET #1
(TO REDUCE RESISTING FORCES)

1 The objectIve to be aclueved IS

2 The promISmg actIon selected earlIer to reduce the resIstIng force
(see the lIst of actIons on the preceedmg worksheet) IS

3 The reason for tlus actIon havmg a lugh success probabIlIty IS

LIst (below) three Important tasks requll'ed to carry out thIs actIon

1 _

2 _
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3 _

Answer the followmg questIons for one of the most Important of these tasks that
must be completed m furtherance of thIs actIon

The task selected 15

It WIll be the responsibuity of _
(be speczfic)

who wIll also need to mvolve _
(In ternaljexternal stakeholders)

and WIll complete the task bV _
(a speczfic date)

The followmg resources wIll be needed (money, people, equIpment, matenals,
mformatIon, other technologtes, etc)

We will have conftrmatIon that the task has been completed successfully when

.ross
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ACTION PLANNING WORKSHEET #2
(TO STRENGTHEN A DRIVING FORCE)

1 The objectIve to be aclueved IS

2 The prormsmg actIon selected earlIer to strengthen the dnvmg force
(see the lIst of actIons on the preceedmg worksheet) IS

3 The reason for thIs actIon haVIng a hIgh success probabilIty IS

LIst (below) three Important tasks requrred to carry out thIs actIon

1 _

2 _
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3 _

Answer the followmg questIons for one of the most Important of these tasks
that must be completed m furtherance of thIs actIon

The task selected IS

It WIll be the responsibuItv of _
(be speczfic)

who will also need to mvolve _
(mternal/external stakeholders)

and wIll complete the task by _

(a speczfic date)

The followmg resources wIll be needed (money, people, equIpment, matenals,
InformatIon, other technolOgIes, etc)

We WIll have confrrmatIon that the task has been completed successfully when

';9081
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THE CPM QUIZ6

WillIam and VIctor have to carrv out a project WIlham can do Jobs wluch
VIctor can't, but VIctor IS undaunted by tlus because he can do thmgs wluch
Wilham can't Left to get on and fully dedIcate therr hme to one Job, we have
suggested the m.numum hme they would have to spend on each task If the"
have to stop and start, then It will take them about twIce as long to complete
the Job VIctor IS responsIble for three Jobs whIch can be done nght at the start
WillIam's work depends on VIctor's work bemg complete Tlus IS surnrnanzed
below

PhySIcally PhySIcally
Task DuratIon depends on. leads to Done by

Al 6(} START" A2 VICTOR

BI 25 START
- B2 VICTOR

CI 5 START C2 VICTOR

A2 5 A1 END WILLIAM

B2 30 Bl END WILUAM

C2 45 C1 END WILLIAM

a What IS the cntIcal path?

b What IS the fastest hme to complehon based on the cnhcal path?

c What IS the reahshc shortest actual hme It wIll take to get the project
complete?

d What IS the best sequence of Jobs? Is It the one suggested by the
answer to a?
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TopIC Orgamzahon and Resource Moblhzahon

TIme requIred ApprOXImately 90 mmutes

Tlus seSSIon IS concerned WIth fmdmg and acqumng the resources needed to
successfully Implement a plan of acbon The manager as agent of change
needs to consIder a broader array of resources than the customary resources
(people, money and matenal) and what can be done to "add value" to the
resources already avatlable

TASK

1 Tlus seSSIon begms With a presentatIon on resource mobIlIzatIon as
the next step m the managmg change process Use the wntten
matenals to descnbe the types of resources that a manager should
consIder m preparatIon for plan ImplementatIon Bevond the
obVIOUS mtnnsiC resources of people, money, matenal, etc, dISCUSS
the organIzatIon's structure and methods of operatIon and the way
power IS dIstnbuted as resources Explam the concept of addmg
value to enhance the capaCIty of the orgamzatIon to support a
change effort

2 WorkIng m clusters, ask partICIpants to complete a checklIst on the
avaIlabilIty of resources to support lmplementatIon of the plan of
actIon prepared m an earlIer seSSion Suggest that a facIlItator
volunteer from each group guide partICIpants m Idenhfymg ways
that value mIght be added to each of the resource categones m order
to strengthen theIr potentIal for supportIng the change effort For
example, additIonal trammg for key personnel m teamwork, nsk
takIng or learnmg to trust mIght add value to theIr performance m
kev lmplementatIon roles Space is prOVIded m the checkhst to make
notes on ways to add value to avaIlable resources

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I



--I

I
~I

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

TACTIC 5 ORGANIZATION AND RESOURCE MOBILIZATION

You have a plan of actIon that can be carned out to achIeve your obJectIves
whIch are, m tum, deSigned to either solve a problem(s), or to realIze an
opportumtv, and maybe both Sounds lIke the end of the deCISlOn makIng
(plannmg) process Hardly There IS much more to do before your
orgamzatlOnal change strategy IS accomplIshed It's now tIme to address
Tache 5 Moblilzzng Resources By thIs we mean all the usual resources an
orgamzahon needs to get the Job done accordmg to agreed upon plans and
standards Those resources also mclude the orgarnzahon Itself Let's look
1mtIally at the WIde range of resources that proJects, programs and planned
changes usually requIre Although these mclude the orgarnzahon, we want
to talk about thIs partIcular resource separately

PART 1 MOBILIZING THE USUAL RESOURCES

When most of us thInk of the resources we need to solve a problem, seIze an
opportumtv, or Carry out a complex proJect, we usually thInk of money,
human resources, money, eqUIpment, money, matenals, money, money
WhIle these are Important, they aren't the only ones to be consIdered Here IS
a look at resources from a slIghtly dIfferent perspective, one provided us bv
Edward De Bono Here IS a summary of lus resource checklIst

• IntrInSiC Resources (the usual mventory of hxed and lIqUId
assets) These mclude cash, land, capItal eqwpment, bU1ldmgs,
people (human resources), know-how, expenence, technology,
eXIstlng programs and servIces, commumty credIb1hty, and much
more

• Operahng Resources De Bono says, "an operatlng asset arlses
from the way somethmg IS carned out" WhIle there IS an ObVIOUS
overlap between mtnnslC and operatIng resources, It IS useful to
keep the dIStlnctIon m mmd IntnnslC resources are what you have
avaIlable Operatzng resources are huw you use your mtnnslC
resources These resources defme operatzonal readmess For
example, the publlc servIce orgarnzahon assocIated WIth your
local government may have all the technIcal skills and eqUIpment
requrred to meet demands but not have them deployed
effectively or effICIently How these skills and eqUipment get
allocated and deployed IS an expreSSIon of an operatlng resource
Operatlng resources are verv much allgned WIth the ISsues
mvolved m orgaruzahon, a tOpIC we wIll be discussmg m part two
at tlus tactical venture

CONCEPTS
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II Sltuahon Resources A situatIonal resource depends on current
CIrcumstances, or a change m CIrcumstances, or the II situatIon II

Some tnlght call these IItargets of opportumty II It may be new
fundmg sources aVailable from the central government or,
expressIons by the European Bank to mvest m local government
Infrastructure projects If you are reparrmg streets, It could be a
IIbreak" In the weather Situanon resources accumulate to those
managers who see them m evervday places It IS the manager's use
of the fIrst tactIc we talked about m the begmmng of tlus diSCUSSion
Somethmg called awareness I

• Synergy (or what we lIke to thInk of as value added resources) TIus IS

the hidden resource that occurs when two or more resources are
combmed to create a benefIt that IS greater than the sum of the
mdIvldual parts Call It the exercISe of VISIon We know a CIty
manager who worked m a local government that coulcin't afford to
employ full tIme buildmg, plumbmg and electncal Inspectors He
recommended the City Jom forces With surroundmg rural
governments (who were even less able to employ full tIme technIcal
staff) to create a regional mspectIon team, representIng all the
expertIse they collectIvely needed Everyone benefIted and they had
capacity to allow for routIne and unexpected absences from work
Value added resource? Deflmtely 7

WHAT ABOUT SITUATIONAL, VALUE-ADDED RESOURCES?

Cooperatzon, collaboratzon and communzcatzon are probably the most underuhhzed
resources In local government, and among the most readily available Managmg
a local government IS complex bUSiness, and you will never have all the
resources you thmk you need to do the Job Given tlus, all local government
managers need to thmk not only about how they can use resources drrectly
under theIr control more effectIvely, but how they can make creatIve use of
resources bevond theIr drrect control When the farmers on the hlllside above
Hnnova In central Slovakia come together to thrash theIr wheat crops (because
none alone can afford the necessary eqUIpment), they have created a situatzonal,
value-added resource For whatever reason, many Slovak local governments seem
to reSIst opportunitIes to engage In cooperatIon, collaboratIon, and
commumcatIon across departmental and orgamzatIonal boundanes Sharmg
InformatIon, tasks, authonty and responsibility Within local government
orgamzatIons, and among orgamzatIons that share common commumty goals
and responslblhtIes, are far too rare events m local governments world Wide
They seem partIcularly rare m Slovakia

Here IS another storY about situatzonal value-added resources from our mutual
fnend, the once-upon-a-hme aty manager He was hrred by a local government
that was growmg rapIdlv and could, under the state law, annex adJommg land,
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If petItIoned bv the land owner to do so (In other words, take land away from
the adJommg local governments and mcorporate It Into the core Cltv's temtorv)
As YOU can Imagme, tlus created confhct between the core Cltv and Its
neIghbors So, what's the problem for the core Cltv, YOU ask' Well, In tlus case It
was the need to servIce the acquIred land WIth water, sewer treatment and other
necessary faCUltIes Most of these servIces were operated under mdependent
govermng boards that represented the entIre regIOn Wlule the core Cltv was
represented, It dIdn't have the maJonty of votes requlIed to authonze the
extenSIOn of water and sewer servIces, for example, mto the newlv annexed
areas CommurucatIon between the core Cltv and Its neIghbors had broken
down completely and development was on hold Trust among the elected
otficials m that valley was low, and smkmg lower

Smce our frIend was new m the pOSItIon, and snIl untamted by the
situanon, the surroundIng polItIcal leaders were wI1lmg to commUnIcate WIth
hIm about thelI frustratIons In an effort to break the stalemate, the Cltv
manager recommended adoptIon of the legIslanon by the CIty, pUlling a
moratorIum on further annexatIon of land m the foreseeable future Out of
frustratIon, perhaps, the Cltv council adopted lus recommendanon and the
stalemate was broken More Importantly, It opened the way for a contInuIng
dIalogue on many other problems and opportumnes they shared across pohtIcal
boundanes Thev created what IS known m the Uruted States as a Councl of
Governments (COG), a voluntary aSSOCIatIon of local government elected
offICIals who meet penodlcally to dISCUSS thelI problems and to alI theIr VIews
about Issues ot mutual mterest That smgle act of courage, the annexanon
moratonum, resulted In a WIde range of SItuatIonal, value added resources
bemg created and used m that SlX mumclpalIty regIon

There IS no eVIdence that the economIC growth of the Cltv was hurt by the
land annexanon moratorIum, wluch IS stlll In eXIstence t1urty years later
although subsequent elected offICIals could have reversed the pohey Open and
dIrect commurucanons among publIc OffICIalS and orgaruzanons who share
common aspIranons and goals, not to mentIon the same CItIzen constItuents m
manv cases, IS a powerful value-added orgarnzanon resource

Old vou happen to nonce the reference to a smgle act of courage m the story
about the annexanon moratonum? It's another example of a sItuational value
added resource Trust teamwork, mterdepartmental collaboranon, kIndness, nsk
taking, opportumnes to prOVIde learmng on the Job, these are Just a few of the
resources avaIlable WIthIn orgaruzanons that offer value-added opportumhes
When used freely, thev can add value to the budget, add value to the servIces
bemg prOVIded to CItIzens, add value to worker sansfacnon

.Joe.3



,Ve wll be dtscussng these value-added
si:rai:e91es and more 111 the workbook on

The Ivfanager as 6taffOeveidper

REFLECTION

We have talked a lot about value-added resources Recall some decIsIons vou
made as a local government manager where you were able to add value m the
wavs descnbed above Record your successes m the followmg space, and
reJOIce l
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PART 2 THE ORGANIZATION'S ORGANIZATION - IS IT SERVING OR
THWARTING YOUR EFFORTS TO MANAGE CHANGE'

When IS the last tIme vou expressed frustranon about the way local
governments are organIZed In SlovakIa, parncularlv your own' As late as last
week' ThIS mormng? Now, when was the last tune vou did somethmg about It'

BelIeve It or not, orgarnzanons are made bv people And, they can be
changed by people, people Just lIke us There are legal constramts In SlovakIa
that keep local government msntunons somewhat unmanageable, but then,
laws are also made bv people The pomt 15, of course, that orgaruzahons can
change, and do change Thev change theIr structures, theIr values, theIr roles
and responslbl1Ines, theIr mISSIOns, and theIr behaVIOr But, It Isn't always easy

Have YOU ever spent anv nme thmkmg abollt why your local government
IS orgarnzed lIke It IS' Or, how well It funcnons to serve the needs of your
cItlzens' And, what, If anythIng, you mIght do to make It work better for you In

vour role, for other offICIalS and employees, and most of all, for your CItIzens'
As an orgaruzanon change agent, It makes sense to ponder these questIons,
parncularlv If YOU want to unleash your orgaruzanon's real potential

WHAT TO LOOK FOR

Orgaruzahons are deSIgned to do many thmgs, and organIZatIOn charts are
deSigned to convey what orgarnzahons do and who does what They are
orgaruzed to be ranonal In the mIdst of manonal behaVIOr They tell you who
does what In the orgarnzanon and where to go to get certam tasks
accomplIshed Or, they SIgrufy how formal authonty IS dIstnbuted among
vanous levels of the organIZanon And, thev show how resources flow from one
part of the orgaruzanon to another The lmes and boxes on most orgarnzanon
charts tell vou who IS where m relahon to whom

The problem WIth orgaruzanon charts IS theIr dependence on stlll
photographIc pIctures to convey reahty m a world that deals In Instant VIdeo
replavs Orgaruzanon charts are stanc representanons of SOCIal systems that
never qUIte play bv the rules Wlule they are Important representatIons of
formal reahtv, they are also nusleadmg portralts, rarely convevmg the ferment
behmd the boxes and lmes And, theIr power to conStram, when employees and
others take them senouslv, IS awesome

There IS a saYmg In management that "form follows substance," or should
In other words, the form of your orgarnzanon should reflect what the
orgaruzahon wants to accomplIsh and, In the case of publIc msbtutlons, what It .r95
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IS mandated to accomplIsh And, the best representatIon of what your
organIZatIon does (and how It IS orgamzed to do what It does) IS the
orgarnzatIon chart Well, yes and no People often confuse symbols WIth the
thIng symbolIZed Or, to say It dIfferently, the map IS not the temtorv (1 e , the
orgamzatIon chart IS not the orgarnzatIon) But, It often becomes the temtorv tor
those who beheve that httle boxes can explaIn complex reahty When tlus
happens, those who take comfort m the orgarnzahon's structural fmahtv often
reInforce the walls of the!! httle boxes TIus often results m closmg off
opportumhes for collaborahon, or even commumcahon, With anyone-other than
those who have theIr organIZatIOnal umbilical cords tapped mto the box
Confusmg, Isn't It' So are the ways many mshtuhons are orgamzed Let's see If
we can make anv sense out of organIzatIons that are"deSIgned" to manage
orgamzatIonal change Probably the best place to begm IS With the model Just
about everybody hkes, and yet abhors, the bureaucratIc pvranud

Comfortmg, Isn't It, Just hke an old, rehable parr of shoes Authontv,
responsIbIhty, drrectIons, commands, commumcahon and other formal aspects
of orgamzatIonal power are deSIgned to cascade from the top down,
dImmlshmg m therr Importance untIl they hIt the bottom Clearly estabhshed
lmes of authonty and responsIbilIty can be traced on the orgamzatIon chart,
even bv an outsIder who wants to know where to go to get somethmg
accomphshed Got a problem With your garbage pIck-up' Go to the sohd waste
management department of your local governmenCand complam If tlus
doesn't work, see the offIce manager If all else faIls, call your local elected
offICIal Sounds all very ratIonal and convement, and m many organIZatIonal
settIngs, tlus cham of command m reverse (from the bottom up) works qUIte
well

It IS an organIZatIonal model deSIgned to respond to decISIon makmg and
problem solvmg goals establIshed by the pohey body (councIl), organIzed by
top management mto programs, and carned out by operatIng teams (actIon
umts) If actIons are taken (at the bottom of the ratIonal orgamzatIon), programs
are Implemented, goals aclueved and problems solved And presumably,
pohhcalleaders are re-elected (as a result of thIs hIghly effiCIent and effectIve
ratIonal process of orgarnzmg and conductIng pubhc busmess), and, appomted
offICIalS are free to plan theIr work for the next four years (or whatever) Does It
sound hke Slovak local government reahtv' In some wavs, yes In others, no
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They know enough who know how to Learn
- LJenry Adams Amencan hlStonan

THE FRAGMENTED WORLD OF POLITICAL REALITY

The orgaruzanon model Just descnbed assumes there IS agreement on the goals,
programs and actIons that are necessary to solve problems As well as
agreement on what the problems are and how they should be defmed And,
where they nt m the orgaruzanon chart John Bryson remmds us that these
assumpnons don't hold m the fragmented, shared-power settmgs that
charactenze most polItIcal decISIon makmg envIronments The second type of
organIZanon, wluch seems more charactensnc of the way local governments are
II organIZed" to conduct busmess m Slovalaa, may not seem hke an organIZatIOn
at all To an outsIder tryIng to ngure out the Slovak governance scene, It 15 a
confusmg, and often confused, network of orgamzatlOns that operate under a
vanety of mandates, wluch do not always seem clear Many local governments
In Slovakla have almost as many elected councilors as they do employees Or,
so It seems

But, tlus phenomenon 15 not unIque to SlovakIa One of the authors spent
tIme WIth the Mayor of Gons, ArmenIa some years ago, and he lamented that
he had 30 councilors and only 28 staff employees When asked how local
servIces were orgaruzed and delIvered, he SaId, II not very well II Centrally
collected and controlled resources were SIphoned through the local government
mechanIsm mto a mvnad of organIZatIons responsIble for communIty servIces
over whIch the mayor and council had lIttle power or mfluence WhIle they
were empowered by the citIzens to act on the otIzens' behalf, as a result of bemg
elected, they, nevertheless, felt powerless to allocate and manage resources
accordmg to local needs as they saw them The pIcture IS not partIcularly pretty,
and It eXIsts, to a certam extent, WIth local governments m the Urnted States and
other Western countnes as well Perhaps there are better ways to organIze the
flow of money and other tangtble resources, the deployment of human
resources, the dlStnbutIon of power and authonty, and the aSSIgnatIon of roles
and responsibilines WIthIn local governments and the cornmumty to assure
more openness, responSIveness and accountability

THE ART OF MANAGING NON-GRGANIZATIONS

What eXIsts m Slovakla local governments IS a shared power arrangement where
several actors (organIZatIons, groups, mdiVIduals) are called upon to mteract to
further the acluevement of thel! separate and collectIve aIms Power shanng
reqUIres two or more orgarnzatlons to rally around some mutual goal whIch
mav or may not be clearly defmed, and the stakes not at all clear (meanmg, ffJge97



what's m It for each party to be mvolved) Smce shared-power situatlons often
mvolve "mIXed motIves" on the part of collaboratIng orgarnzatIons, authontv IS
usuallv not merged ThIs allows partICIpants the nght to pullout of the
arrangement whether or not the mtended results are achleved

It IS not an enVIronment where ratIonally defIned bureaucracies are usuallY
called upon to make umlateral deCISIOns and to carry out busmess as usual On
the other hand, the shared-power approach does not deny a nghtful role for
such mstItutIons It's Just that problems lIke enVIronmental protectlon, the use
of illegal drugs and theIr consequences on SOCIety as a whole, econOmIC
development, and, an educatIon process deSIgned to remam competltIve m a
global commUnIty, are so complex and far reachmg that no one local
government can expect to solve, no less re-solve these Issues by actIng alone

The challenge for local government managers and polItIcal leaders IS to
thInk of orgaruzatIonal formats and strategIes that will prOVIde both access and
Influence m thIs shared power world of governance How one redefmes the local
government orgarnzatIon so It can be more effectlve IS based on several publIc
leadershlp abilitIes, some already dIscussed under other taches To these we add
John Bryson's lIst of key tasks to be addressed by those who want to engage m
extra-orgaruzatIonal ventures mvolvmg shared-power arrangements These
tasks are

.. UnderstandIng the SOCIal, pobhcal, and econonuc "gIvens" (e g,
the emergent role of local self governance, the new reahty of
competIng m a global economy and Its unpact on local regIonal and
natlonal polICIes)

II Understandmg those mvolved In the change process, mcludmg
ourselves (1 e , what's m It for them to be mvolved m thIs shared
power relatlonshlp, or for me and my orgarnzatlon? What are our
strengths and weaknesses as local government managers as we enter
the frav?)

.. BuddIng teams cntIcal m shared power relatIonshlps and
somethIng we will explore m more depth m the handbook on the
Manager as Staff Developer

.. Nurtunng effechve orgamzahons, mterorgamzahonal networks,
and commumhes (e g , moldmg your mUnICIpal orgarnzatIon to
meet new challenges, reachIng bevond your orgarnzatIonal and
polItIcal boundanes to forge new workIng alliances)
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• Creahng and commumcahng meamng (e g , selzlllg opporturntles
to be mterpreters and directIon gIvers m SItuatIons of uncertamtv
and dIfhcultv, offermg compelling VISIOns of the future)

• Makm~nd ImplementIng legislatIve, managenal and
admlmstratIve deCISions (e g, medIatmg and shapmg confhcts
Withm and among constItuenCies, usmg managenal mfluence and
targetIng resources strateglcallv )8

YES, BUT WHAT ABOUT THE ORGANIZATION?

You mav be askmg what these Issues have to do WIth orgarnzatIon structure
Not much, J.f vou see pubhc management responSIbilitIes as bounded bv those
work urnts vou m one wav or another control For these orgarnzatIonal work
umts, we suggest vou reVIew their abIlItv to meet the needs of vour CItizens
both effectIvelv (provIdmg the nght servIces Withm vour orgarnzatIon's
mandate and resources) and efhclentlv (assurmg cost effectIve, quahty
performance) If these cntena are not bemg met to vour satIsfactIon, then
conSIder reordermg your orgarnzatIon The fonn It fmally takes under such an
assessment mav be qUIte dIfferent from what now eXists Don't be afraId to
experIment WIth non-hIerarclucal models (1 e, the use of mterdiscIplmary,
Interdepartmental teams to perform certaIn tasks)

The tasks of managmg m a shared-power enVIronment are complex and
demandmg Thev mav not be compatIble With the orgarnzatIon structure as It
now eXIsts Or, some features of your orgarnzatIonal structure mav ht wlule
others don't seem to make sense m the world of cross-orgarnzatIonal
bargammg Wlule there IS a tendency to thmk pubhc managers require formal
authontv to act m reahtv they are often able to act WIthOUt It Leaderslup IS
rarelv leglslated NeIther, are orgarnzatIonal templates that are fleXIble enough
to guIde and support future needs and VISIOns

lIFo"



REFLECTION

Take a few mInutes and draw a pIcture of how your orgaruzatlon really works
Don't hesItate to be creatlve (e g, sqwggly Imes for the flow of authontv, bIg
VOIds m commumcatlon, departments that really answer to no one Got the
pIcture?)

~ge100

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I



I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

RESOURCE CHECKLIST

Use the followmg checklIst to analvze the appropnateness and suffIcIency of
the resources YOU wIll need to Implement vour plan of acbon Space IS

provIded to make notes on mcreases, changes or enhancements needed to add
necessary value to the resource

o Can you unplement your plan of acbon WIth the present level of fundmg
avaIlable? If not, how much more can YOU count on and from what sources?

Notes

ODo vou have enough people WIth appropnate knowledge and skIll to
engage successfully m the change effort? What trammg, support, or other
aSSIstance 15 needed to add value to thel! conmbutlOns? Are human
resources aval1able from outsIde the orgamzatIon, and under what

condibons rrught thel! use be appropnate?

"Jotes

EXERCISE
TOPIC

Organization
and

Resource
Management

.r'01



DAre the technIcal and physIcal resources (e g, comrnurucatlon and data
processmg eqwpment, offIce space, trammg facilitles) avaIlable, and are thev
servIceable enough for your purposes' What upgradmg or supplementIng
mIght be done to add to therr value to support the plan of actIon'

Notes

OWhat changes m the orgamzatIon (e g, how people work together, the way
power IS dIstrIbuted, access to mformabon, greater emphasIs on skIll
bul1dmg and the development of human capItal) must be consIdered to
support a successful change effort' What reallocatIon of resources and other
management comnutments are requrred to accomphsh thIs'

Notes

.toe '02
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"RAINER'S
NOTES

TOpIC Expenmentabon, Tesbng and RedesIgn

Time requlI'ed ApproX1D1ately 90 nunutes

TIns seSSIon IS deSIgned to stunulate partICIpants to reahsncally reexanune
theIr readmess to unplement theIr plan of actIon We want to encourage
partICIpants to step back, take a deep breath, and consIder thelI' own
comnutment and the comnutment of others to move ahead

TASKS

1 The seSSIOn starts WIth a bnef presentatlon on experunentatlon and
redeSIgn as a pomt m the change process for reflecbon and
reassessment of the deslI'abilitv of movmg ahead It IS a pomt at
wluch there IS a strong pOSSibIlIty of rethmkmg part or all of the
plan of actIon m lIght of reassessment results As menboned m the
wntten matenals, thIs IS the tune to move confIdently ahead,
redeSIgn, or abandon the effort altogether

2 A useful way to engage partlClpants m a reassessment of theIr
plans of act10n IS to ask them to return to therr clusters and
complete an Organzzatzon Readmess Assessment Questzonnazre The
questlonnarre should be completed by partlClpants mdIVlduallv
and the results shared m the cluster WIth these results out m the
open, suggest that partICIpants m each cluster answer several
questlons about movmg ahead With plan unplementabon These
quesbons can be found at the bottom of the questIonnarre

3 The seSSIon ends With a plenary meebng at wluch each cluster
gIVes a report The report should mclude the conclUSIOn reached by
ItS members on the desrrabIhtv of mOVIng ahead WIth
unplementatIon and the thought process that led them to that
-COIlcluSIOIl
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TACTIC 6 EXPERIMENTATION, TESTING AND REDESIGN

Expenmentatzon, Testzng and RedesIgn has taken on new sIgmfIcance WIth fast
changmg technology and mcreased mternatIonal competItIveness Manv
prIvate comparues have recogrnzed the Importance of IIexpenmentmg," to
held test a new product before movmg mto full-blown ImplementatIon
When they don't, dIsaster sometImes awaIts therr premature confIdence For
example, a hIgh tech company announced the productIon of a new
rechargeable battery ID the early 1990s, backed by a COmmItment from a
major user to purchase up to $100 nulhon of the new product When the
performance tests fell short of expectatIons, the major customer pulled out
and the companY went mto retreat It WIsely moved Its test sIte to a more
remote locatIon and resumed the IteratIve process of testIng and redesIgn
There are tImes when expenmentatzon, testzng and redeSIgn. are necessary steps
In the managmg change process

TIus tactIC WIll be dIscussed as two dIStInct optlOns These optIons will
explore very dIfferent approaches to mfusmg new Ideas, processes, products
and sYstems IDtO the mamstream of planned change

1 The frrst mvolves a more conservatIve approach to assure the
orgaruzatIon change bemg planned and proposed (the preferred
optIon) WIll achIeve ItS objectIves and produce antIcIpated results It
Involves testmg and possIble redesIgn of the optIon before
Implementmg It throughout the orgaruzahon or mvestIng full
resources mto ItS productIon Testzng and redeszgn. IS an opportwuty
to try out your new approaches and strategtes m a relatIvely safe
envrronment

2 The second IS expenmentatzon, a bolder approach to bnngmg about
planned change SometImes expenmentatIon results m the rapId
evolutIon of the orgaruzatIon m response to a qUIck changmg
enVIronment At other hmes, managers expenment, and often nsk
faIlure, when there IS eVIdence that mamtammg the status quo will
be more detrImental to the orgarnzatIon and Its members than
explonng new optIons

Ophon 1 Teshng and RedeSign

The optIon of testzng and redeszgn. takes the form of pIlot projects, fIeld testIng
a new process, program or product on a hmIted scale, and controlled
experIments of certam functIons or components withm a larger project
Testmg and possIble redesIgn (based on the results of the testmg) IS the tIme
to

CONCEPT
TOPIC.
Experi

mentation
Testing and

RedeSign

.togo'05



';"'06

• "work the bugs out of the svstem",

• check for comnutment and acceptance of the Idea, the desIgn, the
program,

• get feedback on what vou are domg and how vou can do It better
and,

• make adjustments m preparatIon for a full-blown ImplementatIon

ThIs type of testmg and possIble redesIgn IS also an opporturuty to

• assess the deSIrability of the proposed change,

• correct unforeseen problems before the change becomes fully
operatIonal,

• gIve parbcIpants m the effort an oppOrtunIty to deal WIth anv
unexpected consequences, and,

• tram those who WIll be mvolved m later ImplementatIon Not only
does It prOVIde an OppOrtunIty to tram orgaruzatIons or commumty
people m unportant skills and knowledge for later use, It also bwlds
understandmg and COmmItment through theIr early mvolvement

Durmg the testmg and redesIgn stage, It IS Important to collect good data
about what IS happerung so there can be a thorough analySIS of the results TIns
analYSIS addresses such questIons as

• Are we domg what we SaId we would do as well as how we SaId we
would do It?

• What new mformatIon or resources do we need?

.. What was the overall reactIon to the change? How dId we feel
personally about the testIng (experImentatIon)?

• Should a total unplementatIon be planned, should the effort be
scrapped, or IS there a new deSIgn that would best serve our needs?

.. What can we do to make the proposed effort more effectIve?

Those mvolved m the fIeld test should be consulted for theIr IDSIghtS and
assistance If It 15 a fIeld test of a trammg program, tramees need to be heard
from - not Just the staff If It IS a new approach m workmg WIth low mcome
groups m efforts to pnvabze housmg stock, the potentIal buyers need to be
brought mto the analVSIS process
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Fmally, tlus stage of orgarnzatIonal change management may mvolve
redeSIgn based upon results of the analYSIS Much of what has gone on
prevIously should be helpful For example, the results of the earlIer force held
analYSIS and development of optIons can be a good resource m any redeSIgn
that rmght be necessarY

RedeSIgn Or Not'

The answer depends on what has been learned durmg the testIng phase Here IS
a lIst of questIons to ask about the testIng stage whIch will help m considenng
whether a redeSIgn IS needed

• Old you meet the objectIves you set for yourself? If not, why not?

• What went well m the testIng that should be contInued m any £mal
effort?

• What dId not go well that should be dIscarded?

• What kmds of changes should be consIdered to strengthen
upcommg ImplementatIon?

• Who was not mvolved that should have been? What can be done to
get them myolved m the ImplementatIon phase?

• What resources were lackmg that would have made the tests as
successful as ongmally expected? How can they be acqUIred to
support total ImplementatIon efforts?

• Was the hmmg nght for the testIng/ expenmentatIon? If not, why
not?

• GIven the results of the tests, does It make sense to go ahead WIth
the ImplementatIon phase?

UaLf the dlfficuLbes of man ue tr1 hIS deSire
to answer every question wrth yes or no

Yes or no may nerther of them be the answer
6.ach SIde may have In rl: some yes and some no

- 60rnerset Iv/augham

Ophon 2 Expenmentahon

The approach Just outlmed IS a more conservatIve approach to the pre
implementatIon tactIc of gettIng ready for full blown ImplementatIon The
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second approach mvolves more nsk takIng, usmg expenmentatlon as a
management and unplementatlon strategy to encourage mnovatlon and
dramatlc change Somenmes the situatlon engulfmg the orgarnzatlon requITes
rapId actlon WIth the assumptIon that nsks wIll be taken, IIUstakes WIll be
made, and the orgarnzatIon and Its managers and staff can learn from them and
make necessary adjustments m the program as It moves along There are hInes
when It IS dIffIcult to tell expenmentahon from ImplementatIon

The pnvatlZabon of local government fIxed assets bv local governments m
SlovakIa followmg the revolutIon seemed to be dommated m the begmnmg bv
two approaches (1) WaIt and see (whIch resulted m mactlon and IIUssed
opportumtles), and, (2) "we've made a decIsIon to carry out a specIfIC pohcv on
pnvatlZahon, let's shck WIth It " The concept of domg and learmng, and learnmg
from what we are domg-so we can do It dlfferently and better tomorrow, seemed to be
IIUssmg from the optIons, at least for many local governments

Trackmg expenmentahon m fast mOVIng corporabons m the Umted States
and western Europe, Tom Peters has detected a consIstent pattern of traIts
assocIated WIth expenmentabon's of the second kmd They mclude

• test SItes m the held,

o a comnutted champIon or two m headquarters (read Clty hall) who
are willmg to take nsks and to support those m the held who do,

• breakIng projects mto smaller components when pOSSIble for more
rapId tesnng,

• casual mtrodUct:lon of changes mto on-gomg roubnes so as not to
upset the status quo prematurely,

It rapId sharmg of results as they accumulate, along WIth feedback
from those m the commumcabon loop,

It held deSIgn and ownershIp of the vanous segments on a
decentralIzed baSIS, mcreasmg the motlvatlon to succeed, and,

• protecbon of expenmenters and nsk takers by semer management 9

SOMETHING CALLED THE LEARNING ORGANIZATION

Creabng what has become known as the learnmg organzzatzon 15 another
approach to the outputs deSIred from employmg the strategies Just descnbed as
mtegral to Tactzc #6 Let's look at what some recent wnters have to say about
the learnmg organzzatzon
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2 expenmentatIon,

1 systematIc problem solvmg,

Cannon descnbes the fIve core skills he belIeves are central to creatmg a
learnzng organzzatzon They are

.r'09

3 learmng from expenence and hIstory,

4 leammg from others, and,

5 transfemng knowledge through the organIZatIon 10

Tom Cannon, In Welcome to the Revolutzon, SayS, lIthe creatIon or artIculatIon
of a set of core organIZatIonal bel1efs and values 15 the startIng POInt for the
constructIon of a learmng orgarozatIon" (By the way, core organIZatIonal
belIefs and values are covered In some depth In the second workbook In tlus
senes, The Manager and Organzzatzon Culture)

IncIdentally, tlus lIst IS not too dIfferent from some of the skills suggested
In tlus workbook ActIon research, Invented by Kurt LeWIn over fIfty years ago
and descnbed earlIer as the conceptual framework for your role as organzzatzon
change agent, encompasses all the core skills recommended bv Cannon for
creatmg the leammg organIZatIon Many of the fundamental pnncIples about
how to manage change have remamed valId over the years, only the rhetonc 15

dIfferent

The authors of TIle WItch Doctors (about the contnbutIons of management
gurus over the years) descnbe the hallmark of a learnmg orgarnzatIon as Its
abzIzty to keep on addzng to Its treasure trove o/knowledge There are two ways of
domg tlus II suckIng m new Ideas from outSIde Its frontIers, and makmg sure
thev CIrculate InSIde the organIZatIon", and, 1/ a passIon for expenment - and a
wI1lmgness to fail" ll To bnng these Ideas down to earth, we WIll call agam on
our consultmg CIty manager who always seems to have an appropnate tale or
two to share WIth us
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Regardmg 'suckmg m new Ideas, II the CIty where our consultant was
manager had a memberslup m ICMA's Management Informatlon ServIce (MIS)
and routmely requested mformatlon through that servIce regardmg best
practlces m other local governments around the country Now It IS possIble toI --- access such utformatiOn (suck up rew Ideas) 01" tbe Internet eIther through
ICMA or the many web SItes that have sprung up to share mformatIon on a

I world WIde baSIS He also found tlme to wnte for professIOnal and trade
Journals about hIs expenences as a CIty manager Wntmg for other managers
and professIOnals (so they can 'suck up new Ideas") 15 an excellent way to

I



reflect on what you thmk vou have learned through expenmentatIon Both of
these approaches are vahd m Slovakla As the profeSSIOnal aSSOCIatIons servmg
local government offIcIalS grow and mature, there should be opportumtles to
share "best practIces" m a vanetv of wavs

As for" a paSSIon for expenmentatIon and a wIlhngness to faIl," our fnend
has alwavs been a nsk taker, but sometunes the nsks he took were nunnnal and
humorous In the frrst lIttle town he managed, the publIc work crews were
called out several hIDes a week, often at mght, to unplug sanItary sewers that
had backed up (whIch, of course, caused consternatIon among the CItIzens who
preferred the smell of roast beef to raw sewage at dmner tIme) ObVIOUsly, the
publIc servIce department was dealmg WIth a symptom and not the real problem
Too bad he hadn't read thIs manual at the tIme He mIght have spotted the real
problem much earlIer

On hIs many tnps to the CIty owned, publIc servIce garage, he notIced m
one corner a dust covered contraption, somethmg the work crew m the garage
called a bucket machme It was deSIgned to drag speCIally deSIgned buckets
(whIch were attached to cables) through sewer pIpes to elmunate sedImentation
and other blockages When he asked the publIc servIce dIrector why they
weren't usmg the machIne, the dIrector's reply was, "we tned It once and It
doesn't work" (whIch, we were told, was a runner up to hIs most favonte
savmg, "don't be ndzculous") After some stealthy mvestIgatIon, the CIty manager
learned the work crew had tried to put a 12 mch bucket through an 10 mch
sewer A lIttle more expenmentatIon by the publIc servlce dIrector would have
been helpful

Expenmentahon and the wzllmgness to fazi are not alwavs assocIated WIth hIgh
tech solunons or expensIve ventures They are often Ideas that haven't yet
found thel! wav mto your orgarnzanon ExpenmentatIon, tesnng, and pOSSIble
redeSIgn are approaches for the orgarnzatIon change manager to consIder before
gomg to fulllmplementatIon WhIle many orgarnzatIonal changes won't reqwre
the use of thIs tachc, It IS useful and sometImes cntIcal to puot test vour strategy,
and engage m a lIttle redeSIgn or fIne tunIng before you cormmt to full
Implementation
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REFLEcnON

Spend a few moments and Jot down some thoughts about thls busmess of
redesIgn and expenmentahon Have there been hmes m vour management
career, or m the hfe of vour local government, when It would have been very
useful to have engaged m thls tactIC? Or, are there some pendmg changes
scheduled m the wav vour organIZahon IS operatIng that nught beneftt from
more expenmentatzon, testzng or re-desIgn ')
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ORGANIZATION READINESS CHECKLIST

The followmg checklIst IS desIgned to help you assess vour orgaruzanon s
readmess to make decISIOns, solve problems and bnng about deSIrable changes
For each statement, crrde the number you beheve reflects your orgamzanon's

current operanonal realIty

Readmess Cntena Fully Mostly Partly SlIghtlY Not at all

1 Top management 5 4 3 2 1

expectanons for the
orgamzanon are
clearly defmed and
commumcated
throughout the
orgamzanon

2 The underlymg values 5 4 3 2 1
whIch gmde and dnve
my orgaruzanon and Its
performance are clear

3 The ground rules my 5 4 3 2 1
orgamzanon uses to
make deClslOns and
solve problems are
understood throughout
the system

4 The roles and 5 4 3 2 1
responslb111nes of each
umt m the orgamzanon
are clearly defmed and
understood

5 Orgamzanonal 5 4 3 2 1
resources are adequate
to get the Job done

fliagel12
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Readmess Cntena Fullv Mostly Partly SlIghtlY Not at all

6 TImely and accurate 5 4 3 2 1
mformatIon IS readilY
available m me

orgarnzatIon for
makIng deClslOns and
solvmg problems

7 Mv organIzatIon has 5 4 3 2 1

clearlY establIshed goals
and objectIves that
gwde the day-to-day
operatIons and prOVIde
long-term dIrectIon

8 It IS commonm my 5 4 3 2 1
organIzatIon to conSIder
vanous optIons before
pursumg a course of
actIon

9 Program and budget 5 4 3 2 1
targets are set for the
orgarnzatIon and, In

mostlnStances,met

\10 The orgarnzatIon has a 5 4 3 2 1
svstem for mamtammg
and evaluatIng program
and fmancial
performance

¥hit!' .4VAILABLE COpy
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SUPPLEMENTAL QUESTIONS

When vou have brushed and score the questlOnnalre, reflect on the
results to answer these addItIonal questIons about the readmess of vour
orgarozatIon to move ahead WIth ImplementatIon Be readv to share vour
answers With other members of vour group

1 Would you be readv to unplement thls plan of actIon throughout
the orgarnzanon'

2 If not, would vou favor a pIlot test followed bv some redesIgn
work' What else IDlght you do'

3 What other questIons would vou want to have answered before
makIng a £mal decISIon to move ahead WIth ImplementatIon'

';ge114
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Action Research

Probfem Finding

/ and AnlIly8'8

BUilding a
Problem
Solving

Relationship

Impact Evaluation -...-----~ Awareness and
Vision
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Expenmentation.
Testing and

Redesign '-

Organization and ~ ,.
Resource Mobilization ,......._--- PI8nning a Course

of Action
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Topic Implementahon

TlDle requued ApproXlDlately 90 nunutes

ThIs sessIOn IS meant to target the many thmgs that a manager must do to be
sure what needs to be done IS gettmg done and that the system IS supportmg
task accomphshment Another way to look at It lIDplementatIon IS the
management work needed to mtegrate the tasks mcorporated m the plan of
actIon mto the regular work routInes of the orgarnzatIon m order to lessen
reSIstance and encourage "buy mil by the orgarnzatIon

TASKS

1 The seSSIon begms With a presentatIon on lIDplementatIon based
on matenals m the workbook Descnbe ImplementatIon as the
actIon phase of the process, but emphasIze that It IS not self
lnltIatIng Pomt out the necesSIty for contInued momtonng by
management to keep the process on track EmphasIZe the
Important management responsIbility for directIon, delegatIon
and the development of people responsIble for ImplementIng
tasks Also emphaSIZe the Importance of efforts to stabilize the
changes brought about by lIDplementatIon by such thIngs as
rewardmg achIevements and celebratIng success

2 In the large group, ask pamClpants to complete the
Implementatzon and Stabzlzzatzon Checklzst When they have
completed the checkhst, have partlcipants convene m theIr
clusters to develop a realIstic plan for keepmg theIr plan of actIon
on track based on the types of management concern covered m
the checkhst

3 After about 60 mmutes, have pamClpant clusters return and
reVIew theIr plans WIth other groups Encourage a dISCUSSIon of
slInllarItles and dIfferences m the plans
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TACTIC 7 IMPLEMENTATION CONCEPTS

Brvson and Crosby, m Leadershzp for the Common Good, remmd us of the
complexIty often mvolved m ImplementatIon

New polJaes plans programs or projects do r1dt Implement themselves
automatIcaLLy nor necessanLy as thetr authors Intended Instead Imp/.emerrt
atItm or the operatumauzatltJr7 tTfchange typ,caLly IS a complex and messy
process InvolVing many actors and organrzabtJns that have a host of
ct1mpLementary ct7mpemg and often ctlf7i:radctPry goals and Interests "/2

ImplementatIon IS, m theory, the actIon phase of the management process
Implementatzon means "to carry out, accomplIsh, fulfill, produce, complete" But,
ImplementatIon Just doesn't happen, or shouldn't, WIthout a lot of deCISIon
makmg along the way EvervthIng we have dIscussed earlIer IS a precursor to
ImplementatIon And, much of It can unravel If the plans aren't"well planned"
Nevertheless, If your efforts up to this pomt have been successful, you should
be m a good pOSItIon to begm ImplementatIon Tlus IS not to say there will not
be delays, problems and stumbhng blocks put m your way If you remember
what was SaId very early about the recvchng nature of these tactzcs, you can
expect the need to 11 re-visit" earlIer tactzcs from tIme to tIme to put the
ImplementatIon of your best optIon(s) back on track

Successful ImplementatIon requrres top management (and elected offICIal)
Involvement as well as the mvolvement of those who have ImplementatIon
authonty and responsibility (the lme agenoes and therr support servIce umts)
FIrst, we WIll explore what top polIcv and management offIoals can do to
support ImplementatIon

IMPLEMENTATION SUPPORT FROM ABOVE

Top management and elected offICIals often rely on hne managers and therr
staff to be concerned about and mvolved m the process of ImplementIng
planned changes m the orgarnzatIon Here are a few Ideas to consIder regardmg
the roles of seruor pohcv and marIagement ofncials

• Dunk strategtcally about zmplementatzon TIns mvolves a pattern of
polICIes, plans, programs, actIons, deCISIons and resource
mobilizatIon that defInes the framework WIthIn wmch
ImplementatIon Will take place from the perspectIve of all affected
stakeholders
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• Encourage and support changes that can be made easIly and rapIdly
NothIng fosters confIdence, and bwlds on success, lIke success And,
nothIng dashes hopes and enthUSIasm lIke bureaucratIc malaIse and
other unnecessary ImplementatIon barners Top polICY makers and
managers are expected to build bndges for ImplementatIon, not put
up bamers

• Buzld mto the proposed change the necessary resources to assure Its success
One doesn't go far m SlovakIa WIthout reahzmg the Importance of
tlus sage advIsory And, we're not talkIng only about enough money
to £UUsh an overly ambItIous mfrastructure project In a south AsIan
country some years ago, the Pnrne M:rruster dedIcated a new water
treatment facility m early AprIl By IIUd-May, the plant ceased
operatIons when the local techmaans couldn't reparr a malfunctIon
In tlus case, onentatIon and operatIons trammg had been overlooked
m the startup costs and operatIng budget (Sound famIlIar even though
the example IS many thousands ofkIlometers away 7) Emplovee trammg
IS a cost of ImplementatIon, not a fnnge benefIt

• Ensure that the pol1czes, admInIstratzve orders and other top-down
dlrectzves faCIlItate rather than Impede Implementatzon ofplanned changes
It IS not unusual for lugher levels of government to legislate
solutIons that are sometImes unworkable at the local level And,
local councIls have also been known to adopt polICIes and encourage
adIIUnlstratlve orders that challenge the mgenwty of managers to
Implement them Effectlve Implementatlon begins With an open and
collaboratIve dIalogue among all partles concerned, mcludmg those
who will be responsIble for ImplementatIon

• Exerczse panence and perSIstence Patlence, recogrnzmg that thIngs
never seem to go as planned, and perSIstence to assure that
Implementatlon happens 13

Here are a few Ideas on how to strengthen lme management's abIlIty to
produce successful Implementatlon of the agreed upon actIon plan(s), aclueved
through the use of Tacnc #4 Smce Implementatlon IS so project or program
speclbc, and dIffIcult to dISCUSS m any detail at tlus tIme, we will focus on an
Issue that IS unIversal to ImplementatIon human resource development (HRD)

REFLEcrION

Before we move on to HRD concerns dunng managzng change, how do you and
vour sernor management team (mcludIng the elected counal) stack up agamst
the Ideas about suppOrtIng Implementatlon that are stated above? ReView the
lIst and Jot down some actIons vou IIUght take mdIvidually, or collectIvelv, to
support Implementatlon efforts by your emplovees
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HRD AND IMPLEMENTATION [A HAND-IN-GLOVE RELATIONSHIP]

One of the most Important responsIbilities dunng Implementation IS developmg
the work force, helpmg employees carry out therr current tasks more effectively
and efflClently, and prepanng them to assume greater responsIbility m the
future WhIle employee development IS ImplIClt m all the tactzcs suggested m
the managmg change process, you need to make It explIcIt dunng
ImplementatIon Wlule developmg staff mvolves many thIngs, we want to focus
on three mterrelated activIties that are mtegral to successful Implementation of
vour planned change These are dzrectIon, support and delegatzon We are
assummg these actiVities are largely the responsIbilities of those managers and
supervisors responsible for Implementation

DIrectIon assumes the employee IS faced With a new task or set of Job
responslblhhes as a result of some planned change m the orgaruzatIon GlVen
these CIrcumstances, drrectmg mvolves telhng subordmates what to do, where
to do It, when to do It and how to do It It also mvolves close supervISIOn of
performance Is the person performmg tasks m accordance With agreed upon
standards? If not, what does he or she need to learn or do to Improve therr
pertormance DrrectIve behavlOr on the part of the supervIsor (manager)
Involves (1) structure, (2) control, and, (3) supervISIon fIFe 119
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The manager's support of emplovees IS the second major feature of
effectIve staff development dunng ImplementatIon Support mvolves personal
mteractIon WIth members of the work team, hstenmg, proVldmg
encouragement, and facilitatIng mcreased mvolvement m decIsIOn makmg
Managenal support goes beyond these more personal mteracnons It also
mcludes makIng resources aVaIlable to perform at the standard agreed upon
Dependmg on the Situanon, thIs may mean human resources, eqwpment,
matenal, tlme, expertIse (wluch often means on-the-Job trcunmg and
development), and much more In other words, whatever It takes to Implement
the optIon or optIons agreed upon m the actIon plan

Support doesn't end With effectIve personal mteractIon between managers
and others reqwred to carry out ImplementatIon It also mvolves managmg the
larger work enVIronment, seemg that pohCles, procedures, rules and regulatIons
support Job performance and ImplementatIon If they don't, vou mav want to
change them to work for you and not agamst your efforts to Implement change
These"man-made" rules of the game can both help and lunder the
ImplementatIon of efforts to brmg about changes m the orgarnzatIon Smce thev
are man-made, they shouldn't be consIdered sacred But, It IS amazmg how
formal documents take on such an aura of authonty and fmalIty

The £mal key to developmg the orgaruzatIon so ImplementatIon can be
realIzed IS deleganon - puslung deClsIOn makmg and problem solvmg down to
the lowest level of the orgarnzatIon where there are the knowledge, slalls, and
WIll to take responsIble actIon Tom Peters says, "the plcun fact 15 that nme out
of ten managers haven't delegated enough" Expenence m workmg With
managers m many parts of the world con£ums thIS ill-fated practIce DelegatIon
of authontv and responsIbility (and not one WIthOut the other'), access and
control over resources, and responsIbility for achIeVIng (and hopefully
surpassmg) performance goals and qualIty standards are all CruClal to
developmg the human resources of the orgarnzatIon

A more detculed dlScussIOn of dlrecnon, support and deleganon can be found
m the fIfth workbook m thIS senes, the Manager as StaffDeveloper

QUESTIONS TO PONDER ON THE WAY TO IMPLEMENTATION

Dunng the course of unplementatIon, It IS unportant for managers at all levels
of the orgarnzatIon to ask the follOWIng kmds of questIons

• Do we need to adjust the "mrx" of resources'

• Will It take more resources to do what we scud we wanted to do'
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• Should we contmue to use our current plan, modIfy It, or develop a
new one?

• When we accomplIsh our obJectives, will we know enough" to get
out of busmess" - or create new obJectives?

• Do we have the knowledge and skills reqwred to accomplIsh the
Job?

Ue thai: wILL not apply new remedies

must accept new evils

- franas EJaC(/f7

IMPLEMENTING PLANNED CHANGES CAN BE A TIME OF
TRANSITION FOR THOSE IN THE ORGANIZATION

If vou are successful as an orgaruzatIon change agent, you, your staff and others
WIll expenence a psvchologIcal process known as tranSItion Wlule we
wondered whether to put the followmg comments on transItion earlIer, we
decIded they would be most appropnate and useful at thIs stage m the
managmg change process WI11Iam Bndges, In lus book Managmg Transltzons,
has stated the case for support WIthIn the orgamzaoon durmg transItiOns as
well as any we have seen

Bndges makes the pomt that changes don't create the problem, It's the
transloons Change, he says, IS sItuaoonal (new boss, new polIcy, new team
role) Transztton IS the psychologIcal process we go through to come to terms
WIth the new sItuaoon Change IS external, transioon, mtemal Change IS causal,
the effect, tranSItIon TransItion begms With an endmg, WIth the lettmg go of
somethmg ThIs "lettmg go" Bndges calls the fIrst step m transloon
management The second stage IS the neutral zone, the uneasy state of lImbo
between the old realIty and the new Bndges calls this a place of danger and
opporturuty Orgarnzatlons often pay httle or no attentIon to the "endmgs,"
wInch ar..e really the begmnmgs of transItIon And, they rarely acknowledge the
neutral zone

Here are some actIons that orgarnzatIOn and leaders can take to help
mdiVIduals through these stages of transItIon

• FIrst, help others "let go "

• Ident1fv who's losmg what

• Accept the realIty and lffiportance of subjectIve losses After all, loss ~
IS a personal expenence, not an orgamzatIonal dIrectIve Wrage 121



• Acknowledge the losses openly and sympathetIcally

• Expect and accept the SIgns of gnevmg Gnevmg IS the natural
sequence of emotIons we go through when we lose somethIng that
matters to us Some of these emotIons are anger (from grumblmg to
rage), bargammg ("I'll double my output If you'll undo the
change"), anxIety, sadness, dlSonentabon (e g, feelIng lost and
InSecure), and depressIOn

• Compensate for the losses (What can I give back that 15 positive to
balance what's been taken away?

• GIve people mformatIon, mformatIon, and more mformatIon

• Mark the endmgs When Cortes, the Spamsh conqu15tador, came
ashore m Veracruz With a crew less than enthUSIastIc about the task
ahead of them, he ordered them to bum thel! shIps Now that's
"lettmg go'"

• Treat the past WIth respect and a reahty that has, m fact, happened

• Let people take a pIece of the old way WIth them (Bndges tells a
wonderful story about the employees ofan old WInery that was sold to land
developers It was a lovely place, partIcularly the wmery rose garden, where
employees often spent thezr lunch hours In the last days ofthe
organIzatIon's long ltfe, management dtscovered employees were gomg mto
the garden after work and takzng rose cuttIngs from the gardens
Recogntzmg the stgntficance ofwhat was happenmg, management asststed
thetr employees m obtammg the cuttIngs for thezr own gardens)

Second, manage the neutral zone (as Bndges counsels us, "the neutral zone
Isn't Just meanmgless WaitIng and confuSIon - It IS a tIme when a necessary
reonentatIon and redefuuhon 15 takmg place, and people need to understand
that" GIven thIs, he says

• RedefIne It (1 e , change the metaphor bemg used to deScrIbe thIs "no
man's land")

• Create temporary systems, to prOVide some semblance of structure
and strength

• Strengthen tIes between groups WithIn the orgarnzatIon

• Appomt a transItion momtormg team to track what 15 happenmg m
peoples bves as a result of change

Fmallv, launch the new begmnlng" recogrnzmg, as John Galsworthy the
Enghsh novehst so aptly put It, "Begmnmgs are always messy" To make a new
begmnmg, the orgarnzatIon needs to attend to the followmg ISSUes
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• Clanfy and commUnlcate the purpose of the change

• Smce purposes tend to be somewhat abstract, It helps to paznt a verbal
pIcture ofwhat the outcome WIll look lzke

• Create a plan ofactzon that WIll get vou from where vou are to where
vou want to be, gIven the orgarozatIon's purposeful change

• ProvIde emplovees and slgmhcant others a part to play m both the
transItIon and the longer term outcomes 14

Some ot what Bndges counsels WIll undoubtedlv be overklll TIus IS so
partIcularlv u the change vou plan to undertake IS somewhat less than trulv
slgmflcant WithIn the lIfe of the organIZatiOn Nevertheless, Bndges' Ideas on
transltzons are among the best we have seen

REFLECTION

Thmk back to the manv transItiOns vou had to manage after the velvet revolutIon
and record some thoughts about how vou managed, and how vou rmght have
managed duferently, based on some at the Ideas that Bndges prOVIdes us
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THE TRANSmON CURVE

Some of Bndge's Ideas have been around for years, showmg up In somethIng
called the transItzon, or morale curve Those who have conducted research on the
change process have been able to IdentIfv certaIn patterns of behaVIOr, based on
time and the psycholOgIcal state of the mdlvldual or group Manv researchers
argue that the morale curve phenomenon can be traced wlthm the We of a
group or team that IS workmg together to accomphsh new tasks or learnmgs
Smce we are talkmg about "managmg change," It IS useful to know that some
behavIOrs are often common and can be expected as the change, bemg
experIenced, unfolds

The Peace Corps (mvolvmg Amencans who volunteer to work mother
countnes and cultures) collected Information, m the early years of the program,
on the psychologIcal state of Its volunteers over the course of theIr two year
aSSIgnments Bv recogruzmg the dramatic change that hvmg m another culture
represents, and bv understandIng the stages of response that most mdividuais
WIll hkelv have to the expenence at chfferent tlmes, the Peace Corps was able to
(1) mform the volunteers about therr hkely responses to the expenence, and,
(2) schedule group meetings at tlmes when It would be benefICIal for mdIvidual
and group counsehng and support

Other researchers looked at thIs phenomena m dIfferent settings and came
up WIth SImIlar conclusIOns Rather than overwhelm you WIth dIfferent models
of how groups or mdIviduals respond to sIgmfIcant changes, we will focus on
one model developed by John Adams and Sabrma Spencer They descnbe seven
stages an mdIvidual goes through m any senous change, chartmg them on
somethIng thev call the transItzon curve (see fIgure next page)15 The honzontal
aXIS represents tzme and the verbcal axiS reflects the mood, morale or psychologzcal
state of the mdIvidual It IS Important to reahze that each mdividual may react
qwte dIfferently to changes, or transItiOns, dependmg on therr role m llUtlatmg
or fostermg the change Nevertheless, knowledge that mdiVIduals mvolved m
the change process may be expenencmg these stages of transItion can help the
manager both understand the Impact of change on others and prOVIde support
m the transItiOns

Wlule the transItion stages are portrayed m the fIgure on the next page, the
followmg descnptlons of these stages as they affect mdIVIdual morale may be
helpful
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Vision

.,,-......- .... Euphonc Slip

I Searching for MNntno

2. Mtnll'nlZlng the Impact
5 TltStJng the umllS

4 Latbng GO Of
the Past

1 Losmg focus, or a state of unmobIhzatIOn (feehngs of bemg
overwhelmed, and mIsmatch of lugh expectatIons and reahtv)

2 Derual of change, temporary retreat, mmmuzmg the Impact

3 Although there IS awareness that change IS neceSSary, tlus IS the
frustratIon phase (what Adams and hIs colleagues call the "PIt")

-± Lettmg go of the past, acceptance of reahty, more comfortable
attItudes toward the change

5 TestIng the hmIts, new behavIOrs and approaches to deal WIth the
new reahtv, lots of energy, whIch can result m anger and frustratIon
for those stIll clmgmg to the past

6 Search for meanmg and understandmg of why tlungs are dIfferent,
mternahzatIon of change

7 fntegratIon of mearnng of change mto new behaVIor

(If vou are fanuhar WIth other models that depIct mdIvidual and group
responses to major change events, you rrught want to compare them WIth the
model Just descnbed )

The tIme taken to assmulate and accept major changes Witlun groups,
orgaruzatIons, cornmurutIes wIll obViously Vary dependmg on the mtensItv or
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magmtude of the change bemg undertaken However, an understandmg of
what IS happenmg, and partIClpatIon In the change process, are major factors
m both reducmg the hme reqUIred to successfullv brIng about the mtended
changes and gammg acceptance and support for the planned changes
WIdespread communIcatIOn WIth those affected and Involved, and authentIc
opportumnes to pamClpate m brmgmg about the change, wl1llessen the
resistance to slgruf1cant orgamzatIonal changes
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IMPLEMENTATION AND STABILIZATION CHECKLIST

READINESS CHECKLIST

If vou answer' no I to four of these quesnons or more, then vour orgarozatIon
mav not vet be readv to support the successfullmplementanon of a sIgrnfIcant
orgarnzatIon change effort

No

CJ
o
o
o

o
o
o
o

CJ
CJ

Yes

o
o

CJ

o

o

o

2 Do people WIth Implementahon
responslbilihes know what 15 to be done?

QUESTIONS

4 Is prompt and accurate mformahon
on progress bemg CIrculated to those
who need It?

3 Are they getbng the support they need?

1 Are there opportuIubes to delegate?

flliage127

5 Are people WIth task responslbwbes
gettIng the wechon they need?

7 Are achIevements, even small ones,
recogruzed and rewarded?

6 Do people have the authonty to make
deaslOns qUlckly when necessary?

8 Are successes bemg celebrated?

The followmg questIons are concerns that anv manager should have about
ensunng a nurtunng orgaruzatIonal enVIronment for a change effort Read the
questIons and mdicate "ves I or "no" bv placmg a check mark m the box to the sIde
of each questIons that corresponds WIth vour answer
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Implementation

Expenmentation.
Testing and
Redesign

Organization and
Resource Mobilization
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Action Research

- ~ Awareness and
Vision

Building a
Problem
Soivlng

Relatlonshlp

Problem Findmg
/ and Analysis

........__rr_ Planning a Cour.
of Action
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TOpIC Impact Evaluahon

Time requIred ApproXImately 90 mInutes

TIns seSSIOn IS mtended to provIde a proper perspectIve on the role of
evaluatIon as a way of learnmg whether or not and the extent to whIch a
change effort IS gelling the results mtended

1 The seSSIon begms WIth a presentatIon on Impact evaluatIon
based on matenals m the workbook Earlv m the presentahon, It
should be emphasIzed that the locatIon of evaluatIon near the
end of the workshop should not be construed to mean that
evaluatIon does not begm unbl the program IS over Qwte the
contrarY ContInuous morntonng of progress and feedback to
those WIth responsIbilIty for managmg the change process
should be stressed as a cntIcal management responsIbility
AttentIon should be gIven to what IS evaluated, measurement
techrnques and sources of mformatIon useful m carrymg out an
evaluatIon Present partICIpants WIth a lIst of cntena on
effectIveness, effICIency, adequacy and consequences that they
can use to develop a scheme for evaluatmg the Impact of thel!
plan of actIon

") Ask partICIpants to return to theIr clusters Suggest that they use
the cntena from the presentatIon and a worksheet to develop an
llnpact evaluahon plan The focus of thIs plan IS on the ongmal
objectIve and the development of a valId, relIable set of
measures for evaluatIng the actual results or Impact as related to
what was mtended

3 When partICIpants have completed thel! plans, ask them to
reconvene and share thel! results WIth other clusters Suggest
the use of flIp charts for plan presentatIon

TRAINER'S
NOTES
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CONCEPTS

fIt""3.

TACTICS IMPACTEVALUATION

Impact evaluatIon 15 an ongomg process (what the researchers call a
formatIve evaluanon) - not somethmg you Just do at the end of a project or
acnvIty Nevertheless, a £mal evaluanon (summmg up) IS Important and
oftentImes a requIrement of fundmg agencies and hIgher authonbes

SOME BASIC PRINCIPLES TO PONDER

EvaluatIon, whether perceIved as a formative process or a summatIon of
events and actiVItIes, IS strengthened by adhenng to certaIn pnnclples

1 Evaluanon should be slmple and non-threatenmg

2 Evaluanon should be based, pnmanly, on the needs of the
orgarnzanon, Its staff and theIr clIents If these needs are met
sansfactonly, the needs of others (such as higher levels of
governments) Will be met

3 Program and project parnopants (the planners and the
lmplementers), other deCISion makers, and chents should be
mvolved m the evaluanon process throughout

4 Evaluanon data should be used (sounds dumb but often
evaluanons are completed, "put on the shelf" and We goes on)

5 Evaluanon should not only look at what has been done (end
results) but how It has been done (the processes of deoslOn
makIng and problem solvmg)

6 Evaluanon should encourage growth and development of the
staff and orgarnzanon

7 Evaluanon should be ongomg not a "one shot" effort

8 Evaluanon should mclude a vanety of dIagnosnc and mqwslnve
approaches

9 Evaluanon should lead to deciSion makmg and further act1on,
both unproved through this targeted conduct of mqutry

The orgarozatlonal change strategy we have been purSUIng (based, If
vou recall, on the pnnoples of actzon research) has evaluatIon bwlt mto It
every step of the way In many ways, It IS a gwdance system that keeps us on
track and movmg from one step m the process to another, WIth assurance
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Dunng TactIcs 1 through 7, we should be askIng such questIons as

• How are we domg'

• Are we stIll on target'

• Do we need to make rrud-eourse correctlons'

• Are we workmg effectlvelv as a team'

• Is evervbodv who needs to be mvolved, at tlus tlme, mvolved?

• How can we perform better'

There are, of course, many more aspects to unpact evaluatIon, many more
tough questIOns to ask Here are some cntena and accompanvmg mqumes to
conSider as you carrv out each tactIc m the orgaruzatIon change process (By the
wav, some of the questIons are asked m present tense as a remmder that Impact
evaluatIOn IS an on-gomg process, not an end-of-the-Joumey tnp report)

CRITERIA FOR ASSESSING IMPACT

• Adequacv (these are questIons that are lffiportant to ask as you
formulate your actIon plan Also at the completIon of
Implementatlon Just change the "IS" to "was")

- Is our plan of actlon big enough and bold enough to accomplIsh
our goal?

- Is the goal "big enough," given the SIZe of the problem?

- Do we have suffIcient resources to carrv out our plan of actIon'

- If we solve tlus problem, will It stav solved?

• EffectIveness

- Did we do what we said we were gomg to do?

- Was the actIon plan unplemented?

- To what extent has the goal been met and the problem solved?

• EffIclencv (tlus IS also a set of questlons that can be asked as vou put
vour plan together (what the researchers call afonnatzve evaluatzon),
or as a part of a summatzve evaluatzon, to determme how well you
Implemented your plan)

- Could the resources be combmed dIfferently or dIfferent
resources used so the same actlvitIes could be produced at lower
costs? .J.'31



- How costlv IS the plan of actIon compared to the benefIts
obtamed?

- Would another plan of actIon accomphsh the same oblectIve at
lower cost?

- In the end, wlll we be able to sav we made the best use of our
resources to acmeve our mtended results?

• SIde Effects and Consequences (questIons to be asked as progress IS
achIeved)

- What are the benefIts of the change we have undertaken and
achIeved?

- And, the habilitIes?

- What un-antICipated consequences did we expenence (thIngs
we never thought would result from our actIon plan)?

• Outputs and Outcomes These are two terms that often get confused
when managers are talkmg about results Outputs are measurable
mdlcators of progress toward the ach1evement of your objectIves
Outcomes are the planned, and somehmes unplanned, results of vour
change process

If vou are gettIng bad results or adverse Side effects from the lIDplement
atIon of your actIon plan, you should re-thmk and redeSign before gomg
further One fInal comment on the suggested conduct of mqmry Don't heSItate
to add addItIonal questIons to help you assess both your progress toward vour
goals or m assessmg the results of actIons taken to acrneve the goals

These evaluatIon cntena are most effectIve when they are applzed to

• Resources - people, funds, matenals, eqwpment, hme technology

• ActIVlhes - that whIch IS done to carry out goals and objectIves
(what IS done)

• StrategIes - the "how" of the "what"

• ObjectIves - a planned and expected result

When the cntena stated earber are apphed to each of these"mgredlents,"
they prOVide an excellent management gwdance system Thev Wlll help
deternune 1f your efforts are on track and movmg toward the objectIves that
have been estabhshed
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Two other lssues unportant to evaluatIon are

1 Measures How are vou gomg to measure what It IS vou decIde to
do?

2 Sources of InformatIon What dIfferent sources do vou have
avaIlable and how WIll vou tap them?

MEASURES

A measure IS the amount of somethIng that eXIsts at a certam tIme The most
dIffIcult part of evaluatIon may be deternunmg what kmds of measures to use
for each of the cntena and mputs to problem solvmg that have Just been
dIscussed

Some thIngs are easv to measure (number of streets paved, cost per
kilometer), willIe others are much more dIffIcult (CItIzen satIsfactIon WIth the
expendIture, given all other local government pnontIes)

Two Important prmcipies to remember about measurmg are

• DesIgn vour measurement tools after you know what It IS vou want
to measure (Just because somethIng IS countable, doesn't mean vou
should count It )

• Be stmgy about what vou measure - measure onlv those thIngs that
gIve vou the InformatIon vou need

SOURCES OF INFORMATION

Measurement data can be abundant, so pIck and choose WIth care Example of
measure The number offinanczal clerks who have zmproved thezr skzlls In USIng
computer spread sheet programs Data are the numbers you get when you take the
measure Example of one pIece of data Twelve of the 15 finance clerks have
demonstrated thezr computer skzlls In prepanng financzal spread sheets wzth an
accuraCl/ rate of95% If the objectIve was to Improve the skills of fIfteen fInanCIal
clerks WIthIn a specmc penod of tune to a certaIn level, then our evaluatIon tells
us we were 80% effectIve

Data comes m manv forms and can be obtamed through

• IntervIews

• QuestIonnarres fllS0 133



• ObservatIon

• RatIngs (bv peers, staff, experts, the commUnIty)

• Tests

• Records and Reports

• Stanshcs

• Documents

• Exammahon

For managers at all levels of the orgamzatIon, evaluanon IS an on
gomg process - not a one-hme end event It IS the gwdance system that
keeps resources, actIvItIes, strategtes, and objectIves on track

EvaluatIon IS the hme when we "take stock" of our acluevements and
our shortfalls of antIClpated success Of accountIng for speClf1c actIons and
theIr consequences, for makIng new plans, for plantIng the seeds of future
challenges

6trategy Ma1agJng Orgarnzai:ton Change
Tacbcs b.Jght 6trateglc Acbons

ResLH:s· C1"uararrl:eed
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IMPACT EVALUATION WORKSHEET

The obJectlve to be achIeved 15

LIst (below) at least £lve mdicators that you feel would be appropnate for
evaluatIng actual unpact as compared with the mtended unpact (obJectIve)

1 _

2 _

3 _

5 _

EXERCISE
TOPIC
Impact

Evaluation
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TIme ReqUIred ApproXlDlately 90 Mmutes

ThIs session IS to bnng the workshop to a close bv engagmg partlclpants In a
exercise that calls for them to assess theIr present readIness to manage an
orgamzahon change process and InvolVIng them In a closure exerCISe
focused on choice and comnutment

1 InVIte partlclpants to complete a self-assessment queshonnarre
ExplaIn that the questlOnnarre IS meant to help them appraISe theIr
present capabilitIes to manage an orgamzahon change process and
to IdentIfy areas of needed unprovement

2 When partlClpants have completed the questIonnarre, ask them to
meet In parrs to discuss what they have learned about themselves
from the questIotmarre and to dIscuss avenues for self
Improvement Encourage partICIpants to make notes to themselves
about unprovement plans and theIr willmgness to take steps on
returnmg home to make use of workshop learnmgs Also suggest
penodic VISIts With one another to chscuss progress and to offer
support and encouragement

3 Ask partICIpants, InchVIdually, to complete a Group Effectiveness
Rating Scale and to share their results With one another m theIr
clusters The scale IS meant to gIve partICIpants a means for
evaluatmg how well they have worked together In the cluster With
partlcular attentIon In theIr diSCUSSIOns to the lower ratmgs

4 Close the workshop WIth an exerCISe from an anthology of trammg
exerCIses compiled by Carolvn NJ.1son under the tItle Games That
Dnve Change PartlClpants are given a copy of a famous poem The
Road Not Taken bv Robert Frost Read the poem out loud or have a
workshop partICIpant who IS good at such thmgs read It whIle
other partICIpants follow along After the readIng, ask partICIpants
what slg:ru.f1cance they see m the poem for themselves as graduates
of an OrgamzatIon Change Agent workshop Encourage a chscusslOn
of change and the potentIal It has for offenng them a less traveled
road Contmue the chscusslOn untll someone says somethmg hke,
"What If we take the road less traveled? It's the "what" questIon
that will lead partlClpants Into seeIng the endless posslblhhes for
leammg and growth as a manager
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Manager Self-Assessment and ClosureTopic
TRAINER'S

NOTES
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EXERCISE
TOPIC

Manager Self·
Assessment
and Closure

SELF-ASSESSMENT QUESTIONNAIRE

The followmg queStIonnarre IS desIgned to help vou assess vour personal
readmess to make deCIsIOns, solve problems and bnng about desIrable changes 1.0-. ....

For each statement, cIrcle the number vou beheve reflects vour current
management reahtv If you beheve the statement IS not lffiportant, check the
column on the far nght

Readmess Cntena Fullv Mostlv Partlv Shghtlv Not at all

1 I understand what top 5 4 3 2 1
management or the
councIl expects from me
on the Job

2 If asked what mv 5 4 3 2 1
organIzation values most,
m terms of ItS overall
operation, I could respond
Immedlateiv

3 Wlule I understand the 5 4 3 2 1
ground rules of the
orgaruzation, I am willmg
to confront them and my
supervIsors when thev are
not workIng to foster
decIsIOn makIng and
problem solvmg m the
organIzatIon

4 I clearlv understand 5 4 3 2 1
what mv role and
responslbIllbes are
WIthIn the organIzatIon

5 I have all the resources 5 4 3 2 1
I need to perform my Job
responsIbIlItIes
effectIvelv
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Readmess Cntena Fullv Mostlv Partly SlIghtlY Not at all

6 I have access to the kInds 5 4 3 2 1
of mformahon and data I
need to perfonn my
responslblhnes effeetlvelv

7 I understand the goals and 5 4 3 2 1
obJecnves of my work urnt
and have a comrrutment to
fulfillmg them

8 I personally consider the 5 4 3 2 1
consequences of my acnons
before I carry out a project
or task

9 If someone asked me to 5 4 3 2 1
defme the performance
target of my work urnt for
the fIscal year, I could
answer munedlateiv

10 Mv work urnt rouhnely 5 4 3 2 1
assesses Its performance
and uses the mformanon
to make Improvements

....... ....,..., 1-" ................- _";1,0, >!- :.....c4t-~t$~~ ~~d

"':"':_1. I I ~ t ~'"'--t..~r:;~ .....n-~ , ~
Pers~~:ea~e5S1SCOre _::';''t~~~~ ... ..j"~~ ...___.

.... -f _ ::; ....t~~~- .--. ~~I.ti:'

The nia.xImum possIble scori~ sO' A"'Sco;e of 4OE.oiri~Q..E:&vemdt&ttesa ~
healthy state of personal readmess -A~tota1 score of less-than'f20.mdtcates senous

'" "'~ry,-
defICIenCIes that should be addressed to ready yoUrsel£:for"lnanagmg a change
effort. _
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2 The feelmg of freedom I felt to express mv ideas

GROUP EFFECTIVENESS RATING SCALE

3 The extent I feel mv Ideas and opmlOns were heard

1 234: 5 67

.F.'39

7

7

SatisfIed

SatisfIed

7

SatIsfIed

Satlsned

Satisfied

Satlsned

6

6

6

5

5

3

4

'*

4

3

3

3

2

2

2

DissatisfIed

DIssatisfIed

DIssatIsfIed

DIssatisfIed

DissatlsfIed

1

1

1

1 Mv general satisfaction WIth our cluster s performance

1 234567

3 The degree of trust and openness I feel eXIsted m our cluster

1 234567

4: The way decIsIOns were made

DIssatIsfied

6 How we managed our tlme

Analvze your cluster bv ratIng it on a scale from 1 to 7 (7 bemg what you would
consider to be ideal) With respect to each of these vanabies Then, WIth the rest
of your team, dISCUSS the sItuation WIth respect to each vanable, pavmg
particular attention to those for wrnch the average ratmg IS below 5 or for wrnch
the range of mdIvidual ratIngs IS partIcularly WIde
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lZ.Pbert Frpst

Two roads &verged 117 a yeL1..?w wood.
And sorry I couLd not travel bt'th
And be one traveler I.tmg I si:Pod

And UJoked dPwn one a far as I could
To where Tt bent fr1 the lJfIdergrowth

Then i:PoIc the other asJust as far
And having perl7aps the better ci.am

Because rt was grassy andwanted wear
Though as for that the pasSll1g there

Liad worn them reaLLyabOLlt the same

Andbt'th that rnomng equally lay
In leaves no step had trodden black.
Ok Ikept the first for another dayI

yet k:nttwIng how way leads on i:P way
I dot.bted ifIshould ever come back.

I shall be te/1Jng thts wrt:h a SIgh

6tJf71t!\1t1here ages and ages hence
Tw'o roads Jverged N7 a wood. and I

I i:Ptk the one less traveled by
And that has made all the dtfference

from The Poetry Off2.L;bert frost
edted by '-Jward Connery Lathem

flJgel4ll
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