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NEW PLANETARY PATTEIRNS

“Slash-and-burn” organizational
| I ' r I I change, advocated by some
management gurus, is not the

only, and often not the best,

route to take. Smart change considers the ever enigmatic human factor. In the following articles we look at some

human factors in the pyschology, strategy and direction of change.

Jean Tinguely, Metfa, 1968. Crayons, chalk and ink on paste-board. 50x60 cm.
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ANNE and JOHN EPPS

“Nobody likes change but a wet baby!” Resistance to change, whether it be active or pas-
sive, marks virtually every significant change in the process of doing business—no matter
whether that change is positive or negative. Either way, people resist. In a time when
change has become the norm—far more commonplace than stability—this resistance fac-
tor is too important to ignore.

In fact, resistance is a positive step in the change process. It indicates the seriousness

with which the resisters are coming to terms with an uncertain future. Several possible fac-

tors contribute to the resistance: people may be uncertain whether their services will be
needed in the new operation; unsure that they can perform complicated new tasks; or fear-
ful of losing performance increments while on a new learning curve. These are real, well-
founded concerns and people would have to be apathetic to ignore them.

When changes occur, people go through four stages: denial, resistance, experimenta-
tion and adaptation. Different individuals will go through the stages at different times;
some will get stuck in one phase or another. These stages may be rapid or prolonged, de-
pending on how they are handled, but they inevitably accompany the change process. The
role of the manager is not to avoid them or bulldoze through but to recognize the stages as
they occur and manage or coach his/her people from one stage to the next.

STAGE o DENIAL )

When people are in denial, communicate, communicate, communicate. Even when there
is little new clarity, continue to announce the coming changes and their positive potential.
Never mind that clarity cannot be attained: state what the conditions are and where the
process is at the moment. This will provide people a sense of being “in on” the real situa-
tion and being a full member of the team.

STAGE 9 RESISTANCE

When people reach the stage of resistance, then listen, listen, listen. There will be com-
plaints, fears, criticisms, and challenges, but little capacity to take directions— yet. People
have to “get it off their chest” before being able to move on. No need to be defensive: it’s
the situation, not you, that is under attack. Listening with empathy will set the tone for the
new era—and it may reveal some dangers and opportunities you had not foreseen.

STAGE e EXPERIMENTATION

When people are ready for experimentation, encourage, encourage, encourage. It’s no
problem that some things don’t work yet: it’s a time for novelty and innovation. Provide oc-
casions to reflect and learn from new efforts: this is a time for re-writing the procedures and
finding ways for the future.

STAGE 0 ADAPTATION

When they’re ready for adaptation, focus on the future vision. Pictures of a desired and pos-
sible future will provide the cohesion necessary to hold the new form together. In so far as
possible, involve people in developing the vision so that they can “own” it. No doubt, some
sense of vision guided the change process: but after it’s underway, new factors will arise
which may modify the original projections. Get as many people as possible to shape a
shared vision.

Resistance is not a negative influence unless it goes unattended. With proper guidance
itbecomes a useful step into the future. <

Dealing with
Mindset—first

hat happens when an.organization

making major changes— however

well intentioned—tries to change
the structures and processes first and the
people last? Invariably there is a degree of
resistance, usually substantial. Much ener-
gy is then wasted on overcoming this resis-
tance to change. This resistance actually
negates much of the value of the process
changes thatare sometimes vitally needed.
Yet, the classical approach to change has us
first implement system, structure, or
process changes to deal with a problem,
then expend tremendous energy and re-
sources trying to overcome resistance to
the changes, attempting to gain buy-in for
them from the people.

There is an alternative, however, an ap-
proach to change that actually generates
buy-in and commitment before or concur-
rent with implementing the change. The
approach is to deal with the mindset issues
first, or at least concurrent with system and
process changes. Experience validates that
with this approach to implementing
change people begin to approach it with an
attitude that includes an openness to
change and the ability to see the opportu-
nity in change—a change-friendly atti-
tude. We see this subtle distinction,
between causing the resistance and access-
ing people’s natural desire to make a dif-
ference and to feel a part of what’s going
on, as a primary key to the renewal of any
organization.

While changes in systems and process-
es are essential, leaders cannot hope to
achieve success in implementing them
without a broad base of support from their
people. Refusing to address the core issues
—the mindset and spirit of their people—
dooms an organization and its people to
constant fire-fighting, conflicts, and high
levels of stress.

Enlightened leaders know this and
continually search for ways to manage the
attitudes, thus the energy and commit-
ment, of their people. Indeed, they deal
with these mindset issues consciously and
continuously as a requirement for creating

,a change-friendly, renewing environment.
Theyalso doitnotinamanipulative mode,
but in a way that benefits all concerned.

Excerpted from Enlightened Leadership by Ed
Qakley & Doug Krug. Simon & Schuster, New
York, 1991.




Putting Wheels under Good Ideas

Between the idea and the action
falls the shadow.
T.S Eliot

Indirect action is preferred
to direct.
SunTzu

abound. Theories, suggestions, plans,

convictions, intentions, decisions,
strategies, recommendations, mandates
and directives are forthcoming at the mere
hint of a request. Well-intentioned, intelli-
gent citizens sit in thinktanks, study and
support groups and come up with dozens
of good implementable ideas.

Why do so few of these ideas get imple-
mented? Often it seems that the greater
the idea’s potential, the stronger the
mind’s resistance to it, not because people
are lazy or lack creativity, but because they
are so painfully clear about the difficulties
involved in taking the first step. Just give a
good idea to someone for action and you’ll
soon come up against 101 reasons why it is
impossible or unwise or just plain unneces-
sary. Effective action requires a different
kind of thinking. Itinvolves five steps:

The first is locating the leverage poinis. It
does not help to suppose that effective ac-
tion can be accomplished if it depends on
someone else’s performance. It has to be
an arena in which you and your team mem-
bers have control. Within the sphere of
your control, the action must also have con-

I n the world of organizations, good ideas

nection to an area of larger scale, the team’s
action project must focus on an area where
there is obvious need for improvement, a
situation that is found in a number of de-
partments or areas around the organiza-
tion, and is visible so that the project’s
success will have an impact beyond the
confines of the team’s domain or control.

"The second step is to create a demonstra-
tion of possibility for the whole operation.
Place an emphasis on providing support so
that a rapid, visible, startling change oc-
curs. Perhaps it is only that you as senior
manager show up on the front line for an
hour (if you’re demonstrating commit-
ment to teamwork or customer service); or
perhaps you transform the working space
of a particularly non-spectacular depart-
ment. You will have to decide on the par-
ticular demonstration, but be sure that it
has a symbolic quality so that people will
look atitand see a possibility for change in
their own area.

The third step is to operate through short-
term time frames. Don’t put the whole pro-
ject on a two-year schedule and let it go.
Prolonged efforts serve only to exhaust,
not to motivate. Set some interim goals,
some short-term successes and build in a
celebration of accomplishments even
when the whole project is far from com-
pleted. The most dramatic part of this step
is to decide to announce your intentions
before you begin.

"The fourth step is to develop the direct ac-
tion plan, i.e., the specific steps necessary

The Art and Science of Participation

CAs Summer School

n a warm sunny week in July 1994,
thirteen graduates of facilitation
training courses and four ICA guides
feasted for six days to gobble up as much as
they could on the philosophy, the meth-
ods, and the practice of facilitation.
Participants came to 'Toronto from as far
as Yellowknife in the Northwest
Territories and even from the US. They
brought with them case studies of client
situations to use in laboratories for design-
ing facilitation events and in up-front tuto-
rial practice.

The participants and staff became a
learning community with common inter-
ests and commitments. The myth of The
Man of L.a Mancha appeared out of
nowhere on the very first day and quickly
became the common story of the program
with accompanying song, artform and
video.

Each day started with a philosophy ses-
sion, then shifted into an exposition and
practice of a key method. The afternoons
were devoted to upfront tutorials and de-
sign sessions. ‘Ah-a’s abounded: “So, that’s

to reach the objective. It will not work to
have one set of people decide and design
the project while another set of people im-
plement the action. Real ownership of the
results happens when these two sets of
people are the same. .

"The fifth step demands action that is
more indirect. Identify the critical point in the
plan, i.e., the point at which the project
could be halted for lack of approval either
from the top, or for lack of ‘buy in’ from po-
tentia] implementers. Build in several in-
direct approaches to ensure success. Use
third-party advocates who are highly re-
garded by the one(s) with power to refuse
your request. Highlight and demonstrate
the fun of supporting the project. Keep an
enthusiastic, confident style. If one indi-
rect tactic does not work as anticipated, use
another, but be sure to avoid the all-or-
nothing decision until you are certain of
approval. Direct your praise for the project
both to the one(s) who approved the pro-
ject as well as to those who implemented
the action. Remember the wisdom behind
the saying: “You can do anything, if you
don’t mind who gets the credit.”

Making things happen is not magic and
many factors will intervene to make it diffi-
cult. But when the team starts small with
highly visible manifestations of what is pos-
sible, the spin-off effects are dramatic. ¢+

from The Image: An Action Research Journal on
Personal and Organizational Transformation,
ICA Bombay, November, 1994

why it’s done that way....”; or, “So that’s
why they’re called life methods”; “I really
have a low level of intellectual rigour”; or,
“These methods are more than tech-
niques: they’ve got soul!” “Initially I was
looking for techniques to apply.in my work
situation. Now I see that the applications
are endless.”

One participant summed up the impact
of the week, “This week has been a deep-

“ening for me and a sacred experience.

There really is an element of the sacred in
the art of facilitation. The program has
been wonderful and life-changing.”

Many of us had the same sentiment and
we were privileged to have shared the
week with such a great group of people.<

—Brian Stanfield

EDGES




t a recent ICA conference at
Lonavala, a hill station in India,
people gathered from all over the
world, brought together by their quest for
fresh forms and operating patterns for the
90s. One group went searching for the
creative and leading edges in organiza-
tions today. They found 21, which they
grouped into five trends. Here they are.
First was a whole systems approach
to organizational transformation.
Contractual relations with suppliers are
now becoming the norm. Along with
that is a recaptured appreciation of sys-
tems in making changes—demonstrat-
ed particularly in the search for an
organic approach to change rather than
the cataclysmic interventions advocated
by some business gurus. In fact, the
“slash and burn” approach to manage-
ment is rapidly losing credibility. The
management of paradox has become the
latest buzz phrase for those leaders most
systemically aware.

A second trend noticed was the
emerging concern for the human-centred
enterprise. Hitherto it was understood
that you used people to produce things;
now, increasingly the organization is

ORGAN Z A TIONAL

viewed also as an agent for personal
growth and development—it produces
people as well as things. The last few
years have witnessed

an immense concern

for staff commitment

and attitudes—the in-

tangible human factors

that generate productiv-

ity. “Jobless organiza-

tions” are on the rise: ’
people don’t have partic-

ular jobs, but work to-

gether in multiple roles as

teams on a project. There “E“Ds to pursue.

‘ ‘ Jobless organizations” are
on the rise: people don’t
have particular jobs,
but work together in multiple

roles as teams on a project.

are companies in which employees are
self-determining entrepreneurs, perhaps
set loose from the company to contract
their services both to the company and to
outsiders.

Thirdly, organizations are redefining
their integrity relative to legitimacy and
presence in the society where they oper-
ate. Companies are finding it important
not only to react to legislation on such is-
sues as environmental pollution and em-
ployment practices, but to take the lead
in addressing major social issues related
to their business. Organizations are mea-
suring their value in terms of their contri-
bution to society and defining their
mission relative to social contradictions.

Often, this is allied
with an increasing
sensitivity to natural
resource sustain-
ability. Companies
are no longer defin-
ing their purpose
simply as increas-
ing shareholder
profit, but are

finding a larger

“noble purpose”

o




Fourthly there seems to be a new
synthesis of worldviews, particularly be-
tween East and West, taking place in or-
ganizations. Previously, the Japanese
style of consensus and £aizan (incre-
mental improvement) was revered in
the West, and more Western styles of
confrontation and control admired and
aped throughout the world. Now that is
changing as people are struggling to
identify what makes the Global
Corporation. The ISO-9000 movement
is becoming a standard that is the re-
quirement for entry into the global
game. Margaret Wheatley’s Leadership
and the New Science is providing
metaphors from physics that describe
organizational dynamics in terms of
force fields rather than substantial struc-
tures, and this is moving both East and
West into a new way of recognizing and
understanding the dynamics of compa-
nies. Intangible factors are becoming
recognized for the power they exert in
corporations.

Finally, cohesive leadership patterns
are emerging. Companies are consider-
ing the social role of leadership and be-
ginning to use the language of
facilitation rather than that of manage-
ment or control. People are concerned
with the social capital in an organization,
concentrating on cohesion and connec-
tions rather than structures. Some even
draw their organizational chart based on
relationships, mapping the human sys-
tem in the workplace.

As the Lonavala study group exam-
ined these five trends, they attempted
to find one clear leverage point from
which to provide helpful interventions.
But in the course of the discussion, all
five were constantly named, and this is
probably right...in that touching any
part of a whole system affects all the
parts.<

‘1'r§g--We can make thmgs happea m our oommumty
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- H ) “My social services agency needs o create
ro u p a c I Ita I o n an action plan in two days to respond to a
new government policy. How can ICA help?”

® Help your group think through difficult issues and
reach a considered conclusion.

e Enable your school or group to reach consensus.
e Stimulate individual creativity and teamwork.

ICA consultants can help any organization
get maximum participation from its staff,
volunteers and members by tailoring pro-
grams to its specific needs. The organization
will gain the benefits of:

Group Facilitation gives you a working knowledge and pract/ce in these
vital processes:

A PARTICIPATORY DISCUSSION METHOD

o “how peaple think when they think clearly”
emoves from the surface to the depih of a topic
A PARTICIPATORY WORKSHOP METHOD
eencourages participation of each group member
egiscovers and creates consensus

e huilds basis for an effective team or partnership,

ACTION - with specific plans, strategies and
solutions

COMMITMENT - with the ability to implement
decisions and strategies

INNOVATION - with a greater portfolio of ideas
to draw from

UNDERSTANDING - with a common framework for
decision making and problem solving.

INITIATIVE - with increased individual
responsibility

We'll help you find direct applications for your specific needs.

Seminars can also be held on location and designed for special applications.
Call (416) 691-2316 or write ICA Canada, 577 Kingston Rd., Toronto MA4E 1R3

UPCOMING SEMINARS IN TORONTO IN 1995:

January 17-18 May 13-14 September 19-20
gzg;g:z ;?:g ?ﬁﬁz ;g:g 82;852 Sjg To design a program for your specific needs call
March 21-22 Tuly 13-14 November 21-22, (416) 691-2316 or write ICA Canada, 577 Kingston Rd.,

Toronto M4E 1R3

April 18-19 August 22-23 December 5-6




17 future of Edges magazine

Turning the corner from Ieading. edge thinking to leading edge action

know little about Edges’ parent organization, The

Canadian Institute of Cultural Affairs (ICA Canada). We
intentionally left ICA out of our editorial content because we
wanted to be a forum for exploring leading edge thinking with-
out cluttering up our readers’ explorations with extraneous and
leading references about a little known organization.

Things have changed...because ICA Canada is not a little
known organization anymore. Our consulting practice has ex-
panded dramatically because our track record is good. Our
training courses fill up quickly because word about ICA Canada
has gotten around...and, in fact, Edges has been responsible for
some of this success. But we have also been told by hundreds of
ICA clients and colleagues that by leaving ICA Canada out of
Edges magazine, they are missing out on some of the most vahu-
able research in the world. :

I tend to agree with their point, but need to detail the down
side of shifting to publishing ICA’s own action research.

First, we will not have a lot of big-name writers in each issue,
as we have in the past. ICA’s action research is built on work
with thousands of people in grassroots situations.

Second, we will not'be able to attract much advertising in-

R caders of Edges magazine often comment that that they

come, primarily because our readership will not represent a de-
mographically marketable audience. We will have to rely on
subscriptions.

Third, the magazine will be thinner, because the loss of ad-
vertising revenue will reduce our printing ability.

Fourth, Edges will no longer have a spot on newsstands.

On the up side:
* Kdges will effect actual change, not just ideas about change.
* More of our readers will be able to submit publishable articles.
* Thousands of our trainees and clients will find practical ad-
vice.
® Edges will directly support ICA Canada’s work of creating a
culture of leadership and participation. '

Brian Stanfield and I, and the rest of the ICA staff are excited
by the new direction Edjges is taking, I trust you will be, too. If
not, please let us know so that we can rectify those individual
instances.

I hope this transformation of Edges magazine will be a
green light to society at large from edge thinking to leading-

edge action.
—Bill Staples

For those who are involved
in creating a learning organization. ..

towards the learning organizations:
a guide

by
Ginny Belden
Marcia Hyatt
Deb Ackley

* A synthesis of current theories about the learning
organization

¢ Includes innovative and effective ways to integrate
these concepts into any organizational setting

This book provides the framework for facilitating change
with sensitivity, using a combination of new and familiar
approaches.

Belden, Hyatt and Ackley Consultants have facilitated
organizational development and change management
in Canada and the U.S.

Available from ICA Canada. $34.95 plus $2.45 GST
and $3.50 shipping. Limited quantities.

ICAFACILITATORS’ CONFERENCE
Watch foritin 1995

RIDDLE: How many ICA facilitators does it
take to change an organization?

Come to the JCA Facilitators’ conference
and find the answer to this and many
other questions.

As an ICA facilitator you are in a select group of people who are ef-
fecting positive social change at the local level. Meet with other fa-
cilitators and:

¢Share approaches that work

*Network with change agents

eExperiment with I[CA methods
and much, much more.

Watch Edges for announcements about the first IGA Canada
Facilitator’s Conference or call (416) 691-2316, fax (416) 691-2491

{9U0 $93B1 ATUO AJ[BSI 3] :IoMSUY

SALES POSITION

ICA Canada is looking for a sales-oriented individual to
sell training courses and contract programmes by tele-
phone and mail. Commitment to, and some experience
with, ICA participative methods a must. Send resume in
confidence to ICA Canada, 577 Kingston Road, Toronto,
Ont. M4E 1R3.
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Good Reading

1995. 467 pages.

GOVERNMENT WORKS:

Profiles of People Naking a Difference
ed. James Troxel

Miles River Press, Alexandria, Virginia, USA,

This book showcases 19 case studies which
suggest an innovative approach to re-
designing government, namely—use the
people and it works.

Government Works reports on the recov-
ery of civic responsibility, an increased par-
ticipation in governing by citizens, and a
new image of public servants that calls for
them to be resource-linkage brokers.
Collaborative techniques are a main focus.

"The book is divided into four sections:

1. citizens taking initiative

2. empowering employees

3. entrepreneurship in government

4. facilitating collaboration

The pre-publication reviewers of
Government Works have been very enthusi-
astic about the book.

Says US Senator Carol Moseley-Braun
of Illinois, “With Government Works, T'roxel
has compiled irrefutable evidence of the
value of commitment to community.”

Babak Armajani, CEO, The Public
Strategies Group, Inc., says, “If you are in-
terested in reinventing citizenship, read
it.”

Government Works will be available from
ICA Canadain early February.

Team Leadership Pilot Course

Why are one-quarter of North American organizations today using teams as their basis of
operations today? What are teams? How do they work? How do you launch them? How do
you maintain them? What does it take to lead them? What tools do they need to be effec-
tive?

These were some of the questions participants wrestled with in ICA Canada’s pilot
Team Leadership Course. The people around the table who came from business, health,
university and local community organizations knew their workplaces desperately needed
conversion to team-based workplaces, and they were eager for the savvy and the ‘how-to’s
that the course provided.

Participants appreciated both the wraparound of context on trends, steps in team forma-
tion, team leadership, sustaining team morale, and were fascinated by the ‘whistle-points’
screen. But what they appreciated most were the practical tools they added to their meth-
ods kit bag. .

One participant who was hoping to introduce teams overnight into a large organization
thoughtbetter of itand saw clearly that some environmental conditioning would have to be
done first, starting with a small pilot team operation which could serve as a demonstration
to the organization. Another potential team-builder declared: “This course has corroborat-
ed hunches and intuitions I have had that I now have the courage to put structure on.”
Applications to university teaching teams, to building and sustaining group morale, and to
initiating a team development project were also acknowledged.

And when it was over, the people around the table made every effort to take away dou-
ble copies of all the method handouts and insisted they could not possibly leave without
copies of all the talks in their briefcases. Even though the course was jam-packed with im-
ages and methods, there was mention of extending the course to three days, of follow-up
refresher courses, and the need for a team-building manual. It scemed that participants
had got what they came for.

ICA MENMBERSHIP
Annual ICA Memberships for 1994 expired in December. Membership renewal fees of
$50 ayear are due in January 1995.

WHOLE SYSTEMS COMMUNITY DEVELOPMENT COURSE will be held in
Timmins on February 21-22, 1995, and in'Kirkland Lake on February 23-24, 1995.
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