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                 C hap te r 1 1
 I n stit u tio naliz e a n d L eve ra g e C han ge
 I m agin e th is s c enario : T w o 
 co m panie s i m ple m ent th e s a m e I T s y ste m . T hey u se th e s a m e
 v end ors to m anage th e p ro je ct a nd i m ple m ent th e c hanges. T hey u se th e s a m e o uts o urc in g a nd
 c o ntr a ct m anufa ctu rin g c o m panie s. A nd y et, th ey a chie v e v ery d iffe re nt r e su lts . F iv e y ears o ut,
 c o m pany A h as s e en i n cre d ib le , d ir e ct b enefits f r o m th e c hange. C om pany B i s s tr u gglin g,
 h in d ere d b y th e s a m e p ro ble m s th e s y ste m w as s u p pose d to f ix .
 I 'v e s e en th is h ap pen m any ti m es, a nd th e q uesti o n b eco m es, h o w c o uld tw o c o m panie s th at
 i m ple m ente d s im ila r c hanges g et s u ch d iffe re nt r e su lts ?
 T he a nsw er o fte n e nd s u p b ein g f a ir ly s tr a ig htf o rw ard : C om pany B c hanged th e i n fr a str u ctu re
 b ut n ev er c hanged th e c ultu re b y m akin g n eed ed c hanges to p ro cesse s, b ehav io rs , o rg aniz a ti o n
 c harts , d ecis io n-m akin g a uth o rity , a nd s o o n. E ven s m all h o ld overs o f th e o ld w ays c an e at
 a w ay a t g ain s. F or e xam ple , th e E R P s y ste m w e i m ple m ente d a t M ed tr o nic m ad e r e al- ti m e
 i n fo rm ati o n a ccessib le to a ll. B ut w e c o uld n't r e ap th e b enefits o f th at u nti l w e h ad a ls o
 i n cre ase d th e d ecis io n-m akin g a uth o rity o f 
 fr o nt- lin e p eo ple s o th at th ey c o uld a ct o n w hat th ey
 l e arn ed . P ro cesse s h ad to c hange, to o. T he s y ste m a llo w ed u s to i n cre ase th e u se o f a uto m ate d
 o rd ers , a t l e ast i n th eo ry . B ut I s a t d ow n w ith a r e p re se nta ti v e i n o ur c usto m er c are g ro up o ne
 d ay a nd f o und o ut th at a ll th o se e le ctr o nic o rd ers w ere b ein g m anually r e v ie w ed b efo re b ein g
 r e le ase d to th e w are ho use , e ati n g u p a ll th e e ffic ie ncy th e s tr e am lin ed s y ste m w as i n te nd ed to
 c re ate .
 W hy O rg an iz a tio ns L ose T heir F ocu s
 T o c atc h a nd f o llo w th ro ugh o n a ll th e c hanges, a n o rg aniz a ti o n n eed s l o ng-te rm f o cus a nd r e al
 c ultu ra l c hange. L et's s ta rt b y ta lk in g a b out th e r e aso ns w hy o rg aniz a ti o ns l o se th eir f o cus.
 S hort-T erm F in an cia l D is tr a ctio n
 C EO s a nd b oard s h av e to b ala nce th e n eed to a chie v e s h o rt- te rm q uarte rly e arn in gs a gain st th e
 d em and s o f l o ng-te rm s tr a te gic i n iti a ti v es. I f th ey d on't d o i t w ell, th e b ud get a nd m an h o urs
 d ev ote d to c hange i n iti a ti v es a re g utte d to m eet i m med ia te f in ancia l p rio riti e s, a nd th e l o nger-
 t e rm , h ig her-v alu e r e w ard s n ev er c o m e to f r u iti o n.
 T his i s n o th in g n ew . E xp erie nced c hange a gents m anage e xp ense s to p ro te ct th eir i n iti a ti v e
 f r o m th is th re at. B ud get f o r th e b est, b ut p la n f o r th e w ors t. “ T he w ors t” i n th is c ase i s w hen
 m anagem ent a sk s y o u to r e d uce th e i n iti a ti v e's c o st b y 1 0 o r 1 5 p erc ent i n o rd er to m eet W all
 S tr e et's q uarte rly e arn in gs e xp ecta ti o ns. N ot m eeti n g e xp ecta ti o ns c an r e su lt i n a s e rio us d ro p
 i n s to ck p ric e. I f i t h ap pens s e v era l ti m es, W all S tr e et a nd l a rg e s h are ho ld ers s ta rt q uesti o nin g
 t h e e ffe cti v eness o f th e c o m pany's l e ad ers h ip , a nd h ead s r o ll. Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
 Created from ncent-ebooks on 2020-07-22 13:41:47.
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 When a sk ed to r e d uce c o sts , b e p re p are d ; o th erw is e y o ur b oss c an l e giti m ate ly q uesti o n h o w
 su p porti v e y o u a re to th e o vera ll s u ccess o f th e o rg aniz a ti o n a nd n o t j u st th e c hange i n iti a ti v e
 yo u a re l e ad in g. T he b est w ay to p av e th e w ay 
 fo r c o st r e d ucti o ns th at w on't a d vers e ly i m pact
 th e i n iti a ti v e i s b y m akin g s u re a t l e ast 2 5 p erc ent o f th e r e so urc es w ork in g o n i t a re c o ntr a ct
 em plo yees r a th er th an f u ll- ti m e e m plo yees. R ese rv e f u ll- ti m e s ta ff f o r th e m ost c riti c al a sp ects
 of th e i n iti a ti v e. W ith th is k in d o f f le xib ility i n th e te am , y o u c an p ull b ack a s n eed ed w ith o ut
 sh utti n g th e p ro je ct d ow n. I f y o u'r e w ork in g w ith a th ir d p arty to b rin g i n c o ntr a cto rs , y o u'l l
 need a s tr a te gic r e la ti o nsh ip to g et p ast th e n o rm al s ti p ula ti o n o f 6 0 to 9 0 d ays' n o ti c e b efo re
 re d ucin g e m plo yee n um bers . T hat's n o t e no ugh f le xib ility to r e d uce c o st b efo re th e e nd o f a
 quarte r. B y b uild in g a s o lid , f o rw ard -lo okin g r e la ti o nsh ip , I 'v e b een s u ccessfu l i n n ego ti a ti n g
 15- a nd 3 0-d ay n o ti c e p erio ds. T hat's a s ta ffin g m odel th at p ro vid es th e f le xib ility y o u n eed to
 su p port th e c o m pany w hile m ain ta in in g th e i n iti a ti v e's m om entu m .
 Chan ge O verlo ad
 Ano th er r e aso n w hy c hange i s n 't s u sta in ed i s th at th ere a re to o m any c hanges ta kin g p la ce a t
 once. I t r e m in d s m e o f th e l y ric s i n o ne o f m y f a v orite s o ngs, w hic h I 'l l p ara p hra se : 
 I c a n't d o
 what 1 0 p eo ple t e ll m e, s o I g uess I w on't c h ange
 . P eo ple c an o nly f o cus th eir a tte nti o n o n a
 fe w th in gs a t o nce. I f th ere a re to o m any “ to p p rio riti e s,” p eo ple w ill f a ll b ack o n d oin g th in gs
 th e w ay th ey k no w . I n o th er w ord s, i f e v ery th in g i s i m porta nt, n o th in g i s . A c lo se r e la ti v e o f
 change o verlo ad i s “ change d e j o ur,” w hen o rg aniz a ti o ns p ile o n a n ew to p p rio rity a nnually
 befo re th e p re v io us o nes h av e b een i m ple m ente d . P eo ple n ev er f u lly e ngage b ecause th ey
 kno w th at s o m eth in g n ew i s r ig ht a ro und th e c o rn er.
 To p re v ent o verlo ad f r o m o ccurrin g, I h av e a “ ru le o f th re e.” A t a ny o ne ti m e, m y te am s h ad
 th re e to p s tr a te gic p rio riti e s, a nd e ach p ers o n h ad th re e i n d iv id ual p rio riti e s d ir e ctl y l in ked to
 th e s tr a te gic p rio riti e s. T he s a m e g o es f o r o pera ti o nal a nd ta cti c al p rio riti e s. T hey d on't c hange
 unle ss s o m eth in g m ate ria l, l ik e a n a cq uis iti o n o r m ajo r q uality i s su e, c o m es u p .
 Lead ers h ip T ra n sit io n s
 It ta kes a g o od th re e to s e v en 
 years to i n sti tu ti o naliz e c hange, e sp ecia lly tr a nsfo rm ati o nal
 change. T ro ub le i s , m ost s e nio r e xecuti v es d on't s ta y i n th eir p ositi o ns th at l o ng, a nd th ere 's n o
 guara nte e th at n ew l e ad ers h ip w ill s u p port y o ur i n iti a ti v e. T here a re a c o up le o f w ays to
 pro te ct y o urs e lf a gain st th is r is k . O ne i s to b e o n th e w atc h f o r y o ur b oss's l ik ely s u ccesso r a nd
 sta rt c ulti v ati n g th at r e la ti o nsh ip e arly . T he o th er i s to c ulti v ate r e la ti o nsh ip s a cro ss th e
 executi v e l e v el s o th at y o u h av e a s tr o ng b ase o f s u p port th at c an h elp to i n flu ence a n ew
 le ad er o n th e s c ene. F or m ost l a rg e-s c ale c hange, y o u'r e l o st w ith o ut th e s u p port o f th e C EO ,
 who se i n flu ence r e aches b eyo nd e v ery f u ncti o nal b arrie r.
 When I w as i n te rv ie w in g w ith M ed tr o nic , th e C EO w as m ore th an f iv e y ears i n to h is te nure .
 Meanw hile , r e aliz in g th e f u ll b enefits o f th e E R P s y ste m i m ple m enta ti o n a t th e c ente r o f m y
 mand ate w ould ta ke f iv e to s e v en y ears . A s a r e su lt, I r e ste d m y d ecis io n o n m y e v alu ati o n o f
 his s u ccesso r m ore th an o n m y e v alu ati o n o f h im . M ed tr o nic m ad e i t e asy f o r m e b ecause , a t
 th at ti m e, th ey h ad a v ery o rd erly C EO s u ccessio n p ro cess. W hen th ey n am ed th e C EO , th ey Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
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 no rm ally n am ed th e C O O a t th e s a m e ti m e. W hen th e C EO r e ti r e d , th e C O O w ould s u cceed
 him , a nd th e p ro cess w ould r e p eat i ts e lf.
 When i n te rv ie w in g w ith th e C O O, I a sk ed e no ugh q uesti o ns to b e s u re th at h e s u p porte d
 im ple m enti n g th e E R P s y ste m , a nd n o t j u st b ecause i t w as th e p oliti c ally c o rre ct th in g to d o a s
 lo ng a s th e c urre nt C EO w as a ro und .
 I d id n't s to p th ere . I a ls o e v alu ate d th e n ext m ost i m porta nt a nd i n flu enti a l p ers o n i n th e
 co m pany: th e C FO , w ho w as p ositi o ned to b e th ere f o r a w hile . I w as r e lie v ed to f in d h e w as
 th e E R P s y ste m 's m ost e nth usia sti c s u p porte r. S in ce h e h ad b een w ith M ed tr o nic f o r o ver 1 5
 years , h e a ls o k new w hat th e c halle nges w ould b e i n i m ple m enti n g i t, e sp ecia lly i n I T , w hic h
 had b een r e p orti n g to h im w hile th e c o m pany c o m ple te d i ts C IO s e arc h. T he C FO tu rn ed o ut to
 be a g re at b usin ess p artn er a nd tr u ste d f r ie nd .
 I k new th at th e c halle nge a t 
 Med tr o nic w ould b e g re at, a nd I d id n't w ant to ta ke i t o n i f I d id n't
 belie v e i t c o uld b e s u ccessfu l. A ll c hange a gents n eed to m ake th at k in d o f e v alu ati o n w hen
 co nsid erin g a n ew c am paig n. I f e v id ence m ounts th at s u ccess i s u nlik ely i n y o ur c urre nt
 env ir o nm ent, y o u'r e b ette r o ff ta kin g y o ur a m biti o ns e ls e w here .
 Con tin ued R esis ta n ce
 Even y ears i n to a n i n iti a ti v e, th o se p eo ple w ho f o ught y o u, i n p arti c ula r th e M achia v ellis , w ill
 co nti n ue to r e su rfa ce. T hey'l l ta ke a cti o n a ny ti m e th ere 's a b usin ess c halle nge th at c an b e
 lin ked , h o w ev er r e m ote ly , to th e c hange y o u a chie v ed . A t th is l a te r s ta ge i n th e g am e, th ey h av e
 a w ho le n ew s e t o f ta cti c s. H ere 's w hat to w atc h f o r a nd h o w to p ers e v ere .
 The m oney p it
 : T he i n sti g ato r e xaggera te s th e c o sts o f th e i n iti a ti v e a nd u nd ere sti m ate s th e
 benefits , a rg uin g th at to c o nti n ue w ould b e th ro w in g g o od m oney a fte r b ad . T his i s w hen
 hav in g th e C FO a s y o ur p artn er s a v es y o u. H is n um bers a re th e o nes th e to p b ra ss l is te n to .
 The r e vis io nis t h is to ry
 : T his ta cti c , u se d b y a l o t o f p eo ple w ho w ere f ir e fig hte rs i n th e
 old c ultu re , i n v olv es s p re ad in g a r e v is io nis t h is to ry o f th e o rg aniz a ti o n p rio r to th e c hange,
 at w hic h ti m e th in gs w ere “ so m uch b ette r.” T hey h av e e ith er c o nv enie ntl y f o rg o tte n a b out
 or m in im iz e d th e b ig f ir e th at w as th e c ata ly st f o r c hange i n th e f ir s t p la ce. D on't tr y to
 ad dre ss th is y o urs e lf; y o ur v ers io n o f h is to ry , h o w ev er a ccura te , w ill b e s e en a s b ia se d a nd
 se lf- s e rv in g. I n ste ad , p unt th is o ne o nce m ore to th e C FO . H e o r s h e h as th e n um bers a nd
 th e h ig h-le v el p ers p ecti v e to r e m in d p eo ple h o w b ad th in gs r e ally w ere .
 The c h ic k en d ance
 : C hic ken L ittl e s w ant to c o nv in ce e v ery o ne th e s k y i s f a llin g, a nd th e
 only w ay to s a v e th e o rg aniz a ti o n i s to r o ll b ack to th e o ld w ays. T hey'r e r e le ntl e ss i n
 tr y in g to r e p re se nt e v ery g ro w in g p ain a s th e s ig n 
 of a m eta sta siz in g c ancer. A s w hen
 fa cin g p oliti c al c halle nges i n th e p ast, a n i n d ep end ent th ir d -p arty a ud it i s y o ur f r ie nd . B e
 care fu l w ith c o nsu lti n g f ir m s, b ecause th ey h av e th eir o w n r e aso ns to d ia gno se a c ancer:
 They th en c an s e ll th em se lv es a s th e c ure . W henev er p ossib le , s ta rt i n ste ad w ith y o ur
 in te rn al a ud it d ep artm ent. T akin g th is a p pro ach o fte n h as a s e co nd ary b enefit. G enera lly th e
 head o f i n te rn al a ud it r e p orts to th e a ud it c o m mitte e o f th e c o m pany's b oard o f d ir e cto rs .
 He w ill b e i n e xecuti v e s e ssio n w ith th em a nd w ill s p eak to th e i n iti a ti v e's p ro gre ss ( o rDallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
 Created from ncent-ebooks on 2020-07-22 13:41:47.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
 la ck th ere o f) . A sk in g f o r a n i n d ep end ent r e v ie w w ill l e t y o u s e e i n a d vance w hat h e w ill
 be s a yin g. Y ou d o h av e to b e r e ad y to ta ke th e g o od w ith th e b ad a nd th e u gly — but c hange
 le ad ers s h o uld a lw ays w elc o m e i n d ep end ent, u nb ia se d f e ed back.
 The b otto m l in e i s , y o u a lw ays n eed to b e p re p are d f o r c halle nges. Y ou'l l b e a t a b usin ess
 re v ie w , a nd s o m eo ne w ill s h o w th at h e w on't b e a b le to m eet h is n um bers f o r th e q uarte r ( o r
 wors e y et, f o r th e y ear) b ecause o f p ro ble m s a sso cia te d w ith th e c hange i n iti a ti v e. A ll e yes
 will th en tu rn to y o u f o r s o m e ty p e o f r e sp onse . T he w ors t p ossib le a nsw er i s , “ I'l l l o ok i n to i t
 and g et b ack to y o u.” T hat a nsw er m akes y o u l o ok o ut o f c o ntr o l a nd o bliv io us to th e i m pact o f
 yo ur w ork .
 Id eally , y o u w ant to b e a b le to s a y th at y o u h av e b een d ir e ctl y i n v olv ed , y o u h av e ta ken s te p s
 (w hic h y o u o utl in e), a nd to p ut th e c herry o n i t a ll, y o u a lr e ad y h av e a n i n d ep end ent a sse ssm ent
 und erw ay. B ut to b e a b le to g iv e s u ch a r e sp onse , y o u'l l n eed to g o i n to e v ery m eeti n g p re p are d
 fo r a nyth in g, a rm ed w ith f a cts . K eep n urtu rin g r e la ti o nsh ip s w ith y o ur h ub s!
 Evo lv in g t h e C ult u re
 Earlie r i n th e c hap te r o n m essa gin g, I ta lk ed a b out th e n eed to s p eak to th e c ultu re o f th e
 org aniz a ti o n y o u'r e tr y in g to c hange. M eeti n g th em w here th ey a re e ase s th e tr a nsiti o n to n ew
 behav io rs a nd v alu es, a nd a ll th e p ra cti c al c hanges th at f o llo w — to p ro cesse s, o rg aniz a ti o nal
 charts , c hanged r e sp onsib iliti e s, a nd s o o n.
 But i n o rd er to m ake c hange s ti c k, l e ad ers m ust p ro acti v ely h elp th e c ultu re e v olv e s o th at th ey
 pre se rv e w hat's i m porta nt f r o m th e “ o ld w ay” b ut a ls o f in d p urc hase f o r th e n ew w ay. T o b e
 tr u ly s u ccessfu l, y o u n eed e m plo yees to d o m ore th an f o llo w th e n ew p ro cesse s a nd b ehav io rs
 by th e b ook. I f th at's a ll y o u a chie v e, th en a s s o on a s th e “ b ook” g ets b urie d , p eo ple r o ll b ack
 to o ld b ehav io rs . W hat y o u r e ally n eed i s f o r e m plo yees to u nd ers ta nd th e n ew m is sio n s o w ell
 th at th ey h elp y o u r e w rite th e b ook g o in g f o rw ard . T hat's w here c ultu re c o m es i n to p la y.
 For e xam ple , i n m y e arlie r e xam ple a b out th e E R P s y ste m h elp in g to a uto m ate o rd ers a t
 Med tr o nic , th ere w ere tw o c ultu ra l v alu es i n p la y. F ir s t, th ere w as th e n eed to o ffe r o ur
 custo m ers to p q uality — a f o und in g v alu e o f th e c o m pany. B ut w e a ls o n eed ed e m plo yees to
 em bra ce a n ew v alu e, f r u gality , s o th at w e c o uld m eet c usto m ers ' e xp ecta ti o ns a nd s ta y
 co m peti ti v e. W e h ad i n tr o duced a te chno lo gy th at w ould a llo w f o r b oth e ffic ie ncy a nd q uality
 in th e o rd erin g p ro cess, b ut o nly i f e m plo yees u nd ers to od w hy i t w as i m porta nt a nd tr u ste d th e
 te chno lo gy to a uto m ate s o m e f u ncti o ns. T ra in in g p la yed a b ig r o ll i n th at s h ift, b ut w e a ls o
 need ed to h elp th e c ultu re e v olv e b y p ullin g o n th e s a m e th re e l e v ers I m enti o ned b efo re :
 la nguage, c ele b ra ti o ns, a nd h ero es.
 The A BCs o f a c o m mon b usin ess l a nguage a re m etr ic s, w hic h e xecuti v es u se to c o m munic ate
 with e ach o th er a nd th ro ugho ut th e c o m pany. T hat s a yin g “ W hat g ets m easu re d g ets d one”
 sh o uld b e b ro ad ened to “ W hat g ets m easu re d g ets d one 
 and
 c o m munic ate d .” M etr ic s a re k ey to
 changin g th e c ultu re a nd i n sti tu ti o naliz in g c hange. T he c o st s id e i s u su ally s tr a ig htf o rw ard :
 Tig hte ned b ud gets a nd i n cre ase d a tte nti o n to th em e m phasiz e th e n eed to f o cus o n e ffic ie ncy.
 To m ake s u re th at w e m ain ta in ed q uality a t th e s a m e ti m e, w e d ev elo ped n ew m etr ic s a ro und Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
 Created from ncent-ebooks on 2020-07-22 13:41:47.
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 custo m er s a ti s fa cti o n a nd e rro r-fr e e r e gula to ry i n sp ecti o ns.
 To f u rth er e nsh rin e q uality a m id st th e c hanges, w e c re ate d n ew a w ard s f o r “ hig hest q uality ”
 and “ m ost i m pro ved ” a m ong th e b usin ess u nits . T he C EO p re se nte d th ese p ers o nally o n a n
 annual b asis . W e a ls o s ta rte d c ele b ra ti n g s u ccessfu l r e gula to ry r e v ie w s, i n sti tu te d a n a nnual
 ev ent i n w hic h R & D te am s s h o w case d th eir e xp erie nces u sin g th e n ew m eth o dolo gy, a nd
 sta rte d h av in g q uarte rly q uality r e v ie w s w ith e xecuti v e m anagem ent i n w hic h th e C EO a nd a ll
 of th e b usin ess u nit G M s a nd E V Ps p arti c ip ate d . T he V Ps— th e s a m e o nes w ho a t th e o uts e t
 were s o c o nv in ced th at s h are d s ta nd ard s w ere i m possib le — help ed l e ad th e r e v ie w s. O f
 co urs e th ey d id : T hey h ad b eco m e th e h ero es w ho m ad e th e tr a nsfo rm ati o n h ap pen.
 We n eed ed h ero es th at e m bodie d c o st- e ffe cti v eness, to o. E d B akken h im se lf m ad e a h uge
 co ntr ib uti o n th ere . A t M ed tr o nic 's a nnual h o lid ay p arty , th e c o m pany's b ig gest c ele b ra ti o n, E d
 to ok ti m e i n h is o penin g c o m ments to p ra is e th e w ork I w as d oin g. F or th e c o m pany's h ero
 in no vato r to a ckno w le d ge s o m eo ne w ho w as l e ad in g e ffic ie ncy a nd e ffe cti v eness c hange
 in iti a ti v es w as a s e m in al m om ent. N oth in g i s m ore p ow erfu l th an a c urre nt h ero l e nd in g h is
 su p port to a n ew o ne.
 A S m all b u t P ow erfu l T o ol f o r C han ge
 When c o lle agues b eco m e p artn ers i n o r e xem pla rs o f th e c hange y o u'r e l e ad in g, th ere 's a
 pow erfu l b ut o fte n o verlo oked w ay to k eep th em e nerg iz e d : a th o ughtf u l, h and w ritte n
 th ank-y o u n o te . P eo ple h av e s e nt m e e -m ails w ith th e i m ages o f th ank-y o u n o te s I h ad
 writte n th em 1 0 y ears p rio r. W hen y o u th ank s o m eo ne v ia e -m ail, th e n o te i s o fte n b urie d
 in a p ers o n's m em ory a s s o on a s i t i s b urie d i n h is o r h er i n b ox. H and w ritte n n o te s, f e w
 and f a r b etw een th ese d ays, o fte n 
 ta ke u p r e sid ence o n a d esk , b ulle ti n b oard , o r d ra w er,
 in cre asin g th eir i m pact. I n d iv id ual th ank-y o u n o te s o f a ny k in d a re m uch m ore p ow erfu l
 th an g ro up n o te s. T he m ore s p ecific th ey a re a b out th e p ers o n's e ffo rt, th e m ore p ow erfu l.
 Makin g M etr ic s M atte r
 Dev elo pin g m etr ic s i s o ne th in g. G etti n g p eo ple to w ork h ard o ver ti m e to i m pro ve th eir
 achie v em ent a gain st th em i s a no th er. Y ou c an c re ate b anners , s c re en s a v ers , a nd L C D s ig ns
 dis p la yin g th e m etr ic s, b ut th ey d on't d o m uch. T o s e e th e n um bers i m pro ve, p eo ple n eed to b e
 held i n d iv id ually a cco unta b le a nd i n cente d . B y d oin g s o , y o u a re i n v esti n g e v ery s in gle
 em plo yee i n th e s u ccess o f th e i n iti a ti v e.
 Ju st l ik e e arn in gs, m etr ic s n eed to b e r e v ie w ed q uarte rly b y e xecuti v e m anagem ent to s ta y f r o nt
 and c ente r o ver ti m e. D urin g th e tr a nsfo rm ati o n a t M ed tr o nic , th e C EO u se d h is q uarte rly to w n
 hall m eeti n gs, w hic h w ere b ro ad cast to th e o rg aniz a ti o n w orld w id e, to s h are h o w w e w ere
 doin g a gain st o ur n ew m etr ic s.
 He c ele b ra te d s u ccesse s, b ut w hen a b usin ess u nit h ad a q uarte r w ith p oor r e su lts , h e c alle d i t
 out i n f r o nt o f e v ery o ne. G iv en th e “ ho m eto w n p rid e” o f e ach b usin ess u nit, th at k in d o f p ub lic Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
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 sh am e m ad e m eanin gfu l i m pact.
 The C EO 's p ub lic s u p port f o r th e n ew m etr ic s i s e sse nti a l, p arti c ula rly i n s itu ati o ns w hen n ew
 metr ic s a nd th eir c o rre sp ond in g p rio riti e s a re c o m peti n g w ith th e o ld c ultu re . F or e xam ple ,
 when w e h ad s ta rt- u p p ro ble m s a fte r th e E R P i m ple m enta ti o n, th e C EO a nd o th er to p
 executi v es n ev er q uesti o ned th at w e w ere ta kin g th e r ig ht s te p f o rw ard , e v en a s th e b usin ess
 units w ere l o okin g to s h ut u s d ow n.
 If y o u'r e h av in g tr o ub le g etti n g th e C EO o n b oard , h ud dle w ith th e C FO a nd th e h ead o f h um an
 re so urc es f o r h elp . I f to geth er y o u c an't c hange h is o r h er m in d , s ta rt 
 pla nnin g y o ur e xit. T he
 chances th at y o ur i n iti a ti v e w ill ta ke r o ot a re n ext to z e ro .
 The P ow er o f D ocu m en ta tio n
 The p ow er o f c o m mon, a ccura te d ocum enta ti o n to k eep a n e v olv in g o rg aniz a ti o n o n c o urs e
 canno t b e u nd ere sti m ate d . I t r e so lv es d is p ute s a nd p re v ents m is u nd ers ta nd in gs. E very o ne
 sh o uld b e w ork in g o ff th e s a m e v ers io n a nd s h o uld b e a b le to f o llo w th e h is to ry a nd a uth o rs h ip
 of c hanges. I n a d diti o n, th ey s h o uld b e a b le to q uic kly c hat a nd c aucus w hen th ere a re
 questi o ns o r m is u nd ers ta nd in gs.
 Com mon d ocum enta ti o n i s a ls o p ow erfu l w hen i t c o m es to tr a in in g. I n d eed , e ffe cti v ely a nd
 effic ie ntl y tr a in in g p eo ple a ro und th e w orld o n n ew p ro cesse s, p olic ie s, a nd p eo ple h as b een a
 pers is te nt c halle nge f o r c hange a gents i n g lo bal o rg aniz a ti o ns. I n th e p ast, w e h ir e d te chnic al
 write rs w ho c re ate d m any v olu m es o f b in d ers f ille d w ith tr a in in g a nd p olic y i n fo rm ati o n.
 Many a tr e e l o st i ts l ife f o r th e c ause . U nfo rtu nate ly , th o se d ocum ents w ere o utd ate d b y th e ti m e
 th ey w ere p rin te d , a nd th ey w ere r a re ly a t h and w hen p eo ple a ctu ally n eed ed th em .
 Today, te chno lo gy o ffe rs m any s o lu ti o ns to m ake d ocum enta ti o n f le xib le , a ccessib le , a nd
 se arc hab le . W hen tr a in in g, I r e co m mend o nlin e “ b est p ra cti c es” w ik is o r f o ru m s. W ith in th em ,
 peo ple c an p ost q uesti o ns th ey h av e a b out n ew te chno lo gy, p ro cesse s, a nd s o o n a nd h av e th eir
 peers a nsw er th em . F or e xam ple , a n e m plo yee m ig ht n eed to k no w h o w to e xecute a c erta in
 tr a nsa cti o n w ith in th e n ew s y ste m . T hese f o ru m s c an i n clu d e “ cheat s h eets ” o r F A Qs th at
 ad dre ss th e m ost f r e q uent c halle nges f a ced a s p eo ple n av ig ate th e n ew w ay o f d oin g th in gs.
 These f o ru m s, a v aila b le to a ll, d o m ore th an i m pro ve i n fo rm ati o n f lo w a nd s u sta in c hange.
 They a ls o b rin g p eo ple to geth er a cro ss f u ncti o ns a nd a ro und th e w orld . E very o ne f r o m th e
 CEO to a w are ho use w ork er c an p ost o n th em . A s a 
 re su lt, m enta l b ound arie s s ta rt to e xp and ,
 and th e s e nse o f h av in g a s h are d c ultu re e xp and s. W hile a n H R o r o th er c o m munity l e ad er
 mig ht m onito r th e f o ru m s to h elp s u rfa ce th e b est i n fo rm ati o n a nd e nsu re a ccura cy, i t's v ita l th at
 in fo rm ati o n b e a b le to m ove f r e ely f r o m th e b otto m u p .
 To L eve ra g e C han ge, K eep T earin g D ow n W alls
 In th e a fte rm ath o f a s u ccessfu l i n iti a ti v e, y o u h av e a u niq ue o pportu nity . P eo ple 's m in d s h av e
 been f o rc ed o pen, th eir b ound arie s r ip ped d ow n o r r e w ritte n. N ow i s th e ti m e to l e v era ge th at Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
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 sta te o f b ein g b y l o okin g p ro acti v ely f o r th e n ext b ig tr a nsfo rm ati o n. I f y o u d on't f in d i t, y o u c an
 bet i t w ill f in d y o u— in a l e ss-th an-id eal s ta te o f p re p are d ness.
 Look f o r th o se b arrie rs th at a re i n te rru p ti n g o r s lo w in g th e f o ur f lo w s o f b usin ess: I n fo rm ati o n,
 pro ducts a nd s e rv ic es, m oney, a nd p eo ple . I f y o u c an ta ke d ow n th o se b arrie rs , y o u w ill b e
 re w ard ed w ith m ore e ffic ie ncy a nd b ette r s o lu ti o ns.
 In fo rm atio n
 To m axim iz e th e b enefits o f c hange, r e m ove b arrie rs to th e f lo w o f i n fo rm ati o n f ir s t; th o se
 changes m ake i t p ossib le to a d dre ss a ll th e o th ers . T hat's w hy I a lw ays i n iti a lly f o cuse d m y
 atte nti o n o n th e I T s y ste m s. A s a ge m ento r o nce to ld m e, “ T he q uic kest w ay to te ll h o w
 custo m er-fo cuse d a nd e ffe cti v e a n o rg aniz a ti o n i s th is : c o unt i ts c usto m er d ata b ase s.” I n o th er
 word s, w hen d ata i s tu cked i n to m ulti p le d ata b ase s, i t's e xceed in gly d iffic ult f o r a ny o ne
 pers o n to h av e a 3 60-d egre e v ie w o f th e c usto m er. W hen I a rriv ed , M ed tr o nic h ad m ore th an
 16 E R P s y ste m s. C onso lid ati n g a nd r e co ncilin g d ata to ok a tr e m end ous a m ount o f ti m e, a nd
 fr e q uentl y w e'd f in d p eo ple 's n um bers d id n't m atc h. “ T ru th ” w as d ep end ent o n w hic h s y ste m
 yo u w ere u sin g, b oth i n te rm s o f th e a ctu al n um bers a nd h o w th ey w ere i n te rp re te d .
 Only o nce 
 we r e ached c riti c al m ass w ith th e E R P i m ple m enta ti o n w ere w e r e ad y to tu rn o ur
 atte nti o n to te arin g d ow n o th er w alls , a t w hic h p oin t th e b enefits b ecam e m ore a nd m ore
 su b sta nti a l. W e c o nso lid ate d th e d ata c ente rs a nd I T s y ste m s a nd f la tte ned o ur I T a nd
 opera ti o ns o rg aniz a ti o ns. W e r e m oved o ver 2 0 v ic e p re sid ent, s e nio r d ir e cto r, a nd d ir e cto r
 positi o ns. W ith i n fo rm ati o n f lo w in g f r e ely , w e w ere a b le to tu rn f r o nt- lin e a nd m id dle
 managem ent i n to d ecis io n m akers i n ste ad o f j u st p olic y a d m in is tr a to rs , c o m munic ato rs , a nd
 pro ble m e sc ala to rs . T he i m pact w as p ro fo und . W e l o w ere d o ur y ear-o ver-y ear a ctu al c o st f o r
 se v en y ears i n a r o w , e v en a s o ur v olu m e i n cre ase d b y o ver 1 00 p erc ent a s a r e su lt o f th e
 co m pany's g ro w th . O ur e ffe cti v eness ( q uality ) a ls o i m pro ved b ase d o n o ur c usto m er
 sa ti s fa cti o n r e su lts . A ny ti m e w e c am e i n u nd er b ud get, I p ut th e f u nd s to w ard i n no vati o n a nd
 quality i m pro vem ents w ith in th e b usin ess u nits — th e a fo re m enti o ned “ D alla s D olla rs .”
 Beyo nd th e E R P i m ple m enta ti o n, w e f o und o th er w ays to i m pro ve th e f lo w o f i n fo rm ati o n. W e
 up gra d ed a nd e xte nd ed o ur te le co m munic ati o ns n etw ork to c usto m ers , s u p plie rs , a nd , m ost
 im porta ntl y , e ach o th er. A s a r e su lt, w e i n cre ase d c o lla b ora ti o n b y m akin g i t e asie r a nd f a ste r
 fo r p eo ple to c o nnect w ith e ach o th er. W e w ork ed w ith R & D to c re ate “ in no vati o n”
 cam paig ns. W ith in th em , w e p ose d q uesti o ns a nd p ro ble m s n o t o nly to o ur R & D p ers o nnel
 aro und th e w orld , b ut a ls o to p eo ple o uts id e o f th e c o m pany.
 Pro du cts a n d S erv ic es
 Once a c o m mon I T a nd c o m munic ati o ns i n fr a str u ctu re i s i m ple m ente d , th e n ext p la ce to s ta rt
 lo okin g f o r b arrie rs i s i n th e s u p ply c hain , f o r p ro ducts c o m panie s. S pecific ally , l o ok to s e e
 ho w m any w are ho use s ( d is tr ib uti o n c ente rs ) th ere a re th ro ugho ut th e c o m pany. H ere 's w hy:
 Once y o u h av e a c o m mon I T s y ste m th at g iv es e v ery o ne r e al- ti m e v is ib ility o f c usto m er
 dem and , s u p ply , a nd m anufa ctu rin g, y o u c an s ta rt r e p la cin g i n v ento ry w ith i n fo rm ati o n. I n o th er
 word s, 
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 exam ple , M ed tr o nic h ad m ore th an 1 3 d is tr ib uti o n c ente rs i n th e U nite d S ta te s a nd s e v en i n
 Puerto R ic o , o ur l a rg est m anufa ctu rin g s ite a t th e ti m e. A fte r c o nso lid ati o n, w e h ad f o ur i n
 to ta l, a s w ell a s a n i m pro ved r a te o f o n-ti m e d eliv ery .
 For s e rv ic e c o m panie s, th e p ara lle l b arrie rs a re th o se r e la te d to tr a nsa cti o n p ro cessin g—
 ord ers , i n v oic es, p aym ents , s e rv ic e r e q uests , a nd s o o n. A g o od p la ce to s ta rt i s s e rv ic e
 re q uests , s in ce th ey a re th e m ost i m porta nt o nes to th e c usto m ers . F or e xam ple , i f s e rv ic e
 re q uests h av e to b e m anually i n iti a te d b y th e c usto m er ( a w all) , f ig ure o ut a w ay to i n te gra te
 yo ur I T s y ste m w ith th eir s s o th at th e p ro cess i s a uto m ate d . I f th at i s n 't p ossib le , f o cus o n
 makin g th e p ro cess a s e asy a s p ossib le f o r c usto m ers . F or e xam ple , h o te ls a nd r e nta l c ar
 co m panie s th ese d ays a re w ork in g h ard to s im plify th e r e se rv ati o n a nd c hecko ut p ro cesse s.
 Ease
 i s th e k ey w ord f o r i m pro vin g f lo w o f b oth p ro ducts a nd s e rv ic es. T he n ext p rio rity i s
 sc a le
 b ecause i t a llo w s y o u to g ro w w hile k eep in g y o ur i n cre m enta l c o st l o w .
 Mon ey
 At M ed tr o nic , a s a t o th er p ro duct c o m panie s, th e f lo w o f m oney s ta rts w ith a c usto m er p la cin g
 his o r h er o rd er. I t e nd s w ith p aym ent a nd th e c lo sin g o f b ooks a t th e ti m e o f q uarte rly a nd
 annual f in ancia l s ta te m ents . M ovin g to a s in gle E R P s y ste m a llo w s u s to s ta rt a uto m ati n g
 tr a nsa cti o ns; b efo re , th e s y ste m w as to o c o m ple x. W e w ent f r o m a uto m ati n g 5 p erc ent o f
 tr a nsa cti o ns to 7 0 p erc ent— fig ure s th at r e p re se nt a h uge b arrie r b ein g r e m oved i n te rm s o f th e
 custo m er's a b ility to m ove q uic kly a nd e asily th ro ugh th e p urc hase p ro cess. M oney f lo w ed
 while c usto m er s a ti s fa cti o n s h o t u p f r o m a n a v era ge s c o re o f a ro und 3 to m ore th an 4 o n a
 sc ale o f 1 to 5 ( 1 w as th e w ors t) . T he ti m e i t to ok to c lo se th e b ooks w ent f r o m w eeks to d ays.
 Fin ally , w e w ere a b le to c ut 
 days o ff o f o ur c ash f lo w b y a uto m ati n g th e f lo w o f tr a nsa cti o ns.
 Auto m ate d tr a nsa cti o ns, e -c o m merc e, a nd e le ctr o nic p aym ent o pti o ns a re a ll e xam ple s o f w ays
 th at c o m panie s r e m ove b arrie rs to th e f lo w o f m oney. T he te chno lo gie s n o t o nly s p eed u p
 paym ents b y r e m ovin g p ap er m ail, b ut th ey a ls o i m pro ve a ccura cy. P ric es a re c hecked a nd
 co m pare d i n a d vance o f i n v oic in g a nd p aym ent.
 Peo ple
 Changin g h o w p eo ple i n te ra ct w ith e ach o th er a nd th e c o m pany m ay b e th e s in gle m ost
 pow erfu l o pportu nity f o r c hange. Y ou s e e p eo ple f lo w s a re i n te rru p te d w hen f u ncti o ns o r
 div is io ns a re s ilo ed , w hen s tr a ti fie d h ie ra rc hie s n arro w ly c ir c um sc rib e b ehav io r a nd
 co ntr ib uti o ns, a nd w hen p hysic al w alls o r d is ta nce s ti fle c o lla b ora ti o n.
 When p eo ple g et c o m fo rta b le a nd s ta rt tr u sti n g e ach o th er, b ound arie s f a ll a nd c hange i s
 le v era ged m ost e ffe cti v ely . N ew i d eas b ub ble a nd s u rfa ce. A t M ed tr o nic , th e b ig b re akth ro ugh
 in o ur q uality tr a nsfo rm ati o n o ccurre d w hen th e R & D, m anufa ctu rin g, a nd q uality l e ad ers
 acro ss th e e nti r e o rg aniz a ti o n c o lla b ora te d o n th e d esig n f o r a n i n iti a ti v e f o cuse d o n ta kin g
 quality to th e n ext l e v el g iv en th e i n cre asin g c o m ple xity o f o ur n ew p ro ducts . F or th e f ir s t ti m e
 ev er, th e f u ncti o ns c am e to geth er, r a th er th an R & D ta kin g th e l e ad a nd i n v olv in g q uality a nd
 manufa ctu rin g l a te r o n i n th e p ro cess. A s a r e su lt, l e ss i te ra ti o n w as r e q uir e d b efo re a nd a fte r Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
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 pro ducts w ere l a unched . I t w as a b ette r w ay to w ork .
 Shifti n g to c ro ss-fu ncti o nal c o lla b ora ti o n r e q uir e d b oth m in d -s e t c hanges a nd i n fr a str u ctu ra l
 up gra d es. P eo ple h ad to r e b uild th eir b elie f s y ste m s a ro und h o w th in gs “ sh o uld ” g et d one to
 much m ore c o lla b ora ti v e m odels . M eanw hile , m ovin g to a c o m mon I T a nd te le co m munic ati o ns
 sy ste m a llo w ed p eo ple a ro und th e w orld to w ork f r o m c o m mon d ocum enta ti o n a nd
 co m munic ate w ith e ase .
 As 
 peo ple i n te ra ct m ore f r e q uentl y a nd w ith a m ore d iv ers e g ro up , b uild o n e ach o th er's i d eas,
 and a re e m pow ere d to r e so lv e p ro ble m s o n th eir o w n, e m plo yee e ngagem ent a ls o i n cre ase s,
 whic h a gain p ro pels n ew b enefits . I 'v e n ev er s e en m y I T te am s m ore e nerg iz e d th an w hen
 work in g h and -in -h and w ith c usto m ers , s u p plie rs , a nd o th er i n te rn al f u ncti o ns s u ch a s
 mark eti n g, e ngin eerin g, a nd s a le s.
 Energ iz e d te am s, i n th e e nd , a re w hat y o u n eed m ore th an a nyth in g to s u sta in c hange— and th en
 to c o nti n ue e v olv in g, f in d in g e v ery o pportu nity to h elp y o ur c o m pany d o m ore o f w hat i t d oes,
 and b ette r. I n a r a p id ly c hangin g w orld , y o u'l l b e m ost s u ccessfu l w hen i t's n o t j u st y o u c o m in g
 up w ith th e b illio n-d olla r i d eas, b ut th e p eo ple w ho w ork f o r y o u. T hat's th e tr u e a rt o f c hange
 le ad ers h ip , a nd th e w ork n ev er e nd s. Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
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 Chap te r 1 1 in T w eets
 To s u cceed i n c hangin g y o ur o rg aniz a ti o n, g et th e s u p port o f y o ur C EO o r b ust.
 Fle xib le e m plo ym ent c o ntr a cts h elp c hange i n iti a ti v es s ta y a flo at d urin g s h o rt- te rm
 bud get s q ueeze s.
 New m etr ic s i n sti tu ti o naliz e c hange— if e v ery i n d iv id ual i s m easu re d a nd r e w ard ed .
 To s u sta in c hange, c hange th e c ultu re . T o c hange th e c ultu re , c hange th e m etr ic s, th e
 hero es, a nd th e c ele b ra ti o ns.
 Docum enta ti o n i s th e c hange a gent's f r ie nd . M ake i t a ccessib le , f le xib le , a nd o pen to
 all.
 To l e v era ge c hange, k eep c hangin g. R em ove b arrie rs to th e f lo w o f i n fo rm ati o n, th en
 move o n to p ro ducts , m oney, a nd p eo ple .
 A h and w ritte n th ank-y o u n o te i s a p ow erfu l to ol f o r a gents o f c hange.
 Coach in g M om en ts
 All “ no ” a nsw ers 
 need to b e a d dre sse d .
 Questio n
 Answ er
 (Y es o r
 No)
 1 . 
 If th e c hange h as b een i m ple m ente d f o r l o nger th an s ix m onth s, h av e y o u h ad a n
 in d ep end ent th ir d p arty d o a n a sse ssm ent?
 2 . 
 Are c o m mon m etr ic s b ein g m onito re d b y e xecuti v e m anagem ent? A re th e
 peo ple w ho a chie v e th em b ein g c ele b ra te d , a nd a re th o se w ho f a il b ein g h eld
 acco unta b le ?
 3 . 
 If th e c hange i n iti a ti v e i s m ore th an a y ear o ld , i s th e o rg aniz a ti o n s ti ll g iv in g i t
 eno ugh f o cus to b rin g i ts f u ll, l o ng-te rm b enefits to f r u iti o n?
 4 . 
 Hav e y o u c re ate d o r u ti liz e d a n e xis ti n g o nlin e f o ru m f o r s h arin g b est
 pra cti c es?
 5 . 
 Hav e y o u i d enti fie d a nd s ta rte d w ork in g o n th e n ext c hange i n iti a ti v e, o ne th at
 will a llo w y o u to m ore f u lly l e v era ge th e p rio r o ne? Dallas, H. J. (2015). Mastering the challenges of leading change : Inspire the people and succeed where others fail. Retrieved from http://ebookcentral.proquest.com
 Created from ncent-ebooks on 2020-07-22 13:41:47.
 Copyright © 2015. John Wiley & Sons, Incorporated. All rights reserved.
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