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AL BROWN
ODR

BUILDING RESILIENT ORGANIZATIONS FOR
TURBULENT TIMES

ABSTRACT

In this video, Mr. Brown defines change and discusses its impact on organizations. He
presents methodologies to identify and create “assimilation capacity”. Mr. Brown also
addresses building resilience into organizations that must undergo change. He describes how
ODR uses their proprietary methodology, Managing Organizational Change (MOC), to help
organizations assure that major change projects such as rightsizing, new technology
integration, and quality improvement are implemented on time and within budget. Many of
these issues are being worked by the Consortium in its Technology Insertion and Process
Improvement projects.
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-~ THE CONTEXT FOR
ORGANIZATIONAL CHANGE

There are five elements that compnse the contextin which change can succeed:
intent, commitment, structure, reaffirmation, and learning.

Major transformations are best sustained when-

B The intentto change becomes a commitment. This occurs when people are
made aware of the high cost for not achieving their goals.

@ This bond between intent and commitment becomes the motivating force for
adhering to a structure that can transiate determination into tangible resuits.

out the impiementation process.
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8 The successiul accomcisinment
future changes will te attzmptec.
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B The cycle of intent. commitment, structure, and reamirmaticn 13 most iikely to
be sustained in an environment characterized by lezrring {acccuntability
responsibility, consequences) — not blaming and defense.
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WHAT IS MAJOR

ORGANIZATIONAL CHANGE?
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THE INCREASING IMPACT OF CHANGE

The Combined
Effect Produces A
Highly Turbulent
Work Environment.

ACCELERATION

1990s TIME 2000+

Key Characteristics of Turbulent Work Envircnments

D

2]

B More interactive compenents (e.g. pecoie. 'asks. 'ssuss. orosi
opporunities)

B More interdependence ameng the compcenents
B More unanticipated consequences

B Lesstimetoreactto events

B Less predictability and control

B Less duratility of solutions

© ODR, all rights reserved, 1393 n




ASSIMILATING CHANGE

M ‘Assimilating change” means recovering from a significant gisruption in
expectations. This is accomplished when new expectations are ceveicged
that allow people to succeed in an unfamiliar environment.

W itis not necessary for people to like what has happened to them wnen aisrup-
tions occur. What is important is that they can establish new expectations that
will enable them to dictate or at least accurately anticipate what wiil hacpen in
the unfamiliar envircnment.

B Each individual, group, and organization has its own unique capacity ior
change that is symbolized by the amount of “assimilation resources” {aey
have available for adjusting to change.

B ‘Vhen pecple face more chance than they nave zzsimi
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FUTURE SHOCK

R

PR

That point in time when
people can no longer
assimilate change without
displaying dysfunctional
behavior.

CHANGE-RELATED DYSFUNCTION

Any action or feeling that
diverts resources away
from meeting productivity
and quality standards.

T ODR, ail rights reserved, 1993
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HOW DYSFUNCTION AFFECTS CHANGE

¥
Degree of ' Organizational Individual QOutcome

Dystunction Outcome Learnings Characteristics

People only cope
and adjust to
change

Superficial
application, short
term In duration;
compllance with
only technical
specifications

Change is
executed only

Caomprehensive
application, fong
term in duration;
the spirit as well as
the technical
specifications are
achieved

People absorb
and integrate
change

Change is fully
impiemented

B When people expenence future shock, they don't stop changing — they
become more dysfunctional.

M As the symptoms of dysfunction increase, the benefits of the resuits achieved
by the change are decreased — productivity and quality suffer. which lowers
efficiency, effectiveness. profits, etc.

B Judging only the appearance of change without acknowledging the
associated dysfunction can generate a distorted view of actual results.

2 OOR, ail rights reserved, 1993 I
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DEFINING THE SPEED OF CHANGE

8 Each of us travels through life at a unique pace that ailows us to assimilate
the major changes we face. This is referred to as our speed of change.

People who demonstrate exceptionally high performance during periods of
major change are usually operatirg near their optimum speed of change.

When people are functioning at their optimum speed of change, they are
absorbing significant disruption with minimal dysfunction.

PERFORMANCE DURING CHANGE

Minimal Optimal
Performance Performance
During During
Major Major
Change Change

W Your speed of change is not just the rate at which things around you are mov-
ing, but the pace at which you can bounce back from the confusion caused
by uncertainty. Your speed of change reflects how quickly you can recover
from disrupted expectations, avoid the dangers. and grasp the opportunities
that have been generated in a new situation.

© ODR, all rights reserved, 1993 n




RESILIENCE

The single most mportant factor necessary to inCrease an organizalcn s sneed
of change is the degree to which pecpie are SESILIENT.

RESILIENCE is the ability to absorb high leveis ot disrurtive Crange wn:.e
displaying minimai dysfunctional benavior.

it is no tonger sufficient to merely “adapt” o new cemands. ‘cope 'with 'ne
stress of uncertainty, or “adjust” to disruptions in the workplace. IESIL.ENCE is
the force that allows people to go beyond survival and to actuaily croscsr

0 environments that are beccming increasingly ccmolex.
ShCUgn RESILZN T SLIDiE T2 0D 82 1T I I ErEOTIN o0t imgy
£Ngage change. mere THEn ran Souiney
Segan their ecuiitrum taster

Maintain a higher level ot productivity

|

|

B Are phnysically and emotionaHy healthier

M Achieve mors cf theircbieclives than pecgie who exgsnencs ‘Luiwré shock
|

Tend to rebound from the demands of change sven stronger than before

> OCR, all rights regerved, 1993 m




SPEED OF CHANGE

LOW RESILIENCE

Time to Assimilate

Dystunctional

b & 2 92 0o a ¢ u o o o 3 AN BN BN s 8 8

Functional ”

AN AN INS » ¢ & & 3N

Disruption
Recovery

Dysfunctional

Expectations Expectations
Perceptions Perc;p-tlo ns

HIGH RESILIENCE
Time to Assimilate

Dysfunctional

r...l.l.‘llll‘.l. e ® & a0 e o o ¢ o I N} e ® 8 8 & o &8 B O & v e e 8 & 0
Functional

MIA WA
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Recovery

Dysfunctional

Expectations Expectations
Perceptions Perce-estlons

< ODR, all rights reserved, 1993




THE BASIC CHARACTERISTICS OF
HIGHLY RESILIENT PEOPLE
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INTEGRATING RESILIENCE
CHARACTERISTICS

PROACTI

N
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THEODR® APPROQACH TO
MANAGING CHANGE
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BURNING PLATFORMS

A burning platform-type decision is at hand when the organization is facing a
major (disruptive) change in which the cost (pain) for the status quo is prohibi-
tively high.

D ODR, all rights reserved, 1993
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KEY ROLES IN THE CHANGE PROCESS

Individual or group who wants to achieve a change

Change Advocate but does not possess legitimization power

Change Sponsor Individual or group who legitimizes the change
Individual or group who is responsible for implementing

Change Agent the change

Change Target individual or group whc must actually change

(OG-

MG
S
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KEY ROLES:
THREE BASIC STRUCTURES
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RELATIONSHIPS DURING CHANGE

T HR E E O P T

The capacity of sponsors. agents. nA targets 1 w2r 1cgether Can ce cnarac-
terized in one of three ways:

Self-destructive 1T+1<2

S YNEWRGY

[l $ix g . [ 30 PR - LRCIEN
INGIVICUSIS Or rouss Wworsing wgatherin o manrer inat.

B Generzigs more nensiis cothe Sraarzaicn ioantra aroyTT ot rest oenes
consumeo.

B -roTIisT o NCnErtLlLrE 2oL T EEN L 2

B Regurestawer assinilalior rescurses 2 onanis
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PREREQUISITES TO

SYNERGISTIC RELATIONSHIPS

M ‘Villingness
» Common gca!
D Goalachievement MustreQu rs TIoITEr - L lin s

m Ability
» Empowerment
D Participative manacement

> ODR. ail rights reserved, 1993 E




SYNERGISTIC PROCESS

PHASE |

Interacting

Surface Diversity

PHASE 'l
Appreciative Unaerstanding

Value Diversity

PHASE lli

Integrating

Merge Diverse idees

PHASE IV
Implementing

Initiate and Complete
Action Plans

Based on concepts originally develooed by Henry Nelson Wieman

P ODR, all rights reserved, 1993 I




HOW TO PREPARE
YOUR ORGANIZATION
FOR CHANGE




KEY ELEMENTS OF THE MOC®
METHODOLOGY

The MOC methoaciogy acaresses the feur elements that are mos: Srulizianen
managing change in turdcient imes:

Helping peop:e 1rougnout (ne Organizalon o strénginen tner "=<iisnce 1o
change.

Developing a genera: 712adiness 10f Change among pecoie ai . icvels ol
the organization.

Making change-reiaiec cecisions at the senicr .eve thatw. i 00w wied the
organizaticn € capac. v 10 Successiully assimuae
’Jecicnmc CMTIEITENIANS ) ATSoneCLis T ITech s T s

an aadress "me WiCog TEegs orthe organizauon

DEVELOPING
STRONG
PERSONAL
RESILIENCE

BUILDING
IMPLEMENTATION
ARCHITECTURE

INCREASING
ORGANIZATIONAL
READINESS

7/  MANAGING
ORGANIZATIONAL
ASSIMILATION
RESOURCES
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Questions or comments on content should be directed to:

Al Brown

ODR

2900 Chamblee-Tucker Road
Building 16

Atlanta, GA 30341

(404) 455-7145

Or to:

Robert L. Christopher

Software Productivity Consortium
2214 Rock Hill Road

Herndon, VA 22070

(703) 742-7228

Send feedback on the Consortium’s Video Program and
orders for video products to:

Technology Transfer Clearinghouse
Software Productivity Consortium
2214 Rock Hill Road

Herndon. VA 22070

(703) 742-7211
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