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After a downsizing, how do you align remaining employees

with the new goals of the restructured organization?
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A U.S.-based chemical and phar-
maceutical firm with $2 billion
in annual sales worldwide is
in trouble. Over the last seven years
the company has downsized three
times, trimming operating costs by 22
percent and shrinking in size from
4,000 to 2,700 employees. All that was
done to make the company more
competitive and cost-efficient.

In spite of those efforts (which in-
cluded drastic cuts in the training
budget), anticipated gains in produc-
tivity and corporate profitability have
not been realized. In fact, employee
morale and productivity, which
sagged after the first round of layoffs
and office closings, have never re-
bounded.

Now several of the company's key
senior managers—who had been per-
ceived to be on the fast track to the
executive suite—have left the firm to
join its competitors. The company
had hoped to retain those people in
the downsized organization; their de-
parture has fueled talk of a possible
corporate buyout.

The top leaders seem uncertain

about what to do. In the past, corpo-
rate productivity sprang from employ-
ee loyalty to the company and a
strong focus on sales and customer
service. Now. downsizing has emp-
tied the reservoir of employee good-
will the company needs to tap into as
it looks to the future.
A leading stationery and office-supply
company with headquarters in the
Midwest faces plummeting productiv-
ity and rapid turnover. Founded in
the mid 1950s, the company, under
the leadership of several visionary-
CEOs, grew exponentially in its first
35 years of life. By the late 1980s, an-
nual sales reached more than $250
million.

Commercial success enabled the
firm to expand into several cities in
the East. But despite its growth, the
company continued to espouse a
"family" philosophy of management
and employment, taking a benevolent
if somewhat paternalistic view toward
its 2,000 employees.

In 1990, the firm hit the skids. Prof-
its plunged when a low-cost competi-
tor (a national retail chain) entered
the marketplace and gobbled up 17
percent of the firm's market share in a
single year. The company was forced

to lay off workers for the first time in
its history, breaking what employees
had always regarded as the founder's
key promise to them: "Aslong as you
do a good job, you will have a good
job with our company."

Now the firm is hemorrhaging
from within. Many younger employ-
ees are leaving the company in
droves—taking with them the skills in
sales, marketing, customer service,
and information technology that the
company needs to succeed in the fu-
ture. They are convinced that the
company can no longer offer them
career development opportunities.

"This is a sinking ship," notes one
departing employee as he packs up
his briefcase and heads across town
to join the competition.

Meanwhile, many of the firm's
longtime workers are holding on to
their jobs for dear life. They're hoping
to make it safely to retirement, with-
out being forced out in another down-
sizing. In years past, these workers
formed part of the firm's solid em-
ployee core. But without substantial
re-orientation and training, they lack
the skills necessary to help the firm
maintain and increase its market share
in a competitive environment.

Sound familiar?

As a trainer and human resources
professional, do you recognize either
of those two scenarios? Perhaps they
describe where your firm is at this
point in its organizational life.

Across the United States today,
thousands of companies are reeling
from the effectsof repeated waves of
downsizing, restructuring, and merg-
er mania. Unfortunately, nearly 68
percent of dl downsizings, restructur-
ings, and reengineering effortsare not
very successful, according to a recent
CSC Index survey.

In many cases, companies that
downsized and restructured to be-
come more profitable and efficient
have not realized either of those out-
comes. Instead, they have experi-
enced tremendous fallout—especially
in the areas of plunging employee
productivity and morale, and sky-
rocketing levels of absenteeism, cyni-
cism, and turnover.

And dl of those effectsare among
organizational"survivors"—those
who were "lucky" enough to keep
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their jobs through waves of layoffs.

Why is that the case? Why are di-
minished productivity and morale so
prevalent in organizations that have
downsized and restructured?

Those are hard questions, but or-
ganizations must ask them if they
want to serve their customers effec-
tively, increase profitability, foster in-
novation. and otherwise grow as vita
business enterprises.

The end of the old corporate
machine

Not too many years ago, traditional
thinking said that people who hung
onto their jobs after a downsizing
would be grateful to have jobs, and
would therefore be more productive.
Or, the survivors would be so worried
about losing their jobs the next time
around that they would become more
productive as a preventive measure.
So say Richard Knowdell, Elizabeth
Branstead, and Milan Moravec in their
book. From Downsizing to Recovery
(Consulting Psychologists Press, 1994).

Many organizations still subscribe
to that belief.

Such ideas fly in the face of human
nature and suggest a kind of organi-
zational denial about what realy mo-
tivates a person to do a job. They sug-
gest a mechanistic view of people as
cogs in alarge corporate wheel.

But, as Jim Champy notes in
Reengineering Management, we are
now witnessing the wreck of the "old
corporate machine." The ascendancy
of information as a strategic business
tool and the critical importance of
knowledge workers as a company's
most vital business asset have sup-
planted physical labor and even capi-
tal in some cases as the most critical
factors in business success.

The survivors of downsizing can
provide an organization with both the
core competencies and the essential
corporate memory necessary for mov-
ing forward into a new era of busi-
ness prosperity. Such major players as
Bell Atlantic and AT&T have discov-
ered it as the telecommunications in-
dustry has restructured and reconfig-
ured itself.

Today, getting people aligned be-
hind organizational goals and objec-
tives is a key determinant of business
vitality arid a leading benchmark
of organizational effectiveness. So



demonstrates a recent Coopers & Ly-
brand survey of 300 improvement-dri-
ven organizations (see the box, "The
Secrets of Organizational Success,"
page 28).

So how do you build a new com-
mitment among survivors in a newly
restructured organization?

Getting inside their minds
To get the most from people who
have lived through the restructuring
experience, you first must pay atten-
tion to what's on people's minds in
the aftermath of a downsizing. That's
key to expecting them to assume new-
roles and commit themselves to new
organizational gc>als.

Most people who remain with an
organization after it has downsized
are Worried about Iong term job secu-

Indeed, <1uhl>|hty <>I Senior manage-
ment is estimated to drop 35 percent

after a restructuring. according to a
1990 study by the American Society
for Training and Development.

Most survivors are also concerned
about future possibilities for promo-
tion and advancement within the or-
ganization—particularly if they saw
their bosses or mentors laid off, or if
they see traditional career paths with-
in the organization being obliterated
by restructuring.

"Am | trapped here for the rest of
my career?' a survivor might wonder.
"Will | have future options to grow,
develop, and take on new responsi-
bilities? Or am | effectively plateaued
and pigeonholed for the rest of my
working life?'

Survivors are also plagued by anxi-
ety and insecurity about their ability
to function in a new environment—
even if they are seasoned veterans
who are deemed highly valuable to
the new organization.

Survivors' jobs may very well have
been redesigned as part of restructur-
ing. The new job descriptions may in-
corporate tasks, technology, and skill
requirements that the employees
don't possess. It's natural to wonder,
on a personal level, whether "old
dogs can learn new tricks."

Many organizational survivors
wonder where they're supposed to
get training for their new roles—espe-
cialy if the training budget has been

axed. They want to know how much
time they'll be given to adjust to their
new job requirements and responsi-
bilities. And they're anxious about
their ability to adapt successfully.
Some organizational survivors also
have a tough time adjusting emotion-
aly. psychologically, and even stylis-
tically to the new organizational envi-
ronment they find themselves in.
Their management style, their skill
set. or their approach and philosophy
about work may be out of sync with
the direction of the new organization.
A typical example isthe highly ef-
fective senior manager who is prized
for his knowledge of marketing, but
whose sexist humor now gets him in
hot water with customers and co-
workers. Another example is the top-
down manager who can't seem to shift
her perspective from that of the boss
who gives orders to that of a couch
who collaborates with team members.
Many organizational

key to realizing the productivity and
profitability gains that downsizing
and restructuring were intended to
bring about in the first place.

An organization can lessen the
pain of restructuring. Efforts need to
be systematic, and they should in-
clude clear, consistent communica-
tion with employees about transition
plans. But it's still vital to put pro-
grams and services in place to ad-
dress survivors' emotional needs and
to sustain organizational change ini-
tiatives over time. Specifically, the or-
ganization should address ways to
maintain over time the new behaviors
and attitudes that it now expects of its
employees.

As downsizing and restructuring
efforts proceed, it's especially impor-
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and in their lines of re-
sponsibility, authority,

and accountability. For example, many
people lose their bosses (and some-
times their subordinates or even their
whole departments) as a result of or-
ganizational shuffles.

Some people experience intense
feelings of loss, grief, depression, and
inadequacy as a result of changes in
their working environment. But that
trauma may go unnoticed or unac-
knowledged by their managers, co-
workers. and even family members.
They may have rea difficultiesadjust-
ing to real or threatened losses in pro-
fessional stature. That's particularly-
true when such losses make them
question their personal and profes-
sional competence or their value to
the organization.

Designing survivor programs

As an organization reinvents itself, it
needs to keep in mind the survivors'
emotional turmoil. That connection is

tant to introduce pro-
grams and training ini-
tiatives that address
the following needs:
| to help managers and employees
deal with change
| to guide individual employees in
planning and managing their careers
| to help managers coach and men-
tor employees.

Such programs must fill part of the
void left by the dissolution of the im-
plied psychological contract between
employer and employee—the im-
plied contract that offered continued
employment in return for loyalty and
hard work.

The best way for new programs to
lill that void is by serving as models
of a new. explicit contract between
the employer and the surviving em-
ployees. The new contract empha-
sizes mutual responsibility for skill
development and professional
growth. It fosters the employability of
an individual, both inside and outside
the present organization.
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Under the new arrangement, an
employer provides the employee
with specific learning opportunities
and development options (classroom
based, experiential, and collabora-
tively developed with supervisors), as
well as career coaching and assess-
ment tools.

In return, the employee who Lakes
responsibility for steering his or her
own career performs at a higher level
than the company might have expect-
ed in the past. At the same time, the
employee invests loyalty in the orga-
nization for at least several years (not
for an entire career)—as long as he or
she is learning and growing.

The learning ethic

In designing survivor programs, keep
in mind the specific business needs
that the organization has right now.
Programs should focus on equipping
people with new and emerging core
competencies and with the ability and
orientation to engage in new learning
on an ongoing basis.

The benefits are myriad. In today's
economy, specific knowledge and
know-how can create strategic com-
petitive advantage. So institutionaliz-
ing a "learning ethic" in your orga-
nization contributes not only to
improved levels of employee compe-
tence and performance, but also to
increased organizational competence
and resilience.

The organization that makes learn-
ing a core value sets itself up for suc-
cess. It can rapidly leverage new-
knowledge and information into new-
products, new marketing approaches,
and new ways of doing business.

The implications of leveraged
knowledge are tremendous for a
firm's ability to withstand the compe-
tition and differentiate itself from oth-
ers in a constantly changing market-
place. For example, who can imagine
Sony without its knowledge of minia-
turization. Casio without its expertise
in display systems, or Honda without
its skill in building engines?

So what kinds of skills will spur
your organization to success? Within
the organization, is there consensus
about the answer to that question?

And what will it take for employees
to be strong contributors to the organi-
zation's new business and culture?

As a trainer or human resources

professional, you may be charged
with developing an initial list of the
skills and competencies that you
think everyone in the organization
will need (executives, managers, and
nonmanagerial employees). You
might even be responsible for secur-
ing organizational buy-in for these
priorities.

As you €licit senior managers' sup-
port, you can reinforce the impor-
tance of the learning ethic in their
minds. You can lay the groundwork
for the organization to become a
learning organization, characterized
by periodic reflection and self-analy-
sis about what's necessary for ongo-
ing organizational success.

Eventually, people within the or-
ganization will have reached agree-
ment about new and emerging core
competencies. Then, it will be impor-
tant to incorporate those compe-
tencies into training programs,
employee development plans,
performance-evaluation crite-
ria, and reward-and-recogni- i
tion systems.

Aligning survivor

programs

The most successful

programs aimed at

helping the survivors

of restructuring are

those that are part of

a unified package of

developmental of-

ferings. They should

be in alignment with

critical business goals

and future changes,

as well aswith other HR efforts. Such
integration will ensure synergy with
other business processes and initia-
tives in the organization.

According to a recent survey of
1.000 large U.S. corporations, training
and HR professionals generally think
that their organizations derive the
greatest benefit from linking career
development initiatives to specific
business objectives. (Training & De-
velopment. November 1993.)

What kinds of programs could
your organization offer to organiza-
tional survivors in order to foster em-
ployee empowerment, build recom-
mitment to the organization, and
encourage greater employability in
workers? Here is a rundown.
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Team building and coping with
change

In times of organizational stress and
change, employees display different
kinds of resistance to change—active
and passive, as well as negative and
positive.

Such reactions can appear as visi-
ble resistance to new organizational
goals, or as subtle resistance to new
ways of doing work or collaborating
with others. Either way, they can de-
stroy an organization's effort to re-
build and restructure itself during and
after a reorganization.

AsJohn Gamba. senior vice-presi-
dent of corporate and human re-
sources a Bell Atlantic, puts it:

"People operate at certain comfort
levels. This leads to inertia some-
times, as well as a fear of anything
new. Getting people to change the

way they regard their work or
the way they solve problems is

the most difficult
part of the change-man-
agement process."

For that reason, some of the most
crucial programs are those that focus
on aligning surviving employees with
their organization's new strategic-
goals, mission, and objectives.

For example, say that retained em-
ployees are accustomed to working in
rigidly hierarchical or structurally
"stovepiped" settings. Now, the orga-
nization is moving to a team-based
structure. In such a situation, it's im-
portant to incorporate team-building
and conflict-resolution training into
workshops—particularly if an organi-
zation is going through reinvention or
business-process reengineering.

Many U.S. federal agencies ac-
grappling with reinventing them-
selves to become more "customer-re-



sponsive to taxpayers and to other
federal agencies. They're attempting
to streamline operations; to down-
size; and to create new, cross-func-
tional ways of working among opera-
tional units that used to work in
isolation from each other.

Some agencies are finding that
they cannot undertake those tasks un-
til they develop skills in such areas as
collaborative decision-making, team
building, and conflict resolution.

One office of the Defense Depart-
ment found that it needed to develop
effectivegroup-process skills—specif-
ically in the area of conflict resolu-
tion—before it could work on reengi-
neering its processes.

A coping-with-change workshop
was held to help the group develop
skills in this area. The workshop in-
cluded an instrument that helped
people better understand their indi-
vidual styles of dealing with conflict

DEMONSTRATE
TO EMPLOYEES,
IN PRACTICAL
TERMS,
"WHAT'S IN IT
FOR ME?"

and some ways of modifying those
styles when appropriate for working
together.

Team-building and coping-with-
change programs also provide a fo-
rum in which the HR specialist can
clarify new roles and responsibilities
of employees, and can train people to
become champions and sponsors of
organizational change. Such activities
are crucial to sustaining change initia-
tives and new ways of working in an
organization.

Such forums are an excellent
venue for initiating "cascading" spon-
sorship of change in your organiza-
tion. By involving large numbers of
employees from every level and func-
tion in your organization in such pro-
grams. you can accelerate the pace a
which people buy into their new
roles and responsibilities.

For purposes of strategic planning,
team building, project implementa-
tion, and even conflict resolution, you
might also want to use some kind of
electronic meeting-support tools to
assist the human facilitators.

Such tools can help speed group
decision making, brainstorming, and
consensus building. They are also
useful for breaking down barriers to
change, by identifying issues for the
group to deal with. Those results are
possible because groupware typically
allows users, through individual com-
puter terminals or input pads, to enter
their comments and ideas anony-
mously.

Coaching and mentoring for
managers

Managing and motivating others in to-
day's workplace requires far different
skills than managers have needed in
the past. Modern managers must re-
build team commitment, cohesion,
and loyalty—without the aid of the
implicit psychological contract to
back them up.

Managers also need to develop
skills in consensus building and per-
sonal coaching of their employees.
They must be able to forge new rela-
tionships with people, based on mu-
tual respect, clear expectations, and
"win/win" objectives.

That can be atough job. especially
in a newly constituted work group. In
such a situation, employees are likely
to be anxious about their job security;
as a result, they might tend to be
competitive in unproductive ways.

For al those reasons, workshops
to help managers become better
coaches and mentors should be in-
cluded on the menu of programs you
offer to surviving employees in a re-
structuring organization.

One of the most critical skill areas
to cover with managers in these
workshops is the use of career devel-
opment and career-planning discus-
sions with employees as a team-
building strategy. In downsized
organizations, il you are asking em-
ployees to take on new roles and
tasks, you must be willing to offer
them something tangible in return.
You must be able to demonstrate to
them, in practical terms, the answer
to their all-important question:
"What's in it for me?"

For most people, helping them
plan and manage their careers hits a
responsive chord. Managers can't
necessarily guarantee long-term job
security, but they can position the or-
ganization as a partner to surviving
employees. They can help survivors
brainstorm job and career goals, they
can identify development opportuni-
ties (formal, informal, college-based,
and professional), and they can help
employees put together career action
plans.

Ihat kind of career guidance
demonstrates a tangible commitment
to organizational survivors, even as
the organization is communicating its
new work expectations.

When managers become effective
coaches and mentors to employees,
survivors pick up on some powerful
organizational "body language.”

According to Iris Martin. "Mentor-
ing is the very heart of culture
change."” Martin is president of Cre-
ative Dimensions in Management, a
Philadelphia-based consulting firm.
She says the most costly error that
most organizations make isto attempt
to change their culture without hav-
ing effective mentoring programs in
place.

Gordon Silcox, a senior vice-presi-
dent of the outplacement firm Man-
chester, agrees. Mentors, he says, play
important roles in people's lives, both
for career development and career-re-
newal purposes.

"Mentors provide people with
broadened perspectives about the
transferability of their skills and inter-
ests and with motivation to take rea-
sonable risks," he says. Mentors can
also provide people "with advice on
dealing with organizational politics,
with honest and constructive criticism
about behavioral problem areas or
blind spots,” and with encourage-
ment when confidence and self-es-
teem have taken a beating."

Many organizations use both for-
mal and informal coaching and men-
toring programs—not only to equip
managers to be better managers, but
also to bring employees into closer
alignment with new organizational
goals and business priorities, in high-
profile ways.

The Federal National Mortgage As
sociation, also known as Fannie Mae,
has inaugurated an active mentoring
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program that supplements more tradi-
tional training and development ini-
tiatives.

Fannie Mae's program pairs high-
level mentors with proteges, one-on-
one. The relationship is geared
toward helping proteges achieve their
career development goals and im-
prove their opportunities for ad-
vancement. It also aims to transfer
knowledge from senior-management
levels to a broader spectrum ol the
workforce. The program establishes
mentoring as a core organizational
value.

Providing new toolsto
managers

In addition lo providing coaching and
mentoring training to managers in
your organization, you will probably
want to develop (or seek out) pro-
grams that provide managers with
specific skills they may not have had
a chance lo develop elsewhere.

For example, managers who must
forge new working relationships with
employees need an array of tools if
they are to achieve that goal. Those
tools include advanced interpersonal,
negotiating, and conflict-resolution
skills.

Of those skills, conflict resolution,
in particular, may be new to many
managers. In today's reengineered or-
ganizations, teams are being pulled
together from across various function-
a areas. And conflict is an obstacle
that most working groups will have to
deal with. The most successful man-
agers will be those who become com-
fortable with managing and mediat-
ing conflicts. In some cases, they'll
need to know how to prevent con-
flicts; at other times, they'll want to
capitalize on them.

Coaching and mentoring programs
also need to focus on helping man-
agers assess and plan their own ca-
reers. Managers should go through a
career self-assessment and appraisal
process. In many cases, they'll do so
with the guidance of a professional
career coach or trainer, and they'll
use such assessment instruments
as the Myers-Briggs Type Indicator
instrument.

As they assess their own careers,
managers can acquire a substantive
knowledge of the career-planning
process—knowledge that will benefit

The Secrets of Organizational i
How important is it to align employ-
ees behind the goals and objectives
established by a newly restructured
or reengineered organization?

In a word, critical! It is, in fact a
key differentiating factor between
high-performing, improvement-dri-
ven organizations and "also-rans" in
the field of managing change.
Predictors of success. Findings
from a recent survey of 300 im-
provement-driven organizations
show that one of the most critical
predictors of organizational success
is the alignment of employees with
the mission, values, and goals of the
organization. Employee alignment
basically boils down to awareness of
business objectives and empower-
ment of employees to do their jobs.

The survey—conducted by the
consulting firm Coopers & Ly-
brand—polled people in awide va-
riety of blue-chip corporations,
government agencies, and other or-
ganizations. The questions looked
a seven key dimensions of organi-
zational effectiveness.

The results showed that in top-
performing organizations, "employ-
ees understand the link between
their tasks and the organization's

not only themselves, but also the peo-
ple whom they mentor in the work-
place.

Managing careers

In the past, organizations tended to
dictate career paths to employees and
to stipulate requirements for promo-
tions and advancement. Many organi-
zations put employees into boxes on
organization charts, ascribing attri-
butes and requirements for jobs a dif-
ferent levels.

Now, organizations are flattened by
downsizing and restructuring. And
more and more of them are looking
for employees who can operate easily
and flexibly across functional lines and
organizational levels. Indeed, the con-
cept of self-directed work teams is
predicated on the idea of individual
employees being able to operate effec-
tively in multiple roles: as |eaders as
well as followers, and as team players
as well as individual contributors.
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iccess: Aligning Employees Behind
strategic plans and goals."

In addition, employees in those
organizations "recognize and act on
their responsibility to continuously
improve their work processes and
are held accountable for ensuring
that products and services are de-
signed and produced at the level of
quality that customers expect."

Finaly, "quality-improvement ac-

complishments are included in em-
ployee performance evaluations" in
& >p-performing organizations.
No accident. So how do employees
become closely aligned with the
goals and objectives of their organi-
zations? Not by accident, says Ted
Wills, a managing associate with
Coopers & Lybrand's officein Ross-
lyn, Virginia

"Improvement-driven organiza-
tions," says Wills, "have committed
themselves to thinking of human re-
sources programs and servicesnot as
a support function but asone of their
core business processes—ijust like
operations, engineering, manufactur-
ing, or research and development.
As such, there is a close linkage of
human resources with other core
processes in the organization."

The survey reveals that in top-

For al those reasons, the best ca-
reer-planning and career develop-
ment workshops for organizational
survivors will communicate to em-
ployees about the organizational
competencies they will most need to
develop in the new workplace. The
most effective programs will stress a
strong partnership between employ-
ee and supervisor.

The goal: to help employees iden-
tify current professional competen-
cies; potential skill gaps; and short,
medium, and long-term professional
goals.

A strong career self-assessment
component needs to be incorporated
into these programs, using such tools
as the Myers-Briggs Type Indicator
assessment and the Strong Campbell
Interest Inventory instrument. Such
tools help reinforce the importance of
the employees' development of cer-
tain core skills and competencies, as
well as the importance of their per-



New Corporate Goals and Objectives

performing organizations, high levels
of employee involvement, commit-
ment, and job ownership don't flour-
ish in a vacuum. Instead, they are
nourished by and closely linked with
activities, processes, and initiatives that
are underway elsewhere in the organi-
zation—in such areas as change man-
agement, customer satisfaction, |eader-
ship, innovation, and work-process
improvement.

For example, the sur-
vey found that in high-
performing organizations,

COMMITMENT

gaged, held accountable, and reward-
ed for the jobs they do."

Wills says that in organizations go-
ing through change, that is precisely
the function that organizational sur-
vivor programs and services must play
to help accelerate employee alignment
with new goals and business priorities.

"Survivor programs have a critical
role to play," he says, "in cases where
traditional career paths
have been disrupted,
job descriptions may be
fluid, roles and report-

employees are given the doesn'T ing relationships may
skjlls needed to accom- FLOURISH IN be in flux, apd supervi-
plish change objectives. sor expectations of em-

In addition, says Wills, A VACUUM ployees may have yet to

"they understand the com-

pelling need for change in

advance of it occurring,"

and affected employees

"are aware of how that change will im-
pact them personally."

Survivor programs. The role of super-
visors is critically important in align-
ing employees with organizational
goals. According to Wills, supervisors
in high-performing organizations
"typically help employees improve
their performance on the job. Em-
ployees are kept informed, kept en-

be clearly communicat-
ed to members of new
work groups or depart-
ments."

He calls survivor programs "a
means that a company can use to in-
stitutionalize new organizational core
values, educate people, and—most
important—engage people to do their
jobs effectively in the midst of organi-
zational upheaval and change.”

For more information on the sur-
vey, contact Coopers & Lybrand,
703/918-3763.

sonal assessments of how well they
"fit" (in terms of skills and tempera-
ment) into the organization's emerg-
ing culture and values.

Other factorsto stress in career de-
velopment and career-planning work-
shops are the importance of employ-
ees' taking personal responsibility for
managing their careers, for defining
their own personal and professional
success, for committing themselves to
continuous workplace learning, and
for creating workable career action
plans in partnership with their bosses.

Employees should understand the
importance of reinventing them-
selves—and reengineering their ca-
reers—to meet changing workplace
needs. They should know how to
pursue professional development op-
portunities outside the organization.
And they should know how to make
a current job into a "learning ground"
that combines work and learning in
creative and synergistic ways.

Many organizations are imple-
menting programs to equip employ-
ees for emerging organizational cul-
tures and to make employees "career
resilient." They include such compa-
nies as Apple Computer, Sun Mi-
crosystems, Raychem Corporation (a
builder of specialized industrial prod-
ucts), and 3Com Corporation (a mak-
er of computer-network products).

Meeting the challenge of
change

Implementing and sustaining organi-
zational change today requires a dif-
ferent brand of leadership than busi-
ncsspeople have needed in the past.
The most successful leaders are both
visionary and hands-on a the same
time. They have the ability to affect
their organizations a both the trans-
formational level (through corporate
culture) and the transactional level
(through processes, systems, and day-
to-day business).

To accomplish those things, lead-
ers must engage employees in the
process of organizational change and
continuous improvement on an ongo-
ing basis.

In some cases, the organization
may call on the training or HR depart-
ment to provide or identify sources of
training and group-facilitation pro-
grams for senior management.

Many people assume that a com-
pany's senior managers know exactly
what to do during times of transition.
But in many cases, senior-manage-
ment teams in the midst of reengi-
neering their operations and core
work processes are in the dark about
the best approaches to take.

That's particularly true when the
task isto communicate change plans
and specific change initiatives, to
build employee recommitment to
new organizational goals, to foster
teamwork, to create career develop-
ment and career-planning programs,
or to institute reward-and-recognition
programs to support new goals and
objectives.

Executive coaching for derailed
top performers
The other important brand of devel-
opment intervention to consider in
times of turmoil is executive coach-
ing. This kind of intervention targets
highly valued managers whom the
firm wants to retain because of their
past track records of success—but
who are exhibiting dysfunctional be-
haviors or management approaches.
More and more, companies are us-
ing executive coaching to help key
organizational performers address
specific behaviors or interpersonal
blind spots that are damaging their re-
lationships with co-workers, subordi-
nates, or customers. In executive
coaching, a personal leadership
coach works intensively with an indi-
vidual manager for a short period of
time (usually 3 to 6 months) to ad-
dress counterproductive behaviors.
The goal of the coaching is to in-
crease performance within the context
of the new organization as quickly as
possible. Depending on the circum-
stances. executive coaching may be
positioned as a remedial service for
the manager being counseled, or
as an executive-development oppor-
tunity.
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A "win/win" for employer and
employee

if implemented systematically, sur-
vivor programs such as those de-
scribed above can speed workers'
commitment to new organizational
priorities. They can help energize em-
ployees to become fully engaged in
the new mission and vision of the re-
structured organization. And they can
build in employees a sense of en-
hanced professional competence and
self-confidence, as well as making
workers more employable.

Why is this last point so important
as a cornerstone of programs for sur-
vivors?

First, it's unlikely that any of uswill
have a single employer for the dura-
tion of our working lives. We foster
more self-confidence in employees
when we encourage them to take re-
sponsibility for their own professional
development—by keeping their skills
current, by remaining flexible about
future job goals and career paths, and
by cultivating a portable "suitcase" of
skills that they can take from one job
or employer to another.

Such employees are exactly what
companies need in the highly interac-
tive, team-based workplace of the
1990s.

A second reason for stressing
workers' employability is that such a
focus tends to create employees who
are more multifaceted and well-
rounded than when companies devel -
oped people strictly for their own in-
ternal uses.

Many employers are now looking
for what leadership expert Warren
Bennis calls "deep generalists." They
want people versatile enough to re-
spond nimbly to shifting work de-
mands. to changing customer needs,
to evolving job and organizational cir-
cumstances, and to volatile market
conditions.

But they also want those people to
be grounded enough in some special-
ty that they bring unique and value-
added skill and experience to their
organizations.

Another reason for an organization
to stress employability of workers be-
yond its own walls is to provide the
means for workers to make easier
and less stressful transitions if the
company at some point no longer
needs their services and skills. This

can relieve organizations of some of
the heavy psychological and financial
responsibilities of laying off or firing
workers.

But isn't it risky to help workers be-
come more employable? Will employ-
ees simply walk away from an organi-
zation? Perhaps, but that possibility is
slight—in an organization that uses
people to the top of their abilities.

Studies show, for example, that
employees who feel moderately chal-
lenged at work tend to perform at
their best. If your organization is truly
challenging employees in their work
and is being demanding of their ener-
gies and skills, then it's unlikely that
they will become restless and want to
go elsewhere. You run a far greater

ISN'T IT-
RISKY TO
HELP WORKERS
BECOME MORE
EMPLOYABLE?
WILL THEY
WALK AWAY?

risk of losing people if you underuti-
lize them or try to force them into in-
appropriate job roles.

When employability is a core com-
ponent of the new business contract
between employers and employees,
both parties win.

Employers get better trained and
more effectiveemployees than in the
past, principally by encouraging on-
going skills development and train-
ing. And they are not obligated to
provide lifelong or long-term employ-
ment.

At the same time, employees get
the opportunity to expand and deep-
en their portfolios of skills and main-
tain their employability in ways that
were not always possible in the past.

A systems approach to

survivor services

Why follow a systems approach to
planning and implementing programs
for organizational survivors? Because
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isolated programs or training courses,
in and of themselves, seldom support
sustained organizational change or
work-process improvements. Pro-
grams for organizational survivors
need to be embedded into an organi-
zation's human resources priorities.
And, in turn, such programs should
support the larger business goals of
the organization.

If you can give people a sense of
control over their current circum-
stances and foster emotional and pro-
fessional resilience in them at the
same time, you will have hurdled two
of the biggest obstacles that tend to
thwart change effortsin organizations
today.

"Fear, ambiguity, and loss of con-
trol during change is so powerful that
it immobilizes many people and pre-
vents their movement to even highly
desired new circumstances,” says
consultant and psychologist Daryl

Conner in his book. Managing at

the Speed of Change.
Having an approach in

“#l. place to deal with al the

variables that come into
play during organiza-
tional change can help
spur your organization to
success in its downsizing,
restructuring, or reengineer-
ing efforts. By instituting pro-
grams that address the needs of orga-
nizational survivors and gain their
renewed commitment, you ensure
that your organization can sustain
growth while tapping into the maxi-
mum potential of its people. ¢
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