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The best way to manage change effectively is first to get the 

lay of the land. Here s a survey for assessing your organization s 

readiness for change. 

WHAT DOES IT MEAN t o " m a n a g e " 

change? it involves gauging an 
organizat ion 's readiness for change, 
overcoming employees ' resistance to 
change, and measuring the results of 
change initiatives. As trainers and IIR 
practitioners, many of us are dealing 
with these issues as our organizations 
continue to downsize, restructure, re-
organize. and reengineer. 

C o n v e n t i o n a l b u s i n e s s w i s d o m 
holds that implementing organizational 
change is an inexact science. Change 
isn't easil\ measured, tracked, moni-
tored, or assessed by traditional mech-
anisms. Convent ional th ink ing also 
holds that many organizational prob-
lems stem f rom personality conflicts 
among department heads and other or-
ganizational factions, not f rom larger 
systemic issues. Consequently, many 
change efforts have been informal, lim-
ited to certain departments, and unsup-
ported by management . Other efforts 

have been announced by senior man-
agers wi th fanfare, only to be deep -
s ixed in f a v o r of m o r e p r e s s i n g 
c o n c e r n s . Still, mos t p e o p l e a g r e e 
nowadays: Change is the one constant 
in organizations. But few organizations 
and MR practitioners have found solid 
approaches for managing this constant. 

Change is core 
The growing pressure on HR profes-
sionals to be the managers of change 
is due to several reasons. One, many 
reengineering efforts haven't worked 
because they ignored the human vari-
ables. Many downs ized and restruc-
tured organizations are waking up to 
the fact that in failing to deal effec-
tively wi th survivors , t hey 've s e e n 
productivity suffer and no rebound in 
employees ' morale and motivation. 

Many organizations are also realiz-
ing that they must either find or de-
velop standard approaches for man-

ag ing c h a n g e on a sus ta ined basis. 
Evidence s h o w s that c h a n g e efforts 
can be maintained successfully over 
time, if they're carefully orchestrated 
with o the r organiza t iona l pract ices 
such as e x e c u t i v e l eader sh ip , cus-
tomer focus, commitment to quality, 
employee empowermen t , and train-
ing. Change initiatives should also be 
l inked to effor ts to improve overall 
performance and profitability. 

In o t h e r w o r d s , c h a n g e mus t 
become institutionalized as a core or-
ganizat ional value and systemically 
reinforced in these areas: 
I w h e n cus tomer f eedback is used 
to refine work processes 
ft d u r i n g o n g o i n g c o m m u n i c a t i o n 
from company leaders to employees 
about working smarter and better 
ft when employees ' quality-improve-
ment accomplishments are acknowl-
e d g e d and then factored in to their 
performance appraisals 
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I w h e n the o rgan iza t ion ' s perfor-
mance goals and employees' job per-
formance are linked through reward, 
recognition, and measurement systems. 

To be successful, change must be 
implemented at two levels: transfor-
mational and transactional. Based on 
the Burke-Litwin model, the transfor-
mational level involves an organiza-
t ion 's mission, strategy, vision, and 
culture. The t ransact ional level in-
volves systems that facilitate people's 
work, including policies, procedures, 
rewards , and communica t ion . The 
p e o p l e charged with spea rhead ing 
c h a n g e need w a y s to ident i fy and 
deal with the systemic issues that are 
at the heart of the organization's need 
for change . They must identify die 
roadblocks, and they need the appro-
priate tools. 

Taking a snapshot 
First, it's important to take a c lose 
look at the organization and its inter-

re la t ionships . O n e way is to use a 
change-management assessment in-
strument to get a snapshot of the or-
ganization's characteristics and how it 
w o r k s . T h e n y o u can c o n s t r u c t a 
change-management plan. For an ex-
ample of a survey instrument, see the 
box "Lay of the Land." 

The survey ' Lay of the Land" ex-
amines the following areas: 
External environment. This includes 
the m a r k e t p l a c e s , wor ld f inancia l 
conditions, and political factors that 
could affect an organization's perfor-
mance currently or in the future. 
Management values and practices. T h e 
survey should elicit employees ' per-
ceptions of executive practices and 
values with such questions as, "Do se-
nior managers try to stay in touch with 
staff at all levels?" "Do senior managers 
motivate employees to work toward 
common goals?" "Do employees trust 
the organization's management team?" 

It's also important to examine the 

mission and strategy to ascertain what 
employees believe about the purpose 
of the organiza t ion and how it in-
tends to achieve it. 
Organizational culture. In many orga-
nizations. die culture is implicitly un-
d e r s t o o d e v e n w h e n it isn ' t ex -
pressed. The survey probes employee 
th inking to unear th both the overt 
and covert rules, values, and princi-
ples that guide the organization's be-
havior and responses to the external 
business environment. 
Organizational structure.The survey 
examines the organization's structure 
in order to develop formal and infor-
mal profiles of the ways decisions are 
made and how power is shared, frag-
mented, or diffused. The survey also 
examines current management prac-
tices. Do managers motivate people to 
do their jobs, be involved, and commit 
to the organization? How do managers 
develop people? 
Organizational systems. These include 
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LAY OF THE L A N D 

Here are some questions for determining your organization's readiness to implement change. 

External environment 
I H o w d o e s y o u r o r g a n i z a t i o n 
compare with its competition in the 
marketplace? 
I To what extent do you and others 
inside the organization understand 
who your customers are? 

Mission and strategy 
I How familiar are you with the stat-
ed vision and mission of the organi-
zation? Are they compelling to you? 
I Are you clear about what the or-
ganization is trying to achieve and 
your role in that? 
» D o you th ink t h e goa l s a r e 
achievable? 
I Is the rate of current change in 
the organization appropriate? 
I To what extent do you think the 
organization is making progress? 

Leaders 
I To what extent do leaders visibly 
and consistently support the mission 
and goals of the organization? 
I D o leaders mot iva te p e o p l e to 
work as a team? 
I Is leaders ' conduc t t rustworthy 
and ethical? 
I Do leaders communicate clearly 
and consistently about changes that 
affect employees and their jobs? 
» Are leaders consistent and deci-
sive? 
I Do they send mixed messages? 

Culture 
» To what extent is the organiza-
tion's culture empowering? 
I To what extent is it oppressive? 
I Do you s p e n d t ime taking n e w 
approaches to your work? 

I Do you spend a lot of time fight-
ing fires and the bureaucracy? 

Structure 
I To what extent does the organi-
zation's structure help you and your 
co-workers perform your jobs? 
» If you're currently in the midst of 
downsizing or restructuring, do you 
u n d e r s t a n d t he r a t i ona l e f o r t he 
changes? 
I To w h a t e x t e n t d o you th ink 
change has been managed effective-
ly? 

Management practices 
I Flow would you characterize the 
organization's management style? 
I Do managers motivate people? 
» Are employees involved in mak-
ing decisions that affect their work? 
I D o e s m a n a g e m e n t e n c o u r a g e 
open communication? 
I Are employees developed infor-
mally and formally? 
I Do managers encourage innova-
tion? 
I Do they act with integrity toward 
subordinates and peers? 

Systems, policies, and procedures 
ft Do the o rgan iza t ion ' s systems, 
pol icies , a n d p r o c e d u r e s h e l p or 
hinder you in performing your job? 
» To what extent do the organiza-
tion's technology in and policies on 
c o m p e n s a t i o n , benef i t s , t raining, 
and career deve lopment he lp you 
perform your job? 

W o r k climate 
I How well d o p e o p l e work to-
gether in their work groups? 

ft To what extent does teamwork, 
trust, recognition, cooperation, and 
a p p r e c i a t i o n of diversi ty exist in 
your own work group? 

Skills and job match 
ft Are you c lear a b o u t wha t you 
need to do to be successful in your 
daily work? 
• Is your work challenging? 
ft Do your skills match your job? 

Motivation 
ft Do you feel empowered in your 
job? 
ft What is the level of e m p l o y e e 
morale in the organization? 
I Are p e o p l e sat isf ied with their 
work? 
I Do they feel they're making a sig-
nificant contribution to the organiza-
tion's goals? 

Individual needs and values 
I To wha t extent are you able to 
a c h i e v e a b a l a n c e b e t w e e n your 
work and personal life? 
ft Do you take pride in the organi-
zation? 
ft Do you feel secure about your 
job? 

Performance 
ft To what extent do you think the 
organizat ion achieves the highest 
possible level of performance from 
you and other employees? 
ft Is your organizat ion prof i table 
and productive? 
ft Does it have a good reputation? 
ft How is it perce ived by p e o p l e 
outside? 

such areas as informat ion manage-
ment. goals, budget, policies, proce-
dures, and protocols. Do the organiza-
tion's information systems help people 
do their jobs? Do the human resource 
policies ensure effective employee re-
cruitment. selection, and placement? 
Work climate. The climate indicates to 
what extent p e o p l e perceive team-
work, trust, recognition, and coopera-

tion to be part of the organization's 
work ethic. The survey asks about the 
task requirements and skills peop le 
need to do their jobs. Do they feel ap-
propriately niched? Do they like their 
work? Are they motivated? Does their 
work give them a sense of connection 
to the organiza t ion? When p e o p l e 
aren't motivated or don't understand 
how their roles relate to the organiza-

tion's larger goals, that signals a "system 
disconnect" that must be addressed. 
Performance. Simply put, to what ex-
tent do people think that their organi-
za t ion is p e r f o r m i n g at m a x i m u m 
effectiveness? 

The su rvey a l so co l lec t s d e m o -
graphic data for categorizing the find-
ings by such variables as age, func-
tion. and department. 
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The survey questionnaires are tal-
lied and scored by computer . Using 
factor analysis, you can score items in 
each of the ca tegor i e s to c o m e u p 
with an overall image of the way the 
organiza t ion works . Then a regres-
sion analysis can provide a sense of 
w h i c h organizat ional dynamics a re 
most important. Answers to questions 
about mission, strategy, leadership, 
and culture (transformational factors) 
have more numerical weight in affect-
ing p e r f o r m a n c e t h a n a n s w e r s to 
ques t ions abou t s t ructure , systems, 
management practices, task require-
men t s , mo t iva t ion , and ind iv idua l 
needs and values (transactional fac-
tors). Weighting respondents' answers 
h e l p s p lace e m p l o y e e s ' i ssues and 
concerns in order of priority. Then the 
most critical areas for change can be 
identified. The numbers draw a sort of 
map by focusing on the domains most 
likely to affect organizational perfor-
mance and effectiveness. 

Survey q u e s t i o n s can vary , d e -
pending on the nature of the organi-
zation and its problems. Some organi-
z a t i o n s d o h a v e s t r o n g , v i s iona ry 
l e ade r sh ip but ou t -of - sync sys tems 
that don ' t reward behavior that sup-
ports company goals. Or, employees 
think their managers support change 
but that the organizat ion 's outda ted 
compute r technology prevents peo-
ple from being more effective. 

If an o rgan iza t ion has p r o b l e m s 
with transformational issues (for ex-
ample, it's unclear about future goals 
or has a disempowering culture) the 
survey should emphasize transforma-
tional issues—such as mission, strate-
gy, leadership , cul ture, and per for -
mance. 

If an organiza t ion is wel l -under -
way with change initiatives (for ex-
ample, it has downsized, restructured, 
and embraced a new mission but still 
has problems with productivity and 
morale) the survey should illuminate 
transactional issues that might be hin-
dering employees from performing to 
their potential. Such issues include or-
ganizational structure, systems, man-
agement practices, work climate, mo-
tivation, task requirements, and skills. 

A diagnostic survey instrument en-
s u r e s tha t r e c o m m e n d a t i o n s for 
c h a n g e are based on a substant ive, 
supportable, and research-based un-

derstanding of the crucial issues, not 
on guesswork or anecdotal data. 

Case in point 
Recently, w e worked with a major fi-
nanc ia l - se rv ices firm that u sed the 
survey as a cornerstone in its change-
management efforts. Three years pri-
or, the company was on the verge of 
financial collapse. But thanks to the 
leadership of the senior management 
team, it was able to bounce back, re-
def ine its mission, and reposition it-
self in the industry. 

Still, problems remained. The com-
pany had difficulty getting employees 
out of the mindset of performing trans-
actions with cus tomers and into the 
role of being business advisors. The 
firm wanted to overhaul its image, put 
more emphasis on customer service, 
and bring management practices and 
employees' behavior into tighter align-
ment with new organizational goals. 

First, w e used the survey to gather 
data about the degree to which em-
ployees had internalized the compa-
ny's new mission, changed their atti-
tudes. and adopted measurable new-
b e h a v i o r s tha t w o u l d a f f e c t cus -
tomers' perceptions of service levels. 

Next, the survey helped reinforce 
new goals by providing a vehicle for 
conveying ( through the use of n e w 
t e r m s a n d c o n c e p t s ) to f r o n t - l i n e 
workers what they should focus on. 
The survey also proved useful in cap-
turing and recording employees' con-
cerns about the changes and in iden-
t i fy ing r o u g h s p o t s . Th is e n a b l e d 
sen io r m a n a g e r s to f i n e - t u n e their 
change-management approaclies. 

T h e survey , c o n d u c t e d twice in 
two years, served as a benchmark for 
determining the extent of change dur-
ing the third year. Both times, the sur-
vey m e a s u r e d e m p l o y e e s ' p e r c e p -
t ions of the ex terna l e n v i r o n m e n t , 
how the company compared with the 
compet i t ion (for example , w h e t h e r 
senior executives were transforming 
the company effectively), and the ex-
tent to which managers e m p o w e r e d 
people in serving customers' needs. 

Employees were also asked about 
the technology they used, their com-
pensation and benefits, and whether 
they thought the company was com-
mitted to providing peop le with the 
training and career-development op-

portunities required to ensure high-
quality customer service. 

Last, e m p l o y e e s w e r e a s k e d to 
comment on the company ' s overall 
p e r f o r m a n c e . W e r e all e m p l o y e e s 
working as a team to build a stronger 
reputation, boost profits, and maxi-
mize people's talents? Did employees 
think the company would survive? 

The vision thing 
The initial survey generated a wealth 
of findings. It revealed an organization 
in transition but with the raw talent, 
desire, and energy to achieve its goals. 

In terms of vision, employees were 
clear about the changes the company 
had to make. Most were experiment-
ing with new ways to do their jobs. 
And t o p l e ade r sh ip w a s v iewed as 
committed to change and supportive 
of e m p l o y e e s in mak ing ii h a p p e n . 
Employees noted an emerging culture 
that va lued r isk-taking and exper i -
mentation. Managers were perceived 
as knowledgeable and entrepreneur-
ial—important traits in bringing about 
organizational change at the level of 
people and processes. 

In the first survey, some negative 
indicators also emerged. Employees 
were frustrated about the company 's 
an t iqua ted c o m p u t e r a n d informa-
t ion s y s t e m s , d e s c r i b i n g t h e m as 
barriers to rapid and responsive cus-
t omer serv ice . And t h e r e was dis-
t rust a m o n g d e p a r t m e n t s , t h o u g h 
t h e r e l a t i o n s h i p s w i t h i n w o r k 
groups and depar tments were good . 

Employees a lso felt that the old 
cul ture was dying but noth ing new-
had replaced it. They said they often 
didn't know what the rules were and 
were uncertain how to handle some 
customer situations. 

The f indings showed a close link 
between employee morale anil moti-
vation and the state of the company's 
culture, structure, and systems. The 
c o m p a n y r evamped its informat ion 
systems, upgraded its technology, and 
reduced employees' paperwork. It al-
so took pains to reward, recognize, 
and reinforce new and innovative em-
ployee behaviors. In fact, it went on a 
hunt for employees who were provid-
ing super la t ive cus tomer service. It 
videotaped the success stories and dis-
t r i bu ted the t a p e s t h r o u g h o u t t he 
organization to serve as examples. As 
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a result, customers' satisfaction levels 
increased. 

T h e s e c o n d s u r v e y a y e a r l a t e r 
s h o w e d t ha t t h e s a m e i s s u e s re -
mained. People still reported IS prob-
lems. i n a d e q u a t e t ime for t ra ining, 
and low morale. But there were rea-
sons for optimism. One. employees ' 
frustrations stemmed from an inability 
to accomplish what they k n e w need-
ed to be done , and not f rom confu-
sion or anxiety about what they were 
supposed to do. People also reported 
feeling more e m p o w e r e d and confi-
dent in do ing their jobs. They were 
c learer than ever abou t w h e r e they 
and the organizat ion w e r e going. It 
seemed that leadership's efforts to en-
act a new vision were paying off. 

The s e c o n d survey a lso s h o w e d 
significant pockets of improvement to 
both productivity and profitability. An 
analysis of the survey results, w h e n 
integrated with financial-performance 
measu re s , s h o w e d that c h a n g e s in 
management practices accounted for 
the improved finances. The divisions 
in which people were allowed greater 
discretion in servicing customers sold 
more products and services. In light 
of that, w e r e c o m m e n d e d that em-
power ing managemen t practices be 
cons i s t en t across the o rgan iza t ion . 
Upgrad ing exis t ing t e c h n o l o g y be-
came a major priority. 

The s econd survey a lso revealed 
an intriguing and quite directive find-
ing. Peop le communica t ed strongly 
that they wanted the company's lead-
ers to c o n t i n u e b e i n g on the f r o n t 
lines of change, not shrinking back. 
So. w e urged senior managers to stay 
close to the people and to keep play-
ing a vital, highly visible role. We rec-
o m m e n d e d that t hey not d e l e g a t e 
change leadership to o thers or send 
s ignals that th ings h a d re tu rned to 
business as usual. 

Keys t o success 
Clearly, managing change effectively 
requires a sophisticated appreciation 
and u n d e r s t a n d i n g of the mul t ip le 
variables at play. The case study high-
lights a key lesson abou t o rgan iza-
tional change : If an organiza t ion is 
c o m m i t t e d to c h a n g e , it must g ive 
such efforts time. And it must put into 
p lace the a p p r o p r i a t e sys t ems a n d 
structures. But even when change is 

well-orchestrated, things can go off-
key. For example, employee motiva-
tion and morale may Hag just because 
people are aware of their destination 
before they're able to get there. 

Many organizations opt for short-
term solutions to business problems. 
But l o n g - l a s t i n g a n d s u c c e s s f u l 
change requires a sus-
tained effort and com-
mitment. In our expe-
rience, the single most 
im p( )ita nt determ i n a n t 
of s u c c e s s is s t r o n g . 
committed senior lead-
e r sh ip in the ear l iest 
s t a g e s of c h a n g e — 
h a n d s d o w n . Why? 
Because leadership is 
t ransformational . It is 
ground-breaking, 
ground-clearing work. Senior leaders 
are the levers of change. In many cas-
es, they're the only people articulating 
the organization's new vision. 

But as c h a n g e p rogresses , it be-
comes more transactional. Other fac-
tors become important. The company 
we surveyed inaugurated its change 
effor ts prior to o u r arrival. Much of 
our work focused on reinforcing what 
t he s en io r l e a d e r s h i p t eam had al-
ready instituted. But to ensure long-
term success, we also had work to do 
on the transactional level. 

It's important to conduc t surveys 
e v e r y 12 to 18 m o n t h s d u r i n g the 
front-end part of a change initiative in 
o rde r to g a u g e the e f fec t iveness of 
the initial effort and to discover any 
impediments to progress. As change 
becomes a core organizational value, 
it's still important to conduct surveys 
a b o u t e v e r y t w o to t h r e e y e a r s to 
mon i to r the o rgan i za t i on ' s g r o w t h 
and vitality and to troubleshoot prob-
lems that may arise due to changes in 
the external environment. For exam-
ple. new technology may threaten the 
company's product line. 

Harmony and strategic 
intent 
More than ever, it's clear that an orga-
nization's most critical resource is its 
human asset. Employees must under-
stand their roles and functions in mak-
ing c h a n g e h a p p e n . P e o p l e a n d 
processes must be in tight alignment in 
order to support short-, medium-, and 

• Long-lasting 
change 

requires 
s list a i n e d 
e f f o r t and 

c o m m i t m ent • 

long-term goals. Dartmouth professor 
Vijay G o v i n d a r a h a n says that such 
alignment enables an organization to 
become internally "harmonized" and 
to develop a higher-order characteris-
tic he calls "strategic intent." 

Strategic intent refers to an organi-
zation's ability to stretch so it can ac-

commodate customers' 
c h a n g i n g n e e d s a n d 
the marketplace's shift-
ing demands , without 
n e c e s s aril v k n o w i n g 
h o w . St ra tegic intent 
also refers to an orga-
n i z a t i o n ' s ab i l i ty to 
leverage its core com-
petencies (intellectual 
assets) in order to gain 
and retain marketplace 
advantage, to position 

itself for entry into new markets, and 
to potentially compete on an ongoing 
basis in severa l p r o d u c t or marke t 
arenas. 

Nowadays, developing strategic in-
tent is crucial, not just for profitability 
and product iv i ty but also for long-
term viability and vitality. In The Age 
of Reason. C h a r l e s H a n d y says , 
"Change is not what it used to be. The 
status quo will n o longer be the best 
way fo rward . The bes t way will be 
less comfortable and less easy but, no 
doubt, more 'interesting'—a word we 
of ten use to signal a mix of danger 
and uncertainty." And. we would add, 
' 'opportunity." • 
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