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Planning and preparing for change

Developing a high level plan for change

Example 2.1 on Concrete Flags, discussed in Chapter 2, illustrates a common
problem. The plan for change failed to take account of the need to maintain inter-

nal alignment. Plans focused on developing new products and markets and install-

ing a new production technology, but failed to consider the implications of the

change for the operatives whose job was to manufacture and dispatch the new
‘dream patios. Case study 15.1 offers another example of how high level plans can

evolve after a need for change has been recognized.
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Pportunities for cost savings were also Identified
vithin the winery, Elaborarlr'rg aged wine is a traditional

ess, and in the winery many of the steps in the
process, such as pump Over, pressing, run off and
facking, involved little Mmechanization, but it was

'8d to engage a consultant to investigate
possibilities of reduc Ng costs without affecting quality,
With this exc Eption, it was decided 10 curtail all capital

=Nt S0 plans 1o construct a new water
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good plan for change that involved working on several
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Developing a chan ge plan

Before féading on, review the change plan
geveioped by the founder/owner and senior managers
at Bairrada Wines:

1 Isthe change plan based on an appropriate strategy
for change (see ideas discussed in Chapter 14)7

2 Does the change plan address the main problems
confronting the business?

3 Does the plan take account of al| the issuss that
Could affect the outcome or are there important
omissions?

4 Would an alternative approach deliver Superior
outcomes?

5 If*Yes; outline the essential elements of your
alternative plan,

The proposed changes needed to be presented 1o
the board of directors, so the CEO prepared a paper
that outlined the Plan and detailed | the actions that
fequired approval. The CEQ and management team
considered the required approval as a formal step and
did not anticipate any probiems. It was a nuge surprise,
therefore, when the plan was not approved and the
founder/owner who owned 40 Per cent of the shares,
was released from the role of company president. He
Was outvoted by his children and other family
members who, together, owned the other 60 per cent
of the shares,

The board, which comprised the other family
members, was not happy with the Proposed plan. it
wanted fast action to restore the previous level of
profitability and Came up with a new strategy, which
involved laying off five managers and supervisors and
replacing them with two new managers who would be
tasked to work alongside the CEO to cut costs as
Quickly as possible.

The plan for change that had been developed by the
Management team was not implemented because the
founder/owner and the CEO had paid insufficient
atrention to the other family members Who were on
the board. The founder/owner was taken completely by
Surprise when they rejected the pian because, during
the good times, they had shown little interest in how
the business was Managed and had done little to hejp
shape the ¢ mpany’s strategy. The founder/owner also
f€ported that he had never before abserved them
acting as a cohesive group.

Jource This case is basad on contributions from Fvg Perez.
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Planning and preparing for change

This case illustrates how carefully thought-out plans for change may not be
implemented as anticipated if those leading the change fail to take account of the
concerns and interests of all powerful stakeholders. In this case, the founder/owner
and the CEO, based on their past experience, had been completely unaware of the
threat posed by other members of the board to their plans.

Translating high level intentions into detailed plans

Beckhard and Harris (1987) define the period of time between the identification of
the need for change and the achievement of a desired future state as the ‘transition
state. Often, key phases of this state are unique and different from either the
pre-change state or the post-change state. For example, if an organization recc
nizes that it needs to improve the way it manages information and, after explo
a number of possibilities, decides to move to an enterprise resource planning i
grated information system, it will experience a period of transition. There
come a point when the organization continues to rely on the old system while
new one is being developed, installed and debugged. During this period, pec
affected by the change will have to keep the old system going while Jearning how 6
work with the new system and develop the work roles and relationships that wil
have to be in place when the new system is up and running. 1

It is not unusual for many types of change to disrupt normal work practices 2t
undermine existing systems of management. Nadler (1993) argues that during
period, control is one of the major challenges facing management. To aban
previous management systems before new ones have been developed can frus
any attempt to manage the change unless some form of temporary manag
system is put in place. Nadler refers to the need for ‘transition devices.
include the appointment of a transition manager, the development of a plan fe
period of transition between the old state and the proposed future state, the
tion of specific transition resources such as budgets, time and staff, and the
opment of feedback mechanisms to facilitate monitoring and control. Th
with some other planning issues, will be considered below.

Exercise15.1 Reflecton and review a past plan for change

Reflect on a change that you tried to introduce at work or elsewhere:

¢ Did you have an explicit plan for achieving the desired change?
e Did it work?

e Why was this?

e Could you have done anything to improve your plan?

Appointa transition manager

It is not always obvious who should be in charge during the trans
Should the person in charge of the pre-change state continue tobeinc
the transition? Should management responsibility pass to a tempo
manager or the person who will be in charge post-transition? Beckhar
(1987) suggest that there is no cut-and-dried answer to this question.




