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Managersens lisecatsre b sneful conoepes 10 <ller, rangang from 1ools such o busncn procon sedougs
10 concepts bie the learning orparvration. Notw ithatansdeng thew vadue, cach of faces slw have facir
Rrnitations as arbivaary views of reality and solutions Dt have limincd spplicabiiity. In that serne
the lecsture dings valee caly by way of scloctive and capabie sse by chasge agerts, It s Sty
waarewmess aned abdlines thae make change real We are Derefone inclined 9 advacats 3 halance betwoen
comoeptuad Lnowledge and sefiecnve practitosieg. the boddy of knowicdge med kesrming =x 3 gearacsce
for professsonalism I this chapeer we suenmarine some inights isto B fickd of orgaizasoeal change
that we have Soend wvery hefypdel s ramtaining ot Dalusce

Given Qa1 more orgamiaational chasge wiies place seplssred thas plasmed sed s mowe oftes tn-
seccessful than seccessfel, we Dink there is jastdhoation for reflection cn why chasge docs st work.
This soplies making ings sore comples rather fan simpllymg thee: seasching o the hidden rules
of the game, for indormal processes, e poditoal mochasisms (s orpamceations, oic. ks the first secton
of (s chagter we do jast Dal. Wibout potng inf0 200 much detail bere, we will ducons cight suini
theories abowt imatiomalnies, hopelully just esough % elicht the coapossc: “Yeu, hal Suvated our
change process 00" The message in this seotion is abio tha overselizsce oo rationsl, sop-doern, and
Contiagency approaches Can be rendered limitiess s o resalt of soch irrationalties.

This Joads 10 e secvoend section whero we selfiect on the gueition of what makos change work.
Foe thes, we explore Sve poevailing parsdipms shout chasge, cach susociated with cestain beliels and
Masumptions, asd we chancterize each i terms of Beie characieziaticn, wach as peedictability, ieals,
paialls, style of change agonl, sl 10 0a. These Sve parsdigrea, cach typified by 2 colous, cover mont
clumgpe processes we see in seal life and e theories sbout them in Meratere. The ssessage of thin
section it that the existeace of voch mltiple appronches can help orpaarations dcal with complexiny
Al the sarne lirne, The fact sl these appeoachos compote and confict with ose another can Jast &
canilly comteibete 10 the lack of weocess of plansed change. We propose faat the shiley of change agoam
10 take & melti puradigmatic perspectve cae make the difference dotween the two. 3t allows them 10
saare of Bheir owm aad othesy” ways of defising sad solving peobicrme aad allows Hem 20 mwke more
conscuons and collective chosces & thal regaed.
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WHY CHANGE IS COMPLICATED

b= thex section, we decribe Soones and images lsatnating wiry chasge b complicated. These theories
and imapes, which we have obierved in the past, have consderably widened canr imnight and will
hapetally provide mooe ln-depth knowlodge of how change works and, moee paesculaty, whyy it oflen
does not. These are Soonies that ae recogniaables 1o and ascfal for peopls ke our profession, and every
change agest would do well 50 bo famiiar with them and take them into accosnt, Wo discuss sighn
theories (moes can be Soend claewhere: do Calwwd & Vormaak, 2000a) With a degres of poetic boence,
we give as cuting of cach Seory togather wih one o more cnsrpbes. For each of dve chestons of relaed
theories, we dacems the corsaqgumces for chaage Jrocesses.

I the Sost chasner we doscribe eferments of Karl Weoick s well-known thoory segardng loosely coapled
systems. W will talk abost ambiguites and e koo couplng between opinions and dehaviowr. In
the second Chsder we Jescribe De amomonry aad cosfidence thae characterize many stall membders,
especially in arganisations of professionals, and the probibens Bal arise I8 5ch ONEancTaions sach as
lack of contrad and Boe "pocket voro™. In Bhe thind chustor wo describe msighvs that sose (1o chaos
theory o mo related 20 4. The Souets and fmal cluster deals with socio politionl mechanisrs.

ON LOOSELY COUPLED SYSTEMS

The Beory of "loose coupling” was developed by Kl Wekik. He considen it appicabie ot ondy &
the cegarszational Jevel, with which we deal flest, bar also o Poe mdividual level

AMBIGUITIES IV ORGANIZATIONS

Povagine that you are evthed the seferce, Concl, Player Of Spactator M an encomventiondl soocer
manch The Scld for B game (s rosed; here Mt several goals scanened hapharardly woued the
cirouler Scld; poople can coter sad leave 5e parse whencver they waed to they can thoow balls
i whenewer Dher wasl. they Com sy “Thar™s my poal” whosever Shey want 50, &5 sy Lomes a4
they waat w0, snd for o many gonls ws Shay wast w, fhe aatlre gaww tabes place on » doped
el sud (he paone o playod o f I ket semee.

I you mow sebaidete = The cnangde above principals for sefevees, teachers for Conches,
wiaderes for plapem, parerns for spectanons and schovleng for socoer, you have an equally
uncooventional dopaction of school orpact eatioon. The bossty of thia depuction b that « capteres
o dillovery st of reakiies wibin odocabone! Orpan rathoen Bami are Conght when these swoe
epaniaascen s vowed through the wacts of harvaacoes theery

The above passage s quoned fooms the opesing lmes of Kl E. Wekk's (197) mtcle ‘Educations)
Ovganizanons s Loosely Couplad Sysiems’.

1n owr opravon, NS passage Can De beoadly appdied 0 most of the erpanurations we are famsliar wirh,
certaiedy where bnowiedpe workers o peofesssonals constitete the mugor ity of the warkforce. What is
siriking in e passage is bow ambagpecus many orgasizalons are There are o mamsber of features that
thow Bese mrduguition.

® AnmdNgwous obgectives: Tha bs O case when aa coganization fanctions with vanious badly or vageely
defned, somesanes even cosflicting, pouls. These goals can by serpreted in a variety of ways and act
8 "cover” for 3 mined bag of activites. Everyone can sy “that is my poad” whenever (hey want 1o,
o ofen as they want 30, and S0 a8 ey poals 86 they want 00, Missry Mratog «c SOcuments and mrbsin
statemsents have these Characieratns: ey are ofios very ambiguosn. Somctancs ey Camnoullape
disagovement (vague poals as 2 means of reaching compeomises about differences of opimion),
somnetiones (he wosds and sesteaces me lncrpeeted i conrasting ways The foomal objectives exght
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Bave some relatiomnbip with shop flooe reality ssd working macthods, Sot maght ogually well be
entively separated from them (hooscly coupled).

® Andiguonr techoolagy (work peocesses ). Masy engloyess have Bifle imsaght o fhe work processes
that determime fhe output and value ther orpasizaton produces. That camal commection botween
activity and valse o Sifficalt 10 define and 10 aticsdate. What maskes good ofucation? What fuctoes
contribute to cffective medical oament” What comesiutes good comsulncy Roth comsern and
objective amvwers 10 fhese questions are hand 0 fisd. People ofien do fhings 1o the bout of their
abiley snd ©ow comprehensos, but sech mistuees of effoet aad opimion 4o not necomanly produce
tsmgible revults. o trath, our knowlodge abowt what works asd what docen™ i Basted. Thie cxplams
why &ffcrent toachen and docton speak soxd act 30 differently and pot sway with = What s good
and what is not?

® Ambipuows porticipation: The mevolvernent of persons or groups ks sny sctivity within sn osgamization
gererally varies and thas is hasd bo pin dowa. Who participates in the decision-muking abost what
and with what mandate? Who beloags %o which grosp, departmene, oc commranion? Who is supponed
%0 attend which mecting? If we werk sogether, Soes that mesn we takoe ol the deciucns together T If we
wact 10 IBciesse paeticipation, docs this ioaply that poople can st in sad Sinten %0 us, cootebute iom,
Save a voie, or change the whole apenda’ The asvwers 1o theso types of guestion vary cosssderably
depending e whom you sk, and, fetheraces, (he asywers can vary from day o duy

da than vaew i 8 hand 10 e wyuern prads tha cas he scberved sloeg prodactahic sod wel-plansed

rouncs, The stustion is coc of sesheguity sad vanabelity, maery Sooecly cospled clorocres st seact
% ooe asother only dowly, isfrogeently, o not of sl Thia view 5 o odds with b 3des of an
orgairation = 3 comciounly desgaed muachise with all i pats peaced 1o one sncther, with the
miestion of producing predictable outoeanes. Weick's theory i 3 reaction 10 the systems spproach
where rationad principies dommate (vee, g, Koip, 1981

Loost CourLIng RErwErN InTENTIONS AND Bonavion

Loose compling. soconding 10 Welck (1969), plays & role not only i the orpazations) level bat abo
ol the ndividual level: Bhe way n which stontions and beharviosr mfluence each other. Thete o a
gruwing awareness that opeises el snientions have litde isfloes ¢ on belurvaour. Sie uppunite sceos
10 Be ihe case. I ofher wonds, ineenions ssd opimiors are stfed rathonally afier e evernt Weick sayy
hat, cossoguently. belurvionr and opaoms ol the individond level ave s masch wncoupled a8 sysicees
wre ol the orpaenrationsl level Bedavionr appears 30 function qeite ndependestly of opassons. If you
sk people what the resscn of Motive was for their bebrviour, Bey will comstrect sormething on the
pot:

These is 2 doveloptag potiteon ie peychology whach mpecs it mteations o & poor guedc Sor
o isheniond e Todhow raber e precade activa, ansd hat (scrdiirn sl shien me
booanly cocpied. Usforterately, orgamtations cootaves 1o daai that plasniag i 3 goad thing,
ey ipend moch time oo plansing, and sctions are mached i lorm of thesr §t warh plase.
Coven a potential ouse conpling et wees e isdeaton sod sobuen of orgsaustsns! members,
& should come s no werprise that sdwmisivraton @0 ballied end ngored whos things never
Rappen e wary they wese sapposed 10, (Weach, 19€)

In onder 3 chanify iieations, wany crgasizations krved & grest deal of time I developiog plam.
However, the ooty sogpess Bar D is a dend-end street: the cospling Decomes even bocser Dae il
was Examngdes of o Con be foend e appronches 10 change where poople find hold mumerons mectngs
o decide exacily what i is Pal noods 10 be changed sad how De change will be aachial. The resall is
& ek of memos and docoments bat seldom an aomal behavioar change. Wowse siil, fhe comtents of
hese inconos bear batle selvmoasiip 30 hows poogic acteally work asd behave



Sasicad of concentrating On plans, mitatioon, And opisiond, it & alo possidle 10 ask people 1o rake
explicit theie bebuvionr sad 10 refloct on il This lays bare the implicil oplalom that enderlic their
actionn, The &ffcrence between thew imphoil med explict cpamces bocomes clear a & seveals fo
wrwtiny O Joose coupling between behavionr and opisiom. Weick cogards thin conscionncss raisiag
25 an wrportandt exercie, the bewt way of creating 2 ughicr coupliag” betwees bebaviour sad opirsoss.

IwrLicarions of Loose Courting FoR Cnanee AsEnTs and Cruance Processes

Weack s obearvations thet sendiguities smcrcasngly oocur mean that i is difficell 10 characterise cogand-
rations s entitics (hat follow 3 usivecal course and » cloar rationsd approach. They can mach betier bo
characterized as networks of sstomoemons centres (sometimes right down 1o the level of the individuad
A mcmbery) Baat, i Deir dealings with cach other, mro continmlly searching for an identity snd
» drection. For chaage agents, the looscly coupled character of orpankoations mwass (hal, is maay
cases, they cannat lievet thessselves 1o 3 top-down ratonal spproach. Expending (he coupling betwoen
O parts meara fuat the stafl members ot be involved = B¢ discusion: concersing objectives, in
CuTYmg cet the activitien, and (n mastcrag e BN IMPOraNt COMPCICHCET.

The theory of 2 looss couplag between incrsions and behaviosr warss us 30t %0 Foow vach dace-
woss 00 ineetions, for ey mught then dave no effect oa heharvione i one wants 10 flsence bebavioer
during the change process, & is bowt 10 first make people sware of their actiad dehuviosr and how thin
oormrbetes o the prodboms o hand. This lsvolves makmg this bebavioswr visddle. Only s coe can
make eaplcit e uadiclying opunoss and steationn. Others mast be volhwed is Rils endeavews it
dimioni, if not impossihile, 10 obsarve ose’s own bebaviour By making & cxplicit, a tghter cospling
betwoen bebaviowr and oplsons it crested Thesr ane appeosches to changs o mervensions fuat fuether
B realinaion of 3 nghwer coapling botween opumon ad belarviosr Thew are spproaches in which:

® behwvioor is made visitde:

® there is weificient safety for peophe 1o give and socesve foodback on their behwvionr:
® fhe peopie ivolved are comumined 10 learning sdout thelr own bebaviowr

® the il that evable poople 10 learn feomn and sbowt ench odher are presest.

ON MANAGING AND BEING MANAGED

The trond of capoag profestonalration places now demands on the working method of masmagers
aox] stall, bet Dhese working methods do not dovelop & the sane pace. We will St addeos the fived
et of prodlems $uat appear 10 arise from the contlictng orsatations of professonals and sasagers
These problerss are dealt with by 2 raswber of coping mechaniims and avoidance strategies and we
will describe oo of these—aw pochet v

Autonomous Worerrs anp Hotaascnscar Manacess

(Noe) managing onesel! and (9ct) being mamaged » & theme that is much in evidence in peofessional

Crganizations, wWhaere It can ke cacoptional forme. Therefore, the foces of cor doscription Is on pro-

fesshonal organi 2xtioes, det the phenomena descrived can bo found in poarly all types of orpamsrations.
The sirsdlanties detweon Praumas, a violn maker, and a teacher mchede

® both of Dern mre JoarnodMave keaesed » b,

® both of Bern Lnow best how 10 practise their poofession,

® both decide Bersscives how thee relationhip with Dheir Crerns will e,

® both identilly themumelves toove with Beir profession aad thew fellow peofessionals Ban with e
ceganization of which ey e pan,

® both Josrs Suough Meir own expenence and hape heir owa professionalization
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(With dasks 30 M. Petrl for Bis pothoos on sheilarsios with Krasmes and (anor in this section) con
maredities weh Fond),

In other woods, ey boeh have 2 Ngh degree of astonomy n theie work and thelr own development
d in thotr rolatiomhip with coliagues and chenss. When thve ae ey poople Like s in as
orgaoation, cypical phonomona will serface. Wo call this dw professional organicarion. Much has bees
pehished concenning the management and changing of peofessonals (Van Delden, 1995, Weggperman,
1997, Vermaak, 1997). The ven is fairly sceptical Can professionals be managed, soered, o cluaged?
Professionals are act koon %2 renosnce their independont and confidont satere, aed ey bease o if
ey we sull self employed. Hobbies and 10k pecfonmuaces are cotsidered legtimate. o collectivity
0 peodects and services s uasally dfficuk 1o detect. What s mare, good professhonal quality
copsiderad 1o be of everbearing impontance  Comespondiagly, conmercial reselt oricatation is olles
Iaciong Ancther Bactor s the professomals do sot casily agree among thesaselves about the currend
or desired qualay of Seir work. As a rule, the opinion of someose tlse is valved less Dan Beir ons
opinson, for why should a colleagee know Demer? The opinion of 2 costomer or & boss is ofles Whes
eves less serfousdy, for they are considesnd 1o have Ritie or o peofessional backgroved. Lemmmg
sogeiher sd insovaing prove SHTowit, sd Knowledge o reganded as pevsonal propeety asd remsim
Wocked s e head o in 2 capboard Asd o theee cose peobiern ofien anise:

® fragmentaion as 4 resal of everyone following thes own Geection,
* modiocrity becamse people do not learn from oo ssother,
* lack of conumitment bocause Bere s mo fooss om sesulis or deadlises,

These core problems cvour 1o ool professionsl orpamseation. Profossosals can hold bosg, cmotional
disowmions abost these probdems but hese, j00, they act as ypuced froclancens: everyone has fheir
with ®e realiny of 00 many cooks spoiling he beath” 1 camaot force colleagees % 4o somxthmg
spuinst their will, bt slome vice vorsa,' fhe professionsl mill say. A commscn metaphor foe thin iy ‘e
whoelacrow [l of (roga’. Pussuit of comeeses can puslyse s crpeaication, thasks W the parhage-
can model of decaion-ssabing. Froatrsiod by the persivicncy of all these peoblcan, profevionah ofies
suddenly behave Ble ofd- faskicned wige laboarers: peoblermn see laid o the muaager’s door,

The pharschs, Honry Foed, sed clanaic governmental cepasizations Save the followiag in conemos
regardieg esr thashieg sbout cepasizations:

® e favourite way of hivking SSout ceganizations is 10 snagine o pyeasuid, with the bots ot the apex:
* masagement's sethoetly o kpiante and is nol open 16 Sscustion;

* satiocality aad rationsl srpumcetation arc the dopsnast priaciples in ongasizieg

¢ plarning wad control form the bunis for seering the employoss;

® employess are segarded m sxpendablefepiaceshie produection resserces.

According o Pelunaaa (1997), maragees have 2 nateral Sspositos 10 view possession and costrol,
definition and overview, planssng snd ovaluation s gearantons of good fomene. The news madia, the
shasrboldon, and the masagers thomachves oefer to "the man ot the helm', “the man pullang the siriegs’,
Someon who can be Beld accoustable for the rosslts. Thus, 5 Is lnpled St theoe bs sixch & thing =
wonsally masagng and controling an onpan £at on and (hat Bere can ho one peron with saficiest power
20 do all Bat. This sppecach has peoved s worth in secoors with ssndandined working muthods snd
where effcoency i peirad above sll o Tracsporsation. indesny. radronal 2overmmest Crpairations.
& wins beoe that thin masagemomt wisdorn evolved, » wisdom kater Cavonined in masegerrent Lieratoes
Nk hwreancracy Aho apeeers 10 provide ws Wit a samber of insherend pwabierm and, in e mcimtene,
"W have alonosz reachad the potre whene the term buresscracy is wed 10 dhsione everytuing (hat i
wring wilh Organks sl ioos, 1afheni e, 8ot Chent o mated, sidhaonen, [neffoctve, mad baching i isnovanve
seas” (De Leeww, 1997)

In short, the comMration of fee doreascratic manager and the smoscemoes professseal n toubde
A boss who atemgts 10 give strong leadership is faced with & Inck of wadesstanding. Top-down
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loadonibep 0 tsboo; profesionads sre allorgic 00 everything it eves hints 3t e dreaded thooewome
of "bupcascracy, bosses, and policies’. Professionsls follow thewr mansgen” activitics not onlly with
Anges’s eyes bt comsider it perfoctly legitimale 10 capecsa smoliciiod criticiams. They think Bt they
are perrsined %0 peblicly discuss the mcompeenes of fie maragemest, but, of coune, managen o0
forhidden 10 do the swne about them. Parthermore, they focl faat (hey have the right 1o ignore amy
managernon deciuon hiat cladies wih thea profestional wandards asd, defore you realize o, they try
10 exnend Oedr sethority 90 cover sach management Taiiers s Sadgets and pervonnel policy. They'll
show 1he 2ons how it showld b done.

Pocxer Veroes

Members of Maff want their atomony 10 De o great as possibie and w0 pudh the monager (aad ocher
professaonals) ot of thew woek doenan. Heve. the term pocler vero i instrective. This term. originaing
m polisical scicoce, descrides Dhe right the president of !he Urined Stmes has 10 0ot spprove 4 bl Bt
has slready been passed by Congress, by st sigming it loto bew. The president o put it, ssctapluonically
speskong, in disher back pocket aonl the tlime for spproving Bhe bill has expised. Congress is swase of
s 3 haa no chosce bt 10 accept thin prerogative.

In s bouk Edac ariomal Admawiatrovion end (vpascaatioonl Bebavior, Mark Hasson (1996) mes e
term pocket veto o describe the power teachens (peofessionals) have when insovaticns for Classroon
mcraction e introduced from ‘shove”. T wses e comcept pocket veto bocanse “ils powes is exenial
toough maction; in other words, the teachers sinply did not pespond 10 soguests or mandates for
chaage”

Case Stuoy: Pooxsr Viw

Bow Jobm soos cmployee Pete doteg somefhing Tl he does mit agree widh W could harve 1o do with
the way Pete is dealing with & customner o & collcagee. Jobn Bads Pete's Sebaviour “waacceptable
in this day and age” and adks Pete 1o come and have & Wik with b aboet &

In that discussion, Jobn explams why 1his jost won't 3o and, m sern, Pete explaio why he does
what e doon. Jobm thes seststes s poied of view sod Pete docs the same.

The dincasuion is chosed and both po wway (iekiing Ml they have made il posetion perfectly
clear 1o the other,

Two weeks ltcr Bos Joha sees employes Pete doing eanctly the sane thing and immedarely
takes e mimative and aranges 3 new docemicn. Thes be caplain bis poisd of view osce mowe,
in slightly stronger langsage snd with » litfie more power. Pote seplics in the saene vein med the
stmosphore bocomes froaty. Aflorwends, Jobm says 10 hemell, 1 sk be has Soally poties the
mowsage. Peto, too, thamks that his boss has onderstood o et

What happened represeats oaly the Ep of e iocherg, for below the surface lies 8 learring process
that cas be canily assimilased by the average employer.

That learning peocess i as follows:

1. Make sare that Soe Sons dossa’t e what you do; if he cannct observe 1 e will have nothing
10 say abowt it

2. Always agree wirh your boss. Humes eompathically. Complimont bem on vt way of thiaking:
sy, Thae's whae we'll do or wy”, et go abead and do Jest what you want %0 or what you Diek
w8ils best your peofessonal covironmment, which by now you heve carelully ddelded from yosr
boss. That is the peimciple of saying one thing asd dosng ascther. It makes the boss beliewe that
bes staff s Sovng Brings e way he wants. 1o considers Mamsedl & locky man. The staff me alo
heppy. ey carry on i ther own way i thele own linfle warld.
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Pocket vetoes car be fousd i every ocganization. There i Muely 10 be & particalarly bigh iacidence
of pocket vetocs where manapers are comvinced that el ol have exactly the same view m they
Bemmcives do. Sech comvictions raise slacm bellt 21 wh &8 commbaets, wicoes # is s820 the dream of
many managers. In our view, tueagens shoold be contiomally sware of the presence of pocket veloes.
Pocket vetoes sesull frorn too grest & recoerse 10 Mierarchry, fom serioun Giffesences of openion, or from
100 limle discustion, respect, and accepaance. They are o aftien the reselt of stafl mermbers regaoding
e pocket veio s fhelr prevogative, given bow work it ocpacseed. Tk of teachers who sbat the
clmaroon door, doctors who close Gelr cumnining room, comuliants whe spend e with Ge client
away froen bis hoene office, sales persoen on the roud, sad s0 0. Many emsployoes have the opporiernty
1o make thuags invinddle when i comes 10 certain seas of ther wock, snd wie e opportanity with real
when the boss mks tham 10 do something that ey Jo ot agree with

The stusticn cas becorne particelarly vaboalily whin lots of cmployees caploy e pocket veto,
The 1op then becomes completely detached from (he shoplioor and two separate ‘realifier’ arise: the
reality of the apex sod the realsty that exins 0 the shopBioor. You encounter fhis 10 some cxtont when
yOu Jou & new Sopamiration, where, afier 8 couple of duys, the bookiet with the sconal rulcs no Joager
wems 10 apply. The reles are Elferent. Your now colleagecs say: 0K, that's what is writies, bt you
will have 1o &0 it differently oo it woa't work'

However, this can occw i variows degrees, right up 10 the pafhological. In the woest possible scesario
e real comemenication chansnchy e fully chogpod up or are wsed oaly for irrchovans matien. A crisis
or conlrustation is then harking.

Darcicarions of Oncoons Proressionacism ror Cuance AGENTS AND CHAnGE
Procisses

Teososs in (prodessional) crganizations are sravosdable, and chasge apents thould b awaro of the,
As 3 result of S Auteiution of power and compotcnce in these softngs, by delation an v s
created whese &ffersmces of opinion arise. Dach professional or crnglioyee han their own ideas and
Is not afnald 10 express them Cosflict can be seduced conniderably Sy smipecting and @viding the
domains of maragers sad staff into those they we best squipped 10 deall with, Allow the walf 10 rule
over U primary process thew crafl, Siclr costact with clicnts, Bl dovelopenene. s this domain
the role of mamagers is bost confized %o providiag wppont, coaching, rcogration, aad challeages,
while insisting oo acooantabiizy for the profestionah’ cotpet. Comvensely, masagors may clam the
woondwy processes as i own. Profossonais thould not meddlo Sere an they <o not undersiand
st Peocesses, hve s aptsade for masapng thern, 0of do they enpoy dolng Dal oider The managerns
look after the facilithes, Sake cane of wupport services, 30d comask with bodies foom the samosnding
ERTORNCTT

What romsaias s 8 rogion whoee profossionals snd managens cannot Jeave each ofder alose, bwn
need one anorhor. Without » mecting of minds bovwoen professionals asd boveven professionals and
managers, B stafl go thewr own way 00 mech, which is exactly why the duse cooe probdenms In
s 200 of argmizason e fragmentation, mediocnty. and lack of commitment. While coberonoe
i mevessary, it connot e coforcod By Normchy or Dy rationad mpamests. The leodeay % forget the
human fackor and 0 pay & ot of suention % docisions dout the euscomes of change bat liile 1w the
change process and (mgiermentanon gust creates new problierns, sach at 2 lack of sapport, ssecessary
resistance. and 400n_ I s IEpOctant manapers o chas ge ageats readiae that sech forpotfudness can mede
hern “victiors' of The pocket veso. Al Srsl, overythiog sooms 10 be podag well e slall sppear 10 0¢ in
agreement with you .. . but walt. Thes fhe ancckety begins. you see 30 Heflo of them these days ... Any
manager who thinks thar sl (s pomg well in Delr copanizaton hacase everyding s ticking aloeg
Quiely peobubls Das mach pocket vwoooieg Mmoeg the wall.

s moee frusctal bo rewasd trampaseecy snd 10 e Kiown 10 Jo so, even when whst surfaces src thengs
hat you yoursell $o sot agree with or thal are, i your opanon, indiputably wrosg. The stalf sani be
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oacouagod 10 canry omt thoir activitios opealy, 10 be opes 10 dacesuion and scccuntable. They st be
dicusraged foom staying ot of wght, st being svailablc %o have their actioms icroened sad discussed.
In mamy caves & might be recommended o croate horiaontal groups where poces show their work,
axplore its geality. and are willng % Jearn from thin 3ad, if neceusary, 1o adspt thar ways. Dxamples
of this type of collective learning iachedo Intervision groups, working in teama, chancs, gaming, sed
miercoilegial review. Where bearning and experiowmisan we allowed and vepported, theee s ete
wood for pocket vetaes. As a change agent, you ek mechaniuns 8o cosple tighter what professionals
Dok and S0 thew copniions aad sctions. thea openoss and bebaviowr, [ these is one thing you should
vy Chear of danieg Shasge provesses, it s hoddisg kts of mectags aboot the saded change. Instead.
Jus1 embark on the change By actisg 1ogether. exchanging experionces. reflecting togedier spon whae
works, 80d coroeritlimg 12 T mex! slep

ON CHAOS THINKING

Chsos Minking emphasizes & focus on the usderiymg pamerns in an coganization hat determene i
behurviowr. These paticrns come in usany shages aad sires. Thare are pattermn Bat spaat ho dy nasre
badance hetwees an Orpandaalion and its eonwosimens by creating either chaon of 2 sieady st Osail
Iating punieres of behurrsar emerge when organizarons passse conficting goaks, wheher core ealy
o ot Both will e addvessed hese.

Dymarac Barance

Chaos Beoory bas saany Tehers”, panticularly in the sciences. One of these faders is e Decsrical
phiysiciat Bobs (1992), whe reasom tht we oficn soptly distisguinh Detween D (hinker, e thowght.
and what is being thoaght aboet. Bobim sces ‘everymhing Dt exists’ as an expiicit onder, a Losoponwy.
creative swelling is & ‘siversal soeam’, which s the wnplioir osdier, for which Bere & no eaplion
description but can caly be snplicily keows asd recogaized. Acooeding 10 Boden, all our knowlodge
sed science is dvociod o explatsing the eaplivg ovdier and, i 30 doteg. we make the mostake of soe
socing otr theories s represennations of realiny bet as part of reality Rsell

This cxplicat order & ofion cguaned with steady sases, stroctuses and sysioms, preadhctabelity, and
comtsollability. Ovgasicatioes me cederly comsractions cossaling of choar-Out elernents (objocts) thae
behave in an enderviandaile manncr. Such caplcit ovder s in lime with o meechssisig world view tha
muery of us e Guite faeraliar with when growing ep, and coe that i sl domsisant i managersent
lisczmderc, wtackod s it it with guick focs and proven remedies. Lo contrast, chaos Meory Views vy wions
wach as orpaniestions s adaptive network or Asdonts whose charscioristos canmet be traced back 10 the
characteradics of the conmtfuest parts shone.

B was beclogisny whe fest described the resmarkable abslay of all life W fuen stsectares with
Glferent Tayens”. Eail of Doase sywioms Sormes & wholo with sopand 10 s pavts ad b ot e
wane tene part of » (igper) whole (wee Capen, 1908). Kocwtier (196T) cotead the word holon,
winich represcats as ondity that is & whole itsell andd ot the same Sene paet of sother whole In
s view, the workd consts of rillhons of hodons. & whodle stons & paet of & whole molecule, 2
whole molecule s pant of & whole cefl, the whole coll & part of 3 whole oogasiurs, the whale
crganiaen is part of & (rocial) syviem. [n the seme we will sever see e whale; there e only
wholoparts

St ke » Dologram, which you can oot without losmg the tomal ssage, every sagle holon
cortaims am mage of the gper whole Mok have fow capabries the capalbsiny o act
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indopendendy a aa crziy, (e capabiiny 10 wase with oOwr bolooa, e capabuliny 1 tasscend
aclf, end e “capabiity’ % decompone iell (Cornclisscn, 1999)

Accoeding o chaon theory, people 0 mot foous on individual cbgects but rather om the relatioenbipn
Detween hese objocts sad (he patierma that emerge froen those relationips. Peuple do Dot recogeise
realey o0 the basis of famibanty with objocts bet dacern realty fror observing the emerping paticnn
Setween hem I orgmications, people weave thewe pasionas tnto & comtimeal cycle of seave mualking.
The moee pamerm bolag woven, the moee dynamic the yywom. Whee an crpaniration is cxwemely
Jynamic or s Bux, then siectancs, systonms, sed sratcgics provide flower foodholds 45 3 change agost
than the peopie who corate them. The bonders and the idcntity of fhe cogamization booome open and Buid:
peophe Sow dwoagh, cooperative exsrral relaticeadips e scrmetines mcre Woportast then mboreal
o0es, 0fd and sow idcan corsine, aad w on

Sech an "adaguive nerwock” 1 usceptibie 10 many foscer: complexity and turbalence are conmdennd
%0 be e primary cxscrsal forces. Doaunast saersal forces mchade both the Increaned assoacary aod
mstual dependence of the va® snd Cc Sverity of thew views sboue the work aad thes own contnbuson
%0 it The relovance of chaon theory lacresses ss orpanirations ase comfromted with » ncrease s these
foroen. Whnt e the comequonces? Lincanty decosssex: 3 single, minor casne can have more and
Bgper comegesnces becasse sl reinfosciag foadback Joops make de organizaEon MR wastive
At & setwork fhan it was s 3 eaditional, wable orgamiration, The behavioer of thes type of system
bocomes impredictable. The bost-known example of this u Losests's (1963) betterfly theary, To his
sapeine, bo discoverad that (n s metcorological moded & misute change = one of e parsTcton
= the peelimisuy stage could lead 10 entirely dfficocst types of woather, He poblished his fadiags
wnder the signticant titke, "Could the Plapping of & Detierfly’s Wings is Beard Caese 2 Tormado i
Toum

However, Larents alss ladicated soamsthung elie, own the amet chaotec systoann, wich an weather,
vy withia cortan bosadaries. They dave 3 cortaln balasce, This balasce is not statc like a martic
A ghass and nor s it 2 periedic balance like e peadudum of a clock. It Is 2 dyreersc balance in whikh
Be spood of the dewelopment withie the crgarszation boeps rowghly the wene pace st the development
wpoed of s econyuern. |f the spoed of developrment w mrech faator cumde e vystom San mads, be
organiration moves far Som equelibriaos: s may woend gaso grire but the beclogast Pripogiae (1985)
states thae theve s hope I this marky chaos; 3 type of self-onganizimg ability emerpes Bat, peecisaly
i Sis 1ypo of sitastion, i capable of cresting 3 sew onder. In ity functional form, this sitastion
demmonsrates the chanciaritics of a leamming orpaization, where the abilty of the erganiration o
APt 10 B 00RO |5 prealy Increansedd

Lowsan (1990) recogniaes fve aoeas (n which an ogantzation can Sad ibell and these wv hown
s Figawe 101, The meas s qpeceic to an organizasion a8 Saey are a farction of the degroe of the
Conpleaky and ©0 dyraTecy @ and aooend Bt cepan Ao

* o0 the odge of costrol: satic ogetlideient,

® tetwers B¢ adgr of compol and dynasnc balce.
® = dynamic balance,

® betwoon dynastkc balwnce and the edge of chaca;
® on the odge of cheox: out of balasce.

Dyrsersc balesce, o ot Stacey (1996) callls 1 “bosnded iemtabiliny’, may sosed as 3f i is e Dent’ sca.
Appearances are docciving. An out-of -belanie stustoon, foe casple, cus provide tany oppoctasitios
foe sencwal. Chaon can be fanctional or dyfenctional This 100 s specific 10 the holon in guesion.
In cevironmests with high-peced developrment, somne orpanurations have &fficelty findeng the sight
adjmiment bo her dynsrnc sarrosadags.
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Case Stuov: Dyssumcroonal Stnic Eovaiisssun’

Rcad-Lifo casmple: 2 health cure mmvoer thal loses costact with Chents snd Safl R internal organirza:

tien is churacteraeed by contralized munagement with comesponding ‘aresscratic lipens” meddle

rmansgen who see busy susistaiming (he satus quo. The internal ceganization is an schipelago of

smaall ficldons (hat oajoy & grest degree of satcoomey. The terrm of employment are excelient, but

people’s mobility aad cageraess 10 loars are larpely slwest. There is great sesistance o making 2

clean swoep. I it 30 cvsmple of an crpaniration (hat is 100 ievolved in keeping everytiag manage-

shie while the crrrroesnent of the finsncial secior underpoes dysamic chasges. There o w00 much

apamm on

® internal matteny, leading 1o navel-garng;

o matorial mpecn, leading %o Are-Aghang based om facey aad figores,

® businoss procosses, leading 4o ‘moee of (he same’ mprovemsests which soe too rigid o make 2
Mewece,

® continsity, leading to 3 compuluon to reach comumies and keep thangs together,

* peobiem-solvisg, which Jeads 50 sractve measarcs

Case Sruov: Dysruscrionas Our-0F-BALANCE SITUATION

An IT department in & bank is uadier prost peessare from fhe frost effice 1 introduce ol Linds of
adaptations 10 the 1T sysiema. The department caves in toder Ais presunse snd all involved wiep up
thelr work sempo. Clicat onicotation (the frost office is the internal clieat) is, after all, e nomber
ooe pronity. As 3 skt of the encemcen workload, Se salf abaadons the guality handbock sd
the peaject management procodures. Mitakes wart 10 croep in. Via varioes improvised adaptatioen
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10 the systom ad coopesstion with ofher dopartments, an stiemapt I8 made 50 CIEa Rew panerns
in B spplications sydem without fhese deing sndervood by management, pardy hecamne they
have not boos fmecived in fhe process. The baak s confromiod with an increating and prodictable
operstional rsk. Masagors corme %0 rogard the orpaniaation s & ‘twilight seee’. Here, we have
2 onparnration St Snds itwlf rogulsly oo the adpe of chaos, an ff & wasts 10 moke & prow leap
forwand in sdapting mself 10 the dysamsics of Be eovirooment. Iy 1wtal contrast 50 the previoos

example, n the IT dcparement there in 100 mch emphanis on:

® cuornal wpecns, which leads 0 ‘overdestimg”:

® imenasenial aspects, eadng o day dreaming;

® mevital procosses, Caeing sageedictab ity

® evolution, with the nsk of Suags Slling spant,

® ofiaming. causieg lots of new Moas bax livde being completed,

In bosli exam@ion Hhare i 00 Jymanic dalance. The bealdh-care mswrer Wies 10 Commood & work] where
s 15 20 longer possibie. By a manner of speaking. & bas fallen Dedind e dynamic dalance. The dank
TT deparmmeet decormcs wamanageahls hocasise it is waable 30 carane (new’) coder o an wecomeallsble
work It is 300 S adead of Be dynanic balaaco. Wo see manry eqpanvioations stregzling winh these
Khod of didesumas, sd have soon St Sheir reactions, especilly whes bused on ther own previoes
sucomses, o aot paansstes socconiul adaptathon Malleg & cless sweep in the Dask coubd resalt o
he crgamization decoming more stable and Meir risks more controllable, wmetisg har would et
e posubde alomg vadinoesl, buersaciathc lines. Tho hoslth-care inssror can scrach 1he surfsoe of de
peoblem by peovidng comrses In clert-orkentod hebaviour for s persosnet. SEills would lingeose,
ot thin doos scthang 0 create the bind of decermealued decisson malong ad selfl sipering Dat is
Inurumesta’ for dealing fenibly with the tardelent esviroansest dey e in.

Sraucrurar Tewston ano Strocrunas Conrurcrs

In 1994, Pritz weote his book Conpovsre Thden, in which he caploims “inescapable strecteral lyws' Bt
sy cegarsanion bs sabject 1o, He sabes St organizations fall mio two categonios they advance of they
oscillase. That distinction deponds oa whethor they take $ie srectural lawy im0 acoownt w how they o
hewr ongani zathons. A organt 2300 (hat doos 20 soes It actions cromned with weccess. An organtostion
that doewn’t cax wndertalos exactly e same actions - TOM, learming conferences, breaking dows the
Merarchy, mformation sywem, and w0 on—bee It will act schine lasng wecess The urectend lvwy

wx o lvisible, codorlylng penors that drves an crpasioaton’s pordormance. How does
work?

Every tane we go through some meger organiestonyd change, our caccutve mamagers fiad
ook o ncthods 10 belp. ARCM, recegioeering, Sflorent process consbants bring o other
mathocds - we arglersested tham, bar thes we find ka¥ way thoough (e rocess the Srpas 7atee
't taking them oo 50 then we shandon Shem, St later sew looks are beoeght . Poople are
really wp o the b abown i ol (Frine, 1996, quoteg Coeeridipe, & musager o BC Telecom)

Oncrllation (s @ resalt of “strucionsd condlict’, people perssing condliotmg and competing poals. A posh
serm for this is Aavence mamapewons, a0d its Charscnertics cas be fousd in the viion ststemests of
My companies it 15 & repository for all sorts of desioabilties bat sor for chosces. Yet & is cxactly
by mot making chowes, by irying 1o please everyome, Bt you end wp with oscillstion. An example:
40 Orpaesration s for both proft sad expamion. Fiow, the costs are o, producing more profie, bot
hes there is & reduction in growth, whach i cosrdered 2y mote isvestment. As & resall, the profes
decrease snd, 0n0e more, 00408 are oul. There are virious types of thes son of stenctars) confict Bt

Dritg Cegamianstions vwaying foom ooe measiare 10 8 juniaposed one and hee becl agein. For cussple:



® e Orpanization wWants 0 oot shorlermn dessands (“Qeick Soues’) Det  the sarme e waons 10
Mrve fowasds kmg-term prowth scedh (e hmg bl 1,

* marugers want 1o controd oulcoees (centraiaed docabon-mualing) Dut, o Tae samse Lo, MANAECMeY
ahio wants 10 include and imvelve employons (delegation of decinion ealling ),

® fhere amst be entrepeesevnalup (decimion-saliog) ber, o the same Bene, risks dhould be svoided
(avoad docinsom ),

® Oere shoudd be growth (docentralization), et atabelity mest be poeserved (contializaon).

Hose can you recogreae » strectiss] conicrT In » sorscrarsd conflicr (Figsre 10.2), actoas that appoer
10 e swpocessfed in Demmsctves mabe 1he crgasizanon ovon more off talaece: ol lation Increases. [n
rganie o thet oacclate, seccess |s revralued

Advascement works differenaly there Is stractirsd sensson bt 30 saractaral coodict, The tenaion s
betwees & dosived e and e presest reality. Conflion is sbsont »s thoro s oaly ane devire or goal,
D08 10 (OF MOME ) SO onos. Some cegasizations we locky encogh 1 heve a clowr herachy of
gouks and cun Dran advance. Sore have it ondy on paper and hew oscillatag dobuviosr s it 10 be
Ronon. There is only one way 10 sty chear of oncillaion: !hat s 40 pet 10 & disation where goals do
ot comnpete. This i oot a Conmets Sanitos. Sometinees s is achiewnd by 3 new owerarching goal,
move ofien by a (peinful) choice 10 priaritize. lusemmet compunes, for camnple, mumaged 0 say out
of oncillamom seversl years back by parting proweh hefore profie, It works if you aro willling 0 pay the
price. In strocnaesl deniion Die Sfference detwoen pond and realicy cals for acsom, acson (hat s the
logaosd comeguence Of stroitarsl dessoon. This tene sncoessfal atoms do mot crvate aaciliation, but
Ieimg the orpamization closer 10 s visbon. Stewctenal tonsion does sot mabe life & beoeae. Fuw, i cn
be condsontational % be hooest sbout both reality (This metper does ot work™) snd goals ("We wan »
sexalier company”). Sccoad, sctions ssight still fail, bt of (he desire is seal and persissent. obstacies we
there o teach loxsons and Sadures shuw es what works sod whst docsn't. This & ln contrast 10 strocoarsl
Ccmificts whese sefhechs are ofien o resson 1o ressocss efforts or W fonmmlste new goals or viseons.

Frizz (1995) states that these ks, Certaindly o e orgasizaton level, are ofien snikioown or focgeties.
The orgasization grows, but the forces thal drive il ofies scoasis sadctocted. An coganization D fals
1o recognize these foroes, it deiviag “steectore”, will, he prodicts, sosncr of later end up oscillating.

Inruacarions ron Cwance Acowts ano Cnamce Processes

All theooies alliod o chaos thinking cmphanioe Sagnous: recogaizing the driving fosce and onderlying
peterns and giving them meaning. What drives thas organteation? Why do things always end up e
way By do? Taking acton withoat 3 full swarcness of enderlying patiers leads to fight-or-flaght
Dedanionr This stateunent s heartily coafirmed by Fritz (1996), who peedicts that any reactive coarse
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of sction Jends 10 oscallation: the nccntive 10 S & probloes decacanes with its sucoess and e maket
the problcm re-comerge of & later date. The domvinant anudyScal, diagnosic 1ooltit of change agents
o, however, ofien muliicient b0 detect drvers and paticrms. The resson i fast # is mod 0 dlagnose
eational, Bemtined sreas. o focuses on facts sl objects, oo he cxpaination s 3 closed xystem, and on
e coveet sustion. The desired Sagooan would have a mach broades focus, for cxample, slw on the
oterpretations of thase ievolved, on inferaction between people. on relatiombipn betwoen objecty, on
ihe imicrchange Setwoee e organsration end £ crvirornmenl, aed on B crpanaation s vy Ooe
of the mont important principhes i faat the rexsiting imaight i “wity thaags ae the wary they are” mat
Soat be embenced, sccepiod, and scted spoe. [ i the same Lind of process a4 i personal growth, Before
you can move 0n 1o e et (life) phase, you have %0 take 3 hard look of your life up 10 fhis poin, sce it
Sor what i s, and sccept reaponseiity foe it, however haed the facts may be. Crivis, from thin podet of
view (comypare & “onidlife crisin’), i & werning that you casadt cary on i the same old way. N s 2 call
00 ceflect and 10 distance younelf fros dysfsnctonsl decasss and images. B is 2 tine for & new start.

Asoier mmplication is Gat, on be busin of thin imight, spoce mant be created for new pamems.
This wually soguires brealcing down hasricns thae Nock sesewsl sad pooviding oppertumines for new
enerpy (Weas, nmatives, o0 0 mamded dsell within the orpanization. N heldps to clulienge (he drive
tnd confidence of resewens. conching sod seppective leadendip can further smist thom 1o play e
sode of bernlds and new herocs of & oow oegasizstional gace. Accoediog %0 Loman (1998), when s
Qrpamiestion ties 0 achicve o Gysamic balasce i o terbulest and complex exviromeners, atill mose »
requined: raising individual seif-confidence mmus po Sand i hand with ramisg groop ComcicERRcss.
Typecal ierventions are cuamining (he dominet mwxcwtal muge, ssalysisg Uonds and wonarion, and
spplying dyramsc syvicen Ukoling AS ths shoold peclerably be done colfiectively i dlalogue sung
tean sevings, petworks, mfoonation rich eeviroamenis, and by promoting divenity {in people, o,
efe. ) The sim s 10 somehow combine persoanl initiative sad sew perapectives with wome kind of
msteal comrmumnent. This results in collective stisicgios, comenitaacat, sd choices

Fritr s ogrurestic when o comes %0 nfiing new paticras m an orgarssation bt aonphascres ths faal
siep before all ofers: soal heartfell choices have %0 be made m e of 2 lersechy of goals is onder
for dhere 1o be progress. This ieplics that comenon stesiegaes have 10 be baned oe ponosal svolvesest
s Commitment instead of being secially detiralbic comspromsien. ba thes light, Lomen crmphiasiaon Sat
pevy ‘sew ordes’ poes Deyond comgprotsismg to sctually recunciling spparost oppotises. He menticon,
saroeg odber things, the Sollowing dxcbotomues:

® imernal 308 external focas reconcling staba ity with pleasing Trpet groeps,

® mascrial and imimatenal focus recoediling eamcr of faciness with e perimeniaton amd exploestion,
® busewss processes and merral processes recomcling efficioncy with innevation

® contimury and evoluthon reconcding mwtesd adpastment with an optimal cosflact lewel,

® probieon- wol ving and reframing/Measktheoughs. reconoiing & deive for sction with a drive foe lcarmng.

SOCIO-POLITICAL MECHANISMS

Strong infucacisg mechancsss can axivt @ (he “wviible’ world of the orpanuation: dlesic sction
theory introdeces Be role of power and political processes 3¢ desermuining facnous i organicationsl
life, whereas he ‘orgasiranosal iocherg’ craphiasiocs thae the informal srganization sy be syoeger
than the formal cnc and eadormise . We will addms bath comecutively.

Action Tutoay axe Powes

Action theory (Parsoms, 1977, 1975) scgucs at poaple heve their om inderests and poals sad caneol
help b porsise Sam, In order 0 achceve ek poals and intcrcats, they farm coslitions and power
blocks (see, 22 Coummings & Workey, 1993, Hanson, 1996) Power is ed s e instrermenst for
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mectings cnc’s intercats. The soerming imationakly of & sitsation may dnappesr il statcments, actons,
and inderactionn are analysed by 3 change agest with an eye for ¢ intereuts of membery, departments,
setworks, or systems within the cegandaation. This & when the action theory peoves it worth: whes
the Jaws of B socio-polical syviem come e action (e Hamom, 1996). Power s an srportant
factor m copamtcations, i covers 2 meach wider aoes thas jest e formal power of managemcal, sod
can be a decisive factor in the stant, the coune, and the cutcomos of chamge procasses. The chokce of
whose defiaitios of the coviesoment is craployed, inclnding conteat aad reasos for change. s atrongly
Infucnced by who has the most poser. The same appiies 1o the definition of the content of the change,
the spposmtment of an extersal consubant, and more. It can bo extremely wsedsl and Inaghtfad for
» change agere 0 analyse The Affevonces of opeston in & boand of divecton concening an onended
change prograrns and 10 ierlink Bes with bow power and Interevts are Jisnbwied m the bosed,

Action theory wpwes that each Individeal or grosp tries 10 hold 08 30 o iIncrease ks Inflaence. This
can be done n varkees ways by hehaving engredictably; by concesling mformanons or divcenng
bry imponing rebes for Dhe gamme, or, om the commmary, sioply ignacing e, by fonming coalltions, o
by Diachening somebody’s repetation Acton theory shetches bow mdvidual mmesess and matives
umaviidabily lemd 1o power Mocks and condicts. The orpaoazation as o sniform, cobesive 5ysem in 80
wiy s ende s peciare

The theory bs bighly relevast in professionsl cepasieations becsse (here, by defiosition, power s
widely @sardated Prodessionals possess informal power dased oa thew oson lndge, persomalioes, snd
comtacns. Mansgers might deew om their own persosality, bat mest of thew power is gererally derived
froen their formal Merarchic positon. They are well-asnched opponeats, which mesns that confficts
Sourish and victeries e haod won. An cramagle of thes o S way that medical spocialists have been
able 10 voice their criticism of hospiel masagement foe marry years. In the weeeer of 1997, e Dvach
natonal assocaion of these specialin placed & fall-page sdvertoement m the Dusch satonal daihes.
The ad's tithe pasodiend the bealth warning on cigarete paciets and, sodernosth, in sevall letiers, was
added “the mew Bealty Bl forces us 1o Be ot the beck sad call of Be bookkecpers of hospials and
imurasce companies. Thin developenent comtravenes (he prieciples of the Hippocraic osth and owr
modical efhics’ The cloamg semence io the advertnement wak ‘Our comemon semte dost sot sllow o
10 usderstand peescat-day hospital policies” We outecod that many hoopital munagers bad an ogually
hasd tene mabing sesse of the modical specialnty. In the daconnion that resalts from isteractions sech
s these, one of the parties is svsally & victim, and s most coses & I the manager. Lovking o the
conmiting ssugnments we have canried ot ever the yoan, i appeses that & change of ssssagerment
ey place mech move ofice I orgasizstons of proloaionals sad i oflen lastigsted by conlficts
between masageroent and professscnals. However, power, and the processes simed of cbastsng and
grardng power, play sz anportast part in all crgasicatons snd provide e cxplasation for much
spparcrd brvathonalily.

Inronval OnGanszanons

The Hawthorme steders beought abost an suportant sevoletion = (he school of Sought oo ongasizatons
(Mayo, 1955, Rosthiuberger & Dickacn, 1999) Thess experiments srossad ketevet in informal grocp
processey and smsor-peraoaal selssonduips ‘A happy worker is a prodective worker © Roethiaberper
and Dncioson conc hude

Many of i cunting pescrrs of haman seracton s sowhos ©0 be fooad in (he foomal

Oongaensiation . . Too maey poople saveme that the oqpanication of & company B the sime s »
Dlacpvied o a0 organkastion chaet wivle, in Sact, T o nover ¥at case.

The mfoonal cogasizaton can be seon o those processes and befurviooe That ace nof formeally planned
o asticepeted but that coowe spomtascouly as & result of poopie’™s noalds. Poople briag their hearts and
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rraends 10 work, ot gust theie hands. The foemal ooganization can be segarded as the tip of Bhe webery,
The mfoemal characieristics of cepasizations Sorm the buge hidden muns of e ocherg, ot of sigh
bt sbways presest and ofien af least 8 influcntisl Rgare 103 (Dustrates these chassoteristion.

There see elways informal sctvilies, and these sctrvities appose 1o incraise if the formal orpamitation
carmot of will ot mect cortmn noeds. 1 o if & “thadow world' o foessed St con both initiste and
fravtzate chaage. Whes the sbadow workd mashes v prescnce felt, a it ssore of e orberg is revealed.
These involved ofien perceive (his as an ncocaie i informal activithes, and because these activities e
ponerally seither weperficial nor temporary, they can cause Qeidte & fright. Feeliegs, interests, Joyalies,
aexd othes simsilaely GScnln- 10 Control muwiers Come out indo Hie opon. Managers st 10 woader, “What
chve 1 going ca™ and senpoct that il s ndood cady the lip of The ebery that has Decoree visdle

Informall activities can help W strergien the foemal orpaniation. For imstaace, dilicull dociseons
may Rave Been “chewed over” in the cocridons. A foofall icussament or & wady ip can belp & povp
of collicagues % et 10 Loow and Innl coe ascther, sexd Be fricadly strmonphese (hal covees ¢ &
wonders 1o support moch-scoded coopesstion in the office. However, infoemal sctvities oo also hieder
formad sctivities. A work-to cule sction by 3 prosp of secretarieon Can malie & clear the they are 0
loager wiling 1o Wlerste Bhe catrn workjoad Informal erpanication is seither pood aor bed. Soenetines
opposition is o valusble warnisg chasge o nocensary I the warning @ ignored, opponilaon Can grow %
desractive proportions, sad Bics the isformal crgasization no loager warms bt usderrimes the foemal
oce.

Freoch snd Bell (1984) vure op the chasscieristion of iaformal sctivities m the “coliure of an copann-
raticn’; sctivitics that betier describe e chucacter of sn orgasization thas sy sct of formal sctivities,
They chiom that s maery change processes ihese nformal activities receive listhe or no atientios during
duagnoss and, Secasse of thin, what really matiens i oot teken 390 scooont i (he change effort. Change
proceases then bocome more e o fancy lofiery than & plasncd sod professionsl eadeavou:

Turcicarsons rox Crance Acenes axo Osancet Processes

Thess theones emphanine bow factors ldden from sght aad maddrousod | e formald organiration
can frustrate or help a chumge peocess. The st important Imphication Sor change agenm i that ths
workd deserves 8o be dlagnosod, bet that fils need not necessarily be dome In greae dotadl: Fronch and
Bell (1984) domonstrste that the informad organizason s Sffcull o recogncae Mully and the: gureng
knowtedge of By workd Sermands asech mare offorn aod pescegeive sbiliny han uadorstancing i formral



cousterpaet. The disgnosis sxest, bowever, be adoguate enough 20 identily the sajor oppodition and
seppoct mechaniuma for B¢ change isvolved. Coscerming sction theory, it s 3 geevtion of Mestilying
sosnces of power, formal snd informal leaderbep, interests, and coalitions. ks the inflormal cegasization,
cultuew spocts apply. With an coonomic exchange it 3 3 mester of cecogriging the unwrities reles of
ochange 1ot cther sticagthon or weakes e posiions of the (ndevideals in » group.

A wooad implication concerm the wse of Bese Ismights Suring e change process. The change
agonts will have 10 one their invaghts coscermong power relations and poaitioss whes sviignng roles
In the change procesm. If power plays a domsinant role in e orpanization, Sy wosld do well 1o
ivolve the modt infacntal players o cnxcial dectoon-aelliag proceses, o 10 eatice 38 inflecead
opponent ino taking responcbidity as 2 champéon of important parte of (he change process or inalead
exchode them skogether from the process, and 50 on. The istestion of the change agest m these kinds
of organirations is be oasere that thers is & sufSciont power base bohiad O svtoaded claage. o o n
not the case, they had beter pack it o right awey.

Change apents can approach S informal erpanination @ 1wo ways. They can wimaive and rves
iniate mformal activitios @ spport of the formal process. A weekly offce cockasll hose mighs
serve 10 test pew Wieas of sow (he seeds of costroversial initiatives. A sight with self-made skoiches,
whese colleagues poke harmlews fun & fhe arganiration s sacred coms and each other's bebaviour, can
slhow everyone 30 ot off stosn 50 that & feeshor stan can be made & (he strategic conference the next
mormag They cam slso iy 1o ogen & Sscusuon shout Sysfumctionel (ndormad actinities by Mighhghting
the pongs o0 of The wrvsible world and challeagag ther legitaacy This wier vest iom Can conospond
00 Creaning & tghier cospling of opinbons aad debavioar tha tleesions betwoen the formal orgasi zation
Cimtcntions ) and the inormal real e practice (hebureiour) aee then out in the open These ane senous
ervestions than decome nocessary o Bie twe worklds Bave grown miles apart and the boo abows
discussing 1 has comupted D crpanication

FOUR CLUSTERS OF THEORIES ABOUT IRRATIONALITIES

We comsider the @acories (hat we have ootlined to be both spplicalde and selevant, irrespective of the
satere of an orpanicatson or of the clunge process. The degree to whach this is (he Cane cas, of Course,
vary cossiderably. [n some sitestion you may escouster the pocket veto, of there may be & power
siuggic going on. The masagement may be cawemely busesecratic and have linle respecy for the
workers. The isfoemal copaiation might be ot odus with the foessal crgasieation, or, comversely, none
of Sheve stustions noods 1 cocer. What & chasge agert seodh 10 40 is 10 pain & pood andessambing of
Beorion and images wch o these and 10 make we of them when dugnosing snd plarmmg & sushle
approach 1o Charge

What the theorics we have cuslined have s common it that they demonstrate why chasge 11 compl-
cated. They emphanise the irrathonality of chasge procemes or, pat move feecucly, they ensplunise the
existonce of other sovts of eatioeality that we maght not be aware of, or famibor with = oopaetcationsl
e We find this function inportant. The theorses make u thiak twice about e cnc-sidodnes of how
we talk wih our collcagues aad Claents sbout changs.

s our opision, the dominast way of talking shout change in captored in the terma plonstng and
conmgency appvoacher. Bol anome the ratomaley of change processes s ff new orpamerations!
sates can be praductably “comurucsnd’. A stereatypical exarspis i as follows change agents Sagnone
he ourrent smaation (IST uteation) in an ongamiraton aad Sefine what it shosld become (SOLL wtus-
thoa). To do this, ey often we a checkbing, o g of crganizanonal sspecty: stiratagy, strectons, sysemma,
g ement yk, Caltare, and penvosnsl The contingeacy approach appeass is the prnciple thae all
these aspects are comsderad o be i a balasced aad coberens relaskossdip % 0o another dcpending on
the Kindd of boauness and basiness sanironment Se oegan2ation i m lecasne of S & 1 Boaghs fat
0 change processes, You canmet change one without the other. I cne mpect meeds 1o be changed, 3
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hange i 1he ather aspects will be sogeired The plasning spgeoach comes in where a change process
i considered 10 consist of placing 00 » Tane axis with nest deciuon momonts Al the activitios tha
Qomver, step by wop, % the same tioe. all e dilferences berwoen e pomest (A5T) and the fetsre
(s
This saeseccype & lempong, partly dog 10 B3 seatecss and sugpesiion of conol and mmpliory of
DRt processes, & Gesrc that we pecogiae m ourselves as we'd The Bheonds m s cdapter can to
reganded as fadsiScations of daruptions of tis seereatype explanat bom of why 2 prodictable vy soomats
rouse fromn present 10 fumere does st (always) work. A change agent or manager can read this a dad
cewy thore are obemacies, dere s resatance 3 s if dak powers e cansmg Asarmay froem a shadomy,
ivindlo workd, as o woeds and 1oo0s are Cang Cracis 90 appoar i the aaphak and naicag Be poad
AMcwh w ravel.

However, s is but one side of the mesaphor. In the same wary Sar chaos |s ondier wiich 15 not yer
wodersood, and wrationality is 2 way of thinking that is sot wnderstood, cach of the heories offered
here aheo denotes positive foroes, all bs mox nogative. Resissance con also be Dhe goardan of wabwiity of
a0 methative Sor & AfTerend Tutire. Amdigeiio in rgasizatsoes alo Corate specs 106 meoanty views
and expersments. The pocket vetn can help staff 10 survive bad management of cvon 1o achbrve (antastc
resalts in thelr own domale, Indwicaally o ogeler with valeed colleagues. Twrmng the metephor
srosnd, i1 b 0ot 50 e the weeds Bt sttack e asphall bat e Sorces of satese thae canect be dennd.
Lifo always fads & way.

The theories give change agents food For Srought and altermative viewpoieis 50 observe sad isterpost
cnganizations. The theacies provide indications on how 10 adapt change peocesses 10 make them
mooe offectve. Mo mvance, the very existence of loosely coupled systcnn smplios e irportance of
APy, providing feedback, and learning 10 andersiand ooe's oun debaviour o » groep sesnag.
Sech adeptatons beeathe sew Mo into the change Maragug sstooomous sl inphes, among other
things, the importance of limitieg domales and providiag segonation platforms whooe e ssegghe
berween poofossionals and their collectve stirpggle with thelr managers 0 defend thelr owwn enereus
can be imacke prodective. Chacs tiskong implies. smoag other thiags, e Importance of dhcoveriag the
Arrving foroes Dehind an OnpasIation sd pyvig Dhern Meanmg, CIealing spaco for emerping cdampeons
who have a commmitment 10 oo snother and 15 the (Coatroversal) changes asd. by w dang, oreale
A ow oeder Socu-podaical mechanmies npls. smong other tings, making pood see of soences of
POt 10 rgani2c bnformal acuvithes sad opsTeaing mon formalaod by,

Wa are of the opision thet consngescy aad plasnad spproaches can work, bt we ool jost
strongly thae dw four Clusters of Seones Indcate hat, sometimes, it |s tecessary 0 plan and implermnent
sddtional Interventons. Thare ae o sitsations where addmons will sct do aad » totally afforent
approach is roguined. W have wied 10 fid & spoctnam of appeeaches that can sand vy 10 the practice of
changing orpareaathons, views Dt do nor mllify each other, bet ™hat con enist dlongsido one aodher,
The following wection containg explorations of Hese Views

MULTIPLE WAYS OF THINKING ABOUT CHANGE

A scuch for the wnderdying waloes of e word chape resalts in o whole e of mosnings sl
different ratiomalities. For examnple, the woed “change” i wed 1 descrite the desired owtcone (he
s, prodect, resul, effect)c what is fieished, what has booe sealired or achieved. This is seen is axh
phomes s “This chage is obviom’, “The betlding s greatly changed’, “Pete has champed » bt". But
Be woed ‘chunge’ is ahio used Sor (he peocess (plan of approach, working mefhod, rove, aotivisies)
Be trition from one dlusson 3 mother: the change process. Thin cam Be scen in sach pheases o,
“The change s still in poogresns’, “We are & the peoces of changing the bushding’, “Pete is charging”.
The sbove datinction a gescrally commcn Lowiedge. We 2oc wmod 1o Ssingeishing between e
ouicome and the peocess of change.
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In additson, there is & workd of di Terence between the uaderlying assamptions of Bhe vanoos strasegies
ot appoved bies Dt arc appleed 1o chaage. As » ressit, the practcal apgdis smsons of those vanious stiasegres
of appeoaches vary widely, Concepteal clacity is secessary to beder eagress the varkous imeaniags of
the woed change for severnl reasons’

1. B fcitnates clearer commmnication between (he peopls Imvodved For example, commmalcation
bevween maragers. bevween cosssliasts, between academics, and between these prosps. Missn-
denstandings and Costlion cam and d0 arwe, for lemtance, when change wsmeges ase discussed in
& anagerers team doaeen poopie who belwve change o esscatially a power gams and people
who Delieve it s 2 natiosal eadeavour. Bnghutness and adsoleieness of thewr respective Belie! syy-
e Consaderaldy compicate commarscation A sew ot hand lnaguage for this comples sabject
mafler can incscase touoasl understanding and create the posarbi iy for shared nerprotations and

meaning

2 M can be weed 10 charncteriae dossinant parachgmn I grosps of cegasizations as a whole. In shaorn,
i coubd serve s & Gagecatic 100l for charsctenaing Afferemt acoors srvalved o & change effon.
Muoscover, the pacadige heanelves represent ddiccest views of the coganization snd £ peodlens
o well Such Gfescal view possts hel paied 8 maore compicie and complen pacture of oegarsratiooal
Bife, ax arpuod i the pocyioun section

3 N peovides 3 mup of poosibie swascgies 0 dedl with crpaserationsd ose. The idoa is not hat
‘eaything poes’, ¢ 4. 2 “510 127 siteation where & compaty i faced with grost losses s prodably oot
best dealt with by mesns of patient paeticipative plasesing. Thus, 1 is both selevant 0 know what
kind of sppeoaches are svailable i well s baving soeme serse of indhcsiors St facilitaie & choice
of which approach is moee Bk i 5 cormain suston fhas others.

4. ¥ offers chonge agents a 000l foe seBoction. What e yowr ows smvurptions” What is yous (key) |
competence for brnging about chunge sad what are your lirsits? In knowing e ssswens 10 such
questions, chacge agents are more able 1o fefine the arce and the Bmits of their eapertne. Alw
change spoats can Bocomne cleaser about Mheir prefosonces snd refhink el own professionsl
development

In the ooar sectionn we will few distinguish derween Nve mosnings of B word “change’ and give
coloues 10 these moaneags. Neat we will claborsie on thetr characionstics and mabe & bok with existing
Incratune and schoolt of houghe. We will apply the coloers 10 some cxsnples and sem up sdeals and
petfalls Fosily, we will discoss the possidibny of more chanscteristics and cobours snd doiefly explose
mets-(hooretoal insplicatons.

Fivt Meanings or Tt Worn “Crance’

T jest & couple of sevpencos, we warx b0 make chear the five distinct meanings aat the word “change’
<o have. The five ways of tenking dilfer in e asuaryptions that they mako sbout wity and how people
or Duings change. This s illosteased and clarifiod in Tablle N0 1, Each wary of thinkiag has boen awigned
2 coboar. This smphdes the sarmeng of the concept (which is furfer dhscussed Leer) A certain dogres
of hogwe is attached 10 the cAcico of the codoary, which s aleo Indhcated below

A "W are changing te polcy”
‘Badevidual interests have hoen traraformad 100 group Inderesss.”
“The poal has boon changed becams of prosss from Pese

Yellow - pemt thirking susmes ot people chunge their stasdpoings only If ther ows mscreats arc takes
Into accosnt, or o you can compel Bhem 15 sccept certain idess. Combining dess or points of view



MULTIFUE WATE OF TRasiung ARCLT CMMmOn gs
Tamet 10,1 Asvssnptions bedind the Sve ways of Sunling
Thangeipepie wil Ovmpe if yoe

Yelow print <o wnle interesis of the ingporian playens
Con Curngue] taem 00 mcept (uertam ) posews of VIew lopaaione
D L e )
deonossinatd W mbvankagys of cortans Wean (gomcr, wates, sl
Pt everyoow om the sanme waveleagy
a0 g people Weo & Pegotiatag jeocess

Plee peint foavwadase 3 clear rewal gral hefecehand
lay Gown a concrose plas winh chear weps froms A %0 B
mondton the weps aell wnd adjost sccondingly
boep everything s stadle aad conerolbed as possitde
Cod podace compieiity a mexch s posadie

Red puies virvadate people 15 the gt way, for enample, by ndacersents (o

peaaiten) ‘
employ advanced 1M 00l for rewands, motvvalion, promonees,
wtan

prve pooplo wenething o resars Sor what they e the orgaatration
marage

(ocen pewnt waks thers ywwe of sew nulghtuown onoomengs
are able 00 motivate peoplo %0 we Bew learno Se capable of

arc ablde 0 cocate uatable (colioctve) uraoen
allow e learmmg proces o be ownod ¥y the poopie tvolved 30d graced
wrescds (der cwn learsaag gosis

Whitepeiat  stant froes people™s dnves, stoengin, and ‘semsd inclination”
add to whist poogle aet goong Mhoegh
-mmu“hm
prve Boe rem o poople s encrgy snd remove pasbilc obstacies
mube wie of syrabols ead sl

snd forming Conlions 0 power blocks ae favoered methods i (s type of change process. Change
I 5000 & 4 pOwer pame o scpotinlion cacrcise Mened o feasbie solations. This way of thanlcing fie
swmoctbly into chasge processes where complex poals or effects rani be schicved and i whch muey
people o parties are mvelved in reaseslly userdependent wiys.

We call this way of thinking “yellow-print thinking”. Yellow i the colowr of power (e g symbols
like the sen, five) mnd of the type of process (beooding asd conlition formeton amend & fire’).

B.  “The building has been changed”
“The peoducton lme hat been changed 10 meet the spetifioations.
“The ndfomedion sysiess has vodergose sadical chunge '

In hose priva tinkong 15 assurmed that peopie o Bdegs will change o a Cloarly specifiod rosalt i lad
down beforehand. AN steps are planned down 10 Be Jast desal. Conerol over Se sesu, 2 woll a« the
path 30 be takion, i bept well i chock. Progect masapoment is s cxnmplo of this wary of Susking.
B is & fevourie sppronch i hange processes where the resuli snd the path can de well defesed 2od
profiosed. (hange is considernd 10 he 3 radkonal peacess ammed & Bhe hear pocsible sodiron.

W call ts way of thinking “Mee-print tinking”. A blaepoiat is 1he (archaectunsl) design o plan
that s Srwan up Deforehand sl goaramoes the sctusl owacome
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C. "I change the arpaniration.'
“The stiows i for caler developenent tave changed '
"W have changed oar way of rewasding and dinciplinang persosne!

Chasge in iy way of thinkag iv sccomplabed by stimulalog people, by malieg thags appealing
10 do. ba Sais way of thinking it iy impotiaet 10 stimselate poople stxd 0 mipioe hem, 1o sediuce them
indo acting = denired. We call thia way of thinking ‘sod-peist Shinking”. Nod-primt tuinking suvarncy
that people and ceganizationn will chunge if e right HRM (Humas Resosrce Masagement) tooks
sre corployed and weed comectly. In ofher words, people chanpe their behavioer if they are rewarded
(salary, prossction, boses, & good evalestion) o “pesalired’ {dermotion, poce evaluation). Thas, a key
concept 1 bacter the orgassxation hacds oot sowards and faciltios in cxchange for ponoasct taking
on respossibilties and rymg fheir best. Ou top of this, however, maragement's care aad afcitios e
also imnportant, The sem bs 2 good “fi’ berween what individhaals waent 3nd what the orpanuation noods,

The colosr choaes hose selan 40 the colour of blood. The harsan being rent be leflscnced, tompted,
wduced, and wermalaoed.

D T aoging Pere”
“We have lesrned 2 Rot and a8 & result & Jot has changed”
Change equals learving.'

o preen-prast Suaking, %e termm “chaage” aad “learsing” dave very simile meanngs. People change if
they leamn. People are motivated %0 discover the limit of Seir competences and 0 lmvolwe thamcives
In Jearning sitcationn. They are providded with meam of leamieg mooe effoctive ways of acting.

The aim i 10 sacngthen the iarming sbehities of the indrradeal and the leamng wrhm te orgami-
aation. If people learn collectively, the orpaniration learms asd as a result chango takes place,

The codoar groem i chosen becassy e obyective is 10 ot pooplic”’s sdeas to work (with thewr motivasos
and loarming capacity ), giviag them the “groem Bght', Bt it abo refers o "prowh’, s in e,

K "Teoicnchasging.’
“This change is Mlied with mwaning.”
“Mverything i coatiraally changieg '

ks whitc-poied (hinking, e domtmant lnape is M everything is chasgmg sotomocnously, of iy owa
acooed. Povse rbed. everythiag o o motion. Where there i energy, things chasmpe. When this is the cnse,
“Whe teme o nipe”. Complicadty b repadied o the crrwhing mature of things, oot as dhuptive chaos.
Iafacacing the dysarsics is 3 favourite spproach. White priet thisking ssusses that faidare sesuls
where we ek wo can dooct and mansge chiage. [t o more sboet sndervtaading where opporiumitacs
lie sd searching for B¢ seods of renewal and crcativity. Scrse-trabing plays an bnpoctent role io s,
m does the semoval of cbatacies and explicitly relying on the strenpih and soul of people. Exicrnal
stimeli are doomand of lewer amportance.

The coliour white reficcts alf colouns. Bet moro mporiast, whte denctes opesncas: i allows rooes
for wif-orpantration and evolation. The cutcome remsin somewhat of 3 verprise,

The colloury soe basic colours ples Bhelr “wem’: white. The woed “print’ denctes the endeavours of
chaage agents 10 work more of less acconding %0 somme preconceved plan (compare “plasned change’),
oven if they comcioudy allow everything to ron its own couse, 50 %0 speak. Ba » cortain scane, you will
wank 10 be abide 20 forocant something sbout how the change & polag 10 work out. Change agents wandt to
mamian » cassal refationalep botween thor actions and the osteomes of the chasgo, bomever ddferens
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the manag ieg and planmmg sught Jook in each of the coloors. We examine this mare Boroagivy in e
follrwmg wexnons

FIVE WAYS OF THINKING ABOUT CHANGE IN MORE DETAIL

B his section, eaxch way of thinking s dacussed. We ry 10 descrde iy essonce, referring 10 exising
Beerntmre. The type of change process s also descrided

YELLOW-PRINT THanowe

Yellow-peiet Sinkiag o based 0u sotiopolitical concepts sbout crganizations, is whikh intcreats,
conflicn, ad power play bporian rodes (sov, mmong othens, Pleffer, 1981 Mocgan, 1965, Greiser &
Schein, 1963, Husson, 1996),

Yelbose prast thisking sissrves Ml petting everyone cn the same waveloagth o & chaage in itself
Pobcy-malong or peoducing & prograsene Tor stion requires gelliag B¢ powers that be behind 2,
whether it is power busod on formal position o informud infucace. ko thoughe that resisence sod
fxduse are incvitabie if you do sot get all 0r o Jeast the mont imsporiant playess on bosed. This huppem
Hwough the paheriag of inferests. Creating & power hase, and thes solviag coneadictons or conflices
by sepotiston.

Cavying out (e policy or prograsene W seccesslel implersentation detrands the carcfal bolding
sogether of these interests by the change agent, munceurveing in & (posaibly shfing) halesce of power,
sesolviag Confiies, and 30 on.

Scting powls, determining policies, sad formadaiing prograsencs i done by cresting (poltical)
suppoet, by patheriag together sierevis, by peopusieg wis-win sfudions, ad by pelitical games,
power plays, snd segotating tacscs. Suciung w and realiting the cuncome of these processes (is lerm
of pouls, e policies, o prograenanes) is & huge Lask hecane the socio-polical comen! says dynamic.

The ‘masagement’ of e peocess of polacy formation sl sesvisnmg cottsmstinen: dorrands cortais
pobitical shills on the purt of the change agents as welll o the sbelity 10 operaie in 3 comples afes
of interests. Facilinsing comesenication, lobdying, negotting, sed thrd paety conflxct reselstion are
mech-ssed imiervestions. The change process can he erployed wahin an orpsaieation or between
crpiciraton.

Type of change process

The reselt of change Is diffiouk 0 prodicn Decsse it depends on e Gatribution and shifts is vandpounts
and infiwence of the most importast playerns. What is mere, for 8 change spest, B peocess is &ffcult 10
structare ead plan. The crention of & ‘segoiating arcen” is wihnich the isterestod paetics arc sepresealed
i 2 means (hat is ofien meed, o i an indopendest sathority or body as facilitatoe. Speciic rales of (he
pare con be agread on. Conmdiieg with their power buses, the interests of ol represestalives seed 1o
be caseflully buil in Suriag De segoniarion peocess.

The Sorcsmon comiderntion of Be yellow-print clumge sgest b always bear b mind (he congloss-
eration of imeoeats, parthes, ad playces

Brue-runy Teannane

Rlue-prnt thinkieg 1 hated on the rathonad devign and implementation of change (we, smong ofers,
Hammer & Chamgy, 1993, Kluytmaea, 1998). Project-orieoed working & & striking cxsmple of i
(¢, Muoag othen, Wiksen ot al | 1985, Kor & Wijcen, 20000 Sclentific Mansgement (Taylor, 1913)
is 3 clawsic cxsmaple of Slec-prast thinking
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The theory behond Nuoe-point INekimg (8 10 Corefally descride and dedine the owioorme or the sesuk
beforchasd The actnilics sceded w0 schieve (he roselt are plasced accosfing 3 raional sopnests
and caperine. Theee i costisuoes monmoring based on predescrmumed indioaions 80 check whether
the activities are leading 10 Be desiied resalt s plansed. Il not, adjsotments are made %0 achieve
Bt which has boen agroed spos withie the franoworks of fine. money, qualey, information, and

organsration.
The procews sad the sewsk sne, mose of Joas, independent of people. Controling (menagieg, plassing,
and womitoring progren) Se change i comiderad feawidle. Marogemernt s able W force asd effect

e chasge

Type of change process

The blseprint change provess Cmm be selatovely short, of feast in comparion with other ways of
Suizking. B is foatibie 10 detecrrene rticnally and ihead of time when the change will be completad.
The sjoct of the change (the cliest or progect ader) snd ins object (the ones who wnderge the
charge) s ofien different people or entitics. The approach i rational (plaaning) sod empuricad (i
cators ). Think Sesl (define and devign) and Haen do (insplement) is the maxim Thisking and doing we

The fooemont comideraions of the bluc-prot changes e these: plan sad ocpanire first, wse ol
ponable expertine and do nat et poople’s individual Meas sad pecferenies isterfere, and orver lose
sght of e intended reselt

Reo-raant THiNkING

Rd poum Shivkomg has o soots in (e claeac Hawthoen experisncnts (sce Mayo, 1933, Rocthlisberger,
1941) McOregor (19609 developed fhe tradition fusher. In secest years, T Resoweces Man-

agemnent’ Bas boce & mech discuised swbjoct (sce, smmong others, Schocrmalier, 1994, Paaswe, 1995,
Preytier & Praowe, 1996). The intention of the rod-prist chaager is %0 change the sofl mpects of =
crgasization, such @ mumagernent Wy be, competence, cooperation.

The red-prast school of thought contends hat poople chasge & & resell of the deployment and
adoquate wo of 8 st of HRM sools sech s rewards, appraisah, carcer parfo, sirnctuses, ssiessments,
recrulments, seorpanicstions, ol -placements, sd promotionn. It bas 10 do wilh the developament
of compenencaen, of talents, and of gettiag the best out of people —an optisal vysergy between e
organization snd o employoes. People will do sommething or change if they pet something back (e
"harter” principie).

The ostcorme of the change (ihe sosul) can, sccording o sod-prist tisking, be thought vet Sefise-
hond, et it cannot be fully guarssiced bocsase it is dependent on the seipome of the “victims'; the
Gosired cuncome maght change somewhat 24 & resalt. Momstoriag takes place, bust, for both ethical and
poteical reanoes, theve s & s %0 how forcefally it can be adjewsed along the way. Compelling change
1% possibie 30 3 hireated axtemt Sor D¢ vame Teavona.

Type of change process

The rodprast chaage process takes e The mibjocts, he change agenis, and the obgects, thone
who are wpposed 10 change, s different poople bet they do fregquently interact. On the basis of -
termadiate sesalty, (he change agest can adjsat the dosired revell. Management motivates asd puta
forward mpamcrts for the change. They pet op on 2 sosp box, give speeches, and soduce peo-
Pl 900 embarking on 3 chunge made stractve, The HRM lnstrsencons try 30 make concrete what
the desired deburviour is thooght %0 be and add incomtivex and pesaltin lo crtice poople to act
woowdngly
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The forermont consdenation of the rod prmt Change agenn. Bie brursan (actor plays an traportaat role.
People make dhasges Rappes i you guide them i the right Srection sod cowaed then for changing.

Gruos-rrinr Tranave

Crecn-grint thaling has 3 ooty i action-keansiag thoories (soe, smong others. Argyris & Schoa,
197%; Kolb ot al | 1991) & has boea capendod cnarmoenly in the more recent thinking on Teanming
ongarizatioon’ (Senge, 1990; Swicrings & Wierdema, 19900, Ohanging and leamng am conoeptaslly
cloncly knkad (w0, among ofhers, de Calluwd, 1997),

The ostooaw of preengone change o ddfcult 0 peadict (n dils way of thinking becawe & depends.
10 3 large dagree, on e extent and the satere of what prople learn, 3nd Dils, In tam, depends on
both thelr learmng abality and the effectiveness of the leawiog eovirosment itwell The peecess s
characterired Sy settag up leaming dteatioon - peeferably coliective ones as hew allow people 10
give aad soceeve foodback xx well a 1o experiment with mose offoctive ways of sctiag. Chunge takies
place 33 3 sraukt of poople and cogamizations camng contimeossly. Mosharing i not mest w0 adua
the change in the dcction of sorne prodetermised ostooms, et Jast 15 plan 3 follow ap ™t is in lise
with what the pecple irvolved negard an the most selevast bramiag poale Compoling charge is doomed
coupterprodactive, geoca-priad dumbing is mexh moes concareed with allow ng aed wpporing propie
10 take owsendip of helr icarsing.

Type of change process

The change process tlons thme: you cannat force leamsing. It |s & floctsting process of leamsieg and
ualearning. trol and ervor. Subpect (chamge ageat) and object (change VicTims) can be dilTerent people,
bt theve ix & proat Seal of interaction hetwoen thom They can aven switeh 1oios; the change agest s
Mo ways eammg

The management of (e chacge b very Jerited i 3 drective seose. Motvarieg, faciltatmg feadback,
sapporting expereneneng with now bebontour, ETUCIINING COMMUMCITON, SETING Up Wicealivas,
preag mesneng, 33d karniag, in G beoadest s of the woed, are s h-esed mcrvestioes. Thisking
sl dotng a0 tightly cosplad, not sequential (s i & i Blec-pewt thinkieg)

The foremont coauderasoe of Be change sgent is this. motivate peogle 10 bearn with each oy sad
frors each ofher @ order 10 exabinh costimsous learsing In codbocmve semings

WHITE-PRINT THINKING

Whine pried thisking aroee a4 8 rosciion 30 (he determmnintic, mechanestic, and krcae workd-view de-
rived froee Newton and Déscaries. i is nooribed bry chace thenking, sctwork theory, asd complexity
theory. sll of which sce besod on livieg and complica, syvicrmn with limited predictabality (see, among
others, Batcson, 1984; Cagea, 1996). Sclf oepanization is & coee concept. Stacey (1996) defimes solf-
oegavizaton ;. “The peocess by which pecple mveract with ooe sscther within » systems, socording
10 thor own codes of behavior, withos there beicg an oversll pactioe Saat mmakes chese what has
be dome or bow it is 10 be donc.” The scll-cegasizalion process encompasses 156 emenpence of new
structeres and debavioural panerss teoogh developmental, learming, snd evolutionary processes. The
syviem finds 1 own optisal dynamic balince (see, smong others, Bickar Caarian, 199%),

In the whito-prist way of thiskisg, chinge is sstonomous. ‘M sl overythiag Is s moson';
“Thie poste i Be scfoge’; snd Morgas's Mex metaphor {1986) are all exprescions of this view. People
and coganirations ae in 3 comtand siaie of chaage. The inner doskies snd stoeagtin of poople, bodh
indivadually sod s groups, e B decinrve factons. Outiido nffecncs, whether Srom a change agest
o & warages, can be of caly lmited efoct and then only if this is welcomed by e ones who are

changing R
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Type of change process

The concept of plassed change i sorcewhal o odds with white pried tinling. placniag. corarolliag.
and maraging the chasge are, 10 4 groas exionl, ivelevast notions. Resistance is also an iovelevant

concepe

I s sverned that mo ose can siop change oo hepponing, it cm onlly be sidied or hinderad. The
opperimines 1o exext inflecrce bie mainky i helping w0 clear obstacies and in challeaging people,
calling oe ther wreagths and seif-cosfidence These opportumitees in the relatiossdip detween The
change agenst and othors are oflen spotiod by ese others tather Pan coeotructed by the change apeat.
They can request help, wpport, or coaching from the change agest snd Bom exch other. In 3 way
whiio-grint change agents catalyse the emerpence of more white-pring change spests.

The foremost cosssdetation of the whiie-priet change agent o chiserve what is saking things happes
and empower people while giving them wifficent free rein. The helie! that ‘crishs peosides opportunity’
appiees hewe

Note: The showe dogs NOT oqual dotog sothng o Letaes-faire. O the comtrary, # dessands n-dopth
ochservation, analywis of underlying drivers, asd ofien confoonting iotervestionn. Change agenes mat
e capeblde of making wease out of complexity, ofm Jocking 2t historcal patterms and paychological
mechansms. They wil roqeire quite & few thoonies sboon mmationalitics in crganiaations and strong
powers of cbasrvation 1o allow (hem 1o &0 so.

SoMe Exavrurs

A fow cusngles, shown i Toble 102, serve 10 illustyade how the coloues cas be appled. The examples
mdhcate, cven though Ihey ase junst simple exercines, how grear the differences e be between e
coloury when i cormes %0 samvoutcrmne, the Charpe process. sed the 1ools used With these examprles
we try 1o show jest bow relevant B can be 00 vadersiand the underlying contepts and ideus—the
colouns—behind somcone s words i order 10 better usdersland cach other aad beticr Comemunicale

about change

Ioeass AND PrsaLLs

Fach oodour has ms owm ideade; that Is, what change agents desam of for the long rum, Dat each colour
also bus s pealls. snusnons of conditions whes the appeeech is 00 loager effecive or oven hacomos

B yellow . peint tnkong the seal |s Bat peogle [ocus on commmon Interests and strive dowarnds codbec-
tive poads. The wdeal o st prople want andd are alle 10 wergh dfevent woereus and achies Common
proend In a way o o & very demoonnc sdcal. Prfalls mchede boso-bose simaatons sach s desaractive
power sirwpgies. Detldng castles in She ar (allowing a “false” consemsus) i asother piifall, severing
fhe Sk Detween the poals, means, and effoms

The ideal i bloe-pries thindung & hat the fetore is in oer hands aad we oan constrost it Everything
s ponschile and cortrollsble sl can be schieved by cavonal plansieg. The prtfall s o steamrolicr over
people and their feehings and thes crewte resiviance rather Shan commtment. This can be agpravaied
by the inclisation 1o pay issafficmt aiention 10 ‘irational” aspects. Inpanence is another pitfall: not
prastng others nudiiciont tane W come on bowd.

The ideal in sod-print thinking i scasching for the optisal ‘fit" between people and "haedware’,
betwees the goads of the orpancration snd those of the mndividusl I wirives 10 taake orpasizationn
‘move bemtiful’ sad 10 supice 2ad caee for those who werk Bere. The pafall can lie in e lack of
concete outoomes by “sparing Be sod” and svoiding conflicts. Red-prist thuakers can be addicend 1
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Seming wp s wrbibhogp Ietrcdining Kaomlodpe
o ooder W Foomsdating » mlaion % g @ by
Vellowpeint  soach agroomast with ome  Jay Ot O resuits of fOETEang MTerOge reves
Dty aewther showt b o T M g aTest 1eav
=y ApALTg maan
Sacpiizen
Pl prc Bave o plan of spprosch on  hane the bost wratogy wrtiag handbooks
Tronlong Popar s vsals of B chearty defised (o be Acchopang isformation
woakatog wod 0 extrzasl
nurketing of raerral Soung copanical icwarch
monmoong)
Red povs CTEALE TINC EvVOIVETest ot everyone on the aee istoodecmng job 1otaton
alag Aave » good tee logether wenehengh ) wbbaticas
p’u-tb-hh.” masaprmcnt devebopenend
ax peogramaxy
‘;hﬁ
Coopn-pont  Joarn froes oee scother cnadle x wefal cachunge of  briaging poople =
tualing cuchange Viewpoista ey such & way Bt
explore dfferent Jearn [rom ome ascther
posubaiie togethes tsderviion snd coaching
White-prial  expend our thinking bring shost an cvobmonary  Wslimg on chalicnges
thuaking wouNe CMMIe eRergy leap making now things pouubic
sizmslate Creatve sdean trazscend appeceat cualyrng rew
toatadxtions Comrreantics sexd

mairtmning 4 pood steeodphere. Al HR systems Can sonother beildliant stafl memiders an these sever
31 (he seal competence grofiles of & rod-pemt thaaior 11 also (ERones [OWEr 0 (nEaN2aloes, Jop<domn
a well = botom ap.

The ideal of green peion tieiting is & learning orpanination where learsing s cossciously asd
cortmeounly spphad. Everybody learns whal they noad 10 learn and come up with et own sedutions
10 these owa problena. The pafall is St green goiat thiners can ipaare the fact that ms everybody
in always willisg or copable of Joarning. For lnstance, In siteations thal lack safery, sach as power
siraggics or conficts, poople aoe not oes 80 participate. Also there can de a lack of "haed” culcomes:
an over-abundance of reflectoe cas deed 2 Iack of decisvensss and acthon

In whete prist thisking the iesd lies o sportancons evoluion, (o Ity comosdesce and poople
Laking renpossidibly foe their ows Bves and learmmg. What is more, there is 2 positive sl itade Sowards
confhct sad crivis. The pitfall lies ie the ideslization of everything magcally witing care of itseld. This
leads 10 injodicoons acceptance of probiesna. Anofher pitfall is fashionably ssing ‘whine” idess without
pupaag while thabing's cscace, e g mansgers wing the comcept of self-sioerieg leams 10 abdicase
theie own respoenabilities. A fisal pitfall s haviag leselliciont inight indo the usderbying patierra of
0 cegarezation lo condently aow wial megh dring life (buck) a0 it

Now Cocouns ano Now Cuamacresssrics

s this 3 complets overvigw” The collowrs do socm 10 cover most of the meady stiram of Caporiosce,

research. snd peblications that we arc swary of Nevertheloas, the lis is probebly not compbong. Recailing
ponocides i the Second Workd War, or in Rwenda or Kosovo, we nealias that viclence and epression
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e alwo srstcgies; coes Of mawpulating aad thecaicmg poople, of mieniag hate aod fear. We call
thix type of Shisking aboet change “sieed-print’. N characterizes methods crployed s ocpanirations s
well, and @hat o i effoctive in obvicunly wall belicved by quie 3 few people.

Bodes wiock-priat, dhere might be wll another way of (hinking sbost change. Livieg, travelling,
and working in India, we observed that pooplc wers moce ioclined Blan we wone 10 sy ‘you© o change
whike alw leaving acnon mors up to cocematasces ks the weather, poople they met, the hand of God.
If God wants it the chaage wilt happen. Pooplo wark hard, bt rational plassing s taken msech los
seviounly San we are sccwoomed 0. A pemcn s consdornd only 3 sl peet in the timeles pure
(rmaya) of befe. This muighe de & way of Buinkng abost chasge $iat (s lathe induenced by Western beliefs
5 peogress, aad it alse appears 10 be effective: Inda, the buget democracy = the world, operates
wnder ux ssssmeptions. 'Wo Shink that sivor may be & Saing colowr for this way of thaking.

In most of oer comssitancy work, wo do aot engage B steel or siver paradigms. These wo mx
prrenally combdered part of the profesuonal reperioite. Whae we have found since we wamnd working
wirh the codour-grun leaguaage i thes peopie oasily auribeans bots of ocher ChacoNTITICs 10 The codoors
more han D 0nes iwentionod bese and which are sumaman 204 i Tadie 10 These are chacamonatics
e, outpet Cridena. Sagmont. meodels and guestions, Crpecal sayiegs, ghossaries. bodies of Mevatwee,
warys Of Communicanons. hovrs and valees of change agests. Dhe meaning amached % ‘resistance o
change”, o0c. We will addecss these i sepacate peblontions (see, e g . de Calrwd & Vermaak, 200%),

META-PARADIGMS

There is alvo a (mety- puradigm behund e frve-colowr cassication described here. The descripton
of frve ways of thisking cmenges from & mets paradigm (hat posits 3 nood for Svinctions i diversity
sad & search Sor profesicnsd iesights and velaes based on these, Over the last few yeans several vach
gt hovve comenped (de Calawé & Vermaak, 20008 )

1. We starn 10 mpect that sy stsong colowr Sominance ie cegasi2ations i uswasted. [n order o sarvive
in the long rom, coganizations scers 30 sced quakiies of all the colours. Ovpasizations need 1o deal
properly with power and differend inncreats (yellow ), el effoctively and dependaldy pet reselis asd
mamtan orgastzatonal hygicoe (bhee ), mant take the serationsd heman being mlo sccount sad et
care and penpective w crgani ratiossl life (red), have o create spaces 1o less and cooperate (green),
ad sced 10 sligs Senaacives with (he times they Hive in and the people they live with sed naovane
accondingly (whitc), The &ffcrem coloers have conficting priscipion: et moses et & balanced
or sound organcation hat 1o cope with (he paradoses that rewsdt from ihese confictiog prisciples.
Thus reinforces the noed 10 dagnose ceganizationn from the &ffereat colosred viewpossts in oeder
0 be sware of ibalances.

1. A focndationad (colowr) foces in termm of chaage stralegy s sooded, oapecially when probless
soe Seeply rooted m dfferent coloured approaches can imterfere considensbly with tne another.
For lavance, trylag %0 creste & learming envieossment {groon ) whille ot keepeng power pames
bay (yellow) or down-playing the prodicabilty of outcomes (Mlar) meam that the lcaming is
bound 10 be seperficial. Fach colour ban @ stroag and weak posets. The kind of organaation, the
see 3 hand, the Tind of rexisance, the style of the change agents, the Seme proswure, and other
chrcuntances e all faciors Bt inflecnce which changs wrategy. i termn of coloa, can best
make & Afference. This s not 30 say that a change strategy Bax 10 be oostricied 10 one colour,
bt it does inply that iseviesences Betwoen colowsnd actions thould be taken %o accoust when
W vening in oeganizations. A selavely eacy wary of dealing with sserferences |s 1o spaceo differen
ok Iterventaons in tene o have Gfferet peopde urvolved Mooe challcng g 15 10 maiatain one
constmt wadertying colowr wnet while allowing for more superficial other colosred contrnbutions.
For imstance, when restrectonng a comgany (N ), HRM instnameats can be of delp in tafing the
scw sructare. In sk o cane, tue will dorranate and the red compoaents help Bhe blse restrocnaning
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‘ toag commmon eeeests  Sunk fin and then act  stamalate poople Jo e crease sewings for Create space foc

wogether wconding 10 2 plea nghs way colective leamming spoefancous
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WD siTealhon bewve new worid e best '’ Gevelop Dermelves energy
foreing coulitions, PrOject masagemment.  assessnent and rewand, waining asd coaching, Opens space meetings,
chasgng wop semtegic anddysis, socul palberings, open vysor scif-atocring \catma,
arucowes. sulang wutmaiional planmaisg, parsiog agprociative mgeiry
policy oaling Seadenhiy
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srtzabos irationsd mpoct smothoriag lack of scton asderutandng aad
beilbance lolrses-folre
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secceed and sy o littie more seperficad as o reselt (Timised to FERM jastruments rasher than oresang
» chenme of cure).

3. The colowe of the ange ageet shoeld muech Dhe chunge effort mocogrvence (rostrates change.
& muabes Jale sense 10 ek 00 & yellow endeavour with an analytiosl expert who sirives for
the Dest solutions (Dhec) eiher than what i featible given the dalasce of poser. While chanpe
agersts mightt be ablc 30 ot loast inncliectoally grimp fhat all colouns ace egual, when i comes dewn
10 &, mod chamge speats Bave move namsowly defiond beliclaimcntions and these shouk) mach
their role i onder Sor them 10 be believable. Ths is med 50 sxy fust change speats can be branded
In dngle colours and stmais & they are over (he yeans. Change ageats may be able %o handie
deioreel appeoaches to changs but act 1 theis fall potential. They may change colour but Lake muery
yesrs 10 do 10 st each colour beings with it 2 whole body of keowlodpe with muery islerventions,
competeaces, Sagnoatc viewpoiom, oic. Lackily for soene colours, It & even good role modeliag
in change prooeses to peofoss coe-sdodnos, in particular, green and white. I provides space for
other poople’s imperfection aod can eabance trust and eatablind capport.

4, Fizally, we post the dislogues in ongantzations hised 0e 2 mudi-pansdipn penpective (vech i
the coloun) enhances ceganizational vitalty. “The ddSculty for change it not in the development
of sow idoas, but in excaping the ofd ideas, that determmane our thinking' (Wierduna, 2001). Sce-
Ing (o} meery thengs Srough preen glasses aod applying green mtervertions will give 2 lot of
roflection but 3 lack of action, ressite, 30d comenass. Moosower, crgastaationsl change i 3 collec-
tive effont and, maore oftien than not, wvolves people with meltiple perapectives oo coganizationsl
life and mmlsiple Sefinitions of reality, Instead of neTowieg participation %o reach cary cossm-
ses on mwes, the inclusion of muliple parspectves can create not only the bind of richaes thal
does Jestice to the complexities of the sockal systerm bt sho the Kind of cwmendip St is in-
strmernsd s addncasng wech comploutioe. When robicim ae umple, saghe-auaded viowpous
gt sllice (e.g. boldng 3 howse with 2 blee padign oaly) Dt for smidigooss probilcmm
involviag people with many @fferem backgroumads, understanding and imervening in coganiza-
toms ae dost basad o collectively akong meiiple readties and conesponding paradones s
o

CONCLUSION

Guoen and white spprosches me curvently Tavoumsed i wonds, bt not in actioss. Blee approsches
o partioalar predomisaie a0 many change apeets still sarve for change 10 be effective, efficiens,
resuls-orseniod, aed Unenpaceat whch are Criteria tht only bhue spproachies adbere the bghest vabee
wo. Groes appeoaches value learmimg and refiection and skl babding Ngher, whille sed approaches
fowe cobesaon, imsproved cooperation, peide, and & good mosphere. We think that » rise in pop-
ulatity of e Jeaser-nod pueadigemn, greem and white, maght be justilied given the rise of pro-
fesviooslism & orpimications, the speed of inmosations, sl the need for leadenship in network
otpareLativen.

This sdvocacy on our part is nol meast o replace one coloer irmballamce with another. Nor & we
describe Boocies about whyy chasge docs not work 10 caplam Evatiosalitics sway. Both are an offon
on oer part o ascknowledge complenity end multphcity of oopanieational life 2 well ;& way »
corse 10 pripe with it. Oupaesaation do oot presest & sest and osdierly smviverse 45 us. Chunges luppes,
plasncd and usplasncd. Chaages follow cach other and talke place concunendy. They compete with one
ancther, but may sho wpport cach other, They Sappea at many Jovels af the same e, producang bot
desrable sad wdesioable resalts. Chunges fafl bocsase of resastance, bot rexivance can ahio mvsiale
chasge. Mesvtance can be » foom of cocrgy, prumbling can be an cxpresiion of viabty, asd pocket
wotoos can be 3 moan of self-protection and warvival, In S end, £ i these disfioctic lemions and
cormplenties that may mapire chasge agemny  keep wondenng and wandenng.
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