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Doujak Corporate Development

Alnternational consulting projects on
strategy development and execution,
change management and executive
development.

ACore team of 8 people + international
networking partners.
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Approaches to Change

Old and new images of transformations

Old Images New Images
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The Change Map

What 6s your situation?

\

~

Securing survival
Crisis management
restructuring

Radical repositioning
Strategic turnaround
organizational redesign

T
Current Necessity for Change Q

Renewal
Growth
Mobilizing
Adapting and d_evelopmental Learning organization
Low Capacity Market responsiveness

Low Change Capability High
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The Change Map

Un:balanced Transformation

\

~

Securing survival
Crisis management

restructuring - L\Qf‘A Cufg &

Radical repositioning
Strategic turnaround hew 3 lo ""Hq

organizational redesign

T
Current Necessity for Change Q

Renewal
Growth
Mobilizing
Adapting and developmental Learning organization
Low capacity Market responsiveness
— High~
Low Change Capability J
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Un:Balanced Transformation

Anchoring hard cuts and new growth simulaneously

Goals Focus on shorterm performance, efficiency and economi Focus on longerm success, future growth potential and
capital intellectual capital

Steering Top-down¢ cIoAsev, clef;lr, directiveA, linear, by program Bottom-up involvement: setbrganization, collaboration and
aLX I YYSR OKLFy3S¢ networking, open. Emergent change.

Contents Decrease resources/costgocus on processes, structure, Involvement, participation, innovative culture
systems, downsizing

HR a cost factor capital, a resourcay Sy 1 NS LINB y S dzN& £

Logic of feelings longer coping processes (worries, distrust, aggression, focus, community (teams are important) and a basic feeling of
disappointment, leavéaking¢ gradual new commitment) challenge and confidence

Reality Feelings of loss and defeat influence perception Buoyant optimism, a combination of discipline and spirit of

adventure influence perception (pioneers, winners of the future

construction

Architecture Core team steers the process of hard aytatense Support autonomous initiatives and structures and skerm
involvement of HR and line managers for implementatior experimentsg conducted on the sidelines of dag-day operation

OaAYyOdzo GA2yé dzy GAf YI (dzNBRO

Orientation Pull towards the past and to the inside need for Pull towards the future and to the outsideR S & A NB (i 2
stabilization and renewal of the employee&ompany overcome existing conditions
contract

Executives t N2 RdZOSNES | YOl aal R2 NEcthe y Architects, enablers and promoters of innovatipthe situation
situation calls for their presence in the roles of calls for letting go and strengthening autonomy, encouraging

GAYLX SYSY({iSNRé¢Z O2F OKSazx aNB@2fdziAz2yl NASas
crisis/transitionexperts (security, orientation)
Motivator for { SOdzNAG& FyR NAA&]l YAYAYAT Involvement, challenge and free play, commitment. Performan:

people maintaining stability in new, demanding areas
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The Change Map

Different challenges require different approaches

A

‘ l
Survival

A

—

Mobilizing
L

Radical
Repositigning

A

Renewal
S

>

Learni‘n(Q

A

organisgltion

Turnaround projects focus on survivallecreasing the current need for change.

Mobilizing focusesn increasing the capabilities and willingness for change of individue
groups, and organisations.

Radical repositioningombines a proactive turnaround, anticipating a crisis, with the
strategic redesign. The goal is to move into a more stable environment and increase ti
change capacity of the organisation.

Renewahkims at finding, testing and imlementing innovative potentials for new growth i
success. The identity of company is being transformed and renewed.

Change is day to day business for @ ning organisation (emergent chang€pntinuous
development and innovation is achieved through decentrategjanisation, fostered by
UKS YIN]JSUZ NBgIFINR aeadusSya YyR U0UKS 2NH
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How to Change

The Five Phases Model
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Phase One

Breaking through routine I we must change

] 3 ﬁ/\/..
4 5
3 _
< Q [ = . . .
o g (&8 g A Disrupting routine:
: FANEE sg /L | Z4b éChange starts with n&e
=] 7] o© c = O] . .
EW 25 \s2 i22/¢8 | £58 A Evaluating the need for action:
S5 BEEAEREY CE I CNRY 2dziaARS G2 Ay
D X O o O = 28 .= .
£3 N 785 | £52 A Assessment of the willingness and
$: BHEEES (IR ability to change: ~ .
q $GQa (8ad 2dNEBESE @
: L : Time icati ' -
Typical situation and dynamics A gohmmgn;??‘gr;glzllor)\/ sgakln?[igp.
ADiversityof perspectives and views concerning A > g ézhasitiors

SSYRAY3I ATVl aé
A ldentifying the key players:
CCAYRAY3 GKS o0Sad L

situation and future developments
AEnergyfor change varied
A Contradictorysignals from stakeholders
ADoubtsabout information quality
A Ambivalentcollective mood: routine vs. increasing
interest in renewal vs. fear/blockades
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Phase Two

Creating visions of the future
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Time

Typical situation and dynamics
AFirst concepts and ideas about possible future

AConcepts too vague to get implemented on a 1:1

basis
AUnclear: who will be concerned, degree of
commitment, details of implementation
AOnly key people are involved

APerceived performance increases, potential threats

are felt less

ACollective emotional level: interest is predominant,
those who are directly involved feel spirit of a new era

>

develop a roadmap

A2 2N)] 2y UGKS @GAarz2y)
I OFAGGOGAY IO T dzi dzNB c

A Develop strategy and master plan :
G. A3 LIAOGAZNE 2F RNJ
ANRP S GKE

A Decide architecture and teams:
0(/ 2)/ul )\)/YS)/U RdzS U z

' YR G NXza 0 ¢

A Communicate seriously and
UN} yaLlk NByutfey dac¢K
G2 32 YR K2¢ ¢S 13

A Deepen and broaden change
managementknowK 2 g Y !
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Phase Three

Courageous decisions 1 jumping into the cold water

1) E s~
& 3 2 . A Plan and implement pilots and quick
s (L _ | 338 gAyay ac¢l {Ay3 | RGOl
Y4 [t | Ss8 GNJ YL2EAYyS¢é
7| 2§ :s | SE® A Costcutting and decisions
g9 25 5= | 582 Fo2dzi LIS2LX S a4/ Kt ¢
el fs £¢ 825 unpleasant aspects firgtwith A
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Time

Typical situation and dynamics A Promote growth and innovation:

ACANBG AYLX SYSyiGrdrzy adslay GNMQMUJA%S%KW% 30(@5
YAV AL G dzNB & g A UK Aaul yt
Alnitial euphoria resilstAanceA:),/Q a E” 7‘ ya u 7‘ l
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AResistance: reactions out of fear, sometimes
aggressive

Al 2t ft SOGABS SY20A2y Lt fS5S@StY a5SFSYRAYy3I GKS F2NN¥SNI
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Phase Four

Consistent implementation I connecting the desire for
iInnovation with broad involvement

1| F s '
¢ g 5 c
e |25 ¢ § (88 ; A Speed up implementation activities
E o\ 22 158/ .8 FYR LINRe2SOGa O2yaAh:
so /a5 \82 188/8 | =58 @2dzNB St F 2dzi 2F (K¢
25/l 85 w2 EF:2 | f:: A Adapt architecture continuously:
Sz |2z A2 HEce | i3 Gb2iKAY3 Ad F2NBGS!I
So| 85 gAAEBEE | E:5 A Winning over undecided and skeptical
' AYR)\QARdzIfaY AOCNRY
. L . Time 2NHEF YyAT FGA2YE
Typical situation and dynamics Al RFLIG aaaitsya adsw
Alnitial euphoria has worn off by nowthe setbacks 383G68vya arogs § y S NBH ¢
have hithome . A Continue to learn and build up skills
Ad{ K2dA R ¢S ad2L) 2NJ O2y (A ydsSe F2NJ NI y.é-'FZNJ{l'ljf\Z)f\
AMiddle-management are at the centre of change as the backdrop: Y R ONBIF & A y 3

mentors and multipliers responsible for
implementation

AChange process becomes broader, more and more
projects are completed

ATopmanagement impatient, middienanagement
overloaded with work, many people who will be

affected are not yet involved
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Phase Five

Mastering the difficulties on the highland
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Time

Typical situation and dynamics
ALongest and most decisive phasalbeit not the
most exiting one

AClear project orientation and broad implementation,

A Systems integration and-gepth anchoring: slowly
but surelyc all systems, all staff members

ATransformation is becoming second nature to people

I anchoring successes

A Harmonizing leadership systems:
GLYOGSANI GAZ2Y G | ff
A Cultural change: integrate behavior,
norms, values into day2dayusiness:
al! 61 NBySaa ONBIlIUSa
A Continue training on a broad basis:
Gt N} O0AOSSE LINI Ol A O
A Increase outward orientation: _
al FLWIWAyYy Saa tASa 2y
K2NBRS¢E
A Bring leadership into the focus of
attention and finish the
transformation:
G 2 AenmtHusiasm towards new
STFAOASYyOeé
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Group Discussion/Questions

Phase Success Factors Pitfalls Further Discussion
1 Sharing the change vision  Fail to show added value o How to communicate and involve

Willingness/opennest change different levels of the

change Fail to recognise need for organisationg i.e. for radicial

Recognition to change change repositioning change initatives
Adapt change initiative to  more top down communication,
match organisational top down communication to set
culture values the boundaries, whilst bottom ug

communication to develop
method of implementation
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Group Discussion/Questions

Phase Success Factors Pitfalls Further Discussion
2 Clear vision Beaware of the amount of How do you handle gossgnd

Communication and communication rumours?
utilisation of all available Possible to have too many Rumours are essential for chang
medias people involved ¢ shows the clarity of
Clearstructure and plarg Grape vine rumours and ~ communication or lack off. Lister
transparency gossips to colleagues/employees in an
Mission statement which No clear understanding on informal setting to get better
peoplecan believe it change goals feeling for mood; use
Bottom up involvment aYSaaSy3aSNEa
Continuous commitment How much energy to focus on

handling rumours? If rumours ar
regarding key areas of the chanc
project then they must be
addressed.
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Group Discussion/Questions

Phase Success Factors Pitfalls Further Discussion
3 Phase of consolidation after Listen to feedback! Other personal experiencesb

architecture has been Provide training for Phase model is an optimal mode
developed managing feedback that is different to personal
Develop feedback Good management of experience.
mechanism change process according
Evaluatethat plan is to architecture Early phases of model are crucie
implemented for success in the latter stages o
Ensure quick wins model. Need good foundations.
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Group Discussion/Questions

Phase Success Factors Pitfalls Further Discussion
4-5 Communication and Old habits still exist Level 5 quality assurance? Aim
remotivating New behaviours not Is to become a learning
colleagues/teams adapted in day to day organisation
Bring new blood and business
capabilities into teams for ~ Motivate and support the
next stage of project front end implementors of

You need executors with changeg; recognition also
quantifiable methods to YSSRSR F2NJ a
measure the success of al KAY 1 SNEG
change goals.

When handing over projects

to other managers/teams,

take care in preparing the

required competences are

available to carry out next

change phase
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The Logic of Emotions

Every emotion has a function

dailys#foutine

Curiosi fear
' _ ainty
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sion

© Doujak Corporate Development



Hard Cuts

Management Agenda

ADecide wisely, layoffs as the last resort

ACommunicate as clear and concise as possibleenc interactivec with
content and emtional messages

APlan hard cuts comprehensively based on a stakeholder analysis

ACommunicate plausibly what the hard cuts will bring and why they are
necessary

Almplement as announced including support

AMonitor and evaluate results continuously
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People & Change

Emotions are the drivers of change processes

Thinking and feeling Implications for

cannot be seperated. communication.

A Emotions are drivers and A Emotional and affective tunés just as
barriers to our thinking. important as the cognitive understanding.

Al2YYdyAOl A2y R2S84y

A Emotions bias our focus and . : : )
minimum ofemotional conformity (being

attention.
on the same page).
A Emotions i_mpact learning and A As a resulaffective accomodation
remembering. responding to people, picking them up
A Emotions attract certain where they are is important.
thoughts and reject others. A Affective moods, verbal and nererbal,

are highly infective They spread at
lightning speed and impact following
situations and messages.
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