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Chapter 11
Change Management and building the learning organisation
Change Management
The triggers to Organisational change
Dawson - triggers can come from within and outside the organization
Internal triggers to change include the following:
· Technology - use of new machinery and tools and the associated way in which managers design work within organisations to produce goods and services.
· The changing nature of customers - needs of consumers change constantly, necessitating new products and services.
· People - New HRM initiatives such as team-based working arrangements necessitate the retraining and multi-skilling of employees.
· Administrative structures - Managers need to undertake the restructuring of administrative processes and the redefining of authority relationships

External triggers to change include the following:
· Political - Government laws and regulations - e.g. employment laws, pricing regulations etc. 
· Economic - No business functions in isolation, and economic growth, interest rates, and the level of unemployment. The internationalisation of business can also have a major impact on how business is conducted.
· Social. - Organisations consist of people, and changes in their lifestyle can impact on how they are managed. 
· Technological - The rate of technological developments can also impact on organisations - e.g. the computerization of business processes etc.
Change is not a one-off process but is instead a continuous process taking an organisation from its present state to a future state.
Barriers to organisational change
Individuals and organisations are not inherently resistant to change
They put up barriers only when they perceive the change to be threatening. They therefore react to the threat and not to the change. 



Common barriers to change have their roots in three main areas:
· The organisational system (structure, policies, procedures etc.)
· Leadership and management (philosophies, capabilities, and actions)
· The human dimension
Eccles – 13 possible causes of resistance from employees:
· Failure to understand the problem
· Dislike of a solution because an alternative is preferred
· Unacceptable personal cost of the change
· Insufficient rewards
· Fear of not being able to cope with the new situation
· Threat to the destruction of existing social arrangements by the change
· Erosion of sources of influence and control
· Repellent new values and practices
· Little willingness to change
· Suspicious view of managements motive for change
· Higher value placed on other interests
· Reduced power and career opportunities
Symptoms of resistance to change include:
· Withdrawal
· Aggression
· Arguing
· Negativity
· Blaming
· Gossip
· Slowdown of work
· Sabotage of the change effort
· Increased absenteeism.
Having identified the barriers to change, an organization’s next step is to implement interventions to overcome them.
See Table 11.1 – pg 331
Overcoming barriers to change
There are 3 main barriers to change within an organization:
Change managers need particular skills:
· Social relationship skills
· Communication skills
· Persuasion skills
· Presentation skills
· Problem solving skills
· Planning skills


Higgs and Rowland – managers also need the following 8 change management competencies:
· Change initiation
· Change impact
· Change facilitation
· Change leadership
· Change learning
· Change execution
· Change presence
· Change technology
A strategic organisational change (SOC) framework
An organisation needs some form of framework to drive this process successfully
Auster, Wylie, and Valente - book Strategic organisationnl change: Building change capabilities in your anisation.
Framework covers all the aspects of change, from building cmmitment, to leveraging what is already working well, to navigating the politics and emotions of change, to working through the implementation details and inspiring ongoing learning.
Framework distils nine different dimensions of change to address the three essential questions of any change, 
1. Where are we now? 
2. What do we need to change?
3. How will we implement those changes and build in dynamism?
Where are we now?
Organisations can answer this question by doing two things: 
· continuously assess the external environment, 
· understand the present state of the organisation, e.g. identify what is working well and what not. 
This process will help the company establish whether it is still in line with what is going on outside the organisation.
Managers need to establish what is working well so that they do not tamper with this during the change pro-cess. Need to analyse operational dimensions such as strategy, leadership, structure, HR practices, physical layout, technology, and culture.
What changes do we need to make?
One of the changes will involve solving the present problems in the organisation.
Managers also need to position the organisation for future success
Once managers have generated a range of possible alternatives, they can evaluate each one to find the optimal path for change.


How are we going to implement these changes and build in dynamism?
This question addresses the issue of implementation. 
Managers need to attempt everything from ensuring the necessary resources and commitment to navigating the political dynamics of the organisation. 
Some of the steps in this process include the following:
· Getting ready for change.
Readying the organisation for change involves securing the necessary resources needed for the process or finding ways to work with limited resources. Also means involving all parties and obtaining the commitment of all parties as well as understanding why the changes are being made.

· Working with the politics of change. 
People will try and push their agendas as they see fit - results in the emergence of politics. 

Managers need to work effectively with the political dynamics in the company. Identifying influential people within the organisation who are also excited about the change, and using them to propel the change forward, is essential.

· Supporting emotional transitioning.
Establish how different individuals in the organization feel about the change. They can then leverage those who are open to change and help the others to work on their personal barriers to change

· Planning the implementation details. 
Important issues here for managers to take care of are the pacing and timing of the change, who will be responsible for key deliverables, how the changes will impact on customers, and what communication channels are used.

· Fostering creativity and spontaneity. 
Managers do not have to plan for everything. Effective change leaders let the people work with the various elements of change, 

This type of approach will also help to develop a passion amongst the employees for change, which will be to the advantage of the organisation in the future

· Inspiring continuous learning and evolution. 
Organisations have to build the ongoing capabilities they need for continuous learning and evolution. 

Clear that the SOC framework offers a unique approach to change. It enables the stakeholders both to see the complexity of change and to work through all the different facets necessary for achieving success




The learning organisation
Change-capable organisations inspire continuous learning. These organisations are generally known as learning organisations. 
It is important first to distinguish between two concepts in the literature, namely ‘organisation learning' and 'the learning organisation! 
Mabey, Salaman, and Storey:
· term ‘the learning organisation' is used to characterise an enterprise in which learning is open- ended, takes place at all levels, and is self-questioning.
· Organisation learning' is a descriptive device to explain and quantify learning activities and events taking place within an organization
One critical distinction between an organisation that learns and the learning organisation seems to be that in the latter, individual learning activities feed and integrate with broader and deeper learning processes in the organization.
Characteristics and benefits of a learning organisation
Marquardt - the learning organisation possesses the ability to adapt, renew and revitalise itself continuously in response to the changing environment - a vital component for organisational change
Marquardt identifies the following characteristics of such an organisation:
· Learning is accomplished by the organi¬sation as a whole.
· Employees within the organisation recognise the importance of current and future success of ongoing learning.
· Learning is a continuous, strategically used process that is integrated and runs parallel to work.
· There is a focus on creativity and generative learning in the organisation.
· Systems thinking is fundamental in a learning organisation.
· The organisational climate encourages, rewards, and accelerates individual and group learning.
· Employees network in an innovative manner that resembles a community both inside and outside the organisation.
· Everyone is driven by a desire for quality and continuous improvement
· Employees have uninterrupted access to information and data
Building a learning organisation
A prerequisite if an organisation is to remain competitive.
Requires, cooperation between numerous stakeholders. Also needs a person to oversee the process. 
Person is normally known as a chief learning officer (CLO)
Marquardt - Building the learning organisation: Mastering the five elements for corporate learning.
Model consists of five related subsystems These are:
· learning, 
· organization,
·  people, knowledge,
· Technology
See fig 11.2 on page 337








The learning subsystem.
At the core of the learning organisation is learning. Learning can occur at three levels,:
· Individual level - refers to changes in skills, insights, knowledge, attitudes, and values acquired through self-study.
· Group or team level - Group or team learning involves an increase in knowledge, skills, and competencies accomplished by and within groups.
· Organisational level - the enhanced intellectual and productive capability gained through commitment
Besides these levels of learning, there are three types of learning:
· Adaptive learning - when people reflect on past experiences and then modify future actions.
· Anticipatory learning - involves acquiring knowledge from envisioning various futures and determining ways to achieve that future.
· Action learning - reflecting on reality on a present, real-time basis, and applying the knowledge in developing individuals, groups, and the organization.
Five key skills are also needed for initiating and maximising learning within a company:
· Systems thinking - conceptual framework to make full patterns clearer and determine how to change them.
· Mental models - deeply ingrained assumptions that influence people's views and actions in the world.
· Personal mastery - indicates a high level of proficiency in a subject or skill area.
· Self-directed learning - Everybody is aware of, and enthusiastically accepts responsibility for, being a learner.
· Dialogue - denotes a high level of listening and communication between people.

Other important issues here, but n shown in the model, are:
· The speed of learning
· The depth of learning
· The breadth of learning
For the learning component to make a contribution to the company, the following needs to be done:
· Develop modular, reusable learning content
· Increase the ability to learn how to learn
· Develop the discipline of organisational dialogue
· Design career-development plans for employability
· Establish self-development programmes
· Build team learning skills
· Encourage and practice systems thinking
· Utilize scanning and scenario planning
· Expand multicultural and global mindsets and learning
· Change the mental model of learning
The organisation subsystem. 
The setting within which the learning process occurs. 
Four components can be distinguished here:
· Vision - encompasses a company's hopes, goals, and direction for the future
· Culture - refers to an organisation's values, beliefs, practices, rituals, and customs.
· Strategy - relates to action, plans, methodologies, tactics, and steps employed to achieve a company's vision and goals.
· Structure - includes a company's departments, levels, and configurations.
For the organisational component of making a contribution to the process of becoming a learning organisation, the following needs to take place:
· Use future-search conferences to develop a vision
· Gain support from top management
· Create a corporate climate of contin¬uous learning
· Re-engineer policies and structures around learning
· Reward individual and team learning
· Incorporate learning in all policies and procedures
· Establish centres of excellence
· Measure financial and nonfinancial areas as a learning activity
· Create time and space for learning
· Make learning intentional at all times everywhere


The people subsystem. 
People are the agents who take information and transform it into valuable knowledge for personal and organisational use. 
The people subsystem in the learning organisation consists of the following components:
· Managers and leaders that carry out coaching, mentoring, and modelling roles and, therefore, are responsible for enhancing learning opportunities

· Employees who are empowered and expected to learn, plan for their future competencies, and take action and risks to solve problems. The learning organisation also recognizes that customers can be a fertile source of information and ideas and thus should be closely linked with the organisation learning systems.

Other important external groups include: Business partners and alliances that can share their competencies and knowledge, suppliers and vendors, and community groups such as social, educational, and economic agencies that can share in providing and receiving learning.
Strategies for empowering and enabling people within the learning organisation include:
· Encouraging leaders to model and demonstrate learning
· Inviting leaders to champion learning processes and projects
· Empowering employees to learn and produce
· Instituting personnel policies that reward learners
· Creating self-managed work teams
· Balancing learning and development needs
· Encouraging and enhancing customer participation
· Maximizing learning from business partners and alliances
· Building long-term learning partner-ships with suppliers and vendors
· Providing educational opportunities for the community
The knowledge subsystem. 
Companies need knowledge in order to increase their ability to improve products and services.
The knowledge subsystem in the learning organisation consists of the following components:
· Acquisition (collection of existing data and information from inside and outside the organisation)
· Creation
· Storage
· Analysis and data mining
· Transfer and dissemination movement of information
· Applications and validation
For knowledge to play an important role in the learning organisation, the following steps need to be taken:
· Share responsibility for collecting and transferring knowledge
· Systematically capture relevant external knowledge
· Organise internal learning events
· Be creative about thinking and learning
· Encourage and reward innovation
· Train staff in knowledge storage and retrieval
· Maximise knowledge transfer across boundaries
· Develop a knowledge base around organisational values and learning needs
· Create mechanisms for collecting and storing learning
· Transfer classroom learning to on-the-job utilization
The technology subsystem. 
Made up of supporting integrated technological networks and information tools that enable access to, and exchange information and learn-ing. 
Subsystem includes technical processes, systems and structures for collaboration, coaching, coordination, and other knowledge skills. It encompasses electronic tools and advanced methods of learning.
Two major components here are:
Technology for managing knowledge
· Refers to computer-based technology that gathers, transfers, and codes information.
· Technology for enhancing learning - involves the utilisation of video, audio, and computer-based mul- timedia training for the purpose of delivering and developing knowledge and skills.
For technology to play an important role in the learning organisation, the following steps need to be taken:
· Encourage and enable staff to connect to the information highway
· Develop multimedia, technology-based learning centres
· Develop and use a variety of distance-learning technologies
· Use technology to capture internal and external knowledge and ideas
· Acquire and develop competencies in groupware and in self-learning technology
· Install electronic performance-sup- port systems
· Plan and develop a just-in-time learning system
· Build internal courseware technology and capability
· Use intranets for training
· Increase capabilities of management and HR staff.
If it is to become a learning organisation, an organisation needs an understanding of, and commitment to, mobilising all five subsystems of the model.
The chief learning officer (CLO)
Individuals are normally part of the HR departmental structure and report directly to the head of HRM and the CEO of the company.
Characteristics of a chief learning officer:
· Must have circulated through the company and must have developed a holistic perspective
· Must be able to energise the organization and function as cheerleaders to build momentum behind the knowledge initiatives
· Must be able to withstand a multitude of pressures
· Must feel rewarded by other people's accomplishments
· Must have a good relationship with the head of HRM


The role of the chief learning officer
The CLO can influence the organisation in several ways 
One way is rapidly to generate new knowledge, ideas, and solutions to problems throughout the organisation by means of the information technology we mentioned earlier 
[bookmark: _GoBack]In today's highly competitive global envi-ronment, the organisation needs knowledge workers more than knowledge workers need the organisation, and the role of the CLO in this process is thus indispensable
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