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Improving the Change 

ManaLyement Process 

As external factors increasingly influence the way businesses operate, companies have to be 

able to adapt in order to cope with these external influences. They have to become agile and 

responsive to change in order to gain a real competitive advantage. However, most companies 
believe that they are unable to achieve this to their satisfaction. One of the main reasons cited 
is their inability to manage change effectively. 

The research summarised in this report identifies how the process of managing change can be 

facilitated and improved. It builds on the main concems and issues identified in the change 

management literature and is supported with evidence from companýies undergoing change. 
The research focuses, in particular, on best practice benchmarking, critical success factors for 

change, the role of corporate culture, understanding learning organisations and how to sustain 

change. 

Based on these research areas, two major developments are proposed to help organisations to 

manage change more effectively. The first method focuses on a benchmarking tool for change 

management. Formed from the actual practices of organisations who have managed change 

effectively, the tool provides a quantifiable way for companies to measure and improve their 

performance in change management. Its successful implementation in a number of different 

applications and levels, as demonstrated in the research, suggests that it could provide 

significant benefits to any organisation undergoing change. 

The second method focuses on sustaining long term successful change management, through 

more effective capture, sharing and transfer of knowledge within a company. This is known as 

corporate learning. A corporate learning framework, based on best practice, is proposed as a I..: ) 
way forward for organisations to ensure that a holistic approach is taken when implementing 

corporate learning. 

Used correctly, these innovative methods provide mechanisms which can help any company 

undergoing change to improve the way in which it manages that change. 
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* Introduction Chapter 1. 

1.1 Reason for the Research 

AJI organisations today face the need for radical change. Technology, global competition and 

the streamlining of organisational structures influence modem businesses on a world-wide 

scale. In addition, businesses are also having to face change at an unprecedented rate due to 

increasing demands from shareholders, customers, mergers, acquisitions and shifting ' 

government regulations. ' The corporate survivors of the next century will be comparuies who 
have the ability to adapt to meet these external pressures. 

A DTI survey' has shown that many companies recognise the need to stop looking inwardly 

and to become aware of the nature and extent of these external influences and pressures, They 

must think globally, expect more complexity and uncertainty in their business and aim for 

excellence. ' Research shows that this requires both will and effort to transform not only their 

practices, but also their thinking and their beliefs. 0 

Many companies are looking at radical, large scale change, such as re-engineering around 
business processes and implementing supply chain management as a way of helping them to 

achieve the necessary transformation. Managing such change has clearly become the theme 

for business in the 1990s. ' More than 75% of European c ompanies claim to have tackled at 
least one major change in the last five years ' and many more believe that they will have to 

continue to do so, in order to survive into the next century. ' 

In an environment where change is now a permanent part of corporate life, ̀  it is only by 

becoming more responsive to what Handy refers to as "discontinuous change", ' (i-e. by 

becoming more agile), that organisations of the future will survive. " Figure I illustrates this. 

However, many organisations are ill-prepared to achieve real agility and, as a result, many. fA--%v-- 

to achieve their expected results. It has been shown by Harnmer " that "Ailo thirds Qf 

orgainsatiotis utidertciking busine. VS process re-enghzeerit? g do not achieve the dramatic 

I-esults the_v iriterid. " 
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Figure 1: Change Activity in a Typical UKManufacturing Company (ba-sed on 5-8) 

One of the main reasons for this 'failure' is that companies embarking on change do not 

manage that change eflectively. A recent survey indicated that between 60% and 75% of LJK 

companies rated their effectiveness in managing change in key areas as poor or inadequate. ' 

They are missing the tools, the knowledge and the mecharýsms to enable them to manage 

continuous change in an effective manner. 13 

However, there is a school of thought that supports the view that -successful change 

management can be achieved through certain actions or by having a greater understanding of 

the factors influencing that process. " By taking some of the actions, understanding the main 

issues in change management and adopting suitable frameworks or strategies for change, 

companies become better equipped to manage change cffectively. 

A wealth of information is available on change management. Through initiatives of the 1980s, 

such as Total Quality Management (TQM) and Just-in Time (JIT), the literature on change 

management has increased over the last decade. The problem now is not where to find 

information on change management, but how to filter Out the most useful Information and 

which focus to take. 

Many different approaches have been taken by management experts over the last few years. 

Sorne of these approaches are specific, such as the development of individual potential and the 

leaming approach of Argyns" and Senge 16 and the empowerment of individuals ideas of Moss 

Kanter. " Other authors such as Peters, " Handy, " Harnmer & Champy'O and Drucker " take 
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a more general, broad-brush approach to change management. The question is wilich of these, 
if any, should an organisation use to guide it through change? 

Evidence in the literature indicates that many companies favour a practical approach with 

emphasis on implementation . 
22. ' They prefer help or advice in the practical implementation of 

ideas presented in the literature. Lindsey summarises this by saying that ".. theoretically sound 

yet practical guidelines are required to evaluate and guide implementation. )ý 22 Unfortunately, 

with such an wealth of information on change management, organisations do not have time to 
be able to filter out the information that is most useffil to them. What is required is the fight 

information and for the right people to have access to that information. ' This will help ensure 
that valuable time is not wasted. 

1.2 Objectives 

This EngD portfolio, entitled Improving the Change Management Process, has looked at how 

organisations facing radical change can manage the process of change Nkith maximum 

effectiveness. As a major objective of the Engineering Doctorate (EngD) is to demonstrate 

innovation in the application of knowledge to the engineering business, the research then 

focused on how, practically, organisations can manage change more effectively. 

Specific objectives were to: 

" Determine the main issues in the management of change, 

" Identify the key areas to focus on for improving the change Management process. 

" Develop and implement practical methods that could help companies to improve the way 
in which they manage change. 

1.3 Scope of the Research 

Considerable research has been carried out over the last few years on the importance of' 

individuals in the organisation in helping to achieve and sustain organisational change. New 

fields of research are available to help organisations deal %&qth this. For example, Neuro 

Linguistic Programming (NLP) has undergone significant development over the last few years. 
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It can be used to create capabilities in people, with the belief that changing the attitudes and 
behaviours of individuals is key to achieving successful change. 25 

Whilst there is considerable evidence in the literature to support the need to create capabilities 
in people, 26.27 more strategic, corporate issues that affect change must also be considered. 
Without the right infrastructure and processes to manage change across the organisation, 

change made at an individual level may have little influence on the organisation as a whole. 2' 

Consequently, there is also a need to look at the factors influencing change at a corporate level 

and the practices that can be adopted to ensure that change is successful. It is these corporate 

change management issues that are considered in this portfolio. 

For the purposes of this portfolio, change management includes all activities associated with 

planning and implementing change as'well as those that ensure that the change is sustained in 

an organisation. It can be regarded as a process, like any other, i. e. it is ".. a group of related 

fasks that together create value for a customer". " Referring to change management as a 

process helps to focus attention on the objectives and the final outcomes, rather than the tasks 

and activities, " 

This portfolio looks broadly across the whole change management process, rather than at a 

specific area of change management, in order to identify gaps in the literature or areas in the 
literature where further development is required. 

Change is usually referred to in the literature as either incremental, such as continuous 
improvement or else it is large scale, radical step change, such as re-engineering or re-design. " 

Within the context of this portfolio, change management is used to describe the management 

of all activities relating to large scale radical change, although incremental change is also 

referred to, where relevant. 
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ChaDter 2: Portfolio Structure 

This chapter outlines how the Portfolio is structured. It provides details of the content and 
importance of each of the reports and papers contained within the Portfolio and also of how 

they relate to one another. 

In order to meet the objectives described in the previous chapter, a portfolio of documents, 

relating to aspects of this research into change management, has been collated. The documents 

in the Portfolio, fall into one of four groups: 

" Executive Summary and Personal Profile 

" Project Reports 

" Supporting Papers and Reports 

" Postmodule Assignments. 

Figure 2, a summary of the structure of the Portfolio, illustrates how they relate to one 

another. From an understanding of the current thinking and the need for change, two main 

themes emerge. These are concemed, %krith the development of a tool to help organisations to 

manage change more effectively and the role of corporate learning in helping achieve effective 

change management. 

2.1 Recommended Reading Order 
Following completion of this document, the Executive Summary, it is recommended that the 

remaining documents be read in the order described in Section 2.2 and described by the 

numbenng system shown in Figure 2. Where appropriate, supporting papers and reports 

should be read together with their associated project report. For example, Paper 3a should be 

read with Project Report 3. 

The relevance of each of the documents to the overall research is not the same in each case. 
Some (designated with *) are more important and, therefore, should be read In more detail. 
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2.2 Summary of the Reports 
1. Project Report: The Need for Change * (January 1996) 

This report introduces the concept of change management. It examines the need for 

organisations to be able to manage change effectively in order to copevNith increasing 

influences from the external environment. Based on a literature review of current thinking in 

change management and supported by 'real' examples from a case study company, the main 
issues facing organisations undergoing change are identified. This sets the scene for the 

remainder of the research that focuses on addressing these issues. 

2. Project Report: Development of a Best Practice Model for Change *(April 1996) 

This report is concerned with the development of a benchmarking tool, A Best Practice Model 

for Change. Developed from a combination of existing strategic business tools, it provides a 

quantitative method for comparues to measure and improve their performance in change 

management. 

This report, in conjunction vAth Report (no. 3) forms the most important part of the research. 

A paper (2a) bearing the same name and summarising the development and proposed use of 

the tool, has been published in the European Management Journal In October 1997. 

3. Project Report: Application of a Best Practice Model for Change *(August 1997) r: ) 
Having developed the Best Practice Modelfor Change, this report is concerned with its 

application in practice. The successful application of the tool at a number of levels and areas 

within a case study company is demonstrated. The implications of using the tool, on a regular 

basis, to help achieve effective change are discussed. 

A paper ()a) entitled, A Beizchniai-kitig Toolfioi- Chmige Alfai? ageniew, based on the potential 

application and benefits of using this tool, was published in the Business Process Management 

Journal in December 1997. 
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4. Project Report: Change Management - Lessons Learned from UK Best Practice 

BPR (January 1997) 

As part of a detailed DTI funded study into Business Process Re-engineering (BPR), this 

report validates the Best Practice Model for Change. It does this by demonstrating that many 

of the principles on which the model is based are equally applicable to generic change or a 
detailed change such as BPR. 

A report (4a) on UK Best Practice in BPR was produced for the Society of British Aerospace 

Companies (SBAC), who commissioned the survey in September 1995. The results were 

presented at a one day SBAC conference in October 1996. 

5. Project Report: The Identification and Application of Key Success Factors in the 

Project Management of Change (March 1997) 

This report further develops one of the key success factors in the Best Practice Model for 

Change - tools & methodology. Based on a survey of a number of companies involved in 

change projects, this report identifies the main factors influencing successful project 

management - one of the most commonly used tools for managing change. It then 

demonstrates how focusing on these key factors can help overcome typical problems to be 

overcome or minirr6sed. 

A paper (5a), entitled the Key Success Factors in Project Management, detailing the survey, 

was presented at a Teaching Company seminar in December 1995, A further paper (5b), 

entitled A Practical Use of Key Success Factors to Improve the Project Management of 
Change, was submitted to the International Journal of Project Management in March 1998. 

6. Project Report: Corporate Culture. What it is and how to change it (November 1997) 

This report is concemed with the expansion of another of the key success factors identified in 

the Best Practice model for Change, Social & Cultural Issues. Regarded by many as 

fundamental to acl-tieving successfiil change, this report examines the nature of "corporate 

culture". The factors important in corporate culture are addressed and guidelines for helping 

to achieve a successful corporate culture change are developed. 
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7. Project Report: Corporate Learning * (December 1997) 

As a means of sustaining long terTn success in change mana ement, the ý9 issue of corporate 
learning needs to be addressed. In the context of tlýs research, it is essentially the means by 

which knowledge is captured, shared and transferred within an organisation. Ms report 

explores the various practical mechanisms for corporate learning that are identified in the 

literature and have been successful in other organisations. A corporate learning ftamework 

that takes a holistic approach to corporate learning, rather than the more usual 'piecemeal' 

approach is offered. Mechanisms and an approach for ensuring effective corporate learning 

within an organisation are also suggested. 

A paper (7a) entitled the Business Benefits of Corporate Learning was published in the 
Manufacturing Engineer journal in June 1998. This paper focuses on the non-financial and 
financial benefits associated with a holistic approach to corporate learning as a first step to 
helping companies to recognise its importance to a business 

8. Postmodule assignments 

In addition to the reports described, a number of short post-module assignments have also 
been added to the Portfolio. These are listed below: 

" Management of Change 

" Collaboration & Contract Management 

Innovation Strategy 

Financial Decision Making 

Business Environment and Economics 

Improving Personal Performance, 

Although these post-module assignments generally stand alone, most have links or direct input 

to one or more of the other project areas investigated in this portfolio of work. 

9. Personal Prorile 

This report looks at how the sources of tearning in the Engineering Doctorate have helped the 

Research Engineer to develop. It demonstrates how a number of required competencies have 

been met throughout the research. 
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Chapter 3: Research Methodolo 
This chapter describes the main research methods used. It summarises the qualitative and 

quantitative methods used for each of the main projects. It elaborates further on the use of a 

case study company, the selection of companies for the best practice studies and the holistic 

approach taken in the research, 

3.1 General 
Change management issues have been addressed in a number of ways in this portfolio. A 

combination of research methods and techniques have been used to develop, investigate and to 

'test'the application of various elements of change management. These methods and 

techniques are summarised in Table 1. 

A combination of qualitative andquantitative methods is the most commonly used approach 

for studying a new or little investigated phenomenon concerning organisations, groups and 

individuals in a business environment. "" Often referred to as a triangulated approach, this 

type of analysis ensures that the issues are adequately explored when time and resources are 

limited. " It aims to provide breadth of coverage rather than depth. This approach has been 

used by a number of researchers for investigating change management phenonena although 

many different combinations of methods are used. "-" For example, Beer and Eisenstat used a 

combination of content analysis, interviews, questionnaires and participant observation in their 

change management research. " Buchanan, however, contends that a case study approach for 

studies concerning organizational change and project management issues is the most 

appropnate. " 

In this research, a multi-method approach has been taken. Although mostly qualitative 

methods (in the form of questionnaires and interviews) were employed, a number of more 

numerical methods such as content analysis and significance testing were also used, where 

appropriate. 

Page 10 



Report Report title Qualitative Quantitative 
no. 

I Ilie Need for Change Literature cast Discusson/ Observation 
review study Exploratory 

interview 

2 Development of a Best Literature Structured ExploratorT 
Practice Model for Change review questionnaire interview 

3 Application of the Best Cam Discussion Significance testing 
Practice Model for Change study 

4 Change Management - I. Aterature Structured Content analysis 
Lessons Learned from review questionnaire/ 
BPR Interview 

5 Identification & Uterature Case Structured pareto "VsLs 
Application of Key review study questionnalrel 
Success Factors in Project Interview 

Management 

6 Corporate Culture: What it Literature case Structured D6cussion/ 
is and how to change it review study questionnairel Exploratory 

interview interview 

7 Corporate Learning Literature Observation 
review 

Table I. - Summary of the Research Methods- Used117 the Porýfolio 

3.2 Use of a Case Study Company 
The case study company, referred to in this research, is a multi-national aerospace engineering 

manufacturer that has been undergoing large scale change for a number of'years. In 

recognising that it was no longer competitive in either domestic or overseas markets, the 

company introduced tile concept of step change to regain competitive advantage. However, in 

order to gain advantage in an increasingly competitive market, the company believes it needs 

to add more value to its change management process, iýe. concentrate on those parts of the 

process that will help it to gain the maximum benefit from change. 

Typical issues or problems in change management have been identified through exploratory 

research within the case study company and also as the result of a review of current thinking 

and practices in the change management literature. The research has ako drawn upon the 

experiences of the case study company or else it looked at the application of possible 

methodologies or tools for improving change management in the context of the company. The 

aim was to sliow that the theories or ideas developed in the literature, have a practical 

relevance to industry, This was based on the underlying belief that many of the issues 
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identified and conclusions made for the case study company are transferable, i. e. they can be 

read across to any business involved in change. " 

3.3 Selection of Companies for 'Best Practice' Studies 
There is a great deal of debate on which companies should be selected for a best practice 
investigation. One school of thought is that top performýing businesses, such as those in the 
FTSE 100 ought to be selected because they have demonstrated financial success. 

36 
A 

number of guides to top performing companies are available - usually based on consultant's 

opinions - with information on various aspects of their performance, including growth and 
37 

profit. 

Financial performance alone, however, is not necessarily an indication of a company's ability 

to manage change. Companies who operate in a non-competitive environment may thrive 

financially but may not undergo any significant change. The cost-plus environment of the 

defence industry in the 1970s and early 1990s demonstrated this. Other companies may thrive 

for reasons such as exchange rate fluctuations, the collapse of others in their industry or their 

ability to play the money markets rather than because they have become agile and competitive. 

Conversely, there may be a number of companies who have made sigruificant and successful 

change only to be acquired in a hostile take-over. If their success is then diluted by the 

performance of a potentially mediocre parent, their good practices in change management may 

go unnoticed. Visibility also plays an important part in being recognised as a best practice 

company. Many smaller or medium enterprises who have made significant progress in change 

may be ignored in the National Press because they are relatively insignificant, compared with 

the UK industry as a whole. 

The main conclusion is that there is unlikely to be one overall best practice company. Many 

researchers believe that finding a best practice company is not even necessary, " Similarly, 

Wiarda. and LLiria believe that " the cluest. for aii cill-rowid best practice parifief. is likely io he 

a misguided -waste qf time. " '9 They, like many others believe that the selection of companies 

for best practice investigations is likely to be based on a number of more practical factors. 
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This approach and philosophy was used in the best practice surveys carried out in this 

research. Companies regarded by others working in that field as 'successful), either through 

personal contacts or through the publication of these successes in the literature, were selected. 
However, involvement of the participants in the study, based upon availability and their 

willingness to participate in the study, also played an important part, 

3.4 A Holistic Approach 
The need to take a holistic approach to change management is becoming increasingly 

recognised, as the recent work of Coulson -Thomas 
40 

and Davenport " on organisational 

change indicates. The holistic or systems approach, provides a big picture view of a particular 
issue . 

41,4' As well as an understanding of the elements that make up the 'system", it also 

considers the way they affect one another and how they operate toward a common purpose. 
43 

A common consequence of making improvements to a complex system is that some parts may 

develop at the expense of others, resulting in an imbalance to the system. Consequently, the 

overall success of that system will be limited. Taking a holistic approach, however, means 

being aware of where the strengths and weaknesses in the system are and taking action to 

specifically address these poorer areas so that it remains balanced. It was this balanced and 

holistic approach that was achieved in this research. 
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ChaDter 4: The Research 

This chapter looks in detail at the research contained within the portfolio. Once the scope of 
the research was established and a clearer understanding made of the term 'change 

management process', a number of areas were identified as critical for achieving successful 
change. Each of these areas was explored further. A description of each of these areas of 
research, together with the main conclusions and innovations that arose ftom the work, is 
detailed in this chapter. 

4.1 Review of Current Thinking in Change Management 
From a literature review of current thinking in change management, a number of inter-related 

topics were found to be critical to achieving successful change - best practice benchmarking, - 
focus on critical factors; culture change; learning organisations and sustainability. These topics 

were either identified as 'gaps' in the knowledge that needed to be bridged or else they were 
identified as topics that should be addressed and developed further in order to acl-ýeve 

successful change. 

4.1.1 Best Practice Benchmarldng 
Best practice benchmarking is an approach used for evaluating and improving an 

organisation's performance, by comparing its performance with that of other organisations. " 

Benchmarking gives an insight into new improvement opporturuties and can be used by any 

organisation. Benchmarking involves studying the processes and practices of other 

organisations and then trying to modify one's own process accordingly. It requires an adaption 

rather than adoption of the processes and methods of these best performing companies. ' 

Furthermore, it was established that any organisation could be used in a benchmarking 

exercise. Benchmarking was not confined just to companies believed to be best practice. ' 

4.1.2 Focus on Critical Factors 
Whilst there is no one right way of bringing about change, it is possible to establish a number 

of critical success factors that drive the change. This is based on the principle that for any 
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change management prograrnme to succeed, the focus must be on a number of critical success 
factors. The issue of identifying and focusing on the critical or core issues or success factors in 
business is well known and has been given considerable attention in the literature, "-" 

4.1.3 Corporate Culture 
In order to achieve a significant and lasting transformation, everything about the organisation 

. 
49 It 

es to organisational must change, including the culture is Aridely believed that when it com 

change, people are the key to success, yet they are also the greatest stumbling block "A 

survey in 1996 revealed that the majority of organisations so far have not been successful in 

generating a culture that supports change although they recognise that the generation of such 

as culture is of crucial importance. " In fact, research consistently indicates that the corporate 

culture is one of the biggest factors influencing the ease with which change can be introduced 

in an organisation. "" 

4.1.4 Learning Organisations 
The importance of leariýng as a means of improving the capabilities of individuals in an 

organýisation and the ability of an organisation collectively to adapt and become more 

competitive is well documented in the literature. The success of learning organisations in 

managing change effectively has also been widely published. 
15.16.52 

4.1.5 Sustainability 
The importance of sustainability to institutionali sing any new way of working has been 

addressed in the literature. No matter how much time and effort is spent on implementing 

change, maximum effectiveness will not be achieved if actions are not taken to institutionalise 

or sustain tile change. In order for change management to work effectively in any organisation, 

mechanisms to ensure that it is sustained need to be addressed. Dove identified the importance 

of this when he described the need to ensure that a 'misicunable proficiencj)' was taken into 

account in making any change. 5' 
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4.1.6 Development of Key Issues Within This Research 
Section 3 described the need and the benefits of taking a holistic and practical approach to 

change management. None of the topics described above can be viewed in isolation from the 

others. There is a need to ensure that, as well as addressing each of these issues when 
developing practical methods for improving the management of change in organisations, their 

interactions are also considered. 

Some of the key issues are developed explicitly in the two main areas of innovation in tl-ds 

research, a Best Practice Model for Change and a Framework for Corporate Learning. Others 

were developed more implicitly throughout the research. Figure 3 illustrates how they fit 

together and contribute to the main areas of innovation. 

L 
Learning 

orL lsaýlo s qanisations 

The Portfolio 

Figure 3: Inter-Relationship of the Main Issues Withit7 the Poqfolio 
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4.2 Innovation in the Research (1): A Benchniarking Tool 
for Change Management 

A number of tools and methods have been used to make significant business improvement in 
industry. For example, TQM tools such as problem analysis and process mapping, ' McKinsey 
& Co. proposed the use of tools for business improvement in 1980. " Nevertheless, tools need 
to be appropfiate for the application. They must be able to provide reliable and consistent 
information that can be used directly or indirectly to make improvements. For example, 

employee surveys, focus groups and interviews are regarded as suitable tools for measuring 

the adoption of quality values " 

It is commonly believed that ".. what you measure is what you get". '"' This view is supported 
by the work of Struebing who proved that companies who did not effectively measure 

themselves, showed little improvement. " However, it is not enough just to measure and 

monitor performance. As well as knowing that things are on track, companies also need to 

know what can be achieved. They need to have clear targets to aim for. 

4.2.1 Limitations of Existing Tools 
A vanety of tools and methodologies for measunng and improving business performance have 

been developed over the last decade. One that has been accredited with much success is best 

practice benchmarking. Best practice benchmarking has radically improved processes with 

astounding results in a number of companies. '9-" Rover, for example, has halved its test time 

as a result of benchmarking with Honda. " Xerox rcduced machining defects by 90% and 
labour costs by 30%. " 

Nevertheless, benchmarking has not been used specifically to compare performance in change 

management. There is also an absence of other quantitative methods or techniqucs that will 

help organisations evaluate how well they are planning, implementing and sustaining chan(Ile, 

despite the fact that most organisations today are undergoing significant change, by a process I? 
of re-engineering or restructuring of the business. 

Although benclimarking, as a practice, is well established for many business processes, nothing 

exists to spccifically support the process of managing change. A number of strategic business 
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development tools exist, for example SWOT analysis, PEST, and 5 forces analysis and these 
have shown success in vario us applications. Many operational tools are also available to help 

with specific aspects of change management, for example, process mapping, attitude surveys 

and project management methods. " However, no tool exists that allows organisations to 

measure their performance in change management. 

Since the development of the research in this portfolio, a number of change management tools 
have become available to help companies to manage change more effectively. For example, the 
BTR Interchange system provides guidance, best practice information and case studies that 

help other parts of the organisation to manage the overall change process. " Despite its 
benefits, though, this system does not provide a quantifiable means for a company nor any part 

of an organisation to benchmark and evaluate its performance in change management. 

Another tool that has recently been developed is the 'Change Wheel'. ' This tool provides an 

integrated and holistic approach to change management. Furthermore, it contains practical 

guidelines for implementing change. ' Its weakness, however, is that it too does not provide a 

mechanism for assessing current and future performance in change management. 

Clearly, there is a need to provide a way for organisations not just to have access to previous 

history on change management but to be able also to measure their performance in change 

management, so that they can deternune the success of changes being introduced. 

4.2.2 Evaluating the Success of a Tool 
One of the main airns of a benchmarking tool is to help organisations undergoing change to 

monitor how well they are plannýing, implementing and sustaining change. It follows, therefore, 

that its success will be demonstrated through visible and measurable improvements in the 

change process. Furthermore, its success should be capable of being evaluated at the level at 

which the tool is being used. For example, a tool used at a detailed operational level such as 

re-organisation of a department should not only be measurable at a strategic business level 

but also at a department level. 
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4.2.3 Development of the Tool 
In order to fulfill these identified needs, a tool -A Best Practice Alfodelfor Change - has been 

developed. Formed from the actual practices, methods and actions of organisations who have 

successfully managed change, it allows organisations to measure their'matufity' in change 

management and to benchmark themselves against previous performance, against other parts 

of the organisation or against other companies, The tool itself was formed from a number of 
business development tools, including a process / key success factor matrix used for directing 

quality improvements in IBM. 48 

The matrix, developed in this research, is based on the prerrUse that the success of any change 

is influenced by a number of critical or key success factors, By concentrating on these key 

factors, successful change is more likely. " Juran stated it as "separatilig out tile importallifew 
ftom the triWal many". " The Best Practice Model for Change links five key success factors 

with the change process, as illustrated in Figure 4. Details of how these five factors were 

chosen is outlined in Project Report no. 2. 

KEY SUCCESS 
FACTORS 
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FiKurc 4. - Key Success Factors in 117c Bcsf Practice Alfodel. for Changc 
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From a comprehensive literature review of the important factors influencing change 

management, II clear 'categories' became evident. These were. commitment, leadership, 

involvement, continuous improvement, communication, culture, behaviour and attitudes, 

project management, education and awareness, teamwork and interactions with other 

activities. Further analysis of these II categories concluded that a number of the factors cited 

in the literature as critical for successful change, could be regarded as sub-sets of one or more 

of a smaller number of categofies. For example, leadership was cited by a number of people as 

critical for the success of change. 67.6' However, it can be regarded as a sub-set of 

commitment,, communication. 6.7.69 With the aid of a small focus group of change managers 

within the case study company, a consensus on 5 critical or key success factors was agreed, 

These factors are: 

'D commitment - includes recognising change as an integral part of the business strategy, 

strength of ownership throughout the organisation but, in particular, senior management 

level. This ranges fTom providing adequate resources to allow the project to run effectively 

through to ensuring that there is adequate involvement of people at all levels in the 

orgarýsation at all stages throughout the project's lifetime. 

41 social & cultural factors - mainly concerned with the 'people' element of change, i. e. 

issues involving behaviour, perceptions and attitudes towards all aspects of change. 

0 communication - covers all the issues associated with internal and external 

commun-Ication. This includes timing, methods for communication and the content of the 

message. 

* tools & methodology - concemed with the use of project management methodology 

(including project teams and project managers), benchmarking, pcrformance and process 

measurement. It also covers the underlying knowledge requirements that ensure changes 

take place effectively and the use of external input and training to facilitate this. 

interactions - looking at the methods in place for dealing with interactions within the 

organisation such as managing the balance between normal operations and other changes 

that may be happening in the organisation. 
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4.2.3.1 How the Best Practice Model for Change is Used 

A method for using the model is shown in Figure 5. Firstly, a business cames out an audit, 

using the maturity matnx in Table 2, to obtain a score or rating. Maturity matrices have been 

used previously in a number of business improvement applications simEar to this, where 

quantitative information is limited. " It provides a valuable first step to understanding and 

measuring performance in change management, without the need for a detailed questionnaire. 
It also offers a means for organisations to understand the levels of maturity in change 

management that can be achieved and to assess where they are on the scale. 

Maturity Matrix 
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In step 2, the results from the audit are plotted on a5 axis radar chart. Previous performance 

or the performance of other businesses may also be plotted on the chart at this stage. A target 

score is then plotted on the same chart. Thýis target should stretch the organisation but be 

achievable. VvNist ultimately, a score of 5 across all categories is ideal, it would not be 

realistic for a relatively inunature organisation, i. e. low scoring on the maturity matfix, to aim 
for this in the first instance. 

There is also a need to take a holistic approach to ensure that one of these key success factors 

does not develop at the expense of the others. A balance must be acWeved across all 

categories. For example, a company may become proficient in tools & methodologies at the 

expense of the social and cultural issues, resulting in an imbalance. Consequently, any effort to 

improve the tools & methodologies will provide only marginal benefits if the other four 

categories do not mature to the same level. Hence, the overall aim is to become more mature 

in change management, through maintaining a balance across all five key success factors. 

Step 3 is to identify areas where improvements are most needed, based on the radar plot. A 

checklist of the practices, methods and actions known to achieve successful change in other 

organisations is available for each of the key categories in the model. These checklists are 
detailed in Appendix 1. Step 4 involves drawing up a priority action plan, based on these 

practices or more likely on the company's own recognised best practices. 

Each company will have a different starting position, a different target in terms of where it 

wants to get to and also in how it intends to go about achieving its objectives. What works 
for sorne orgarusations may not actually work for others because of the differences in the 

nature of the companies, the industries, their environment, cultures and 1-iistories. " In order to 

use the model most effectively, a company may have to select 'best' practices from the 

detailed checklists given in Appendix 1. It should also be prepared to modify the practices in 

some way - adapt them rather than adopt them. 
65.72 

The model can be applied at several levels within an organisation: Firstly, It can be used 

corporately to help identify, plan and monitor longer term strategic actions. It can also be used 

to lielp tile business analyse strengths and weaknesses in change management and focus on 
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pnofity areas. Ongoing change projects can be audited using the tool to and help 

improve areas of weakness. Finally, it can be used to facilitate the exchange and sharing of 

information in change management across the organisatIon, i. e. a corporate learning role. 

4.2.4 Validation of the Tool 
Following on from the development and method of application of the tool, a number of 

unanswered questions on the validity of the model remain. For example, can the tool be used 

when considering detailed change or is it only applicable to generic change? Is there evidence 

of an overall best practice company when the change is specific or do 'pockets' of best practice 

still exist? Are the key success factors identified for change management also important at a 
detailed level? Are practices still transferable across different industrial and non-industrial 

sectors? 

In order to determine what parallels could be learned, and hence validate the model, a specific 

type of change was examined - Business Process Re-engineering, (BPR). BPR is regarded as 

one of the main methodologies for achieving a step change in performance. It is being 

undertaken by a lUgh percentage of organisations. Its use does not appear to be confined to a 

particular industrial sector or size of company, making it ideal for examining the issue of 

transferability. '0 

The investigation was camed out as part of a DTI initiative into the practices and activiti II les 

associated with BPR in the Aerospace Industry. " The author's contribution to the study was 

to look in detail at 'Best Practice' companies in non-Aerospace sectors around the UK and 

compare their performance with the Aerospace industry. 

The main conclusions from the study were that the principles established for generic change 

are equally applicable to change at a more detailed level. There appeared to be no one overall 

'best practice company' - only elements of good practice. Many of the same practices are used 

by a number of different companies in different industrial sectors with a comparable level of 

success. Good practices appear to be transferable across different industries, i. e. they can be 

regarded as generic. Fur-thermore, the five key success factors underpinning the model also 

appear to be relevant to change at a more detailed level (see Report no. 4 for further details). 
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4.2.5 Implementation of the Tool 
The next stage, having established the model's validity was to test the model in an industrial 

situation in order to establish whether or not it had a real and practical use. In order to do this, 
the model was applied to four different areas within the case study company: 

* to the overall change management process in one of the sites 

0 to a large re-engineering project underway in one of the businesses 

,D as a corporate leaming tool across the whole company 

9 as an education and training aid for change management at one of the sites. 

In the first two applications listed above, the model was used as shown in Figure 5. 

Initial audits, using the Maturity Matrix shown in Table 2, were made by the people'owning' 

the change. For the change process, these were the change managers responsible for ensuring 

that change was managed in the orgarusation. In the case of the Re-engineering project, the 

core Aftermarket Project Team carried out the audits. In each case, the people doing the audit 
identified target actions for improvement as a result of the initial audit, then developed and 

implemented action plans for improvement. Re-audits were carried out after an 8 month 

period for the Change process application and after a9 month interval for the Re-engineering 

project. The results are shown in Sections 4.2.6.1 and 4.2.6.2. 

In the third and fourth applications, the tool was used in a slightly different way. It was used 

to help the sites to share knowledge and experiences in change management and also as an 

awareness tool, In the third application - as a corporate leaming tool - initial audits were 

carried out by the change managers for each of the businesses. However, following a major 

re-organisation of the company, subsequent actions and re-audits could not be made. 

Consequently, no quantitative results were obtained for this application. However, qualitative 

results were obtained for these applications. This is descnbed in Section 4.2.6.3. In the fourth 

application, the tool was used as an education aid. However, for political reasons, no re-udits 

were made. Hence ihe results for this application are more of a qualitative nature (see Section 

4.2.6.3). 
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Figure 7: Res-ultsftom the Application of the Model to a Re-engineering Change Proj*ect 

In addition to this inyestigation, an independent evaluation of the tool's effectiveness in 

improving the Afteri-narket Re-engineering project was carried out. (Report no. 3 details this). 

The two main business measures for the project - spares schedule adherance and repair 

turnaround time - improved significantly over the same time period in wl&h the tool was 

introduced. Spares schedule adherance improved fTom 40% of orders delivered on tirne to 

almost 80% and repair turnround time was reduced from a 13 week average to 4 weeks. " The 

study concluded that these improvements were largely due to guidance given in the Best 

Practice Model for Change for improving the change process. 

4.2.6.3 Other Applications Within the Case Study Company 

Mthough no quantitative results were available for the other applications, qualitative results 

indicated that it was useful as a corporate learning tool. Full details of these results are given 

in Project Report no-5. 

The tool cticouraged parts of thc business to sharc and learn from each other's identificd 

strengths and weaknesses, following self-audItS Using the tool. Furtliermore, the Best Practice 

Model for Change was believed to provide valuable input in educating people in the 
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organisation about the important elements of change management and how they could identify 
and monitor their performance in this area. 

This investigation also supported the view that there is no one overall 'best practice, company, 

although there are many good practices within each organisation. " Benefits can be gained by 

understanding another organisation's processes, practices and behaviours " and adapting them 
to suit the needs and ways of your own organisation. The approach is to take the best from 

each of these companies or across a company, as required, and adapt it to suit your own 
business. 

The benefits of focusing on the 'important few' was also demonstrated in this application. By 

concentrating primarily on areas of weakness, identified in an inýitial audit, using the tool, the 

company achieved substantial improvements to its change management process. Conversely, 

where a lack of focus existed, the number or extent of the improvements were fewer. 

4.2.6.4 Application Beyond the Case Study Company 

In order to enhance the body of proof that this tool is useful for helping organ'sations to 

manage change more effectively, there is a need to look beyond the application within t1le case 

study company. Two areas can be consider further to support the results from application 

within the case study company, described in this section. The first is concerned with interest 
from organisations in other industries and organisations, globally, for a variety of different 

applications relating to change management. The second 'evidence' comes from a review of 

case studies, reported in the literature, where tools, approaches or methodologies similar to 

the Best Practice Model for Change have successful]), been used. 

Interest in the Best Practice Model for ChanQe is P-athering, worldwide, largely as a result of 

the published papers. A number of organisations have asked for permission to use or adapt Ole 

tool to help them manage change more effectively. For example, the tool is currently being 
11. ) C') 

considered to aid the integration of two large IT companies in the USA . 
7' Also, one of the 

health services is adapting it for use as a tool to help nurses and other groups to understand I'), 
and contribute to the management of change within the health service. 

77 
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There are several cases cited in the business management literature where tools using similar 

methodologies to the Best Practice Model for Change have been used to help make 

corporate-wide improvements. This ranges from case studies showing the beneficial effects of 
adopting a holistic approach in change management through to the use of use of matrix type 

tools for hproving vanous aspects of business perfon-nance. 

For example, a two-dimensional process/ key success factor model has been used within IBM 

to focus on key areas for improvement relating to quality and has provided significant financial 

and other benefits to EBM, " In addition, South West Airlines have achieved considerable cost 

and quality benefits as a result of using a systematic benchmarking methodology for process 

improvement. 78 

Maturity matrices have been used in a number of applications in industry for allowing 

businesses to assess their performance in a particular field. For example, Simcox reports on 

the use of maturity matrices in TQM to help to focus on the'real critical issues. " 

Furthermore, Brynjolfsson et al have published details of a matrix tool that was successful in 

helping to identify key success factors in a US adhesives manufacturer. The tool, they 

concluded, allowed the company to focus on those activities that added most value, providing 

a number of in-unediate and longer term benefits to the company. 

Work carried out at an electricity utilities orgarusation in Northern Ireland concluded that 

business benefits were greater when a 'holistic' approach was taken to evaluating business 

performance- " 

So, taking into account the developing interest beyond the case study company and the 

business benefits seen fi-om the use of similar tools in industry, the conclusion may be made 

that the Best Practice Model for Change, clearly, has application beyond the case study 

company. 
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4.2.7 Additional Development of the Tool 
The practices, offered in Appendix 1, are based on only a very limited number of companies 

who participated in the study. They form only a part of the information available to help 

companies to manage change effectively. The need for companies to develop their own 

methods and practices is well established although they may initially start out being based on 
the best practices from other organisations. The aim is to adapt rather than adopt practices. " 

Consequently, the next stage in the development of the model is to expand and develop each 

of the key success factors to offer more guidance to support the model. 

AJI five key success factors identified in the Best Practice Model for Change need to be 

developed further. However, due to time and resource constraints, it was not possible to do 

this. Using the case study company as a typical example of where to focus the limited available 

effort, two of the five key success factors were selected for further development. The first key 

success factor, Social & Cultural Issues, was selected because it was identified dunng the 

implementation as one of the less mature factors in the case study company. Making 

improvements to this key success factor would help ensure a balance in matunty would be 

obtained. 

The second selected key success factor, Tools & Methodology, conversely, is one of the more 
developed in the case study company. This factor was investigated further because the case 

study company had a strong desire to obtain a better return from their investment in project 

management and specifically requested that this area be addressed within the scope of tills 

research. 

4.2.7.1 Corporate Culture 

There is considerable literature evidence to support the need to take into account the softer 

issues in change management. The culture of an organisation, i. e. "the set Qf atirlhules, i)uhies D 

atid beliefs held iii coniinO17 h)) Metlibei-s of ti gi-oup, (is iiiel/ as the behailiow-s that 1hese 

values w7d bellý/s eiigeiidei-". ` is widely regarded as the most important and also the most 

challenging part of change management. '14 Nevertheless, there is little evidence to show that 

these issues are being handled in practice A number of reasons are put forward as to why this 

may be so. 
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Until recently, research on cultural issues focused on explaining phenomena rather than 

practical application, using language and terminology unfamiliar to the business or industrial 

community to descnbe these cultural concepts. As a result, it was largely ignored by industry 

at the expense of other areas of research that favoured a practical and less theoretical 

approach. In business terms, culture is now recognised as a measure of the company's intemal 

capability to meet the competitive opportunity in the marketplace and as the biggest influence 

on sustaining change. "' 

Corporate culture is a key part of the 'Social & Cultural Issues' key success factors, i. e. issues 

involving people's behaviour, perceptions and attitudes towards all aspects of the change and 
how they could influence the organisation as a whole. For this reason, an investigation was 

made, providing an insight into the concept of corporate culture, an understanding of what 
issues are most important to ensuring the right culture is in place and, finally, how a culture 

change can practically be achýieved. 

The main conclusions from the study, detailed in Project Report no. 6, were that a corporate 

culture is unique to an organisation, but has a number of common or generic characteristics. 

A successful business is achieved by focusing on providing a strong, adaptive culture that is 

aligned to its strategic needs. 86 Sub-cultures and their interactions are also an important part 

of an organisation's culture. " They need to be taken into account when making a culture 

change. Based on the belief that a corporate culture can be changed thi-ough appropniate 

management and leadership action, 88 a recommended approach to making a culture change is 

suggested. This approach is illustrated in Figure 8. 

AnalYse the existing cullure Bridge the Gap 
Strengthen corporate culture 
Reduce impact of site culture 

Build on Existing Straigths 

Identify [lie desired culture 
Learn from the Lxpericnccs of Other% 

Recognise sub-culturcs 

Scicct Rolc Modcls 

Promotc and Strenglhcn the 1, )c.,; trcd Culturu 

Take a HobsUc Approach 

Become more adaptive and 

readily accepting of change 

Good alipiment Of culture to 

strategi .c obj*ectives 

Figure 8: Making a Corporate Culture Change 
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This involves firstly assessing the existing culture, identifYing the culture they are airning for 

and then taking the necessary steps to bridge the gap between the two, whilst taking action to 
sustain the changes. This is to ensure that the organisation does not revert back to a culture 
that is mis-aligned to the company's objectives. " 

Having identified the desired culture, a number of key actions for making the change are 

proposed, such as building on the existing culture and selecting role models. These are 

practices that have been identified in the literature as drivers for achýieving a successful culture 

change. " Finally, the objectives of a culture change, identified in the framework, are to end 

up with a culture that is strong, adaptive and is aligned to the company's strategic objectives. 

Ain exploratory survey of the corporate culturewithin the case study was made. TI-iis is 

detailed in Report no. 6. As a result of the survey, some guidelines were produced in order to 

help the case study company to make a corporate culture change. These guidelines are 

described in detail in Report no. 6 and are summarised in Table 3. WI-fflst the guidelines are 

specific to the needs of the case study company, they form a useful basis for examining the 

corporate culture of any organisation. 

4 
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-------------- ........ ... I ......... ...... 
wo ....... . ..... .... 

Share the same philosophy Achieved through better commurucation of the company's objectives , leading to a better understanding of the company's philosophy. 

Promote a consistent message across the organisation - continuously. 
Improve communication Improve vertical and lateral communication e. g. "carry out a cross 

company communications audit - find out what works and what 
doesn't and put it fight. " 92 

Consider soft technologies as well as hard technologies. Managerial 
behaviours for example are of greater importance in promoting cross 
site communication. 9' 

Lead by example" (role models) 

Reward good performance Agree and communicate across the company of what constitutes 
good work and reward accordingly" 

Consider non-financial rewards e. g. employee recognition systems 
are increasingly being used to successfully change the culture of 
companies. '"' Soliciting and implementing peoples ideas surpasses 
money in building the right culture. " 

Create a team focus Consider the degree to which people are encouraged, empowered, 
motivated and equipped to paTficipate in teams and groups and to 
contribute. " 

Invest in teambuilding and nuriuring a team spirit, improved team 
communication, entrusting tearns with key tasks and endowing 
employees With a feeling of ownership 

Consider the team environment also, e. g. co-location, meeting, 
briefing and project rooms, good inter-site communication hardware. 
Education and training caii play an imporlant part in fostering teams 
e. g. cross-cultural education and training, - including foreign 
language training, general information about the culture diffcrcnces 

in the various sites, to enable them to work together. 101 

Incrcasc trust As the bureaucracy in an organisation decreases, the tnist 
increases. 102 Take specific action aimed at removing the 
bureaucracy e. g. giving teams inore authority and encouraging them 
to take more responsibility, will result in an increase in trust. 

Leading by example is recogmised as one the most effective ways to 

improve trust within an organisation. "" 

Table 3: (-. Y'uI'dclI17CS. fof-rSffect a Corporatc Culture Chal7ge 
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4.2.7.2 Project Management 

An increasing number of companies are beginning to understand the benefits that can be 

derived from using project management tools and methodologies to help drive large scale 

planned change. " However, many are not achieving the full benefits from project 

management. The reasons given for this vary from company to company but, typ I ically, inc ude 
lack of knowledge and experience in project management and poorly communicated project 

plans. 105 

Like any task, the management of a large project involves the planning, organisation and 

control " of a large number of complex factors, activities and their interrelations. Managing 

them simultaneously and giving them all equal attention is virtually impossible. However, by 

adopting the rule of finding the important few in order to focus attention on the key factors, 

success is more likely. 107.108 

In order to establish how more effective project management could be achieved, a two-fold 

investigation was carried out firstly to determine which are the important elements in project 

management. Tl-ýs was achieved by surveying a number of companies involved in change. 

Secondly, it was to examine how organisations could gain more benefit in the use of project 

management by focusing on these factors. Full details are given in Project Report no. 5. 

The main conclusion from the survey was that four factors are regarded as critical to the 

success of change projects: - commurucation, clear objectives & scope, breaking the project 

into 'bite sized chunks' and using the plans as dynamic documents. An evaluation of how these 

factors might be applied, in practice, showed that communication is the foundation of 

successful projects, but that all four factors need to be considered simultaneously in order to 

achieve significant improvements. By focusing on these key success factors, in addressing 

problems, it is believed that more benefit from project management will be gained. Table 4 

illustrates how the key success factors could be applied to typical project management 

N problems and proposed solutions. 

Page 34 



sweý.. 
---- 

............. 
------------------ 

Striving for Get all parts of the business Focus on key success factors as a first stage to 
'standardisation' to an 80% working level standardisation 

with project management 
Develop an auditing tool for project management 

Perceived return Increase awareness of both Communicate the potential benefits of project 
from project perceived and actual management 
management is benefits 
poor Improve visibility of the actual benefits showing 

results quickly from the projects 

Focus on the important issues in project management 
so that the biggest benefits are seen first 

Project Gain acceptance of project Improve two-way information flows through a better 
management is management as a tool at a sharing of information between the sites and from 
regarded as a site and project level as headquarters to site 
'corporate well as at a corporate level 
reporting' tool 

Inadequate formal Communicate the Leun from parts of the organisation or other 
completion of importance of the final businesses who have a reputation for completing 
change projects stages in a project across projects successfully, and where the changes have 

the company become institutional ised 
Project Overload Define the "Bite sized Limit the number of prq)ects 
Syndrome chunks" at the outset of the 

project Increase the resource pool, so that the project tasks 
can be carried out properly. 

Develop a greater awaTeness of the true resource 
requirements for each project 

Break the large projects down into 'bite sized chunks' 
at the outset to allow a better estimate to be made of 
the time and the resource requirement and help 
identify in advance an), potential resource con-flicts 

Cultural and Build on Individualism Encourage employee participation 
Individual Issues through Effective 

Communication Redefine group boundaries 

Leverage the strengths of the national and corporate 
culture 

Motivation Build confidence through Adopt a focused conununication strategy and using a 
better communication variety of methods to communicate 

Table 4: Using KeySuccess Factors to Jn7provc Project Management 
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4.3 Innovation in the Research (2): A Framework for 
Corporate Learning 

As competition becomes increasingly based on knowledge and skills rather than product, 109 a 

growing number of companies are beginning to understand the benefits to be gained from 

effectively managing that knowledge. However, for many companies, acquired knowledge and 

expertise are formed in pockets rather than being disseminated throughout the company. 110 

This performance gap can amount to millions of pounds of lost revenue because best practices 

and knowledge are not being effectively shared. "' If a company is able to put into place 

mechanisms that capture and effectively use their knowledge for the collective good of the 

company, then it can be regarded as being engaged in corporate learning. - 

Organisations that focus on learning and change, often referred to as leaming organisations, 

are thought to be more competitive, They are better able to produce sustained profit and 

wealth, not simply to further the development of the organisation, but also to benefit its 

members and the wider community. "' Where an orgarnsation places emphasis on the 
intangible benefits and has a strategy of developing them over time, there is evidence to show 

that it becomes more agile and more readily able to cope with change. "' 

Through the effective capture, sharing and transfer of relevant knowledge, a company can gain 

sustainable competitive advantage. It can bring significant financial and non-financial benefits 

to an organisation. These include improvements in an organisation's knowledge 'asset ratio, "' 

defence of its core competencies, ' 15 the development of new opportunities througli 

innovation, "' the influence it can have on lead times "' and improvements in consistency and 

reliability in application of that knowledge. "' 

The existence of better practice change management in ýome parts of the same organisation, 

I. e. the existence of islands of excellence has been demonstrated. Clearly, the inability of the 

organisation to share and transfer its best practices and knowledge in change management 

across the whole organisation can have devastating consequences e. g. lost business 

opportunities, excessive cost through duplication and reinventing the wheel. 
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The effectiveness of the tool described in Section 4.2 wi e '11 be limited parts of th organisation 
do not share and learn from one another. Long term effectiveness in change management will, 
therefore, only be achieved if knowledge is shared across the organisation. In order to 

ascertain how organisations can maximise the benefits from using a tool such as the Best 

Practice Model for Change, mechanisms for capturing, transferring and shafing knowledge in 

change management need to be identified and understood, This issue is explored further in the 

second 'theme' developed within this research. 

4.3.1 The Required Approach to Corporate Learning 
Many of the problems, historically, with corporate learning are that it has been implemented in 

a piecemeal fashion, rather than strategically or holistically. The focus has tended to be 

towards one of a range of perspectives. For example, considerable attention has been given to 

IT tools such as Intranets and Groupware for improving corporate learning within 

organisation. 

However, there is evidence to suggest that effective corporate learning requires a 

consideration of the wider issues and their interactions. 40 As well as information capture and 

transfer by digital means there needs to be a consideration of the issues associated with 

corporate learning. A growing number of companies are starting to appreciate the benefits of 

taking a more holistic approach to processes. "' 

The need to take an integrated and strategic approach to learning is becoming increasingly 

recognised in the literature. 120.1 "A number of models and frameworks for organisational 
122,12 , learning have been published over the last fifteen years. ' However, these are not aimed 

specifically at the implementation of corporate learning. They provide an understandim) of the 

key concepts in corporate learning, rather than focusing on how corporate learning can be 

implemented. Little is available in the literature to help with the practical implementation of' 

corporate learning, 

orm, is supported the literature. For Both the absence and need for such guidelines in any fI 

example, Davenport et al believe that conceptual analysis is of little use to practitioners. 124 

Companies, in their view, need to examine existing practices and learn from them, adapting 

Page 37 



them to suit their own needs. A model or guidelines for corporate leaming, therefore, should 

be built around this need. 

4.3.2 Development of a Framework for Corporate Learning 
In order to meet this need, a framework has been developed from the actual practices of 

organisations who have been involved in implementing corporate learning. It takes takes a 
holistic view of corporate leaming. In addition, guidelines and 'best' practice information to 

support the framework are available, Described in detail in Project Report no. 7, the 

framework provides'a holistic approach to the capture, sharing and transfer of knowledge in 

an organisation. It provides an overall understanding of the strategic and behavioural 

mechanisms and processes that can help a company to use its existing and future acquired 

knowledge to maximum advantage as well as the tools to fiacilitate this. The framework is 

shown in Figure 9. 

Strategy 

Behaviour Tools 

h7igurc 9. - F, -al7lcvi, o, -k. foi- Implemcnang Corporate Learning 

The framework helps to erISLIre that all aspect ofcorporate learning are considered rather than 
In 

focusing on a smaller number of specific practices that may be known to tile organisation 
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The three parts to the framework are strategy, behaviour and tools. Strateglic actions are those 

that must be taken at a corporate or strategic level to ensure the organisation is focused on 

corporate learrung. For example, making corporate learrung a corporate objective or having 

corporate learning as a key process in the company. "'Mechanisms or actions that influence 

behaviour can range from the appointment of individuals or teams with a specific corporate 

learning role through to education and learning programmes dedicated to enhancing the 

transfer or sharing of knowledge. Appropriate corporate learning tools are far wider ranging 

than IT databases. For example, having in place measures of performance that encourage 

corporate learning, the implementation of systems, procedures and documentation that aid in 

the corporate learning process. 

4.3.2.1 Other Models for Corporate Learning 

At the time of developing the Corporate Learning Framework, a similar model was published, 
independently, in the literature. This model, referred to as the 'Magic Square' was developed 

by Probst and Buchel in 1997. "' It provides a holistic view of important elements for the 

facifitation of corporate learning and, although the model is more conceptual than practical, 

the groupings are very similar to those in the Corporate Learning Framework. The four 

'corners' of the Magic Square - strategy, structure, culture and personnel - relate closely to 

the three parts of the corporate learning framework - strategy, behaviour and tools. 

The Corporate Learning Framework differs ftom the Probst and Buchel model, however, in 

that the corporate learning framework focuses on the practical implementation of corporate 
learning. It was developed and is supported by a number of actual practices that companies 

have found to be successfbi in implementing corporate learning. These practices arc 

sunimarised in Table 4. 

N 
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Fund a mumber of corporate 
initiatives 

t the existing corporate 
leaming process 

the generation and 
'unation of relevant 
edge a key objective 

Establish corporate-Wide 
Icaming, councils as a 
means of ensuring joint 
ownershit) across the 

with ex-temal 
orga-rusatiows. 

Hold intemal conferences, 
focus groups, workshops, 
inectinp-s and sen-unars 

und ffoup activities, such 
s scnding. small groups on 
enclu-narking excursions 
otli within and outside the 

orgaiusation 
Encourage job rotation and 
cross site and cross 
finictional secondnients 
across the companN 

Make use of leaders, mentors, 
champions and change agents 
vAthin the orgarusation, as role 
models 
Appoint knowledge managers, 
knowledge officers or 
knowledge acLivisLs to 
disseminate knowledge 

Appoint gatekeepers who keep 
others in the organisation up to 
date with what is going on in 
Industry 

Appoint boundary workers to 
scan more than one skill area 
to look at shanng and 
disserrUnating knowledge 
between skill areas 

Set up a Collaboration 
Engineering department to 
improve cross- dcpartiiient 
conimurticationsand to help 
adopt a standard method of 
sharing information and a 
standard set of intcrfaces, 

Organise into Icanis 

Educate to ensure alignment 
on meanings across the 
compwly 

Recognising and Nvork to 
remove the barriers to 
corporatc learning 

Promote and accept cultural 
diversity within the company 

Recognise and proniotc 
informal corporate learning - 
encouraging personal 
networking, set tip Skunk 
11"ot-ks, and Boolleg Resem-ch 

and encow-age people to attend 
in industry niectings, 
confuences ot courses, 

Measures the outputs of corporate 
learrung 

Make existing procedures and 
process information readily available 
to everyone 

Develop procedures and methods 
aimed specifically at corporate 
Icaming 

Develop the'Reusc' concept to 
ensure that as much knowledge or 
information is reused instead being 
collected or built from scratch 

Document 'lessons leamed'from 
large projects 

Set up learrung histories for projects 

Use stalidard IT tools, such as 
scanricrs, phones, faxes and email to 
wd communication 

Use video confuencing, intrancts 
and groupwarc foi- communication 

land storing of information 

Mble -5. - Some Recommetided Practices. for Implementing Corporate Leartung 

Page 40 

L 



4.3.3 Use of the Framework in Practice 
Although still at a very early stage in its development, the framework is already being used as 

a tool to educate managers within the case study company of the need to take more of a 

strategic approach to corporate learning. It is currently being used to help the parent group of 

the case study company to develop a corporate learning plan, However, because it is only in 

the very early stages of development, only limited information on its use is currently available. 

4.4. Summary: A Recommended Approach for Change 
Management 

Based on the research reported within this portfolio, an approach for companies setting out to 
improve their change management process is recommended. This approach is summarised in 
Figure 10. 

As Figure 10 indicates, a two part approach is recommended. The first focuses on use of the 

Best Practice Model for Change and supporting guidelines and ffameworks, that are an 

expansion of the key success factors in the model. Firstly, an audit of the existing performance 

is carfied out. This may be for the overall change process or for a more specific application 

e. g. a change project. Areas of weakness are identified, These can then be targeted using the 

recommended actions from the checklists, guidelines and frameworks shown in the figure. 

The second part involves the adoption of the corporate learrung framework. As various parts 

of the organisation carry out audits of their change process or as specific change projects are 

audited, the organisations can learn by having in place the right corporate learning 
n 

mechanisms. This will help ensure that knowledge in change management is captured, shared 

and transferred effectively across the organisation, benefitting the organisation as a whole. 

lir 
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ChaDter 5: Conclusions 
0 This research shows that successful companies of the future will be differentiated on their 

ability to become more agile and adaptive to changes in the external environment. One 
identified way of achieving this is by being able to manage change more effectively. 

0A number of important inter-related issues in the change management literature were 
identified as critical to the achievement of more effective change management. These 

issues: best practice benchmarking, focus on critical factors, corporate culture and culture 

change, learning organisations and sustainability have been used to provide two main 
innovations in change management. 

The first irmovation., a benchmarking tool, the Best Practice Modelfor Chmige, has been 

developed in this research. This tool has helped organisations to measure their 

performance in change management and take positive action, resulting in sIgnIficant 

improvements in change management performance. The principles, concepts and ideas in 

change management were also found, in this research, to be transferable across companies 

and industries. The tool, therefore, can potentially be used to help any organisation 

undergoing change. 

0 This research identified the existence of pockets of best practice in change management 

within an organisations. It concluded that in order to ensure that the benefits of change 

management are achieved, cornpany-wide, a method for ensuring the effective capture, 

sharing and transfer of change management knowledge is required. 

0 An innovative, practice-based, framework that ensures a holistic approach to corporate 

lear-ning has been developed. Althouý, h only at an early stage of development, the 
I- 

framework, that focuses on three areas - strategy, behaviour and tools f6i implerneriting 

corporate learning - is already being used in one company. It can potentially provide n 1-1) 
financial and non-financial benefits to any organisation where knowledge is a key asset. 17) 
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Chapter 6: Extension of This 
Work and Future Develqpment 

Recommendations for further work and developments of the main areas of research, described 

in this portfolio, can be grouped into three main areas: 

" Further development of the Best Practice Model for Change 

" Development of the Key Success Factors underpinning the Model 

" Development and the subsequent application of the Corporate Learning Framework. 

6.1. Further Development of the Best Practice Model for 
Change 

Developments of the model in the future are likely to be concerned with extending its use and g 
application within industrial environments. The first proposed development links the model to 
business benefits. This will influence how well the tool is used in the future, The second 

proposed development is concerned with increasing accessibility and visibility of the model 

within a business. 

6.1.1 Linking Business Benefits With the Model 
Performance measures have been referred to several times in this por-tfolio, for example their 

importance as a major factor driving change and also as a useful tool for encouraging and 

improving corporate learning. The phrase 'ýozi get whal you measure" Is often quoted to 

reflect the perceived importance of per-formance measures. " Arthur Anderson call 

perfor-mance rnetrics the 'vital signs' of an organisation. 12' Based on this principle, there is 

clearly a need to ensure that performance measures reflect the required behaviours - for 

example, if the organisation needs to be customer focused, the measures must also be 

customer focused. 

Although in the past, it was often very difficult to measure improvements of business 

processes and related 'softer' activities Such as corporate culture change, this has changed. 
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There is evidence in the literature to indicate that many companies are starting to recognise 
that measuring the effectiveness of business processes cannot be achieved by merely looking at 
traditional financial measures. "' They need to take into account the more strategic and 
longer term non-financial measures e. g. quality, environmental and legislation considerations, 
delivery performance and employee motivation and satisfaction 

Nyhan and Marlowe identified the need to link performance measures with TQM. 129 It 

stemmed from a need very similar to that described for linking the Best Practice Model for 

Change with performance measures. Although TQM was believed to be beneficial to 

organisations, it was not until it was linked directly with business benefits that it was given 

company-wide commitment. Linking performance measures with TQM highlighted some of 
the associated major issues. It also allowed measures across disparate bus nesses to 10 be 

compared with one another, 

New methods that concentrate on the measurement of business processes, have sprung up in 

the literature in recerif years. These include frameworks such as the Balanced Scorecard"' and 

the EFQM (European Federation for Quality Management) model. "' Both these frameworks 

provide a balance of short term financial measures and longer term non-financial or strategic 

measures to drive the company's performance. 

Although the best practice model for change provides a measurable way for companies to 

assess their performance in change management, it does not link directly to business 

performance measures such as these discussed here, Given that many companies are driven 

solely by business performance, 132 they are more likely to adopt a tooli such as the Best 

Practice Model for Change if the links with business performance measures are clearer. 

Consequently, this should be the subject of further investigation. 

One of the limitations with the Best Practice Model for Change is that it currently has no 
k direct link to business performance measures such as those discussed here. Given that most 

companies are driven principally by business performance, the usefulness of a tool such as the 

Best Practice Model for Change is more likely to be recognised and adopted at a corporate 
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level if the links with business benefits, in some tangible way, are made clearer. Consequently, 

this should be the subject of further investigation. 

6.1.2 Improving the Accessibility of the Model 
The importance of communication and accessibility has been stressed throughout this research. 
One key way of gaining acceptance of the best Practice Model for Change is to facilitate the 
'accessibility' of the tool, for example, making it more readily available. Although publication 

of the tool in a leading journal is a first step towards achieving this - by opening it up to a 

wider audience - there is scope for making it more accessible and readily available internally 

within orgarusations, for example, on a corporate IT network. As the tool gains acceptance 

and is used more, best practice information will start to expand. Computerising tile model will 
help to ensure that its growth is managed more effectively. This is an area worthy of further 

investigation. 

Capturing knowledge on good practices, for example, from lessons learned and from case 

studies within and outside of the organisation areas and allowing everyone in an organisation 

access to that knowledge would help ensure that the tool also fulfilled a corporate learning 

role. 

Presently, the Best Practice Model for Change has very limited knowledge because only a few 

companies were used in the model's development, There are a large number of companies 

involved in change whose practices remain unknown. As a company gathers more inforinatioll 

on good practice, particularly from outside its own company or industry, the volume of 

information increases and can become unmanageable unless it is stored electronically, for 

example, as part of a computerised database. 

6.2 Development of the Key Success Factors 
As chapter 4 describes, there is a need for companies using the Best Practice Model for 

Change to develop their own practices and methods. As a way of helping them to achieve this, 

each of the five key success factors in the model needs to be expanded. This may take any 

number of forms - including checklists, guidelines, frameworks and models. Although two of 
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the key success factors have been developed further in the context of this research, work in 
these areas has not been completed. In addition, the remaining key success factors have to be 
developed. 

6.2.1 Application of Guidelines for Corporate Culture Change 
There is a need to establish how effective the guidelines for corporate culture change are in 

guiding organisations through a corporate culture change. It may also be that a method for 

quantifying or measuring corporate culture needs to be included. Using one of the many 

developed questionnaire tools such as the proprietary Corporate Culture Questionnaire, ' 13 or 

the culture gap survey "' tffis may provide a way for organisations using the Corporate 

Learning Framework to assess their starting point and also how they are progressing in terms 

of achieving their desired culture. 

6.2.2 Application of Project Management Guidelines 
Guidelines for improving project management , 

based upon survey results from companies 

involved in change, have been developed in this research. However, there is still a need to test 

them in an industrial situation in order to establish how robust they are. Furthermore, a 

number of other tools and methodologies for change management exist that have not been 

touched upon within the scope of this research - for example, process mapping and attitude 

surveys. These need to be considered, and where appropriate, developed further. 

6.2.3 Development of the Remaining Key Success Factors 
The key success factor groupings used in the Best Practice Model for Change were based 

largely on the practices, activities and methods used by companies actively involved in change. 

Although three of tile factors have not been developed further in the scope of this Tesearch - 

for time and resource limitations - they are no less important. The three remaining key success 0 
factors identified in the Best Practice Model for Change - commitment, communication and 

interactions - are equally critical to successful change. Information on all three topics Is 

available in the literature. Consequently, it is recommended that the development of guidelines 

or frameworks for each of these three topics is the subject of further investigation 
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6.2.4 Application of Model Industry-Wide 
The Best Practice Model for Change has been applied to a leading industrial company in the 
scope of this research, in a number of areas within the company. Furthermore, there is 
growing interest from other companies in the model , although the application or potential 
application of the tool in these companies is still at a very early stage. As the research 
indicates, the model can potentially be used by any company and in any industry. One way of 
making the tool more widely known and therefore, increase its potential use, is to publish 
details of its potential and actual use. It is recommended that this be carried out. 

6.3. Application of the Corporate Learning Framework 
There are two areas of corporate leaming that this research has identified are vital to ensufing 

the successful application of corporate leaming in organisations Both are concerned with 

testing the application of the Corporate Learning framework in practice, and modifying the 
framework as required. 

6.3.1 Methods for Measuring Successful Application of the 
Corporate Learning Framework 

Although the Corporate Lear-ning Framework is gathering interest within the case study 

company, its application to industry has not yet been tested, In order to do this, a method for 

measur-ing the success of an application needs to be determined. 

The potential financial and non-financial benefits corporate learning can bring an organisation 

have already been described. Although some of these benefits are not directly measurable, 

many can be monitored to give an indication of the success of using the Corporate Learning 

Framework. 

Some organisations have started to measure their corporate learning abilities, for example, the 

Pedler, Burgoyne and Boydell questionnaire and model 52 allows organisations to quantify 

. "D g oroanisation. It may be possible to us a their progress towards becomino a learnin C 111odel 

such as this to determine the success of the corporate learning framework. 
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6.3.2 Application of the Corporate Learning Framework to 
Organisations 

Once a method for measunng how well the corporate learning framework is achýieving its 

objectives, the next stage is to implement it. As discussed previously, there is a need to take a 
holistic view of corporate leaming. It is recommended that the framework is used for 

companies who recognise the importance of taking a holistic approach and are looking for a 

practice-based approach to corporate learning to help ensure that change management 

knowledge is captured, shared and transferred effectively across the whole organisation. 
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Appendix 1 

The Best Practice Model for Change 

Checklists 



Commitment 
Commitment and ownership are provided and are visible at the top and throughout the 

orgarusation e. g. evidenced by the provision of adequate resource, senior managers being 

available for direction and support. Change activities and projects are part of the overall 
business strategy. 

Strategic 

The business plan objectives are translated into change activity requirements 

All current projects and activities are covered in the business plan 

The business has a dedicated person responsible for change management 

Projects and major activities have a senior level project champion or owner 

A senior level executive team (steering conunittee) oversees large projects 

Good quality people are chosen to carry out change projects and activities 

The implication of the projects are understood in the context of how it will impact on the overall 

business 

Operational 

The implication of the project on the business are well understood at all levels in the business 

The project has a senior level project champion or owner 

A senior level executive team (steering committee) oversees the project 

Key people are released to do the project 

The project is authonsed and commitment to resource is agreed at start of the project 

Approximate scope, timescales. success crIteria and resource requirements are agreed with 

stakeholders prior to going ahead 
Those likely to be affected by the change are involved from the start 

Eventual owners of the change are prominent team members 

The MD or project owner is involved in the selection of a project manager 

The project manager is full-time on the project 

I'lic pro. ject owner and project manager are both involved in the project launch 

All project teani members (part and full time) attend the launch 

Support is given at the post-implernentation stage to make the changes stick 
'J. 



Social & Cultural Factors 
Concerned with behaviours, perceptions and attitudes towards all aspects of change. it 
includes overcoming resistance to or fears of change, people feeling involved and a part of 
the change. It also addresses changes behaved at all levels in the organisation and the 

status accorded to change management activities (not a poor second to operations). 

Strategic 

Project management of change activities is seen as a prestigious position within the company 

Being part of a change project team is (and is seen as) a career development within the organisation 

Where appropriate, attitude surveys are carried out at the start and finish of the project to measure the 

people aspects of the change 

Employees alTected by the change are always involved throughout 

Operational 

Those Rely to be affected by the change have a significant input and are involved from the starl 

Everyone in the organisation can see how the change will affect them 

Everyone in the organisation can see why the change is necessary 

One person in the team takes responsibility for the human factors /people issues 

The team is largely inade up of volunteers 

Consideration is given to the 'personality fit' of the team 

Team building is carried out pnor to project launch 

Team building is maintained throughout the duration of the project 

A wide range of employees likely to be affected by the change are involved in both the design and 

iniplcinentation stages 

Where appropriate, attitude surveys are carried out at the start and finish of the project 

The changes are behaved by everyone in the prqject team - including the projcct manager and owner 

k 

a 



Communication 
Covers all the issues associated with communication including when and what to 

communicate, the ways of communicating including learning ftom outside 'best practiceso 

and learning by example, 

Strategic 

The implications of the project on the overall business are communicated to everyone In the 

organisation 

Learning from outside sources (different industries) is encouraged 

Customers and suppliers are aware of the changes taking place 

Lessons learned are communicated and fed back into the organisation (corporate learning) 

Operational 

The need for the change is communicated to everyone in the organisation 

The progress of the change is communicated to everyone in the organisation 

The results of the change is communicated to everyone in the organisation 

The implications of the project on the overall business are communicated to everyone 

Communication is carried out using a variety of methods - inemos, one to one ineetings, team 

briefings, cascade meetings, company presentations, video, audio. telephone, video conferencing, 

email, newsletters, corporate magazines, buddy teams, posters, gimrrUcks (mugs etc. ), roadshows, 

presentations, displays, by example 

Outside sources are visited to learn from 'best practices' 

There is continued high visibility for the duration of the project 

There are regular communications between the steering committee and the team 

The project team is co-located to foster good team communication 

Members of the team also retain contact vAth functional part of the organisation 

One person in the tcarn is responsible for communication 

Stakc-lioldcrs attend the launch 

All project team members (part time & full time) attend the launch 

Regular reN, ieN, %, s of progress arc made between the team and project manager and owner 

Regular progress updates are given to all people affected by the change - and thosc who are less 

dircctly affected 

People affected by the change are givcii the opportunity to have an input 

Customers and suppliers arc informed of the changes taking placc 

Implication of the changes on individuals afTccted by the change is communicated and agree 

There is continued visibility and communication post impIcnicritation 

Lessons learned arc communicated and fed back 



Tools & Methodology 
Covers all the tools & methods associated with managing change projects - project teams, 

project management discipline, risk and contingency management, best practice 
benchmarking, training, monitoring exercises etc. 

Strategic 

Risk management is carfied out on all major change activities 
Benchmarking is carried out before major change activities begin 

Project management methodologies are used for all change activities 
A holistic approach is taken to change management activities 
Resource management is used 
Contingency planning is encouraged 

Training is a fundamental part of change management 

Operational 

An initial feasibility study is carried out before the project proceeds 

Information is gathered prior to project launch from internal and external sources 

A structured approach is taken in the selection of a project manager 

The following factors are taken into account on the selection of a project manager management/ 

personal qualities - personal development of the person 

job knowledge 

project management skills 

availability 

eventual ownership after completion 

The project nianagcr is full-time on the project 

The project teani is co-located and multi-disciplinary 

The teani is made tip of volunteers 

The icaiii is a mixture of part time and full time people at different levels in the organisation 

The best people arc chosen for the project 

The project manager is involxed in the selection of the project teani 

Tlic tcani is not fixcd from start to finish - new peoplc come in at vanious stagcs depending on 

requirements 

The PrO. ject tcani contains the following skillsý 

knowledge of custortims, (and suppliers) 

external input 

someone to address the hunian issues 



someone to address the communication strategy 

people with knowledge of change management tools e. g project management, 

benchmarking skills, problem solving 

systems specialists 

eventual owners or likely owners of the resultant change 

Team members retain regular disciplinary/ functional contact 

The team have access to all the information they need to do the project 

There is clear ownership of tasks 

Training needs of the team are identified and addressed before the project begins 

Formal team training is carried out before the project begins 

Training is carried out before - and throughout - the project duration 

Risk management exercise is carried out before the project begins 

Contingenc), plans are used when needed 

The project is monitored against objectives & milestones 

Information is fed back in a lessons learned loop 



Interactions 
This deals with all interactions connected with change management - interactions with 

normal operations within the organisation, interactions between other change activities and 

projects. It also takes into account balancing short term im-mediate needs with longer term 

strategic needs, 

Strategic 

The business plan obj=tives are translated into change activity requirements 

The business has a dedicated person responsible for change management 

The business has a good balance of short and longer term activities going on at the same time 

The resource requirements for change activitics are monitored and dealt with at a top level 

There is a good balance between operational and change activities 

Adequate resources are given to maintain projects - even in times of stress. 


