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ABSTRACT

Within IT areas, Quality is often reduced to visostrongly influenced by operational and
tactical instruments, relegating to minor dimensiamucial Organization Development (OD)
aspects which sustain Learning, and Innovation. cthieent Program, grounded on the relevance
of these aspects, has targeted, within a BankBiVision, an approach to induce organizational
change, and to produce strategic actions and balmavichanges which have led to an effective

improvement on Customers, and Employees’ Satisfiacti

It has followed an Action Research paradigm — agking a complex, transformational, planed
change, and using a multidimensional, integratippr@ach, based on a holistic, open systemic
view — not targeting for the development of newoties, but, mainly, the fulfilment of existing

empirical, and methodological gaps.

It has integrated a two-cycle OD approach, wherérsh cycle focused on Service Culture,
Leadership, and Employee Engagement has develbpambhditions for a second cycle based on

the acquired knowledge (double loop) and devotetragegy implementation.

Although the intervention’s achievements cannogéeeralized outside the context, they can be
transposed to other settings. They've revealed itappb Management Implications which form
the relevance basis for this doctoral dissertatioamely a holistic, values-based, and
participative frameworkto address organizational transformation, and abssociatedcritical
success factorsAn opportunity exists to further research in fredd, linking together an OD

approach with a TQM approach to organizational kecee.

Also, ametamodebf the Action Research process which has beenwetle- evidencing, at a
conceptual level, the masub-processeslata groups, andinking pointsbetween thaction and
the researchdimensions — has been produced. An opportunitytexor further research on the
development of this metamodel, including a concaptiata model and a system behavioural

perspective (responding to events).

Keywords: Action Research, Employee Engagement, Leaderghiganizational Culture and
Values, Strategic Transformation, Organizationavé&epment and Holistic Change, Process

Improvement, Workforce Development.
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RESUMO

Nas areas de TI, a Qualidade é frequentemente idedazvisdes fortemente influenciadas por
instrumentos taticos e operacionais, menorizangetas de Desenvolvimento Organizacional
(DO) que sao essenciais para sustentar a Apremhizaga Inovacdo. O presente programa,
alicercado na relevancia destes aspetos, visowontexto da Divisdo de Tl de um Banco,
desenvolver uma aproximacao indutora de mudan@nizacional; produzindo acdes de indole
estratégica e mudancas comportamentais; tendo zowdua um incremento significativo na

Satisfacdo de Clientes Internos e de Colaboradores.

Um primeiro ciclo — focado na Cultura de Service, hideranca e no Envolvimento dos
Colaboradores —criou as condi¢cdes para num segundo ciclo, basemdaonhecimento
organizacional adquirido, e nas decisdes estratggamergentes (“double loop” learning),

proceder a respetiva implementacao.

Foi seguido um paradigma de Investigacdo-Acdo -eregdndo uma mudanca complexa,
transformacional, planeada; usando uma abordagelidimensional e integrativa; baseada
numa perspetiva holistica e de sistemas aberté@®-visando diretamente o desenvolvimento de

novas teorias, mas, fundamentalmente o colmattacdeas de indole empirica e metodoldgica.

Embora os resultados obtidos ndo possam ser geadad fora do contexto, eles podem,
contudo, ser transpostos para outras intervenedigenciando-se como importantes Implicagcbes
para a Gestdo que integram a base de relevande tdss: unmQuadro de Referéncia para a
Transformacdo Organizacional Holistica, Participati e Baseada em Valores e respetivos
Fatores Criticos de Sucesshuma perspetiva de Desenvolvimento Organizaciafaém-se
ainda oportunidades de investigacdo-acdo futuramasmo contexto, progredindo para uma

abordagem a Qualidade Total e & Exceléncia Orgaoizal.

Para além disso, outro dos resultados relevantasvesatigacdo corresponde a producédo do
Metamodelo do Processo de Investigacdo-Ag¢fe foi seguido — evidenciando, ao nivel
conceptual, os seus principasbprocessqggrupos de dadog pontos de articulaca@ntre a
vertente deacdoe a vertente davestigagdo Nesta vertente, abrem-se ainda oportunidades de
investigacao futura em termos de desenvolvimentmet@amodelo, por forma a incluir umsao

conceptual de dadas umaperspetiva comportamental de sistefresposta a eventos).
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1.1 Strategic approach, scope, and research problems

Within Information Systems and Technology areasaliuand Organizational Excellence are
often reduced to some visions, strongly influendsd operational and tactical instruments
(COBIT, ITIL, CMMI, and PMBOK), which tend to ovealue the process, risk, control, and

service dimensions of the organization.

These are, undoubtedly, important dimensions afrmétion Systems Management, but they are
not sufficient to represent the kernel determinaotsorganizational effectivenes3his is
particularly important when addressing problemsoeissed with holistic transformational

change

As a consequence of this restrict vision, somehef important Organization Development
aspects which are crucial to any Quality and IntiomaStrategy — including, among others,
Organizational Culture and Values, Leadership, Wbekams, and Employee Engagement — are

relegated to a minor dimension.

On a Strategic Management perspective, Hitt, lileland Hoskinsson (2009) enhance, on the
Resources Based Modaln approach which starts from the organizatiemigjue resources and

capabilities — taken as potential competitive ateges — to identify attractive market segments
and activities, and using them as a foundationaisbto develop strategies targeting “above

average results”.

Focusing on a resource centred view, Burke & Lit@if92) enhance, on iSausal Model of
Organizational Performance and Changeas crucial aspects on the basis of individua an
organizational performance — a set of importanérimal dimensions to be considered. They
include Leadership, Management Practices, Work WWimate, Motivation, Organizational

Culture, and Individual Values and Needs.

Focused on Ethical aspects — and arguing tbegahizational ethics is the result of leaders’
practices, being its main responsibilityt6 manage team'’s culture, allowing for the introtian

of predictability on Mission and Vision implememndat — Vargas (2005) enhances the dual
importance of integrating tharaterial’ (strategy, structure, processes, and competenaras
“immaterial’ (values, beliefs, norms, and attitudes) dimensioh organization life, in order to

effectively implement its Mission and Vision. Heegdy discusses and develops, in a logic
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sequence, all the essential aspects for implengerdim integrated value-based management
model.

This is the strategic vision orientation which ibgcent to the first Organization Development

cycle associated with the current organizationt@rirention and research.

This first cycle, devoted to Strategy Determinatidras been the main focus of the research.
Within a real organizational contexdur primary research problerwas the identification of a

structured set of Critical Success Factors for $tadi, participative and transformational change

Another main problemto be addressed along the change and researcéspravas centred on
the establishment @& model for the process itselfincluding a structured set of typicadtivities
and the associated mailata — integrating the action and research dimensions aghale and
balancing research rigor with organizational refee This was a clear and immediate
operational problem, but it was also an opportutdtyonceptualize, develop, and improve on the
research method itselfo, the emerging model would be necessarily perid pragmatic to be
successfully applied, and tested within context, dso sufficiently generic (as a process and

data meta-model) to be considered as relevantfdrdr application outside the context.

A second organization development cycle — focusednaplementation and founded on the
Organizational Transformation proposals and mamwisttens which have emerged from the first
one — has covered a set of main Strategic Actisesting new policies, structures, and
procedures, and targeting structural improvemethiwiareas such of Employee Training and
Development, Communication, Leadership Practicéept@on of IT Best Practices, Process

Optimization, and Tool Implementation.

Despite this second cycle, devoted to Strategydmphtation, is not directly related to our focal
research problem, questions, objectives, and hggathit has been considered as relevant, from

an Organization Development perspective, to progideear evidence of its strategic outcomes.

In fact, it inclusion within this dissertation ifristly instrumental So, it is here described, on its
essential actions and major outcomesly for the purpose ofiving evidence of the change
success and strategy sustainability. It also pes/gbme useful information about the case, from

an organizational management perspective.
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According to Argyris (2002)earning may be defined as thelétection and correction of errgr
existing a clear distinction betweesingle-loop learning which ‘occurs when errors are
corrected without altering the underlying governimglue$ and double-loop learningwhich

“occurs when errors are corrected by changing theegaing values and then the actibns

Senge (2006:p. 766), rooted on these concepts,dameloping the theme of the role of the
Leader on building Learning Organizations, referslear distinction between the notions of

generative learningwhich is aboutreating’, and adaptive learningwhich is aboutoping'.

Together,both cycles of this large organizational transfotioa integrate and configure a
double-loop, generative, organization development dearning processcovering strategy
definition andimplementation and having, as a common characteristic, an uyidgristrong
investment on peopléwvolvement along its preparation, as well as g@ldhe subsequent
improvement initiatives supported by new structurr@ts and processes.

1.2 Research paradigm

Referring toOrganization DevelopmenCummings & Worley (2009) — enhancing its intr;si
strong relation with Planned Change — considergtosess as:
“A system wide application and transfer of behawabigcience knowledge to the
planned development, improvement, and reinforcewiethie strategies, structures, and
processes that lead to organization effectivehess

Concerning this kind of change they refer threeamtjeoretical frameworks for organizational
transformation, namely thelassic model of Kurt Lewi(l1951), theAction Researclparadigm
(Herr & Anderson, 2005), and tirositive ApproactiCooperrider & Whitney, 2005).

Focusing on théction Researcparadigm, Shani & Pasmore (1982) define it as:
“An emergent inquiry process in which behaviouraérsce knowledge is integrated
with existing organizational knowledge and applienl solve real organizational
problems”, being “simultaneously concerned with rging about change in
organizations, in developing self-help competentiesrganizational members, and in
adding to scientific knowledge”.
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Not being the objective of the current organizaglomterventions to addresdirectly any
theoretical gap- but, mainly, to fill arempirical gap and amethodological gapysing existing
internal and external knowledgepgoomote learningandchange and reflecting on what has been
done and achieved faroduce relevant knowledge emerging from its apgibe — the Action

Researctparadigm has been considered as the most addquétes purpose.

1.3 Main theoretical foundations

According to the main organizational problems toaddressed, a deep transformational change
should occur, primarily on the domains of Organaal Culture and Values, Leadership, and
Team Effectiveness, and Employee Engagement. 8eeg tivere the main areas covered by the
first OD intervention cycle.

Along a wide participative and generative learrpngcess, it has prepared the ground to face, on
a second cycle, a new set of interrelated projetgseloping Support Structures for Workforce
Development, targeting Process Improvement and Tdwoiplementation, enhancing

Organizational Communication, and promoting Quadityl Organizational Excellence.
So, relevance must be given to all these foundatiaspects.

On a broad vision aDrganizational CultureCameron & Quinn (1998) detail essential aspects of
their approach: the Competitive Values Framewotksupports a diagnostic stage, on the
understanding of the existent culture and on therdenation of the essential aspects of the
desired culture. For the purpose they have designgutocess and a proper questionnaire
(Organizational Culture Assessment Instrunment

Due to this wide vision over Organizational Cultute rigorous and well-tested approach, it has
been considered, and adopted, as our initial orgéional diagnosis tool.

ConcerningLeadership and Work Team Effectiveness/eral publications highlight tHeader

influenceonteam performancand its determinant role concernitngnsformational change

Important theories give relevance to multiple apples to Leadership, including the Treats
approach, Charismatic and Visionary leadershipllsSkbtyles, Functional leadership, Leader-

Member Exchange, and Transformational leadershigotfiduse, 2007).

Associated withEmployee Engagemeniultiple constructs — including Values, Attitudes,

Behaviours, Organizational Identification, Engagatme Empowerment, and Extra-Role
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Behaviour — form a critical basis for organizatibreffectiveness, supporting the “soft”

dimension of organizational strategy.

On the domain of/alues, attitudes, norms, and behaviguseveral important studies (Allport,
1954; Fishbein & Ajzen, 1975, 1980; Alcobia, 200&hhane its relevance and strong

implication over organizational performance

Organizational identity and identificatioripositively connected with cohesion and cooperation,
motivation, performance, and extra-role behavio(iFavares, 2007), are essential to promote

individual well-being and organizational effectiess.

Thealignment of organizational valug¢espoused, attributed, shared, and aspiratiosal)najor
vehicle to promote and sustain change (Bourne &iden2013).

Espoused Valuesmediating Artifacts and Assumptionson Schein’s (2009) model of
Organizational Culture, play a major role. They lakp “why the members of the organization

are behaving as they do, and why each organizasi@onstructed as it'is

Commitment, and particularlpffective commitmentas the strongest and most favourable
correlations with organization-relevant (attendanperformance, and organizational citizenship
behaviour) and employee-relevant (stress and warkity conflict) outcomégMeyer & Allen,
1991; Meyer et al., 2002).

Psychological Sense of Communityecently transposed to the field of management tydB&
Nowell (2014) — aggregates several dimensions (membership, irdgjemtegration and
fulfilment of needs, shared emotional connectiord eesponsibility) with relevance toebuild

companies as communities for the long-term suaaethe firn? (Mintzberg, 2009).

Extra-role discretionary behaviours, namélgganizational Citizenship Behaviquare essential

to “promote the effective functioning of the organ@dt(Organ, 1988).

Communication, participation, and facilitatioswre key strategic drivers tgdsitively influence

specific individuals and groups during a changeqass (Kotter & Schlesinger, 1979).

Being the firm a tinique integrated system of structure-plus-processeas-culturé (Vargas,

2005), the integration of these three dimensiomsusial to organizational success.

They are the result ofa“set of choices, along organizational histprwhich determine its

uniqueness, identity, and differentiation.
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Particularly its culture — strongly influenced bym@oyees and their leaders, within groups, and
shaping the whole organization — determines esdeasipects of organizational lifefotrmal
interaction patterns, shared working norms, beliaf®out essential business aspects, values,
informal decision taking criteria, community belamg regulation, tactical agreements, and
conduct and communication code3hey are critical aspects for organizational elepment

with strong implications on firms’ effectiveness.

Individual engagementis an essential ingredient of active participation self-assessment

processeson the basis of several approachesrg@anizational excellencge.g., EFQM, 2013).

These were the main theoretical references assdcveith the work which has been developed

along the 1 cycle of the interventiorStrategy Determinatiop

For the 29 cycle Gtrategy Implementatio)) the focus has been set on Employee Training and
Development, Organizational Communication, Adoptioh Best Practices, Work Process

Optimization, and Supporting Tools Implementation.

Concerningemployee Training and Developmenteister (1998:22) enhances its evolution to a

completely new paradigmfrom training to learning, with new characteristics — including

“anywhere, any place, building core workplace competes, incorporating action
learning, shifting from individual to team, develaoyp corporate universities, facing

learning as a continuous process, and focusingeath problem solvingy

The Corporate University,as a metaphor for learnirigrepresents a cohesive structure, with
proactive focus, strategic scope, enrolling on justime learning, and increasing on-the-job

performance
It should not only cover “traditional” training, baddress (p. 90)ew areas
* “corporate citizenship” (culture, values, traditigrend vision),

« “contextual framework” (grounding employees on @ppreciative vision of the company,

its customers, competitors, and best practices), an

* development of “core workplace competencies” (le@agnto learn, communication and
collaboration, creative thinking & problem-solvingechnological & global business

literacy, leadership development, and career seftagement skills)”.
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Organizational communicatioplays a central role on organization developmedtcrange.
Krone, Kramer, & Sias (2010) refer that it has exged to address the effects of small group
networks, superior-subordinate communication, arm@mmmunication climate on employee
satisfaction and performante

Jones et al. (2004) enhance the need uwdérstand the communication of organizational
changé, and to ‘explore diversity and the intergroup aspects of rmmicatiori.
Concerningparticipative processesSeibold & Shea (2001:665) enhance its role, tingethat
“communication may moderate the effects of varigpest of participation or involvement

programs.

These were the main foundations concerning therd¢tieal line of thoughts and orientations
applied during the Strategy Implementation Cycled avhich address the Organization
Development dimensions of the organization whicimpout to address the “people” dimensions

of the organization — targeting ndividuals, groupams, and the organization as a whole.

As previously argued they integrate a kernel, ngligikle, dimension, which is a major

determinant of organizational effectiveness.

However, despite being a foundational basis ofdiganizational system, it must be integrated,

on practice, with adequate formal processes ard.too

So, a major reference must be given here concethimdast essential aspects of its theoretical
foundations and “best practices” which, being ratevfor the IS/IT areas, were considered as

relevant orientations and principles applied dutimgsecond cycle of the intervention.

On software process improvemgi&PIl) Muller, Mathiassen, & Balshoj (2010) emphkasihat a
significant number of publications on the subjecdr@ss SPI with gorimary focus on
organizational changeThey refer strong evidence thaffective management of change during
SPI requires serious consideration of context andenpinning values

One of the most used frameworks for assessoftvare development process maturgythe
Capability Maturity Model Integration (CMMI) fromhe Software Engineering Institute. It
integrates a set ofbest practices that help organizations to improkeirt processés(CMMI
Product Team, 2010; Chrissis, Konrad, & Shrum, 204afhd specific orientations forfarmal

appraisal proces§SCAMPI Upgrade Team, 2011) conduction tedification

20



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

Its staged “CMMI for development” representatiomsiders, for maturity level 2, seven main
practice areas to be evaluategquirements management, project planning, profonitoring
and control, supplier agreement management, measeme and analysis, process and product
quality assurance, and configuration management

Essentially, these areas focus around project nesmegt, as an initial basis to, along further

levels, promote best practicegstitutionalizatiori.

So, adoption oproject managemeriiest practices (e.g., as prescribed in PMI, 2@8b8uld be
considered as important initiatives to supportfawsoe process improvement progression to this

level of maturity.

The implementation of a flexible and extensiblepibject management toatpvering most of
these practice areas with the necessary processiaad is essential to sustain a controlled

environment; facilitating the progression to uplesels of maturity.

Planed transformational changé€as characterized by Porras & Robertson, 1992;dé&Nen &
Poole, 1995; Caetano, 2001; Weick & Quinn, 199%hroan & Romanelli, 1985) — covering
socio-technical aspects within the organizatiofipfang a systemic view, and targeting double-
loop organization development and learning (Argy@802) — should not act ovésolated
aspects of organizational life, following a mecastiziew. They, necessarily, must considér
the relevant dimensions as being part of the whiolegrating people, group, inter-group, and
organizational levels onto a dynamic living parawlig

In fact, positivistic and reductionist views of argzational systems — although giving important
contributes to explain isolated parts of the whghenomena; identifying relevant constructs and
variable dependencies; and providing relevant kedgé as a basis for organizational
interventions — are not sufficient to study andt tgobal mechanisms and pre-conditions
associated to the whole system which must be préasender to produce major transformational

changes inside real organizations.

These were thenain assumptionsand theoretical referencesfor the work which has been

developed along this two-cycle intervention.

Its deeper analysis and development will be furtbewered in the Chapter entitled as

“Knowledge base — Literature Review and underltimgpries”.
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1.4 Intervention

The current set of interventions has bédeneloped within the Information Technology unitof
major Portuguese Bankhich provides application development and inftaguire management
services to all the organization; having internalbout 500 employees, and holding a structured

outsourcing contract, for IT infrastructure, witlmajor IT international supplier.

The intervention has started with a Diagnostic phaghere — through a proper questionnaire
(OCAI, Cameron & Quinn, 1998), a set of focus greegsions, and a group of semi-structured
interviews — it has been possible to obtain a tpeet of the current culture, as well as an image

of the desired culture.

These actions havévolved all employees and its managers / leadess,well as top-
representatives of the main internal custom@teeyfacilitated a better identification of existing

gaps, and associated problems; providing a goad tmtailor (design and plan) the intervention.

The first cycle of the program — named as Chantjing has been mainly developed along 2009,
and has involved all the IT Unit employees.

Communication, engagement, action, and improvemeng the most relevant attributes of the
process.

It has integrated a structured set of actions whi#hmain objectivesof developing a &vice
Culture harmonizing more effectiveeadership practicesand promoting extensivEmployee
Engagement and Participation

It has beenset-up and implemented @n internal team, supported by external conswdiant
coordinated with the IT management team, facildiabyy a Team of Change Agents, and

sponsored by IT top-level management.

The second organization development cyelmtegrating a set aftrongly interrelated structural
actions targeting Employee Satisfaction, Motivation, drehms Effectiveness, within areas such
as Training, Development, and Communication, Lestdprpractices, Best Practices Adoption
and Work Process Optimization, and Supporting Tdmigslementation — hasnplemented new
strategic directiongas anorganizational learning effedrom the ' OD cycle) using specific
project teams, IT top-management sponsorship, fipeRieering Committees, and benefiting

from a wide support and cooperation provided byalployees directly involved.
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Concerning th&ind of changé€Porras & Robertson 1992) which has beeomoted along this
two-cycle organization development program, it banclassified as a"®order planned change
(multidimensional, multi-level, radical, and distimious; involving an organizational paradigms
rupture), this is, transformational; targetincthanges in organizational climate and culture, with
significant changes on working processes, orgamnastructure, conception, and management,

according to a previous plédrfCaetang2001).

It configures a scenario of planed change (Van da ¥ Poole 1995) built at the level of a
single entity — with development induction througleycle of goal formulation, implementation,

evaluation, and modification of goals based on wie learned.

According to Weick & Quinn (1999) it can be chamzed as an episodic change (infrequent,
discontinuous, and intentional) occurring duringetlgence periods; where organizations are
moving away from their equilibrium conditions (Ptuated equilibrium model, Tushman &
Romanellj 1985).

In fact, the ¥ cycle (strategy determination and engagementlethmey with the %' cycle
(implementation of structural actions), exhibitsbecharacteristics and configure (Argyris, 2002)

adouble-loop organization development and learningcpss.

Details concerning the Action Research problemsstjons, objectives, and research hypothesis
will be exhaustively detailed within the Chaptere$@arch Meaning and Directions”, being the
aspects associated with the organizational contletdiagnosis, development, and evaluation of

the intervention presented at the Chapter entéetiChange design and development”.

1.5 Main Results and Research Contribution

By the end of the Chapter entitled as “Change deaigl development” the essential aspects of
Change evaluation criteria and results, coveringh boycles of the intervention, will be
exhaustively presented. Following this, at the beigig of the Chapter entitled “Reflection &
Main contributes” a proper reflexion is made overse main results and its global effects, as a

previous step to the evaluation of Research results

It includes, asnost significant

e acommon set of meaningful Values;
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* new positive problem solving practices;

» enforced Organizational Commitment and Employeea§egent;
* enhanced Psychological Sense of Community;

» significant improvement of Leadership practices;

» strong enforcement of Internal Communication;

* relevant Strategic Initiatives;

* new Organization Development Structures; and

« improved Processes, Tools, and Practices.

Besides these prominent results (which solved aglevstrategic problems within the
organization) a global chain of effects must highlighted high increase on Employee
Satisfaction, followed by a relevant improvementSgrvice Quality, promoting high levels of

Customer Satisfactions, and a relevant Internaleaddrnal Recognition.

From a theoretical point of view these results actievements mean that ampirical gap
(solving problems within context and introducingedit improvements with evident results), as
well as, amethodological gap(developing a set of methods and procedures withim
organizational settings, thus inducing learninghwaapability for future applicatiorf)ave been
fulfilled.

From the action research intervention, also relevasearch findings must be highlighted as
emergent knowledge. In fact, within the contexttlos research two main contributes have
emerged.

They correspond to theoretical meta-knowledge wliah be further applied on subsequent

interventions by practitioners, or used to develepy academic research.
So, thisemergent knowledgaust also be considered asekevant theoretical contribute

The first one is a Framework of Critical Successtéis for Holistic Change. It is directly related
with the achievement of the research objectiveshapathesis confirmation.

The second corresponds to a Pragmatic Approachetdttion Research Process. It has been
developed and tested along the intervention. Ihtiles and describes the main sub-processes
and data of Action Research which is collected @pahted along the process.

Both are extensively detailed, in a comprehensiwenf at the end of Chapter entitled as

“Reflection & Main Contribute”.
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1.6 Future Research Opportunities

Having the intervention prepared people, structuaed systems to address new levels of Quality
(including mobilizing dynamics; reframed values and behawblgystems; increased self-
confidence and trust; organization-wide skills @othpetencies; participation mechanisms; new
tools and processes) an opportunity exist to ussethresults and tools (which have become
effective) to take a second step towards OrgawizatiExcellence. A self-assessment process,
conciliating a diagnostic approach with an awake-lapproach, following the EFQM Model, is
an effective research opportunity which can be cotetl within these organizational settings.
Another research opportunity exists in order td é&&l complete the Pragmatic Approach to the
Action Research Process which has been developed.

These are the two main opportunities that, amomgret are further detailed at the Chapter

entitled as “Limitations and future research oppioities”.

1.7 Thesis presentation structure

An Action Research Dissertation, due to its speaifature and characteristics (quite different
from a positivist traditional approach), must gaxddence and enhance a set of important aspects

which emphasize its own purpose, nature, validiby outcomes.

As referred by Herr & Anderson (2005:1):
“Dissertations in the social sciences are not wihatytused to be. Before the advent of
more qualitative and action-oriented research, advon how to do the standard five-
chapter dissertation was fairly clear. Students evadvised to begin in linear fashion,
producing the first three chapters for the propodafense and then adding a chapter to
report findings and another for implications andcoenmendations after the data were

gathered and analyzéd

And the authors proceed, stating that:
“While action research shares some similarities hwijualitative research (and even
quantitative research), it is different in that easch participants themselves are either in

control of the research or are participants in thesign and methodology of the research”,

25



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

highlighting that, while
“Traditional researchers see their impact on thettiegy either as positive (as using
carefully planned and controlled treatments in aiperimental design) or as negative (as

contaminating or distorting ongoing events in aurat setting)”,

the action research dissertations
“Contain a local perspective that few traditionadgearchers are able to provide”, which
forces the researcher to “think not only about wkabwledge they have generated that
can be fed back into the setting (local knowledgef) also what knowledge they have

generated that is transferable to other settingsh(jzc knowledge)”.

This implies thatto give evidence pboth,rigor andrelevance an Action Research Dissertation
must balance all these aspects, thus implyinguetsire that is quite distinct from the previously
referred five-chapter dissertatidn

According to this, thenain chapters of this Doctoral Dissertatiorthus, develop the essential

aspects related to the research which has beemnciald including:

* Chapter 1: Introduction— anintroductory summarpf the essential aspects associated with
the action research work which has been develagieategic approach, research paradigm,
main theoretical foundations, intervention, mairsutes and contribution, and future

research opportunities;

* Chapter 2: Research Meaning and Directiorsincluding motivation, problem definition,

the formulation of research questions, objectiassl research hypothesis;

» Chapter 3: Knowledge Basis a result of the literature review, detailing {fi¢ strategic
positioning and (2) the main theoretical basis eis¢ed to the domains of the intervention,
which together form the knowledge starting pointpian, design, and implement the
associated transformational change; also includetgils concerning (3) essential aspects
related to major Organization Development and Chaagproach strategies; as well as
with (4) Organizational Research Methods and Pgrasli and, further on, focusing on the

(5) Action Research Paradigm from an insider retearpositionality;

* Chapter 4: Change Design and Developmenpresenting the Context; the details for each

of its two Development cycles; Evaluation critefgesults; and main Achievements;
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* Chapter 5: Reflection & Main Conclusions- reflection on the change intervention, its
results, and global effects; detailing the spediproach to the action research process;

and highlighting the research results and contedgut

* Chapter 6: Limitations & Future Research Opportumis — exposing some restrictions
and limitations inherit to the research, as well ssme interrelated and interesting

subsequent research opportunities.
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2 RESEARCH MEANING AND DIRECTIONS

= RESEARCHER’S MOTIVATION
MOTIVATION
* ORGANIZATIONAL COMMITMENT
* ORGANIZATIONAL PROBLEMS
PROBLEM
DEFINITION RESEARCH PROBLEMS
= SYNTHESIS
QUESTION = ORGANIZATIONAL ISSUES/QUESTIONS
FORMULATION = RESEARCH OPPORTUNITIES / QUESTIONS
= ORGANIZATIONAL GOALS
OBJECTIVES
= RESEARCH OBJECTIVES
= RESEARCH HYPOTHESIS
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In order to make sense for the research — and,ltsineously, to focalize, plan, and design in
advance the essential aspects of the associatasipafonal intervention — it is necessary to
predefine (and to give evidence of) the main uryilegl problems its definition, associated
issuesquestionsto be addresseopjectives and researchypothesido be confirmed on action

within the organizational settings where the regesakes place.

Concerning this, Coghlan & Brannick (2010) refegrio the Dissertation Proposal as
“Your statement that what you intend to do is stitdt you know what you are getting
yourself into (through showing familiarity with lhothe organizational setting and some
relevant literature), that what you intend to danisrthwhile, and that you have a potential

contribution to knowledge to make”,
identify (p. 60) four areas that an insider actiesearch proposal needs to address, namely:
* “Context — referring the social and academic conbtéxhe research;
* Action — covering the basic thrust of the actioteinted to be taken or leaded;
» Research — describing the focus of inquiry in actio

* Insider action research — bringing the focus speaily on insider inquiry.

For each of these areas, they identify a satibél typical questionsvhich must be addressed as

part of the research proposal, providing a clepase set for thAction:

“what is the action?; what is the rationale for shaction?; why is it worth doing?; what is the
desired future?; what is the present situation?awis the plan to move from here to there?;
what is the time schedule?; with whom will you alotirate?; where do you, as the

researcher, fit into the action?; what are the e#tichallenges?”,

and for theResearch:
“What is the rationale for researching this actiolhat is the contribution to knowledge that
this research intends to make? How do you intentchdaire into the action? How do you

ensure quality and rigour in your action research?”

dimensions, correspondingddstinct concerns
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Referring to the writing of an Action Research Bigation (p. 143) — in particular to its purpose
and rationale — they enhance that
“When you present the purpose and rationale of yasearch you are, in effect, presenting
its academic context, which involves stating wleyahbtion you have chosen is worth doing,

why it is worth studying and what it is that it ¢éabutes to the world of theory and practice”.

With an explicit reference tmeta-learningn Action Research (pp.11-12) they denote thann
action research project
“There are two action research cycles operating parallel: one cycle, concerning
constructing, planning, taking action and evalugtim relation to the achievement of the
project's aims; and another one, corresponding tee#lection cycle which is an action
research cycle about the action research cycle”.

Citing Zuber-Skerritt & Perry (2002), they adopettenomination for @ore (£' one) action
research cycleand for athesis (2 one) action research cycléoth of them applicable to
research for academic accreditation.

Referring Argyris (2003) — which argues th#tis inquiry into the steps of the cycles themselve
is central to the development of actionable knog#ed the authors corroborate that
“It is the dynamic of this reflection on reflectionttiorporates the learning process of the
action research cycle and enables action researchbé more than everyday problem

solving”, thus being “learning about learning - mther words, metalearning”.

Evoking Mezirow's (1991¥orms of reflection- operating at the individual, interpersonal, and
organizational levels, and crossing four madaerritories (intentions, planning, action, and
outcomes) — the authors claim thaction research aims to develop awareness, undlsig
and skills across all these territorigstating that
“As an action researcher you try to understand youentions, to develop appropriate plans
and strategies, to be skilled at carrying them ¢oitreflect on how well you have carried out
the plans, and to evaluate their results”.

Based on this knowledge and recommendations — gakimwever, the clear conscience that the
action and thethesis dimensions (as defined by Zuber-Skerritt & Pe2902) are strongly
interleaved along all the research cycles (thusygorot dissociable) — the current dissertation

adopts a structure where they are made expliciishaally.
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This applies particularly to the topics concernRrgblem Definition Question Formulatiorand

Objectives

2.1 MOTIVATION

Motivation to engage on a wide, complex and tramsé&tional research and change project
needs, at least, two eviderdre-conditions researcher's motivation and organization’s

commitment.
2.1.1 Researcher’s motivation

Concerning thendividual researcher’s motivatio®@sborne, Marks, & Turner (2004), which
have conducted a large-scale study in the UK ekmothe decision making of mature
students to return to education, have identiBedcategories of peoplédelayed traditional
student, “late starters who have undergone a life-changing@néy “single parents
“careerists wanting to progress in their existinggb “escapees to get out of dead-end jpbs

and ‘personal growers

These categories highlight distinct motivating ¢eistthat may encourage people to re-enter
education, while at the same time the categoriegoree how older students are taking on

study often under very different circumstancesh#rtyounger peers.

For “personal growersthey found three positive factors influencing thecision to become a
student: (1) interest in the subje¢t (2) “opportunity presents itself néwand (3) ‘prove that

| can do it. For “late starter§ they identified positive factors, including: (Xrathartic
experience as stimulygq?2) “current opportunity —‘time for mg&’(3) “self-belief — ‘If they can
do it so can I, and (4) ‘altruisnt’.

Being responsible for an IT Quality Improvement @rdanization Development unit; having
(1) a past experience in Management Consultangya &ecial learning and research interest
on Organizational Change; and (3) a specific m&@ayanizational Transformational Program
on hands; has been (usingheat-fuel-oxidizingand means-motive-opportunitgllegory) the
main triangle tdgnite this action research project, producinghain reaction,and targeting,
simultaneously, significant organizational improwsrh results relevant learning and

emergent actionabknowledge
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According to this and to my personal charactessticbelieve that my motivation tends to
clearly classify me as gérsonal growet, with some motivational characteristics of late
starter” (or, at least, blended with a certain dosagelwtiism).

Coghlan (2006), focused on Insider Action Resedbdttorates, and reflecting on the
executive action research doctorate in terms of the
“‘engagement of the individual manager—researcher first person inquiry, the
collaborative activities with others in second pmrsinquiry and the third person

contribution of actionable knowledge to the pracher and academic communities”,

synthesizes quite well, the set of characteristgsjes, roles, and outcomes associated with
this kind of organizational research process whichmy mind, has triggered the decision to
face this personal challenge.

Specifically, among other relevant aspects, herseie a very seductive form, some bullet
points which — for a researcher interested in teeetbpment of its own organization and

knowledge — belong to his critical motivational ip&d decision:

* “participants undertake a research project as iresisl of their own organizations,
frequently through an action-oriented approach sumh action learning and action
research;

* Such research aims at generating actionable knogdedvhich can be defined as
knowledge that is useful to both the academic aadtpioner communities;

* They also foster the development of the execudw@sactitioner—researchers;

* The context for insider research, particularly s action research is the strategic and
operational setting that executives confront inrtiheanagerial working lives;

* Issues of organizational concern, such as systempsovement, organizational learning,
the management of change and so on are suitabledaldor action research, since (a)
they are real events which must be managed intr@&l, (b) they provide opportunities for
both effective action and learning, and (c) theg cantribute to the development of theory
of what really goes on in organizations;

» Executives who undertake an action research prajeend on their own organization do
so while a complete permanent member, by whichesnmm that they want to remain a
member within their desired career path when treeagch is completed;
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* The researchers are already immersed in the orgdioz and have built up knowledge of
the organization from being an actor in the pro@sskeing studied. This knowledge comes
from the actor engaging in the experiential leamioycles of experiencing, reflecting,
conceptualizing and experimenting in real life attans;

* The primary purpose of action research is to pradywmactical knowing which is
embodied in daily actions by the manager-researcret the development of learning

organizations and which aims to guide inquiry amti@ in the present”.

Being appointed as program manager for this majgarazational intervention, | could not
find any better set of arguments to denote theadbaristics which have motivated me to
embrace this challenge, following such an intengsimsider research paradigm.

Now, after the researchl also add one simple, but seducing, ingrediétd: work with
persons, for persons, on behalf of persons — sametiusly developing my personal skills, my

engagement with people, and changing the way tiadydnd feel their organizational wofld

Using a dualism between process and results — éftemd on organizational and personal
improvement’s discourse — | found myself workingthwenthusiasm for my organization;
improving my own knowledge; developing myself; gejtsatisfied with the process; being
aware of the results; planning for new developmestting; and, again, getting new results,

reflecting on it, and engaging for the next cycle.

Due to this, my final reflection on the subjecttohe that:

“Individual motivation is not just a state of mindyut, also, an ongoing process, which
must be (self) stimulated, engaging our self on hey levels of relevant action and

values.

2.1.2 Organizational commitment

Although necessary, strong researcher’s motivaspnindoubtedly, not sufficient to trigger,
develop, implement, and sustain this kind of redeawhich is combined with an

organizational change cycle.

Active Organizational Commitment is also a critical camah for the success of such an
endeavour; particularlyvhen Individuals and Groups arhe main targets and agentsf

Change.
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Buchanan & Bryman (2011:pp.6-7) — concerning tlegstem of influences on choice of
organizational research methdds refer, among others, some aspects relatedoaditical
properties, enhancing that
“Researchers are routinely engaged in political ians in at least four ways, when
negotiating research objectives, obtaining pernoissi to access respondents, aligning

with stakeholder groups, and when attempting tdiphlfindings”.

Citing Korczynski (2004), and using the tergatekeepér(as “anyone in a position to decide
whether or not a research Project can proceed given sité) they clearly refer that:
“Researchers often find themselves negotiating thiejectives with the ‘gatekeepers' who

can sanction or block their work”.

Following a positive path to organizational charsgweral authors (e.g., Armenakis et al.,
1993); Miller, Johnson, & Grau, 1994) refeeadiness openness sponsorship and
commitment to changas favourable conditions to create active engageara involvement
to lead and participate on challenging change progimodifying the status quo, and solving

important organizational problems

The existence ofelevant organizational problemsnd a strongoncernandwillingnessto

solve them, is a major organizatiowlaiver to face any change challenge.

In the current situation, on the organizationaksithere was a stromgotivationto engage on
a major transformational change, solving problemksted to Leadership alignment and

improvements on Customer orientation.

The regular Customer and Employee’s Satisfactiorve§uevidenced these issuas;ongly
indicating for a “crisis” situation on leadershiprpctices, with relevant impact on employee

motivation, group effectiveness, and customer sesviguality.

A newly appointed IT Top Manager got strong awassref the fact.
He had already promoted organizational structurgnghs, and created a new Customers
Support unit. But he had also a clear vision (ambke of urgency) that much more should be

done within thepeopleandprocessdimensions to allow, and sustain, future improvetsie

IT Employees and Managers were also aware of thatgin — evidencing some discomfort

with the status quo.
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Some improvement proposals were latent.

So, this confluence of factors has created thegropnditions to trigger the program and a
supportive environment to facilitate the process issiengaging dynamics.

2.2 PROBLEM DEFINITION

Gummesson (2000) considers that action reseasclalfout research in action and does not
postulate a distinction between theory and action

It always ‘involves two goals: solve a problem and contribtdesciencg& putting a double
challenge on the researcher:

“To engage in making the action happen and to staoét from the action and reflect on it
as it happens in order to contribute to the bodirdwledgé

Referring to the dual imperatives of action reseaf¢giMcKay & Marshall (2007) enhance “its
interest in and commitment torganisational problem solvingand its interest in and
commitment toresearch, and the production of new insights anovwkadgé — arguing on the
subject, and concluding that
“The conduct of action research may be enhancedutjn conceptualising action
research as being comprised of two interconnectedies of interest: a problem solving
interest, in which researchers and participantslaobrate to ameliorate and change a
situation of concern, and in so doing, hopefullgrieabout the problem, and the problem
solving process, and a research interest, in whiekearchers adopting a particular
theoretical stance clarify their objectives and wegd actions in terms of building

understanding and advancing knowledge within a doro&interest”.

So — on a straightforward view — the Action Resegpcoblem definition implies a double

formulation, concerning itsdrganizational and “research dimensions.

Similarly, thisdouble-face formulatiompplies to the typical Research Questions and dibgs
items — where there is a clear distinction on theure of its brganizational and “research

interrelated dimensions.
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2.2.1 Organizational Problems

Despite important organizational changes which lbeeh done at the level of organizational
structures prior to the current research programimesorganizational problems still persisted,;
pointing out to the need of addressing areas swuctCastomer orientation, Leadership

practices, and Employee engagement.

Also, there was wide consensus on the need to wep@eas such as Internal Communication,
Project Management, Process Improvement, Toolt@aim and Workforce development.

At IT Top Management level there was a clear notibat changes should be deeper;
involving the active participation of all IT Emplegs, along an integrative, multidimensional,
approach.

The Bank’s Executive Board, particularly the memizsponsible for the IT function (CIO)
was aware of the problem and committed to makgrafgiant investment of its solution.

The transformation should not address only isolaeghs of IT functions or processes, but,
mainly, should involve a participative, planneddananaged process to deal with all these
problems on a structured way: addressing all theeis, and identifying, on a wide systemic
view, other relevant problems; involving all IT Elopees, their Managers, and Internal

Customer representatives.

2.2.2 Research Problems

The complexity of the interrelated kind of problerasd the nature of Change to be addressed,
have revealed as good sources to formukdearch problemand associateguestions
Being the required dynamics completely new witliase settings, it would beecessary to
find a processo:
» address aomplex, transformational, plannetiange;
* using amultidimensional and integrative approachased on an holistic, open systemic
vision;
« targeting ITQuality Improvement and Organization Developmactions, on a wide and
integrated form (using TQM and Organizational Ebar@e visions);
* involving theempowerment and the use of parallel structretworking as a complement
to the traditional hierarchical structures) to suparticipative problem solving;

* benefiting from asustained sponsorshfpom all management levels.
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Also, the approach should consider that

* there is no “best unique process or solutidiot a complex set of problems; thus adopting
an open and participative view, within the contextd searching for a combination of new
and existing approaches;

*there aset of interconnected critical success factéos the process, which must be
identified and addressed;

* the process should not only deliver its own dimrasults for the identified problems, but
alsoproduce structural results terms of a “toolkit” emerging from the procetself;

* organizational double-loop learninghould be a result from the program;

* some of the outcomes should be reflectively evalljain order to enhance what is the

emergent knowledgél) for the organization, and (2) for a more glolommunity.

2.2.3 Synthesis

The nature of the organizational and research $giroblems- in what refers to the choice of

the research and change paradigpoiats, clearly, for Action Research

It should involve a Transformational Change progi@amltidimensional, multi-level, radical
and discontinuous, involving an organizational paya’s rupture), in order to develop,
anticipatively, a new strategic vision for relevadhtorganizational unit’s vital functions and

processes (double-loop learning).

2.3 FORMULATION OF QUESTIONS

For some research approaches — where the researdisehimself outside the research context,
maintaining only the control over the experimentt Ineither influencing nor changing the
observed reality, and, frequently, using a postiaittitude — the research questions, models, and
hypothesis are clearly formulated in advance.

Tests are done to confirm hypothesis, and, ofte®a,dbjective of the research consists almost
exclusively in the filling of a theoretical gap.

The process develops new theories associated étkermerging knowledge; which, in turn, aim

to be further applied on a generalized way; and @isesubsequent research in the field.

A theoretical self-feeding process is subjacetthi®kind of research.
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Not being the strict objective of the current reskato fill, explicitly, atheoretical gap;but,
mainly, to fill anempirical gap(solving problems within its context and, as ailgesntroducing
direct improvements, with evident resultajpd also anethodological gagdeveloping a set of
methods and procedures within the organizatiortiihgs, which induce learning, with capability
for future application to the same settings); Awtion Researclparadigm has been considered as
the most adequate for the purpose.

Due to its participative, iterative, longitudinal, and expldmy nature particularly when
involving holistic change, the associatgdestions are not completely formulated in advance
being, frequently, chained along the research sycle

Often, the response to these questions, conditibassubsequent action steps, driving the

researcher to other chained questions.

This is a consequence of the adoption afiaam-deterministicapproach to change, involving

participative processes.

It has been, undoubtedly, the current case.

2.3.1 Organizational issues/questions
The organizational change cycles of the Program lbanseen as #&wo-stage major
transformational process
« Strategy determination — including organizational diagnosis, change defin and
planning, training, communication, engagementoadiientification, and decision; with a
double-target of (1) preparing Employees for pgétion attitudes, and, simultaneous,

(2) identifying and deciding on strategic actions;

« Strategy implementation — covering the coordinated planning, developmestd

implementation of a group of strategic actions dedialong the program.

So, although targeting pre-identified problem areéhasonly possible organizational change
guestionswhich could be formulated in advaneethout any preconception regarding its
answer$, were:
* What is the context and the main associated pradlenareas, issues, and change
objectives?

* Within this context, what is a feasible structuf@pproach to the intervention?
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* What are the current organizational culture charstics and its associated main
problems?
* What are the desired culture characteristics andssociated nuclear values?

* What is the gap between the current and the desngahizational culture?

This set of high-level initial questions correspsmng the essential work which has been

addressed during the diagnostic stage of thedyde of the intervention.

Based on a joint analysis and decision (conserimtaleen the researcher, the consultants, the
management structure, and the navigation teamhpteesention had been planned and further

guestions were identified along the program, bé&ingffrom wide employee participation.

The table below (Figure 1) depicts the most relevagh-level change questions formulated

along the Action Research program during this tiggtle (Strategy determination).

# STEP MOST RELEVANT QUESTIONS
1 Current Culture Q00 — What is the context and the main associatgalgmatic areas, issues, and change
versus Desired objectives? Within this context, what is a feasilsieucture of approach to the
Culture Diagnosis intervention?
Q01 — What are the current organizational cultin@acteristics and its associated main
problems?

Q02 — What are the desired culture characteriaticsits associated nuclear values?
Q03 — What is the gap between the current andehieail organizational culture?
Q04 - What are the next stages, steps, and edsdmiacteristics to enhance within the

program?
2 Service’s Culture QO05 — What is the level of Employees adherenckdamew Services’ Culture?
Workshop Q06 — How to implement the Values of the new Celtuhrough Employee Attitudes
and Behaviours?
3 Change Agents Team| Q07 — What is the role of the Change Agents?
Preparation Q08 — What is its required Profile for selection?
Q09 — What is the training to be provided to them??
Q10 — What are the relevant Case Studies to bestied by the Employees?
4 Preparation of the Q11 — What is the target population, its subgroaps, specific positioning?
Communication Plan | Q12 — What are the key communication events anocided specific communicatign

and launching of the | needs (messages)?

Program'’s Site Q13 — What are the most appropriates communicatif@nnels to be used for edch
circumstance?
Q14 — How to guarantee feedback along the procedst@ evaluate the respective

results?
59 Leadership Training | Q15 — What are the essential aspects for trairiegTteam Leaders on its individyal
(Modules | and I1) relationship with each team Member?

Q16 — What are the critical leadership competentiesrain the Leaders on their
relationship with his work Team?

6 Conduction of Q17 — What is Employees’ perception concerningpifoblematic situations and issyes
5 Cycles ofLearning | illustrated by the cases?
Meetings Q18 — What is their participation level (engagementits debate?
Q19 — What are their action proposals to solve gheblems identified during the
meetings?
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# STEP MOST RELEVANT QUESTIONS
7 Presentation of Q20 — What is the form of systematization / streetio present the conclusions for each
Improvement learning meeting outcomes?
Proposals to Top- Q21 — What are the perceptions of situation / ssiges / proposals (constructiye
Management feedback) to enhance?
8 Proposal Selection anq Q22 — What is the perception of Top Managementropleyees’ proposal presented by
Implementation Change Agents?
Q23 — What are the inherit Decisions and underlBirgctural Actions?
10 Results Evaluation Q24 — What is the level of attained results, adaims objectives (measured in termg of

the pre-defined evaluation parameters)?
Q25 — What are the positive outcomes to be retaireesed and to be developed in the
future?
Q26 — What is the external contribute, in termsesfults which can be transposed to
other contexts and organizations?

Q27 — What is the emergent Knowledge?
Q28 — What are the next steps, in order to promftiere Quality Improvement and
Organization Development?

Figure 1 — Organizational Change Questions: fortedlalong the organizational intervention
Source: own elaboration.

In fact, as denoted by this table, after an initiet of essential questions — relevant from a
diagnosis point of view — most of the subsequemisqispecifically addressed during each of
the following steps) had a formulation which waswditioned by the answers to previous
guestions, and, due to the nature of the approlaate the input (have been identified,

discussed, and approved) from the relevant staéehsl

They correspond to thdiagnostic and planning questiorssociated to thecOnstructiori
step (Coghlan & Brannick, 2010:p. 9) where
“There is a complex system to be diagnosed, intohwihterventions may be made with a

desired outcome of improvement or transformdtion

having an underlying assumption that
“Organizations are socially co-constructed and cos®multiple meanings so that there is
no single truth to be discovered and no one righay W organize that is independent of the

people who make up any particular organizat{@ampbell, 2000)”.

2.3.2 Research opportunities / questions
As it can be recognized on the previous list, sathe questions issued along ttieange

processare, by themselves, also importaggearch questions

40



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

However, on a wider perspectivgge)searching for emergent knowled@ga@so applicable

outside this organizational context) involves a&femore preciseesearch questionsThey

are depicted at the tablefingure 2.

RQOL1.

How to successfully address a complex change tivébe characteristics (planed, multidimension
integrative, participative, and transformationalyhat are the main dimensions and characteris
to be considered?

RQO2.

al,
tics

What structures / functions must be put in placerder to sponsor, manage, and actively support

the change process?

RQO3.

How to engage people, developing positive attisuttavards change (and its objectives), g
promoting active cooperative behaviours?

RQO4.

How to involve people on positive problem-solviagtivities, in order to obtain structurg
contributes to strategic action identification?

RQO5.

How can group networking be conciliated with hietey, and used as a complement of traditio

o

hal

structures, in order to cross organizational botiedapromoting change, cooperation, learning and

development?

RQOG.

How can organizational values contribute to this?

RQO7.

What should be the role of communication alongpiozess?

RQOS.

How to get continuous enforcing feedback alongpifteess?

RQO9.

What are the main dimensions, areas which mustdieessed, and the associated critical suc
factors?

Less

RQ10.

What are the major outcomes of such a process?

RQ11.

What can be learned?

RQ12.

How can all this be reused inside and outsidetmtext?

Figure 2 — Research Questions
Source: own elaboration.

They evidence an extreme opportunity to questiopomant aspects of transformational

change, using Organization Development lenses, @macerning some critical areas,

“ingredients”, and possible outcomes of such a derprocess.

Naturally, these two sets — ohange orientecndresearch relatedjuestions- overlap, due to

the interleaving objectives of action research; as,previously referred (McKay & Marshall,

2007), the dual imperative’sof action research.
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2.4 OBJECTIVES

Target formulation, with a goodalance between organizational goals and reseatgeaives

Is essential. Not only to grant feasibility to thetion research proposal, but, also, to keep the
project viable along its life-cycle implementatiofhis is vital. Otherwise it can compromise,
either the necessary organizational relevance grepg to stakeholder expectations), or the
research rigour (providing the right answers to tght questions), using the adequate
approaches.

Concerning intra-organizational research — althodigh main driving forces emerge from
organizational relevance (focusing on organizaliay@als, objectives, participation, learning,
and achievements) — research rigour (formalism)kioed with relevant theoretical knowledge
integration is crucial to imprint a sound basighe approach. This combination should facilitate
organizational transformation, promote innovatiamg produce emergent knowledge.

The integration of both dimensions, afganizationalandresearchobjectives, should produce a
synergistic effect, between rigour and relevancegl, asimultaneously, sustain the change

momentum, facilitating its outcomes.

2.4.1 Organizational Goals

The T' cycle of Organization Development — entitled ag ®hanging IT Program
developed during 2009, and involving all the ITusture — has integrated a set of structured
actions of consulting, training, internal commutima, and participation; targeting the
following main explicitorganizational objectives

* to develop a &vice Culture- customer oriented, and based on a more opefieailole
internal communication structure;

*to develop and harmonize more effectiveadership practices- valuating employees
coaching, leadership skills development, and teaatisude alignment towards values
and principles;

*to promote theEngagement and Participatioaf all employees on the definition and
implementation of service and internal functionimgprovements.

Along the 29 cycle of the OD program the objectives — emergiram the f' cycle
employees’ participation and associated IT top-rgangnt strategic decisions — should cover

the implementation of a set of major structuralicg targeting Employee Satisfaction,
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Motivation, and Teams Effectiveness, covering asah as (1) Training, Development and
Communication, (2) Leadership practices, (3) Beatftes Adoption, and (4) Work Process

Optimization and Supporting Tools Implementation.

In Chapter 4 of this Dissertation further detaite given for the specific objectives which

have been established for each one of these psoject

2.4.2 Research Objectives

Concerning the nature of the research problem®ares questions (Figure 2) have been
previously set. They took into consideration therelteristics of the desired change, its
interrelated target domains, and the non-detertiecnmature of the participative approach to
be undertaken.

So, considering those elements and the organiztgoals, a set afesearch objectivebas

been defined; as summarized by the table in Figure

ROO01. Develop a process to support a complex planneshgsh intervention, which, simultaneously,

address the specific change objectives, and incarpthe role of engagement and participatia

=

RO02. Develop adequate supportive groups, roles, atidnacto manage and enforce change alond all

the process

RO03. Develop base anchors, and engaging processesotnofe change through active people

involvement

RO04. Design specific environments, and processes gagm people on positive problem-solving,

decision, and strategic actions' determination

RO05. Design a structured process, and a set of worgnmgiples, teams, rules and procedureq to
provide added value to existent organizationalcstines, in order to implement organizational

values, promoting engaged generative learning

R006 Highlight the role of organizational values algent and implementation as catalytic drivers|of

change

ROO07. Develop a continuous communication process agtlight its main features, and supporting

mechanisms

RO08. Develop a process to support a climate of pasifaedback which enforces messages and its
assimilation by all intervenient
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Figure 3 — Research Objectives
Source: own elaboration.

2.5 RESEARCH HYPOTHESIS

of

ROQ09. Identify the main areas that (together as a whelteuld be addressed, and the associated focal
aspects which must be considered for those areas

RO10. Identify the main results of a process with thelsaracteristics

RO11. Make explicit the knowledge and development outes of the process

RO12. Highlight the internal and external implicatiom$ the results of the process, in terms
management and knowledge implications

Also, in strict alignment with these research goest and objectives, a set wfain hypothesis

has been formulated; as summarized in Figure 4.

RHO1.

A holistic Process, involving People, through Mieg creation, and using an Ethical basis, W
create appropriate conditions to facilitate chamigjectives, and increase satisfaction levels

RHO2.

Top Management Sponsorship, a Coordination Teauth,an active / independent Change Age

nts

Team, together with Leadership Training and Groeprhing Sessions, will promote Leadership

practices development, and Employee EngagemenPariitipation

RHO3.

A strong focus on Values and Participation, aloggup open discussions concerni
organizational life, will facilitate active coopéinge behaviors and outcomes

RHO4.

Small-group thematic (case-based) Learning Mgstifocusing on solutions to problems, with

in

an open, positive and participative discussionsgirgy organizational boundaries and suppoifted

by independent Change Agents, will produce inteleeining and knowledge, as well as object
structured contributes for strategic actions

ve

RHO5.

Using a bottom-up mechanism - based on inclusigen, and participative group discussions,
its transparent presentation to Top Management H \vicrease cross-organization
communication, cooperation, and change-relatedfgignt outcomes

nd
|

RHOG.

Meaningful values shall be a good basis to prencodss-organizational engagement. Participa
definition and discussion of those values, acrdssha organization, will enforce its sharing
alignment, promote positive attitudes around thand, stimulate congruent behaviors

ive

-~ =

RHO7.

Clear Communication along the program, and inwgjvall the stakeholders, will create tru
informing people, engaging them, and getting pesiteedback

RHO8.

A bi-directional communication process, collegtidirect feedback from change agents, &
testimonials from managers and employees, willter@apositive climate to engage on chan
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contributing to the enforcement of change messages

RHO9.

On the Ethics dimension, the success of suclo@eps requires transparency and trustiness, arjd an

active voice process, involving communication, eyggaction and improvement.

Creation of Meaning, should cross all the orgaional boundaries, involving the definition of gn

Inspiring Set of Organizational Values, the useSbiidy Cases, Transparent Decisions,

hnd

Testimonial and Constructive Feedback, supporjeainbintegrative Communication Plan. People

must be actively involved, which requires, strongpdManagement Sponsorship, with
Coordination Team, and an active Change Agents Taathe real groundwork.

a

Leadership Training is essential to promote Man&ggagement, and get Employee Engagenjent

and Patrticipation.

An adequate Process must be set-up to promotdesieed change — with a Diagnostic Model
Program Structure, and Evaluation Methodology, @andRigorous Evaluation of the who
intervention.

Figure 4 — Research Hypothesis
Source: own elaboration.

These research hypotheses — focusing mainly oanaefivork which underlies the organizational

transformation process — address the essentiattaspiethe transformative process, as a whole,

and its main dimensions: ethics, meaning, peopie paocess.

It integrates a set of critical success factorscivhare considered as essential to promote the

desired change within this settings and charatiesis
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3 KNOWLEDGE BASE — LITERATURE
REVIEW & UNDERLYING THEORIES

STRATEGIC = “Hard “versus “Soft” approaches to Organizational Effectiveness
POSITIONING = Internal Dimensions for Performance Improvement
= The importance of organizational culture within a changing context
Organkzational = The meaning of organizational culture
Culture and | * A model for organizational culture analysis: the Competing Values Framework
VELGE = The change management process associated with the reference model
= The essential role of leadership on organizational culture change
= [ eadership theories and its vision
Leadership = Team performance models and its topological evolution
and Team = Leadership and team performance models
LRI GE = Summary and conclusions
= A pragmatic view of Leader’s Responsibilities
INTERVENTION Vilscs and = Values, attitudes and behaviours
DOMAINS Employee = Organizational Identification, its antecedents and impacts
RAERECRICR = Commitment. Psychological Sense of Community. and Extra-role Behaviour
= Support Structures for Workforce Development
= Process Improvement and Tool Implementation
= Organizational Communication
= A brief historical overview: from craftsmanship to organizational excellence
= Foundational visions of quality: Deming, Juran and Crosby
Quality and | . Quality Dimensional Visions: product, process, customer, culture
Organizational
Excellence = Main Models associated to Organizational Excellence
= The EFQM Organizational Excellence Model
= The importance of Leadership, People & Participation within the EFQM Model
= Organization Development — definition and approaches
ORGANIZATION | = Organizational Change —its relationship with Organization Development
%EI]-"SXII\}‘I?EJ = The Human Factor: change-related Attitudes and Behaviours
CHANGE = Organizational Change: Theoretical Foundations and Paradigmatic Visions

= Major Change (Transformational): Approaches, Dynamics, and Processes

* ORGANIZATIONAL RESEARCH METHODS AND PARADIGMS

* THE ACTION RESEARCH PARADIGM
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A pre-condition for the success a large-scale, holistic, organizational chamgervention,
using Action Research, and covering a wide set aja@izational Disciplines, is @eep
understanding of

* The theories and scientific foundations of theegerial intervention domains

» The main aspects related with trganizational transformation dynamjcsnd

* Theformal aspectslirectly associated with thresearch paradigm

Although not being, by its nature, a specific anéat objective for this Dissertation to promote a
theoretical development or debate within thesesaiiess, however, important @mphasize some

relevant aspects, as significant knowledge apiedg the interventian

Also, because the Action Research process is not so,sualell-understood, and well accepted
as any other (more traditional) research approdasaving specific characteristics and evaluation
criteria — special details, concerning this research paradigemd focusing on insider
organizational research, are included

3.1 STRATEGIC POSITIONING

3.1.1"Hard” versus “Soft” Approaches to Organizational E ffectiveness

Referring to the Strategic Management processhesfull set of commitments, decisions, and
actions required for a firm to achieve strategicngmetitiveness and earn above-average
returns’, Hitt, Ireland, & Hoskinsson (2009) refer two tiretical models, with very different

orientations and assumptions, to achieve firm’aricial performance.

One of the approaches that they refer (p. 13) eslnddustrial Organization model very
popular during the 60s to 80s of last century —clwldonsiders thexternal environment as a
primary determinant for the strategiaslopted by organizations to succeed; thus assuriat
greater influence to the factors related to theigtdal sector where the organization develops

its activity, rather than to its internally-relatethnagement options.

They enhance it as a model which is based on faum assumptions
*“The external environment imposes pressures andstcaimts that determine the

strategies to produce above-average returns;
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* Most organizations compete within an industry, osegment, where they control
similar strategic resources, and follow similaratgies;

* The resources used to implement those strategeesssumed to be highly mobile
across firms, so any differences that might devbkteen firms will be short-lived;

» Organizational decision makers are assumed toakienal and committed to acting

in the firm’s best interests, as shown by theiffiprmaximizing behaviours”.

As the approach sequence (figure 5) denotes, withinmodel &ssets and skillsare mere
instruments emerging from the need tmglement a stratedyformulated for an attractive

industry’ on the basis of itséxternal environmehtand targeting dbove averagereturns.

) 1. Study the external
THE EXTERNAL . .
ENVIRONMENT environment, especially the
industry environment.
— 2. Locate an industry with high
AN ATTRACTIVE .
INDUSTRY potential for above average
returns.
: 3. Identify the strategy called for
STRATEGY

FORMULATION by the attractive industry to

earn above-average returns.

4. Develop or acquire assets and

skills needed to implement
the strategy.

ASSETS AND SKILLS

5. Use the firm’s strengths (its
STRATEGY developed or acquired assets
IMPLEMENTATION

and skills) to implement the
strategy.

SUPERIOR RETURNS

Figure 5 — the I/O Model of Above-average return
Source: Hitt, Ireland, & Hoskinsson (2009)
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This approach is strongly associated with instrusiemherethe external analysige.g.,
Porter's (1980) Competitive Five Forcgsjevails in detriment of considering the strategic

influence of internal factors associated with Reses and Capabilities.

On the other hand the Resource-based Model (fi§uedso referred by these authors (p. 16)
is strongly based on the assumption tlegtch organization is a collection of unique res@src
and capabilitie’. It starts from that tniquenessprinciple to, based on thoseesources and

on the identification of the associatddrh’s capabilities, evaluate tompetitive advantagés
for attractive industry or segments, to apply thdahys formulating and implementing

adequate strategies in order to earn above-avesagas.

1. Identify the firm‘s resources. Study
its strengths and weaknesses
compared with those of
competitors.

RESOURCES

2. Determine the firm's capabilities.
What do the capabilities allow the
firm to do better than its
competitors?

CAPABILITIES

3. Determine the potential of the firm's
resources and capabilities in terms
of a competitive advantage.

COMPETITIVE
ADVANTAGES

AN ATTRACTIVE

INDUSTRY 4. Locate an attractive industry.

5. Select a strategy that best allows the
firm to utilize its resources and
capabilities relative to opportunities
in the external environment.

STRATEGY
FORMULATION AND
IMPLEMENTATION

SUPERIOR RETURNS

Figure 6 — the Resource-Based Model of Above-aeeragurn
Source: Hitt, Ireland, & Hoskinsson (2009)
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This second strategic approach, strongly based rdarnial dimensions -—resources
capabilitiesand competitive advantages is, clearly, a line of thought whidhvests on the

internal value chainfollowing anorganization development perspective

These quite differentiated approaches to orgawizaltistrategy have, also, some parallelism
with two other organizational change strategic apphes, referred by Beer & Nohria (2000):

* Theory E: where change is based on “economic value” (agh®t/O model), and

* Theory O: basing change on *“organizational capability” (ionsonance with the

resource-based view).

Within Theory E (a “hard’ approach, whereshareholder value is the only legitimate measure
of corporate succe®schange usually involveshtavy use of economic incentives, drastic
layoffs, downsizing, and restructuringbeing important aspects such as organizational

learning and employee engagement often ignoreddurced to a minor dimension.

On the other hand, fofheory O (considered as asbft approach, wherethe goal is to

develop corporate culture and human capability thgb individual and organizational
learning’) the human dimension of change, includingmiployee behaviours, attitudes,
capabilities, and commitméntcombined with an drganizational ability to learn from its

experiencg are considered as the main route to organizatisnccess.

According to these authors, although respondingety distinct motivations to trigger and
approach organizational change, these two archetygeaditionally seen as antagonist — can

be successfully combined.

Supported by real success cases, they stress dhataf these two approaches, alone, is a
guarantee for organizational success — enhancigottyanizations that combine these two
approaches are those where the probability of s$amebus successful achievements on

profitability, return, productivity, and sustainedmpetitive advantages is higher.

The following table (figure 7) summarily evidencés; each of the relevant dimensions of
change, the set of characteristics detailed byattibors for each one of these approaches, as

well as for what they consider thatri integrated approach might look like
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D

Dimensions Theory E and O
Theory E Theory O .
of change Yy y Combined
o o Explicitly embrace the parado.
Maximize shareholder Develop organizational )
Goals o between economic value and
value capabilities o -
organizational capability
. Manage change from the Encourage participation Set direction from the top and
Leadership
top from the bottom up engage the people bellow
) Build up corporate Focus simultaneously on th
Emphasize structure ang
Focus ‘ culture: employees’ hard (structure and systems) a
systems
Y behaviour and attitudes the soft (corporate culture)
Plan and establish ) i
Process Experiment and evolve Plan for spontaneity
programs
) Motivate through ) ) i
Reward Motivate through ) Use incentives to reinforce
. o . commitment — use pay a o
System financial incentives ) change but not to drive it
fair exchange
Consultants analyse Consultants support
Use of i ) Consultants are expert resourd
problems and shape management in shaping
Consultants i . . who empower employees
solutions their own solutions

Source: Beer & Nohria, (2000)

Figure 7 - Comparing Theories of Change: Theoryn& Bheory O

Focused on #luman Resources Management perspediivess et al. (1997) also refer these

soft and hard forms as quite distinct approaches - respectiveligned with the

developmental-humanistiand theutilitarian-instrumentalistprinciples — either putting the

emphasis on theumanor on theresourceglimensions.

Also, the authors compare tls®ft model with Theory Y (McGregor, 1970) approach or

notions of ‘hermeneutical mdn and, thehard model with Theory Xview, where people

management needs to be controlled and directed &tooné.

They enhance an existirgpnflict and tension between these modelsompounded by the

conceptual difficulties contained within them, peautarly concerning the notions of strategy

integration and commitmeht arguing that because their assumptions are so divergent, they

cannot both properly be incorporated within a smgmodel of human resources

managemerit

These authors have drawn their conclusions base&igbmh in-depth case studies, in major UK

organizations, and have found that no pure exangflegher form existed.
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Based on the data obtained on an extensive setnaéys, interviews, and focus groups, they
conclude that
“The rhetoric adopted by theompaniesfrequently embraces the tenets of the soft,
commitment model, while the reality experienceceimployeeds more concerned with

strategic control, similar to the hard model

This tension — between two, almost paradoxal, tapaews of the organization — are, often,
interleaved within organizational life historic pmts, and correspond toreatural struggle

betweereconomicsurvival (external request) agdpabilitiesdevelopment (internal need).

Boonstra (2004:p. 449) — focused on an Organizabenelopment perspective — highly
contrasts planed or market-induced charigsith “organization developménttable in figure

8) assimilating them, respectively, witlitfeory E and “Theory O.

Planned change (Theory E) OD (Theory O)
Organizations as adapt systems to market demai Organizations as purposeful sc-technical systel
Human beings as social capital to perform objestive Human beings as creative and collaborative people
Employees motivated by personal advantage Employees motivated by developing human potential
Managers using position power in steering cha Managers using personal power in mutual collabon
Consultants as knowledge-driven experts Consultants as process-driven facilitators
Organization life as source of shortcomings Organization life as source of experience
Focus on economic measures of performance Focus on improvement of effectiveness and workiieg |
New design of business processes Improvements based on the existing organization
Top-down steering of change process Utilization of knowledge and insight of personnel
Solutior-oriented based on value ch Problen-oriented based on working experier
Episodic change with stable end situation Continuous improvement
Single linear change process Iterative change process
Techne-economical process rationa Socic-political process rationali
Strict norms and planning in change process Regard for ability to change in emergent changegs®
Start with abstract business models Start with concrete working experiences
Emphasis on expert knowlec Application of operational knowled
Separation of design and implementation of change Smooth transition between phases in change
Learning as reflection by change managers Learning as a collective and ongoing activity
Knowledge development by using techniques Knowledge development by action research

Figure 8 - “Planned market-induced changEidory B versus‘Organizational DevelopmentTheory Q
Source: Boonstra (2004)
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Although being, to a some extent, a radical cotitrggicture — enhancing its paradoxes and
dichotomies — it reflects, along several importdithensions, a clear distinction between
“hard” and “soft’ approaches to change; revealing some importadénying basebelieves,
attitudes, values, norms, and real-world interptetas intrinsic to OD theorists and

practitioners.

Despite this dichotomist view (but still with sontpiite evident roots on Organization
Development) Boonstra (2004) develops (p. 451) aterinediate perspective on
organizational change — which he designatesThsory G Continuous changing and

constructing realities- with the following characteristics:

* “Organizing and changing is an ongoing processrdgi-activities, sense-making, and
self-making;

 Human beings construct organizing and changing asia$ realities by multiple
interaction and sensemaking;

* Employees, organizational leaders, and consultantesact and work together in a non-
hierarchical manner;

» Changing and organizing are processes of endlegtifivations in work processes and
social realities;

» Changing and organizing are rooted in multiple igas to facilitate ways of relating
that are open to new possibilities;

* Changing and organizing become continuous and rietated processes in which all
participants are involved,;

* Focus on agreements and modifications based onneting activities, interrelations,
and sense-making;

* Involvement of all stakeholders as participantsijoint interaction process of creating
new realities;

» Searching for new possibilities in a continuousgass of transformation and learning;

» Continuous changing with no end state; accumulatibaendless small agreements;

* Cyclical process of changing and equilibrium segkbetween stability and change:
freeze—rebalance—unfreeze—freeze;

» Social constructionist rationality in which relatie and realities are constructed as real
in their consequences;

* An ongoing process of improvising, sense-makind,a@meeing;

» Concrete inter-activities in multiple, local-hisical, and social realities;

» Changing is a collaborative approach in which ewesrg contributes as an expert;

* Inquiring, intervening, and changing stay joined;

» Learning and knowledge development as processtefaction, reflection, and sense-
making by all participants.”
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The current intervention has, definitively, addessgon its 1 cycle) thesoft dimension of
culture — targeting committed, and engaged attgualed behavioural outcomes, emerging
from a common vision and set of values — but negdtiing (on the ¥ cycle) thehard
dimension of strategy structure processes and competencydevelopment; necessary to
provide an adequate response to external requitsngeragmatically increasing a customer-

orientation approach).

We believe that, the confluence of these two liokaction, at mid-long term, will produce

effective work behaviours, increasing employeedatifeness and customer satisfaction.

But, it is important to stress theéte prime organizational approach shoué enlighten by a
strategic vision thaihvests on the role of people, along the interredlg chain, to promote

the development of the organization as a whole

Heskett et al.’s (2000) “service-profit chain” (@slishing ‘felationships between profitability,
customer loyalty, and employee satisfaction, lgyadtnd productivit}) also confirms this

major role of employees over firm’s performance

3.1.2Internal Dimensions for Performance Improvement

Focusing on this internally based view, Burke &wiit (1992) enhance on theausal
Model of Organizational Performance and ChangEigure 9), as crucial aspects on the basis
of individual and organizational performance, a seitmportant internal dimensions. They
includeLeadership, Management Practices, Work Unit Climadotivation, Organizational

Culture, and Individual Values and Needs

Their model includes two main dimensions:

* Transformational: corresponding to dreas in which alteration is likely caused by
interaction with environmental forces (both witland without) and will require entirely
new behaviour sets from organizational memheasd including variables related with
missionandstrategy leadershipandorganizational culture

* Transactional: corresponding to short-term interactions among people and grdups
and including, on one side, issues related siithcture tasks,and individuakkills; and,
on the other hand, witeystemgpolicies and procedures), and individwaluesand

needsas well as its articulation withiork climateandmotivation
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EXTERNAL
ENVIRONMENT

LEADERSHIP

MISSION AND ORGANIZATIONAL
STRATEGY CULTURE

MANAGEMENT

PRACTICES SYSTEMS

STRUCTURE (POLICIES AND
PROCEDURES)

FEEDBACK

WORK UNIT
CLIMATE

MOvVHdATdd

TASK AND 7 : INDIVIDUAL NEEDS
IND. SKILLS Ll i AND VALUES

INDIVIDUAL AND
ORGANIZATIONAL
PERFORMANCE

Figure 9 — Burke & Litwin’s Model of OrganizationBerformance and Change
Source: Burke & Litwin, 1992.

On thetransformationalside of change, they refer that it occurs as pomese to the external
environment and affects directlynission, strategy, leadership and culturbging the
transactionalfactors further affected, includirggructure, systems, management practices, and
organizational climate Together, these transformational and transadtiéaetors affect

motivation which, in turn, affectperformance

Within the model, Burke & Litwin (1992) clearly deé each of the associated essential
concepts, namely:
* “ Mission and Strategy- what the organization's (a) top management kesias and has

declared is the organization's mission and strategy (b) what employees believe is the
central purpose of the organization;
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* Leadership— which consists in executives providing overajlamizational direction and
serving as behavioural role models for all empleydecluding include followers
perceptions of executive practices and values);

* Culture — set of implicit and explicit rules, values, gmanhciples that are enduring and
guide organizational behaviour (the way we do tkiagound here”);

* Structure — arrangement of functions and people into speciieas and levels of
responsibility, decision-making authority, commauaticn, and relationships to assure
effective implementation of the organization missiad strategy;

* Management Practices- what managers do in the normal course of eventsse the
human and material resources at their disposalaoycout the organization strategy;

» Systems — standardized policies and mechanisms that fat@li work, primarily
manifested in the organization reward systems, mament information systems (MIS),
and in such control systems as performance appageal and budget development, and
human resource allocation;

* Climate— collective current impressions, expectationg| gelings that members of local
work units have that, in turn, affect their relat®with their boss, with one another, and
with other units;

* Task requirements and individual skills/abilities- required behaviour for task
effectiveness, including specific skills and knogéerequired of people to accomplish the
work for which they have been assigned and for lwtiiey feel directly responsible;

* Individual needs and values- specific psychological factors that provide desand
worth for individual actions or thoughts;

» Motivation — aroused behaviour tendencies to move towardsgdake needed action,
and persist until satisfaction is attained”.

Concerning the origin of the model, it is importémtenhance that it is the result af §ood

combination between theory and practicebdr, in the author’s explicit words:
* “the fundamental framework for the model evolvexrfrtheory”;

 “the components of the model and what causes am@in what order, on the other hand,

have evolved from our practice”;

* “the linkage typically is in the direction of theprand research to practice: that is, to

ground our consultation in what is known, whathsdretically and empirically sound”.
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This model is a main reference. It represents #sermdial areas which have been addressed
along the intervention, namely those depicted irstaight line between the “external
environment” and “individual and organizational foemance” (Leadership, Management
Practices, Work Unit Climate, and Motivation); aslhas, Strategy, Organizational Culture,

Systems, and Individual Needs and Values.

All these areas have been worked along the firglafization Development cycle of the
intervention; being the remaining areas (Structliessks, and Skills) object of special concern

for the strategic actions which have been impleegtatong its second cycle.
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3.2 INTERVENTION DOMAINS

Organizational Culture and Values, Leadership arehnT Effectiveness, and Employee
Engagement have been the main areas covered gt @figanization Development cycle of
intervention.

Along a wide participative and generative learnomgcess, it has prepared the ground to face a
set of interrelated projects developing Suppoucsures for Workforce Development, targeting
Process Improvement and Tool Implementation, erihgrn@rganizational Communication, and
promoting Quality and Organizational Excellence.

So, relevance must be given to these foundatiosiadcts, as representing the most important
knowledge areas which has been considered to taitat develop these organizational

interventions.

3.2.1 Organizational Culture and Values

Organizational Culture and Values form thasisof the triangleaddressed by th€hanging
IT Program where Leadership and Employee Engagement intedhegt two other major
dimensions. In this sense, it provides the necgsstability for the development of the other

two dimensions.

3.2.1.1 The importance of organizational culture withinhaieging context

In their introduction to organizational culture’dange, using the Competing Values
Framework, Cameron & Quinn (1998), wisely referttha
“No organization in the twenty-first century woultbast about its constancy,
sameness, or status quo compared to ten yearsSigbility is interpreted more
often as stagnation than steadiness, and orgamizatihat are not in the business
of change and transition are generally viewed asal@trant. The frightening
uncertainty that traditionally accompanied majoiganizational change has been

superseded by the frightening uncertainty now aasedt with staying the same”.

And they proceed, enforcing this vision, arguingtth
« “Although the tools and techniques may be presemt the change strategy
implemented with vigour, many efforts to improvgamizational performance

fail because the fundamental culture of the orgation-values, ways of
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thinking, managerial styles, paradigms, and apptesc to problem solving

remains the same”.

* “Modifying organizational culture, in other wordss a key to the successful
implementation of major improvement strategies (TQMownsizing,
reengineering) as well as adaptation to the incnegsturbulent environment

faced by modern organizations”.

These assertions within the context of a framevdakeloped by the authors — which is
generally considered as very powerful, and wideted) for organizational culture

diagnosis and change projects — give a strong ee@en the need for considering the
role of organizational culture as a key factor &irategic Change and Organization
Development initiatives.

This is valid, both, to face change programs imgdseexternal environment adaptation
requirements, as well as, for internally triggetethsformational programs which target

the preparation of the organization, as a whol&dm and change.

3.2.1.2 The meaning of organizational culture

There is not a general, widely accepted, definifmmorganizational culture and for the
elements and dimensions which integrate this cdn@gwveral distinct definitions and

key components are applied; usually depending ercdmtext of the approach.

Neves (2000) — referring literature reviews doneKbgeber & Kluckholn (1952) on the
anthropological domain (which identify 164 defioits for culture), and by Ott (1989)
on the organizational culture area (reporting 78nd®ns) — enhances thddtk of
agreement between researchers about the contentsilofre’; identifying, however,
some common patterns and ideas among authors, ylamel

« “a common reference structure shared by a signiftmount of people;

* socially developed, learned and transmitted in éhaal, cognitive and

emotional terms;

* integrating several layers, some peripheral andiblés some others more

profound and invisible;
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* where the base kernel is composed by fundamensainmgsions, what some

other call also values;

» which provides to people orientation rules and nerim order to understand,
think and feel organizational functioning problemsijther on internal

integration, or on external adaptation;
 which contributes to the definition of an organieatl identity;

 with symbolic characteristics, revealed by the nieguexpressed on their more
observable manifestations, like artifacts and ofigational behaviour patterns;

* subject to change, although on a not easy way;

* as a product of the history of the organization;

 which can be evaluated by qualitative and quantitaimethodologies;
* with a direct and indirect influence on organizaiad performance and

* a structure composed by several layers, whose otstaries in extension and
accessibility. “

Using the “onion” metaphor — subjacent to the sthadeas which envisage culture as a
“layers phenomena (Hofstede, 1991; Ott, 1989; Raewss&990; Kotter & Heskett,
1992; Schein, 1990; Lundberg, 1990) and where rdiffe meaning levels are
interconnected, since the more peripheral and olede, till the more profound and
imperceptiblé — the author proposes aix-layer modelwhich *has implied a
multidimensional conception of the blended culitineate concept, and a constructivist
vision of reality.

The most external (objective, and visible) layerlYAepresents therganizational
attributes which originate organizational climat@cluding context variables, structure

variables, and process variables.

Layers A1 and A2 together represent, for the authloe idea of 6rganizational
climaté’, this is, ‘the descriptive perception of the organizationalismnment — where
A2 represent the individual attributes (individyeychological field) which influence
organizational climate.

60



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

The remaining — more internal and less visible lay# the model — represent the idea
of organizational culturewhich can be evaluated only through evaluativegions,

namely:

» Layer A3 — theartifacts (a “result of human intervention, with a physical foom
existence, and a purpd3e— which represent the behavioural dimension of
organizational culture (peripheral, and more vebleither morephysical (e.g.,
architecture, buildings, space arrangement, flegmtypes, dressing codes, systems,
technologies); or thentangible ones (e.g., language and technical terminology,
slogans, narratives, mites, legends), and intealipcommunicate information about

organizational functioning;

* Layer 4 -behavioural patterns and norms assuming the form of recommendations,
prescriptions, and even forbiddances — these #@selzat members of an organization
perform on a daily basis; sometime automatic owbs;h effectiveness is taken from
granted; includingmanagement practicegsuch as, strategic planning, human
resources practices, meetings, communication, eustaelationship, competition,
external relationships, and other practice®temonies(acts that the organization
promotes to remember and enforce the importanceedéin cultural values); and
rituals (in order to put conventions on social interactioprescribing standard

behaviours, and expressing what is valued and ishmadt acceptable, or tolerated);

» Layer 5 —values, beliefs, and ideologies the essence of culture for some authors
(Hofstede, 1990; Trice & Beyer, 1993); as thredson for individual behaviouts
(Schein, 1985); strongly related with ethical cqdeswhat people believe to be true
or not’, driving “what people dj and often transforming opinion into truth and
attitude into certitudé

eLayer 6 — basic assumptions— an ‘nvisible’ layer, at sub-conscientious /
unconscientiously level; which work as amplicit theory helping people on the

way they think, feel, and behave.

Similarly, Edgar Schein one of the most prominent scholars theorists ten fteld

(whose deep work and publications constitute a m@&ference for academics,
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consultants, and practitioners, being, along yead with success, incorporated into
their methodologies and best practices), referganizational Culture (2009)as an
oversimplified concept (by the use of expressioks fthe way we do things around
herée' or "the rites and rituals of our compahyHe considers that a better way to think
about the Organizational Culture concept implies timderstanding of their distinct
levels which “go from the very visible to the very tacit and &ibvlie’ (figure 10).

Visible organizational
ARTIFACTS structures and processes

(hard to decipher)

ESPOUSED
VALUES

Strategies, goals, philosophies
(espoused justifications)

Unconscious, taken for granted beliefs,
perceptions, thoughts, and feelings ...
(ultimate source of values and action)

UNDERLYING
ASSUMPTIONS

Figure 10 — Schein’s three levels of Culture
Source: Schein, 2009.

As he refers, the easiest level to observe isahattifacts: “what you see, hear, and feel
as you hang around when you go into an organizatidhey differ from organization to
organization, and they can be felt immediately tigio the behaviour of the

organization; sometimes they havefnediate emotional impdct

On a level below — necessary to explawhy the members of the organization are
behaving as they do, and why each organizationoissitucted as it is— Schein
identifies theespoused valuess ‘tertain values that are supposed to create an image
of the organizatioh The author refers also that its real dimensiaty @an be obtained
from the inside of the organization; either fronrraives or from documents (often
describing the values, principles, ethics, andowisi of the company). Sometimes
inconsistencies between artifacts and espousedewvahwe latent, and can only be

deciphered at a lower level: tkbared tacit assumptiond-or this level, he asserts that
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its understanding requiresthinking historically about the organizatidon(this is,
identifying “throughout the history of the company, what weeetalues, beliefs, and
assumptions of the founders and key leaders thdentessuccessfl)i considering also
that ‘the essence of cultures then the jointly learned values and beliefst twark so
well that they become taken for granted and noretiagle’.
According to this vision, the authdefines Organizational Culturas:
“a pattern of shared tacit assumptions that wasredrby a group as it solved its
problems of external adaptation and internal inttgpn, that has worked well
enough to be considered valid, and, therefore,edaught to new members as the

correct way to perceive, think, and feel in relatio those problenis

As a consequence of this definition, and understandf what Organizational Culture

is, he highlights some associatzhclusionsaand importanimplications

* “culture is so stable and difficult to change beeaiigepresents the accumulated
learning of a group-the ways of thinking, feelingd perceiving the world that have

made the group successful;
* the important parts of culture are essentially sible;
» members of the organization cannot readily tell ydat their culture is;

* cultures cannot be ‘measured’ and ‘quantified’ thgh surveys or other techniques

that only ask about behaviour and espoused values;

« there is no right or wrong culture, no better or nse culture, except in relation to
what the organization is trying to do and what tevironment in which it is

operating allows;

» General arguments of the sort you read in poputarature about becoming more
team-based, or creating a learning organizationearpowering employees - are all
invalid unless they show how the tacit assumptwn#hich these ‘new values’ are

based are adaptive to the environment in whiclotiganization has to function.

*In some markets and with some technologies, teakwamd employee

empowerment are essential and the only way thenizghdon can continue to
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succeed. In other market environments or with oteehnologies, tight discipline

and highly structured relationships are the prerisges to success

This vision of Organizational Culture provides addasis for understand it; as well as
to realize the need to work on its deeper levedsely on the underlying assumptions;
sharing and assimilating new meaningful valuesrieonto reach consolidated changes
at artifacts’ level (particularly in terms of visgbehaviours andtays of doing.

This implies the use of precise instruments for @igational Culture analysis and
diagnosis; involving insider change agents; basethots and documents; knowing the
organizational history; building on success to npooate it on organizational memory;

and enhancing the underlying organizational values.

A more practitioner-driven visionCponner, 1999 — a change-oriented approach to
Organizational Culture, strongly aligned with Leigithree-step organizational change
model (1951) and principles — defines Organizafi@hdture, on simple and pragmatic
terms:
“The basic pattern of shared beliefs, behavioursd assumptions acquired over
time by members of an organization”,

making explicit the underlying concepts:

* Beliefs: “the consistent set of integrated values and exgients that provide a
framework for shaping what people hold to be trudadse, relevant or irrelevant,
and good or bad about their environment”;

* Behaviours: “observable actions that constitute the way peayderate on a day-
to-day basis”;

* Assumptions:‘the unconscious rationale for continuing to apmigrtain beliefs or
specific behaviours”.

and enhancing that

“When people develop belief and behaviour pattdrasdre successful, they tend
to rely on these patterns whenever similar circamsés arise. If many such

situations occur over time, the use of these padtdnbecomes less and less
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consciously acknowledged, and people begin to aghy@ypatterns unknowingly.

When this occurs, these patterns are referred tor@®nscious assumpticns

These statements, corroborating Schein’s (200@ri@®ss, also explicit the importance
of repeated successfldelieves and behaviours; developed together along time;
incorporated as unconscious assumptions; and hawgrlying sharedvalues on

organizational culture (trans) formation.

Conner's perspective on strategic, planned, andageth change processes, also
considers organizational culture (and its realignthas a key issuewhen a strategic

decision requires a major shift in the way managerna@d/or employees operate

He enhances that corporate culture can be an iamgosburce of resistance to major
change, becausef“the beliefs, behaviours, and assumptions reguite drive the
change are inconsistent with the existing culturesistance will increase, and the

change may fail to be successfully impleménted

So,consistencynust be assessed bgomparing specific aspects of your existing culture
with the beliefs, behaviours, and assumptions reguby the chandgeOn its diagnostic
instrument (CA — Culture Assessment), this levelcohsistency is evaluated along
several important dimensions, includinganagement processes, motivation, decision
making, performance appraisal, communication, &rabip, teamwork, business

approach, structure, and change implementation

Also, becausethe strength of a culture reflects the degree of-tkaday influence it
exerts on people and organizational operatipnghere ‘strong cultures have a
powerful impact on people values, thoughts, fesliagd behaviour and are reflected in
the organization's political, economic, and logiali decisions, being typically resistant
to change, while weak cultures are more suscepttblemodificatiori, culture’s

“strengthi needs also to be measured.

In terms of organizational diagnostic — integraietd his own method; widely tested,
improved, and used along several years of apphicadind research on major change

interventions within organizational settings — Cenases a set of proper questionnaires
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and evaluation tools to manage organizational changseveral essential dimensions,

such as thehange projegtstructure roles, agentsresistanceandsynergies

Vargas (2005)- consideringstructure processesand culture as critical dimensions,
which are generated within the organization alotsgevolutionary life in search for
survival and development within the market — giadso a particular emphasis to
organizational culture;considering it as theirfvisible wiré which connects all these
three dimensions. For him, organizational cultide&ng ‘immaterial and omnipresént
is latent in any decision, action, or communication carried out brganizational

members, but not being explicitly communicatedsstfi.

Citing Schein (1992, pp. 8-10) on the multiplica¥ organizational culture definitions,
he also proposes (p. 121) his odafinition:

“Organizational Culture isan organization of behavioural patterns within a
unigue’s meaning system, which provides a senseistanembers’ actions. It
structures individual and collective activity, dsligshing in each moment of time
what is desirable for the group, regulating groupldngings, and sanctioning
course of actions. It establishes a unique linkvMeen values, beliefs, norms, and

behaviours, valid for a group, within a specifimé stancé.
Within this definition he highlights (pp. 122-12@®ur main elementsnamely:

* An organization of behavioural patternsconsidering thatthe knowledge that
individuals need to act within specific situatiolssacquired and archived as
behavioural patterrs that “each new organizational member promptly learns
the essential guidelines of acceptable behavicamd that the establishment of
behavioural patterns is fast and quickly turns itéeit knowledgéthe author
considers organizational culture aa tomplex organization of behavioural
patterns, where ‘all specific organizational behaviours are linkezhéther, in
order to cover their members’ main activities, andacilitate socialization and

work interactiony

* A unigue meanings’ systemhighlighting that behavioural patterns does not

act as simple, independent, and rational operaitngtructions, and that to be
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acquired and repeated they require an explanatibthe why some behaviours,
their relative importance, as well as, of critetmdecide among alternativeke
states thatit is the meaning that the members of the commattitypute to their
own interaction patterns that maintains alive tlehavioural guidelines”which

have“specific meaning to the grodpthus making themuniqué;

» Desirability, Belonging, and Sanctionsonsidering thatifuman individuals are
gregarious beings organized within structured comities’ being part of our
activity “regulated by our place, function, and contribute thee community
activities, and on the impossibility to record all decisional alternativder
each professional situation we fatedhe author enhances the role of
organizational culture onestablishing general orientations which indicate th
main parameters for organizational members’ decisioand actions
“separating what is desirable from that which is"n&o, “individuals seek to
behave within the defined boundaries, being subject sanctions, and
accomplishing group expectations Within this framework those who
distinguish by desirable decisions, mainly withiiskr situations, would be
acclaimed as a hero, and its good example will bedufor future cultural
learning’. Thus, “organizational members regulate their behaviour lay
common token, normalizing it along timeéNith this progressive cultural
consolidatiori the organizational community willdaturally reject individuals

which does not behave according to their expecttems;

* Values, beliefs, norms, and behavioursonsidering these elements #se‘four
levels of analysis of organizational cultiirehe author organizes them on a
meaningful sequence whergalues influence beliefs, beliefs influence norms,

and norms influence behaviotir&or him:
» Valuesare ‘absolute preference criteria which influence ahet levels,

» Beliefs are ‘object-attribute links shared by organizational nbamrs,
including “pre-assumed explanations for evéntnd ‘ideas, feelings, and

images that the group shares about itself and taeat’;
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* Norms are ‘tacit or explicit behavioural agreements («our wafy doing
things»), which *“define acceptable behavioural patts for general

situations, being operationalised by socially lezdrguideline’s

« Behaviours: include relevant aspects which, being visiblpromote the
consolidation of organizational cultut@nd “can be used as a reference for
social learning, namely ‘specific behavioural patterigways of dressing,
communicating, meeting, and solving problemsyyths (gold-plating and
distortion stories of real events about organizediolife, exaggerating
situations and behaviours)rittials”, “artifacts’, “heroe$ (examples of
behaviours to be followed), andeXemplary sanctioris(examples of

behaviours to avoid).
For the author, culture i“main differentiation factor for organizatiohs

While structure and processes can be copied frorocessful organizations,
organizational culture cannot be replicated. It daa identified on its essential
characteristics (values, beliefs, norms, and beh&s), but it is not possible to transpose

them to another organization.

Being strongly rooted omoral (principles, norms, and values), and evidenced by
organizationalethical praxis (practices, habits), organizational culture refethese

unigue elements, acting asur collective mental programmihg

So, ‘the development of a winning culture is a lonelthgar each organizatidih where

“there is no other organization which could be usedan unambiguous role model

Concerning organizational culture change, he stitas‘as any group of individuals
has already an historical background, it is not gibte to do a simple obliteration of

their collective mental program, just replacing it

This implies that organizational culture change gpams must involve the whole
organization (with a special responsibility for deass and managers); where the
“balance between change and continuity has a speeiavance for cultural change
processés They must include the definition of new organizational shared values,

establishing an identity which can facilitate thederstanding of the necessary ethical
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praxis changg& being ‘the shared understanding of, both, the current #reddesired

situations a critical factor of change success

These visions together — Schein (2009), Neves (2006nner (1999), and Vargas
(2005) — provide a wide understanding of Organaratli Culture and its relevance,
altogether with the essential role of Values, adasis to underpin and leverage

transformational changes inside the Organization.
Considering its relevance, they integrate our mederential for Organizational Culture.

Particularly, Vargas’ (2005) approach to organiadl change; strongly rooted on
values and ethics; had been a main basis for teevention (where Vargas has played a
major determinant role as organizational behavexpert, inspiring mentor, and head

consultant).

3.2.1.3 A model for organizational culture analysis: then@@ting Values Framework

So, being Organizational Culture and Values onthefmain dimensions to be worked
on Transformational Change — giving it the necassarstainability — a proper model

must be used for its analysis. Desirably, the matieluld encompass not only a wide
vision of its dimensions and tipification, but alacsystematic process for approaching

change.

One of the reference models widely used for orgdrnal interventions in the domain
of Organizational Culture, is the model which haserb developed byWuinn and

associatesand named as th€ompeting Values Frameworklit is based on a two-
dimensional view which segments the analysis ofamizational cultures, and uses

several characteristic factors.

Historically, it has started from an initial mod€ampbell et al., 1974), which included
thirty nine key indicators to analyse organizatiogféectiveness; and from a subsequent
study based on those factors (Quinn & RohrbaugB3)L9vhich has identified some
patterns; from which emerged two essential taxonalilimensions which determine

four clusters; thus defining typical cultural patie within the model.
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One of those dimensions evidences the differentiati through a continuum along one
axis — betweenflexibility, discretion, and dynamismand, on the opposite extreme,

“stability, order, and contrdl

The other dimension emphasize the distinct grasli@ita scale, betweennternal
orientation, integration, and unity and, on the other extremeexternal orientation,
differentiation and rivalry.

The combination of these two dimensional segmentatiepresented along two axis of
analysis, allows the identification of four “cultif quadrants; each one corresponding
to a set of organizational effectiveness patterns.

According to Cameron & Quinn (1998) these indicaiter representingwhat people
value about organizational performaricend defining What is seen as good and right
and appropriaté — determine four clusters, combining severaleci& which define the
essential parameters used for organizational @i#ualuation.

Figure 11 illustrates those two dimensions and #ssociated four types of

Organizational Culture denoted by the CompetingugalFramework.

A

FLEXIBILITY AND DISCRETION

CLAN ADHOCRACY

INTERNAL FOCUS AND INTEGRATION
EXTERNAL FOCUS AND DIFFERENTIATION

HIERARCHY MARKET

STABILITY AND CONTROL

Figure 11 — Cameron & QuinnGompeting Values Frameworéxis and culture types
Source: Cameron & Quinn (1998)
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So, the model gives evidenceftur base culture types whosecharacteristicscan be

summarized as follows:

Hierarchy Culture: focused on internal maintenance, with stability amohtrol
needs.

“A very formalized and structured place to work.

Procedures govern what people do. The leaders phdenselves on being good
coordinators and organizers, who are efficiency aeith Maintaining a smooth
running organization is most critical. Formal ruleand policies hold the
organization together. The long-term concern isstability and performance with
efficient, smooth operations. Success is defineterims of dependable delivery,
smooth scheduling, and low cost. The managemespfoyees is concerned with

secure employment and predictability

Market Culture: focused on external positioning, with stability aswhtrol needs.

“A results-oriented organization.

The major concern is getting the job done. People eompetitive and goal

oriented. The leaders are hard drivers, producers] competitors. They are tough
and demanding. The glue that holds the organizatagether is an emphasis on
winning. Reputation and success are common concétreslong-term focus is on

competitive actions and achievement of measurabédsgand targets. Success is
defined in terms of market share and penetratioom@etitive pricing and market

leadership are important. The organizational stgléard driving competitiveness

Adhocracy Culture:focused on external positioning, with a high lesEflexibility
and individualism.

“A dynamic, entrepreneurial, and creative place tonk.

People stick their necks out and take risks. Tlezldes are considered to be
innovators and risk takers. The glue that holds tirganization together is
commitment to experimentation and innovation. Timpleasis is on being on the
leading edge. The organizational long-term emphésien growth and acquiring

new resources. Success means gaining unique angbnoglucts or services. Being
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a product or service leader is important. The orgation encourages individual

initiative and freedorh

e Clan Culture: focused on internal maintenance, with flexibilipgople concern and

customer sensitive.
“Avery friendly place to work where people share adbthemselves.
It is like an extended family. The leaders, or hezdthe organization, are
considered to be mentors and, maybe even, pagnes. The organization is held
together by loyalty or tradition. Commitment is lnigrhe organization emphasizes
the long-term benefit of human resource developmamil attaches great
importance to cohesion and morale. Success is etéfin terms of sensitivity to
customers and concern for people. The organizafigéces a premium on
teamwork, participation, and consensus

Figure 12 summarizes this characterization, in $eohmain orientation, type of leaders,

value drivers, and theory of effectiveness

A

CLAN FLEXIBILITY AND DISCRETION ADHOCRACY
Orientation:  COLLABORATIVE Orientation: CREATIVE
Facilitator; Innowvator;
Leader Type: Mentor; Leader Type: Entrepreneur;
Team builder Visionary
Commitment; Communication; Innovative outputs; %
% Value drivers: | Development Value drivers- Iransformation; E
= Agility =
E z
Z- Human development and Innovativeness, vision, and new E\_E
= Theory of | participation produce Theory of | resources produce effectiveness. &=
= | Effectiveness: | effectiveness. Effectiveness: =
z
4= g
5 Orientation:  CONTROLLING Orientation: | COMPETING -
= Coordinator; Hard driver 8
g Leader Type: Monitor: Leader Type: Competitor ;
o Organizer Producer E
= . =)
£ Efficiency; Market share £
Value drivers- | imeliness; Consistency Value drivers- | ‘Goal achievement =
and uniformity Profitability
Control and efficiency with Aggressively competing and
Theory of capable processes produce Theory of | customer focus produce
Effectiveness: | effectiveness. Effectiveness: | effectiveness.
HIERARCHY STABILITY AND CONTROL MARKET

Figure 12 — Cameron & QuinnGompeting Values Frameworkulture types’ characteristics

v

Source: Cameron & Quinn (1998)
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In terms ofquality — understood under the light ®btal Quality Management each
culture type is characterized by a predominantafispiality strategies namely:

« “Hierarchy Culture: error detection; measurement; process control; eysttic
problem solving; quality tools (fishbone diagrant¥areto charting, affinity
graphing, variance plotting);

» Market Culture: measuring customer preferences, improving proditgtiv
creating external partnerships, enhancing compatitess, involving customers
and suppliers;

» Adhocracy Culture:surprise and delight, creating new standards, ap#ting
needs, continuous improvement, finding creativetswis;

e Clan Culture: empowerment, team building, employee involvemantiah

resource development, open communicétion

3.2.1.4 The change management process associated witbfénerrce model

This theoretical framework (Cameron & Quinn, 193830 provides goroper tool
(OCAI — Organizational Culture Assessment Instruthenassess organizational culture
characteristics through a speciicuctured questionnaire covering six main areas

» dominant organizational characteristics;

* organizational leadership;

* management of employees;

* organizationaglue

 strategic emphases and

* criteria of success.
It can be applied either for current culture diagtiwor for the identification of a desired

culture.

Concerning its applications to interventions sttgnglated to organizational culture

change, it provides structured processncluding a set of specific steps, namely:

* reach consensus on the Current Culturthrough the identification of a set of key
people (which have a global perspective of the mimgdional culture and be
determinant on change success); the applicatiacheofOCAI questionnaire; and

the reaching of a consensus concerning the asedaaestions;
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* reach consensus on the Desired future Cultuia:a similar way, but focusing on
the desired culture;

 determine Changesbased on the analysis, for each quadrant, of thebgawveen
the current and the desired culture; and on thetift=ation of the attributes and
key elements to increment / decrement for each case

« identify illustrative stories:reporting events or incidents which, on a narrative
basis, evidence situational cases (to communit¢eenew culture and facilitate
group learning), related to values, attitudes, aetiaviours to be enforced or
inhibited in the new context;

* develop a strategic action plan to promote organiaaal change:focusing on
incremental, communicated, supported, engagingsunable, innovative changes,
either symbolic or substantive, and applied todiganizational work processes;

* develop an implementation planincluding the schedule and specific control
points; as well as the associated teams and memitch would be involved for
each essential theme (including the behaviouralcantbetence aspects associated

with the new cultural framework of reference).

3.2.1.5 The essential role of leadership on organizatiocolilre change

Without individual members behavioural change amganizational culture change
process will be, with a great probability, frusé@dt due to the fact that culture level
changes depend on the implementation of new indalichttitudes and behaviours

which, congruently, should enforce new organizatiaalues.

It is always possible to identify a desired cultiuaed specify a set of strategies and
activities specifically designed to promote theoassed change. However, without
individual willingness to engage themselves on geaand without visible management
attitudes and competence change; it will be veffycdit to change the nuclear cultural

elements which underlie its visible artifacts.

To face this essential “management change” dimengi@ authors (Cameron & Quinn,
1998) have extended the concepCaimpeting Values Framewotk include a process
for identification and assessment lw¢ghavioural and management competence aspects
which are essential to enforce the culture changegss
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So, they have incorporated a new tool — the Managéigkills Assessment Instrument
(MSAI) — using questionnaires to establish indidtwprofiles concerning critical
management skills.

Thesecritical management skillsgrouping twelve essential competence categories, a

aligned with each of the organizational cultureolpgies, as follows:

« “Hierarchy skills: managing acculturation, managing the control syste
managing coordination;

* Market skills: managing competitiveness, energizing employeesagnag
customer service;

* Adhocracy skills: managing innovation, managing the future, managing
continuous improvement;

» Clan skills: managing teams, managing interpersonal relatiopshmanaging

the development of othérs

Concerning the MSAI tool, it is also important taglilight that — differently from other
instruments — these behavioural factors are ewadyatot on astyle and attitudeébasis, but
specifically on the basis eianagement actions

According to the authors, this is mainly due to thet that, on one handihese styles are
difficult to chang®& and, on the other,the important modifications on a cultural change

process are, essentially, at the level of evidetiaviours.

Considering the essential questions to be prewoudhbrified for this organizational
intervention, including:
* What are the essential aspects of the current dorhoulture?
* What is the current differentiation among organaal subunits?
* What is the desired culture?
* What is the level of cohesion associated to théretksulture within leadership
structures?

* What are the essential organizational values tmpte?

it has been considered that, among other complameimstrumentsthis framework was

quite appropriate to be applied, as a main bagisjts diagnostic stage.
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3.2.2 Leadership and Team Effectiveness

As evidenced by many research studies — eitheeaatelship theories, as well as, on specific
team effectiveness models — leadership must beidsyesl as a critical process which
influences change and work team performance; beaingtrong determinant for the

involvement, behaviour, satisfaction, and perforogaof individual members.

So, a correct understanding and consideration edettaspects is essential for the success of
any change intervention which intends to promofecéifze organization development across

the people, work team, and organizational boundarie

3.2.2.1 Leadership theories and its vision

Leadership studies — mainly centred on the proléierader effectiveness and raba
this process — have benefited from major evolutialmng time in terms of focus of
analysis; since the initia™generation models (based on the characteristtsopality,
and profile of the leader), passing through Beneration models (based on the
behaviour of the leaders), and culminating on thestntecent 4 generation models

(cognitive-motivational theories).

3@ and 4" generation models have introduced a main evolut@iterning the output of
the leadership process; complementing leadershipctefeness with employee’s
satisfaction (as a dependent variable); and, asosidering the moderator effect of
situational variables (including task complexitydaiollowers’ characteristics) between
these outputs and the characteristics of the leg@fegeneration) or on their behaviour
(4" generation).

Historically, several approaches to leadership {hNarse, 2007) have been
progressively studied and developed, including:

* Trait approach: where the traits of the leader have been studiemtder to identify
“why certain people were born with special traitattimade them great leadérs
These include Bass (1990) and Jago (1982) initmdr@aches; Stogdill (1984)
revision; Kirkpatrick & Locke (1991); and, alsos itenewed interest on the theme on
a perspective of visionary and charismatic leadpr@®ass, 19980; Bennis & Nanus
(1985); Zaleznik, 1977);
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Skills’ approach: still maintaining a view centred on the leader, tefocusing the
analysis on multiple skills and acquired competesicistarting with Katz (1955);
progressing with Hemphill & Coons (1957), Yukl (2981994): and, later on,
developing and enlarging this vision (Mumford, Zaw; Harding, Jacobs, &
Fleishman, 2000; Yammarino, 2000) by including {teeshe leaders attributes and
individual competencies) some additional variabledated with leader's career
experiences and environmental influences, as detants of leadership outcomes
(performance and effective problem-solving);

Style approachconsidered as"? generation; enhancing the behaviour of the leader,
and ‘focused on what leaded® rather than on what leadeese’; mainly originated
on the Ohio State University studies (Hemphil & @901957 -Leader Behaviour
Description Questionnaideand on the University of Michigan studies (Carghit &
Zander, 1960; Katz & Kahn, 1951; Likert, 1961, 196)ving special attention to the
impact of the behaviour of the leader over smalugrperformance. One of its very
popular model (and widely applied on thé"aflecade of last century) corresponds to
the Managerial Grid (Blake & McCanse, 1991; Blak&&uton, 1964, 1978, 1985);
Situational approach:initially developed by Hersey & Blanchard (1969)dameing
subject to successive revisions (1988, 1993); ofteed for leadership training and
development purposes; introducing situational \dées and Suggesting to leaders
how they should behaved based on the demandsastieutar situatiori through the
prescription of the most appropriate leadershifesty

Contingency approachas a & generation theory; benefiting from Fiedler's sagi
(Fiedler, 1964; Fiedler & Garcia, 1987; Fiedler &he&ners, 1974); and being
considered as a leader-match type theory (suggetiet the effectiveness of the
leader depends on the matching between the ledgler ad the situation, and
considering the relationship between leader anth teeembers, task structure, and
leader’s position power). According to this modeltask-oriented style would be
more effective on extreme (favourable or unfavol@gbsituations, being a
relationship-oriented style more effective on madiefavourable situations;
Path-goal theory: considered as a"4generation; cognitive-motivational theory:

mainly emerging on House & Mitchel (1974) works;sesing that leader
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effectiveness is conditioned by his capacity tenmmne in employee motivational
process (in order to improve their task engageraedt satisfaction levels, helping
them to achieve performance objectives); facihigtihe way to goal attainment
(clarification, reduction of obstacles, improveme@ftopportunities); increasing the
followers perception of the path (effort, resulbgnefits, rewards); and inducting
motivation and satisfaction. According to this thedhe leader should consider, as
contingency variables, not only the characterisbésemployees, but also some
important contextual factors (task characteristfosmal authority system, and the
work team).

Functional leadership theories:initiated by McGrath (1962) studies; further
developed by Hackman & Walton (1986); Mumford, Zaog Harding, Jacobs, &
Fleishman (2000); and Zaccaro, Rittman, & Mark0@0

Leader-member exchange (LMX) theoriesnhancing not only the importance of the
leader, the follower, and the context; but alsoftiel relevance for the leadership
process of the quality the interactions betweenld¢laeler and each member of the
team;

Transformational Leadership modelstarted with Bass (1985, 1990) and Bass &
Avolio (1994) works; evidencing thatransformational leaders are recognized as
change agents who are good role models, who caaterand articulate a clear
vision for an organization, who empower followersrieet higher standards, who act
in ways that make others want to trust them, and gitie meaning to organizational
life”. Complementary relevant work has been developeBdnmis & Nanus (1985) &
Kouzes & Posner (1987, 2002) on the identificatmnessential strategies and

practices used by transformational leaders to aehyeeat team results.

As evidenced by these distinct, evolutionary, anthglementary approaches, views,

and models, the concept of leadership has, hislbyrjdargely evolved on its definitions.

Stogdill (1974, p. 7) pointed out, in a review efdlership research, thahére are

almost as many different definitions of leadersdspthere are people who have tried to

define it.

Northouse (2007), referring a multitude oWdys in which leadership has been

conceptualizel identifies relevantomponents which are central to leadersHii it is
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a process, (2) involves influence, (3) occurs igraup context, and (4) involve goal
attainment.
Based on this evidence, he defines Leadership as:

“A processwhereby an individuahfluencesa group of individuals to achieve a

common godl.

This definition — extremely simple and pragmatic and containingtla essential
dimensions and relationships within the concepgtas been considered as perfectly

acceptable to be adopted within the context, andhi® purpose, of this research.

3.2.2.2 Team performance models and its topological evahuti

Considering thatleadership occurs in groupsand that feadership includes attention

to goals; then the work team (not only the leader, or thiduence process), and the
(other) influence factors over team performance;stmibe considered in order to
understand organization development and effectss&nEhis points out to the need for a

basic understanding of differevitork Team performance models

Within this area, most relevant models have beestotically, subject to progressive
evolutions: since its initial visions, more timemlted (static) and targeting the
identification of work team effectiveness predistdcommunication, leadership, and
competencies, among others); till more recent ngdeéntifying why some teams are
more effective than others (llgen, Hollenbeck, dam & Jundt, 2005) and providing a

vision of teams along the time dimension.

From a topological perspective — as evidenced byzGu& Shea (1992) — some
dominant initial models were focused on a lineapuirprocess-output (I-P-O)
perspective, being also very generalist (e.g., §&&d, 1984; Hackman, 1987). These
formal and material restrictions have been alsootdzhby ligen et al. (2005), which
identified some important limitations on these med&1) mediator variables should
not be processes, but affective and cognitive stated (2) the 1-P-O models does not
evidence any cyclical relationshipSo, they've proposed an alternative typology for
team effectiveness models; considering the effefits interactions, and using an input-

mediator-output-input vision.
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Marks et al. (2001) propose, on their model, thésterce of a set of distinct
“performance episodé&swith different cycles, which a team can perfoas multitasks;
having the result of an episode its impacts onfoflewing episodes; and considering
the existence of transition episodes between thii@n.these authors, the leader has a
main role on transition episodes: focusing on gostistegy and planning, and driving

the team over the associated action.

With Kolowski & llgen (2006) the new typology — (Introducing non-linearity, (2)
including facts that shape, potentiate or align fhecesses, together with the (3)
inclusion on the feedback cycle of the influencetloé organizational system, of

contextual contingencies, and environmental conigylexbecomes very evident.

A main conclusion which can be taken from the asialgf evolution observed on these
models (although most of them have resulted fromitpast limited studies) is that,
either Leadership, or Team Performance, cannotuaies with reductionist lens (taking
as granted that only some few variables deterntireotitcomes, and being all the rest

constant, without any influence).

It is important to note that static models — whitg considering time-transversal views
or the change intentionality which is subjacentotganizational interventions — also

correspond to a very limitative observation of teal world of organizations.

However — not reducing the view of the researcleerat single perspective, but

considering the input knowledge emerging from tlestmelevant theories and models —
they still reveal itself as an important, rigoroosntribute, when facing complex holistic

change interventions within real organizationatisgs.

3.2.2.3 Leadership and team performance models

Considering the most relevant knowledge — emergimm the development of specific
studies; reviewed and systematized on diverse arebysis; and being object of further
development — theole of theleaderand the leadershiprocess(within studies centred
on work team performance), and the studyleafder’s functions and its relationship
with the team and membefis studies more centred on leadership effectiggpenave

been enhanced as criticalccess factors of work team effectiveness
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Many publications give a clear evidence of the fastluding — as more evident,

relevant, and explicit — the following ones:

Hackman (1987): within his normative model of graeffectiveness (pp. 331);
enhancing, among other factors, group synergiesdetsrminant of group
effectiveness; describing (pp. 338) the main stagesnanagerial work in
creating an effective group; and referring leadgrsis something emergent and
synergistically solved within the group;

Kozlowski et al (2009): emphasizing the processhaw leaders should build
team capabilities, which are the underlying aspegftdeam effectiveness and
adaptability, by leveraging contingencies that arfsom the dynamics of team
tasks and the progression of team skill developinent

Marks, Mathieu, & Zaccaro (2001): highlighting thmele of the leader
concerning transition episodes centred on objestivdrategy and planning
(focusing the team on action) as determinant owwkweam effectiveness;
Zaccaro, Ritmman, & Marks (2001): enhancing, inirtheodel, the leader
performance functions (information search and $tinirog, its usage on problem
solving, managing personnel resources, and managatgrial resources ) which
contribute to team effectiveness, through team gm®es (cognitive,
motivational, affective, and coordination);

Burke et al. (2006): a meta-analysis concerningype of leadership behaviours
that are functional in teams, which details on aplieit and structured form
(“the team leadership framework”, pp.209) the catiimportance of leadership
and of the leader’s behaviour over team performance

Zaccaro, Heinen, & Shuffler (2009): on theimtégrative model of team
leadership and team effectivenegs. 94); explicitly referring the relationship
between leadership (team leadership functions aadekship expertise) and
team interaction dynamics (team development, teaal grocesses, and team
emergent states) over team outcomes (performadeetability, viability); and
detailing (p. 96) the associated team leadershigtions and team interaction

dynamics;
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» Salas et al. (2007, 2009, pp.10): evidencing, stractured model ofconditions
and processes of team performdhdée relevant role of team leadership and
coaching upon individual and team performance oo

All these contribute are complementary, valid fppléecation, and must be taken into

account when approaching Team Development and tiieess.

3.2.2.4 Summary and conclusions

Within complex organizations, leadership; as wejltaam adaptability to organizational
change; team members’ mutual performance monitorswypport, and adjustment
behaviours; and orientation to teamwork; are kesnponents of team effectiveness.

They distinguish high-performance teams from less$goming ones.

Shared mental models, communication, and mutuat @ite essential mechanisms on

team functioning.

Salas et al (2007, 2009) evidenced on their mobelook team performance the critical

role of leadership over individual and team perfance.

Kozlowsky et al (1996) clearly enhance the positafeects of leadership over team
effectiveness.

Zaccaro, Ritman, & Marks (2001) on their model makelicit the main functions of
the leader which contribute to team effectiveneswxchiding their role on searching and
structuring information, using it for problem-satg, human resources management, and

material resources management — as generic regponse

Also, many other theories and approaches, whicle baen previously referred — either
centred on leadership effectiveness (the probleneader’s effectiveness and rots
the process), or centred on Work Team Performaheepfoblem oteam effectiveness
and therole of the leader on the process) — have producedgdlme, several distinct,
paradigmatic views on the subject.

Most of them have emerged from a productive contlmnabetween research and
practice; being progressively formulated, testezljetbped, applied, and, again, being

subject of enhancement.
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Most of them have been applied, with great sucaasseal organizational settings; as
best practices, and, not less important, on lehgedevelopment initiatives and training

programs (developing generations of leaders ancesstul managers).

Thus, historically, they had (have) a relevant ratethe development of new visions
about the organization, groups, teams, individuahs} thatorganizational glue around
leaders, teams, and members which support and drigness resultsproducing
precious knowledge which must be faced more asnaulaiive asset, rather than a
replacement of older or outdated visions.

So, within a perspective of organization developnaer change — targeting the relevant
aspects from the relevant theories; to be appligdirwa relevant context; for a relevant

population — all this knowledge must be consider®delevant.

None perspective, definition, or model can be dided in benefit of any other more in

vogue or recently developed.

3.2.2.5 A pragmatic view of Leader's Responsibilities

As already referred (when developing the literatendew about.eadership and Work
Team Effectivenesseveral publications highlight thefluence of the leadeon team
performanceand its determinant role concernitrgnsformational changelmportant
theories give relevance to multiple approaches ¢adership, including the Treat's
approach, Charismatic and Visionary leadershiplisSKstyles, Functional leadership,

Leader-Member Exchange, and Transformational IshgefNorthouse, 2007).

From an Organization Development point of view @ausal Model of Organizational
Performance and Change(Burke & Litwin, 1992) clearly enhancekeadership
(executives providing overall organizational directiand serving as behavioural role
models for all employees, including include follosvperceptions of executive practices
and valuey and Management practicewhat managers do in the normal course of
events to use the human and material resourcedeit tlisposal to carry out the
organizational strategyas crucial aspects on the basis of individual @mganizational
performance.
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Kotter (1996) discussing the dualism of concepts Bidhagement versus LeadersHip
strongly roots his eight stage processLeadership(a “set of processes that creates
organizations in the first place or adapts them ®gnificantly changing
circumstancey, and on thefocal role of the Leaderwhich “defines what the future
should look like, aligns people with that visiomdainspires them to make it happen
despite the obstacles” He argues that simpl&anagementactivities (including
planning, budgeting, organizing, staffing, conir@l and problem solving), being
considered as passive and, often, maintainingti®s qupare not enough to promote

active transformations. Leadership is required.

Senge (2006:p. 7664eveloping the subject ofeaders as builders of Learning

Organizationsand their central role orgénerative learningargues that:

“In a learning organization, leaders’ roles diffetramatically from that of
the charismatic decision maKewhere ‘leaders are designers, teachers, and
steward$ So, “these roles require new skills: the ability to bughared
vision, to bring to the surface and challenge pikwg mental models, and to
foster more systemic patterns of thinKingeing the leadersrésponsible for
building organizations where people are continuakpanding their
capabilities to shape their future — that is, leeleare responsible for

learning.

On a Total Quality Management Perspectivay & Anderson (1998)refer, for the
Management dimension of TQM, that it involves (BReQuiring top-management
commitment”’;the (2) ‘Establishment of organizational sense and val(@s"Having
Leadership as a critical facttyr (4) “Doing the appropriate change on organizational

culture, values, communication, and informatiorteyss.

Also, within anOrganizational Excellence perspectiveither the Malcolm Baldrige
National Quality Award (NIST, 2013), or the Europe&oundation Quality Model
(EFQM-A, 2013) denote, within their principles amaluation criteria, the high
relevant role of Leadership.

So, despite the specific aspects of evaluationpcéeted concepts and constructs,

emerging from the successive theoretical approadoesLeadership and Team
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Development, its application to real organizatiomantexts (including leadership
development initiatives and programs) requires earclunderstanding of the
responsibilities of the Leadeasd of the associated mainocesses

Vargas (2004) on a pragmatic approach to Leadershiphighlights the main
responsibilities of the Leademworking with his team members, as integrating fimain
processes accountability monitoring competence developmenand attitudinal
alignment These processes are dynamically linked (Figurg @l8ng a permanent
relationship in order to contribute to employee elepment; and have main associated
guestions.

ACCOUNTABILITY MONITORING
PROCESS PROCESS

Does
performance
reaches the
objectives 2

Isthe e a
need for new

Competencies
2

Is there an
attitude
problem?

COMPETENCE ATTITUDINAL
DEVELOPMENT ALIGNMENT

Figure 13 — A pragmatic view of Leadership resplilises: main questions and processes
Source: Vargas (2004).

As depicted thesmain questionsto be systemically issued by the leader, are s
with employees’competenciesattitudinal problems and performanceachievement;
thus triggering the associated processascording to his diagnostic, and along a
continuous cycle diollowers’ development

According to the author (p. 237), despite beingcdbed separately, these processes are

strongly interlinked:

* “Sometimes thenonitoring process is continuous with tlagtitudinal alignment

where, in some situations, the observation of loleeels of performance due to
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employee’s attitudes (detected through behaviooas) conduct, directly, to an
attitudinal alignment session triggered by the keiad

* Sometimes thecompetencies developmernprocess is continuous with the
accountability processnamely when the leader detects an improvemerthen
degree of autonomy to perform a task, thus planfongts next attribution to the
employee;

* Most times the process attitudinal alignmentincludesaccountability”

The processes ahonitoring andaccountabilityshould be applied regularly, on a daily
basis, in order to identify and understand any rfeedntervention, and to supply /
support the employee with the corresponding guidingntations; while the processes
of competency developmeantdattitudinal alignmentorrespond to specific intervention

methodologies to be applied in specific circumségrend according to special needs.

Considering thaccountability processand arguing thahdividuals’ responsibility is on
the base of any significant achievemgsten when it results from the contribution of
any members of a group or team), Vargas (2004:8p10B) deeply describes the
essential aspects related with its main coursectbra responsibilityidentification
assumption attribution, and actionauthorization Also the responsibility transfer
process (the process where the responsibility assumed bypenson is assumed by
another on® is analysed on its main questions (why, whatvteom, and how), in strict
relationship with the process of delegation. Thoducts to the discussion of the
accountability process, in terms of its threain stages(1) clarifying responsibilities
(what, who, why, how, when, what quality level, amdhat level of written

formalization),questioning the understandingndconfirming interpretation

Referring to themonitoring processVargas (2004: pp. 111-134) explores its relevance
within an employee development context, in termstaicture of reference, regularity,
exclusive attention, and adequate positioning, llggting its three main stages:
monitoring performance indicatorpreparing the monitoring meetingndconducting
the monitoring meetingSpecial attention must be given to thmin steps of this

meeting namely: analysing action performance; exploringifive aspects, highlighting
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strong points; exploring weaknesses; constructiolgitions; justify solutions, plan

actions; and analyse the meeting.

Concerning th@rocess of competence developmehe author analyses and details (pp.
159-173) its pre-conditions (active diagnosis dgrifie monitoring stage, specific
analysis of identified problems, analysis of thatgtgic relevance of the competencies to
be developed, and a cost/benefit analysis of emsplalevelopment), and the process
structure itself, with eight major steps: contelxargng; specify and operationalise the
competencies to acquire; prepare training; condr&hing; evidence competencies;

involve on action; attribute control; and attribatgonomy.

Finally, considering thattitudinal alignment processthe author details (pp. 217-231)
the essential aspects associated with the preparathd conduction of an attitude
alignment meeting in eight steps: defining the peol clarifying causality; analysing
individual actions; clarifying the positioning; as§ for initiative; testing motivation;

planning actions; and establishing rules.

This pragmatic approach to the role of the Leaded associated Leadership questions
and processes (Vargas, 2004) to be consideredotogte employee development and
organizational performance is (together with theecHr values-based approach
(Vargas, 2005), a main imprints of the transforova change process which has been
conducted on practice. Effectively, it has beenduas a main orientation along the
process; being the associated publication disethuias a main reference, to all

managers which have been trained along the process.

3.2.3Values and Employee Engagement

The aspects related to employee engagement — cbueranultiple, interrelated, and
sometime overlapping, constructsvhich include Values Norms Beliefs Attitudes, and
Behaviours; Organizational Identity and Identification; Commitment Engagement
EmpowermentandExtra-Role Behaviours are the first face of the coihfor organizational
efficiency and effectiveness on a perspective aftafigible resources” serving an

organizational strategy to achieve superior results
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Heskett et al., (2000)which have developed theérvice-profit chairi vision (Figure 14),
give strong evidence th&mployees play a major role on this interrelatediohof events
arguing that it &stablishes relationships between profitabilitystomer loyalty, and employee

satisfaction, loyalty, and productivity

Operating Strategy and
Service Delivery System

EMPLOYEE
RETENTION REVENUE

GROWTH

EXTERNAL
EMPLOYEE SERVICE
SATISFACTION VALUE

INTERNAL
SERVICE
QUALITY

CUSTOMER CUSTOMER
SATISFACTION LOYALTY

EMPLOYEE PROFITABILITY
PRODUCTIVITY

Figure 14 — Heskett’s Service-Profit Chain
Source: Heskett et al., (2000).

According to the authors,

“The links in the chain (which should be regardegm@positions) are as follows:
* Profit and growth are stimulated primarily by custer loyalty;
* Loyalty is a direct result of customer satisfaction
» Satisfaction is largely influenced by the valuse@ivices provided to customers;
* Value is created by satisfied, loyal, and produe®gmployees;

* Employee satisfaction, in turn, results primarilsorh high-quality support

services and policies that enable employees teetalesults to customer's.

This chain, thus, gives us a clear perspectivengfagement as a predictof service and
organizational performance; in line with the appioavhich has leaded the current action

research project.
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Focusing specifically orngagementBalain & Sparrow (2009)synthesize (p.20) a set of

four main dimensions, as the€’cessarypounds of engagemérat individual level, namely:

* “ Motivation and incentive to bond- employees who have a motivation and incentive
to become a social member,

* Organizational identification— who in addiction to this identify with the orgzation,

* Internalization — who have also internalised these messageshetoawn behaviour,
and finally

» Psychological ownership- who then have some sense of shared ownershiptivat

organization”.

Pierce, Kostova, & Dirks (2001)elaborating on this lasbound within their ‘theory of
psychological ownership in organizatidnsand proposing this new construct, which they
base on the feeling of possessipnand differentiate from organizational commitment

organizational identification, and internalizati@mgue that:

“Organizational members may experience feelingswoieoship for the organization
or various organizational factors, because thistests rooted in motives that are

operative and can be satisfied in the organizatimuetext.
They refer, as potential outcomespsf/chological ownershjghat:

» “employee psychological ownership toward organizegior organizational factors is
positively related to expected rights and presumesponsibilities and leads to a
number of particular behaviours associated withhstights andresponsibilities (e.g.,

information seeking, stewardship, OCByroposition 4);

* “when change is self-initiated, evolutionary, andliside, employee psychological
ownership toward organizations or organizationattfas results in promotion of
change; when change is imposed, revolutionary, aubtractive, employee

psychological ownership results in resistance tang€(Proposition 5).

These assertions give evidence of the great patdatipositive outcomes both on (1) extra-
role behaviour, and over (2) change promotienwhich can emerge from individual

psychological attachment to the organization.
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Despite the termesources- often used on Organizational Strategy and on &uResources
literature — should not be the more adequate tguiate People which give their Contribute to
Organizations (in terms oharts and mind$; their importance is, as evidenced, essential fo

effective Organization Development.

So it is quite relevant their main role on qualjtyoductivity, and organizational effectiveness;

being a major interested part on strategic devedsprand implementation.

Not being the target of this doctoral dissertationelaborate on deep theoretical aspects
associated with all the concepts, constructs, aadhanisms which underlie thegerson to
organization attachment states and behavioural auies,it is, however, necessary to take
them into account; mainly, what are the essenbacepts, what is known about them, what

are their origins, and practical implications.

3.2.3.1 Values, attitudes and behaviours

Alcobia (2001)states thatdttitudes are one of the most significant formsniake the
differentiation between individudls enhancing some cbncepts which are directly

associated with attitudes: values, beliefs, peripntaits, and ideology

To the author, Values‘reveal what people want to be true’ and they reefobjects
desirable for individuals and society’Concerningbeliefs he characterizes them as
“information that people have concerning objects #mat, supposedly, contain some

dose of veracity

He refers also thawhile beliefs have little direct influence on beloav, values have

always an impact on behavidur

Concerningattitudes he considers it (p. 282) apdsitive or negative feelings about
objects, referring Allport (1954:p.45) which defines atiile as a state of mental or
neural preparation, organized through experiencel draving a direct or dynamic

influence on individual responses to all objectd anuations he relates’to

Referring to the role and formation of attitudes, dites (pp. 283-284) the Fishbein &
Ajzen works (1975, 1980), which reveal on ti@&ory of Reasoned ActiG{TRA) the
possibility of predicting behaviours.

90



IT Quality & Organizational Development — using et Research to promote Engagement, Leadershipningg and Improvement

This theory Ajzen & Fishbein, 198Dis based on the assumption that human beings are
rational and make systematic use of available mé&tion; considering the implications
of their actions before deciding whether or nopésform a given behaviour. It attempts

to explain the relationship betwebaliefs, attitudes, intentionandbehaviour.

According to the theory, the most immediate deteami of behaviour i®ehavioural
intention which, on its term, is determined by (&jtitudestowards performing the

behaviour and (2) theubjective nornassociated with the behaviour.

Further onAjzen (1991)has proposed Bheory of planned behaviou(TPB), by adding
perceived behavioural contrdb the theory of reasoned action, in order toudel
factors outside a person control that may affetgntions and behaviour. The extension
was based on the idea that behavioural performascgetermined bymotivation

(intention) andability (behavioural control).

~\

ATTITUDE
TOWARD THE
BEHAVIOUR

BEHAVIOURAL
BELIEFS

J

~

NORMATIVE

BELIEFS INTENTION BEHAVIOUR

PERCIEVED
BEHAVIOURAL
CONTROL

CONTROL
BELIEFS

Figure 15 — Ajzen & Fishbein’s Theory of Reasonatidn (TRA) and of Planned Behaviour (TPB)
Source: Ajzen & Fishbein (1980); Ajzen (1991).
So, currently the full model (figure 15) includdeetfollowing maindimensions and
concepts
« “Behavioural Beliefs— subjective probability that the behaviour witbduce a given
outcome;
* Attitude Toward the Behavioufr the degree to which performance of the behaviour

is positively or negatively valued,;
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* Normative beliefs— the perceived behavioural expectations of sumiportant
referent individuals or groups as the person's sgodiamily, friends, and (depending
on the population and behaviour studied) teachewvctor, supervisor, and co-
workers;

* Subjective norm- the perceived social pressure to engage or actrigage in a
behaviour;

« Control beliefs— have to do with the perceived presence of fadtmat may facilitate
or impede performance of a behaviour;

* Perceived behavioural controt refers to people's perceptions of their ability
perform a given behaviour;

* Intention — an indication of a personal readiness to perf@rmiven behaviour, and
it is considered to be the immediate antecedebebéviour;

* Actual behavioural control- refers to the extent to which a person has #ikss
resources, and other prerequisites needed to perfogiven behaviour;

* Behaviour — the manifest, observable response in a givemtsin with respect to a

given target”.

Between these dimensions the author enhancesltbeifa relevantrelationships and
main rules

* “Behavioural beliefs link the behaviour of interesexpected outcomes. Although a
person may hold many behavioural beliefs with respe any behaviour, only a
relatively small number are readily accessible agigen moment. It is assumed that
these accessible beliefs — in combination withshigjective values of the expected
outcomes — determine the prevailing attitude towidwel behaviour. Specifically, the
evaluation of each outcome contributes to the watétin direct proportion to the
person's subjective probability that the behaviptoduces the outcome in question;

« According to the expectancy-value model, attitudeard behaviour is determined by
the total set of accessible behavioural beliefkitig the behaviour to various
outcomes and other attributes. Specifically, tmergjth of each belief is weighted by
the evaluation of the outcome or attribute, andpghaducts are aggregated,;

* It is assumed that normative beliefs — in comboratvith the person's motivation to

comply with the different referents — determine prevailing subjective norm.

92



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

Specifically, the motivation to comply with eacferent contributes to the subjective
norm in direct proportion to the person's subjeetiprobability that the referent
thinks the person should perform the behaviourueston;

It is assumed that subjective norm is determinedth®y total set of accessible
normative beliefs concerning the expectations gioirtant referents. Specifically, the
strength of each normative belief is weighted bytivaton to comply with the
referent in question, and the products are aggredat

It is assumed that control beliefs — in combinatwith the perceived power of each
control factor — determine the prevailing perceivezhavioural control. Specifically,
the perceived power of each control factor to ingedfacilitate performance of the
behaviour contributes to perceived behavioural omnin direct proportion to the
person's subjective probability that the contraitta is present;

It is assumed that perceived behavioural controtiétermined by the total set of
accessible control beliefs, i.e., beliefs aboutghesence of factors that may facilitate
or impede performance of the behaviour. Specificalie strength of each control
belief is weighted by the perceived power of th&rob factor, and the products are
aggregated. To the extent that it is an accuratdection of actual behavioural
control, perceived behavioural control can, togethwith intention, be used to predict
behaviour;

Intention is based on attitude toward the behavimubjective norm, and perceived
behavioural control, with each predictor weighteat fts importance in relation to
the behaviour and population of interest;

Successful performance of the behaviour dependsmpton a favourable intention
but also on a sufficient level of behavioural cohtfTo the extent that perceived
behavioural control is accurate, it can serve apraxy of actual control and can be
used for the prediction of behaviour;

Single behavioural observations can be aggregatehss contexts and times to
produce a more broadly representative measure lo&deur. In the model behaviour
is a function of compatible intentions and peroemsi of behavioural control.
Conceptually, perceived behavioural control is etpd to moderate the effect of

intention on behaviour, such that a favourable mtiten produces the behaviour only
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when perceived behavioural control is strong. lagiice, intentions and perceptions
of behavioural control are often found to have maeaiffects on behaviour, but no

significant interactioi

This model is largely accepted — being successtaglied and developed within the
health behaviour and health education areas (Mon&rKasprzyk, 2008) — and is
particularly interesting, as it tries to explaim(a cognitive perspective) thmse chain
which conditions individual behaviouparticularly the importance dfeliefs, norms,

attitude, control and intentions

A cross-analysis of all these models, including @heve cited perspectives of Schein
(2009), Conner (1999), Neves (2000), and Varga83p9 concerning the importance of
these factors; together with values evidenced an deeper (individual) side of
Organizational Culture — reveal, as emergent kndgdefor application within a real
organization’s transformational change holisticgveon, therelevance for a values-
driven approach to organizational culture based oemployee engagement and

participation.

Cameron & Quinn (1998:p.4)ocusing on top firms — and evaluating the ansteer
relevant questions about their success (includinghat differentiates these
extraordinarily successful firms from othémnd “how have they been able to make it

when others have fail&d- evidence that:

“the major distinguishing feature in these companidggir most important
competitive advantage, the most powerful factorytledl highlight as a key

ingredient in their success, is therganizational culturé.

They highlight that:
“The sustained success of these firms has haddeds with market forces than
with companyvalues less to do with competitive positioning than wpgrsonal

beliefs and less to do with resource advantages than visilon.”
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Howell, Kirk-Brown, & Cooper (2012)0n a large study concerning organizational
values (particularly addressing the effects of coaegce between “espoused” and

“enacted” values over employee “affective commitiflelemonstrate that:

“Sensitivity to the distinction between espousedesratted organizational values

provides a more comprehensive account of the vatwesstruct and a better

understanding of the relationship between values@ganizational commitmeént
On their findings they suggest that:

“When employees perceive organizational integritpn&gntained, commitment to

the organization is enhancéd

Organizational researchersnainly insiders (which are neither devoted to depel
specific theories on a fine tuning approach togkisting ones, nor developing new ones
to cover theoretical gapsgre deeply interested on existing knowle@gmmetime with a
positioning of avid “consumers” of theoretical raggh outcomes}o establish the
foundations for their researctin order to apply it; to develop new approachesgét
results; and, desirably, to provide relevant feedbaoth to the community of practice

and to the research community).

Considering theoutput from this kind of researdmore important than the exhaustive
and demonstrative description of the method amuLrigf the process) it is important to
focus on “existing knowledge” (to have a good htere review); on the constructs,
models, and hypothesis definition (to have a pesdsderstanding on what has been
proved/ tested, and concerning what); and, notilapsrtant, on the specific outcomes
that can be learned as input contributes to theragesearch project (conclusions,

management implications, limitations).

Within this context, this study (Howell, Kirk-Browr& Cooper, 2012) is a particular

example of a situation where important aspectglagaly presented, namely:

« Literature review— line of thought — explicit previous knowledgesagions:
« “organizational values hold a central role in thenggex causal chain linking HR

practices to organizational outcomes;
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* many studies have examined the fit between an gagfopersonal values, their
perceptions of the organization’s current valued anganizational outcomes;

 there is a general consensus that value similasity)congruence is beneficial to
both individuals and organizations, resulting insgtable organizational outcomes
such as increased employee affective commitment;

* personal values are generally accepted as belieédd guide behaviours, which
transcend specific situations;

« similarly, organizational value systems provide ®yees with norms that guide
decisions and behaviour in the workplace;

» where values are perceived by employees to betabuaé held in common with the
organization, a shared sense of values is promoted;

* this, in turn, is believed to foster positive afties towards the organization and
strengthen affective commitment;

 espoused values are the values we profess to eefigand enacted values are the
values in action;

« the same rubric applies to organizations. Organat have core values that help
employees make sense of and guide their everydayadtions. Organizations
publicly state those values considered to be ingmbrin documents, such as vision
and mission statements, and as the HRM system passss the HR philosophy as
well as practices, these are argued to drive HRcpecas such as recruitment and
selection;

* enacted values, on the other hand, are values amth$ actually converted into
employee behaviour;

*when espoused values are reasonably congruent tiwéhvalues enacted in the
workplace on a day-to-day basis, values are saibetan alignment. This can bring
the group together by strengthening the organiraticulture as well as serving as
a source of identity;

« conversely, other authors argue that any gap exgstietween espoused values and
enacted values can complicate the interpretatiord ammderstanding of an
organization’s underlying value system — especidlljront line employees and

organization executives disagree on which valuekemap the organization’s
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‘enacted’ culture. Such a gap can promote valuesahance, which could be
associated with negative attitudinal outcomes sumf reduced employee

commitmerit

» Argument, hypothesis and study focus justification

« “further clarification of the organizational valuesnstruct as espoused or enacted,
and their congruence may differentially influence autcome variable such as
affective commitment;

*on this basis, we hypothesize that Organizatiorfiéciive commitment will be
higher when employee perceptions of espoused audezhvalues are congruent”;

» we focused on affective commitment as the critdserause this variable has been
frequently examined as a desirable response to H#&ttipes and has been
demonstrated to have a positive relationship witlinover, job satisfaction,

productivity and work attitudés

» Research findings and discussion

* “we were able to demonstrate direct and congruefieets, as well as the relative
contribution of espoused and enacted values onrorgéional commitment;

« this study found that organizational commitment Wwatter predicted by the value
dimensions associated with humanity and vision ttse associated with either
adherence to convention or bottom line;

* it is possible that the humanity and vision dimensireflect universal type values
that meet fundamental human needs but they mighbt Iz values that are more
meaningful for employees in their daily work. Faample, employees may seek to
be courteous, cooperative, considerate, fair andgifing because these are
appropriate workplace behaviours (social acceptgnaed they promote good
relations (social exchange). There is a naturatisgndency towards these higher-
order values in line with the notion of social aptance or the reciprocity of similar
treatment;

 the congruency findings suggest that the more tipl@yees perceive values
relating to humanity and vision as being both esédr and acted upon in the

workplace, the more affectively committed they bel|
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* the present findings are consistent with the ides bne’s faith and trust in the
organization’s integrity depends on observed camfty between what the
organization says it stands for and what it is @éved to do;

* negative work attitudes are more likely to developwever, if those expectations
are disconfirmed;

* when espoused values were perceived to be higblyrsed by the organization, but
these values were not deeply and widely shareddmanazational members and did
not guide day-to-day behaviour, affective commitrmeas lowest. This is consistent
with the argument that the employee’s perception dafcrepancy between
expectations and experiences leads to decreasectiaf commitment

* Management implications

* “publicly declaring values, using values in the tetnent drive, and referencing
values in employee socialization are not sufficigithout these values being shared
between management and those being managed onta-day basis;

* leaders and managers should continually communitia¢eorganization’s values
and work to assure that these values are not negflelout are enacted within the
organization;

* employee commitment therefore is not influencednaoh by the organization’s
intention (the espoused values) but by the orgéioizaenacting these values on a
day-to-day basis;

« consideration of the espoused/enacted value nekualso be an important factor
for organizations wishing to engage in high comrmeitthmanagement (HCM),
which focuses on creating the conditions necessafgcilitate voluntary employee
involvement and identification with organizatiomggalals;

* ensuring value congruence between what was inteadddvhat was implemented
can be viewed as an integral HCM practice aimed pabmoting affective
commitment

* maintaining high commitment practices such as hanguorganizational values
can promote employee well-being including psycholddhealth, physical health
and career progress;
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* values espoused by organizations as promoting ahistic or vision focus appeal
to employees, and more so when the intended vatesmplemented in the

workplacé.

Bourne & Jenkins (2013)go deeper on the subjectafanizational valuesenhancing
four forms of valuesby making a clear distinction betwee&spoused attributed,
shared,andaspirational values; claiming for thaeed of its alignmentand highlighting

themeaning of the associated gaps

Developing their rationale, they start with an dberg¢ synthesis on the extreme

relevance of organizational valuesamely:

* “The significance of organizational values is unoed by their central place in
many organizational phenomena including identitytwre, person-organization fit
and socialisation;

 Conformity with organizational values is offered &s alternative to bureaucratic
control, providing potential for remote managemehtsubsidiaries or functional
activities such as service productivity;

» Organizational values are shown to influence thenpretation of strategic issues,
strategic choice, strategic change, and managemecision-making;

« Organizational values also shape the ethical staoican organization, employee
commitment, and relationships with external constits;

*In short, values have a long reach and a wide spérninfluence on critical

processes and characteristics in organizations

Subsequently, the authors propos&amework (figure 16) — distinguishing between
espousedattributed shared, and aspirational values — based on a two-dimensional

taxonomy which considers:

* the orientation of organizational values embeddedr intended— considering that
“values are embedded when they are expressed istringtures and systems of
organizations, or when they are shared to the dxteat members are able to
anticipate other members’ actions behaviours angeetations, and, conversely,

that “values are intended when they are formally espobyeip managers or are
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advocated by a significant part of an organizatomembership, but are not yet

manifest in the structures and systems of orgaioizsif

* the level of organizational values aggregated individualor collective social-

enhancing the distinction betweenotial values as an aggregation of personal

values, located at the level of the individuaand “social values derived from

precedence, power and influence,

organizatiori.

According to this framework, they classify:

located at theelleof the collective

« attributed values:those that members attribute to the organizatitwtcated at the

level of the collective”;

* espousedvalues: “sanctioned by senior managers; located at the llefethe top

management team”,

* shared values: “reflections of members’ personal values; locatedtlze level of

individual members by aggregation”;

* aspirational values:“members’ ideas of what ought to be the valuesated at the

level of individual members and groups”.

A
Collective ATTRIBUTED
. VALUES
Social
* those that members
attribute to the
organization
= Jocated at the level of
the collective
Level of
values
SHARED
VALUES
= reflections of
members’ personal
values
= located at the level of
" individual members by
Aggl.eg.ated aggregation
Individual
v
<

ESPOUSED

= sanctioned by senior

* located at the level of
the top management

ASPIRATIONAL

* members’ ideas of
what ought to be the

= located at the level of
individual members

Embedded Orientation of values

>

Figure 16 — Bourne & Jenkins’ Organizational vallespoused, attributed, shared, and aspirational

Source: Bourne & Jenkins (2013).
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Based on this framework the authors argue tham the basis that forms of
organizational values differ in level and orientati we can anticipate that in most
organizations, much of the time, there will be soragation in the composition and
emphasis between th&nenhancing that Such contrasts generate tensions that will
increase the greater the differences, or gaps, éeitwthe forms of valugsand that
“conversely, tensions will reduce the greater thmeilarities, or overlaps, between the

forms'.

Also — in great similarity with what is advocatetdtlae “punctuated equilibrium theory”
(Tushman & Romanellil985) — they refer that:

* “For most organizations, therefore, shifting ovedanmd gaps between the forms of
values mean that they remain in a state of flux.

* Periods of relative stability interrupt, and aretémrupted by, periods of tension,
and we suggest that conceiving organizational \alag a number of distinct, but
overlapping, empirical forms provides the basisdamore fine-grained analysis of
their dynamics

And the authors proceed, analysimgh overlap as well as, typicajaps among values;

thus identifying each situation (Figure 17), itsammg, and implications, namely:

1. High overlap which occurs When members share values that are similar to those
they attribute to the organization and which copesd to those that top managers
espouse in formal documents and statemieh®®hen asked what values they aspire
to, members identify those they currently exhibfErom some perspectives, a high
degree of overlap may be considered desifalidat “too much of an overlap may
be considered undesirabllebecause Where espoused, attributed, shared and
aspirational values are essentially indistinguisteab there would be little
motivation for challenging the basis for decisi@msl action,

2. Expectation gap corresponding to a discrepancy betweembeddedndintended
values, where an overlap between diteibutedvalues and theharedvalues of the
majority of memberss separated from an overlap betweenabpirational values
of other membersand theespousedvalues of thetop managers.t “occurs,

typically, when an organization is pulled throughpeocess of radical change
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leading to managerial attempts to replace ‘old’ wa$ with new oné&swhich may

develop following a period of organizational underperfornenthat provokes

increasing dissatisfaction amongst a significantnier of membets

3. Dislocation gap when espoused and attributedalues differ fromshared and

aspirational values, which can represera fundamental disconnect between the

values shared by a significant part of an organas membership, and the values

they attribute to the organization and which arp@ssed by top managérs

4. Leadership gapwhen ‘there is broad alignment between shared, aspirati@md

attributed values, but not with the values espousethe top management t€arh

may appear if “organizational leaders espouse redueg to signal conformity with

certain institutional norms or strategic expectagiobefore there is sufficient

organizational support for such a move”, @s“a consequence of divergence in

shared meanings between an organization’s memigessid its leadership
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espoused values and all others

Figure 17 — Bourne & Jenkins’ Forms of Organizagioralues: typical overlaps and gaps
Source: Bourne & Jenkins (2013).
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This framework complements Howell, Kirk-Brown, & Quer’s (2012) study which has
been previously presented. It provides a new insgithe existence of distinct forms of
overlapping and gaps on organizational valuespassible origins; implications; and,
not less important, on thepportunity to use values as an engaging basis for

organizational transformatian

On a perspective of the dynamic of chandérgas (2005)develops aset of
explanationsand aframework of understandintpr the progression from individual
values to organizational valuesonsidering the organization as a community, wher
individuals and their leaders, as well as orgaiopal culture, play a major role on
organization development and change.

For the authoryalues, together with beliefs, norms, attitudesl bahaviours are on the
critical path to organizational effectiveness, grating an ethical praxiswhere moral
commitment, integrity, tolerance, and moral develept levels are essential aspects of
this path.

Concerning theselection of individual valuefie highlights (pp. 68) that the associated
process is progressive and complex; being basettheosocial context of valuestkie
moral accepted by the majority of a commuiijtpeing mediated by several factors,
including ‘the example given by meaningful perspfisur personal experiente” our
cognitive resources to explairi,ibnd “our own mental maturation procéss

So, according to the author, individual values acg the result of an individual
independent choice, being selected along life eesalt of the Interaction between the
individual and its environmeht

Considering that each person has, on everydayttifestablish relationships with other
persons with a distinct sets of values, the authghlights (p. 76-77) the concept of
“moral commitmeritas being the process of own relationship with other indiatiu
which does not share with us the same set of Vajaasexternal process), which, along
that relationship, is confronted with individugdtegrity (“the ability of not making
concessions on our own valles

And he proceeds stating thab “adjust ourselves to life, or to adjust life torselves,

we engage on personal decisions, developing morahdtments within our ititegrity

tolerance zorie Some other times, moral dilemmas (“difficult choices between
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alternatives which imply to violate our vallesppear, and that tolerance zone is
violated, which implies that the decision may cartdto a ‘moral conflict (“the

existence of own behaviours which are not cohesghtour individual valuey.

Another set of relevant, but distinct, conceptslesqa by Vargas (2005: p. 88-99), in
correlation withvaluesand being on the basis of individua¢haviour includes the
notions ofemotionsbeliefs,andattitudes

For the authoremotions(associated with action and caused by situatiang)beliefs
(“representing the information that an individual asistes with an objettand “being
influenced by individual valuBs determine attitudes (“mental tendencies or
dispositions to exhibit certain behavioursiyhich, in turn, orient individuabehaviour.
Thus, attitudes can be inferred through behavicalakrvation

For him (p. 175) within an organizational conte#té' explicitation of organizational
values is just the first step of a set of actionth wnpact in an ethical praxis as it
“creates a reference system for decision tdkiagd, simultaneous, itéstablishes a
clear basis to manage organizational ethjcgpromotes behavioural alignment within
the organizatiohy thus “providing gains on organizational efficiency anéeefiveness
So, the choice of organizational values, associttdan ethical praxis, is an important
step to achieve positive impacts over quality f&f Within the organization.

Concerning this ethical praxis, Vargas (2005:p.)1&8hlights that it &stablishes the
link between the internal and external universetheforganizatiofy where ‘behaviours
reflect real organizational values, either for inmta@l or external stakeholders

“building organizational ethics through the actioinatl employees

We will return later to this subject — of a Valuessed Management approach, on an
organization development and change perspectivehenwhighlighting the essential
aspects which emerged from a literature review @omchange (transformational)

approaches, dynamics, and processes (3.3.5).

The above referenced studies (Alcobia, 2001; Aj&eRishbein, 1980; Ajzen, 1991;
Howell, Kirk-Brown, & Cooper, 2012); cross-analysedth the perspectives on
Organizational Culture (Schein, 2009; Conner, 198@yves, 2000; Vargas, 2005);

emphasize thextreme importance of considering, together, Orgatonal Culture and

104



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

Values as a key critical success factor for Orgatianal Transformation and its future
Sustainability.

Furthermore, they are essential to understandcateabngdouble-congruentindividual-
organizational, espoused-enacted) ofmeaningful valueswvhich act, also congruently,
with beliefsandattitudestoward the change objectives, can conduct to iddal and
group behaviourswhich are favourable (facilitating forces) to tlseiccess of the
associated initiatives; thus, being critical susckstors to change implementation and
future sustainability.

Or, in other words (in the light of Bourne & Jen%ir§2013) framework), strengthening
the overlapping between thespoused, attributed, shared, and aspirational esiju
minimizing the ‘expectation gap the “dislocation gap, and the teadership gajy can

be (1) anorganizational change values-based strate@y;a goodway toreach a new
organizational equilibrium statusooted on strong and shared organizational values,
to promote new values and its realignment througmtended change program (Vargas,
2005).

3.2.3.2 Organizational Identification, its antecedents amgacts

One important dimension on the critical path to ke involvement, engagement, and
associated extra-role positive behaviours (inclgdirganizational citizenship

behaviour) lies o®Organizational Identityand Organizational Identification

According to Tavares (2007)‘the complexity, dynamism, and heterogeneity which
currently mark the ground of organizational ideptifoster an increased interest on the
study of the processes of individual identificatiath the organization, and a reanalysis
of the role of organizational bindings within orgaational theories and practicés

Thus, the author enhancesganizational identificationas a critical construct to
understand individual and group work attitudes dmehaviours; emphasizing (by
reference to a Riketta, 2005 meta-analysis) tlwat &n organizational perspective,
organizational identification has been describedoatg positively related to cohesion
and cooperation within the organization, to motigai to performance and to
individual extra-role behaviouts
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Citing Pratt (1998, p. 171) she refers that it exthe idea thatOrganizations must
favour organizational identification in order tod#itate its own functioning, being this
identification seen by managers as a desired amthatively expected resuilt

Arguing that ‘brganizational identification is a constitutive elent of individual
identity — as a result of an active and interpratatprocess of judgement, meaning
inference and sense attribution, which occurs oooatinuous form, and is cyclically
reviewed when the individual interacts with otlierthe author describes it as a
multidimensional construct; stating than ‘order for the individual to identify itself with
the organization it is necessary that (1) he is smious that he is part of the
organization (cognitive dimension), (2) he attrigsita positive emotional meaning to
that belonging (emotional dimension), and (3) hkies and considers it as central to
his self-definition as a persan

Based on an exhaustive literature review, Tava2887) systematizes and classifies a
set of specific factors which influence each ofstheomponents; proposingganeral
multilevel model of Organizational Identificatiomd@lictors (figure 18) where — beside
individual, contextual, and individual-organizationteraction factors — she include

environmental factors associated to country angigcindustry sector.

Macro-level ENVIRONMENTAL FACTORS
+ Country
(national culture and macroeconomic factors)
+ Industry sector

Meso -level| CONTEXTUAL FACTORS

* Work conditions and characteristics
* Organizational characteristics

* Organization type

© Organizational Identity

* Management practices

Individual level
PERSON-
ORGANIZATION
ORGANIZATIONAL
INDIVIDUAL LN IDENTIFICATION
FACTORS * Organizational Identity

attractiveness

+ Confirmation of
Individual expectancies

+ Learning of
organizational roles

+ Social validation of
subjective belonging

Figure 18 — Tavares’ General multilevel model feg@nizational Identity Predictors
Source: Tavares (2007).
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Concerning themplications of Organizational Identification citing Dutton, Dukerich,

& Harquail (1994) — she refers thats“andividuals became more psychologically bound
to the organization, their relationship with theganization changes, resulting on the
exhibition of systematically different psychologjicacolvemerit (p. 255).

Considering these implications over two distinatspectives — enhancing, on one hand,
its impact onorganizational functioningand, on the other hand, its consequences over
individual well-being— the author elaborates a proposal for a FrameworEmpirical
Studies onOrganizational ldentification Consequencgdgure 19) where she includes

the Cognitive, Emotional, and Behavioural dimension

ORGANIZATIONAL FUNCTIONING | INDIVIDUAL WELL-BEING

»®»
5 * Satisfaction
= * Self-esteem
B Conformism Fesie _
g1 . Attitude toward Change * Equilibrium with other
S y individual life dimensions
T | -+ Attitude toward Leadership
ORGANIZATIONAL Work group Identification

IDENTIFICATION =
z
E + Emotional status
g + Individual mental health

« Intention to leave the organization
* Absenteeism
« Counterproductive behavior
Performance and Cooperation
« Effort / Motivation to work
* Role performance

* Extra-role performance
* Creativity and Innovation

BEHAVIOURS

Figure 19 - Organizational Identification Consequesn— Tavares’ systematization of empirical studies
Source: Tavares (2007).

Within this model it is important to highlight theelevance of Organizational
Identification (as aKey variable on the events’ chain which conducbriganizational
effectivenes$ on its positive effects ovattitudes toward the organizatigparticularly
in the domain of commitment, attitude versus chamggtude versus leadership, and
attitude versus the work group), and oymrformance and cooperatiofincluding
effort/motivation to work, role performance, extrde performance, cooperation,

creativity, and innovation).
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The author also refers (citing Ashforth & Mael, 89&nd Dutton et al.,1994:p.253) that
a specific consequence of Organizational Identgythe enforcement of its own
antecedentgnamely its attractive to the individual); openitige path to amutual
enforcing cyclewhich will condition the maintenance of organipatkl identification
along time; whereas, as far as the individual steonits identification with the
organization, the probability of the beliefs thavdlop on top of it, as well as the

positive way as he precepts it, increases.

Particularly, extra-role positive behavioursirdividual behaviour that is discretionary,
not directly nor explicitly recognized by the fodnreward system and that in the
aggregate promotes the effective functioning ofotiganizatiori (Organ, 1988) — which

also emerge from organizational identification argical for effective organizational
performance (Katz, 1964; Organ, 1988, 1997).

3.2.3.3 Commitment, Psychological Sense of Community, axttasole Behaviour

Understanding the positive attitude and behavimwatds change — in order to
potentiate them in favour of individuals, groupsidathe organization, along the

transformation process — is a base condition $osuiccess.

Within this view, an important attitude which idated to high performance outcomes is

associated with the conceptarfjanizational commitment

Meyer & Allen (1991),developing the distinction betweattitudinal and behavioural
commitment, argue that
“Commitment, as a psychological state, has at |dase separable components
reflecting (a) a desire (affective commitment), (b) aneed (continuance
commitment), and (c) arobligation (normative commitment) to maintain

employment in an organizatian

As a common aspect underlying these three appreactiee authors consider
commitment as a psychological staélbat (a) characterizes the employee’s relationship
with the organization, and (b) has implications file decision to continue or

discontinue membership in the organization.
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They base themain distinction between attitudinal and behavidummmitmenton
Mowday et al.’s (1982:p. 26) definition, clarifyingat:
“Attitudinal commitment focuses on the process bhghyteople come to think about
their relationship with the organization. In manyays it can be thought of as a
mindset in which individuals consider the extenwtoch their own values and goals
are congruent with those of the organization.
Behavioural commitment, on the other hand, relatesthe process by which
individuals become locked into a certain organiaatand how they deal with this
probleni.
Considering the three basicomponentsof commitment, they enhance its main
distinction:

1. “Affective commitment: refers to the employee’s emotional attachment to,
identification with, and involvement in the orgaation. Employees with a strong
affective commitment continue employment with tgarozation because they want
to do so.

2. Continuance commitment:refers to an awareness of the cost associated with
leaving the organization. Employees whose primamk to the organization is
based on continuance commitment remain because#ezl/to do so.

3. Normative commitmentreflects a feeling of obligation to continue enyphent.
Employees with a high level of normative commitrfiegitthat they ought to remain

with the organizatiori.

Based on an exhaustive literature review (and densig that €ach component is
considered to develop as a function of differenteeedents and to have different
implications) they propose (p. 68) dahree-component model for organizational

commitmentfigure 20).

Although (as the authors refer concerning the mod&he aim of this
reconceptualization is to aid in the synthesis xisteng research and to serve as a
Framework for future researth there exist some important, useful knowledge,
conclusions to be retained for organizational aapion purposes, namely that
“commitmentdevelops as the result experienceghat satisfyemployee’sieedsand/or

are compatible with thewvalues.
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Correlates of Organizational Commitment

+ Job Satisfaction
+ Job Involvement
* Occupational Commitment

}

y
Antecedents of Affective ] Termover Intention
Commitment Affective .
> An
+ Personal Characteristics Commitment
* Work Experiences Turnover
Antecedents of A
Continuance Commitment oy On-the-Job Behaviour
ontinuance 5
+ Personal Characteristics > R Attendance
+ Alternatives Commitment + OCB
+ Investments + Performance
Antecedents of
Normative Commitment _ . Employee Health
Normative
* Personal Characteristics > c it ¢ and
* Socialization Experiences ommitmen i .
* Organizational Investments Well-being

Figure 20 — Meyer & Allen’s Three-component ModeQrganizational Commitment
Source: Meyer & Allen (1991), as updated by Meyeale(2002:p.22).

This, being more conclusive for tlafectivecomponent, enhances the importance of

need’s fulfilment and values’ matching, asaartecedent of commitment

Also, concerning the positive impact daiffective commitment on work-related

behaviour, it is important to enhance the authcosiclusions, highlighting that:

“employees who want to belong to the organizatiffle¢dve commitment) might be
more likely than those who need to belong (conticeacommitment), or feel
obligated to belong (normative commitment), to eaffort on behalf of the
organizatiori.

Based on this Three-Component Model (from Meyer Bery 1991), Meyer et al.

(2002) have conducted a meta-analysis where they havérroed these findings;
namely that affective commitment had the strongest and mostufable correlations
with organization-relevant (attendance, performaneead organizational citizenship

behaviour) and employee-relevant (stress and wark#ly conflict) outcomeés

So, affective commitmenand its main antecedents (includinged’s fulfilment and
individual-organizationaValues’ matchinpare important factors to be considered by its
positive impact; from an organizational and induadlpoint of view.
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More recentlyRoe, Solinger, & Van Olffen (2009)on an exhaustive literature review
on the subject — although enhancing that the coecistits antecedents and implications
still need further research advancements and ddasiolh — summarize some of these
important aspects concerningrganizational commitmentwhich, from the point of

view of its application, must be considered asvaai, namely:

*“In the recent literature on organizational behavidbere is a great interest in
understanding and influencing the commitment of lepges towards their
organizations. It gives the impression that contreér employee commitment is key
to successful management of organizational tramssti in times of strategic
change” (p. 130);

« “Key publications from early days included Waltoh985), who triggered the
interest of managers in ‘managing-by-commitmenstead of ‘management-by-
control’;

* “If we confine ourselves to measures of ‘affectbeenmitment,” we can conclude
that organizational commitment co-varies positivelgh various other measures,
ranging from job involvement, job-, pay- and co-kersatisfaction to job
performance, citizenship behaviour (OCB) and theemlge of stress and turnover
intentions. These robust associations were dematestracross studies in meta-
analyses”;

* “Many authors have given recommendations how tdilires greater level of
commitment. Among them are developing a commobonyigireating a strong

normative environment, and adopting a transformeideadership style

Concerning the éarning of employee commitménDessler (1999),arguing that it
“requires a comprehensive, multifaceted managemegsters, consisting of an
integrated and internally consistent package ofcrete actions and policiésprovides
a set of mainrecommendations to implement a commitment-oriemi@hagement

systemincluding:

« “Commit to people-first valuegput it in writing; hire right-kind managers; walthe
talk;
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* Clarify and communicate your missionclarify the mission and ideology; make it
charismatic; use value-based hiring practices; strevalues-based orientation and
training; build the tradition;

* Guarantee organizational justicehave a comprehensive grievance procedure;
provide for extensive two-way communications;

» Create a sense of communitypuild value-based homogeneity; share and share
alike; emphasize barnraising, cross-utilizationdaeamwork; get together;

» Support employee developmentommit to actualizing; provide first year job
challenge; enrich and empower; promote from withprovide developmental
activities; provide employee security without gugeses.

So, by its dimensions, antecedents, and implicat@move described)rganizational
Commitment is a construct with extreme relevagoacerning organizational life,
employee well-being, and active engagement.

Another significant concept — which has primarilynexged from the areas of
community psychology, sociology, and public healticorresponds to the construct of
Psychological Sense of Communifi?SOC).
It has been recently systematized and translatedafiplication to the field of
management bBoyd & Nowell (2014).
In favour of therelevance of its transposition to the organizatibtigerature, the
authors invoke Mintzberg (2009), which argued that:
“the most recent economic crisis found fertile gbumcontemporary organizations
characterized by detached (heroic) leadership amtlces that celebrate and reward
short-term success regardless of long-term consempsk and proposed thatttie
fields of management and leadership need to relnaldpanies as communities for
the long-term success of the firm

As referred by the authors, one of the earlier nilédins of PSOC has been set by
Sarason (1974) as:
“the perception of similarity to others, an ackna¥ged interdependence with
others, a willingness to maintain this interdepemzie by giving to or doing for
others what one expects from them, and the fe¢liag one is part of a larger
dependable and stable structurgp. 157).
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Further onMcMillan & Chavis (1986:p.9)- defining PSOCas ‘a feeling that members
have of belonging, a feeling that members mattemt another and to the group, and a
shared faith that members’ needs will be met thhotingeir commitment to be together
and considering it as a multidimensional construelaborated on itsey componentsy

including fourmain dimensions

1. “Membership — a feeling of belonging or of sharing a sense pafrsonal
relatedness;

2. Influence — a sense of mattering, of making a difference tgroup, and of the
group mattering to its members;

3. Integration and fulfilment of needs- a feeling that members’ needs will be met by
the resources received through their membershtpergroup; and

4. Shared emotional connection- the commitment and belief that members have
shared and will share history, common places, titogether, and similar

experiences.

More recentlyNowell & Boyd (2010)- arguing thatVery little consideration has been
given to PSOC that is rooted (not in expectationgessonal gain) but rather in a sense
of personal responsibility to the community to ahane is a membér included, on
these key components fifth dimension ofesponsibility
For them, this Sense of responsibility to advance the health amdl-being of a
community and its membérs'is born out of an interaction between the indivitkia
perception of the community context and their peatadeology concerning what one’s
relationship to such a community should,lmnd have someparallels in the emerging
literature on organizational virtuousné'ss
Based on these elements (Sarason, 1974; McMillan C&avis, 1986), and
conceptualizing organizations as “social colletivimat can be experienced as a
community by its members’Boyd & Nowell (2014)proposenow, for organizational
contextsa definition of PSOCas
“A member’s feeling of being part of an interdepena®mmunity, a feeling that
one is part of a larger dependable and stable stmecthat will meet key needs,
and a sense of responsibility for the well-being tbat community and its
members.(p. 109),
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and transpose (pp. 109-110) McMillan & Chavis’s (1986) four dim&ons to an

organizationalcontextualization; also including the responsipitiimension (Nowell &
Boyd, 2010). So, they consider:

1.

As

“Membership A feeling of belonging or of sharing a sense efspnal relatedness.
Applied to organizational contexts, membership Waafer to feelings of belonging
and personal relatedness to specific social callestsuch as a work unit or team, a

department or division, or a whole organization.

. Influence: A sense of mattering, of making a difference gwaup, and of the group

mattering to its members. In organizational corgextfluence would translate to
employee and manager perceptions about the extemthich they are able to
express their opinions in ways that shape decismaking and organizational plans

and actions;

. Integration and fulfilment of needsA feeling that member needs will be met by the

resources received through their membership ingitoeip. This would translate in
terms of the degree to which employees view thadreety of physiological and
psychological needs are being fulfilled by recajvpay, benefits, training, safety,

and recognition.

. Shared emotional connectionA belief that members have shared and will share

history, common places, and time together and afmiéxperiences. In

organizational contexts, employees feel shared iemadtconnections as they work
together on projects, collectively experience ug @aown economies, share the
prospects of company growth together, and expegigmies of personal joy and

sadness with each other.

. Responsibility A commitment to the well-being of the group atedindividual

members. In organizational settings, employeesferlya sense of responsibility to
co-workers in the form of project help, advice atmlinselling, and emotional
support. As well, employees may feel responsibléhéosuccess and well-being of

the organization as a whdle

defined here, and translated into organizatideais, the concept and its core

dimensions exhibit high potential for applicatioraggregating relevant dimensions of

attitudes and states of mind; attaching individu@gether with their peers within
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groups; and sharing common values and believesy Tha be successfully used to
promote congruent and confluent behaviours, towlaeddevelopment of organizations

as effective communities.

The article (Boyd & Nowell, 2014) also provides. (d11-114) an in-deptanalysis of
PSOC in parallel with other key constradh the field of management — including team
cohesion, organizational identity, organizationaimenitment, psychological contracts,
and social capital — in terms of definition, focudimensions, similarities, and
unigueness; considering it as “unique from thedeerotmanagement constructs”, but
strongly interrelated.

Focusing on its positive influencebe authors (after reviewing the empirical litera
on the outcomes of PSO@dm parallel literatures with an eye toward examup the
relevance of such outcomes for organizational / ag@ment contexXssynthesize two
major dimensions of impact: (1) the relationshiP&OC to indicators of psychological

well-being, and (2) PSOC as a motivator of pro-aldoehaviour.

Discussing the possible utility of the constructotber areas of inquiry, they refer in
particular (p.116) that:

“one context for exploring the applicability of PS@Cin the fieldof organization
development and charigevhere ‘several authors have suggested that PSOC might
be an important ingredient for organizational memsb@uring the stages of a change
event, and that PSOC might be important for chaagent teams, top executive
leadership, self-directed work groups, and otheaksholders during change
initiatives’, précising that for example change agent teams typically work in close
proximity to each other, and tend to continuoushate and challenge ideas as they
are generated

Also, as an important knowledge base for partioheathange interventions, they refer
that:
“given its posited relationship to collaborative fieig (e.g., Kreijns, Kirschner,
& Jochems, 2003), there is reason to suspect tB&® may positively influence a

group’s ability to generate alternative ideas amdusions to problendis
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As defined (and previously detailed in its antecgsleand positive implications) the
development of a Psychological Sense of CommunitlyinvOrganizations is essential,
either to be explored within Participative Orgatimaal Transformation processes, as
well as to be considered as some kind of “orgammat attachment”. It largely
supersedes (pointing into a quite differentiate@ation) the old management approach
based on the enforcement of “the Psychological etit(which represents individual’s

attachment solely on the basis of an exchangedcting).

Another wide explored concept — which is included dome authors in extra-role

behaviour — corresponds @rganizational Citizenship BehavioufOCB)

Its more commonly adopted definitias still the one which has been established by
Organ (1988, p.4)
“Individual behaviour that is discretionary, not €eatly nor explicitly recognized
by the formal reward system and that in the aggtegaomotes the effective
functioning of the organizatidn

However Cunha et. al., 2005pp. 241-243) there exists some controversy abuait
discretionary dimension of this definition (which risks its céifscation as extra-role
behaviour); and, also, some discussion about tlo@-reward recognition; its
reconceptualization around the conceptaftextualperformance (by contraposition to
task performance) enforces its specificity and releeanover organizational

performance.
This reconceptualization, on the basisoftextual performancassumes that

“individuals also contribute to organizational etigeness with actions which are
not directly related with their main functions, bibtat are important as they model
the organizational, social and psychological cohtevhich serves as a critical

catalyser to task activities and processgaunha et al., 2005:p. 243).

And the authors, citing Borman & Motowidlo (1997nhance their taxonomy
evidencing some majocontextual categories and dimensions of performarase

depicted by table in figure 21.
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Category / Type Example / Dimension

Persisting with enthusias

and extra effort as necessi * Perseverance and conscientiousness.
to complete own tas| ¢ Extra effort on the job.

activities successfull

» Suggestinorganization: improvement.

« Initiative and taking on extra responsibility.
» Making constructive suggestions.

» Developing oneself.

Volunteering to carry oy
task activities that are n
formally part of own jol

« Assisting/helping custome.

» Organizational courtesy.

e Sportsmanship.

e Altruism.

« Assisting helping co-workers.

Helping and cooperatin
with others

* Following ordersandregulations and respect for authc
* Complying with organizational values and policies.

e Conscientiousness.

* Meeting deadlines.

* Civic virtue.

Following organizationa
rules and procedurg

» Organizational loyall.
Endorsing, supporting, ar] « Concern for unit objectives.
defending organizationg ¢ Staying with the organization during hard times and
objectives| representing the organization favourably to outside
* Protecting the organization

Figure 21 - OCB and Bormon & Motwidlo’s taxonomy@©@bntextual performance
Source: Borman & Motowidlo (1997).

Based in Organ (1988), Podsakoff et al. (1990), Kémzie et al. (1991, 1993), and
Podsakoff et al. (1993) the authors highligive essential dimensions of OCBnd

characterize them; namely when employees exhibiesehavioural patterns

» Conscientiousnessyo beyond normal requirements or expectations;

» Sportsmanship:have a positive attitude and are willing to tolexdess than ideal
circumstances without complaining;

« Civic Virtue: reveal engagement and responsible participatiothexgovernance of
the organization;

* Altruism: help co-workers with job relevant duties and tasks;

 Courtesy:are polite, considerate others, and treat them watpect
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Answering to the questionwhat induces individuals to exhibit organizational
citizenship behavioutsthey identify and systematize a wide setpokitiveinfluential

factorswhich can explain the evidence of such behavioamely:

* Attitudinal antecedentsincluding satisfaction, perception of organizatibfastice,
trust on organization and management, commitmeetcgived organizational
support, psychological sense of a work community;

 Personality characteristics: including conscientiousness, propensity to trust,
affiliation motivation, collective orientation, $edsteem, positive affectivity, and a
strong internal locus of control;

* Organizational aspectsncluding, among other aspects, transformationadiership
behaviour, group cohesion, person-organization caagce, work characteristics,

and participation in decision taking processes

Concerning theléadership factdt, relevance should be made that its positive grilce
on OCB has been evidenced by many empirical studies only confined to
transformational leadership, but also highlighteg dther perspectives; including
“servant leadership”, “charismatic leadership”, tfentic leadership”, and “Leader-

Member Exchange” theories.

Concerning the third part of Organ’s (1998) deforitof OCB — ‘that in the aggregate
promotes the effective functioning of the orgamirét- it is important to understand the
“why” of considering it within a transformationahange process, and “how” it can has

positive implications over individuals and organiaas.

Podsakoff et al. (2009)meta-analysis — using a conceptualization (WilBa&

Anderson, 1991) whickeparates OCB into categories the basis of the target of the
behaviour (OCBI, toward the benefit other individuals and OCBO, toward the
organizatior) — explores their interrelationships, and implcas; concluding (p.184) as

main implications for practitionerghat:

“Perhaps the most important finding of our study poacticing managers is that

OCBs appear to have important relationships witmearganizational measures of
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“bottom line” effectiveness. The obvious implicatiof this is that managers should
try to motivate employees to exhibit these typésbéaviours.

Previous research indicates that some of the begéerchinants of OCBs are
employee perceptions of fairness, transformatideatlership behaviours, employee
attitudes (e.g., job satisfaction and organizatibcammitment), and to a lesser
extent personality traits such as conscientiousness

This would suggest that managers should try todaou selecting employees with a
propensity to engage in OCBs, and to create a vammkronment that encourages
employees to exhibit these behaviours.

However, it is important to note that our findinggggest that OCBs have a stronger
relationship with more proximal measures of orgatianal performance such as
unit productivity and cost reduction as opposeddistal indicators such as unit
profitability.

This would suggest that managers may have moreessiéefluencing organizational
effectiveness measures that are more proximal tplame citizenship behaviours
than measures that are not as directly linked mahganizational value chain.

In addition, although our findings demonstrate aatl relationship between OCBs
and customer satisfaction, it is important to nittat these findings may be restricted
to service contexts in which the employees hawetoontact with the customers.
Therefore, it may be important for managers to t#ke nature of the employee—
customer relationship into account when considerihg potential effect that
increased levels of OCBs may have on customeffaetitn.

Furthermore, our results indicate that the practioest managers have of weighting
OCBs in their individual evaluations is an appragg and functional one, as these
behaviours do relate to objective measures of amgdional performance.

This would suggest that the impact of OCBs on applaatings is not simply error
variance to be eliminated but rather representsesihble source of variance in

appraisals that should relate in a meaningful waynit effectiveness

Cunha et al. (2005: p. 251)hased on a wide source of publications, summarizk a

exemplify elevenmain reasons on why OCB can have a positive inflaenon
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organizational effectivenesslhey highlight that organizational citizenship bebars

can:

* “Increase the productivity of co-workers,

* Increase managers’ productivity,

* Decrease costs, and free resources to more proguattivities,

* Reduce resource allocation to team maintenanceites;

* Facilitate coordination among team members and iwittork groups,
 Contribute to retain and attract more competentgep

* Facilitate organizational performance stability,

* Facilitate organizational adaptation to environmahthanges,
 Contribute to the promotion of organizational learg,

« Contribute to decisions’ quality improvement, and

« Contribute to customers’ satisfaction, fidelity daattraction”.

Based on this knowledge — concerning OCB dimensiansecedents, and positive
potential impacts; either at individual's, as wal, at organizational levels — it is
important to understand and recognize the relevaotethese aspects for a
transformational program; mainly when targetingaashole, the individual, group, and
organizational development of effective conditiorfgromoting values, cultural
conditions, team effectiveness, leadership devedmpmand individual behaviours) to

increase organizational effectiveness.

3.2.4 Support Structures for Workforce Development

One of the most effective structures to sezagloyee strategic developmenin the sense of
supporting apermanent workforce training and developmentorporating and promoting

organizational learning- corresponds to theorporate University concept

Exploring the concept, Meister (1992) deeply elabes on the subject, providing strong
illustrative examples of high-level practices fronajor international corporationReferring
that ‘the corporate university is emerging into the twelfimst century as the fastest growing
sector of higher educatinshe asserts (p. 1) that major firmaré transferring their

successful business models of service, accessibdmd state-of-the-art technology to
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corporate educatidh using the corporate university as “key instrument for cultural

changé.

According to the author, as a result of five marividg forces (the emergence of the flat,
flexible organization; the transformation of theoeomy into a ‘knowledge economy’; the
shortened shelf life of knowledge; the new focubfetime employability rather than lifetime
employment; and a fundamental shift in the gloliaication marketplacg the corporation is
in transition on ten essential aspecd{p. 3):

1. Organization from “hierarchy” to “network of partnerships andlliances”;

2. Mission: from “supporting the current way of doing busisggo “creating value-
added change”;

Leadership from “autocratic” to “inspirational”;
Markets from “domestic” to “global’;

Advantage from “cost” to “time”;

3
4
5
6. Technology from “tools to support the mind” to “tools to spprt collaboration”;

7. Work force from “homogeneous” to “diverse”;

8. Work processfrom “separate work functions” to “cross-functiahwork teams”;

9. Worker expectationfrom “security” to “personal development”;

10. Education and training from “a job of institutions of higher educationto

“corporate America plus an array of for-profit edatonal firms”.

So, ‘all of these changes put entirely new demands akem® and require that they master

entirely new roles and skill séts

As a consequence, Employee Training and Developrastevolved to a new paradigm,
“from training to learning, with newcharacteristics
“Anywhere, any place, building core workplace compees, incorporating action
learning, shifting from individual to team, develoyp corporate universities, facing
learning as a continuous process, and focusing eal problem solving Meister
(1998:22)
The Corporate University, as “a metaphor for leang”, represents a cohesive structure,
with “proactive focus, strategic scope, enrolling on4justime learning, and increasing on-

the-job performance”.
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It should not only cover traditional” training, butaddresqp. 90)new areas
« “ Corporate citizenshipculture, values, traditions, and vision,

» Contextual framework:grounding employees on an appreciative visiorhefdcompany,

its customers, competitors, and best practices, and

* Development of “core workplace competencie$®arning to learn, communication and
collaboration, creative thinking and problem-solyjrtechnological and global business

literacy, leadership development and career selfraggment skills”.

So, being the Corporate University thstrategic umbrella for developing and educating
employees, customers, and suppliers in order td areerganizational business stratedias

must align with soméasic goals and principle&pp. 30-58), namely:

1. “Provide learning opportunities that support the amgzation's critical business
issues;

2. Consider the corporate university model a procegker than a place of learning;
Design a curriculum to incorporate the three Cs:r@wate citizenship, Contextual
framework, and Core competencies;

4. Train the value chain, including customers, digitdrs, product suppliers, and
universities that provide tomorrow’s workers;

Move from instructor-led training to multiple fortseof delivering learning;

Encourage leaders to be involved with and fac#itiarning;

Move from a corporate allocation funding model twed'self-funded” by the business
units;

8. Assume a global focus in developing learning sohsj

9. Create a measurement system to evaluate outpuwtgldas inputs; and

10.Utilize the corporate university for competitive vadtage and entry into new

markets.

In terms of thadesign of a corporate universitMeister (1998:pp. 65-85) details the essential
aspects of itbuilding blocks namely:
1. “Form a governance system,;

2. Create a vision;
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Recommend the scope and funding strategy;
Create an organization;

Identify stakeholders;

Create products and services;

Select learning partners;

Draft a technology strategy;

© © N o 00k w

Create a measurement system; and

10.Communicate.”

Considering these main aspects, it can be argueal theister’'s (1998) view- stressing that
currently ‘workers from the factory floor to the customer ganhotline, and ultimately to the
executive suite, must think and act at higher Byélcorporating these requirements into the
Corporate University concept; thus pointing tritinuous learning, a heightened focus on
broad, yet deep business literacy skills, and, ingaly, building partnerships with suppliers,
customers, and educatdrs represents a well-founded, wide, and pragmatic aggech to
Learning as an effective instrument of OrganizatioDevelopment; serving Business

Development, and, consequently, Organizational Effeeness.

Despite the IT Academy unit (as it has been implaed does not correspond to the whole
dimension of a Corporate University (as characteribere), most of its generative ideas (in
terms of the organizational learning and develognoemcept) have been considered. They
have been important references to enlighten itpescstrategic model, main operating

principles, and practices.

3.2.5Process Improvement and Tool Implementation

On software process improveme{8PI), Muller, Mathiassen, and Balshoj (2010) easgire
that a significant number of publications on théjeat address SPI with a primaigcus on

organizational change

They refer strong evidence thadffective management of change during Lires serious

consideration of context and underpinning valuéghlighting some critical success factors:
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“Alignment with business goals, communicating cled®l $oals and managing

expectations amongst employees, ensuring that rsemémagement is committed and
allocates the resources needed for SPI, making thateemployees feel well equipped for
SPI participation (informed, trained, and motivatedetting all levels of the organization
engaged in SPI through participation, having wedfided process descriptions of what to
do and plans for how to do it, measuring progressdards the SPI goals, and enlisting

support from within and outside the organization”.

This is an approach with a holistic perspective avhclearlyintegrates the main role of
Organization Development into Software Process tmpment particularly considering the
relevance of aractive engagement of individuals and group#®o organizational change
dynamics and processes.

Albeit most SPI frameworks and models focus exwe$sion the process, product, and

service dimensions, this wide vision is undoubteté/one which is adopted by us.

Considering that these most relevant aspects tedelaith Organizational Culture and Values,
Leadership and Team Effectiveness, Values and BreploEngagement, Quality and
Organizational Excellence, Organizational Developimand Planned Change — are deeply
covered on other chapters of this dissertationwilenow explore more deeply the aspects
directly associated with the reference frameworkctvthad been used. We refer to one of the
most used frameworks fassessing software development process matuiigéy Capability
Maturity Model Integration (CMMI) from the Softwaiengineering Institute (SEI).

It integrates a set ofbest practices that help organizations to improkieirt processe’s
(CMMI Product Team, 2010; Chrissis, Konrad, & Shri#@11), and specific orientations for
aformal appraisalprocess (SCAMPI Upgrade Team, 2011) conductirecertification

Chrissis, Konrad, & Shrum (2011plthough considering that exist several dimersion
(including people procedures, and methodandtools and equipmepthat an organization
can focus to improve itbusiness (Figure 22), argue (p. that theprocesseaused in the

organization play a focal role, because thegid everything togethér

This evidences CMMI as being, mainlypacess-centred framewaork
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Procedures and methods
defining the relationship
of tasks

S o i . T i ) o e 0

: ® & o
People with
skills, training, eT:)l;)lSn:lel:::
and motivation quip

Figure 22 - The “critical dimensions” of Businessprovement — with a focus for Processes
Source: Chrissis, Konrad, & Shrum (2011).

As any framework CMMI has its owarchitecture and basic concepts

One of these is the concept abhstellatior!, which is definedChrissis, Konrad, & Shrum,
2011:p. 14) asé collection of CMMI components that are used tostaict models, training

materials, and appraisal related documents for ageaof interest

CMMI has three base constellations: CMMI for Deysient (CMMI-DEV), CMMI for
Services (CMMI-SVC), and CMMI for Acquisition (CMMACQ). By its specific purpose,
we will, naturally, focus on CMMI for Development.

Another set of base elements which underlay CMMthigecture corresponds to the
interrelated (Figure 23) concepts “process areg “goal’ (generic or specific), and
“practic€ (generic or specific), defined as follows:

* Process area:“A cluster of relatedpractices in an area that, when implemented
collectively, satisfies a set gbalsconsidered important for making improvement int tha
ared;,

» Generic goal: ‘A required model component that describes charaties that must be

present to institutionalize processes that implernagirocess areg
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* Specific goal: ‘A required model component that describes the @nicharacteristics
that must be present to satisfy firecess area

» Generic practice: An expected model component that is considered rtengoin
achieving the associategeneric goal; and

* Specific practice: An expected model component that is considered rtengoin

achieving the associatepecific goal.

Process Areas E S~
TRl SE W (S \
A
Specific Generic
Goals Goals
/| AN

/ |\
|
Specific Generic
Practices Practices

Figure 23 - CMMI — structural base concepts assediwith a staged representation
Source: Chrissis, Konrad, & Shrum (2011).

In astaged representatio(i’a model structure wherein attaining the goals okaaf process
areas establishes a maturity level; each leveldsud foundation for subsequent leVethose

maturity levelsare associated to process areas.

This is done through the observation and collecobrvidence of organizational practices

associated with CMMI prescribed goals and practiaksg arappraisal process

This formal process is named 8€AMPI. Standard CMMI Appraisal Method for Process
Improvement being the SCAMPI A appraisal metho8GAMPI Upgrade Team, 2011he

most rigorous method officially recognized by SEI.

Concerning thematurity levelsassociated with the staged representation, CMMbiders

them as consisting ofrélated specific and generic practices for a prated set of process
areas that improve the organization’s overall penfiancé; where ‘the maturity level of an
organization provides a way to characterize itsfpenancé; being a ‘defined evolutionary
plateau for organizational process improvenignthere ‘each maturity level matures an

important subset of the organizational processesparing it to move to the next maturity
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level’; and being fneasured by the achievement of the specific andrigegoals associated

with each predefined set of process ateas

On a standard form, CMMI defines (Chrissis, Konr&,Shrum, 2011: pp. 41-44fve
maturity levels (1) Initial, (2) Managed (3) Defined (4) Qualitatively managedand (5)

Optimizing

Table in Figure 24 provides a base characterizdtiprach of these levels.

Maturity Level

Main characterization

1 - Initial

Processes are usually ad hoc and chaotic.

The organization usually does not provide a stahléronment to Support processes.
Success in these organizations depends on the temepeand heroics of the people|i

the organization and not on the use of proven EsE:

In spite of this chaos, maturity level 1 organiaati often produce products a
services that work, but they frequently exceedhiheéget and schedule documenteg
their plans.

Maturity level 1 organizations are characterizegligndency to overcommit, aband
their processes in a time of crisis, and be untabtepeat their successes.

=]

2 - Managed

Projects have ensured that processes are planmk@x@cuted in accordance wi

policy.
The projects employ skilled people who have adefjtegources to produce controll

th

ed

are evaluated for adherence to their process giscrs.

The process discipline reflected by maturity le2ehelps to ensure that existi
practices are retained during times of stress.

When these practices are in place, projects aferpged and managed according
their documented plans.

Also at maturity level 2, the status of the workdhucts are visible to management
defined points (e.g., at major milestones, at treetion of major tasks).
Commitments are established among relevant statersolnd are revised as neede
Work products are appropriately controlled.

The work products and services satisfy their spatiprocess descriptions, standarn
and procedures.

outputs; involve relevant stakeholders; are moedorcontrolled, and reviewed; ald

g

to

at

ds,

3 - Defined

Processes are well characterized and understoat,aem described in standarg
procedures, tools, and methods.

The organization’s set of standard processes, whitte basis for maturity level 3,
established and improved over time.

These standard processes are used to establiskteong across the organization.
Projects establish their defined processes byriagdhe organization’s set of standd
processes according to tailoring guidelines.

A critical distinction between maturity levels 2da8 is the scope of standards, proc
descriptions, and procedures. At maturity leveth2 standards, process descriptig
and procedures can be quite different in each Spétstance of the process (e.g., o
particular project). At maturity level 3, the stands, process descriptions, a
procedures for a project are tailored from the oizition’s set of standard process
to suit a particular project or organizational uaitd therefore are more consisté
except for the differences allowed by the tailoringdelines.
Another critical distinction is that at maturityld 3, processes are typically describ
more rigorously than at maturity level 2. A defingacess clearly states the purpo
inputs, entry criteria, activities, roles, measuneification steps, outputs, and e

ess
ns,
N a
nd
es
ont

ed
se,
Xit

criteria. At maturity level 3, processes are madageore proactively using an
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Maturity Level

Main characterization

understanding of the interrelationships of procassvities and detailed measures|of
the process, its work products, and its services.
At maturity level 3, the organization further impes its processes that are related to
the maturity level 2 process areas.
Generic practices associated with generic goalaB were not addressed at maturity
level 2 are applied to achieve maturity level 3.

4 — Qualitatively

managed

The organization and projects establish quantiatibjectives for quality and process
performance and use them as criteria in managiojg@@s.
Quantitative objectives are based on the needseofistomer, end users, organizatipn,
and process implementers.
Quality and process performance is understood atisital terms and is managed
throughout the life of projects.
For selected subprocesses, specific measures cégg@erformance are collected and
statistically analyzed.
When selecting subprocesses for analyses, ittisairto understand the relationships
between different subprocesses and their impaetchieving the objectives for quality
and process performance.
Such an approach helps to ensure that subprocestong using statistical and other
guantitative techniques is applied to where itth@smost overall value to the businegs.
Process performance baselines and models can beaibelp set quality and process
performance objectives that help achieve businkgEstives.
A critical distinction between maturity levels 3dad is the predictability of process
performance.
At maturity level 4, the performance of projectsl aelected subprocesses is controlled
using statistical and other quantitative technigaesl predictions are based, in part,|on
a statistical analysis of fine-grained process.data

5 - Optimizing

The organization continually improves its procesdemssed on a quantitative
understanding of its business objectives and padoce needs.
The organization uses a quantitative approach terstand the variation inherent jin
the process and the causes of process outcomes.
Maturity level 5 focuses on continually improvingopess performance through
incremental and innovative process and technolbgigarovements.
The organization’s quality and process performaitgectives are establishef,
continually revised to reflect changing businesgedives and organizational
performance, and used as criteria in managing psoicgprovement.
The effects of deployed process improvements asuored using statistical and other
quantitative techniques and compared to qualitymodess performance objectives
The project’s defined processes, the organizati@es of standard processes, and
supporting technology are targets of measurabledugment activities.
A critical distinction between maturity levels 4dab is the focus on managing ahd
improving organizational performance.
At maturity level 4, the organization and projedtcus on understanding and
controlling performance at the subprocess level asihg the results to manage
projects.
At maturity level 5, the organization is concernadgth overall organizational
performance using data collected from multiple @cts.

Analysis of the data identifies shortfalls or gapperformance.
These gaps are used to drive organizational prooepsovement that generates
measurable improvement in performance.

Figure 24 - CMMI — Basic characterizations of mayuevels
Source: Chrissis, Konrad, & Shrum (2011).
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The progression along these levels corresponds tmaeased degree of exigency for the
applied practices; by adding new requirements & ghbals and practices of the previous
levels, as well as introducing new process areableTin Figure 25 depicts the process
characteristics and the new process areas whigtcameulatively, introduced by each upper

maturity level.

Process
Level Characteristics Process Areas
5 Focus is on quantitative C 1Analvsis and Resoluti
2 continuous process ausal Analysis and Resolution
Optimizing improvement Organizational Innovation and Deployment
Quant :t’a tively Process is measured and Quantitative Project Management
iy ¥ | controlled Organizational Process Performance
Requirements Development L
P is ch zed f Technical Solution Organfzatpnal Process FOC"S
3. tht;ogzsa :]s i;:atai;:catgl";zies or| p.oduct Inte gration Organyat?on ProFefs Definition
Defined proactive Verification Organization T'rammg
Validation Integrated Project Management
Decision Analysis & Resolution Risk Management
Process is characterized for Req!nrements. Management Product and Process Quality Assurance
2. . : ProjectPlanning - -
projects and is often 2 o Configuration Management
Managed reactive Project Monitoring and Control -
- Measurement & Analysis
Supplier Agreement Management -
1. Process is unpredictable,
Initial poorly controlled, and
reactive

Figure 25 — CMMI for Development — Maturity levelad associated Process areas (cumulative)
Source: Kasse (2008: p. 21).

As it can be observed, the staggdMMI for Development representation considers, for
maturity level 2 seven maimprocess areas
“Requirements management; project planning; projeainitoring and control; supplier
agreement management; measurement and analysisceggo and product quality
assurance; and configuration management”

Essentially, they focus on project management asaated areas, as an initial basis to,
along further levels, promote tiestitutionalizationof best practices.

So, adoption oproject managemertiest practices (e.g., as prescribed in PMI, 26h8uld

be considered as an important referential whennga@oftware improvement activities

addressing this level of maturity.

Also, theimplementation of a flexible and extensible proj@einagement tootovering most
of these practice areas with the necessary pr@resslata, is essential to sustain a controlled

environment; facilitating the future progressiorufiper maturity levels.
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3.2.6 Organizational Communication
Organizational communicatioplays a central role on organization developmedtchange.
This is vastly evidenced by OD & Change literatues, well as, by Communication
scholarship. In fact, this is quite evident; notlyoto those formal processes which are
performed by specifiorganizational communication unjtdut mainly to those associated
with daily working structures and processeteadership, work group, teams, and
organizational change processes are some of theretegant.
They have been deeply explored along this liteeateview. So, just a few more references
are considered here; either to enhance some inmpoteEndencies on organizational
communication research; or to enforce its relevaoa@ganizational change processes.
Krone, Kramer, & Sias (2010) refer that:
“although it began to emerge as an identifiable @&raid field around a set of practical
questions concerning what makes managerial comratioicin organizations effectiVeit
has expanded toatdress the effects of small group networks, sapstibordinate
communication, and communication climate on emg®gtisfaction and performarice
According to the author, it has, since then, grosvimclude:
“A concern for non-managerial voices, the technicationality that underlies most
organizational decision making, understanding tleeywnature of ‘organization’, and the

role of organizations in democratic societies

Jones et al. (2004) emphasize, as research chedletite need tonfove from micro-level
interpersonal issues to more macro-level dne&understand the communication of
organizational chandge and “explore diversity and the intergroup aspects of

communication”.

Eisenberg & Riley (2001:293), considering thelevance of Organizational Culture for
Communicationstudies highlight the t€onstitutive role of communication in creating
organizational culture and refer that from the early 1980s forward, communication
processes were recast as the way organizations veemestructed, maintained, and
transformed.

Concerning participative processesSeibold & Shea (2001:665) underline the role of
communication asdn integral part of them; asserting thatcbmmunication may moderate

the effects of various types of participation ordlvement programis
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Kotter & Schlesinger (1979) explicitly refeommunication, participation, and facilitaticas
key strategic drivers topbsitively influence specific individuals and greuguring a change
process.

Meister (1998) highlighting the role of corporateiversities on the development Gfore
workplace competencieshcludescommunication and collaboratioas some of the most

relevant.

These main references, emerging from distinct are&sknowledge, confirm that
organizational communication is a powerful, andassary, instrument to support and develop
all the activity within the organization; linkinggether individuals, groups, and work teams;
not only providing information about the companydaits work processes, but mainly
facilitating the creation of the necessary dynamics support innovation, training,

development, learning, and organizational transétion initiatives and programs.

131



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

3.2.7 Quality and Organizational Excellence

Considering that the organizational transformatset of interventions which has been
developed aim to produce a significant and holigirganization development impulse
targeting further incursions on organizational decee; thus preparing the organization, the
groups, and individuals to face global change ehals (on a°®istrategy definition cycle),
and engaging work teams on specific strategic invgment initiatives (on a"2 strategy
implementation cycle); it is important to approable subject of Quality and Organizational
Excellence on its most relevant aspects. In faetcurrent organizational transformation must
be considered as an important intermediate steph@moute to Organizational Excellence,
here addressed.

This includes aristorical perspectivesome essentidundational vision®f modern quality
andits dimensionsthe holistic view of quality integrated arganizational excellence modgls
and, theroles of leadership, people management, and emgl@geticipation within the

process.

3.2.7.1 A brief historical overview: from craftsmanshipdoganizational excellence

Quality — as a field for research and practice s- $ignificantly evolved along time; on
visions, concepts, processes, practices, and tadsto asynergistic improvement helix
resulting from practitioners’ needsand improvement efforts, allied withcademic

researcherssupport and knowledge contributes.

Often, within this area, both roles have been perénl by the same actors (e.g.,
Deming, Juran, Crosby, Ishikawa, Tagushi, and Fdigem), aggregated in specialized

consulting firms, normative agencies, and professiassociations.

In fact, Quality has emerged from practice and ftbm need to introduce rigor within
relevant practices. Since the middle age, the q@nekquality has emerged — within
craftsmanship, with simple product requirementgfgssionalism (learning, seniority,
and hierarchies), and professional associationsldgu— on the basis of skKills,
processes, and product control. It was then a maiteprofessional survival and
affirmation; often on an individual basis, and catipg on local markets, with minimal

products’ quality basis. These “quality roots” exedd — on a continuous improvement
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cycling paradigm — creating, progressively, someicstires and informal standards;

without significant disruptions, and according t@kitionary needs.

At the beginning of the last century, theoreticakams of thought associated with
industrial work organization — such as Scientifiadgement (Taylor, 1911), General
Theory of Business Administration (Fayol, 1916)darheory of Bureaucracy (Weber,
1947) — have developed new paradigmatic visiong élve productive process, its
planning, and organization. They have triggerec@ss-centred approaches to quality;
including inspective and quality assurance acssitisupported by quality control
departments; in order to guarantee the needs @é leonsumer markets, through mass

production and minimal defect products.

During World War 1l the need for statistical prose®ntrol; as well as the imposition of
standards (in order to control productive steps @muiles, and adequate input supplies);
has conducted to more formalized quality structucevering quality professional’s

development, quality research, key publicationsj professional body associations.

After the war, Juran and Deming, intervening inaiap reconstruction efforts, have
developed new strong quality theories, approadss techniques, and started focusing
on top management awareness and training on gualtigse new emerging visions have
been more welcome in Japan, rather than in theedr$tates and Western Europe. In
1951 the Union of Japanese Scientists and Engif@egiSE) creates the Deming Prize
for quality. During two decades Japanese produgithqugh considered as inferior
products) have been accepted by its quality stalsd@made in Japan” label) and low-

price across the American market.

Along the decade of 70 — due to a rising on prodpelity in the north-American

market — the consumer increased its preferenceatértion to high-quality products.

On the next decade, publications likeonsumer Reportappear in the market;
supporting product benchmark and evaluation; intoong the usability concept

dimension.

The focus shifts from supplier and production taszamer.
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Governmental institutions develop normalizationgasses; and theediasupport the

diffusion of a new quality movement.

Total Quality Management movement progressed, ianti987, an American Congress
act institutes th&lalcolm Baldrige National Quality Award

One year later the European Foundation for Qualignagement (EFQM) is created,
and, in 1991, the European Commission institutedtiropean Quality Award

These new prize approaches have enlarged the idraaditproduct-process-service
Quality concept along several dimensions; towards edfective Organizational

Excellence holistic view.

3.2.7.2 Foundational visions of quality: Deming, Juran, &rdsby

Along these years, the pioneers — contributing widw philosophies, dimensions,
discoveries, paradigms, and approaches — had mpdaides: including, as more

determinants on opening new horizons, the nam&eofing, Juran, and Crosby.

Deming, with its theory and action — initially mofecused on product / service
improvement, and associated with statistical pro@@strol — denotes, on an industrial
era, an organizational management and excellestenyiwhich largely transcends the

“machine” paradigm of the organization.

His 14 Points on TQM(Deming, 1986, revised in 199G@re a good example of his
visionary concept of quality. In fact, these prpies denote a wise dissociation from the
traditional mecanicist approach to quality; puttittg focus on strategic management

and organization development topics, rather thahguo technical issues.

Another prominent author wa3oseph Juran which, with its innovative“trilogy”
(1986) approached, on a cross-functional managementpgeige, the planning,
control, and improvement processes of quality. €&ach of these processes he has

developed a set of “universal steps”.

Like Deming, Juran advocated regular cycles of iooious improvement; focusing not

only on customers, but also in all resources inedlalong the internal supply chain.
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Another remarkable quality innovator (consideredtles author of the “zero defects”
expression) wa€rosby well known by his major references: th€rosby's Absolutes
of Quality Managemerit (referred in Crosby, 2005), theBasic Elements of
Improvement (referred in Crosby, 2005), and th€rbsby’s Vacciné (Crosby, 1984,
pp. 8-9).

Within theAbsolutes of Quality Managemeiiite refers, in strong assertive terms, that:
“(1) quality means conformance to requirements, alg@gance, (2) there is no
such thing as a quality problem, (3) there is nahsthing as the economics of
quality; doing the job right the first time is alys cheaper, (4) the only
performance measurement is the cost of qualitychvie the expense of non-

conformance, and (5) the only performance standgarfdero Defects”.

In the 14 steps to Quality Improvemertte includes very specific prescriptions to

organizational managers; under the explicit forrfiaation” and “accomplishment”.

The Crosby’s Vaccines a set of top-management recommendations, @enefssential
areas — under an explicit form of a Total QualitprMgement commitment from all the
people within the organization — covering all piptes, roles and responsibilities on

Integrity, Systems, Communication, Operations, Ralicies.

According to Evans & Lindsay (2002) “despite the fact that they have different
approaches on implementing organizational chanige philosophies of Deming, Juran,
and Crosby are more alike than differénthey refer (p. 107), as common points, that
all of them:

* “view quality as imperative in the future competiiness in global markets;

* make top management commitment an absolute nggessit

» demonstrate that quality management practicessaiie, not cost money;

* place responsibility for quality on management, that workers;

* stress the need for continuous, never-ending ingmant;

» acknowledge the importance of the customer, andngtrmanagement-worker

partnerships;
e recognize the need for, and difficulties associateith, changing the

organizational culture”.
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Lau & Anderson (1998)systematize the essence of these aspects —-TotahQuality

Management (TQM) perspective — along three distindimensions(which must be
managed together), namely:

* “Total dimension:
* Requires the participation of all employees andreark;
* All of them must develop a sense of quality owmgrsh
* All organizational levels and functions must beoiwed, applying systemic
thinking;
e Quality dimension:
* Driven by value to customer (internal and exterpal)
* Emphasizing continuous improvement;

* Addressing technical issues — skill and knowledgented training;

» Addressing human issues — innovation incentives;

* Managementdimension:
* Requiring top-management commitment;
* Establishment of organizational sense and values;
* Having Leadership as a critical factor;

*Doing the appropriate change on organizational ordt values,
communication, and information systems”.

3.2.7.3 Quality Dimensional Visions: product, process, oustr, culture

As evidenced by these main streams of thought ésnidistorical evolution milestones
denote)there has been a cumulative progression on the migions and concept of
Quality.

They can be classified through the following intdgye staged categorizatian
1. Productorientation: strongly connoted with the concept of quality cohtind,
in earlier stages, with the process of inspectionusing on verifying product

conformity with its specifications; in order to nmmze defects, rejections, and
rework activities;
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2. Production Processorientation: targeting the creation of preventive quality
assurance processes; introducing quality systemisharms; and regulating the
execution of all the process and product activitieexessary to ensure full
compliance with conformity and security requirensent

3. Customerorientation: integrating into the former perspectives (produttepss)
the customer and employee dimensions; in order uaragtee and manage
quality across of all areas of activity; produgimgthout defects, usage adequate
products; satisfying internal and external cust@neexceeding their
expectations; engaging all managers and emploge@smninimal cost;

4. Culture and Organizational Excellencerientation: considering total quality
management as a path to organizational effectigrikgs intervening not only
on product, process, customer, and results dimessidut, mainly, on
mobilizing all the organization and transforminge tloculture to respond to
organizational excellence challenges; thus asdimgja and evidencing
continuous improvement, organizational learningnowation, stakeholders’
management, and sustainability attitudes acrossrgélnizational principles and

practices.

This last vision (integrating into the traditiorfddard” technical and management view
of quality, all the necessargdft’ dimensions of organizational life) is, undoubtedhe

one that aligns with the targeted stage for qualigmotion: through a holistic, systemic
organization development and change strategy, epassing culture, values, people,

and process, together, on the path to organizatesfectiveness.

3.2.7.4 Main Models associated to Organizational Excellence

As already focused, since 1951 that Organizatiéhalellence regional awards have
been institutionalized, in order to incentive aedagnize best practices related to Total
Quality Management (JUSE, 2013; NIST, 2013; EFQM2A13).

As the most significant ones, threajor awardsmust be quoted:
* Deming Prize, from Japan;
* Malcolm Baldrige National Quality Award, from USAd

» European Foundation for Quality Management Awa@nfEurope.
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All of them envision a total, holistic, approach Quality as a path to organizational

effectiveness; promoting dynamic change initiatiw@ghin a large spectrum of areas;

and being evaluated according to high-standarderi.

3.2.7.4.1 Deming Prize

Created in 1951 (as a tribute to Deming for histgbuation to quality development in

Japan) this award, although not having an explaninal model, integrates within its

evaluation criteria (JUSE, 2013) a set of esskeptits along a comprehensive group

of basic categories (figure 26), including:

“Management policies and their deployment regardijuglity management;
New product development and/or work process innowat

Maintenance and improvement of product and openaligualities;
Establishment of systems for managing quality, tiyardelivery, costs, safety,

environment;

Collection and analysis of quality information amdilization of information

technology and

Human resources development”.

5%
Information
analysis and

of IT
as)

Figure 26 - Deming Prize: Relationships within lbasategories and points

1. Management
policies and their
Deployment

(20)

* 3

utilization *

2. New product

development,

Work process
Innovation

(20)

3, Maintenance
and
Improvement
(20)

@«

6. Human
resources
development
as)

@« ¢

4. Management systems (10)

Core Quality System (50)

Source: JUSE, 2013.

3.2.7.4.2 Malcolm Baldrige National Quality Award

This award, created in 1985, is considered the mapgependent prize reference for

total quality management evaluation applied on Mwthern and Central America
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continent. It is managed (as an USA national caajper program) by a partnership
between governmental and private sector entitied,iavolving together the National
Institute of Standards and Technology (NIST), theefican Society for Quality (ASQ),
having a proper Board of Examiners (NIST, 2013).

It is based on an underlying model aggregatingctiteria for performance excellence,
(figure 27) and set afore values andonceptgfigure 28).

Organizational Profile:
Environment, Relationships, and Strategic Situation

2 5
/ Strategic Workforce
Planning Focus \
1 ! 0 ( 7
Leadership Results
3 6 | A

\ Customer Operations
Focus Focus

4
Measurement, Analysis, and Knowledge Management

Figure 27 -‘Malcolm Baldrige National Quality AwarcCriteria for performance excellence
Source: NIST, 2013.

The Baldrige Criteria build on
core values and concepts... Tl . \cadership and Gove’"ance

Leadership

which are embedded in
systematic processes...
(Criteria categories 1-6)

yielding
performance results.
(Criteria category 7)

Figure 28 -‘Malcolm Baldrige National Quality AwardCore values and concepts
Source: NIST, 2013.

139



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

The evaluation criterion aggregatesevenmajor categoriesof requirements and

associated questions, namely:

“Leadership — how senior leaders’ personal actions and goveogasystems guide
and sustain the organization, including key aspettenior leaders’ responsibilities,
with the aim of creating a sustainable organizatiand key aspects of organizational
governance system, including the improvement afeleship. It also asks how the
organization ensures that everyone behaves legaity ethically, how it fulfils its
societal responsibilities, and how it supportskéy communities;

Strategic Planning— how the organization develops strategic objestiand action
plans, implements them, changes them if circumetanmequire, and measures
progress;

Customer Focus— how the organization engages its customers &ogterm
marketplace success, including how it listens ® tbice of the customer, builds
customer relationships, and uses customer infomatdo improve and to identify
opportunities for innovation;

Measurement, Analysis, and Knowledge Managemenbeing the “brain centre”
for the alignment of organizational operations witnategic objectives, asking how
the organization (1) selects and uses data andrnmdtion for performance
measurement, analysis, and review in support ofammational planning and
performance improvement, and (2) builds and manatge&nowledge assets and
ensures the quality and availability of data, inf@tion, software, and hardware, in
order to improve organizational efficiency and effeeness, and stimulate
innovation;

Workforce Focus— how the organization addresses key workforcectpmas, (1)
creating and maintaining a higperformance work environment (asks about
organization’s workforce capability and capacityeds, how it meets those needs to
accomplish organizational work, and how it enswaiesupportive work climate), and
(2) engaging workforce to enable it and the orgatian to adapt to change and to
succeed (asks about organization systems for magagorkforce performance and
developing workforce members to enable and enceusdigworkforce members to

contribute effectively and to the best of their lighi intending to foster high
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performance, to address core competencies, anélfpdtcomplish action plans and
ensure organizational sustainability);

* Operations Focus- how the organization focuses on its work, prodiesign and
delivery, and operational effectiveness to achiewecess and organizational
sustainability, including (1) Work Processes (masragnt of key products and work
processes, with the aim of creating value for cugtics and achieving organizational
success and sustainability), and (2) Operationafe&ifveness (ensure effective
operations in order to have a safe workplace emnnent and deliver customer
value, managing the supply chain effectively amdbwating for the future);

* Results — providing a systems focus that encompasseseaslllts necessary to
sustaining an enterprise:

* key process and product results the organizational key product and
operational performance results, which demonstmteduct and service quality
and value that lead to customer satisfaction arghgement,

* customerocused results— the organizational customéocused performance
results, which demonstrate how well the organizatias been satisfying your
customers and engaging them in loyadtyilding relationships,

» workforce results— the organization’s workfore®cused performance results,
which demonstrate how well the organization hasib®eating and maintaining
a productive, caring, engaging, and learning enaireent for all members of the
workforce,

* leadership and governance system resultthe key results in the areas of senior
leadership and governance, which demonstrate th&nexto which the
organization is fiscally sound, ethical, and solsiaksponsible,

- overall financial and market performance- the key financial and market
results, which demonstrate financial sustainabilitend marketplace

achievements.”

3.2.7.5 The EFQM Organizational Excellence Model
In 1991, the European Foundation for Quality Mamaget (EFQM) has developed an

Excellence Model to be used as a guide on the dpwednt and implementation of Total

Quality Management practices within Organizations.
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Initially designed to support organizational efforon TQM adoption in a non-
prescriptive form, the model quickly has becombegitas aelf-assessment toas well

as, acompetitive awardeference criterion.

It is based on a set dindamental concepts- guiding the foundation for achieving
sustainable excellence in any organizatieh which “can be used as the basis to
describe the attributes of an excellent organizaicculturé (EFQM-A, 2013).

On its approach to organizational excellence, ibnwtes a self-evaluation and
improvement methodology; based on spedafialuation criteriaand on developmental
cycles, and supported by‘@sults-approach-deployment-assessment-refinemetat|
(RADAR), which works as a dynamic assessment framework and powerful
management tool that provides a structured apprdactuestioning the performance of
an organisatiofl.

Associated with the Model — which integrates thiésee main dimensions — there is a

recognition systenwhich establishes excellence levels and awards.

3.2.7.5.1 The Fundamental Concepts associated to Excellence
In its last version (EFQM-A, 2013) the Model hagh¢iFundamental Conceptgfigure

29), as follows, defining Excellent Organizations:

e “Adding Value for Customers— consistently add value for customers by
understanding, anticipating and fulfilling needgpectations and opportunities;

* Creating a Sustainable Future- have a positive impact on the world around them
by enhancing their performance whilst simultanepusiivancing the economic,
environmental and social conditions within the camities they touch;

* Developing Organisational Capability- enhance their capabilities by effectively
managing change within and beyond the organisatibnandaries;

» Harnessing Creativity & Innovation— generate increased value and levels of
performance through continual improvement and sgyate innovation by
harnessing the creativity of their stakeholders;

* Leading with Vision, Inspiration & Integrity— have leaders who shape the future

and make it happen, acting as role models foratses and ethics;
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» Managing with Agility — are widely recognised for their ability to idéptand
respond effectively and efficiently to opportursitead threats;

» Succeeding through the Talent of Peoptevalue their people and create a culture
of empowerment for the achievement of both orgépisa and personal goals;

* Sustaining Outstanding Results achieve sustained outstanding results that meet
both the short and long term needs of all theikstelders, within the context of

their operating environment”.
® _Adding Value for Customers

Sustaining Outstanding Results o

@ Creating a Sustainable Future

Succeeding through the @
Talent of People

Managing with Agility @

Leading with Vision, Inspiration & Integrity @

Figure 29 — EFQM Model 2013: Fundamental Concepts
Source: EFQM-A, 2013.

3.2.7.5.2 A Global view of the Evaluation Areas and criteria

As a non-prescriptive model — recognizing the exise of several possible approaches
to quality — the Model considers a set of nivese criteria(figure 30)to evaluate
organizational excellence

Enablers - Results 2
— —

Leadership Processes, People Results Business Results
Products &
Services

Strategy Customer Results

Partnerships & Society Results
Resources

Learning, Creativity and Innovation

Figure 30 — EFQM Model 2013: Organizational Exaetke base evaluation criteria
Source: EFQM-A, 2013.
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These base criteria are grouped in two main groameblersandresults

Between them there isr@n-linear causal relationship “an excellent performance on

enabler areas acts as predictors of excellent tg5ul

The following table (figure 31) presents tredionale to consider any organization as

Excellent, for each one of titne base evaluation criteria

Criteria

Excellent Organizations ...

Leadership

have leaders who shape the future and make it happéngaas role model
for its values and ethics and inspiring trust &ttiedles. They are flexible
enabling the organisation to anticipate and reacha itimely manner ft(
ensure the ¢-going success ohe organisatiol

’

Strategy

implemen their Mission and Vision by developing a stakeholéEusec
strategy. Policies, plans, objectives and processe developed arn
deployed to deliver the strate

People

value their people and create a culture that allows thuaily beneficia
achievement of organisational and personal godibey develop the

capabilities of their people and promote fairness equality. They care for

communicate, reward and recognise, in a way thadivates people, build
commitment and enables them to use their skills lamolvledge for the
benefit of the organisatic

D

1°2)

Partnerships
& Resources

plan and manage external partnerships, suppliers aednaltresources |
order to support their strategy, policies and tlilecéve operation of
processes. They ensure that they effectively nattagjr environmental an
societal impac

nd

d

nd

Processes, . . .
By Qe3|gn,_ manage and improve processes, productseamngtes to generate
) increasing value for customers and other stakehalde

Services

Customer | achieve and sustain outstanding results that meexeeed the need ar
Results expectations of their customers.
People achieve and sustain outstanding results that meeixeeed the need ar
Results expectations of their people.
Society achieve and sustain outstanding results that meeeeed the need ar
Results expectations of relevant stakeholders within sgciet

Business | achieve and sustain outstanding results that meexeoeed the need ar
Results expectations of their business stakeholders.

d

Figure 31 — EFQM Model 2013: Rationale underlyiagtebase evaluation criteria

Source: EFQM-A, 2013.
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3.2.7.5.3 The logic for incremental change (RADAR)

The RADAR (Results, Approach, Deployment, Assessment] &efinement) logic
allows for a systemic questioning approach to amgional improvement, following a
progressive, cycling change dynamic; and establistiie main steps (figure 32) to be
considered for each organizational learning anctldgvnent cycle.

Plan and develop
APPROACHES

Required DEPLOY
RESULTS Approaches

ASSESS AND REFINE

Figure 32 — EFQM Model 2013: RADAR incremental aggwh logic
Source: EFQM-A, 2013.

3.2.7.6 The importance of Leadership, People & Particigatiithin the EFOM Model

As defined by the reference model (EFQM-A, 2018Fedlent organizations:

* “have leaderswho shape the future and make it happen, actingpkesmodels for
its values and ethics and inspiring trust at afthés, being flexible, enabling the
organisation to anticipate and reach in a timely rmar to ensure its on-going
success”;

* “value their people and create aculture that allows the mutually beneficial
achievement of organisational and personal godleey develop the capabilities of
their people and promote fairness and equality.eylltare for, communicate,
reward and recognise, in a way that motivates peoplilds commitment and
enables them to use their skills and knowledgéhtbenefit of the organisation.”
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These are two main points of the rationale for ‘Uexghip” and “People” base criteria
evaluation (EFQM-B, 2013). Within the current antipesearch program perspective,
they should be subject to a more specific analyass,they encompass two main

dimensional axis of the intervention.

3.2.7.6.1 Leadership

Concerning the leadership dimension, the modelaggp| along its evaluation criteria,

the activities and behaviours of all senior leaddrghe organization; the ones that, as
top-managers, in first instance determine strasegied policies; thus evaluating their

determinant role on the future of the organization.

“Leading with vision, inspiration and integrify*“sustaining outstanding resulfs

“managing with agility, and “harnessing creativity and innovatibare fundamental
concepts guiding Leadership, where — through tleeiBp model criteria, their functions
are evaluated:

« “Set and communicate a clear direction and stratefgicus; unite people to share
and achieve the organisational Mission, Vision godls;

 Develop and support a shared leadership culturetfierorganisation and review and
improve the effectiveness of personal leadershiydeurs;

* Define and use a balanced set of results to reyievgress, provide a view of long
and short-term priorities and manage the expectetiof the key stakeholders;

* Deliver high levels of stakeholder confidence byppohg effective mechanisms to
understand future scenarios and effectively managategic, operational and
financial risks;

» Use approaches to understand, anticipate and responthe different needs and
expectations of key stakeholders;

* Ensure transparency of financial and non-financiaéporting to relevant
stakeholders, including appropriate governance bediin line with their
expectations;

» Support people throughout the organisation to aehi¢heir plans, objectives and
targets;
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* Promote a culture which supports the generatiomeiv ideas and new ways of
thinking to encourage innovation and organisatiodalelopment;

* Effectively manage change through structured pto@anagement and focused
process improvement;

* Use a structured approach for generating and ptising creative ideas”.

So, any transformational change action aiming &pare the Organization, as a whole,
to escalate Organizational Excellence levels, néad®ng other essential aspects) to
face Leadership challenges: thus preparing the drsath positively influenceldtus
sensg People (together within their Teams, and crossirganizational boundaries) to

reach common objectives; progressing to Organizatigffectiveness.

3.2.7.6.2 People Management

Concerning the People dimension, teadbler’s criterid — pointing out to fundamental
concepts, such astcceeding through the talent of pedplemanaging with agility
and ‘harnessing creativity & innovatiGn— include, on its evaluation, critical
organizational attributions including:

* “Involve employees, and their representatives, @vedoping and reviewing the
people strategy, policies, and plans, adopting tveaand innovative approaches
when appropriate;

* Use people surveys and other forms of employeebdekdto improve people
strategies, policies, and plans;

» Appraise and help people improve their performazce engagement;

 Ensure their people have the necessary competemessurces and opportunity to
be able to maximise their contribution;

* Align personal and team objectives, and empowerpleeto realise their full
potential in a spirit of true partnership;

» Create a culture of creativity and innovation agothe organisation, ensuring
people have an open mind-set and can respond guickihallenges they face;

» Understand the communication needs of people, aachppropriate strategies and
tools to maintain a dialogue;
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* Enable and encourage the sharing of informatiompvidledge and best practices,
achieving a dialogue throughout the organisation;
* Align remuneration, benefits, and terms of employméth transparent strategies
and policies;
* Respect and embrace the diversity of people, am@dimmunities and markets that
the organisation serves”.
Once again, developing People and Teams, promatinQrganizational Culture which
facilitates Quality, and aligning it with an Orgaational Strategy, are main base
“‘ingredients” to target Organizational Excellence @ way to reach Organizational
Effectiveness.
According to the Model, theesults criteria associated to this area of People
Management focus, mainly, on identifying tendencasl evaluating employees’
satisfaction levels; either through their percemide.g., obtained through employee
surveys or focus groups), or as specific outcomegternal actions targeting the
prediction and / or increment of satisfaction.
Here, measurements must be understood, not by @seln end, but mainly as an
instrument to evaluate the results of actions, @nfhcilitate and define new course of
actions; thus implementing aLéarning, Creativity, and Innovatiénpositive loop

towards Organizational Excellence.

3.2.7.6.3 The importance of self-assessment for organizatiomaovement

As previously mentionedself-assessment is a main strategic proceslvocated by
EFQM, which can be used (by comparing, on a sydienbasis, real organizational
situation with the criteria of the modetp improve organizational effectiveness
promoting an objective identification of strong popting points and opportunities for

improvement, and associated actions and plans.

This meticulous and systemic approach — contrastiaccriteria of the model (EFQM-

C, 2013) against the real organizational situatiorhas, according t&eFQM, the

following mainbenefits

* “Providing a highly structured, fact-based techngguto identify and assess
organisational Strengths and Areas for Improvemamt] measuring its progress

periodically;
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 Improving the development of strategy and busiptss

* Creating a common language and conceptual frameviarkhe way organization is
managed and improved,

» Educating people within the organisation on the é&amental Concepts of
Excellence and how they relate to their responsies, and developing the
management skills of staff;

* Involving people at all levels and in all unitsprocess improvement;

 Assessing, in a coherent manner, the organisati@nraacro and/or micro level,

« Identifying and facilitating the sharing of "goodagtice" within the organisation;

* Facilitating comparisons with other organisatiorsf, a similar or diverse nature,
using a set of criteria that is widely acceptedass Europe and beyond;

* Integrating the various improvement initiativesoimormal operations;

* Providing opportunities to recognise both progreasd outstanding levels of
achievement through internal awards;

* Preparing the organisation before it applies foetBEFQM Excellence Award or a

national or regional award of a similar nature”.

Beside the multiple advantages herein pointed @uhé¢ self-assessment approach, the
process itself is a strong inductor of organizaldearning and development (mainly
through employee participation); creating an engsege climate; and applying it to real

organizational situations.

However, Conti (1997) refers that there are two maidlfferentiated self-assessment
approaches to Total Quality Management

* Award-like self-assessment — more focused on excellenceslevaluationand,
often, associated to organizational excellamo®gnition awards
» Diagnostic self-assessment — mainly oriented dagnosis and improvement

objectives.

According to this author, this second kind of ag@tg by definition, assumes only the
form of an internal evaluation serving organizasibdiagnostic needs; while the first
one consists mainly on an external evaluation cotedliby a certified evaluator, and a

self-audit lead by management.
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The following table (figure 33) evidences, on thision of the author, the main

differentiators between these two approaches.

Award-like self-assessment Diagnostic self-assessment

Standard mod Customized mod

Audit type, left-right assessment proce | Diagnostic typeright-left assessment proce
(from causes to effects) (from effect to causes)

Scoring capability hig Diagnostic capability hic

Participation often limited to managers ¢

experts Broad participation

Award assessment guide: n
prescriptive

Self-assessment guide: somewhat prescriptive

Outcome of diagnostic stassessmen
Outcome of award-inspired self- diagnostic report, aiming at identifying wea

assessment: application report, usually spots that prevent full meeting of

aimed at highlighting points of strength organizational goals.

Input to improvement plan

=

Figure 33 — Conti’s contrast on Self-evaluationrapphes: Award-likeersusde Diagnostic
Source: Conti, 1997.

However, besides there is a quite differentiation their objectives, process,

involvement, and results, these two approachesarantagonist.

They can be combined at distinct stages of the patlexcellence: primarily by a
participative diagnostic approach conducting to improvement plan development
(effects, causes, solutions, plan); and, afterirtiementation of improvement actions,
being followed by an award-like self-assessmenai(ey the criteria of the model and

producing a submission report).

3.3 ORGANIZATION DEVELOPMENT AND PLANNED CHANGE

Within the previous sections main relevant knowkedgas been explored concerning the
explicitation of our Strategic Positioning, as wa#l covering the most important aspects which
emerged from a literature review concerning the Bios of Intervention. We have covered the
main material disciplines, on the areas of Orgdiumal Culture and Values, Leadership and

Team Effectiveness, Values and Employee Engagen@amiport Structures for Workforce
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Development, Process Improvement and Implementatioh Tools, Organizational

Communication, and Quality and Organizational Becele.

However, besides covering specific knowledge omghdargets’ disciplines, adequate relevance
must be also given to essential aspects of OrgamizBevelopment and Change; thus covering

the transformational change itself.

This is the objective of the current section: tahtight essential aspects associated with
Organizational Development and Change; the Humatorfawithin change contexts; some
Theoretical Foundations and Paradigms of OrgawizatiChange; and, not less important, some

known important aspects related with its Dynamiggproaches and Processes.

3.3.10rganization Development — definition and approache

Along many years of research and practicecirecept of Organization Development (OD)

has been, progressively, viewed and defined, diifferentiated emphasis:

culture as the target of change (Burke, 1982),
long term action interest and usage of consult@nch, 1969),
the OD process itself (Beckard, 1969; Beer,1980),

the relevance of top-management role (French & B8B9),

a c w0 Dh P

the relevance of significant change, learning amgrovement dimensions (Worley &
Feyerherm, 2003), and

6. the relevance of values, behavioural approach, systemic vision (Burke &
Bradford, 2005).

Burke (1982)defines OD as
“a planned process of change in an organizationétuca through the utilization of

behavioural science technology, research, and tyieor
while French (1969)relates OD with

“a long rang-range effort to improve organizationptoblem-solving capabilities
and its ability to cope with changes in its extéreavironment with the help of
external or internal behavioural-scientist consults, or change agents, as they are

sometimes calléd
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Beckhard’s (1969)efinition for OD considers it as
“an effort (1) planned, (2) organization-wide, ar3j (nanaged from the top, to (4)
increase organization effectiveness and healthugino(5) planned interventions in

the organizational ‘processes’, using behaviou@éace knowledge

Beer (1980)defines OD as
“a system wide process of data collection, diagh@gson planning, intervention,
and evaluation aimed at (1) enhancing congruencergrorganizational structure,
process, strategy, people, and culture; (2) devaeppnew and creative
organizational solutions, and (3) developing thegamization’s self-renewing
capacity” — occurring through the “collaboration obrganizational members
working with a change agent using behavioural sogertheory, research, and

technology.

French & Bell (1999),introducing the central role of top management #nedneed for the
development of specific organizational capabilitiedefine (pp. 25-26) Organization
Development as
“A long-term effort led and supported by top manag#nto improve organizational
visioning, empowerment, learning, and problem-swjviprocesses, through an
ongoing, collaborative management of organizatior@llture — with special
emphasis on the culture of intact work teams arfteroteam configurations —
utilizing the consultant-facilitator role and théeory and technology of applied

behavioural science, including action resedtch

More recentlyBurke & Bradford (2005)extend these definitions considering that OD is
“A system-wide process of planned change based )oa &kt of values, largely
humanistic, (2) on the application of the behavausciences, and (3) on open

systems theoty

Egan (2002)- based on a review of 27 most prominent liteet@ferences published from
1969 until 2002 — has reported, eithemaltiplicity of OD definitions (figure 34) with no
global consensus, as well as a multiplicity of #ssociated outcomes (dependent variables);

which he categorized, with the support of seveneperts, into ten main categories.
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Source Definition

Beckhard “An effort (1) planned, (2) organization-wide, a(®) managed from the top, to (#crease

(1969) organization effectiveness and healthrough (5) planned interventions in the orgamnizres
‘processes’, using behavioural science knowledge”

Bennis “A response to change, a complex educational stydateended ta@hange the beliefs, attitude

(1969) values, and structure of organizations so that thegn better adapt to new technologigs,
markets, and challenges and the dizzying rate chobeitself”.

Blake & “Emphasizes the ‘O’ in every sense of the word.méansdevelopment of the entir

Mouton organization or self-sustaining parts of an organization frasp to bottom and throughout.

(1969) True OD is theory based, team focused and undertakeneans of self-help approaches which
place a maximum reliance upon internal skills agablership fodevelopment activitieslt is
top lead, line managed and staff supporizelelopment activities focus dhe ‘system’, those
traditions, precedents, and past practices whice lieecome the culture of the organizatipn.
Therefore,development must include individual, team and otherganization unitsrather
than concentrating on any one to the exclusion tbers. OD is thus this comprehensive
approach which integrates the management sciebassess logic, and behavioural systems of
an organization into an organic, interdependentl@/ho

French “Refers to dong-range effort to improve and organization’s proble-solving capabilites and

(1969) its ability to cope with changes in its externalveronmentwith the help of external or internal
behavioural-scientists, consultants, or changetagan they are sometimes called.

Golembie “Implies a normative, re-education strategy intehde affect systems of beliefs, values and

wski attitudes within the organization so that it @apt better to the accelerated rate of change in

(1969) technology, in our industrial environment and sot¢jein general It also includes formal
organizational restructuring which is frequentlyitiated, facilitated and reinforced by the
normative and behavioural changes”.

Liopit “The strengthening of those human processes in organi@as which improve the

(1%%9) functioning of the organic systems so as to achiétgeobjectivesOrganization renewais the
process of initiating, creating, and confrontingeded changes so as to make it possibleg for
organizations tdoecome or remain viable, to adapt to new conditiptts solve problems, tp
learn from experiences, and to move toward greatgganizational maturity.

iﬁgnl\l/ll:lzks “A planned and sustained effort to apply behaviouraience for system improvemenising
reflexive, self-analytic methods”.

(2971)

Burke & “A process of planned change — change of an orgtai¥s culturefrom one which avoids an

Hornstein | examination of social process (especially decisimaking, planning, and communication) tg
one which institutionalizes and legitimizes thisaxination’.

(2972)

Hall “A long-range efort to improve an organization’s proble-solving capabilities and its abilit

(1977) to cope with changes in its external environmemftith the help of external or internal
behaviour-scientists, consultants, or change agents

French & “A long-range effort to improve an organization’s proble-solving and renewal process,

Bell (1978) particularly through a more effective and collatimetmanagement of organizational culture —
with special emphasis on the culture of formal wtwams — with the assistance of a chahge
agent, or catalyst, and the use of the theory astinblogy of applied behavioural science,
including action research.
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Source

Definition

Beer
(1980)

“A system wide process of data collection, diageosiction planning, intervention, and

evaluation aimed at (1@nhancing congruence among organizational structurerocess,
strategy, people, and cultur€2) developingnew and creative organizational sdions, and

(3) developing the organization’s self-renewing capatit— occurring through the

“collaboration of organizational members workingttwia change agent using behavioural

science theory, research, and technology”.

“A process for diagnosing organizational problents/ looking for incongruence between

environment, structures, processes and people”.

Burke
(1982,
1994)

“A planned process of change in an organization’s auk through the utilization o
behavioural science technology, research, and yhewhile French (1969) relates OD with °
long rang-range effort to improve an organizatigorsblem-solving capabilities and its abili
to cope with changes in its external environmenthwihe help of external or intern
behavioural-scientist consultants, or change agastthey are sometimes called”

a

ty
al

Davis
(1983)

“A series of theory based workshops, techniquesgmams, systematic approaches and

individual consultingnterventions designed to assist people in orgatimas in their day-to-
day organizational life and the complex processshinvolves All of this is backed up with
beliefs, biases, and values held by the organizat&velopment practitioner”.

Nielsen
(1984)

“The attempt tanfluence the members of an organization to expatitkeir candidness witt
each other about their viewsf the organization and their experience in id émtake greater
responsibility for their own actions as organizatial members The assumption behind OD

is

that when people pursue both of these objectiveslsneously, they are likely to discover new

ways of working together that they experience asenadfective forachieving their own and
their shared (organizational) goalsAnd that when this does not happen, such activitips
them to understand why and to make meaningful esoabout what to do in light of th
understanding”.

Warrick
(1984)

“A planned, long-range systems and primarily bebasal science strategy fanderstanding,
developing, and changing organizations to improveeir present and future effectivenes
and health.

Burke &
Schmidt
(1985)

“A processwhich attempts to increase organizational effecties: by integrating individua
desires for growth and development with organizetigoals. Typically, this process is plann
change effort, which involves a total system oveedod of time, and these change efforts
related to the organization’s mission”.

ed
are

Beer &
Walton
(1987)

“Comprises a set of actions undertakeimprove organizational effectiveness and employe
wellbeingd'.

French,
Bell, &
Zawicki
(1989)

“A process of planned system change that attemptsdkerorganizations better able to atta
their short and long term objectivés

Vaill
(1989)

“An organizational process for understanding and impiog any and all substantive
processes an organization may devefop performing any task and pursuing any objec¢tive

McLagan

“Assuring healthy inter- and intra-unit relationgtiandhelping groups initiate and manag
change Primary emphasis on relationships and processegekn and among individuals a
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Source Definition

(1989) groups. Its primary intervention iafluence on the relationship of individuals and gups to
effect and impact on the organization as a system

Porras & “A set of behavioural science-based theories, wlstategies, and techniques aimed at|the

Robertson planned change of the organizational work settimgthe purpose oé&nhancing individual

(1992) development and improving organizational performanc through the alteration qf
organizational members’ on-the-job behaviour”.

Church, “A field based on values — promoting positive huistically oriented large-system change|in

Waclawski | ©rganizations — plain and simple. ... OD is aduwnanistic change on a system-wide level

, & Seigel It is aboutimproving the conditions of people’s lives in orgaations ... Is about helping

(1996) people in organizations”.

Dver “A process whereby actions are takerrdlease the creative and productive efforts of hum

(1{)97) beings at the same timeachieving certain legitimate organizational goalsuch as being
profitable, competitive, and sustainatile

French & “A long-term effort led and supported by top managementjniprove an organization’s

Bell (1999) visioning, empowerment, learning, and problem-solgi processesthrough an ongoing,
collaborative management of organizational cultareith special emphasis on the culture| of
intact work teams and other team configurationgikzimg the consultant-facilitator role and
the theory and technology of applied behaviourarste, including action research”.

Burke & “A system-wide process of planned change based pa §et of values, largely humanistic, (2)

(Bzrgg;f))rd on the application of the behavioural sciences,(@hdn open systems theory”.

Figure 34 — Organization Development: Egan’s sunyroémain definitions
Source: Egan (2002)

This multiplicity confirms OD as an evolving field with several approaches, definitions,

affinities, and outcomes to be explored — enrichin@s a dynamic theoretical and practical

discipline to be developed, together, by the acadand practitioner communities.

Being OD an applied field there is an evident amgresting mutual reinforcement spiral

dynamics: new theories inform new practices, and tlevelopment of new practices

introduces also new experimental knowledge to predheories.

Cummings & Worley (2009, pp.1l-2xonsidering the essential aspects of the abowesl cit

concepts and definitions, provide a wide view fog&hization Development:

“A system wide application and transfer of behawabwwcience knowledge to the

planned development, improvement, and reinforcermktite strategies, structures,

and processes that lead to organizational effentgs.
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Within this definition they cover the major dimemss of Organization Development, in terms
of:

» Application field — within the context of strategic change, strugtand processes, at

systemic level — covering either the whole orgatan, a department, a work group or

individual role or job;

* Foundational base— on the application and transfer of behaviounabvidedge and
practice — including micro-concepts, such as leddpr group dynamics, and work
design, as well as, macro-approaches, such asegtrabrganization design, and

international relations;

* Nature of its concerns- managing planned change — as an adaptive primegsnning

and implementing change;

* Main stepsconcerning organizational change — in terms ofgtesmplementation, and

the subsequent reinforcement of change;

* Orientation towards organizational effectiveness improvemeimgluding several

important dimensions:

 adaptability, problem-solving capabilities — foaugiattention and resources on
achieving key goals, helping organization membergain the skills and knowledge

necessary to conduct these activities by involviregn in the change process;

« financial and technical performance support — lagerg social science practices to

increment sales and profits, improve products amndices, and increase productivity;

* Improvement on customer and other stakeholderfaetiisn and loyalty, with an

engaged, satisfied and learning workforce.

McLean (2006) citing the Organization Development Network an organization where

academics, consultants, and practitioners put tsftogether onddvancing the practice and

theory of OD — refer theirstatement of principleswhich itselfincorporate adefinition:
“Organization Development is a dynamic values-baggutoach to systems change in
organizations and communities; it strives to bulié capacity to achieve and sustain a
new desired state that benefits the organizatiorcanmunity and the world around

them?”
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and a set oprinciples of practice namely:
* “Values-Based the practice of OD is grounded in a distinctset of core values

and principles that guide behaviour and actions.

Values-Based Key Values include:
* Respect and Inclusion- equitably values the perspective and opinions of

everyone,

* Collaboration — builds collaborative relationships between thagtitioner

and the client while encouraging collaboration thghout the client system;

* Authenticity — strives for authenticity and congruence and emnages these

gualities in their clients;

* Self-awareness- commits to developing self-awareness and intsgpel
skills. OD practitioners engage in personal and fessional development

through lifelong learning;

* Empowerment-focuses efforts on helping everyone in the ceganization
or community increase their autonomy and empowetrteelevels that make

the workplace and/or community satisfying and pciiche,

e Supported by Theory draws from multiple disciplines that inform anderstanding

of human systems, including applied behavioural gimgkical sciences,

» Systems Focusedapproaches communities and organizations as ggstems; that
is, acts with the knowledge that change in one aea system always results in
changes in other areas; and change in one area came sustained without

supporting changes in other areas of the system.

» Action Research- continuously re-examines, reflects and integratscoveries
throughout the process of change in order to achi@esired outcomes. In this way,
the client members are involved both in doing therk, and in dialogue about their

reflection and learning in order to apply them tcha&eve shared results.

* Process Focused intervenes in organizational or community prees to help

bring about positive change and help the clientkutomward desired outcomes
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Informed by Data - involves proactive inquiry and assessment of ititernal

environment in order to discover and create a cdimgeneed for change and the
achievement of a desired future state of the omgimn or community. Some
methods include survey feedback, assessment totdsyiewing, focus groups,

storytelling, process consultation and observation.

Client Centred- focuses on the needs of the client in orderamatinually promote
client ownership of all phases of the work and supthe client’s ability to sustain

change after the consultant engagement ends.

Focused on Effectiveness and Health helps to create and sustain a healthy

effective human system as an interdependent pé# lafrger environmerit

Considering their complementarities (integrating tmost relevant dimensions, issues, and

concerns associated to a live concept of Organizailevelopment) these two definitions
(Cummings & Worley, 2009: pp.1-2; and OD Networkcagd in McLean, 2006) constitute

the main Organization Development references adofte the purpose of this doctoral

dissertation.

Also, considering the characteristics of the orgatbnal intervention which has been

developed, a major relevance, by its adherencet, lbeugiven td=rench & Bell's (1999, p.29)

ten principles of Organization Development

1.

2.

“OD focuses orculture and processes;

OD encouragesollaboration between organization leaders and members in magagi

culture and processes;

Teamsof all kinds are particularly important for accoiighing tasks and are targets
for OD activities;

OD focuses on thbuman and social side of the organizatioand in so doing also

intervenes in the technological and structural side

Participation and involvementn problem solving and decision making by all leveaf

the organization are hallmarks of OD;

OD focuse®n total system changand views organizations asmplex social systems
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7. OD practitioners ardacilitators, collaborators, and co-learnensith the client system;

8. An overarching goal is to make the client systeta &bsolve its problems on its own by
teaching the skills and knowledge of continuousrnieg through self-analytical
methods. OD views organization improvement as @oioig process in the context of a

constantly changing environment;

9. OD relies on an action research model with extemguarticipation by client system

members;

10. OD takes a developmental view that seeks the bedtarof both individuals and the
organization. Attempting to create 'win-win' sotuts is standard practice in OD

programmes.”

3.3.20rganizational Change - its relationship with Organzation Development

Despite the traditional discussions betwes¥searchers and practitionerseither on
Organization Developmemtr onOrganizational Changéin terms of distinction, intersection,
and inclusion), a brief review of the most relevéitérature on the field (theoretical and

applied) evidencessirong relationship between these two areas

It is almost impossible, even in mere theoretieains, to study one discipline without refer
the other.

As Cummings & Worley (2009, p. 23)ighlight

“Organization Development is directed at bringingpabplanned change to increase an
organization's effectiveness and capability to gwritself, being these processes
“generally initiated and implemented by managergrolvith the help of an organization
development practitioner from either inside or adeésof the organizatidh which can

“use Planned Change to solve problems, to learn feaperience, to reframe shared
perceptions, to adapt to external environmentalngfes, to improve performance, and to

influence future changés

According to this, it can be concluded that (1)nRked Change can be understood as a critical
way to promote Organization Development; and, meclly, that (2) the process of

Organization Development, using Change as an ms&inti produces positive effects over
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Organizational preparedness (through action dewsdop) and individual preparedness
(through values/attitudinal assimilation) to faantnuous improvement challenges between
transformational change periods.

Concerning thé’lanned Change paradigmthey consider three major theoretical approaches

(Figure 35).
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Figure 35 — Major Planned Change Approach Paradigms
Source: Cummings & Worley, 2009.
These distinct visions for approaching planned wizgional change correspond to the most

widely-applied and well-tested processes concerplagned change.

They have been, when firstly developed, considasedntagonist; and born on rupture with
the former prevailing approaches. Besides the famlvadays, even the more purists on its
application admit that, on practice, they can becsssfully combined in a successive and/or

complementary way.
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One more time in science, new approaches which sedre radically distinct, demonstrate
itself, on practice, to have some potential to bmlzined; on different stages of application

and according to the context and needs.

One of the first structured approaches to chahgwifi, 195) conceiveshange as an effect
of modification on forces’ equilibriumhetween those that tend to keep the system balravio
stable (thestatus qu and those pushing for change; beingrémultant forcea determinant

of its change or its maintenance.

According to this model — upon which other authansl practitioners have developed their
own approaches, including the seven-step Lippitisdfa & Westley’s (1958) approach, and
even Kotter’'s (1996) eight steps to change — tlamgh process involves thremin steps

» Unfreezing— a process ofpsychological disconfirmatidnreducing forces that sustain
the status quo;“surfacing then, and creatingdiscomfort with the current situation
(through the introduction of information evidencirgjscrepancies between behaviours
desired by organizational members and those clyrerhibited, in order to motivate
them to engage in change activities);

* Moving — engaging on an individual, group, and organireti behaviour; shifting to a
new level; intervening in the system in order twelep new behaviours, values, and
attitudes; through changes in organizational stinest and processes;

» Refreezing- stabilizing the organization at a new statefildrium; using incentives

and supporting mechanisms, at organizational @jlteward, and structural levels.

As already highlighted, several intervention methahd frameworks concerning planned
change, and following the base of this paradignaghmeen developed, improved, adapted, and

widely applied with success during the last decades

One of those (ODR, 1989; Conner, 1999) — widelyliagpand tested, by ODR and by major
international consulting firms (e.g., KPMG) - iarficularly interesting; by its wide spectrum
of diagnostic survey tools; covering essential lemging areas (identifying dangers /

opportunities) versus major change objectives; igme

* Organizational Culture— Culture Assessment, Implementation Problems #swed,

Synergy Survey, and Cluster Factor Assessment;

161



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

* Management commitment and preparednesS$ponsor Assessment;

* Change Agents’ awareness and preparedness — Chsgeyd Evaluation;

* Change Target’s potential resistances Predicting the Impact of Change, Baseline

Load Factor, and Change Resistance Scale.

An immediate, direct, result of the application thfese diagnostic tools is the clear
identification of a formal “picture” (scaled on ange 1-10, betweenopportunity and
“dangef) of the risk associated to the change projeat;it® distinct dimensions and items;
being precious, and critical, information to be mwored and managed along the change

intervention.

Often, a typical (and desired) side effect of thmplimation (and reflection) during this
diagnostic is the creation ofsérong sense of awarenesschange characteristics. So, during
the process, it is frequent the development ahareasing sense of willingness to participate

and engage on change

A second paradigmatic approach to planned changeespmnds to the classical Action
Research model. As Cummings & Worley (2009) dettils based on an 8-step structured
iteration (including, within the change process definition of objectives, developing
engagement, obtaining direct results, and emeigenwledge generation), namely along the

following main stages

» Problem Identification— usually triggered by top-management (or someasitie the
necessary power / influence); and establishindewaet problem area to be characterized
and addressed within the organization;

 Consultation with a behavioural science expe#t balancing the best approach and
process to conduct the action research within thieent context; in fine tuning with the
“customer”; creating a trust, confident climategamaring values and assumptions;

» Data gathering and preliminary diagnosis- usually driven by the organization
development expert; in strict cooperation (which amge participation) with key
organizational members; gathering appropriate dating specific instruments, as
required, such as interviews, process observasaryeys, existing documents); and

analysing information in order to identify the cas®f existing problems;
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» Feedback to key client or group sharing diagnostic’s objective results and ulydey
evidence; and discussing, cooperatively, its relegdor the identified problem area;

« Joint diagnosis of problem- discussing together, openly, the feedback el&r@ovided
in the previous stage; exploring the problems that be addressed along the
intervention; as well as the most adequate apprtadb it;

« Joint action planning— identifying together, and obtaining a joint censual agreement,
on the actions to develop and the best form toeémeht it; in strict congruence with the
culture, technology, and environment of the orgatnon; and on the sequence of the
diagnostic that has been developed,

 Action — actual change of organizational status; thrahgheffective implementation of
planned action; which may include, as planned, nethods and procedures adoption,
functional, structural reorganization, work redesigand reinforcement of new
behaviours;

 Data gathering after action- being action research, by its nature, an incréaheyclical
process, the objective evaluation of achieved teduising specific evaluation criteria
against pre-defined objectives) is a critical si@p(1) identify the effects of action, (2)
report them as a necessary feedback to engagadspamd (3) initiate a new iteration,
leading to rediagnosis and new action.

This Action Research paradigmby its relevance on the development of the cainresearch
and associated change interventions, as well astalthe numerous variants of approaches
and its specificity -will be subject of a more rigorous and detailed lgsss, from a research

methods angle, in the next chapter of this doctdisdertation.

A third paradigm, widely applied to social changéiventions, corresponds to the Positive
Model.

One of its most prominently applied variantdppreciative InquiryCooperrider & Whitney,
2009 — has been born in rupture with the preceding efspdconsidering them as deeply
connoted with aeficit based approacto organization development and change emerging
from an excessive focus @noblem solving

Notwithstanding this initial antagonist vision, seraf their proponents and advocates start to
consider some potential for its complementaritiesssome cases valuing a new “Positive

Problem Solving” approach.
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Independently of the specific characteristics sfdistinct variants, the global Positive Model
approach to change — founded over the Positive iirgional Scholarship (POS) line of
thought — starts, mainly, fromwhat the organization is doing right“focuses on positive
dynamics in organizations that give rise to extdinary outcomes and is based on the
assumption thatpgositive expectations about the organization cagate an anticipation that
energises and directs behaviour toward making thmdefs happen(Cummings & Worley,
2009).

According to these authors, thmositive model of planned changes heavily based on

Appreciative Inquiry, and involvds/e main stages

* Initiate the inquiry — determining the subject of change and activelyolve team
members in the identification of the organizatioisalies that theyhiave the most energy
to addres$

* Inquire into best practices- gather information concerningést of what i5in the
organization, through interviews with its membersljecting testimonials and producing
narratives (“stories”) describing the organizatidomest practices concerning the subjects;

* Discover the themes joint analysis the written narratives; in orderidentify a set of
themes which are representative of the common diroes of the experiences shared by
people;

* Envision a preferred future- joint examine the themes; challenging the stgtus and
describing a compelling future (based on the pastess of the organization); developing
“exciting, provocative, and possible pictures of theure’; identifying relevant
stakeholders, and critical organizational procedsebe aligned to achieve it what
should b#&);

* Design and deliver ways to create the futuredescribe the activities and create the plans
to implement the vision about the futurewfiat will be); progressing with action,

evaluation, and new inquiry on best practices.

Cooperrider & Whitney (2005, pp.25-35) on their gfie version of Appreciative Inquiry,
propose a specific approach; either to transformexasting organization, as well as, to create
Appreciative Organizations. It integrates four esis¢ stages named a®iscovery, Dream,
Design, & Destiny.
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As referred, although emerging from quite differatetd lines of thought, and historical
contexts, these three paradigms (targeting OrgtmizaDevelopment through Planned
Change) should not be taken as antagonist. Undevidhwpoint of its application within real
organizational settings, they must be considereldoatanced according to the specific context

and needs.

3.3.3The Human factor: Change related Attitudes and Behaiours

Playing the human dimension a relevant role on firgéional Change — either isolated (by
its self) or collectively (in groups, teams, or $smg the whole organizational levelrhange
related behaviours must be carefully consideasdvery relevant, on its positive and negative

impact on change progression and success.

Beer & Nohria (2000)highlight that:
“Although large-scale organizational change effortswr with increasing regularity,

all too frequently these efforts fail to achieveithntended ainis

For consultants and practitioners this is, indeethajor concern and challenging area; daily

faced by OD and Change professionals. This is@sfirmed by executives and managers.

A largeMcKinsey global survey on creating organizatiorrahisformation(Meaney & Pung,
2008 reported that two-thirds of the respondents @,CEOs from industries and regions
around the world) have indicate that their compariiave failed to dchieve a true step

change in performanéeafter implementing organizational changes.

Among otherdactors one the important conclusion of the study hidhtisgthat
“Successful companies are far likelier to commueithé need for change in a positive
way, encouraging employees to build on successrdtian focusing exclusively on

fixing problem&

This confirms, within the wide context of the resdent’s perceptions, thmportance of the
engagement dimensipminimizing resistances and developing changeinead at all levels

of the organization.

Anotherwork study(Jorgensen, Owen, & Neus, 20p&eveloped by IBMand based on a

survey and interviews with more than 1,500 prawtgrs worldwide, has reported that
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“Most CEOs consider themselves and their organigatio be executing change poorly,

but some practitioners have begun to learn howrtprove their outcomés

The study evidences that, on average, odli®% of projects were considered successful in

meeting project objectives within planned time,deicand quality constraints

As major ‘thange challengégshe study reportedthat the most significant challenges when
implementing change are people-orieritdzeing on the top of the list factors such as:
* “changing mindsets and attitudes” (58%);

* “corporate culture” (49%), and
* “complexity is underestimated” (35%).

Concerning the questiorwhat makes change successfidgain the $oft dimension of
change has emerged as critical:

* “top management sponsorship” (92%),

* “employee involvement” (72%),

* “honest and timely communication” (70%),

* “corporate culture that motivates and promotes ofpah(65%),

* “Change agents as pioneers of change” (55%), and
* “change supported by culture” (48%).

These results, converging as a strong perceptitmnsthe community of practice, are in deep
alignment with theelevance that the academic community gives toctimeeptual work on
change attitudesn particular on €hange readine$snd ‘resistance to changeas important
aspects with strong impact on program and projecicess; and, thus, on organization

development and effectiveness.

As any coin, the human side of change has alsddawoes. Armenakis et al. (1993) refer:
“While some nameesistanceto change as a major problem in organisationseogh
have focused omeadinessfor change and the role that it plays in faciliteg

organisational chande

Both aspects must be considered; in congruence heitin’s (1951) focus on Force Field
Analysis: balancing changestraining and changdacilitating forces, in order to promote

change.
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ConsideringResistance to Changenany studies focus on employee resistance @areary
source of organizational change failuf§valdersee & Griffiths, 1996; Erwin & Garman,

2010); identifying manyarieties of way®sf change resistance (Oreg, 2006).

Some of them advocate the useres$istanceto change as gositive influencer(Downs,

2012); others asomething that may be used to build support to ge@daurer, 1996).

Resistance can be interpreted, either asy*“ attitudes or behaviours that thwart
organisational change godl{Chawla & Kelloway, 2004: p. 485); or agfy conduct that

serves to maintain the status quo in the face e$sure to alter the status dqu@altman &

Duncan, 1977:p. 63).

Bennebroek-Gravenhorsi(2004:p. 320) provides two quite differeparadigmatic views

concerning resistance to chan(jable in Figure 36).

Basic Main Political
idea cause Evaluation perspective Solution
Traditional | Inevitable | Employees’ lllegitimate Management alrrll(]:loerTeI?t?n
) and natural| insecurity and behavior and employees ressure tog
VIEW | reaction to need for directed against are opposing F():om v to
any change| stability management parties Py
changes
: Reaction Change Un(tj)(érhs;?/?odrabl a'\rﬁlgr:;?elr:e;es Making
Alternative | that varies | approach tha ; ploy! change a
expressing are parties that .
view| Perchange| excludes concern for the can work collaborative
and can be| employees oraanization and  together in effort of all
prevented | from change 9 : - stakeholders
commitment | realizing change

Figure 36 — Two views of Resistance to Change
Source: Bennebroeck-Gravenhorst, 2004.

According to him, in graditional viewresistance is faced aa ‘hatural reaction to change

resulting from individual and organizational forcebrected at stability; being “seen as

illegitimate behaviour directed against managereMtithin this view “managers need to

overcome resistance by informing people about thenge and eventually pushing through
what they warit On the opposite, aalternative viewconsiders resistance as a reaction to
“being excluded from the change pro¢gsghich must be considered aar expression of

concerri from employees from the fact. So, accordinglynadhagers can then prevent
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resistance by choosing a change approach that alléev cooperation and involvemént

instead of tompliance with powér

Other authors enforce the constructopenness to chang® refer to the positive affect
towards change and willingness to suppott(Miller, Johnson, & Grau, 1994; Wanberg &
Banas, 2000).

Armenakis et al. (1993: pp. 681-688%e a wide concepteadiness to changas
“The cognitive precursor to the behaviours of eittesistance to, or support for, a
change effort”, is a “process where employees’ dfsliand attitudes about an
organizational change are altered to perceiving tbleange as necessary and

achievable

For them tesistance and readiness have been used interchhhgeften causing confusion
and thus not providing a clear classification foetdrmining what the antecedents and
consequences of these constructs.are

They enhance thatpast research has suggested that change readingssdas pre-empt
change resistanceand argue thatstrategies for combating resistance to changecfsas

communication and participation) are described atuially creating readiness

McKay, Kuntz, & Naswall (2013} on anempirical studyinvolving a sample of 102
employees; from 6 governmental organizations theré about to undergo or were currently
going through a large-scale chariger have studied the correlation betwesnportant
variables, such as &ffective commitment”, “communication adequacy”, dipicipation”,
“readiness for change”, and “resistance to chafig&€hey provide an interesting analysis on

these variables, and an exhaustive literature wegiethe subject.

Summarizing their findings — on the evidence of teé&vance of communication over
organizational change processeshey highlight that, overall, the results sugdlat:
* “the adequacy of change relatedommunication is the main predictor across
readiness for change dimensions, and in some sdagméithe workforce (i.e., non-
leaders) adequate and timely communication may eosade for lack of participation

in decision-making at the outset of an organisaldransformation;
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* perceivedappropriatenes®of the change to an organisation mediates thetiaiahip
between communication adequacy and intent to engagechange resistant
behaviours; and

« affective commitmentto the organisation elicits positive perceptions ahange
valence, even if it does not influence other chamgeliness factors, and is directly

related to lower intent to resist the change”.

From an Action Research perspective (which seekexisting knowledge as a foundation to
develop organizational transformation interventipmisis publication reveals as very useful.
Not only by its final conclusions, but, also, byrsoessential aspects to take into account, and
which emerge from an exhaustive literature revievitee subject.

By its relevance, we transcribe the following massertions:

* “There is ample consensus in the literature witlspect to the role of appropriate
communication and opportunity for participation amyolvement in change planning
in managing change resistance;

* At the outset of any organisational change, undetyadue to lack of information
regarding the process and intended outcomes candye stressful to employees than
the practical aspects of the change;

* The timely and adequate provision of informatiomgameling upcoming changes
reduces those levels of anxiety. In practice, wdraployees receive useful and timely
information about a change, they tend to evaluat ¢hange more positively and
exhibit greater willingness to cooperate;

* Whilst change communication is seen as a good wayvercome resistance,
providing opportunity for participation in a chandes also been commended as a
way to help reduce these negative attitudes towemdsformations to the work
setting. Employee participation in an organisatibichange is thought to make the
realities of the transformation clearer, while albenefiting the change managers by
gaining more information regarding employee persipes and change-oriented
skills;

* Not only do employees feel involved and able t@igehelpful input, but change drivers

receive valuable information that can assist withamge related decision-making.
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Overall, employees who feel like they have an dppdy to participate in change
planning tend to exhibit greater engagement witid aften more support for the change;

» The concept of readiness for change has largelyrgedefrom the fields of health
psychology and medical studies, and later extrajgoldo organisational settings. In
the latter realm, it describes employee belief ne tenefits of a change to the
organisation and work processes, and that thesex@bs have a high likelihood of
being successfully implemented;

* A current perspective of readiness for change ohices it as a multidimensional
construct rooted on four components:

 appropriateness - employees perceive that the gdas appropriate to the
organisation, given its characteristics,
* managerial support - employees perceive that maisagee supportive of the
change,
* self-efficacy - employees perceive that they pesesskills and competencies
to successfully cope with the change, and
* personal valence - employees believe the changbeviersonally beneficial,

* Armenakis et al. (1993) describe two necessary sasurof action for creating
readiness for change in an organisation:

. The first is to communicate a clear message ofejmncy between the status quo
and the desired end change state. Employees whohargge-ready hold a sound
understanding of the change and why it is importarihe organisation,

. The second course of action is to build confidenamployees that they have the
knowledge, skills and abilities needed to cope wWithrequirements imposed by
this discrepancy;

* Employees embrace change to the extent that thew dieeir skills and abilities to
match those needed to succeed in new roles, whimedses their willingness to
accept and participate in change planning. Overalsound communication strategy
allays employees’ fears regarding the unfavourabipact of the change on valued
features of the organisation and job, educates eygas about the purposes and
value of the change, and, combined with consultatiand developmental
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interventions, empowers employees and fostersdaorde in their ability to cope with

new job demands;

With respect to participation, employees who anret@d to take part in the planning
and implementation of a change are more likely talarstand and accept the

underlying reasons and proposed objective;

Active participation in change may entail activitiaimed at increasing knowledge about
the change while critically analysing its guidingneiples, and increasing competency
to cope with change requirements, namely the pi@mviof a vicarious learning

experience consistent with new tasks and respaditisi;

In essence, participation should facilitate a seakewnership of the change process,
where employees perceive that they are integratht®® change process, clearly
understand its strategic purpose and benefits, exerience a sense of efficacy with

respect to the new challenges posed by the change;

Research on organisational commitment as an an@tetb change reactions is
scarce, but there is some evidence suggestingaffettive commitment may play an
important role in organisational change acceptanaed positive attitudes and
reactions toward organisational change. Studieddte suggest that employees report
greater readiness for change when they feel comdntts their organisations, though
this may be contingent on the extent to which thenge is seen as not imposing

drastic transformations to values and features tlewntify with”.

Other important aspects associated wrgsistance to changere its prevention or
minimization

On a first prominent contribute to this ar€nch & French (1948)investigated the effect of
group consultation on the amount of resistanceesvdd; concluding thafpérticipation in

group meetingslecrease resistance and increase team membershitorant to change

Lawrence (1969)highlighting the importance @mployee participation and involvemeas
a strategy to overcome resistance, assert thatritaining the quality of social relationships

would help to keep resistance to a minifium
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Kotter & Schlesinger (1979)arguing that fhany managers underestimate not only the variety
of ways people can react to organizational chany4, also the ways they can positively
influence specific individuals and groups duringchangé, describeseveral causes for

resistanceand develop aystematized way to select a strategy/approacldtivess it

Based on their analysis adticcessful and unsuccessful organizational chdngesy propose

six essential approaches on the subject (tableguré37); including the associated, rationale,

prescriptions for usage according to the situat{@rigen), advantages and drawbacks.

Approach Rationale When Advantages | Drawbacks
Educate people abc chang beforehand | Where there is | Once persuade GE e VA
. Communication of ideas helps people g lack of | people will e Y
Education & the need for and the logic of a change. | information or| often help with SR
Communication | The education process can involve ol inaccurate the G o e% le
on-one discussions, presentations | information and| implementation areinvorIJvedp
groups, or memos and repa analysis of the change :
People wh
Where the| participate will
If the initiators involve the potentig initiators do not| be committed tof Can be very|
resistors in some aspect of the design { have all  the| implementing time-
Participation & implementation of the change, they c| information they| change, and any consuming if
often forestall resistance. need to design th{ relevant participators
Involvement | \with a participative change effort, tH change, and information design an
initiator listen to the people the chan( where others havq{ they have will| inappropriate
involves and use their advice. considerable be integrated change.
power to resist. into the change
plan
Where peopleare
Being supportive, which might includ B?S'St'ngd-fgﬁgri No other GEn s dine
Facilitation & providing training in new skills, or givin, roblemsj (e approach Works e sl
employees time off after a demandi ph f .g.d as well with ing,
Support period, or simply listening and providin \ellvm?igty I?:rat (Stlr?e adjustment gj’(‘lgesr;ﬁ;\;g“
emotional support. P o problems.
resistance.
Where someon
‘ 3 ‘ .| or some grou Can be tog
Offer incentives to active or potenti will clearly Iosep Sometimes it is| expensive in
Ay resistors. For _instance, managem out in a change| a relatively easyl many cases if
Negotiation & | could give a union a higher wage rate g b ) (el
3 and where thal way to avoid| it alerts others
Agreement return for a work rule change; it cou o e e @ ek
increase an individual's pension bene group | 9
in return for an early retirement considerable EHBETE [C.
: power to resist. compliance.
In some situations, managers also re
to covert attempts to influence othe
Manipulation, in this context, normall
involves the dV(re]ry selective use
information and the conscious structuri
It can be a
of events. : q Can lead to|
; P Where other| relatively quick
Manipulation & | One common form of manipulation is ¢ tactics  will not| and inezl(pgnsive (e ,
i DU Ao . work, or are too| solution to problems _ if
Co-optation Co-opting an individual usually involve 0 o ist people  feel
giving him or her a desirable role in t expensive. resEl ance manipulated.
design or implementation of the chang probiems.
Co-opting a group involves giving one
its leaders, or someone it respects, a
role in the design or implementation of]
change. This is not a form
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Approach Rationale When Advantages | Drawbacks

participation, however, because
initiators do not want the advice of th
cc-opted, merely his or her endorsen

Force people to accept a change Where speed |

Explicit & explicitly or implicitly threatening then| €3S€ntial and thy It is speedy, ang Can be risky
Implicit (with the loss of jobs, promotio change initiator§ can overcome if it leaves
Coercion possibilities, and so forth) or by actual poSsess any kind of| people mad a
oercio firing or transferring them considerable resistance. the initiators.
: power

Figure 37 — Kotter & Schlessinger’s essential apphes to deal with resistance to change
Source: Kotter & Schlesinger, 1979.

The first three strategies of the modatemmunication, participation, and facilitation- are
considered aspositive people-oriented approaches to deal with change resistance;

understanding and respondingwiprking with resistance

The remaining —negotiation, manipulation, and coercior- are considered asegative

structure-orientedapproaches; fighting and minimizingwtprking againstresistance

Positive approaches understand resistance asnatgti avoidable reactions, as opportunities
on behavioural change and development. Negativeoappes face resistance as undesirable,

unavoidable, harmful reaction to change, which nbasfiought.

All these aspects are relevant, and must be carsidas impacting issues, when developing

“real-world” interventions within organizationalt§egs.

Concerning significant reasonsvlly change in organizations progresses with diffityi,

Bennebroek-Gravenhorst (2004:p. 31B)esenfour explanationsincluding:

* Focusing on single issues “on either hierarchical relationspr organizational cultureor
internal communicationor resistance from employees - ignoring the compkxire of
fundamental change processes” where “paying attentio multiple causes of problems
and the way they are connected helps to underdtamdomplexity of change and offers a
direction for solutions.”;

* A dominant management perspective which ‘usually dominate change processes in
organizationd, hiring “consultants to assist them to plan and implementttangéwho
are ‘tempted to take a similar point of view regardihg tliagnosis of the situation and the

direction of the chandge
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* Content-driven changeombined witha top-down approack- resulting in fnany barriers
to changg enforcing ‘the dominant or central role of top managers anel skrong focus
on content, involving “only one groufy and having little chance of succe’s‘ especially
if the change is complex and asks for a collabosateffort of top managers, middle

managers, and employées

So, the author proposes a distinct approach togehamnforcing positive, people-oriented
processesind arguing that:

* “Instead of focusing on the content of changéycus must be given on structuring the
change process in such a way that stakeholders wark together in producing their
own content As a result, the content is based on the e)g@edf the parties that combine
their knowledge and skills;

* Due to participationin the process of creating solutions for the isstleat are at stake,
there is no need to create acceptance of new id@agposals, or directions of change.
People produce solutions themselyagich contributes to thguality of the outcomes and
to commitmentto their implementation;

* Process-oriented changingan deal with some important limitations of progmaatic top-
down change approaches. However, it does not lea@ositive results without effort.
Choosing these methodologies may seeare intense and expensive than the more
common approaches which a few experts design solutions that sgbsetly need to be
implemented by others. For some situations this lbana cheaper, faster, and more
efficient approach;

* In a context of fundamental change, it is not. Stldingegequire the involvement of all
stakeholders, interaction, exchange of perspectjearning, and developmentn these
kinds of situations, it is relevant and worthwhite invest in organization-wide change
methodologies that allow fao-creation of change;

* The idea of ownership is a central issuie our discussion of resistance to change. In the
traditional view of resistance to change, manageeed to overcome resistancetheir
change process. Employees presumably resist chdegause they have a natural
preference for stability and fear the unknown. Thuanagers and employees are seen as
opposing parties. In the alternative proposed viemployees resist change because they

are generally being excluded from change processes;
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* Top-down and planned change efforts make changeefwtusive domain of higher
management. Employees that are merely recipientshahge do not resist the change
itself, they resist the way the change processgarozed and managed. Thukgaling with
resistance does not ask for reducing uncertaintydagh information or using formal
and coercive power to implement change. Instead,agks for making change a
collaborative effort of all stakeholdersThus, resistance is prevented by choosing a
change approach that allows managers, employees) ather stakeholders to work
together as partners in a change procéss.

Oreg, Vakola, & Armenakis (2011} based on a wide review of empirical studies loainge
recipients’ reactions to organizational change, awhsidering 79 quantitative studies
published between 1948 and 2007 — inductively agesd a model (figure 38)
“of (@) explicit reactionsto change, in which these reactions are concezedl as
tridimensional attitudes; k) reaction antecedentsthat comprise prechange antecedents
and change antecedents; and) (change consequencesincluding work-related and
personal consequences
The model was based on an exhaustive electronicchseaf abstracts, within relevant
publications, based on the termsedctions to changeresistance to changepenness to
change attitudes toward changevillingness to changeeadiness to changandreceptivity to
changé.
It provides an 6verarching view of change recipients’ reactignsroposing ‘an organizing
structure for the various study therhésised on a coding scheme developed by the autihors
integrate the findings, and classifying the asgediavariables, which they deeply explore
along the article.
Considering, as they refer, that existsgaoWing consensus about the key role that change
recipients’ reactions to change have in determiniihg change’s potential to succéednd
that ‘recent studies of organizational change demondiratee meaningfulness of change
recipients’ attitudes toward change for understamygihe organizational change procgdhe
article represents a good knowledge basis; asmgsiteed input to be considered when facing
wide and complex, organizational transformationgpaon which puts people as its focus and

main driver.
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Antecedents

Change Recipient Characteristics

Change Consequences
Traits; Coping styles; Needs;
Demographics

Internal Context

Work-Related

Consequences
Supportive environment and trust Affective reaction Job satisfaction
Commitment; Culture; Job Negative, e.g. Stress Org. commitment
H characteristics; - Positive, e.g. Pleasantness | : : Performance
o AGE AMECEAES P Comtverescion |1
i Y ; Change evaluation : : i
Change Process : Change belicfs Personal Consequences
Participation; Communication and info; : : Well-being :
Interactional and procedural justice; Behavioural reaction : - Health :
Principal support; Management Change recipient Withdrawal :
competence involvement : : :
- Behavioural intentions :
Perceived Benefit/Harm Coping behaviours :
NEssssssssssssssEssEsnnRnnnnS -

Anticipated outcomes; Job insecurity;
Distributive justice

Change Content

Compensation; Job design; Office
layout; Shift schedule

Figure 38 — Oreg et al. Model of Antecedents, e&ipieactions, and consequences of organizatidreige
Source: Oreg, Vakola, & Armenakis, 2011.

Namely, its practical implication§ — here transcribed — are a main evidence of this

relevance; thus providing a good basis for undedstey and action planning:
“Taken together, results from the studies in ourerg@\wsuggest a number of directions
for organizations to follow when aiming to increasaupport for proposed
organizational changes.
First and foremost, the internal context and thargye process antecedent categories
offer the most straightforward prescriptions foraciye management. Each factor
within these antecedent categories prescribes atma direction for organizations to
adopt in improving change recipients’ responseshange. For example, the consistent
finding concerning the link between organizatiortedst and support for change
highlights the special significance of trust in ésnof change. Furthermore, increasing
change recipient involvement in the change andngetthange recipients at greater
ease, by allowing participation and ensuring a jpsbcess, have been shown to go a
long way in alleviating resistance. Therefore, b&ydhe overall importance of trust
and commitment, managers should invest speciattaitein creating a supportive and
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trusting organizational culture if they expect chan recipients’ support and
cooperation in times of change. Given that creatsngh an atmosphere requires an
ongoing process that typically takes a long time,important first step will be the
adoption of a supportive and participatory changegess.

Second, findings on the dispositional charactersstaissociated with positive reactions
to change present the possibility for organizatitesselect change recipients on the
basis of these dispositions for positions or assignts in which successfully dealing
with change is key. In addition, change agents dRdspecialists can provide special
training and support to those individuals who havearder time coping with change.
Furthermore, the focus on change recipient chandsties has also highlighted the
importance of opinion leaders in successfully imm@ating change (Lam &
Schaubroeck, 2000).

Finally, change recipients are naturally concerneth the personal impact that the
change will have on them. If perceived risks/costisveigh benefits, change recipients
will understandably tend to resist change. This ns@em obvious, but findings
demonstrate that managers are often oblivious W blbange recipients will respond to
the change and do not give enough thought to chaeggients’ perspectives. As a
start, global and local change agents need to learglearly on, about the precise
ramifications the change program will have for charrecipients. More importantly,
however, change agents must give special considarti these ramifications and aim
to understand and incorporate change recipients'spectives in the design of the
change. Practically, they should carefully plan ttenge effort and make every effort
to explain how any threat can be dealt with, andtte#¢ same time introduce and
highlight the personal benefits change could haveemployees, beyond its importance

for the organizatioh

Particularly the identification of thmain variables which are associated with each anéa
concerndetailed on the diagram; as well as tidigles which reference this associatamd the
cross-referencing with the base articleae a main asset for further investigation on the
subject. In fact, they provide a systematized aeeryincluding references to most significant

guantitative studies on the area.
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3.3.4 Organizational Change: theoretical foundations andgaradigmatic visions

Having previously elaborated on essential aspettded with organization development; its
relationship with organizational change; and somécal issues associated with people
involvement and reactions to change; it is now irtgod to highlight some key knowledge
aspects of existing knowledge related to the distippes, paradigms, and approaches to

organizational change

One of the first associated debates involves thd kif envisioned organizational change, its

characterization, and dynamics along organizatibieal

Greiner (1972) concerning theorganizational change dynamicqwith its evolution-
revolution frameworkof organizational change) described the typic& Icycle of an
organization as consisting ofextended evolutionary periods of incremental change
interspersed with short revolutionary peridds
Setting the foundations for new organizationalngfeatheories involving strategic redirection
and transformation, he highlights that:
“During reorientations large and important parts ofie organization (strategy,
structure, control systems, find sometimes basiefseand values) change almost

simultaneously in a way that leads to very diffemganizational emphaseés

This theory has been further elaborated at then€tuated equilibriuni model (Tushman &
Romanelli, 198% emphasizing the combination of tHée' cycle motot with the “teleological

motor”.

The concept of “motor”, developed bywan de Ven & Poole (1995yithin their Process
Theories of Organization Development and Changs, de®en used to refer to the distinct
underlying mechanisms associated with four ideabties of changelife cycl€, “teleology,

“dialecticg, and “evolutiori (figure 39).
He suggests that most change theories could bersiodd within one motor or in a

combination of them.

This classification is based on a two dimensionalwy considering thenode of change
(prescribedversusepisodig and theunit of changgsingleentity ormultiple entities).
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EVOLUTION DIALETIC
Multiple
Entities Variation—J»>Selectior——J»>Retention +
Thesi:
»Conmct—bs.vnthesis
Antithesis
Population scarcity Pluralism (Diversity)
Environmental selection Confrontation
Competition i
Unit of p Conflict
Change
LIFE CYCLE TELEOLOGY
Stage 4 (Terminate) Dissatisfaction
Stage 1 Implement Search/
Stage3 p
(Har%’est) Start-up) Goals Interact
Stage 2 Set/Envision
Single (&350 Goals
Entity Immanent program Purposeful enactment
Regulation Social construction
Compliant adaptation Consensus
Prescribed Mode of Change Constructive

Figure 39 — Van de Ven & Poole’s Process Theori&3drganization Development and Change
Source: Van de Ven & Poole, 1995.

On an extensive analysis of organization developrieories and practices, explained on the

basis of this theoretical tipificatiodustin & Bartunek (2003)synthesize each of these four
approaches to organizational changes follows:

* “The teleological motor describes organizational change as the testipurposeful
social construction by organization members, inevelopment is a cycle of goal
formation, implementation, evaluation, and modifica, where organizational
change is goal driven. Impetus for change emerdesnvactors perceive that their
current actions are not enabling them to attainithgoals, and the focus is on
processes that enable purposeful activity towaedgbals. This motor can be found in
most contemporary theories of organizational charkge example, recent extensions

of evolutionary theories and institutional theormgolutionary innovation and
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institutional agency-have adopted a teleologicaltanoChange leadership theories

rely on the teleological motor as well”;

* “The life cycle motor envisions change as a progression througbreetermined
sequence of stages, where the ordering of the st@ges not change, but the speed of
progress and the triggers that lead to advancent@miugh the process vary. Van de
Ven & Poole (1995) noted that the "trajectory te tfnal end state is preconfigured

and requires a specific historical sequence of &/gfp. 515)”;

“The dialectic motor describes organizational change as the tesfutonflict between
opposing entities (process of a thesis and antgheshere new ideas and values must
directly confront the status quo, attempting toateea synthesis of them, and to
embrace the differing perspectives. This motornofieves cognitive and political
change theories and plays a prominent role in saiemchange theories and

communicative change models.”, and

“The evolutionarymotor focuses on change in a given population tveg, involving
a continuous cycle of variation, selection, andergion. Evolutionary theories of
organizational change focus on environmental cood# that create inertial
pressures for organizational change. Change theobeilt around this motor begin
with the assumption that one must understand tharammental setting of an
organization in order to understand the dynamicscbbénge. Organizations evolve

based on their ability to respond and adapt to éheswerful external forces”.

Weick & Quinn (1999) agreeing with the importance of Van de Ven & R&otlassification,
add a new dimension, referring tHa&ecent analyses of organizational change suggest a
growing concern with theempo of changeunderstood as the characteristic rate, rhythm, or

pattern of work or activity

Contrasting the concepts oégisodic changtand “continuous chang® on the basis of
“implied metaphors of organizing, analytic framevgrkdeal organizations, intervention
theories, and roles for change agénthey argue thatepisodic change follows the sequence
unfreeze-transition-refreeze, whereas continuougsngh follows the sequence freeze-
rebalance-unfreeZg suggesting thatconceptualizations of inertia are seen to underthe

choice to view change as episodic or contintilous
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They refer teepisodic changas
“A term used to group together organizational chanties tend to be infrequent,
discontinuous, and intentional, which occurs duripgriods of divergence when

organizations are moving away from their equilibmicondition&

Moreover, they consider thatliVergence is the result of a growing misalignmegtiveen an

inertial deep structure and perceived environmedthands clarifying that
“This form of change is labelled episodic becausentls to occur in distinct periods
during which shifts are precipitated by externakets such as technology change or
internal events such as change in key personnel

Concerningcontinuous changthey use the term to
"Group together organizational changes that tend ® dngoing, evolving, and
cumulative, being this kind of change described sésated and grounded in
continuing updates of work processes and social ctpres, focused on
accommodations to and experiments with the evergdayingencies, breakdowns,

exceptions, opportunities, and unintended consempgen

And they proceed, highlighting that
“As these accommodations .are repeated, shared, fadpland sustained, they can,
over time, produce perceptible and striking orgatimal changes, being the
distinctive quality of continuous change is theaideat small continuous adjustments,
created simultaneously across units, can cumulaité ereate substantial change,
scenario which presumes tightly coupled interdepestts, and that when
interdependencies loosen, these same continuoustadints, now confined to smaller
units, remain important as pockets of innovatioat tmay prove appropriate in future

environments

Drawn on a wide literature review and systematmgtiWeick & Quinn’s (1999) main
conclusions provide deep, interesting, knowledgebéo considered, and applied, on real
organizational settings — eitheto understand thecharacteristics of each kind of
organizational changeas well as, not less important, from a longitadljpoint of view {empo

dimensiof, to understand its successive interleaving episatta®sy organizational life
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So, according to this deep relevance, explicitregfee is made here to their main conclusions

(pp- 381-382):
“Our review suggests both that change starts withriss to adapt and that change
never starts because it never stops. Reconciliatiothese disparate themes is a
source of ongoing tension and energy in recent ghamesearch. Classic machine
bureaucracies, with their reporting structures tagid to adapt to faster-paced
change, have to be unfrozen to be improved. Ybtdifferentiation of bureaucratic
tasks comes more internal variation, more diveiisgvs of distinctive competence,
and more diverse initiatives. Thus, while someghimay appear not to change,
other things do. Most organizations have pocketpeaiple somewhere who are
already adjusting to the new environment.
The challenge is to gain acceptance of continuobhange throughout the
organization so that these isolated innovationd tével and be seen as relevant
to a wider range of purposes at hand.
Recent work suggests, ironically, that to underdtanganizational change one
must first understand organizational inertia, it®ntent, its tenacity, and its
interdependencies.
Recent work also suggests that change is not anoffophenomenon nor is its
effectiveness contingent on the degree to whigh glanned. Furthermore, the
trajectory of change is more often spiral or opemed than linear. All of these
insights are more likely to be kept in play if r@sdhers focus on ‘changing’ rather
than ‘change’.
A shift in vocabulary from ‘change’ to ‘changingirects attention to actions of
substituting one thing for another, of making ohang into another thing, or of
attracting one thing to become other than it wagoAcern with ‘changing’ means
greater appreciation that change is never off, titchains of causality are longer
and less determinate than we anticipated, and thiagéther one’s viewpoint is
global or local makes a difference in the rate béawge that will be observed, the
inertias that will be discovered, and the size @f@nplishments that will have been
celebrated
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Another tipification schema for change intervensiovas established Borras & Robertson

(1992) on the basis divo independent dimensioasonsidering

* its starting form (planed versus not planed) and

* theextentto which organizational conditions are changedt(forder versus second order).

To the authorsplaned change is internally triggered in a structured walijle unplanned
change is required by external factors to whichdiganization reactively tends to adapt. On
the other dimension, it can be classified ifitst order if they not involve a change on
organizational functioning core assumptionssecond orderchanges if they imply a radical
rupture.
Combining these two dimensions they identdyr distinct types of organizational changes
* Incremental — planned, first order changes, correspondingtentional changes on the
normal organizational functioning;
 Transformational — planned, second order changes, e.g., deep chaaggeting
organizational culture and climate, and involvingravious plan of structured actions,
with a wide impact on management processes, stag;tand work design;
* Evolutionary — unplanned, first order changes, reacting torenmental changes, just
like customer needs or competitive pressure, and
* Revolutionary— unplanned, second order changes, when the aegam is forced by
extreme external conditions to drastically chanigeirt principles, involving radical

changes on strategy, policies, structure, operabiveesources.

On a different perspectivddeer & Nohria (2000)— considering thestrategic purposeof
change — suggest a dichotomy to classify the tgbehange, making the distinction between

“economic-driven transformatiohand “changes to support organizational capabilities

For these authorgconomic-driven changearget directly the creation of economic value by
focusing on structure and systems, in order to gedeosts; just like reorganization and
downsizing, often resulting in personnel reductideatening job security, and with a
destructive effect on morale, attitudes, and welhf, of employees. On the other hand,
changes directed at the development of organizatioapabilities usually focus on culture,

behaviour, and attitudes, generally producing thgosite (positive) effect.
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Another perspective is associated wétiange learning levelsas evidenced bthe works of
Argyris (Argyris & Schon, 1974; Argyris, Putnam, & McCla8mith, 1985; Argyris, 2002)
concerning Model | versus Model Il theories of aatiand the concepts of single and double-
loop learning.

Argyris & Schon's (1974Model 1l learningand Argyris, Putnam, & Smith's (198&gtion
science modgbrovide a common base for dialectic action sciene¢hods. For them, change
is triggered by calling attention to discrepandiesweenaction andespoused/alues; where
highlighting differences betweettheories in use"and "espoused theoriesfjenerates the
impetus for change.

Argyris focused on processes that enatdable-loop learningand awareness of underlying
values guiding actionHe defined (2002) learning as thgetection and correction of errgr
and making a clear distinction betwesingle-looplearning, which “occurs when errors are
corrected without altering the underlying governivgue$ and double-loop learningwhich

“occurs when errors are corrected by changing theegaing values and then the actitns

Senge (2006:p. 766)rooted on these concepts and developing the thefitbe role of
Leaderson building Learning Organizations, refers a cldiatinction between the notions of
generative learning (Which is about creatiriy and adaptive learning (Wwhich is about
coping).
And heelaborates on this reasoningnhancing that:
“The prevailing view of learning organizations enggizes increased adaptability.
But increasing adaptiveness is only the first stagemoving toward learning
organizations. This is why leading corporations afi@gcusing on generative
learning, which is about creating, as well as adaptlearning, which is about
coping.
The distinction between adaptive and generativeniag has its roots in the
distinction between what Argyris and Schon havdedaltheir “single-loop”
learning, in which individuals or groups adjust thé&ehaviour relative to fixed
goals, norms, and assumptions, and “double-looparieng, in which goals,
norms, and assumptions, as well as behaviour, pem ®o change.
The total quality movement in Japan illustrates thwlution from adaptive to

generative learning. With its emphasis on contirsuoexperimentation and
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feedback, the total quality movement has beenitstewave in building learning
organizations.

Generative learning, unlike adaptive learning, reega new ways of looking at the
world, whether in understanding customers or in ensthnding how to better
manage a business.

Leadership in learning organizations centres on tkwband ultimately more
important work.

In a learning organization, leaders’ roles differagnatically from that of the
charismatic decision maker. Leaders are desigrtees;hers, and stewards.

These roles require new skills: the ability to bHughared vision, to bring to the
surface and challenge prevailing mental models, amdfoster more systemic
patterns of thinking.

In short, leaders in learning organizations are peasible for building
organizations where people are continually expagdinmeir capabilities to shape
their future — that is, leaders are responsiblel&arning.

Leadership in a learning organization starts witte principle of Creative tension.
Creative tension comes from seeing clearly wherevam to be, our “vision,” and
telling the truth about where we are, our “curreneglity.”

The gap between the two generates a natural tension

Creative tension can be resolved in two basic wdnys:rraising current reality
toward the vision, or by lowering the vision towautrent reality.

Individuals, groups, and organizations who learmhio work with creative tension
learn how to use the energy it generates to moaktyaemore reliably toward their
visions.

Vision without an understanding of current reahtyll more likely foster cynicism
than creativity.

The principle of Creative tension teaches that ecusate picture of current reality
is just as important as a compelling picture ofesided future.

Leading through creative tension is different freofving problems.

In problem solving, the energy for change comes fadttempting to get away from

an aspect of current reality that is undesirable.
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With creative tension, the energy for change cofres the vision, from what we

want to create, juxtaposed with current reality.

Although the distinction may seem small, the camseces are not.

Many people and organizations find themselves i@ty to change only when

their problems are bad enough to cause them togdan

This works for a while, but the change process rousof steam as soon as the
problems driving the change become less pressing.

With problem solving, the motivation for changexsrinsic.

With creative tension, the motivation is intrinsic.

This distinction mirrors the distinction betweeragtive and generative learning”.

Luthans (2008:p. 65)depicts (figure 40) and details the rationale beéhihethree major
dimensions which are present on a Learning Orgartioam, namely: resence of tension
“systems thinkirigand a ‘tulture facilitating learning.

Figure 40 — Luthan’s Characteristics of Learning&izations
Source: Luthans, 2008.
For each of these dimensions the author enharares Lfearning Organization, that:
* “The presence of tension — Senge calls it ‘credBwsion’ — serves as a catalyst or
motivational need to learn. This tension stems ftbengap between the organization’s
vision (which is hopefully always being adjustedvapl) and reality and suggests the

learning organization’s continually questioning adidallenging the status quo”;
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* “The systems characteristic of learning organizagsorecognizes the shared vision of
employees throughout the whole organization andojrenness to new ideas and the
external environment;

* “The culture of the organization places a high \alan the process of learning and
goes beyond mere lip service by setting mechanism#ace for suggestions, teams,
empowerment, and, most subtle but important, engpdthis empathy is reflected by
the genuine concern for an interest in employe@ssiipns and innovations that can be
operationalized through reward systems”

These theoretical foundations, used to typify tlwedkof organizational change dynamic

paradigms, motors, and main purposes — as welb@® smportant guiding principles and

orientations on double-loop, generative learninghefbasis of Learning Organizations — help
to contextualize the current intervention princgpéand specific characteristics.

They respond to essential questions concerninggehameaning and purposes; namely the
“why” of organizational transformation

3.3.5Major Change (transformational): Approaches, Dynamcs, and Processes
Another set of questions — more related with tiwaat’ — conducts us to a baskstinction

between “hard” and “soft” systems models of chanigerventions.

3.3.5.1 Organizational Change — “hard” versus “soft” apuioes

This differentiation is clearly provided Wyenior & Swailes (201Q)by stressing that
“some change situations (problems/opportunities)thgynature of their complexity
and particular characteristicsrequire soft rather than hardsystems approaches to
chang€. They argue thathard systems approaches to changguire the setting of
quantifiable objectives against which they can beged and “are not sufficient to
explain organizational messeand are extremely limited in providing a model for

planning and implementing change in these situation

Highlighting the ‘alternative ways to address problem#ckoff's (1993)contributes to
clarify the subject, by considering three distiapproaches:

* Resolve- “to select a course of action that yields an outctima¢ is good enough,

that satisfices (satisfies and suffices)
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* Solve — “to select a course of action that is believed teldyithe best possible
outcome, that optimizésand
* Dissolve— “to change the nature, and/or the environment, efdhtity in which it is

imbedded so as to remove the prolflem
Senior & Swailes (2010, p.315), rooted on this tastcept of tissolvé, argue that:

*“one of the distinguishing features afganizational messess that there is no
agreement on what constitutes the problem, letalohat changes are required;

» Consequently it is more likely that those involwedhese types of situations are
looking to challenge not just the means of doiriggs, but also the purposes and
why things are done and even if they should be dbaé;

* In other words, they are searching for waysdissolverather than justsolve
problems”.

This means that — distinguishing betwestlifficulties’ and “messes which they
characterize (table in Figure 41— soft’ approach is more appropriate when change

is to be applied tormess situations.

Difficulties Messes

« tend to be larger scale;
* have serious and worrying implications for all
concerned;
e are an interrelated complex of problems that
cannot be separated from their context;
« have many people of different persuasions pnd
attitudes involved in the problem;
* have subjective and at best semi-quantifigble
objectives;
* have an absence of knowledge of factors gnd
uncertainty as to what needs be known;
e have little agreement on what constitutes the
problem let alone what might be possible
solutions;
« have usually been around for some time and pwill
not be solved quickly, if at all; bringing about an
improvement may be all that can be hoped for;
 have fuzzy timescales;
e are 'unbounded' in that they spread throughput
the organization and, sometimes, beyond.

* tend to be smaller scale;

* are less serious in their implications;

» can be considered in relative isolation frg
their organizational context;

* have clear priorities as to what might need
be done;

» generally have quantifiable objectives a
performance indicators;

» have a systems/technical orientation;

« generally involve relatively few people;

* have facts that are known and which g
contribute to the solution;

» have agreement by the people involved
what constitutes the problem;

 tend to have solutions of which the type
least is known;

* have known timescales;

* are 'bounded' in that they can be conside
separately from the wider organization
context and have minimal interactions w
the environmer

Figure 41 — Senior & Swailes’ contrasting charasties on “difficulties” versus “messes”
Source: Senior & Swailes (2010)
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Using Paton & McCalman’s (2000)TROPICS’ characterization (table in Figure 42),
they argue that

“asking a number of questions about a change sitoatimay help to identify
whether it is likely to involvehard or soft complexityand whether it can,

therefore, be seen to leore of a difficulty or more of a mess

Factor Hard Soft

Timescaleg clearly definedshort to ill-defined/ medium to long term

medium term
Resources needed for | clearly identified uncertain
change
Objectives| clearly staterand could be | subjective and ambiguous
guantified

No consensus on wi

Perceptions of the problen shared by all constitutes the problem/conflic

and its possible solutio

[

of interest
Interest in the proble | limited and define widespread and -definec
Control | Maintained by the shared with people outside t
managing group managing group
Source of the problen originates from within the | originates from outside tF
organization organization

Figure 42 — “Hard” and “soft” complexity: Paton &d€alman’s TROPICS factors
Source: Paton & McCalman (2000)

Referring toOrganization Development approachesas ‘an umbrella term for a set of
values and assumptions about organizations ancéople within them that, together
with a range of concepts and techniques, are thbugbful for bringing about long-
term, organization-wide changje- Senior & Swailes (2010) consider it (p. 315) as
“more appropriate to dissolve problems than resobresolve thery thus to address

mess situations.

To intervene on Organizational Culture and Valuésadership, and Employee
Engagement domains configures, undoubtedly, a dypoess” approach; requiring a
“soft system model” of change interventions; andngestrongly rooted on the

Organization Development perspective.
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Also, important characteristics of the Organization Dewgiment specific approach to
change as highlighted byenior & Swailes (201Q)must be referred:

* “It emphasizes goals and processes but withagticular emphasis on processes
the notion oforganizational learning as a means of improving amganization's

capacity to change

* It deals withchange over the medium to long terrthat is, change that needs to be

sustained over a significant period of time.
* It involvesthe organization as a wholas well as its parts.
* It is participative drawing on the theory and practices of the betianal sciences.
* It hastop managemensupport and involvement.
* It involves &facilitator who takes on the role of a change agent.

* It concentrates on planned change butaagrocess that can adapt to a changing

situation rather than as a rigid blueprinbf how change should be done.”

Before addressing their own vision for the procegy enhance three major
significance dimensions: g@eople in organizationof organizations as systemand of

organizations as learning.

They highlight the role of OD as a long-term praces facilitation, of change and

renewal; operating at all levels of the organizatimking into account the messy nature
of many organizational problems; involving distinperspectives and recognizing
organizations as social entities where politica, veell as, intellectual responses to

change can be expected.

Concerning the “how” question they cite the Benjamin & Mabey's (1993, p. 181)

Statement:

“While the primarystimulus for change in organizations remains those forecethe
external environmentthe primary motivator for how change is accomplighe

resides with the people in the organizatitn
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So, rooted on Lewin’s and building on the ActionsBarch concept, their approach

(Figure 43) includes five major stages with a c@rfscus on change facilitation role:

1. The Present and the Futurea double stage where two intertwined processes
develop, in a symbiotic relationship; in order &) diagnosethe current situation

and (b)develop a visiofor change;

2. Gain commitment to the vision and the need for clggn working at the group
level of the organization; recognizing the strengthnfluence of both formal and
informal leaders; communicating with individuals gr®ups; not merely informing
people of the vision and the necessity for chabge effectively’listening to the
organization”. This means to be sensitive, not only to peopleie® about the way
tasks and structures may be affected by the chdmgelso to ‘'emotional readiness
for change, the quality of existing relationshipgl dhe latent commitment to new

ways of working';

3. Develop an Action Planbeginning the phase ohanaging the transitior{ffrom
current state to desired state), but also contguine process ofgaining
commitment to the visiofwith an emphasis onowthat vision can come about). It
involves responding to (ayhois to guide the planning and, further, the change
implementation (change agents role; change redpibtyscharter), (b)what needs

to change to achieve the vision, andvwbkereany intervention should take place;

4. Implement the Changeproceed with change implementation, according ® th
previously developed action plan, amglng typical OD tool$n congruence with the

change goals;

5. Assess and Reinforce the Changassess the extent to whichange has been
achieved (including the behavioural, structural, and cotiek dimensions, at
individual, group, inter-group, and organizationialvels) and reinforce and

consolidatats essential aspects in order to make them “peemi&.
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PRESENT STATE
(3)  ———————— FUTURE STATE

Diagnose

current (1b)

situation Develop a
vision for

) change
Assessand
reinforce
change

THE CHANGE AGENT

) //—\ 5

Implement Gain

the change .
commitment to

\ / the vision
Develop an /

action plan

Figure 43 — Senoir & Swailes: The OD model for amn
Source: Senior & Swailes (2010)
As evidenced, this process model responds tohbe ‘questioh(relative to the way to
address change) but with generic approach.n fact, it commits to stage 3 the
“collective responsibility to define the approach to be tal¢rstage 4 (where several

typical OD tools and techniques can be used, aouptd the circumstances).

Due to the multitude of its application fields; pie levels of intervention; and to the
participative nature which is associated with Oprapches; most models to address
“soft” changes are currently less prescriptive th#mose addressing “hard”

organizational dimensions.

3.3.5.2 “Soft” approaches to Organizational Change: twoanparadigmatic models

A specific process to address “soft” change widninOD perspective; corresponding to
an evolution of Lewin’s three-step model widely kgxb in the past; corresponds to the
model developed blippit, Watson, & Westle (1958)

192



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

As the authors enhance, it has some assoaisaéu difficulties and constraintsamely:

1. “The fact thata client system consists of distinct but relatedrtga(or persons)
introduces a specidifficulty when we wish to talk about the relationship between
the change agent and the client system. On one,lthadchange agentusually
directs his effort toward the improvemefthe entire systenthen, is the client. On
the other handthe change agenbften isin direct touch with only, a part of the
system Thus a change agent who works with a communignasrganization must
often deal with committees of interested or apgainhdividuals, not with the entire
membership. The same is true in the case of a eéhaggnt who is working with a
small group or an individual: he may find that atigh the entire system is
physically present parts of it offer him only réamsce or mistrust. In short, the
change agent often works directly with only a "caating subpart” of the system,
but his objective is to enlarge this contact antlience until he reaches as much of
the system as possible. In our shorthand languagesay simply that the change

agent works with the client systém.

2. “...we havenot tried to sample all types of planned chandgestead,we have
concentrated primarily uponproblems of change which occur in psychological
processes, social relations, interpersonal procesgeoblem-solving procedures,
and processes of social alignment or structure.sTéaves outa vast swath of
change phenomena such as technological changeguoighealth habits, changing

technical skills, changing modes of economic beiraand the like.

3. “...we shalllook only at those planned operations in which tleeis a voluntary
relationship between an external change agent andli@nt systemThisexcludes
the many change operations which are carried outadyninistrators within an

organizational system - without any contact withoamside helpet.

However, it is a well-tested model, which has beeocessfully adapted and adopted

along many years by Organization Development coastd and practitioners.

Due to its specificities, some main highlights,elalrom the text and using authors own

words, are presented below for each step of theepgso
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1. Development of a need for change
2. Establishment of a change relationship
3. Working toward change — the clarification or diagse of the client system’

)

problems

4. Working toward change — the examination of alterma routes and goals
establishing goals and intentions of action

5. Working toward change — the transformation of intéans into actual change
efforts

6. Generalization and stabilization of change

7. Achieving a terminal relationship

Figure 44 — Lippit's Seven-steps to change
Source: Lippit, Watson, & Westley (1958)

It consists of a seven-step process (see tablégurd-44) with the following essential

aspects:

1. Development of a need for change (“unfreezing”)

 “Before a process of planned change can begin sofmihe types of problems
which create stress or disruption within a systembetween a system and its
environment usually must be translated into actpedblem awareness,’ that is,
into a desire to change and a desire to seek metp butside the system.

* The various subparts of systems at the group lesehklly evidence different
degrees of awareness of the system difficulties,camsequently the total system
lacks concerted sensitivity to the problems whiely memand change effort and
help.

* “There are frequently vested interests in the systehich are motivated to reject
or prevent an awareness of serious problems. Arcetmay be communication
blockages which inhibit the spread of awareness.

» Moreover, problem awareness is not automaticalpnsiated into a desire for
change. First there must be at least some confelémdhe possibility of a more
desirable state of affairs. Any system is likelyfdoe a number of resistances
within itself when it comes to setting a level spigation for change. This may

lead to a defeatist belief that the system is cetepy incapable of dealing with its
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problems, even though there is a high level of l@grobawareness within the
system.

* Finally, of course, problem awareness and a defsirechange lead to an explicit
desire for help from outside the system. But betfugecan happen, the system, or
at least some influential subpart of it, must bediehat external help is relevant
and available.

* Such a belief is by no means to be taken for gdarffeequently there is an
awareness of problems and a genuine desire to sh@tong about them, but these
are accompanied by resistance to the idea of hedpm foutside. This first or
‘unfreezing’ phase in the change process usualgucin one of three different
ways in the cases which we have reviewed.

* First, a change agent discovers or hypothesizesrtin difficulty in a potential
client system and offers his help directly or tageps to stimulate an awareness
of the difficulty in the system.

» Second, a third party, connected with both the geaagent and the potential
client system, becomes aware of the systems #iffemod brings the two together.
Third, the potential client system becomes awarésobwn difficulty and itself
seeks help from an outside source. This is the owatmon way for the change

process to begin.”
2. Establishment of a change relationship

* “The development of a working relationship with tteange agent raises a good
many new problems for the client system.

 One of the most crucial features of this secondsphs the way in which the client
system first begins to think about the potentiange agent.

« Often the client system seems to be seeking assuthat the potential change
agent is different enough from the client systetet@ real expert and yet enough
like it to be thoroughly understandable and appiwade. What the client system
really wants is two change agents in one. It waartsagent who will identify
himself with the client system problems and synipathith the system needs and
values, but who will at the same time be neutralugih to take a genuinely

objective and different view of the system's paadient.
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 Another pitfall which the client system must neggetin this second phase is the
arrival at an understanding about the kind and dsgof effort which must be put
forth in the collaboration with the potential chamggent. The client must not only
understand the arrangement but he must at leasatiealy agree to it. If the client
system is a group, an organization, or a commurilis second phase of the
change process is likely to raise important orgahanal or procedural questions
within the client system”.

3. Working toward change (“moving”) — the clarificatio or diagnosis of the client
system’s problems

*“One important task which must be undertaken by thent system is to
collaborate with the change agent in diagnosing tila¢ure of the client system's
difficulties.

* This is likely to raise a number of problems.

* First of all, the change agent needs information.

* As data are collected and analyzed, the problenthveeemed simple at first is
likely to take on the appearance of an intricatenyfaceted difficulty”.

4. Working toward change (“moving”) — the examinatioaf alternative routes and
goals; establishing goals and intentions of action

* “This is the stage in which the client system ttates its diagnostic insights first
into ideas about alternative means of action anehtinto definite intentions to
change in specified ways.

* In the process both cognitive and motivational peats are likely to arise.

* It is generally recognized that the client and apanagent cannot proceed
intelligently in any problem solving endeavor with@onsidering the alternative
possibilities of action.

* Even more interesting are the problems of motivatdich arise when the client
system begins to consider its actual intentionsoWgnthe alternative routes,
which route shall be chosen? In most cases thia &pecific question which
demands a concrete decision, and the decision mesin the nature of an

investment emotional as well as material in a darfdan of procedure.
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* Naturally, problems of motivatior that is, problems of the client system's
emotional and material resourcesarise. For example, during this phase it often
becomes clear for the first time that certain prgssatisfactions, such as the
pleasures of pursuing traditional goals or behavingccustomed ways, will have
to be given up if the change to a more desirablell®f performance is to be
accomplished. This may serve to intensify the tlgystem's inclination to
continue what it has been doing. Another type ofivational problem which is
often revealed during this phase of the change gs®cis the client system's
anxiety about awkwardness or failure in attemptirgyv patterns of behavior or
new procedural techniques. Often these anxietiesbeaeased by providing ways
for the client to test innovations before they pegmanently adopted. If the client
system is given an opportunity to explore tentatitike consequences of a new
functional concept, some of the strangeness wetirama the client acquires
confidence in his ability to do what is expectediof.

 Unfortunately, too many change relationships arelen off before this phase is
reached, so that the client system is often lebfme alone with the diagnoses and
recommendations which have been presented by #mgetagent.”

5. Working toward change (“moving”) — the transformatn of intentions into actual
change efforts

* “The real success or failure of any change effed, far as the client system is
concerned, is determined by the degree to whichotignal ineffectiveness or
stress within the system is mitigated and functiceféiciency is achieved or
restored. This means, in effect, that success ssuned by the way in which
‘plans and intentions are transformed into actuahevements’. The active work
of changing is the keystone of the whole changeeps

* During this phase the client system faces a nuraberitical problems. One of the
most common is that of eliciting support from theargge agent while the
movement toward change is beginning. Another proplef course, is that of
securing sympathetic acceptance of the changetefimm the various subparts of

the system or from adjacent systems.
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* Obtaining adequate feedback on the consequenctee athange effort may also
prove difficult. This is particularly true if theedired change affects primarily
relationships external to the system.

* In such cases the system may be unable to find/loat the results of its change
efforts really are, and hence it may not know whetto continue the efforts,
modify them, or abandon them altogether.

* Sometimes when a client system receives no clefrmation on the
consequences of its change effort it interprets éisi a sign of failure and gives up,
even though the change effort may in fact be produprecisely the desired
effect.”

6. Generalization and stabilization of change (“freex”)

* “One of the important questions about any procdsshange is whether or not the
change which has been accomplished will remain ablst and permanent
characteristic of the system. Too often change hviiias been produced by
painstaking and costly efforts tends to disappeiéerahe change effort ceases,
and the system, which wanted to change, slips instéad into its old ways.

* One critical factor in the stabilization of changethe spread or non-spread of
change to neighboring systems or to subparts of dient system. Usually,
however, more direct kinds of positive evaluatiord aeward are necessary.
Confirmation, in other words, must come in the fasmobjectively significant
data. Many systems possess an inherent momentuch vemds to perpetuate a
change once it has attained a certain state of ldagium in the system's normal
operations.

* In effect, this is a process of institutionalizaticertain changes tend to endure
simply because the system's progressive movemaistignger force than that of
any of its incipient retrogressive tendencies.

* Again, procedural change may become stabilized umat is supported by
structural change.”

7. Achieving a terminal relationship
 “Some change agents emphasize the problem of depeynés the major issue of

the final phase. If the client system has comeefwedd heavily upon the change
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agent for support and guidance throughout the psses of diagnosis, change,
and evaluation, then naturally the end of the relaghip is likely to be a
somewhat painful affair.

* The way in which these problems are solved candsécplarly important in
determining how effectively the client system indbrporate the desired change
into its permanent existence.

» Other questions arise too. Has the client systearnkd problem solving
techniques well enough to cope with new and diftepeoblems when the change
agent is no longer present? Will changes intermalhe client system produce
unforeseen conflicts with the environment? Will ¢hent system acquire harmful
and half understood doubts from other change agevitese conceptions of
change are different? And so on. Sometimes we axggecial effort to build a

substitute for the change agent into the permasgntture of the client system.”

As it can be understood, Lippit, Watson, & Westey1958) approach to change
addresses its “soft” dimension. However, it has eamderlyingassumptions and

limitations

* The role of “change agent” is, mainly, personiftedan external agent (behavioural
scientist or consultant) which dialogues with sdowal point persons (or structures)
within the organization — not configuring neithercde performed by a team, nor by
internal members of the organization;

* Beside any usage of powerful diagnostic tools, Way of acting can create potential
problems (implying additional efforts) to get alraaderstanding of the organization,
as well as to provide adequate continuity to thenge agents work;

* Also, not emphasizing the need for a real “immersiof the change agents within
the organizational fabric, it underestimates thénmale that organizationally spread
communication and people participation and engagéeoan play to facilitate change

and sustain its achievements.

Another well-tested and widely applied approachresponds tdotter’s (1996) eight
stage process on leading changeften considered as a major evolution of Lewin’s
three-step model.
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Mostly based on his wide business and researclomarexperience; being sometimes
criticised by a lack on referencing outside sour¢ke model has been also widely

applied with success as a major approach to orgaonal change.

A recent study (Appelbaum, Habshy, Malo, & Shafi§;12), which has reviewed, for
each of the eight-steps, the most relevant liteegbublished along over 15 years, has
“found support for most of the steps, although non&b studies were found

covering the entire spectrum and structure of tloelali.

Despite highlighting thatthe model has several limitatiodnghe authors of the study
highlight that ft became an instantaneous success at the timastagvocated and it
remains a key reference in the field of change rganeenit

So, they conclude thain® evidence was found against Kotter's change mamagt

model and it remains a recommendable referénce

Undoubtedly, this model introduces several usefgjomrecommendations deading

change in contrast with some more traditiordlange managemeapproaches.

It starts to recognize typical past experience rerrbuilding on that experience and
thinking strategically (what could be considered as‘double-loop”, “generative”
reflection) in order tomodify “the governing values” of traditional approhes to
organizational transformatian

As main errors underlying the failure of main transformationaffodgs, Kotter
enhances:

1. Allowing too much complacencyarguing that transformations always fail to
achieve their objectives when complacency levedsagh; and claiming for the
need to establish a sense of urgency in fellow genseand employees;

2. Failing to create a sufficiently powerful guiding @alition: enhancing that major
change requires the head of the organization asa&ive supporter; and,
furthermore, the need for pulling together a gro@ipeople with a commitment to
improved performance; as a powerful coalitiom “terms of formal titles,
information and expertise, reputations and relasbips, and the capacity for

leadership;
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3. Underestimating the power of visiorighlighting the key role of vision Ifelping
to direct, align, and inspire actions on the pait large numbers of peogle
arguing that Without an appropriate vision, a transformation cetf can easily
dissolve into a list of confusing, incompatibledame-consuming projects that go
in the wrong direction or nowhere at ‘glland referring that i many failed
transformations, you find plans and programs tryiaglay the role of visidn

4. Undercommunicating the vision enforcing that thajor change is usually
impossible unless most employees are willing tp”’hahd that Without credible
communication, and a lot of it, employees' heans minds are never captured
Evidencing common patterns of ineffective commutiica— referring situations
like (1) groups developing pretty good transforimati visions, but
undercommunicating it, and organizational membetsirgg misunderstanding of
those new approaches; (2) head of organizationsidgpg considerable time
communicating their vision and managers virtuallgrg, and (3) a considerable
effort on effective communication, but with highlisible individuals still behaving
in ways that are antithetical to the vision — mguas that'nothing undermines
change more than behaviour by important individulst is inconsistent with the
verbal communicatich

5. Permitting obstacles to block the new visioasserting that the implementation of
major change réequires action from a large number of pedpland that hew
initiatives fail far too often when employees, evkaugh they embrace a new
vision, feel disempowered by huge obstacles inr thmths (including
organizational structures, narrow job categoriesnmensation or performance
appraisal systems, supervisors who refuse to adaygw circumstances and exhibit
inconsistent behaviour, and eveonddblocks only in people hedljls

6. Failing to create short-term winsbecause deep organizational transformations take
time; and risk of losing momentum can emergedhkfe are no short-term goals to
meet and celebratecreating short-term wins is essential to avdidtt“employees
give up or actively join the resistarice

7. Declaring victory too soonhighlighting that after a few years of hard work,

people can be tempted to declare victory in a majoange effort with the first
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major performance improveméntwhich can create a false perception that tjob “
Is mostly donk thus inhibiting that thanges sink down deeply into the culture

8. Neglecting to anchor changes firmly in the corpomtculture enhancing that
“change sticks only when it becomes 'the way wehithgs around here’, when it
seeps into the very bloodstream of the work unitarporate body; and stressing
that it is important to take into account thaintil new behaviours are rooted in
social norms and shared values, they are alwaygesubo degradation as soon as
the pressures associated with a change effort emeoved
So, making a ¢onscious attempt to show people how specific hetss and
attitudes have helped improve performanead ensuring thatthe next generation
of management really does personify the new apprpace important issues on
sustaining transformational change, anchoringtibiwithe organizational culture.

Based on the observation of these common mistakelsarguing that

“even if an objective observer can clearly see tusts are too high, or products
are not good enough, or shifting customer requingmere not being adequately
addressed, needed change can still stall becausmvedirdly focused cultures,

paralyzing bureaucracy, parochial politics, a loevel of trust, lack of teamwork,
arrogant attitudes, a lack of leadership in middienagement, and the general

human fear of the unknowin.

Kotter (1996, pp. 20-31) presents the basis of ightatep approach onléading
changé, each of which is &ssociated with one of the eight fundamental ertbet
undermine transformation effofts

As the author highlightsthe first four steps in the transformation prochsfp defrost a
hardened status qupo"“phases five to seven then introduce many new peaktiand
“the last stage grounds the changes in the corparaltere and helps make them stick
This clearly evidences the process as deeply ramtdcewin’s (1951 unfreezgsteps 1-
4), move(steps 5-7), antefreeze(step 8) approach.

Table in Figure 45 depicts the main sequence celsteps.
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1. ESTABLISHING A SENSE OF URGENCY
« Examining the market and competitive realities
« Identifying and discussing crises, potential criggsmajor opportunities

2. CREATING THE GUIDING COALITION
« Putting together a group with enough power to tbadchange
¢ Getting the group to work together like a team

3. DEVELOPING A VISION AND STRATEGY
« Creating a vision to help direct the change effort
« Developing strategies for achieving that vision

4. COMMUNICATING THE CHANGE VISION
« Using every vehicle possible to constantly commatigithe new vision and strategies
¢ Having the guiding coalition role model the behaviexpected of employees

5. EMPOWERING BROAD-BASED ACTION
 Getting rid of obstacles
¢ Changing systems or structures that underminettaege vision
¢ Encouraging risk taking and non-traditional idesivities, and actions

6. GENERATING SHORT-TERM WINS
 Planning for visible improvements in performance;wans"
¢ Creating those wins
« Visibly recognizing and rewarding people who mauewins possible

7. CONSOLIDATING GAINS AND PRODUCING MORE CHANGE
¢ Using increased credibility to change all systestrgictures, and policies that don't fit together
and don't fit the transformation vision
« Hiring, promoting, and developing people who caplement the change vision
¢ Reinvigorating the process with new projects, theraed change agents

8. ANCHORING NEW APPROACHES IN THE CULTURE
« Creating better performance through customer- aodyztivity-oriented behaviour, more and
better leadership, and more effective management
« Articulating the connections between new behaviamd organizational success
» Developing means to ensure leadership developnmehs@ccession

Figure 45 — Kotter's Eight-Stage Process of Cregaltitajor Change
Source: Kotter (1996)

Concerning the model, Kotter enhantbsee major relevant aspects to be observed
namely:

* The importance of sequencdiighlighting that although one normally operates in

multiple phases at once, skipping even a single @tgetting too far ahead without a

solid base almost always creates problens®, although people tend tsmvent new
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sequencésor skip steps because gfressures to produteall steps are relevant and
their sequence has an underlying logic.
Although this has been pointed out by some autasis rigidity on the method (e.qg.,
Burnes (1996) arguing thastich a prescriptive approach does not correlatel wel
with studies that suggest that organizations préfeuse approaches to change that
stems from their cultuf® Kotter arguments essence resides on the impoetari
following an approach which has its pre-requisitiest must be observed in that
sequence;

Projects within projects emphasizing thatfiost major change initiatives are made
up of a number of smaller projects that also tendgb through the multistep
process, being all at different stages, each one playmgole in the overall
transformation, and whereahe end result is often complex, dynamic, messy, an
scary'.
This reveals a situation which can be assimilatec t'soft approach to fnes$
situations, rather than &drd’ one (as characterized by Senior and Swaliles, 2010
Management versus leadershipeing one of the most significant characteristits
this approach the fact that it is rooted on leddprsas a $et of processes that creates
organizations in the first place or adapts them sugnificantly changing
circumstances and on the focal role of the leader, whidtefines what the future
should look like, aligns people with that visiomdanspires them to make it happen
despite the obstaclés
Within this approach the simplenanagementactivities (including planning,
budgeting, organizing, staffing, controlling, anaipiem solving), are considered as
passive; often maintaining thstatus que not being enough to promote active
transformations. A strong criticism on this attkudnd associated behaviour is quite
explicit — explaining it as a syndrome. In Kottevrowords:

* “Success creates some degree of market dominareeh w turn produces much

growth.
* After a while, keeping the ever larger organizationder control becomes the
primary challenge.

 So attention turns inward, and managerial compat=nare nurtured.
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» With a strong emphasis on management but not Ishgerbureaucracy and an
inward focus take over.

* But with continued success, the result mostly aketadominance, the problem
often goes unaddressed and an unhealthy arrogaegmbto evolve.

* All of these characteristics then make any transfion effort much more
difficult.

» Arrogant managers can overvaluate their currentfpenance and competitive
position, listen poorly, and learn slowly. Inwardlgcused employees can have
difficulty seeing the very forces that present &tse and opportunities.
Bureaucratic cultures can smother those who wantréspond to shifting
conditions.

» And the lack of leadership leaves no force insigesé organizations to break out
the morass.

» The combination of cultures that resist change arahagers who have not been
taught how to create change is lethal.

* Visions and strategies are not formulated by irdlials who have learned only to
deal with plans and budgets.

« Sufficient time and energy are never invested mroanicating a new sense of
direction to enough people-not surprising in ligifta history of simply handing
direct reports the latest plan.

* Structures, systems, lack of training, or supengsare allowed to disempower
employees who want to help implement the visioredigtable, given how little

most managers have learned about empoweriment

Despite some criticism, Kotter’'s eight-step proces$ not observed just as a specific
sequence of steps to be executed; but, on its @ssas a main set of critical conditions
(“must doY to achieve sustained transformational changer- lee understood as an
extremely valuable set of recommendations and rem@nts towards effective

organizational transformations.

So, reading Kotter’'s (1996) extensive work on LegdChange in this sense — not
simply like a rigid and prescriptive text statiniglfow my steps but essentially as an

integrated set of requirements and recommendatsserting thind you gap and
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“watch your stegs— will allow for a meaningful interpretation; weh alerts us to his
most significant concerns. In this sense, Kott€f’996) text can be understood as
highly-recomendative, rather than prescriptive.

This discussion between prescriptive and non-pises; procedural (rigid) and non-
procedural (flexible) approaches to organizatioshbnge is, to some extension,
associated with itsifard’ or “soft’ perspectives.

But even the more “hard” and compelling visionstloa way change is approached can
be understood in terms of its underlying principlgsis “removing” its “procedural
prescriptions” and “collecting / assimilating” itsiost relevant requirements and
recommendations. So, despite the underlying stepppdoach, some major principles

and insights can be observed, and exerted.

Boonstra (2004) before considering some main success factors ecoimg
organizational change, refers (p. 463%et of base principles and insigh{sable in

Figure 46) which are of most relevance when fasunch a challenge.

PRINCIPLES

» There is no one best wag organizing and changing;

» Human beings are motivated meaningful work
 Organization is a process ofteraction;
« Participation of stakeholders in changing contributesrieolvementandengagement

* Learning is an ongoing process oéflecting andinteracting;

* Knowledgeconstruction is amngoing processn which every member has/aice

INSIGHTS

» Concentrate omcceleratingdiffusion and incorporateractices with positive effect

 Realizegenuine participation of all peopl@nd actors involved in organizing and changing;

 Design and executaethods with genuine collaboratiom active and adapted change;

« Opt forflexibility rather than mechanistic order in terms of fixedigas or steps;

* First, concentrate on design sbcial systemsand, second, on adaptationtethnological systems

* Create gjoint and reflective learning procesfr all participants involved in organizing andafging;

 Continually monitor change processes to reflect on the process anaduitmmes in order to make
conscious decisions on how to advance;

» Deliberate the involvemertf outsiders and external stakeholders in organgznd changing;

* Give strict attention to thkeorizontal work processesriented towards clients and customers;

* Ensure active, multi-sidecbommunication and dialogue

Figure 46 — Success Factors in Organizational GitaBgonstra’s main Principles and Insights
Source: Boonstra (2004)
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This set of statements are in strict alignment éihd confirm) the current intervention

underlying principles, values, and practice origates.

More recentlyKotter (2014)— concerned withhe need fointegrating constant agility
within organizational life — has introduceal new set of “basic principles”, and
“accelerators; proposing a tual operating systeinwhich combines Hierarchie$
with “networks.

Building on his previously develope@itjht-step approachon “leading changé and
enforcing even more the role of Leadership; th@@uproposesd second system that is
organized as a netwdrkwhich “powerfully complements rather than overburdens a

more mature organizational hierarchy

As it will be seen further, it enforces also thder@f People; as linking the two
subsystems. So, to some extent, the above desdibedstra’s (2004) principles and

insights are now incorporated into this new vision.

Arguing that fnnovation requires risks, people who are willing think outside their
boxes, perspectives from multiple silos, and rhanel stating thatrhanagement-driven
hierarchies are built to minimize risk and keep peoin their boxes and silgshe

points out the need for the developmehinew processewhich “run within the new
network structure look less like systematic managen{which creates reliability and

efficiency) and more like mobilizing leadership (ghhcreates speed and agility)

According to the authorthese processes expand on the eight-step metivddre the
new network part of a dual operating system takesd steps and turbo-charges tfigm
doing so by allowing many more people to become active agentbangé; “ building
even more powerful strategic urgeticyand becoming Permanent accelerators,
creating and maintaining a culture of agility angegd within an organizatidn

Characterizing thedual operating systeéimKotter (2014) elaborates that:

* “The basic structurds self-explanatory: hierarchy on one side andamek on the
other.
» Thenetwork sidemimics successful enterprises in their entrepreaéphase, before

there were organization charts showing reportingatienships, before there were
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formal job descriptions and status levels. Thatudtire looks roughly like a
constantly evolvingsolar system, with a guiding mechanism as the strategic
initiatives as planets, and sub-initiatives as moan satellites. This structure is
dynamic: initiatives and sub-initiatives coalescelalisband as needed. This type of
network typically morphs all the time and with eafbe network permits a level of
individualism, creativity, and innovatios that even the least bureaucratic hierarchy,
run by the most talented executives, simply camprovide. Populated witha
diagonal slice of employees from all across the amgation and up and dowiits
ranks, the network liberates information from silasd hierarchical layers and
enables it to flow with fagreater freedom and at accelerated speed

* The hierarchy part of the dual operating system differs from almostre other
hierarchy. Much of the work ordinarily assigned itothat demands innovation,
agility, difficult change, and big strategic initiges executed quickly has been shifted
over to the network part. That leaves the hierarlgdss encumbered and better able
to perform what it is designed for: doing today&b jwell, making incremental
changes to further improve efficiency, and handlihgse strategic initiatives that
help a company deal with predictable adjustmentshss routine IT upgrades.

* The network meshes with the more traditional stmect It is seamlesslgonnected
to and coordinatedwith the hierarchy in a number of wayshiefly through the
people who populate both systems

« Still, the organization's top management plays a crucial rola starting and
maintaining the network. The C-suite or executimnmittee must launch it,
explicitly bless it, support it, and ensure thatitd the hierarchy stay aligned. The
hierarchy's leadership team must serve as role fsofle their subordinates in

interacting with the network.”

As it can be seen, this new approach enforces dles rof the Leader and of the
Individuals, mainly concerning Sponsorship, Engageinand active Cooperation.
For the purpose Kotter (2014:pp. 23-26) explicitsed ofbasic principlesto guide a
well-functioning dual operating system, namely:

* Many people driving important change, and from eyamere, not just the usual

few appointees- arguing that there is a need fanore eyes to see, more brains to
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think, and more legs to attincluding “additional people, with their owparticular
windows on the worldand with their additionalgood working relationshipsawith
others, in order to trulyinnovate”, and strongly asserting thdwo hundred
consultants, no matter how smart or dynamic, cawuioathe job.

This states a strong rule for internal inclusiamgaged participation, and diversity.

* A "get-to" mindset, not a "have-to" one- asserting thatekisting people provide
the energy, being ‘possible to find many change agents, and from es@myer ...if
people aregiven a choice and feel they truly have permissionstep forward and
act’; being essentialthe desire to work with others for an important agxtiting
shared purpose, and the realistic possibility oihndosd to emerge peoplevblunteer
to do so in addition to their normal activitie€s
This represents an explicit reference on the diffee that active and engaged
individuals empowered to act for the sake of commalavant goals can make for
their own organization.

» Action that is head and heart driven, not just heddven— with the need todppeal
to how people feé&l speaking to the denuine and fundamental human desire to
contribute to some bigger cause, to take a commyanian organization into a better
future’, giving “greater meaning and purpose to their effarts
This means the relevant role of meanings and hyagroses on shaping their future

organizational life.

e Much more leadership, not just more management although competent
management is necessary to ensure good accompfhsloi@&outine task (ensuring
“project management, budget reviews, reporting rehesthips, compensation, and
accountability to a plai), leadership (which is aboutvision, opportunity, agility,

inspired action, passion, innovation, and celelodl) is essential.

This represents the need to have a good balaneed&eimanagement and leadership
functions and processes to guarantee continuous sarsiained organization
development.

* An inseparable partnership between the hierarchydathe network, not just an

enhanced hierarchy- with the need for thetWo systems, network and hierarchy,
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work as one, with a constant flow of informatiordactivity between theéimas an
“approach that succeeds in part because the pewgiengally volunteering to work
in the network already have jobs within the hietgi’c where ‘the dual operating
system cannot be, and does not have to be, two-sipe staffed by two different
groups of full-time people

This corresponds to the establishment of highlypeoative relationships between
these both sides of the coin, through a commorofatite human factor within the

organization, playing their dual role.

For the author, these guiding principles are essetd ensure that the dual system
works properly, being theattion within networKs the main factor to dccelerate

activity’; or, as he refers, beingt§ basic processes the Accelerators

Furthermore, the author refers the intrinsic af§irdisimilarity with the ‘€ight steps for

leading chang®

Specifically, he refers theight Acceleratorsas follows:

1. Create a sense of urgency around a Big Opportunitgnforcing Kotter’'s (1996)
first step (Establishing a sense of urgency) withinclusion of &s many people as
possible, around a Big Opportunitybeing this the Secret sauce which allows

behaviour to happén

2. Build and evolve a guiding coalition- in strict correspondence with Kotter’s
(1996) second step (Creating the guiding coalitiomjrder to widely propagate the
sense of urgency to a situation whepedple from across the organization deeply
feels the urgency getting ‘individuals from all silos and levélsas ‘people who
want to lead, to be change agents, and to helprstde the sanie with the
“intellectual and emotional commitment, the conwes the skills, and the
information to be an effective sun in your dynaméw solar systein working
“together effectively as a large teartearning how to fvork together in a totally
new way, keeping the hierarchy side and the network side to stagtsgically
aligned in order to ‘maintain high levels of reliability and efficiencgnd to

develop a whole new capacity for speed and ayility
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3. Form a change vision and strategic initiativeswhich aligns with “Developing a
vision and strategy” Kotter's (1996) step 3, buthwa more wide and inclusive
guiding coalition which will ¢larify a vision that fits a big strategic opporitn
and select strategic initiatives that can move woth speed and agility toward the
visior'.

4. Enlist a volunteer army— using the wide and integrative guiding coalititm
“communicate information about the change vision #iedstrategic initiatives to
the organization in ways that lead large numbergebple to buy into the whole
flow of actiori, in order to having fhany individuals wanting to help, either with
some specific initiative or just in genétalhis corresponds to enlarging Kotter’s
(1996) step 4 (Communicating the change visiomlkemployees, being the task
done not only by Using every vehicle possible to constantly comnat@ithe new
vision and strategiésand “having the guiding coalition role model the behavio
expected of employéedut essentially using the power of engaged epgseto-

employee communication.

5. Enable action by removing barriersThis enlarges the concept oérfipowering
broad-based actidh(step 5 of Kotter, 1996) — wheregétting rid of obstaclés
“changing systems or structures that undermine thange visiofy and
“encouraging risk taking and non-traditional ideastivities, and actiorisvere the
main critical factors — to a new paradigm wheegéeryone helping on the network
side ...works swiftly to achieve initiatives and fimelv ones that are strategically
relevant, where ‘people talk, think, invent, and test, all in thé&ispf an agile and
swift entrepreneurial start-up ...identifying and @rmg barriers which slow or
stop strategically important activity

6. Generate (and celebrate) short-term wins. line with Kotter’'s (1996) sixth step,
this acceleratotis about everyone on the network side helping ¢éater an ongoing
flow of strategically relevant wins, both big anery small, ensuring that theydre
as visible as possible to the entire organization ghat they are celebratedThe
author enhances thgreat psychological poweof this in building and sustaining
the dual system, highlighting that igivVes credibility to the new structtrevhich
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“in turn promotes more and more cooperation wittie bverall organizatioh
changing mindsets and even cadw out respect, understanding, and eventually
complete cooperation from the most control-orientednagers, who themselves

have no desire to be network-side voluntéers

7. Sustain accelerationThis is in strict line with Kotter's (1996) seventhange step
(Consolidating gains and producing more changewitlhin a permanent, ongoing
system of change, thus keepirtgée' entire system moving despite a general human
tendency to let up after a win or tlydinding “a motor which helps all the other
Accelerators keep goifigwhich is ‘the opposite of a one-and-done approach and

mindset.

8. Institute change.Similarly to “anchoring new approaches in the Cultu¢step 8 of
Kotter's 1996 approach to change), this accelerdt@lps institutionalize wins,
integrating them into the hierarchy's processesteys, procedures, and behavjor
“helping to infuse the changes into the culturehef drganizatioiy having ‘with
more and more changes “cumulative effeétwhich “drives the whole dual

operating system approach into an organizationty ENA'.

Advocating this new dual system, with itsaSic principles and “accelerators, Kotter
(2014) concludes (p. 34), in summary, that:

“They provide the energy, the volunteers, the cowton, the integration of
hierarchy and network, and the needed cooperatiés. they capitalize on

opportunities and work around threats, the wholgtem grows and accelerates”.

Concerning Lewinian approaches to Organizationaar@e — considering its initial
model (Lewin, 1951) and passing, among othersutiird_ippit, Watson, & Westley’'s
(1958) and Kotter’'s (1996) approaches, till thisvnésion for a dual organizational

operating systems (Kotter, 2014) — a great prograsse observed.

Many aspects which were latent, but less expligitiee former models, have emerged,;

being, as referred, highlighted as intrinsic chimastics of most recent approaches.

Considering Organizations as wide alive systemshera/ deep change is becoming a

constant on organizational life, rather than arsegic event — these principles, insights,
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and recommendations; as anchors and motors of eHzaged activities; are essential to
contribute to the study and systematization o$dtisof critical success factors, areas, and

dimensions.

3.3.5.3 “Soft” approaches to Organizational Change — Irgtig Values

Another important dimensiorn- widely referred by literature as (@$sential to promote
employee’s affective commitmefitiowell, Kirk-Brown, & Cooper, 2012 (2) having
strong implications over organizational performang@llport, 1954; Fishbein & Ajzen,
1975, 1980; Burke & Litwin, 1992; Alcobia, 20018) (being an essential, integrative,
part of organizational culture (Neves, 2000; Schein, 2009), (#)aking a clear
distinction between cultural type€Cameron & Quinn, 1998), (3yhich can be seen by
distinct forms (Bourne & Jenkins, 2013nd that (6)can be used as an opportunity
(using it as an engaging basis for organizatiorssformation) -s the one associated

with Values

As previously referred (Bourne & Jenkins, 201tBg distinct gapdetweenattributed
espoused shared, and aspirational values must be properly managed on its
inconsistencies(expectation, leadership, and dislocation gapsjraer to promote its

alignment.

However, these gaps can be seen on a double perspectather as cultural
inconsistencyproblemsto be solved; or aan opportunity to use them to sustain a

cultural change process

It is this later perspective that is explored henmgsing meaningful values and
assimilating them by puttingndividuals in groups, across the whole organizatio
discussing them and the associatettitudes and behaviours; thus promoting its
alignment and enforcement; while developingintegrative involvementand active

engagement

Asserting thatdifferentiation amongorganizations is mainly rooted on their distinct
strategic intents, which are made visible througisgibn and VisionVargas (2005: pp.
182-183)argues that they determine thkind of organization and processesrategic,

tactical, and operational plannin@ndCulture (values, believes, and norms).
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So, according to the author, itstfategic intent serves as a basis to the defimitbthe
material (strategy, structure, and processes), amdhaterial (values, believes, and
norms) dimensioris where ‘organizational values, acting as decision takingecra,
are the main tool available to all hierarchical Elvmanagers to manage people on a
daily basis.

Rooted on this statement he highlights the impasaof

“having aValue-Based Management processhich takes in good account the
social culture where the organization is immerdéé, realorganizational culture
(influenced by the social one, and by their empmey@alues), and the desired

culture in consonance with isgrategic intent.

This process which the author deeply describes (:pp. 183-21f®)ludes sixmain
components

1. Strategic choice of Valuesbeing values the kernel aspects of organizational
culture in order to attain the strategic intent thfe organization, they shall be in
line with Mission and Vision, where top-managempldys a major role of
responsibility, sponsorship and management of theevprocess of culture change,
and involving the necessary stakeholders;

2. Operational Definition of Valuesbased on an adequate selection of values, it is
necessary to clearly define their precise meanind specific impact on the daily
management activity, including the associated kebe operational norms, and
behavioural patterns; which specify what is expgcteom employees; which
usually results on the production of an Organiza#ibBill of Values. This should be
not an isolated internal or external task, but sldoinvolve the usage of specific
methods to engage all the organization

3. Values’ Diagnosis to be successful there is the need to understaadctinrent
values’ practices, through the implementation of algative, perceptive,
measurements, They should address the presendesifeéd values’ (strength of the
desired culture) and ‘antagonist values’ (strengfithe opposite culture), in order

to determine if we are in presence of a ‘culturesmidation’ or ‘culture shock’
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situation. This information is crucial to design #he communication, education,
and support systems to be integrated into the chgngject

4. Communication of the Desired Culturebeing the most significant step for people
engagement; where employees must gain access tedsbential concepts to
assimilate the meaning of values on the day-to-afagrganizational life; as an
educational process to ‘open the door to a desftgdre’. The process involves: (1)
providing adequate conceptual tools, (2) being aglib (global and, simultaneously,
local), (3) choosing the adequate and diversifismmmunication means and
channels, (4) communicating emotions, (5) estaibigsla permanent link with the
desired culture, (6) being a role model through qiiee, (7) explaining all
deviancies, (8) continuously evaluating, (9) bgwegsistent, and (10) being flexible

5. Creation of Desired Culture Support Systemseing indispensable to guarantee
that the firm becomes a better place to those wiiadlow the desired values
(engaging, as a community, all those persons wilemtify themselves with the
firm’s culture), the support systems to the desioedture must facilitate this.
Having individuals with distinct ‘moral developmeetels’, the need to engage
together all of them, as ‘us’, implies the usageddcation, coaching, and reward
as proper instruments to, together with evaluatigmpmote the new values’
alignment

6. Leadership Developmentbeing organizational ethics the result of the piees
allowed by leaders within the organization, andngetheir main responsibility to
manage the team’s culture, their preparation, at lierarchical levels, is a
necessary condition to implement a new cultures Pneparation must include all
dimensions: the alignment with Mission and Visiaonciliating the Material
(strategy, its operationalization through structumed processes, and competencies)
and Immaterial (values, believes, norms, and atég) dimensions, promoting

congruent behaviours

In summary, the author presents (p. 233jyl@bal framework of the whole process

(Figure 47), encompassing:

* “The implementation of foumstrumentsof ethics management: Bill of Values, Code

of Ethics, Ethics Committee, and Management pailicie

215



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

» Threesystemso support the desired culture: Education, Coaghiand Reward;

* And a central axis which produces regular inforroaticoncerning the evolution of

organizational practices: theehavioural evaluatiorassociated with valués.

Figure 47 — Integrated Model of Values-based Mameayg
Source: Vargas (2005)

Globally, the system dynamics can be understoadguke author own words, as follows:

« “ Evaluation system feeds with information tl@@aching Reward, and Education
systems.

» Management Policieslefine theReward Education andCoachingsystems.

» TheEthical Codeand theBill of Values delimit what should bRewardedor Punished
what must be aligned througBioaching and what must be subject Bfiucational
programs.

» The Ethical Committeeis the entity who grants that all the system wark&armony,
solving problems or discrepancies which may ocdthimwthe link among the remaining
components.”

Being Vargas (2005) a major source which has iedpithe current organizational
transformation program; thus in strict alignmenthahe whole change process which has
been followed; it constitutes a main kernel refeeerfor the underlying values-based

approach.
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3.4 ORGANIZATIONAL RESEARCH METHODS AND PARADIGMS

As any professional activity, doing Organizatiofsearch requires deep knowledge of the
Organization ¢ontex]}, of the disciplines being workedubstancg and of the method to do it

(form).

So, although not playing a role of msearch methods researcheattention must be given to

these aspects.

This is the focus for the next brief analysis cong®gy Organizational Research.

Researching inside organizations — in particulavlth change andbout change -implies a
constant balancédetween research objectives and organizationactibges; research methods

and organizational ways of “doing things”.

Deviance to gure research interest and methcan generate extra, reactive, phenomena which
may interfere with those which are object of studhus compromising its, focus, observation,

and results, as well as organizational expectatmaiscommitment.

In extreme situations, research inflexibility anfdindamentalism’ can even compromise the

viability / continuity of the research process.

Deviance to theorganizational side of interestsapitulating to corporate agendas, power, and

influence, can compromise research independencego.

In extreme situations, pressure on time, econonoicsested interests, can drastically affect the

research objectives, model, ethics, and validitgl @ven abort the process itself.
So, tensions are always present and must be conshumanaged.
Robson (2011: p.11highlights a set of distinct researcher’s intesestork nature, and typical

approachescontrasting “real world” versus “traditional acadeis” researchers(see table in
Figure 48).
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REAL WORLD RESEARCHER ACADEMIC RESEARCHER
Interest is in solving problems Interest is in gaining knowledge and advancing
discipline

Getting large effect(looking for robust results Establishing relationships and developing the
and concern for actionable factors (where chal (and assessing statistical significance | in

are feasible) guantitative studies)

Almost always works in te ‘field' (industry,| Depends on the focus of the research but, in ¢
hospital, business, school, etc.) discipline, mainly in laboratories

Strict time constrain As long as the topic nee

Strict budget constraints As much finance as the topic needs the work

isn't attempted)

Often little consistency of topic from one study| High consistency of topic from one study to
the next next

Generalist researche(need for familiarity with| Highly specialist researcher(need to be ¢
range of methods and approaches) forefront of their discipline)

Oriented to client needs(generally, an( Oriented to academic peer(generally, anc
particularly in reporting) particularly in reporting)

Currently viewed as dubious by many zemic| Carries high academic prestige
researchers

Need for wel-develope social skill Some need for social ski

Figure 48 — Contrasting relative emphases of weald’ and ‘academic’ researchers
Source: Robson, 2011.

Concerning organizational research — in particudathin its social dimension — this is,
undoubtedly, an extreme caricature; trying to putcontrast, as antagonist, two classical
dominant views over research practices; enhancimgeskind of ‘& researcher-versus-

practitioner dilemma

Choosing a research approaehwhich must be congruent with the research contbjectives,
scope, and characteristics — is the first, critisggp to address it. So, it is important to know i

advance theystem of influences which can have an impact tbreeresearch

Concerningorganizational researchBuchanan & Bryman (2007)assert that thechoice of
research methods, shaped by aims, epistemolog@matetns, and norms of practice, is also
influenced by organizational, historical, politicathical, evidential, and personal factors, which

are typically treated as problems to be overcbme
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Trends in organizational research

methodological

widening boundaries inventiveness

multiple paradigms

an unbounded research
field. embracing an
expanding range of topics
and aims

positivist, interpretative,
critical, postmodern

combining conventional
with creative new data
collection and analysis

methods
Y /
research topic
traditional concern with
questions, objectives, and
norms of practice
organizational properties historical properties
size, location, sites experience and evidence base
professional bureaucracy benchmarks and traditions
role and structure terminology
stability/instability
\ v
personal properties e A e political properties
" research methods
B / choice negotiated objectives
compe'tenc1es layered permissions
net'w ork§ stakeholder demands
relationships partisan conclusions
the politics of publishing

evidential properties ethical properties
different audiences: heightened scrutiny
academic, management, codes of practice

committee positions

research participants
audience receptiveness

Figure 49 — Buchanan & Bryman'’s System of influenoe choice of organizational research methods
Source: Buchanan & Bryman, 2007.

They summarize (figure 49) that system of influeniceo the followingmain dimensions

* Widening boundaries— with a wide scope of research topics, and atgieeersity of

research aims;
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* Multiple paradigms— spreading from positivist to interpretative discse;

* Methodological inventiveness combining more conventional traditions with new@thods
and approaches to conduct organizational research;

» Organizational properties- being the logistics of fieldwork influenced Wyetproperties of
the focal organization, and with predetermined enfléxible methods being considerate as
less appropriate where the organizational conteghanging;

* Historical properties— with the history of the research field conditranthe decision of the
method; with organizational researchers beingdvised to allow past experience,
frameworks, conceptualizations, and findings, ftuence contemporary choices of research
focus and appropriate methdcls

* Political properties— engaging researchers olitical actiors” when ‘hegotiating research
objectives, obtaining permissions to access respotsd aligning with stakeholder groups,
and when attempting to publish findifigs

* Personal properties- being the study topics highly influenced by teeearchers’ personal
interest; using methods in which they are trained eompetent; and with which they feel
comfortable.

* Evidential properties- having the researchen“take into account the potentially conflicting
interests and expectations of their academic, manaly and research participant
audiencey considering that research evidence rarely reveals clear causal linksd that
“process theories tend to adopt a narrative forng &cus on local causality, rather than
seek to identify universal laws linking dependertt eadependent variablés

« Ethical properties— having organizational researcttacted an increasing level of ethical
scrutiny, either from academic boards and ethics codesyelk as, from organizational

policies and other kinds of restrictions.

Concerning thenultiple paradigms on social researcihhamely itsbipolar view Robson (2011)
refers that:
“For many years there was a basic choice to be mddn carrying out a piece of social
research. The two alternatives were known as qtaive and qualitative social research.
The quantitative route tried to follow essentidhy same research path as researchers in

the so-called 'natural’ sciences such as phystesmistry and biology.
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Advocates of qualitative approaches considered, thatause the focus of social research
is on human beings in social situations, you negdrg different approach to the research
task.

Human consciousness and language, the interacbetseen people in social situations,
the fact that both researcher and researched amadnu— and a host of other aspects — all
were considered to require, and make possible dicedly different approach to research.
Their criticisms of quantitative approaches as aibdor social research were influential,
but many social researchers either chose to ignioese criticisms or attempted to come to

terms with them rather than abandon quantitativeesrch.”

The so callediast century paradigms’ waibased on a dichotomy of approaches, has radicaliz

positions between:

* Quantitative researchers: claiming that theiumber and facts approach was the only
way to conduct scientific researdind,
* Qualitative researchers: arguing thatimbers and statistics were no way to understand

anything worthwhile about people and their problems

Table in Figure 50 summarizes the contrasting viegtween these two approaches, as
highlighted by Robson (2011:pp.18-19).

It evidences this dichotomy in terms of competingues associated with two contrasting

extremes:
(1) numerical vs. non-numerical,
(2) hypothetic-deductive vs. inductive;
(3) fixed design vs. flexible design;
(4) generalization (decontextualized) vs. partida&tion (contextualized);
(5) objectivity vs. subjectivity;
(6) value-free vs. value-laden.

The quantitativeapproach is, often, connoted wphbsitivism being thequalitative one primarily

associated witlsocial-construtionism
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Quantitative

Qualitative

* Measurement and quantification (i.e., turning t
information or data obtained into numbers) is
central. Accuracy and precision of measureme
is sought.

« A focus on behaviour (i.e. on what people do g
say).

 The scientific approach is adhered to, with the
same general principles as natural science.

* A deductive logic is adopted where pre-existin
theoretical ideas or concepts are tested.

« Design of the research is pre-specified in detai
an early stage of the research process.

* Reliability (consistency over time and with
different observers) and validity (showing they
measure what is intended) of measurements &
important.

« Detailed specification of procedures is provide
so that replication of the study is possible (t.e.
can be repeated so that the findings can be
checked).

« Statistical analysis of the data is expected.

» Generalization of the findings is sought (usuall
in the form of statistical generizability which
requires the sample of participants studied to K
representative of some wider population).

 Objectivity is sought and distance maintained
between the researcher and participants.

« Standardization is sought in the interests of
control and accuracy. This often involves
decontextualization (i.e., stripping the situation
researched from its context, or ignoring the
possible effects of the context). Some artificial
may be needed to achieve the desired
standardization.

* A neutral value-free position is sought.

» Accounts and findings are presented verbally
in other non-numerical form. There is little or no
use of numerical data or statistical analysis.

 An inductive logic is used starting with data
collection from which theoretical ideas and
concepts emerge.

« A focus on meanings.

» Contexts are seen important. There is a need to

understand phenomena in their setting.

« Situations are described from the perspective
those involved.

» The design of the research emerges as the
research is carried out and is flexible throughqut
the whole process.

» The existence and importance of the values o
researchers and others involved is accepted.

 Obijectivity is not valued. It is seen as distancing
the researcher from participants.

* Openness and receptivity of the researcher is
valued.

» The generalizability of findings is not a major
concern.

« |t takes place in natural settings. Artificial
laboratory settings are rarely used.

 Both the personal commitment and reflexivity
(self-awareness) of the researcher is valued.

« |t is usually small-scale in terms of numbers o
persons or situations researched.

» The social world is viewed as a creation of the
people involved.

Figure 50 — Quantitative versus Qualitative regeapical features
Source: Robson, 2011.
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Concerning thealternative inquiry paradigms Lincoln, Lynham, & Guba (2011), go
substantially deeper on theaxiomatic nature of research paradigmas well as, on the main
related practical issues; providing a clear systemagon which highlights its specific and

distinctive characteristics.

Considering the substantial changes which have gedeon the legitimacy and “hegemonty
aspects of the most significant research paradiginey, emphasize aincreasing relevance for
postmodern paradigms, and a strong evolution onptméicipatory paradigm(Heron & Reason,
1997).

Their taxonomy considefs/e main alternative research categories

* Positivism —Realists, "hard science" researchers

* Postpositivism —a modified form of positivism;

* Critical theory — *“creating change, to the benefit of those oppikdse power”
(including Feminism and Race approaches);

* Constructivism (or Interpretivist) — gaining understanding by interpreting subject
perceptions; and

* Participatory — transformation based on democratic participationwbeen the
researcher and the subject.

On the ‘axiomatic nature of the research paradigmas *basic beliefs (Metaphysi¢s)they
include
(1) theontological, epistemological, and methodologiaatierlying aspects;
(2) additional distinctive characteristics, which evide the paradigms’ positions on
selectepractical issuesand

(3) additional characterizations which they callitical issues of the tinmie

The table in Figure 51 summarizes, for each ofdlebaracterization aspectshebasic concepts
and associated questians
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9]

ASPECT DEFINITION AND UNDERLYING QUESTIONS
Ontology | ¢ The worldviews and assumptions in which researcbpesate in their search for new knowledg
The study of things that exist and the study oft\wRists
* What is the nature of reality
Epistemology | ¢ The process of thinking. The relationship betwekatwe know and what we see. The truths
seek and believe as researcher
* What is the relationship between the researcher ahdt being researchec
Methodology | ¢ The process of how we seek out new knowledge. riftogpfes of our inquiry and how inquiry
should proceed.
* What is the process of researc
Inquiry aim | ¢ The goals of research and the reason why inquicpreucted.

What are the goals and the knowledge we seek?

Nature of knowledge

How researchers view the knowledge that is gendrdie®ugh inquiryresearch’

Knowledge

accumulation

How does knowledge build off prior knowledge toeligy a better understanding of the subject
field?

Goodness or quality

How researchers judge the quality of inquiry?

Criteria

Values | * What do researchers seek as imant products within inquiry researc

Ethics | ¢ The interaction and relationship between the reskar and the subject as well as the effect
inquiry research has on populations.

Voice | * Who narrates the research that is produced? Qualgeapproach: The ability to present the
researcher's material along with the story of tesearch subject

¢ What is the language of research?
Training | * How are researchers prepared to conduct inquinesesh’

Inquirer posture

The point of view in which the researcher operates.
How does the researcher approach the inquiry preees

Accommodation | * What needs are provided by the inquiry research?
Hegemony | * The influence researchers have on others.
* Who has the powen inquiry and whais inquired?
Axiology | * How researchers act based on the research theyysdlso the criteria of values and value

judgments especialin ethics
What is the role of values?

Accommodation and
Commensurability

Can the paradigm accommodate other types of inQuiry
Can the results of inquiry accommodate each other?
Can the paradigms be merged together to make aaeng paradigm?

Action | ¢ What is produced as a result of the inquiry prodesgond the data?
* How does society use the knowledge generated?
Control | * Who dictates how the researsproduced and used?

Relationships to
foundations of truth
and knowledge

Helps make meaning and significance of componemigci

Extended
considerations of
validity (goodness

Bringing ethics and epistemology together (the mivegectory)

%

or

criteria)
Voice | * Can include the voice of the author, the voicéhefrespondents (subjects), and the voice of th
researcher through their inquir
Reflexivity | ¢ The process of reflecting critically on the selfrasearcher, "the human instrument".
Postmodern textual | ¢ The approach researchers take in understanding $mial science is written and presented to
representations avoid "dangerous illusions" which may exist in text
* Whose voices are heard in the research producelitiir the inquiry process? Whose views arg
presenting and/or producing the da
Figure 51 — Axiomatic Nature of Research Paradigiefinition of Characterization attributes

Source: Lincoln, Lynham, & Guba, 2011.
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Considering these main dimensional aspects, thdestaln figure 52 summarize the

characterization provided by these authors for Rtaeticipatory research paradigm

A: BASIC BELIEFS (METAPHYSICS) OF ALTERNATIVE INQUI RY PARADIGMS

Ontology

Participative reality: subjective-objective realityco-created by mind and the surround
COSMOS.

Freedom from objectivity with a new understandifigetation between self and other.

Socially constructed: similar to constructive, kg not assume that rationality is a mean
better knowledge.

Subjective-objective reality: knowers can only b®wers when known by other know
Worldview based on participation and participatiealities.

BIS.

Epistemology

Holistic: Replaces traditional relation betweenuth' and ‘interpretation' in which the idea
truth antedates the idea of interpretation.

Critical subjectivity in participatory transactiorwith cosmos; extended epistemology
experiential, propositional, and practical knowingp-created findings.

Critical subjectivity: Understanding how we know athwe know and the knowledg
consummating relations. Four ways of knowing: (Xpeziential, (2) presentational, (
propositional, and (4) practical.

of

e's

Methodology

Political participation in collaborative action ingry, primacy of the practical; use of langua
grounded in shared experiential context.

Use deconstruction as a tool for questioning préwvgirepresentations of learners and learn
in the adult education literature; this discreditse false binaries that structure a communica
and challenges the assertions of what is to beided or excluded as normal, right, or good.

Experiential knowing is through face-to-face leag learning new knowledge through
application of the knowledge. Democratization amdceeation of both content and meth

ge

ng
ion

he
nDd.

Engage together in democratic dialogue as co-redgens and as co-subjects.

B: PARADIGM POSITIONS ON SELECTED PRACTICAL ISSUES

Inquiry aim

What is the form and nature of reality and, therefavhat is there that can be known about
What is the relationship between the knower or d«ad knower and what can be known? H
can the inquirer ... go about finding out whateteror she believes can be known about?
is intrinsically valuable in human life, in partiar what sort of knowledge, if any,
intrinsically valuable?

it?
ow
\Vhat
is

Nature of
knowledge

Believe knowledge is socially constructed and takesform in the eyes of the knower rat
than being formulated from an existing reality

Extended epistemology: primacy of practical knowerdical subjectivity; living knowledge
Experiential participation. Propositional knowin§ubjective-objective reality.
Practical knowing is knowing how to do somethirgmdnstrated in a skill or competence.

The constructed meanings of actors are the fouadatf knowledge. Individual and collect
reconstructions sometimes coalescing around consens

Collective reconstruction coalescing around conssren meaning of culture.
People construct their own understanding of reality

Realities are taken to exist in the form of muétiphental constructions that are socially g
experientially based, local and specific, and dejeen for their form and content on the pers|
who hold them.

Knowledge is cognitively constructed from experemad interaction of the individual wi
others and the environment. Subjective and co-etkahrough the process of interacti
between the inquirer and the inquired into. Knowleds socially constructed, not discovered

her

ind
ons

th
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Knowledge
accumulation

¢ In communities of inquiry embedded in communitfggactice.

Mind's conceptual articulation of the world is graied in its experiential participation in what
is present, in what there is ... Experiential knmgviconsists of symbolic frameworks| of
conceptual, propositional knowing.

Congruence of experiential, presentational, andctical knowing; leads to action to transform
the world in the service of human flourishing.

Goodness o
quality * Intersubjective agreement and reasoning among actogached through dialogue; shared
Criteria conversation and construction. Trustworthiness aathenticity, including catalyst for action.
« Credibility, transferability, dependability, and cfirmability.
« Included, formative.
Values _
« Values are personally relative and need to be ustded.
Ethi « Intrinsic: process tilt toward revelation.
ics
¢ Included in all aspects of inquiry and examinatadrculture.
Voice| * "Passionate participant" as facilitator of multivca reconstruction.
« Facilitator of multivoice reconstruction of culture
» Co-researchers are initiated into the inquiry preseby facilitator/researcher and learn through
Training active engagement in the process; facilitator/reskar requires emotional competence,

democratic personality, and skills.

Inquirer posture

» Primary voice manifested through aware self-reflectiction; secondary voices in illuminating
theory, narrative, movement, song, dance, and gihesentational forms.

¢ Can include alternative forms of data representaiiecluding film and ethnography.

¢ Incommensurable: Data produced do not have to benfa common unit of measurement.

Accommodation Approaches research with different styles and natibat can produce multiple forms of data.
* Some accommodation with criticalist and participgtmethods of examining culture.
Hegemony| < Power is a factor in what and how we know.

C: CRITICAL ISSUES OF THE TIME

 Practical knowing how to flourish with a balanceaftonomy, co-operation and hierarchy i||1 a
culture is an end in itself, is intrinsically valoie.

* What is the purpose for which we create reality?change the world or participation implies

Axiolo
w engagement, which implies responsibility. In tewhdiuman flourishing, social practices and
institutions need to enhance human associationsintsgration of these three principles;
deciding for others with others and for one’s self.
Accommodation * Incommensurable with positivistic forms; some consuebility with constructivist, criticalis
and and participatory approaches, especially as theygmen liberationist approaches outside the

Commensurability

West.

« Intertwined with validity; inquiry often incompleteithout action on the part of participant

1]

Action constructivist formulation mandates training in jickl action if participants do not understand
political systems.
« Shared between inquirer and participants.
Control

¢ Without equal or co-equal control, research canbetcarried out. Knowledge is an expression
of power.

Relationships to
foundations of

¢ Knowledge is founded in transformation and expederas demonstrated through shared
research inquiry between the researcher and sufsect

truth and
knowledge| * Knowledge is tentative, multifaceted, and not nemely rational.
_Exten_ded « Extended constructions of validity.
considerations
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of validity ¢ Validity is found in the ability of the knowledge become transformative according to the

(goodness findings of the experiences of the subjects.
criteria)
Voice, reflexivity, » Voices mixed; textual representation rarely disedsdut problematic; reflexivity relies on
postmodern critical subjectivity and self-awareness.
textgral » Textural: Must be within the context of who or wifar institutions or organizations) is being
representations studied. The subject(s) voice must be presentimeearch. T

Figure 52 — Axiomatic Nature of Research Paradigpasticipatory Research Characterization
Source: Lincoln, Lynham, & Guba, 2011

Besides enhancing these contrasting differencesatithors preserve the fact th#te' various
paradigms are beginning to interbrée@nd that fnquiry methodology can no longer be treated

as a set of universally applicable rules or absti@as’.

Action Research with its Ontological, Epistemological, and Metlotzhical ‘basic believes
Inquiry Aims, Nature of Knowledge, Values, Ethid&ice, and Inquirer posture — fits clearly

within the classification dParticipatory Research

3.5 THE ACTION RESEARCH PARADIGM

Having previously focused ofsction Researclirom a planned change angle, it is now important

to address it from eesearch methods perspective

Combining Research with Change — orCGaghlan & Brannick (2010)stress, doing research
in action, rather than researclabout actio’ — Action Research must be seen by two

complementary lenses:

* a paradigm for approaching Organizational Chan@er Organization Development and
Change theorists and practitioners), and
* a specific research in action paradigiifirom the point of view of research methods

scholars).

In fact, this approach conciliates both aspectscbybining research and actiowithin
organizational settingsbased on solid theoretical knowledge, applyingnicongruence with

organizational objectives, promoting change, artirgenew knowledge.

As McKay & Marshall (2007)refer, it is, indeed,driven by two masters, serving both
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As a ‘form of self-reflective problem solving which ereabpractitioners to better understand
and solve pressing problems in social settingdcKernan, 198§ it promotes a sSystematic
inquiry that is collective, collaborative, self-letive, critical, and undertaken by the
participants of the inquiry(McCutcheon & Jung, 199D

It “builds descriptions and theories within the pragetcontext itself, and tests them there through
intervention experiments — that is, through experita that bear the double burden of testing
hypotheses and effecting some (putatively) desiheahge in the situatiGn(Argyris & Schon,
1989).

It integrates a spiral in which each cycle increases the researshkenowledge of the original
question, puzzle, or problem and, it is hoped, $e¢adts solutioh (Kemmis, 1982).

Both interleaving dimensions — ohangeandresearch- cannot be dissociated, and exhibit a set
of common characteristics.
But, despite this set of common characteristicsretstill persists a large spectrum dfstinct
intellectual traditions under a global denomination of Action Research.
Herr & Anderson (2005)efer, as more common ones:
“Participatory action research (PAR); practitionaesearch; action science; collaborative
action research; cooperative inquiry; educativegasch; appreciative inquiry; emancipator
praxis; community-based participatory research; deer research; participatory rural
appraisal; feminist action research; feminist, aatist participatory action research; and
advocacy activist, or militant research”.
Mainly, they differentiate from each other by isearch’s purpose area, positionality, and social
contexts; being some of them strongly connoted vgfgecial, including minority, group
traditions.
Within this panoply of approaches it is importaatdefine (delimit) the set of characteristics
associated to thkind of Action Researcthat was undertaken, as well asrigjor underlying

principles

One of its fundamental references is providedShyni & Pasmore’s (1982yidely accepted
definition for this research paradigm.

They consider it angvolving change process which is undertaken inirét gp collaboration and
co-inquiry’, and detail a set of key characteristics for acpss to be considered as Action

Research (Figure 53).
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Key Characteristics:
BEHAVIOURAL EXISTING

SCIENCE ORGANIZATIONAL @
KNOWLEDGE KNOWLEDGE

* “it takes place in a natural
setting,

* addresses specific issues,

Integrate and apply to .
8 PP * involves collaboration and co-

l inquiry,
* the action researcher is involved
SOLVE REAL ﬁrst hand,

generate

ORGANIZATIONAL ) ' Led .
PROBLEMS involves mutual education,
* involves the creation of a

p parallel structure,
promote

* develops self-help competencies,

DEVELOPMENT * strives for systems development,

ORGANIZATIONAL
CHANGE OF SELF‘H_ELP * lays the foundation of a learning

* generates valid knowledge”.

“Emergent inquiry process in which behavioural science knowledge is integrated with existing
organizational knowledge and applied to solve real organizational problems”, “simultaneously
concerned with bringing about change in organizations, in developing self-help competencies in
organizational members, and in adding to scientific knowledge.”

Figure 53 — Action Research: Shani & Pasmore’sritidin and key characteristics
Source: adapted from Shani & Pasmore (1982)

They also highlight a set of four major “interreldtfactors / processes” affecting the Action
research process, which Coghlan & Brannick (20L@)rearize (table in Figure 54).

These factors set the context of the action re$eproject. Individual goals may diff
and impact the direction of the project, while strgoals enhance collaboratig
Context| Organizational characteristics, such as resourcésstory, formal and informg
organizations and the degrees of congruence betwieem, affect the readiness ¢
capability for participating in action research. #inonmental factors in the global af
local economies provide the larger context in whackion research takes place.

Quality of| The quality of relationships between members asdakehers is paramount. Hence
relationshipg "élationships need to be managed through trustceomforothers, equality of influenc
common language and so on.

Quality of the actior| The quality of the action research process is grmehin the dual focus on both f
research process itsq inquiry process and the implementation process

The dual outcomes of action research are some levedustainability (human, socig
Outcomeq economic, ecological) and the development of tegf- and competencies out of
action and the creation of new knowledge from tigiiry.

Figure 54 — Major Factors which affect the Actioesarch process
Source: Shani & Pasmore (1982), as summarized ghl@o & Brannick (2010)
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Citing Gummesson (2000Coghlan & Brannick (2010) also highlight some artant additional
characteristics of Action Research (table in FighB¢ They provide a better understanding of

the kind oftradition to which the current research adheres.

Action researchers take actionAction researchers are not merely observing somg

happening; they are actively working at makingappen.

Action research always involves two goals: solvprablem and contribute to sciencés we
pointed out earlier, action research is about raskain action and does not postulate
distinction between theory and action. Hence thallenge for action researchers is both
engage in making the action happen and to stand li@en the action and reflect on it as

happens in order to contribute theory to the botligrmwledge.

Action research is interactiveAction research requiresooperation between the research
and the client personnel, and continuous adjustntentew information and new events
action research, the members of the client systent@researchers as the action researche
working with them on their issue ¢hat the issue may be resolved or improved feir thysten
and a contribution be made to the body of knowledgeaction research is a series of unfolg
and unpredictable events, the actors need to wodether and be able to adapt to

contingencies of the unfolding story.

Action research aims at developing holistic undenstling during a project and recognizin
complexity.As organizations are dynamic sodeehnical systems, action researchers neg
have a broad view of how the system wankg be able to move between formal structural
technical and informal people subsystems. Workiity arganizational systems requires
ability to work with dynamic complexity, which delses how a system is complex not bec

of a lot of detail (detail complexity) but becawuganultiple causes and effects over time.

Action research is fundamentally about changeéction research is applicable to t
understanding, planning and implementation of clenig groups, organizations a
communities. As &on research is fundamentally about change, kndgdeof and skill in th

dynamics of organizational change are necessary.

Action research requires an understanding of thehetal Framework, values and norm
within which it is used in a particular contextin action research, ethics involves authe
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relationships between the action researcher andikeenbers of the client system as to how
understand the process and take significant actMalues and norms that flow from s
ethical principles tpically focus on how the action researcher worktwine members of ti

organization.

Action research can include all types of data gatimg methods.Action research does n
preclude the use of data gathering methods fronditicmal research.Qualitative and
guantitative tools, such as interviews and surveys, commonly used. What is importan
action research is that the planning and use o$é¢h®ols be well thought out with the mem

of the organization and be clearly integrated itlie action research process.

Action research requires a breadth of prederstanding of the corporate or organization
environment, the conditions of business or servidelivery, the structure and dynamics
operating systems and the theoretical underpinningé such systemsPre-understandin
refers to the knowledge that the action researdirergs to the research project. Such a n
for pre-understanding signals that an action research applois inappropriate for researche
who, for example, thk that all they have to do to develop groundedmhés just to go out int
the field.

Action research should be conducted in real timeotigh retrospective action research is a
acceptableWhile action research is a live case study beingtevr as it unfolds, it can also tal
the form of a traditional case study written inrospect, when the written case is used a
intervention into the organization in the presemmt.such a situation the case performs
function of a 'learning history' and used as an intervention to promote reflectiod Bearning

in the organization.

The action research paradigm requires its own qumlicriteria. Action research should |

judged not by the criteria of positivist sciencet tather within the criteria of its own terms.

Figure 55 — Gummesson’s Major characteristics dfolcResearch
Source: Gummesson (2000), cited in Coghlan & Bran(2010)

Being the current approach deeply based communicationand participatiory promoting
inclusive relationshipsvithin the organizational community; a speciakrehce must be done to

this essential topic.
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Stringer (1996),focusing oncommunity-based action researds ‘a collaborative approach to
inquiry or investigation that provides people wille means to take systematic action to resolve
specific problemis enhances that itfavours consensual and participatory procedurest tha
enable people (a) to investigate systematicallyirtpeoblems and issues, (b) to formulate
powerful and sophisticated accounts of their situat, and (c) to devise plans to deal with the

problems at hand

From a values / ethics perspective, he highlighas it
“focuses on methods and techniques of inquiry thle# into account people's history,
culture, interactional practices, and emotional eé; being “a more user-friendly
approach to investigation than mast

Concerning thecultural style of action researtie argues that
“traditional approaches (including the ‘scientificethod’) ofteninvolve an adversarial or
authoritarian style that reflects the cultural ethof competition and achievement endemic
in modern societiés

contrasting it with community-based action reseavbith
“seeks to change the social and personal dynamitiseofesearch situation so that it is
non-competitive and non-exploitative and enhanhedives of all those who participédte
building “positive working relationships and productive iretional and communicative
styles.

Consideringorganizations as communities of persotiese principles are of most relevance for
organizational research: creating open collabogatiwironments where people cooperation and

well-being are major foundations to reach sustaingaovements.

For Stringer (1996)the role of the researcher is not that of an expenb does research, but
that of a resource perstinas he becomesa“facilitator or consultant who acts as a catalyst
assist stakeholders in defining their problems idieand to support them as they work toward
effective solutions to the issues that concern‘them

Asserting that Community-based research seeks to develop and amaistcial and personal
interactions that are non-exploitative and enhatioe social and emotional lives of all people
who participaté, he strongly advocates a setwbrking principlesfor the community (table in
Figure 56).
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KEY
DIMENSION ESSENTIAL CHARACTERISTICS
CONCEPTS
RELATIONSHIPS [Should:

» Promote feelings aéqualityfor all people involved

e Maintainharmony

 Avoid conflictswhere possible equality,

» Resolve conflictthat arise, openly and dialogically harmony,

» Acceptpeople as they are, not as some people think thgltl acceptance,
to be cooperation,

» Encouragepersonal, cooperative relationshipsather tha sensitivity
impersonal, competitive, conflictual, or autharia
relationships

» Be sensitiveo people's feelings

COMMUNICATION |In effective communication, one: attentiveness,

» Listensattentivelyto people acceptance,

» Acceptsand acts upon what they say understanding,

» Can beunderstoody everyone truth,

e Istruthful and sincere sincerity,

« Acts in socially anaulturally appropriateways appropriateness,

» Regularlyadvisesothers about what is happening openness

PARTICIPATION [Is most effective when it:

» Enables significant levels of actiyievolvement .

T involvement,

» Enables people tperformsignificant tasks

. performance,

* Providessupport forpeople as they learn to act for themsel subport

e Encourages plans and activities that people are ab pport,

g accomplishment
accomplisithemselves ersonalization

» Deals personally with people rather than with th P
representatives or agents

INCLUSION Involves:

* Maximization of the involvement cll relevantindividuals

« Inclusion ofall groupsaffected individuals,

* Inclusion of all relevantissues - socialeconomic, cultural groups,
political — rather than a focus on narrow administrative issues,
political agendas cooperation,

» Ensuring cooperation with other groups, agencies, & benefit
organizations

» Ensuring that all relevant groupsnefitfrom activities

Figure 56 — Community-based Action Research: Seriisg/Vorking Principles
Source: Stringer (1996)

Citing Habermas (1979), who suggested that
“positive change originates from communicative actiothe capacity for people to work
through disagreements to achieve effective solstiorproblem

he enhances that:
“Where people feedcknowledged, accepted, and treated with resp#wtir feelings of
worth are enhanced and the possibility that thely eantribute actively to the work of the

group is maximizetl
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As a final message on these principksonglyrooted on ethics and values is also important
to highlight Stringer’s (1996) deep beliefs:

“At every stage of their work, research facilitatsisould ensure that procedures are in
harmony with these guidelines, constantly checkheg their actions promote and
support peoples’ ability to be active agents in fr®cesses of inquiryThe underlying
principle here is thathuman purposesare at least as important as technical

considerations

Considering values asafi enduring belief that a specific mode of condoictend-state of
existence is personally or socially preferable toapposite or converse mode of conduct or end-
state of existené€dRockeach, 1973), these principles incorporate practice the core values of

Organization Development; founded on a humanistisgective of the Organization.

Anderson (2010)dedicating a special chapter to ti@ofe Values and Ethics of Organization
Developmerit(pp. 37-56) highlights why they are so importémt OD professionals; what are
their essential aspects; and, even, appends agrahtieanscription of a Statement of Ethical

Guidelines for Practice for OD-HSD (Organization \Béopment-Human Systems

Development)from Gellermann, Frankel, & Ladenson (1990).

Discussing important aspects of OD — includipgrticipation, involvement, and empowernignt
“the importance of groups and tedisgrowth, development, and learning valuing the whole
persori; and “authenticity, openness, and trust he evidences two important foundational

aspects on the subject.

By its special meaning — as aradigmatic shift on the way we approach organizations
(Tannenbaum & Davis, 196%able in Figure 57); and as a clear evidenckbuohanistic values
(Margulies & Raia, 1972 table in Figure 58) — both references were inetudhere, as a

statement of principles guiding our attitude aldhg intervention which has been develaped
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Away from ...

Toward ...

A view of people as essentially t

A view of people as essentially gc

Avoidance of negative evaluation of individui

Confirmingthem as human beir

Seeingindividuals as fixe

Seeing them as being in proc

Resisting and fearing individual differen

Accepting and utilizing the

Utilizing an individual primarily with reference tc
his or her job description

Viewing him or her as a whole per:

Wailing-off the expression deelings

Making possible both appropriate expression
effective use

Gameplaying

Authenticbehaviou

Use of status for maintaining power and pers
prestige

Use of status for organizationally relevant purg

Distrusting peopl!

Trusting ther

Avoidance of risk takin

Willingness to ris

View of process work as being unproductive e

Seeing process work as essential to effective
accomplishment

Primary emphasis on competit

Greater emphasis on collabora

Figure 57 — Organization Development as a shift/alues
Source: Tannenbaum & Davis (1969)

productive process.

develop to his [or her] full potential.

the organization, and the environment.

[or her] work and in his [or her] life.

. Providing opportunities for people to functioa human beings rather than as resources it
. Providing opportunities for each organizationnmber, as well as for the organization itself,

. Seeking to increase the effectiveness of tharizgtion in terms ddll of its goals.
4. Attempting to create an environment in whicis ipossible to find exciting and challenging work.

5. Providing opportunities for people in organiaas to influence the way in which they relate takyg

. Treating each human being as a person with plesnset of needsl of which are important in hi

the

to

[°2)

Figure 58 — Organization Development Humanisticuéal
Source: Margulies & Raia (1972)

These were the main guidelines for Action Reseamnhich have been followedilong the

current research in action program: in line witke trerspectives of Shani & Pasmore (1982),
Gummesson (2000), Coghlan & Brannick (2010), amoh&#r (1996) here presented.
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4 CHANGE DESIGN AND DEVELOPMENT

* ORGANIZATIONAL CONTEXT

ORGANIZATIONAL
DIAGNOSIS

= Reference Model

= Process

= Main Results

= Organizational Values’ Definition

= Organizational Diagnostic Main Conclusions

= Organizational Diagnosis

FIRST OD
CYCLE = Services’ Culture Workshop
SETTING THE = Preparation of the Change Agents’ Team
STRATEGIC » Communication Plan preparation
GROUND
CHANGE INTERVENTION | » [ eadership Training — Module I
PROGRAM —
S MAIN STAGES | ® Learning Meetings® Cycles
= Presentation of Improvement Proposals
= Proposal Selection and Decision
= Leadership Training —Module I
= Program Evaluation
SECOND OD = IT Communication and IT Portal
CYCLE
- = IT Academy
DEVELOPING
EMERGENT = IT Process Improvement — CMMI for Development Certification
STRUCTURAL
ACTIONS = IT Tools — Integrated Solution for Project Management
= Organizational Change Evaluation Criteria
EVALUATION 2 o
CRITERIA = Research Evaluation Criteria
= Researcher’s individual (First-person) Learning
= Organizational Culture and Values
= Leadership Practices
ORGANIZATION | ® Employee Engagement and Participation
le];]s]g-‘L(')[‘I;MENT = IT Communication and IT Portal
ACHIEVEMENTS | Second OD Cycle — | = IT Academy
Main Actions’
Results = IT Process Improvement — CMMI for Development Certification

= IT Tools — Integrated Solution for Project Management
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Having previously highlighted the research meanamgl directions; and detailed the most
relevant aspects associated with strategic positipnintervention domains, organization
development and change, and organizational rese@mioach, and methotie current chapter
develops the essential aspects concerning the ckantgrvention.

It includes the (1) organizational context, (2) twerk which has been developed, (3) its

evaluation criteria, and (4) main results and admneents.

4.1 ORGANIZATIONAL CONTEXT

The current set of interventions has been devel@wetimplemented within the IT Unit of a
major Portuguese Bankvhich is responsible for the provision of global kpplication
development and services to the entire Group.

In the past, the Bank had been subject of a magygen of two main financial institutions; both
very relevant to the Portuguese Banking System,veitid very different historical background
and progressions.

Their original organizational cultures — either ceming the market approach, service, and
employee management — were also quite different.

Within the context of the IT areas the merge haclioed through a progressive departmental
integration of teams from the original institutiango a new IT structure.

Although some socialization training actions hadrbeonducted at institutional level, there was
no formal and visible socialization strategy andnpkemerging from a structured definition of
actions towards a new global organizational culture

The integration of hardware, software, and baseices platforms, as well as of operational
processes, had been planned and quickly implemenitd a significant success; but the
individual, group, and organizational dimensionskt@ long time and an informal path till its
integration.

Working practices were quite different, with onegamization (older) being more oriented to
routine processes, and the other (younger) moijegirand innovation oriented.

Concerning people management — including leaderahi individual employee management
processes — both institutions had also differeattres.

The policies and processes of people management the acquiring institution had been

prevalent, as a standard for the whole institution.
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They point out to a global principle direct hierarchyresponsibilities; with @ecentralizedole;
controlled along all the hierarchical chain; and with a commget of centrally defined
management support processes

Along time these common management processesjga®cand instruments have been adopted

and, progressively, accommodated within the nevargation by all its members.

The IT Unit had, internally, about 500 employees.

It provided, mainly, application development, glbbarvices, and infrastructure management to
the entire Bank; having, on the domain of the stitactures, a structured outsourcing contract
with a main international IT provider.

The external company which delivers these servieesbeen set-up, under the management of
this contractor, on the basis of former employekshe Bank which have been temporarily
transferred to the firm. Although some distantiatiexists (due to being subject to a proper
independent management), those former employeldesti some organizational affinity link
with the Bank.

Concerning application development (including i@eption, design, and maintenance), and
internal customer support services (involving lielaghip management, help desk, and global IT
service support), most products and services weamly, internally developed and controlled,
but in some cases using limited external serviogigders.

Common processes and instruments have been satarder to measure and improve internal
and external quality and satisfaction; in line withe standard organizational policies and
practices; including Customer surveys and Emplayegirveys. These instruments have
demonstrated to be good sources to identify andeimgnt, specific, regular, and isolated
actions, concerning product, service, and proaegsavement. They have also allowed the IT
organizational unit to identify a specific need éomore “soft”, cultural improvement approach;
based on internal customers’ and employees’ pewepabout organizational functioning and
service levelsAmong others aspects, it has been clearly idedtdiespecial need for leadership
training within the IT Unitin order to harmonize and align distinct organaa! practices; and

also somemprovement requirements targeting customer oaoh and employee engagement

In fact, the setting of common artifacts (mostlgible by a global organizational structure,
standard rules definition, and associated proceseas not sufficient to promote the necessary

organizational integration and development.
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In particular —within an organization which should engage on comrobjectives about 500
employees communicatingacross organizational silos and, not less important, wikreir
customers and external providers; in order to mewritical business support products and
services — theestablishment, and continuous improvement, of caomwelues, attitudes,
behaviours, and effective practices’ alignment wasitical factor.

So, as clearly evidence by the analysis of the laegGustomer and Employee Satisfaction
surveys, there was a clear “crisis” situation conicey these main aspects, with a strong negative
impact over the internal “working conditions” angketvice quality”.

This has been thmain decisional triggefor the intervention.

As previously mentioned the Bank’s Executive Boarals deeply aware of the situation, its

impacts and the urgency to promote this deep toamsition.

Particularly, the Board member which was simultarsép responsible for the Information

Systems and Technology (CIO) and for the Bank'sr@mss (COO) functions has deeply
sponsored the investment on such a transformatiogrgm (entitled as “Changing IT”), being

directly involved in its main milestones — includinn formal sessions and main decisional
points, as well as quite visible enforcing the dels message, in the IT Global Division annual
plenary meetings where the program has been dpegdented and discussed with all the IT Unit
Employees.

So, a proper, formal, program has been establidgfedgset-up, managed, and implemented by
an internal team supported by external consultaatsrdinated with the IT management team,
facilitated by a Change Agents Team, and sponsbsedhe CIO of the Bank, and deeply

engaging the IT top-level management team.

The researchehas been nominated as fBegram Managerassuming amdependent internal
positionality in a global coordinating role with the main mission oarticulating all the

organizational stakeholders ‘effor{gnternal and external to the IT Unit) in orderreach the
program objectives, and particularly to guararagketakeholdercommunication, participation,
engagement, and proactive independent actitms optimizing their contribution to

organizational improvement.
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4.2 CHANGE CYCLES

As already mentioned the Action Research intereenhas integrated two major organization
development cycles; being the first one related gimound preparation and strategy
determinationand the second devoted to@ordinated implementation of strategic actions

Both cycles are now detailed, in terms of mainaansi

4.2.1 First OD Cycle — Setting the Strategic Ground
According to theproposed objectivefor the program, the IT Unit intended (on Adycle of
intervention) to promote a service oriented culture facilitating strategic actions
implementation and targeting the preparation fourkiinitiatives — including:
» the improvement of customer satisfaction levels, aithultaneously, developing its
internal reputation and customer affinity;
 the simplification and rationalization of intermmabcesses;
* a better, more effective, cost controlled, optirdizetivity prioritization process, and a
reduction of internal transaction costs.
It was necessary to develop a major change progmaith a holistic approach to
organizational transformationgdeveloping the basis for a new serviogture; promoting
leadershipdevelopment and alignment; aedgaging all employees these common goals.
There was a strong conviction — both at managemettat employee level — that acting on
processes, tools, and systems was a necessarytiaondiut not sufficient to promote

significant organizational improvements.

The change program should, mainly, target individgeoup, and organizational behavioural
transformationswhich should be:

» comprehensive- encompassing all IT Unit individuals and groups;

« aligned - providing a common active response congruerit thig desired culture;

* sustained- internalized to an extent to be self-enforcemhgltime.

So, it would be crucial to reach a successful immgletation of critical tasks — along a well-

structured, customized, change program — requiring:

» the clear characterization of the existing orgaioral culture; using a wide vision
which would, necessarily, include some critical dimsions, such as definition of

objectives, existing values, leadership practiaes, information flows;
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the definition and development of a new desiretuce]

» the analysis ofgaps between the current culture and the desired @jltangaging

together all IT organizational leaders, as welhihemployees;
» the promotion of emotionally engaging communicatations involving all individuals;

* a recurring discussion (along time) on service pesttices; through learning meetings

which promote a real involvement of all employees;

» the development of competencies to support andremnfoehavioural changes aligned
with the desired -culture (including leadership, atobag, and team member

competencies’ development).

The program — named &hanging IT— has started with an initial Diagnostic stagegereh
through a proper questionnaire (Organizational W@altAssessment Instrument, Cameron &
Quinn, 1998), it has been possible to obtairpiattire’ of the current organizational culture

(based on the perceptions of all employees), asasghn image of the desired culture.

Also, in order to obtain the characterization ¢f tturrent culture, and associated problems, it
has been developed a set of focus group sessibnTvémployees, as well as semi-structured
interviews with main customer representatives (tggragement responsible from most

significant user units).

These actions, based on the definitionaohew organizational visigrhave allowed for a
proper identification of existing gaps and assedatroblems; thus providing a good basis to

tailor the intervention.

The program was started in the last quarter of 2088g most actions developed along 2009,
and evaluated during the first quarter of 201hals beerset-up, managed, and implemented
by an internal team; supported by external conswdfasdordinated with the IT management
team; facilitated by a Change Agents Team; andsped by IT top-level management; being

communication, engagement, action, and improveheitmost relevant attributes

So, a “guiding coalition” has been structured asrmultidimensional, multidisciplinary, and
integrative set of groupslynamically interacting with each othewith proper roles, and

contributing to a common transformational goal.
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4.2.1.1 Intervention Program — main stages

As

already mentioned, the intervention program fa®wed a typical three-stage

structure, including diagnostic, intervention, avwaéluation.

It has integrated the following (figure 58)ain stages

1.

Diagnostic— characterization of the current and desireclcgjtinherit gap analysis,

and action determination (intervention design aaa)

. Service Culture Workshop— full-day small group sessions; integrating all

employees (“inspiring for change”); discussing amducing values, attitudes, and

behaviours aligned with the new culture;

. Preparation of a Change Agents Teamtraining them to assume a specific change

facilitation role on the conduction of open comnuation bottom-up meetings

centred on specific subjects associated to thegehan

. Launching of the Project’s Site and associated conmcation tools— segmenting

messages, developing proper positioning, and uap@ropriate communication
channels; developing a structured communication ptaenforce the engagement
message; a proper program site, and a set of symskd newsletters; emphasizing

participant testimonials (positive feedback / féedvard);

. Leadership Training (Module I)- covering critical aspects of the development of

Leadership Competencies concerning the individo@ba toward employees;

. Conduction of five thematic cycles otearning Meetings — involving all

employees, on small heterogeneous groups, in shwation facilitated sessions;
developing group learning through the usage of thgtaal-real case discussion;
and analysing aspects associated with problemifobation, causes, and proposal

of proactive solutions;

. Presentation of improvement proposals to Top Managmt — as a bottom-up

feedback for decision; based on employee propogedsiously structured by

Change Agents for each Learning Meeting cycle;
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8. Proposal Selection and Implementatior- attribution of importance levels,
feasibility, and meaning, according to the planBdnge; as well as the associated
decision for structured action implementation;

9. Leadership Training (Module II)— covering critical aspects related to leadership

competencies associated with team relationships;

10. Program Evaluation— against its objectives and using the instrumerdkided
on the evaluation methodology which has been puslyodefined.

. CURRENT
VERSUS DESIRED
CULTURE
RESULTS’ DIAGNOSIS

SERVICE
EVALUATION

CULTURE
WORKSHOP

9  LEADERSHIP 3 PREPARATION
TRAINING ' OF A CHANGE

(MODULEII) AGENTS TEAM

S Thematic Cycles

= PREP. OFTHE
8 PROPOSAL * COMMUNICATION
(Monthly) SELECTION AND PLAN AND
- IMPLEMENTATION LAUNCHING OF THE
1. Process; CULTURE & VALUES PROGRAM SITE
2. Services;
. 7 PRESENTATION

3. Leadership; OF IMPROVEMENT 5  LEADERSHIP

4. Actions to Implement; PROPOSALS TO TRAINING

_ TOP-MANAGEMENT e — (MODULET)

5. Quality of Meetings 6 CONDUCTION
OF LEARNING

MEETINGS

Figure 59 -Changing IT:Main steps of the organizational intervention @& Cycle)
Source: own elaboration.

4.2.1.2 Organizational Diagnosis

This stage has targeted the characterization otdheent and the desired culture and
values, the determination of the associated gap, the detailed planning of the
intervention. It has been used a specific referemoelel, being produced a proper
diagnostic report.

4.2.1.2.1 Reference Model

For the diagnosis it has been used, as a referan@xpanded version of Cameron &

Quinn’s (1998) modg(systematizing and incorporating new theoretical practitioners
contributes, but preserving its original charastés). It has included six essential
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dimensions of organizational analys(&) Objectives; (2) Values; (3) Leadership; (4)
Resistance to change; (5) Information; and (6) Qugational narratives (history).
For each of these dimensions, the model charaetetize four cultural quadrants as

follows:

1. Clan culture (Human relations) — Flexibility and Internal Focus

* Objectives: Employee development, good place tkwor

* Values: Loyalty, Cohesion, Teamwork, Tradition, tiegation, Consensus,
Trust;

* Leadership: Mentor, Paternalistic;

* Resistance to change: High (with high pressure @wntain the internal
system);

* Information: Centred on values, vision, and orgamanal mission; low needs
for formal control information;

« History: memories are maintained by people.

2. Development culturgdOpen systems) — Flexibility and External Focus:

* Objectives: Growth, unique products and services;

* Values: Innovation, Experientialism, Individual tiative, Risk taking,
Freedom, Autonomy, Quality;

* Leadership: Innovator, Coach;

* Resistance to change: Low (if understood);

« Information: diversified, low need for formal infoation;

* History: memories are maintained by orality, audtof heroes;

3. Internal Processes cultur¢Hierarchical) — Control and Internal Focus:

* Objectives: to ensure continuity, on a structufednalized way;

*Values: Control, Respect, Organization, Rule acdsmment,
Standardization, Effectiveness, Maintenance, Stabil

* Leadership: Coordinators, Hierarchy representatives

* Resistance to change: High (strong pressure totamaithe status quo),

* Information: Need for formal security and contnolarmation;

« History: Formalised official versions, diffuse oteddition;

4. Rational goals culturg(Market) — Control and External Focus:

* Objectives: Results’ achievement, market sharen&eket leader;

* Values: Win, Compete, Produce, Achievement capgpiDo more and
better, Resources management, Quality;

» Leadership: Directive, Demanding, Role and respmlitg¢s structure;

* Resistance to change: Low (but with high tension);

» Information: Need for formal information concerningurrent activity,
Openness to incorporate external information;

» History: Memories are formally maintained, Key pleoas role models.
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4.2.1.2.2 Process
During the initial Diagnostic Stage, the characation of organizational culture has
been done through:

» The identification of current culture— using quantitative and qualitative data
gathering methods; involving employees and a remtasive sample of internal
customers. Concerning employee involvement, thgetawas to get an objective
measurement of their perceptions on current org#inizal culture, and to obtain
their perspective on main improvement needs. This been done through the
application of an online culture diagnostic sur¢¢26/488 valid responses), as well
as, through face-to-face (9) focus group sessionsl{ing 54 employees); in order
to identify potential service improvement opportigs. In the domain of main
Internal Customers — in order to get informatiomwhbtheir perception on service
culture and to systematize their main perceptiamsngorovement opportunities —
there have been conducted semi-structured intesvigith top responsible for six
critical business areas using IT services.

* The definition of the desired culture- through the conduction of a full day
workshop (Leadership Alignment Workshop); involviaj top and intermediate
managers in a joint reflection about the kind oficerl culture according to the IT
strategic objectives. Each manager has filled a nsamy version of the
guestionnaire used for organizational culture ottar&ation, focusing on their
understanding of the desired IT culture. Additibjakach participant has also
proposed a set of action suggestions in order pdeiment the new service culture.

Taking into account that the four typologies of amgational culture defined by the
model correspond to “pure” types (and that eaclammgtion has, as a rule, elements of
all of these types, evidencing, however, some dantiipatterns on one of them) the
method which has been applied has considered @hraudemographic identification)
the necessary elements to segment the responset aentify, for each dimension of
analysis, potential subculture patterns.

Despite it has been identified, for some organureti subunits, some differentiating
patterns, the results here presented only dematlivbal findings (at IT Unit level).
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4.2.1.2.3 Main results
As a major outcome of this stage, it has been medlua Diagnosis Stage Report
(including all those major aspects, and a moreilddtgproposal for the subsequent
steps). It had been analysed with the navigatiramteand presented to IT Top-
management.
This report deeply answered to the initial mainngequestions, namely:
* What is the context and the main associated proalic areas, issues, and change
objectives?
* Within this context, what is a feasible structtoepproach the intervention?
» What are the current organizational culture cti@rsstics and its associated main
problems?
* What are the desired culture characteristicsi@nassociated nuclear values?
* What is the gap between the current and theetksirganizational culture?
» What are the next stages, steps, and essensghathristics to enhance along the
program?
Its presentation to top-management — and the lagél lof acceptance of the proposed
approach and plan — has been a major step on tlsegs of continuous enforcement of

IT Management commitment and sponsorship.

In fact, strong awareness has been created congetime existing problems and issues
to be addressed (based on appropriate quantitatidequalitative data); management
commitment has been induced and enforced (throughtintious information,

involvement on decisions, and feedback); and presbility has been given to their

engagement (through information publication, viacfic newsletter, giving feedback to
all IT employees). Open communication, active eegagnt, proactive action, and
improvement orientation have been set as the nteamacteristics to be preserved and
enforced along the entire program; based on a gteppeal to values, attitudes, and

behavioural patterns associated with a new IT celtu

As a main conclusion concernitige type of cultural changéhe diagnostic phase study
results have evidenced the existence o$t@ng hierarchical culture(with some
heterogeneity on leadership practices), and a glyaonvergent desire to evolve to a

market culture
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4.2.1.2.3.1Current culture

Globally, the employee perceptions point out to a hieraattgulture; which means,

a strong tendency for control and internal focusrgation.

Concerning the way the organization deals watijectives the hierarchical pattern

repeats; which mean that the focus is set on stdizéa process and rules’

accomplishment.

Concerning organizational perceivedlues employee perceptions frequently point
out to values which are typical of a hierarchicaltare, as well as of a market
culture.

The most selected values (chosen from a list) were:

* Rule accomplishment (50.2%);

* Quality — customer needs fithess (48.8%);

» Teamwork (42.5%);

* Quality — standards (38.7%);

» Control (38.7%);

» Maintenance and stability (38.0%) and

» Doing more and better (37.6%).
Concerning the perceivelgéadership practices the current culture survey results
have pointed out, clearly, to a hierarchical c@fualthough it was also perceived

some heterogeneity on these practices betweenipagjanal levels and sub-units.

Concerninginformation, it has been identified two main existing channéle
formal pre-defined hierarchical channels, and, also, itfiermal communication
between organizational units and levels. This @speems to confirm the variability
on leadership practices — the proximity or distabe¢éween the leader and team

member influences communication on form and flyidit

4.2.1.2.3.2Desired Culture

As previously referred, top and intermediary regilolie (31 managers) of the IT Unit

have been actively involved, through a LeadersHignnent Workshop, on a joint
reflection concerning the understanding of the m$sleaspects of the current culture,
and the definition of a desired culture; in strigignment with the strategic

objectives.
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During the workshop (after the presentation of ises®bjectives and essential
aspects of the reference model) each manager MHled fin the associated
guestionnaire; focusing on his perspective fordbasired culture. Afterwards, all IT
managers have been aggregated into small groupsrdlyizational unit); discussing
and reflecting on the subject in order to produsei@mary presentation to the whole
group of participants. At the end of the sessiog]adal reflection has been made,
and global conclusions have been issued.

Despite the distinct management levels, naturecb¥ity, methods, processes, and
leadership practices, the results (figure 60) & dleveral discussion groups have
reached extreme similarity (almost uniform) on thgliobal conclusions:a clear
decrease on the hierarchical pattern, and a wiliiegs to enforce the market
guadrant (associated with a tendency to focus more on oustoorientated
practices).

Also, some enhancing tendency has been noticeddore open systems culture
characteristics; mainly in aspects related with tleed for increasing employee
participation on problem solving, and individuakpensiveness on innovation and

continuous improvement.

Clan == Current Culture
— Desired Culture

GLOBAL

Market - Open
Systems

Hierarchical

Figure 60 — Current versus Desired Culture: Global
Source: own elaboration.

Concerning theobjectivesdimension of analysis, the joint reflection resuftigure
61) have favoured aimcreased external focus and flexibility orientation order to

allow for better customer needs anticipation andovation); although still
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maintaining the current standard rules and procedures comgerractivity

prioritization, resources allocation, and developtre®ntrol.

OBJECTIVES Clan == Current Culture
s — Desired Culture

Market Open Systems

Hierarchical

Figure 61 — Current versus Desired Culture: Dimam$&bjectives
Source: own elaboration.

Concerning thevalues dimension (figure 62), the desired culture poiotsg to the
need topromote and valuate practices congruent to a madkétntation more
focused on objective customer resulend less focused on strict “rule

accomplishment”.

VALUES Clan ~—( Current Culture
o —( Desired Culture

Market Open Systems

Hierarchical

Figure 62 — Current versus Desired Culture: Dinem¥alues
Source: own elaboration.

Concerning théeadershipdimension, the results (figure 63) evidenced ad¢eany to
focus on employee effectivenassreasingesults’ accountabilityand promoting a
leader-member increased proximi#so, employee involvement on problem solving
activities, and detter leader support to their team membeavere considered as key

aspects of leadership practices necessary to dujpeanew, desired, service culture.
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Clan == Current Culture

LEADERSHIP Desired Culture

Market Open Systems

Hierarchical

Figure 63 — Current versus Desired Culture: Din@msieadership
Source: own elaboration.

Concerning thenformation dimension (figure 64), the new culture should favo

increasegerformance feedbacknd harmonized, flexibleommunication practices

INFORMATION Clan ~{ Current Culture
~( Desired Culture

7N\
\V/

Hierarchical

Figure 64 — Current versus Desired Culture: Din@ménformation
Source: own elaboration.

4.2.1.2.4 Definition of Organizational Values

After the joint identification of the essential asfs related to the desired culture it has
been conducted a joint session, involving all themmers of IT top-management, to

select and define the specific set of IT organtrsd! Values (figure 65).
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Figure 65 — Organizational Values and attitudinagers
Source: own elaboration.

They would be used as a base reference for theeentjanization; being implemented
along the change program (focusing on its assiioiaand enforcing new attitudes and
behaviours aligned with the new service culture).

The process of Values’ selection has been hightfgizative and consensual.

It has conducted to the followirexplicit definition of five main IT Values

1. Global Service Vision
«Pay attention to distinct stakeholders, contribmtito service levels
improvement;
* Focus on solving customer problems, through a wemsal action of units and
functions;
* Provide clear, adequate, and on-time informatioGustomers;
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2. Results’ Orientation
» Concern about an adequate definition of objectarebsresults;
» Constant measurement of achieved results;
* Do right the right tasks and activities;
« Effective and efficient results achievement;

3. Cooperation
* Working as a team, sharing information, with actcamplementarily in order
to reach objectives;
* Actively promotion of inter-area communication;
* Assume and be accountable for, both, positive @gative results;
» Speak positively about your unit and organization;

4. Competence
* Provide conditions to technical and behaviouraledigyment of employees;
* Evidence an high-level of competence and skillsada performance;
» Assume responsibility for self-development;

5. Innovation:
* Implement new processes, projects, and problemrgplpproaches, bringing
benefits to the team;

» Continuously search and share new information;

* Develop new products / services with increasedevphoposal.
This set of Organizational Values, its alignmenthwemployee individual values and
beliefs, and their own contributes (with explicigrpeptions and positive suggestions
about its operationalization) would be subjectwtter engagement sessions during the

program.

4.2.1.2.5 Organizational diagnostic main conclusions

Based on the results of the Organizational Cul&wevey — which has highlighted the
current perceived and the new desired IT Orgamgati Culture — important evidence
has been shared and discussed, with great dethihtaraction, within the IT Unit.

A proper Diagnostic Reporthas been issued and adequate discussion sessioas h

clarified its main aspects.

All this information has been made visible and aladble to all IT Employeesising a

specific IT Newsletter and the Changing IT Siterasn information sharing channels.
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The associatethain conclusionscan be summarized as follows:

The IT Unit exhibits a strong organizational cuttut in the sense that there is a clear
perceptive alignment among their members — eitbesidering the current culture,
as well as, the desired one;

This situation denotes some organizational chaegeiness; which can be used to
facilitate the introduction of the new service audt. This perception is, in fact,
enforced by employee answers to the Culture suqumstion concerning potential
levels of resistance to change, which they hawetified as low or very low;

However, the tension level (psychological stressgoaiated with the change, has
been perceived as being present; which recommensper change management
attention. So, the associated communication plaouldh address these main
informative aspects (why change, what is to be gbdh by consistent
communication (including attitude and practices)drassing all levels, and with a
time-synchronized approach;

Although there exist a consensual alignment comiecgrihedesiredculture (in terms
of increasing customer focus, and flexibility), thervey has identified the existence
of two subculturesThe productionareas were more oriented to a market culture, and
thedevelopmenareas more oriented to an open systems culture;

So, the need to maintain these two subcultures raengy with their nature of
activities requires special attention to facilitatke communication between
organizational structures; in order to ensure thase differences result in customer
value creation; not introducing any internal “ndige inefficiency. So, it will be
relevant the implementation of a cross-area comaatioin process; sharing practices
and harmonizing work processes and flows;

Another intervention need, which has been detecgtecklated to the promotion of
values which are congruent with a market culturginhy focusing on results,
responsiveness, and customer service improveméid. eénforces the relevance of
the current performance evaluation systems, asqboes of individual performance;
One last relevant aspect to be considered is tiséeaxe of a perceived heterogeneity
of management practices; which confirms the comohss of the focus group

sessions.
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Concerning thexisting gap between the current and the desirettune, the following

table (figure 66) summarizes the main differencasvben the two — thus, corresponding

to areas to be addressed along the organizational aiaproject

AREA

CURRENT CULTURE

DESIRED CULTURE

Objectives

To ensure, throughout the organizati
full compliance with established rul
and procedures.

To respond to all customers solicitatic
usingestablishe rules and procedur.

To anticipate IT needs and to provide innovative

solutions to customers.

To respond to all customers solicitations using

established rules and procedures.

Values

Control, Respect, Rule accomplishme
Organization, Standardizatio
Effectiveness, Maintenance.
Production, Achievement capabili
Doing more and better, Stability.
Teamwork.

Achievement capability, Doing more and better,

Resource management,
with defined standards).

Individual initiative, Risk taking.
Teamwork, Participation, Trust.

Quality (compliance

Leader’s

Role

Person who, essentially, represents
hierarchical structure, to whom
critical decisions needs, must
reported.

The person who transmits t
organizational culture and helps to so
problems, through solutions which
based on his personal experience. P
the role of a mentor.

The element which structures the dist
responsibilities, requesting and evalua
individual results.

Essential to incorporate innovation on custo
solutions. Requests for solutions for
difficulties found by employees.

nct
ing

mer
all

Information

Informally shared among the distir
hierarchical levels and areas, with
great level of accessibility.

Formally shared along the predefin
hierarchical channels.

Immediately updated whenever a new custd
solution is developed, being accessible
everyone, in order to facilitate its future use.
Mainly shared, concerning current activiti
using predefined procedure, being constq
improved and update

mer
to

Figure 66 — Current versus Desired Culture: Mamatisional characteristics
Source: own elaboration.

4.2.1.3 Service Culture Workshop

In order to develop a new, strong, service-oriemidtlre (aligning leadership practices,

and promoting active employee engagement and petiicn) onemajor challenge

concerning the desired transformational changethaalignment andabsorptionof a

set of meaningful valugsand thestimulation of congruent attitudes, and behaviours

among all employees.

The wide consensusvhich had previously emerged within the IT manageinteam

during the participative process of values’ defomf should, necessarily, be now
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extensive to all IT employeeas; order tominimize the gapgBourne & Jenkins, 2013)

between attributed, espoused, aspirational, anegghalues.

A proper process was needed to redirect valuesa ateeper layer of organizational
culture (Neves, 2000; Schein, 2009; Vargas, 2005), nof artifacts; creating change
readiness and minimizing resistance (Armenakid.e1893); sharing a new compelling
vision, inspiring people for change, and creatingease of urgency (Kotter, 1996);
using education and communication, participation and irement, facilitation and

supportas main strategies (Kotter & Schlesinger, 1979).

Adequatechange facilitation(an engaged and cohesive Change Agents Tean|evisi
sponsorship(IT Management engagement, participation, and comation); change
process leadership (Project Manager and Navigation Team); and specifi
communication and support too{Program Newsletters, Inspirational Book, Program
Poster, Mouse Pad, Program site, Change Agents invgorglatform, Testimonial

recording) would be necessarydive the process to its desired outcomes

The first critical activity to be developed &mgage all employee&ontributing to the
new, value-driven, Organizational Culture) was S®evice Culture Workshop- a main
step oninspiring for change

It has consisted of a full day immersion sessiotiersive to all IT employees; and
involving cross-organizational groups of 25 perspassession; with the following main
objectives

* to create a proper reflection space in order towallparticipativelly, thedesired
culture characterization discussing its impact on attitudes and desired
behaviours;

* to boost apositive attitude towards the desired changghin all the IT Team
members; increasing the motivation of the participao embrace behavioural and
operational changes along time;

* to incentive individual responsibility and mutual support for, collaborative,
positive problem solving; congregating intra-teamd anter-team efforts;

 to valueindividual initiative on implementation of solutiogs) behind the simple

problem identification;
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* to foster loyalty within teams and between membeasd to improve the quality
of internal communication;
» to provideeffective teamwork methodologidsr further application on a daily

basis.

During the workshop sessions it has bemplored the concept daictive employee
participation and engagemenfocusing on employees attitudinal and behavioural
dimensions; clarifying the change process and dbgs; and, thus, preparing them to
participate on the program.

So, pursuing these objectives, each session hasdasggned to, in a participative and
engaging form, address the following main topics:

* Organizational culture and change

* Change’s inevitability;

 Organizational life cycle: birth, growth, stagnatiaecline, crisis;

* Organizational changes’ short-term loss and medemm-wins;

* Change energy: where it comes from?

* Problems caused by gradative change’s perception;

* Individual behavioural stereotypes when facing ¢eanamorphous, yes-man,
saboteur, and champion;

» Market evolution: culture and organizational idgn#és differentiators;

* Values as the base for an identity;

» The Employeeship culture: preparing to change;

*«Change management starting from what does not ehampgoductivity,
relationships, and quality;

e Qur IT Culture:

* Presentation of the results of the IT Culture Syreerrent versus desired culture;
« Identification of the main change areas;

* The Individual Role for Change

* Attitudes (responsibility, loyalty, initiative) athe main driver of continuous
improvement;

» The Employeeship person: responsibility for changgalty to organizational
values, initiative to produce organizational chaagd the desired future;

» Team spirit and teamwork as the response to chaeeds;

* Winning Teams: a Team with a Global Vision;

* Team exercise

* What do others expect from my team? Expectatiadentification, synthesis, and
presentation of conclusions;
» Commitment to change implementation.
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These sessions have bemmducted by external consultant experts on thgestitand
the level of engagement, satisfaction, and chdngein expressed by the participants,
and reported by the consultants, was very highptilem an excellent level athange

readinessand a goo@ttachmento theChanging ITproposal and values.

By the end of each session it was delivered to daclEmployee aMouse Pad
containing the message and logo of the Prog@naigging IT, in our handsin order to
maintain visible the importance of the role of eaygles as the driving force for a new
IT Culture, through a certain “omnipresence” ofeavrorganizational dynamics.

Also, aninspirational Book- full of strong and meaningful messages; coveesgential
aspects associated with this new dynamics; incgudimdividual & Organizational
Change Change 17, Culture & Values Build IT), Customer, Service Quality &
Innovation (nnovate I, and CommunicationT@lk IT) — has been distributed as a
landmark on commitment to the change.

The main objective has been to enforce the messageving any remaining cognitive

dissonance; and delivering deep inspiring matefal$urther reading and reflection.

4.2.1.4 Preparation of the Change Agents Team

Kotter (1996) — within his éight-stage change procéss highlights (p.21) that
“creating the guiding coalitidi “ putting together a group with enough power to lead
the changg& and “getting the group to work together like a téama major step of the
process.
Elaborating on the subject, he considers (p.6&) ‘thailding a coalition that can make
change happénmplies to:
* “Find the right people— with strong position power, broad expertise, dngh
credibility; with leadership and management skidspecially the former;
 Create Trust— through carefully planned off-site events; widts of talk and joint
activities; and

» Develop a Common Goal sensible to the head and appealing to the Keart

Obviously, this is not a task for a single persamsjngle team, or, even, a single support

organizational unit.
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Even within a strong command and contrblculture (and approach) it would be

impossible to orchestrate the necessary powerlsskakpertise, and characteristics

within a single role in order to face a wide tramsiational change.

In fact quitedistinct roles must apply and coexgithin planed change; to succeed.

ODR (1989) and Conner (1999) highlight four keytidist change intervenient roles

namely:

* “Sponsor — Individual / group who legitimize the rotpe;

» Agent — individual / group who is responsible fopiementing the change;

 Target — individual / group who must actually charand

» Advocate — individual / group who wants to achiawehange, but does not possess

legitimization powet.

According to this, all change actors must be avedréis specific role; and a proper

evaluation must be done concerning their prepas=driie face changeA special

emphasis is put on the Change Agents, ith focal responsibilities within the change

process. These authors consider @lzinge Agents performance is optimized when

“The agent works within the parameters set by tloa Sp;

The dynamics of change are understood and applied,;

Value is placed on the human as well as the teehmispects of the change
project;

Differing frames of reference are understood andrapiated;
Diagnostic data is collected and integrated inttveent plans of action;
Synergistic relationships are built and maintained;

Communication styles are appropriately diagnosed ased,;
Commitment is built and maintained;

Resistance is identified and appropriately addrdsse

Power and influence skills are appropriately apgliand

Professional behaviour is demonstrdted

Using a special questionnaire (ti@hange Agent Evaluatipnto appraise these

characteristics, they induce awareness by reflgaiim this roles profile and associated

mission.
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Considering the current case — where engagemenpamidipation sessions have been
designed as a central instrument to promote ac&ugloyee engagement and
participation on change — the focal role (and emgrovent) of the Change Agents Team

has been a major field for concern and speciahtbte.

So, appropriate profiling, selection, training, and support mechasms should beut

in placein order to guarantee high performance for thesppr roles’ assumption.

The main role which has been defined for the Chaggnts Team within the context of
this program included the following main objectives
* To give visibility to the program;
* To sell, internally, the Changing IT Program, matiag their colleagues to the
acquisition and development of new behaviours aokwelated attitudes;
* To unlock issues related to team functioning;

* To create internal synergies;
e To be the face of the Changing IT Program.

The selection of Change Ager({eccording to a pre-defined profile) has been made
within the entire IT Unit universe of people; wigthproportional representation from all

departments; and has resulted on the creatioTefa of 21 employees.

A special information and empowerment sessitlas been held (with IT Top-
management, the Project Leader, the Navigation Teath the Change Agents Team
appointed members) in order to highlight the mesdagthe importance of the Change

Program, and on the essence of the independertorbkeperformed by all of them.

SimultaneouslyTeam composition, mission, and empowerment mes$sesgkeen made
available to all the IT management team and emplgyeia a formal communication
note.
Reaching the objectives associated with this Tedenwould imply to unlock individual
and group barriers and issues; requiring spedie@htbn to the development of Change
Agentsfacilitation skills
So, a proper training program has been set-uplong three full days; including
theoretical, practical, and interactive / perforvegctions; and preparing them to:

« Identify negative individual reactions against afganand developing know-how

to deal with it;
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* Lead change through credible, inspiring and conmettommunication;

* Develop and improve skills for the conduction diexive and problem solving

meetings;

» Use active listening and systemic questioning teples as a way to conduct

group meetings;

 Obtain and maintain high levels of engagement dufiacilitation sessions;

* Know how to conduct group learning meetings.

Responding to the associated skills and compet@ni@guirementsthe preparation

program has included the followirggsential topics

* Organizational Change

Change related attitudes;

Different kinds of change resistance;
Processes of preparing teams to change;
Problem solving methods;

Team learning;

Culture change as a learning process;

e Systemic questioning

The Team as a System;

Percept reality versus Real world;

The co-construction of reality: how to make hapglendesired culture?
Systemic blindness: why do we don’t see the obvAous

Questioning as a change tool;

Question types and its application contexts;

Systemic questioning praxis on team meetings;

* Learning Meetings

Problem solving model,

Meeting facilitation;

Team engagement;

The Change Agent as a learning facilitator;
And if “they” want to change?

Group facilitation techniques;
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* Neultrality;
» Active listening for meetings;
* The Change Agent
» Facilitator / Transformation agent;
* Role, Attitude, key Behaviours;
* Behavioural trainingon:
» Conducting group learning meetings;

» Constructing learning cases for learning meetings.

These initial training sessions have evidencedonbt avery high level of enthusiasm,
individual and collective engagemdmm all Team members, but mainly thieth of a
strong and effective Tearhigh sense of mutual aid, team spirit, teamwarld global
responsiveness, emerging from the sharing of al&i@mmmon mission.

The group has created his obwrand namgthe G21), and a shared communication and
experienceexchange too(an email-basedhat andlog). This record — keeping a real-
time track of all their experiences, doubts, anegeteven, initial fears), and mutual
sympathetic help, suggestions, and responses -béwd simultaneous, shared among
team members and also with the Project Leader lamdConsultants’ specialist which
had provided the training.

Its analysis clearly evidences a fast (but conatdid and effective) gradative growth on
self-confidence and mutual response; being, thenhtsmeous instrument a privileged
watching placgo observe the progressions on Group maturityedfettiveness, as well
as its path to a “self-managed”, independent, dfettere Work Team. Their quick
progression to “norming” and “performing” stages grbup evolution has been quite
evident.

It has created a natural place for positive feekilzexel coaching, along the development
of the intervention; without breaking the autonoreynpowerment, and independent
statutory rule established for the Team.

In order to enforce this statute —aaftonomyfrom the established organizational power
and authority structures, and concerning their rahe facilitating and reporting on

thematic learning meetings with all IT employeethe Change Agents Team members
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have also been requesteddevelop a set of cases to be used along theseirgarn
sessions

This multitude of cases has been reviewed withptiegram leader, and the navigation
team. A subset of cases has been selected, a#termaaningful to be explored during
each Learning Meeting cycle. It has been also pegpa set of main auxiliary notes to
help the Change Agents to explore each case.

Responding to a specific request of the Change &géaam, a preliminary coaching
session has also been conducted in order to sinittatliscussion and main probable
issues. This has been done only once; being then Teanpletely autonomous for the

remaining interventions.

4.2.1.5 Communication Plan preparation

Being “education and communicatigri participation and involvemehtritical success

factors (as well as tactical approachesptsitively influence individuals and groups
(Kotter & Schlesinger, 1979during change the existence of a well-structured
communication plan should be an essential instrarteeenforce the change message

and to promote the necessary readiness and engaigeme

So — based on the results of the Diagnosis Stadecansidering the plan of the
Intervention, its characteristics, and desired @ues — a propecommunication plan
has been previously set-up, for the entire Prog@wering all activities and targeting
all the intervenient. Its main objectives were ¢aah all stakeholders with appropriate,
on time, information and engaging massages; as agelio collect periodic feedback
from all participants. Therefore, being the enfoneat and monitoring of the program
and its results a continuous task, it would allaw jist in time adjustments along its
development. Particularly, thenutual supporting linkswith (and betweenkhange
sponsorshipand change targetshould be subject to a special, continuous, attent
along the Program.

The main tonnection wirg during the entire Program should be granted clizse
collaborationbetween the Project Leader, the Navigation Teanth,the Change Agents

Team; involving direct informal contacts and peroad formal meetings; thus ensuring,
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through thiscore team,a continuous and direct communication link betwd&n

Management and all Employees.

Most of the intervention Prograstageshave includedidirectional, interactive, and

live communication momentsas detailed by table in figure 67.

Stage Communication events
Program kick-off presentations, large-group (whotedtivational sessions, focy
Diagnosis groups with IT employees, interviews with main Idstomer representatives, curre

and desired culture interactive sessions, diagnosport presentation sessions

2Nt

Service Culture
Workshop

Active and participative sessions, engaging all leyges, and developing a spec

positioning to assimilate new values, triggeringvratitude and behaviours

Change Agent

Empowerment session with IT Top-management, specifraining sessions

Coaching and Case Preparation session, LearningindeReporting preparatio

-

Selection and

Decision

Preparation )
session

Leadership Formal presentations, simulation, and role-playedfeack and coaching, actic
Training reporting

; Peer interaction on problem identification, diséoiss positive contributions
Learr?lng enrichment and solution proposal, on a facilitatiomeporting relationship witk
Meetings change agents
Proposal Bottom-up communication, reporting employee periogigt on problems an

proposed solutions / suggestions; interaction betmehange agents’ representati

and IT Top-management, clarifying them and thdewance level

Figure 67 — Main communication events along ther@heg IT Program

Source: own elaboration.

al

es

Along the entire Program, at specific momemisnmunication toolswere used; in a

synchronized way with other instruments; to supgsennain actions, including:

» Stage interventions’ starting announcement, actioconvocatory, and results
evaluation’s communication;

» Special meetings, preceding, or succeeding eaamact

* Global events / talks;

* Testimonials;

e Program Site;

* E-Newsletter;

e |IT Newsletter (IT's our news);

* Program Posters;

* Inspiration Booklet;
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* Mouse Pad;
e Corporate TV,
« |T Executive Letter (for Internal Customers TopdeRResponsible).

All these aspects have been carefully analyseddasdjned in order to integrate them
into a Communication Plan including all necessary Actions to reach specific
Stakeholders with appropriate Messages; using prd@pgannels; enhancing their

specific Role within the Change Program.

4.2.1.6 Leadership Training — Module |

Having the dominant culture the characteristicsadfierarchical one; where internal
orientation to control was a strong pattern recogghiby IT employees; the importance
of management training was determinant to rediteéotvard change objectives.

A rule-based culturgrhere control played a major role on managemerggaseshould

be replaced; putting the focus on leadership asacgss of influence to reach common
goals

This should involve a double perspective, coverihg development of leadership
competences concerning: (1) the individual actmmard employees; and (2) with and
within teams.

New values had been subject of definition and nakalignment; being assimilated by
all employees. New cooperative and participativeugrdiscussion schemes have been
developed through learning meetings, in strictratignt with these new shared values.
They had evidencing the power of group participgtiwith new behavioural responses
to those values; and producing positive resultsm@mbers’ contribution to problem-
solving. Change agents evidenced an extreme peafarenon leading those sessions,
neutrally driving the participants to relevant aydtematized contributes.

So, it was time to pass the tokénto managers; preparing them to lead within a new
people management process context; usifigenceandparticipation

Power mechanisms should be replaced ibfluence processes; thus refocusing from

control todelegation, coaching, and participation

The first leadership training sessions had targétedessential aspects of developing

leadership competences concerning the individdatioaship with team members.
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They have covered, mainly, performance diagnosiackting, individual improvement
support, feedback, and appraisal.

The use of role-play to simulate situations hast@enain characteristic of the training
process — in order to imprint a real-case appr@achgenerate engagement on learning
and attitudinal responses — balancing cognitivelaidhvioural learning stimulus.

In some cases, the affective response during lale-pimulations has evidenced an
extreme commitment of the participants; providirapd opportunities for the group to
learn together, with a dynamic perspective of theasons.

This high-level of engagement demonstrated by éesn and the high level of

satisfaction of all the participants, quite evidemtize success of these training actions.

4.2.1.7 Learning Meeting Cycles

One of thefocal aspects of the program- on the critical path to organizational
transformation and culture (re)orientation — wasptactice of new shared valuedong

a set of group learning sessiomsarning the new culture(applying its values, and

behaving together) anidarning from the new culture(applying it to, creatively, point

out solutions to existing problems).

This has been done alofige cycles of Learning Meeting§hey have integrated short-
duration (1 hour per session), small-group (15i@aents per session; heterogeneous
groups) learning sessions, involving all employelesring each session they have
discussed hypothetic cases similar to real sitnafi®earching together for problem
identification and characterization; diagnosinggiole causes; and pointing out relevant
solutions.

Each cycle has focused on specific them&rmo¢esses, Services, Leadership, Actions to
implement, and Quality of Meetingsising “provocative” caricature cases to triggar
open and free discussion; involving all the papaaits; and searching for balanced and
innovative contributes.

The Change Agents Team has played a major actilepandent role on facilitating the
sessionsacting as a grantor of the formal procedsut being neutral on material
discussion and contributesThey've worked in pairs (facilitator-reporter),s aa

completely self-organized team, during the meetings
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At the end of each cycle they've organized to sunmaahe discussions and to produce
structured proposals which reflect the employees'cgptions and solutions for the
discussed problems.

The group has evidenced itself as a high-performaoghesive, and self-leading team;
with a high psychological sense of commur{ityembership, influence, integration and

fulfilment of needs, shared emotional connectiom gesponsibility).

The same sense of community has been, progressp@pagated to the participants
and has emerged along the Learning Meeting sessions

In fact, concerning the level of participation of amployees along the learning
meetings it evidences progressive (from cycle to cycle) evolution of teense of
membership to a discussion growpth inclusive and mutual influencentegrating and
dynamically fulfilling needs; developingshared emotional connectignswvith a
responsible responsen solving, positively, common problems concerninggl
organizational issues.

Change agents’ reporidearly evidence this high-cohesive level of eragagnt from all
participants.

Also, participant testimonialscollected along the process by the IT Commurocati
team, confirm their assimilation of change messagesl congruent active voice
contributes;as a community whighwith a cognitive and affective positive response,
shares and solves their own problerssense of identity, and members’ identification,
around organizational values (global service visimsults orientation; cooperation;

competence; innovation) has been, progressiveligldped along the process.

This engagement climate has, undoubtedly, fa@litahe discussion; and the effective
production of a set of important, strategicallyexent, outcomes.

4.2.1.8 Presentation of Improvement Proposals to IT Topanament

As a natural step, on the sequence of the engabyingmics which had been created
along the Learning Meeting sessions, a proper ptasen should be prepared to give
evidence of the inherit outcomes; enhancirsgiase of urgency for proposed changes

well as providing @omprehensive view of its extension and meaning
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Issues and proposals should be presentec¢aoalinated waystructuring main actions
and their relationship; and evidencing all the disiens of analysis: employee
perceptions on the situation and their impact identification of main associated

problems basiccausalanalysis; identification and proposal of altermagolutions

Thus, the presentation should evidence the efectsults of @ositive problem solving
approachto organizational main issues; giving main att@mtio structural solutions, at
a strategic level; and reflectingdouble-loop generative learningather than only
pointing out to possible short-term achievementscfgwins).

The strategic improvement proposals have been mexsdo IT Top-management (by
self-selected members of the Change Agents Teamnascending feedback / feed-
forward contribute based on their independent systematization; amclrdentally
supported by sessions’ report structured narrativhey have been alsearly visible,

and made available to all employaésough the Program Site.

This kind of transparencyand independencyhas been considered as an essential
condition to creaté&rust along the whole process.

4.2.1.9 Proposal Selection and Decision

After the presentation to IT Top-management Teankmiployee proposaldecisions
have been takeneither for short-term simple changes with mindrucural
requirements; or for strategic, complex, actionsicivhrequire a more structured
implementation.

Putting the focus omstrategic redirection transformative actigna specific document
has been producedy IT Management, summarizing its main objectivasipnale, and

leading responsibilities.

It has coveredwelve main relevant actions to be addressed

1. Restructuring of the IT Software Development Anegéegrating the Application
Management and Project Management areas in ordebtan synergies and
allow for internal rotation and job enrichment;

2. Develop a project to define and implement an IT desay;

3. Develop project to define and implement an IT Hprta
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4. Review of the Feasibility Study Process; in ordemprove it, and to redefine
service levels according to complexity;

5. Develop a Project to review and improve all stagds the Software

Development Process;

Develop a Project to integrate Software Developriieats;

Document IT Processes’ Definition;

Enhance IT Processes’ Control;

Enhance and update Software Applications’ Docuntema

10 Implement regular Meetings between IT and IT Usaits,Top-Management
level,

11.Train IT Users;

12.Review and enhance IT Costing and Chargeback sgstem

© o ~NOo

As a major feedback following people’s contributi@cknowledging and incorporating
their most significant proposals) this document Hheeen disseminated to all IT

Employees, via specific Newsletter, being also nexteessible via the Program Site.

Also, in response to employee concerns and suggsstirelated to internal
communication improvement needs, and considerirgg litgh communication and
engagement potential evidenced by Learning Meet@sgionsa set of meeting support

orientations has been produceathder the form of policy document

It hastargeted mainly, the enhancement of:

* Information-sharing;

* Employee engagement on continuous improvement;

* Structured reporting practices;

* Support to Employee development;

* Meeting practices effectiveness and alignment.
Within an organization whereservice effectiveness is directly dependent on
collaboration and cooperatiorof several units along the value-chain, suppod an

coordination meetings are, in fact, essential.
So,four most relevantypes of meetindgpave been structured

« Coordination Meetings— team meetings (replicated for all hierarchicalels)
with the objective of sharing relevant informatimside the work team; analysing
and evaluating projects, activities, and task stand progression; as well as,

discussing common subjects which are relevant&@amtperformance;
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* Inter-area Analysis Meetings— team meetings between organizational units;
crossing organizational boundaries and improvingpeoation; in order to share
and discuss relevant information to all involvednts; identify improvement areas

along the value-chain; and analyse and solve conprariems;

* Activity Follow-up Meetings— individualized meetings between the team leader
and a team member; sharing relevant informationrapdrting on task progress

and issues;

» Coaching Meetings- individualized meetings between the team leaddra team
member; elaborating a systemic diagnosis, withgoerénce feedback; identifying
potential issues; supporting issues’ solving, andildmg an employee
development plan.

Within this policy, specific orientations have bgaovided concerningnhain aspects of

meetings including: its purpose, objectives, and advardagbe kind of meetings;

general concerns for preparation, conduction, asltbvi-up of meetings; specific

objectives, roles, conduction, issues, and recordatens particularly associated with
each kind of meeting. This information has been enadailable to all Employees.
Naturally, special training has been provided tdMdnagers; in order to highlight their
special role on meetings, and to develop leadersbippetencies on its preparation,
facilitation, and follow-up.

4.2.1.10Leadership Training — Module I

Concerning managers training on leadership, a seeonodule was devoted to the

essential aspects and criticaimpetencies of the leader concerning his/her iatahip
with the teamlIt has covered the implementation of balance img®t as a privileged
space for periodical reflection on values’ practieegaging team members on proactive
problem-solving and enforcing leadership practices.

Similarly to the first module, role-play, using kease simulation and providing

constructive feedback, was used as a major tacgaoforce learners’ engagement.

It was the time to pass the token” from Change Agents to Manageass engaging
communicators and team members influencers (lepdéys achieve common

organizational goals.
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The sessions — to a some extent reproducing a gehagent’s preparation”, but playing
the role within an organizational unit context -véadargeted, mainlythe role of the
leader as a facilitatareffectivelycommunicatingvith the Team and acting as agent
of change

So, they have covered the followingain topics
* The Leader as a Change Agent;
* How to manage Resistance to Change;
» Meeting with the Team;
« Critical leadership competencies: process, teclasigand communication;
* Kinds of Meetings;
» Group process facilitation;
» Communication tools and techniques;
* Groups and Systems;
* Mental Maps;
» Systemic Blindness;
* Balance Meetings;
* Facilitation Techniques.

Also, as a follow-up of the first leadership traigimodule, grogress report has been
done by each participantovering the implementation of what has beennkedy and
associated results and difficulties.

As it has happened during the first modydarticipants’ satisfaction with the sessions
has reached very high levels.

4.2.1.11Program Evaluation

A final step of this first organizational intervemt cycle had been devoted to the final
balance and evaluation of the program. This evalndgtas been done across several
dimensions; using pre-defined qualitative and qtetite indicators; some of them
contrasting program begin-end variations, but alsany of them, considering the
evaluation of intermediate steps.

A final report has been produceshhancing the program main objectives, stagesltses

and recommendations for future actions.
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It has been presented and deeply analysed andsdestwvith the IT Top-Management
Team, the Coordination Team, and the Change AJeram.

It has also been made available to all Employessha Program Site.

4.2.2 Second OD Cycle — Developing Emergent Structural Aions

As it emerges from the results evaluated at progriasure service quality has improved and
several actions have been decided be implemented during the second organization
development cycle, in order to potentiate futurpriovements.

Theinternal and external recognitioof the program — namely through the attributior2010
APCE'’s Great Award (Portuguese Association for @rgational Communication) — has set a
prominent milestone on the recognition of organared! ability. It has incremented collective
self-confidence; acting as an incentive to decide & face new organization development

projects towards organizational excellence.

Several important initiatives (Figure 68) have bedaveloped, targeting Employee
Satisfaction, Motivation, and Teams Effectivene$bey've covered areas such as (1)
Training, Development, and Communication; (2) Leals practices; (3) Adoption of Best
Practices; and (4) Work Process Optimization angp8tting Tools Implementation.

IT Portal

Training,
Development
and
Communication

IT Academy — IT Training Plan

IT Academy — IT Competence Model

Leadership
practices

IT Academy — Leadership Training

CMMI for Development
Certification Process

Best
Practices
Adoption

Integrated Solution for Project and
Portfolio Management

Employees
Satisfaction,
Motivation
& Teams
Effectiveness

Application Development
Environment on the Cloud

Process
Optimization &
Tool
Implementation

Figure 68 — Second OD Cycle: Main initiatives enegkfrom theChanging ITProgram
Source: own elaboration.
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This set of strongly interrelated structural actiongvidencing nevgtrategicdirections, as an

organizationalearning effect, from the 1st OD cycle, reflected on theos&l one — has been
implemented by specific project teams; sponsoredlTbyop-management; controlled by
specific Steering Committees; and benefiting fromvide support and cooperation provided

by all employees directly involved.

4.2.2.1 IT Communication and IT Portal

The IT Communication Unit had been already creaite®008, on the sequence of a
major restructuring of the IT Division, with the mamissionof:
“to produce, develop, and publish, in all corporatshannels and communication
platforms, information contents related with Infation Technology, with a
distinctive image and a holistic approach that assua permanent information
flow with IT staff and internal clients

It hasplayed a major role during the Changing IT prograieing actively involved in
its planning, joint-decision and implementationgsts; namely on the set-up of an
integrated communication plan, on the developménih® program Site, production of

periodical newsletters, specific communicationsl participant testimonials.

Some of these formats and initiatives which haverged along the program have been

further reused for the regular IT communicationgess.

Along the 4" cycle of Learning Meetings (September, 2009) Imownication and its
support instruments, in particular thE Portal implementationwere important topics
being subject to group discussion, proposals, agdestions.

It has demonstrated to be an effective forum teudis communication needs and

requirements targeting different audiences.

Its results have been further incorporated on tiveeat IT editorial lines, namelyT

Executive Letter, IT Internal Newsletter, Did yowWw IT, How to do IT

Currently, the IT Portal is theentral repository for IT communicatipaggregating all
relevant information delivered to its recipient gjgecific notifications and linked to its
pages. It includes regular publications and repatsivity and project data; training

support documentation; satisfaction survey restdtss and event notifications.
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Since its implementation (in 2011) — initially bgiexclusively for IT employees, but
now open to all Bank employees — the Portal extéib&n excellent activity growth

(more than 50.000 accesses per year).

It covers the most relevant information associdtedl activities: News, Multimedia,
and Training; Governance and Management informatioils now a major support for

the implementation of the IT Communication Strategy

4.2.2.2 IT Academy
Before the Changing IT program, employees’ competedevelopment and training

actions — although some major initiatives had aifipebudgetary planning and control
process — were not subject to a systematic ideatiin of needs, plan preparation,
follow-up and evaluation, managed by a coordin&tedtion.

This major gap and some associated issues haveateelly, emerged along the
Learning Meeting discussions.

Also, Employee Satisfaction annual survey resudtgehdenoted a deficit on employee

perceptions concerning théfaining needs versus job performance requirements

So, along the A cycle of Learning Meetings this topic has beenjexttbof deep group
discussion; exploring employee perceptions on thgeat situation and associated
problems; and stimulating their open contributitmslevelop the high potential idea of

an IT Academy.

Based on these results it has beemeloped a projedd™ quarter of 2009)n order to
set-up this new IT organizational unit has been coordinated by an internal team;
supported by consultants; and sponsored by a pSigering Committee involving IT
top-management.

The project covered the definition of IT Academyritng models: (1)strategic(vision,
mission, strategy, orientation principles, and otes), (2)governance(structures,
processes, KPIs, operational procedures, stakeisolted partnerships, logistics, and
resources) and (®perational

Also, thepreparation of a set of initial training actiorier the IT Software Development

process has been covered.
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IT Academy hasstarted its activity in 2010covering the development of employee
competencies alongfive essential dimensionsbusiness, application, process,

technology, and behavioural training.

Subsequent Employee Satisfaction survey resultd1(2hd 2012) have confirmed
significant improvements on employee perceptiomsiatheir competencemainly as a
result of:

» the introduction of &business” dimension on employee trainjndesigned to
develop internal customer proximity and global apekcific (to fit job needs)
business knowledge;

* a significant investment otmaining associated to generative initiativevering
process improvement and supporting tools’ adoption.

Also, the investment orbehavioural training (Leadership and Communication,
Interpersonal Relations, and Conflict Managemeas) ¢reated appropriate conditions to
improve Employee and Internal Customers’ Satisbackevels.

Although in 2012 (due to strong budgetary reswits) the number of training hours has
decreased, it has been possible to preserve aptabtEannual rate per employed7
hours, on average), withhagh level of satisfactio(80%).

Currently, the IT Academy covers also internal oostr training on usage of

applications and services.

4.2.2.3 IT Process Improvement — CMMI for Development Gediion

On the sequence of a complex project developed 002 2and targeting the IT
infrastructure externalization, a great effort Habn put into the development of IT
internal processes related to software (producteld@ment and provided services.
Concerning service management and delivery (inodiervice desk, and incident,
problem, configuration, change, release, servigel leapacity, availability, continuity,
and security management) a significant investmaudtdiready been made adoption
of best practice§ITIL aligned), as well as oassociated tools

These practices were considered as quite satisjaetiogned and stabilized, and did not

constitute a concern for major transformationapams.
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So, any associated certification (1ISO20000 or CMidi Services) had not been
considered as a major priority.

On theSoftware Development practices’ frahe IT Division had already (2002) set-up
an internal unit devoted to standardization andtinaoous improvement; working
together with IT business relationship managemeéevelopment, and quality control
teams; and focused on Project Planning and Control.

In 2006, a first attempt had been made to idertifgrent practices and improvement
needs’ recommendations; through a formal assesssuppbrted by external consultants
and following a CMMI for Development ML2 referertia

The results had pointed out to a significant satgdfrovements to be addressed before
any application to any formal certification. Sintben a lot of process improvement has
been done; on a continuous mode; mainly followinQBCT, PMBOK and CMMI
orientations.

Along 2009, theChanging IT Program has creatednaw opportunity, willingness, and
self-confidence to face more transformational atities either forprocessmprovement
as for the replacement of the existitogpls These needs were quite evident, since its
early beginning; and have triggered a top-managemecision to initiate a strategic
project targeting a formal SEI CMMI for Developmesttification.

The project, initiated in October 2010, has beehHdg the IT Software Improvement
Unit; sponsored by a proper Steering Committeepsrtipd by an external consultant;
and has integrated members from IT Development faoch Project Management
Office. It has started with an assessment stagentrasting current practices against
CMMI guidelines — and has produced a formal regettiling the associateghpsand
identifying mainimprovements to be addressed

Following the decision to proceed with the certfion goal, it has been developed a
second stage — engaging all IT Development projeahagers — focused on the
improvement of the Development Process; and rediegjgit to cope, at least, with
CMMI Maturity Level 2 orientations.

Before starting the formal Appraisal step, all thembers of IT Business Relationship
Management, IT Development, and IT Quality Conwoits have been extensively

trained, and involved in the implementation of #ssociated process and data changes.
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Also, the IT Project Management Office and the Wafe Process Improvement Unit
activities have been redesigned to cope with the sigport, control, audit, and quality
assurance requirements. The Appraisal Process tha®ds in June and has been
successfully completed in July 2011.

4.2.2.4 IT Tools — Integrated Solution for Project Manageine

Although the IT Division already had in place a gkinstruments to support Project and
Portfolio Management (PPM) — previously customizedfit the main requirements
associated with the whole process (feasibility gtudquirements’ definition, decision,
analysis, software development, and test) — thmss &xhibit a gredtack of integration

andlow flexibility to evolve.

The conclusions of the Learning Meetings sessioage hclearly evidenced these
problems, pointing out to desirable replacement of these toolhe imperative had

been quite understood by IT top-management (duts teegative impacts on efficiency,
effectiveness, and quality) as being a strong chesta agile process improvement.

In 2010 a Project and Portfolio Management proyeas started in order to select and
implement a proper support tool to address primageds related to a strong
improvement on the Project Management and Cormook f

A core team has been set-up in order to supportcttsomization of the selected
product. It has been led by the IT Quality Improesin& Organization Development
unit, in strict cooperation with Project Managem@itice, and sponsored by a proper
Steering Committee involving IT top-management.

The selection stage, highly participative, has aistegrated a wide group of
representatives from IT Business Relationship Manemnt, Software Development,
and IT Quality Control units.

All employees from interested parties (includingnagement structures and customers)
have been trained on the new tool, and the impléatien has been successfully
completed by the end of 2012.
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4.3 EVALUATION CRITERIA

Having an Action Research interventibno main integrated dimensignene concerning the
“action’ (associated with organizational change, develogmend learning); and the other
associated withrésearch (producing emergent knowledge which can be reieva an outside
community of researchers and practitioners); thesedimensions of evaluation are essential to

appraise its success.

4.3.1 Organizational Change Evaluation criteria

Thechange program evaluatiohas involved th@revious identification and selection of a set

of specific instrumentgtable in Figure 69) to serve as a basis for thaeluation of the

program.
Scope Instrument Evaluation Moments
Workshop and 1. Culture Workshop Satisfaction Survey
Training Actions 2. Leadership Training Satisfaction Survey At the end of each training
Effectiveness 3. Change Agent Training Satisfaction Survey action
4. Methodologies Implementation narrative reports | At the follow-up session
Internal 5. Culture Survey
Perception of IT 5.1. Dimension Values
Culture 5.2. Dimension Leadership Before and after the Program
5.3. Dimension Information
6. Self-evaluation Questionnaire on Leadership tites| At the end of the Program
7. Focus groups with employees Before and after the Program
Customer 8. Annual IT Internal Customers Satisfaction Survey | During the Program
Satisfaction with
IT Services 9. Structured Interviews with Major IT Customerspt |Before and after the Program
level managers)
IT Improvement 10. Characterization of the validated proposals and | At the end of the Program
Actions analysis of its implementation level
Implemented

Figure 69 — Changing ITEvaluation instruments
Source: own elaboration.

The Evaluation Methodology has integrated a sigaift set of'soft” indicators, measured
through perceptive information collected wami-structured interviews, surveys, focus group

sessiongtestimonials andimplementation reports.
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As depictedthey have coveredot only the direct evaluation of tipgogram’s main actions
and its effectsbut also dongitudinal perspective of Cultur@n its main dimensions) and its

impact on Customer satisfaction levels

Also, a significant part of the evaluation givesquate relevance to theplementation of
methodologies which have been object of trainasggwell as, to themerging strategic actions
which have been implementédring the second cycle of the intervention. latféy its
relevance, they should be considered as the nevstrgtivepart of organizationdkearning
developed along the intervention.

On a complex intervention — developed within a I'vearld” context and targeting a multitude
of integrated actions — the evaluation parametezs aiten, conditioned by several kinds of
reasons.

The first kind of reasons emerges from the widgpecoomplexity, and changing nature of the
intervention; constraining its measurement andatiotving either for (1) a fine tuning on the
effects of its multiple dimensions, or (2) the &mn from effects of other parallel actions
implemented within the organization (e.g., a nedividual performance appraisal process).
The other kind emerges from the “real world” nataf¢he organization where the change and
research process occurs. In fact, not being filmasest models for Experimental Labs (where
the context, the research subjects, objects, asuments are within a highly-controlled

environment) all these aspects have to conforredbarganizational settings and decisions.

Also, naturally due to the universal scope of theervention — covering all IT areas and
employees — it was not possible to set-up any &fgliasi-experimental process (Campbell &
Stanley, 1963) using control groups.

However, the clear definition of change objectivesing measured bgpecific evaluation
parameters which have been defined in advamasewell as théormalization of evaluation

tools and reportshas acted as a grantor for evaluation rigourratelance.

4.3.2 Research Evaluation

Traditionally aresearch program is evaluateoh the basis of its predefined research targets,
including how, and to what extent (1) it answersh®Research Questiong?2) theResearch
Objectiveshave been achieved, and (3) tResearch Hypothesihave been confirmed,

enhanced, or discarded.
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However,the evaluation must not be resumed to this essdragpectsbeing expected that it

should also include:

» explicit assertions concerning the emergent knogdefusually structured and
expressed under the form of models, frameworks, “amhagement implications”

which can be reused within other organizationairsgs);

* some contribute to the development of research odstifas a result of the

researcher’s reflection on what has been done);rastdess important,

» some contribute for future researopportunities(including the identification of new

potential research problems, questions, objectaed hypothesis).

While the first set of itemgdsearch targefsare formulated in advance (in the current case
with an explicit formulation which is systematizedthe tables depicted by Figures 2, 3, and
4); the remaining ones emerge essentially eithea asnsequence of those targedset
emergent knowledgeor as an indirect result from the applied reskeaorocess (e.ga
contribution to improvement on research methpds from additional research needs (e.g.,

future research opportunitigs

So, usually, although not being formulated in adearthey should be considered, after proper

reflection, as relevant research achievements.

However, this reflection must be only done on ilgatlof the specific organizational change
results and achievements, including their specif@aning for the research dimension of the

intervention.

279



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

4.4 ORGANIZATION DEVELOPMENT RESULTS AND ACHIEVEMENTS

Having previously defined the evaluation criter@ the Action Research intervention, it is

important to give evidence of its achievements saering two mairdimensions
» Organizationalchange, development, and learning, and
* Researclresults.

Within this item, the evaluation is done from ang@nmizational Development perspective,

considering the essential aspects related to dmsfsrmational change which has been promoted.

As previously stated, only after a proper reflectcmncerning these essential change results, and

considering the research targets, the researchg &gl be formally evaluated.

As previously referred, the®Icycle of Organization Development (entitled as @eanging IT
Program has integrated a set of structured actions tagethe following main explicit

organizational objectives

» to develop a &vice Culture— customer oriented, and based on a more operilenble

internal communication structure;

» to develop and harmonize effectit@adership practices- valuating employee coaching,

leadership skills development, and alignment ofitedtitudes towards values and principles;

* to promote theEngagement and Participatioof all employees on the definition and

implementation of service and internal functioningprovements.

Concerning the cycle of Organization Development the structurgegriventionshad targeted
the implementation of a set of major strategic @tsi emerging from the *icycle employees’
participative proposals approved by IT top-managem&hey have covered main areas of
Training, Development and Communication, Leadergivgtices, Adoption of Best Practices,

and Work Process Optimization and ImplementatioBugporting Tools.
Before start evaluating the intervention it is impat to proceed to alarification on its
characteristics, in order to contextualize the kofdapproach which has been developed.

So, concerning th&ind of changevhich has beepromotedalong this two-cycle organization

development program, and according to Porras & Rete (1992) classification, it can be
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considered as a"? order planned change (multidimensional, multi-leveadical, and
discontinuous, involving an organizational paradgymupture); this is, transformational,
targeting thanges in organizational climate and culture, wsignificant changes on working
processes, organization structure, conception amthagement, according to a previous pglan
(Caetanp2001).

In fact, it has been multidimensional interventigrwhich has targeted raultitude of objectives
and areassuch asthe acquisition of leadership and management coemogts, the adoption of
new attitudes and behaviors towards organizatianeatomers, the reorganization of some work

processes and the assumption of new values andiped.
It has impliedmultilevel actions, namely:

1. at individual level:targeting the acquisition of new leadership knalgke and competencies,
stimulating the change of individual attitudes é&ethaviors;

2. at group level (including intergroup relationships)in order to improve work group
dynamics and intergroup cooperation, developing emasolidating teamwork and group

problem solving;

3. at macro (organizational) levelacting over organizational culture and values, kivay

processes, and management practices.

It configuresa scenario of planed changd®an de Ven & Poolel995)built at the level of a
single entity with development induction through a cycle of lglmmulation, implementation,

evaluation, and modification of goals based on wie learned.

According to Weick & Quinn’s (1999) classificatioit, can be characterized as apisodic

change(infrequent, discontinuous, and intentionacurring during divergence periogahere

organizations are moving away from their equilibriuconditions (Punctuated equilibrium
model, Tushman & Romanelll985).

These main characteristics can be clearly recognizthin the time dimension’s context of the
intervention, whereafter a previous long equilibrium peripccharacterized by simple and
isolated small-improvement changes not challengiiegtatus qupa metamorphic change took

placeas an effect of thieeleologicalmotor, withstrong top-management ignition and propulsion
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On alearning perspective @etection and correction of errgr as defined by Argyris (2002), a
clear distinction must be highlighted betwesngle-looplearning (which occurs whererrors
are corrected without altering the underlying gavieg value¥ anddouble-loop learningwhich

occurs whererrors are corrected by changing the governing ealand then the actions

On the light of this categorization thé&' tycle (strategy determination and engaging), tugret
with the 29 cycle (implementation of structural actions) exhthe appropriate characteristics to
allow to classify the whole intervention asl@uble-loop organization development and learning

process.

Incorporating Senge’s (2006:p. 766) notion of gatiee learning (“which is aboureating), it
can be then be asserted that, togetheth cycles of this large organizational transfotioa
integrate and configure a double-loop, generatieeganization development and learning

process coveringstrategy definition andmplementation

Following this preliminary contextualization, thehaole intervention (complex and holistic
transformation) can now be evaluated on its twdesycconsidering, for each of its multiple

dimensions, its main stages, objectives, evaluatisinuments, and results.
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4.4.1 Organizational Culture and Values

Concerning the dimension of Service Culture andu¥s| figure 70 depicts its main stages,

objectives, and evaluation instruments.

S Production of a Bill
of Valuesand
) Guiding Principles
Workshop with all
Employeesto Externalization of Definition of specific
operationalize the the desired culture objectivesto

evaluate service
values’ practices

desired Values

Signalization for Integration of
desired Attitudes and Service the cultural

i component i
Behaviors Culinre appr;;?saln in

and
Values

Identification

Workshop with ofthe desiredQ

Monitoring Progressive
Values’ practice integration of the

top-management Values :
toidentify thes IT V.alues evaluation
into Employees
Values g 8
individual appraisal
Objectives Evaluation Instruments

[EM1] Culture Workshop Satisfaction Survey

* Topromote internal service practices aligned with ) )
P P € [EM4.1] Culture Survey - dimension Values

eupiluplise e, e [EM7] Annual IT Internal Customers Satisfaction
* Toenforce performance management through —
Culture . . .
[EMS8] Structured Interviews with Major IT

* Toimprove internal and external service levels
Customers

Figure 70 — Changing IT — Service Culture and Vali&tages, Objectives, and Evaluation Instruments
Source: own elaboration.

4.4.1.1 Main Steps
This dimension of the intervention has integratezlfollowing main steps:

1. Identification of the desired values consisting in a working session with IT Top-
Management to identify the five essential valueented to the desired service
culture, namely: Global Service Vision, Results’ igdtation, Cooperation,

Competence, and Innovation;
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2. Signalization of desired Attitudes and Behaviours consisting of a full-day
workshop session engaging all IT Employees (20icesswith 25 persons per
session in heterogeneous groups). During theseosssthe proposed IT Values
have been presented and extensively discusseds ireldtionship with specific
desired attitudes and behaviours. The main objeatias to create shared meaning
around values, and to raise awareness of a sefitmiak internal and customer
related behaviours which are on the basis of semi@lity. As a material result of
the active contribute from all employees, a pgratory basis to produce a Bill of

Values and Guiding Principles has been established;

3. Externalization of the desired Culture— it has mainly consisted on the
systematization of all the information collectedrad the Culture Workshops, and
on the effective production of the Bill of ValuesdaGuiding Principles associated

with an IT Service Culture;

4. Integration of the cultural component into apprai$a- having been created a bill
of values, this stage has mainly consisted inta#faition of specific objectives to

evaluate the implementation of values through prest

5. Monitoring Values’ practice — this stage would consist on the progressive

integration of values on employee individual apgpabprocess.
4.4.1.2 Main Results

The results, measured through the regular Inte€Cngtomer’s Satisfaction Survey, have
evidenced an immediate improvement on service tyualvery clear on items related to
behavioural elements, pointing to new attitudesiwithe IT area (increased availability

for customer attendance and more effective sugpoproblem resolution).

Considering that the Culture Workshops have focusedhese variables, it is valid to
assert that there is an effective congruence betwee investment and the perceived

outcomes.

Based on the results of the interviews, it is gasdio assert that the improvement effort,
at internal process level and on service qualiag been visible for the customers’ top-

management structures.
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Most of them have made explicit references to #emis’ customer proximity and
perceived the program, and its communication gyatas an explicit evidence of a
strong commitment to improvement — thus recoggifithanging ITas a structuring

element for the new IT unit positioning (next te imternal customers).

The internal Culture Survey results also denotedgreat congruency between
Employees’ and Internal Customers’ perceptions thensense that they perceive the IT
Unit culture positioning: a typical Market Culturégcused on results, with major

attention on service delivery quality monitoring.

Although, within the Values dimension of Culturénés been denoted some enforcement
on items related to a hierarchical culture — cdnptide accomplishment, maintenance,
and stability. In fact, besides the evident greatmmcern with customer satisfaction,

employees still perceive the IT Unit as somewhat$ed on internal processes.
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4.4.2 Leadership practices

Concerning the dimension of Leadership Practicgpiré 71 depicts its main stages,

objectives, and evaluation instruments.

Stages

Summary document ] Desired Leadership Culture Second leadership
with the desire J haractarization trainingmodule

leadership practices

* team meeting
* workgroup facilitation

Competence
development Il

\

Leadershipandteam  |competence
managementtraining, |development|
involving all the

hierarchies TMeetings
* responsibility, . document
* coaching Leadership I ;
* performance diagnosis Practices Implementation

of IT meetings

* attitude problem solving

* employees competence improvement
* Coordination Meetings

) * Activity Follow-up Meetings
Focqsgroup ° * Coaching Meetings
sessionsand ] * Inter-area Analysis Meetings
interviews with Problem identification
employees and case study
construction
Objectives Evaluation Instruments
* Toharmonize leadership practices [EM2]  Leadership Training Satisfaction Survey
* Tocomplement the Performance Appraisal System [EM3]  Methodologies Implementation
narrative reports
* Topromote employees competence development [EMS) Self-evaluation Questionnaire on
* Toproduce 3 positive impact on employees’ LeadershipPractices )
motivation levels [EM4.2]  Culture Survey - dimension Leadership

N AN J

Figure 71 — Changing IT — Leadership Practicegg&taObjectives, and Evaluation Instruments
Source: own elaboration.

4.4.2.1 Main Steps
This dimension of the intervention has integrateglfollowing main steps:

1. Problem Identification and Case Study constructior consisting on the
conduction of focus groups sessions and interviests employees, in order to

characterize current leadership practices, to ifyerieadership competences
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development needs, and to collect information tmlpce case studies to be used for

training purposes;

2. Leadership competencies development-Iconsisting of the conduction of six
groups of training sessions with all employees withnagement responsibilities
within the IT Division.

It has been worked with the groups the topics oto@atability and coaching,
performance diagnosis, employee attitudes problestving, and employee
competencies’ development.

Each topic has been worked, using role-play sirmariat in order to illustrate, in a

practical way, how to apply these methodologiefiwit real work team context;

3. Characterization of the Desired Leadership Cultureconsisting on the production
of a document summarizing the desired Leadershaptiges, in accordance to the
new IT Culture.

The leadership model which has been worked duniaigibg sessions has been
operationalized in terms of behaviours and prastiGeg., method to conduct

coaching sessions) and distributed to all hieraethevels;

4. Leadership competencies development -l consisting on a second leadership
training module where, mainly, the training groupshworked on leadership
competencies related to team meeting sessions ctowluand work group

facilitation techniques;

5. Leadership practices monitoring— based on the production and internal
presentation of a policy document summarizing tksestial principles for IT
meetings.

The document included main orientations for (1) @owtion Meetings, (2)

Activity Follow-up Meetings; (3) Coaching Meetingand (4) Inter-area Analysis
Meetings.

Within this step also a follow-up has been madeirftabeen asked to IT Managers
to share with their peers the implementation thetythave already done of

leadership practices with their teams.
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4.4.2.2 Main Results

The satisfaction levels with leadership trainingdnaeen very high.

Also, the volume and quality of associated methogiels’ implementation has been
quite remarkable, evidencing a change on the cuperception that employees have
about leadership practices. It has been obsergbiftaon employee perceptions towards
the desired leadership culture. Now, they evaltiageleadership style and practices of
their direct hierarchies as being more close tantheore objective, and focused on
results.

The leaders, themselves, became more exigent congeaheir own practices. On most
situations, employees are more satisfied with thdividual objectives definition
process, the way they receive feedback, and the fosw leaders deal with attitude
problems.

Practices which have been assumed as mandatoryigdigidual performance appraisal
meetings and team coordination meetings), has wew@k more expressive
implementation levels. It is also visible a growiagention to the development of
employee technical, business, and behavioural canpies.

Coaching is done mainly at direct hierarchy lewelf still in a poorly structured way
and more focused on supporting short term taskerelks still a low frequency on
medium-large term employees’ support. This heteredg on the coaching process
implementation is perceived by the team leaders;iwtonsider it as an opportunity for
improvement.

It is also visible some difficulty to delegate —thvits impact on the growing volume of
operational work done by intermediary leaders, @sadimplications on their lower
availability to carry on some leadership tasks diyerelated to employees follow-up
and support. The results of the focus group sesdietd with employees evidence the
existence of a significant volume of work still bgicarried out at a hierarchical level

upper than recommended.

Globally, the results evidence a very positive iotpaf the leadership training
component of this program — which, jointly with theformulation on the institutional
performance appraisal process, has implied a sbiftards the desired direction on the

leadership style perceived by employees.
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4.4.3 Employee Engagement & Participation

Concerning the dimension of Employee EngagementRarticipation, figure 72 depicts its

main stages, objectives, and evaluation instruments

Stages

Bottom-up
5 presentationsto IT communication

Unit top-management J

12 specific Actions,
resulting from
Learning Meetings

|

Participationon
continuous improvement

Conduction of five
cycles of Learning
Meetings involving all
employees

* internal processes,
* service quality,

* leadership practices,
* analysis of implemented improvements
* internal meetings’ quality

Employee
Engagement &
Participation

Trainingof 21 IT
Unitemployeesto
actas Learning

Preparation of the

Implementation of
improvement proposals

Monitoring of the
createdvalue

Working processes,
Service quality,
Employees’ motivation

Meeting facilitators _JChange Agents Team
Objectives Evaluation Instruments
Toengage all the IT structure on continuous [EM2) Change Agent Training Satisfaction Survey
improvement [EMS] Characterization of the validated
Toimprove cross-team communication proposals and analysis of its
To collect proposals to solve identified problems implementation level
Toimplement solutions [EM4.3]  Culture Survey -dimension Information

Figure 72 — Changing IT — Engagement & Participatistages, Objectives, and Evaluation Instruments
Source: own elaboration.

4.4.3.1 Main Steps

This dimension of the intervention has integratezlfollowing main steps:

1. Preparation of the Change Agents Team consisting on the training of 21

employees, preparing them to facilitate the Leaymiteeting Sessions for all the IT

employees.

Their preparation has been made along a 4-dayalinitiaining session

complemented by several follow-up sessions. Thentéas been supported in

permanence by the program coordinator and the giropgsultants;
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2. Participation on continuous learning and improvemen— centred on the
implementation of four cycles of Learning Meetinggluding all employees.
Specifically it has been asked to each employe@adive participation, once a
month, on a 1 hour meeting (with 15 participants ggssion) where a problematic
case study was analysed, and reflection was dontherbest way to solve the
situation.

Each cycle of sessions had a global topic for @amalgnd discussion, namely:
internal processes, quality of customer serviceagérship practices, actions to

implement, and quality of meetings;

3. Bottom-up Communication— at the end of each of the five cycle of Learning
Meetings, where the Change Agents Team have syStemhand presented to IT
Top-Management the main contributes (perceptionblpms-ideas-solutions)

provide by all IT employees;

4. Implementation of improvement proposalswhere twelve main actions have been

structured for subsequent implementation;

5. Monitoring of created value- analysing and evaluating the benefits which gexkr
from the several actions which have been implenterteat the level of work

processes, service quality, and employee motivation
4.4.3.2 Main Results

All the critical tasks of this dimension have beampleted with success, including: five
cycles of Learning Meetings, five presentationltd op-Management, the design of its
implementation plan, and its further implementation

It has been quite evident a high-level of intereatii satisfaction — either from oral

feedback or from recorded employee testimoniali(@vie at the program site).

The bottom-up communication mechanism, createdllbgnaployees and reciprocated
by top-management, has generated an effective dgnamards improvement actions

implementation.

Twelve important actions were identified and stwetl — with distinct impacts at

internal organization, processes, and service tydalels.
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IT Academy and IT Portal were some the most relevamerging from them a

significant change on the perceptions about intéanens of IT communication.

Undoubtedly, the results measured through the riateculture survey evidenced a

global shift towards more flexibility in informatno/ communication within the IT Unit.
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4.4.4 Second OD Cycle — Main actions’ results

As already detailedys a strategic outcome from the first cycle ofititervention it have been
emerged a set of strategic decisions pointing owt toordinated development of structural
actions covering Training, Development, Communication, dexship, Adoption of Best

Practices, Work Process Optimization, and Tooldémentation.

Configuring a double-loop generative learning pescehey represent important outcomes and
achievements. Not only by its results, but alscabee they have set a new structural basis to

enable future Quality Improvement and Organizabavelopment initiatives.

Despite the research targets (questions, objectarss hypothesis) are focused on the first
cycle of the intervention, it is important, fornparspective of its major outcomes, to highlight

the results of the projects which have been deeel@ the second cycle.

So, within this section the objective is not to\pde an extensive narrative of the evaluation
that has been made for each project, but essgntahlighlight its success and meaning, as a

consequence of a major organizational transformatio

4.4.4.1 IT Communication and IT Portal

Since its creation in 2008 (before the Changin@tdgram) the IT Communication Unit
has played a major role linking IT and its Custesness well as the whole IT
community. It has progressively evolved; from a Bnratial group devoted to the
production of IT Executive Letters and Internal Ndstters, to a structured unit which
puts communication on the agenda of the IT arealvireg information vehicle to
engage people, to connect them, to cross orgamiedtiboundaries, and to support

working activities.

It has played a central role on the Changing ITgRmm, as well as on all subsequent
major initiatives; cooperating, as an active infation vehicle; giving intensive

visibility to messages, events, and testimonials.

It has grown, absorbing the proper values of tlogm@m and incorporating them along
the process: alobal service visionwith deep orientation to results using their
competencein strict cooperation with the other areas and teams; and producing

innovativesolutions to support the program.
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The acquired knowledge from this deep experience lbeen, widely and wisely,
incorporated into the Unit's activities; includireglitorial lines, supporting tools, and

channels.

A good example of this acquired knowledge incorporais the IT Portal. This must be
understood across two major dimensions.

The first dimension is a material one: based ondikeussions concerning internal and
external communication that have been stimulateshcplthe & cycle of Learning
Meetings, the emergent knowledge (employee peeptiof problems, ideas,
suggestions, and solutions) was used as a requitemspecification to the
development of the IT Portal.

The second dimension is more technical and straictilive acquired knowledge from the
experience of developing the program site has b&ether, reused to design and
implement the Portal.

Also, being the IT Portal a working instrument @s® support IT activities and
associated data) the knowledge which has beennelbltait a previously project on IT
Conceptual Data Modelling has been (re)used on dbsign of its underlying

information model.

Another effective learning outcome from the progranthe practices of a segmented
approach to target audiences on communication @gnagjrsynchronizing messages with
actions, using appropriate communication tools, iategrating it onto a communication
plan and process — has been also object of rees®y how incorporated as a current

usual practice.

Being the associated organizational unit a focaintpdor IT organizational
communication, information sharing is one of itsstneelevant domains of activity. This
is valid to periodical communication via regularbpaations within IT editorial lines,

but also to activity and projects information.

A good example of its active participation in IT joraprojects is the strict cooperation
with IT Academy major training activities (suppodgi projects like IT Process
Improvement and CMMI Certification, as well as thglementation of the Project and

Portfolio Management Tool) where all communicatiantions (integrated in the
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associated Communication Plans) have been plannddcaordinated with the IT
Communication Unit. Also all relevant informatiorash been made available via IT

Portal.

Currently all the information and documentationoassted with IT Academy activities

is available at IT Portal.

Also, the IT Portal, initially devoted to be an #@pository of information, has evolved.
It is now open to serve IT Users. So, currently,irdormation related to IT Projects
(including its status reports, new functionalitibeing included in IT Software
Applications, and divulgation notes on how-to gebest usage of services) is now

available to IT Users; being good examples of évislution.

The progression of IT Communication, evidenced liigsé important services on the
domain of User and IT support, denote the succeBs Gommunication and IT Portal,
as major functions and instruments to support ativeacpolicy of innovation,

competence, and cooperation between both orgamizdticommunities; supporting

continuous improvement on products and servicegiged to support the business.

4.4.4.2 1T Academy

IT Academy, IT Quality & Organization Developmerand IT Communication are
essential structures.

Currently, they work together to develop IT peomgstems, and processes, in order to
promote quality, organizational effectiveness, aatisfaction.

The strong cooperation between these areas haddiss on the Changing IT program,
were the current members of these teams have etyensoperated on the setup and

development of its main stages.

IT Academy; besides supporting the developmenfToEinployee competencies along
regular training activities and IT User trainingishalso a major collaborative role on the
most relevant IT Organizational Development inities.

This active participation is clearly visible on #gagagement, on the training dimension,
in generative learning internal projects, like Idftdvare Process Improvement, CMMI
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Certification, Project and Portfolio Management qass improvement, and Tool

Implementation.

This cooperation is also evident for IT User tra@iparticularly when major Software
Application Systems, with major user impact, areali@ped and require adequate formal

training plan processes.

Concerning development of IT Employees, the IT Ascag does not remit itself just to
a “traditional technical training support role, but addresses new important areas t

promote ‘torporate citizenshipand to develop ¢ore workplace competencies

The strong investment which has been done in theado of behavioural training
including the areas of Leadership and Communicatloterpersonal Relations, and
Conflict Management, is a good example of thesmr&t They are in line and on the
sequence of the work that has been promoted alen@hanging IT program; and target
the development of the desired culture and valtresugh leadership and engagement,
cooperation, creative thinking and problem-solvinihis has created appropriate
conditions to improve individual and group effeetiess; which are on the basis of the
raising of Employee and Internal Customer Satigfadevels.

The introduction of alfusiness literacydimension on employee training — in order to
develop global and specific (to fit job needs) bess knowledge — is also another
successful example of competence development dicaton; promoting internal
customer proximity and enlarging employees visibaw the institutional activities and
their role within the value-chain.

The positive effects of IT Academy are largely donéd; either directly by the
evaluation of training actions; or, not less impatt by the significant improvements on
employee perceptions about their competencies adgqexpressed via regular

Employee Satisfaction Surveys along the two fiesirg of activity).

4.4.4.3 IT Process Improvement — CMMI for Development Gediion

One of the most structuring actions which have bd=mreloped corresponds to the IT
Process Improvement project which has conductedh t€MMI for Development

Certification.
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The effective Appraisal Process, which has startetine 2011, has followed a formal
SEI SCAMPI A process (SCAMPI Upgrade Team, 201tlhak been led by an external
authorized SEI Lead Appraisal, which has coordishdatee work of ten appraisal team
members (two of them from the Bank Audit Department

It has integrated a regular SEI sample from alPf®jects, and has directly involved 60

employees along 30 appraisal interview sessions.

All generic and specific practices associated ®dbals inherited to the seven process
areas included in CMMI for Development Maturity ledv2 [Requirements
management; project planning; project monitoringdaoontrol; supplier agreement
management; measurement and analysis; process @tiig quality assurance; and

configuration managemenhave been deeply evaluated.

It has been an intensive process, where the merob#re appraisal team, as well as the
IT Teams members and their leaders, have beenebctengaged on collecting,
analysing, and evaluating evidence from curremdiims and practices.

It has been verified that, for all practice ardhs, generic and specific goals were fully
satisfied.

So, according to this, at 12 July 2011, the IT Bimn has been awarded with a SEI
CMMI for Development ML2 Certification; withull implementation, being all generic

and specific goals satisfied for all practice areasthout any weakness

This corresponds to a significant external recagniof the great effort which has been
put on process improvement, aligning it with exérstandards. Also, it has acted as
incentive to proceed with a previously identifietbjpct targeting the selection and
customization of an integrated tool to support ¢hpsocess areas (as recommended by
the appraisal team).

4.4.4.4 |T Tools — Integrated Solution for Project Manageine

Along a successful IT Development process improvenpeoject, culminating with a
CMMI for Development ML2 Certification, a set of quesses has been aligned. Its
definition has served as the main initial requirateebase to select and customize an

integrated solution for project and portfolio maeagent.
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Reusing previously created and tested engagingnaigsaa wide involvement has been
reached along this project; thus contributing tsolution which had considered all its
stakeholders. Using the active support of IT Acagleand IT Communication units,

training has been provided to all interested psrtend stakeholder communication

along all the process has been enhanced.

By the end of 2012 the new integrated solutionbyeen implemented with success.
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5 REFLECTION & MAIN CONTRIBUTES
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RESULTS AND
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* A FRAMEWORK OF CRITICAL SUCCESSFACTORS FORHOLLISTIC CHANGE
= MAIN CONCLUSIONS
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5.1 REFLECTIONS ON CHANGE RESULTS AND ITS GLOBAL EFFECT S

Having previously detailed, for each change cydieension, and action integrated into the
intervention, the essential aspects of its evaduatit is now important t@roduce abalance of
the most relevant change outcomes; summarizingnas results and final effects before

progressing to a wideteflection concerning the research achievements

Figure 73 depicts those main cycles and dimensbokange, and highlights its most significant
results and final effects.

MAIN ACTIONS

1t OD Cycle - BEHAVIOURAL PREPARATION AND STRATEGY DEFINITION

ORGANIZATIONAL EMPLOYEE
CULTURE AND VALUES LEADERSHRE ENGAGEMENT

2" OD Cycle — STRATEGY IMPLEMENTATION — STRUCTURAL PROJECTS

IT PROCESSIMPROVEMENT
IT ACADEMY CMMI FORDEVELOPMENT
ML2 CERTIFICATION

IT TOOLS
INTEGRATED SOLUTION
FORPROJECT MANAGEMENT

IT COMMUNICATION
AND IT PORTAL

MAIN RESULTS & EFFECTS

* Common set of meaningful shared Values

* New positive problem solving practices * Relevant Strategic Initiatives
* Enforced Organizational Commitment and Employee Engagement * New Organizational Development Structures
» Enhanced Psychological Sense of Community » Improved Processes, Tools and Practices

* Significant improvement of Leadership practices
* Strong enforcement of Internal Communication
« Increased Employee Satisfaction
* Improved Service Quality
» Increased Customer Satisfaction
« Internal and External Recognition

Figure 73 — Global Change Evaluation: Main Resaid Effects
Source: own elaboration.

5.1.1 The emergence of relevant Change Results

The emergence of a significant set of change ®sldhotes that a transformational change
has occurred as a result of a participatory styatledinition and implementation.

To get a better understanding of how they have laedeved, an analysis must be done,

following an Organization Development perspectifecused on the major theoretical
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foundations which are subjacent to the main actionientations (on the light of the existent

literature), and making sense of what has been dodeachieved.

So, from an action-result perspectivet is important to emphasize the followimgsential

aspects

 Common set of ‘meaningful Values'changing the governing values a preliminary

basis to change the course of action (Argyris, 20@H8gning espoused, attributed,
shared, and aspirational valugBourne & Jenkins, 2013); considering them the
critical path from believes, norms, and attitudegptomote desired behavioufgjzen &
Fishbein, 1981; Ajzen, 1991); afallowing a specific Value-Based Management process
(Vargas, 2005); has been a successful strategyftoroe organizational identity and
identification organizational commitmentand employee engagementleveloping a

psychological sense of communitighin the IT organizational unit;

* New ‘positive problem solving’ practiceshe usage oparticipative meetingsnvolving

all employees on small heterogeneous groups; int stupation facilitated sessions; as a
form to decrease resistance to chan@@och & French, 1948)promoting employee
participation and involvemenfLawrence, 1969); usingducation and communication,
participation and involvement, facilitation and gt as proper strategies to decrease
resistance and increase commitméKbtter & Schlesinger, 1979); and usipgsitive
problem solving techniquebas introduced a process which has proved (aeeved by
the results of the learning meeting sessions) teeffective in order tgoromote peer
interaction on problem identification, discussiomositive contributions, mutual

enrichment, and proposals for effective solutjons

» Enforced Organizational Commitment and Employee Eggment creating the

“necessary bounds of engageméBalain & Sparrow, 2009) in terms ofotivation and
incentive to bound organization identification internalization, and psychological
ownershipresulting in promotion of chande(Pierce, Kostova & Dirks, 2001)ising
values’ congruence to promote affective commitrt@ittie organizatior(Mowday et al.,
1982; Meyer et al., 2002; Roe, Solinger & Van OJf@009; Howell, Kirk-Brown &
Cooper, 2012; Burne & Jenkins, 2013); has demaestrto be arexcellent strategy to

promote individual and group engagement on change
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This has been madearticularly evident by observation of individual behaviours
contributing to group performance during learningeetmgs, video, and written
testimonials; as well as through the narrativesthef sessions and its high relevant

outcomes;

» Enhanced ‘Psychological Sense of Communityas a consequence of thative

employee involvemeand internabpen communicatiostrategies which have been put in
place around the program (Dessler, 1999); a malsphse of membership, influence,
integration and fulfilment of needs, shared emationonnection, and responsibility
configuring the base dimensions B$ychological Sense of Commun{8arason, 1974;
McMillan and Chavis, 1986; Nowell & Boyd, 2010; Bb§ Nowell, 2014); has emerged,;
“turning” the organization into a real living commmity (Mintzberg, 2009); and
progressively creating thproper conditions toa strong, active, and visiblemployee

engagement on changehich has emerged;

» Significant _improvement of Leadership practicesas a consequence of specific

leadership training involving all employees with management respahsds and
covering the main processéaccountability, monitoring, competence developtnend
attitudinal alignment) of Vargas’ (2004) pragmadtipproach to leadership; the volume
and quality of associatethethodologies’ implementatiohas been quite remarkable;
evidencinga positive change on the current perception thapleyees have about
leadership practices

Theleadersbecame more demanding concerning their own pes;gmployeegvaluate
their direct hierarchies leadership style and prast as more close to them, more
objective, and focused on results (as evidencethéyeadership survey conducted after
the program).

Employee surveysonducted before and after the program, gitreng evidence of a

relevant increase on satisfaction leyglarticularly those related to their direct marrage

» Strong enforcement of Internal Communicatiorbeing communication, participation,

and facilitation key strategic drivers to positiyeinfluence individuals and groups
towards changéKotter & Schlesinger, 1979); considering éspanded role to “address

the effects of small group networks, superior-sdb@mte communication, and
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communication climate on employee satisfaction pedormance” Krone, Kramer, &
Sias, 2010);moving from micro-level interpersonal issues to enonacro-level ones
(Jones et al., 2004); and beifan integral part” of participative processeéSeibold &
Shea, 2001); apecial emphasis has been given to the commumicptimcess along the
whole program

In fact, communication, engagement, action, andravgment were thenost relevant
attributes of the programbenefiting from a strong engagement of fReCommunication
Unit.

Communication has beenfacal strategic tool to leverage the procebsit also docal
area of discussiowithin the program. In fact, IT Communication atglmain instrument
(the IT Portal) have been deeply discussed bynafileyees along “learning meetings”.
As a result of these discussiomsw communication processes, tools, practicespealit
lines, and publications have been incorporatgthin IT Communication regular activity.
The Program itself has beeexternally recognized as a winnef a Portuguese

Association of Organizational Communication AwandD10;

» Relevant Strategic Initiatives centred on_participge practices using Employee
CommitmentMowday et al., 1982; Meyer & Allen, 1991; Dessl&B99; Meyer et al.,
2002; Roe, Solinger & Van Olffen, 2009); creatin§sychological Sense of Community

and acting on its components (to imprgygychological well-beingand motivatepro-
social-behaviourduring achange eveit using its positive relationship wittollaborative
learning (to influence a group’s ability to generate alternatiicdeas and solutions to
problem$ (Boyd & Nowell, 2014); the Learning Meeting sessions, involving all
employees, have played a major role on the ideatibn of strategic initiatives;
configuring extra-role behaviouron the basis otontextual performancéBorman &
Motowidlo, 1997).

The pragmatic strategic outcomes, in terms ofdimployee-proposed structural actions
approved by IT top-managemedsee “twelve main relevant actions” emerging frdma t
step “proposal selection and decision”, in 4.38),2.give clear evidence of this
“employees contribute to organizational effectivenegh actions not directly related

with their main functions, but which are importaas they model the organizational,
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social, and psychological context which serve asitécal catalyser to task activities and

processes{Cunha et al., 2005:p. 243);

 New Organization Development Strategical Structureésised on theuccess of the first

cycle of the programwhich has created within the IT organizatiosemse of urgendy
implement new structural actions and functions,wadl as a strong spirit okelf-
confidence on organizational capabilities drive the whole processgw organizational
structures have been creattxsupport the severatganization development initiatives

IT communicationactivity has been enlarged and improved, and threpr units have
been created within an IT management support ofacgoftware Process Improvement
Unit, thelT Academy Unjtand a specifi€T Quality and Organization Development Unit
Together these Units haweordinated the second cycle main projeethich have been
sponsored by IT top-managemeiienefiting from the creation ddpecific Steering
Committeesinvolving relevant organizational uni@nd employeesxternal providers,

andspecialized consultantand

» Improved Processes, Tools, and Practicas aresult of the main projects which have

been developed during the second OD cycle of ttezvientionseveralprocesses have
been aligned and improve(employee development processes; internal andrraite
communication; application portfolio and project magement; software development;
and application documentation process).

Also, more flexible and integrated tools have been implged to support those
processes (IT Portal to support IT communicatidnPtoject and Portfolio management
tools have been integrated and enhanced to supgibrtare development projects).

New IT practices have been developedtrict alignment with these new set of processe
and tools; being more mature; aligned with inteéoratl standards; and certified by
independent entities (CMMI for Development).

This set ofstrategically coordinated improvement actidmsve been implemented using
high-participation mechanisms anavide-communicationprocesses, which have been
developed, learned, and testatbng the first cycle of the intervention, thesgaging

relevant stakeholderalong all the process.
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5.1.2 The evidence of significant Change Impacts

Besides these prominent results, some highly sagmf impacts have emerged from the

program as a wholeevidencing alobal chain of effectsnamely:

A. High increase on Employee Satisfactiomas a global result of the several actions which

have been implementedmployee satisfaction leve{Bigure 74)exhibited a remarkable
increase along the program, as well as a visiblstamned growth along the immediate
years

Particularly, as a result ofeadership competence development actidasployee
Satisfaction levelswith the Organizational Unit and Direct Managesvidenced a
remarkable evolution.

Also, as a consequence of ttemmunication and engagement dynamitsch had been
set up Motivation exhibits an evident progress.

The positive impact ofT Academyhas also been reflected on employees’ evaluation o

“adequateness of training to job enactment”

—— Employees - Satisfaction
with the Company

=== Employees - Satisfaction
with the Organizational Unit

74 {
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=T H | with the Direct Manager
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Figure 74 — Sustained evolution of Employees abertral Customers’ Satisfaction Levels
Source: own elaboration.
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B. Relevant improvement on Service Qualitthe special attention which has been given

along the program to thenprovement on Customer Service Orientaffarspecific culture
change objective, explicitly reflected on “IT Vaflie and discussed during the “Service
Culture Workshop” and “Learning Meetings”) has coctgd tobehavioural and process
changeon the way the IT Unit communicates and serves ihternal customers.

The *way of doing things including the mode of internal and exterr@operation,
communication, and working processleas dramatically changed.

This has promoted rlevant improvement on service qualiéyready visible (and testified)

by main customer representatives interviewed aéttieof the first OD cycle;

C.High increase on_Customer Satisfactionssustained byemployee engagement on

continuous improvemer(including attitudinal and process changdsjernal Customer
satisfaction(whose score before the Program did not stilliehe “satisfied” level of 75
index points);evidenced a significant progressjoprojecting the index to higher levels,
above the average institutional scores

Although the intervention had just started by the ef 2008, some previous effects are
also visible (Figure 73) as a result of some ratéztions which had been taken along
2008 by a new appointed IT Top-manager.

These actions had included: (1) the IT Unit redtmicg, with the creation of specific
Customer support units; (2) a deep technologidaastructure renewal, with high impact
on systems availability and response time; (3) oupments at the level of software
applications, including new functionalities and anbed operatives; and (4) the launching
of some new IT internal and external communicatioitgatives.

Strong sponsorship and commitmeftom a new IT Leader has created previous
“structural’ conditions to engage on more deep changes, tagget service-oriented
culture, and stimulated the wholeéarts and mindsemployee engagemedndsed on aew
vision supported byneaningful values

D. High-level of Internal and External Recognitionas a final effect of the whole program,

where employees have engaged actively, their eapecs have been met and their
satisfaction levels have risen accordinglyust and self-confidence on organizational
capabilities to promote OD strategic initiatives shasignificantly increased When

questioned (along the CMMI certification projectoat the most significant initiative
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along the last years within IT, they cited the Gfiag IT Program has the most relevant
one. When asked to propose a relevant proposath&rfuture, they also focused on a

similar initiative, involving people and empowergups engagement.

Also, as a result of people and team engagememeor optimized, work processes,
service quality has improved, meeting internal cosdr expectations, and resulting in a
significant improvement on their satisfaction lesvelCustomers’ top-representatives

testimonials, as well as formal Customer Satistec8Burveys gave clear evidence of this.

As a benchmarkthe Changing IT Program has also been recognizedhieyexternal
community at national levgPortuguese Association for Organizational Commcatin),

being awarded as 2010 best organizational leainitigtive.

5.1.3 The meaning of change’s results and impacts

This reflection, concerning the main results andlfieffects of the whole transformational
change program on the light of what has been dadwiegs us to theffective filling of two

kind of organizational gaps

* Empirical gap solving problems within context and, as a resintroducing direct

improvements, with evident results;

* Methodological gap developing a set of methods and procedures witthia

organizational settings, which induce learninghvaapability for future application to the

same settings.

As previously evidenced, and highlighted througis tieflexion, these two gaps have been

successfully filled within the IT Unit of intervaoh.

5.1.3.1 Empirical gap

The intervention which has been done within thigaoizational context (on a planned
and structured way; based on tested theories aadtiges; and transposing them
internally; and covering together the Organizatidhature and Values, Leadership, and
Employee Engagement domains) has produced itstsgsalolving people; solving

problems; producing important strategic initiativeand producing generative

organizational learning which has been used t@sustibsequent improvements.
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Such a wide program has contributed to:

* higher employee engagementactively cooperating on common organizational
problem-solving, through the discussion, analyaigl proposal of specific course of

action;

« develop of specific leadership competencieshancing the ability and willingness
of all-level IT Managers to influence, on a dailpsis, their work teams and

members to face common problems, contributing gaizational effectiveness;

 develop individual and group attitudes and behavisucentred on meaningful

common values aligned with a desired service-oekigulture.

These results have been clearly evidenced; haditmgact on Employee and Customer
Satisfaction levels; and have provided a solid b&sileverage, day-to-day, continuous

improvement; as well as, to facilitate future tfansational strategic changes.

So, based on this, it can be stated that probleave been solved within context;

significant direct improvements emerged; and issilts were quite evident.

This means that a significant empirical gap has lpgeperly filled.

5.1.3.2 _Methodological gap

Within the methodological field, the introductiof mew processes and toolsf
organizational alignment, involving a discontinupyslaned change, focused on

organizational behaviour dimensions, has allowed:

« its adaptationandadoptionwithin the specific context of the IT Unit;
« the planningandimplementatiorof future actions;
« thedevelopmenof proper conditions and ways for its integratiand

« thecreationof conditions and processes for its future usage.

In the current case the set of methods and proesdwhich have been specifically
developed and applied within the IT Unit, have proetl its results; have induced
organizational and individual learning; and repnés high-valuable asset, with great

potential for future reuse.
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This means that an existent methodological gapbkas properly filled; revealing new
methods, processes, tools, and organizational dgsawhich can be adopted by the

organization on future similar situations.

Not being the followed methodologies, the developed prosess$e implemented
actions, and the associated resutisneralizableto other contexts and situatigrihey
representhowevertwo major relevant aspect® be highlighted

(1) within the context of its application, they havecsessfully confirmed the

theories, techniques, and tools which have beegroently applied

(2) as a whole, they representhggh-potential for applicationto other similar
interventions targetingsimilar objectives, withinother organizations, being

subject to specifiadaptionandadoptionof new strategic processes.

This drives us to a subsequeaflection onhow the emergent knowledg@vhich has
been generated along the interventioah be translated into some kind of theoretical
“meta-knowledge”which could be used or developed on further intetio@s either by

practitioners, or by academic researchers.
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5.2 RESEARCH HYPOTHESIS AND INTERVENTION FINDINGS

Before progressing to the presentation of the $ipepesearch results and contributes, it is

important to summarize how the major findings enmgdgrom the intervention confirm the

research hypotheses which have been formulated.

The table in Figure 75 provides a cross-referenegvden these two main elements, as a

preliminary step to the formulation of a FramewfwkHolistic Change Critical Success Factors.

RESEARCH HYPOTHESIS

MAJOR FINDINGS EMERGINGING FROM THE INTERVENTION

RHO1. A holistic Process
involving People, through Meanin
creation, and using an Ethical bag
will create appropriate conditions
facilitate change objectives, an
increase satisfaction levels

The Intervention, consisting on an integrated $étighly

participative Strategy Determination *(1Cycle) and
Strategy Implementation Actions"tZycle), has targeted
a synergistic effort involving Individuals and Gpsy

mobilizing the whole Organization toward commg
objectives of Organizational Transformation

Learning. Covering simultaneously domains
Organizational Culture and Values, Leadership
Employee Engagement, using an Organizati
Development approach {1Cycle) and an integrateq
Project approach {2Cycle) it has consisted as an Holist
Approach to Organizational Transformation, inteiggt
the People, Process and Tools dimensions of

Organization.

Real participation and communication mechanismsh
contributed to create the necessary Trustworthin
Climate to promote Employee Engagement, align
Ethical practices around common Values. Togethesdh
mechanisms and dynamics have acted as chg
facilitators, promoting relevant outcomes and iasieg
Customer and Employee Satisfaction levels.

~

g

n

and

Df
nd
on

c

RHO2. Top Managemer
Sponsorship, a Coordination Team, &
an active / independent Change Age
Team, together with Leadersh
Training and Group Learning Sessiof
will promote Leadership practice
development, and Employe
Engagement and Participation

The People dimension hbeen thekerne of the program
focusing on its individual, group, and organizabn
distinct roles inside the organization. Top-managein
intermediary management and employees have beer
main targets of the program. On it¥ Cycle they have
been mainly inspired to change, trained and putttey

in small discussion groups discussing organizatio
issues and proposing strategic initiatives whichehaeen
implemented along thé'®Change Cycle.

For the purpose, organizational structures andsrb/e
been set-up in order activate people participatind to

support the whole process. Sponsorship (both liratial

sustaining) at all management levels has been arm

the

aj

concern to trigger and support the whole program.
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RESEARCH HYPOTHESIS MAJOR FINDINGS EMERGINGING FROM THE INTERVENTION

Also, a Coordination Team has been -up and
empowered to articulate all the initiatives, asaaigation
team which has acted as a program planning and @s a
program management and control entity. Its members,
acting in deep sintony, have been acted together as
permanent links with all the program interveniemd a|
stakeholders.

Being the whole program an active and interventive
initiative, covering complex domains and dimensiais
the organization thorough Employee participatigecsal
attention has been given to these main aspectsopep
Change Agents Team has been specifically trainet gn
engaged on the Change objectives and process. VEhgy’
quickly progressed to a mature self-organized Team,
evidencing a deep Psychological Sense of Commurjity,
and propagating a deep spirit of participative @apon
to all Employees along group learning sessions (the
Learning Meetings).
Leadership Training and Management Engagemént,
together with Employee Engagement and Participation
has been a main action to facilitate change anéam
and assimilate, across all the Organization, sjgedif
mechanisms and dynamics to support future chahge
initiatives.

RHO3. A strong focus on Value | Since its early stages the program has focusedavorof
and Participation, along group opq its main foundational aspects: the relevance |of
discussions concerning organizatior] Organizational Values and its alignment (espousgd,
life, will facilitate active cooperativq attributed, shared, and aspirational), as well atreng
behaviors and outcomes investment on Employee Participation.

This has been rooted on a wide communication dycg&mi
which has been established and planned, promotind a
open environment to inspire change initiatives’
discussion.

As a preparation step — inspiring people to changkee
discussion sessions on Values have launch the deedls

promote trust, engaging attitudes, and active and
contributive behaviors from all Employees.

Major issues concerning organizational life havesrbg
discussed and significant outcomes have emergetheor
light of group participation, which have revealék t
importance of this synergistic contribute to orgational

strategy definition and further implementation.

RHO4. Smal-group thematic| To implement a pragmatic form (i.e., a participef
(case-based) Learning Meetind engaging and open-communication mechanism wihich
focusing on problems' solutions, with{ could produce tangible results in synchrony witle th
an open, positive and participatiy change objectives) these main Values and Emplgyee
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RESEARCH HYPOTHESIS

MAJOR FINDINGS EMERGINGING FROM THE INTERVENTION

Participation dimensions should be applied on #reain
through proper support structures and dynamics.
Benefiting from the active contribute of the Chan
Agents Team, a set of integrative Learning Meetingge
been prepared, facilitated and adequately reparteds
major outcomes.

The group discussion process has revealed itsela
proper approach to positive problem solving, enuggill
employees on strategic issues discussion, promstingg
generative organizational learning, and giving kevant
contribute to IT organizational development strgteg
Meaningful Study Cases have been previously deeeld
by the Change Agents Team in order to trigger Liegrr
Meeting participative discussions engaging all Eoyieés
on their contribute to learning and development.

The sessions have followed a proper script, stamiith
cases’ analysis, triggering individuals’ problenngagption,
analyzing it from an organizational perspectiveckagy
for its base roots, evaluating alternative soljoand
providing positive and creative feedback for mamagyet
decisions. For these discussion stages, in ordprauce
integrative and synergistic effects, active pagption
rules have been defined and enforced by the Chan
Agents along the sessions.

Transparent feedback has been provided to all Brapko
and proposals have been structured in order todse=pted
for decision to the IT Top-Management team.

ge

Y

gin

discussion, crossing organizatiol
boundaries and  supported I
independent Change Agents, W
produce internal learning an
knowledge, as well as objectiy
structured contributes for strateg
actions

RHO5. Using a bottor-up

mechanism — based on inclusive, op
and participative group discussions, §
its transparent presentation to T
Management — will increase cros
organizational communicatiorn
cooperation, and change-relat
significant outcomes

This botton-up mechanism has demcrated to be a
effective process not only to produce strategicalgvant
outcomes, but also to dissolve organizational batied

blockage to change. The intentional heteroge
composition of Learning Meting groups has, in fa
contributed to break organizational boundarie

congregation distinct visions on main organizatior
problems, thus enriching the potential of the dised
solutions. New organizational communication habdse
been instilled and used on further actions.

nic
lS’
a

RHO6. Meaningful values
shall be a good basis to promote cro
organizational engagemer
Participative definition and discussia
of those values, across all tf
organization, will enforce its sharing
alignment, promote positive attitudg
around them, and stimulate congrud
behaviors

Specifically, the common et of organizational value
(global service vision, results’ orientation, cogi®n,
competence, and innovation) has been enforced
practice, being applied along the program, and gyefed
to further initiatives and to daily organizationiée.

In fact, this has been started with Managemenudsions
and selection of meaningful values aligned with riesv
(desired) Organizational Culture patterns, beinghtr
subject of deep discussions engaging all EmployEkis.

on
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RESEARCH HYPOTHESIS

MAJOR FINDINGS EMERGINGING FROM THE INTERVENTION

discussion, highl-participative, has contribute to enfol
Organizational identity and Identification, cregtia spirit
of strong affective Commitment, and a Psychologi
Sense of Community which has been developed, eeghlo
and consolidated along the Learning Meeting session
fact, these strong, meaningful, and congruent wahsse
been explicitly referenced along these meetingsyedisas
within employee testimonials collected along thegoam.

al

-

RHO7. Clear Communication alor
the program, and involving all th
stakeholders,  will create trug
informing people, engaging them, ai
getting positive feedback

An integrated Communication Plan has been one ®
major instruments which have been designed in amv/g
in order to congregate all employees around sudbegp
transformative process. It has considered all
stakeholders’ information and participation neealsing
the most suitable communication channels to delikier
necessary messages. They have been synchronized
the intervention most significant actions and esgr
developing adequate positioning, and using pro
channels.

he

wit

Der

RHO8. A bi-directional communicatiol
process, collecting direct feedback frg
change agents, and testimonials fr(
managers and employees, will creatd
positive climate to engage on chang
contributing to the enforcement (
change messages

Creating trust through transrent information and gettir|
feedback through employee testimonibs been a maj
characteristic of the program. This has resultéd &ndee|
engagement, producing highly innovative solutiors
organizational problems which have been turned
structuring actions being implemented along ¥sC/cle of
Organizational Development. Also, the permane
communication channel established, on a daily afatmal
basis, between the Change Agents Team and all kpgd
has positively contributed to enforce a positiveneke tg
allow for change to happen. The permanent link bet
this team, the program coordinator, and the navig:
team, has allowed for an adequate control (andifusine
adjustments) of the whole program during its exeout

RHO9. On the Ethics dimensio
the success of such a process requ
transparency and trustiness, and

active  voice process, involvin
communication, engage, action a
improvement.

Creation of Meaning, should cross 4
the organizational boundarie
involving the definition of an Inspiring
Set of Organizational Values, the use
Study Cases, Transparent Decisio
and Testimonial and Constructiy
Feedback, supported by an integrat
Communication Plan. People must

As a result of the whole progri — as it has beel
conceived, designed, and implemented — consideting
set of dimensions and critical success factorssesgchas
been mainly achieved due to the holistic approazh
organizational transformation which has been eamisi.
This includes not only the integration of
multidisciplinary approach integrating the domaaishe
intervention (Culture and Values, Leadership,
Employee Engagement), but also the level of atia
which has been paid to the necessary confluence
multiple set of critical success factors.

In fact, the evaluation of results confirms the dtyy@eses
which have been formulated, on the basis of
assumptions which have been used to model thegrogr

rﬂiwd

zl
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RESEARCH HYPOTHESIS

MAJOR FINDINGS EMERGINGING FROM THE INTERVENTION

actively involved, which require
strong Top-Management Sponsorsh
with a Coordination Team, and 3
active Change Agents Team on the r
groundwork.

Leadership Training is essential

promote Manager Engagement, and
Employee Engagement ar
Participation.
An adequate Process must be set-uj
promote the desired change — with
Diagnostic Model, a Program Structur
and Evaluation Methodology, and
Rigorous Evaluation of the whol
intervention.

In fact, Ethics, Meaning, People, and Process dsines
have been carefully put on the focus of the intetioa.

On the Ethics dimension, it is important to hightighat
the success of such a process has required mebutes
such as transparency and trustiness, dynamicatigriated
onto an active voice process. The dynamics of thegss
can be summarized by a strong sequence of ve
communicate, engage, act, and improve.

Another foundational dimension of the process

involved the Creation of Meaning within all th

Organization, crossing its boundaries and dissglVi

organizational silos. This has involved the deimit
alignment, and assimilation of an Inspiring Set
Organizational Values and its discussion. Us
meaningful Study Cases to promote joint discussi
within short-duration Learning Meetings has condddip
important structured strategic proposals to begmiesl to
IT Top-Management Team. A Transparent Decis
process has increased Employee trust on the prabess
progressively increasing their engagement

participation on the next sessions. Also, the ctitbe and
divulgation of a significant set Testimonials prodd by
distinct actors on the process, within differentesoand
responsibility levels, has produced an effect
Constructive Feedback with a significant impact setf-

rbs:
has

e

of

ng
pNs

on

and

of

confidence, empowerment, affective commitment, and

engagement.

A previously established Communication Plan, iraégg
all aspects of information and participation hatedas a
determinant of change success, giving visibilityaliomain
roles of change sponsors, advocates, agents, ygdsta
Based on Ethics and Meaning as an engaging basip|d>
(Individuals and Groups) have been engaged and
whole Organization has been mobilized to changanGé
Agents have been the most determinant factor tagm
people, Top and Intermediary Management Sponsor
visibility has confirmed the relevance given to ttienge
process. A Coordination Team had planned the psoce
advance, and constantly supported the main coaindl
adjustment aspects of the program. Managers hase
trained to be effective Leaders in consonance it
envisioned kind of change to be promoted and t
engagement had been stimulated and monitored.

A special attention has been paid to Employ
Engagement and Participation, in order to make @4
happens as desired. This confluence of initiatihes
embodied the major aspects of the People dimension.
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RESEARCH HYPOTHESIS

MAJOR FINDINGS EMERGINGING FROM THE INTERVENTION

On the top of this (based on Ethics, developing mitez
and actively involving People), an adequate set
Processes were aligned to manage the interven
Mainly, they have included an appropriate Diagmod
Model, a proper Program Structure, a clear Evalua
Methodology, and a Rigorous Evaluation along theleh
intervention.

The success of the intervention along its wholeedisions
has confirmed the virtues of the process and itsnn
outcomes, as a result of considering this set ofom
aspects as critical success factor for holistidigipative
change. Thus, research hypothesis have been ceufir

and a process approach to Organizational Transfama

using Action Research, as well as a set of Dimessand
Critical Success Factors for this kind of Organat
Development initiatives have emerged. They integthe
major emerging Knowledge elements of this research.

of
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Figure 75 — Research Hypothesis and the Major Rgelemerging from the Intervention

Source: own elaboration
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5.3 RESEARCH RESULTS AND CONTRIBUTE

Despite theory and practice are distinct perspestivithin Action Research interventions, there

are, clearlycritical moments where “theory meets practic@icluding when:

* searching for research meaning and directiansdentifying new problems to be
addressed, formulating associated questions, olgecand hypothesis, to be tested along
the change interventions;

* doing the literature review studying the organizational context and the intetiom
domains to be addressed; and matching existingnatend external relevant knowledge
in order to plan and design the approach;

* implementing the approachcontinuously identifying, on the ground, specifioiplems
and issues, and searching/using theoretical kn@eléd base (imprinting rigour to)
specific actions;

* evaluating the “organizational” and “research” meang of achieved results

So, there is apecial moment of truth whereinput knowledgendaction research resultisave a
major confluence point responding to questions like: What has changafiiat has been

achieved? What does this means? What was learnbd?Rkivowledge has been produced?

This implies a deejpalance and reflectionseeking foremergent knowledgen line with the
research questions, objectives, and hypothesaisgd providingmain conclusiongoncerningthe

work which has been doniés achievements, limitations, and future redeamportunities.

Also, as previously assertatie processto reach theseesults achieving the research targets, is
not negligible

Despite any discussion concernifithe meansand theends justification; which we will not

take hereboth are important

In fact, within a research process, it is not ointportant to put theight questionsto get the
right answers to use theight resourceso get theright outcomesbut it is equally relevant to

find theright wayto achieve it.
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This implies a propechoice, adoption, interpretation, adaptation, argphlcation of a research
methodwhich must bewell-recognized by the research commuaitgsuitable to be applietbr

the purposewithin theresearch environment

As previously stated, according to the researchragieristics and change context, Action
Research — particularly participatory action reseawith insider positionality — has been
considered as the most appropriate for the sitaatio

However, as already mentioned, multiple approaces principles are subjacent to distinct
Action Research traditions.

To precise theKind of Action Researthwe were working on, we had formerly stated theafe
principles followed by our approach. For the puguag have referenced that it was in line with
the specific perspectives of Shani & Pasmore (1982mmesson (2000), Coghlan & Brannick
(2010), and Stringer (1996).

However, these principles, although establishingrgortant refinement on the main orientation
and guidance for conducting the research, theyaddpmescribe” a specific and precise process
to be followed.

This has been felt as a special need; particularkgrms of articulating “process” with “data”

and “action” with “research”.

So, for the purpose we have producedwaerview on the way we have understood and applied

the Action Research Process within this organinalicontext. It includes these essential aspects.

Together with a Framework for understanding theicaii Success Factors for Holistic Change, it

integrates the two most relevant contributes of Research.
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5.3.1 A PRAGMATIC APPROACH TO THE ACTION RESEARCH PROCESS

Being Action Research a process withé' double burden of testing hypotheses and eftgcti
some (putatively) desired change in the situdti@wgyris & Schon, 1989); wherethere are
two action research cycles operating in pardlléCoghlan & Brannick, 2010), acbre ('
one) action research cyclednd a“thesis (2" one) action research cyéléZuber-Skerritt &
Perry, 2002); involving tvo goals: solve a problem and contribute to scgrf{Gummesson,
2000); ‘doing researchin action, rather than researchbout actiori’ (Coghlan & Brannick,
2010); it is important to understandhow the “action” and the “research” dimensions

intimately interleave along the process

In this specific sense, it has been naturallytfedtneed to drava meta-procesproviding an
overviewof how theaction and researchdimensions, includingrocessand data, should be

articulatedin order to form acohesiveaction research approach.

Independently of thearget areas to be addressadd of thespecific steps to address it within
context,the process should be applicable to action reseansthin a general organizational
context highlighting the main research steps; and cortanbating a typical organization
development and change approach.

This has implied tostand back and reflecbver its essential characteristics; propeays of

doing’; and potential for achieving relevant researct arganizational outcomes.

It has been @onceptual exercise- abstracting from the current case addsigning for a

general situation driven by what the literature informs us about tlseibject

So, ameta-procesgslinking together the action and research cydies, resulted, as &émi-
product.

Although Organizational Transformation using ActidResearch is not an industrial
organization process (being, on the opposite, glyorooted on cognitive, affective, and
behavioural aspects of direct human interventith®,term “product” is used here only to give

a more “tangible” illustration of its enormous patial.

Reflection, together with participation, is one dhe most generative aspects of Action
Research.
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From that reflection onwhat has been done and achievétree main conclusions emerged

*there are no “final” products: every single result exhibits good improvement
opportunities to be explored,;

* “sub-products” (“quick wins”) should be understoods simple as thatthose little
things that are important for concept proofing anct development; but which should
never compromise the main targets;

* there is no single “main product”Action Research applied to Transformational Hatisti
Change always helps to solve a lot of distinct foils (which means generating a lot of
“semi-products”) and, also, opens a lot of “gaps’be explored; both, for organizational
profit, and for knowledge improvement interests.

On the current situation, in order to develop a plex transformational research and change
program, it was felt the need to draw a clear,esystic, and understandable meta-process

overview; rationalizing “what we were just doing”.

Figure 76 tries to give an overview of this progedspictinghow we understood the

paradigm, adopted, adapted, and applied within thiganizational context

It evidences, under the form opeaocess metamodehe critical sub-processes and main data,
linking together these two dimensions. It is noteaact, final-proof, detailed diagram, But, as
any model, just a simplified representation of itgdlom a limited angle, requiring further
research and development. Its purpose in only tditede a visual understanding of the

process and the main associated data.

Using a Data Flow Diagramtopology, theprocessesare represented byrdund corner
rectangles; data is represented bydata store¥ and information flowsby “directional
arrows’.

Elements associated with thaction’ cycle (process and data) are highlightedblue colour,
being the ones more deeply correlated with teséarchi cycle highlighted inpink.

Data flows which are representedreyl linesintend to evidence the data—process interactions
between the “action” (A) and the “research” (R) dimaions.

In order to facilitate understanding, the diagraam heen simplified.

So, external entitiesand associated data flow interactions were notesgmted, as well as

direct flowsbetween processes.
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A straightforward reading of the diagrambased on the identifiedub-processesand

evidencing its interleaving cycles can be doneoHe\s:

Al.

R1.

R2.

A2.

AS.

Identify Organizational Objectives and Change Apjah:

Based on a relevaninitial organizational problemdefinition and on adequate
knowledge of therganizational contextdefineorganizational objectivet be reached
through (and by) change.

A change approachis chosen with a set of main characteristics wisbtlould be

consistent with the problem, the objectives, arddbntext;

Review Relevant External Knowledge:

Based onexternal knowledgdgnecessary to support the definition of tresearch
approach or the development of an organizational diagnasishe design of the change
intervention) the necessdrierature review datas selected.

This should include three main dimensions: (1paesh method, (2) research domains,

and (3) organization development and change litezat

Define the Research Approach:
Based on thehange approach characteristicen the relevant knowledge from the
organizational contextand on arnnitial organizational problenstatement; produce the

research approachefinition, considering thiterature reviewresults;

Develop an Organizational Diagnosis:

Having in mind theorganizational objectiveghechange approach characteristicand
the results of a purposefliterature reviewfor the purpose; develop (in place and
cooperatively) arorganizational diagnosig¢identify the current situation and problems;
the desired situation; its main characteristics; ittherit gap; and formulate the change

objectives);

Design the Change Intervention:
Based on the results of thmrganizational diagnosisand considering the relevant

external knowledge aspects (from a spediferature review; produce, participatively,
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R3.

A4.

AS5.

the change intervention desigfincluding change plan and stages, associatedamie

guestions, stage objectives, and change evaluaéiameters);

Formulate Research Targets:

Based on theorganizational diagnosiglata (current situation and problems, desired
situation and characteristics, inherit gap, andngbaobjectives), on theesearch
approachdefinition, and considering the essential aspettthe change intervention
design (plan, stages, stage objectives, and change éwaluparameters); define the
main research targets(identifying research questions, and formulatirgsearch

objectives, and research hypothesis);

Do the Intervention (Staged):

According to thechange intervention desigwhich has been previously defined and
using internal knowledge; intervene in order toduwe the inherittchange results
updatinginternal knowledgeccordingly.

This usually corresponds to a staged, sometinegatife, process, which produces its
outcomes (immediate actions, behavioural changeg,pnocesses, strategic redirection,
and emergent knowledge).

Being Action Research typically participative, viknowledge discovery along the
process, and interim decisions; neernal knowledges generated.

Also, change intervention desigran be updated (new change questions can emerge,
associating new stages, with new objectives, aatliating parameters).

Research target&uestions, objectives and hypothesis) must beageently in mind in
order to preserve them from being affected by ddjasts in change intervention
design.

Eventually they can be changed (not affecting nodijectives) or even there can arise

opportunities to add new research targets in aecmelto action plan enhancements;

Evaluate the Intervention:

Based on thehange resultgwhich have been produced along the interventtages)
and contrasting them with thehange evaluation parameteestablished during the
change intervention design process (stages, pimmrestions, and objectives); produce a

change evaluatian
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This analysis often adds new elements tdnternal Knowledgéase;

R4. Reflect on Action and Research:
This step is the first one of a set of importaativéities conducting to new, explicit,
external knowledge.
It consists on a reflection on the action whicls leen accomplished; based on the
changes which have been promotethafpge resulds and its evaluation change
evaluation; contrasting them with theesearch targets(questions, objectives, and
hypothesis) in order to make explicit thesearch resultgas a preliminary step to its

evaluation);

R5. Evaluate the Research:
Based on the expliciesearch resultgobtained through reflection) and comparing them

with the pre-definedesearch targetsproduce aesearch evaluatign

R6. Generate Relevant External Knowledge:
Based on theesearch resultsand on the previously producedsearch evaluatign
generate relevargxternal knowledgéto be used on further research and/or be applied

within the same or other organizational context).

A special note is required¢oncerning this narrative description of the precedthough a
“sequential” reading has been followed (under ttienf of a set of structured specification
narratives) in order to facilitate its understamglithe Action Research procesaist notbe
understood as a sequence.

In fact their constituent processes should, instds considered as part of a stepwise
refinement along a two-dimensional cycle; whereceasive iterations contribute to refine the
associated outcomes; being the inherit data updstedch process at each iteration.

Also here, the model is oversimplified in ordefdoilitate its visual reading.

So, a research opportunity existso detail and refine the process, testing it alatiger
interventions and organizational contexts.

Currently,it represents a process which has proven to worl &g a main referentialfor the
current intervention.

Being independent of the organizational context amd the material dimensions of the

intervention, it can be generally used for this ldrof research approach.

322



IT Quality & Organizational Development — using ict Research to promote Engagement, Leadershipninga and Improvement

5.3.2A FRAMEWORK OF CRITICAL SUCCESS FACTORS FOR HOLISTI C
CHANGE

As previously statedthe interventiondid not intended to produce, directly, new theoedt
contributes to the associated disciplines. It wesighed taaise relevant internal knowledge
and organizational improvement and learning in ondeto fulfil empirical and

methodological gaps; using Action Research with istic change

However, someeflection applies hereconcerningholistic transformational changeand the
learning aspects associated with the research whiels been conducted
It was, mainly, aboutconnecting the dots to get the big (whole) pictyatterns; rather
than study any dot in depth. It ideeathapproach, rather than amdepthone. Of course,
it is important to enhance the dots, in order tteritonnect them. But, this research
intended to reach, and get, the/ible facé All faces are different, but thedot’s
connectionallows its recognition through a set @dmmon characteristicsHere, it has
been recognized, by its characteristesiew whole face for changeore communicative,
participative, value based, and people-friendly, Bss tense, less deterministic, less
bureau-made. It is a nehwlistic, people and values-based approach to creamnd it has
aset of critical success factors and characteristtbsit enables us to recognize a pattern,

configuring a global framework

The research questions, objectives, and hypotheslich had been formulated (as
summarized by tables in figures 3, 4, and 5) alrgauinted out to an investigation covering
thesepatterns
According to the researabjectivesit would benecessary to find a process

(1) to address aomplex, transformational, plannetiange;

(2) using a multidimensional and integrative approaclhhased on an holistic, open
systemic vision;

(3) targeting ITQuality Improvement and Organization Developmations;

(4) involving theempowerment and the use of parallel structuoesupport participative
problem solving; and

(5) benefiting from asustained sponsorshippm all management levels.
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For the purposehe approach should consider that

(1) there is no “best unique process or solutidot a complex set of problems;

(2) there is aset of interconnected critical success factfmmsthe process which must be
identified and addressed;

(3) the process should not only deliver its own dimasults for the identified problems,
but alsoproduce structural resultsmerging from the process itself;

(4) organizational double-loop learninghould be a result from the program; and

(5) some of the outcomes should be reflectively evalljan order to enhance what is the

emergent knowledge

Despite these emergent knowledge aspects cannentlely reproduced and generalized to
be applied as-is and outside contéxit is important to highlight itscharacteristics which,

undoubtedly, can be successfatiaptedandadoptedby other organizations

So,on a research and on enanagement utility perspectiyeelevance must be given to some
key emergent knowledgevhich represents thessence of the approach and the basis of its
success

Figure 77 evidences those essential aspects, timelérm ofcritical dimensions, grouping a

set of critical success factomshich are detailed bellow.

An integrated reading of the associated Dimensions addtical Success Factorsnust be
done as follows:
* on theEthics dimension, it is important to highlight that theceess of such a process
requirestransparencyandtrustinessand aractive voiceprocesslt can be summarized by
a sequence of strong verlsemmunicate, engage, act, and improve

e another crucial dimension involves thge@tion of Meaning across organizational

boundaries. This includes the definition oflaspiring Set of Organizational Valuethe
use of meaningfuStudy CasesTransparent DecisionsTestimonial and Constructive
Feedbackall being supported by an integrat@emmunication Plan

* having Ethics and Meaning as an engaging b&sieplemust be actively involved. This
requiresTop-Management SponsorshgCoordination Teaman activeChange Agents
Teamon the real groundworld.eadership Trainingis essential to promot®lanager

Engagements preconditions to ignitemployee Engagement and Participation
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* on the top of this, an adequ&eocesamust be set-up to promote the desired change; with
a Diagnostic Model a Program Structure Evaluation Methodologyand aRigorous

Evaluationalong the intervention.

PROCESS

DIAGNOSTIC PROGRAM EVALUATION

MODEL STRUCTURE

RIGOUROUS EVALUATION

METHODOLOGY

PEOPLE

TOP
MANAGEMENT SOUSDIY e CHANGEAGENTS

SPONSORSHIP L

LEADERSHIP TRAINING

MANAGER’S ENGAGEMENT
EMPLOYEE ENGAGEMENT AND PARTICIPATION

MEANING

COMMUNICATION PLAN

TESTEMONIAL
TRANSPARENT AND
DECISION CONSTRUTIVE
FEEDBACK

INSPIRING SET OF
ORGANIZATIONAL STUDY CASES
VALUES

. . . P ETHICS
transparency, trustiness, and active voice participation

COMMUNICATE ENGAGE ACT IMPROVE

Figure 77 — An integrative Framework of Criticalc8ass Factors for holistic transformational change
Source: own elaboration.
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Included in these dimensions are importantical success factorswith some essential

characteristics namely:

PR1.

PR2.

PRS.

Diagnostic modelUse of asolid, well-tested, and extensive mofdelorganizational
diagnosis; facilitating the identification @lurrent stateschangegap analysis and

providing adequate information tivaw the intervention’s plgn

Program structure Proceed to alear and adapted designncluding diagnosis
intervention, and evaluation; producing structured reportsfor each phase and
ensuring a proper program management, accuratesiolesi and adequate

stakeholder’s expectation management;

Evaluation methodologyPrevious definition of @et of evaluation instruments and
parametersincludinglongitudinal dimensionshard andsoft measurements; in order

to measure individual actions’ results, as wellograll effects;

PR4. Rigorous evaluationClear analysis and formal reporting on the devedbpctions

PE1.

PEZ2.

PES.

along the program; its objective evaluation; aneé tbroduction of adequate

improvement recommendations for future action;

Top management sponsorshipStrong active, and visible top-management
engagement; both for tHaunchingof the program and for its futusistainability
continuously supporting all the subsequent trams&bional initiatives; developing

trust and evidencing commitment to inevitable cleang

Coordination Team Set-up of a coordination team to guarantee, alomg t
intervention, theengagementof the main stakeholders; ensuring balanced and

differentiated knowledgeompetencie@theoretical and professional).

It is essential to guarantee a propmanagement(planning, organizing, and
controlling) andactive influencgleadership) focommon achievemenddong such a
wide and complex program, and to facilitatiess-boundaries communicati@nd

multiple participative links

Change AgentsAn “inspired to change active, and committe€Change Agents

Team, representing all the organizational sub-umvith a clear definition of roles
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PEA4.

PES.

PEG.

and responsibilities; well-trained and with fulltanmomy to assume their mission
within the process.
This is crucial for the success of a catalytic actideveloped along change

implementation;

Leadership training Direct classroom training, concerning essentiakapof the
role of the leader in its individual relationshipthv each employee, and on the
development of its relationship and communicatiatin whe team.

It is crucial to develop influential skills, authenity, and the mutual trust, necessary
to potentiate results, within the spirit of desictthnge.

Participation, use of role-play, and simulation desirable ingredients to create a
positive change dynamics;

Manager EngagementGuarantee of a perfect, visible, and continuoustifieation

of all management levels with the transformatigrakess.

This is absolutely necessary to guarantee empltvyseon the process, based on the
congruence between change messages and day-tod@ayicgs’ behavioural
evidence.

Enforcing all leaders’ commitment to an effectivansformation, with testimonial
visibility, and along all stages and actions, iprarequisite for the success of the

program;

Employee engagement and participatioDirect involvement of all employees,
using empowerment mechanisms, and contributingotitipe and specific problem
solving, along joint learning meeting sessions, acmbssing organizational
boundaries.

It is essential to remove change restraining foreesl to promote synergies
conducting to positive results.

Motivation; creative participation on solving cciéil problems; alignment of
organizational values; inspiring attitudes; and esébural stimulation are on the
critical path to change,;

ME1.Communication plan Set-up of astructured and extensiveommunication plan,

synchronizing all theactions with the appropriate key communicati@vents;
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segmentingstakeholderstargetingmessagesdeveloping adequatgositioning, and
using properchannels Essential to guarantee adequate levels of engagem
visibility and expectation management;

ME2.Inspiring set of Organizational ValuesParticipative definition of referential values
for the whole organization; with strong meaning éach employee; aligned with the
transformational change objectives.

Critical to promote an effective development of awgational identification, to
promote a psychological sense of community, tonaitste the value of change, and
to stimulate sustained extra-role behaviour;

MES3.Study CasesSet-up of an integrated set of meaningful hypotiaétcases to be
worked on during group learning meetings; stimalgtiemployee participation;
producing creative open solutions and action oemitiatives.

Using it, as representing situations which are Isimto the real world of the
organization, on a facilitated positive problemveag approach, can be a major asset
to address real solutions for real organizatiomablems (thus increasing employee
identification with the emerging strategic init\ss);

ME4. Transparent Decision Clear structuration of non-filtered proposals enreggrom
the employee collaborative process; its indepengeasentation by the Change
Agents Team to top management; and the correspgtaliel of deciders’ adherence.
Determinant to guarantee trust within the processta enforce further support and

constructive participation from all employees;

MES5.Testimonial enforcement and constructive feedbaontinuous communication of
results and achievements, and inherit employee epgons about change
progression.

It is a central process to eliminate eventual cogmnidissonance effects and to
propagate a pro-active climate for subsequent irgnent actions and initiatives.
Continuous publishing of meaningful testimonialsfoecing positive massages, and
reporting strong involvement, should be considexea focal strategic link with and
between employees.
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As a holistic approach integrating the main preconditofor the success of changais
framework which hassmerged from the researadmswers to the researafuestionsinitially
set (Figure 2)achieves the researchbjectives(Figure 3), andaligns with the hypothesis

previously formulated (Figure 4).

The table in Figure 78 providescaoss-reference between the research hypothesis téed

frameworkwhich has emerged from the program.

FRAMEWORK OF CRITICAL SUCCESS
FACTORS FOR HOLISTIC CHANGE

RESEARCH HYPOTHESIS

RHO1. A holistic Process, involving People, through
Meaning creation, and using an Ethical basis,
will create appropriate conditions to facilitate
change objectives, and increase satisfaction
levels

Covered by the framework, as a
whole, through the integration and
relationship between its dimensions:
Ethics, Meaning, People@nd Process.

Covered by the dimensionsRéople
andMeaning and its associated
Critical Success Factors, particularly
Top-management sponsorship;
Coordination Team; Change Agents
Team Group Learning Sessions using
Study Casesl eadership practices
development, usinigeadership
Training and promotinglanager
EngagementandEmployee
Engagement and Participation

RHO02. Top Management Sponsorship, a Coordinati
Team, and an active / independent Change
Agents Team, together with Leadership Trainin
and Group Learning Sessions, will promote
Leadership practices development, and Emplo
Engagement and Participation

Covered by the dimensionidkaning,
including the following Critical
Success Factorsnspiring set of
Organizational Values, Study Cases,
Transparent Decision, Testimonial
enforcement and constructive
feedback, and Communication plan.

RHO03. A strong focus on Values and Participation,
along group open discussions concerning
organizational life, will facilitate active
cooperative behaviors and outcomes

RHO4. Small-group thematic (case-based) Learning
Meetings, focusing on solutions to problems,
within an open, positive and participative
discussion, crossing organizational boundarieq
and supported by independent Change Agentg
will produce internal learning and knowledge, 4

Covered by the dimensionMEaning
(includingall of its critical success
factors); Supported by thPeople
dimension Change Agents

329



RESEARCH HYPOTHESIS

FRAMEWORK OF CRITICAL SUCCESS
FACTORS FOR HOLISTIC CHANGE

well as objective structured contributes for
strategic actions

RHO5. Using a bottom-up mechanism - based on

inclusive, open, and participative group
discussions, and its transparent presentation tg
Top Management - will increase cross-
organizational communication, cooperation, an
change-related significant outcomes

Covered by the dimension®éople
and its associated Critical Success
Factors, particularlyChange Agents
and Employee engagement and
participation.

Covered by the dimensionEaning
and its associated Critical Success
Factors, particularlylnspiring set of
Organizational Values, Study Cases,
and Transparent Decision

RHO06. Meaningful values shall be a good basis to

promote cross-organizational engagement.

Participative definition and discussion of those
values, across all the organization, will enforce
its sharing / alignment, promote positive attitud
around them, and stimulate congruent behaviqg

Covered by the dimensionEaning
and its associated Critical Success
Factors, particularlylnspiring set of
Organizational Values

Covered by the dimension®éople
and its associated Critical Success
Factors, particularlyEmployee
engagement and participation

RHO7. Clear Communication along the program, an

involving all the stakeholders, will create trust,
informing people, engaging them, and getting
positive feedback

Covered by the dimensionMEaning
and its associated Critical Success
Factors, particularlyCommunication
plan.

Covered by the dimension®éople
and its associated Critical Success
Factors, particularlyEmployee
engagement and participation

RHO08. A bi-directional communication process,

collecting direct feedback from change agents,
and testimonials from managers and employedq
will create a positive climate to engage on
change, contributing to the enforcement of
change messages

Covered by the dimensioné&opleand
its associated Critical Success Factorg
particularly Change Agents, Manager
Engagementand Employee
engagement and participation.
Covered by the dimensionMEaning
and its associated Critical Success
Factors, particularlyCommunication
plan, and Testimonial enforcement ang
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RESEARCH HYPOTHESIS

FRAMEWORK OF CRITICAL SUCCESS

FACTORS FOR HOLISTIC CHANGE

constructive feedback.

RHO09. On the Ethics dimension, the success of suc

process requires transparency and trustiness,
an active voice process, involving
communication, engage, action and
improvement.

Creation of Meaning, should cross all the
organizational boundaries, involving the
definition of an Inspiring Set of Organizational
Values, the use of Study Cases, Transparent
Decisions, and Testimonial and Constructive
Feedback, supported by an integrative
Communication Plan. People must be actively
involved, which requires, strong Top-
Management Sponsorship, with a Coordination
Team, and an active Change Agents Team on
real groundwork.

Leadership Training is essential to promote
Manager Engagement, and get Employee
Engagement and Participation.

An adequate Process must be set-up to promg
the desired change — with a Diagnostic Model,
Program Structure, and Evaluation Methodolog
and a Rigorous Evaluation of the whole
intervention.

Covered by the whole framework,
through the integration of its
dimensions and Critical Success
Factors including:

Ethics (transparency, trustiness,
active voiceprocessin order to
stimulate people toommunicate,
engage, act and improyge

Meaning (Communication plan,
Inspiring set of Organizational
Values, Study Cases, Transparent
Decision, Testimonial enforcement
and constructive feedback);
People (Top management
sponsorship, Coordination Team,
Change Agents, Leadership
training, Manager Engagement,
Employee engagement and
participation);

Process (Diagnostic model, Progran
structure, Evaluation methodology,
Rigorous evaluation).

Figure 78 — Research Hypothesis and the FramewdCkitical Success Factors for Holistic Change
Source: own elaboration
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6 LIMITATIO NS & FUTURE RESEARCH
OPPORTUNITIES

* CHANGE EVALUATION LIMITATIONS

* RESEARCH LIMITATIONS

* FUTURE CHANGE AND RESEARCH OPPORTUNITIES
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Independently of the level of achieved success@mirng the change and research dimensions of
an organizational Action Research interventiomlways — due to its native context — has some
constraints and limitations; which are visible ertlat process level, as well as, concerning its

input and output.

Often, these constraints act as a limit for thepscmbjectives, and duration of the intervention,

as a consequence of organizational decisions.

This can be faced either apm@blem(arguing that the issues to be solved and thenarggonal
objectives should be wider), or as apportunity for future change (progressing to new
organizational excellence levels) aresearch(identifying new questions to be answered, new

objectives to be reached, and new hypothesis tedted).

Considering the wide scope and the successfultsestilthe current intervention, this is the
approach that is developed here. So, consideriag &n opportunity, two main questions should
be addressed: what are the limitations of the atiréetion Research intervention, and what are

the main potential initiatives to face future charagd research challenges.

6.1 Change Evaluation Limitations

As previously stated, when detailing the Changelu&atmn Methodology, the evaluation
parameters have integrated a significant sesoft*indicators, measured through perceptive

information.

They have mainly been collected via semi-structunegrviews, surveys, focus group

sessions, testimonials, and implementation reports.

The evaluation has covered not only the programnnaations and its effects, but also a
longitudinal perspective of Culture (on its maimensions), and the impact on Employees
and Customer satisfaction levels.

Also, the level of implementation of methodologidsich have been object of training and the
important strategic actions emerging from the paogrhave been considered as a relevant
part of change’s evaluation. They have been the thesgenerative aspects of organizational

learning which has occurred.
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Considering that it has been a wide and completwention; developed within a “real world”
context, and targeting a multitude of integratedioas; several kinds of reasons have
conditioned its evaluation.

The most significant ones emerged directly from tieure and characteristics of the
intervention; where the cross-effects of its midtidimensions create some difficulties for a
fine tuning evaluation.

Also, the effects of other parallel actions impleneel inside the organization have been
reported as being difficult to isolate.

As referred, not being firms the best instancesEigquerimental Labs (where the context, the
research subjects, objects, and instruments at@mwét highly-controlled environment), all
these aspects had to conform to real organizatgetéihgs and decisions. These are “natural”
environment-imposed conditions impaction on “realld’ change interventions.

However, the clear definition of change objectivesjng measured by specific evaluation
parameters which have been agreed in advance; hsasveghe formalization of proper
evaluation tools and reports; has acted as a gréortevaluation rigour and relevance.

As previously detailed, a deep transformationalngeahas occurred and has achieved its

desired results.

Considering a wider objective — on the route to digational Excellence — also an
organizational change (and research) opportunityegists. This will be detailed, further on,
within this chapter.

6.2 Research Limitations

As previously referred, despite the observationaofleep organizational and individual
commitment to proceed with the organizational tfamsation program, some “political”
issues apply:
“Researchers are routinely engaged in political ianos in at least four ways, when
negotiating research objectivespbtaining permissionsto access respondentaligning
with stakeholder groups, and whatitempting to publisHindings” (Buchanan & Bryman,
2011:pp. 6-7).
This is a natural situation, often emerging frone tbrganizational context, actors, and

characteristics, and it must not be ignored.
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It may constraint change objectives gmobgression, and, obviously, the associated relsear

progression and achievements.

So, reaching two goals, gblving organizational problems and, simultaneousbntributing

to sciencgdGummesson, 2000), aglaal imperative(McKay & Marshall, 2007), can involve
strong limitations and high risks.

They must be minimized, through a previous agreénoen main targets (including the
definition of main questions, objectives, and hyyesis to be tested) within an organizational

context.

Within the current research program, this has bd@me with success; and the associated
results have been achieved, as already detailed.

The strong organizational commitment which has bleeitt and kept alive along the two
cycles of the intervention has acted as a maingdiarfacilitator to preserve its wide scope,

objectives, and essence.

So, the real context and conditions inherited #® dissociated research process and targets
(questions, objectives, and testing hypothesis)ehiagen preserved, without any relevant

additional restriction, along the intervention.

Furthermore, research results — which have poiatgédo the hypothesis confirmation within
the research context, allowing to build an assedidtamework of critical areas and success
factors for holistic change, as well as a metag®d®r understanding the participative

organizational actioresearch processhave denoted new research opportunities.

6.3 Future Change and Research Opportunities
The intervention has prepared people, structures] aystems to address new levels of
Organizational Excellencea mobilizing dynamics; reframed values, and behaabsystems;
increased self-confidence and trust; organizatiadevskills and competencies; participation
mechanisms; new tools; and processes. They bedéwewe within the organization.
On a wider perspective, a first, but significangpswas taken on the route to Organizational
Excellence. Concerning Quality, the organizatiors laready a long history of process,
product, service, and customer-oriented practibasjng a specific unit devoted to quality,

and using formal institutional surveys to trigg@esific quality improvement projects and
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initiatives. The IT Unit also apply, on a periodidzasis and with success, this continuous
guality improvement process, based on the evaluatfocustomer satisfaction factors. An
increasing relevance has been given to these aspeu the associated targets have been
introduced as “key process indicators”. Conceriihgovernance and processes a significant
effort had already being done to align with bestefices standards (including PMBOK,
CMMLI, ITIL, and COBIT).

These aspects, together with the effort and redwdts the current program, represents a
significant increase onrganizational readiness to face the challenge mfCGrganizational
Excellence certification procesgollowing the EFQM (2013) model; and using exteem
potentialities of self-assessment.

Figure 79 depicts the essential aspects of thdt fratn “IT standards” to “Organizational
Excellence, where the current two-cycled intervamti represents an intermediary

transformational step.

Organizational
Excellence

I'T Best Practices

* Process

* Risk EFQM Excellence Model
* Control EFQM, 2013.

¢ Product ENABLERS

* Leadership
* People

* Strategy
Cu |tu re&Va | ues * Partnerships & Resources

* Processes, Products & Services

RESULTS

* People
* Customer
* Society
LEARNING, CREATIVITY &
INNOVATION

Figure 79 — Future research: exploring the patmffd Best Practices to Organizational Excellence
Source: own elaboration.

As previously referred, Conti (1997), focusing elf-assessmentemphasizes two
differentiated approaches to TQM: (Bward-like, focused on formal evaluation for
recognition awards; and (2jiagnostic more participative and oriented by diagnosis and
improvement objectives.
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We believe thatbeside their distinct orientation and contrastingaracteristics these
approaches are not antagonist and can be concdiaisuccessfully combined) for

Organizational Excellence and Recognition purposes.

Also, the “learning, creativity, and innovation” ¢@ depicted over the EFQM Model (linking
“results” and “enablers”) is a path not yet suffiently explored.lt can be successfully

researched using an Organizational Developmenérout

So, an opportunity for further investigation exidtscusing on interdisciplinary research and
combining these approaches — with a confluent dise@l» & Change and TQM knowledge,

using Action Research.

Another research opportunityas been already identified when presenting tbeareh results
and contributes (5.2), in terms afprocess meta-model representing the “kind” ofidwct
Research approach which has been developedsual representation, following a “data flow
diagram” topology, has been produced, integrathmg ‘kernel” data and processes of the
system. Also, to facilitate its reading, a sumnediZstructured narrative” was developed,

detailing the essential logic of its main sub-peses.

A research opportunity exists ttetail and refine the processes’ diagrawalidating it along
other interventions and organizational contextc®ss agents and tools should also be
detailed; as well as other non-kernel processegiefeal entities” and its data flow
interactions should also be considered.

On the perspective of data structuregoaceptual entity-relationship diagrarhighlighting

the main data groups and its relationships, can bk subject of further research and
development.

A third-view, more pragmatic in terms ef/stem behaviourcan be developed; in order to
depict how the system responds (through processes)ents, producing the proper effects on

data.

Also, the work that has been developed denotes samldiéional opportunities which can be
explored in terms of further research. One of tlegg®ortunities corresponds to the possibility
to study the link between the first and the secoyae of the intervention where there is a
relevant methodological relationship between théiokcResearch ficycle) and the Design

Science Research "(2cycle) paradigmatic approaches. Another intergstipportunity
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corresponds to the potential usage of the immeng&emw and recorded testimonials of the
participants in the Changing IT program to study #émergence of a Psychological Sense of

Community (PSOC) on its multiple dimensions withineal case of organizational change.

Finally, but not less important, the relevance la# tntervention and its meaning from the
Organizational Strategy and Organizational Managenperspectives configure a good
opportunity to develop a specific publication, foe practitioner's community , highlighting

the relevance of the Human Side of Organizatiomah3formation.
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LIST OF ASSOCIATED PUBLICATIONS

Despite the current thesis is not developed udiegférmat of a compilation of articles, some

important associated publications have been prsiyquresented to the academic community.

They have been submitted to blind peer review meeg benefiting from independent validation

and recommendations, progressively incorporating keowledge and relevant contributes, at

distinct stages of research development.

The following list summarizes the associated pabions’ record:

1.

Henriques, T. & O’Neill, H. (2011)Changing IT — Culture, Leadership & Employee
Engagement, a basis to leverage IT Organizationateltence CAPSI 2011 proceedings.
ISBN: 978-972-8862-12-1. Lisbon. Portugal.

Henriques, T. (2012)Cultura, Lideranca e Envolvimento dos Colaboradoresia base
para alavancar a Exceléncia OrganizaciondDissertacdo de Mestrado em Gestdo de

Empresas. Universidade Autbnoma de Lisboa.

Henriques, T. & O’'Neill, H. (2013). A participac@las Pessoas em Dinamicas de Exceléncia
Organizacional: Comunicar, Envolver, Agir e MelhoraflMQ Reviewn. 5. ISSN: 2183-
0932. (Previously presented at RIQUA 2013 — |V &nm de Troia da Rede de
Investigadores da Qualidade APQ, 7 July 2013).

Henriques, T. & O’Neill, H. (2014). IT Quality an@rganizational Development — using
Action Research to Promote Employee Engagementidrship Development, Learning,
and Organizational Improvement. British Academy Wbfanagement 2014 Annual
Conference. ISBN: 978-9549608-7-2. Belfast. UnKaaydom.

Henriques, T. & O’Neill, H. (2015). The Human sideInformation Systems: Capitalizing
on People, as a foundational basis for sustainirga@zational Development and Change.
In Molnar, A. & Martins, J. (Eds.)Handbook of Research on Innovations in Information
Retrieval, Analysis, and Managemel@| Global. Hershley, USA. (Final version accepte
for publication.)

Henriques, T. & O’Neill, H. (2015). Organizationattion Research: a cross-road between
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Journal (Reviewed; incorporating editor and reviewergammendations.)
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