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I recently had a conversation with a senior executive for a top U.S. company.  He commented that his organization no longer seemed to be functioning as smoothly as it once had.  While sales were at an all time high, expenses were rising and margins were shrinking.  Morale was also at an all time low and voluntary attritions were reaching alarming proportions.  In sum, he was sensing uncertainty and fatigue throughout the organization and wondered if the existing organization had the competency to reverse the disturbing trends.  

The executive went on to say that the last time he felt that the organization was humming along was shortly after the implementation of a major realignment.  He noted that moving through that “change” was difficult and time consuming, yet once accomplished “everyone was feeling better”.  He mused that perhaps it was time for another “facelift”.
Too often facelifts are performed when life saving surgery followed by a change in life styles is needed.  This means that a continuous, disciplined process must be institutionalized to avoid the need for multiple facelifts that only yield short term success.

When addressing issues like this, we begin by asking executives a series of questions that lead them to understand the difference between addressing symptoms with facelifts rather than seeking long-term cures.  They generally agree that cosmetics are not the answer.  We can then explore alternatives to revitalize their organization and get them back to health with a livable life style.
The approach we use incorporates the following components focused on our client’s specific vision and values.
Discovery – First, the current situation and desired outcomes are examined and defined.  A custom tailored approach to fit their specific needs is then designed.
Design – Initial strategic designs and organizational themes are built in series of workshops.  Outcomes are portrayed on visual strategy maps.
Validation & Refinement – High-level designs are vetted with employees, customers, suppliers, partners and other corporate entities.  Based on their feedback, initial designs are developed at a deeper level.  Organizational initiatives to implement the required changes are charted.
Prioritize, Measure & Assign – Initiatives to meet the objectives are ranked and rated for implementation.  Metrics to communicate exactly how success will be achieved are also defined.  Physical, financial and human resources are then assigned to execute the plans.
Implementation – Roll out sessions are conducted to frame both the activities and changes that will take place.  Training and coaching for new roles and responsibilities ensue.
Communication, Team Building & Change Management – These disciplines are the life blood of success.  They occur throughout the entire process.  As a result, implementing the strategy becomes everyone’s job because everyone had a hand in reshaping the change.

Structured Reviews – All of the above translates into a new way of doing and measuring business.  Now, business meetings are continually focused on strategic issues and response to market and competitive shifts.  Updates to strategies and metrics occur naturally rather than as unique events.
In summary, we have found that successful organizations see “change” as something to be diligently managed.  They realize that execution of change lies in the hands of employees who know they have the power to make a change and rewarded for using it.  They also understand that “regenerative change” is not cosmetic surgery.  It is life saving surgery that necessitates a daily change in life style and thinking.
As president of The R Group Myron J Radio helps organizations build high-powered teams and develop the people within them.  The R Group offers a complete range of Change Management, Human Capital Management and Workforce Assessments.  For more information see http://www.the-r-group.com/ or call (703) 476-5575
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