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Adoption

Behavioral

Reflecting & understanding the dynamics of
Diffusion, Change & Resistance




E XxXam p Ie O f Co I Ia bo ra tio .. Management Teams Challenges
with Ferrari Pit stop Teams

... under distance & diversity stress

Leadership Challenges
... under time stress

’ | CHANGE. CHANGE CHANGE
R R e LR L S Y R o - | *"l:(l"l-'l\“ IMPLEMENTATION RECIPIENTS

- ¢ PROCESS
l‘ w0 eedecaton

Tacking tusiness problems with |
cobne games =

Organizational Challenges

... Collaborative Performance Opportunities
... Strategy Execution & Making Change Happen




Change Challenges - Critical Areas

Innovative sales
"princpes.




... and to gain Insights on Executing Change -4
Ef_g." > Afa

| Challenging Change Projects: From Heroes to Joystickers
Persuading reluctant pilots to adopt new technologies that will better protect ground forces




... and Change Challenges Ahead

Harvard MBAs or WoW Top Players?

 Which are the Com] es & Attitudes our Organizations really need?

With over 10 million subscribers (12 million at peak) -
as of October 2012//caikipedinongWindex php?
NP title~World of Warcraftdcaction—edit.[13] Worldof
AL RATR) Warcraft is currently the world's most-subscribed
: MMORPG.[10][14] and holds the Guinness Worid
Record for the most popular MMORPG by
subscribers (S} 16][17][18]

/ \

Passi — bubbling up of 1000s of ideas
pEassion ~ self-organizing groups

) Curiosity - after-action reviews
? Challenge 3

: meritocracy
) Learn!ng through . "My" Dashboard
Experience

& New Qutyre of Learror ..
§ P et Critical
Competences
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In o previcus (e, T was the Chief Scientist of Xerox Corporation and the disctor of 2 Palo Alto
Research Center (PARC). I was deeply Involvad in the managemest of radical lnnovation :nd in the
formation of carporata strategy and stratagic positioning of Xerox as The Document Company




... and Change Challenges Ahead

/

et

- devaloping New Competances, Processes &
[Laadersiuy Behawors) to halp Global Teams
reach gher perfonmance levels

= Artificial Tntelligance (AL} & Machine Learming

= Bigy Data & Analytics

= Tntermat of Things (ToT) & Sansors,
= Itelligent Agents, Algorithms & Robatics

" How we WORK together globally ...

I = Backchain Technology (Cryptocurrencies, Smart Contracts)
Technological Innovation

| & Digitization TfEﬂdS Redesign of Key
--mﬁmgimpanm ™ —

How our organization EVOLVES ...

e Change, Transformation Process —

= Fmplications & Barriers /
Rasistance to T.1L

e Felf-Diagrostics Tools forg. level}

'I-+. ' e '::h‘.- _.ﬂ
mm Performance

i BCToEE Ovigamizalions] Barriers, Functions and Siloses

1 feweraging Coffective fnteligence o, ecospstem, market, sociely)
o impactivg INNGVATION, CLIENT VALUE and OP, EXCELLENCE




A Key Trend - Exploring New Value Creation Dynamics

~ The Promise (Opportunities & Challenges) of

Complexity

Global Key Trends in

value creation

decision quality Innovation




Towards Collaborative Performance

Which are the key Value Creation Priorities?

| Re-connecting & Re-engineering |
Information, Communication, Data
 and Knowledge Flows

’ Ilh Il'l
cisco

Jyoutube comiwatch?v=soYKFWgVVzg * Helneken ntip //www.youtube.com/watch’ v=SWAx /BNnY [15




O : Addressing Resistance to Change &
Openness towards Web 2.0 Trends

QOut of every 1 million elements made, just 18 will be declared defective and removed from the set. Impressive

numbers, considering that the LEGO Group is producing 15 billion components a year—that's 1.7 million items
an hour, or 28,500 a minute.

Acrylonitrile butadiene styrene

"ﬁm HRCV%HE

BTN REL

wyrems.
M-:-mmers n ABS okancy

,w-‘"" *'N}";; %5;9 In 1961, LEG was awarded its

L . ; first US pabank for "Toey Building .
B L“’, _*" ; Brick.” The design calls far a

hidlenw rectangular bricks with
studs on top and & round hallow
tube an the bettam, This wes &
marked impravemsnt, as it
allows for the pracise "tube and
stud” coupling. (source:




The evolution of Innovation @ LEGO
(Addressing The Crisis Period & embracing Collaboration & Web 2.0)

Danish Designers
CC Teams

Movie Mktg Experts Tk




strategy+business
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That’s the Way We
| (Used to) Do Thing
Around Here

With a little knowledge of neuroscience, reframing
behavior can be the essence of organizational change.

BY RFFIRY SCRWARTT FABLO GATY
ANG DOUT LENNITH

5 3 cases

| One customer, a large packaged-foods manufacturer, tolda

' cutive, “You send 15 different people toour
- offices each week from different businesses, and they all ask—

-us some of the same questions, but they never try to-

| understand exactly what we do with all of your ingredients.-

If you brought all those people together, you could

\fotenti ally offer much more to us.”

m




Towards Collaborative Performance

- Which are the key Organizational Barriers?
e TIME NGHUT

Norm of
alf-Reliance

Fear Competition

m Transfer No common

Insular

Complex
Knowled




striving for High-Performance

Business Process Reengineering

Empowerment
Activity-based Costing/Mgmt TQM

Benchmarking Time-based Competition

Matrix Structures Network Organisations

Project-based Organisation
Cross-functional Teams

Mergers & Acquisitions e-Everything

... Customers/Suppliers Relationship Mgmt (CRM),
— Supply Chain Mgmt (SCM), Knowledge Mgmt (KM), ...

... Collaborative Cultures ... Enterprise 2.0 ... ~ %%




and the "sad” Evidence

75% of all transformation efforts fail

50-75% of “re-engineering” projects fail

Failure rates are higher (78%) when IT involved




Flashback 1995-97
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- SORRY BANKS, MILLENNIALS HATE YOU

ATHEEE-YEARSTUDY FINDS THAT MILLENNIALS ARE LOOKING FOR WAYS TOLIVE A
- BANK-FREE EXISTENCE IN THE FUTURE

BY ALICE TRUZNG

When Scratch polled 10,000 millennials 1o find out which industry was most prime
for distuption, the results were clear Not onty did banks make up four of their top 10
most hated brandsz, but millenmials increasingly viewed these financial iInstitutions as
irrelavant

The three-year study from Scratch, an in-house unit of Viacom that consults with
brands, found that a third of midlennials believed they'll be able 1o live a bank-free
existence in the future. In the age of Simpte, Square, and Bitcoin, these millennials
defined as those born between 1981 and 2000, overwhelmingly beleved that the
way they access money and pay for things will be completely difforent in five years

http/wyw fastcompanv.com’3027 197 fast-feed/sorrv-banks-millennials-hate-vou

Nearly
hall




CHANGE

sps TMPLEMENTATION

PROCESS

Processes & Plans Resource

Our Expectations

ree of
thnm Achievement

' 3

Tal’

+ Collaboration Spaces —

{physical, virtual)

+« Documents and other

L= types of Knowledge
8- Assets

* Funds



... and what we typically get

Degree of

I g
Objectives Achievement

X

Pattern “B”
No Take-Off Breakdown

Deqgree of

Objectives Achievement

*Time Me .......... - S’ls—,"pl;HL!-

~ Crash Landing Breakdown

' Degree of
Objectives Achievement
F

80 7

| ; .
" mmimque ................
Pattern “D”
Hijacking Breakdown




Understanding the role of Culture
__________ ( ,F ;mpo[tant source of collaboration breakdowns)

Knowledge Management Experiences Knowledge Management Experiences
in a global Consulting Company (1989) in a global Consulting Company (1989)

w “Power in this firm is your client base and
The corporate psychology makes the use of ~ technical ability. Now if you put all this

the KM System difficult. Particularly the information in a shared knowledge base, you
consultants career path which creates a lose power. There Wi||| be nothing which is

- . : . privy to you, so you lose power.
baqkStabbmg and ag.gr.esswe enwro‘nlm ent in It's important that I am selling something that
which ... people maximize opportunities for

i no one else has. Sharing expertise in the firm
themselves is just a ‘dream”.”

“I am trying to develop an area of expertise
that makes me stand out. If I shared that with

you, you would get the credit, not me. It's
really a cut-throat environment.”




... and what is BEHIND

~Insufficient exec. sponsoring” — 72%\ ¢
~ Unrealistic expectations -
............................... #Inadequateprocessmgmt PN
2Unclearbusinesscase




Learning from Change/Collaboration Patterns Analysis

1 s, A
“.‘ G . n vr‘-
Banps ol = 37 tyR e St i)
ertatt o T AN el
A A e s P S

~ Pattern ™8™
Unsustainable Pace

Learning

Opportunities
 *Resistance Dynamics Knowledge
g e Dl CUEL  Exchange




The challenge ...

e,

CHANGE CHANG

STRATEGISTS IMPLEMENTATI
/ PROCESS

Reflecting & understanding the dynamics of
- Diffusion, Change & Resistance







imulation Scenario & Mission ﬁ LrocTus
VAL

T — 5l Top giohal player Gver kst decade -
in a very competitive industry and market.

> Proud of the Org. Transformation it underwent in the last

———2/3 vears, symbolized by SYNERGY - the new common platforms
for group-wide Collaboration ... and beyond.

> Smaller and recent top global —
player in markets in which we

/ .
A\ FrontMediq (cebecom! werenotpresent
‘ X > Extremely high growth and
revenue generation in last 2
years (cash-cow status).




GlobeCom's Top Target ,D

"Synergy" as a Common Platform /W

Syneryy GlobeCom's group-wide
Collaboration System

AN

ﬁboraﬂon .S@i

ham'mmmweand

Continuous Improvement of Internal & other Addressing expectations of
Value-creation Processes (e.g. with customers) ~ Web 2.0 generation




What stages do change recipients go through
D before adopting ?

Awareness * Change recipient becomes aware that the change project

c D and its objectives

Interest * Change recipient develops curiosity about the innovation
and is open to information (how does it work, potential
benefits, etc.)

Appraisal/ *  Change recipient is ready to: evaluate costs/benefits of
Trial the innovation, assess probability of success, try out on a
small scale or in a pilot project

Adoption * Change recipient adopts the innovation, using it on a
continuous basis

Motivation Gap Confidence Gap




nitiatives / Change Mgmt Tactics

. In!ormanon gathering and influence tactics
-+ Individual, group-level and organizational level tactics - 5 7
« Low-involvement and high-involvement tactics
~» Direct tactics and indirect tactics
* etc.
(GetProﬁIes ) |

, Internal Magazine
Qmm’lis Directive

Plenary Meeting

Covert Lobbying
Management Training v Neutrallze Resasters
ExCom Meeting Task Force
Workshop Public Statement

Informal Encounters




Hints

....................... - Leverage the Team Experience
- Be in control of the Time




Sales-and-Marketing

Business

Business-Model-Internationalization

Science

Export

Enginaering

Sales

Sales-and-Purchasing-Manager

Gorenak

Economics

KanA-E-Export-Manager

""Andnﬂa

Planiniek

Business

Sales-and-Customers-Acquisition

Karel

Stanovnik

Engineering

Sales-and-Marketing

Export

Director

Tachnical-Director

Vukovié

Engineering

Synergy Simulation

Tha Clulln gs o avimrmy




= Erma Start
ot Hieinze Phi
efanie Durand

Dianief Wang PhD
#ilima Grodmyer
Luis Fernandez
Jean Bardodte
Thamas Kupik
Fridd Smilleson
Ania Bedloni

Ivan Tarowski

INITIATIVES

Dinner Event Coffes Breaks
G2 Profies W=mo
Teams Piiot Test
Internal Kagazine Flenary Meeting
Directhe Duesbonnaire
Covert Lobbying Receplion
Electronic Mail External Links
Hanagkmenl Training Neulrake Ragishers
ExCom Maeting Task Force
Woarkshop Public Stalamant
Face-To-Face Meeting Informal Encomnters

| Clickcon any instiative for a =hort description!

2 12
Weabs

14




i

ORGANIZATIONAL

DIAGNOSIS

Role & history
Attifude towards

R

EFFECTIVE ORG."
INTERVENTIONS

networks

networks

— Farmal & informal

- Power & dif fusion

STRATEGY

— Explicit

L Adaptive

— Key driving principles
(collaborative
vs. competitive)

~ Leveraging networks
& key individuals

change

Motivation & Resistance

Influence

Expectation mgmt

Process fairness
dimensions

Awareness
Interest
Trial
Adoption

TACTICS
| CETE——

~ Adapted to people, timing

Communication culture
Positive/negative signals
Values & vision

Mgmt style

& adoption stage
— Target individuals vs groups
— Open vs. covert

— Collaborative vs competitive



tart with: Some basic Guidelines / Checklists

Mobilize momentum — Kotter’s steps

Make change stick

o Vision fuul Skills Jim Incentives s Resaurces Hﬁ"

Skills [ Incentives || Rescurces -""-“"-""I-b Confusion -

Plan

I., Pr——

| o vision o e | - > o

Shange

o Vigion e Skills fm Incentives |_3E|-p Frustration

= Visian H Shille [ Incentives [ Resources [m— False

Starts




Advanced Insights

(linked to the Simulation experience)




Leadershlp Facets

Y A Gettl n g _____________________________________ _ _____________________________________________________________________________________________________ :




ulture &

~ Diversity in Expectations |

"Is it impol’jtant'fo_'rva,manager to have at hand p;@Cise‘anSwers to most ;O,f?_th,e'- ,
questions that his subordinates may raise about their work?"

100
90 |
80 -

70

60 -
40
30
20 |
10

0

Percentage in Agreement

~ Andre Laurent
Emeritus Prof. of Organizational Behaviour
INSEAD -




For ma

irtual Team Leaders Behaviours

Inclusion Behaviours
Initiating inclusive actions in relation to VT members.

inviting input related to team tasks
taking initiative to keep in touch

keeping members fully informed about team activities
sharing information

encouraging exchange of information among team members
recognizing contributions.

"bringing others in” as opposed to "holding others out”

Control Behaviours
~ Initiating structuring or directive actions in relation to VT members.

s Establishing structured tasks, procedures and policies
Setting a clear direction

Providing clear guidelines for accomplishing individual tasks
Giving clear directions

Following up to see how work is progressing
Dominating group discussions, l.e. pushing the group to adopt his/her own

ideas during meetings
¢ Influencing other team members’ opinions related to team activities.

~ Affection (Support) Behaviours
Initiating supportive actions of a personal nature in relation to VT members.
Expression of personal appreciation for efforts even when team members

are not fully successful

Acting in a kind way
Praising team members personally for contributions
Providing personal mentoring

Giving personal reassurance during difficult times

Listening with genuine interest to members’ concerns
Showing openness about their own true feelings related to team's work

Showing interest in knowing team members at a personal level

re details, see: Leadership Impact on Motivation, Cohesiveness andEffectiveness in Virtual Teams N. Jenster 2010,




Physical Presence

"Human Moments"

Can be short /

Are disappearing (virtualization of exchanges)
Are Required (evidence from brain chemistry)

Human Emotional & Intellectual PRESENCE

Good Worry

body 7tonle \aclal kk mm

language of voice  expressions

l Misunderstandinis I.--‘ v .
Anxiety

depression

- ‘.':b HIGH TECH needs HIGH TOUCH loneliness

detachment

if not ——lack of cues WORRYING |

For more details, see: The Human Moment at Work, E. M. Hallowell, Harvard Business Review.




Importance of Teams & managing Expectations

CHANGE :
STRATEGISTS IMPLEMENTATIO

PROCESS /




Understanding Process Dynamics

Performance

measure
2

100%

Tipping Point




hink Networks!

> Challenging our dominant
LINEAR Models & Processes




The power of Persuasion through Social Pressure

S. Asch early conformity experiments

"Face The Rear"




in Decision Making Contexts:
omblnlng skillfully 3 different approaches ...

LlEHf Case & Communication

Challenging Change Frojects: From Heroes to Joystickers
~ Parsuadivg refucfant piols fo sdop! mew leohociopies hat vl befler profec? ground foroes N




Importance of formal and informal influence structures
Guanxi & Wasta

» Guanxi

“Guanx is a relationship between two people expected, more or less, to
give as good as they get. A Chinese individual with a problem, personal or
organizational, naturally turns to his or her guanxiwang, or “relationship
network”, for assistance. An individual 1s not Iimited to his or her own
guanxiwang, but may tap into the networks of those with whom he or she has
guanxi.”

K Wasta

“Wasta involves social networks of interpersonal connections rooted in
family and kinship ties and implicating the exercise of power, influence, and
information sharing through social and politico-business networks. It is
intrinsic to the operation of many valuable social processes, central to the
transmission of knowledge and the creation of opportunity. Just as guanxi
has positive connotations of networking and negative connotations of
corruption, so too does wasta.”

Hutchings & Weir 2006: 143




Understanding of change in the Middle Eastern culture
Comparison between the West, East Asia and the Middle East

Western (Lewinian) OD /
change is:

East Asian (Confucian)
change is:

Arab / Islamic change is:

Linear

Cyclical

Movementin a zig-zag pattern

Progressive

Processional

Processional

Destination-oriented

Journevy-criented

Goal-oriented and continuous

Based on creating
disequilibrium

Based on restoring /
maintaining equilibrium

Aimed at maintaining
equilibrium

Planned and managed by
people who are external to
and independent of the
objects or processes on why
they act to achieve the
desired goals

Observed and followed by
people who are at one with
everything and must act
correctly to maintain harmony
in the universe

Planned and managed by
people who mustact
according to specific goals

Unusual because everything
is normally in a quasi-
stationary or static state

Usual because everything is
normally in a continually
changing dynamic state

Normal because everything is
subject to change and man is

proactive in directing change
inways that serve his and the
community’s interests

Ali (1996); Marshak (1993)




Addressmg Conflict Patentlal with

Demonstrate Train Build Coailtianﬁ

Negotiate Co-opt Authority
t $

Networks

"_mTactics:

*» Demonstrate: Show how your idea may help (Workshop, Pilot)
Sell: Sell your ideas, use rewards {(Face to Face, Plenary Meeting)
Train: Help people to adapt (Management Training)
Negotiate: make trade-offs (Face to Face, ExCom Meeting, Plenary Meeting)

Co-opt: Use buy-in to align moderate opponents interests with yours
(Plenary Meetmg, Workshop, Dmner vent, Face to Face, Task Force)

Network: Use third parties to sell, induce tlgpmg points, and neutralize opposition
(Coffee Breaks, External Li.nks, Teams; Dinner Event)

Build Coalition: Build political support (ExCom Meeting, Pilot, Dinner Event)
Authority: Force compliance through punishments (Directive)




dapting Change Tactics to Adoption

SYNERGY Change InitiativesiTactics

| Get profiles

Teams

Coffee breaks

External links

Face-fo-face meeting

Fublic statement
Internal magazine

Electronic mail

Memaorandem

Dinner event

Informal Encounters

Management training

Workshop

Plenary Meeting
Questionnaire

Reception
ExCam Mesting
Filot test

Tack force




Behind the Classical Change Adoption Stages

Attitude/

Behavioral | |
Chan ges Awareness Appr./Trial Adoption

Our Impact

Intentions/Committment
A_dd"’3§5if_‘9 & Desires/Goals
Diffusing: Knowledge/Beliefs

& &

Key Challenges

Presence/Collaboration

Capturing &

Securing:

~ Attention




Food for Thoughts ... and Action

Learn systematically from ALL Change Projects, accepting

lack of project success as a source of Continuous
Learning TEE=E

Acknowledge Organizational Transitions ~ ~ - =

Don't underestimate Change Agents Teams
Challenges & set expectations realistically




Selecting the Right Targets - A RoI Perspective

C—With whom first & how
_(which Change Tactic) did
we engage our Change




Food for Thoughts ... and Action

Learn systematically from ALL Change Projects, accepting

lack of project success as a source of Continuous
Learning TEE=E

Acknowledge Organizational Transitions ~ ~ - =

Don't underestimate Change Agents Teams
Challenges & set expectations realistically




IKEA : Creating a Common Language to
~ support rapid global collaborative change

~ Commumication & Change
The four step model for
Change Communication

What stages do change recipients go through
: before adopting ?

Awareness +  Change recipient becomes aware that the change project
and its ob jectives

= Change recipient develops curissity about the innovation
and i= open to information (how does it work, potential
benefits, etc.)

*  Change recipient is ready to: evaluate costs/benefits of
the innovation, assess probability of success, try out on a
small scale or ina pilot project

+  Change recipient adopts the innovation, using it ena
cortinucus bosis

__________[Ammh{ IWMH Exper. HMW“]

Motivation Gap Confidence Gap




Managing Change: AIEA Model

 CQenR PsnsPecnve \ | e
oFS\mmu S TANDS \ ™RG5S




Managing Change: AIEA Model




Understanding & addressing Resistance




nderstanding Resistance Sources

b s




Managing Change: AIEA Model

Rﬂ\«.umﬂsm!un

” mm&




Taking into consideration

- Individual Transitions

m  Dealingwith
f /Pelformance

.......................... D[ps |




Learning from ... @eken Change Appr@

e

C. Increased performance after nitial performance dip
D. Lasting change




Collaboratlon 2z s
|ts Key Ingrf‘( |ents

Corporate collaboration is necessary, in
general, because no matter how we organize
work, we end up with activities that cut
horizontally across the company.

Main Objectives :

*To optimize business activities that cannot be optimized by

"sum of the local metrics"

*To identify innovations that are unlikely to be seen from
any single vantage point

*To reinforce professional disciplines that cut across
product or geographic organizations

*To identify and replicate operational best practices

*To identify and cross-train next-generation managers

|

CEniterprise 1.0
|

! Hisrarchy

| Erction

| Buteaucraty

! Inflexibisty

; iT<driven technology / Lack of user control
| Yop down

| Cantratized

[ Toams are in ong bulding ( one ime 2004
‘silos and boundaries

| Need 10 Know L Trm
" information systems are structured and dictated | inforr

| Taxonamies

| Ovserty complax

| Closed/ proprietary standards
! Scheduled

[ LoRg tme- 10— maket cydes




mulating Collaborative Innovation & Change
enhanced by Web 2.0 Platforms & Social Media
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Towards Collaborative Performance
Putting Theory into Practice

Instrument for
Systermatic Information
and Insights Collection

L

Second Phase: identifying Opportunies




Collaboration Diagnostics Tool

_ Adapted from J. Colfins « Good to Great », 2007 and M. Hansen, « Colfaboration », 2009,




The starting point: Systematic review
of Callabaratzon Pro;ects

Pattern "8
Unsustainable Pace

Learning
Opportunities
_ «Resistance Dynamics : Knowledge

«Diffusion Dynamics . Pattern “'D”; :
«Cultural/Contextual Factors Little or No Impact Exchange




2. Where are the Opportunies?

|I[hl|ll
CisCOo =

ALSTOM _ pimpy

hitp:wowewr voutube comfwatch?




Resistance to Collaboration

.......................................................................................... (Huhxam & Vangan. 2005)

Not seeing any advantage from belonging to the collaboration

A belief that the cost of collaboration will outweigh the benefits to
their own organization or themselves

Concern that the collaboration will take over a major area of the
organization or individual's work

Lack of trust in some or all of the other members of the
collaboration

Bad experiences of previous collaborations

An organizational or sub-group culture that does not encourage
sharing of information or resources

Assuming the superiority of one culture and/or attempting to
Impose cultures on others




3. Where are the Barriers &
2

Insular Self-Reliance

Culture

ot Invented Hoa rdin

. Transfer
Spread Out Complex
Knowledge

Information

Overload Poverty of Weak Ties
Networks




1a. Even when they need help, our employess are not willing to seek input from
outside their organizational unit

—Ab. When faced with problems, employees in our unit strive to salve them by

themselves without asking for help from outsiders

1¢. There is a prevailing attitude in our unit that people ought to fix their own problems

~——and not rely on help from outside their unit

2a, Qur people keep their expertise and information to themselves and do not want to
share it across organizational units

2b, People in our unit are often reluctant to help colleagues in other parts of the
organization

2¢, Qur employees seldom return phone calls and emails when asked for help from
people outside our unit

3. Our employees often complain about the difficulty they have locating colleagues in
~ ofher units who possess the informafion and experise they need

 3b. Experts n the company are very diffcult o find

3¢. Our employees have great dfficulies finding the documents and information they
need in the company's databases and knowledge management systems

4a. Our employess have noteamed to work logether efecively across crgantzational

Units to transfer tacit knowlegds

ee: "Self- Diagnostics Assessment Tool”

4b. Employees from different arganizational unts are not used to working fogether and-—
find it hard to do 50

4c. Our employees find it difficut to work across units to transfer complex tadwnulugiesm
and best practices



High Performance
On the Relationship between i, and 7 in Organizations

Collaboration

A key Trend since 2010:
- Towards Collaborative Performance

Do you remember the 9/11 R g
terrorist attack in NYC?

Now we will focus particularly

on the role of FBi: ;
{ 4a ary "itm

mBeernn. e federsl Bera of heestigatiom FB0 prwoetes b
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Click on the Barriers List
to display the implications in the
9/11 FBI Case.

nderstanding
llaboration Barriers
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Add 4 new Collaboration Barriers which you cons =
relevant for you and your organization|  yues
And pass the mouse on the List to get more explan ¥
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The "Fear" Collaboration Barrier s

ot B LT T
et b e Ay i e -
2 20t 05 reveed lock of by v of

e 30w 4 peothers, OMy st af g k! b

The Insular Culture and the Self-Reliance Attitude prevent to ask
for help outside the group in order not to reveal lack of knowledge
or of competences to solve a problem.

Officers’ reputation would have been at stake. Field offices
independence would have been at risk if decision-making
processes had to rely from external input.

This is even more true in inter-agencies relationships.
Governmental funds might depend on the performance of single
organisations and related units.

In addition comes the Fear of Losing Power. In a highly
competitive environment, officers’ reputation is measured by their
performances. Therefore, the more assets they can use to
consolidate their position in their group and in the organisation,
the more likely they succeed. Sharing knowledge clearly is against




4. Where are the Barriers &
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Disagree

In our companywe have in place a compelling
company-wide goal that does a very good jobin
unifying people in the various units/segments

YN

Disagree

Our top leaders constantly send strong signals
and talk about the importance of collaboration
in the company




and the "dangerous” side
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of COLLABORATION

1. Not knowing the answer. The fundamental premise of collaboration is that you can use it to
solve complex problems that are beyond the function of one domain or expertise. That means that
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each participant needs to be comfortable with a certain amount of ambiguity. Most people have
built their careers — parhaps even their identity — on being the expert. They don't like feeling
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ignorant

_ Unclear or uncomfortable roles. Role and responsibilities in the collaboration space tend not to
be hierarchical; they are often fluid. changing from phase to phase of the work. This can be
especially hard for senior exacutives, because it may mean taking off their mantle of being the
"chief of answers” and becoming part of the “tribe of doing things.”

- Too much talking, not enough doing. Collaboration means a shift from thinking big ideas alone.
and more into the real-time mess of problem solving with others. Shifting work from "I tell. they do”
to a "We think together” approach will appear at first to be all about talking Like we've moved to
the land of yack, yack, yack But thinking together closes a gap. By thinking together, people can
then act without checking back in because they were there when the decision got made. They've
already had the debates about all the tradeoffs that actually make something work. But that
means organizations spend more time in the messy and time-consuming up-front process of
designing solutions that'll work.

Information (over)sharing For collaboration to work, information is rarely left in any silo but is
shared and often combined in unexpected ways to reframe problems. For some people, this can
mean information overload. For others, who withhold information in order to retain power, the free
flow of information is threatening.
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Fear of fighting. Collaborating means dealing with confiicting priorities "Turf” isn't adways clear If
you avoid conflict. or don’t know how to fight effectively, nething will happen. Knowing how to
debate the tradeofis between many viable opions means knowing how lo argue with each other
about the business in more open and visible ways_ (I've already written about Steve Jobs doing
this with his team.) Not doing it well, or doing it wrong — or simply losing? Very risky. Very
dangerous

More work. Often, coliaboration happens on top of other work Participants are aiready plenty =
busy with their “day job” and the new project may be especially stressful because of thes. Until the
problems that any collaboration project is aimed to fix gets sofved. 3 collaboration project can

often be averwhelming. Most people describe collaboration in what I call a nice-nice way: fwe
would just colfaborate. then we would do befter! But as we've already described, colfaboration is
about the friction of ideas and the forging of new ways of working. That is not easy, or aven nice
And it makes new demands on all of us. It means leaders must do more than just tell people what

to do. It also means people within the organization have to do more than say, "Hey, that thing
broken” and then delicately walk away

More hugs than decisions. The fear is that if we ask for opinions we must listen to all of them,
and that we'll Create watered down “solutions” by committee. In that way, collaboration is often
used synonymously with teamwork or democratic exchange. It shouldn't be. The goal isn't about
feeling good: it is about business results. If people have been heard. have paricipated in creating
solutions and then know why the business picks one option over another, than we can all require
what Barbara Kellerman appropriately calied followership. Leaders still need 1o make tough calls
and direct the focus. Without both Leadership with the capital L and Followership with a capital F,
all we get is the equivalent of a group htg and not the results the organization needs

. It's hard to know who to praise and who to blame Coflaborative projects are judged on the

outcome, more than the individual efforts than whaen into them (which are hard 1o even measure),
Leaders have less visibility into who did what if things go right, they worry about rewarding the
wrong people. If things go wrong, they complain about no longer having a single “throat to choke "

See: http://blogs.hbr.org/cs/2011/12/eight dangers of collaboration.htmi




Managing Change: AIEA Model
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Food for Thoughts ... and Action

Learn systematically from ALL Change Projects, accepting
lack of project success as a source of Contmuous
Learnlng

- -Don-'t---underes-tlm-ate---chan-ge---Agents-----Teams----------------------5 AL
Ch'a'lIenges“&'“set'"expectations"'reaIi'sticalIy'




hange Implementation Traps

| A -
GE CHANGE \
STRATEGISTS IMPLEMENTATIO RECIPIENTS
PROCESS




~ Still very high Failure Rate requiring more Focus
& Learning from own Experiences




Follow -Up (suggested)

~ > Replay Simulation (or other versions)

b {"Change"l‘mp‘:."ﬂvewiEW'E{"S?nergTﬂt—:—ﬂl—:—t:tiun"PUini_:.

Behind the EIS Simulation: An Overview of Underlyving Models

------------- > Review Debriefing Slides and follow-up Readings

. That's the Way We (Used to) Do Things Arcund Here

b Knowing-Doing Gap Book summary
------------------------------------------------------------------------------------------- Tipping Point Book Summary -

Leadership & Epidemics Video: How to Start a Movement

......... > Extract Key Learnings & Actions related to your own Change
Challenges




Questions, Issues, ...

albert.angehrn@insead.edu

http://mycalt.insead.edu/eis/sites/ITMO519
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